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ABSTRACT

The following pages are transcripts of each of the inter-
views that took place during the course of this study.
Considerable difficulty exists when trying to translate onto
paper conversations between individuals. Although these
transcripts are accurate representations of the words
exchanged, it was impossible to show such things as intona-
tion, duration of pauses, voice inflection, volume and other
indicators of peoples' feelings.

It will be noted that the transcripts make no attempt at
editorializing any of the conversations that took place.
Although this increases the difficulty for the reader, it
will be easier if he or she keeps in mind that these pages
were live conversations and never meant as literary works.

References in Volume I are given in the form X.Y. These
numbers are wused to facilitate the reader's reference to
this volume. In this type of notation, X represents the
transcript number and Y represents the page number within

that transcript.
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TRANSCRIPT # 1

I: Could you tell me just generally what is

policy?

R: I would say that policy is a broad outline of
the way a board would 1like to see a certain aspect dealt
with -~ guidelines more or 1less within which the administra-
tion that you've hired can then go ahead and implement any
types of programs etc. that may be wanted in the division

by the board.
I: Could you give me some examples?

R: Well, one that comes to mind that's quite
frequently - a matter - is transportation policy . A trans-
portation policy - we didn't have one on the books when I
first came on the board. We've since established one in
which we've established what types of students will be
transported and - if they're beyond a certain distance from
school - and what criteria will be acceptable to the board
for transportation. So that type of a policy - the trans-
pdftatiéh policy - has beén established by the board, and
then it's up to the administration then to make sure that

it's implemented according to policy.
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I: Ok. How is policy different from goals, objec-

tives or desires?

R: Well, I guess goals are sort of more global -
more general - generally policies are developed to meet a
specific need - in my mind at least. I think that transpor-
tation policies, policies on expelling students, policies on
corporal punishment etc. - 80 that ©policies are more
specific in my mind than general goals and objectives - and

they deal with a specific issue.

I: Why do you hold this particular view of what

policy is?

R: I guess it sort of evolved being a school
board member. Prior to that I had never thought in terms of
who are the policy makers and who are the "doers" sort of
thing. When most trustees - at least when I was elected to
the board, I found it very difficult to see my role as being
a policy maker, rather than getting into the nitty-gritty
and getting it done the way I wanted it done. But, it has -
I do see the merit - going into the sixth year now of this
way of operating in terms of the school board and the school

division generally.

I: When you say you've had difficulty seeing your
role as a policy maker, what do you feel caused that diffi-

culty?
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R: Just because you've - in my own instance

anyway —‘I'd never been involved at that level on the board.
I'd been on a board of directors of a nursery school, but
actually we were a founding board and therefore, as well as
setting policy, we did all the work. You know, one of those
types of co-operatives. And, R tend to be a - myself - a
"doer", You know, I like to do things and get them done.
So I found it difficult - you know, that you could argque for

three months, establishing policy and then that's where your

role more or less ended. Other than, of course, monitoring
that in fact it was being followed. So I guess that was a
difficulty for me - not getting involved in the actual

implementation.

I: You mentioned that your view of policy changed
from the time that you became a trustee. Can you tell me

perhaps why and how you changed?

R: One - experience and discussions with other
trustees, both at a board level and at various MAST func-
tions. The Manitoba Association of School Trustees - they
also hold a number of seminars that you can attend that -
and they generally talk very - at great length - usually
about policy - whenever you're dealing with any specific -~
it always comes back to policy. Also we  subscribe in our
school division to a manuscript from the States from the

National School Board Association on policy and I get that
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monthly at my home. That also was certainly - it gives you

an idea of what's policy related.

I: Does your view of the nature of policy affect

your approach to policymaking?

R: Yes, I think so. I tend to see that if policy
is too broad that there is too much room still for things
not to done the way - for instance the board or myself would
like them done. So in policymaking I would tend to be - I
tend to be quite specific so that there's no room for very

much interpretation.

I: Do you find this may be a little bit of a
conflict of an earlier statement 1in which you mentioned
policy as guideline? Do you find that there is a fine line
there? Do you have problems with that? Does this present

problems to trustees generally?

R: Yeah, I think there is. Sometimes it's diffi-
cult to know perhaps when a policy may be hamstringing - may
be too specific in terms of being able to be implemented by
the administrative staff. On the other hand, I find that a
lot of the conflict that can sometimes arise between - say
the chief administrators and the board or even between the
board members themselves - but say if it's too wide open and
it's open to interpretation - so to me you save a lot of

time if you make it as specific as possible. And, most



Page 1.5
policies tend to have a loophole anyway in terms of special
cases. There's always room for the administration to come
to the board and say "This would be outside of policy, but
we feel that in the best interests of everybody, it would be
appropriate that we go beyond or break the policy." and

that door is always open.
I: Do you think that policy is necessary?
R: Yes,
I: Ok, can you give me any particular reason why?

R: Well, I guess first of all, from the school
board member's point of view, if you don't have policies,
particularly on those issues that frequently arise, you're
Vconstantly making decisions in emotional situatidns where
there are people requiring transportation (if we go back to
that), or asking for transportation, or whatever. You tend
then to make decisions that you may regret later or that
maybe aren't fair in light of what's been done in the past
with other people. So I feei that policy is one way of
ensuring that people are treated justly and equal - more or
less. As well, I think 1it's extremely important for the
employees - especially your administrators - so that they
know what direction the board wants to go in any particular
area. If they don't even have that feeling - if the board.

hasn't discussed it among themselves and come up with some
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sort of statement or guideline, I think it's very difficult
for them to be placed in a situation making decisions that
are perhaps beyond their responsibility - and where they in

some cases may end up getting flak for it.

I: Has your opinion changed in this regard, and

if so how and why?
R: In regards to the necessity of policy?
I: Yes.

R: Well, égain, being on the school board has
been an eduational experience for me so when I was first on
the - the first year or two on the school board,. I became
familiar with the whole idea of policy and policymaking.
However, I would say that I don't think - I think that once
I realized that policy was a way - I'm very firm on treating
people equally - so once I realized that policy is the best
way to ensure that this happens I think that I became a

firmer believer in it.

I: Ok. Does your opinion about the necessity of

policy affect your approach to policymaking?

R: Well yeah, I'm willing to spend time doing it
- which you'll find is difficult to find on the school
board. And sometimes you're making decisions that right-

fully maybe should be - you shouldn't be making them at the
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time, until you've got policy. Policymaking in the school
board is a time consuming process and there's many, many
areas in which there isn't policy. As I said, there was no

transportation policy in our school division five years ago.

I: Once you make a policy, what happens? Is it

written down?
R: Uh-huh.
I: Should policies be written down?
R: Yes.
I: Always?
R: Yes.
I: Airight, why?

R: Well, first of all, if it's not written down,
you know, it's only in somebody's head. And then it's imme-
diately open to interpretation at any time that you want to
use it. Secondly, I think that for new administrators or
the public or new school board members it makes things much
clearer, Nobody has any faith in somebody saying. "I

remember last year when we said this."

I: The question of interpretation - could that

not still arise even with the written format?
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R: Yes, but it's less of a problem - as long as
it's been worded properly. That's why we have to spend a

lot of time on it.

I+ If policy should be written down, how should

it be organized?

R: In a policy manual. A manual that's coded for
easy reference so that school board members and administra-
tion can easily find what they're looking for. There's a
number of ways to set it up. Ours is set up - was set up by

our administration under a coding system.
I: Who makes school division policy?

R: The school board - often on recommendations
from the administration and often from suggestions of the

ultimate people who make it - the school board members.

I: But you're suggesting that there are other

people who have an input?
R: Oh yeah.
I: Who might they be?

R: Well, depending on what your policy is on, it
could be any number of people. You, of course, rely on your
chief executive officers - your superintendent and her staff

or his staff, and the same with'the secretary-treasurer. I
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believe that whoever is being affected by policy should have
at least some input into it - at least give feedback before
it is final. So if it is setting a transportation policy, I
feel that you give the people concerned - which is the
parents - and if you're setting policy in regards to
teachers I think that you should involve the teachers.
However - they can get a representative or two - it's up to
them, So whoever 1is being affected by it at least should

have some input - so you should hear from them.

I: I'm just wondering if you could clarify how

much input these individuals should have?

R: Yeah. Well, what I like to know is like - how
is this going to affect people? Ok, what types of things do
we have to consider when we're making it? Ultimately the
decision is still the school board's and it may in fact not
be to the complete liking of whoever is being affected by
it. But, at least I think you need to know that prior to
doing it - and you need to know how it's going to affect
péople and if your decision - still the wisest one seems to
be that which may turn off some teachers but 1is better for

the students - well, at least you know.

I: What's the role of the individual trustee in

the policyméking process?
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R: Simply one of your board members who votes for

or against and makes motions forming policy. You don't have
any policymaking rights»on your own, You only have the

power when you're a member of the school board.

I: Right. Now, taking it to yourself then, so

you see your role as being strictly that of voting for or

against?

R: Or suggesting.

I: Another input then?

R: Right. And if I feel strongly enough I'll -
you know - get lots of material and talk to the trustees.

You know, try and persuade people to my point of view,

I: Can you give me some examples of policies that

have been made through the input of people concerned?

R: Ok. In the transportation policy we held - I
think - a series of three meetings. These were widely
publicized through our community - that we would be trying
to form a transportation policy - and we asked any groups
who wanted to make input to appear on one of those nights,
or else send in written material. So that's one time when
we involved the public - in the transportation policy. And
of course, we also heard from our transportation supervisor

and our teachers =~ our principals who had special programs
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at their school - that they felt would benefit from trans-

portation. So we had a whole range of - that's one example.

I: In that particular instance, the example that
you're giving, in your own mind, you had to make as board,
the decision about it - which input would you have felt to

carry the most weight, and how would you arrive at that?
R: In that particular instance?

I: Well, it doesn't have to be case specific, but
how would you arrive at which 1input should be the most

valuable?

R: I guess on who's going to be most directly
affected. 1In this case it was the parents of the students -
or the students actually but the parents making the deci-

sions for them.

I: This may sound similar, but has your view of
who makes policy changed from when you were a beginning

trustee?
R: No.

I: Does the viewpoint that you hold about who
makes policy affect the way 1in which you approach pblicy-

making?
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R: Yes. Like I tend to be one that feels very

strongly about having input from the people who are
affected. My feeling is that some trustees don't feel that
way - as strongly - ok? It's easier to make a policy if you
don't have to worry about everybody - you know = if you're
making it from a strictly financial point of view, you know,

you wouldn't transport anybody.

I: How are policies made? By that I mean what

processes or procedures are involved in making a policy?

R: I think that first of all there has to be
agreement at the school board 1level, and that often isg
brought to the attention of the board by senior administra-
tors - that there 1is an area in which we need policy,
‘because it's becoming just too difficult for them to make
day to day decisions or - the school board members them-
selves are questioning the types of decisions that have been
made. So once you have agreement thét we need policy, and I
think you have to gather all the facts in terms of different
situations that have occurred in any particular area - and
‘then, as I feel strongly about - you contact people who will
be directly affected by it - hear from them, and then after
that, put down on paper, at least a draft and ~- hopefully
the board can approve it - approve the policy. Often it's
done with a notice of motion - I think that's preferable

because then that gives two weeks notice to people and they
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can come and make a last ditch effort if they want. They
know what's coming in the agenda two weeks hence and there-
fore can bring up further points if they want to, -before
it's finally passed. Then, the one other thing that most of
us are remiss about, is once you do have the policy, it's in
written form, 1it's in the policy manual - being used by the
school board and everybody associated with the school divi-

sion and who are making decisions in that area - is that it

should still be reviewed. That is one area that - if you
want to review every year, every two years or whatever - it
seems that perhaps - if you're using it frequently it gets

reviewed guite often just 1informally because if it's not
working you're going to change it. But there's some of them
that - if 1it's not drawn to your attention - it could sit
for five or ten years and occasionaily cause a problem for
somebody - but not a big problem - in fact 1it's never been
used and times change and things change - so I think that

there should be built in some mechanism of review.

It Just a point of clarification - you say that
you identify a need or a problem and that you gather the
facté, contact the people for feedback, and then come up
with a draft policy. I don't want to put words into your
mouth. Am I right in hearing what you're saying to be that
between contacting the people for feedback and the draft,
that you evaluate the information that you have at vyour

disposal first?
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R: Yeah. And in fact you'll find in that period,

of course, school board members - are the people‘ who are
going to have to make the policies - are already thinking in
their own minds what way the thing should go - you know -
but they don't have anything down on paper as yet.
Individual trustees would probably, depending on how inter-
ested they are, be gathering up information themselves or

recalling past instances where what had happened...
I: What things influence how policy is made?

R: Well first of all I guess how knowledgeable
with the whole procedure the school board are - and if they
are willing to put in the time that's required. I think
it's an area that's really been stressed in trustee develop-
ment, but it's still an area that needs a lot of improve-
ment. I've heard the statement many times that - the less
you have down on paper the better you are - from school
board members. Because, you know, you don't get nailed with
past practices and precedent and the whole business. You
can make decisions that seem appropriate at the time but
maybe in the long run they're not - but they're the easiest
ones. So I think that that ... What affects it is that what

you asked?

I: Yes. What influences how policy is made?
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R: So, the attitude of the school board members
and of the administration of the school division definitely

affects it.

I: You talked to me earlier about policy being
revised - how do you know when a policy needs to be made or
revised? Is there some signpost that you can say "Ah, we

need a policy!" or "Ah, this has to be revised!"?

R: Ok, it's usually when you get into a situation
where you can see if you make a decision that there are long
term ramifications, and that it's going to be necessary to
treat people fairly. That's the way 1 see it anyway - I
guess maybe I'm =zeroing in on the policies that affect the
public or say our employees more so than some of the other
policies that can be made. That generally - I gquess -
brings to the attention of the school board that we need a
long term sort of thing to weigh these questions against
these individual questions. And the same with revisions in
terms of if it's just not working the way you had hoped, or
if it's causing problems somewhere else and it needs revi-
sion - obviously. If you're breaking your policy every

second week it's not a good policy.

I: How have you arrived at these conclusions

about the policymaking process?
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R: I guess basically through experience - and

from the readings that are available to trustees.

I: Does your viewpoint about how policy is made

affect your approach to policymaking?
R: Oh yeah, I'm sure it does,.
I: Do you ever think of how?

R: How it 1is made - ok - affect my approach to

policymaking...

I: Your understanding of the policymaking
process, and how it comes about and how it is actually

formed, does that affect the way you approach policymaking?

R: I'm sure it does. As I said earlier, in terms
of - I think that we should have to talk to people who are
going to be affected. I believe very strongly in policy. I
don't like - some people being - because the school board is
in a good mood one night - you know, saying it's fine, and
then the next night because - all of a sudden you realize
how much it costs changing - you know - the next person who
comes they say no. That type of thing I think is extremely
unfair - so that's why I'ma firm believer in .policy and

I'l1l spend time doing it.

I: What are the attributes or elements of a good

policy?
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R: Well, I believe that 1it's quite specific to

the particular area of concern that it's addressing. And 1
think that it should try and address all of the ramifica-
tions that might evolve from it - from that specific situ-
ation, And I think that it has to be clear that the admin-
istration who are implementing it do 1in fact have the right
and obligation to «come back to the school board, if there
are areas outside of the policy that - or things happening
because of the policy that maybe are not in the best inter-

ests of children or whoever the policy is affecting.

I: So basically what you are saying is that a
policy that is encompassing in terms of solving a problem is

a good policy?
R: Uh-huh.
I: Are there any other attributes ?

R: Specific though - so that it's not wide open

to interpretation.
I: Why do you say that?

R: Just to reduce the hassles that are involved.
If it's specific and not open'to interpretation, it's easier
for your administration and for your school board to follow
it and to - not to get into situations where they are being
biamedrfor breaking it dr for - the school board 1is being

accused of treating people unfairly.
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I: Is this a conclusion that you've arrived at

again through experience?
R: Uh-huh.

I: Can you give me some examples of good poli-

cies?
R: Specific?

I: Yeah, a specific example of a good policy that

brings in these attributes that you're talking about.

R: Well, our transportation policy is specific -
now. It was done with input from the community. It didn't
meet all of their requests but it went part way. They're
generally happy - the people who are being transported are
generally happy. The people who don't have children being
transported aren't. They feel they are being billed. It
achieves what the educators wanted to achieve in terms of
kids being near to special programs. So it's quite
specific, and it priorizes - if you run into problems with
money or lack of buses - it priorizes - from the high
priority in transportation to the lesser. You know, if you
get into not enough buses, hopefully it will go from the
bottom up in terms of reducing the transportation. So it's
quite specific and it deals with the long term 1in terms of
that and ... generally is very easy I think , for our admin-

istrators to implement ... and easy for... We also do have
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in there the special cases clause so that if we get reqQuests
as we always do - in terms of dire economic necessity, we

can deal with them and not break our policy.

I: Again, your view of the attributes of good

policy, does that fect your approach to policymaking?

R: Why I want to see them in there. I want it to

be specific.
I: How do you evaluate policy?

R: I gquess by how well it works. If it's meeting
the need that you originally sought =~ and if it isn't, you

change it,
I: Are there any other ways?

R: In terms of its fairness, I gquess, to the
people being affected by it. If it turns out in fact that
it is not meeting that requirement that I have - that's how
I feel - then I would think that it has to be changed to in

fact be fair - as fair as possible.

I: That's still an evaluation through the imple-

mentation though. Are there any other ways?

R: Well, you can compare it to other school divi-
sions' policies - things that you can read from the States

again and whatever.
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I: What constitutes a bad or a poor or a weak

policy?

R: One that doesn't really give you any guidance
in terms of making decisions. Or one that's unfair to one

segment that's affected by it.

I: This may be hard to answer, but can you give

me any examples of a bad policy?

R: I'm sure we've had some bad policies, I just
can't think of any ... A poor policy is one that is ... in
people's minds - or some people's minds - as what we've done
in the past and therefore this is the way it should be now.
And perhaps that trustee was the only one who was on the
school board fifteen years ago when that decision was made.
It's not down on paper - it may be in motion from fifteen
years ago - minutes. To me, that's a very poor way to make
decisions - on a motion that was made fifteen years ago -
and really no policy established and no rationale attached
as to why that was done at that particular time. Yet, that
often still happens. Those instances are brought forth as

reasons to make a decision today.
I: How have you come to hold this point of view?

R:. I guess from sitting on a school board prima-
rily, and having it happen. You know, to me being a new

member five or six years ago, and not understanding
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rationale for - why for instance these kids from a partic-
ular area are bussed from kindergarten to grade twelve while

nobody else in the school division is.

I: Does your viewpoint about what constitutes bad

policy affect your approach to policymaking?
R: Yes. I try to make it good.
I: Do you try to do away with those?
R: Right, right.

I: Have you had any particular experiences as a
trustee which have shaped your views about policy? If you

have, could you maybe describe some of these?

R: Ok, one area where we just formed policy last

year evolved because of a request - We had requests from two

teachers - one a teacher and one a principal, both whose
sons were playing on a team - it was a good hockey team
travelling to Vancouver. They both requested time off to

go. And it was beyond the three days that can be approved
by the superintendent, so it had to come to the school
board. Now the principal had requested that it be with pay.
The teacher had not made that request. So, we wanted to
treat them both fairly - they're both in the same teacher's
agreement, although one 1is an administrator - I wanted to .

treat them fairly. So what we decided was that we would
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dock both of them substitute costs and let them take the
leave, if they would pay for the substitute costs., Now, we
didn't have a policy and so that was the decision we made.
And of course, the next week we found out the ramifications
of it in terms of - first of all, after all the extra time
he puts in at the school division, that we wouldn't give him
his days off with pay. We had also stipulated the substi-
tute costs at level 4 or class IV, and this was partially an
error on our administrator's part. She didn't know what
class the teacher was in. She was in class II, so she would
be taking money out of her pocket to pay a class IV teacher
to substitute for her. So you see, we got into a real bind.
At that point then we realized - ok, this isn't going to be
a one time situation - we asked our administrator to bring
forth a policy that would be fair to all our employees - but
not to go overboard 1in terms of us paying for people to go
to Vancouver essentially. So anyway, a policy came forth -
'Leaves Associated With Length of Service - which then
treated both these individuals fairly. A month later we got
another request for a leave and the teacher involved was
only the second year in the division, so it actually worked
out better. We did have a policy that we could refer to and
it seemed - and that policy was .formally approved by the
teachers' association executive, and they felt that it was a
very fair policy. I think our gquideline was five years in

the division before we would pay. And so when the teacher
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of two years applied it was fairly easy for us to say "We
don't pay" - and you know, the teacher's association felt

that that was fair. Does that answer the question?
I: Yeah ...
R: What was the question?

I: I'm just asking if you've had any experiences

which have shaped your views about policy.

R: Ok. In the first instance it was a very poor
decision on our behalf. We really didn't take into account

all the ramifications.

I+ So I assume from that, it caused you to think

about the effects of your policy.
R: That's right.

I: This research 1is concerned with - and I can
tell you a bit more about it now because I didn't want to
lead you in your answers - but this research 1is concerned
with how trustees think about policy and policymaking. Now
I feel that the way trustées think about policy and policy—
making might be influential in determining the kinds of
'policy statements that are made. I just wonder how you'feei

about that?
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R: Uh-huh, I think so. But you have to recall,

you're talking to individual trustees and they have no
power. The only time they have power is as one set of seven
or nine you know - and how they can affect a majority on the

board in terms of policymaking.

I: First of all, do you think that this kind of

research is worthwhile?
R: From vwvho's point of view?

R: Well, from the point of view of contributing
say to the wunderstanding of policy and policymaking for
trustees in the province - not from my own personal - it's
obviously worthwhile from my perspective, Will this be a

contribution?

I: I would think so, if it's definitive and if it
gets back to the school board members. I find so much
research and whatever tends to be too high above the heads
of the educational majority of the trustees. You've got to
remember that you've got 50 boards or 52 boards in the prov-
ince,» apqw many of the members do not have what you would
Céll.aVAQOOd education. So, when we start talking about
reliability and statistics and all this it is not something
they'd pick up and read. If it's dealing with examples of
good and bad and what not, or even draws together different

trustee reactions to policymaking and gets them thinkng -
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but it's written in a way that it's easily readable by the

average reader, then it will be useful.

I: Do you feel that the guestions that you've
answered are suitable for gathering the kind of information

I'm looking for?

R: I would think so. I think that you will still
be left with interpretation - you know - as I did state,
I'll go into specifics to explain - and you will still have

to interpret that into a broader statement.

I: A final question then: 1Is there anything that
you would 1like to add which you feel is important to this

study and which has not been covered?

R: I think that it might be ﬁo your advantage to
look at - the board are the policymakers. I think most board
members would agree with that - but they rely quite heavily
on their senior administration in terms of writing it up and
covering all angles - because they're dealing on a day to
day basis with implementing it, and they can see all of the

ramifications - often much better than the school board - so

that it might be worth your while - 1if you wanted to dig
into the whole area - to talk to some superintendents - a
cross section of superintendents - to get their view of

policy.
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I: Ok, well ... Thank-you very much. I appre-

ciate your time and effort and also your candidness.
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TRANSCRIPT # 2

I: To your mind, what is policy?

R: That's a good general question. I think it's
- by policy I understand basically the general orientation
and direction in which you'd like to see the school division
functioning, as opposed to say ... such mundane matters as -
which often times have to be attended to anyway - as
deciding the form of report cards, for example, which I view

as really an administrative function

Now I think that the line between policy and admin-
istrative functions 1is fairly blurred in a lot of - from
what I've seen anyways - in a lot of school divisions, and
indeed, 1in some respects - some aspects of it cannot be -
cannot really be clearly defined. I think that there are
overlaps in certain places - especially in such matters as
for example when you're addressing the budget ... where I
think, obviously as a matter of general total budget ...
it's got to be COnsidered_a matter of policy. When you
start getting down into some of the items of the various
precise points in the budget, you know, you almost invari-

ably cross over awaybfrom a policy decision into really what

may be an administrative function.
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I: Can you give me some examples of things that

would be purely policy?

R: Well, I think that a purely - that a policy
decision - under our system - the obvious one that comes to
mind because of what occurred last year, has got to be
whether or not you'd close a school for example ... school
or schools. 1In our system, clearly that is the jurisdiction
of the board and trustees. and, indeed, it's something that
the administrators don't want to address. In fact, they
have a vested 1interest in the "status guo”. So obviously
I'm not denying that most of them - may - whether they're
aware of that or not - most of them are not really prepared
to rock the boat to any great extent or degree. I think,
and I don't want to digress - I want to let you get through
your questions - but I really think that the MAST survey -
and I don't think that you were involved with that - shows
that relatively clearly. The thing that was played up in
the paper was the fact that trustees have a low opinion of
themselves, It appeared to me that, given all the results
in totality, that they may have a lot clearer reading of
what's going on>than a lot of other people in the system -
particularly when you question - when you look at the ques-
tion "Are you really responding to the needs of the child?"
- 1 meaﬁ trustees were the ones who ranked this as the
lowest. I think that that's probably a lot closer to the

mark than your superintendent or other administrators.
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I: How is policy different from goals or objec-
tives or desires? You were talking earlier about general

orientation.

R: Yeah, well that's part of it. I think that in

the broad sense that's true. But I also think that it's

true in specifics. It depends on where you want to go in
terms of either programs - Like I can - I have - I've never
really addressed as you are - I've never really taken the

approach of trying to layout the theory of this, although
when matters come to board, I've never had any real diffi-
culty other than the example I gave you in the budget, of
being able to say in my own mind "I think this 1is really
administrative, or this is really policy." Although, even
on that standard, I would have to confess that we dealt with
a lot of matters which are not policy. Ok? Just because of
the way that the system feeds them up to you. But in the

smaller examples - our policies for example - you might have

a good - you can illustrate that if you take something
that's eucational 1like "immersion" for. example - where
you've got the provincial guidelines but which - well it's

always called immersion - it's fairly different in terms in
which it's treated from one school division to the next -
like whether you've got 80% English or - French as opposed
to English or whether it's 62% or so on. Those afe really
considered in our system, policy matters which are deter-

mined - are at the discretion of the board really.
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I: Do you have any particular reasons why you
hold this particular view of policy ... what it is? 1Is that

a developmental thing? 1Is that a ...

R: I had that attitude going in if that's what
you're asking. It was relatively clear to me, prior to the
election, that part of the difficulty in our school division
was the fact that the board especially was -~ you know, more
interested in whether or not they would be having Chinese
food, or sandwiches at the next meeting over dinner - as

opposed to asking themselves where the school division was

going.

I: Does your view of the nature of policy then

affect your approach to policymaking?
R: I think it does.
I: In any particular way?

R: Well I think that there's a lot of things that
I'm only beginning to realize. I think that one of the
points I was raising earlier - and the reason that I can
make that statement is I was - in the short time that I've
been a school trustee (over two years) was a period where
there was a superintendent - then we had no superintendent -
and now we have a superintendent again - so I can make these
comparisons. I really think that the whole system which

feeds the board through the superintendent is really geared
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in many ways to getting you - as a board I say you - but
getting the board not to address policy. I think that a
superintendent or a system often times - and I'm speaking in
generalities - but are more comfortable asking you something
which really they should come up at - if they don't decide
it, they should at least come up with a recommendation, as
opposed to passing the buck until it hits the school board.
Now, I think the way in which it's addressed - it's affected
my conduct because I've made a concerted effort whenever I
thought it was a matter that I thought it was a matter that
should be dealt with on Athe administrative level, to say
"You should handle this. It's an administrative matter."
And if you don't get away with that - if there's no
concensus on that on the board, then saying "Come up with a
recommendation or report so we can look ét it and take some
enlightened - like give us the background or whatever."
That's my view - I've found as recently as the last meeting
that other trustees were more cémfortable discussing how the
plumbers should be putting in shut-off valves 1in a certain
school where there was a flood - you know, when they
replaced the piping. I can't -~ I must confess I really

can't get into that.
I: Do you think that policy is really necessary?

R: You should ask if I think that school boards

are necessary. I have some question on that in my mind ...
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Uh, given the North American context, because school boards
are really - as we know them in Canada - are really partic-
ular, I think, to North America - I guess I'd have to answer
the question in the positive and say 1it's a good thing - we
need some kinda political policymaking body and school
boards are it. I really think that they should concentrate

on that, rather than on other things.

I: Why is policy necessary in this context then?

R: It's because of the - it's because of your
basic - you know - it's the system. You could devise a
better system, thinking about it I think - in an abstract

sort of way, but it is the system that we have in effect.
Whenever you look at the Public Schools Act, it presumes
that you've got this school board operating as a policy-
making body and you have no choice but to answer that in the
affirmative. I mean if you didn't want to have it that way,
you'd have to re—strucﬁure our whole educational system.
And if you didn't do it in Manitoba alone, which would be
dangerous given the fact that it's a federation - you'd have
to - you'd really have to get every, or at least a majority
of the provinces I guess similar things at a similar time.

It would be a pretty massive undertaking.

I: Can you give me any specific examples of where

policy is absolutely necessary?
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R: I think at the introduction of courses or

programs - in our system - is a good example. There's a lot
of new courses that are introduced. I think that one of the
problems is that they somehow seem to come to us for permis-
sion to start new ones, but I don't see them coming forth
too often with requests to cut some of them out. I'd like
to think that at some point you get rid of these things too
if they're no longer really fulfilling a need. I think
that's one example. 1 think that school closures is another
one. I think - in our system, obviously the level of
services - because of the fact that you have to set the
budget - and in that sense the budget is a policy making
tool. Like - you know - whether or not you're going to have
supervisors of programs in a school division - I mean that's
a - some have them and some don't. And if you do have then,
which courses are they going to supervise? Are you going to
have a supervisor of music, phys.ed., geography or whatever
- or are you going to concentrate instead on Core French you
know and drop the phys.ed. or whatever? That's where these
judgemént calls are involved. So obviously in that sense
the size of the ~ the same thing with introduction of even I
would see of ﬁaterial things, for instance your overhead
projectors or — there's a discretion by school brincipals
but - certainly the amount of money a board is prepared to
spend for example on computers is a current example. 1In our

system it's really - especially in light of just complete
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absence of guidelines by the province - got to be a local

and policy matter.

I: You're saying that given our current system
that we need to have policy ... 1Is this opinion about the
necessity of policy, is that changed over time, since you've

become trustee? Or has it been the same?

R: I guess it's changed to a certain ... like I
had, and in that sense I don't perceive myself as being a
typical school trustee - and I had a very cynical view of
things before I embarked on this, and probably most of
what's happened has just kind of confirmed my cynicism, but,
there have been a few - I guess they've converted me on a
few points to seeing or recognizing the validity of the
procedures that have been established - and part of that of
course, has been to - at least in terms of lip-service, have
a board that sets policy - whatever the hell that is.
Everyone doesn't have the same perception of policy unfortu-
nately - we're all just using the same word but it's like

the Russians and the Americans talking about "detente".

‘It This opinion about the necessity of policy;
does that affect your approach to policymaking then?

R: Well only as I was saying a while ago - that I

make a conscientious effort at trying to address those

matters, while recognizing that in certain other instances
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you have to play by the rules of the game, such as they are,
and with the people that you have in place which kind of
forces you at times to go beyond that somewhat. It's
alright to say that you've got to just address policy, but
at one point, even if you give them a - what I find - if you
just give them a general thrust, a lot of times getting the
administrative implementation is just about impossible. So
you have to go a little bit beyond that and spell it out in
some detail. It's not just a matter of principle - like -
you know - for example, what I was not involved in - we
should have "immersion" or 1introduce "immersion" in our
school division. You just don't cross back your arms and
wait for them to implement "immersion". It won't occur that
way. The same way when you say that there are simply too
many schools in this school division because the number of -
we only have half the students that we had five years ago -
they're not going to go out and close schools for you,
You've got to get into the nuts and bolts of the matter.
So, I don't know if I'm fully responding to your question

Ken, but ...

I: Yeah, that's fine. I wonder- policies that are
made, are they in your case written down, and should they

be, and ...

R: We have a policy manual which contains, you

know, most of the - supposed to contain most of the policies
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in the school division. It's been - we've made a conscien-
tious effort at cleaning it up - in a sense of updating it -
a lot of the policies had not been looked at or reviewed
since the establishment of the policy manual, which I
believe went back to early 1977 - which meant that a lot of
times the policies and the practices were not the same.
There was an administrative practice that had evolved in
another direction (often times for very good reason), and
often times improperly so, so they have got to be brought
back to heel. I haven't counted the pages recently, but I
would imagine that we've done more than half of that policy
manual in the last two years, and indeed, we've even prob-
ably taken all of the more contentious issues and revised
them already. So I think there's been a conscientious
effort there at a) reviewing the policies, b) seeing if they
were the ones that we require - they're still fulfilling the
needs, and when we thought we didn't need them, we just
knocked them out completely, c) communicating those changes,
and indeed the policies themselves to the right people in
the school division, and then d) trying to ensure that they
hear of the policy - and if they can't, we want to know why.
There's Been’ak very conscientious effort at doing that and
getting'these things out. Where we've fallen down a little
bit is to go beyond that. We've made some attempts at that,
but that has not really been addressed by anybody. I'm a

proponent of that - going beyond that and getting the poli-
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cies known to the public at large - not only even parents,
but just in the school division. That is a lot more diffi-~

cult task, obviously.

I: You've talked about written and formalized
policies, I wonder, are there any policies that are not
written down, that are not formalized as such but are still,

in fact, policies that are in place?
R: I think that there are some.

I: Do you deem that as desirable, or undesirable,

or ...

R: Well I think it leads to ambiguities, in fact
it leads to some misunderstandings. Maybe the most glaring
example - certainly in our school division where we have
basically four parallel programs - completely parallel from
K to 12 - there's not anothe;, at least to my knowledge,
division in Manitoba that has four separate programs on a K
to 12 basis. The difficulty is that while these programs
are very well known and identified, and people relate to
them - and we have policies that say that we endorse and
have endorsed a program "School Concepts" - so we have a
program that stands alone within one building - ok, as
" opposed to dual tracking or whatever - that's another -
that's a clear policy and that's in writing. Surprisingly .

enough, what we don't have is admission criteria to these
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various programs. This 1is controlled basically by the
admitting school principal. There's been several attempts
to get at that, and nobody really wants to address that
issue because it's too dicy politically. So, I think that
what that illustrates is that you can have some fairly
important points which should be covered by policy that are
not - for political reasons. And certainly, secondly, there
are misunderstandings - can you imagine when you're a parent
and you come to a school - the public school system - your

school division - and you're told by a school principal that

your <child cannot register in this school, and yet the
school principal has no written authority - I mean 1it's a
purely discretionary matter on his part. It's a pretty

fundamental question just by way of example. There are

others.
I: Ok. Who makes school division policy?

R: Well, I guess I'd like to say that it's the
board, but I don't really believe that that's completely
true. I think that it's, you know, a little bit like the
»qppoipﬁment of judges - that it's a process where officially
~and nominally it's the board that is doing it. But in
reality, I think that 1it's a process - certainly the
informal process - a little bit in the same way as conven-
tions have evolved in constitutional law - has a tremendous

amount of input from your top administrators - certainly
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school principals and your superintendent's office. I think
there's no question they influence it a lot. I think
teachers influence it but, when they are not personally
involved, to a lesser extent. I think that the school prin-
cipals, even though technically they're teachers and they're
part of MTS have got a broader overview of things. I think
that's how they influence policy or try to anyway. How they
do that is of some interest - self interest at least. And
then I think that students - unfortunately I think influ-
ence even less than teachers and here there's a decreasing
scale of influence. If either the teachers or the students
perceive that the policy is not 1in their best interests -
invariably what you see is the public outcry - where the
parents get involved - and I think that that can have lot
stronger impact on the difection of the policy or the deci-
sion that is made, but that it's not a constant input. Like
the school principal, the administrators and the teachers
have got constant input that may vary somewhat, but parents
sometimes have got no input at all, If it's not considered
a conténtious issue, they don't care. There 1is no input
from them at all. But I do think that all of these groups
have input in the policymaking process. Whether you want to
or not ~ even if a board tried tb eliminate that, they would

just come down as a delegation.

I: Well, how much input should these groups have?



Page 2.14

R: Well, I think that it would be nice to be able

to say that maybe they should be formalized somehow - either
in the act or whatever. But if you look at the - I don't
know if that's a part of your interests - if you look at
what happened to the City of Winnipeg in your revision
there, and the whole concept of resident advisory committee,
that seems to have been a bit of a flop. I think that we
can say that now that it's been there for some twelve years.
So, in that sense, this informal process may be a lot more
effective than it might - kind of ask yourself "How come
this works? How is it that this can work?". But, in fact it
does. I'm not at all an advocate of limiting the amount
input that we would receive from any one of these groups.
I'm quite prepared to hear them out - fully - almost "ad
nauseum" - but in the end, still quite prepared to take the
decision if it means that none of them are really getting

what they wanted.

I: But you do feel that their input is a part of

it?
R: Absolutely.

I: What's the role then of the individual trustee

in the policymaking process?

R: I think he has a very limited role, believe it

or not, because of the fact that a trustee really has no
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standing at all, other than as a member of the board. An
individual trustee can't really ask for the boards or -
recommendations and - really is just an ordinary citizen,
although very.much aware and - he knows that he's going to
be involved, but he has no particular special standing as
some others have in ... You might argue that that's true as
well in other political offices - if you looked at MP's or
MLA's then =~ they have a different status - but they have
offices - they have a secretary - they have almost like a
separate function - where really absent from the school
trustee or ... members that I have met - even in other divi-
sions - with a few exceptions - the exceptions being school

trustees who almost spend a lot of time - I was going to say

who live down - but who spend a lot of time down in board
offices; almost as volunteer workers. They would have
greater input. But, the trustees' individual input has got

to be that you've got to try to keep abreast of all of these
issues and, indeed, to bring forward the issues and matters
which you feel are not being addressed in the school divi-

sion. That's how I perceive my role.

I: Ok. Back to the previous question, | I wés
wondering where you're talking about these groups of people
influencing - can ybu give an example of a specific policy;
for instance, that has beehv formuiated by ihbut from a

variety of people?
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R: Well, the obvious one in XXXXXXXXXXXX is the

closing of schools. There what happened - and the process
was a little bit of a flop - through no fault of the board -
we sent out - we established - well basically I should say
like to a large extent the minister's gquidelines on school
closures - I would say like 85 or 90 of that basically is in
keeping with what occurred in XXXXXXXXXX. We wanted the
people to know about it; we talked about it; we funded and
created the resident advisory committee to get a report; in
schools where they didn't have a PTA, we asked them to set
one up; we met with theif executives, and whenever they
needed resources, put a secretary almost full time at their
- and you know, central office which was just pumping
reports out for them and doing their typing, keeping minutes
of their meetings - so I mean, there's a good example of
where the public or parents had input. Where that process
fell down, in that particular instance, - we asked the
school principals for input - for recommendations, and we
asked the teachers for input and recommendations. We got a
reply from the school principals saying that this was a
policy matter - that we should assume our responsibilities
éﬁd(takelwhétéVér:dééiéidn we had to. And the teachers sent
us a letter saying that they - indeed a copy of a resolution
- endorsing the school principals' stand. So you kind of -
then you know you're on your own. Nobody wanted to touch it

- so, there's a concrete example of where they were asked to
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participate - yet in the end once a decision was made, if

they didn't like it, they really hollered.

I: This view that you hold about who makes
policy, has that changed since your election to the board?
Is that the view with which you came to the board? Has it

altered ...

R: I think it's altered obviously. Only a fool
would maintain the same positions but ... the one thing that
surprised me, I guess in terms of my - and that answers one
of your earlier questions»and probably in greater detail -
but still the influence, or how one individual elected as a
trustee can change the face of the map, so to speak, and
relatively guickly. Like I really did not think that it was
possible - 1I've always been aware politiéally of what one
person can do - that's why in none democratic countries they
get rid of a 1lot of people on a reqgular basis - especially
when they're relatively young - it's the only way vyou can
really keep people in check. I really did not think that a
situation could be turned around that quickly. But, ours
may be an exception rather than a rule. It's a relatively
small board - only five people = and I would Treally favor
increasing the size of the board at least to seven anyway -
but. anyway, there is only five, so  the minute you have
three, that's your majority. And what happens is that you

just have three very strong individualistic sort .of people
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that came together from completely different backgrounds and
decided that a problem had to be addressed, and then decided
to move on that and that constituted a majority. But, I'm
not sure that that is typical. I't would not happen if you
had a larger board, and I think that it's very rare to find
individuals that are that different, that are that indivi-
dualistic and also that honest to an analysis - like to be
able to take the kind of political flak that we took - like
most people would not be prepared to do that. They would
just duck it. When you've got 750 people in a room,
stomping their feet and yelling that you should resign, you

have to ask yourself if you're right or not.

I: This viewpoint that you hold about how policy

is made, does that affect how you approach the policymaking

process?

R: Well I think it does. I thought I'd answered
that earlier. I make a conscientious attempt at distin-
guishing between every matter - everything that comes up on

the agenda. And if I really think that - and some of them
are hybrids - some are not one or the other, but certainly 1I
try to distinguish them and try to see to it that - you
know, as a board we don't get involved - we don't stray too
tar away from the policymaking process - keeping in mind
that there are some things that are statutory - that you

can't avoid. And also, trying to see that the administra-
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tion does basically what it gets paid to do... which is to

administer and take certain run of the mill decisions.

I: I wonder if you can clarify for me how poli-
cies are made - that is to say what processes or procedures

transpire from beginning to end?

R: In our board, the way it works, generally
speaking, - ok, I have to back you up. I have to give you a
bigger view of what we're doing. What we started doing -
and I established this as an approach when I was chairman of
the board - we basically had two - this is all in public
meeting I might add. This is none of the "in-camera" stuff
that's done over coffee. This is done with the public
present - two free-wheeling sessions as a "committee of the
whole" right after the election. Every trustee who had a
concern just put them out on the table and we just gave it a
title. It didn't matter. We didn't worry about whether it
was policy or not policy. Then we kind of tried to lay
them out 1in terms of priorities... Then we developed a
timeline for these things. So everybody knew, basically,
you know - we kept to the timeline until we came to the
closing of schools, and then we got bogged down - I have to
admit that - but up until that point we basically addressed
these issues 1in accordance with our timeline. So people
knew, especially on the later ones, they'd known for a year

and a half that we were going to address such and such a
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guestion in such and such a month. And the administration
was given directions to come up with the report or any
comments that they ;ad on existing policies when we got to
it. Anybody who had a particular - vested interest or what-
ever in that, kind of somehow fed into the system before it
got to the ward. They had a lot of advanced notice that the
question would be addressed and reviewed. 1 don't think
that there's - with one or two very minor examples which are
not really that important - that generally speaking anyone

who was affected by it or who would have an interest did

manage to be heard - either came down as a delegation or
wrote a letter - whatever - did something appropriate in
order to make their point of view known. So we would do

anyway, 1is when the policy then is put on the agenda, very
much of a free-wheeling discussion on the thing. If we find
that there is not enough information, or if there are some
guestions that have not been answered, 1it's sent back, but
there, with a view to getting it on the agenda the next
meeting so we can deal with it. Generally speaking, I would
say that after two to even three meetings, the more conten-
tious policies - generally speaking - there's a new one

that's been drafted and it's adopted, and that's basically

it. And it's circulated. But there's been a lot of - in
our particular school division - I don't know if I can
comment on any other school division - 1I've attended meet-

ings - I don't know how common this is, but we have question
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and answer period even for people who turn up at the
meeting. So that you are getting the immediate feedback from
them even as you're goiﬁg along in this whole process.
There are a lot of times even a teacher or a school prin-

cipal stand up and do that as well.

I: I think you've answered part of this before,

but what things influence how policy is made?

R: Certainly any of the representations that are
made in whatever form influences it. I'm not certain that -
again ours may not be typical - but, 1I'd like to think that
it's really the guestion that it's addressed, and that even
if you had ten people pushing a board to do one thing, and
one pushing you only to do the right thing, that the right
thing would be done. But I'm not naive enough to think
that's the way it always works. There's no Question as
well, I think, that we have as part of our political
process, a lot of compromise. There's always a lot of give
and take in order to - you don't really create a concensus,
but in order to have a decision or a.policy that will be
respected - a lot of these things are - certainly in our
school division I guess, not a matter of black and white -
not a matter of right and wrong. It's a kind of all grey,
and the longer you talk about it sometimes the greyer it
gets - so you barely know really what is proper. But you do

know that you've got to put an end to the debate or discus-
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sion, or they need some gquidance. This always makes it

difficult.

I: How do you know when a policy needs to be

made, or needs to be revised?

R: Well, 1in our case it needs to be revised if
there's a problem when they come up with it, If it's
because of the policy that you've just - someone will ask -

almost invariably one of the members of the board will ask
if the policy is wrong. The one thing we've tried to do in
our board is we try not to make exceptions to policy. It's
a concerted effort - in fact you can count on one hand - in
fact I can only think of two 1in two years of exceptions -
one a minute thing - giving a kid a bus pass that he's not
entitled to on so-called "compassionate" grounds when it's
not the kid himself that's sick, it's his sister who has
leukemia, so he's going to accompany his sister, Like
that's an exception to our bussing policy - that kind of
thing - which is good because it at least shows that the
system can still respond to an individual's needs. But
there's still a conscientious effort not to make any excep-
tions, at least, that rather than make exceptions to vary

the policy so that it does respond.

I: So basically when you have a problem ...
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R: When we have a problem, we're either going to

suspend the policy, make an exception or amend the policy -
that what I'm saying is in our case, I can only think of
twice - one I just gave you and the other would be very
similar - say fine here's an exception for you, The only
reason that we had the other one was that you just could not
find a way in a policy - to structure your policy in such a
way that the superintendent's discretion would be so wide as
to grant that kid a bus pass - because if you gave him that
wide of a discretion it becomes a loophole in your entire

policy and it defeats the whole purpose really.

I: Again, how have you arrived at these conclu-
sions about policymaking -

the process?

R: The school of hard knocks I guess - experi-

ence.
I: Experience.

R: And I might add, there's pretty strong push by
MAST when trustees are newly elected to try to make this
point - to try‘to convince them that this is how they should
conduct themselves as school trustees. I'm not certain that
" MAST succeeds all that much in that aspect of what it's
doing, although I support their work and I agree with most

of what they're doing. The fact of the matter is a lot of
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the people - 1individual school trustees are a lot more
comfortable with very concrete - very small - I was talking
about the size of the pipes there in the school when there
was the flood and the plumbing had gone - and I'm not just
being facetious - I mean that they cut out sections of the
pipe and they're down there in the board office - you know,
and some people can really relate to that. Well me, they
tell me that there was a flood. We've got to repair it,
there's nothing much to debate - send your request to Public
Schools Finance, but whether you get it or not, put out the
tenders and do the work because you've got no choice. One
way or the other you've got to change the piping system.
You know steel pipes are going to go and you've got to put
in copper after 18 or 20 years. To me that's a ten second
item. The only reason it's got to come is that you haven't
budgeted for it. Now I swear, I think the debate over this
lasted some twenty minutes. Some trustees can really relate
to those pipes - whether vyou want to put shut-offs in or
tell the plumber to do this or do that - you know - what can

I tell you?

I: Well, knowing how policy is made, and the way
you've described 1it, that again, does that affect your

approach to making policy?

R: I think I'm probably - well I'm very much

aware of these distinctions and I try to maintain them all
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the time - I'm probably a 1little bit more tolerant of
letting what I perceive to be non-policy matters be debated
at board, hoping that it will be over with quickly, you know
- bringing it up, deal with it and get rid of it - rather
than making a big deal about the fact that you shouldn't be

dealing with it.
I: You try to satisfy...

R: The other members of the board because other-
wise you get 1into a big debate about whether you should be
addressing this or not, and that's probably good for twenty
minutes or half an hour. And you can deal with the matter
in five minutes, so you become a little bit more practical 1

think.

I: In your mind, what are the attributes or

elements of a good policy?

R: I think that the first thing - is it has to
have a real purpose. You have to be addressing a real issue
or ... I don't want to use the word problem, but it's got to
be serving some need. If it's not addressing a need, I mean
why would you have it laid out as a policy? I know that
sounds a little bit like a funny point but you'd be amazed
at the number of so called policies that -we've just elimi-
nated because nobody knew why we had that down there. The .

second thing I think that - once it's been addressed as a
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pure matter of policy - in other words, once you know the
general direction in which you want to go in that issue - I
think that it has to be stated clearly. Now that may appear
to be obvious to you. I would suggest that the policies
that are the least clear in terms of their drafting are
those that have been negotiated with teachers or the MTS.
You could probably say it in four 1lines and it takes two
pages. I think that there's the whole matter of being able

to communicate 1it.

I: That presents an interpretation problem then I

gather?

R: Oh yeah, I mean who'é going to read two pages?
Especially single spaced. Right? I mean it's just all kind
of a blur when you try to look at it. I mean it's one thing
for me to look at it because I do that day in and day out as
you can see from the condition of my desk. I'm basically in
many respects a professional reader - it's part of what I
have to do, indeed, drafter and so on. It's all part of -
it comes with the training. But I mean to really expect bus
drivers and caretakers and even teachers and school princi-
pals and children to read things which are patently diffi-
cult to read is unrealistic. So I think that's a very small
point but I think that it has a lot greater impact on
whether or not that policy is going to be observed or not.

If they don't even get to read it and don't know what it is
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... I mean you're dead before you start. We've had situ-
ations where a page and a half has been reduced to I swear

maybe five or six lines.

I: Are there any other elements of good policy

that come to mind?

R: Yeah, ok. The real test of a good policy is
whether or not it's observed, but that's down the road ... I
really - If you had that - I mean if you had a policy that
addressed a real issue and if it was clearly drafted and
communicated to people in the school division, and possiblyv
even the public - in as much as the parents are involved in

it = I think you'd have it beat basically.

I: How have you arrived at this conclusion about

what good policy is?

R: I think just as a result of the process that
we've been through - as I explained to you, the time table
that we had and the priorities we set on the various issues

etc.

I: Maybe you can give me one example of what you

deem to be a really good policy by your criteria?

R: You want an outstanding one when you use the

word good, is that what you're after?
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I: No, I'm after one that meets your require-

ments. You've just said that there are two things - two
fundamental elements of a good policy - so maybe you can

give me an example of a policy that meets those two

R: I think a good one which is a prominent one
and possibly not - you'd be familiar with that because it's
common in the rural areas, but not that common in the urban
centres - is policy that we have with respect to community
use of our buildings. I think we reviewed that policy four
or five times including committee - that's the whole thing -
since we got there - which has really nailed down because
it's a very difficult thing to communicate because you're
trying to communicate it to the public at large, and yet
it's being administered by your principals, basically, and
by people in central office. There you have to - there's
all kinds of people that are going to be using that building
and of course - or schools because that's what vyou're
dealing with. And of course the rules change so that in our
case if it's a school division activity that's one thing,
but if it's a community thing 1locally from the school divi-
sion, that's another, And if it's outside the school divi-
sion it's treated in a different way, and yet if there are
any liguor permits involved, then they don't have access to
all of the buildings which they used to - but only four high
schools, one in each area of the school division, and you've

got to fit in there. So you've got a lot of these distinc-
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tions that have to-be drawn about whether it's a non-profit
organization, and really community activity, or if it
relates to education and so on. Yet that policy has been

successfully worked with and it had to be re-done three or

four times because it was just diverse. But yet, since it
was almost a year now, there haven't been any real
complaints or anything. As I say 1it's not just a simple

point - like drive on the right hand side of the road - a -
very complex matter, and they've got to fill out the forms
and the whole bit. And they have to all perceive themselves
as being treated fairiy and equitably by the school divi-

sion. And I think that one works.

I: Ok. Thank-you. Again, your view of what
constitutes a good policy, does that affect your approach to

policy?

R: Oh I think it does because I endeavor to a)
ask myself why do we need this policy, b) what's the problem
we're trying to solve here, what's the issue, and c) I'm
very much aware of then trying to get it drafted as shortly
and simply and clearly as possible. So I think it does

affect my approach.

I: How do you evaluate policy? I'm pre-supposing

that one does.
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R: We really evaluate them, in our case, it's an

ongoing process but really as a result of these - it's a
review that we're doing on the one hand and any other prob-
lems that happen to come up - if a person writes a letter to
the superintendent and a copy to the trustee, or if a dele-
gation comes forward, or whatever - or if there's some kind
of a request for an exception or whatever - any one of these
things are basically seized upon by the board to see if our
current policy such as it is, meets the need , so to speak.
I think it's done that way. And what I would say is that in
our case its done on an operational basis - the only really
structured thing that we have in place to evaluate policy is
the fact that we just decided that we would go through the
whole policy manual on a three year term which basically
forced us to go through them all from a to z. We will
achieve that ok? But the rest of them on the ongoing way -
it's simply on the basis of what's going on in the school

division.

It Further to that, do you perceive that as how

it should be evaluated?

R: Well it's not bad, but you know if every
school board in Manitoba in every one of its terms reviewed
every policy in the school division at least once, surely to
God that would be an improvement over the present system

that we have, and indeed, the one that we had in XXXXXXXXXX
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where they hadn't even looked at the ruddy things since
about 1977, It had been sitting there for four years with
nothing really happening and few people bothering to read it

any more.

I: How about bad policy? What constitutes a bad

policy?

R: Well, bad policy is one which you don't need -
it's kind of innocuous on that basis. The ones that are
really dangerous are ones which basically were there some
time ago, were not reviewed, forgotten about, and are being
used a lot of times without the board's knowledge by people
down in the ranks - wusually administrators or whatever to
fend off requests that they don't want to have to deal with
- and especially a lot of times if that is the direction in
which the board would like to go, that they're using one of
these policies that's been forgotten about - the XYZ policy
over on page such and such here to say no all the time.
Another more concrete example of that was - maybe I can
illustrate that for you - in our system when we had the
policy for the wuse of buildings by - for our facilities by
the community - well basically it was a school principal who
would decide if a person gualified - well it was unbeliev-
able - you had some school principals who had the schools
full all the time, yet others who would never do it unless

they were getting some kind of compensation - not rent for
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themselves, but certainly some money in for the school -
like a fund-raising project - a source of income for the
school - an additional tax on our taxpayers. And then
others yet who, it didn't matter what you asked for - like
everything was busy so they'd never have to be bothered with

it eh? The way to get rid of all that - which you can do in

an urban centre is - you centralize that decision making
process so that - basically it's spread around... Now that
policy was bad only - it was the right policy but it was

falling down in 1its application because the mechanism that
was being wused to implement it was such that it was like
self-defeating. To my way of thinking that was a bad

policy. And you have to watch it when you're a school

trustee because it's almost like - I don't want to describe
to you - I don't want to sound paranoid or describe some
kind of a conspiracy theory - but there's a very strong

system out there between the teaching staff and the adminis-
trators and all that, which they can almost defeat any
stated policy just in the implementation of that. And if
you're not careful it can be even contained right within the

policy itself. I think those have got to be the worst ones.

I: Ok. Have you had any particular experiences
as a trustee which have served to really shape your views

about policy and policymaking?
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R: I think - you're talking of course as a school

trustee - the thing that - and I tend to forget about it -
the thing that probably marked me the most would have been
my participation in this selection process for a superinten-
dent. What we did in that instance - which I think you need
the background to understand it - I succeeded in convincing
everyone that everyone should have input - well first of all
that we should go from a dual system to a chief executive
officer - there's a policy - a principle, now you go ahead
and do it - secondly, that we would have the superintendent
that we would hire basically implement that change 1in
policy, but then in the hiring process that we have to have
input from everyone. So we ended up with a committee where
there were two school trustees, one parent, - I forget how
we got her appointed exactly -, one school principal, ahd
- the president of MTS. Before we started hiring and adver-
tising, we went through a whole process of what we wanted,
defined it and worked at it and got our questionnaires
worked out - we were really well prepared - in fact I think
Roy White is wusing that as the basié for one of MAST's
pamphlets or something. But, what happened there was, that
as a result of that, it really forced 1in the interviewing
process with these people who wanted to be superintendent,
to address this whole question of what is policy, and what
is in policy and how do you perceive your role because

.you've got to be certain that the perceptions are the same
p
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on both sides. I really think that is what this whole
process of selecting superintendent and all these interviews
probably resulted in my - on the one hand understanding the
administrator's problem - just the reverse side of it - you

know - that's influenced me to a large, large extent,

I: This research that I'm doing is concerned with
how trustees think about policy and policyméking. My
feeling is that the way that trustees think about policy and
policymaking could be influential in determining the
complexion of policy statements - the types of policy state-

ments that arise. I just wonder how you feel about that.
R: What's your hypothesis again?

I: Well, that the way trustees think about policy
and policymaking will definitely influence the types of

statements of policy that are derived from a board.

R: I don't think that that's completely true. I

think that that is you know - I reject that on the basis of
the individual member - I think where it's true it's the -

that perception by the board - by the majority of the board
will I think make your statement true. I assume 1it's on
that basis that you're making that statement. There's no
question because I've seen that - there's no question that
the unfortunately almost constant majority on our board has

had a very clear reading of what is policy or not and how
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they wish to proceed - and I think it is being reflected in
the policies that are being adopted and being implemented.
You see that's the other interesting thing about this policy
- this is my hypothesis - that if a board does this properly
- what I'm talking about - it's very tough for even a subse-
guent board to unravel, unless you want to just wipe out all
the policies in one shot. You know - because it's just too
massive a task. And a lot of boards don't have the staying
power to review all policies from a to z. So I mean someone
who goes in there and does the job properly - you've basi-
cally set the course there for at least three subsequent
years and maybe even more than that - depending on what

others do subsequently - it sets the tone.

I: Ok. Do you think that this kind of research

that I'm doing is worthwhile?

R: Yeah, I'm very interested in your whole
approach. I didn't fully understand. Maybe if I reread
your letter I would - talking to you on the phone I didn't -
but it does say that. The Qquestions have helped me.
Obviously they clear up in my mind what it is that you're
doing. I think that it's very interesting, and I think that
this is probably the kind of - this is not why you're doing
it - the kind of discussion that you and I had today is
probably condusive to clearing a lot of these matters up for

the individual school trustee. In other words, if we sent
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Ken Woodley around talking to each one of the trustees in
Manitoba with the same interview, that would probably have a
greater impact on the decisions that will be made until the
next election - because I think it would have to be done
every time - than these seminars or whatever that MAST has
been holding. But I think that - obviously it's a one to
one ratio - a pretty massive task. I think a lot of them -
they might even go to the seminars and are told that, but
they always think that they're doing things right and MAST

is talking about someone else.

I: Well, the kinds of questions that I've asked
you, do you feel that they're appropriate for gathering the

kind of information that I'm looking to find?

R: Yeah., I don't know how you're going to
compile it - I've got some difficulty with that as opposed
to the kind of - what's become the run of the mill thing of

answering questionnaires in writing or whatever.

I: The trend now is of course back to the sociol-
ogical "soft" methodology of content analysis and that kind

~of thing...

R: Yeah, but you still have to turn around after-
wards and convert this into some kind of data that you can

work with.
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I: That's true. Is there anything that you'd
like to add that you might

feel is important to the study and which hasn't been

already covered?

R: Well, you see the way I look at it - which is
a little bit like I said, I have some views on it - it's a
question that's not really being addressed - it's probably
inappropriate for your study as well - but 1it's whether or
not - you had that question originally - I said that giyen
the system we had no choice but I mean the fundamental ques-
tion is "Is this really the best way to ensure the delivery
of educational services to our children?" In other words,
"Do you really need school boards?" is another way of
putting it ... and that's a lot more fundamental question -
it's one that most school trustees aren't even prepared to
consider. They're just thoroughly convinced that this is
the best way and the only way ... if you look around - if
you look at Europe, look at Japan - you have to ask yourself
- it's‘obvious - it can't be true - they don't have school
boards - in Japan ‘and ‘they're educating, supposedly - even
better than we are, although we know that apparently, as
well, that the total population have got a higher I.Q. on
average by some- sixteen points than we have in North
America. But, - that's too profound a question, and I don't

really think that - even if you came up with the concensus
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in Manitoba - as between school trustees, that you shouldn't
even have school boards - that policymaking should take some
other form - I don't think that you could effect that kind
of a change in isolation. I don't think it's possible. I
don't think it's politically wviable 1in the first place
anyhow - The province wouldn't do it, the public wouldn't
put up for it because they'd think that they were losing and
so on. So this thing will probably wash out in the end.
They're going to probably - hypothetically, but in terms of
what I see coming, looking down the road - they're going to
do it anyway. The way they're going to do it is by consoli-
dating the school divisions again. The same thing as what

happened in 1959, because a lot of the process has been

undone in practice - especially in the last seven or eight
years - we've seen a return in a lot of villages that -
introducing a high school one grade at a time - hiring one

teacher with eight students in grade eight and building it
one year at a time which I really think 1is doing the
students a disservice - it's being done by boards operating
usually with a ward system and where trustees perceive the
money paid to the teacher as being an economic contribution
‘to the local community that has to be done that way.
They're not really primarily looking at education. I think
where the head knocking 1is going to come in is going to be

on the base of declining enrollment, In fact the base is

not there, and also the introduction of the communication
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that the computer technology that will enable - especially
in rural areas - to have communications over wide distances,
quickly and in writing, without having to put a person in a

car and have you travel a hundred and fifty miles round trip

to either deliver or - you know, a policy that you want
implemented. But that's going to be down the road, but
that's going to de-personalize this whole thing - bigger
school divisions = as much as it would I suggest if you

wiped out the boards and turned it over to the provincial
government - the Department of Education. People wouldn't
want that anyway either so ... I don't know, other than the
fact that the system is evolving, and other than the fact
that the system is - you know, I think that systems, almost
by definition are bound to be - you know, they may be a
necessary evil. So, I don't know ... I think your question;
naire's actually fairly good - in fact it's - you've got the
usual checks I saw built in of asking a similar question in
two or three forms and being able to compare the answers. I
just hope that I've been consistent since you've got me

taped.

I: Well thank-you very much, I appreciate thé

time...
R: I enjoyed the questions as well.

I: Good.
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TRANSCRIPT #3

I: Can you tell me in your own mind, what is

policy?

R: Policy 1is that function of the board that
deals with the many conditions, the many circumstances that
arise in the business of a school division. It's basically
a sort of regulated, written down way - after some decision,
some discussion - for the board to deal with propositions
that arise, that are common or uncommon. They're not all
inclusive - they don't include everything, but certainly, if
an emergency arises that causes us some administrative
concern we consider what has happened to us so that in the
event of another occurrence of that nature we will be
prepared - if in fact we haven't been prepared to date. So
that while it's not all encompassing, I don't think - it's
not intended to be all encompassing, but certainly it's
meant to. .. be a working formula. for the board to do regular
things at times when it's requested to do something that has
to do with how we deal with public or how we deal with
employees or how we deal with situations that have to do

with accident or things of that nature.
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I: Can you give me some examples of a policy that

fits your criteria?

R: Alright. Even in the regulation of the expen-
ditures that trustees can make. We <can't go out and
wantonly spend public money. We have to decide what it is
that we are involved with, how will we fund this, what will
be the entitlement of an individual trustee, to what length
can we go in expending money for the purpose of self educa-
tion or involvement with other school divisions or with
other larger conventions or meetings where we glean some
information from others and listen to professionals speak on
the subject of dealing with children in education - The
formulation of that kind of a policy takes time, and after
some years we change it because we recognize some weak-
nesses, we recognize some underexpenditures or some overex-
penditures, or some pressing need to change the amounts that
are given. The recent - for instance - high exchange
between the American and Canadian dollar caused us to look
at it because of the very great expenses attendant to using
money in another place. All these things are sort of -
prompt us to make policy and that's an indication of one of

them - not the most important, but certainly one.

I: Ok. How's policy different from goals or

objectives or desires?
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R: Well, 1long range goals are different in the

sense that policy 1is an "ad hoc" decision after discussion
that pertains to something that might press the board once
in a year or twice in a year or something while as long
range policy\ is something we intend to do - for instance
build five schools over a period of ten years to fill
elementary needs. That would be long term policy - it would
be our committment. It would have nothing to do with
setting policy in relation to how those schools might

operate. You see, those are divisions.

I: I'm wondering -~ you're talking about goals and
objectives and desires - essentially vyou're saying that

they're incorporated into policy then?

R: They‘ might reflect the longer range desires
and objectives but certainly they're not necessarily the
long range policy. Policy is a regulating forum of discus-
sion and'decision - something that gives us a parameter - we
know what we can do with a condition that prevails or will

occur the next time, you see?

I: Why do .you hold this particular view of

policy?

R: Well, from experience. I think that policy
shouldn't be so hide bound so that it can't be changed. I

don't think the policy should be negative - I don't want to
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say that policy says you can't do this = policy should
. evolve because you can do something within limits, and then
if there's a need to change it because of misuse or desire
to protect a larger qguestion or to deal with a larger ques-
tion, then policy should be changed. So it's not written in
stone - it's a guide - it's a working guide - and that's how

I feel about policy.
I: And you say that this has come about ...
R: By experience - it's my experience anyway.

I: Ok, the way you view policy, what it is, does

that affect how you approach policymaking then?

R: Certainly the circumstances that bring the
policy - bring the policy 1into being are different. You
know - I just got this out to give you an indication of the
different compartments of policy in a board - and these have
been built for a long time since I've been on the board, and
changed many times - some sections more than others. Some
sections remain because they're sufficient for the condi-
tions that prevail and the times that you use them. Others
have changed often - a bus accident might cause you to
change the regulation of your buses - what drivers will do
when they're on the buses. One man might use a bus to pull
another bus which is against the school's act - against the

regulations - he may not have understood - so that will make
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us look at the policy on accidents to see how we can
strengthen the wording and explain better the intentions of
the board, and outline the act once again so that anybody
looking at it will have less trouble - less opportunity to

misuse or to misread the intentions of the policy.
I: Do you think policy is necessary?

R: Yeah. A board that has no policy 1is just
flotsam - it has no direction - it would destroy itself - it
would meet itself coming around corners all the time making
wrong decisions - somebody will pressure in one direction so
you'll make that decision only to find that you can't do
that because ... so, at least policy gives you direction and

it's a guideline.
I: So policy gives you direction then?

R: Yeah, I think so. It's not only with your
experience that you gain now, but somebody else has also had
some experience before you came. So it's a - as long as you
keep bringing it forward and change it according to today's
current needs - or you know, or anticipated needs for
tomorrow, you stay - you have a working manual - an opera-
tive manual - and that's what policy is. And it's the

board's perogative to do that.

I: Can you think of an example, for instance, of

where the necessity of policy has been obvious?
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R: Well, the accident would be one example -
delegations, for instance. At one time delegations had to
give so many hours notice before the meeting and indicate
the purpose of their presence, who would be the spokesman,
and things like that - it was kind of structured. Myself I

didn't mind that. I thought it gave some order to the pres-

ence of the delegation. The board in its wisdom, after a
while, changed that last year for instance, or maybe two
years ago. It changed how delegations would come. We now

let them come almost on an hour's notice, so long as they
make their business known, they can sign in, they can be
given a hearing, and of course all of the deliberations that
we do in regards to the delegations are done in "Committee
of the Whole" so that you don't give an immediate answer to
them - although we question them on their delégation, and we
want to know what their intention 1is, and why are they
saying this and that, and board members certainly take the
opportunity to freely question delegations. Well delega-
tions that was structured, now are less structured and have
occurred perhaps more freqﬁently because of the change - but
I don't think it has truly because we've had swarms of dele-
gations and then it stops for a long time and then when
people are unhappy they come again, so - that would be one
example. You have to understand why people are coming in,
you have to know what to do with them, and you have to have

something that says to you "Ok, it's a normal thing to
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listen to the public" - you know, you don't want to keep
them out - "This is how we listen to them", and then we set

policy for it and we apply it.

I: Has your opinion changed in this regard -

about the necessity of policy?

R: Well, in fact when I wasn't a school board
member and I was busy with the home and school, I used to
think that delegations were normal because that's where I
used to go if I wanted to be heard about - particularly
things that I thought were happening in the school and some
changes that I - for instance, libraries. The first time I
ever appeared before a board was because I wanted to find
out what kind of a grant they would give us libraries in the
elementary school. That was the normal thing to do - go to
the board, talk to them, see what they're doing about it,
see what they would offer you, see what you could put in
place - so I don't think I've changed my mind - procedures
might change and I might change with the concept or better
procedure - maybe freer access is what citizens need, you
know - so you kind of change your mind. You say "Ok, what

am I so ...

I: But you've always felt that policy is neces-

sary?
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R: Yeah. Oh no, I haven't changed my mind about

policy. You change as your experience changes. Like, you
might be fearful of some diminishing authority that the
board might have. And then when you consider why you're
afraid, you think to yourself "Why are you afraid?" What is
it that you're guarding - in fact, won't this question grow
larger and more - with greater clarity if you allow it to be

used or discussed or changed, you see? So I think generally

- like I'm not opposed to that. I think that that kind of
change makes you grow - it makes you understand something
better.

I+ I think you're saying - correct me if I'm

wrong - but a certain basic tenet of your faith as a board

member is in the necessity of policy and that's been...

R: Yeah. And that makes you - it makes you - not
only binds you, but it allows you to work - do you follow?
Like, you're there as a board member and a board member is
only the public. Thirty five hundred people sent me there
in my ward. It gives me certainly a right to sit on ﬁhe
board, but it doesn't give me ' the right to regulate thirty
five hundred people. It gives me a right to regulate how
the board might operate so - policy is what allows me to let

it operate, you see?

I: Ok. Your opinion about the necessity of
policy, does that affect the way that you approach policy-

making?
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R: As I suggested to you, not everything 1is
covered by policy. Some contingent thing, some emergency

might make you develop a policy that wasn't there before.

I: You've shown me the policy manual here, and
obviously it's written down quite well formulated policies -~

should policies be written down?

R: Oh yes. 1In fact, when everybody has reference
to the same guidelines, there still will appear some varia-
tion in interpretation. But, nevertheless, the base is the
same sob that you can start off with the same concepts -
because after all, they were discussed as board, they were
developed as board - now you're an individual member and
you're interpreting what you read and you think back on how
you argued for or against and your interpretation may have
somewhat of a bias, which is not unnatural. Other board
members may correct you - remind you of other arguments but
written is where you take your basis from. This 1is the
bible, this is what you go from. 1It's not written in stone,
but certainly it's the guideline that you start your argu-

ment or your discussions from.

I+ Although it's not written 1is stone, are you
advocating that it always be written until such time as it's

changed?

R: Yeah. That's right.
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I: All policies?
R: Yeah - so that nobody's guessing.
I: Do policies ever exist that aren't written?

R: Yes - there may be practices that the board
may have involved itself with, without the need for written

policy.
I: Can you think of any examples?

R: Well, I was just trying to give you something
that may be valid. Hearing someone without a formal vote -
now.that's not policy, but you look around the room and
there's nine guys nodding their heads or - so ok, let's get
this over with - let's hear - so then we'll hear something
formally - you know, like it really doesn't have any case in
law, but we'll do it because it's an expedient thing to do,
it furthers the question, it gives us more information -
let's see, how should I say this - there's a delegation in
front of you, and the guy thaé isn't designated to speak has
something on his mind, he wants to get it out - well, you
know —-hobody objects - ok, what do you want John?  What
have you got on your mind? The guy tells you. It may be a
good point, it may not be a good poiﬁt;  but you hear it.
Now‘that didn't have to be heard because you say to yourself
"I've got a delegation - that's the spokesman", - you've

given them all the leeway the policy says you can give them,
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and yet you stretch that point - well, that kind of decision
may be something - you might send a card to somebody, you
might send somebody flowers for a service that they've done
the board - some minor expedient response - that might be an

example.

I: You point out that this might not have a place
in law. Are you equating policies of the board as sort of

the laws of the board?

R: Well, you must understand that policy regu-
lates your actions of the board. And sometimes you violate
them. For instance, let's use a basic one - let's go back
somewhere here ... These are not violations of sort of crim-
inal intent or anything but - "A chairman being a duly
elected member of the board shall have the wunrestricted
right to vote on all matters before the board. In the event
of an even number of votes, the vote 1is lost, and the
chairman, having had the right to vote cannot as chairman
break the tie." - Well that's formal, it's understandable,
but you know, in the heat of an argument or a discussion the
chair might two or three times remove himself from the chair
formali&véhd the fourth time not ﬁremove himéélf’ from-the
chair while speaking on the issue. That's the kind of thing
that might happen. Somebody might call you on it so then
you'll excuse yourself and start over and not do it again.

But, the breaking of a tie - it may be evident that there's
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a deadlock all the way through the discussion until the
chairman does speak - and when he does speak, he might have
a bias towards it, for or against, or leaving something as
the "status quo" - not to <change it. Well, actually what
he's doing is breaking the tie. Those are kind of little
nuances that occur and they're not serious - sometimes they

cause a discussion. That might be an example.
I: Who makes school division policy?
R: Boards.
I: And are they the only ones?

R: No. We make our decisions - we make our poli-
cies on many factors.... incidences, occurrences, circum-
stances, pressure from the public, accidents, shortfalls of

money, administrative advice, teachers' advice ...
I: These are all influences?

R: Yeah, for many reasons. Think of what people
have said to us, or what haé happened to us and then suggest
to the administration that a policy should be forthcoming -
or the administration should warn us and say "You know, this
is the second time this month that this has occurred. We
believe that we should have something regular - regulated,
that we can use to overcome these conditions, or to help

these conditions out. And, we will bring back at the next
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meeting a policy - an outline of a policy that you may or
may not accept or ammend and one that we can use for it.
Well, that's what happens. The administrators who are
always involved with school particulars, as opposed to a
trustee who comes to them as a lay person in the community -
and I know you spend four or five evenings there a week
which is not uncommon when we're negotiating especially - it
still doesn't make me - give me an involvement in total as
the administrator does, say, or a teacher or a principal
within the school. And that's not to say that they have all
the experience or all the knowledge, it's just that they
know of some of these things that I don't see or hear of

unless I'm given the information. So, ...
I: This aids you in policy?

R: Sure. When the board listens to these discus-
sions we might have delegations - one came to us the other
day in regards to crossing guards, as an example of.what we
listen to. Well, the board has on several occasions,
visited the community committee and expressed our feelings
about lights and crossing guards and stop signs and they've
never listened to wus anyway. Now a delegation of parents
are saying to us that they would like us again to go - so,
our policy wultimately - the policy that we'll accept and
we'll apply 1is one of doing the same thing again that we

talked about earlier. Now that wasn't a policy that was
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written anywhere. - It was a policy that - pardon me, a prac-
tice and a principle that the board supported. Now it
becomes an item again because the public wants it. Now I
don't know if something will develop from that ih policy
that will say that we will supply crossing guards or we will
make regular delegations to the city council and tell them
that we want to do A,and C in regards to traffic. I don't
know if that will ever develop that way. But in fact, what
we're doing is formulating an opinion, getting support from
the public - we'll get administrative information from our
administrafors who will sort of accumulate all of the infor-
mation - the things we've listened to - and that's how the
delegation will finally go forward and that might result in

another policy.

I: How much input should your administrators, the

teachers, the delegations etc. have into policy?

R: In'my opinion, they are our total resource.
They're everything we hire and everything that represents
the public and everything that's current, So, I think they
have great value for input and, they certainly have opportu-
nity for input. Without it we'd have an awful dull policy.
" We'd have a policy that was restricted to nine people
sitting around a table who may not have a wider view of

anything.
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I: So you're advocating very few limits, if any,

on the input?

R: Yeah. Listen to everybody. There's nothing
wrong with the in-gathering of information. 1In fact, that's

the process.

I: What's the role of the individual trustee

then, in the policymaking process?

R: You bring your bias - you listen to arguments

- you define somebody else's intentions - you express your
own opinion - vyou pick up the different pressure points in
the discussion - you might articulate the argument that
you've listened to - you have full participation in it's

development - anybody who says that they've never developed
it and don't have a policy for it - don't have any feelings
towards the policy, is not saying something correctly
because, unless they developed it in 1942 and you didn't
come to the place until 1982, you sure as hell have connec-
tion with some policy. It's yours to use, it's yours to
talk about, it's yours to ask questions on - it's yours to
respond to, So, as far as I'm concerned, policy 1is an
important item where all individual trustees are entitled to
express their total opinion. There's nothing restricted in

that discussion.
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I: Has your view of who makes policy changed from

when you were a beginning trustee?
R: Well ... yes, I think it has.
I: In what way?

R: Well, wvhen you come on as a new trustee,
you're really green. It doesn't matter how well intentioned
you are, or how you are intelligent, or academically
trained, or how much experience you bring with you. You

have a tendency to believe - you naively accept policy -

like administrative information, I don't want to make this
sound as if administrators lie to you - I don't mean that -
but a filter system keeps you from understanding - like

until your own understanding develops to a point where you .
understand - truly understand the processes - you're
restricted and in fact, attempt to sort of accépt some
statements intact. Like you question them, but you don't
guestion them too much. But it doesn't take long before you
dissect and separate some of the things that are being said
in a statement. Once you start questioning, then you're on
tﬁe rdad ﬁo ﬁnderstandiné better. bAnd.it doesn't mean that
what has been offered you is bad, it means that until you
develop your own resources - with what you've learned, and
expetienced, and what is being said to you, and the whole
environment that you're 1in - you really don't make policy.

You participate, but you're really not doing that. And it
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takes you some months before you - start to hear and under-
stand the process. So I think that way, I've changed my

mind - I've come away from...

I: You're more knowledgeable now?

R: Yeah. I don't mean to distrust anybody, but I
want to understand what he's saying - it's what I do at
work, I'm an analyst, If a guy tells me he needs two, I
ask him "Why do you need any?" So, similarly, in the state-
ments you listen to, you kind of chew them up in your mind
and then ask your questions, and then finally you may agree
or disagree or want to alter, or take a different tack.
That's what most trustees, I think, do. Whether they do it

the same as I describe or not, I'm not sure.

I: Ok. Again, does the viewpoint that you hold

about who makes policies, does that atfect your approach to

policymaking?
R: No. I hold that the board is responsible for
its policies - as I suggested to you, I hope that people

will bring you information or tell you about things that
need to be changed and with my understandinngf their arqu-
ment - and consideration at the board level, that policy may
change. It may remain the same. I may be opposed to what I
hear. On the other hand I have to consider what is said in

the light of how we deal with these questions.
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I: Now, how are policies made? And by that I
mean what are processes and procedures that are involved -

what are steps involved in the formation of a policy?

R: Ok. I'1l give you the simplest one. The
administration wants to make some changes in the delivery of
curriculum, for instance. This not only affects our policy,
but may affect working conditions., So, they have to be
- careful of what they're saying to us in relation to how they
deliver it - and the administrators will consider all the
different aspects of their intention, and will suggest to us
that a policy is required in relation to their intentions as
administrators of the school division - which we give them
full authority to be - here's what's going to change if we
do A, B, or C. We would like to develop a policy in rela-
tion to that. And that kind of discussion will come to the
board. It may never get off paper. The board may reject it
outright. The different philosophies of education
prevailing in the board may say "No way, this is contrary to
what we want." For instance, 1if somebody came to wus and
said they'd rather do away with community use of schools -
in our boafd,‘ you'd prdbably lose‘yéuflﬁead“'because it;s
been in place since 1969. We've always enjoyed it and expe-
rienced it. It costs us a couple of mills eVery year -
people of the community like it - if you close down some-
thing people are asking "Why the hell did you close it~

down?" - we don't make any money on it, It always costs
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money. We try to keep it within bounds. We try not to be
repetitive. Now, if somebody came to us and wanted to
change that policy, 1I'm sure that that would be a negative
thing. It would be thrown away. On the other hand, another
year it might be real tight - there might be money condi-
tions in the budget that won't allow it - somebody might
place a motion and get it passed saying "Do away with it".
And that board might change it's mind and do away with it.
But all of those decisions are because of the attention that
we give it, when it comes to us through our administration.
Teachers might pressure the administration. to make some
changes say in the way we teach Core Fench. Those are the

kinds of examples that I think would be reasonable,

I: Can I recap that? I just wonder - correct me
if I'm wrong - I'm interpreting what you're saying to be an
intiation by some party, perhaps your administrators,

perhaps the public...

R: It might be the board itself that initiates a
policy. It says to the administration "You know we've been
having - I've got ten people that phoned me about this, and
it's getting to be evident that we don't seem to have any
understanding of what the public needs, and our requirements
haven't been articulated anywhere. We should kind of think
about this." And the administration will take it and think

about and maybe in a couple of weeks come back and say to us
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"We've discovered A, B, and C. D is not valid - you know.

From that, a policy will formulate.

I: Ok. So you go through an initiation stage to

the discussion?
R: Yeah.
I: To an evaluation often ...
R: Yeah.
I: And then to a decision?
R: Yeah. Yeah.

I: Ok. I just want to make sure I'm under-

standing you.
R: Ok.

I: How do you know when a policy needs to be made

or revised?

R: Some occurrence might change it. To go back
to - that's a bad one to use, but it's one that's current in
my mind - we've never had a policy on how to give drugs to
children, you see? My wife worked in the AAAAAAAAAA School
Division for thirteen years and she was always familiar with
the policy for delivering drugs. And suddenly, one day, we

discovered that we didn't have a policy in our division for
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delivering drugs, and it arose as a question. Some parent
had some question. Some parent asked a principal. Some
principal asked the administration. Suddenly, somebody
wasn't satisfied with sort of an "ad hoc" development. Now,
we've got a policy on how to deal with children who need to
take - who have to have drugs administered while they-
who'll give it to them - where'll we put the drugs - who
will deliver the drugs - how much supplies should we keep on

hand - you see?

I: Ok. So essentially you know that a policy
needs to be made or revised when something 1is not being

fulfilled. 1Is this what I'm getting from you?
R: Yeah.

I: When there's a problem that you can't resolve

through your normal policies ...

R: Well; to use a very mundane one, and one that
hits everybody's pocket - one day, when we added up our
bills for parking lots - and you know, every school has a
parking lot - we found that we were giving everything away.
And so at least, we shouid have some money therevfor snow
removal and electricity and for wear and tear and for main-
tenance and all those things - when we qgot finished calcu-
lating, we were some dollars short. So, we upped the ante.

Well, immediately we got a hue and cry from the teachers and
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from everybody that uses plugs, and that caused us to take a
second look and make not such a large increase, but
certainly to cover our costs. So that was an indication of
where policy was in place - it wasn't adequate - we changed
it, not correctly according to some people in the community.
And then we formulated a policy that was at least a compro-
mise and acceptable, you see? So that might be another

example.

I: Yeah, Again, how have you arrived at the
conclusions that you have about the policymaking process?
How it's made, how it happens... Is this a thing that

you've gleaned from experience again or ...
g g
R: It's how we practise it.

I: Were you aware, say when you came on the

board, did you anticipate it to be this way?

R: I think it has changed since I've come on the

board also ~ the way we formulate policy.
I: In what ways?

R: There - I think we're more attuned to the
development of policy because of our experiences. You see,
on our - board, we don't have too many new. The present
chairman has been on there a dozen years at least - maybe

fourteen years - the past chairman was on there eight years
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~ ten years - other members have been on there seven years,
six years - so like nobody's new. We're all conscious of
the particular pressures that people bring to you or - that
occurrences lay on you - so we're not prone to make anything
sacrosanct. We'll change something, If we figure it's not
correct, we'll try to change it. We'll talk about it.
We'll see what's the matter with it. And for that reason,
it's a policy that's quite alive for us - this book is quite
alive for us - we use it every day. So I think that the
board - I don't know, maybe I have too - I've changed the
way I formulate policy. I've never restricted the flow of
information to me to make me change it, I've always been

interested in people telling me something about why they're

satisfied or dissatisfied. And most people will tell you
things when they're dissatisfied. They don't usually tell
you if they're satisfied. So, you hear the negatives, but

certainly that has information in it.

I: What are the attributes or the elements of a

good policy?

R: Something that is thought out. Again, if
you're making a policy to be negative, then you've lost the
ability to apply it. If it's there to regulate an activity
- people won't necessarily resent some regulation, so long
as the activity 1is allowed. The board had a policy, for

instance, that said that they didn't want door to door
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solicitation by schools infringing on their own sort of
catchment areas so that the population was being constantly
bombarded and requested for funding for everything from
chocolate bars to cookies to empty sacks, you know. At one
time there used to be a tremendous overlay of everybody's
enthusiastic fund collecting. Now we know that schools
thrive on activity, and certainly that's an inherent dynamic
of the school. But when you visit yourself wupon the same
public that pays the taxes, they get kind of pissed off at
it - they don't really like that so ... so we carried to say
to students that any school generated activity was ok, but
any commercial enterprise wasn't ok. Like I don't want to
be buying thirty pounds of apples at my door when I really
don't want thirty pounds of apples - even though I might
want to support the school - if you asked me for'a couple of
bucks for a ticket to come and see your operetta, by all
means I would do that. That's a good thing to invest in.
Buy a basketball ticket - even if I don't go to the basket-
ball game, I'll buy the ticket. But don't constantly try to
sell me something that I don't want or keep demanding - so
that the board tried to regulate a policy that forwarded
that conéept. We have a policy now that 1is less restric-
tive, perhaps, than I would personally like - on the other
hand, 1it's sort of a choice - it gives the students the
ability to raise funds without allowing them to make them-

selves totally nuisances, you know, at every event. So...
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I: So that's a good element...

R: Yeah. So, like we didn't say no to the
students - you didn't get them really ffustrated, but you're
telling them to use some guidelines to stay within and try
to do it within those kinds of confines. And, by and large,
I think their lists are longer now than before, and yet they
seem to be regulated. We seem to be, this winter, getting
less complaints. They have to formulate these policies way
back in October or September, and again in January. If they
want to do anything from September to December, they've got
to tell us what they're going to do - you know. So those
kinds of things make people think of what they're going to
do - really - they might add a few items just to sort of
£fill the sock up a little bit, but sometimes they don't do
all the things they say they're gonna do. But it gives them

a choice eh?

I: Are there any other attributes besides that

one or elements that you think go into making a good policy?

R: Well, a reason for making it - preparation of
the information - you know, the refinement of the informa-
tion - the discussion that refines it ... If you're going to
propogate it, it has to make sense, you know. And everybody
has to give it some particular thought on how it will be
applied. If you can't apply it, there's no use it being on

your books. It has to make sense.
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I: Ok.- On the other hand, what do you think
constitutes a bad policy? What are characteristics of a bad

policy?

R: A bad policy would be the abolition of some-
thing - the disallowance of the use, for instance, - the
disallowance of the use of the schools for community
purposes. That would be a bad policy. Why would we do it?
Taxpayers' money buys the school - what do we want an
edifice sitting there closed up twenty-three hours a day
for? Why would we want to lock the library on a Sunday? I
think that 1it's a crime not to put your buildings to use.
It's not to say that the buildings don't cost you money when
you use them. But, if buildings are within the proximity of
public, and public wants to use them,  and it stays within
your reasonable bounds of budget - and you may derive some
revenue while these things are being wused - why would you
say don't use them? Like, we had a counsellor who advocated
closing the school yards at night so kids wouldn't break
windows. You see that would be a lousy policy. That would
be a terrible policy - one that you would have constant
‘tfoﬁble'with.f you never cbuld éhforce it pfoperly - I don't

know what else to say ...
I: That's fine. How do you evaluate policy?

R: Through it's use. Now, 1if you have a bad

policy - with all good intentions you may make a policy -
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and the first time you go to apply it, or the second time
you go to apply it, you find that it has weaknesses because,
all of a sudden it has no relevance. The first condition
that prompted you to make it is not one that re~-occurs, and
now the conditions are different. You might say "Ok,we've

got to change this thing."

I: Ok. So it's really - the evaluation comes

through the use of the policy, or the implementation of it?
R: Yes.

I: The view that you hold about what effectively
makes or constitutes a good policy, and what really charac-
terizes a bad policy - that view that you hold, does that
affect the way you approach policymaking at the board level?

And if so, in what way?

R: Well, for instance, I don't like something
that restricts ﬁe. I work in a highly structured bureau-
cratic railway and I cut many corners when I'm thwarted one
way, I figure "To hell with you Jack, 1I'll do it the other
way." - and I do. The alternative to that is to just do
nothing - and sometimes that's very hard - soHYOu do the
best you can with the rules that are layed down for whatever
reason. I think people are generally the same. If you lay
down - if you have a policy that restricts - I don't know -

I don't 1like regulation myself, so when I approach some-
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thing, I always try to undo the regulation that surrounds

it.
I: You try to make it as liberal as possible?

R: Yeah. The things that frustrate me must
certainly frustrate people in the public as well. Although,
my understanding should be better because of my involvement
over a number of years with a school division making deci-

sions.

I: And again, is this a point of view that you've

developed over time?

R: Well, I think I've always felt that way. 1It's
how I feel about things. I don't like regulation, I don't
like government,'I don't like anything that thwarts me. It
doesn't mean that I'd rather be a libertine or an anarchist
but - restriction gives you a tendency to want to overcome
the restriction. And if that's the case then, that's the
way I approach things that are foisted on me. The public
tries sometimes to cause you to do something as well, vyou
see. They - want you to ban a book,  or they want you'to
enforce this rule, or they want you to - if you examine what
they want, they're more autocratic than any board ever is,
you see? So, those kind of things bother me as well. I
have to tell you truthfully that I don't 1like people

pushing. I like people telling you what the trouble is. I
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like people showing you a solution. I like a good discus-
sion about how their conditions affect them - that's a good
learning process - but I don't like a delegation coming to
me and laying it on my lap so that I have to accept it -
because that's nonsense - then why are we elected? -~ why do
we represent a cross-section of the community when a hundred
people in the community can really make you do something

that's not for the common wealth?

I: Have you had any particular experiences as a
trustee which have shaped your view about policy? Anything
that you can remember that sort of stands out in your mind
and after which you said "Hmm. Now this clarifies things

about policy." or "It makes me feel this way about policy."

R: Only that I take with me a dégree of skepti-
cism and I keep that in mind. Like I ask why are we doing
this, or why do we need this, or who's benefit is the end of
this policy? So some qguestioning attitude - not for any
particular reason, but because I know that you can listen to
a discussion all evening and not hear the fine point of it -
whether it's intentional or whether you're being screened or
whether they don't want you to have the total facts, or
whether they want to protect a teacher - you know -
candidly, 1like in a private discussion with the administra-
tion, with anybody in administration I'll say "Look, what

the hell's the score here? Why are we doing this? Why are
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we shielding this guy? Why are we shielding this position?

What's happened to this?" -~ And I may get a different
answer altogether. In board, they may say it differently,
not because they're trying to hide something, but the way

that they express themselves is a formal, professional way.
In private, I might get different information. They don't
owe it to you but on the other hand, they might answer you.

See?

I: Ok. This research that I'm doing is really
concerned with how trustees think about policy and policy-

making - not necessarily the content, but ....

R: Yeah. I think it's important, and in my esti-
mation, it's one of the most important functions that you
‘have to help run the school division that you're repre-

senting the public in.

I: Well, my feeling is that the way trustees

think about policy and policymaking may well be influential

in the...

R: In how the school runs.

I+ Well, 1in the kinds of policy statements that
come out. In other words, the way that you feel about
policy and policymaking - as an example you've said you

don't want policy statements that are restrictive, because

you think that policy should allow rather than disallow - my
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feeling is that if that's the way you think about policy,
that that could have an influence in policy statements that

would reflect that.

R: Yeah. My opinion is not by itself strange.
There might be guys who don't have the same opinion but
occasionally we'll do the same thing. You know, depending

on the subject matter - depending on the...

I: Do you think that's a valid premise? - That
pPerhaps not individually as you point out, that if you get
two or three of you on the board who feel the same way, that

will influence the complexion ....

R: Sure. You could get some - some boards are so
highly fractionalized and I would draw your attention not so
much to city boards as to rural boards, that you would be
amazed at how they want to restrict the use of public funds
for the purposes that they believe is the delivery of educa-
tion, but in fact doesn't deliver anything. You know, it's
just in name only that they have this board delivers this -
but they hope it never gets expended like - you Kknow.
That's an important item. I think that the way trustees

think certainly affects policy.

I: Ok, the other question that I have then is do

you think that this kind of research is worthwhile?
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R: Well, if it gives you information - sure. You

see, 1it's not because boards - our board - we would like to
have people ask us questions - we would like to have people
phone us - we would like to have people identify themselves
and come and have a discussion with me - 1I1'd be glad to
spend an hour with anybody if they wanted to know something.
I had a call the other day - the guy says "Did you write
this?" - and I said "Who's speaking?" - the guy didn't tell
me ., So I said "Today, I've got a very short fuse. If you
really don't want to tell me who you are so that I can
explain what you'ré asking, I don't think I should talk to
you. When you want to tell me who you are, I'll be glad to
talk to you." I don't often do that. Sometimes I listen to
the baloney until it comes out of my ears. But that day, I
decided that - you know - our board has quit advertising in
the papers saying "Come to our meetings", We've done that
recently again, this is an annual report that they put out
for instance. They jusﬁ give you - mostly this is written
by administrative and teacher input - it just explains what
we are doing with people who are immigrants - welcome to the
-meeting of the school board. Now we used to advertise this
regularly - every week,. We got no delegation in a year.
Well that wasn't our intention - so, it would be a reason-
able thing to have somebody come out and say "I'm here as a
citizen. 1 want to hear something." An old lady from

BBBBBBBBBB Avenue came about seven or eight meetings 1in a
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row - quite amazing - sat through all of the open part of
the board meeting and went away satisfied. In fact I gave
her a ride home a few times because one time she was there
to find out what would happen in the committee of the whole
which she had to wait for - and then she waits about an hour
and a half until we come out of committee - by that time
it's about eleven o'clock and I drove her home because she
used to live where I used to 1live on BBBBBBBBBB. Other
times, because people are frustrated with something, they'll
come in there in droves - rarely - but they'll do that some-
times. Somefimes we'll move a meeting out to a school where
you have four hundred people yelling about the same question
from fifteen angleé like, you know? Our board's intention
is to be open, to discuss problems that are brought to us,
to understand the changes that are developing in our commu-
nity from the public, and yet, the public doesn't avail
themselves of it. So we're not trying to be secretive
although we may be}secretive because we have a formal way to
attend a board meeting - and when you look at our minutes,
the items are itemized, but if you're really not used to it,
and you haven't been there last week, you may not understand
what the hell the discussion is all about until you've
listened for some time - and it might be a short discussion.
Somebody might move it immediately and get rid of it and

it's an item that's sort of accepted.
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I: The questions that I've asked you, do you feel

that they're appropriate for the kinds of information ...

R: Well, if your intention 1is to wultimately
define what my attitude is, you might have done it in five
questions and I won't change my mind too often. But, you
might also send these questions ahead of time so that a
person can think about what you're saying and what you need
- give you a greater in depth answer. I'm not trying to
malign this interview, but on the other hand it might have

served you better if you had sent the questions ahead.

I: Is there anything that you'd like to add which
you feel is important to this study - to find out how trus-

tees do think about policy and policYmaking?

R: I only want to emphasize that I receive my
information from a hundred places. At one time I used to
know every teacher for instance, in the division - I don't -
I can't tell you that I do now because there are more
employees - when I came on first there was about three
hundred teachers, now there's over fqur hundred andAseventy
- énd I know‘ﬁany Eeachers - idﬁg timé teécﬁéféz; aﬁabée
attend teachers' conferences, principals' conferences, some-
times we even have the ~opportunity to hear particular
discussionsv— we serve on particular committees where we
meet teachers - advisory committee, special education, - so

you meet your employees on a one to one basis many times -
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in negotiations you sure as hell learn about some of them,
you know - very frank discussions in neqotiations you under-
stand - they're not restricted and we don't try to restrict
them. So my understanding, my learning, comes from every-
body. If we have a good administration, I sure as hell
think that's the best thing we pay for. If we have adminis-
trators we pay a lot of money to and they do nothing, that
makes me angry as hell because we've got a good resource
that isn't being wutilized. We hope that there will be an
open expression - we're not trying to be personal with
anybody; on the other hand, we'd like to know what moves a
school division, from different people - an aid will talk to
you about it, a librarian will talk to you about it, Jjust
privately or personally - or meet you in the shopping center
or something of that nature. So your information comes from
a hundred people - from public, from teachers and adminis-
tration, from other trustees, from other trustees in other
school divisiéns -~ you know, you're always thinking about
the process - and that's where I learned from so0, hopefully,
that's the kind of school division we run. We run an open
school division - or we try to run it. We might be accused
of notvfunningwan opéﬁ school divisioh you khow,. but thét'é
somebody else's way of looking at it. I don't know what

else to add right at the moment.

I: Ok. Well thank-very much for your time and

your help. I appreciate that.
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TRANSCRIPT #4

It The first question is - I wonder if in your

own words you can tell me what is policy?

R: It's ... it's a broad statement of a position
that the board has taken and which serves then as a guide
for employees and administrators in particular to carry out
the business affairs of the division. Policy, of course,
can cover different policies - a whole gamut of possible
areas but primarily, they're a guide for the board, and more
particularly, for its administrators to carry out the wishes

of the board.

I: Could you maybe give me some examples of

policy then?

R: Well the obvious sort of one would be an
annual policy position taken by the board at budget time
with regard to numbers of professional people we're gbing'to
employ in our school division. That's a policy position
taken by the board. It then becomes the guideline for the
administrators who then must make that work in a system -
provide education within that framework. It goes from

anything broad 1like that down to very - almost incidental
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things - policies with regards to keys and who has access to
school buildings. The board has the policy - rental poli-
cies for example - with regards to use of the facilities by
the community generally. The board sets out their operating
objectives in policy form and then that provides the frame-
work for administrators to carry on the business of the

school division.

I: How is policy different from goals, objectives

or desires?

R: Policies are more specific. Goals and objec-
tives seem to me - policy ought to be the specific interpre-
tation of the broad goals and objectives, I suppose - if I
was to - I'm reacting quickly here, but I would think that
that's it - the goals and objectives would be a broad state-
ment of what your organization is trying to accomplish, and
the policies then ought to be the instruments whereby this
is achieved, and they ought to be consistent with the goals

and objectives.

I: Why do you hold this particular view of policy

and what policy is?

R:- Partly I suppose, because I had some adminis-
trative responsibilities, and I recognize the need for poli-
cies in order that administrative people in large organiza-

‘tions know what it is they're supposed to be doing.
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I: What kind of administrative responsibilities

did you have?
R: Assistant superintendent.

I: That could make a bit of a difference then.

Yours might not be the standard reactions ...

R: Well, I'm not sure though ... I would hope
that most board members although they might not be able to
refer their opinions to specific instances of their own
experience the way I can, I think, though, that board
members are only effective if they see their role as being
basically a policy setting role, and not an administrative

role which is the big trap for board members to fall into.

I: Earlier you talked about guidelines and then
you talked about policy becoming very specific in terms of
who has keys and that kind of thing. It sounds to me like
there is a very grey area.there or perhaps a fine line where
you encroach on administrative responsibilities. How do you

feel about that? How do you differentiate?

'R: Between policy and administrative responsibil-

ities rather than goals and objectives to the policy?
I: Yeah, earlier you had said...

R: Ok, I think any organization can get into

difficulty. There's always a possibility of-difficulty when
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the policies perhaps are not clear enough or, if situations
~come up that seem to have to be handled in a hurry, and for
which there may not be a policy. And I think that those are
the areas that administrators generally walk a tightrope -
to know when they can take a position which may be somewhat
inconsistent with policy or in an area where there 1is no
policy, 1in order to meet some kind of an emergency - when
they can get away with that and when they can't. Sometimes
there's almost no way to tell. Sometimes administrators
just get in hot water with that occasionally and I don't
know how you would always - I don't think that there's ever
a way to avoid it for sure. I know specifically, an
instance came up in our own board fairly recently - and this
was with regard to public access to the school facilities.
There was an application which came in which appeared to be
under policy. As it turned out, it wasn't because the
person who delivered it gave a wrong impression to the
administrators who.had okayed 1it. The administrators then
called that to our attention. We had a specific board reso-
lution then, saying that that party is not to have the
facilities any longer - period. Then the applicant wheeled
back around and went through the appropriate organization
that they should have gone through to begin with. Women
were hollering because their aerobic dancing wasn't going
ahead. The administrator tried to avoid getting the board a

black eye - proceeded to let the thing go ahead - and then,
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of course, there's a ruckus at the board table because some
board members had voted clearly that she should not have
this facility, so - these are the kinds of situations that

occur and that are difficult to handle.

I: Has your view of the nature of policy changed
since first becoming a trustee, or is it a carryover from

being an administrator?

R: No, I think it's changed some from being a

trustee.
I: Can you expand on why and how?

R: I think as an administrator, I used to be
stronger on trying to have policies to fit as many possible
situations as I could imagine might come up. As a board
member, I've become more inclined to see some of the weak-
nesses of too much policy. I still think it's important but_
there are inevitably situations that you're - policy is not
going to cover - they're going to come up - and sometimes,
even} if you try to get too detailed with policy in general
— there are going to be specifics come up and your policy is
going to often interfere with you doing the sensible thing,
because you've got a whole lot of policy in the road that

interferes with it.

I: So you're talking about a constraining type of

policy?
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R: Yes.

I: You had said earlier that policy should be a

guideline - is that in keeping with what you're saying then?

R: Yeah. I just - 1I've become a 1it£le more
tolerant than I was as an administrator, about the boards
trying to react in a commonsense way to a specific situation
- which as an administrator used make me boil a little bit -
when we seemed to have a policy and then all of a sudden, my
God, something comes up and they've got to do something
else. ‘I've become more tolerant of that. I still don't
like it to happen very often, but I do recognize that there
is a need often, to react to a specific situation in a way
that may not be totally consistent with policy that you've

followed up to there.

I: I don't want to lead you but, when you say
that you recognize the need for it now, does this have
anything to do with the different types of pressures that
are on you as a trustee as opposed to being an adminis-

trator?

Rﬁ No. I don't - to be honeéébwith you, I nevéf
felt any great external pressure in either role. The pres-
sure is more a matter of developing a system whereby, basi-
cally, pretty well intentioned people can deal in a common-

sense way with a situation which should be dealt with in a
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commonsense way. ~ If you have too much policy, that can
sometimes get in the road of that. In the final analysis,

that's what we've got to be trying to get at.

I1: Does your view of the nature of policy - what
it is, and what it's supposed to do - does that affect your

approach to policymaking?
R: Yes. Yes it does.
I: In what way?

R: Well, I think first of all, the more you work
with policy, the more cautious you become in how you set it
out. You try to - how can I explain the specifics? Ok.
Here's something that happened. I'11 give you a specific
example; We had a pretty serious problem in personal rela-
tions ... occurred within our board after the last inaugural
meeting. The policy setting out how our committtees are to
be structured and how our business is to be transacted is
spelled out - it's not really by-laws, but it's a statement
of how our board is going to be organized and how it's going
to function. One of the things -  and I was involved ‘in
setting it out - that's probably three years ago - I was on
that committee. I had a lot of input into it. And we
thought we had a pretty workable policy. And the first
thing we do after the election of the chairman and the

vice-chairman, we appoint an "ad hoc" committee who are then
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to set up the various working committees of the board. That
"ad hoc" committee was to be made up of three members chosen
at that meeting by the board members present, plus the
chairman, This year, that committee of which I was a part
of that "ad hoc" committee - plus the chairman was there and
two other people - we went into a room and we - there was
only one board position that had been changed, so we thought
it would be a pretty simple matter - we wouldn't take a week
to set up these committees - we'd do it rather quickly in a
kind of a half hour recess from the inaugural meeting. We
changed two committee chairmanships - with very good inten—v
tions. The intention was basically this - the vice-chairman
had been chairman of one of the standing committees. The
_chairman felt that he was probably being overworked - too
many demands placed on him - because the chair has tried to
be represented at all standing committee meetings. They
don't have the right to vote there, but they do have the
right to be there and to express their views at all
committee meetings. The chairman thought that was a pretty
trying situation - to‘try to attend all those - but he
thought that the chair ought to be represented there. I
agreed with it, and the other committee‘members 6n the "ad
hoc" committee agreed, so we said alright, we won't have
either the vice-chairman or the chairman be chairman of any
of the standing committees. But, they will be - one or the

other then - able to attend all A of these meetings - so to
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spread that load around a little bit. A sensible idea we
thought. Plus, we changed one other chairmanship which was
neither here nor there, and we went back to the inaugural
meeting with 1it. They accepted our recommendations like
that. The next meeting, there was a pretty severe blow-up.
The vice-chairman resigned his position as vice-chairman of
the board. Now there were a number of factors that contrib-
uted to that, but one of them I'm sure, was this kind of
arbitrarily changing around of his role when he wasn't
there. That was a fundamental mistake 1in policy. The
policy ought to have saia that the "ad hoc" committee which
structures the standing committees should have two or three
members from the board, plus both the newly elected chairman
and the newly elected vice-chairman. So, they would have
both been there and involved 1in that décision. And that
seems like kind of a small thing, and 1it's something that
nobody thought of at the time, but it's caused a ruckus and
now we have a new vice-chairman, and we have a disgruntled
old vice-chairman, and

So I gquess what I'm saying is, 'I have become very -
‘my experiences as a board member have made me far more
cautioué about policy and its possible implications than I

was before.

I: Do you think policy is necessary?



Page 4.10

R: VYes. Without it, administrators are 1in a

terrible to do, to deal with specific situations on a day to
day ‘basis that the board cannot possibly deél with., Without

policy, administrators are just - have an impossible task.
I: Can you give me an example of that?

R: Oh, anything. Somebody wants to use the gym.
They phone in on Tuesday. They want to use it Thursday
night - maybe it's the Kinsmen. They want to have a volley-
ball game. Well, vyou can't have a board meeting to decide
if the Kinsmen are going to have a volleyball game on
Thursday night. You know, those day to day things - and far
more important things than that - this whole area of teacher
evaluation and examination and testing procedures, promo-
tional procedure - well those things have to be covered in
policy so that the administrator then has some guidelines as

to how he is to proceed - otherwise he is at a loss.

I: Has your opinion changed in this regard - I'm
talking still about the necessity of policy. Has it changed

at all, or have you always felt this way?

R: Oh yes - always felt that way. I've just
become more cautious about it, that's the only thing - and
more careful about setting out policy. It's got to be done
with considerable care. You can never cover all possible
pitfalls, but you can eliminate a lot of them if you're

careful when you're developing policy.
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I: Yeah, I think that leads into my next question
which was your opinion about the necessity of policy, does

that affect your approach to policymaking?

R: Yeah. I certainly think that policy is neces-
sary and important. You just have to approach it with some
caution and - you shouldn't just develop policy for the sake
of having policy. The policy ought to cover situations that
come up with reasonable frequency. You shouldn't try to
cover something that only occurs once every eight months
with policy, you know? That's something that can wait for a
board meeting - or an extraordinary situation - ongoing, day
to day, decision making requiring situations have to be
covered by policy, otherwise your superintendent and

secretary-treasurer have no framework to operate in.

I: I've seen your policy manual, and so you have
some policies written down. Should policies be written

down?

R: Well, it pretty well has to be because that's
the only way it can really be policy. Policy becomes policy
when it's officially adopted by board resolution and,
barring the resolution containing the whole statement of
policy, then you would have to have a policy that the reso-
lution referred to> - in some written form in a handbook or

‘whatever.
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I: You're saying that it has to be adopted as

policy for it to be policy - I wonder, in your own experi-
énce as a trustee, are there any practices that happen regqu-
larly, frequently, that are not written down or incorporated
into policy and yet are accepted as almost standard oper-
ating procedures which, in fact, one might term as policies

although they're not written down and formalized as such?
R: I'm sure there must be some.

I: Maybe I can give you an example, How about
something like - you hire teachers but - you give preference
to local candidates first. Now that may or may not be in
your policy manual, I don't know, but - do those kinds of

policies exist or is this erroneous - Am I leading you here?

R: I don't think that there's a policy of that
sort. There is a - that's a difficult area. I'm not
thinking so much about recruiting teachers as perhaps, in
releasing. I'm not thinking of our own board specifically,
but I know that there can be a problem if a board has
adopted a specific kind of procedure in the past, even
though it may not be written down formally in policy, I
think the law might say that past practice constitutes
pqlicy. I know that the 1law does occasionally interpret
past practice as being policy - has interpreted it that way.
So that I guess you can't really say that unless it's

formalized it isn't policy. You can't say that because if
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you have developed a set of procedures and have taken action
on those over a period of time, even though it's not
formally a resolution of the board, I think that the courts
might‘say, in some instances at least, that has been your

policy even if it was never written down.

I: What's your feelings about the desirability of
unwritten versus written policy? The desirability or the
lack of desirability? Are there perhaps 1instances where
it's good to have unwritten policy, or are there instances

where it's absolutely mandatory to have written policy etc.?

R: I'm always skeptical of wunwritten policy
because it seems to me, often to carry with it some form of
trickery that I don't like. Now there are some pressures,
of course, on boards particuiarly as employers to try to
keep some procedures out of policy because they could be
perhaps challenged if they were formally written down, or
they might be used against the board in a specific situation
because of the - what kind of an example can I give you? -
It concerns me about unwritten policy - it's not that it's
necessarily bad, but it smells that way to me occasionally.
If boards are not prepared to formalize and write down their
policy, it suggests to me that maybe they think they've got
something to hide - that they want to deal with their people
in some way that might be challenged by Human Rights

Commissions or whatever, and that therefore they are skep-
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tical about writing the thing down because somebody is
liable to grab them by the ears over it. It seems to me
that if a board feels strongly enough about a policy - that
they think that they ought to be able to act on it - then
they should be prepared to challenge the courts or challenge
whoever has to be challenged and make their case - that they
shouldn't try to operate on some unwritten policy that may

be in violation of human rights, just as an example.

I: So what you're saying is the power of their

convictions?

R: That's right. If they're convinced that they
ought to be able to act in a particular way, then write it
down and adopt it and grab the bull by the horns and chal-

lenge the courts on it if you have to proceed.
I: Who makes school division policy?

R: Well of course the board makes the policy.
Now ... wunder the guidance and suggestions of the best
people that the board can get to advise them - maybe the
superintendent in certain instances - it may be the
secretary—treasurer - it ‘méy be certain péople from MAST -
or it may even be in conjunction with the local division
association for that matter - hopefully the board gets the
best advice that it can and uses its own best judgement as

well. But the board makes the policy.
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I: Ok, but it gets advice and - am I correct in
interpreting what you're saying as it gets it from wherever

it can best get it?

R: Yeah. Right, Sure. The superintendent is
the obvious first line of questioning on board policy (other
than other board members), but of course there are a wide

variety of other sources as well,

I: Would that include students, teachers, rate-

payers ...
R: Oh certainly, certainly.

I: Ok, how much input should these other individ-
uals which you would use as a resource then - how much input

should they have into the policymaking process?

R: I think the fundamental responsibility for
making the policy lies with the board as a corporate body
voting yea or nay. So the board then has to decide 1in a
specific instance, to what extent they need and want the
advice of whatever groups might be involved. The board has
- theY've ébt ﬁhé finai. fégpdnéibility énd fhéy haﬁeylfo
decide. I don't think that you can set out any rule of
thumb that will cover all policy areas. If we're talking
about teacher redundancy, for instance, then clearly fhe
local grocery store merchant isn't the one that you ought to

be consulting with in that area. Your primary concerns
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would be the MAST organization, your own board and your own
professional people. If you're talking about where you're
going to try and buy fan belts for the buses, then I don't
think that the math teacher in the classroom is not the

person to talk to about that.
I: So the board decides then...

R: Who should provide the input, and even in some
instances, whether very much input at all from outside the

board is necessary or even useful.

I: What's the role of the individual trustee in

the policymaking process?

R: Well his fundamental responsibility is a
voting fesponsibility - to accept or not accept. Now, if
you're talking about developing the policy proposal before
it hits the board table, I think you're going to have as
wide an involvement as there are ten or eleven men there.
Some will be very much interested in policies to do with
curriculum and whatever. Others are going to be far more
interested in what kind of tires go on the buses.,. So that
the cdhtribution of each boardnhember>in‘térms of the devel-
opment of a policy, will depend on his interests and what he
can contribute. But the final responsibility of all, of
course, 1is to cast the vote one way or another when the

thing hits the deck.
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I: Ok, can you give me an example of a policy

that's been made from input by any group ...

R: Ok, I think the obvious example in the recent
past is a committment made by the negotiating committee to
the teachers' organization that we did not want a redundancy
clause in our <collective agreement. We thought that that
would just tie all our hands in a rather silly way, and in
lieu of that, we'll sit down with you and see if we can't
develop a policy and a general outline of procedures that's
acceptable to you and us and: in the interest of the

XXXXXXXXXX School Division.

I: And that would come through consultation with

the teachers' association ...

R: Yes. It's still ongoing. I'm not sure that
there's a total agreement yet or not, but it's getting close

anyway.

I: Has your view of who makes policy - has that

changed since you've become a trustee?
R: Yes.
I: In what way?

R: I think I've developed a greater appreciation
of the contribution of board members to policy. I think

that I - not necessarily the voting because they always have
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had to vote yes or no - but the development of the policy.
It seems to me that board members have a greater - make a

greater contribution than I previously gave them credit for.
I: In what sense?

R: I think that when I worked as an adminis-
trator, I tended to see policy as primarily being developed
by administrators and laid on the table - either in the form
of one or two alternatives or whatever - and the board then
selecting. I think now, I see policy - and probably maybe
it's just because of a diffefent role - but I see the policy
being more the ... the nuts and bolts of it being developed
by board members themselves - making a more significant
contribution to it than I saw before. And maybe, I think,
maybe even having a more meaningful contribution than I gave
them credit for before. I guess as a board member I see my
own role as a board member as more significant than I saw
the role of board members before. 1It's a bias. It depends

what chair you're sitting in.

I: Does the viewpoint you hold about who makes
policy, does that affect the way in which you approach poli-

cymaking?

R: Yes. I think the more you see - the more
important you see a board members's role in policymaking

then the more input that you often insist that you have in
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developing that policy. The more important you see it as
being, and the more meaningful you think your own contribu-
tion can be to it, the more insistent you are then in taking

part in that policy development.
I: So you're actively pursuing it?
R: Uh-huh.

I: Ok. How are policies made? By that I mean
what processes or procedures take place from beginning to

end in the formation of a policy?

R: Our board now has general policy statements in
most of the areas of day to day activity. So that our
actions in terms of policy now tend more to be in reviewing
and updating and altering existing poiicies. The transpor-
tation committee, for instance, there is a transportation
policy -~ when we decide that it's time to change the general
rules of the game as to how close you come to the house and
all these sorts of things, it's not a matter now of devel-
oping a total poliéy. There is a policy there. It's a
matter of ammending, updating and altering to suit changing

circumstances.
I: What steps do you go throhgh?_

R: Normally it's discussed by the standing .

committee. Now, it depends where the policy change has been
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initiated from. If it arose - or the discussion of a change
in policy - arose because of a reqguest or a petition or a
whatever that might have hit the board table, the normal
procedure would be for that to be referred to the standing
committee. The standing committee then discusses the issue
at some length and interviews whoever is involved - if there
are groups of parents who want to talk to the committee or
whatever - get that kind of input. They would then return
to the board with a recommendation as to whether the policy
ought to be changed or ought not to be changed. And if they
think it should be changed, specifically how. The board
then will to some extent re-hash the issue, depending on how
controversial it happens to be and - not always, but
normally acts on the recommendation of the committee. Now
not necessarily of course. You can't take away from the
board the final right to say yea or nay, but our board has
tended to operate, to a large extent, on the committee

recommendations in areas of policy.

I: When it gets to the standing committee, 1is
there some evaluative kind of process for them to come up
with a recommendation - what do they do to arrive at a

recommendation?

R: It depends I suppose, on what the situation
is. If the problem that we're trying to deal with here

through policy has arisen because of some clear unhappiness
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on the part of certain ratepayers - maybe it's over the
service if it's transportation that we're talking about -
the kind of service in a specific area - maybe they're just
unhappy about pickup times - then it would be a matter of
the committee probably meeting with those concerned parents
to find out specifically what their concerns are - then it
would be a matter of - if it's pickup times - making compar-
isons across the division - what are our pickup times here,
here, here, and the other place - is it possible to change
this particular situation without costing the school divi-
sion an arm and a leg - you go through that kind of consul-
tation. Normally most of the legwork in terms of compara-
tive pickup times, for instance, that would be done by
either the secretary-treasurer or the superintendent -~
normaily the secretary with transportation in our divisidn -
would have done the necessary paperwork in terms of
compiling comparative information and so on. But that would
be the procedure. The office would accumulate the - do the
legwork so to speak, 1in terms of collecting the necessary
information to make a decision and then the board members
hearing themselves- the concerned people - who are heavily
concerned - and then recommending to the board based 6n

their best judgement of the situation.

I: What things - generally .now I guess - what

things influence how policy is made?
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R: Well I suppose, if you're talking about very
fundamental things, I would hope by and large, commonsense.
We're operating a public service within the constraints of
having to pay for those services. So I think that whether
it's transportation or whether it's an expansion of the home
ec. room or whatever, that we try to put together the best
service that we can within a reasonable cost. And I think
that basically it's the board members that have to decide -
is this request that we are being presented with - 1is it
sensible and réasonable in terms of our available resources

and so on.

I: How do you know when a policy needs to be made
or needs to be revised? How do you know when that is neces-

sary?

R: Well, one of the areas that we've had to do a
lot of brushing up on policy lately - and I keep referring
to it - but it's this business of community use of school
facilities. But, not so very long ago, virtually every
request other than school use of school facilities, would
come to the board table. Now, when that starts happening -
when you start spending fifteen or tweﬁty percent of every
board meeting dealing with requests for use of gymnasiums or
something, then of course it's a pretty clear indicator that
you need some sort of policy there so that the administra-

tive people can handle that on an ongoing basis and not be
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pestering the board with it every meeting for half their

meeting or whatever.

I: Are there any other kinds of roadsigns that
tell you that policy has to be made or that policy has to be

changed?

R: Well, general dissatisfaction. If you get
people continually unhappy about something, then surely it's
time to review the situation and if - at very least, offer
the people some sort of rational explanation of why the
present policy's in place. You either have to be able to
indicate to them why it's there, or if you can't indicate to
them that in a sensible way, then you better start reviewing
the policy and seeing if it ought to be changed. Whether it
happens within the school - maybe your émployees are contin-
ually unhappy about something or other - it's clear that the

policy is not working.

I: These ideas that you have about the policy-
making process - how poiicy is made - how have you arrived

at those ideas?

R: I think basically from experience - both from
the board point of view and from the administrative point of

view,

I: Does this viewpoint of how policy is made -

does that affect your approach to policymaking?
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R: Yes - more cautious.
I: Are you reluctant to make policy?

R: No. Just careful - more careful that the
policy really reflects what you want it to reflect, and also
that it doesn't end up creating other problems down the

road. You take care in setting up the policy.

I: Maybe you could tell me what are the attri-

butes or elements of a good policy.

R: Maybe, if i was going to alter ény of my
responses from last night it would be M___  's comment
following the interview. The only thing that she suggested
- and it was lurking in the back of my mind as I was
responding to your question§ too, but I wasn't sure how to
get at it - but, the policies ought to be consistent - they
ought to be workable and reasonable and understandable - and
they also have to be consistent with the overall goals and
objectives of your organization - and that gets - in school
business that - education and what you expect - what your
goals are in terms of education - your specific policies for
instance, ought not to be policies that are inconsistent
with good education - so that I suppose that's the final
test of any policy, beyond being workable and whatever it is
that contributes to the overall objectives of your organiza-

tion.



Page 4.25
I: Ok. Again, how have you arrived at that

conclusion?

R: It Jjust seems to me a matter of logic |if
you're involved with an organization committed to the goals
of education, then your policies ought to be consistent with
those goals and limited only by the resources, personnel and
financial and whatever that you have to work with - but they
ought to be consistent with those educational goals. That
may be the problem that can develop with too heavy a concen-
tration on the mechanics of policies - that you can lose

sight of the overall goals and objectives.

I: Can you give me some examples of good poli-
cies? Or an example of a good policy that fulfills those

criteria that you've identified?

R: Well, we're going through an evaluation in our
own division right now - being forced upon us by financial
constraints - that are forcing us to re-think a lot of poli-
cies right from breadth of program offering to what extent
we can accomocdate even such really basic notions such as
individual differenbés - we're being forced to re-evaluate
to what extent we can meet those overall educational objec-
tives within the kinds of financial constraints that are
being pushed on ﬁs. So, when we re-think our transportation
policy, for instance, which at the moment we pick up a lot

of kids virtually at the doorstep - in a time of financial
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constraint, you have to decide to what extent that policy of
picking up right at the door - wherever possible - to what
extent that is essential to meeting certain objectives in
terms of education - and for me to - for instance, it would
seem to me that a policy which said that you had to pick up
every kid right at their doorstep - and the costs incurred
by that would be sufficient that in order to accomodate that
you had to eliminate perhaps a kindergarten program - that
that might not be a good policy. But you have to evaluate
your specific policies in specific areas in terms of how
critical they are in meeting other objectives. That's the
kind of evaluation of policy and judgement of policy that's
going on I'm sure, right across the province right now -

particularly in rural divisions.

I: Last night you said - I believe that you

talked about one of the attributes of policy being fairness

R: Yes.
I: Ok, do you want to just expand on that a bit?

R: Well, if we relate it to the example of trans-
portation, there is again - one of the objectives of educa-
tion in rural Manitoba has been for some time to try and
develop some semblance of equal opportunity within our divi-

sions as well as in our divisions as compared to wurban
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centres. And one of the élements of that equal opportunity
has been considered to be as good a transportation service
as we can put together - so that kids don't have to be on a
bus at half past seven in the morning in order to get to a
larger school where they get a breadth of program offering
that they wouldn't be able to get had they not been on the
bus - to try to keep those load times back as much as we
can. But, 1if it gets to the point where 1in order to
preserve maybe an eight o'clock boarding time, we have to do
other things in the system that limit their opportunities
once they get there, then you have to make value judgements
about which is most important in the system and you have to

judge your policies accordingly.
I: How do you evaluate policy?

R: It's an ongoing thing ... and right now the
major initiator for policy evaluation in virtually all areas
is financial constraint - it's forcing us to choose priori-
ties. Now that's a particular aspect of what's going on
right now. In the long run the measurebof effective policy
has to be the general acceptance of students and teachers
and parents and community at large, with the operation as
it's going - combining that with the evaluations that you
either solicit or get without soliciting from other profes-
sionals in the field - the professionals that are employed

by the division or those that are made available to wus by
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the province or whatever - to give us an ongoing evaluation
of what's going on in our system. Province-wide testing, I
think, - I've had some involvement with that from the MAST
point of view - and I think that that has something to offer
in terms of evaluating our policies - particularly in the
area of program and curriculum and whatever. I think part
of the purpose of that kind of testing is to give us some

kind of feedback on the effectiveness of our policies,

I: You've given me the attributes of a good
policy, what kind of things constitute a poor or weak

policy?

R: Well, in broad terms, it would have to be
policies that are either inconsistent with good education or
meeting the objectives - youf educational goals - or poli-
cies in specific areas that may even be counterproductive in
terms of meeting your educational goals, and of course, one
of the things =~ this is why the small schools business has
become such a controversial area - because one of the essen-
tial elements of making an educational system function well
is a general acceptance among students and parents in the
community - thét it is a good service and that it is worthy
of their support. and, a major controversy over the closing
©of a school - which may have theoretically a lot of gains in
terms of breadth of program and whatever that might be made

available to the kids - all of that could be very effec-
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tively undermined by a negative attitude on the part of the
community or particularly the kids and their parents - about
that policy. So that I guess a good policy - a poor one is
one that antagonizes people uneccessarily or undermines the
fundamental support for education which is latent, I think,
right across our province - there's a basic support there in
general terms, but can be undermined because of specific
policy positions taken, not only by boards, but by provinces

as well.

I: In all that you've been saying about what's
good policy and what's bad policy, I get the feeling that
there is some element of policy having to be something of a

pleasing item.

R: It has to be at least acceptabie. And I think
that people have to be able to, if possible at all, wunder-
stand the policy and see why that particular direction is a
good direction - because 1it's only in that way that they
will lend their enthusiastic support to the organization as
a whole. And maybe, I guess the crucial thing to me is my
own attitude toward education - because 1I've never seen
education as something that you give to kids - like you give
them a vaccination for chicken pox or something. The best
we can do in education is provide a spectrum of opportuni-
ties for kids within which they educate themselves basi-

cally. That will only occur or can occur in the best - most
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effective way - where there is a broad base of support for
the educational organization - by the kids and by the
parents - first and foremost - there are other groups as

well, but those two groups first and foremost.

I: The viewpoint that you have about what's good
and what's bad policy, does that affect how you approach

policymaking?
R: Certainly.
I: In what way?

R: It makes me more careful about radical policy
changes. It perhaps makes me - and this is my board experi-
ence more than my administrative experience - perhaps more
inclined - not to go out and necessarily pound the woods for
suggestions, but in areas where there seems to be some
liklihood of misunderstanding or misinterpretation or what-
ever, to encourage the board to make itself available to
meet with community groups if they wish. I don't think that
we ought to be going out and rounding up people to take a
public opinion pole every time something has to be decided,
but on major crucial issues, to make ourselves certéinly
available to community groups who want to talk to us and
express concerns - listen to them - don't do what they say

necessarily, but listen at least.
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I: Ok.  Have you had any particular experiences
as a trustee that have shaped your views about policy and

policymaking?

R: Yeah, as a trustee, yes - certainly. You
know, we've been involved in some school closures, we've
been involved in decisions with regard to changing bussing
service that had been operating 1in a particular pattern for
a number of years - we found it necessary to change that
bussing service. And, in many instances, it has seemed to
me that what problems that we did encounter were problems
that arose out of a basic lack of understanding on the part
of the people who were receiving the service for the reasons
for changing. That misunderstanding often 1led or 6n occa-
sions led to people taking rather hard line positions from
which it was hard for them to move off, once the rational
arguments had been put forward. So I guess, you can fore-
cast where you're likely to get in trouble, and the time for
the consultation 1is maybe before the policy changes come
into place  rather than after. The trouble is, it's not

always easy to forecast where that's going to be so...

I: And that, you would say, definitely shaped

your views about policy?

R: Oh yeah, every encounter you have where you
find out that you've acted in a way that people misinter-

préted or perhaps even acted without a full knowledge of all
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the implications makes you approach the next situation that

could be controversial, with a little more caution.

I: Ok. As I told you, this research is concerned
with how trustees think about policy and policymaking -
what's going on 1in their minds about policy and policy-
making. My feeling is that the way trustees view policy and
policymaking may well have some kind of a result or some
kind of an impact on the types of policy statements that are

made. What's your reaction to that premise?

R: Oh yes. Sure. School board members, each one
comes to the board table with a little different set of -
not necessarily biases but maybe mental sets and that of
course influences the kind.of policies that the board
develops. There are some board members who are much more
sensitive to public opinion than others. The ones who are
particularly sensitive - they'll tend to do a little bit of
a bublic opinion pole before they take a position. Others,
and I still - for all my experience in both administration
and as a board member - I still think that I tend to be
somewhat more prepared to grab the bull by the horns myself
than to do too much consultation. So, you know, you get a
balance on a board. But, the one thing that boards - that's
why they're elected I suppose, is that they should be sensi-
tive to public opinion, and I've found that around our board

table that - a lot of board members are fairly sensitive to
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reactions that they get in their place of business or what-
ever about how things are going in the school division. And
if that's their mental set; then they are going to react in
terms of formation of policy to what will be basically, at
least acceptable, in their communities if not loveablé, then

at least acceptable.

I: Do you think that this kind of research -
looking for what I am - trying to uncover views - do you

think that's worthwhile kind of re- search?

R: Yeah. 1I'm not sure that it will change things
drastically but yeah, it should be useful - if for no other

reason for providing some sort of rational framework for

ongoing education of board members. And in rural Manitoba
in particular, I think that we're 1looking at very large
budgets - 1large sums of money - and boards with still a

great deal of control over the priorities that are set
>within the spending of that money. The more assistance that
- particularly new board members can get in just generally -
not necessarily a reflection of the way things are, but to
some extent the way they ought to be 1in developing policy,
has to be helpful for any board member - a training session
that will go through how policy is normally developed has to
be useful - it has to be. So, 1if the research leads to
assisting organizations like MAST or the provincial

Department of Education or whatever to do a 1little more of
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that - not that board members ought to be indoctrinated,
because in the final analysis they still have to reflect
hopefully the enlightened opinion of the public at large -
but they still do have to reflect the public and carry the
public with them in what they do. They've got to retain
that kind of sensitivity but still the mechanics - they
could be helped a little more in understanding the mechanics

of this kind of process than they are at the moment I think.

I: Do you feel that the questions that you've
answered are really appropriate ones for allowing me to gain

insight into your views of policy and policymaking?

R: Yes, I think so. The only thing - the one
area that you migbt have probed me further that would have
gotten you a more accurate view perhaps - would have been
pushing me on the idea - and you started on it - on overall
goals and objectives. If you had pushed me a little harder
at that stage, I think we would have put the policymaking
into perspective better - in terms of the overall interview

- than we did.

I: Ok. Is there anything that you'd like to add
that you feel 1is important to this study and which has not

been covered in the questions?

R: No, I can't think of anything.
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I: That's ok. Thank you very much for the time

that you've spent on this interview.
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TRANSCRIPT 4 5

I: Ok, the first gquestion then - What is policy?

R: Policy in a school division, I think, may be
defined as the entire scope or rules that you will run the
division by - set down by the board and administered by
senior administration. Policy is developed through experi-
ence - through every means that a school board can find,

after having found a need to set rules and to make rules.

I: I wonder, could you give me some examples then

of policy?

s

Policy in our school division?
I: Sure, if you want.

R: Yeah, ok. We have pblicy concerning actual
truancy among the children, misbehavior in the school. That
has to have policy - we have to have policy in transporta-
tion. We have to have policy for our employees. Policy
must apply to so many things. Policies are set down by the
Public Schools Act - we have no right to change as far as
I'm concerned. There are many areas where policy is vague

because of 1legal aspects, however that - that I think -
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policy is something that has a very broad scope. I guess

that's how one could sum it up.

I: You mentioned earlier that policy was the
rules of the ... are you equating rules and policy as being

the same thing - or is there a difference there?

R: Perhaps the words were ill-chosen because
nothing is carved in stone. And obviously, policy must be
adhered to. But if you simply are rigid and your adminis-

tration is rigid, then there are times when you are going to
get yourself into some awful situations both with the
public, and with your employees. However, in fairness,
policy should be something that's fair to all, and something

that you can follow up on and adhere to where possible.

I: How is policy different from goals, objectives

or desires?

R: In our division I think, the people who are
senior educators set the goals and objectives. After all,
we as trustées are laymen. We're not supposed to know -
there's no way we can know the intricacies of the courses,
for instance. So, goals and objectives in our division - I
don't know how it's handled in other divisions - are usually
handled by the superintendent and the principals. They will
have a meeting before the school term starts. At that point

the goals and objectives are set. Mind you, we as a board
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have goals and objectives too, but primarily the focus is on

the kids and what's going to happen in the schools.

I: Would the objectives that you as a board have,
would they differ radically from those of the administra-

tion?

R: No, I think our goals and objectives are more
unspoken - they're to do as good a job and to be as fair as
possible and to co-operate and to have respect from our

people that work for us. I think it's an unwritten thing.

I: Why do you hold this particular view of

policy?

R: Policy - have I really expressed a view on

policy?

I: Well, what I mean is - this view that you hold

about what policy is, has that...

R: I feel policy is - and my view on policy -
policy is what a school board must have to function. After
all, there has to be guidelines for the people who are
working for you - and you can't be there because you have a
livlihood to make of your own, you can't be there looking
over their shoulder, nor, I suppose we'll go 1into this
further down the interview, nor is it fair for you to inter-

fere with what your people are doing, as long as they are
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working within the gquidelines - so called guidelines of

policy that you've set up.

I: Ok, And whén you describe policy as being a
guideline, and yet there's a rule orientation as well, -
it's not rigid, but it should be adhered to - that viewpoint
of what policy is, 1is that something that's developed over

time, or is that something you've always had, or..

R: I think 1it's quite fair to say that 1it's
developed over time because we will find, setting policy,
that along comes a situation where the policy simply can't
apply. Therefore, you either have to stretch the policy or
remake the policy, or re-think it in some manner. I think
that you have to be flexible to a degree. I think that's
just good local government - not to be so rigid that you're
not approachable by any of your people including teachers

and parents.

I: I wonder - could you give me an example of -
can you think of an example of policy that - had to be

changed?

R: Policy may even have to be changed and - even
we may have to defy the school act to a degree where there
is a small child perhaps, expected to walk out the half mile
that is mandatory - if we feel it's unsafe - something like .

that happens - we may make special board motion or look at
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it as a board. Suppose that it's during hunting season, or
the child is not terribly strong, or it's in an area where
the weather can be very bad or something like this -~ many
reasons where you may send a bus in - actually breaking your
policy - when, in all common sense, it makes sense to do so.

If that's a good example.

I: Does your view of the nature of policy affect

the way you approach policymaking?

R: Well I think, and we'll go into this further
I'm sure, I think that I look at policymaking as something
that I have learned over the years really because - when I
first became a trustee, I didn't know a thing about policy
and policymaking. And, I guess that my views on policy-
making haven't really Changed - they've evolved I think, is
a better way to put it. At this point, I'm not sure that my
view's changed at all,. I think 1I've set my pattern oﬁ
thinking on this matter. But, I would have to say that as
the years went by, perhaps they did change... To say - I
guess in answer to your question, my views don't change in

this line.

I: Uh-huh, but do your views affect the way you
approach policymaking? Are they a direct influence on the

way you approach policy?
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R: Ok, I'm not really answering your question.

Yes, I think - to a degree - my views will affect - obvi-
ously we're all human beings and if I have strong feelings
about something, then my interpretation of policy could be
different than someone else's - that, vyes. I think I have

strong views on matters.

I: You may have indicated the answer to this one
before, but do you think that policy is necessary, and if

so, why?

R: I can't 1imagine a school division without
policy. I think everyone asks for it. Even from the begin-
nings in - what I would say - our job descriptions right

down to the teachers' wanting complete policy so that they

mayvknow what they should expect - other employees perhaps
most of all the administration - must have policy. There
has to be policy in the school division, there's no other

way as far as I'm concerned. I can't imagine it.
I: Has your opinion changed about that at all?

R: Well, I hate to go into what I'm sure we're
going to be going into further on - when you first become a
trustee, the biggest lesson you have to learn is to be a
policymaker and not an administrator. And, 1it's a great
paradox because after all, you are representing the people -

and when you first become a trustee - and I know I did
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things - that perhaps were not proper because I didn't
understand. The paradox is that you are a spokesman for the
public. You are the person - the link between the public
and the system, so you should be approachable, and you
should be knowledgeable. On the other hand, you cannot
administer and get into administering the school without
causing problems - and that's something every trustee has to
learn once you become a trustee. And if he doesn't learn

it, he's a trustee that's into problems all the time.

I: Ok. - Did you always feel that policy was

necessary?

R: As long as I've been a trustee, yeah. I grew

to understand that there was wisdom in having policy.
I: So that did change over time then?

R: I would say that it was only through ignorance
that I didn't know you néeded policy - not that - I had
really no opinion in the beginning on this matter. 1I've had
so many people come on our board - because the whole board
has changed in the eleven years that I've been there - who
didn't have a clue what being on the school board was like.
We don't hold public meetings in that the public never
bothers to come in. How we function is really a closed area
to the public. You're not really aware - although we

publish our minutes - I don't think that anyone perceives
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the type of meetings we have - some of them find them, after
they become a trustee, rather 1long and boring. There's a
lot of detail and 1it's not very exciting at times. And
other times it's rather heartbreaking to have to deal with
the personal matters. So, I think that - I think I'm

getting away from answering your question here,

I: That's alright. Your opinion about policy
being necessary, does that affect the way you approach poli-

cymaking?

R: Very definitely. I realize now that when we
make policy as a board, we have to be careful to word our
resolutions properly. We have to be careful that we don't
go into conflict with past policy. In other words, policy
is important and has to be set in a ménner that is clear to

everyone.

I: When you say "set in a manner that should be

clear", are you implying that policy should be written?

R: Every time we make a board motion, we make
policy. That's really how we function as a board.  Maybe
it's not as good as having a policy manual because - we do
not have one 'per se' and probably should have one in our
division - but we - actually our policy manual is our
minutes. Whatever is in our minutes - and they can go back .

a long way - sets policy, and simply, by carrying an index
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of where to find in what minutes specific things, we can
locate policy. I think we will be writing up a policy
manual, although it will be better - but the problem with a
policy manual is that it's ever changing. In other words,
if you write wup a policy manual, by another three or four
meetings, there are several things that would need to be
changed in all probability - minor items. In other words,

policymaking is happening all the time.

I: Ok. You're suggesting that your minutes that

are written down, are your records of policy...
R: One of them at least, yes.
I: One of them?
R: Yes, the main one, yes.
I: Ok, are there some others?

R: Not really; We do not - an attempt has been
made to write up a policy manual by one of our staff people
and he never got it completed. Since then, it has more or
less been in limbo and a lot of changes have occurred since
then so it's not updated - further from being completed. So
we, no - basically we do not have a document that you may
call our policy manual - which I know from experience with
other divisions 1is different than other school divisions.
It doesn't cause problems. I don't find it causing prob-

lems.
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I: Do you feel that there's a necessity to write

down policy?

R: I think that it would be perhaps a good thing
in many respects, but it's not something we've been called
upon to do - have found it necessary to do. Perhaps it is
because we have a strong administration - 1I'm not speaking
of our board, but our administration who seem to be able to
function without having their policy spelled out before them
- seem to be cognizant of what our policy is. Our employees
don't demand such a document, so it really hasn't become a

necessity. I think that's probably why there isn't one.

I: Ok. Do there exist policies then, that are
not written down either in the form of minutes or anything

else?

"R: I would be very-surprised if one could find an
example of such a thing because our whole attitude towards
policy 1is born by the one thought that we have created
policy at our meetings through our motions, after giving
something a lot of thought - after perhaps learning the hard
way - through experience or perhaps, in anticipation we will
set a policy - no, I don't think there's any unwritten
policy - I don't think so. It would have to be shown to me

- perhaps I'm wrong.
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I: Ok, - as an example, in hiring practices some

boards will for instance, maintain the practice of giving
preference to local teacher applicants as opposed to the
general public. There may be nothing written in the policy
manual, or indeed in a motion. By common practice this is a
policy that's in effect. Would you say that those kinds of

policies might exist?

R: Not in actuality - in our division pertaining
to hiring - although you're only giving me an example - but
I'll answer you that in our division, by motion, we place
the hiring of people in the hands of our superintendent and
it remains there. In fact, he would be guite upset if we
were to interfere with hiring. However, you do jog my
memory by mentioning this and there 1is one area, perhaps -
for instance - in our division there are many little schools
- small schools. Yes, we have an unwritten policy. Nowhere
in our books would you find it written that we will keep
small schools open, and yet it is our policy to do so. So
perhaps you're right. Every division has an unwritten
policy on some matter. Because we feel that by closing the
small schools we = would save a little money but we would do
harm to the communities because we feel that the communities
would like to keep their small schools - we have made no
attempts to close them - there are no plans to close them.
However, because of the socio-economic thing it's a touchy

subject. Even putting policy in a manual about such matter
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- first of all it wouldn't affect a decision later on - if
there's a change of personnel on the board, they would
merely rescind. So, would one <call something 1like that
policy? Or would one call something 1like that - it's very

difficult to say.

I: If it's a policy, what is the advantage then

or disadvantage to not writing it down?

R: The obvious advantage is not to upset - say
someone in a larger centre would know that it was our board
policy to do so - and of course we wouldn't hide it from
them - it might still upset someone who thought that we
should be saving that tax dollar and maybe doing something
that would enhance his larger centre. No, that could be the
only édvantage, and of course you can't hide things ffom the

public.

I: Are there any disadvantages to having

unwritten policy?

R: Well, only that I suppose someone could come
along and say "Why didn't you have a policy on the matter?"

You could be criticized for it.
I: Who makes school division policy?

R: Well from my viewpoint, I guess a very simplé_

answer would be the board.
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I: Do they do this in isolation?

R: By no means, no. With, indeed, very often the
recommendation of the senior administration, the principals,
the public ... But primarily, yes, through their own initi-
ative because it is their function and therefore they are
thinking about it and conscious of it, where others aren't.

But I don't think we do it in isolation. I don't think so.

I: The input that you talk about of superinten-
dent, principals, public - how much input should these

various groups have in the policymaking process?

R: Well here, I hesitate to answer you in one way
because the public 1in this division is almost not involved
at all with the school affairs - not because, I don't think,
not because they are totally happy with everything, but they
are very pleased with the school division. Now obviously,
if there's trouble, then people are involved immediately.
So, any attempt we have made to involve the people - such as
when I became elected I promised to go through my ward and
hold a yearly meeting concerning school affairs - I kept my
promise for three or four years - there'd be one person
who'd actually come to the meeting - or no-one, or two or
three people. I was going to a lot of trouble and there was
no gain in it. We do not do the things that some school
divisions do - holding public meetings. I think the reason

is the public doesn't feel the necessity for it. I think if
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we did those things it would be something that would not be
- the public would not take advantage - the only times the
public would take advantage of such a situation is 1if for
instance, a teécher leaving school, a school <closing, -
something that upsets the public. So, in this way - it's a
roundabout answer - but in this way the public has had very
little input in policymaking except for areas where they
have complained about something we've gotten into - say
corporal punishment or something that - it doesn't matter -
we may have complaints and it may change our thinking on a
matter. But that 1is not common, let me put it that way.
Policymaking 1is more done through teachers, principals,

primarily the superintendent, and the board.

I: Ok. How much input should these other groups

have?

R: Well, my view on teachers is slanted I guess,
because of my battles with them over the negotiating table.
They are a self-interest group amongst those that are very
vocal. And then, it becomes difficult for me to sort out
what is genuine - genuine worry and preoccupation with our
system and how to improve it amongst them, and what 1is
genuine, worry about improving their own interests. There
are many many teachers in our division who do a tremendous
amount for our kids and volunteer their services and - they

have my undying appreciation because they - well my own
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children have had benefits from that sort of individual. I
don't think our teachers have, in our division taken part in
policymaking - minimum - much more do the principals do so,

and the superintendent.

I: Do you feel that there should be a diminishing
scale then - is that what I'm hearing that the superinten-
dent should have a lot, the principals a bit less input, the

teachers less than that and the public - very little?

R: I haven't really said the public should have
very little. 1I'm saying the public could have a lot more if

they wanted it.
I: Oh, ok.

R: I think that I am the public as a trustee, and
I don't particularly 1like being set apart from the public.
In other words, in some of the situations you've had in, for
instance AAAAAAAAAA and the teachers in the past year or two
- you have the public over here, the teachers over here, and
the board over here. To me, the board and the public are in
essence one. I haven't heard that philosophy expounded very
much, and I don't know why - because after all we are the
representative of... So yes, I think the public should be a
part of policymaking. The teachers, if they were different,
could be more a part of it - and it's a fact that the self-

interest people are in a minority - are very vocal that make
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it hard for boards because boards have to be ever on guard
to maintain their local autonomy - and this is another area
altogether. If we're not, the teachers would 1in essence

take over.

I: Well then, what's the role of the individual

trustee in the policymaking process?

R: Well 1in our division, the areas are very
diverse and the role of the individual trustee's first and
foremost to think of things in his ward that need policy-
making aﬁd then come to the board level and help the other
eight people to make proper decisions on the policymaking
that will stand for good policy and will, indeed, serve in
the future. So it's a corporate thing really and the indi-
vidual in policymaking is - well this will depend of course
on the trustees. Some are more outgoing and more vocal and
things, but I would think all should first be thinking of
their own wara, but not in a selfish manner. In other
words, I am a trustee of XXXXXXXXXX School Division and not

of Ward 3. I think it's a corporate thing.

I: Ok, so you're saying that the individual role
is somewhat diminished over the whole board role - is that

what you're saying?

R: Yes. Having functioned in a board where there

were three very strong people who virtually had satellites
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to them when they first came on the board - we had this sort
of situation - something like that can't work. In other
words, you have to function like a board - very much so. If

you've tried the other way it simply doesn't work.

I: Can you give me an example of a policy that's
been made by 1input from various groups that you talked

about?

R: Sometime ago when I was first a trustee, we
had some discipline problems on buses and we brought all the
parents of the children from each bus load, plus the driver
into a meeting. From there, wé formed a transportation
committee of the board alone. Using some of the thoughts
that we'd gleaned from those meetings we put together a
transportation policy - this is a written policy by the way
- that policy has become quite wvaluable. I think a lot of
it had input from - as I say the parents, the drivers, and I
shouldn't leave out the principals and some teachers - so
this is a sample of where we did make policy using the whole

spectrﬁm of our people.

I: Ok. Has your view of who makes policy - has

that changed over time?

R: Well, as I said before, 1it's evolved - I do
firmly believe that the board must be the ultimate policy-
maker, but it has evolved in a learning process - let me put

it that way.
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I: Ok. When you say evolved - are you more

convinced now that the board 1is the ultimate policymaker or

R

Well let's say that the first day that L
walked into a school division office as a brand new trustee,
he didn't even understand that a school trustee made policy.
I think that he saw a school trustee as much more of an
administrator. L___ wanted to learn about the curriculum,
He wanted to get right into helping to run the schools. He

had to learn that that wasn't his role.

I: Does the viewpoint that you hold about who
makes policy affect the way 1in which you approach policy~‘

making?

R: Oh I certainly think so. I am troubled by the
paradox, as I said, of being a public representative -
supposedly being knowledgeable of a system, and yet having
to stay back from that system to a degree, or else causing
problems. And, if you look somewhere for the role of a
trustee being set down somewhere in black and white, I don't
think you'll find it. I think that that makes it most
difficult for new people - that's why Roy White holds the
seminars for new trustees and helps people who are recently
in office, to become acclimatized. That's an ongoing thing

- something you have to learn.
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I: Ok. You say it affects the way you approach
policymaking - your viewpoint about who makes policy - how

does it affect it?

R: Well, it simply means that I'm very conscious
of policy and making policy, and I think that it's maybe one

of the things that we focus on as trustees.
I: You sort of set out to do it then?

R: Yeah. I think that's a very good way of

describing it.

I: How are policies made? By that I mean what
are the procedures, or processes or steps that are gone

through in the making of a policy?

R: I don't think it's highly structured - and yet
it 1isn't totally spontaneous either. For instance, in
transportation or in custodial matters we have committees
wvho will recommend policies to the board, and very often
certain situations or experiences show us a need for deci-
sion making. So, I would say policymaking 1is often done
after the fact, although not always, and I would say that -
to generalize on this would be very difficult. 1It's a broad

thing to ...

I: What's the starting point of making a policy?
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R: Ok - the starting point of making policy would

be two things - first either something happening that would
create a need for policy, or something that you're planning
that would create é need for policy. I guess those would be

the two things that come to my mind.

I: and once you've identified this need what
happens?

R: Once you identify a need, I think that it will
be discussed around the board table - it may initiate the

superintendent or some of your people looking further into
the matter - you may initiate a committee to study it as our
transportation committee does - or you may immediately make
policy if it seems to be something that you don't have to
look at very long to make a decision on. It's interesting
that our board very seldom rescinds a motion or changes
their policy over the last few years. And when I first got
on the board, we were doing that sort of thing. So we've
learned not to be hasty in policymaking. But I guess the

first step is to identify‘...

I: 'You said when you were describing ~ you kno&,
you identify, you discuss it, you have a committee or you
might make a decision - this notion of making a decision
about policy - what are you deciding between? When you say
that you make a decision about policy - you're deciding, I

gather, between different options or ...
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R: Well of course, yes, but really what you're

doing is setting out something for your people to work with.
In most instances, for something for you yourself to work
with in some instances. I think that it's very difficult to

answer that question.

I: What kinds of things influence how policy is

made?

R: Well of course, we're political animals to a
degree. There's the political influence - and when I say
political, I don't mean politics - we do not concern

ourselves with party politics. I don't know what the poli-
tics are of most of the people on our board - thank God! We
are away from that. But, to a minute degree political
thinking occurs = in other words, you don't want to do

things that ruffle the public's feathers - that's I think

human. Once in a while you have to have the courage to say
though, "This is something, even if it's going to be unpo-
pular, that we must do." That's one thing that influences

policy. Having respect and understanding for the needs of
your employees influences policy - that's another thing that
‘comes to mind. But cerﬁainly, the primary thing that comes
to mind is - why we're all there - never lose sight of it -
is for the students. Most of the things we do in policy-
making are towards the students - their needs influence

policymaking.



Page 5.22

I: Are there things that influence the process

though?

R: I've more or less described to you what our
policymaking process is. And, external influences are
rather minor - as you gathered - because there is very

little public input - not too much from the teachers - so I

would say that influences are not of a major nature.

I: How do you know when a policy has to be made

or revised?

R: Well of course, if a policy isn't working, it
needs to be revised. 1It's as plain and simple as that. If
something 1is making your people unhappy or the public
unhappy or causing the students problems or - it's not
dealing with a situation, then it has to be revised. I
guess what I'm really saying to you 1is that situations
create policy. I don't know if that's a good way to have it

or not, but that's how our division seems to work.

I: How have you arrived at these conclusions

about the policymaking process?

R: Certainly it wasn't something I learned from a
book - it's something that experience has taught me.
Whether I'm right or wrong, I have no way of knowing.
Perhaps we're doing everything wrong, but as far as that

goes, it's working. That to me is a consideration. If the
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public is happy with your system, and if, when your system

is evaluated, by external evaluation and it appears to be a

good systenm, then your policies and your thinking should
have been reasonably sound. We haven't got into the fiscal
areas at all - financial area at all - of course policies in

these areas are critical to the economic health of the area
- that's another matter totally viewed. But, <certainly

policymaking in this area is critical - in budgeting.

I: Ok, you've described to me in some detail how
policy is made and the way that you see policy being made is
being situational - is one thing that you've described - and
the kind of processes that you go through - knowing those
things about policy, does that effect how you approach poli-

cymaking?

R: I think so. Really you're focusing on some-
thing that I haven't thought of very much. This is some-
thing that we did and not something that I was really

analytical about to any great extent.

I: When you say it affects your approach, do you
aim for specific'outcomes - do you go in there with a sort

of preconceived idea of what you want to do ...

R: I guess basically, I'm a perfectionist and I'm
never satisfied. And I guess the main objective is to run

as good a school division as well as we can - to get as much
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out of our system as we can and yet spend very economically
because we are in a lowly assessed area - we have to balance
that - it's very difficult to balance that - and we have to
keep a system where we can bring in good teachers. I guess
that's what I really care about. I'm very proud of

XXXXXXXXXX School Division.

I: What are the attributes or elements of a good

policy in your mind?

R: Well of course, if you set up a good policy
and it works and there's no more problems.with it - it
solves a problem then that's good policy. In transportation
- just to give you an example - there's no end to making
policy that never seems to quite fit because it's such a
diversity and 1 think, at our board level, there's more
problems rehashing or attempting to define, or really
spending more time around that table on transportation
matters than anything else. Aand I think that that's not
caused so much by human weakness - although maybe to a

degree - as it is by the diverse aspects of it.

I: So are you saying that ‘one element of a good
policy would be it's inclusivity - how all-inclusive and

all-encompassing it is?

R: Well yes, of course. It has to, 1if it can,

reach out and touch all aspects of the subject. If it
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doesn't, a situation is going to arise where there 1is no
policy. And then of course people have to make a decision
depending on you seeing if it was the right one and setting
up something for them to be guided by at another time. Yes,

I think good policy would be all-encompassing if possible.

I: Any other kinds of things that come to mind

about what's a good policy?

R: Well certainly a good policy shouldn't create
inequalities amongst students or amongst youf staff. In
fact, it should be sbmething that can be administered by
your people without difficulty. In other words, if you set
up a policy that doesn't make sense or is unworkable, you've
put a terrible burden on the people yho are your employees
and who are using that policy. Those two things come to

mind.
I: So fairness and clarity then?
R: Yes

I: Maybe you could tell me what you feel consti-

tutes a bad policy or a weak policy?

R: We've had examples of those. Certainly we've
set up a policy that simply was 1ill-conceived and often
hastily done. That's a learning process for any board. I

think being human we're bound to do that - everyone's bound
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to do that - I'm sure every board does that - sets wup a
policy that they regret. I would like to think that that

hasn't happened to us but it sure has. What constitutes it?
I: Yeah, what are the characteristics ...

R: Well simply that when one went to apply the
policy it did exactly what we mentioned a moment ago - it
bothered people or it made them angry - it was perhaps
obtuse - the administration couldn't really understand what
we wanted - it had to become something we had to re-define.

That would be bad policy.

I: Ok. How have you arrived at these conclusions

about what constitutes good and bad policy?
R: One word - experience.
I: You've seen it in action?
R: Yeah.

I: Does your view about the attributes of good
policy and bad policy - does that view, again, affect the

way you approach policymaking?

R: Yes, because having had experienced bad policy
- it makes you tread a little more carefully about setting
policy and you 1learn to take a 1little time to look at all
aspects. So, I think in that way you have learned, and that

does affect your attitude. I can't think of any other way.
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I: How do you evaluate policy?

R: It's something extremely necessary in the
school division. Actually, there's no sysfem devised by man
that is without some guidelines or rules. That's exactly
what policy is for a school system. Without that you have
chaos. I don't care what system you have, you have to have
some sort of rules - there is even rules to nature -
unwritten rules - you can't walk outside in your shirt-
sleeves and walk for ten miles if 1it's thirty below -
there's rules to everything. That's my... So, I don't want
to say that we have to be set up in a rigid, all-
encompassing, guided way of life, but if we don't have rules

and obey them, then we're the losers.

I: Ok. You talked about what's good policy ahd
what's bad policy - how do you tell if your policy is good

or bad?

R: I think maybe - there's no way you can tell if
policy is good or bad until it gets out into the field, so
to speak - and then the reactions you get will answer your
question - so that most of the time when you've made policy
- I guess maybe that's one thing that we don't do and should
do - talking to you really brings that into my mind - we
don't evaluate what a policy has done after we make it - we
make it, and if it seems to succeed, we let it go there. So

that maybe you could criticize our board and really it's
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just coming to me as we sit here talking, that we don't take
a second look at something if 1it's working well. So, you
know, perhaps sometimes we miss a bet by not doing that. I
don't know. And that might be happening because we have

enough other things to do without doing that.
I: You don't need to go looking for trouble eh?
R: Yeah.

I: I wonder if you can think of an example of a
good policy that really fulfills how you define good policy

and maybe contrast it with a bad policy?

R: I don't think I have any problem with picking
out a policy for you that's really unusual for a school
division. We have a great pfoblem in this division with
children wanting to go to one town when they live closer to
another. 1In other words, the smaller schools must depend on
these children to stéy viable. So, we had to set up a
policy that really affected people's 1lives and was very
difficult - very very difficult. And what we did was zone
the areas - and here you get this regimentation that I hate
- and yet we made it flexible enough so that you could have
a choice perhaps, to go to one or two schools out of a
particular zone. We set a policy on this. And it worked -
in a situation where there was all kinds of situations for

trouble - the potential for trouble was there - and since
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we've set up the policy we've had very little - although
there's always someone questioning, more or less, to find
out what the policy is. Here we come back to not knowing
our policy totally. So that our policy in this area did
solve a problem, and yet it was an area that seemed to be
something that you couldn't find a solution to. It did at

least make it workable. Did I make that plain?
I: Yeah, what about a bad policy?

R: I simply can't find an example that I can

really tell you about that comes to my mind right now.

I: Have you had any particular experiences as a
trustee that have shaped your own personal views about

policy and policymaking?

R: I think so. To give you an example, when I
first came into the division - and this will give you
perhaps an example of how I functioned 1in a way that I
shouldn't have - there was only half a day kindergarten.
Being half days meant that there were children who couldn't
go to kindergarten because some of them 1lived thirty or
forty miles away, and it was impossible for the division to
return them at noon. The only alternative was one that was
not really practical 1in many educators' viewpoint - was to
have all day, evefy other day kindergarten. I tried to

change the thinking of the board when I came as a new
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trustee - so I did follow the proper role. When it wouldn't
work,vI marshalled the public from all over the division and
brought in people who wanted it changed - and brought them
without even having it placed on the agenda, to a board
meeting. In that way the policy was changed on the matter -
we created policy through my efforts - but I did not func-
tion as a trustee - I functioned as an adversary almost.

Now, I would never think of doing anything like that.

I: So your own experience and your own work has

influenced your thinking about policy and...
R: That's right.
I: You wouldn't want somebody to do that to you.

R: No Way - I would be quite upset now if someone

did what I did.

I: This research that I'm doing is concerned with
how trustees think about policy and policymaking. I feel
that the ways trustees think about policy and policymaking -
how it's made - that may well be influential in determining
the kinds of policy statements that come out of theirrdelib-
erations. It might influence the complexion of the policy

statements. How do you feel about that?

R: Yes, I guess you're right. I think so. Yes.
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I: Do you think that this kind of research is

valuable?

R: All research 1is valuable. I'm sure that
you'll be writing a paper on this matter and in fact I'd be
interested in reading it. Anything 1is valuable that makes
you search your inner mind, so to speak, and as you noticed
while we spoke here, I even thought of one thing that
perhaps we as a division weren't doing - that we should be
taking another 1look at our successful policies and not be
too satisfied if they're working. Yes, research of any sort
is valuable. The trouble with a paper like the one you're
probably going to write is that 1it's probably going to be
heavy and hard to read, and 1if one doesn't really sit down
and make one's self concentrate on it, it will be too easy
to put it aside. Many valuable works, I find, and I read
reasonably well, I find that if reading is laborious, one is
liable - because you've got many things on your mind - to

put it aside. This is my great problem.

I: Do you feel that the questions that you've
answered 1in this interview are suitable for the kind of

information that I'm looking to gather?

R: I have no way of knowing. I think that
perhaps I've failed you in some ways 1in this interview.
Perhaps our system is not one that you really wanted to hear

about. I would - if I analyze you properly - you would feel
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that we are not involving the teachers and the public enough

in our policymaking. .

I: No, actually, what I want to find out is how
trustees think about policy and policymaking - just gener-
ally - and that's all I'm after - not to make a judgement.
So do you think that the questions that I've asked will help
me to get an understanding of how you think about policy and

policymaking?

R: I think so. You've seen inside of my head a

little bit this morning.

I: Is there anything that you'd like to add that
you feel 1is important to the study - remembering that the
study is about how trustees think about policy and policy-

making - and that I haven't covered in these questions?

R: Well no, I think that I can say what I said a
moment ago in that policymaking in financial areas 1is so
very difficult and - the dollar 1is really all we talk about
as a school board - and perhaps fhat's wrong. If you follow
what I'm saying - we set policy continually and we're influ-
enced by the money we may get and how we may spend it, and
the restrictions that we function under. And, we don't get
into curricular matters and looking at that part - and yes
we're laymen, but maySe our professional people should be

sharing with us some of the things that are happening in
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this area. I think it's only time that prevents us. It's
not that they wouldn't. But if we weren't worrying about
putting a toilet in some school or fixing a roof or where
the dollars were coming from - maybe we could peruse the
things that are perhaps of greater importance in many ways
than we really - at our board level - and I don't think that
this is happening to school boards - from my conversations
with my colleagues at MAST - we don't have any input almost
into the curricular aspects of our division. So, I guess in
this area, I don't think that policy is really something

that - in our division - is satisfactory.

I+ I want to thank you very much for giving me

the time for this interview,

R: My pleasure.
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TRANSCRIPT # 6

I: Ok, the first question that I have 1is - in

your own words and in your own mind, what is policy?

R: Policy is a guideline - it's a tool - it's the
method by which you can effectively run either an organiza-
tion or a school board. It's used, I think, 1in its proper
sense, as a guideline. I don't think that you can say that
a policy is - this is it - we're not going to deviate from
it - because it's changeable - it gives the board some good
direction if they follow it and it also is flexible in that
it can be changed by the board whenever it becomes obsolete
or whenever circumstances change so that it warrants a

change in policy;

I: Can you maybe give me some examples of what

you consider to be a policy?

'R: Oh, well we'll do one for trustees - poliéy
with regards to travel expenses and if you go to a conven-
tion and what happens when you go to a convention - who gets
to go - WHét kind of moﬁeﬁary remuneration do they get - and
when, you know. That's one example, So our board policy

happens to be that if there's conventions during the year,



Page 6.2
four trustees get to go. There's a policy that lists the
trustees in order of priority, and it spells out so many
dollars for transportation - it spells out how many dollars
per day you get for meals - it spells out how many dollars
can be spent on laundry and that's basically what you get -
so that you know that if you decide to go to a convention
that you have that X amount of dollars that is going to be
provided and that if you want to take your wife along and
that sort of thing, that's all extra, so you can budget for
that. Now, in 1974, when I first went to a convention, the
dollars were different and over the_years, because of rising
costs and that sort of thing, the board were able to change
the remuneration offered to go to conventions. They also
changed the priority list - in an election year the new
trustees are moved to the top of the 1list éutomatically so
that they have first opportunity to take in whatever conven-
tion they want. That's kind of an example of how it would
work for trustees. Another example would be in the matter
of personal leave - bereavement leave - that sort of thing -
leave for educational purposes as far as the teachers are
concerned - it spells out how many days they get, what the
line of communication is in order to request the time off.
If it's granted, will it be at a per diem rate or will it be
at a substitute rate or will it be gratis? So, that gives a
clear definition to the teachers and to the principals and

to. the superintendent's department - how that particular
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procedure works =~ and the teachers know up front whether
they're gqing to have to pay a full day's salary to take the
leave, or whether they're going to have to pay a substitute
rate or whether they'll be given it gratis. And they know -
it helps - you may not particularly like the policy or the
way it's written at this particular time but, a good argu-
ment to the board could change it. If the board's realistic
about their approach to it - any particular situation that's

in policy - I think that they could change it.

I: How is policy different from goals or objec-

tives or desires?

R: Well I think goals and objectives are - we did
a goals and objectives study some three to five years ago -
a goals and objectivés study is like - where are you now and
where do you want to be next year - two years - five years
down the line. Whereas a policy 1is a guideline for what's
happening now. I think that's the basic difference. Goals
and objectives are things that you strive to achieve whereas
pdlicy is a guideline for what's already there in my

perspective.

I: Ok, so you're saying that policies are pretty

immediate then?

R: Yeah, policies are - from my perspective the
guidelines under which you operate now - goals and objec-

‘tives are what you want to achieve in the future. .
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I: 1Is there a relationship between goals, objec-

tives, desires and policies?

R: Yeah, there is. Policy can be a basic state-
ment - something along the lines of "The school board wants
to obtain the best form of education that it can for its
students." By doing this, they will set out certain goals
and objectives over the next period of time - but it's a

more broader statement than that step.

I: Ok, you said earlier that it's a tool or a
guide - I'm just wondering - 1is there some difficulty then,
when it's such a broad statement, for it to be an effective

tool or an effective guide?

R: It can be, but mostly policy is very specific
and deals with a certain area of the operation of the school
division. I can maybe give you an example of what - here's
an energy conservation program - and here's the statement:
"The board of trustees encourages and supports an energy
conservation and education program designed to substantially
lower the consumption of electricity, natural gas, heating
oil, gasoline and water, and which will develop an under-
standing of the importance of conservation for all natural
resources." Now that's a fairly broad statement. Everybody
wants to be energy conscious - especially in these times of
high cost. It goes on to say: "It will be the responsi-

bility of each employee and student to actively participate
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in the energy conservation program as outlined in the regu-
lation. With the co-operation of all concerned, the school
division will be able to develop and maintain programs for
the short and long term benefit of students in the school
division." So there I think, that kind of ties in the goals
and objectives thought of the school division - and that is
that we want to keep our costs down as far as energy are
concerned, and yet 1it's still a broad enough statement to
say that everybody in the division is responsible for trying
to maintain that kind of conservation - "...and it is
expected that all employees will share the responsibility
for the implementation, monitoring, and evaluation of the
energy conservation progfam, and that recommendations for
the improvement of the program will be submitted to the
appropriate member of the senior administrative staff." Now
that's the policy adopted in 1979 - October 1979. It has a
regulation which sets out the responsibilities of the custo-
dial people during the heating season, during the cooling
season, and in general. It deals specifically with keeping
the hot water tank temperatures at é certain temperature;
-lowering thermostats; and that sort of thing. It also sets
out the supervisor of maintenance to check 1lighting levels
and to see that those levels are maintained so that it's
comfortable for people to work, but at the same time try to
keep a level that will reduce our consumption. Also, it

gives the principals and the teaching staff some guidelines
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as to turning off electrical appliances and fluorescent
lights and what they should - so it gives specific guide-
lines as to what happens under that energy conservation
program under a regulation, but the policy itself is basi-
cally a broader statement of what the school division's

goals are on it.

I: Do you consider that policy statement - the
very first paragraph that you read - you know, the very
general statement - that standing by itself, without the

further appendages and regulations - would that be a policy,
or are you looking at the whole thing 1in total, 1including
the rather more specific things that come under your regula-

tion?

R: Well, it's a specific - it would be a specific
policy on its own. But, without the regulation it wouldn't
really have too much bite or too much - too many teeth in
it. It's nice to be able to say "Gee, 1'd like to save a
lot of money on energy conservation." But, unless you have
the regulations and the guidelines that you specifically set
out, you really don't have too much to go by. You can go
back in future years - we could go back and say "We have
this policy, is it working for us? Maybe we've got too much
policy in this handbook. Maybe energy conservation should
be one of the ones that we're throwing out, or maybe it's

one of the ones that we're doing extremely well, and we'll
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leave it in with some minor or major modifications."™ You
know, the policy itself is a policy of the school division.
But, I don't think that it would be effective without the

regulation.

I: Has your view of the nature of policy changed

since you first became a trustee?

R: No. When I first became a trustee, this
policy handbook was just being developed basically. They
had it, but it wasn't fully developed. The board at that
time took the approach that in order to have a good board,
and in order to be efficient, it was necessary to have this
policy handbook. And with 1it, vyou always have to be a
little careful. I've always thought that some things are

better left not written down. They should be said, but they

don't necessarily have to be policy - because you can get
mired down in policy. It's nice to say "Oh put it down in
the policy handbook." But I think policy should be on the

whole - again I go back to the "guidelines" of what you run
your division by - and we've done that and been very
successful with it. We've also found that if you don't use
your policy handbook - if you deviate from what's in here -
and I think that that's maybe because we have good policy -
that sometimes you get yourself in trouble - that if you get
back to your policy - if you're not too far stretched out -

if you can get back to your policy, get back in line - that
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you find that your situation is taken care of and you get
back into logical perspective from your policy, and it works
- it works well. Ever since 1I've been on the board it's

been there, and I agree with it. I think it's good.

I: Ok, does your view of the nature of policy

affect your own approach to policy?

R: I guess it would. You know, if you believe in
it, I gquess you have to - vyou agree with it. I think
because I agree with it and because I think it's good for
the division, then you strive, when policy comes down, to
make it the best possible policy for the division so that

everybody benefits by it - not just the trustees, but the

whole division and - I'd have to say that yeah, basically
that's how I feel on that, and my decisions are based on
that.

I: I think you've answered this next question
already to a certain extent - that is, do you think that

policy is necessary?

R: Oh I think it's very necessary. Again, 1'll
qualify that with sometimes some of it shouldn't be in the
policy handbook. It should be either in a legal contract or
it should be not written in at all because you can get mired
down. Again, 1it's - I don't know how any school division

operates without good effective policy.
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I: Are there - carrying it one step further I'm

jumping to a different guestion - you said a policy is
necessary and yet some policies should not be written down.
I take it from that that there are policies that exist that

are not written down.

R: Well, if they're not written down, they're not
policy. I don't know - the policy gives you the consistency
that's needed to run an operation, but sometimes you just
have to make a decision and that decision is made by the
superintendent or the board or the principals or whoever.
That's maybe good in itself - as opposed to having it
written down in policy - and I can't right off the top of my
head think of a specific example, but some things are better

left...

I: I hear you saying that if it's not written
down, it's not (at least technically or legally) policy.
I'm wondering - is there such a thing as 'de facto' policy
by virtue of how you view something. For 1instance, are
there some common practices - usually agreed upon by the
board who say "This is how we do things, and we don't have
it written down, but everybody knows that this is how we

should do it."

R: Not particularly in this board. There may be
one or two things, but as I say, I can't think of them off

the top of my head right now. Ok, as an example, when it
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comes to hiring practices for a teacher or for a custodian,
maintenance type person, the general rule of thumb is that
the superintendent's department and the principals lobk
after hiring the teachers - the secretary-treasurer looks
after the maintenance people. The board doesn't get
involved with the particular interview situation with the
teacher. They let the principal and the superintendent's
department do that because they're the chief educators of
the division., Now, we could have a policy that says that
this is the way it is going to be, but we don't particularly
- we say "When it come to management personnel, the board
through committee will sit and interview the candidate along

with the superintendent's department and or the secretary-

treasurer." But, we don't have a policy that says that.
It's just something that happens. If that's a kind of
example that you're looking for, yeah, that's maybe some-

thing that's the rule of thumb rather than policy.

I: The advantage of not having it written down
is, I assume, that you're not bound to it - you're not stuck

to it...

R: No, and any board member who wants to take
part in that interview, he's more than welcome to do so in
that particular point in time - but, you know - we leave it

to their discretion.
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I: I asked you earlier if you thought policy was

necessary and you said that you felt'it was very necessary.
Can you give me some reason as to why it is so necessary,
and whether or not your opinion hés changed over time in

this regard?

R: Ok. I don't think that my opinion has changed
at all. I think 1it's necessary because I think that a
school division has to have guidelines under which it oper-
ates, and those guidelines have to be consistent. You can't
give one person one thing and another person another thing
for basically the same request. If you do that then you
have chaos - you have jealousy - you have nit-picking - you
have low morale - your executive people not knowing where
they stand - you have your middle management people not
knowing where they stand - you have favoritism - you have
all sorts of things that are negative happening. And, I
‘think that with good effective policy - although everybody
might not necessarily agree with the policy - it's consis-
tent and it gives you that consistency which gives you an
effective organization. It gives you the guidelines and
everybody knows where they stand, and everybody is treated
mbre or less the same. And like I said, 1it's not perfect
but it's better than having an out of the air decision made

for everything that comes along.
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I: Your opinion of the necessity of policy, does

that affect how you personally approach policymaking?

R: VYes. I think when we have a policy brought
before the board through committee, it's discussed at board
level - the ramifications of why the policy is being changed
or put in are discussed - and everybody has an input as to
whether or not that policy is good or whether it should go
back to committee with a view of change based on the deci-
sion of the board at that particular time and its perspec-
tive of that particular situation. So, I think that when I
look at policy, that's basically the way I look at it.
What's it for? Is it good for the division, and are we
covering all the bases? Are we covering all the aspects of
it? Sometimes you think that there's a lot of pressure and
a lot of - not too much time to get this policy into place,
but usually when you back off and have a look at it and put
in the modifications and maybe send it back to committee for
re-examination, you come back with better stronger policy
that doesn't need to be changed once a year or every six
months - whatever. 1It's a good solid policy that will stand
the test of time. That's basically the way I look at it. I
look at it too from a point of view that I just mentioned
previously - that it's a good administrative tool because of

its consistency, and it's just good business.
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I: Ok. If policy should be written down, how

should it be organized?

R: With respect to who it concerns or with
respect to the actual writing of the policy? Like I don't

quite understand what you're getting at.
g

I: Well, are you advocating that there be a
manual, or that it be in the form of board minutes or
motions...

R: Oh. All our policy - once the policy is

adopted or is written goes to board and then is passed at
board. And then it is placed - we have a manual - every
school in the division has a copy of the manual - every
school trustee has a copy of the manual and the policies are
entered into the manual under the headings that the policy
would more than likely follow. They'll be a policy in the
policy manual - we have five or six different headings - we
have an introduction that tells you where you can find
certain policies. It gives you the basic terminology and it
tells you where to find it. So that if you're looking for
an administrative.ﬁiine ofbcommuniéation - if a parent say
phoned and I wasn't sure of how to deal with that, I could
go to the policy handbook - 1look up under "administration -
liné of communication" and advise the person that this is
the way that they would proceed with whatever complaint they

particularly had. Again, when I talked about structure
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earlier, and about consistency, I guess the handbook follows
that in that it gives you the various structures that we
have within the division - it gives you the various areas
that are covered for téachers and for administration for
hiring policies and all that sort of thing, and that's the
way that we set it up. I think it's effective. I'm looking
here now and we have a forward to our policy handbook and
the basic statement is that: "Written policies contribute to
the improvement of the educational program by providing
clear statements of policies and regulations. It 1is the
purpose of this manual to present these policies in a form
convenient for reference, in order to give trustees, admin-
istrators, staff, teachers students and the general public a
better understanding of our educational purpose and approved
procedures for the operation of our schools. Written poli-
cies tend to promote stability and consistency in the opera-
tion of our schools, and contribute to the improvement of
the educational program. Written policies do not relieve
the trustees of any of their responsibilities. They free
them from repetitious details and provide more time for
planning policymakiné and evaluation. Written policies make
for efficiency in operation and free teachers, principals
and administrative staff for a maximum of effort in planning
and teaching. These policies are subject to continuous
evaluation and after study, to revision." That statement
clearly defines how this school division operates, and how I

think that's the way policy should be.
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I: Ok. Who makes school division policy?
R: Board.
I: Board?

R: VYeah. 1It's done through committee structure.
It's done through conversation with the administrative staff
- with the principals - with the teachers - not so much the
general public because the general public doesn't really get
into how the school runs. But, when a policy is drafted
it's drafted in committee, 1it's studied in committee and -
then it's presented to the board for them to study and have
a look at. And it can either be ratified or sent back to
committee with certain changes to be made, and then it's
brought” back to the board and passed at a board meeting.

Then it goes into the policy handbook.

I: You said that you did this by conversation
with principals, administrators, teachers - how much input

should these kinds of individuals have in policymaking?

R: I think they should have a fair bit of input
because Iiﬁhiﬁk it concerns ﬁhe 'Qorking of the school divi-
sion, The teachers have a meeting with their principal in
the schools and their ideas come forth from that to the
principals' council which meets - I think it's every second
Wednesday - the principals meet with the superintendent's

department and they express any concerns while they're there
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or any ideas that are there - and if there's a policy or a
change needed or if there's one that needs to be adopted,
the recommendation comes from that by the superintendent to
the board committee. Then the board committee looks at it -
like I say, if they need more answers they study it - if
they need more answers they send it back - it could come

from the administrative level itself or it could come from

the board itself. It could certainly come from anyone in
the division. But, everyone that it concerns has a say in
how - in what they think is their idea of what effective

policy in that area would be.

I: Could you give me an example of policy that

has been made from the input of various people like this?

R: We have a teaching centre in the basement of
the school division office. The general idea of that centre
was that it would be there for the teachers to haye a
central source of information for films and for different
books and for overhead projectors and that sort of thing.
Because each school doesn't have one in it - you get chasing
yourself around looking for them and trying to organize your
time and that's inefficient. So, it was thought that
perhaps it would be better to have a central place. So, the
teachers sat down and said "Listen, if we could have this
central place, we could do this with it." So the board said

"Sounds like a terrific idea. Let's work out something that



Page 6.17
we can all live with and we'll set up a policy as to - a
general restriction as to what the effect of the centre
should be -~ what the reason for it should be - and then
we'll set up some regulations tied into that general policy
as to how it should operate and how it should be done."
And, we did that. It's very effective - very well used and
the teachers had the input into the organization of it. As
a matter of fact, it was the teachers who set up the general
layout of it because they were the ones that were going to
use it, and the board paid the cost of it - a 1lot of the
cost of it - and it's very effective. All of the teachers
in the division are able to wuse it. They know where the
films are - they know what's catalogued in there. It's
almost like a central library but they call it a resource

centre. So that's one example of what we've done.

I: What's the role of the individual trustee then

in-policymaking?

R: I think the role of the individual trustee is
to ensure that the policy that is being putv into effect is
going to be beneficial to everyone in the division - even
given his own prejudices and his own feelings, I think that
when policy is decided upon, everybody (whether they agree
or not) lives by it. That's the only way you can do it.
It's the old story of both horses pulling in different

directions and not moving the load. I think the policy,
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once the decision is made, everybody lives by it unless for
some reason there's need for a drastic or immediate change.
I think that the individual trustee at the board level - if
he doesn't happen to be on a particular committee - at the
board level, certainly has an input as to what his feelings
are and what he feels should be for the benefit of the divi-

sion,

I: Has your view of who makes policy changed

since you first began as a trustee?

R: No, it hasn't. It's always been done as I've

described before,

I: Does your view of who makes policy affect the

way in which you personally approach policymaking?

R: No, not really. I've dealt with it this way

all the time that I've been a trustee,

I: Ok. Well, how are policies made? More
specifically now - what are processes and procedures - what
would the steps be from beginning to end in the formation of

a policy?

R: Ok, I spoke earlier of the conservation
policy. Basically what happened was - several trustees went
to a convention and it was in 1978 - 1979 I guess it was -

and they found that at that particular time, everything was



Page 6.19
rising. That was when oil prices were going crazy and the
gas prices were going crazy - hydro power was experisive - at
the convention there was a lot of energy conservation
material available. So, we came back and had a look at what
was happening in the division. We took a look at out bills
- examined them as to whether or not we were efficient and
if we were, could we be more efficient? We brought back a
lot of ideas that we thought would be effective in our divi-
sion and would save us some money because, I guess that's
basically what we're there for - other than the education
aspect of it. So, we decided»that we would - through prop-
erty committee - examine what we had in the division - what
was happening in the division. Once we found that - we
found out that there were a lot of areas that - of so minor
'a nature - that it all added up to a tremendoﬁs amount of
wastage. So we said "Well, if we're going to be effective,
everybody should know about it, and maybe the way to do that
is to set up a policy, outlining the basic concerns that the
board has and set up some kinds of regulations or guidelines
as to what can be done to effectively reduce some of these
_costs." So, that's basically what happened. The property
committee, through the superintendent's department and the
secretary-treasurer worked with the maintenance people and
with the principals, and with the schools and established
that policy. It was then brought to board and discussed and

that's how that policy came into being. We also . have
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another policy where we set up a program along that lines
with regards to vandalism. We haven't really had a lot of
problems in the division with vandalism, but, kids are kids
and you get some vandalism and you get some incidents. So,
we decided that we'd set up a policy dealing with vandalism
that would be a positive approach to the situation, and in
the first year of operation we took what previous year's
expenses for a particular school had been and we said "Ok,
any reduction in that will be given to the student council,"
It was extremely effective. Other divisions in the province
caught on to that and have taken it up. But, we have found
that that particular action for the short period of time
that it was in was extremely effective. So, I guess maybe
to get back to your point - how do you actually arrive at
policy - it's through ideas like this. People caﬁ go to a
convention and come up with an idea, or the general public
gives you an idea or whatever - then you work on it and

develop it through committee and through board.
I: Ok, what things influence how policy is made?

R: I think it depends on what kind of policy
you're talking about. In administrative policy it's flow
charts of who you're responsible to. In teachers' policy
it's consistency - how do you treat someone who wants to go
hunting as opposed to somebody who wants to have two days

of f because his uncle died - who want to go to a convention
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or who want to get involved in a public debate? How do you
deal with all sorts of policy with regards to property and
how you manage and how you hire your people and how you fire
your people and that sort of thing. If it's not tied down
in a contract - and you know, that's a pretty broad state-
ment as to what specifically you know, - how is it arrived
at? I guess it's basically this situation at the time -~ if
it's not covered and it has to be covered - and if it's not
covered through a contract whatever, then I guess you have
to decide on what that issue 1is at that particular time and

where it fits into your system.

I: Ok, but just generally, when you're making
policy, are there any things that are high on your list of
considerations when you're making the policy - things that
you look out for and that you pay particular attention to or

things that you feel significantly influence you?

R: Yeah. I think that you have a tendency to
stay away from trouble, If you try and develop a policy
that's going to be fair to everyone, and you try to develop
a policy that 1isn't going to be overly restrictive - a
policy that's going to be I guess 'middle of the road' might
be a way of describing it, but - sometimes you have to go
one way or the other. You can't always stay in the middle
of the road. But I think basically, what you try to achieve

is - and part of the reason of the policy is to keep you out
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of trouble - so that's basically what you look for first.
Let's set this policy up so that it's a good guideline that

everybody can learn - I think that's the basic concept.

I: How do you know when a policy needs to be made

or revised?

R: Well, if you have a policy already on the
books that basically talks about the new subject, you can go
back and say "0k, this policy <covers 80% of what we're
talking about now. So, in order to cover the other 20%, we
| maybe have to add a paragraph or take away a paragraph or
whatever to the existing policy, and then that will cover
what we're talking about." If you haven't got policy to
cover what you want to cover then, of course, you have to
make a new one.( Bdt, in the revision aspect of it, some-
times it might just be dating - 1like it might be from the
first of January to the end of June and something might
happen, either through contract or through deletion - so you
just pull them down - the policy and that's pretty well a
decision at the time, and usually the administrative staff
says to ybu "Listen, we have a policy over here that's not
effective any more - 1it's not being used anymore - it's
outdated and so we're going to pull the pin on it." But,
the process is the same. '~ It goes to committee and it goes
to board, and the changes are made at éommittee level or the
deletion is made at committee level, and then it's ratified

by the board.
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I: How have you arrived at the conclusions that
you have about policymaking - who makes it and how it's made

etc. - how have you come to have this point of view?

R: Well, when I got on the board, the policy
handbook was there - although in its infant stages - and I
think the board at that time took the approach that this is
the way it's going to be done and this is the way it's going

to develop. And, it's been effective.
I: So you learned as you went?

R: Oh yeah, sure. You know, to say that all our
policy is good policy would be a little bit facetious, I
think. But, basically most of it that is there is effective

policy and that's, I think, all you can hope for.

I: Well, does your viewpoint about how policy is
made - how it comes about - the processes, procedures, all
that - does that affect how you personally go 1in and

approach policymaking?

R: Yes. Yeah, I don't know just what you're
getting at, but to my mind you develop a poiicy for the
betterment of the division - for the effective management
and running of the division. That's the approach that I
take and I guess that's the kind of policy that we have.
So, I quess my approach to it and the end result are the

same. That doesn't change. That remains consistent.
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I: Maybe you can tell me what are the attributes

of a good policy.

R: Good policies are - I think I maybe stated
this earlier - but good policy is just an excellent guide-
line - if good policy is there and it's consistent, it makes
a world of difference to the employees and to the board
because you know that that's the way things are run and
that's the way it's done, and it's consistent. Everybody
works to that policy so that there's no agitation, there's
no particular squabbles about it - here's our policy -
here's what we do. You may not agree with it, but this is
the way it is. 1If you don't agree with it, then there is an
effective means of changing 1it, and that way 1is through
committee and through board. Everybody understands that.

The consistency of it makes it effective.

I: So characteristic adjectives of good policy
then would be - you've said consistency - I read in between

the lines here fairness, equitability...
R: Yes, yes.

I: Do I hear anything about precision or clarity

or...

R: Oh - I think our policy is distinctively clear
- I don't think we get into - I think when we write it,

that's one of the things that we look for - that everybody -
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so everybody knows and understands - I guess that's clarity
~ yeah, I think it has to be clear and it has to be defini-
tive - and that's the only way so that everybody understands

it and everybody knows where they are at.

I: Again, how have you arrived at that conclusion

about what defines a good policy?

R: I just think that from the very nature of our
- of that paragraph that I read - of what this policy hand-
book contains, and what the policy is about that we try to
be as fair and as equitable to everybody as we can. I think
if you design a policy that's for the division and that

everybody in the division lives with - there it is.

I: Were you aware of that at the beginning of
your term as trustee? Was that a priority with you or was

it something that you learned or experienced?

R: Oh, I think that you always learn that through
experience. You'll have certain things come up that you've
done through policy - one example is curling - our people in
XXXXXXXXXX are very good curlers - we've had teams that have
gone to Provincial Playoffs and that sort of thing - and
they've lost a day's pay to go - and they've been extremely
angry with it because there have been other people who have
gone to service club functions and had a aay off and only

had to pay the substitutes wage - but our policy then, as is
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now, 1is it was very clear - that this is the way that this
particular situation is handled - and we stuck by policy.
We've had to take a look at it on a few occasions and say
"Are we really being fair - what's the difference?" And
when you start to look at that particular aspect and start
to think about changes, it becomes very difficult because -
do I give a day off to someone to go shooting, or do I give
a day off to someone to go to the art gallery or whatever?
So, you learn that - through experience - that it may need
some necessary change and maybe through change, something
better will come of it. °'And you also can look at it and say
"Hey, we can't change this because all it does is open

another hornets' nest." So that's kind of where we are.

I: How would you define bad policy? What are

some of the characteristics of bad policy?

R: Oh I think that bad policy is - I've got to be
honest, I don't really know where we've run into bad policy
in our handbook. Bad policy, I think, would be something
that would give a benefit to someoné that wouldn't be able
to be shared by somebody else 1in the division. That would
be inconsistent - I <can't really give you an example
because, like I say, 1in our policy we try to cover all our
bases and try to be fair to everybody. I think that would
be my interpretation of bad policy - where the policy would

get you into trouble with the public and the staff.
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I: By trouble you mean raise their backs?

R: Well, 1if you have - we just had an incident
not too long ago where we changed the bus routes in a loca-
tion and the local trustee, because he happens to live in
the community, got involved personally with it. Rather than
going to the policy handbook and seeing that this 1is the
procedure that happens, he bypassed some of those procedures
because of the local impact and the 1local involvement that
he had in that division - or in that particular area. And
it got to be a real Donnybrooke - and finally we got back to
a point where we were able to say "Whoa - let's..." - what
happened was that everybody got emotionally involved, and
they forgot that we had this handbook. So, by the time you
finally step back and realize that boy we made a mistake -
we didn't follow the policy - then once we got back to the
policy, we were able to come to a solution to the problem -
not that it was agreeable to everyone, certainly not to the
people, but -~ I guess that that doesn't really say what
happens to bad policy because the policy wasn't bad, the not
following the policy was bad. I think bad policy would be
where it would be inconsistent - where the policy would be
that we give the people in AAAAAAAAAA area certain privi-
leges over the people in the BBBBBBBBBB area - and you can't

do that. That's where bad policy happens.
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I: Your views about what constitutes good and bad

policy, does that have an impact on how you approach policy?

R: Oh certainly. I go back to saying that bad
policy is something that you - you ask for trouble. It's
not consistent - it's not fair - it's one sided - it doesn't
work for the good of the division, whereas good policy is
exactly the opposite - it's fair - as fair can be - and it's

consistent - so you strive for that consistency.

I: Have you had any particular experiences as a

trustee that have shaped your views about policy?

R: Not really - I've wused the policy rather
effectively when I was first a trustee, because you get
phone calls from people complaining about something -
complaining about a teacher or complaining about this that
and the other thing - and it was very nice to be able to
open that handbook and say "Listen, I'm a new trustee and
this is the way the policy handbook says that you should go.
Go back to your teacher, then to the principal and then to
the superintendent, and if you have no satisfaction - by
that point always get back to me and then we'll make an
arrangement for it to come to the board." And, you follow
up on that and usually the people have been satisfied after
the first one or two calls and the situation is dealt with.

So...



Page 6.29
I: So there hasn't been any big experiences that

have particularly shaped your view about policy then?
R: No.

I: This research is concerned with the way trus-
tees - how trustees think about policy and policymaking and
I feel that the way trustees think about those two items -
policy and policymaking - might be influential in deter-
mining the kinds of policy statements that may result - that
is to say, how you think about policy and policymaking might
have an ihpact on the kinds of policy statements that come

out of the board. How do you feel about that?

R: I think that would be a pretty fair statement.
If I didn't believe 1in policy - if I just felt that you
know, I'm a trustee and I'm going to run the division the
way I see fit, and I'm going to go in to a school and tell a
principal that I don't think that his yard's <clean or I
don't think that his hallways are clean or I don't think
that they should have this book in the library or whatever -
and our policy of the board said that, in order for me to do
that I had to follow certain procedures énd certain steps to
do that - then you know, I wouldn't be living by the policy
and I wouldn't be good for the board. If any time a policy
came up - if I was against the policy or against the concept
of the policy, I'd have a hard time staying on the board I

think because your frustration level would be such that you
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couldn't do it. I think that if you're against policy, that
if you don't think that a school division can run effec-
tively by a policy - by good administration - that you're
going to find a board that's in trouble - if you have the
majority of people thinking that way - because they're going
to prove that they're being inconsistent. They can't be
consistent all the time - because personal prejudices and
personal viewpoints and all sorts of other things come into
play. And, if you're against policy - if you have no policy
- something will come up and somebody will say "Well, last
time you did this. And last time we got burnt doing that,
but we haven't got a policy to fall back on so we're going
to change our minds in midstream."” So the first person in
the door got treated perhaps fairly and the second person
coming in the door says "Well, you did that for Johnny over
there, why can't you do it for me over here?" And 1 say
"Well, we didn't like what happened over there." So you
lose the consistency and yéu get - you don't have fairness
and it breeds discontent. So I think that a person who
believes in policy and effective policy 1is going to be
farther ahead than a person who doesn't believe in it at all
- and I'm glad that our division has good policy because I

find that it's a good means to a good end.

I: Ok, well you know what I'm after in the
research then - that is, I think that all trustees think

about policy one way or another and so I'm trying to get at
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what it is that trustees think about policy - what 1is the
set of 1ideas or views? Do you think that that kind of

reseach is worthwhile?

R: Oh definitely. You know, we get a lot of
information from the States where there's a lot of tradi-
tions that are - they operate under a different type of
system - but boy, they don't have any policy and the ones
that are in trouble when you go to these conventions - the
ones who are in trouble are the ones who don't have the
policy. I think a trustee should just think about policy.
I think that they should do something about policy. Again,
with moderation - I don't think that you can tie everything
down to a policy. I think that you have to use some common
sense - but I think that on the whole, that if you're going
to run an effective division, then you have to have effec-
tive policy - and it's the only way that you can run a good
operation. All you have to do is find a division that's
having trouble =~ it's having trouble with its teachers -
it's having trouble with the general public - trouble with
management - and you're going to find that that division
doesn't have good definitive poliéy'that;é being‘followed by
the board. Now it may have the policy there, but like in
some homes the Bible gets put up on a shelf and collects
dust - and it's moved every time the‘mother dusts it - and
that's sometimes what happens with the policy handbook in

some divisions. You've got to use it and you've got to make
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it effective - and the way that you do that is by using it.
I think - I don't know what your results - or who said what
to you with regard to policy - I think that everybody will
probably agree with you that you should use policy - that
there should be some policies for the division - but I think
that if the question was asked "Does your board effectively
follow that?" that you'd probably get a different answer. I
know that this board uses it and uses it effectively but I
think that if - you're going to find that boards that are inv
trouble are boards that aren't - they may have the policy

but they're not using it.

I: Ok, you know, the questions that you've
answered and now that you know what I'm after which 1is
really some kind of wunderstanding of trustees' viewpoints
about policy - do you think that the kind of questions that
I've asked you are suitable for gathering the kind of infor-

mation I'm after.

R: Yeah, I don't think that you could change it
too much. I don't think that you céuld just come and sit
and talk to me about policy - you're coming and sitting and
talking to someone who really believes in policy and who has
actively participated in making policy - who believes that
that's the way a school division should operate. I don't
know whether the end result of what you're doing is going to

enable trustees to look at that report and say maybe we
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should have more effective policy, or maybe we should throw
out our policy handbook or whatever - or the general view-

point overall is this - and we continue on with what we're

doing. I think you'll probably find some very interesting
answers throughout the province - just knowing the trustees
that we 1interrelate with two or three times a year - that

some of them that probably would not want to have anything
to do with it while some of them would say "Oh yeah it's
nice to have policy but I'm too busy to make policy - we've
got things to do and 1it's ten o'clock and we can't go on
like this any more - at twelve o'clock we've got to call the
meeting but yeah - I think it's going to be interesting to
see what the results are as to what - I know we've had two
or three divisions come to us and examine our policy hand-
book and see how it's made because they've had trouble and -
now I don't know whether or not they've ever used it but,
they've decided that the way to run a division is with good

policy.

I: Ok, 1is there anything you'd like to add that
you feel hasn't been covered and that you feel is maybe

important to the study?

R: No, I don't think so. I think you've pretty
well asked the qguestion. I don't know - like I gave you our
basic concept of what our board thinks of policy - what the

opening statement in the policy handbook is. I think that
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maybe it would be interesting to find out what other boards
think their policy does for them and I think it would be
interesting to hear one or two viewpoints as to why they
don't think policy should be in place at all - but basically
I think that you've covered everything, and I don't think
that you can get too much more specific because it would
tend to be more what the policy is rather than what decides

the policy and that sort of thing.

I: Ok, well thank you very mﬁch. I appreciate

the time you've given me.

R: You're welcome.
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TRANSCRIPT # 7

I: Maybe you could start by telling me in your

mind - what is policy?

R: Policy 1is general direction that the board
gives to the administration such as religious teaching in
and during school hours - the board would give a yes or no -
according to the school act, we have to allow it to go on in

our buildings, but it would be up to the board ...

I: Ok, you said it's general direction - what do

you mean by general?

R: Well, I think the board are lay people and
they have to rely heavily on their administration. Myself
being a teacher does not mean that I am an expert in admin-
istration. You give them guidelines and they administer the
policy - and as I said - if policy's too vague - let's say
one policy we have here hopefully, is half an hour's phys.
ed. a day per pupil and»that's hopefully a long term goal we
set forward. Now it's a lot harder to implement that and if
the administration has problems with that, then they come
back and say "Ok, we're finding that this is impossible'

because of X dollars" or "We need more space" or whatever it
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may be - so then the board has to decide if the policy's
going to continue that way. A topic like sex education -
it's to be taught - the menstrual cycle is to be taught to
all students by grade six - bang - you do it now - but the

general direction is given and they carry it out.

I: How is policy different from goals or objec-

tives or desires?

R: Well, I think policy is something that is set
down in black and white and goals is something that you'd

like to see - such as the phys.ed. half an hour a day - that

doesn't mean gym time - that means <class time you can do
exercises or whatever - goals are you know, 1like I would
like to see - my goal is to see counselling - elementary

counsellors, but right now, it's notbfeasible with budget,
you know, and everything else. So I'm not going to put it
in there as policy because budget-wise it's not feasible at
this time - to put them in every school - so we're starting

off with three schools.

I: So you're saying that policies are in fact

enacted goals ...

R: 'Right. And they have to be followed to the
letter and if... something else and we don't put it in
policy - we just try to see if we can work it out - first of
all get the administration's view if it's feasible and how

to attack it.
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I: But once you've got that view and you set it -

you say that you have to follow it to the letter?

R: Yeah - such as religion in the schools. That
policy has to be followed to the letter. There can be no

exception whatsoever.

I: Ok, so what you're saying - I'm not trjing to
put words in your mouth - what you're saying is that policy
itself must be followed to the letter, but the flexibility
comes in the area of whether the policy continues or whether
there is problems with it etc., but as farAas it being

policy it must be adhered ...

R: If it's unworkable, then they let us know and

we either change it or drop it altogether or you know.

I: You may 1indeed disagree that it's not work-

able?

R: Oh sure. Oh yeah - and then we say "Make it

work."

I: Why do you hold this particular view about

policy and what it is? What has led to that?

R: Oh I think I've come to realize that not
everything can be done. When we first got on the board -
like the board has changed in three years - not personnel

wise but just in their philosophy that it didn't have the -



Page 7.4
the board did not hold confidence in the superintendent -
and the superintendent was - the board was doing the admin-
istration's work. That for me was a change - because I came
in at the time when there was such upheaval that now that we
have an administration I feel confident in that - all of a
sudden I find my role completely different in that 1I've
learned what policy is and what administration is - and the
difference between the two. It's taken a while to develop
that because of the feeling of the board a year ago or so -
or two years ago when I first went on. I've learned that
policy is something you don't jump at because as I said, as
far as I'm concerned, it's followed to the letter, and it's
something you have to really do a lot of thinking about and
a lot of evaluating before you put it in black and white
because - for example if we said the teaching of Mark
Twain's "Huckleberry Finn" which is in the paper - a policy
that 1it's not to be taught - well there's great conse-
guences, you know, of all of a sudden you're telling kids
which books cannot be read and which books can be - before

you can do policy you have to make sure that it's right.

I: Is it fair to say then, that your view of the

nature of policy has changed since becoming a trustee?

R: Definitely. My feelings of the trustee's job

has changed.
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I: Does your view of the nature of policy affect

the way in which you approach policymaking?

R: Yeah. As I say, I approach it - from the
beginning I was 'gung-ho' and I was going to change every-
thing radically and I was going to - there was a lot of
things that - but you know, you have to slow things down and
you have to take other people's views into account. I guess
- some people would call it maturity, some people would call

it joining the system I guess, you know.
I: So you have a more deliberative approach now?
R: Yes. Yes,
I: Ok. Do you think policy is necessary?

R: Oh there has to be guidelines or else - I
think the public demands it. For example, again sex educa-
tion - if we didn't have policy on that and teachers went
out and did it without - say taught it to grade four and
didn't inform the parents - didn't get their ok and didn't
you know - and just went ahead and did it - the public is
going to be very alarmed and upset. Therefore, if the
guidelines are given for the teachers' protection and how
things are, you know, - we don't tell them how to tea;h a
course - the Department of Education séts out the guide-
lines, I think, but we do, 1in certain areas, give them the
guidelines to work under for their protection. I think

that's necessary.
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I: Your view of the necessity of policy, has that

changed over time?

R: Well, I taﬁght for five years before I became
a trustee and I'd never heard of policy before - school
board policy - you know, right there where I teach you just
do your own thing and nobody ever worries about it - so
policy has changed because I didn't realize that there were
such things as board policies and the teachers had never
read them - so, now I have to take a 1look at why teachers
don't read them and how you know - that's why I think
working with the *** (the XXXXXXXXXX Teachers' Association)
is so important - because if there isn't a liaison between -
and a feeling of comforﬁableness between teachers and trus-
tees and administrators, then half the battle 1is lost and
the school division as a whole can get in trouble and also

the teachers privately can get in trouble.

I: Does your opinion about the necessity of
policy - does that affect the way in which you approach

policymaking - the fact that you feel that it is necessary?

R: Well, ok - maybe the number of changes in the

policy or the number of things that we've added to policy

since I've been here are maybe five. Those matters don't
come up very often before the board - basically because
education is something that repeats itself - you know - and

the guidelines are already there, So, as I say, the ones



Page 7.7
we've referred to - sex education I remember we did - that's
a new policy. Other than that, there's only about four
others that we've done. So, the need for policy I don't
think - again they're general guidelines - part of my frus-
tration also 1is that the policy manual of the XXXXXXXXXX
School Division is so out of date that to take a look at it,
it's about that thick. Some of it is redundant and so on
but I haven't really looked - most and I can see that. Now,
we're presently looking at how to turn the whole thing over
and - I guess that's the frustrating part of it - policy is
needed but - yoﬁ know, we have to tie into a computer to
print it all out to get it done quickly and it takes so many
man hours to do that - to tear the whole thing apart and so
on - that in three years it will be done - but it's a long
term goal, you know - again,. taking a look at it and

deciding exactly what is needed in there.

I: You talk about the policy manual and that your

policies are written down - should policy be written down?

R: Yeah, yeah. But also, it should be reviewed
every three years and again, with the teachers, administra-
tion and - reviewed and taking a look at it and seeing how
it can be improved and how it will change - what things
should be thrown out because they're outdated and so on.

But definitely it should be there.
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I: Ok. Do you think it should always be written
down? I guess what I'm asking you is - are there occasions

when policies exist and they're not written down?

R: Well I'm sure there are - well can you give me

an example?

I: Sure. The school division I worked for - our
policy with regard to hiring - our stated policy was that we
would hire the best person for the job. Our unstated policy
- by virtue of practice was that we would give preference to

local candidates - all other things being equal.

R: Yeah. In the division that I teach in, there

it's if you speak French.

I: Yeah, 1I'm just wondering - do you think that

policies exist even though they're not written down?

R: Are those policies though? I don't know if
they're policies. That might be 1local biases. I don't
think they're policies. If they are, then you're going to
be in trouble with Human Rights Commission, you know. The
division that I teach in - I know that they want you to hire
- if you're a principal, they want you to hire people with
zero years experience - they don't want to pay you on the
higher scale - but there's no way they're going to put that
in writing, you know. I don't think those are policies. I

think those are biases...
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I1: Perhaps practices but not policies?

R: Right. Well practices - they're definitely
not policies. If we were to séy to our personnel department
"Hire only people who live in XXXXXXXXXX because they under-
stand the core and everything else" , I would have trouble
with that. That's not a policy - although the personnel

department might be doing that - it might be doing the exact

opposite - but not at board direction - and I don't think
that's - although the board has stuck their neck out and
told them to - for aids - for teacher aids - to hire local
people.

I: And that wasn't written down?

R: Well it was a memorandum probably - it wasn't

in the policy manual.

I: Ok, earlier you stated that these were guide-
lines to the administration - would a memorandum be the same

thing - a guideline to the administration?

R: No. If you - again policy are guidelines on

major issues - that's the way I see 1it. Board decisions do

not always strike policy - changes in policy - give direc-
tion - now I see what you're getting at - does policy need
to be written - I see - I think we should draw the differ-

ence as to what a policy is and what, you know - direction

is.
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I: Ok, how do you do that? I guess that's some-

thing I'm trying to find out. What's the fine line?

R: Again, that goes back to - I would venture
that out of nine trustees, that 1if something came wup for
debate - question X - one trustee might recognize it as -
it's contrary to a policy, you know, and therefore we'd have
to change our policy if - as I say, our policy manual is so
out of date and so voluminous that nobody knows it - and
that's a part of the problem that I think there's some stuff
in there that doesn't need to be in a policy manual - it's
too detailed - it's too - as I say it should be general
directions for education and after that it should be left at
the administration's - maybe I should show it to you - that

would be the best way to understand it.
I: Oh I've seen it.

R: You've seen it - oh ok, you know what it's
like - with all of these little pieces of paper glued in

over top...

I: Ok, if policy should be written down which is

what you seem to be saying...
R: Generally - giving the general guidelines.

I: If it should be written down - you seem to be
having problems with this right now, how should it be organ-

ized?
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R: How should it be organized? Well, partly - I

don't understand the question but I want to - for example if
you remember the bit in the paper about six weeks ago -
about the homosexuals and the teachers - it hit the front
page there and all that - we don't have a policy. Now, I
guess people don't like to discuss that sort of thing until
a crisis hits, but what - you know, that's the type of thing
you should be looking at - but this board never will - until
we have problems. Mind you we had problems last year - one
teacher did do homosexual acts you know, so I shouldn't say
that - but those are the general guidelines - behaviors by
teachers that are acceptable and unacceptable and what we
expect from a teacher as far as job, ok? - filling a job -
for example, almost 1in every teacher's contract - I don't
about Winnipeg # 1 - I haven't read them, I just sign them -
you know - but extra-curricular activities - is that a part
of a teacher's job? I think that's poiicy that a board has
to come to grips with and either put in writing or you know,
because a lot of teachers do a lot more work than other
teachers - or should it be rotated - the basketball teacher
does it for two years and - unless he wants to continue.

Those are the types of things that I see as policy.

I: Ok, I gather that you're saying that it should

be in a .manual and organized under different headings.
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R: Yeah, I think so - to protect the board -

again, I believe 1in teacher incompetehce - if a teacher's
incompetent then we have to have guidelines to - of ways of
getting rid of them. And if we don't have those guidelines
- if the teacher doesn't know what's expected of him, then
we aren't doing our Jjob and we can't fault them for not

doing theirs.

I: Ok, on this question of policy - who is it

that makes school division policy?

R: The board - with recommendations sometimes
from the administration - or a member may stand up - like I
did on the physiology of the you know, of the female - we
were finding out that - doctors were writing wus that girls
didn't know anything about menstruation and itbwasn't being
taught - and so I stood up and I said "Ok, ..." and you
know, I lobbied - made sure I had support - that family life
and sex education is to be taught in our schools, and I want
a program developed - and it's presently being developed
using the Department of Education's guidelines - but right
now we only have guidelines for grades five and six - or the
admninistration may recognize that a new policy 1is needed
and may well bring it in with a recommendation - but it's

the board that ultimately decides.

I: Ok, you've indicated that the board decides
sometimes with input from the administration - does it end

there or are there other sources of input?
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R: Oh ' sure. I would hope - now I don't know

because I don't spend very much time here, you know - I
would hope that teachers would feel that - well that's part
of my frustration also - you know I find that teachers all
of a sudden because you're a trustee, they don't want to
have anything to do with you - the XXXXXXXXXX teachers -
they're very wary and so on - which I guess 1s natural but
it sort of hurts because you know, when you want to get
things going and you want their input - we recently had a
retreat with the *** executive and board members and a
couple of the adminisfration and it was terrific - we found
out they were humans and they the same thing - they're
human. And I think now that gap is closing, they're going
to feel comfortable coming to liaison committee - and it's
not going to be interpreted by the trustees as the teachers
presenting another ‘'bitch', you know - these people are
concerned and they do have some - and usually - the last one
got referred to the administration for a report and it will

go to the board.
I: Teachers do have some input then?
R: Probably not enough as far as I'm concerned.

I: Are there any other groups or individuals who

have input?
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R: Yeah, there's multicultural - we have a whole

thing on multiculturalism - we meet with the Premier, we
meet with the Minister of Cultural Affairs - we have a
multicultural person here - that's all he does, you know -
we have workers with CIDA outside - community education -
and they - although they might speak to friendly board
members outside privately and get hints and so on - but
there are many - I guess pressure groups that do come

forward with ideas.

I: Ok, well it seems that you're rather wide
based then for input. How much input should these people

have .in the policymaking process?

R: Well, I think it's more lobbying than policy-
making. They'fe interest groups with their particular
interests and you have to decide whether or not, that's good

for the whole division.

I: So really their role - as part of the policy-
making process is to provide you with information, input or

points of view ...

R: Right - knowledge as far as they're - in that
I make a decision as to whether or not - or it can be
general. For example - natives - native education - should
we just be offering native education to natives? Shouldn't

we be offering what their culture 1is to all of our schools?
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- So we can understand their culture - So we can understand
why they're‘down on Main - why we haven't been able to
absorb them into a white middle class culture rather than
teaching them just the white man's history books. These are
the types of things that we get from the native people, you

know. And that's policy - I don't think you say that ...
I: Again, this is an information giving role...
R: It's knowledge.
I: And you set no limits to that?

R: I don't - no - I think that a public represen-
tative has to be aware of what's going on out there. TIf you
don't, then you are only going to be you know, what's the

vision - tunnel vision - you know, through your own biases.

I: That raises the next guestion. What's the

role of the individual trustee in the policymaking process?

R: To represent their community - and then -
which is the toughest part I guess - to represent education
for the whole division. An example - we spend a 1lot of
money on the French immersion through schools, through the
transportation of kids and so on. The ward that I represent
- you know, . most people are ‘anti-French or they don't care
about French altogether - they might not be anti-French but

their kids are not going to French immersion - so therefore,
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I have to make a decision whether or not we have French
immersion or not - ok? - so, I have to take a look at what
my people say but also I - you know, like my view is that
French immersion - we can't fight it - there's a need for it
- there's a demand for it - sure it costs us money which my
taxpayers have trouble understanding - you know, how could
you vote for that - but first of all you represent the
community, but overall you still have to say "Ok" - even
though your community disagrees with it - you know, I make a
personal judgement that that 1is necessary and say "Ok,
there's going to be two French schools in the south end and
four dual track that are going to cost us X million dollars
because they have either decreased or have been wiped out
all together - so the tax base, you know, it's going back to
the taxpayers. But, those are the type of decisions - you
know, not everybody's going to like them. So your question

was what is the role of the trustee - I guess it's basically

to your - but then generally you have to - the good of the
division on major issues. There are also many times when
you fight for your own - for example, AAAAAAAAAA residents

demanding bussing because the kids were being harassed on
the way to school by drunks and so on - so we fought for
bussing although I know that generally for the whole divi-
sion, I couldn't do that ok? But, you know, we proved that
the police weren't out there as often as they stated and

everything else - so when BBBBBBBBBB comes up, we close
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CCCCCCCCCC school - - the parents say bus my kids - and I
voted against that - primarily because I knew that, you
know, that wasn't my area - and I knew generally it was done
- but here 1 fought exactly the same argument for a local

interest group.

I: Ok, could you give me a quick example of a
policy that comes to mind and that has been formed specifi-

cally by input from a number of sources?

R: Yeah - the multicultural policy which is being
re-drafted right now. It's taken a 1long time to do.
Originally we're the only - I think we're the only division
west of Toronto that has a multicultural policy and we had
ours first. Ours is very brief and ten years ago or seven
years ago when it was initiated, it was good. But now, it

has to be looked at again. That is the main one.
I: So that information is gathered ...

R: Information 1is being gathered now - one
trustee made the motion to take a look at the policy and is
feeling very angry because it's taking so long to do, but
we're working with the ethnic presidents' association - is
working together with the provincial government ~ we're also
in there, trying to develop a policy - probably very close
to the provinces because we're working together - but there
there are fifty-seven presidents, I believe, that are

putting input into our policy.
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I: Has you view of who makes policy, has that

changed from the time that you began as a trustee?

R: Once again, at the beginning I didn't know
what policy was so - I thought we Jjust stood up and we
didn't have to follow guidelines - and then we were doing

administration's work and I thought that was policy but it
wasn't - so it has - yes - it's changed incredibly. Now
again, it comes back to the whole thing - if you don't trust
your administration then you're going to do all the policy
and the administration and now I've learned that it's not a
full time job and as 1've said before, you just set general
guidelines and you keep your nose out of the day to day

affairs.

I: Ok, does the viewpoint that you hold ofvwho
makes policy, does that affect how you approach policy-

making?

R: Well, you don't make policy just for the sake
of making policy. Again, that's probably why - if there's a

need, then policy is developed.

I: Ok, that's fair enough. I don't want to put

words in your mouth, so don't let me.

R: No, I was just trying to - you know - how
important it is for again - to consult with outside groups

or with the administration. There are some trustees - well
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I must say that on our board - that think they know it all -
and that's the way 1it's going to be - I believe that's not
the way it is at all. You don't know what's best. You know
what's maybe best for you and your little community, but not

a huge division like this.

I: How are policies made? And by that I mean
what are the processes or procedures - what's the starting

point of a policy?

R: Ok - well, getting back to the sex education
one - well I put a mofion forward that the administration
come forward with a policy after study - I referred to the
doctors before - and what they had brought forward to us was
their concerns - study them, and report back to the board.
You see, now there the administration has to be very good at
being politicians themselves because they have to sort of
guess what the board wants, I guess - which is one of the
things wrong with our educational system - they have to
guess at how many votes and so on - so it's a board member's
responsibility really, to do the lobbying - lobbying is the
big thing - you've got to know - if you're just going to put
out a policy and know that it's going to be defeated -
unless you are somebody that wants to make a point and try
and get publicity and that's all, or if you're somebody
that, you know, believes 1in the policy and that it was

needed, then you are going to make sure that you have the
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votes. So when I put forward my thing on sex education, I
made sure I had five votes - and I let the administration
know who = you know, I said "We're behind you. Don't worry.
We think this is needed. Come forward with a way that this
can be handled." And it took six months. They have a lot
of other things going on. That's one thing I've learned -
you warn them a year ahead of time because a lot of things
have to do with budget so you - I've learned that you start
policy at the beginning of - as soon as you've finished your
budget - 1983 budget and I will come forward with my new
policies - and I will say to the administration to study the
feasibility of elementary guidance counsellors. Another one
was to decide the feasibility of a career resource centre -
so it gives them a year to work on it and bring it in for
the next budget - so that's the process that I use - I like
the word feasibility because it covers everything - give it
to the administration and bring it back with budgetary
concerns and other aspects that it's going to affect the
budget and then it will be debated during budget and if it
goes through then it will become policy - we will have
elementary guidance counsellors or a career resources

centre.

I: You've mentioned budget a couple of times -

what kinds of things influence how policy is made?
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R: Definitely budget in this economic times -

which is really too bad. If we had a clear understanding
from the provincial government that they would fund 80%,
then education would be a joy - it would be a pleasure. I
was just meeting - that's why I was late for your meeting -
I was meeting with the superintendent -~ we're just starting
budget discussions next week - we'll see a huge increase and
part of the frustration is that 83% of your budget is untou-
chable because 1it's salaries - so therefore - well how do
you respond? You can't do a lot of the things that you want

to do.

I: Are there any other kinds of things besides

financial considerations that affect how policies are made?
R: Such as? I don't know what you mean.

I: Well, I think you mentioned earlier - pressure

groups for instance.

I: Oh sure. Labor movements to ethnic groups to
- and so on. Like ethnic groups have wanted ethnic aides.
Let me expand on that. The Vietnamese came over and they
were in the English as a Second Language programs and a lot
of them were having problems communicating £from home to
school, The parents didn't speak the language and weren't
attending the ESL classes or whatever and, of course, the

cultural shock and so on - so they wanted ethnic aides to be
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able to go from the school/to the home - especially in the
evenings when parents are home - and explain things the way
things are done here and so on - which I think is a terrific
idea you know, but got voted down by the board - so that
that's where one'group approached me and sat me down and

said here are the problems and so on.

I: Would you say - and again I don't want to put
words into your mouth - would you say that the financial and
the political constraints are about the most influential

items in policymaking?

R: Yeah. Well, hold it. In educational - like
I'm assuming that education - like any of the policies that
are good for education - there's always, you know, whether
or not it's worthwhile - but when you take that as 'per se'
- then definitely the two after that would be financial and

political pressure from the community.

I: How do you know when a policy has to be made

or needs to be revised?

R: Ok. A good example - this doctor phoned me
last night - has a kid in a special program in which they go
at their own rate - progress at their own rate at DDDDDDDDDD
--and the kid has moved from grade two to three - he's been
promoted to grade three, starting January third. Now, our

divisional policy says we're to bus kids to special programs



Page 7.23
up to and including grade two. Now this kid who is seven
years old all of a sudden can't receive bussing because she
‘has moved quickly academically. So now therefore, I'm
thinking to myself that policy should be reviewed. The
parent has brought to me, I believe, something that is wrong
with our policy. The board may not agree but it's something
I'm going to pursue. I think grade two or eight years old -
we provide bussing so that you know, 1like - this kid is not
going to have to make three transfers to get to school at
seven years of age - I have trouble with that. Mind you, if
the parent wants the program - the argument 1is, 1if the
parent wants the program let them get the kid to school
which is - since we do have this general policy on transpor-
tation which says that we bus up to grade three - and I
think that until - this parent has an argument and the
policy should be looked at. Somebody pretty well has to
make you aware of the policy - that there's something wrong
Qith the policy which 1s probably too bad, but that's the
way laws are - whatever - you have to be a politician - when
something's wrong with that policy and soﬁething should be
changed - whether the administration informs you, a pressure

group or individually or whatever.
I: So essentially, when there's a discomfort?

R: Yeah - when something's not working. Mind you

especially as chairman, you get ten to fifteen phone calls a
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week from parents who say this policy - you know, not all of
them - most of them - you know, I'm sorry - we can't make an

exception.

I: How have you arrived at these conclusions
about the policymaking process itself? 1Is this a thing that

you've learned or...

R: Yeah, 1I've learned - I think it's a learning

process - you can jump in and be a dictator - it depends on

the person - 1it's the personality and how they're going to
handle it - you've probably heard different stories from
trustees in fifteen different interviews - on how it's done

or how it should be done.

I: Again, I ask you - the view that you have
about policy - how it 1is made - who makes it - what
processes are 1involved - does that affect the way you

personally approach policy?

R: Well, it's what I believe in so it's what I -

that's the way I do it.

I: So you respond to it precisely in that way

then?

R: Yeah.

I: I wonder if you could outline to me - in your
mind - what are the elements or attributes - what things

characterize a good policy?
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R: Something that is workable. Something that is

justified. Something that proves itself two years down the
road as being feasible and workable - and it should be eval-
uated. That's half the thing about these damn policies -
nobody looks at them again. That's part of my problem -
this is a bureaucratic mess sometimes. I think if you're

going to have a policy, you'd better follow through with it

and evaluate it - 1if it's no damn good get it the hell off
of the books and move on to something - you know - don't
waste everybody's time - that's absolutely - whatever - or

just sure it sounded great on paper but you've since found

out that it couldn't be worked in reality.
I: What kinds of things constitute a bad policy?

R: Something that you know - the pﬁblic reacts to
negatively. It wasn't for the good of the division - the
good of the student - or of our instructional personnel.
You know, something that just works contrary to everything
that education is about. For example - censorship - if we
go in and raid the bookshelves like many school divisions do
- absolute crap - that's bad policy. I'm trying to think of

another one but I can't.
I: Why is it bad? 1Is it limits?

R: Limits growth maybe or it doesn't stimulate -

it puts teachers in a position where they can't grow. .
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I: Needless restrictions - is this what you're

getting at?

R: Yeah; Basically I guess absolutely bad policy
- limitation of the - well, for example, usually we give
fifteen sabbaticals. This year we're not - the board
decided to give four of them and they voted that down -
we're not giving any this year - but I think that's a bad
policy in the long run. I think the board is also going to
have a policy of no travel this year =~ that's bad in the
long run, but right now it's good - you know, now if one
trustee wants to put in no travel ever, of course it could
be rescinded later but, I don't think that's good. It's a

bad policy.

I: How have you arrived at your conclusions about

what constitutes good and bad policy?

R: Experience - although what experience I have -
three years - is not very much - and again, listening to
people and maybe realizing that they have to - again, going
back to the pressure groups or whatever - the administration
and - if the policy is bad we can at least take a look at it
if they think it's bad and listen to their arguments. Other

than that, I really don't know. A gut feeling I guess.

I: Ok. I sense that when you're talking -

there's a certain amount of intuitiveness ...
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R: That's what I've learned - that I'm not always

right - and that's why I think listening to outside sources
is so important. You see, I won't name it but you know, out
there there's no talking to that group and they do horren-
dous things. It's just bad policy altogether - all day
kindergarten - I think it's very -educationally - studies
that have been done - you know, kindergarten becomes baby-
sitting - and what do ﬁhe board members say - well other
school divisions do it so we can do that - you know... We
won't have guidance counsellors because EEE EEEEEEE doesn't
- what's the rationalization - or FFFFFFFFFF doesn't -
that's bad policy - and that's why some boards just do it -
or some trustees just do it because of the bucks - and

that's wrong.

I: Ok. Your view of what's good and what's bad

policy - does that affect your approach to policymaking?
R: Sure.
I: How?

R: Well - what's good policy for administration -
you can't lose touch with the field - you can't lose touch
with reality - with out there - and I think that's going
back again and listening to teachers and listening you know
- finding out - hey - 1listening - you're not stuck. You

have to be able to say "Hey we made a mistake - Let's either
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change the policy or scrap it altogether". And if you can't
do that, then you shouldn't be a bloody politician to begin
with - which really trustees are - anybody who tells you
differently you know - you have to be able - willing to

modify things - and if you don't - then God help education.

I: So you approach it with a moderate kind of

view?

R: Sure. Nobody's perfect. Policy that you
think - again, if it doesn't work out - fine - be willing to
admit it and change it for something that will work - but

not very many people think that way.

1: Have you had any particular experiences as a
trustee that have served to shape your views about policy
and policy making? Anything that sticks in your mind as
being particularly formative in terms of your thinking on

policy?

R: Well, a couple of times as a rookie, I over-
stepped my bounds and really realized how - you know, very
quickly that I was wrong. Again, it's a learning experience
and it's something that you have to keep evaluating yourself
and saying "Ok, am I doing the right thing now?" - Maybe I
shouldn't be 1listening to pressure groups - you know I'm
willing to 1listen to someone who's going to tell me - you

know - you're only looking after - you know - that indi-
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vidual gqroup probably and the whole division - or that
policy that you made - you're bending over backwards for
that little group or something like that - you know. Sure -
you make mistakes and you learn from them. I can't think of
anything particular right now that - but I've made some real

good mistakes.

I: Ok. This research is concerned with trying to
get at and understand how trustees think about policy and
the policymaking process itself. My feeling is that the
mindset or pre-conceived notions or perceptions or views or
those patterns of thinking - whatever you want to call them
- about policy and policymaking in the minds of trustees -
might be influential in determining the kind of policy
statements that emanate from a board. How do you feel about

that?
R: Do you mean having to do with politics only?

I: Yeah - I suppose that as an example I might
say to you if you have a high orientation of policy as being
rules, then the types of statements that you might come up
with would be very specific in terms of laying things down -
little room for interpretational latitude etc. That's a

thing that I posit. I wonder how you feel about it?

R: Whether or not trustees actually do that you

mean?
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I: Yeah - whether or not the ways that trustees
think about policy 1is influential in the outcome of policy

statements.

R: Well, as I've said, this board has written
change in the last three years - this board ... That's a
tough question, I think individual trustees are going to
come with their own prejudices or biases or whatever. Let's
talk first of all on the availing the superintendent of the
powers to hire everybody - or to evaluate. Ok? Board
members might say "Hey listen, sorry - we do the evaluation
of the senior administration not you - plus we'll do you.
That isn't the way it works here - but it very easily could
have - a year ago when we changed everything - the superin-
tendent does it again, but I think that Some trustees really
feel that they should have 1input into that because they
think - well some of them spend a lot of time here and they
think they're qualified to do so. I think that 1leads to
"I'm going to get that son of a bitch" you know - or
"Everybody has to kiss my ass" type of mentality and - so it
really depends on where that trustee 1is coming from and I
don't think that you can ever decide that - it might be
pretty evident but I agree with you that it's the individual
you know - where they're coming from. That's why the super-
intendent's job is so difficult - because that person has to
be able to read human character. I don't know if you know

K - I'm surprised that he didn't resign the way he was
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treated by this board - and I was a part of the board. Like
the guy just didn't understand the board. He just couldn't
read the board. And I guess I'm getting to your problem or
question - they have - board members really have to - I
can't say that because I know it doesn't happen - I was
going to say board members have to evaluate things - one of
them just - come here and think they know or they're gonna
you know - things are going to be run their way - and if it
doesn't happen that way, well we're going to do everything
to undermine them. That's part of the problem again, that I
have with elections of trustees for boards is - democracy is
good, but you always get this personality where - Am I

answering you're gquestion?

I: Yeah - I think you're saying if I can paraph-
rase you - I think what I hear you saying is that - where
trustees are coming from - in other words what they bring to
the table with them is indeed significant in the kinds of

policies that develop.

R: Yeah - it is, but it's a problem also,. I see

that as being a tremendous problem because you can take the

steps backwards - of course you can - you lose an election
and the board changes4completely - and it reverses every-
thing you've done - then I guess - you know - God forbid if

some right wingers got 1in and cut out all the **¥¥*kkxkx

programs because they're not given anywhere else in the
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division - which is the mentality of some board members -
not recognizing the inner <city needs and so on - they're
bringing their personal biases - where they're coming from -

and that's scary but it's reality I guess.

I: Ok, do you think that this kind of research
that I'm doing - which is trying to find out what trustees
think about policy and policymaking is worthwhile? Will it

add anything - will it contribute anything?

R: I1'd really have to -you know - there's a
different mentality from rural to urban I find in trustees
and I guess that's probably mainly because of my political
background, but I'd be very interested to know what other
trustees think of policy and the way it's adopted and what
it's for. Part of my problem in cdming here as I said - and
you sort of did a double take - when I said when I first got
here that GGGGGGGGGG doesn't have a - well they've got a
policy manual but nobody knows about it and teachers could
care less about it., 1I'd really be interested in hearing how
they think policy is developed and then - trustees should
have - when they're elected I think you should go through
some sort of educational process of learning what trustee is
and what policy is and so on - because I sure the hell
didn't get it and I was lost for the first little while. I

think I have a fairly good understanding.

I: So you see some value in this then?
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R: Oh God yes. School boards are so screwed up

that somebody better do something.

I: Ok. The kinds of questions that I've asked,
do you think they're appropriate for the information I'm
looking for - for how you feel about and how you view

policy?

R: Yeah. I think so. I really have a problem
with policy because I think most trustees don't know what
the hell it is. I think that - well memorandum going from
office to office - is that policy? I think it is. That
question of yours certainly made me stop and think - because
although it's not contrary to the policy - you don't have to
put it in writing in black and white - that's again - that's
my frustration with this board becadse they're not willing
to do that - the bloody manual has to be 1looked at and has
to be revised and so on - but they're not willing and so on

- because that takes work - you know.

I: 1Is there anything that you wanted to add and
that you feel is important to this study in determining how

trustees think about policy, and which I haven't covered?
R: No. I can't think of anything offhand.

I: Ok. Then I'd like to thank you for spending

the time with me.

R: You're very welcome.
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TRANSCRIPT # 8

I: Can you tell me in your own words, what is

policy?

R: Well, policy is guidelines set up by the board

to further the administration of the division.
I: Ok, can you give me some examples?

R: Well, we have transportation policy and a
number of other policies that you - that we wuse, and from
time to time as needed - which we wuse to -regulate

our...work.

I: Ok. You say these act as as guidelines - that

implies that they're not rigid or hard or fast ...

R: Well, we try to stick to policy but we try to
keep in mind also that we are not made for the policy - the

policy is made for the board.

I: Policy regulates the board - or does it regu-

late the administration or does it regulate both?

R: Well, the board looks at their position as
setting policy and seeing to it that the administration

carries it out.
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I: Ok. Maybe you can tell me - how's policy
different from goals, objectives, desires - or is it in fact

different?

R: Well I would feel that there are some differ-
ences because once you set policy there is a certain amount
of pressure to stick to what you’have set up 1in policy and
not to deviate from it. Whereas, goals - they are not that
pointed - not that clear - or maybe that clear but not that
- there's not that - I don't know how to put it in words,
but- there's a difference in my estimation, between policy

and goals.

I: Ok, are you saying that goals are less

specific?
R: Yes, I guess that would be ...
I: Are you thinking that they're broader ...

R: Well, policy would have more and more detail

in what way to go.

I: Ok. Is there a relationship between goals,

policies, objectives and those kinds of things?

R: I guess there would be a relationship but
goals - the way I see it - is something you aim for and

policy is something that you use as a guideline.
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I: How have you come to hold this particular view

about policy as a guideline and policy as a regulating ...

R: Well I think it's from past experience in my
job as a trustee. Whenever issues come up, we go back and
see what we have stated in policy and try to - as much as

possible - stay within the guidelines of the policy.

I: Ok, you say "as much as possible" - what would

dictate that you can go out of the guidelines?

R: Well, we try to take each issue as it comes up
on its own merit and if the particular committee it pertains
to - the particular policy - that committee would decide
whether the policy needs revising or whether we would adhere

to it the way it stands.

I: Ok. You say that you've learned a lot of this
through experience - has your view changed about the nature

of policy since you first became a trustee?

R: I would say somewhat, yes. I would tend to
lean towards the policy - 1it's good to have policy but
always keeping in mind that the policy is there for you and

not that you're there for the policy.

I: And that's a change from when you were first a

trustee?
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R: Well yeah. When I first became a trustee, I
had the feeling that policy was engraved in stone and that

it was a lot more permanent and rigid.

I: Ok, the way that you feel about policy now -
your view about policy - does that affect how you approach

policymaking at the board level?

R: I guess it would, yeah. You can approach it
from the sense that you know that if need be, it can always

be looked at and revised.
I: So would you say there's less pressure?
R: I would feel so, yeah.
I: Because it's not engraved in stone?
R: Uh huh.
I: Ok. Do you think policy is necessary?

R: Yes, I think it is because you want to treat
issues somewhat with consistency - and if you don't have
policy, you're much easier leaned or swayed in going

differing ways under different types of pressure.

I: Having a policy - does that eliminate your

deviation or does it reduce it?
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R: I would say that it reduces it considerably -

yes.

I: Would you say that if you have a policy - you
mentioned being swayed by different pressures - would you
say that some of the pressures really don't apply if you
have a policy - that they are influential if you don't have

a policy - is that what you're saying?
R: I would say more so, yeah.
I: What kinds of pressures would ...

R: Well - for instance in transportation - if you
have a policy whereby you do not pick up students from
within a mile, and if you have .no policy, a parent can
approach you and request transportation fbr their child, and
if it's just under a mile, then - if you have a policy
stating specifically what your policy 1is, then it's much
easier fo - and the parents are more understanding too if

they know what your rules and requlations are.

I: Ok. You've said that the parents are more
understanding when they know what the rules and regulations
are - when you talk to parents about policy, do you think of
it in terms of rules and regulations govérning administra-

tion or do you still talk about it as guidelines?
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R: No, we still talk about it as regulations that

we have,

I: Ok. This idea of whether or not policy is
necessary - has that changed over time - has your opinion

about that changed over time?

R: No, 1I've always felt that policy was good to
have. We have revised our own policy within the last three
years and hired a person who we thought was competent in the

area and I think we have a good policy as such.

I: Seeing as how you feel that policy is neces-
sary, and have always felt has this sort of affected the way

you approach policy making?
R: Can you give me the question égain?

I: Yeah - you said that you feel policy is neces-
sary. Feeling that it's necessary - does that make you
approach policymaking - does that cause you to approach

policymaking in a special way?

R: Yeah - well I think yes - you would approach
it with a little - with caution - that you know that you do
not make policy just for the moment, but policy that you can
live with under somewhat differing circumstances - as they

arise.
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I: Ok. You made mention of having policies - is

this written policy...
R: Yes, we have written policy.
I: In what format is it organized?
R: We have a policy manual.
I: Should policies be written down?
R: Oh definitely.
I: Always?

R: For me there is no other way of continuity if

they're not written down.

I: Does policy exist even though it's not written
down? Now I know you're saying that it should be written
down, but does policy or can policy exist without being

written down?

R: In a school board with changing administration
- with a changing board all the time, there would be some.

But I would feel that it would be very limited.

I: Would they be as effective as policies that

would be written down?

R: No. I would say no, they wouldn't be as

effective as policies that would be written down.
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I: Why might they not be written down?

R: Well, it would be items that came up from time
to time which just did not get entered into the policy
manual and I guess they would be in the books some place -
in the minutes - they would be recorded some place, that's
for sure - otherwise they would not be considered. They do
not - they're not normally considered policy before they are
entered into the manual - it's a proposal until such a time

as it gets into the manual.

i: What about a situation where you don't have
anything in the manual that covers it, yet you have some
past practice, or you have an understanding, among the board
members of how these things will be handled - would you

consider that to be policy?

R: I guess we would go back and see what we had
done in the past and use that as a guideline and if it came
up on more - on a number of occasions, I would think that we

would put it into policy so that we had something.

I: Ok. So what I'm hearing you say is that there
may be two types of policy that exist - a very formal
written one and some past practices etc. that really - as
far as you're concerned the only official one is the written
down one - and it doesn't have official status until it's

written down.
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R: Yes,
I: But they may both be effective?

R: Yes, somewhat - the one that 1isn't written
down would be - from past experience would be somewhat

effective, but not as effective - no.

I: You said that it should be written down - any
ideas about how it should be organized? You've mentioned
that you have a manual - should it be classified any partic-
ular way - for instance, when you write down ©policies is

there anything that you keep in mind...

R: Well we have different areas in our policy
manual under different headings for any policies - and they

would fit into any one of these areas.
I: So it follows a format then?
R:-Yes.
I: Is this one that your board has developed?

R: With the help of a professional consultant -

yes.
I: Ok. Who makes school division policy?

R: Well, the school board - with the help of your

senior administration.
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I: Ok, how does the senior administration help?

R: Well, they would suggest from time to time
what they see should be in policy - if it isn't - the board
would decide on whether they felt we should have it in

policy.

I: Ok - so they make suggestions every so often

as to what should be there?

R: Yes. Or vice-versa, the board suggests to the
administration to look into it - whether we are adeqguately
covered in any given area by policy and if not, then to come

up with a suggestion.

I: I see. Are the - you're talking about the

senior administration - who do you include in that?

R: Well, basically the superintendent and also

the secretary—-treasurer.

I: Are there any other people or any other groups

who have input into this policymaking?

R: Yes, although I don't think that the - when I
look at the teachers - they would rather have more in their
agreemeht rather than a policy but théy are in withvpolicy

that peftains to them - yes.

I: So that they are consulted?
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R: Yes.

I: Ok, what about parents or students or other

individuals - caretakers, bus drivers, people like this?

R: If it affects them. Parents I would not - I'm
not aware that we have to any degree used that much, but bus
drivers we would - yes - and the working people - the sala-
ried people that are concerned, I guess parents - they have
voted the board in and the board figures that they are

responsible for ...

I: You mentioned concern - is it fair to assume
that you consult people who are concerned with a specific
policy and you would perhaps ignore the others who aren't

concerned?
R: Well, they would have priority.

I: Ok - I'm thinking - like bus drivers - if
you're going to make regulations about what they do with
their buses during the day - that you would consult them -

not necessarily the teachers' group but...

R: Yes , if it - like in a poliéy that concerned
the bus drivers --and also it might very well concern the
principal because he is the go-between between the transpor-
tation supervisor and the bus drivers so - then it would be

a matter of both parties.
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I: Alright. Well, if you're going to have input
from these people at different times on different policies -

how much input should these people have?

R: Well, I would feel - by suggesting - and then
the board could have a look at her - and if we feel ‘that we
need information about how they they feel then we can get

that information from the parties concerned.

I: So you're not putting any kinds of limits on

the amount of input that they can have then.

R: Well, the input - the final result would be

what the board decided - yes.

I: So it's the board's decision anyhow and so -
are you saying - there's no point in limiting what they say

because you still have the final say?

R: Well the - you can never get too much informa-

tion on anything.

I: Ok. What's the individual trustee's role in

the policymaking process?

R: Well, I guess to express himself the way he
sees things - but the trustee as an individual does not make
decide - it's - but it has to come from the way he individu-

ally sees the situation.
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I: Ok, you say that the trustee doesn't make the

decision - then who does?
R: The board as such - by vote.
I: So you're talking about the corporate body?
R: Yeah, the corporate body, yeah.

I: Ok, so the role of the individual is-to give

his or her opinion?
R: Yes.

I: Could you maybe give me an example of a policy
that's been made by input from one or two or three groups

along with the board deciding how it should finally go?

R: Oh, I can think of transportation where we
made a policy where we do not want to start to pick up
students before 8 o'clock or a given time in the morring and

the principal would have his input on that with the board.

I: Were there any other groups that were

consulted in that?

R: Not in that particular case - no. Well, we

keep in mind the parents' wishes on this.

I: And how do you get a hold of those wishes?
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R: Well, in a small division or setting - we have
a pretty - parents are not afraid to voice their opinions to

their particular board members.
I: So you don't really have to go soliciting?
R: No, I don't. Usually it's the other way.

I: Ok. The views that you hold about who makes
policy - you know - the board and the input level and all
that - has any of that changed since you first became a

trustee?
R: Well, not much - no.

I: It's pretty well how you perceived it when you

started out?
R: Yeah.

I: Again, this view of who makes policy - what
happens during that process - does that affect the way in

which you approach policymaking?
R: Like who has the authority?

I: Yeah - the way you think - the view that you
hold is that the board makes policy - it can have unlimited
input, but in the final analysis the board makes policy -
knowing that, does that affect the way you sit down at the

board table to make policy?
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R: Well, I guess to some extent it might because
you know that the final say so 1is with the board. I guess

if it were differently, then ...

I: How might it affect you? Again, you mentioned
being cautious earlier - does this make you more cautious -

does this make you more at ease?

R: Well, if other people had a final say so, then
the board - which I consider to be an employer - then I
would have problems with that because if you are the
employer, theﬁ you are the ones that have to set up the

guidelines for running the operations.

I: Alright. Can you tell me how policies are
made? By that I mean what processes or procedures are

involved? What are the steps from beginning to end?

R: I guess they would come from any érea - for
instance, the principal would come up to let's say the
education committee, and they would have a look at it, and
then they would bring their proposal = the way they see
whatever the policy being - what should be in policy - and
bring a proposal before the board and then it would be
discussed at board level and voted on and that's how it

would come into policy.

I: Ok. When you say the principal brings it to

the board - I'm not sure what you mean - brings what?
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R: Well, whatever his concern is that - a certain
area that is not covered by - policy which he feels should be

covered by policy.
I: So it starts with a concern then?

R: Yes at the base where the concern 1is.

I: Ok, and not necessarily with the principal
where the concern is - it may be with the bus drivers ...
R: Yes.

I: Once that is identified then, you say that it

goes to a committee?

R: Yes,

I: You have appropriate committees for various
things?

R: Yes. We also have a policy committee that -

the policy committee is also a part of the planning
committee right now so they would really do the polishing

work on it and then present it to the board.

I: Ok, and once again, when you say that they do

polishing work, they come up with the statements?

R: The proper wording - yes.
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I: Ok. Do they examine - do they have to eval-
uate - do they have to make choices at that level - what

happens?

R: I gquess they would study it and see how it
would affect the operation down the road and how we would be

able to live with it - under different circumstances.,

I: Ok, so they do an evaluation of different

alternatives then?
R: Yes.

I: And they then present what they feel to be

best to the board?
R: Well, to the operation as such - yes.

I: But, once they've chosen what is best for the

operation, they then present that to the board?
R: Yes.

I: Now, when it gets to the board, what does the
board do with it - does it further discuss it - does it vote

on it or...

R: Any board member that has questions - he seeks
clarification and he receives it and he bases his vote on

that basis.
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I: Ok.  Can you tell me - what things influence

how policy is made? What things might have an influence on
how the policy 1is made - the process - for instance, what
things might determine how fast a policy is made or how

strict a policy is or...

R: How fast - I guess the urgency of the matter -
basically a policy is set up to serve the operation really -

I don't know if that answers your question but...

I: Well, here - maybe we'll come back to this
later. How do you know when a policy needs to be made or

needs to be revised?

R: Well I guess - to be revised if we can't live
with it any more - and we see things working better if it is

revised.

I: Ok, so in other words - from practice you can
tell whether it needs to be revised or not. Ok, what about
the case where there is no policy? How do you know when one

has to be made?

R: Well, I gquess if we feel that we could operate
better and more evenly throughout the whole division - if it
was covered by policy - then we would make policy on that

particular issue.
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I: I wonder if you could give me any examples of
that - of when you've known for instance that a policy was

needed or-had to be revised - can you think of an example?

R: Well we have - if I'm right we have policy
giving sick leave for teachers and other employees - when an
agreement is changed and the days differ, then also the

policy is revised accordingly - that would be one area.

I: What things led up to it being revised for

instance?

R: Well in the sick leave that - as they are
negotiated - then they are put into policy - and in trans-
portation we would basically go the same way - if we felt
that from here on in - 1like our buses are overcrowded right
now and we're <considering putting into policy that we will
not within the half mile - we will not pick up any students
- that policy has come about or is being brought into life

because of the situation of overcrowding.

I: Ok, essentially what you're saying 1is that
policies are made and revised in response to a problem or

something that is not working out - is that correct?

R: Yeah.

I: Again, your views that you hold about how

policy is made, when it's made, how it's made, the processes
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involved etc., those views that you hold about that, how

have you arrived at them?

R: Well, through my experience in the work - in

the decisions that you have to make from day to day.

I: Ok, again, this may sound repetitive, but the
viewpoint that you hold about how policy is made, does that
affect how you approach making policy? In other words the
way you understand the policymaking process to work, does

that affect how you approach policy?
R: Oh yes.
I: In what way?

" R: Well, you know that once you make a policy you
try to live by it and that would govern that you would make

sure that you would set up policy that can be adhered to.

I: Ok. I wonder if you can tell me in your mind
what are the attributes or the elements of a good policy?

What are the things that make a policy a good policy?

R: Well, a good policy would have to be drawn up
in such a way that it would treat all people evenly - all

people concerned - and something that you can live with.

I: Why do you say that?
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R: Well because that is what I'm there for as a

board member - to see to it that the education system is run
in a fair and just manner for everybody concerned - be it

students, teachers, whatever.

I: Ok, and how have you arrived at this conclu-
sion - is it something you've learned through experience or

is it something you went in with?

R: Well I guess I had that idea before I became a
board member and I've been secretary treasurer for the past
twenty years before i became a board member - before the
school divisions went wunitary - that has to have helped me

in arriving at how I see the whole operation being run.

I: Ok. I wonder if you could maybe give me an
example - or one or two or three examples of a good policy -
one that 1is fair and that you could 1live with for a long

time?

R: Well, again you could go to transportation - I
think the policy that we have regarding pick-up is - if we
go by distance - that is a policy that is as fair or as near
fair as we could wish for a poliéy to be. And also in the
policies that we have regarding teachers' sick leave or
maternity leave - I do feel that that is a fair policy, and
that it has been set up in such a way that it 1is - serves

the purpose from one year to the next.
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I: Ok, I'll go back to something you said earlier
about not being carved in stone - do these policies allow

you to make exceptions?
R: Oh yes.
I: Do you consider that to be a good attribute?
R: Yes.

I: I was thinking perhaps there would be a crip-

pled child...

R: Oh yeah, that's always there - that's just a
normal average student - the exceptional student has excep-

tional priorities.

I: What do you feel constitutes a bad policy?
You told me two or three attributes of a good policy - what

things make a policy bad?

R: Well, if a policy is - if you have a policy
that does not take into consideration the whole - how it
would affect the whole system - if it 1is - it has to be a
policy that treats everybody evenly - and if it doesn't do

that, then it is not a - it's a policy that is not good.

I Anything else that might constitute a bad
policy? For instance, supposing a policy treats everybody

the same - does that of necessity make it good - I wonder
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could you have a policy that treated everybody the same and

yet was a bad policy?

R: Yes, I guess you could 1if you came - if the
situation arose where special attention was needed in what-
ever area and then the policy would be a hindrance - but,
like I say, policy 1is there to serve us and we can always

still deviate from the policy.
I: Or indeed change it...
R: Or change it - yes.

I: This may not be a fair question but can you

think of any examples of a bad policy?

R: Well, the - we have - for instance, in trans-—
portation again, it's a very ticklish area and if you set up
a specific mileage limitation on your pick-ups, that can
also come back to haunt you and not serve its purpose that

it was intended for.
I: But again you can over come that.
R: Oh yes.

I: Ok. Well, you have opinions about what's good
and what's bad policy and I wonder if you can tell me if
those views that you hold - about what's good and what's bad

policy, if that affects the way you approach policymaking?
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R: Oh yes - it would. Actually everybody tries

to make something that is positive and work with it.

I: So you strive to put into policy those
elements that you have described as good - equality, fair-

ness, that kind of thing.
R: Yes.
I: How do you evaluate policy?

R: Well, if a certain area in your policy creates
problems on a continual basis that there is concern with it
in whatever area it may be, then you would look at it and

see if maybe the policy wasn't the best policy.
I: Ok, how would you reach a conclusion?

R: Well, by studying the situation and see if we
could come up with something that could serve it more -

could serve it better.

I: Ok, but I gather you don't have a specific
measuring stick though. I guess what I'm saying is that

part of this would be educated guess work maybe...

R: Yes, well, we look at policy as an ongoing
thing. It's not something that you write down and that's
it. It's a guideline that you want to stick with but yet,
at the same time, 1it's supposed tb serve us to help 1in a

better way to run our affairs.
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I: Have you had any particular experiences as a
trustee which have shaped your views about policy and poli-

cymaking?

R: VYes - I have run up, in my earlier days, with
a policy that I felt was not a good policy and that has
taught me to be very careful about how policy - how you put

things in the policy - something that you can live with.

I: When you say be careful of how you put things

in the policy - what do you mean?

R: Well that a year from the time that you put it
in there, that it's working against yod instead of for you
and running your affairs - I feel that whatever you put in
the policy should be studied very carefully and how will

this work a few years down the road?

I: Have you ever taken any in-service training or
gone to any conferences or anything like that - about policy
or policymaking or professional development - that has sort

of affected the way you think about policy and policymaking?

R: Yes, I have been to some seminars that were

sponsored by the MAST association.
I: Ok, and these were specifically on policy?

R: Yes - and we have also, before we revised our

policy three years ago, we also had some professional staff
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out from our head office to set up guidelines of how we

would want to approach policymaking.

I: This research that I'm doing is concerned with
trusteeé and how they think about policy and policymaking.
My feeling is that the way trustees think about policy and
how policy is made, could affect the final outcome of policy
statements. How do you feel about that? Do you think
that's an accurate assessment - do you think maybe I'm off

base ...

R: Well, it can't be any other way in my estima-
tion - that that's the way it would come out - the way we
feel about a certain issue and in that way surely it would

affect our policies.

I: What if you view things differently - what if
you view policy and policymaking differently than another
trustee - what happens there? Will your view and that other

person's view be reflected in the final statement?

R: Well, when you're working in a body or a group
of people, the majority decision rules. I guess you have to
abide by that. At the same time, before you have your input
- and trying to come to a compromising sort of way - come to

as close to something unanimous as you can.

I: Do you think that this kind of research is
worthwhile - trying to find out how trustees think about

policy and policymaking?
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R: Oh, I think so. I think it would be an advan-
tage to me to read what such a research would come out with

from the differing areas of the province - yeah.
I: How would it be of advantage to you?

R: Well, I think it would give me more informa-
tion and a broader view of how policy are being formulated
by differing divisions and thereby being able to gain some

knowledge that you could put to use.

I: Ok. Do you feel that the questions that I've
asked you tonight - are they appropriate for getting the
kind of information that I'm after? In other words, I want
to find out how you view policy and policymaking. Are these

questions suitable for me to find that out?

R: The questions I don't have a problem with - I
would have probably been of more value to you if I would
have studied the questions somewhat but - no I think the

questions are good.

I: Ok. The last question then - is there
anything that you'd 1like to add that you feel is important
to my understanding of how trustees think about policy and

policymaking - and which I haven't covered?

R: No, I can't think of anything.
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I: In that case, thank you very much for your

time. I certainly appreciate it.

R: You're welcome.



Page 9.1

TRANSCRIPT # O

I: The first question that I have then is - can

you tell me in your own words, what is policy?

R: I was afraid you were going to ask that. Well’
now, what do I - well I think that policy is a statement of
your - really your philosophy and your approach to education
in your division. And, we also have procedures and it is
distinguished from procedures which are sort of outlined in

job descriptions and...

I: Ok, these are statements - are you referring

to written statements?

R: Yes. Yes they are. In our division they're

written statements.

I: Ok, can you give me an example or one or two

or three examples, if you want, of policies?

R: Well, ok - we have sort of general policies of
you know - the type of education that we're giving - but
that's sort of like motherhood statements you know - like
we're going to give everybody a good education and meet the

general needs and the personal needs of the children - but
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we have specific policies with regard to transportation you
know - distances you're going to transport kids. We have
specific policies with regards to our three programs - our
types of schools we run - immersion, francais, and English -
outlining you know - what the objectives of these programs
are and who they're for - and we have policies on teaching

religion and things like that in school.

I: You have said that policy is the philosophies,

and you differentiated that from procedure...

R: Procedure - yeah we also have a number of
procedures which, I would say outline what - they're job
descriptions - a lot of them are job descriptions for all

the staff level - you know - who they're to report to...

I: When you talked about bussing, you talked

about transportation ...
R: Uh huh - but that's a policy really because...
I: Is it also a procedure?

R: Well, yes. We have a procedure - we have a
manual for the drivers - but our general policy with regard
to students - you know - I guess our policies are probably
more with regard to students and the schools and the educa-
tion and the services we deliver. Whereas .procedure, I

suppose, would be more - you know - your staff - what you
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expect of your staff and how they apply for - if they want

time off and things like that - who they apply to etc.

I: And those are distinct from policy?

R: Well, I don't know. We have what we call
policy and procedure manual and - you know - in my mind
those things are procedures - they're just sort of steps

people go through if they want to do things.

I: Are you differentiating between sort of a very
broad based - you called it a motherhood statement - and

very specific concrete administrative details...
R: Yes.

I: Do you view policy as being in both areas or

is it separate and distinct from the administrative area?

R: It's hard to say because - I gquess you would
say the procedures are also our policies because it's all
one manual and it's called a policy and procedure manual and
- I guess some are more in terms of general directions and
philosophies and others are very specific administrative
things - so, but we do have both but we lump them in a one
sort of - I differentiate in my mind sort of that one is -
policy to me is more philosophy and procedure is more admin-

istrative detail.
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I: Is  there any difference between policy and

goals, objectives, and desires?

R: Well, I think so. Goals and objectives are
very broad statements, but policy are sort of more a
specific - the way you're going to achieve these goals

perhaps - in terms of ...

I: So there's a link there but one gives rise to

the other - is this what you're saying?

R: Yeah, I think so. I think policy would be

more specific.
I: Would it arise from goals and objectives?

R: I think so. I think you have to have long.
term goals and objectives, and your policies should support

these long term, long range goals.

I: Ok. I've asked you what policy is - you've
given your impressions and views of what it is - why do you
hold these views? Why do you hold these views about what

policy is - how has this come about?

R: Well, I quess it's just in my own mind that
policies are the same for any organization - for any group
thaﬁ‘meets.? you have policies - whether you are a political
party or a school board or just a group of people in an

organization - you have certain policies which means sort of
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a statement of what you're doing - what you're there for.
And of course in school boards - I quess I was familiar with
school boards and I knew what some of their policies were so

I knew they had policies.

I: Ok, so this hasn't really - has this view of
the nature of policy changed at all since you've become a

trustee - has it altered in any way?

R: No, I don't think so. No. I think I knew that

there were these type of things.

I: Ok. Well, you have a specific view of what
policy is. Does that view that you hold affect the way you

approach policymaking?

R: Oh yes. I think so, because Iv think as a
board that we have policy statements that the majority agree
on, but as an individual I might have policies that don't
necessarily agree with the general statement of the board -
so I approach policies with my own personal philosophy and
try to - you know - bring my own personal view into the

whole picture.
I: Ok, and how do you do that?

R: Well, whenever - well the policy's in front of
us and if there's something in there that I disapprove of or

disagree with, I just say "Why do we have to have this? 1
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don't think that's good." Sometimes others will support you
and sometimes they won't, but that's about really all you
can do - you know - you just present your arguments why you

think that's particularly good or why it's not.

I: Do you ever have the feeling that some things
- because you differentiate between administration and
philosophy - do you ever feel that, for instance, you don't
want certain administrative things into policy - you'd
rather not deal with that as policy - but rather as proce-

dure - is that ever a conflict with you?

R: No, I don't think so - I don't distinguish -
you know, if we're setting out something that's an adminis-
trative procedure or policy - I don't think so - I feel more
comfortable if things are written down so people understand
what's expected of them and I think it's more fair to your
staff too for the board to take that responsibility of

writing it down so that you can't go back to them and say

"Why are you doing this?" - you know - No, I feel comfor-
table with having things put into - Just as a point in
comment - at our last board meeting we were discussing

adopting - the superintendent had presented us - we'd asked
him to study the guidance counselling issue in the division
and he had presented wus with a rather broad statement of
policy regarding counselling in the division - the needs and

how it should be set wup and organized - and - you know -
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obviously I think he wanted us to pass it at that meeting -
and I remember board members were - for one reason or
another, uncomfortable with it and didn't want it to go
through that night so they just said that they'd think about
it until the next meeting - which is sometimes deferring it
but - you know, I think it - in a situation like that it's
good to have things written down so that people know what

you want done.
I: Do you think policy is necessary?
R: Yes - I guess so - I think so - yes.
I: Why?

R: Well because all kinds of situations arise and
you have to - if you haven't got a policy you're just -
everything is an ad hoc decision - you make a decision about
something one day and then another board comes along or
another - you know - you make a decision a year or two later
and it might be in conflict with the first decision - policy
enables you to kind of treat everybody the same. If you say
"Ok, we're going to do it this way - only certain people get
sent out of the division for certain programs - we have
certain guidelines for who gets sent to vocational school
and who doesn't ..." If somebody says to you "Why can't my
kid go to that school" and you say "Well, this is the

policy" - I think you do have that.
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I: So it serves a...

R: I think it serves a wutilitarian - and also I
think - well it's nice to have a philosophy and a - and you
should have broad educational goals - I'm not sure that we

really do have, but we should have.

I: Ok. Has your opinion changed at all with

regard to the necessity of having policy?

R: No, I think it's just been strengthened really
because of the situations that arise - situations have
arisen where we didn't have a policy and we got into trouble
and we had to write a policy - and I would say the situation
with the gquidance counsellors is one - and then there was
another situation with our staff - you know - our bus
drivers and that who had been used to doing things a certain
way year after year and there was no written policy - and -
you know - a few tricky situations arose and so we sat down
and wrote a policy. And policies about other things -
things come wup - things change - 1like we had to write a

policy for administering medications to students at school -

which we didn't have before - and other things - and then
policies change - you know - new situations arises - so yes
"you do have to have - I think it's very important - new

policies are important.
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I: Ok. Feeling as you do about how important
policies are - does that affect the way you approach policy-

making?

R: Well, yes - I guess I'm always in favor of -
if the superintendent wants - you know - a policy on so -
yeah, you know - some other trustees I think sometimes don't
like to see things written down - because once it's written
down - you know - then you can't -~ it's a little more diffi-
cult to change it, but no I think I like to study things and

see them in writing.

I: You mentioned the superintendent - if he wants
a policy - that you like to go with that - are there other
ways - besides the superintendent wanting a policy - are

there other ways that policies come about?

R: Oh yes. 1In my experience - we haven't written
that many new ones because I think we have - you know - a
basic set and - but - generally if we're talking about some-
thing and we say - in all the ones I mentioned to you that
we did write - we sort of threw it to the superintendent and
said - you know =~ shouldn't we have a policy - and then he
brings it back - he looks at it from the division point and
the teaching point - Uh - do we write it any other way -
well, we have a liaison committee that can recommend policy
and it's a committee of trustees and teachers - and basi-

caliy I guess that's the two ways that they come about. I
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suppose I could sit down and write a policy out and present
it at a meeting if I wanted. I just don't feel that capable
of doing it because I don't have the expertise to know
what's needed in the schools so =~ I really think it's the
superintendent's Jjob to - vyou know - research it - he
researches what other divisions are doing in the area and
MAST - and he talks it over with the principals - and then

he comes back to us with it and then we have our input.

It You've talked a lot about writing down poli-
cies in the policy manual - the policy and procedure manual

- should policies be written down?

R: Oh I think so - otherwise, how do you know
what they are? I mean everybody may have a different
concept in their mind of what it is if it's not written down
- I know there's a danger when you write things down, but
they can always be changed and improved - it's not a - if
you make a mistake or if the next board doesn't like certain
wordings and that, you can always change it. We have to

change our policies from time to time.

I+ Ok, in your own experience, thinking about

policy, does policy ever exist without being written down?

R: I'm sure it does - I'm sure that it exists for
the superintendent and staff, but boards are constantly .

changing and perhaps aren't - but if you have the superin-



Page 9.11
tendent and the principals have been doing things a certain
way for a long time - I'm sure there are certain things that

exist,

1: So you're saying that precedent is really

policy in a sense?

R: Yeah. I guess so, yeah - you know - for
instance if something comes up and we'll say to the - you
know - invariably ask the superintendent "Has this happened
before and how have you dealt with it?" - so precedent is
quite important and very often we say thiﬁgs like "Well, we
don't want to set a precedent." If it's something new like
sending a teacher on some type of - like one teacher wanted
to go and do something that was overseas - you know - and
previously we'd never had anybody do anything that was over-
seas and - you know - there was some discussion about
setting a precedent - you know couldn't he do this partic-
ular course - with this particular lady - couldn't she do it
in Canada - and the answer was yes, she could do the same
thing in Canada - so why does she have to do it somewhere
else? So, you know, precedent is a big factof. Because I'm
sure that there was a time when -there wasn't a policy
written down and policies have probably evolved out of the

way things have been done in the division.

I: Well, you've said that you like to see things

written down - that there may perhaps be some things that
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aren't written down - are there any advantages to writing
things down or not writing things down ~ you've given me
some to writing them down, are there perhaps any to not

writing them down?

R: They're -easier to change - you know =~ but
other than that - no, I think it's better to have it written

down,

I: Ok, if it's to be written down, in your mind,
how should it be organized? Is there any specific way that

it should be organized, who should have access to it?

R: Well, everyone should have access to it, and
it should be for the public and staff certainly. Well for
staff, it's obligatory - I don't know if they do, but
they're supposed to read the whole manual - and certainly
the public should have - so that they have an idea of what
the philosophy of the division is and what - how it should

be organized.

I: I gather that what'you're saying 1is that it
should be in a discrete manual and that you know where to go
for it and possibly it should be catalogued under various

headings ...
R: That's right - uh huh.

. I: Ok. Who makes school division policy?
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R: I suppose I should say trustees do but - well,

I guess we do - we certainly can change it and I guess over
the years the trustees have at least approved it. I would
say probably the administration has detailed it, but trus-
tees have approved it. And I think sometimes - as I say -
sometimes the suggestion for a policy does come from the
board - that we need a policy in that way - and sometimes it
comes from the superintendent - that we should have a policy
in this manner because he's not sure about how we want him

to deal with it.

I: Ok - the actual construction of the policy

statement itself -~ who makes that?

R: I would say the superintendent - you mean the
writing out of it and the detailing it - well, our superin-

tendent does and we then go through it.
I: Do you have a role in modifying it?
R: Yes, Yes.

I: Does it ever happen the other way around when
you might present a written out policy and the superinten-

dent might modify it?

R: We've never done that, but I'm sure it could

be done if we wanted to.
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I: Alright - you have said that school boards
make school division policy - but really sometimes the

superintendent makes it and you approve it...

R: Approve it - yeah, I have a feeling that some-
times that happens but, he wouldn't obviously present a
policy that he didn't think - you know - that we weren't
asking questions about - you know - he doesn't just dream up
policy - it comes about as a result of problems or direct
requests - so - and I think that really is - you know - he's

the expert and he's the one that can be in touch with other

people.

I: Does it ever happen that policies may come
about or be made by other people - perhaps the teachers'
group - perhaps members of the public - perhaps pressure

groups - perhaps students...

R: Well they can be changed by these groups - you
know - like we may adopt a policy and certainly groups might
not like it and can make representations to have you change
- but I think we're probably as susceptible as anyone to

pressure groups.

I: So in other words, there are a number of
groups of people who have input into the policymaking

process?
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R: Yeah, unfortunately - well teachers should

have input beforehand because the superintendent by rights
should really - I think he does - consults not only the
association - the principals' and the teachers' association
to - you know - to get their reaction to policy before we
pass it - and so they do have input into it. The public -
not really unless it's something that we would specifically
go out and try and get public reaction to - but I think that
we're the public - you know - we're supposed to be the
public so you can't always be running back and saying to
people "What do you think of this policy?" - wunless it's
very very major -~ then you might want to hold meetings and

get - you know - public input.

I: You say there's input then from a large number

of groups - or can be - there's room for it I gather...
R: I hope there is anyway...

I: What, if any, limitations do you put on this?
In other words, how much 1input should these various groups

or people have in making policy?

R: Oh, as much as they want - you know - if they
have good points to make I think they should have - I
certainly think staff have a large say in policy because it
directly affects them - you know - most of our policy is

carried out by staff members, and if we're making some high
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"falutin' statements and - or demands that they feel are
just not - they're not able to carry out or are just not
logical, then I think they should have a good deal of oppor-
tunity to present their - and as far as parents go, well -
you know - I would say probably the majority of parents
don't really know what our policies are. The only times

they're affected is if we change our policies with regard to

staffing - then they can become affected and of course,
that's a very direct - a direct impact on their child or
their child's grade or - you know - if they adopt a policy

to change your schools or something major like that, then -
you know - parents should be consulted before you make a
major change like that - but a lot of our policies are - so
many of them are housekeeping procedures that direct more or

less directly affect staff and things in the school.

I: Ok, Give