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'rhe author sketches some. of the character:.stacs and
‘trends in programs for the preparation and continuing education of

°  educational adm.n:.strators.,ne claims that one of the most pervasive

-~ changes in the last decade or two has been toward theory-based
" content drawn from the social and behavioral sciences..The author
-gees’ three paradoxes in current programs. The first paradox centexrs ~

*wonmthe anomaly of progress without gain, or the possession of more

knowledge without having reduced the level of ignorance, The second
‘paradox concerns - the ‘need. to reconcile the new- technology of
-~ management systems with the call for mocre humanistic" -education. .The

_~ third paradox reflects the confidence crisis in leadership centering
~around the growing numbers of adlunastrators who lack the conf:.dence -

to lead.* (Authorlwu) e
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My ass1gnment is twofo.;d’ - .~1rst, to si.etch a. few of the major characterlstlcs ané
trends of contex:*pora*s prcz:arﬂtzcr' prograns and profe': ional éevelopment for school
-administrators-and, - secozd, to share with you some of the- d:.lexunas vhich the Ai5A
Corrnittee for the ‘Advancement-cf- School. Admmzs‘.raumn faces as it attempts %o advarce
school administration through: its interests in better nreparat:.on and professionsl

- develoument programs. - Since we- want to-assure sufficient time for your discussion of
—:1 = —these ratters, my- statenent will necessarily ve. _rather erief and simpiistic. For +those
of you who yearn for & rore penetratlr# underetandmg of preparaticn prograns in schcol
administrat*on, X reccmmend your study of a series of eignt onographs on udmini stra or
preparatlovx published by the: University Council for Educztioral Aum.zz.stmuon and
ERIC. - Mich of my statement Which follcws -is Grawn from three of these menographss
Preparing Educationzl Teaders: . _A Review cof Recent Titerature by Farcuhar and °1e1e,

% Emergzing Practices in the Cond inuing Equcation of Schccl Administrators by Iutz and
Ferranie, and Unco'wen"'z.opaj. le ‘ncas an:t ixa l.erlal_s Tor .t'renarms: Educatlopa" .'&m.lnl-
strator..;;oy Wmn ST S - . - -
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S - Prenaratzon programs in euucatlopal adm.nlstratlon have undev-n'cne consme*ab;e
change, part:.cularlJ during - tbe “past decade and a half, However, “thére i- still e;"ent
diversity among these prograzis; both in-‘content and format, which: indicates that there
is 11tf;1e general’ agreement- ref‘a*d:mg z the nature. of an ideal progream. 1Ieverthe1e"xsw
it is poss:fble to note sc—.veral generahzatlons. e e T i

’ . ¢

e ~0ne oi‘ “the' most perva sive changes has been toward theory-baced c;:g;n’c drawn_ L

Co from thé social and behavioral sciences. - Courses or units of study on-themes such as

i admimstratlve response-to- confllct, -the-managenment of change, organi ional br -avior
and climate, -the appl:.cation of general .;ystem theory to school adminlstrc.tio'!, nd
the politlcs of education are- common. ’ ER i o

Cﬁ - !l'nese themes 111ustrate movement towav'd the concept that the schooj admustrator
is essentially an -applied social scientist who must be able. to avply concept.. drawn -
from sociology, political science, social psychology, economics;. anthropoliogy, and

off public administration to-the. "reat soc1a1, political, and eccnomic problems that pervade

i g modern school aaminlstratlon. . Although many instltutmns still retain the old famlrar
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course titles tased upon *-aditional adeinistrative functions, such as school finance,
personnel” administration, school comrunity relations, and school plant planning, and
although student administstors sti 11 rank these courses high in importance, on many
campuses even these courses are coving from orientation toward technigues to ‘orientation
“toward social science based conceptss = o e s T T : -

- Many institutions i'eq_uire’, 12 to 15 credits of work by student administrators in
the social and behavioral sciences. This growing recognition of the imortance of
social and behavioral science is derived from-several assuzptions: first, that the
social sciences provide a better way of gathering data; second, they help the admini-
strator -view reality more- effectively-and in broadercontexi; and, third, they improve
the rationale for predicting the conseguences of decisions and -actions. Eowever, there
je still very little agreement on vhat social science content is mpst relevant to
school administration. There is &lso-a scarcity of well-developed rationales for the
use of social and behavioral sciences in administrator preparation programs; and there

are real difficulties in the delivery systems of social 5aAnd,be,_havifo;ta:1, science substances

- to programs in ¢ducational administration.. - o o ol - oo o o

8 far, only a few institutions have made any concerted effort to bring the
hubanities to bear upon the preparation. of school administrators, althoush a few insti-
- tutions:are doing some- very interesting experifental work in this effort. -

~

- bn?:eféhétildfrfd%*ﬁss&géi ghat t!usnew emphas:Lsupon S6éi'a:1!arrii(i: behavioral science -

_ theory nes made the study of educztional ‘administration more ivory tower beund because

a second pervasive trend has-been toward more reality-oriented instruction in prepara-

tion programs.  The very rapid-development within the last decade of-laboratory training,
case studies, miltiredia simalation of school districts and administrative’ tasks, ]
management games; and- seif-instructional materials are all iliustrative of the trend -
toward bringing reality into the classroom.. The reciprocal trend of bringing the

_ classroom: into reality through internships and other types of guided Tield experiences
is also very evident. . These two trends of greater use of reality-oriented instruec- -
tion-and of social and behavioral science-based content are. commonly joined through
the application of socizl science theory-to ‘the very practical problems generated by
simlations, games, case studies, and internships ‘through the laboratory mode of instruc-
tions - ‘Student-feedback from these experiences. is consistently positive and-reinforces
the belief that reality-oriented instruction is highly motivating, that it provides
opportunity for practical skill development, pérmits clirical evaluation of administra-
tive behavior in a low-risk climate, generates affective development as well as cog-
nitive development,- encourages- introspection, and forces the student to accept res-
‘ponsibility for the consequences of his behavior in a mamner that is impossible i -

‘more conventional instructional modese- . . . - . -

~ One of the major weaknesses of progr= development in educational administration

is the paucity of rigorous attempts tc ey .ute various types of program content and
organization. Meanwhile-the controversy over their effectiveness continues to rage
with some -critics persuaded that administrator preparation programs are generally
_ inéffective, vhile others hold ccntrary views. Evaluative data are so scattered and

fragmented that conclusive evidence is elusive. - o ' ’ o
Closely related to the evaluation problem is the design problem. Curriculum
" development in school administration is largely fragmented and noncumilative, suggest-

- -~ N -
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- 1ng the abszence of c-omprehensive concep..ualizatiOn of the to‘.:al prog;ram. Mach of this
ifficulty can be attributed to cur failure s .

o. far to reach any comprehensive con-

-—

particularly in behavioral terms

) ‘ceptualization of the ad'ums..rative function 1tself,
- - - against which program designs can ‘e developed and evaluated.
- - sities are-doing some. creative work-in desisnmg programs based upon the develonment

- of essential acm:.nietratl,ve competen..ies. )

programs beyond those of curriculwn. Long

L Let e mention very bnefly several other trends and problems in preparation -

_However, a few univer- -

-

familiar problems of student recruitment

., - still remain.:
b - -most campuses. -

administrator

There is very little-evidence of systematic re(m.itmem. of students on

‘Student adminisirators are almost entirely self-recruited, an arrange-('

- _ ment which has generated many adle student admnistrators but certainly fails to
i " attract many others.

- . gtrator candidéates remains- critical on most campuses.
recruits should come exclusively from the teaching ranks or whether the

The -problems of recrul iting nore rinority group and female admini-
Tme old controversy of whether ‘

,recmltment base shouid be ‘broadene

d to attract per..ons from-outside the teaching

’profession m.ll f111 almost any faculty *meeting with Vlld debate.

!L'ne selecg.ion problem',also remains unsolved judging from the great variation .

~ . in selection-practices and. t}ve expressed dissatisfacticn with the ‘validity and utility ‘
= of admissicns procedures ari- standarus curréntly in use. Further research is badly

" needed to devise-screening. mech:mlsms that have some valldity in predicting aaminl-

-

¥

Several stud‘es have conc]noed that thero are too many colleges and uniw}ersn:ies

S strative performance. B R . S

o T
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- engaged in -the preparation of administratorss -

The ambitions of many. of these insti-

~of accreditation and certi
- less:- than a: third-~offeri

tutions outrun their rescurces 4nd. their commltment,
- are ‘too small, +to0 poorly- staffed to ve accre
“and the efficient use of limited résources.

if ication of aamm.istrators.

dited to sustain the quality of graduates
This circumstance raises familiar problems’

resulting in many progra"'s that

Only 118 of the 362 institutions--

ng prograns in. edueational administration are NCATE accredited

- for the preparation of sehool superintendents. The movement of a-few states away
from certification requirements for -school administrators: and the absence of hard
evidencé demonstrating any relat:.onshlp between administrative preparation and admini-
X _strative performance pose rea 1 probleris for those who seek to defend present practices -
and standards in preparation programse.
employment opportunity pose the possibility that the 1egality of certification pro-
cedures may be challenged. ', : : -

The supply and demand problem also impinges upon consioerations of ihe number
of- preparation programs needed and the level of admission and graduation requirements.
For a long-time we lacked adequate data on the suppiy and demand problem, but recent _
studies show fairly conclusively that the supyly of administrators, at 1east at the
minimm credentialling 1eve1, far outruns the demand. .

Many authorwties vho have studied admnistrator preparation pro'grams 'criticiz’e
the lack:of meaningful interaction between professors and practitioners in the field
in the recruitment and selectlon of students, as well as in program design and eval- .
uation, - Many- practitioners claim, perhaps. with justification in many instances, that
professors of- administration are out of touch with the reality of administrative prac-

- tice, Several observers have suggested the need for exchange programs to bring prac-
}ftitioners onto college faculties in exchange for professors "eentering "erv1ce in

the field. -

Recent court decisions concerned with-equal - ;.,,
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Let-me turn briefly to-the matter of continuing education for the cchool admini-

strator.. The line betweesd pre-scrvice preparation’ and continuing educt:tion is hard to
draw. Iutz and Ferrante believe that pre-service education should "stvess the devel-
opment of behavio:. chat will permit and facilitate iong-range and flexible administra-"

tive practice [ wnile] - continuing education shou],dfs’créss be};avidr in spzc ii‘ic situati@ns

-

“limited by time and space, based on the general skills learned during pre-service
~_educations™” . T T T -

. s _ - - - R . . o . - »

L\ité” and Ferrante identify a-number of old problems which handicap our realization
of viable continuing education programs. . Many schcol districts are rotoriously stingy
in allocating funds for personnel development tirough continuing educaticn, notwith-
standing the fact that investment ‘in leadership developrent is provavly a high-yield,
Jow-cost expenditure. ~Many school districts are so understaffed administratively that
time for continuing education would be constraining anyway.. Thus school administrators,
unlike military officers and corporation executives, are often dependent largely ugon -
-their own resources of time and money .to sustain. their own professional development. -
Many university-based- continuing education programs for administrators are random .
"and ouixotic outgrowths of professors *_interests or .so generalized in nature that they
are not wvery -congruent with the needs of aémiristrators as they See them in the hard -
realities of ‘their- jobs... For.exarple, Hoffmen-identified these five needs in highest
priority in the minds-of practicing school ‘administrators: long-range planning, S
educational finance, curriculum, negotiations, and staifing, vwhile orly one of these.

~ yanked-among the highest five in Ifreguency of offerings ly UCEA in.titutions. This

ambivalence. could be reduced through greater use of outstanding superintendents working

_more closely with university personnel in pianring continuing education programse - -
. The following list of reforms in university-sponsored continuing education pro=

grams is drawn from-the works of several authorities who have studied this problem.

1. - Moiéi:édntinu{né edug:éxtion for 'siiperint'enaghts by ,uﬁiye’f;iﬁies.

2. Mb;;e: relevant and less 7£Aglme-bouﬁd'épnytiinu;‘mg education content.
3. éqéi;érgiiion betweén-universities and other agenéies providing continuing education
- programs. - : - S o

' Ipﬁi{gér,,tem continuing education programs,

5 Offééanipt:s,’univeisity—spo::éored, pesidential continuing educution programs.

6. Béﬁfgr ,sy;;t{am;{izéd,r integrated, and ‘cbhesive continuing education programs.

7. The meeting of_aiimi;lfi‘sti'étdr' continuing education needs by other-organizations
external to the university. : '

8. lievglopment of contimiiné educatinn programs to meet specific needs of specific
"~ administrators with methods suited to a d:ﬁiente’lepf busy, intelligent, and highly

educated professionals. -
9. I!itégration;ofrre-éérvic‘:qand continuing ecucation programs to provide a single -
. educational program that will develop the best’ possible corps of professionals

- for administrative positioms.. .. -~ -~ -

"‘1‘:?'*“ IR

[ YT
¥




I
= e
o e e S

e Bt s s [ .
s ko L
AN .

oo A ' 1
Lo o I !
. ) [T R

B S ] e s o

‘ '
N -
[l

TSNPV

CWWEN - 5.0 S . o "

10, Far better research on the continuing education needs of adminisfrators”énd better
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- -tors, 11tt1e,of:yglge;canfbeilegrnedrby,reV1ey1ng~present;practlcegy . ) —_—

_ -than programmatic, unrelated to.the assessed needs of practicing administrators,

picture of one of our most impératiVe’needs;;the viable delivery of rontinu=d pro-

Ean*

- evaluation of programs.
Obviously a great many programs of continuing education for school a@ministrators

are outside the universities. These include the AASA nafionaIlconientions; the hun-
dreds of conierences and workshops conducted by professional associations, individual

~ school. districts, and other educational agencies; tue studies and other activities of
‘school study councils; professional publications, cassettes, and other self-study

materials;.and of course the enterprises of the National Academy for School Executives.
Iutz and Perrante describe:-some éreative continuing education progrzams that exist

across the country but nevertheless conclude that their attempt to identify a large

~ number of innovative continuing education practices in operation has, in théir view,

_ failed. ‘They conclude that if one is looking for a single program to serve &s a model

for:the creation of innovative programs for continuing education of school administra{ﬂ

- Their study reveals most continuing education programs to be spasmodic rather

focused too -narrovly on the technical and tactical aspects of the job, inadequately
finsnced,. undertaken without the planning, implementation, and evaluation that is =~

essential -to high yield, packaged into inconvenient. delivery systems, and tsually not

patronized-by a significant percentage of administrators. This is indeed an unlovely

fessional’ deveilopment without which any administrator is likely to become not only

obsolete but increasingly dangerous to society.. E , ) .

Let me editorialize a bit on what I've had to say. so far, It seems to me that

we face a number of difficult paradoxes in the preparation and continuing education of”

-administrators.. First, we have the anomaly of progress without gain. The body of
_professional literature,. the content of preparation progirams, and the level of prac-

ticing superintendents' preparation have 211 been raised Very substantially over the o
past two decades, while at-the same time the area of the unknown in school administra- oo
tion is-presently as great as ever., This circumstance is roughly analogous to the 3 {
great expansicn of educational opportunity around the world while the rate of illit-

.eracy still grows. School finance is an interésting case in point. Although few

educational problems have been attacked as vigorously and as persistently through
research, éver sihce the days of Cubberley and through two very ambitious recent
national studies, nevertheless the field of school .finance is today perhaps in greater

_disarray than at any time in our educational history. After decades of research on

the evaluation of instruction and learning, accountability systems still flounder
because the evaluation technolcgy is no% yet well developed. Although the larger
society has had half a century of experience with collective bargaining., most schools
are still operating at a very primitive level of sophistication in bargaining. After
decades-of recsearch-znd instruction in staff personnel administration, the morale and

- the organizational climate is probably worse in many schools than it ever was.
N o : 4

Seépnd,Aat—the same moment that we are on the verge of a breakthrough in the
technology of management systems, we are simultaneously.trying to respond to the call
for moréihgmanistic education. We are witnessing in our.society a clear call for open

- more =
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educatiop; which “s an.enathema to accountability systems. Open education is rather free
from predetermined goals set uniformly Tor every student, free from perfbrmance stan-
dards, for both students and teachers, free from close monitoring and quality control -
and other circumstances which are essential to accountability systems. Evalustion,

2N

" aecountability, and management systems are largely‘incompatibléIVith the éxistentialism

which is the guiding philosophy of open and Humane education. Open education and man- -
agem=nt technology may not be inherently incompatible, but the application of account--
ability and management systems to open schools is an infinitely more difficult-task
than its application to conventional schools. Somewhere here is a sharp value con-
flict between the art and science of school administration which-all our learning -

- “has ‘so far failed to resolve.-

Finally, our preparation of school admipistrators is beléaguéred by a confidence” .-
erisis in leadership. This is a micrpcosm of the larger society's growing mistrust of
executives and the public's insistence upon greater accountability by executives at
the_vame-time that their authority is incredsingly ‘circumscribed. John Gardner speaks
oféthisiés;tﬁef"antieleadership'vaccihé." He warns that "we are in danger of falling”
under -the leadership of men who lack the confidence to jead., And we are in danger of
destroying the effectiveness of those who have a natural gift for leadership. . . We are
immnizing & high proportion of our most gifted young peorle against tendencies tc
léadership." I'often marvel at the quality of self-recruited students vho enter pre-
paration programs and later assume leadership responsibilitiés in schools, notwithstand-
ing this anti-leadership vaccine. T wish that I could be of more help to them in facing
this awesome dilemma, - ‘ i o

Let me ¢lose with some questions relative to all of this.which are now bvefore "
the AASA Committee for-the Advancenent of School administration. I pose them as gues=
tions because CASA has not reached any consensus on most of them and because we who
serve on. CASA welcomé &1l the counsel Je can get with respect to them. AASA's influ-
ence upon the preparation of school administrators has bzen sharply altered as a
result of the recent change in active membership requirements for AASA, which no
lorger: requires that active members mist have completed two years of graduate study in
school administration prcgrams in NCATE -approved institutions. - On the ballot for the
amendment to membership requirements appeared the following statement: )

. The Executive Committee recoghizes the importance for AASA to continue to -
maintain a strong position supp .rting proper preparation and professional
development for .its members...The Executive Committee has charged the Com-
mittee for the Advancement’ of School Administration with the responsibility
for recommending the jost desirable standards of professional preparation
and'growth*aprwithﬁes§ébliShing programs of public recognition for those

ST S .

me:bers‘meeting these standards.

The Committee for the Advancement of School Administration is now wrestling
with this assignment. Ve are inclined to think that the desired minimum level of
preparation should be two years of graduate level preparation in school admini-
stration at an NCATE approved college or university. However, this raises several
important considerations.. Should.any recognition be available to those school
administrators who are establishéd in their positions but vho have already completed
‘their graduate study at one of the programs that is not NCATE approved? If so,
.should ‘this recognition include only those who are presently superintendents, or
any AASA-member in any- administrative positions? Should the

- .=
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n time? How about tknse members who are
within threec credits, or ten credits, or 25 credits of completing two-year programs,
or even doctorates, at non-NCATE approved institutions? Yow should we deal with
members who -have ralf their work at an NCATZ approved institution and. half at one
that is not accredited? “How satisfied are we as a professional organization with
NCATE criteria and standards of accreditation? Are those eriteria and standards
really felevant to the demonstration of competency in administrative practice or

are they relatnd to artifacts of_the colleges and universities? How capable is

AASA and how receptive is -NCATE to the modification of these accreditation standards
and criteria to make them more relevant to competency in professional practice?

How willing are AASA mémberé.to_serve on NCATE visiting teams? . N

récogaition be cut off at some point i

We come now to an even more difficult set of problems related to the identi-
fication of standards of continuing professional development of administrators
and the-public recognition of those vho attain those standards. What should con-
stitute units or continpingkprpfessiqnal,development for recognition purposes?
attendance -at NASE semin&rs?. attendance at‘AASAvconventionS? ‘Bven if the member
spends his time there in cccktaili parties rather than at discussion groups and
general sessions? How about attendance at other workshops inéluding those spon-
sored by local districts? Would a two-day workshop carry twice as mich credit as
a one-Jday workshop? How about -professional reading or other types of independent
study? -How mch credit, i¥ any, -should. one get for visiting other .chools? for
travel in other countries? Determiring eduivalencies among these various options
is obviously a real Pandora's box. that no one yearns to get into. The Teasibility
of administering this sort of thing is mind-boggling. ' -

A N 5 - Ea - s . i 5o

Should AASA then attempt to recognize pre-sérvicg:preparation only? Should
continuing education recognition be restricted to attendance at NASE programs ex-
clusively? .Is it possitle to equate inservice development activities with defi-
ciencies in the original prepardtion program Or with s{mproved performance on the
job? Should AASA confine jtself to designation and recognition of members whose
professional preparation is adequite
should it be confined to members who demonstrate outstanding performance on the jcb

regardless o
to the aid of someone veing migged--everybody agrees ‘that it is a good idea but no-
body wants to do, it. o ; . : . C .
- STy . .
Tet me state then the general ‘problem on which we welcome your counsel: How.can
AASA exercise strong support of propér preparation and prolessional development of
cchool adminis:rators now that AASA membership requirements are completely unrelated

to the member's preparation and professional development?

H

? - If recognition should be extended beyond that, -

f any specific -continuing education activities? But this is like rushing

£r




