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Associates. , ,They assist in developing the foundation's

character, policies, and programs, and most direct” CFK Ltd.
related programs within their school systems. CFK Ltd.
programs pertaln to assisting school systems\ in --!

--Developlng 1nd1v1duallzed cont1nu1ng eduCatlon programs
for their school admlnlstrators et
~-Developing learn1ng programs for principals and other
admirtistrators so that they might serve as climate leaders
within the1r schools and school. systems.
~-Using the’results of the abovb endeavors on a non- grant
"bas1s.-
- ' . . ]
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*The essential questlons wh1ch this Occasxonal %aper d1scusL‘3

Qﬂgﬁhgmmfmﬁl' e }A v
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INDIVIDUALIZING ADMINISTRATOR CONTINUING EDUC ATION o o

e . .\- » . “-

. d -
- . . ’ ) .

HOW Tb-uss THIS‘OCCASIONAL PAaéR- " DESIGN ANn PURPOSE" T
P ’ . ‘ t

.ses are: . - /-~ .
1 ! : Tty
**What is an individualized cont1nu1qg educatlon program !
for school admlnlstrators? L o : .
. . 8

**What are the ‘basic 1ngred1ents of a school d1str1ct s - “g
1nd1v1duallzed cont1nu1ng éducatlon program® ° - o
. ’\ T T U
**What processes mlght a ,School dlStrlct use. to organlze VA L

,
..

and sustaln such a program? ’ ' .
. .- ., ! . (\ .o
**How mlght an - 1nd1v1dua1 school admlnlstrator organlze his -~ .
s€lf-renewal ?rogram? \ . . N ooy

‘This resource guldebook is for superlntendents,‘prlnolpals,

key teachers, ‘professors, .coordinators, area superintendents,,

.assistant pr{nc1oals, ‘assistant 5uperintendents, and others .

interested in self and s¢hool impyovement processes. It !

is also de81gned for school administrators respons1b1e tor . .

developing in-service education programs ‘for ‘school dlstrlct

1eadersh1p‘p9rsonqpl. 7 I o v
& i o . .

R ¥ the reader ‘will :be prov1d1ng leadershlp for a school

district's indiwvidualized continu1qgr%ducatlon program) it '

is suggested he study Parts I, IX,‘dnd III. "If partlclpa- ¥
tion in a school district's individualizéd continuin K
education program is considered, stud& Parts I.and III. .
only an ‘awareness of how such programs typlqally operate
is_wanted, read Part I.

If

.
While the word "school" is ‘used througbdué the concepts
and practices described are equally. appllcable for educators ’
associated with school district level . operating divisions,
such as the superintendency, 1nstructlon and curriculum -
development, maintenance and ‘custodial serv1ces,,pers0nne1,_
finance and acdountlng, research and developméent, and trans-
portatlon. . . » T

L
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(Thls is one Qf a series of CFK Ltd. Ocpa51onal Papers C e
* 1 reportlng results onn individualized .continuing eduqatlon v

(ICE) programs for school administrators and school climate ™
ol 1mprOVement programs. Many of the papers »in this series
~ are rf¥ferred to .throughout by, author name only. -The |, .
s ,cdmplete llSt appears in Appendlx C ) 9 @ Ly
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BACKGROUND AND FOCUS OF ICE AND PASCL PROGRANS

A > -

-‘Thls paper is not merely +he flgment of. ;he author s imdagin-

ation. -It'summarizes the practices of some forty-five school

'y distrigts#”throughout. the nation which have actually been *

. - », operating, individualized contlnuing educatlon programs- in
"7 associdtion¥with LFK Ltd.‘ o i 4

. . *
ve

-

- Each district is 1nvolved in developing:its admlnlstrator
“* r¥newal program by focusing on school improvement- through
' ‘improved leadership behavior of school admlnistrators. * .
However, the larger fécus is toward advanciny society through
1mprov1ng school$: and. their climates. Two vehleles for these
endeaVors are:’ ‘ o g . ‘
v 7 . L : .
,--Ind1v1duallzed Continuing Education (ICE), whlch pertalns
, to .school district organized processes of 1nd1v1duallzed
AL 1nserVLce educatlon for school administrators.. - 0o

W

T —-The PrlnClpal as the Schdbl's: 'Climate Leader (PASCL),
‘wh¥ch pertains to- only orne means of using ICE processes.
The PASCL focus is on: advancmng the quality of school .
cllmate through improved admlnlstrator leadershlp.

ICE and PASCL are’ processes admlnlstrators can use to L
“directly link their inservice education and professional
.+ “growth.to planned school.-improvement projects. ,ICE and
~ PASCL' help admlnlstrators employ new knowledge about
» * education and, to fulflll, on-the-job), their most important
o respons1bllity, which is to ‘continuou ly prov1de leadershlp
. for’ the dewelopment of a better school. v
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e ) N
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(ICE) programs for school

~~=An ICE. .program is a process school districts use to provid

PART>I
. INDIVIDUALIZING ADMINISTRATOR CONTINUING | c
| EUUCATION A” SUMMARY ‘ |

I ' .

" DISTMNCTIVE CHARACTERISTICS OF‘ ICE PROGRAMS o

School district‘developed Indlvidualized'Continu1ng Educatlon

1admzmlstrators typlcaliy possess X
these d1st1nct1ve traits.”. _ .

N

-~ICE programs occur on the job, not in isolated academic ’c

sett1ngs.

I

administrators-with efficient and economlcal life long
learnlng.opportunltles. . ‘j‘%

--The .educational experiences are systemati¢ and goal
' oriented rather thah being composed of 1nc1dental and .
‘unrelated learnlng expekiences. *

>

--Each partlc;patlng admlnlstrator determlnes h1s own'
individualized growth program. Yet, in shch endeavors,
one usually associates with ‘other administrators involved -
in similar activities. Using collegial teams, the
persOnallzed programs are cooperative w1th1n the school
district. '-//' s ~ "

¥ " .
--Pgov1slons are made whereby administrators learn from each

Other and consultants in seminar type settings. Thus, ~

v wh11e the educational-experiences are highly individualized,
ntany are pursued in a social context. :

--By associdting individ a11zed c0nt1nu1ng education programs
with actual school 1mprovement pro;ects, the results are
'in the form of a better ‘'school and improved leadership
ab111t1es of the admlnlstrator. i ) '

\.v

1Pa,,rtlally adapted from Hansen, Kennekh A., .
Individualized Continuing Education for Secondary School
Principals: A Modest Model Englewood, Colorado: A CFK
Ltd. Occasional Paper, May, 1969.

‘ ¥




uous - program of self-renewal

3 ok + f e

.~—The learnlng expe iences are 3ob or&ented and require the

kind of‘perSOnal hvolvement that makes a difference in
- the way . the 1nd1v1dua1 functions 1n\hls positlon.. » T

o v * S
. o | B o ,

DES]GN OF [CE' PROGRAMS e

’,

gIn a-rapidly changlng educatlonaf scene, today's school
_administrator frequently is - forced ‘to abandon old respon91—

bilities and assume new ones., Often, what were ye€sterday's '
top prlorltleS are suddenly replaced by others more relevant '
to constantly shifting educational demands. In order to

_manage school 1m§rovements, admlnastrators face the contin-

uous need, for acqu1r1qg new abllitles. ¥ !

> . ’i , .
To perpetuate effectlve 1eadersh1p a school dlS ict niust X
provide a program whereby each.of its administrators has an
opport n1ty to partieipate in an 1nd1v1duallzed and cqﬂtln-

/

. ~

Slnce the latter 1960s,s0me forty-five school dlstrlcts‘
throughout the nation "have operated contlnuoys education pro~
grams for’ their school administrators. Each’ program uses the
concepts of individualized education. .The admlnlstrators w1th1n
each school system not only develop the district's program,

s
L JCHE N

Jbut each involved educationgl leader also organized his

personallzed program.of insePvice education. An unique and| *.
vital feature of tHese programs is that in most instances i
an administrator's growth program is directly associated

with actual school 1mprovement projects which he orgaanes.

In 1968, ‘eleven. school systems, in ass001ation with CFK htd“
began developlng school dlStrlct based bn-the-job programs
of 1nd1vrduallzed ingervice educatlon for administrators.

1.8ince that t1me additional d1strlcts have become interested

in the conéept, and its very real potential for SChool
1mprovement activities. They-have organized programs in |
as5001at10n w1th the or1g1na1 school systems and CFK Ltd.,

The , purpose of: thlS guidebook is to pro e sufficient _
1nformat10n about the concept §f indiv dualized continuing
education so that other administrators can orgamize such

. programs within their school systems. While each distrlct

must de¥elop its own program suited to its particulai. needs,
reported herein are typical patterns of individualized
continuing education as they have emerqed from the practices
of the school districts now operating such programs.
Essentlally, these distrlcts are developing ,programs they .
can use to 1mprove administrative leader§hip. Finally, this .~

\

” .
. . . . »

e

-
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N paper: reports how individypal- admlnlstrators within the school
' systems, typically organlze their own program of professional
", * growth and relate it to their job of developlng an 1mproved
' school. . v '

\ ’ . (SR ' ’
. g ' ’ : "- o s

. |
The proqrams belng des¢¥ibed pertaln to these themesx

B

——SchooI‘dkstrlct organlzed ICE programs fbr school admlnl-'
strators. '

»
.

——School district orgahlzed 1earn1ng programs de31gned to
. S assist .principals and other admlnlstrators in 1mprov1ng
o > the Wholesomeness .of the schpol s cllmate for learnlng. .

- Programs ex1st in-Washington, D. C., and w1th1n school _
- districts in the_states of California, - Colorado, Idaho, g
IllanlS, Indla , Kansas, ‘Michigan, Minnesota,’ Mlssou11,
e . Nebraska, New Y¢ rk, Ohio, Oklahoma,- Utah, and Washlngton.
. - "Also, -the profegsors of three university colleges Of L
N " éducatlon have eveloped similar programs . for %helr‘growth. (
. . ,
‘ While to date-a majorlty af the part1c1pants 1n the' ICE
. . programs ‘of the[several districts are junior and senloR -
. high 'school principals, other ~types of admlnlstrators are
S also involved. ' They include elementary’ principals, a881s—
' tant principals, - teachers, and school. district level
administrators 'such as superlntendents and a881stant super—>'
_ 1ntendents. _ : Ny ~
. . . : . _ . -
' Also involved in .these admlnlstrator 1nd1vrdua11zed 1nserv1ce
education prograﬁs is CFK Ltd., a fourMaticn. established
. in 1967 by Charles F. Kettering II. His idea was ‘to create
,— a foundation which would relate: to.educational problems
. of essential concern to school -administrators. To assist
\ in directing the efforts of the foundation, CFK td. has
sixty-three Asseociates who are 1argely public s ool . e
’ superlntendents, pr1nc1pals, and assistant supérintendents,
- ~and professors from various universities. Most of the _
-~ Assooiates direct administrator 1nservrce educatlon programs -
w1th1n their districts. ~ - : _ s AN
Procedures for Organizing Ind1v1dua]ized Inserv1ce Education Programs
for School. Administrators. - Following is ‘a list of procedures
derived from the practlces of schobl districts now operating
individualized continuing’ eduoatlon programs for school
administrators. .

A

--An admlnlstrator is de81gnated to prov1de 1eadersh1p for
for the development of the school dlStrlct s plan of _

Q . i

" . . N , v .
ERIC v SR PR
[Aruiroe poviisa oy mc . ’ - : s . . )

. . . 3 ' ’ . ) N .
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admlnlstfhtive c0nt1nu1ng educatlon. . S . '

. . o /l' o e

——Thls ‘educator 1nvolves other admlnlstrators in Qrganizing '

. T a plan of action. I

a g ~ T : ' T
! ) '—-leen a sketch of the dlstrlct s p;ogram, Lnterested ’

’ school adminlstrators volunteer to 301n ‘the ‘endeavor.
Collegial teams 'are organized consisting of from eight to,
twelve administrators. ‘Each team organizes learning, -, .
acthﬂtles. (Invariably. districts.begin on-a.small scale
by okganizing one team W1th experlence the number

';1ncreases )

- ~ 1

5 sional growth| program dlrectly related to school 1mprove-
ment projects ,

.
.
' Sy C : '

--Yearly, the paftlclpatlng admlnlstrators reflne the school
dis trlct s prooram. . AR B )

~iEach partlcithlng admlnlstrator deveiops hlS own profes—

e

n‘«

"Each ¢of the abov% procedures 1s brlefly dlscussed 1n the .
succeedlng sectlons. . .

I3 . f . L e« Te . . .‘ Y
Progranleaderﬂnp. (A variety of practhes exists forrselec~g
ting-an administrator to- provide.lnltlal, and often.continu~
ing, ltadership. peadershlp réspon81blllt1es for. an, indi- .
vidualized inservice education progran take time, but not \
an inordinate amount.” Typically;: program coordinators’
devote a few hours a week to the program.. For this reason

: some districts.have' qecessarlly assjgned such duties tp an .
s administrator whose Job responélblllties already qnclude S
insérvice. educations. In other instances the ‘?esponsibili-
. ‘tles have been given to- an educator as En additional, but
v ..1mpqrtant,’aspeot ‘af hi's:present job. es1gnatibn in some.
: districts has been-by self selection.’ That is,an adminis*
~ '~trator, believing individualized qdmlnistratlve inservige
> education to be 1mportant, organizes a study group to -
T investlgate various forms of self~renewal. 1In a few systeMS
" . the program has emerged as’ an actlvlty of a distriet's St
o professlonal assoclatlon of admlnlstrators. BRI ‘
\_' LA
A few dlgtrlcts useka co*leadershlp conééﬁ% where respon- -
sibilities are’'shared, for example, by a pring¢ival and an,
-, ( educator at the school d1 trlct s admlnlstration buildlng.:

- . 2

Typléally, hOWevern the su er1ntendent of scnools desfgnates
.. - *a person to. prov1de-¢n1tia *leadership,’ In larger Jdistricts,
<Ait is usually an associate or. aSSLstant'%uperlntendent who
‘ . appoints an injtiator. ,Oth r roles of the superintendent  °,




kb.

. end h1s Key assoc1ates 1nclude a contlnuOus understanding

- reason_why a. wide variety of - educators, in reégard. tp S
:pOSItIQn, presently. serve’ 25 coordlnators for individual- . ooy

~ services,’ deputy superintendent, director of ‘regeaich,

;un;versléy departmenf of eduqatlonal ddministration.

P .t ' - [
- . . . L , 8

. X . <, s
- ¢ a . ' . Ad
. H . R

ﬂ'_' r‘~. . .
- f L

ofi and c¢ommitment to the concept ‘of adminlstrator self- -~ _ .
renewal. Idealiy, they jOln the program -as partlcipants._‘ o _fﬁk‘
The actual posLtmon held by a program s coordinator is’ of [ - n

1€ss ifPortance than, are thes leadership abilities-he ig’ o
able to provide. h11e no‘standard role ox: job deScription R A
is implied,  the major detertminant is an ablllty ko fagili-, .

. tate the®development of maximum invelvement of partlclpants

according to their.individual self- fenewal npeeds and the ‘ : {: :if.l
1mprovement needé of thelr schools, as heg see them. o ) i

Essehtially, a program‘coordlnator is a- catalyst father spaw . ,f,
a director who merely establishes things for others to |
do, - He serves.in a helping’ relatlonshlp;‘he is a stlmuhagor ‘h o
and-counselor. Thus, the skills and attitudes. ﬂeeessary to
assume such’ a role are crucial’" ‘This 1s, perhaps, the™ ; r

izing inservfce education programs' for administrators. Wt
Followihg ate the titles of persons presently providing R
readershlp-; superinténdent; principal,’ area superintendent: © N
director of staff deVelopment, assisgtant superintendent, “-«
directoxr of - elémentary educatlon,fdlrecéor of 1hstfuct10na1

~L

professor,” dean of school of- educatlon, ‘and chairman of a f? ;Q ~

M
IR S

Iyp1ca] Features of é’Schoo1 Dlstrict S Plan of Individuaiized o T
:Inservicé Education for Administrators. Schpol ‘district hased . :

.

; plannlpg tedms of admlnlstrators .charged with ‘the respansi- | -
\\blllty of developlng a contlnulng educatlon program usually. _ ‘,:

~

meet perlelcally for a perlod of ‘about six to eight weeks.'
Their ]Ob is to describe ‘the'goals and objectives of theixr’

. distrigt's program. Aiso; they attempt to state the evxdences.
they plan to, obtaim as to 'their suceess 1n achlevrng each T

ibb]ectlve. - o 'JQ , , ( R “‘ ;3]‘

. .
1 4 . :

.

\
The follow1ng 1lst descrlbes‘a nurber of goals and,purposes

. summarlzed from exlstlng programs. . d

. 6 . »
.

--The focus of the program is to help'admlnlstnators lmprove <
their leadershlp abilities on a continuous'basis. (This , = . =

. is’ not always evident. in ‘early progran considerations. :- v
~ Often’ partlclpants 1n1t1a11y think pr1mar11ylof change‘for * . -
' someone’ else; i.e., staff, school, student body, etc. . '
~Whilé such,goaIs are not ‘inappropriate, the purpose of a
- self- reneWal program is. to prov1de opport‘rlules for each

D I ( . Co . PP " . ; <t P
, . .. , . . . . - . .
1 e
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part1c1pant to 1dent1fy needed self or school 1mprove— <
nts for which he w1ll*prOV1de personal 1eadersh1p )

«~The, program is baseg 9n the concept that each admlnls—
trator is .unique. They do not begin at the same place,
they.do not learn at the.same rate, they and their

<. schools have dlfferent needs' at different times, and - .

v . *somé.learn better alone, whlle others learn more effeoi

A

'

%F t1vely 1n~a group. ‘: -0

. L4

T -~The program 11nks admlnlstrator self-renewal activities
S . to actual school improvement projects for which the
s administrator provides leadership. Thus, small group . ... == "=
Y : learnlng eXperiences are job oriented, practicaly; “and
Sl 1,requ1re the kind of personal involvement that as=1st°
" the administrator on the job. Improvement of ong's

L competence is perceived,’ by the participant, not as an

WL "extra" duty, but as a means Jf doing his job more e

: effectlvely and eff1c1ent1y. ; ‘

B

% i .
>

o, -—Prov151ons are made whereby admlnlstrators can. 1earn

S ‘ from each other and'consultants on a one-to-one bas
and "through small group learning situations. A talent
. pool exists so admihistrators can also obtain assistance
from the community, university professors, and educatozs
on the staff of the school d;strlct and of other districts.

¥

~-=In addlt’on to act1v1t1es of the 1earn1ng team, each
partici patlng administrator develops his 1nd1v1duallzed
program of .inservice educatlon . .

- -~The program is de51gned to meet the real needs of admin-
istrators. It is planned and administered cooperatively .
by the participants. . : ' /

Team Activities. The foregoing llSt descrlbes many of the
features of the learnlng or cdlleglal cont1nu1ng educatlon
", team of school adminisgratoxs.: —.°

Yo

These types of teams éxist:
--Secondary school principals
--Elementary sbhool principals

-~Elementary and secondary school principals within a
geographical area of.a school district -

EN . )
- .
- {
.
R
.
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—-Total administrative” staffs o&‘ for example, three
secondary ‘'schools

~ --School district level administratdrs ,

~-<Principals and school district,leveL administrators

Inservice teams of administrators plan and learn together,
share the strengths and weaknesses of their school 1mprove-
ment projects, serve as consultants to each other, ‘and
assist one another in developlng individualized plans for
profess1ona1 growth and school 1mprovement.

Invar1ab1y, teams organize perlodlq seminars perta1n1ng

to topics of common need. To date, most of thé districts’
teams have stresséd as a major activity the development of
management, skills usable on the job, .such as. how {0 conduct

.needs assessments, developing professional growth-plans

.~ defining goals and objectives for, and measurlng progress

of, school improvement projects, improving administrator-

. teacher~-student compmunications, assessing the school!s -

clipate, developing accountability skills, and using -
Delphi technigues. Adso, these toplcs have been aspects

of school district organized seminar sessions: prOJect L
planning, recent and -:promising school improvements, improve~

‘ment of faculty ns etings, and management by objectives.

outside resource person is selected becduse h
not only. an overall concept, but also specific tools for,
using the concepts within school§. Because vast consultant
resources exist within the team ami, of course, the schbol
district, most of the teams actively share_their individual
project progréss with their colleagues. . ' '

Teams often select consultants to. assist themg//bsual}y, an

All of the part1c1pat1ng d1str1qts have found it necessary

to set aside blocks of time ‘for team meetings. In one

‘district,’ teams meet monthly in six-hour sessions. Another

district -has found it necessary to organize entire day
sessions while working on projects of special importance.
Most of the districts plan rather substantial (2-3 hour)

-"blocKs of. t1me for meetings.- Finding 'time for teams to do

their jobs'is one of the problems reported by ICE program
coordlnators.

Teart membership may either be continuous or rogtating. ‘One
school d1str1ct, for example, has a rotating membership
system which gives every principal an opportunlty to be

can provide

o

-

v



—-Organization and’ conduct of improvement projects.

S . 3
¢ - .

formally involved in the inservice education program every
third year. More of the districts, howeyer, have maintained

.a constant group membership over a perlod of years. : A

-

’ Indiv1dualized Continuing Educatlon Plans.* A final, and extreme1{

important, feature of this form of continuing eduycation is
the development by the part1c1pat1ng administrator of-his.
own individyalized , inservice education-school 1mprovement o
project. - v/ '

« L . < L
,l

In organlzlng one's continuing education program, whlch is# ‘\\\
associated with an actual school 1Mprovement,pnggect, ‘an t

. administrator generally includes these processes:

-~Analys1s of the school's potentials, strengths, and
‘'weaknesses. This.often involves the use of needs assess-
ment practlces. (It should be:pointed put that many’
administrators already know what the school might do to~
.improve its services.) !

—-~-Analysis to determine addltlonal skills or knowledge
.needed to provide appropriate 1eadersh1p for deslrable
school 1mprovements . ’

A3 s

'To assist administrators in the third aspect, a team of

CFK Ltd. Associates organized a project plannlng prOCess,
(self Performance Achievement Record (SPAR) ). SPAR is a
process. It is a. convenient and practical gulde des1gned
to assist school administrators and other educators in

- developing school improvement project goals, objectives,
‘activities, ‘check points, and evaluation procedures. It

bility process for the educatiorfal leader. Imkshort, SPAR

also serves as a simple, but pogerful, personal .accounta-
represents a procedure for diredtly relating an educator's

. individualized cont1nu1ng education program to actual

school” improvement projects.

‘
L]

. Pages 10~11 present the SPAR document. Page 10 outlines a

brief process for descrlblng a school 1mprovement project

in terms of a goal, activities which would probably be
occurring if the goal were being practiced, objectives, and
ev1dences of success in achieving the objectives. Page 11 -

i

2Olivero, James L.; Geddes, Vivian; Hall, William D.;

~"Marr, -Richard E. - Self Performance Achievement Record'(SPAR).

-

Englewood, Colorado: A CFK Ltd. Occasional Paper, 1973t

v
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H

completes the process by prov1ding a format fbr descrlblng

the time line for initlating and completing the project,. /f
progress reports to.the colleglal dearning team of adminis=-
trators, -and one's 1nd1v§duallzed continuing éducation plan.

It is the relationship of Section V (ICE program). of o
page .1l to the other sections of pages 10" and 11 that links
schodl improvement activities to an administratot's person- .
alized inservice education plan. Section V of page 11

asks this question: Given the school 1mprovement project, .
what new abilities do you need to achieve the project? . ,
Thls section of SPAR also contains a procedure: for recording * y;(r]
one's plan for obtaining the needed new ab111t1es. -

< " "

-Cost. A school district's digect cost for an 1nd1V1dualized~
continuing education program for school administrators is

- largely within: the categories of consultant services and - o
any travel funds individual. partlclpants and teams may need . s,
to help them achleve the1r continuing education programs. a
The cost, -then, varies to the extent. a school .district can
make the above two items a feature of their plan. While
some districts allocate funds, there aré also effect1Ve
programs operatlng wrth essentlally no . funds.

%
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L e PAgf noo .
[PROCESSES FOR DEVELOPING'A SCHOOL DISTRIET
INDIVIDUALIZED CONTINUING EDUCATION PROGRAM

\

: - . C e P ’
L Part xI shows how a school/ﬂlstrlct can ogganlze an 1nd1-.(
vidualized continuing education (ITE)' program for school *

admlnlstrators. The information and pxocesses will be of
'Sﬂeclal interest to educators with respons bLllty for
.guldlng the development of a- SChOOl dlStrlct S program.,‘

R

o SUMMARY 0F~PROCEDURES'F§B ORGANIZING AN 1CétPROBRAMf

. A'brief summary of the prﬁ%edures for developln an ICE

+ program for administratgrsiappears.on pages 3-4 of Part T.,
‘The sections which ,follow provide "how to do it" informa=
tion for the first three procedures listed on pages 3- 4,1
while Part III provides similar informatlon on the remaln—'
1ng prOﬂedures of page 4. , ‘ . ‘g . ‘

»,

¥,

A STEP BY STEP PROCESS FOR INITIATING AN ICjEPROGRAM

" In organlzlng and operating a schpOl dlStrlCt sea\lgg;
\program, there are three basxc stages.

7’.

j

Stage 1 -z fﬁitia] ICE Proé?am Conceptua]ization A
. .

The admlnistrator providlng 1nitf&l leadershlp fo developlng

the program should form a small ad hec planning team of five

td seven admlnlstrators.\ Members should include potentlal
partic;pants in the -proposed program, an assistant Superln—

tendent, ‘and hopefully, he superlntendent.! ,

The : role of the planning amvis-to. *

--Study the experlences and pracices of other school
_districts that are presep tly 'operating ICE programs. .
"(This Occasional Paper is the best general source of

(1nformatlon on this-topic.) e f’

--Determine ratlonale .and proad obJectldes for the program
\ based on a needs assessment of potential parthLPantS.

L ;
. a , N

. o S : ’ “, .
K . o , .
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(Appendix a, "Why Do It -~ Ideas for a.School District's
‘Rationale for an ICE Program," will be of assistance."

. Other sections of thlS paper prov1de appropriate assess~-
ment processes ) - . Y

‘s . L

;\~<' r --Identtfy the purpose and desxgn of the program.

.

--Descrlbe the proposed role of the administrator who will .
. provide prggram ‘leadership services. (This CFK Ltd. I
s Occasional ‘Paper will be of assistance:  Administrator - L
SRR - Renewal: The Leadership Role. In Collegial Team Develop-
o ' ment, by Vlvlan beddes.~ See Appendix C.)

,—-Detérmine 1nitial program goals, objectives, ‘and charac-»
teristics and make necessary support and procedural
. decisions. (The 'program planning form, pages 17-2],
prov1des a format for recording the decisiOns of the ad
. As the planning team examines and, Qvaluates the overall .
Ty nature of 1ts program, these suggestions w1ll be of value.
--At the outset, an ICE program. should be ‘voluntary with an
o opportunxt{ for others to join latér.:  Human and financial
o resources - ouSupport the program must be. realistically
assessed.

MR}

.t

.

--A program leader must’be app01nted, although 1t is not .
necessary to have a full time director. Lo ‘
-=-A Source of peer . support for participants must be provxded.

:\Q;\\~ Typically,  the collegial learning team, to be discussed
- later, provides approprlate support. - . . .

}‘ ' -*Structure the program so parthlpantS will look not only ‘
. inside but outside their district for ideas and resources

" as they accomplish team and 1ndiv1dual projects.

& -

--Desxgn the program so-it Wlll result in pos1tive and bene- .
 ficial school changes. = |, . - < B

-—Detailed planning is des1rable and appropriate, but .since

plans tend to change after: ‘initial séssions, it ‘is

suggested that. initial planning not consume too much time. .
' The resulting ‘plan should be cons1dered/as a point of
degarture. i

--As’ partiCipants develop an ICE program and a commitment to
school and dlStrlCt improvement programs, they must know




L ‘the extent to which each is at liberty to extend his

: educat10na1 endeavor 1nto actual school 1mprovements.

" ~~Although problems will emerge, thé majority should have .
been c0n31dered and anticipated. An example-is: .how do, ..
part1c1pants flnd time to take part in a 51gn1f1cant
manner?g . : o .

Iﬁ moving from Stage I to Stage II, and perhaps throughout

“ +.» . the initial first year of the program,. .it will be desirable .

e ‘ - for the ad hoc planning team and the program's coordinator,
to per10d1cally emphasize the essentiil goals of the’ program..
A parampunt goal should be a551st1ng administrators in-

: umproving their leadeérship abilities on a cont1nu1ng basis. .
This is not always evident in early program considerations.
Some. administrators will be thlnklng in terms of primary
change for someone else: that is, .his school, staff, stu-'
dent body, etc. While such goals are not totally 1nappro-

"prlate, each part1c1pant should also 1dentrfy changes in

N his own behavior and leadership which will be instrumental
. in facilitating sc hool improvement goals and ptrojects.’ o
Using the principal as' an examp}e, the following diagram '

: illustrates the: concept that the goal is to provide oppor-

L -tunities to help the principal improve his profe551ona1

' a leadership abilities in working with his- staff and in . .

< conductlng school 1mprqvement prOJects. _ -7

3
' \ -
. . .

-FOCUS OF SCHOOL | . ..
DISTRICT'S ICE | , ‘

'_’ PROGRAM |. . .
. o ’ e B2 :
¥ - \fwl\. e \>SCHOQL IMPROVEMENT
' | GOALS - .
@ o |
PRINCIPAL'S . PRINCIPAL'S oo 3
IMPROVEMENT . , - -
o GOALS T , . : .
. - - LEADERSHIP . : .
‘ 4 | STAFF IMPROVEMENT

w'v / ’ | GOQALS
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,-—Selectlng assessment‘processes to ascertaln school and

. . .
- 4 A
g - .
i

N

Stage I -- Operat1on of an ICE Program wzﬁh In1t1a1 Grougﬁof Adm1n1s~
trators

. . 4 ' YN
GiJ%n:a sketch-of the'district's program, interested’school
adminjgtrators volunteer to join ,the endeavor. 'Collegial
teams are organized consisting of from eight to twelve
administrators. Each team organizes learning. act1v1t1es.
Invariably districts “begin on a small scale with one team..
W1th experience the number 1ncreaseo.
Each partlclpatlﬁg admlﬁlstrator develops his own profes— -
sjonal growth prcgram directly related %o school improve- , -
ment projectd.
processes for this aspect of continuing educgtion. To
summarize, each participant has these challenges.
» . L] R .
-~Assessing his-personal and profess1onal contlnuing educa- -
tion needs 'in relation. to needs of his schoeol, staff, :
student body, school ,district,. community, and as reflected
-by major currenht gnd anticipated fvrture educational trends
as such affect kim, his respOns1b111t1es, and his 1nst1-;
tution. I - i
3 A 4 . : . .
personal improvement needs. *(Papers that w1ll be of aS$lS-
" tance here are School and Self Assessment Processes: A
Guidebook for Administrators by Gerald Prince, and %.
School Tiimate Improvement: A Challenge to the School : ‘
Admlnlstrator by Robert S. Fox and others. See Appendlx C. )

-~Planning and - conductlng persOnal and school 1mprovement
projects. (Of assistance at this stage will be A Guid
to Planning Sthool Improvement by Lawrence J. Aggerbeck,
and Self Performance Achievement Record (SPAR) by James E
Olivero. and others. See Appendix C.) ~

Past experlence ‘of school distriets' ICE program coordinators

indicates that during Stage II, the typlcal program has

these three phases:

'—Phase I. Program status- "Planning stage continues, needs -
assessment continues, and ICE learning team has
not moved beyond group meetings. Indiyidual
plans of action are not totally completed by

participants.
i

1

\ .
--Phase II. Program status: Development of collegial team

spirit is not completed. 1Identified plan of
action and group learning activities exist. .

.

rt I1I, pages 25-42 of this p3per describes

]

-



refining the program. .

16

A ¥ .

‘Participating administrators areTEtruggling
with how-to develop their individualized plans.

--Phase III. Program status: Team of particlpatihg adminisg=-

) ., tratoxs is, in fact, collegial. Each partiei- .

) pant. has an 1nd1v1duallzed self and school ’
1mprOVement‘plan pertalnlng to one or two
goals. ,

Stage 111 -- Refinement of School District S . ICE Program~as Result of ¢
Init1a1 Trial . .

- ) ]

' Through the leade}shlp of the program's coordinator, the

refinement process should involve each:‘'collegial team of o
participating admlnlstrators.‘ The. program planning form ,
which appears on’ pages 16- 20 can be used as a vehicle for 7,

The following worksheet will assist! in developlﬁg a time- .

line for accomplishing the three stages of deveﬂoplng and ’;,h
'operatinq an ICE program durlng the flrst year. .

e

' c B . R ] : : ]
. Y

School Di&trict o ‘ ' ‘ .

ICE Program Coordinator . : g
- k4 a ’ .

i _ ‘

) Inltlatlng gCompletlon
L7 , Date ) rDate

1 » - L2l

ICE Program Stage

[

Stagé I -- Initial ICE ) . .
Progrdm Conceptualization

2

-

State I1 -- Operation of , ]
ICE Program with Initial { Ll ' . )
Group of Administrators ! . . . .

. : M ) : / «
. . (] R

State IIT -- Refinement of ) ' R
ICE -:Program as Result of: “ o ’ -
Initial Trial N A

. ‘ -
. . . +
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"PLANNING FORMAT FOR.Ah ICE PROGRAM ’/

"Iﬁ a school dlstrlct s program -is-to be relevant for its’
admlnlstrators,kthe ad_hoc planning team must tailor it to

the needs. of thp participants and the district. In fact,.the

-initial group of" part1c1pat1ng administrators should be
directly involved in the planning process. While it.is, of
course, approprlate to considér practices of other school
systems operating such a program as a means of: identlfylng .
approprlate idéas and procedures, in the final analysis a
district's program should be."hbme. grown," The following
worksheet represents a brlef and simple format for planning
.;he ICE Program.

. 3 ‘ LY
[ »

SCHOOL DISTRI cT’ S YEARLY GROWTH PLAN
FOR ICE PROGRAM

. PERFORMANCE ACHlEVEMENT geconn (PAR)

< 'Q
. .

ICE - School district Organlzed Invidlduallzed Gontinuing |
: Educatlon program for school administrators .

S
. .

. Date

4

PART 1 - BAS]C INFORMAT!ON

» )

1. Name of school dlstrlct° .
’ ‘ ~ B 3 | .
2. List‘of ICE progran/participants:
. ) . . / . . "
~“Nare ' / Position

\

"
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c. - 1 . § ’
¢ . . “ . R . ¢
DY , i , - L . .
‘ , o - ' ! 18
. . LA '
' . ‘ * ot o
4
M - -
s * . a ’
. ‘ - -
2. Llst of ICE program partlclpants (contd. )i s »
Name ' ’///- S ".- Pogition ,“ .
‘;H\. i \ ' L u‘v . . ‘./ » — ir
i B ~ - ‘ v,
1
T Py { L . ' '
- ’ ‘ » ' '\\“» | . 5 L "4
3. ICE progtam/coordinator: K i‘ C . . q. ,
Name oo ' Position .
s ; x -t & 1 '
’ < coat * ' A T T . ".. .
4. This plan is des1gned to cover a one year perlod; ) ‘
beglnnlng in .r 197__ and endlng ih R
(month) ° . . o
! .197 . \ : . ' . R <
—_— L
: E PART: 11 - THE PLAN3 - L
1. LlSt of GOALS of the ICE program- ’ o
I LI # ’ ., Lt
t > s
! . ' ' ‘
- : r
cLy !
. 0 . ' ;
. . ‘ ' ;
e ‘ .

3These papers ‘will be of a331stance in developlng a

yearly -plan: . Aggerbeck, Lawrencé J. -A Guide to Plannlng
Schoor Improvements. Englewood, Colorado: A CFK Ltd.

ccaxional Paper,, 1973; and Olivero, James L.; Geddes,

9

V1V1an, Hall, Wil)iam D.; Marr, Richard E. .Self Performance

Achievement Record (SPAR). Englewood,AColorado-; A CFK Ltd.

'Ogcasionalfﬁaper7“19731“‘ oy

A »
-
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. which partrcipan{f listed in,Part I will be developing

X

.Typlcallyp it is the goal of .each admlnlstrator partici~

pating in'a. school district's ICE program to develop an
individiidlized continuing education plan using SPAR
or similax‘individualized planning format. This year

such plans?
p{-.‘ . ’ \ A

_ Térgep pate'for.
Name Position Complétion of Plan
U Tosizon >

. . L ) ’ )

Assess beiow last year s successes, and weaknesses of ,

the school district's ICE program’ Relate this assess-
ment to the evidences obtalnpd regard1ng the objectlves
of last year's plan. '

-

y

. -
-\ . /e .
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'ACTIVITIES RESOURCE LIST FOR STARTING ICE PROGRAMS

14
" In addition to the procefses already described, the following

list provides ideas for initiating ICE programs. Eugene R.

Howard, Superintendent, Urbana, Illinois, School District,

prepared this list'as a result of assisting school dlstrlcts

with such programs.

1. Start with a preseptation of the underlying assumptions

‘ of the proposed program. Ask for volunteers to serve

on a task force tq develop a plan for your -district.

2, Start with a small planning group. Members may be
chosen for their competencies, for their place in, the
communications network of the district, and for theim

9 1nterest in the . underlying assumptlono of the program.

-

3. Suggest that the planning groups adopt the p051t10n
that, -~ .
¢, L
a. The program is to concern itself w1th individualized,
non group~paced education, and

b. The program is to have as a major objectlve the
linking of self-improvement with school 1mprove-
ment prOJects.

i
I

4. Develop a preli;zﬁary.plan.

5. It is best to initiate activities at an early date.
Some school districts have spent months _ planning only
to discard the plan soon after 1mplemen ation activities
were initiated. Do not .over-plan initially.

6. Start with consideration of the real situations in which
s the participating administratars. find-themselves. They"
: will be more likely to devote time and energy to their
own self-improvement if they are convinced that such an
activity will be helpful to them in better managlng at
v ’ least one part of their respon31b111ties. :

7. Do not assume that participants are already motivated

' towards meaningful self-improvement. 1Initial activities
will probably center around the administrators' plans to

- improve other people s competencies or to improve the .

school. There is nothing wrong with this. A commitment
to self-improvement generally comés later--after other
projects are underway. Educators are accugstomed to.
spending their time thinking up things for- other people

- d—

Q ' B . !
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10‘

11.

to do.

They'are>nét likely to change quickly‘in this

regard.

Most successful programs have carefully balanced group
work with individual work.
develops ‘later. : ) o

~'Individual work generally

Early group meetings might stress communication 'and

group~building activities among the participants.

_Such

agtivities are essential to the development of a non-
threatenlng team cllmate and a hlgh trust level. ,,r,

A qseful device for fostering school improvement activi-
ties is the school-based development team -- a school's
counterpart to the ICE learning team of'admlnistrators.
Development teams are a way of organizing talent within .

‘a»schodl so that improvement activities are stlmulated >
and . : :

suppor téd.

N

At an early date in the ICE program, parficipants will
be planning self-improvement and school improvement |

projects.

kinds of actiVities individuals might find of value tQ)A
themselves and to, the1r schools: .

‘ Self Improvement

The

)

Sehool—Improvement-«

.Develop skill in using a.

|
. H

' Improve commuanatiOns

‘a

For example, the following list suggests the ‘ﬁ

instruments to gather
information regarding

communications patterns -

among pupils.

Acquire knowledge -
about continuous:- ‘
progress curriculum
organization to

assigt teachers with
curriculum planning.

Acquire knowledge about -

learning lab tory
management tlechniques
and differentiatad
staffing patterng .

.appropriate to learning‘

laborgtories.

1
above list represents a brief

4

among pupils who have |
segregated themselves

Anto self-perpetuating

cllquesl

Prévide g%r pupil
options in language -
arts through develop-:
ment of, two~"alterna-é,
tive" Iéarning labora-
tories representing /
contrasting - learning
climates. .

L3

o
‘;’ﬂ . —
. .

sample. Perhaps the
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plann1ng group, as a part of its efforts to offer well

conceived options to participants, will find it profit~
~ able to prepare, for partjcipants; a more lengthy but

open~ended 1ist of such suggested act1v1t1es.

3

12 A bralnstormlng session of adm1n1strators partici=- .
pat1ng in an ICE program, .which-had school climate
1mprovement as its focus, produced these ideas for
activities. The pro;eq@s are llmlted in scope, but
represent a way-to, begin,

[

. - aad Decrease the amount of staff t1me presently invested
’ in activities which emphasize conformity and ‘compe- .
tition. Increase the amourit of staff time devoted
to developlng activities for pupils who are gener- |
ally cons1de5ed "out of it ¢ \

‘ A

] b. Develop projects to 1nc1ude pup11s in the evaluatlon
T of their own work

c. Form a group to rewrite the school's statement of -
- philosophy and its book of rules and regulations so
that what the school stands for is understood more
‘clearly ‘by everyone and &0 that these beliefs are
translated into .rpasonable rules. .
‘ N
d. Revise the school's grading and reporting system so-
that it - is pnssible for everyone to feel that he is
succeeding every day.
w - N . &
e. Take- students and staff members on retreats or form
. in-school discussion groups designed to foster open’
R communlcatlons, mutual respect, and understandlng.
f. Form a group of students to make a study of the
inc¢onsistencies which exist in the school hetween
what the school's statement of philosgphy says and

’ the manner in which the school's programs operate

g, Interview a group of the school's "13sers" and
- listen. carefully to their description of how schoul
affects their attitudes towards themselves and
~others. . Form a task force to do something about. at :
least cone of the concerns expressed by the losers'
group.

<p

>
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Up to thls point the precedlng Sectlons have_provided a range
of ideas and procedures desidned to guide educators . .
responsible fow’developing school district based admlnis-

trator renewal programs using ICE pfocesses.

Part IIIX provides information on how an individual admlnis-
trator can develop his contlnulng edupatlon program.

- J. v

f 2

- KHY DO IT -- IDEAS FOR A SCHOOL DISTRICT’ S RATIONALE
v FOR AN ICE PROGRAM

'Appendlx A provides a resource ‘of concepts which may be
useful in developing a’ school district's. rationale.

+ L

_Qﬂ OTHERu HAVE- DONE IT -- CHARACTERISTICS AND
EXAMPLES OF PROVEN lCE PROGRAMS ‘

Appendix B prov1des a look .at programs and methods used by
other school districts 1n-organlzlng ICE programs. It
descrlbes characteristics of quallpy programs, ‘examples .of
ICE goqls and objectlves, collegial teans, ‘and roles of
participants. = - ‘ !

~
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S e o
. - . «PROCESSES FOR:DEVELOPING PERSONALIZED - |
© . .. - CONTINUING EDUCATION PROGRAMS -~
-: T A CASE STuDY T
. . The basic tenet of ICE programs is that administrators need

‘to relate school improvement needs to a personalized program™ "

'of self (or professional) -improvement. For example, Jancs

Huge, Pr1nc1pa1, East ngh School, Lincoln, Nebraska, organ-7*

ized, a faculty, Student and parent task force for identi-

fying concerns about the school. "As a result of d1scu331on

and ‘assessment, the following four concerns were isolated

and translated into thesc school improvement goals and ot

ObjecthéS\ (Activities, evidences of success in ach1ev1ug

.objectives; and¢1n1t1at1ng and compYeting dates for each .

goal and o¢bjective also were identified.) - g 7

1.  Goal Statu.hment: 'Each student will be able to have d

'\ ‘self-selected tedcher-advisor -- a "friend on"the
faculty."’ oL ] . o v

, - The Self Performance Achievement Record completed by
% Huge for this goal appears on:the following., two pages.
: He also developed a similar plan for each of the o
- follow1ng three ‘goals. : _ . ‘
2. Goal Statement: Develop and 1mp}ement an organizational
mod€l which will allow for varying amounts of freedom
' and ,structure for each student.

Objectives | ‘ ' . ‘

. 3
‘ v

RN Develop,an organlzat’onal model and 1mp1ementat16n
. procedure for that model which provides educational

. . opportunities which comfortably fit the learning

: . " and teaching styles of 80 percent of the students
_ and teachers, as measured by thelr own ]udgment and |
. ., - that of an outside evaluator.
. o \ . -
., ‘b Identlfy and desgrlbe at least four separate learn- |

e ing styles and teaching styles." . ‘
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c. At least 50 percent of the teachers will have atten-
. ded inservice activities which should help them help
.- Students 1dent1fy learning styles and 1in desrgnlng
programs around those 1earn1ng styles.'

3. Goal Stateméht- Develop and 1mp1ement a more effective,
shared decision-making model

]
L

Objectlves o

~ ‘a. Elghty percent of - the students and teachers, when
asked to dq so, can explain How they can be 1nvolved
in an open discussion of at ieast two school issues.

‘b. Fifty percent'of the teachers and students, when
.~ asked to do so, will be able to. glve reasons for a
' recent school dec1s1on whlch affected them.

c. At‘least five task forces c0ns1st1ng of students, .
teachérs, and parents will have convened to seek
solutions to identified school problems.

d. At least five act1v1t1es designed for upgradlng -

communications skills will have been offered to
students and teachers.j
4. Goal Statement: Improve communlcatlons among students,
;faculty, parents, and communlty. :

{

‘Objectives - J‘ C 7

| : [
a. At least 25 pertent of the students, 15 percent of
the parénts, and 40 percent of.the teachers,. by
December 31, will have been involved in. at least
one parent~student~teacher conference. , .
b. 'Newsletters will be sent to parents,‘students,.and-
teachers Qn no 1ess than a quarterly basis, ° v
c. At least 40 percent of the students and teachers will
‘ have bzen involved in at least two'rap sessions
‘regardlng school-related issues.

A
L
]

Given: the isolatiord of four school 1mprovement needs, . Huge,f

.in analyzing his own profession abilities, felt he posdsessed

the skills and knowledge to immediately provide leadership-

for the ach1evement of goals 2 and 4. For goals l-and 35 he

felt he needed additional abilities pefore he'could provide -

 the appropriate leadership for their achlevement. Réferring



s

to pages 10-11 of ‘this paper, for goals 2 and 4.Huge designed
‘ school improvement projects. For goals 1 and' 3, he developed
. personalized learning programs directly related tc the :
”achievgment of these' two.goals.

¢ ' A

'
«

—" OVERALL PROCESS

e

. The preceding example illustrates the importance ofwthe ICE
process, Without a vehicle' 'for inservice education directly
related to schoal improvement needs and for those needs not . -
7ithin one's realm of -abilities, the administrator's choice- -
Hften is to overlook, put aside, or otherwise-‘disregard new
job requirements. Without such a mechapism it is often

safer to dismiss, or in some other way avoid, new. job
requirements unless ‘the school district has a process where-
by-the busy administrator can efficiently acquire needed new
skills, knowledge or attitudes. Of course, another choice

is to ébbark on the improvement and hope for the best. - .
This is a‘*high risk; the history of educational innovations

is replete with examples of projects that failed due to
inadequate leadership.and planniﬁg. The ICE process suggests’
that no administrator can be expécted to possess all the e
abilities to achieve every needed school improvement.

Instead, it suggests that schopl |districts need to provide
rrograms whefe adminiStra%ors/ga obtain abilities to -
achieve institutiOnal'improvemenQS. :

.Y . - i
The essence of the ICE idea ig that inservice education for
.? administrators can be indiviaﬁali?ed. As such it is

directly related to an .administrator's leadership duties

and responsibilities for fost ring and guiding school
improvement projects. The concepts and pradtices described *
in this part show how an.adminis‘rator can organize his -
indivigualized program. i s . I

In developing such a program, the administrator is ipvolved
in four basic steps. They are:

. 5 | | ,
--Isolating his continuing education geeds'in‘rglation to
™ school improvement needs.-

. ~=Reducing these needs to manageable and focused.school
im rovemen’ projects with a personalized learning program.
--Committing to writing the improvemegt project and his
" actual inservice education program. ‘



N ) . ] R T

’ . » '
. .

-

--COnductlng the project and. program. .
« .The above listing corresponds directly to the school improve-
'+ ment process. Based on a school's or school district's
- ;philosophy-and goals, the continuous education improvement
process consists of determining precise improvement needs and '
translating high priority needs into action projects. The

»~  following diagram further describes the process.
‘ ‘ '; ' “
School and school | {Processes for-~ | bevelopment !
| district goals  |. - of school
A and philosophy ‘ --assessing school __J and/or self
. < ALY ~and school dis- - |. improvemeht
» “trict improve- ‘project
) ment needs. descriptions,
, \ , o N . action»plans,
sy g ~-~agsessing - .1 | and accoun-
. . ’ - administrator- n tability
. . 2 improvement needs,| ‘| processes.
' . , . . . ‘ rl. (3)
' - . o ~=establishing <7 } ‘e
’ . action prgiject . }
-\ A priorities. :
‘ : ' (2)
‘ : ’ N
_ Re-cycle , , , Cy ‘ ‘ .

Actually, there are three basic approaches or OpthnS for
~ isolating inservice and sc¢hool improvement needs. I the
/¢ process of 1solat1ng needs, administrators presently partlci-
. pating in ICE programs use these different orientations.
Some administrators are more comfortable in focusing on their
~ own personal .strehgths and weaknesses. Others believe it is
more important to focus directly on the deyelopment and.
* conduct of school 1mprovement projects. - A third approach
is situational; that is, clearly identf{fiable -problems
exist which must be 1mmed1ately -addressed. There'is no
right approach. " Whatever is dqslrable is totally dependént
on one's orientation and the conditions in which one finds
hlmSelﬁ . .

The following diagram summarizes the three basic approaches
,or options. - i . * .

-
L ’
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, .Focus .of Assessment Processes . N
DS - > . , T
Ogtlon 1 : Ogtlon 2 Option 3

of adm1n1stra—

Primary focus of-

administrator ‘on
school improve- -

Primary focus
of administra-

.Jtor on a prob-

.Option 2:°

ment of his : | |ment projects, con- ‘,1em qltuation.g
abilities as currently adminis-{ |, L :
educational trator considers S . P
leader. ‘ needed new abili-- . | ’

- ) N lties for project ' :

. S N . achievement: | .

]
A

Each option isPMOre fully described below;

Option 1: The focus of the adminlstrator is on the direct
1mprovement of his personal apilities as an educational
leader. " An example: ' The principal learns management *
planning processes so he can provide the leadership for ~
efflclently involving staff, parents, and students in the
organlzatlon of a master school improvement plan. While
the. initial focus. is on the admlnlstrator as the learner, .
there is an 1mmed1ate appllcatlon of his new knowledge

. and skills. . '« - .ot

Y Y ! » .

The focus of the administrator 'is toward the’
direct improvement o{,his school through the conduct, of )
school improvement projects. .In this instance the project’
goals, objectives, evaluation and time line of events are
determined.
questipn: Givensthis school improvement project,.what new.
abilities do I need to provide leadership for .the project's '
achievement? An example: - The school has developed a goal :
to improve, by restructuring,” its program of extracurkic-
ular activities in order to involve a largér percentage of .
students. -While the initial focus is on an identified .
school improvement.project, the&; is, in this.case,. a need
for the principal to update his.knowlédge of extracurric-
ular, programming and to isolate from the field of' adoles~-
‘cent_growth and development appropriate principles which.

v direc

Option 3: The focus.of the‘administfatOr’is_on'a problen '
situation. An example’'is low student and staff morale.

’ - - . M

. - . N

y relate to extracurricular programming. . A

Concurrently, the administrator considers this ! *
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"In, addltlon to the concepts of thls sectlon; more thau'ten
dlfferent proeesses administrators can use in isolatzng
inservice and school improvement,needs are describeg in’ .
School and Self Assessment Processes: A Guidebodk for, Admln-
1strators,,by Gerald L.,Prince‘TSee Appendix c).

>

Thls section could e’ titled "Images of Potentiallt " as 1t--

suggests that one. 1n1tially gngage - in a process designed to
" isolate the school's and also one' 'S own opportunities and
poténtfals for, 1moroved service. 'Or, in the event you are a
school distkict leVel administrator, this. pertalns ‘to the

: ,3opportunities or potentlals available for 1mproVed service

y you and your division. In essence, the’ idea of this
aspect of -the process of" developing your -individualized “
: learnlng program can best be descrlbed by these questlons'

. ' e
--What 1mprovements in sérvices and programs can my’ school

make to advance education for our students this year? Next

year? Two years hence? Or, i\n the case of a distict

administrator' What improvements in the activitieg of thls'

division could further our serv1ces to schools? Students?
The publlc? . o

\ ' S
~-leen the host of descrlptiOns of new practices calculated
to improve schooling constantly being reported at confer-

ences and in professional. publicatlons, which of’ ,these new

~ideas or challenges relate ‘to the improv.:aent needs of our
school? . : '

]

s-An® open—ended completioh type questiOn~ What would]pur
SChOOl be like if- . . . -? 1 * *

¢ -

--What are the~strengths and'weaknesses‘of our sch001?

The above questions represent’ a‘few examples one might use
in isolating areas for potential school improvements.
Ideally, such questions should- alsqg be used with a represen-
tativé sample of staff members, parents, and/or students in
‘obtaining information about schooY pqtentlals. ° .

) e
As a resylt of 'such d1scuss10ns, thxs goal and its 1ndicators
~were devel}eped by a secondary school. :

,Goal" Students should share in the ‘evaluafion, reconstruction,
1mp1ementation of course content and methods of instruc- .

’tiono R4

S
t
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Goal indicatoys: : L. T ]
tH " 7

1. There is aﬁ active student, parent, and faculty curriof
ulum committee. /ﬁ

,‘(

v
to th&s committee.

3. There is a system to create task forces to recommend
’ - solutions *to specific problems.

4. There is ev1dence that this committee organlzatlon .
pos1t1ve1y effects instruction.

5. ,There is ev1dence»that parents, ‘teachers, and students
work toward concensus. ‘

6. There is an 1mproved student‘attitude toward course
content and instructional methods.

Goal indicators descrlbe events which suggest a goal is
 being achieved. They serve as a transition from goals” to
objectlves. Once a goal is identified, indicators are most -
easily isolated as a result of this discussion question:
Given the goal, what specific activities or events might be
occurring at this school which will 1nd1@ate achievement
of the goal?
N .
Other sources of information which will help 1dent1fy school
and self 1mprovement needs are:
w ,
--Suggestions in the report of the most ‘rgcent accreditation
visiting team.
I
. --Success in ach1ev1nq the stated goals and objectives of
the school. _ . -y

-=~Status of achieving school district: goals For this

process, schools in the Ocean Vlew/School District,
Huntington Beach, California, used the’ format below.

»

\'\.’\-

2. There are processes "whereby students can provide 1nput -

—~op

- -

-~
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.District Goal:“\\\ “ School Goal \what ought to be) :

-
g

—

Description of Present Schoof Improvement Need:
Conditions (what 1is): - T - '

)

"Given an initial identification of personal or school improve-
ment needs, the next suggested step is to reduce these
goals for the school and the administrator.

~Here are some examples of images of potentiality -- new or
improved goals developed by other schools:

--A classroom environment exists that provides individualized
opportunities for students to apply skills and knowledge
to réal world situations.

--Students, faculty, administrators, and parents share in

the decision making process arout important aspects of the

school's progranm. ,
-

--Those respon91ble for 1mplemebt1ng dec1slons share in
decisions. \
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-~-Students show concern for the improvement and maintenance
of the school buildlng and grounds as ifidicated by student
and staff surveys and prOJects completed.

--Students assume greater responSLbll‘ty, self discipline,
and concern for others as indicated by community survey,
d1sc1pllne referrals, and student-staff survey.

--Students are prov1ded opportunities to succeed in the
mastery of bas1c academic skills.

--Students are provided an opportunity to expand their
circle of friends.

--Students have an opportunity, both in curriculerﬂand extra- | .
curricular areas, to practice and reinforce their language
skills 'in a manner consistent.with the language arts
curriculum.

‘v

~-The school reduces the negatlve effects associated with_

its large enrollment and size.

--Student involvement is an actlve rather than passive role.
--Each staff member develops a positive self image-of his
worth and signiflcance to the school.
N
--A school climate is deslgned so that students become self
dlrecalng and self- respons1ble.

ORGANIZING SCHOOL AND SELF IMPROVEMENT PROJECTS -

Varied processes - from simple to complex -~ are avallable
for translating needs into a manageable and focused learning
program associated with actual school improvement projects.
This section presents five options that might be used.

Option 1. .

. . &£
Part1c1patinL administrators in the ICE program of the
Livermore Valley, California, Unified School District use a
program description form c0n51st1ng of the following sections:

e

a. StateTent Jf the problem you wish to pursue.

3 e T
b. A'list of the obgectyves (outcomes) you are seeking to
achieve. %
’
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§ c. A 1ist of ‘the actiVities you. see asg necessary to achieve
your objectives.y ' ,
| S
d. A list of the skjills you feel you: need in order to .*
accomplish your objectiveu.
s

The program of Dr. Rick Bardellini Adsivtant Superintendent,
follows: ‘ . ’

.-

1. Statement of theg problem you wish to pursue., There is a
need to describe in clear, understandable terms a .
yearly plan fof the Bducational Services Division and -

B its various departments and programs.

L2, A ‘1ist of hhe objectives (Outcomes) you aré seeking to
achieve. . >

-

%

a. A stétement of goals for the divisiOn and its

components.
b. et of measurable objectives for each goal.
c. Ilan éotiachieving selected objectives. '

d. A plan for evaluation of the selected objectives.

3. A list of the activities. that you see as necessary to
achieve your objectives.

a. Thé development of a process or method to do a needs
assessment for a district division or district pro-
gram. "

b. Tne development of a method to get congruence between
the district perception and school perception of the
needs (goals) of the Educational Servicgs Division.

C. Selection of the high prio%ity objectives.-

4. A list of the skills you feel you need in orxder to
accomplish your objectives.

a. Technigues of doing a needs assessment for a district
division or program.

o

b. Techniques of determining high priority objectives.

Ccv Techniques for identifying alternative courses of
action.:

O " ’ ’ ‘ e




.d. Techniques for evaiﬁating—ﬁbjecﬁives of the Educa~
tional Services Division. .

P

»

Option 2. . | A ‘ | ‘

'For each improvement goal, the administrators of ‘the Golden t
Area; Jéfferson. County, Colorado, School District use a

program plannind format consisting of three sections:

~statement of objectives, strategy, and evidences of accom-
p{ishmeﬁt of the objectives. ! *

Option 3.

Members of the staff of Bell Junior High School, Jefferson
County, Colorado, School District use a planning format

for achieving both the school's' student- outcome goals'and

the process goals which pertain to open communications, . :

problem solving, shared decision making, accountability, wide
' student opportunities, and evaluation and feedback-on growth

plans. ’ '

4

Awo,

This planning format is based on the concept that "if each
individual 'in the organization makes a commitment -then each

. —student outcome and process goal will become a réality. 1If °
individual commitmentg are not made, then little is likely

to happen in terms of systematic progregs toward meeting
each goal." - - : '

"Each person develops a written plan describing his commit-
"ment and specific intentions to demgnstrate progress toward -
- student outcome and process goals." : )

kY

&

4prince, Geré}d‘and Carnje, George M. Toward the
Human Element: Beginning Handbook for Change (2nd EQd.).
Golden; Colorado: Bell Junior High School, 1973, p. 1l11.

/ .

«

¢
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The following il}uatfatesgtheir fprmat.5

s
D 1 . - T
¥ . .

Step I. Select a major.echool goal ‘and 1is£‘it'be1ow:

Y

-

L, Step II.:Breinstorm specific’ strategiés’and eValuatioh‘pro*
. cedures that would show progress toward carrying out
the above goal and list below.’ (Groups of 3-4, 10-~15.

min.) - " _ ;
What ‘could T do to,qérry What are all the ways 1
out the above godl? could gather evidence to
. s .- show progress towafd ‘that .
4 goal? .
RS

’

Step I1T.Do it! Review the above list and select two or
more ideas to try out. Then select from the above
list, ways to measure progress toward accomplishment
of the 'idea. (10 min.)

L

Step Iv. Progress review~~who?, when?, where?

et a time, select a person(s) to review. progress and
ain help toward meeting the- objectives selected.

. Time ___Pplace _ Date

~ - > a

Ibid., pp. 111-112.

S 5



e

L]

. Person or persons selecged to review and assist me
with plan. . , . .

-

*

(¥

o NE

Step V. Rewrite, change, alter, or revise steps II or TII
based on the’ above conference.‘ . :

Step vI. ‘Repeat steps I through V as time and COmfort with
’ ‘the process allows until a plan is developed for each
school .goal. - y
’ :
S

" Bell Junior High Schogl usés. the following format for
recording. personal growth objectives.
within the chart. '

1

' 2
) . ‘
.

An example is reported

e |t

PERSONAL GROWTH OBJECTIVE®

. ; .
Each staff member is asked Lo 'identify at least one
PERSONAL GROWTH OBJECTIVE for each semester, the attainment

of which might result in your being a more effective person-.

At the conolusion of your evaluation, this copy will be
returned to you. .

l. PERSONAL GROWTH GOAL I'LL ATTEMPT:
iExampleL Obtain feedback on my performance ) -

2. HOW I LL ATTEMPT TO IMPLEMENT MY PERSONAL GROWTH GOAL:

3

(Examplex ‘Get feedbaLK from at least one. perSOn
_daily

'Use feedback instrument with each class
‘on your ability to listen )

Nl

¢

4

. S1bia., p. 114
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" Option 4 ‘

- The Self Performance Achievement Record (SPAR) r°presents a’

T PERSONAL GROWTH OEJECTIVE (contd ) / DR

3. DATA I'LL SUBMIT ON MY PROGRESS TOWARD REACHING THE ; '
'DESIRED GOAL: (WHEN?) .

. .,(Example: °Examp1es of feedback instruments I have | - o

o used. '

*Compilation of results.)

i

procedure for directly. relating one's individualized contin=- - ' ~'{If

‘uing education program to. actual school iwprovement pro;ects. 1

Pages 8- 11 of this Occasional Paper present the essence of
the SPAR approach. - Also, the.Occasional Paper on SPAR
(see Appendix C) provides "how to do it" information on ‘each

aspect of this plannihg format p .

Option 5. - |

The Occasional Paper in this-sefics by Lawrence J. Aggerbeck
(see Appendix C) presents a management system planning format.
It was developed by Aggerbeck, a full-time management’
consultant and former corporation president. The actual
planning model togdther with its worksheets guide the
planning of school and school district based improvcment -

_ projects. Aggerbeck wrote the paper as a result of working .
.with, and at the request of, administrators participating in

school district based ICE programs. It has been extensively
field tested. An outllne of this planning model follows:

Section 1-- BACKGROUND FACTS = A LIBRARY OF INFORMATION

1. Curren§ Positicn - Analysis of the present situation

which affects the organization, group ’

2. Resoufces or.individual plan. "

‘Identification and/or analysis of .
current and future c¢onaiderations .
which should be included in the-
thinking of the planning team.

3. cCapabilities
L4

4, . Oppo}tunitiees
5. Strengths‘

’ . . . C e ¢
o N

-
gt Vsl N Nt s s gt “mstV
.

6.. Weaknesses

’ ’
X1,



Sectlon II*-THE ENVIRONMENTAL

7.

'8.
-9,

10.

'll.

Section III-~-THE PLAN FOR ACTION:

'Technoloblcal Factors

Economic Factors ., ..
g

Governmental Factors -

Soc1a1 Factors

v

Self-Imposed Restrictions
' . ~

<

P I ’ -

15,

12.

13.

14.

17.

Objectives

§ et e e e e st et et

1)

FACTORS TO CONSIDER

Assumptions and profectiOns
of the conditions which will
exist in, the future and
during the implementation
time span of the plan.
Identify both favorable and
unfavorable factors which
may have a direct bearing .
upon the ultimate subcess

of the plan. .

$Evaluation of 'school policy

and procedure which may
" limit alternatives or the
plan and may require modi-
fication. /

Define specific and measurable objec-

tlves that you wish to achieéve.

Alternatives

Select and documenﬁ alternative

approaches, strategies and ideas for

¢

Selected Projects

4

Assignments

achleving objectives.

Select thé best approach and prepare
a detailed plan for the application ‘!
of resources.

A331gn each progect or task to an

~ - indiv1dua1

Check Pqints

Identify time scheduleSj'prlorities,

and check points for evaluating
progress during the implementation
phase of the plan.

ReSOurces Requlred Spe01fy the manpower, finances and
, equipment required to implement the
b plan and achieve the objectives.
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| va no IT -- IDEAS FOR A SCHQOL DISTRICT S
R RATIONALE FOR AN ICE PROGRAM L

’
'\

"~ 5 -/ .
This section provides a variety of c0ncepts useful in devel-
: oping a rationale for '‘a school district's indiv1dualized
+ . continuing education progarm. In many school systems,
developing ‘a rationaleis necessary. The, concepts which
follow are illust,ative, and many may be helpful in forming
reasons foxr organizing-a continuing education program. )
Finally, the fOllOWlng ideas can serve as discussion vehicles
for the membegs of a district's ad hoc planning team.
A recent CFK Ltd. Occasional Paper on’ indiv1dualized contin-
uing education (ICE)Z\programs provided a rationale for
. ' individualized continutng education’ programs for school
administrators. It discussed these three- factors:

-~-Rapid’ changes in, edudatiOn which render edu"ational leaders
obsolete every few years.

o : --Differences in educatioil leaders which make if: nécessary
for professionatl’ development prOgrams to be- tailored to
individual needs.

. =-Emer¥ging inadequacy of the means by which education leaders
f attempt to keep current with their profession.

The following discussion is quoted from CFK Ltd OccasiOnal
Paper "Individualized Continuing Eddcation for School
Administrators: One Approach" {see App\ndix c).

American education is in a period of crisis, -and today s
educational leaders are finding themsélves trapped The .
pressures. §hat impinge upon them are well documented.

It is doubtful -if ever there was a time when more.was .
expected of the public schools and those who staff them..
The role of education leaders is being critically.exam-
ined both from within and without the educational com-
munity, -and many publics (schoéol boaris, parents, stu-
dents, taxpayers, legislators, and faculty) are not .
being satisfied thh what they find. .

s’

The roie and function of the educational leader has _
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" S
changed. Where once he was expected to learn and per-
form.a given asgignment more effectively and effici-

‘ ently, he now is expected to perform a new job ‘every
few years, but at the same time more effectively and
- efficiently. In many cages this new job is dictated
for him by influences over which he has little or no |
control. :
. In a very real sense, ‘the typi administrator :
' inherits a new job with alarming frequency. With. rapid
. changes in educatién occurming almost‘daily, the princi=-
pal and other administrators necegsarily abandon old :
responsibilities and assume new ones. If administrators
are to assume a new job gvery few.years, their districts
mugt provide continuing education programs relevant to
their needs.

A school distdict, to perpetuate~sound leadership and
determine its future, must provide the means whereby
each of its administrators can participate in a process
of self renewal.. This implies an organized approach.
to continuing education that is financially feasible,
can be conducted concurrently with the participant's
regular job, and provides sufficient tangible results
and success ,that each administrator will want: to be
involved on a continuing, voluntary‘basis.

According to wraters on the change process, requirements

for 1mprovement or change are:

ila

[
o

--Awareness of a need ‘or new practice.
--InformatiOn about an 1mproved practice. .
--Assessment of present practlce. - _ ~

~-Modification of present practice and/or pllotlng of
an improved practice. '

i

—-Institutionalization of the modified practice. ~
rt .o -
\ =

a4
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. Too often inservice-educatiof programs concentrate upon
. the "awareness" and "infarmation" stages leavind the
administrator almost totally on his own “to translate 'new
information into action. . The design of IGE programs by. .
school districts largely provides the necessary‘bridges o
"between "awareness-information" and "assessment-modifi- :
cation-institutionalization." o : {\\\\ SO
. ' ’ - - ; ' ‘ ' . N *
Eugene R. Howard, writing in a 1969 CFK Ltd. Océasional
Paper (see Appendix C) on ICE programs, states: »

e »

"Today's school is a rapidly changf%g organization.
Change can come ‘about through pressure, politics and
prejudice; or it can comg about through orderly,
* - " rational processes instituted within thé school by
- highly professional people. If the principal is to .
: ' exert positive influence in such a school, he must '
: concentrate his efforts on providing professional:.
N leadership to his¢staff of the highest calibre
possible. : : ) ,

Y

. L . § L Y
. " o To do so, the principal and other adminis\rators must. .
learn four leadership roles: (1) developmant * *. ' .
specialist, who assumes the responsiblililty Yor the’ o ¢
. effective functioning of the school's development ., . = ..
team. He is’ the edge to actijon. He is, 'in fact, a’ ‘
v kind of "developmental. research" man. * (2) A personi-
" fier of the sechool's philosophy> who understands. what
_ the school stands for and so demonstrates by making el
. -~ decisions consistent.with it. (3) An organization » :
: specialist who is the expert on such functions as = =~ . . ‘
. - planning,* job descriptions, allocations of authority, . )
S « staff efficiency, allocation of financial and : ,
- material resources, flexible staffing patterns, ‘
- scheduling, organization of the individualized curric-
ulum, and the maximum utilization of physical facili- :
ties. (4) A communications specialist who can erect "\ CoL
communicdtion lines between People who have ideas
and people who can benefit from th¥se ideas; between
people, seeking answérs and those.who can help with
, solutions; between critics, and advocates of new -
ideas; Between those with an idea .and those with the
talent to-make the idea work. Lines mist bé strung
across hiérarchial barriers,. social bakriers, racial . -
barriers, physicalsbarriers, subject m§tter barriers,
and emotional barriers."”
o T

~ . -

4
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A corresponding view fOllOWS‘ "'f

’"Nothing grows obsolete more rapidiy than education

f “Reform in education is an elusive goal that can 't/ be’ . N
bought. .'Its’ priorlties must change with the times,. . R

Aa ripple effect both On‘programs ahd on funding.... : oy

e

under the leadership of a principal grown stale.... . Y

" Most c0nventiona1 approaches to inservice educatiOn L - ‘ ,v\,ﬂ

for principais deal with what we'll call Level I NN B
administrative knowledge and competencies——routine Toaees
operations, mechanical manipulgtions, and'recipe- Lot ’ b AT
following aspects. Many communities ‘and their achool ' RANROE
'boards tend to evaluate principals. on technical ' e
pérformance since it is the most visible facet of. the - = N
principal’s job. Accorlingly, the typical prineipal . o
approaches insetVlce with an eye' toward practical, * - .
.expedient and easy’ 'how-tq-do-it"solutions to .
management related problems. . \°

The most significant aspects “of administration, how-;
ever, are found 6n -a higher, more complex. pldne we'll °
call Level II, or human relations and conceptual ,
. knowledge and compatence. Developing these requires .
'a longer term, more sophistlcated approach to inservice
~education."? o . ‘

e ,
The importance of.. informéd and fI%;ible 1eadership is ¢ Y
" stressed 1n the following- excerpt . . Bres

Jyet reform will Le rejectéd if the boat rocks too . SRS -
much. Ultimately, educational. change deperids on who - U CL :
is’ leading it. These are some of theésconclusions. . . f.'- BT
from the Ford Foundation®s $30 million,-ten year effort - B

"+ to improve ‘education through its Comprehensive School

Improvement Program (CSIP). BecauSe the program ; * o fﬁk‘k
laid’'the groundwork for mich of the innovative push = 0
of federal programs, :its evaluatior is 1ikely to have +. T

B ' . : ) » Ty v . - . RETYP

, r : . ;
] ) ; ) . . . ‘t/

— . | . '/,\\ . . - 7 g

7‘I‘homas E. 'Gatewood, “Inserv1ce EJucation for Prineci- .

pals," Elementary Principals Service: Qperational Briefing. -

- New London, Connecticut: Croft Educatlonal Services, Novem- = 7~
bqu 1972, ‘pn ln‘ . > ‘ i L ‘ e
. - . . )
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...CSIP began when the 'nation still had enormohs*faith
in its schools and their ability to change,’ and be,-
lieved that more money, more buildings and-fiore teachers
could produce change, a foundation spokesman said.....

The thread that runs through the successes and failures
. of CSIP is leadership. The projects depended on the
"/ caliber of the individual leaders, not.the governlng
body, and the worst problem for CSIP was the hlgh turn-
over rate of prOJect dlrectors. -
The process of 1nd1v1dua1121ng cont1nu1ng educatlon is
appropriate to all forms of inservice education.- Accordlnq

/) v ty? Jung9 the five'majoY types of inservice education pertaln
to~-

--Learning new curriculum.
--Using new technology.

--Developing organizational improvement. "New patterns of

" working together in the schéols, and in varied settinhgs
in the community where excellent learning experiences

" could be prcvided, call for special kinds of inservice
training. Industry has long recognized that changes in

v organizational roles und structure calls for careful

analysis, planning a' . retraining of personnel. Organiza- \
tional changes creat - training needs of a special kind.f‘10

~-Learning for intercu:tiral needs.

--Learning generic processes such as "being an active learner,
interacting with students to support learning, objective '
analysis and planned change, interpersonal skills, support

!} r
v /

i

8"Key to Educational Reform: Good Lcadershlp "
Education USA,. November 11, 1972, p. 85.

ICharles Jung, "Instructional Systems for Professional
~ Development,” Theory Into Prac¢tice, Vol. II, p. 277.

101piq.-
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for professional growth and organizational improvement,
and opgratin? lecal schools to support the growth of human
;Potential."l : '

Thg need for continuing e€ducation programs for administrators -
is further exgmined by the following:

"The principal can be a key agent fér change. Howetler,
even the bést principals as rated by superintendents need
a whole new set of skills, HC order to be effective change -
agents. Principals themselves recognize this. These

skils include such things as: . o ’

a. managing decision-making; /

L ' . . ' )
b. implementing Scientific problem-solving procedures; /.

c. becoﬁing aware of a great variety of resources which
can be bought to bear on such problem-igolving;

d. becoming more discriminating in selecting such resour-
ces; - : : ‘

e. developing the skills to deal with the conflict huilt
in the middle management role."12

"The principal as a change ,agent in effect becomes a 'rate

buster.' That is, he differs from his fellow principals

by setting higher goals for himself and his school. 1In

so doing, he often alienates himself from his regular

. peérs to some degree. (Learning or collegial teams of
principals give him a new set of peers to whom he dan
relate and from whom he gan gain acceptance and reward.)
Some such mechanism, except for tHe.rare igdividual, may
be necessary before princigals, in general, really attenmpt
to become.change agents."l

"There are some identifiable stages through which princi-
pals and teachers pass d&s they become involved in change.
Initia}ly, they say, 'what do you want me to do?' Then

\

1lypig,

12Mary M. Bentzen, "Study of Educational Change and
School Improvement," I/D/E/A Reporter, Fall Quarter, 1969,p.9. "

Lirpig. , & | .
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they se}fch out less s1gn1ficant (and non- threatening)
changes tqQ make fe.g., regrouping children, changing
textbooks). Finally, they turn to more significant

* questions about their own behavior, about the purposes:
of education, about total reorganlzatlon nf the school
and S0 forth nid . . ~

i

»

\The formatlon of learnlng teams of administrators is an
effectlve strategy for the improvement of, schools.
"Some of its effects seem to be: ‘ S

a. prov1d1ng a source of peer support for adm1n1strators1v

b. causlng admlnlstrators to 1ook outside of thelr school
systems for ideas (cosmopolltanlsm),

r' S
C. prov1d1ng a new resource for admlnlstrators to use

~as they 1ook for answers; s '

LY

ta

{ <

d. 1eg1t1mlzau10n of the efforts of admihlstrators dedi- .
cated to the continuous process of actually engaging
in rational and substantive school improvement. proi—
ects."15

1

| ‘
The too often uSed process of "telling administrators and
othér educators about improved educational practlces under
the assumption the practice will actually occur, is -

. relatively ineffective.. They have to get involwed and @
search for themselves.ﬁlﬁ '
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APPENDIX B ‘ :

HON OTHERS HAVE DONE IT -- CHARACTFRISTICS
AND. EXAMPLES OF PROVEN ICE PROGRAMS

CHARACTERISTICS OF QUALITY ICE PROGRAMS

‘A _summary of characteristics of a number of existing . '
. individualized continuing edication (ICE) programs follows.
Eech characteristic should he carefully considered.to
-determine the degree to which each is relevant to your pro-
gram. -Such program characteristics are useful in describing
the scope and operational purposes of a district's program

- angd:also6 in isolating ‘conditions necessary.to initiate and -
stain a program. ’ . :
A.

~ Purpose of the School District 's ICE Program. The T
program: . : : '

1. Offers administrators continuous self-renewal
opportunities based oOn the concept of individual-
ized education.

2. Provides administrators with opportﬁnity to partici~
pate contihuously.

3. Recognizes that planned school improvements designed
by administrators should result. ‘ !
t
4. Recognizes that the more effective school 1mprove~
"ments ‘are. a result of a designed action rathef than
reaction to a crisis, :
. \
5. . Provides.opportunit;es for talents to emerge.

6. Supports self-evaluation. - N

7. Provides opportunities to share new ideas and pro-
grams. : ‘ ' N

B. Des1gn of the ICE Program

i. ICE partichants are grouped into learning teams
of from five to twelve members.
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2. ICE participating administirators\ remain on the job,
but, as appropriate, periddically time is provided
iso teams can meet during the WOrking day

. S 3.n.§%e program is flexible and geared tQ the special
Y needs of individual panticipants.

4. The program assists each® participating administrator
to determine his individual; and =zhool needs as. a
basis for developlng an individaaliZed growth pro-

! >

5.. Each participant designs an,individualiZed growth
program. )

.

6. Status is provided for participants.

. 7. Time for planning the-district' g program is probided.
: There may be false starts or mistakes; such are ‘
antic1pated . ¢

A

8. T program considers current ‘and future edncational
. and societal changes ant1c1pated to influence the
roles of administrators in that district.

9. Learning team orgroup meetings are planned for the
purpose of:

a. Fosterlng .group support for the growth programs
of indlviduals. oe

[ 4

b. Developing learning team esprit de corps.

c. Acquiring new knowledge and skllls representing
common team needs. \

d. Sharing project respltsAwith colleagues.

" 10. Consultants serve as resource persons to the group
. and individual members rather than as presenters of
information. g
C. ICE Local Program Leadership =~ %

., .

1. The Superintendent or another key official proV1des
. the necessary leadership or“des1gnates another
' administrator to provide such services.

.

2.”" Educators to be affected by the program are involved
Q = - i » :

. .» | . | C‘ | .
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4

in conceiving and operatin&\Jpé program.

3. The superintendent and other key officials display
a commitment to the program. _

a. TO the eytent possible the superintendcnt is
involved in the development of the program,

" b.:. He recognizes that much of the ongoing success
. S .of -a’school district rests on the effectiveness
e o of a: continuous leadership deve10pment program. R

, 4, The superintendent and key members of his-staff
.provide genuine and' constant. reinforcement for
participants. N ~

S ‘ : ) /

D.. Support Servicés for ICE Program. /

- 7
A4 1. Each part1cipant has dccess to human resources, both
‘ inside and outside the district.
: e : 2. The district provides financial support for the s
. : ' . program. ' o o s
.3, To cOntinuously improve the endeavors, evaluatiOn /

of individual programming: and the district's program

is planned. . ‘ .

The characteristics listed above and any additional ones’ the R
reader adds might be considered as general goals for the
district's program. As a next step, thé planning team might
attempt to visualize and list the activities which would
occur if each,selected characteristic was being achieved. ;
- Thus, .they identify goal indicators. Goal indicators repre- -
? sent events which suggest a goal is being achieved. This
| type of question is important: What spedfic types of
activities might be occurring for each characteristic of
the district's program?+ All responses will-be helpful in -
: determining precise‘objectives.

>

EXAMPLES OF ICE PROGRAM GOALS AND OBJECTIVES

A portion of the Performance Achievement Record (see pages an*tﬁf
©17-21) developed by the ICE team of the Ocean View Sch001GAfa.,_f-
~District, Huntington Beachj" California, to describe their el
g_(1973 ICE prOgram follows:gi‘_‘ L o ; i
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| team needs using the Delphi
*;Q-;method el ar

. 4
p— g *

Goals and Objectives

. . B
. : b}

" toward achievement of

Evidence the team accepts

objectives

o

Goal I-~Establish ICE team
member collegial
climate of open
communication and
personal reinforce-

‘ﬁment. . a

Objectlve --Each team meetlng

will have a minimum of 50%. of

the time directed toward
informal, no-agenda sharlng

Objective 2--Each team member
will host a minimum of one
team meeting per year at his
school. :

Objectivé 3--The ICE team will
participate in a minimum.of
two halfrday. workshops
des1gned$to improve the col-
leglal relationships.

Objective 4--The ICE team will
meet as a group a minimum of
twice per month for at least
>one and a half hours per
meeting. ; ;

Goal_II~-Establish ICE team
S ods/means for solu-

Objective 1—-ICE tedm will ;
‘establish a priority list “of

identified agenda.

group peeds and meth-|

L]

Summary notes of meeting with
secretary's notatlon of
events.

Individual feedback at'ICE
team meetings.’

Establlshment of a calendar b
with date and-location of
workshops along with

Suﬁmary of meeting and times
to be maintained by the
team secretary '




Goals and Objectives

' Evidences .

"tmeiper will ‘establish a.

‘-Objective 2--The five. highest
prioﬁlty items will be’ estab-
ished as the ICE team 8
major focqs.

. Objective 3-*Identification .
of speclfic programs focusing
on eliminating .the discrep- '
ancies .between priority needs
. | and their satisfaction will
be established ‘

Objective 4—-A minimum of six
workshop programs will be .,
instituted ‘during the year.

- Objective 5--Members of the
ICE team will participate in
conferences and workshops N
appropriate to the identified
Jteam. needs. ‘ .

LR

Goal i££~-astablish and imple-
. ment personal growth -

-~ " plans for each ICE
, team member with
~evaluation proce-
~dures. .

‘Objective l--Each ICE team
will identify one priority
| area of focus for. personai

“deVelopment.,- - ’

lob:ective 2--Each ICE team,?

3ig;;persona1 growth plan usingﬂ'bf
2 1f- A

'the permanent ninutes.

The'five prlorities”millrbe
listed by the secretary in-

A list of apsropriate pro-" Sy
grams will b® listed under:

" each identified priority.

A calendar of- workshop dates
will be established. -~ . = -
Following the programs, a :
brief summary and evaluation
will be made a part of the
permanent minutes. ,

Each meeting will include a

| discussion of possible-con- -
ferences and consensus agree-|: ..
‘ment of partioipants.~ :

Submitted to program coordiv;jQ[
nator. L

\  ="‘ 2
Submission of completed doou«
ment to program coordinatorg
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Goals and Objettives

Evidences

Objective 3--The ICE team .
will establish a team moni~".
toring evaluation procedure.
for each team member.

Objective 4--Phase I Personal

Growth Plans will reflect.
projeects in process to be -
completed during the 1972-1973
schoolsyear. Phase II Plans

will be developed and imple-
mented by June 30, 1973.

. | Goal IV--Establish ICE team
1 members as satel-
lites for dissemin-.
ation of information
in areas of their
expertise to other

! ‘administrators in

the school district,.

gggl%2~éastablish‘Management_
Laboratory file of
needs assessment
tools and solution
strategied for use
by. total district -
administrative staff.

Objective 1--Assess internal
and external sources of needs
asgegsment tools, - "

s

_ObjedtiVé_Z-*Gathéf needs
| assessment tools for each
.| Project objective,

Established procedures and

personnel involved,recorded
in the permanent minutes,

$ubmission~of;Phase IX plané

to.program coordinator.

List of {nstruments bro#ided
team members. . :
File of needs asses

; ‘sment
ma;erials. R :
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The following goals and objectives are from & nunber of

s : Performance Achievement Records (see page$ 17-21) developed
C by scheol districts for their»ICE programs. The examples

follow; "’

-~Estahlish a ‘"library" of books-and periodicals for use
by individual members with an inventory of available
materials made each three months. . -
--Acquire specific knowledge in one or’ two curriculum aregs
~ and report new and innovative ideas at scheduled maetings.

~--Develop a plan to assess school climate_at each level of
‘responsibility and share reSulfs at scheduled.meetings.
. L4
» _-—Become familiar with various 1nstruments “And communication s
p- skills and provide for one or mnore in a planned ICE project.
These instruments will be presented at regularly scheduled
team meetings.

‘é—ImprOVe‘the climate between secondary and elementary admin-
istrators with students, teachers, and community.
. --Broaden awareness}and effectiveness of participants in the
’ ‘ use of skills and processes for opening comnmunication,
problem 'solving, shared decision making, and~accountability.
: : M . .

R ' --Provide opportunitiesrfor‘participants to'expand repertoire
o ‘ of management and organizational-skills : _ Lo

- . L]
P

-—Provide for participants to plan needed school improvements.

--Prov1de opportunities for partic1pants to respond to.a
; leadership behavior questionnaire.

. ==Provide opportunities through series of workshops for P
administrators to increase planning and goal" setting skills.

—-Increase(skills in human relationsf

-

A ) . --Expand management and organizational skills.

e i ,i -=-Create an atmosphere to enhance utilization of opén co uni—k';
e cation processes.,, o

R o . 4 =
‘e : . - .

~ t--Explore Ways to more" effectively involve students, staff ':lefﬁ

. and parents in problem solving and making deCiSions°~“iiaj¢fiQ‘fﬂ

!in needs:assessment, deVelopingigoals' R
uctiénal p ioritie W

“Increase Sklll?f
b3 ctives,fﬁndyinst




. - ' ' . | R :
' ~=Prpvide partlcipants with opportunities to update know~ ' i Dol
‘ledge of 1nn0vat1Ve concepts and trendﬁ in education. ' c
: » x
~=tielp partlclpants develop plans to- 1mp1ement specific £ .
improvement projects: for their schools or areas of respon~'
sibility., , _ i

’

--Provide paréicipants with opportunltleé to deVelop'new
skills, attitudes, and knowledge deemed 1mportant by the
participants themselves.: . .

. - --Agsist in developing mission statements, goals, and objec~-
tives relatlng to personal administrat;ve needs.

~--Assist admlnlstrators in developing: acuion plans to
‘ accomplish their goals and objectlves.g
. .
-—Establish processes where each participants can use the o
"ICE approach with his staff. £:
° . ; T

--Encourage each participant to share ICE experienceg. with
at least one other administrator not .involved in the pro-
-gram as well as with’program participants.

POTENTIAL TCE PARTICIPANTS

‘' i

School district based 1ndiv1duallzed conqinulng education - c.
programs: are appllcable to all categories of educational 8
leaders. .And, in fact, edugational leaders in the following

categories have partlclpated in such programs:

-—Elementary school prlnClpals ;
’--SeCOndarY schoob\Principals~ b S e
f‘SUEﬁfiﬂtQﬂdQAQﬁ ‘ ‘ o ‘ .

‘—~Aesistan§>princlpals’ . | - . S S
”~-Teachereww‘ \

f“@ l—~Assistant superintendents Ginehl, o ‘,T .'_‘,« . e
77-8chool disiglct based educators who direct. supervise,xg;gyu

- or coordinate departments such as sPecial education, o

- guidance and counseling,felementary education, curriculum,

= siconda:y egucatign, gersonnel,, usipess affairs, : instruc-mw’f"
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*

N - social science, mathematics, science, etc. T; Y
‘ ' » .
‘,--Elementary and,secOndary school prin01pals within a
geographical area of g school district X
. —-Total administrative staffs of, for example, three
secondary schools |

-—Prin01pals and school d1str1ct leVel administrators o

Often. 1earning teams include a variety of administrators , _
. ebecause the mix is interested in a particular: topic or .
, theme such as the improvement of the. sghool's glimate. <
Such a climate improyement team exists in Escondidop, °
‘California, and includes elementary and secondary school
prindipals, an assistant superintendent as the team leader,
.and superintendent. Operating teams without a unifying
‘theme generally include educators in similar jobs, such as
" principals.. _ : R
Because the concept of ‘individualizing -inservice education
represents a process directly lipking self and .8chool
‘. improvement, the concepts are applicablé to all ‘educational
. personnel, including teachers., At least two existing pros
jects involve teachers.'

" _— - ROLE OF THE ICE PROGRAM COORDLNATOR , &

.\
'»Because the CFK Ltd. Occasional Paper on Administrator

Renewal: The - Leadership Role in Collegial Team Development,

by Vivian Geddes (see Appeh&ix C), describes Yeadership roles
. and’ services of ICE program coordinators, this section will

B . briefly consider this important factor. Also, pages 4-5

g of this paper provide role information and list the types L
X - " of, administrators currently providing leadership.for 'such R
R programs in somc forty-five participating school systems. o

. In developlng and operating an effective indiVldualizéd
~ continuing education program for 'school administrators, .
ideally the. superintendent or another key official needs to G

. accept leadership’ responsfbilities for the program or - . .,

At - designa e}another ‘administrator to assume thege duties. . FOrJ"’"”*

<= example, ip Seattle, WashingtOn, Superintendent Forbes - *

1*tb;,~ ~j Bottomly asked Richard West, a high school!principal, to
~ . .' provide the enabling 1eadership forithe‘devélopment and

‘”kopexationﬁof the ICE?program“for:se rihigh>schooi grinci




. assign this r¢le as a vital aspect of the job of one'or . A e

\

the 1eadersh1p for the program. Both approaohes‘are effec~
vtlveo' . . _p,;) 4 \

Thus, some, ‘districts presently conddcting ICE programs select

'a peer leader from among-the group of potential participants

‘{i.e., princighl, assistant superintendent, ete, ' Others

.more of the e ucators on the central school district staff
(i.e., assistant’ superintendent, director of staff develop--~
ment, - etc. ). Thirdly, some districts use the ¢co-leadership
“idea, 1In such a situation leadeyship. responsibilities are -
sharéd, for -instante,’ by a prigcipal and'an educator, at- the
‘administration building.’ For “example, in the San Juan . o

Unified School District, Carmichael, California, the.initial . P
program- coordination was assumed by the_ Assistant Superin-' SN
tendent for Personnel, Legslie Chase, and a high. school
princ1pa1, George Whlte.' . .

S

{Qx

/ _ :
Because ICE teams of administratons are nelativély'small,‘ ~
in larger districts it is often necessary to have a number '
of such teams operating slmultaneousiy and somewhat .inde~ .
pendently. ' .While-the téams may have different foci, they o,
often meet together for. major events such as workshops and R
he sharing of project results. A good example is the .
eattle, Washington; School District. In this instance, R . Ne
‘Charles Hough, Director. of Distritt\Relatlions,: provides =~ = .. (.
overall lead rship £Of the entire®program\and works with the \“Q.\‘ o
‘leaders of the various teams. ‘- .Each team has its oun coordl— , v /J

° nator. Y <N

.
o 4

s v ' s : € : v L “.’] .
The program coordlnator must be able to. 4ssist reach ind;- SN
_vidual in developing his-'individualizéd continuing eduvation, = % . 7,
program. For. example, many partic?pants wish to copgcer txate~«\ ‘¢
-'on théir own persohal skills and '1éadership roles, while -

othérs believe it is more produc¢tive to concentraté on pre- . - f{;g'fff

cise school~imprOVement projects and relate their inserviCe'- TR
,education needs to the achievemeht of sﬂch pro&ects. R A

Finally, the coordinator must be wiiling to 301n “the team - N ,vffﬁ

g ICE program.

;as a partichatlhg learner-colleague and develop his own .

Lgr

1

‘fn regard to 1ea&ership services,r':e'fpllowing 11st summa—f;fyfxﬁ

’r rizes responsibilitxes preSently,,_ing provided by cqordie
 h b n L : : Wi



7:3k - . .. icate with’ one another effectively by reflecting their -

o to improve progr

, the setting of aanes for accomplishing objectives. T

‘-—DeVelopment specialist Assists individuals or the group ' S
in utilizing informatiqp)as a bd%is for\decisiOn making e T

‘--Conceptualizer - From’ ideas S%ppll?d by partioipants, ' '.“fgg
. builds. an oVerall program deSign, and obtains team assis- ‘
X ’ tance in modifying the' _program as needs change. - AR e

) ’ K

--Evaluatibn SpeCialist - ‘Suggests evaluatioh procedures for LA
assessing group_and individual -progress in terms of program - i
and indiVidual objectives. , , . T

. »
- 2,

--Expedlter - Speeds progress by reminding participants of A
r agreed-upon obligations. P | '; R

]

-Fundgmanager - Approyes expenditures and issues periodic
oo -financial reports. : . - » . ) . fe
. ' o . T | SRS Sk
;&Diagnost}cian-Prescriber - Analyzes program progress,® .
locates impediments-to pyogréss, and proposes procedures. i
efficiency. _— . ol

12

°

S —-Pol tician ~ Facilitates program progress by analyzing the.
‘ ' district s power structure; wins program support.,’ .

-—Disciplinarian - Identifies indiViduals b]ocking progress “h,
and works‘yith %hem., ' : -

6

e -~Qommunicat10n facilitator - Assists garticipants ‘to commun~f7' b

feelings and opinigns, summarizes. team discussions; asks - ,_5T:9
questions -to stimulate group inquiry, and spotlights areas * =
of concern. and: disagreement. He also facilitates communi~ VN

cation betWeen outsiders and ﬁarticipants. e ~,A“

. - o : . to . X :
o -—Resource perSOn - Suggests human and daterial resources _ *\“‘lﬁ
s .+ . to assist- participants in accomplishang objectives. PRSI 0 ¢

B\ o 5 “:" _‘"‘ S . ».’ e
--Idea .man - Stimulates creative thi king of partiCipants i
through brainstorming or inviting creative input.k_,. . ,"Ty'ﬂ*

. ui-—Time and sﬁace facilitator - Obtains cqncensus from pagticiﬁ
]j pants regarding time and place for group adtivities.~;‘_;,”
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. THE ROLE OF THE SUPERINTENDENT

" The subérlnténdent s role includes continuous understanding

of the program and total commitment fhﬂough continuous
p081t1ve reinforcement. He is the program' s guidance coun-
selor. He and his kgy associates serve as facilitators by
alilobcating neécessary supportive resources. ' This role becomes /

‘1ncreas1ngly important as the participant's initial enthus1~,j

.asm inevitably wears off. Furthermore, a danger exists that”

as the- participant's role and leadéership begins to improve
and change, others feel threatened. 1Ideally, the superin-
tendent, and his key associates join the continuing education
program as participants.

) THE ROLE_OF ICE PARTICIPATING ADM[NISTRATORS

The part1c1pant s role involves three aspects.r First, as a
member of an ICE lé/rnlng team; he assists in developing an
esprit de corps. As_a group member, each participant has an
opportunity for disfussion' of his own programs and to obtain
feedback from contemporaries. He also has the respOns1bllity
for prov1d1ng feedback.r Second, the participant's role

rinvolves active appraisal of and direction for the district's
overall ICE program. Third, and of greatest 1mportance, each

ICE part1c1pant des1gns and accomplishes an 1nd1v1duallzed
program., . ‘

¥

In doing so, each participant:

~+Evaluates tHe changing natute of youth and the cou¥se of
education in regard to the nation, his district, his
school, and his own leadership talents. .

"Evaluate» his 'division's or school's needs, and relates

" these instructional improvement needs to his own leader-

. ship strengths and weaknesses.

-+ Learns .to use varied processes to identify his school's
or division's and his own strengths, weaknesses, and -

.., rcontinuing education needs. He 1s skilled in taking.per-

sonal and institutional inventory. _ - -

1

. *+Becomes a self-renewal expert. He focuses hig continuing’

education needs and designs his personal ICE program.

--Uses consultants from within and without .the d1str1ct to g
assist 1n achleV1ng his and hls school‘s goals. '¢3

'--Effectively emploYs resources made available for his program[

"Continuously evaluates hlS progress.

Cg 1Y

&



S THE_ICE COLLEGIAL TEAM
N . ’ " W . S - . .
‘“Throughout this paper references have been made to a basic .
feature of ICE programs, the. colleglal or learning team of I

. o "admlnlstrators. Some 1deas regarding ‘the essentlal and
oo unlque characterlstlcs of EUCh teams have already been‘
presented. W : . yoo

. Y Ly M . ! ? o ) \
Anothez paper in ¢h1s serles by V1v1an Geddes 0n adm1n1stra~
tor renewal (see AppendixX C) provides information on such .
teams'and how to move from a group to a colleglal téam of -

admxnlstrators. . Vo

In addition: to learning’ activities ICE administrators develop
for their individualized programs, collegial teams also -~ .
organize learning events invaridbly regarding topics of . - | RN
common concern related to their indi idualized, pgygrams. S
Following -is a composite summary of ieam,lear activities

by tOplC of the presently part1c1pat ng‘schod' systens.

« —fCOmmunlcatlon knowledge and Sklllz {listening, Qritten,.‘
oral, how,to impr0ve commpnicatio s within the school).

by objectives, time management, Delphi procedurq, brain=-:
storming process, short and lon ragnge planning,.shared
decision making, needs assessment processes, accountability,
professional growth plans, problem solving, . smail group

. learnlng processes, establishi g school 'goal$; selfrevalua~
tion, needs assessment, evalj? ion processes, profess10na1

/
—-Management and leadership knowl:ggefand skllls (managemént '-° v

growth planning process, staff self-renewal programs, con-*,

flict resolution, leadership /assessment, ordering of '

priorities, staff selectlon by staff, leadership theory

and processes, ,PPBS, decentﬁallzatlon of administration, .
" - .developing colleg1al teams for supportive purposes, etc.;.

—-=«Instructional 1mprovement knowledge and Sklll° (new
curriculum trends and materlals, improve ‘extracurricular
activities, assessment ahd'knowledge apout .school climate,
open-educatign, individualized education; alterrnative o
education, 1mproved teachlng—learning strategles, etc 1

--Communlty involvement qu‘relatlons knowledge and skills.
’’ ; 3 J - L
--Data collectiOn and analysxs skills (deVelopment*and e
, ; analysis of surveys such as semantic' diﬁferentlal, oplnlon .
L ~'polls, attitude inventories, check lists, rating scales,. S
i . critical 1ncidents, ﬂasé studies, 1nterv1eWs, observations e
teams, etc ) . _ ! i
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In a forthcomlng.book reportlng results of school dlStrlCt
ICE .programs, Eugene Howard (Superintendent, Urbana,
I1linois, Schools), reports that "working systematically -
. on self- improvement and school improvement can be a
ST lonely business unless other administrators are also involved. ,
. ' There is a pnpular game among school administrators called - .+ - 77
- 'knock the proj:ct," which” consi'sts of thinking up as many "
reasons as possible why a.mew idea-is likely to’ fall flat on
its face.‘ L1ts pdrpose ¥s to- 'shape up innovators, to get
them back in line so that they no longer threaten their
colleagues. ‘Howard lists five reagons why learning teams
l‘of colleagues within school systems are 1mportant'

¢ _-—To ga1n support from colleagues and the school dlstrlct
) for one self and school improvement projects. :

.o ‘~—To learn from colleagues and others about self and school
- improvement -ideas;that are workxng and wh1ch they might~
" . want to. adapt

~

~ .

e

~-To obtaln help from colleague; on self asses9ment processes ' )

and results. : R N R
e e galn from the fnvolvement t personahzsatlsfactlon of
DR being part-of a prestige program, recognized by the district.

» - -as performlng an 1mportant leadershlp role;

s—To prov1de unity and d1rectlon for a distrlct s admini-
R 'strator renewal program.
S : .
"-in short, an effectlve colleg1al team 1s product1ve and
pe T sat1sfy1ng . § .

i
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t - ! ¢ '
OCCASIONAL PAPERS
~ Aggerbeck, Lawrencé J. A Guide to Planning SchoollImprOVe4~' CN
ments. -Englewood, Colorado: .A CFK Ltd. Oc¢asional Paper’, '

19747

_Brainard, Edward. " 1nvolving Educators: Six Ideas That. Work.,
" Englewodd, Colorado: A CFK Ltd. Occasional .Paper, 1973,

Fox, Robert S.; Boids, Herbert [E.; Brainard, Edward; o
Fletcher, Edward; Huge, James S.; Logan, Cecelia J.; SR S
Maynard, William; Monasmith, Jam&s; Olivero, James L.} o
Schmuck, . Richard; shaheen, Thémas A.; and Stegeman, o ol
William H. School Glimate Improvement: ‘A Challenge to LT
the School Administrator. Englewood, Colorado: -A CFK Ltd.
Occasional Paper, 1973 o . : ‘ « ~
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.

4 ) . L , _
Fox, Robert S.; Brainard; Edward; Carnie, George M.; S
Georgiades, William; Howard, Eugene R.; Kettering, Charles b

- F., II; Olivero, James L,.. The Principal as the School's .

Climate Leader: A New Role for the Princlpalship. .
¢ Englewood, Colorado: A“CFK Ltd. Occasional Paper, 1971.

. . . L O R A -
Geddes, “Vivian. Administrator Renewal: The Leadership Role

o »In Collegial Team Developnent, Engieyood, “clorado: ‘A
© ] CFK Ltd. Occasional Paper,'1973. C ' -

g

o Hansen, Kenneth H. Individualized Continuing Educatich for
Secondary School. Principals:’ A Modest Model. Englewood,
Colorado: A CFK Ltd. Occasiodnal Paper, 1969. '

Houston, Clifford .G., and Fox, Robert S. An Evaluatior for
-Individualized,Continuing Education, Programs for BChool
Administrators. Englewdod, Colorado: A CFK Ltd. Occa-
sional Paper, 1971 L b e

, Howard, Eugene R. /&ndiVidualized?Contihuing ﬁduCationkfo: i
- Secondary School Principals. Englewood, Colorado: A W
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George L. Individualized Cohtinding Education for School
. Administrators--One Approach. Englewood, Colorado: A " .
CFK Ltd. Occasional Paper, 1970. ’ .

T

Howard, Eugene R., and Jenkins, John M. Improving Discipline
'+ in the Secondary School: A Catalogue of Alternatives to ¢
- Repression. Englewood, Colorado: A CFRLtd. Occagionadl”
Paper, 1970. o ‘ ‘ _ ¢ .

¥

Kettering, Charles F., II. Marketing.Educational Change. - :
VEnglewood,. Colorado: A CFK 'Ltd. Occaslonal Paper, 1971. N

. ' L e , -
- * Olivero, James L.; Geddes, .Vivian; Hall, William D.; Marr,
Richard E. Self Performance Achievement Record (SPAR),
~.-2nd Ed. Englewood,® Colorado: A CFK Ltd. Occasional
‘Paper, 1973. o o :

- Prince, Gerald L. School .and éelf Assessment Procesées:i
A Guidebook for Administrators. Englewood, Colorado: -A
CFK Ltd. Occasional Paper, 1974. . ' '
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OTHER CEK LTD., RELATED PUBLICATIONS .. =
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The Gallup Polls of Attitudes Toward. Education 1969-1973. <

: B}oominggén, Indiana: Phi Delta Kappa, 1973. . : a
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Element: Beginning Handbook for Change. Volume I, O e

. Second Edition. Golden, Colorado: Bell Junior High PR
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