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INDIVIDUALIZING ADMINISTRATOR CONTINUING EDUGAtIONs
'a

N
HOW Tb.USE

-THIS
OCCASIONAL PARER' DESIG/(AND PURPOSE .

'i
.

.

The essential questions which this Occpsional 13.aper discust
,ses are: - - /

**
)w

hat is an individualized continuing education program '
, .

. 9

for school administrators? . .

*d

**What are the ibasic ngrediqnts of a school district's
prgrindividualized continuing educatiOnoaill?*

0
a'

. I A°
N

0

4, **What processes might, a ,School district use.to organize -..

and sustain such a program?-
P

,

^ .
N

.

f-N

**Sow might'an individual-school administrator organize his

.

self - renewal rogram? \ .

. ,

4 .

i

. k
. , .

This resourceguidebook is for superintendents,,,principals,
,key teachers4fpkofedsors,.coordinators, area superiatendents,
.assistant princip.ils, fass,istant ,buperintendents, and others .6
interested in self and school improvement processes, It's
is also designed for school administrators responsible for , .

developing in-service education programs lor tchool district
leaderShip

1

'personnel. ,.
.. t# *

If the reader-will:be providing leadership for a'school
district's individualized cOntinuirWedtcation program) if.
is suggested he study Parts I, II,'5nd III. 'If participa-
tion in a school district's individualized continuing
education program is considered, study %Parts Land III. . If
only an -awareness of how such programs typically operate
iswanted, read Part I.

. .,.

While the word "schodl" is.used throughduf,.the concepts
And practices described are equally applia6le for educators

i associated with school district level, operating divisions,
Such as the superintendency', instruction and curriculum

. developMent, maintenance and'custodial services,.perbonnel,
finance and accounting, research and development, -and -trans`'
portation. . ' \ ,

f

i
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(This is one of a series of CFK Ltd. Ocpasional Papars

,

,.

4

.v
,reporting results on individualized,continuing education ) c.

(ICE) programs for school administrators and school climate a,(ICE)
programs. Many Ot the papers 4n this series

..41 are fterre'd'toothroughout 14 author name only. The
cO4lete list appears in Appendix C.)

.
. ,

BACKGROUND AND FOCUS OF ICE AND PASCL PROGRARS
.-

.'This paper 'is not merely the figment of the author's itnagin-
ation. -Itsummarizes'thc practices of some forti,-five school
districtsi,throughout.the nation which have actnally tteen

., operating, individualized continuing education progr4MS- in
association'! with CFK Ltd. '.

,..

'.'
, . ......e '

Each district is involved in developing its administr.4tor
Anewal program by focusing on school improvement,through'
improved leadership behavior of school] administrators. '

However,'the larger f6cus is toward advancing society through
improving schoolgtand,their climates. Two vehicles for these
endeavors arei'. .

J #..
...,;

----
-Individualited,Continuin (ICE), whichhich pertains
to.school district Organized processes of individualized
inservice education for schoof administrators... .,

, k '..
.

.

, .

.7-Thej.rincipal as the $ch l's: Climate Leader (PASCL),
wbictlIpertains to :only one means of using ICE processes.
The PASCL fOcus is on::advanaing' the quality of school
Climate through improved administrator leadership.

t. .
.

.

ICE and PASCL are' processes administratorboan use to
directl.y link their inservice education and professional

'growth,to planned school- -improvement projects. 'ICE and
PASCL.help.administratorS employ newloiowledge about
education and, to fulfill, on- the -jobj, their most important
responsibility, which is,tp'continuoubly provide leadership

. for' the demelopment of a betterschool. ,'

.

't

as
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PART I

ANDIVIDUALIZFNG ADMINISTRATOR CONTINUING

EDUCATION : A'SUMMARY J

es

blgrNCTIVE CHARACTERISTICS OF ICE PRbGRAMS

School district developed Individualized Continuing Education
(ICE) programs for schooliadministrators'typically possess
these distinctive traits. A.

--ICE programs occur on the job, not. in isolated academic
settings.

- -An ICE Program is a process school districts use to provid
adminisfrators.with efficient and economical life long

.

learning:opportunities. .

--The, educational experiences are systematid and goal
'oriented rather thah being composed of incidental and
unrelated learning expekiences:

. .

--Each participating adMinistrator determines his own'*
individualized growth,program. Yet, in Such endeavors,
one usually associates withOther'adminiStrators involved .

in similar activities. Using 'collegial teams, the
personalized programs are cooperative within' the school
district. ../0-

- -4ovisions are made whereby administrators learn from each
,other and consultants in seminar, type settings. Thus,
while the educationalexperiences are highly individualized,
many are pursued in a Social context.

- -By associating individyalized continuing education piograms
with aotual school improvement projects, the results'are
in the form of a better 'school and-improved leadetship
abilities of the administrator.

1Partially adapted from Hansen, Kenneth A., .

IndividUalized Continuing,Education for Secondary School
Principals: A Modest Model. Englewood, Colorado: A CFK
Ltd. Occasional Paper, May, 1969.
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--The learning expetlences' are joblokkented and require the
kind of 'personal Nvolvement that makes kdifference in

. the way ,the individual functiOns inkhis position., r

.

. DESIGN OF ICE' PROGRAMS

In a-rapidly changing educational scene, today's school
adminittrator frequently is forcedto abandon old respongi-
bilit,ies and assum4 new ones., Often, what were yesterday's'
to priorities are suddenly replaced by others more relevant
to constantly shifting educational demands. In order to
manage school imkovements, .administraXoks face, the contln-,
uous need,fOr acquiriqgneW abilities. ,

1

..
. . , / V.

To perpetuate .effective ,leadership ;a school disVict niusi
proVi* a program whereby each. of its administraors has an
Oppoktimity to participate in an individualized and contin-
uous program of self-renewal.

Since the latter 196Us,tome forty-five school districts
throughout the nation'have operated continuos education pra-
grams for their school administrators. Each program uses the
concepts of individualized education. The admi:nistrators within
each school system not only develop the district's program,
but each involved educationaj leader also Organized his
personalized program.of inserVice education. Anunique and
vital feature .of these programs is that in most instances 1

an administrator's growth program is directly associated
.with actual 'school improvement projects which he organi.zes.

,

iIn 1968,'eleven.school systems, in association with CFK
began developing school district based bn-the-job programs

,of individualizedinservide education for administrators.
4.Since that time additional districts have become,interested

in the.coneept, and its very real potential for 4chool
.

improvement activities. They have organized programa in
association with the original school systems and.CFK Ltd:

Ille,purpose of- this. guidebook is to pro ide sufficient
information about the conceptAf indiv dualized continuing
education so that other administrators can organize such

; programs within their school systems. While eachdistrict
must dettelop its own program suited to its partipulai.needs,
reported herein are typical patterns of individualized
continuing education as they have emergbd from the practices
of the school districts now operating such prograM's.
Essentially, these districts are developing,programs they
can use ,to imprave administrative leader4hip. Finally, this

.
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paper teports how individual &;Iministrators within the, school' .

systems, typically organize their own programa professional

...
growth and plate .it to their job of developing an improved
school. .

v 4
A

A .

The prpqrams being desaibed pertain to
IN

thede themes L,

.)c. . .

--Schoordl4strit organized ICE pro4rams fbr school admini-
stratois; .

1

.

.

--School district orgi2ed'leaYning programs dedigned to
assist.pkincipals and other administratdrs in improving..
.the.'wholesomeness.of the schpol's climate fpr,learning.

Programs exist in Washington, D. C., and within schdol
districts in the tates of California, Colorado, Idaho,
IllinW.s,.India40k Kansaspladhigan, MipneSota,' Missouri,
Nebraska, Ndw Y rk, Ohio; Oklahoma, Utah; and Washington
'Also, "the profe sors of three 'university colleges df

.

education have eveloped similar piograms for their growth. .. *

1
A 0

Whileto da:tea majority df the participants in the'ICE
programs 'of the several districts are .junior and senior .

high -school pri cipals, other-types'of administrators are
t also involved. Thpy include elementarylprincigals, assis-

tant principals, teachers, and schooldistrict level ,

administrators 'such as superintendents and assistantsuper--'
intendentS. \,

Also involved in.these administrator individualized inservice;
education programs is CFK Ltd., a fouregation. established
in 1967 by CharleS F. Kettering II. His .idea was to create
a foundation which would relateto educational problems
of essential concern to school administrators. To assist
irk directing the efforts of the foundation, CFK td., has
sixty-three ASsociates who are largely public.seffobl
superintendents,,principals, and assistant superintendents,
and professors from various universities". Most of the
Assooiates direct administrator inservice educatiOn programs
within.yheir districts.

Procedures for Organizing IndiyiddalizedIns'ervice Education Programs
for School.-Administrators. FolloWing is 'a list of procedures
derived from the practices of school districts now operating
individualized continuing'pdueation programs for school
administrators. ,

--An administrator.is designated to provide leadership for,
for the development of the school district's plan of

S

1'41
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administrative continuing eduCation.

,

O

u ,

--This'edtiCator involves other administrators in organizing
a plan of acelon.

, ."
Given .a sketch of the district's piogram, interested
school adminidtrators volunteer to jOintheende.ivor.
Collegial teams are organized consisting. of from eight; to
twelve administratord. Each team organizes learning,'.,
aCtiAties. (Invariably.distiqcts,begin on..a.small scale
by otgnizing one team. With experience the number

\

,-.increases.)
.

.

.-Ich particip tin4 administr'ator develops hisown profes-
'.1 ), 1 . , s

,, sional growth program directly related to dchoOldmprove-
' ment projects ,

J,

--Yehrly, the*pacticipating-administrators refine the school'
diztrict's.prOqram.

, .
.0:

, . ,-..

.Each Tf the nbott 'procedures is briefly
,
discuseed in. the,

succeeding ,sections.
.

.

e ! i r

Program Leaderghip. \A. variety of practices_exiSts for!selec- -

,tingan administrator tolproviae,initial,'and Often.continu,-
inch, lbadership, ,eadership responsibilities for an indi7. *. q.

vidualized inservice education prograM take time, but
c

pot A

an inordinate amount.-:, Typically,' program coordinators
devote a few hours 4 week to-he program., Pita. this reason
some diStrictt.haveircessarily.assigned'such.duties:to an

.

adriAnistrator whose gob resporibibilWes already 'include,,

. ins6rvicd,educatiOn In other instances the,i'esponsibili-
ties have been givento-an educator as f@tn additional, but

il .imegrtantliasper!t.ckf his,,dpesent'job besignation in some-
diatricts has..peen,,byself'selection That isoanadminisL ?

'-tratdr,.'believing indiVidualized administrative inservice
education to be 4.mport0t; organizes,a to
investipatevarlous arms of self-renewal. In a few Systents
the program has emerged. as: an activity of a diqrict's , ,,

,I7. prdfessional association, df admfnistrators. I I .
,

. _ .
7,, _A , e. . . :i''

A. few districtS uset,a coleadership Conqlpt ytere,reepon- C
sibilities ParW.shared, f6- example, bra Principal and an;.

/ °

. .

educator at the school di trict's administration building., -
,

.. . .
.

TypieallV, however, the .su erintendent of schools designates,
.a person to provide.4naia 'leadership.' In larger,districts',
it is usually an associate r.assistant'iuperintendent who
appoints< an initiator. Oth r rbj.es of the' superintendent '

A

,
to

1

"et ' 4

Orr

,

4



to . 'and his k'ey associates include.a coniituous understanding
0, and commitment to.the conce*-of administrator self- -'
renewal. Ideally; they )oin the program%as'participant5.

"'

The actual position neld.by a program's coordinitos'of.
less iKi-ipoi.tance than,, are thelleadeeship
able to provide. While,nostandara'role orfob deScriPtion
is implied,,themalor deierMin4nt is an abil.ity,,to'facili-.
fete thOldevelopment of maximum involvemerlt,bf participants .;
according to their.individual self,-renewal needs and the

Improvementneedg of their schools, as theft see them.

Essehtially, a 'prograrrk coordinator is a:Cataly.st e4thertban.
' a director who merely establishe thingS for others to 7',-,'

dot .1,1e serves,in a helping' relationshipOhe is a stimulakor
and.,counselor. Thus, theskillg and attitudesleceSsary't0
agsume-such' a role are cruciar:' This is,'perhap6,. the
rehsonwhya, wide vaitety pfectucaOrs, in regard_tO,
position, presently. ,Serve'asOpordinatorS for indivicitial- .

- ..
.'lting,inservie education kograma' for adminigtrators,
Following ate the titles.C;f persons' presently providing.
k 0 40eader::, superint6ndenti. principal,' area superintendet

diVetor of staff deVelOpment, assistant superintendent,
y. l \director. of.elementaryeducation,odirecCOr.ofAhstructiOnal,

Services,' deputy superintendent,' director of .repeaich.
. profesS0r,-deari of school of'educatiOn,and man_"'and a

university department of educationalional Administration.
, . . ,.

.. - s, '
,

:;'Typical, Features. of d SchoorDts.trices Plan of Indivikual i zed
.'. Anservice 'Education' for 'Administrators: School distiict- based

plannipg teams of admintstrators.chrged.w,ith-the respQnsi-
\bility of developing a 'continuing education. program usualfy-.
'Meet-periodically for.a'period:of about .six' to eight weeks.
Their job is to descripethe,goals and objectives of Iheir'

10 ;district's program:' Aiso'they attempt tol state the evidenceg.
they plan' to obtain as to 'their success ln'achieing each- ;
pjective.

' N.
J,

,\ ,, , ..

.
,

\ .

.

The following list describes\a number of goals and,.,Parposes
, sunimaritedfrom existing pro.g"rams

. . . :
,

.:-,-The foous,of.,the'program is to heir kdministrAtorsmMprove
their leadership abilities on a ctontinuousbasfA (Thii .

, is not always evident.in:parly program consid6ratons.- .

Often participants initially think lisrimarillflof changefor ,*

someone' else; i.e., staffi-.sch-ool, student b0dy, etc., .,

While such ,goals are not 'inappropriate, the OUrpose of 4 .
self-renewal program is ,to. provide opportiinities.for each

1

I4



participant to identify needed'self or school improve-
-:wants for which he will 'provide personal leadership.)

s.

' - -The, program is basecArqn the concept that each adminis-
trator 'is ;unique. They do not begin at the same place,
theydo not learn at the, same rate, they and their
scools have diffeent needs at different times, and .

"some learn better alone, while others learn'more effec-
tively insa,group.

- -The.prOgram links administrator self-renewal activities
to actual school improvement projects for which the
administrator provides leadership. Thus, small group_ _

learning experiences are jbb oriented, practica4 and
require the kind of personal involvement that assists
the administrator on the job. Improvement of one's
competence is perceived,' by the participant, not as an
"extra" duty, but as a means df doing his job more
effebtively and efficiently.

- --Provisions are made whereby administrators can. learn
from each other' and' consultants on a one-to-one basji,p
and'through small group learning situations. A taint
13.601 exists so administrators can also obtain assistance,
from the community, university_professors, and educators
on the staff of the school disttiot- and of other districts.

--In addition to activities of the learning.team each
participating administrator develops his individualized
progra of ,inservice education.

-The prograM is designed to meet thpreal needs of admin-
istrators. It is planned and admihisteted cooperatively
by theAparticipants.

Team Activities. The foregoing list describes many of the
features of the learning or cOilegial continuing education

' team of school adMiritsprators

These types of teams exist:

--Secondary school principals

--Elementary school principals

-- Elementary and secondary school principals within a
gographical area O,f,,a school district

I



--Total administrative staffs. of, for example, three
secondary schools

--School district levelpiministrators

--,Principals and school district level administrators

Inservice teams of administrators plan and learntogether,
share the strengths and weaknesses of their schoolimprove-

, ment projects, serve as consultants to each othei, and
assist one another in developing individualiza*plans for'
professional growth and school improvement.

Invariably, teams organize periodiq seminars pertaining
to topics of common need. To date, most of the districts'
teams have stressed as a major activity the development of
management, skills usable on the job, such as. how to conduct
needs assessments, developing-professional-growth-plans,
defining goals and objectives for, and measuring progress
of, school improvement'projects, improving administrator-
teacher-student corunicationS, assessing the schools -)
clioate4 developing accountability skills, and using
Delphi techniques. Also, these topics have been aspects
of school district organized seminar sessions: project
planning, recent Indpromising school improvethents, improve-
ment of faculty meetings, and management by objectives.

TeaMs often select consultants to. assist them. Usually, an
outside ,resource person is sel ted becAlse h can provide
not only, an overall concept, b t also specific tools for,
'using the concepts within schoo Because vast consultant
resources exist within the team a of course, the schbol
district, most of the teams activel share their individual
project progreSs with their colleag es.

All of the participating districts have found it necessary
to set aside blocks of :time Ior team meetings. In one
district,teams meet monthly in six-hour sessions. Another
district-has found it necessary to organize entire day
session's while working on projects_ of special importance.
Most of the districts'plan rather substantial (2-3 hour)
blocks of time for meetings:- Finding *time for teams to do
their jobs is one of the problems reported by ICE program
'coordinators.

Tear membership may either be continuous or rotating. One
school district., fpr example, has a rotating membership
system which gives every principal an opportunity to be
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formally involved in the inserv.ice education program every
third year. More of the distrLcts, howeyer, have maintained
a constant group membership over a period o years. .

t

.

Individualized Continuing Education Plans' A final, and extremely
important, feature'of this form of continuing education is
the deveopment.by the participating administrator of.his. .

own individualized,inservice education-school improvement
project.. /

-'

In organizing one's continuing education program,r. which jai?'
associated with an actual school improvement prgject, 'an
administrator generally includes these processes:

.
%

--Analysis of the school's potentials, strengths, and
'weaknesses. This.often involves the use of needs assess-
ment practices. (It should bepointed put' that many
adminisators already know what, the school might do to
,improve its services.)

-- Analysis to determine additional, skills or knowledge
,needed to provide appropriate leadership for desirable
school improvements. ,

.

-- Organization and conduct of improvement projects.
, . .

'To assist administrators in the third aspect, a team of
CFK Ltd. Associates organized a project planning prodess,
(Self Performance Achievemg:dM2192).. SPAR is a
process. It is a, convenient and practical guide designed
to assist school administrators and other educators in
developing school improvement project goals, objectives,
activities,.check points, and.evaluation procedures. It
also serves as a simple, but pow rful, personal,accounta-
bility process for the educatio al leader. Inshort, SPAR
represents a procedure for dire tly relating an educator's
individualized continuing education program to actual
school-improvement projects.

, Pages 10-11 present the SPAR document. gage 10 outlines .a
brief process for describing a school improvement project
in terms of a goal, activities which would probably be
occurring if the goal were being practiced, objectives, and
evidences of success in achieving the objectives. Page 11

20livero, James L.; Geddes,' Vivian; Hall, William D.;
"Mari, Richard E. Self Performance Achievement Record(SPAR).
Englewood, Colorado: A CFK Ltd. Odalonal Paper, 19731
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completes the process by providing a formai fbr describing,
the time line for initiating and completing the project,.
progress reports to.the collegial learning team of adminis-
trators, and one's individualized continuing education plan.
It is the relationship of Sectibn V (ICE program) of
page'll to the other sections of pages 10'and 11 that links
schgel improvement activities to an administratof's person-
alized ihservibe education plan. Section v of page 11
asks this question: Given the school improvement project,.
what new abilities do you need to achieve the project?
This secttbn of SPAR -also contains a procedure, for recording
one's plan for obtaining the needed new abilities.

-Cost. A school district's direct cost for an individualized
continuing education program for school administrators is
largely within,the,categories of consultant services and
any travel funds individual. participants and teams may need.
to help them, achieve. their continuing education programs.

The cost, then, varies to the exten a school, district can
make the above two items a feature of h it plan. While
some districts allocate ffunds, there ar also effective
programs operating with essentially no funds.
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PST II

(PROCESSES FOR DEVELOPING A SCHOOL DISTRICT

INDIVIDUALIZED CONTINUING EDUCATION:PROGRAM'

Part.I shows how a school district can owanize an Hindi
vidualized continuing education (ICE)' program for school
administrators. The information and processes will be of.
sPecial .1:nterest to educatprs,with responsbiiity for
guidio4 the develops en of) a school districes_program.

12

SUMMARY OF PROCEDURES. FOR ORGANIZING AN ICE' PRO

A brief summary of the pro edurespfor developin4\an ICS,
program for administrators appears on pages 1-4 of Part 1.
The sections which ,follow provide "how to do it" informaz-
tion for the first three procedures listed on pages 3-4,
while Part Hi, provides similar information on the remain-
ingprocedures of page 4.

A STEP-BY STEP PROCESS.FOR'INITIATING AN IC PROGRAM

Ir-r.orqanizing and-operating a sc401 ,district sed CE,
%program, there are three basic stageg.

,

Stage 1 -4 I6itial ICE Program Conceptualization

The administrator'providing initilta.leaderthip-fo developing
.

the program should form a small ad hoc planning team Of five
to seven administrators. Members should include potential
participants in theproposed prograM,'an assistant superin-
terident, and hopefully, the superintendentf,

The trole of the planning 'eat is to:
I.'

--Study the experiences an pr'act ices of other.school
"districts that are prese,ily'operating'ICE programs.',
(This Occasional Paper is the best general source of
information on this.topic.)- -

--Determine ratiohaleand broad objectiVes for the program
'\ biised on a needs assessment Of potential participants.

. ,

.4
.

.
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(Appendix A, "Whl, Do It -- Ideas for a,School District's
Rationale for an ICE Progra," will be of assistance.'

sections of this paper provide.appropriate assess-
ment Procedses.) . ti

--Identify`the purpose.and design of the program.

--Describe the pioposed role of the administrator who will
prOideprqgramHleadership services. (Thig,CFK Ltd.'
OccasionallPaper' will be of assistance: Administrator
Renewal: The Leadership Role. In 'Collegial Team Develop-
ment,' byViN,7ian Geddes. See Appendix C.)

P _

,-*Determine initial program goals, objectives, and charac7.--
,

teristics and mako'nedessary support and procedural
decisions. (The program planning form, pages 17-21,
provides a format for recording the decisiohs of the ad
hoc team.) .;

%

4
As the planning team examines and.evaluates the overall
nature.Of its program, these suggestions will be of value:

--At the outset, ailICE program_should be voluntary with an
opportunity for Others to join later. Human and financial_
resources-tcwbupport the program.must be.realistidally
assessed.

program leader 'mustIbe appointed, although it ig not ..
necessary to have a full-time director.

--A source of peer support for participants must be provided.
Typically,s.the collegial leaining team, to be discussed
later,,proides appropriate support:.

--Structure the program so participants will look not only
inside but outside their district for ideas and resources
as they accomplish team and individual projects.

e .

--Desigh the program so it will result in positive and bene
ficia"l school chan4es%

4 .

.--Detailed planning is desirable andappropriate., but.since
plans tend to change after-initial sessions, it 'is
'suggested that. initial planning not consume too much time.
The resulting 'plan .should be considered/as a' point of
departure.

--As participants develop an ICE prOgram and a commitmeht'to
school and district improOement programs, they must know
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the extent to which each is at 14erty to extend his
edUcational endeavor into actual school improvements.

.

--Although prdblems.wilf emerge, the majoraty should have
been considered and anticipated. An exampleA.s: .how
participants find time to take partin a significant,
manner?

IA moving from Stage I to Stage II, and pe'rhaps throughout
the. initial first year of the program,_it will be desirable

0 for the ad hoc planning team and the program's coordinator,
to'perioUTcally emphasize the essential goals of the'program.
A paramount goal should be assisting administrators in
inproV-ing their leadership abilities on a continuing basis.
This is not always evident'in early program considerations.
Some.administrators will be thinking'in terms of primary
change for someone- else:. that ise.his.school, staff, stu-
dent body, etc-. While such goals are not tbtally iriappro-
priate, each participant should also identily'cbanges in
his own behavior and leadership which will be instrumental
in facilitating school improvement goals and projects.'
Using the principal as an ekample, the followipg diagram
illustrates the concept that the goal is to provide oppor-
-tunitied to help the principal improve his professional
leadership abilities in working, with hisstaff and in,
conducting schoolimProvement projects.

FOCUS OF SCHOOL
DISTRICT'S ICE
PROGRAM

PRINCIPWS
IMPROVEMENT .

GOALS

4

I,

PRINCIPAL'S

LEADERSHIP

SCHOOL IMPROVEMENT
GOALS-

---1
STAFF IMPROVEMENT
GOALS
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Stage II -- Operation of an ICE Program w)th Initial Group of Adminis-
trators

sketCh.of the 'district's programs interested'sChooi
adminketrators volunteer to join,the endeavOr...Collegial'
teams re organized consisting Of from eight totwelve,
'administrators. Each team.organizeh. learning activities.
Irivariab1y districts begin on a small scale with one team.
With eXperience the number4increases.

Each participating admiNistrator develops his own profes-
.

gtonal growth Prq0ram directly related to school improve-
ment projects. Prt III, pages 5-42 of this piper describes
processes for this aspect of continuing educ4tion. To
summarize, each participant has these challenges:

--AssesSing his'personal and professional continuing educe-,
tion needs'in relation.to needs of his school, staffi
student body, school,districie community, and as reflected,
.by major curr&it and anticipated future educational trendS
as such affect him, his responsibilities, and his insti-/
tution.

--Selecting assessment,procesdes,to ascertain school and
personal improvement needs. ;(Papers that wi,11,be of asSis-
tance here are School and Self Assessment Processes: A,:

Guidebook for Administrators by'Gerald Prince, and
School climate Improvement: A Challenge to the School,
Administrator by Robert S. FoX and others. See Appendix C.)

and,conductin§ personal and school improvement
projects. (Of assistance at this stage will be A Guidg
to Planning Sbhool Improvement by Lawrence J. AggerbeCk,
and Self Performance Achievement Record (SAAR) by James E.
Oliveroand others. See Appendix C.)

Past experience of school districts' ICE program coordinators
indicates that during Stage II, the typical 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. Individual

. plans of action are not totally completed by
participants.

--Phase II. Program status: Development of collegial team
spirit is not completed. Identified plan of
action and group learning activities exist.
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°Participating administrators are ,struggling
with,howtO develop their individualized plans.their

--Phase III. Program status: Team of participating adminis.,
. tratots is, in fact, colwegial'. Each partici-,

pant.-jag an individulized self and school
improvement plan per6ining to one or two
goals.

Stage III Refinement'of School .District' ACE Prograras Result Of
. Initial. Trial

y. Through the leadei'ship of the program's coorainatOr, the
refineMent"prod'ess should involve eactcollegial team of
participating administrators. The.program planning forp
which appears on' pages 16-.20 can t)e used as a vehicle for It
refining the program. .

4 , 16

The following worksheet will assist( in'developing a time-
jine for accomplishing, the three stages of devekopiig and
operating an ICE program, durincvthe*first year

, " .

;tI

School DiAtrict
.

1

.

ICE Program Coordinator
.

i
,

.

.

ICE Program Stage

.

Initiating
Date

,

c'Completion
. Date'

.

.

Stage I -- Initial ICE
Program Conceptualization

..

.

1

.

..

State II -- Operation pf
t

10E Program with Initial
Group of Administrators

k '
*..- N

.

1

State III --- Refinement of,
ICE Program as Result of
Initial Trial

.

.

1

.,

.
,

.

<



.'JPLANNING FORMAT FOR' AN ICE PROGRAM

If, a school district's program .isto be relevant for its'
administrators,the ad hoc planning team must tailor it to
the heeds. of the participants and the district. In fact,, the
initial group ofparticipating administratorS should be
directly involved in the planning process. Whi-le it.is, of
course, appropriate to considdr practices of other'school
systems operating such a program as a means of identifying
appropriate ideas and procedures, in the final analysis a
district's progr4m should be."hbme. grown." The folloWIng
worksheet represents a brief and simple format for planning

ICE Program.
.

SCHOOL DISTRICT'S YEARLY GROWTH PLAN.

FOR ICE PROGRAM

PERFORMANCE ACHIEVEMENT RECORD (PAR)

ICE - School district Organized Invididuaiized Continuing
Education, program for school adlliinigtrators

, .

Date

'PART I -'1?.°A1C INFORMATION
0

1. Name of school district:

2. list of ICE program participants:

, Position"Name /



b

2. List of ICE program participants (contd.):

Name

3. ICE progtamicoordinator:

Name

. .

Popition

Position
4

4. This plan is designed to cover a one-year period:
beginning in 197 and ending'ih

(month)
,.197 .

PART II THE PLANS

1. List of GOALS of the ICE Oogram:
,.'

3 These papers will,be of assistance in developing a
yearly.plan: Aggerbeok, Lawrence J. ,A Guide to Planning
School Improvements. Englewood, Colorado: A CFI Ltd.
Occ!aEcional Paper,,1973; and Oliverp, James L.; Geddehl.
Vivian; Hall, William D.'; Marr, Richard E. ,Self Performa'nce
Achievement Record (SPAR). Englewood, dolokado: ACFK Ltd.
Occasional:Paper;-1973;
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OBJECTIO 6pf,the ICE
pro9ram:

,

, `

. For each objective
indicate tliie'EVIOMCES
the team w;11 accept
and obtain as to the
achievement of the
obje'ctive: ,

'01
A

4

a

V
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,Typically, it is the.goal of each administrator partici-
pating ih.a school districes.ICE program to ,develop an
inaividUAlized continuing education plan using SPAR
or simildr'individualized planning format. This year
Which participan listed in,Part I will be delieloping
such plans?

V . 1

Target pate for .
Name Position Completion of Plan

ASeess below last year's.successee and weaknesses of
the school district's ICE programr. Rela.te this assess-
ment to the evidences lobtained iegarding the objectives
of last year's plan.

-1

(
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6.

,

Budget

Purpose

It

Object ves to which
this purpose relates

Amount

ti

.

.

,..

,

.

.

.

.

.

1

.

rs

..

.

.

/
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ACTIVITIES RESOURCE LIST FOR STARTING ICE PROGRAMS

In addition to the proceOses already described, the following
list provides ideas for initiating ICE programs. Eugene R.
Howard, Superintendent, Urbana, Illinois, School District,
prepared this Fist' as a result of assisting school districts
with such program's.

1. Start with a preseptation of the underlying assumptions
of the proposed program. Ask for volunteers to serve
on a task force to 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 theio-
interest in the underlying assumptions of the program.

3. Suggest that the planning groups adopt the position
that,7-

a. The program is to concern itself with individualized,
Ron group-paced edUcation, and

b. The program is to have as a major objective the
linking of self-improvement with school.improve-
ment projects.

4. Develop a prelimin ry.Plan.

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

6. Start with consideration of the real situations in which
the participating administratars.find themselves. Th'ey'
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 managing at
least one part of their responsibilities.

7 Do not assume that participant's are already motivated
towards meaningful self-improvement. Initial 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 comes later--after other
projects are underway. Educators are accustomed to,,
spending their time thinking up things for other people

0
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to do. They are not likely to change quickly in this
regard.

8. Most successful programs have carefully balanced group
work with individual work. Individual work generally
develops.laVr.

9. Early group meetings might stress communication and
activities among the participants. ,.$uch

a tivities are essential to the development of a non-,
threatening team climate and a high trustlevel.

10. A useful device foi fostering school improvement activi-
ties is the school-based development team -- a schoOl's
counterpart to the ICE learning team of administrators.
Development teams are a way of organizing talent within
aschobl so that improvement activitieseare stimulated
and suppOrted.

11. At an early date in the'ICE program, participants will
be planning self-improvement and school improvement
projects: For example, the following list suggests the
kinds of activities individuals might find of valme to
themselves and to, their sohools:

Self-Imt4Tvement
.

a. .Develop 'Sian in using a.

instruments to gather
information regarding
communications patterns -,
among pupils.

b. Acquire knowledge bi
about continuous-
progre-ss curriculum
organization to
assist teachers with
curriculum planning.
Acquire knowledge about

echniques
learning
management
and Ifferentiatnd
6taff ng patterns 5 ,

,appropriate to learning
laboratories.

The above flst represents a brief
4

School-Improvement

Improve communipations.'
among Pupils who havd
segregated themselves
,into serf - perpetuating;
cliques!.

f

PrC!5vide for pupil
options in language
arts through develop
ment of two-ualterna-'
tive" learning laboral
tories representing
contrasting learning.
climates. -

sample. Pekaps the

r
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9

planning group, as a part of its efforts to offer well ,0.4
conceived options to participants, will find it profit-
able to prepare, for participants; a more lengthy but
open-ended list of. such suggested activities.

12. A brainstorming session of administrators partici-
pating in an ICE program, 1Which,haU school climate
improvement as its focus, produced these ideas for
activities. The projegits are limited in scope, but
represent a way-to,begirv.

aA Decrease the amount of staff time presently intiested
in activities which emphasize conformity and 'compe- 4

tition. Increase the,amourit of staff time devoted
to developing activities forpupil6 who are gener-
ally considered "out of it."

b. DeVelop projects to include pupils in the evaluation
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
'c'learly by everyone and so that these beliefs are
translated into reasonable rules.

d. Revise the school's grdding and reporting system so
that it is passible for everyone to. feel Olat he is
succeeding every day.

e. Take students and staff members on retreats or form
' 'in- school discussion groups designed to foster open'

commdnications, mutual respect, and 'understanding.

f. Form a group of students to make a study of'the
indonsistencies,which exist in the school between '

what the school's statement of philosophy says and
the manner in which the schopl's programs operate.

g. Interview a grodp of the school's 41?ssers" and
listen carefully to their description of how school
affects their attitudes towards themselves and,
others.. Form a task force to do something about, at
least one of the concerns, expressed by the losers'
group.

Ft
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Up to this point the preceding sections have_provided a range
of idea's and procedures desi4ned to guide educators,.
responsible folOdeveloping school district based-adminis-
trator renewal programs using ICE prJ ocesses.

Part III provides information on how an individual adminis-
trator can deVelop his continuing education program.

KHY DO IT IDEAS FOR A SCHOOL DISTRICT'S RATIONALE
FOR AN ICE PROGRAM

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

1:1qiq OTHERS NAVE DONE IT .CHARACTERISTICS AND
EXAMPLES OF PROVEN ICE PROGRAMS .

Appendix 13 provides a look.at programs and methods used by
other schOol districts in clrganizitg ICE prOgrams. It
descrAbes characteristics of quality prdgrams', examples of
ICE goals and objectives, collegial teams, and roles of
participants.
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PART I I I

PROCESSES FOR DEVELOPING PERSONALIZED.

CONTINUING EDUCATION PROGRAMS s'

A CASE STUDY

The baid tenet of ICE programs is that'administrators need
to relate school improvement needs to a personalized program'
of self. (or professional) -improvement. For example, 4.3410
Huge, Principal, EastHigh-School, Lincoln, Nebraska, organ-
ized,a'faculty, btudent and parent task force for identi-
fying concerns about the school. As a result of discussion
and assessment, the following 'four concerns were isolated
and translated into thes school improveMent goals and .

objectiveSi (Activities, evidences of success in achieving
,objectives; andeinitiating and completing dates for each
goal...and:Objective also were identified.)

I 04,
la. Goal Statsltent.: Each student will be able to have aF

'self-solected -teacher-- advisor -- a "friend on-the
faculty."-

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
following threegoals.

2. Goal Statemeot: Develop and implement an organizational
moddl which will allow for varying amounts of freedom
and.structure for each student.

Objectives

Develop,tan organizational model and implementati6n
. procedure for that model which provides educational

opportunities which comfortably fit the learning
and teaching styled of 80 percent of the students
and teachers, as measured by their own judgment and
that of an outside evaluator.

A

_
b. Identify and desgribe at least four separate learn--,

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 "'identify learning styles and in designing
programs around those learning styles.'

3. Goal Stateme 'tt: Develop and implement a more effective,
shared- decision-making model

Objectives

a. Eighty percent of-the studentS and teachers, when
asked to do so, can explain hOw they can be involved
ih an open diScussion of at least two school issues.

b. Fifty percent of the teachers and students, when
/- asked to do so, will be able to,give,reasons for a

4 recent school decision whiqh affeqted them.

c. At'least five task forces -consisting'of students,
teachers, and parents will have convened to seek
solutions to identified school problems.

d. At least five activities designed for upgrding
communications skills will have been offered'to
students and teachers. /

4. Goal Statement: Improve communications among students,
faculty, parents, and community.

'Objectives
/'

a. At least 25 percent of the students, 15 percent of
the parents, and 40 percent ofthe teachers, by
December 31, will have been involved in. at least
one parent-student-teacher conference.

o

b. 'Newsletters will be ,sent to 'parents, students,. and
teachers $,n no less than a quarterly'basis.

c. At least 40 percent of the students and teacheks will
have }nem involved in At least two'rap sessions
regarding school-related issues.

Given the isolation of four school improvement needs,, Huge,
in analyzing his own profession abilities, telt he po4sessed
the skills and knowledge to immediately provide leadership
for the achievement of goals 2 and 4. For goals 1(And he
felt he needed additional-- abilities before he'could provide
the appropriate leadership for their achiev'ement. Referring

I



to pages 10-11 ofthis paper, for goals 2 and 4.iuge designed
school improvementprojects. For goals 1 and'3, he developed
personalized learning programs directly ,related to the
Achievement of these two. goals.

OVERALL PROCESSI 1,

.The preceding example illustrates the importance ofe-pthe ICE
process. Without a vehicle.lor,inservice education directly
related to school improvement needs and for those needs not .

Athin one's realm of .abilities, the administrator's choice
.often 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 unlesstho school district has a'process lahere-
by,the busy administrator Can efficiently acquire needed new
skills, knowledge or attitudes. Of course, another'choibe
is to 4bark on the .improvement and hope for the best. °-
This is alligh risk; the history of educational innovations
is replete with examples of projects that failed due to
inadequate leaderspipand planning. T4e ICE process suggests'
that nd administrator can be expected to posseIs all the
abilities to achieve every needed school improvement.

'ca obtain abilities to
Instead, it suggests that schopldigtricts need to provide
programs wheie adminidtrAors
achieve institutional improvements.

The essence of the ICE idea thpt inservice education for
administrators can be indivi alized. As such it is
direbtly related to an.administrator's leadership duties
and responsibilities fOr tosteiring And guiding school
improvement projects. The concepts and practices described..
in this part show how ann-administ-rator can organize his.
individualized program.4- A.

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

--Isolating his continuing education reds in relation to
school improvement needs.

=-Reducing these needs to manageable and focused school ,

ximprovemeny projects with a personalized learning program.

--Committing to writing the improvement project and his
actual inservice education program.

9



31.

--Conducting 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
followin4 diagram further describes the process.

r

Y6Rool ane school
district goals
and philosophy.

(1)

Re-cycle

Processes for--

--assessing school'
and school dii-
".rict.fmprove-
ment needs.

--assessing
administrator
improvement needs

-'-establishing
action pridect .

priorities.
(2)

4

Developmeht
of school
and/or self
improvement
project
descriptions,
action plans,'
and accoun-
tability
proCesses.

(3)

Actually, there are three basic approaches or options for
isolating inservice and school improvement needs.' Id the

r process of isolating needs, administratoi-s presently partici-
pating in ICE programs use these different orientations.
Some administratois are more Comfortable in focusing on their
own personal .strengths and weaknesses. Others believe it is
more important to focus directly on the, development and.
conduct of school improvement projects. A third approach
is situational; that is, clearly identffiable.problems
exist which must be immediately addressed. There'is no
right approach. Whatever is desirable is totally' dependant
on one's orientation and the conditions in which one finds
himaelf.

The following diagram summarizes the three basic apprOaches
or options. 4 t



Focus.ofAssessment Processes

Op"tion

Primary%focue
of administra---
tor on improve-
ment of his
abilities as
educational
leader.

Option 2

Primary fopus of.
administrAtor on
school improve
ment proiects,con-
currently adminis-
tratdr considers
needecfnew abili-
tie,s for project
achievement;

Option 3'

Primary focus
of administra
for on a prob-
fleMisituation.

Each option isore fully described below.

Option 1: The foods of the administrator is on the direct
1,/ improvement of his ppreonal abilities ap an eduCational

leader. An examOle: The erincipal learns manageMent
planning processes so he can provide the leadership for
efficiently involving staff, parents, and students in the

. organiiation of a master school improvement plan. While
the.initial focus is on the administrator as the learner,
there is an immediate application of his new knowledge

. and skills. 't .

1

Option 2:' The focus of the administratOr'is toward the
direct improvethent of;hie school through the conduct, of

. school improvement projects. this instance the projece'
goals, objectives, evaluation and time line of events are
determined. Concurrently, the administrator considers this
question: Given this school improvement projpct,what new
abilities do I need to provide leadership fol:',the project's
achietrement? An example: The school has developed a goal 1

to improve, by restructuring,' its program of extracurric-
ular activities in order to involve a. larger percentage of,.
students:. . While the initial focus is on an identified
school iMprovement.project, thet is, in thisbagev a need '

for the principal to update his, nowledge of extracurric-
ulv,programming and to isole from the field of'adoles-
'cent growth and development appropriate principles which.
directly relate to extracurricular programming.

Option 3: The focus.of the administrators on a problem
situation. An example'is low student and staff morale:



PROCESSES FOR ISOLATING CONTINUING EDUCATIO
, A OL N ED

. 1

'in.adaitioh'tolthe'Concepts of -this section, more that; 'ten
different' procOses administrators can use in isolating
inservice and school improveMent,needb are described in

.

School and.Self Assessment Processes: A Guidebodk for,Admin-'
istrators,Iby Gerald hr, Prince (See Appendix cf. .

,
,.,-..., ,

. ,

This section could ,be titled "Images of Pptentialitr as.;it
suggests that oneinitially .engage'in a'process.dedigned to
isolate'the school's and'also one's own opportunities AO
potentials,for,improved service. (:)r, in the event you'are a
schoOl distkict level administrator, this.pertegns to the .

opportunities.or potentials available for.improved service
coy you,and your division. In essence, tWidea of this
aspect of -the. process of'developing your individualized, ,

learning program can bett'be'described by theee questions:
, 0 . ,'. , i I)

-What improvements in services and programs can my'OchoO1 f

make'to -advance education for 9ur'students this year?. .Neit
yeat? Two years hence? Or, ilp the case.of a distict
admihistrator: What improvements in the activities of this:
division could further our services to schools? -Student0
The public? '

,
,

--Given the host of descriptions of new practices calcuratnd
to improve schooling constantly being reported at confer-
ences and in profession'al publications, which ofthese new
ideas or'cliallenges relate to the impro,/?nent needs of our
school?.

=--AA'open-ended'completioh,type question: What would",i)ur
school be like if ? ,

--What are the-strengths and weaknesses'of,pur school?
I

The aboVe.questions represent e.few examples one might use
in isolating areas for potential school improvements,

'..

Ideally, such questions should:also be used With a represen-
tative sample of staff members, parents, and/or students, in
obtaining information about school' potentials. ,

.

As a result of 'such discussions;-this goal and its indicators
were deve)#pped. by a secondary.SChool. .

.

. .

Goal:, Students should Share in the evaluation, reconstruction,
and of course content and methods of instruc:-
,tion.
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Goal indicate s: ;

7

1. There i8 an active,st dent, pare'nt, and faculty curric-
ulum committee.

Z. There are process°e.s.whereby students can provide input
to tills committee.,

3. There is a system to create task forces to recommend
solutions,to specific problems.

4. There is evidence that this committee organization
positively effects instruction.

5. ,There is evidence-that parents, teachers, and ptudents
work toward consensus.

6. There is an improved student attitude toward course
content and instructional methods.

Goal indicators describe events which suggest a goal is
being achieved. They serve as a transition from goalsgto
'objectives. 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 indiate'achievement
of the goal?

Other sources of information which will help identify school
and self improvement needs are:

--Suggestions in the report of the most rOcent accreditation
visiting team.

, --Success in achieving the stated goals and objectives of
the school.

--Status of achieving school district, goals. For this
process, schools in the Ocean View/School District,
Huntington Beach, California, used the format below.
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Distr ct Goal: Sc ool Goal what ought to be):

4

29AgElEt1531L2LIEnt
Con itions (w at is):

SchrvA Improvement Need:

'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
improlled goals developed by other Schools:

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

--Students, faculty, administrators, anct parents share in
the decision making process a out important aspects of the
school's program.

--Those responsible for implemekiting decisions share in
decisions.
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- -Students show concern for the improvement and maintenance
of the school building and grounds as indicated by student
and staff surveys and projects completed.

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

--Students are provided opportunities to succeed in the
mastery of basic academic skills.

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

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

.--The school reduces the negative, effects associated with
its large enrollment and size.

- -Student involvement is an active rather than passive role.

-Each staff member develops a positive self image of his
worth and significance to the school.

- -A school climate is designed so that students become self
diroMing and self-responsible.

ORGANIZING SCHOOL AND SELF IMPROVEMENT PROJECTS

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

Option I.
ti

-

Pa rticipati administrators in the ICE program of the
Livermore Valley, California, Unified School District use a
program description form consisting of the following sections:

a. Statement Jf the problem you wish to pursue.

b. A 'list of the objeotiyes (outcomes) you are seeking to
achieve.



37

c. A list of the a4ixaties you,seeas necessary to achieve
, .

,

your objectives1 I

d. A list of the
accomplish your

The program of Dr.
follows:

you feel you=need in order to
bjective:4.

k Bardellini, AiSistant Superintendent,

1. Statement of 019 problem you wish to pursue. There is
need to describe in clear, understandable terms a'
yearly plan fa the educational Services Division and

a

its various Opartments and programs.

2. A list of the objectives' (outcomes) you are seeking 'to
achieQe. /

a. A stlitement,of goals for the division and its
components.

b. A'set of measurable objectives for each goal.

c. A Olan E.o'k achieviiig 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. The development of a process or method to do a needi
assessment for a district division or district pro-
gram.

The development of a method to get congruence between
the district perception and school perc6ption of the
needs (goals) of the Educational servicps Division.

c. Selection of the high priority objectives.

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

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

b. Techniques of determining high priority objectives.

ci Techniques for identifying alternative courses of
action.

O



d. Techniques for evaluating objectives of the Educa-
tional Services Dkvieion.

38

Option 2.

Tor each improvement goal, the administrators of the' Golden
JeffersonCounty, Colorado, School District use a

program planning format consisting of three dectionsi
. statement of objectives, strategy, and evidences of accom-

pkishmdit of the objectives.

Option'3.

Members of the staff of Bell Junior High Schook, 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.

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

c-student outcome and process goal will become a reality. If
individual commitment§ are not made, then little is likely,
to happen in terms of systematic progress toward meeting
each goal.",.

"Each person develops a written plan describing his commit-
ment and specific intentions to dem9nstrate progress toward
student outcome and process goals."

4Prince, Geraldmand Carne, George M. Toward the
. Human Element: Beginning'HanUbook for Change (2nd Ed.).

Goldf,t1, Coloradot Bell Junior High School, 1973, p. 111.
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The following illust;ates,their format.5

Step I. Select a major school goal.and list it beloW:

,Step II. Brainstorm specific'
cedures that would show
the above goal and list
min.)

What 'Could I do to carry
out the above godl?'

strategies and evaluation pro-,,
progress toward carrying out
below. (Groups of.3-4, 10-15.

What are all the ways I
could gather evidence to
show progre§s toward that
goal?

Step.III.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.)

Step IV. Progress,review--who?,,when?, where?

_pet a time, select a person(srto review progress and_pet
help toward meeting tho'objectives selected.

Time Place Date

a

5 Ibid., pp.. 111-112.*
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. Person or persons selected to review and assist me
with plan.

Step V. Rewrite, change, alter, or revise steps II or III
based on the'above'conference.

Step VI. Repeat steps I through V as time and.Comfort with
the process allows until a plan ie developed for each
school.goal.'

9

Bell Junidr 'High School Uses the following format for . 4
recording personal growth objectives. An example is reported'
within the chart.

z

PERSONAL GROWTH OBJECTIVE6

Each staff member is asked Oodentify 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 youi,evaluation, this copy will be
returned"to you

1. PERSONAL GROWTH GOAL I'LL ATTEMPTA

(Example: Obtain feedbiack on my performance.)

. HOW I'LL ATTEMPT TO IMPLEMBNT My'PERSONAL GROWTH GOALS

(Example; Get feedbakfrom at least one. person
daily
'Use feedback instrument with each class
on your ability, to listen.) .

t

6
Ibid.-1 . 114
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PERSONAL GROWTH OEJECTIVE (aontd.)

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

,(Examplei 'Examples of feedback instruments I have
'used.
'Compilation of results.)

Option 4.

The Self Performance Achievement Record (SPAR):represents d
procedure for'directly.relating one's individualized continl,
wing education program to.aCtdal school improvement projects.

Pages 11-11 of this Occasional Paper present the essence of
the SPAR approach. Also, the.Occasional Paper onSPAR
(see Appendix C) 'provides "how to do it" infoiMaton on 'each
aspect of this planning format.

)

Option 5.

The Occasional Paper in this.sekics 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 improvement
projects. Aggerbeck wrote the paper as a result of working.
with, and at the request of, administrators participating in
school district based ICE prograrits. It has been extensively
field tested. An outline of this planning model folrowS:

Section 1-,-BACKGAOUND FACTS A LIBRARY OF INFORMATION

1. Current Position - Analysis of the present situation
which affects the organization, group

2. Resources .) or.individual plan.
)

3. Capabilities y Identification and/or analysis of
., . ) current and future Conaiderations

4. Opportunities. ) which should be included in the

5. Strengths

6., Weaknessed

) thinking of the planning team.
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Section II--THE ENVIRONMENTAL FACTORS TO CONSIDER

7. Econbmic Factors,

'8. Governmental Factors

9. Technolo6cal Factors

10. Social Factors

42

I

) Assumptions and protections
) of the conditions which will
) exist in,the future and
) during the implementation
) time span of the plan.
) Identify both favoiable and
) unfa,7orable faCtors which
) may have a direct bearing
) upon the ultimAe subcess
) of the plan.

11. Self-Imposed Restrictions - .evaluation 'of 'school poll
and procedure which may
limit alternatives or the
plan and may require modi
fication.

Section III--THE PLAN FOR ACTION.

12. Objectives

13. Alternatives

14. Selected Projects

cy

Dqfine specific and measurable objec-
tives that you wish to achieve.

Select and document alternative
approaches, strategies and ideas for
achieving objectives.

Selebt the best approach and prepare
a detailed plan for the application
of resources,

15. Assignments Assign each project or t4Sk to an
individual.

16. Check Points Identify time schedules, priorities,
and,check points for evaluating
progress during the implementation
phase of the plan.

17. Resources Required-Specify thb manpower, finances and
equipment required to implement the
plan and achieve the objectives.

/

Y.
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/r SCIMMARY
I

44

Part XII has described process Er an individual school admin-
istrator might use to isolate s'hool and self improvement.
needs and to translate these int action plans.

t

a,/

t
J
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APPENDbi A

WHY DO IT -- IDEAS FOR A SCHOOL DISTRICT'S

RATIONALE FOR AN ICE PROGRAM

cr.

This section provides 4 variety of ,concepts useful in devel-
oping a rationale fora school district's individualized,
continuing education progarm. In many school systems,
developing a rationale is necessary. The, concepts which
f011ow are illustrative, and many may be helpful in forming
reasons for organizing'a continuing education program.
Finally, the following ideas can serve as discussion vehiclqp
for the members of a' district's ad hoc plann4.ng team.

A recent CFK Ltd. Occasional Paper on'individualizedcontin-
uing education (ICEAprograms provided a rationale for
individualized continVihg education'programs for school

'administrators. It discussed these three factors:

- -Rapid changes in.edlidatj.on which render ed:16atAonal leaders
obsolete every few years.

- -Differences in edupatioll leaders which make it necessary
for professional'development programs to be tailored to
individual needs.

--Emeging inadequacy of the means by which education leaders
attempt to keep current with their profession.

The following discussion is qupted from' CFK Ltd. Occasional,
Paper "Individualized Continuing Edilchtion for School
Administratord: One Approach;' (see Apprix C).

.

American eduCation
.

is in a period of crisis, 'and today's
educational leaders are finding themselves traOped. The
pressures. hat imi51nge upon them are well documenied.
It is doub fulif ever there was a time when more.was
expected of the public'schoole and those who 4dtpff them.,
The role of education leaders is being critically.exam;-
fined bo,th from within and without the educational com-
munity, and many publics (schdol boards, parents,-stu-
dents, taxpayers, legislators, and faculty),are not .

being sOisfied with what they find.

The role and funCtion of the educational leader has

4



45

' changed. Where once he was expected to learn and per-
forma given aslignment 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 cases this new job is dictated
for him by influences over which he has little or no
control.

administratorIn a very real sense, the typic administrator
inherits a new job with alarming frequency. With rapid'
changes in education occurellig almost daily, the princi-
pal and other administrators necessarily abandon old
responsibilities and assume new ones. If administrators
are to assume a new jot.) very few.years, their districts
mutt provide continuing education programs relevant to
their needs.

A school disict, to perpetuate,.sound Leadership and
determine its future, Inust 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, voluntarybasis.

According to writers on the change process,- requirements_
for improvement or change are:

--Awareness of .a need or new practice.

--Information about an improved practice.

--Assessment of present pradtice.

,

-- Modification, of present practice and/or piloting of
an imprwied prActice.
, ,

--Institutionalization of the modified practice. ,V.O.IOS

1
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Too "often inservice educatioh programs concentrate upon
the "awarenessn'and "information" stages leavin4Ithe
administrator almost totally on his own'to translate-'new
infotMation into action. The design of ICE programs
school distActs largely provides the necessary bridges
'between "awareness- information" and "assessment..modif
cation-institutionalilation."

Sr

,Eugene R. Howard, writing in a 1969 CFK Ltd. 0c6asional
Paper (see Appendix C) on'ICE programd, states:

16

"Today's school is a rapidly changing organization.
Change can come about through predsure, politics and
prejudice; or it can comb about through' orderiy,
rational processes instituted within thd school by
highly professional, people. If the principal is to
exert positive influence in such a.school, he must
concentrate his effw?ts on providing professionali
leadership to hise.staff of the highest calibre
possible.

r'

To do so, the principal and other adminis rators must
learn four leaderdhito roles: (1) develo nt
specialist, who assumes the respons b ty or the
effective functioning of the school's development
team. Hejs'the edge to action. He is, in fact, a'
kind of "developmental research" man. . (2) A personi-
fier of the school's,philosopW who understands,what
the school stands for and so demOnstrates by making
decisions consistent,with it. (3) An organization
specialist who is the expert on such functions' as
planning,tjob descriptions, allocations of authority,
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
communicdtion lines between kopleyhb have ideas
and people who can benefit from th6se ideas; between
people, seeking answArs.dnd .those-who.can help with
solutions; between critics and advocates of new -
ideas; between Chose with an ideatand those with the
talent to'make the idea work. Lines r:#st''be strung
across hierarchial barriers,. b Kriers, racial
barriers, physipa4bairiers, subject matter bdrrierd,
and emotional barriers."
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: 4
A correspondiqg view follows: "+"

.

5

"Nothing grows obsolete more 'rapidly than education
under the leadership of a principals grown stale....

Most,conventional approachqsto inservice education'
for principals deal with whgt we'' 11 call Leifel
administrative knowledge and cdmpetencies--routine,
operations, mechanidal manipulations, and'recipe-
following aspects. Many, communities and their school

'boards tend to evaluate principals on technical .

performance since it is the most visible facet of,the
principal's job. Accordingly, the typical principals.
approaches inservice with an eye.tdward practical, '4

expedient and easy.'how-to-do-ie "solutions to
management related oblems% :

1'

t . .

The most significant aspects
.

of administration, hoW-.
ever, are found On higher more complex.plane we'll
call Level,II, orihuman relations and conceptual
.knowledge and competence. 'Developing these requires
.a longer term, more sophisticated approach to inservice
education. "7

(

i
.

/
The importance of%informed'and fledable leadership is
stressed ill the following.excerpt:Y ..

.
. ,

°Reform.in education is an elusive goal that can't/ be
bought. Its'priorities must change with the times,.
.yet reform will be rejected if the boat rocks too ,.
much. UltiMately, educationaltchange depends on who .

is' leading it These are some of the4conclusions , J:...

from the Ford' Foundation's $30 million,doten year effort
to improve education through its Comprehensive Schobl
Improvement program (CSIP). Because the'program
laid'the groundwork for much of the innovative push
of federal programs;.its evaluatibri is likely to have
a ripple effect both onprograms and on funding....

1 ,

Thomas E.'atewood, "Inservice Education
/

for Princi-
pals," Elementary Principals Service: Operational Briefin2.
New London, Connecticut: Croft Educational Services, Novem-L
bar, 1972, 'p. 1:

fe
I

At.
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...CSIP began when the 'nation still had enormoUs'faith
in its schools and their ability to change/ and be,-
lieved that more money, more buildings and -More teachers
could produce change, a foUndation spokeswn 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 governing
body, and the worst problem for CSIP was the high turn-
over-rate of project direotors."8

,..._

The process of individualizing continuing education is
appropriate to all forms of inservice education.,. According
tOjung9 the fivemajo types of inservice education pertain
to --

Learning new curricuum.

--Using new technology.

-"Developing organizational improvement. "New patterns of
working- together in the schOols, and in varied settings
in the' community where excellent learning experiences
could be provided, call for special kinds of inservice
training. Industry has long recognized that changes in
organizational roles lnd structure calls for careful
analysis, planning a retraining of personnel. Organiza- k

tional changes creat training needs of a special kind.""

--Learning for intercuAlral needs.

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

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

9Charles Jung, "Instructional Systems for Professional
- Development," Theory Into Practice, Vol.- II, p. 277.

10Ibid.'
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for professional growth and organizational improvement,
and operating lral schools to support the growth of human
potential. "1i

Th3 need for continuing education programs for administrators
is further ex4mined by the following:

"The principal can be a key &gent f6r change. Howetrer,
even the b-Est principals as rated by superintendents need
a whole new set of skills, ion order to 'be effective change
agents. Principals themselves recognize this. These
skils include such things as:

a. managing decision-making;

b. implementing Scientific problem-solving procedures;

c. beco4ing aware of a great variety of resources which
can be bought ,to bear on such problem-kesolving;

d. becoming more discriminating in selecting such resour=
ces;

p. dev9loping the skills to deal with the conflict built
in the middle management, role."12

"The pripcipal 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. In
so doing, he often alienates himself from his regular
peers to some degree. (Learning or collegial, teams of
principals give him a new set of peers to whom he an
relate and from whom he can gain acceptance and reward.)
Some such mechanism except for the.rare individual, May
be necessary before principals, in general, really attempt
to become.change agents. 33

"There are some identifiable stages through which princi-
pals and teachers pass ds they become involved in change.
Initially, they say, 'what do you want me to do?' Then

llIbid.

12Mary M. Bentzen, "Study of Educational. Change and
School Improvement," I/D/E/A Reporter, Fall Quarter41969,p.9.

"Ibid. PO

I

P°N.
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they sArch out less significant (and non-threatening)
changes tQ make (e.g., regrouping children, changing
textbooks). FimAlly, they turn to mire 'significant
questions about their own behavior, abOut the purposes
of education, about total. reorganization of.the school,
and so fortht" 14 ,

Th+The formation of learning teams of administrators is an
effective strategy for the improvement OftschoOls.
"Some of

\

Its effects seem to be:

a. providing a source of peer support for administratorsiv

b. causing administrators to look outside of their school
systems for, ideas (cosmopolitanism);

c. providing a new resource fOr administrators_ to use
as they lodk for answers; y

I
d. legitimization of the efforts of administrators dedi-.

cated to the continuous process of actually engaging
in rational.. and substdntive school improvement,proj-
ects."15

The too often used process of "telling administrators and
oth6r educators about improved educational practices under
the Assumption the practice will actually occur, is
relatively inafective.. They have to get involved and
search for themselves."16

14Ibid.

15Ibid.

16Ibid.

50,

.t
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APPENDIX B

HOW OTHERS HAVE DONE IT' CHARACTFRISTICS

AND EXAMPLES OF PROVEN ICE PROGRAMS

,CHARACTERISTICS OF QUALITY ICE PROGRAMS

'Asummdry of charfacteristics of a number of existing
individualized continuing education (ICE) programs follows.
Each.characteristic should Ile carefully copsidered.t0,
determine the degree to whiCh each is relevant :-to your pro
gram. Such progkam characteristics are useful in describing
the scope and operational purposes of a district's program
an in isolating conditions necessary.to initiate and

stain a program.

Purpose of the School District's ICE Program. The
program.:

1. Offers, administrators continuous self-renewal
opportunities baSed on the concept of individual-
ized education.

2. Provides administrators with opportdnity to partici-
pate continuously.

3. Recognizes that planned school improvements designed
by administrators should result.

4. Recognizes that the more effective school improve-
ments are a result of a designed, action rather than
reaction to a crisis.

Provides. opportunities for talents to emerge.

6. Supports self-evaluation.

7. Provides opportunities to share new ideas and pro-
grams.

B. Design of the ICE Program

1. ICE participants are grouped into learning teams
of from five to twelve members.

&Oa
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(--

2. ICE participating adminis ratorg\remain on the job,
but, as appropriate, pert dically time is provided
so teams can meet during the Workingday.

3.. 40he program is flexible and geared to the special
needs of individual participants.

4. The pk.ogram assists eicdparticipating administrator
to determine his individual, and school needs as .a
basis for developing an intlividudlized growth pro-
gram.

5.. Each participant designs an individualized growth
program.

. Status, is provided for participants.

7. Time lor planning the-districei program is provided.
There may be false starts or mistakes; such are
anticipated.

8. TA. program con'Siders current 'and future educational
and societal changes anticipated to infltience the
roles of administrators in that district.

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

'a. Fostering, group support for the growth programs
of individuals.

b. Developing, learning team esprit de corps.

c. Acquiring new knowledge and skills representing
common team needs.

d. Sharing project results with colleagues.

10. Consultants serve as resource persons to the group
and individual members rather than as presenters of
information.

C. ICE Local Program Leadership

1. The superintendent or another key official proVides."
the necessary leadership orldesigniites another
administrator-to provide such services.

2.- Educators to be affected by the program are involved
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3. The superintendent and other key officials display
a commitment to the program.

a. TO the eidtent possible the superintendent is
involve in the development of the program.

b., He recognizes that much of the ongoing success
.of.a'school district'rests on the effectivenelis
of a,continuousjeadership development program.d

, 4. The superintendent and key members of his staff
provide .genuine and.conStant.reinforcemenor
participants,.

D., Support Services for ICE Program.

1. Each participant
/

has access to human resources both
.inside and outside the district.

2. The district provides financial support for the
program.:

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
reader adds might be considered as general goals for' the
district's program. As a next step, the'planning team might
attempt to visualize aria list the activities which would
occur if eachiselected characteristic was being achieved.
Thus; they identifi goal indicators. Goal indicators repre-
sent events "which suggest a goal is being,achieved. This
type of question is important: What spqdSfic types of
activities might be occurring for each characteristic of
the distirct'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
17-21) developed by the ICE team of the Ocean VieW School'
District, Huntington Beach; California, to describe their
1973 ICE program follows:
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Goals and Objectives Evidence the team accepts
'toward'achievement of

Goal :I -- Establish ICE team
member collegial
climate of open
communication and
personal reinforce
ment. .

Objective t- -Each team meeting
will have a minimum of 50%,,of
the time directed toward
informal, no-agenda sharing.

Objective 2--Each team member
w host a minimum of One
team meeting per year at his
school.

Objective 3--The ICE team will
participate in a minimum of
two half-day, workshops .0

designed:to improve the col-
legial reqationships.

Objective 4--The ICE team Will
meek as a group a minimum of
twice per month for at least

r,.one and a half hours per
meeting.

Goal II--Establish ICE team
group needs and meth-
ods/means for solu-

-tion strategies.

Objective l --ICE team will
establish a priority list-of
team needs using the Delphi'
method.

f

4

Summary notes of meeting witIA
secretary's notation of
events.

Individual feedback at ICE
team meetings.

, .

0

Establishment of a calendar .

with date andlocation of
workshops along, with
identified agenda.

SUMMary of meeting and times
to be maintained by ,the
team secretary.`

Delphi outcomes.'

......
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Goals and Objectives Evidences

Ob ective 2--The five highest
pr or ty-Ttems will be'estab-
lished as: the ICE team's
major focus.

Objective 3--Identification .

of specific programs focusing
on eliminating .the discrep-
ancies.between priority *needs
and their satisfaction will
be ostablish0.

Objective 4--A'minimum of six
workshop programs will be .

instituted4during the year.

.ObjectLve 5--Members.of the
ICE team will participate. in
confetences and workshops
appropriate to the:identified
team. needs.

s

Goal III--Establish and imple-,
ment personal growth
plans for each ICE
teamTember with
evaluation proce-
dures.

Objective 1--Each ICE team
will identify one priority
area of focus for personal
development.

Objective 2--Each ICE team
member. wffr'establish a
personal growth plan using
the Self-Performance Achieve -
mend Record (SPAR) and fhe
Ocean View ICE Personnel Plan-
ning document.

The five priorities-will be
listed by the secretary in
the peithanent minutes.

A .liet of appropriate pio-'
gram; will be listed under
each identified priority.

A'calendar of. workshop dates
will be established.
Following the pr'ogram's, a
brief summary and evaluation'
will be made a part of the
permanent minutes.

Eedh Meeting will include a
diecuseion of Possible-cdn-
ferencee and consensus agree-
ment of pirticipants.

Submitted to program coor4i..
nator.

Submission of cbmpleted cloou-
ment-0 program coordinator.

ti
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coals and Objpbtives
Evidences

Objective 3--The ICE team Established procedures andwill establish a team personnel involved,recordeedtoting evaluation prc:Cedure in t'e permanent minutes.for each team member.

objective 4--Phase I Personal Submission of,Phase II plansanGrowth Pls will reflect to program coordinator.projects in process to be
completed during the 1972-1973
school year. Pha-se II Plans
will be developed and imple-
mented 1;:y June 30, 1973.

Goal IVEstablish 'ICE team
members as satel-
lites for dissemin-
ation of information
in areas of their '

expertise to other
adminiseiators in
the school district.

Goal V,a4Establish*Management..
Laboratory file of
needs assessment
tools and solution
StYategieS for use
by.. total district

-administratiVe-istaff.

Objective 1-7. Assesp -internal
404 external sources of needs team members.
assessment tools.

Ob active 2--Gather needs File of needs,assessment
assessment tools for each materials.
project objective,,_

List of tnstruments provided
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The following goals and objectives are from gt number of
Performance Achievement Records (see page6 17-21) developed'
by school districts for their ICE programs. The'examples
follow;-

-,-Estahlish a "libraty" 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'ares
and report new and innovative ideas at scheduled meetings.

--Develop a plan to assess school clrmate.ae each level of
responsibility and share results at scheduled meetings.

--Become familiar with various instruments and communicatio
skills and provide for one or more in a planned ICE projeCt
These instruments will be presented at regularly scheduled
team meetings.

- -Improve the climate between secondary and el3mentary admin-
istrators with students, teachers, and community.

--Broaden awareness,and effectiileness of participants in the
use of skills and processes for opening communication,
problem°solving, shared decision making, and-accountability.

--Provide opportunities for participants to expand repertoire
of management and organi.zational skills.

--Provide for participants to plan needed school improvements.

--Provide opportunities for participants to respond to ,a .

leadership behavior questionnaire.

--Provide opportubities through series of workshops for
administrators toincrease planning and goal'setting skills.

- -Increaseiskklls in human relations,

--Expand management'and organizational skills.

--Create an atmosphere to enhance utilization of opdn cORuni-
cation processes.

- -Explore ?bays to more, effectively involve' students, staff
and parents in problem solving and making decisions.

- -Increase skills:in needs assessment, developing goalit
objectives, land instructional prioritieq.
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--Pr9vide participants with opportunities to update know-
ledge of innovative concepts and trend in education.

--Help participants d6velop plans to'implement specific =,

improvement projects for their schools or areas of respon-
sibility.,

--Provide pirtiCipants with opportunities to develop new
skills, attitudes, and knowledge deemed important by the

) participants themselves.

--Aisist in de'veloping mission statements, goals, and objec-
tives relating to personal administrative needs.

--Assist' administrators in developing,aCtion plans to
accompIiih their goals and objectives.

--Establish processe's where each participants can use the
ICE approach with his staff.

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

POTENTIAL ICE PARTICIPANTS

School district based individualized continuing education
programs are applicable to all categqries of educational
leaders. 5And, in fact, educational leaders in the following
categories have participated in such programs:

--Elementary school principals

--Secondary schookpancipals

-- Superintendents

--Assistant principals,

-- Teachers

--Assistant suPerintendents

--School di trict based educators who direct,, supervise, ,

or coordinate departments such as special'education,
guidance and counseling, elementary education, curricUlum,
secondary'educationt personnel, business affairs, insteaC-
tional 'services, foreign language, physical education, ,
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social science, mathematics, science, etc.

Elementary andfsecondary school principalswithin a
geographical area of school district

,

--Total administrative staffs of, for example, three
secondary schools .

--Principals and schOol district level.administrators,

Often learning teams include a variety of administratois
*because the mix is interested in a particular-topic or
theme such as the itproveinent of the,shool's climate.
Such a climate improvement team exists in,Escondido,
California, and includes elementary, and seconaary school
.,principals, an assistant superintendent as the team leader,
.and superintendent. Operating teams without a unifying
'theme generally include educators in similar jobs, such as
principals..

Because the concept of 'individualizing, inservice education
representg a process directly linking self and school
improvement, the concepts are applicable to all educational
personnel, including teachers., At least two existing pro*,
jects involve teachers.
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ROLE OF THE ICE PRORAM.COORDLNATOR

Because the CFK Ltd. Occasional Paper on Administrator
Renewal: Thefeadershl Role in Colle iai Team Develo ment,
by. Vivian Geddes see Appeh. x C),descr bes ea ers p roles
and'services of ICE program coordinators, this section win,
briefly considqr this important factor. Also, pages 4-5
of this paper provide role information and list the types
of,a0miriistrators currently providing leadership.for such
progeams in some forty-five participating school systems.

, .

In developing and operating an effective individualizdd
continuing edScatiOn program for school'administrators,
ideally the.Superintendent or another key official needs to
accept lead6rship-responsfbilities for the program or
designatkanother administritor to assume these duties. For
example, ip Seattle, Washington, Supefintendent Forbes
Bottomly asked Richard West, a high school'principalito
provide the enabling lgadership for thq.development and
opexaticin of the ICE program for denlor high dchool princi-
pals. In the Alvot&Unified School Distriot, Riverside,
.Calilornia.,-44."Pelbert hobb;%Superintendent, has provided
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the leadership for the program. Both approaches are effec-
tive.,

Thus, some districts presently n4ct ing ICE progr,ams elect
.a peer leader rom among the group of potential participants ,

(i.e., princi 1, assistant superintendent, etc::' Others'.,
assign this r e as a vital aspect of the jab of one br
more of the p ucatotos on the central schoolAistrict staff'
(i.e., assistant*supprintendent, director of staff develoP7,,
ment,.etc.). Thirdly, some districts use the co-leadership

In such a situation leadership,responsibilities are
shared, for 'instance, by a pripcipal and' an educator, at the
administration building.' For'examplel in the San Juan
Unified School District, Carmichael, Cali #ornia the ,initial
program coordination was assumed by the Assistant Superin-'
tendant for Personnel, Ldslie CHase, and a high. school
prindipal, George White..

Because ICE teams of administrators are,relatiAlytmallr
in larger districts it is often necessary' to have a number
of such teams 'operating simultaneously' and somewhat inde-=

,, pendently.'.While the teams may have ,'different foci,, they
often meet together fot,Major events such as workshops and
he sharing of project results. A good xample is the
eattle, Washington; School District. I this instance,
Charles Hougti, Director of DistritO.Rela ionsl-proVides c
overall leadership f6F'the entire program and works with tie
'leaders of the vatious teams.ach team as its op opordi-

,

nator.
r.

fi

. 4"

The prbgram coordinator must be able to ..issist'each indt-
viplual in deVeloping his individua ized,continuing edqoatiob.
prograd. For example, many partici ants wish to coacentyate-
'on their own personal skills and -adership roles, while
others believe it more productive to concentrate on pre- 1-
cise school 'improvement projects and relate their inservice..
education ne'eds to the achidivemefit of such,proects.

Finally, the coordinator must be willing,to join the team
as a participating leprncir-colleague and develop his own
ICE program. / 4

, ,

r
/,

. fn egatd to lea4ership'dervicos, tollowing list summa-
: rues' responsibilities vfoently wing, provided by cgordi.,'
. tat'ors.

\.
.

) ,

-- Organizational specialist - Defines/roles and_encourages'

I

-
4

-

.

°

1
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the setting of as es for accomplishing objectives.

--DeVelopment specialist -,Assistslindividuals or the group
in utilizing informatigeas a btrsis fo decision Making".

--Conceptualizer - From'ideas supplied by partibipants,
builds an overall program design,.arid obtains team assis-
tance in modifying the; program as needs change.

--Evaluation specialist -'Suggests evaluatioh pr9cedures for
assessing group,and individual progress in terms of pr:odram
and individual objectives. *

. , .. i

--Expediter -.Speeds progress by 'reminding paricipants of
agreed-upon obligations.

. ,

r-Fund,manager - Approves expenditures and issues periodic
financial reports. . . . . .

. )

,

-
, N , , ...

1

t..DiagnostPcian-Prescriber - Analyzes program progress,.
locates impedimegs.to pogress, and proposes procedures',
to improve progr efficiency.
l'

.

; ,

, 10
--politician - Facilitates program, progress by 'analyzing-the,

district's power struoture;,wins program suppprt. '

. . , .

-,Disciplinariah c. Identifies individuals blocking progress
andyorkS.1.0.0 them. .

4 - \ 4

' A4 t
.7.-,Communication f 4aditator...A4sits earticipantsA0

t

comrlon,
icate W.th:one another effectively by reflecting their.
fe4ings and ;Opiniqns, Summarizes.te4mdiicussions, asks a

cjuestionSto stimulate group inquiry, and spotlights areas 4 're
opf concern and disageeerrient. He alsoT facilitates communi,.
cation between.outsiders and i3articipante. ': e

.,

- . , . .,.
. ,.. .

-7-Resource per,son - Suggests human and Material resources N
,to assistpSrticipants in epcomptishing objectic!es.. ,,

ii

, , .

. 4 ).. 4

-,-Idea-man - Stimulates creative thIgking of krticipants-
. thro ugh brainstorming or .inviting creative input. ,' ° -.

P '

4 -

,

--Time and sbace
,

facilftatoi - Obtains ognoenius from -pafticilt
pants regarding time 4nd place for group adtiyitieTc.'' , . .7:

,

9
$

Iu

.*

F

a'

a
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THE ROLE OF THE SUPERINTENDENT

The superin'tendent's rote includes continuous understanding
-of the program and total commitment though continuous
positive reinforcement. He is the program's guidance coun-
selor. He and his XRy associates serve as facilitators by
al\locating ndcessary supportive resources.' This role becomes'
increasingly important as the paiticipant's initial enthusi-/
asm inevitably wears off. Furthermore, a danger exists that
as the participant's role and leadership begins to improNie
and change, others feel threatened. Ideally, the superin-
tendent and his key associates join the continuing education
program as participants.

THE ROLE OF ICE PARTICIPATING ADMINISTRATORS

The participant's role involves three aspects.- First, as a
member of an ICE liarning team; he assists in developing an
esprit de corps. As ,a group member, each participant has an
opportunity for diki6ussion. of his own programs and to obtain
feedback from contemporaries. He also has the responsibility
for iorovididg.feedback. Second, the participant's role
involves active appraisk of and direction for the district's
overall ICE program. Third, and of greatest importance, each
ICE participant designs and accomplishes an individualized .

program.

In doing so, each participant:

.-*.Evaluates the changing nature of youth and the couNe 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
'continuing education needs. He is skilled in taking.Per--,
sonal and institutional inventory.

rBecomes a self-:renewal expert. He focuses his continuing'
education needs and dedigns his personal ICE program.

"Uses consultants from within and without,the district to
assist in achieving his and hip school4A goals.

Effectively employs resources4made available for his program.

Continuously evaluates his progress.
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Throughout this paper referenced have been Made to a basic.
feature o ICE programs, the.collegial or learning team of
administrators. Some ideas regarding the eseenthl and
unique' characteristics of ftiCh teams have already been
presented.

. . . J .,
Another paper in this series by Vivian Geddes on administra
tor renewal.(see Appendbi C) prOvides information,Onsuch .:

teamstand howl to move from a.group to a collegial team of
administrators.

. .

In addition.to learning activities ICE administrators develop
for their individualized programs, collegial teams also
organize learning events i'nvariab'ly egarding topi s of
common concern related to their indi idualized* grams.
Following ..is a composite sumMary of teamiJearn activities
by topic of the prsently participatimescho0 systems.

-ommunication knowledge and skills (listening, written,
oral, how.to improve commpnications within the school)..:

,

get
.

.

.

--Management and leadership knowle and skills (management,
by Objectives, time management; elphi procedure, brain-.
storming process, short and lon ringe planningt.shared
decision making, needs assessment processes,'accountability,
profesgional growth plans, problem solving,.small group
learning processet, establishiti school.goaW,selfr-evalua-
tion, needs assessment, evalu ion processse professional
growth planning process, star self renewal programs con -s.

flict resolution, leadership assessment,' ordering of
priorities, staff selection.,by staff, leadership theory
and processes, .PPBS, decentOlization of administration,
developing collegial teams

/

for supportive purposes, etc.).

-- Instructional improvement knowledge and skill. (new'
curriculuM trends and matelials, improve'extracurricular
activities, assessment andiknowledge apout.chool climate,
open educatiqn, individualized educatfbn; alternatiye

,

education, improved'teachinglearning strategies,
.
eta.).

--Community involvement via relations knowledge and Skills..

--Data collectiOn and analysis skills (development and "
analysis of surveyd such as semantic differential,, opiniOn
polls, attitude ;i.nventories, check lists, rating scales, ft
critical incidents, case studies, interviews', observation*
teams, etc.).

)
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In sa,lorthcoming.book reporting results of school district
.programs, Eugene Howard (Superintendent, Urbana,

Illinois, Schools), reports' that "working systematically
on self-improvement 'end school improvement can be a
Lonely business unless other administrators are 'also involved, .

There is7a popular game among school administrators called , .

'knock the proj.xt,'. which` consists of thinking up-as many
reasons as possible why e-neW idea is likely to' fall flat on
its face., Itspdrpoee is'to-shape up innovators, to get
them back in line so that they no longer threaten their.
colleagueS." Howard Lists five reasons why learning teams
Of colleagues within school syStems.are important:

. .
.

--To 4ain'support from.colleagues and the school district
for one's self and school improvement projects.

..-
.

-. To leirn.frOm colleagues and others about Self and school
improvementlideas:that are working and whictrthey might'
.want to:adapt.

--To obtain help from colleagues on self assessment processes
and.results.

- -T.9 gain frohAheAvolvement t .personalsatiSfaction of
being part-of a prestige progr m, recogni/ed by the district
as performing an important leadership role.

-,-To.proVicle unity and direction for a district's admini-
'strator renewal program.

-In short, an effective collegial team is productive and
satisfying.'

c.

,

.
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Aggerbeck, Lawrence J. A Guide to Planning School Improve-.
ments. Englewood, Colorado:, .A CFK Ltd. OcOasional Paper',
1974.

Brainard; Edward. Involving Educators: Six' Ideas That. Work.
Englewo'6d; Colorado: A CFK Ltd. Occasional .Pape, 1973.

,

Fox, Robert S.; Boicis, Herbert .40 Brainard, Edward;
Fletcher, Edward; 'Huge, James s.; Logan Cecelia J.;
Mayhard, William; Monasmith, James; Olivero, James L.;
Schmuck,. Richard; Shaheen, Th.:5:11as A.; and Stegeman,
William H. School Climate Improvement: 'A Challenge to
the School Administrator. Englewood, Colorado :` cP1( Ltd.
Occasional Paper,' 13;.x.

.

Fox, Robert S.; Brainardi Edward; Carnie, George M.;
Georgiades, William; Howard, Eugene R.; Kettering, Charles
F., II; Olivero, James The Principal as the School's
Climate Leader: A New Role for the Principalship.
Englewood, Colorado: A .CFK Ltd. Occasional Paper, 1971.

Gedges,'Vivian. Administrator Renewal: The, Leadership Role
In Collegial Team Develop ent. Englewood, e'oliiiados 'A
CFK Ltd. Occasional 'Paper 03.

Hansen, Kenneth H. Individualized Continuin EdUcatidn for
Secondary School. Principals: A Modest Mo el. Eng ewood,
Colorado: A CFK Ltd. Occasidnal Paper, 1969.

Houston, Clifford G., and Fox, Robert S. An EValuatior for
Individualized,Continuing Education} Programs for SchOBT
AdministratorC. Englewood, Colorado: A CFK Ltd. Occa-
sional Paper, 1971.

HOward, Elagene R. /Individualized Continuing Aducation fob
Secondary Sbhoo.l Principals. Englewood, Colorado: A
,CFK Ltd. Occasfonai Paper, 1969: ,
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Howard,*Ewgene R.; BrainArd, Edward; Hou:Aon,,,Clifford G.;
Kettering, Charles F., II; Olivero, James L.; and White,:.
George L. Individualized CohtindIng Education for School
Administrators--One Approach. Englewood, Coloradol-A-'-
CFK Ltd. Occasional Paper, 1970.

Howard, Fugene R., and Jenkins, John M.. Improving Discipline
in the Secondary School: A Catalogue of Alternatives to

- Repression. Englewood, Colorado: A CFeLtd. Occasional"
Paper, 1970.

Kettering, CharleF, F., II. Marketing.Educational Change.
)Englewoodr Colorado: A CFK Ltd. Occasional Paper, 1971.

'Olivero, James L.; Geddes, .Vrvian; Hall, William D.; Marro
Richard E. Self Performance Achievement Record (SPAR),
2nd Ed. Englewood,' Colorado: A CFK Ltd. Occasional
'Paper, 1973.

Prince, Gerald. L. School,,-and Self Assessment Processes:
A. Guidebook for Administrators. Englewood, Colorado: A
CFK Ltd..Occasional 'Paper,- 1974.

OTHER CFK LTD, RE'LAThD PUkLICATIOhS

The Gallup Polls of Attitudes Toward., Education 1969-1973.
BloomingtOn, Indiana: Phi Delta Kappa, 1973.

Prince, Gerald_and Carnie, George M. Toward the ftuman
Element: Beginning Handbook for Change. Volume I,
-Second Edition. Golden, Colorado: Bell Junior High
School, 1973.
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