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ABSTRACT .

This paper examines some issues associated with
emerging educational programs and training concepts and suggests some
basic organizing principles for developing competency~based prograas
for the education of school leaders. The issues discussed include the
following: (a) reliability of instructional systems in producing
desired outcomes, (b) identification of relevant ccmpetencies, (c)
level of specificity, (d) prespecification of outcomes, (e) tke
theory-practice continuum, and (f) the problem of transfer. From a
program perspective, there are three phases leading to competency
mastery for the educational leader. Phase one focuses on learnings at
the knovledge and comprehension level. Phase two places greater
stress on application-level learning, which could be realized through
simulation activities, lab sessions, and schocl-centered projects.
Phase three is the administrative internship. Elzven basic guidelines
for developing a competency model conclude this paper. Program goals
and a program structure are illustrated; a 15-iten bibliography is
included. (PD)
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o Professional programs in school administration are unaergoing a critical

M reexamination. A recent survey indicates state level initlative has led tou the
¥ Implementation of program criteria forecasting major changes In educational ad-
®ministration training programs in some states.! The professors In some of the

M Training institutions and the practitioners are cooperating In an attempt to

ﬂishlp education.? Some of the impetus for this Introspection comes, from an

® awareness that the traditional, hierarchial mode of leadership In education Is
undergoing a severe test of valldity. Leadership Is becoming more and more a

\j:}\ function of the most able individual within The given situation *han It is of

\Q status or station.

(\\3 Peabody examlined and compared perceptions of authority bases in various
O public service organlzaﬂons.3 He found that teachers value avthority of com-
petence over authority of position, person or legitimacy. Wha Is suggested
here Is that Increasingly, leadership attaches to him who exercises competence
(::5 within the stated situation.

Q::} IT Is appareni, however, that a second factor has also contributed signifl-
cantly to the current reexamination of leadership education. This Is the growing
( susplcion that programs for the education of school leaders have produced negli-

V”) glble results when the training experience has been analyzed as a predictor of
Jjob-performance.
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Fledler summarlizes a number of experimental studies focusing upon leader-
ship tralning in military and other organizations.4 He found Insignlflcant
differences in on-the=-job performance between groups trained in leadership and
matched groups receiving no formal tralning In leadership.

A report of the Committee of Prc fessors of SEcondary School Administration
and Supervision, attached to the NASSP, suggests that leadership tralning in
education is also deficlient and concludes that major changes are necessary In
the preparation programs for school administrators.?

The University Council for Educational Adminlistration Commisslon on Certi-
fication reported in 197! that:

we do not have adequate evidence to justify
particularly with reference to performance
criterla, typlical existing state certifica-
tion reguirements, university division stan-
dards, or preparatory programs in educational
administration.

The apparent failure of traditional programs to demonstrate "results,"
coupled with Inci-easing taxpayer reluctance to support educational programs
without evidence of success, has produced a movement from theory based to per-
formance and competency based programs. By the summer of 1973 eleven states
have mandated that programs for the preparation of school adminisfrators be
based upon competency or performance criterla.

IT Is my purpose here to examine some of the lissues and problems associated
with these emerging programs and training concepts, and to suggest some organizing
principles as a basls for developing more venturesome programs for the education
of school leaders.

RELIABILITY OF INSTRUCTIONAL SYSTEMS IN PRODUCING DESIRED OUTCOMES

On the baslis of our review of the product vs. process controversy In per-
formance based education It would seem unwarranted to separate the terminal
behavioral outcomes which are sought from any specification of learning pre-
requisites. We believe that the problem is not best described as the absence
of any proven relationship between Instructional means and iearning outcomes,
but rather what could better be described as a complex and somewhat obscure
relationship at this polint in our understanding of the teaching - learning frans-
action. This Is due, In part, to the fact that the products of learning are
severe! In number, our learning theory base is fragmented and incomplete and
that Individual learners learn best in ways that are unique to them.

For these reasons, we have endorsed an eclectic view concerning the struc-
tural and theoretical foundations of the career education curriculum, Based
upon the present status of theory as a foundation for curriculum decislons,
Schwab concludes:

What remalns as a viable alternative Is the unsystematic,
uneasy, pragmatic, and uncertain unions and connections
which can be effected in an eclectic. And, | must add,



anticlpating our discussion of the practical, that
changing connections and differing orderlnos at
different times of these separate theorles, willi
characterize a sound eclectic.8

With all of thelr imperfections, our existing theoretical bases must be
maximized In order to develop some measure of rellabliity In our instructional
systems. However, Schwab hoids that even an eclectic vlew is not sufflclient:

The stuff of theory is abstract or Ideallized
representations of real things. Bur curriculum in
actlon treats real things: real acts, real teachers,
real chiidren, things richer and different from
thelr theoretic representations. |f, then, theory
Is to be used well In the determination of curricular
practice, [t requires a supplement. It requires arts
which bring a theory to its application: first, arts
which ldentify the disparities between real things
and theoretlic representations; second, arts which
modify the theory in the course of its appiication,
In the light of the discrepancles; and, third, arts
which devise ways of taking account of the many
aspects of the real thing which the theory dozs not
take Into account...

Thus, the rellabllity of Instructional systems in producing desired outcomes
can best be described as tentative at this time. We can Improve this state of
reliabitity by adopting an eclectic view in conceptualizing the program and we
can improve reliability by adopting and Improving the role concept of an art
which bridges the gap between theory and practice.

IDENTIF ICATION OF RELEVANT COMPETENCIES

The practlcallity of the job analysis approach as a basis for designing
learning programs, and their constituent components, depends upon some kind of
consensus concerning the appropriate competencies to be stressed in the career
education program. A problem that is often raised Is: should the performance
units In a career education program be Iimited to only those which have univer-
sal appllcation or should they encompass sltuationally speciflc competencles?

An examination of competency statements in emerging programs In educational
adminlstration may lead one to conclude that statements of terminal competencies
tend to be somewhat molar and, therefore, a competency, thus described, could be
applied to a varlety of situational settings. This characteristic allows the
program to be highly indlvidualized.

Although job analysis has been suggested as the basls for determining the
approprliate competencies of the program, It Is not clear which procedures should
be employed. Is the "man on the job"™ view the most appropriate framework? What
emphasis should be piaced on the outside observer's perspective? Finally, what
role should the theoretical |lterature play in determining appropriate competen-
cies? A secondary question here Is, shall we accept the current definitions of
the task by the incumbent as our model or should we generate a model based upon
an ldeal conceptualization of the role which stresses not the "is" but rather the
"ought"?
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Our bias in this program design suggests that equal emphasis be placed upon
what "ought" to be the role of the schooil administrator rather than a mere con-
sensual determination of what is. The theoretical literature will play a big
role here. This is not to suggest, however, that the "is-ought" approach implies
a mutually exciusive relationship. Rather It would seem advantageous to develop
some synthesis of varlious perceptions of the educational leader's role, the
necessary tasks and the competencies.

LEVEL OF SPECIFICITY

Anotiicr Issue Is, how discrete should be our description of the competencies,
or their components, in order to make them identifiable and measurable, on the
one hand 2 basic tenet of these programs), but not to detract from the assumed
wholeness or organismic nature of administrative behavior, on the other hand?
Some critics of CBE have advanced the argument that complex behavior cannot be
analyzed inlo constituent parts. Thus, to assume that the sum of a set of simple
competencies will result in a more complex competency Is described as an invalid
premlse.IO

This specious argument, rooted in organismic assumptions about learning, is
misleading. Bloom's analysis of cognitive operations suggests that although
there are qualitative breaks In the hierarchy of cognitive functions, there Is
also an Interrelatedness.!! Higher order cognitlve operations presume mastery
of lower order prerequisites.

Thus, to examine compliex behaviors in terms of simpler, prerequisite skills
may not be sufficlent to explalin the process whereby complex, cognitive behavlors
are learned, but it does at least appear to be a necessary component.

The final task of reducing molar statements of competencies into Instruc-
tionally useful objectives calls for a high order of ingenuity. This final
reduction of competency statements presents some sticky problems. The curriculum
means which will lead to competency development, may be extremely difficult to
prescribe for some competencies. The level of precision that we can specify,

In observable and measurable behavior, presents another kind of problem for other
competencies and objectives. To specify the clearly observable behavior and the
acceptable performance level for a learner whose task Is to "formuiate an inte-
grating sofution to a conflict,”" implies a level of forecasting precision which
Is not compatible with the nature of the behavior under consideration. We can,
however, specify acceptable behavior by applying criteria, or guidelines, which
define the behavlior sought, as a class or category.

Various modeis have been suggested as a framework for the task of analyzing
molar statements of competencies Into their constituent elements at the instruc-
tlonal objective itevel. The NASSP-PSSAS model classiflies process skllls into
such categories as diagnoslis, prescription, evaluation, etc. 12 The McCleary-
Mcintyre model combines elements of Bloom's taxonomy and Katz's tri-dimenslonal
classification of administrative skills In such a way as to classify Instructional
objectives by skill category - technical, conceptual and human relations - and,
simul taneously by cognitive level operation - famillarity, understanding and
appl!caﬂon.l

What is apparent here, is that a competency based approach to leadership
education should be programmatic in nature. The program model should provide



for the sequencing and Integration of discrete learning experiences toward the
molar competency. All of the |imitations evident from our experience with the
behavioral objectives movement will be confronted and solutions and accommoda-
tions must be effected.

PRE-SFECIFICATION OF OUTCOMES

I+ 1s argued by some that, although .It may be possible to specity In advance
learning outcomes at the level of rote mastery of explicitly formulated knowledge,
complex behaviors at the affective and higher cognitive levels cannot be judged
by pre-specified criteria. Eisner argues that:

...the outcomes of instruction are far too numerous and complex
.for educatlional objectives to encompass. The amount, type and
quallity of learning that occurs in a cliassroom, especially when
there is Interaction among students, are only In smail part pre-
dictable...the dynamic and complex process of Instruction ylelds
outcomes far too numerous to be specifled In behavloral and con-
tent terms In advance.!4

If we cannot predict or anticipate a substantial part of the learning out-
comes, then on what basls shall we make Instructional declsions? Generallists do
make decisions concerning the content of Instruction as well as the learning
activities that will be employed In the classroom, and they are made with the
anticipation (out of their professional experience) that certain learning out-
comes will follow.

It would seem that the polnt of departure Is not on the pro-specification
of outcomes per se, but rather on the level of pre-specificity that may judi-
ciously be employed. The means questions In career education need not be
viewed as "one shot, hit or mlss" propositions. In our projected roie of the
career educator, steeped in the eclectic and skilled In the art of bridging,
we must antlicipate that certaln planned learning activitles will fall short of
the mark or result In unanticipated outcomes. However, a fundamental purpose
of instructional evaluation, in our view of curriculum, Is to provide the in-
structor with feedback that generates cues concerning adjustments in the learn-
ing environment that wlil enhance eveniual attalnment of the objective. Thus,
the eclectic, practical artist becomes enmeshed in making the "unsystematic,
pragmatic and uncertain unlons and connectlions" that are necessary to achleve
the goals of the curriculum,

THE THEORY - PRACTICE CONTiINUUM

A fundamental element In competency based programs is the emphasis upon
appilcation level iearning. At this level, the learner will not only make use
of knowledge, but, given a problem new to the learner, he will be able to
select the most appropriate absfractions, without prompting, from an arsenal
of possibilities and correctly apply the abstraction to the solution of the
probtem. Through simulation and field related experiences, the learner Is
expected fto apply abstractions stressed In the classroom to new problems in
real or simulated schools.

A competency, as defined here, represents the capacity to perform and pre-
sumes the application of appropriate knowiedge and skills to a specific problem.




Thus, the fundamental knowledge base (facts, terminology, theories, etc.) and
skil 13 of Interpretation, extrapolation and transiatlon are seen as prerequisites
to the attalinment of application competency.

Competency-based programs have been characterized as essentlially apprentice-
ship tralning because of the alleged secondary role assigned to theory and because
of the prespecification of behavioral outcomes. Thus it Is |lkened to narrow,
rule “ollowlng behavior.!3 Since application level competency as deflned here
means the capaclity to apply appropriate knowledge and skills to new and untried
tasks, we believe that this calls for more than narrow, rule following behavior.

W2 are fed to speculate that the disaffection with ftraditional programs
for administrators Is not due to an alleged over orientation to theory but is
due rather fo the failure to stress learnings beyond the knowledge aid compre-
hension level. Thus, there should be no dichotomy between theory and performance,
but rather an extension of the continuum from theory to performance. We have
already suggested that there is a real gap here and that the bridging of this
gap constitutes the task of the practical art.

THE PROBLEM OF "TRANSFER"

Closely allled to the issue raised in the theory-practice discussion are
the competing assumptions concerning the manner in which transfer of learning
takes place. The emphasis upon theory as a base for training in school admin-
Istration appears to be rooted in Field Theory assumptions about transfer of
leairning. To succeed In an unpracticed task that belongs to the same class as
the practiced one, out differs in some respects, it Is necessary to grasp fthe
essential principles or generallizations, which describe the whole class of phe-
nomenon. Thus, [T may be concluded from this that the mastery of theory equips
a practitloner to cope with any set of problems that fall within the purview of
the theory.

Learning theorists of the Assocliationist persuasion, on the other hand, hold
that the Ilkellhood of transfer taking place depends upon the presence of Iden-
tical elements In old and in the new learning situations. Thus practice Is
stressed so as to bulld up as wide a repertoire of S - R bonds as wlli facllitate
competency to deal with new probiems. Thus in administration programs, there
would be stress upon the reconstruction of reality in the schools through gaming
and simulation devices, where it Is assumed that a particular learning Is more
likely fo be acquired if, In the practice situation, we reconstruct as many ele-
ments as are llkely to occur in the unpracticed, real situation. The Importance
of the Internship, or practicum experience, Is highlighted here.

We do not see these two views as incompatible or mutually exclusive. Our
eclectic framework permits us to Incorporate the principles of both systems into
a competency oriented program for school leaders, by stressing the importance of
admintstrative theory as a foundational base to cope wlth the confusing welter
of tasks and problems in administration and by producing a broad range of oppor-
tunitlies to practice applilication of knowiedge to both real and simulated problems.
Thus the program at one point would stress lab work, practicum and internship
experiences to illuminate, exemplify and utilize theory. In our earlier dis-
cussion of the "practical art" we had indicated a need to bridge the realm of
theory and the worid of the real.



From the program perspectlive, we anticipate three distinct, yet overlapping
phases leading to competency mastery for the educational leader. Phase | is
centered largely in the classroom and focuses upon learnings at the knowledge
and comprehension level. The essentlal knowledge base, presumed to underly
mastery of application competencies, is stressed here.

The second phase would stlil be centered in the university classroom but
would anticipate that some of the learning activitles would culminate In school
centered learnings. Lab work, simulatlion, and ciinical experlences would emerge
as common activities. The Individualization of competency development would be
heightened here through the use of a wide array of learning modules used to
support competency development. As distinguished from Phase |, there would be
a much greater stress on application level learning which could be real ized
through simuiation activities, lab sessions and school centered projects.

The final phases of the program would be centered in the school through
the administrative Internship. The further development of competencies pri-
marlly at the application level would be stressed here.

(See Page 10 for Program Goals (Figure })
SUMMARY
To sum up concluslons and Inferences that may be drawn from our previous
discussion, we will here |ist guidelines and principles that may serve as a
basis for developing a competency model.
. Determination of competencies should stress a leadershlp roie rather
than a management function and should predominate in the Instructional

and educational aspects of administraiion.

2. Leadership sklils shouid be classified into three broad areas: tech-
nical, conceptual and human relations,

3. Learning activitlies, leading to competency mastery shouid be sequenced
and Integrated according to three broad mastery levels: knowledge,
comprehension, and application.

4, Program structure should further emphasize sequential development by
the ldentification of three distinct and viable program phases:

a. Foundations-core, (knowledge centered).
b. Lab=-clinic centered, (comprehenslion and application development).
c. FieIdAcenTered experiences (at the appllcation fevel).

5. Program structure should be flexible so that in addition to the tradl-
tlonal unlversity cocrse, significant portions of the learning will be

undertaken in laboratory and cilnical settings stressing independent
study centering on learning modules.




The final |list of competency statements should be derived by a
synthesls of perceptlons gained from administrators In the schools,
non-professlonal observors and from the theoretlcal |lterature.

Competency statements shouid not only deal with perceptions of the
role as It Is now carried out, but also as It might be carrled out
In a more ldeal conceptuallzation of the roie.

Competency Ilsts derlved from surveys and from the Iiterature should
be screened so as to eliminate the mundane, the situation speclfic,
those inappropriate for unlverslty concentratlon, etc.

Witk respect to the theoretical base whlich guides the structurlng of
learning activities and the choice of media, we should be eclectic
In our posture, reccgnizing that the theoretlical base for a highly
rellable Instructlonal system Is very tenuous and this reliabllity
can best be strengthened through the reflinement of the practical

art of brldglng theory and practlice.

The rellabllity of instiructional systems can be Improved by struc-
turlng systematic evaluation, or feedback loops Into the curriculun
as a basis for adjustments In the Instructional system.

The career education program for administrators should reflect a
strong dependency upon the theoretical foundations of administra-
tlve behavior. Courses, modules, lab work, simulation and fleld
experliences should have a major orientation toward the understanding
and utlliization of theory.



PROGRAM GOALS (FIGURE 1)
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