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INTRODUCTION

Today’s multifaceted educational challenges require program administrators in adult
education to play many different roles in their organizations, including those of leader, manager, and
educator.' In the field of adult education, with its limited resources, these multiple roles frequently
overlap. In addition, administrators in adult education are usually from the teacher ranks and not
likely to have received training on management principles or leadership skills.

Quality management is necessary to ensure and sustain quality instruction. Among the
challenges faced by leaders and managers in adult education are: securing and allocating resources
to address competing priorities; developing and promoting the organization’s mission, goals, and
objectives; making accessible increasingly complex technology; meeting the needs of a diverse
student population; employing and supervising an ever-changing instructional staff; initiating and
advocating for changes that promote program improvement; advocating for the field of adult
education; responding to the changing demands for program accountability; encouraging problem
solving and team building among staff; and collaborating with other agencies to provide
comprehensive delivery of services.

As educators, program administrators face the challenges of maintaining up-to-date
knowledge of research on adult learning, instructional strategies, learner assessment and curriculum
design; demonstrating a commitment to life-long learning; and encouraging and supporting staff
participation in professional development.

Addressing these challenges requires a wide range of competencies. All program
administrators may not have all the requisite competencies, nor would every program expect
proficiency on all possible skills an administrator may need. Each administrator, however, possesses
unique strengths and can build on th(;se strengths while becoming competent in other areas through

career experiences and carefully designed professional development.

'From Educational Leadership (1999). Available at: http./sweeneyhall.sjsu.edu/depts/eld/edad/index.html



This publication, Management Competencies and Sample Indicators for the Improvement of
Adult Education Programs, identifies a set of recognized skills and knowledge areas possessed by
effective program administrators. The purposes of this publication are to enable adult education
administrators to think reflectively about their programs, to identify areas of strengths and areas for
improvement for themselves and for their programs, and to plan and implement strategies that
enhance the overall quality of their program. Professional development is included among those
strategies.

The management competencies are a companion piece to the publication, Instructor
Competencies and Performance Indicators for the Improvement of Adult Education Programs.® The
instructor competencies were designed for use by a variety of adult education stakeholders—state
and local administrators, professional development coordinators, and instructors—to enhance
instructor performance and improve program quality. Consensus among adult educators, however, is
that the quality of an instructor’s performance cannot be assessed in isolation. Performance is
dependent, in part, upon the resources available, the environment in which the program operates, and
the level of support received from program administrators. Therefore, quality programs rely on both
competent instructors and competent administrators.

This publication provides a brief overview of the management competencies, including the
development process, the overall organization of the competencies, and suggested uses. It also
includes a chart listing the competencies and sample indicators. Appendices provide sample tools
such as a self-assessment instrument to assist administrators in using the competencies. The
suggested uses and tools are designed to guide program improvement. Given their program’s

mission, goals and objectives, administrators will need to decide how best to use the competencies.

Instructor Competencies and Performance Indicators for the Improvement of Adult Education Programs. (February 1999).
Sherman, R., Tibbetts, J., Weidler, D., & Woodruff, D. Pelavin Research Center of the American Institutes for Research.
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How Were the Competenéies Developed?

The management competencies were developed with extensive input from the field and were
based on a literature search of effective administrative skills and practices. Management
competencies developed at the state level were also reviewed. Materials reviewed included: Texas’
Proposed Instructional Leadership Proficiencies for Adult Education Administrators, Draft,
Massachusetts’ Principles of Effective Administrative Leadership and Examples of Descriptors,
Kéntucky’s Administrative Practitioner Standards for Adult Education Credentialing, and
Mississippi’s Standards for School Leaders. Also reviewed were the Comprehensive Adult Student
Assessment System’s (CASAS) Program Management Competencies® and the skills and abilities
characteristic of effective program managers as identified by California’s Programs of Excellence.

Based on information obtained from these resources, an initial draft of the competencies was
developed. Project consultants, with extensive experience in adult education, conducted the first
review of the draft. A revised draft was mailed for review to a broader audience consisting of
approximately 300 individuals including state directors, professional development coordinators,
instructors, and program administrators. Their comments and feedback were incorporated and the
competencies were revised accordingly. Among the changes made were the inclusion of sample
performance indicators that demonstrate the existence of the competency. These indicators are not
meant to be exhaustive; they illustrate how the competency may be demonstrated.

After a second round of reviews by project consultants and experts, a series of focus groups
were conducted to gather further input from the perspective of management and instructional staff.
The final document includes feedback received from focus groups held in California, Virginia, and
Maryland.

Like the instructor competencies, the management competencies were developed to reflect
the Secretary’s Commission on Achieving Necessary Skills (SCANS) research on the definition of
effective job performance. For example, emphasis is placed on interpersonal skills such as being an

attentive listener and good communicator, being approachable and accessible to staff, respecting

3The management competencies are part of CASAS’s Continuous Improvement Measure (CIM).
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diversity, and considering differences in opinion among staff members when making decisions.

Similarly, the use of technology is emphasized throughout the competencies. The competencies also

focus on effective management and allocation of resources, ongoing program evaluation, and

outcome reporting for program improvement and accountability consistent with the Workforce

Investment Act (WIA) and other legislation.

How Are the Competencies Organized?

The competencies reflect several broad themes associated with effective program

management. These themes, identified below, are implicit in many competencies.

Communicating and collaborating with instructors, learners, and other stakeholders
on an ongoing basis. Quality administrators demonstrate effective interpersonal
communication skills. They seek input from all staff, encourage participatory decision-
making and use a variety of modes of communication. Program administrators recognize
the importance of developing collaborative relationships within the organization and the
outside community. A process is in place to gather input for program improvement from
all stakeholders. Collaboration with stakeholders is regarded as an important part of the
decision-making process. Administrators regularly seek new relationships with important
stakeholders in the community as well as ensure that existing relationships are
maintained.

Managing resources in a limited environment. Program administrators in adult
education often need to be fiscally creative. In order to provide services for their staff and
learners, they must maintain their budgets, be willing to seek additional funding, and
form partnerships.

Recognizing the significance of technology within the adult education environment.
Program administrators continuously model effective uses of different technologies for
staff and learners. They keep current on technological developments, provide
professional development activities on the effective use of technology for instruction and
program management, and ensure that technology is integrated into instructional plans,
and used for administrative purposes, as appropriate.

Respecting diversity. Program administrators demonstrate a respect and appreciation
for diversity by having staff and student body representative of the community. They
take into account the various needs of staff and students and ensure that programs and
support services are available.

Evaluating the overall program for continuous improvement and accountability.
Good managers recognize the importance of evaluation if they are to maintain quality

programs. The system involves conducting needs and outcomes assessments; reporting
the results to instructors, learners, and the community; and making program changes
based on the assessments.
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The competencies are divided into 7 general categories: 1) Leadership Skills, 2)

Instructional Leadership, 3) Resource Management and Allocation, 4) Staff Supervision, 5)

Program Monitoring and Reporting, 6) Professional Development Practices, and 7) Community

Collaboration. The categories are not listed in order of priority or importance.

Sample performance indicators illustrate each competency. The indicators are meant to serve

as exemplars that demonstrate the existence of the competency and are not exhaustive.

Below is a brief description of each competency category, listed in the order in which the

competencies and performance indicators appear.

Leadership Skills. Effective leaders are able to direct staff and delegate authority.
Leaders initiate and promote the change process. They possess positive interpersonal
skills, demonstrate professional behavior, and work towards continuous program
improvement.

Instructional Leadership. Effective administrators provide instructional leadership,
overseeing the educational process and ensuring that the instructional program is serving
the needs of the learners and the broader community in a resource-limited environment.

Resource Management and Allocation. It is not uncommon for adult education
programs to have limited resources. Program administrators effectively manage available
resources and seek additional resources to keep the program running efficiently.

Staff Supervision. Effective supervision ensures that processes are in place for hiring,
evaluating, and terminating staff and for providing the support and guidance to help staff
attain the expected levels of competence.

Program Monitoring and Reporting. Administrators systematically monitor and
evaluate staff, program procedures, and student progress. Data obtained from monitoring
and assessment are used for continuous program improvement, accountability, and the
identification of needed resources. Procedures for collecting, documenting, and
disseminating information result in timely and accurate data.

Professional Development Practices. Professional development is an essential part of
program improvement for both instructors and administrators. Effective administrators
pursue their own learning and recognize the importance of having staff who are up-to-
date on best practices and possess knowledge of content areas. Program administrators
encourage staff to identify their strengths and areas for improvement related to the
program’s mission and goals. In addition, they provide support for professional
development by offering trainings and resources based on staff needs.

Community Collaborations. Effective administrators build relationships with the larger
community to improve the delivery of services. They work collaboratively to increase
resources, provide services for learners, and advocate for the adult education community.



How Can the Competencies Be Used to Improve Program Management?

Programs can use the management competencies in a variety of ways. Based on the
organizational structure and/or the vision of the program, some competencies may not be applicable
to all programs. Administrators and staff will need to identify those competencies most relevant to
their program. The competencies and related indicators are intended to provide a broad outline of
expected areas of expertise. They are not exhaustive.

The following discussion provides suggestions for using the competencies at the state and
local levels. The suggestions are based on feedback from project consultants, experts in the field, and

the focus groups conducted during the development of the document.

Potential Uses of the Management Competencies

The field of adult education is very broad. Depending upon the characteristics of
programs and needs of administrators, programs may modify the competencies and identify the
manner of their use. Some of the following examples were identified during the instructor and
management focus groups:
State Level Uses

e Build on competencies that have already been developed or foster the development
of additional competencies. States that have developed their own management
competencies may want to build on the sample indicators to help clarify how these
competencies are actually demonstrated. For states that have not developed management
competencies, this document may be used as a baseline for considering the kinds of skills
and knowledge areas that should be in place to improve program quality. State
professional development coordinators can take the lead in bringing staff together to
review competencies and initiate discussions on creating management competencies that
are consistent with their own goals and mission.

~e Develop guidelines for recruiting and hiring administrators. Competencies may be
used by states as guidelines to local programs for recruiting and hiring. PRO-NET 2000
is developing an instrument for this purpose that will include case studies of different
hiring situations that focus on specific competencies. Human resource departments may
use the case studies during the interview process to help them recognize qualified
administrators.

e Link to certification. There are initiatives in many states to certify teachers and
administrators in adult education. The management competencies may serve as a basis
for standardizing the certification process. Management staff could be required to take
specific courses related to the competencies. Individuals would then provide evidence of
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competencies. Though procedures for certification will vary with state education
requirements, types of evidence that a state may require include lesson plans, journals,
portfolios, and observational and anecdotal notes from supervisors.

Local Program and Individual Level Uses

Model job descriptions. The administrator focus groups acknowledged that
administrators often felt that their jobs were poorly defined. Many are hired as
administrators after being identified as good instructors, however, they lacked experience
in management. Many administrators defined their own position after experiencing the
job first-hand. Local programs can use the competencies to identify job requirements for
operating an adult education program.

Conduct self-assessments. Program administrators may use the competencies to help
them reflect upon and assess their own skills and knowledge. They can begin by
identifying those competencies that are relevant to their management responsibilities and
then assess their level of proficiency in those competencies. Appendix A provides a tool
that may be used for self-assessments.

Plan professional development. Administrators can use the results of a self-assessment
to determine the focus for their own professional development. In areas where they
demonstrate strengths, administrators may choose to mentor or coach other
administrators. For areas needing improvement, they can determine the kinds of
professional development that will enhance their skills. Appendix B provides a tool to
help administrators develop a plan for their professional development.

Pursue additional credentials. Administrators interested in obtaining additional
credentials can use the competencies to identify the areas in which they would like to
pursue further education. They may choose to build on their strengths and/or seek a
degree in an area in which they appear to excel.

Identify areas for program improvement. Collaboratively, administrators and staff
may develop a Likert-type rating scale (a scale that rates on a continuum) to determine
how well a program is performing in each of the competencies. Each number on the
scale can have a description indicating the extent to which the program is implementing
the competency. If there are competencies that are not well implemented, administrators
and staff can work together on improving that area. Yearly goals and priorities can also

be established.

These are suggested uses for the competencies. Undoubtedly, individual program

administrators will find additional uses. Both the management and instructor competencies should

be used in a constructive manner to support continuous program improvement. Together, they

provide a more comprehensive picture of quality, for both programs and instruction.



MANAGEMENT COMPETENCIES
AND SAMPLE PERFORMANCE INDICATORS

Note: Competencies and Indicators are not listed in order of importance.
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Management Self-Assessment Instrument

Directions: Review each of the competencies in Column 1. For each competency, using the Likert Scale in Column 2,
indicate how relevant the competency is for your program management reSponsibilities. Number one indicates very
relevant while number four indicates little relevancy. For each competency, enter the appropriate number in the space
provided in Column 2, Similarly, for each competency in Column 3 assess your proficiency.with the competency (Column 3
if used over time can also help you chart your progress in attaining the competencies). In Column 4, check “yes,” or “no”
indicating whether or not the competency is a goal for you this year. Use the results of this self-assessment to determine
areas for professmnahdevelopment You will probably want to focus on those competencies that are most relevant to your
management responsibilities, in areas where you need improvement, and in areas that are goals for you this year.
Appendix B offers a planning instrument that can help you plan and prioritize your professional development activities.

Relevant To
My Program SELF-ASSESSMENT GOAL FOR _m’S YEAR?
COMPETENCY T 1 2 | 3 | 4 1 V2 173 1 4 |

Needs Yos () No i)

NotRelevant || Excellent

Relgvant
~ Sample 10
15.- Promotes clear procedures ..

for collecting, documenti
-and reporting data; ;
1. Models appropriate professwnal
behavior and encourages other
staff members to act in a
professional manner.

2. Demonstrates effective
interpersonal and
communication skills.

3. Encourages active involvement
of all staff and stakeholders in
decision-making processes.

4. Establishes and promotes the
philosophy, goals, and
objectives of adult education.

5. Promotes an environment in
which linguistic and cultural
differences are valued and
appreciated.

6. Initiates and facilitates change
process.

7. Advocates for the development
of the field of adult education at
national, state, and local levels.

8. Initiates and monitors the
process of curriculum design
and development and supports
instructional processes and
strategies based on research in
adult leaming and development.

9. Compiles and/or uses various
needs assessments to
determine staff, learmer, and
community needs.
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Management Self-Assessment Instrument

Relevant To
Wy Program
3 I

!f | SELRASSESSMENT | I ——
LN MG T O M M | T
Needs f| Yoo l

No (¢}

reporting aata.
. Identifies and applies for
additional funding independently
or collaborates with other
programs and partners.
11. Effectively manages and
allocates the budget.

12. Uses financial resources to
support the program’s mission
and goals and to foster
continuous program
improvement and accountability.

13. Identifies and utilizes resources
to enhance the instructional
process.

14. Recruits, hires, evaluates, and
terminates staff based on
established criteria.

15. Promotes clear procedures for
collecting, documenting, and
reporting data.

16. Monitors and evaluates the
program and uses the data for
program improvement and
accountability.

17. Plans, promotes, and models
life-long learning practices.

18. Promotes continuous
professional development for
staff.

18. Encourages and promotes
professional development
activities related to technology.

20. Builds relationships with various
agencies and institutions to
enhance the delivery of
services.

21. Accesses and makes available
information to clients about
community resources and
issues, and relevant laws and
regulations.
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MANAGEMENT PROFESSIONAL DEVELOPMENT ACTION PLAN

Based on the results of your self-assessment profile, identify each of your goals for this year in order of priority.
You may want to circle your present level of proficiency for each goal In the space provided {1 as high and 5 as
low). At the completion of your professional development activity, rate your level of goal proficiency in the second

Directions

space.
Self-Assessment
P?i?) a:l:y Proficiency at Proficiency at
Outset Conclusion
Goal:
1123451112345
Specific Activities Timeline RESOURCES
1
Goal:
112(3|4]|5(1]2]|3]|]4]5
Specific Activities: Timeline RESOURCES
2
Goal:
112314511123 |4]5
Specific Activities: Timeline RESOURCES
3
Goal:
1121345123 4]5
Specific Activities: Timeline RESOURCES
4
B_1 JB
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