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ABSTRACT 2 o ' L P ’ T
. In this monograph “the authors 1dent1fy four L,

””—”—*_Hifferent strategies for 'field experlences'that offer administrative

Airainees positive applications of theory to practice. in gducationdl
’plannlng, management, and superilslon. In historical perEpect1VQ, a)

case study comparison of field experiences conducted at Harvard i -

University and the- Unlver51ty of Chicago precedes a repqrt on’the ’ -
: current“status of "field programs as. Shown by the.survey. returns of a
c “VcCEA questhnnalre fegarding issues involved. 1a'tra1n1ng sGhool

i

‘ administratdors. The four strategies ~-*the.traditional school system ». "
e survey, the human. relations,approach, the clinical/political action’
r[ strategy, and the anthropologlcal or soc1olog1ca1 research approagh  ° -

. —='yary. ‘a'ccording~to' the study focus, the type ‘of involvement of y

students 'and faculty, and the product er outcomes. - Descrlptlons of *
;spec1f1c field “trairing experlonces illustrate-.innovative appreaches
~in the appllcatlon of the four strategLes. {ER) .
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. The qucatxonal Resources Informdt n Center (FR}C) is a national 1nfor-
" yisation system operated by the National Instrtute of Education. FERIC serves
the educational community by drssemrnatr ducational research results and
other resource information . that can’be used in developing more effectrve
educational programs . .

.~ The FRIC Clearmghouse on Educational Management one of eighteen such’

units in the system, .was established at the University of Oregon in 1966. The
Clearrnghouse and its seventeen companron units procéss researcheports and
.journal articles for annour@ement in LRIC’s index and abstract bulletins. ‘
* Research reports are announced in Research in Education (RIE), available =

in many hbrarres and by subscrrptlon for $38 a year from the United States

(aovernment Printing Office, Washington, D.C. 20402. Most of the documents
listed in RIE can be purchased through the ERIC Document Reproduction

. Service, operated by Leasco Information Products, Inc. - s

Journal articles are announced in Current Index to Journals in Educatxon
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from Macmillan Information, ’866 Third Avenue, New York, New York
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Besides processing documents and journal articles, the Clearinghouse has
another -major functionp—information analysxs and synthesis. The Cléaring-

‘house ‘prepares bibliographies, literature reviews, state-of-the- knowledge pa-
_pers, and other interpretive research Studies on toprcs in_its’ area, .°
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- The mrssré/n of the Umvers:ty Council for qucatronal Admrmstratron is
to improve the preparation. of administrative personnel in ‘education. Its

o

" membetship consists of ma_]or universities in the United States and Canada.

UCFEA’s central staff works with-and through scholars in member universities
to create new standards ‘and practrces,.rn administrator - preparatron an& to
disseminate the results to interested rnstrtutrons ) . :

'UCFA'’s interest in the-professronal preparatron of educational administra- . »

tors includes both continuing edication and resident, preservice ‘pragrams.
Intermstxtutronal coopcr\atron and cemmunrcatron -are  basic tools used in
! development a,,ctrvmes, both- administrators and' professors participate in
pro_]ects. [ o
The Council’s efforts currently are e divided into six ‘areas: developing and
testrng strategies for 1mprovrng administrative 'and leadership practrces in
school systems; encouraging an effective flow of leaders into preparatory pro—
grams and posts, of educatronal administration; advancing research apd its
drssemmatron providing mformatron and ideas helpful to those in universities
responsxble for desrgmng preparatory, programs; integrating apd improving
' prepara;ory programs in specific areas.of administration; and developing and
evaluatmg the Monroe City URBSIM simulation and support materrals.
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_ . . - .During the last decade, programs to prepare educational adminis-
‘ . ‘ "~ - tratorshave undergone considerable change/ Growing specialization = = . =
o “in the field of educational d@dministration Tesulting from new :
. R knowledge production (for ‘example, opgrations. l'CSCdl'Ch) is one
P - reason for the program change. Another is the continuing search. . .
- . o : . \
; . > .’-’ for more effective patterns of neld experlgyze mstruetlonal . \
T B ', method, and content in preparatory programs. . o T ee
J - _ L . Because of the varied changes achieved in preparation in dlfferem B \/ '
Lo . . universities, . those interested i designing or updating programs , A
e R today are faced with a a greater. number of options than was the - . A
‘ , case’ ten years ago. A major purpose of this monogrdph seriesisto
: " . shed light on the varicus options now available to those interested - = . P
. . \.
- " in administrator preparation. A second purpose is to" advance -
T . . general under standmg of developments in prepayation during the ' \
past decade. The series is directed to’ professors, students and SR
administrators mterested n acqumng information on vanous as- - B
pects of preparatlon. o : ; e ,
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‘illustrate the stratcgles
. Dr. Cronin is secretary of educatlonal affairs of thP Common-.
wealth of Massachusetts. Before comrntho that position in 1972,
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Each author in the series has been asked to defline the parameters

" - of his subjétt, review and analyze recent pertinent literature and
- research, {describe promising..new practlccs emerging in .actuai

training Programs across$ the country,-and 1dentlfy knowledge gaps
and project future dqvelopments The papers in the series
planned .and developed coopc/ratlvely by the. ERIC Clearmghouse
on EducatlonaI.Management and the Umversxty Gouncil for Edu-
cational Administration. The editors of the series hope that the
mgnogaphymrove valuzhle to those interested in understandmg
and assessing recent and projected- developfhents in preparation.

In this monograph, the eighth in the series, Joseph M. Cronin and
Peter P. Horoschak expound the use of field training to give admm-

istrative trainees practlcal experience in -educatlonal pIannmg,\

management, ‘arid. supervision. ‘The authors ldentlfy four different
strategies for field experiences and then describe programs that

he served as assocxate dean of the Harvard Graduate School of
Educatlon He has also been a public-'school teacher, assistant

principal, and principal. He holds a bachelor’s degree from Hatvard .
College (1956), a master’s degree from Harvard Umvelsxty (1957),:

and a doctor’s degre‘e from Stanford University (1965).

Dr. Horoschak is administrative, assistant to the supermtendent
of the Boston Publjc Schools. From 1968 to 1970 he'was a research
associate for the American Institutes: for Research and on three
occjsions as served as a cd)\rsultant to state education agencies.

- He received a bachelor’s degree 1n :1962 from' the United States
- ‘Military Academy, a master’s,
sity, and a doctor’ Svdegree in 1973 from the Harv‘a\rdﬁaduate/

ee in 1970 from Boston Umver-

School of: Educatlon
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What is an operatlonal defmmon of a field training expenen{ce?

- A field experlence is defined as a training activity for one or more-

- "a specific educational system, ofganization, agency, of the commu-

students in a setting usually outside, the university but, supervised
by the university faculty. It may.be desxgned to serve the needs of’

nity at large. Practitioners in the field may extht'r spénsor or col-
laborate with a field study team. N =
How does field experience compare with other cxamples of

.\trammg that take the students outjin- the field? The field trammg

exercise is more than a'work expeLighce. It'is an integral componerit
of the students’ formal acade program, supervxsed by university
faculty and ‘intended fo projide expcnence in plannmg and ana-
lytical skills.  .° Eh oL »
In contrast, the internship is an actua] work expenence that -
Supplements the siudents’ formal, academ ¢ program. The intern-
ship'is’ supervxsed by practmo*r{s and mtended to provxde an~
opportumty to apply newly acquired skills' and- gain expenence in
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ough thc un versxty faculty is sul] hcld

thrn is often too cohstramcd w) offer a cha{_ci to dcvelop pldn-
ning or dl‘ldlyll(_d] skills.”

. p”’gr'lms IK;;:K]MC a field comp‘(mcnl u'suéxl]‘l,c also o.'fe .
internships or sch®w» survey work. Ldzarsfeld ,mdSmber(1964 p-5)
define swveys as “social bookkeeping” pchcts the ‘collection of
statistics réquired to assess the ability of a particular cducauondl
ystcm to serve its public. Typical projects inglude sulveys of school -
building needs, envollment- projections, cost estimates, and thr iike.-
The authors point out that the term “social bookkccpmg neced

‘not be derogatory, since it’is a vital task to compiie proper records
or make projections. Tt is clearly noted, though, lhdt the typxca]

" school system, survey does not completely fulfill. expcttatxons of

what a’ field expcnence oughl to be with respect to the training’ of |

school .ldmlmslrdlors "

[t is useful to dxstmguxsh betwecn the field cxperlchcc desirable -
for lhc sludcnl in'educational research and the flclcf*e‘(pcnence for
training sthoal pdmnuslrators According to Lazirsfeld and chbcr
the educational ‘researcher is-a social scientist who, is pnm1rlly

f-ml(‘rcstcd in gaining basic msxght into social processes. Field train- .~
mq ‘in research should provndc opportunities to participate in the' .
cmctmg pmcedures of research d&ign, collccnon of data, and ddld’
(m(}lysxs - . S

- The administrator,.on the other hdnd neéds to know wlm(
research i$ Applicable to his arca of interest-biit needs less exposure
o thé tools of the research scientist. A field expenencc for admin-
istrative trainces might yield data of inferest to the researcher but

is (ontcrgﬂ_‘él with the dpp]lmuon\'ralher than ithe dlscorvery,lof
sound research findings. ' \

2 v

The essential purpose of the field experxenne in exther preservice
_or.inservice training for school administrators is to|provide training
fox sttideyts that allows them to.gather facts, deYelop plans,’and ,

* test alternatives with the um\lersxty stJ‘ff g.nd ith each other.

Putting theory into practice in the ‘“real world,! checkm_g out
pcrceptxons~ofhovg the educational systemy “‘really” works, and hav-

ing the freedom to develop ‘plans on-proposals and\& receive con- - .
d

structive feedback=these arc but a few of 'thé advantages ?)f

'p1rt1cxpatm in a fxcld~ experience. When questxonfd about the

o a\' 4 v,
’ - A

\

-~ - . B .

* ) )' //
| -
- i /
t
: . X
. 4 h \
!, 3
V. - .
. R [ Ao
v ! . -
- i I
I <t .,s . :
e ] ’ [ LIS
o
(' “ ‘ r‘
K IR
o A ,
o .
C
Py '
aui
o .
v . ! [
¢ .
\ ] .
- . . .
- l. Lo . 5
o A ®
- : ; !
-, “ \ . .
4 b . . i
X . . 1 ". . . N I .
. ‘ \ 1
{
I :
o
I ’
i .
hi'\ , AR PN
N
i \‘ : . \
! K ,
- Vo 8 Y v
by . 8 v
e b - ,
v
\ :\ o
! B
-% Ce - . . oY
! ) N
! I ‘\
i “ 0 7
\ . . \
o, ; // e o ¥ N
o .
3 o .
. o ©
' +
+ ] < -
¢ - : ;
r . . .
/
1 -
\
)
s
' -
w .
o . 4 . N . -
PR X
‘; . . o .
13 . .
Cott :
v - ‘AA‘.
. \ co®
. ., e
@ e .
. , 7
o
' 4
N § - :
2
‘. 1
- M .. o
- 4 . 7
- ( ! .
. e .
bt —
T L,
SRR .
R E i
L <
. oo
<« .



-
»

lSlI‘dll()n wit
and phmmn

o-
‘e

\
3

RS .

the_focus. I8 firsten trainjng the
student, with txvnéc to<lients or a school 5Y's

. priority. As such, Lhc design of the field

".]n;troducl((m e
SRR dlue pr(ﬁ@%nOr)dl cducuors usuall) slress lhe pr.ulnuu bcm‘fns _

"~ . derived from a-training pmgmm that gets Students otit in the field. -~
o Field trax\nng ought’ toxprovnde the sludcm‘m cducallonal admm- Do
th pmcllml expericfice in dcalmg, with difficult policy! .

issues. It.shoyld provide g dlscxphncd exercise in -
. systematic leyqls However,

chm ngcndsccnnddry T

xercise must be open
» enough and flexible enowigh to accommioddte fledgling ‘fechtical

skill and provnde feedbdck® that will help. t [c student gain msngh/L g -
imto his .own strenglhs and*wcal\ncsscs “This report descrxbcs the *

Y/ state of the .artyin” developing lnnoanye l;d,legu,b for f)cld ex-
-« pet 1enccs ihdl mc{l these (ondmons

30 -
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I'o undf.‘_rstand what is mnovatlv “in Lh" area of current fleld
_experlenees« ‘one must flrst, review’ the pastr Umfortunately, as the ’
A UCEA ¥ study.\Pfeparmg» ‘Ediicational . I:eaders for. t‘he”Seventzes
(CulQertso and others 1969)-21\ccurafe1y reports; there is little in &
" the iterature regardmg ‘field expgriences’ other»than n;admonal

-

~mfternsh1ps To giin a h;stqucal perspect‘_"'e‘WC ;_m toa case s{udy

' umver’sxtleswrt'h programs in educatlona] admlmstratton. ‘

The Harvard and Chlcago cases'are pr(.sented i detail oﬁ-“the
foilowmg pages because‘ they lllustrafte the. r‘evelgpment of the .+
field experlence an mtegralppart of_ 1eadet§h‘i'p trajfing P Q\n .
‘gram. Both programs prQowde all the in "edrerf; of a fleld e,xperl-
“errce. Emphasis;is placed on I '
pragtlce. Studt‘nts are requlred’ to fmd but how the System,eeally "

ew;lop thelr terhnrcé} competence. The ’fleld
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e oy A Durmg the past twem§ ‘years thc §Oual scxences l)ave played an IR
AT Do mcreasmglv 1mportanl r‘ole in*the planning and xmplementatxon of  +, 7 e . o
B St AN LN L do'ctoral. programs ih Jeducauonal 'ldmmxstratlon., Cronin and. IR . ST RNt
e IR Iannaccone (1973) describe this £5le by comparlr\lg the programs .
S o © in eaucauonal admmlstrann at Haryard Umversny and- the Um- "\/'. A4
&' S . N <ve{s|ty of Chlcago : o ' : , St
T T, e A pomted out-by .these authors and documente in The W K R -
T Kellogg Foundation (1961) ré‘port * Lhe two un1vers111es share & ’/ Tl T e e
N -, .common commifent - to integrating cont,nbuuons\frém soual . o
ey - -science dlscxplmes into thelr programs. S S N R oo T

- A ..
A . At the Umversxty of Clucagos thc Dfpa);tment o{ lducanon\ is par,; of- e ﬂ

; .‘ LT o “the- Dl\u;lon of Social Sciences, and thc socml seiences’ at that iffstiti- Do
. L . oL / . tion have played a part in the trammg of educators for many ybars In " ‘ L BE

IR Il . the sequénce of bagc semmars and.courses which constitute 'the éere’. -~ ‘- >

< T ‘k~ - s of ‘thé doctoral program in educational -administration; mslg‘lft‘s from - . C -l o
L, : U SOClOIOgY, psycflology, polmcal scxence \and other dlSClpllnCS are ; RS L . L
Ty = R . integrated into the, worl-. T S s N o

IR o ' - Somewhat sxmlJa.r td thxs approach is the plan followed at- l—farvard T ST
L o v L _' =~ University, where thé-social scientists ‘are ultlmately relateld to the T o BT
NN ~ toral program Tather than merely- téaching dishretc courses; and. where P

. . RIS these teachers are mcmbcrs of tl\e‘l‘a(.ulr.yuof the Graduate- School ofx. i : : : e
T ' ce ” Education. This method scems to Pprovide an integration of relationships ' ' -
T . ¥ inda conginuity ‘of point- of vxew which mlght not be pomble if the -~ . 7 . ' S '
L ' . .o ;‘ L Ee st}xdents simply took cburse:ur(othe 1sc1plmes . - ' ' o ’ oot

: L S Cronm and Iannaccone mdx?a\tk that, {rom the startf there wcre oo N /‘
W T L 7. -some differences between the Harvar\d\and Chlcago statements of : ST
o e _> : . - p‘lans for trammg admmlstralors Wl : L :
ER o S First, the Umversxty of dhlcago 5. maJor goal\muklly was o N . . ST
! - _prepare*administrators to" test emergmg theories of adminis n oo - '
7. . and then effectively” translate them into practice. However, the. :

' ‘Chicago emphasis. introduced a concefir for. adding: knowledge and_
CE _‘ sunderstandmg to the field™ hool admmlsrratlpn —a concern

* engendered by scholars with an ere Hatfon toward- trammg other =~ .. -
. C “ schohrs — . > e )

d . A . . T s . . ..
.. 9 A . ° . < L . . .
. . . ‘ .o IRY DN o Lo s
N - L . . . 1 . ' = . :
» .

I

B *, -

“ - ) | \—’— ) \ ) by T : ° . . ‘ t \\_\‘ N p - -

N S U *The Kellogg..l“oumiatlon invested seven mxlhon dollars in educatxonal ad- _ S

] . ’ A mm\tratlon programs, of which Harvard received $575,864 for staff and its - . b .
s : . programs in New England, and Chlcago rccexvcd $898,967 for the Mldwest

to- A(fmlmstratlon Cefiter and its programs.
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. . L. . . - . . . n B A
. '.'-«. * i St ST + B . ’ )

[ .o




Ca

N

,\)

ERIC -

[Arun e provided oy enic IR

'-ofglounded theories. @&

- [ R
. . - - .

¢ Secgnd; the University of Chicago’s plan was to continue a Ph.D,
"program iwithin. the structure of the university’s social science ~
" division, This implied a context with cowstraiits iending to maxi-

mizc a concern for the. production of knowledge and llndcrsldndmg

in school administration., Within this context, field tldmmg neces-
-sarily followe the research model with the cxactmg requirements.

for design, dhta col]ectlon :md ana]vsls 1eddlng to the' dlS(_OVC{Y.

¢ In contrast, at the Harvatd Graduate School oi Education,

" emphasis was on strengthening the Ed.D.  program, rather than

developing the Ph.D. This focus enabled a. move away from the
oitcn vitualistic .scholarship demands of- the fnculty of arts \and

© sciences and toward afgreater concern for the 1mmednate dseful-

ness of theesocial scierices to the clinical practit,toner. It was in-

" their contribution o' the practitioner’s work that the role of the

social sciences was found' for the Harvard program. As such, the
field experxences that evolved with the program were more prag-
matic ‘and act’>n oriented ,(for example, school buxldmg surveys

~andplgns for lmplementmg school district reong'uuzauon) Oppor-
. tunities were also previded to apply some of the social science
%pu spectives and mcthodology

The implicatioris probably n/Zt seen- at the very early stagc_s of ‘

the two proframs were that in/ the czse of Chicago the role of the .- .
social ‘scientists in the program (within the context of the social

science division controlling the Ph.D.) would be dominant, whereas
at Harvard, the role of thc Social scientists would be that of ‘unior
partner in th{§ program. But uuUally, at least, the d'lHercncEs be-
tween'the two pgograms did ot ‘appear to be that great. The Cronin
and lannaccone aper describes in detail how the operations of the

two training programs resulted in their divergence from each other,

untifalter twenty ycars they seemed to be almost 180 degrees apart.
This has led to an oversnmphiled point of view: Harvard trains

- practitioners and works on school i improvement in the field directly;
Chicago trains professors and is committed to the productlon of
g l\now]edgc about schoolsas an indirect meaas of |mprov1%schpcls

Specifically, the explicit commitment of Harvard was that “stu-
dents will be encouraged more strongly to work with the problems
of educational administration rather than merely contemplate
them” (Harvard University 1952). The Chicago plan emphasized
understanding the purposes and- functions ¢f educational admln-

-

v
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_tions. In thelr first semester, inex erienced ¢ dldates erigaged | in a -~ e
p Y g g .

' . "Research Methods” and thén took fieldwork of both the “cdn- o o

.

: _-development of new cours€s added { up to-intense préssure on the,

' faculty and student time; alloavrng no opportumty for reflection . "¢ '~

: out of a specific setting.

_most of their time.to solving Boston’s sehool building problem and .
_neglected other studies. In fact, the experience “led them ‘to ask t.o B e
. 'Why the sqcial science disciplines represented by the faculty cannot o ‘/ :

o

*istragtion. Looking back, one can now 1dent)fy two compctmg o T
views on administration asxjﬁ .

object of study. ‘i’ct leader< of both
programs. worked with the field much of thc time ‘and both incoi-

'porated fleld experiences for studenm , _ — T v Coee ' /

- EMPIIASI' S o Fii mExm kn,Ncm R s
. AL Harvard in the carly 1950s, along w1thvan lnLrLdM.d emphasls L e e o
on the social sciences in the training ol admmlstmtors, the | faculty I ,
planned for increased. guided experlences ‘inafleld or chmc il situa- - Y
field experience in a commurity obSetvation post (city:- hall»m e e
community service agency) as well as in a schizol wystem: They also R /
completed” an eight- week Jinternship _ w1th some -administrative - i

. responsibility, typlcallyldurmgthc summer betwccn thc qecond’and T -
. r- P

third year of study.

‘.

All candidates in the Ed.D. program for Bractncmg admlmstr.rtoxs LT .
took one course in “Problems of. Administration and Rélated =~ - .

tractuad” and “social science research” types. The former wasa = - s
school survey with a strong se¥ice orientation; the latter 1 com- '

- munity, study, perhaps such as the Bay C1tv studles of public L S
’v"_;opmlon and political leadership.™ ¢ _

.Students of t'heoAdmlmst ative Career Progrdm (ACP) gathere(}
for 'semihars, faculty consultation, and work on field studles I‘he L

several. instructors, a situation that the fdculty later judged “could . '
scarcely be con51dered optium””. (Harvard University 1952, p. 8). w
The field study was'too insatiable a mastery, it could consume.al] -~ )

and for genésatmg knowledge of soc1al science thdt mlght not rise

. The central problent was the suacess of the fleld study, whichin N
11952-53 s6 powerfully attracted the studen', that they'devoted

be ‘taught’ by mvo]vmg the “total faculty in those aspécts of the
contract’ study which- might draw upon the various dlsc1plmes”

- '_':(Harvard Umversnty ‘1954, »p. 32) It was also clear that o

A ) . . . v
v

R ‘ - ) .



faculty student relatlons were less lormal and based more on.

- mutual contributiens than were staff-student relations irr the usual

_ course offerings. The. faculty- recognized that the roles played by

.o studqrts as university field workers threatened the sharply dif-’
I ferentiated status lines characLerumg the rest of higher: education.

“ Solving real problems in the ‘field created a few at the umverslty

Could such a program grve equal weight to social science dx
plmary Tresearch angl thé nore problem- -oriented school surveys?. By
1954, the faculty concluded ‘that “we fell into an-error in separat-

o~ ing toc sharply commumt\a stiidies designed by social scientists to

obtain knowledge relevant to the understanding of communities

" and' their attitudes towards education from contractual studies
‘enitered into by the Center .for "Field Studiés and commumtles'
which sought the aid of the Umver51ty in $olving problems defmed

. by the communities themselves” (Harva,rd University 1954, p 41) -
" The belief in soe¢iil science remained undiminished, but the
solution ‘was to try to merge the two types of studies ‘with more

. than’a leaning. toward the contractua) relationship with responsi-
bilities for an actual set of recommendatlons The faculty felt

\‘5 ’
‘L

. fewer studics of‘gleater depth-over large periods of:time (several__

years, if p0551b1e) would allow more usé of social science rgsources,
But the studies would not be those ~ﬁiore"foglcally underta/kcn by a
unit whose primary function is social science research rather than

" educational admmistratlon .o / '

> . So the faculty decided tq det aszde the first and last ix or eight
weeks for formal course instruction and\ to conduet afield study

+ .- of Lawrence, Massachusctts, between November 15tH and March
15th, with any course meetings clearly subordinate during this time.
‘Such was the patte;n [rom 1954 through 1960. Formal course work -
- in the social scierfces simply had to stay out of tHe way of the\

contracted study . K
. r .

4

~
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CHICAGO LN THE 1950s

- v

At the same time, faculfy members at the University of Chxcago

thoroughly revised the program for preparing educational adminis-
trators. In the process, assistance was givenby admiinistrators in the By
area, graduatge students and consultants from publiz idmlmstrat:on ’

“economics, soclology, and psychology. The new program prowded

ERIC
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- an increased emphasis on the human relations aspects of adminis--
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T ' . / tratlon, a greater provrsron for fietd cxperlences, ‘and’ a wof
{' _ . _ B - / procedures for selection of” candldafés and evaluatron otﬁprogress .
’ o 4 (UanCthy of Chicago 1952, p. 4). o s
S o A * Students were learning mainly from what ‘wgreycalled cos pera- . fT e
' S tive studies.”-The emphasis was on how to condugt field investiga- T
S - . ,;7/ . tions to gain the facts and’ understandmg necessary for Eolrcy ‘
e ey S decwons By 1953, the university’s Midwest Administration Center
S A /D .-’ was moving away from more action-oriented research in a quest '
o A for more basic kinds of knowledge ‘

/' ; : " New concepts and techniques are ,being applied to the study of admlms-,'
s B A, a -tration. Progress is being made in devclopn ga theory of administration
A / N ' ' lwhlch will. focus on the elements of human Inte¢raction in planning
< : — . Co4 . .and ‘cooperative activity for the accomphshment of purposes . . . to v
R ) o clarify role functions and _rolé expectation. Particular attention is bemg - .
fa S ©_givén to. the effects of varigus kinds of communication and various .
/ ’ types of leadership on. understanding, morale, and effectiveness‘of o
/- ' operatlon (Umverslty,of Chlcago 1953 p. 39) : . i ' _,"

T '~ . Therewasalso meptron of thé use of research techmques developed
Y ' B by psychologlsts and socrologlsts, mstrum‘ents such as crltlc.al
/ S incident” . studies; Q-sort mteractlon analys1s scales, ‘and pro-
' . jective tests. - L ‘
. Studentassociates of the Mrdwest Admmlstranon Center had the N R ]
opportumty to engage in f1eld stidies “/designed to test ‘emerging - '
theories of administrative functions, roles and relatlonshrps” (Uni- -
'verslty of Chrcago 1955, p. 4). They could also help-to evaluate
other university preparation prograrhs and to plan a new round of ,
clinics and-conferences, mcludm one for faculties in administration Lo
. _ in other’ umversmes ' S L
R o o o “Thus, a major revolution had taken place, not in the already
' . . . " substantial commltment to research but ig the more ophrst;catcd . /
: - approach to resear® on administr8tion. In a few years th idéal of
theory based research supplanted the kinds of status surveys and . /-
S tabulations that preyiously characterized admmrstratlve research '
: .around the country. Not only was the new research plan,ned with
. the assistance. of social screntlsts, bu} it was also conceptualrzed
l o ‘ ‘ o 4 and des1gned with a theoretlcal framework derived from one or.-
[ o _ - several’ qf the social sciences. Gradua,te students in administration
Lo e . -were expected to learn how to use a theoretical framework and to
VT L o ©“carry out freldwork planning the data collectlon for their own - v .
L d1ssertatlons : o

¢ \omeEmm . o ' Ve ety .' e




\HARVARDINF}IL 1960s - - o - L

rlhrouglmut thc 19605 the Harvard Admmtstm.lvc Carcer on- : -
‘ ' gram s ficld study.retained its position of lmportdnce Chdngcs in T
LY e program residlted in ma]\mg greater usc of resources outside the
- faculty of L’dUC'ithDdi admunstratxon Early in she decadL ficld
studies shifted from smdymb ‘sick school systems” ‘to helping” .
systems Jevelop a collaborative school-university relationship. Near : '
the end of the decade, though, | thére was a s'rong emphasis on
studies-in urban arcas, including a Danforth Foundation grant to
study educational decision- making in ulb‘m school systems, includ- -
ing Boston, Lo " '
The decade found some dlssdtlstacuon among thc ranks of _
sociologists connected wnh the admmlst) ative program at Harvard ‘ .
The sociologists attempted to exert greater pressure on students to
apply sociological methods to their fieldwork. Field studies often oo
" involved commumty opinions and dSplI’dUOnS about ‘the schools. v
The sociologists on “the faculty “usually ‘worked with student T »
“community commmecs én’ the dtsngn, ddt'lf@“(?(:tlon, ,@analysls,
and interpretation of the data. -
Ina 1963 study of Brockton, ’\Lxssachus&,tm; the “Task of Public
Education’sinstrument devclopcd awthe Umversnty of Cthng was
. -used to survey public values and. expcctathns In many othcr
commumtles, students under facuity d}rectlon ﬂrled\to discover & . :
“community power structure” as a sourcé of mmghl on how much -
the study could recommend, how, and why. : .
) Not, much of this analysis appears in’the texts of field studies,
S but a few reports couch the arguments for greater investment in R
) education in such -terms as economic development, .industrial ‘
¢ - afrowth, and increased individual economic returns

Fag

However, the coalmon of social'scientists and Lducatlonal
administrators was in no sense permanent Willard Spalding (1961)
noted the problem of replacing social scientists at the end of a term

of years, defensnble fmanc;ally but nat conducwe to the long-term ty
goal.. : o .k : g
P Each social scientist must work with at lea'st one\cyc dpon ‘the chance A .
o -for advan¢ement elsewhere, shaping his writing and rc/scarch & this end. .

Since his next post is far more likely to be in an academic department
than with a school of education, each social scigutist must be gulded
more by the expectancies of his acadcm{c collé%gues than by those of

N . ' \ : .
EMC ' oL X \ . )

. ' '
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*the Admmlstranve Career ngram Commitment to the reparatlon of
school administrators is not hkely to occur frequentlr under ‘these
cucumstances (p.- 4) . . , o

CHalCA('OINTHEIQGOS L

-

t
g At lthe Unlverslty of Chlcago in a program, domul;atcd by social .
oward greater -

sc1enﬁlsts the decade of the 1960s saw a movement
concern for preparing administrators rather. thaf for concentratmg
ladggly on preparing professors of educational admi

the' subjects grew quite dlverse Social science rempined the base,
%;Jaculty Interests “were™ clearly problem orienfedl Studies ofi.
ted teachm&,'commUnltycschool board ‘decisi¢ns, educatlonal

‘ p/roductlvuy and, school, finiance, and the natlonahzlng 1nfluences

- ﬁbnceptuallzed and support obt;u ed from’ the!

A

en Amerlcan schools shaped the field experience; .~

' : In the laté 1960s, the urban crisis created ac ncern on.the part

of the facult)/ as’ a whole. Summer workshops were. conducted in
the Chlcago ghetto schools Research on/blg cit / school boards was
Danforth Founda—

onl_rnlnorlty groups and from thi mner city were successful

Thus, the faculty decided that thc need-whs for urban cducatlonal

University of Chicago Department of Education, Commlt ee on
{Administration decided to fecrujt and tfain from twenty\to thlrty
individuals for high-level. leadershlp positions in uarbar schools. -
. :Starting in 1969-70, eight to ten'new students a year wére supported\
; with federal funds under the Educatlon ProfeSslorls Development
Act :

! : . . ‘ ' y

iidmlmstrators, especially * black" mihistrators. In 19686 ‘the

- ' : |

. . . ‘ . ‘ j

. COMMXTMFNTS AND‘GONCERNs ]

In summary, the Harva"a proposal of 1952 represented a dl\am atic

. shift away, from conventional courses in the technlcal functlon of

"administration, that is, school supervision, -Business management, -

school buildings; personnel management school law, and elemen-

tary and secondary school .administration. Instead, the- faculty‘_'

proposed that blocks of - tlme be used in differentsways and that 2

istration. The™ -
- Midwest Admlnlstratlve Center continued to sponsqr research, but~

La

more conceptual approach be developed with the social sciences

providing the frames of reference . e -
v ‘ - - ) ) v .
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Besrdes problems and methodology courses, and a sequence in
“cases and conCepts, "‘the program stressed systematic immersion )

in communities througt=series of. field encounters. First the stu- - .
‘dent would observe, then participate in a field study, and.eventually -
‘complete an administrative project. T he ocus. clearly centered on
dpplled problem-solving. EN .

“As deéscribed in the Cronin and Iannaccone, report the SOClOlO- '
glsts eventually became dissatisfied with thelr\ role in the Harvard
" Admiinistrdtive Career Program. Jtis difficult, enongh to apply the -
‘social sciences well to a field study where the problems-are de- ‘
termined by the contract- There. are” ‘also great dlfflcultles in, ...
determmmg ,how much of ‘he conceptuallzdtlon and methodology -

. should go on paper in ihe final report. But, above all else, the |
problem of finding. sufflclent time srmultaneouslyto tram people, . . .-
collect data with- them, ‘make’ dlfflcult decisions including value *
]udgments necessary in such surveys, and, then work . effectwely»r
‘with the cllent may - indeed preclude the’ possIblllty of using r,he '
field study as-a major and central vehicfe in a-program. :
. An alternatlvc i ‘”a fleld study. carefully® “preceded by intensive *

=% work both" in " thé. concepts to be. used during the course. of the-,’

s study and in the méthodologles of field data collection,- hypothesrs
" formation, change and development and analysis of field data..

.. . However, there was no'room for this in the Harvard program. as it oot~

S\ develofed. : ~ !

o \ The Harvard program and’ tleld trammg strategy have produced

\an 1mportant ‘and 11npjess1ve group- of schiool ad inistrators
' operatmg particularly in urban settings. The program’s contribu-
tion to .the intellectual understandmg of school administration is @ . 1
.consxderably more ‘modest. The ‘concern at Harvard cannot be - *
described. as a concern either with developing knowledge or even
with answering the question, “What are the concépts which are ‘
; most/useful for understandmg the problemp ’ Instead it isa con- -
cern about how to deal with the social problems in our society and '
how to piepare leaders td make substantial contributions in pro-
viding s-lutions. N, :
At the University of Chlcago the early comm1tment to research - -
and theory was later reinforced by the mterdlsclplmary approach.
1t may be questloned if the thedties are useful'and relevant to the
. applied setting or if admlmstratwe theory really generates research
that will ‘make schools more lCSpOnSlVC and mnovatwe R Jean

—— %)

oo .
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Hills (1968) quotes readers of admmrstratrve theory as saymg in

effect; “It’s 1nterestmg, but 1 dOJ;l t know what to do with it,” and,

“It' doesn’t make any difference’in the way 1 think about organua-

tton.” This may be too harsh a criticism of the theory movemcnt as
a whole. . - > '

~ As noted in the Cronin and Iannaccone report, the University of

' (‘hlcago program led to a development of students who went mto

higher educatron and became professors of school administration,”

. some of them moving into the administratior of higher edugational

institutions. These graduates-have an influence out of propartion

AY

to their numbers as the ripple effect between their work and their .

students may be seen. Unlike Harvard, Chicago has had less direct .
impact on large-city administrative srtuatlons ‘The. Umversuy of .

. Chicago’s decrsron to turn to-more direct ways of wrestling with

s

urban eddcation is not 3 repudiation of’the past but rather recog-

nmon of the validity of claims for a problem or1ented approach-to

~. the pre ration of school admmrsrrators S . :
écml sciences have' influenced programs to prepare educa-~ -

The
tional administrators in two different ways~erther as the primary.
focus.in a theory-based program, as*at the WUniversity of Chicago,
,orless darectlyfxs a frame of referende for mare problém-oriented
programs as 4t the Harvard Graduate Schodi" ‘of Education. In

o erther case, though, the social sciences provide an orrentatlon for -
the*student to questrorr his own value structure, the values of the.’

O

community, and thevalues of the culture tn relation to the adminis-
trative role. In turn, the perspective of the student engaged in-a
field experrence is much broader by virtue of having the theo etlcal
co tructs of the socral sciences at his fingertips. R

r * A
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Desplte pcsmv\e ‘sentiment for the pracncal beneflts of fl"‘ld
training, the field experience is ngt yet established as an integral -
component “of prepardtory prograrjs for school administjators.

" This is the verdict of the American Association of School Adminis-
trators as reported in the University Council for Educational Ad-
ministration (UCEA) study Preparing Educational Leaders for the
Seventieg, (Culbertson and others 1969). This comprehensive report
dedls with the full range of iss ¥nvolved in training schoo]l admin- -‘-;-
“istrators. Even so, only limited space is allocated to a discussion of
field experiences other than the traditional internship. The omission )
is acknowledged by the authors, who indicate that their review of _
recent literature yielded substantial mfonmatlon on only one type
* of field cxpen@nce—-the mternshlp :

e
)
b
Pl -

UCEAQUI STIONNAIRI RE SULTS /, Co
Besides searchmg the literature for mformatlon regardmg current
wends in the training of ad:ainistrators, Culbertson/and his col
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. it is usually offered. They felt that a haphazard variable approach -

: SIGNII‘ICANT INNOVATIONS

‘o . ' , ' Current Status 15

{
4 X o

Ieagues circulated questlonnalres to faculty members of university
" programs in educationa] administration and to- practlcmg school .
administrators as well. ‘One questionnaire form‘went to the facul-,
ties at fifty-six universities, and~ahother form to almost. three
_hundred fifty school- admlnlstrators The survey returns yield

»

“infotmation pertaining to many aspects of preparatory programs.

STRFNGTHS AND WEAKNI‘SSI‘S ’ B

e

One area attracting cons1derab}e response related to the percelved L
“strengths and weaknesses of tield-related- experlences Most respon: %
dents felt such experiences wete,useful components of any training '
program, "but -only a hmltei\(pynber felt the typical field

expériences- offered were ‘of sufficient variety, tailored to “the o
_ students’ needs, or adequately 1ntegrated with other components /
of the tr}unlng program (Culbertson and others 1969) o

* More specifically, the survey of both university faculties and |
practicing school administrators pointed out several weaknesses in
- the field-reldted experiences of the typr\cal program in educational

‘admijnistfation. “At- least one-third of the  respondents from each - = . p

_group stated that field training in educational admitistration doc-
toral programs was generally’ deficient or at least underemphasized.

_ This faet was evidenced by the lack of field tsaining opportunities,

the number of graduate students neglecting to take advantage of -, . -
field- based Iearnlng experiences, and the observation that insuf- -
ficient tlme is allocated to ‘the field training being offered. '
A s1gn1f1t:ant number of the practicing administrators and at
‘least- a few faculty members were highly. critical of field training as .

~was used in coordlnatlng it with the academic prograr. The survey -,
results indicated that current attempts to get the student jpto the -
field were; for the most ~part poorly plganed and super/fed al-

- lowed" only fragmentary participationg, and rarely were indi- = -
vidualized or geared to the individual student’s needs. Some faculty

members elaimed that the lack of sufficient funds’ to, carry out . . g

field training was a- ma_|or contrlbutor to the poor showing of
such efforts. ;. . oo L

°

»

Several respondents to'the questlonnalre class1f1ed the followmg
" as SInglcant innovations in designing figld experiences;--

.
~ .
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one prlorlty of a fleld experlence is to advance the level of knowl-
"-edge in- the field of educational administration or to ‘acquaint
students with the “real life” experiences of. the profession of edu-

K /
/=
) / .
° - 1 //
Al
R .
~ *
* . N v ' : ) [} ﬂ-
© ‘r: I(" . oy ‘j
. - .
A 3
> " ¢ g
r v, = . A
5 . .
. . . -
A ¢
. {
. . - 1) i
16 . . .
. S \,
. g e -
) mtcrnshlps in rcglon{l Statc ard federal education agencxcs
e useofa “fleld station”’ a;}proach in urban areas,
) pcnodlc visits to natlonal education organizations or. b1g c1ty,athool
systems for the purpose of observatjon ‘
. opportunmcs for studcnts to completc school surveys i,
L 'flcld cxpencncc as a requirement for doctoral programs in edu- »
' catlonal administration :
DE$IRABLE CHANGFS - ' o o

‘At leastflO percent of the respondents in each group agreed'qn e
the followmg’&anges as desirable: ’ |

a

. @cn1r31 increase in thc number and vancty or field .experiences
_vavailable / : . A

‘expansion and i

\provement in those opportunities alrcady offered,

including availa 111ty to more studcnts, wider variety, and more con-_ .

centrated cxpcr ences as well as better supcrvxslon

increase in us fulness to. individual students throagh bctter design

- and direction/ morg care in making assignments accordmg to studcnt

S _( e

It is ge erally agréed by members of fatulties of educat.lonal
' admlnlstrg

ion and by experlenced practltloners in the field that

mtere\t, and m

re mdcpth studlcs S

B}

OBJECTIVES AND STRATEGTES

the field tra1n1ng experiénce is a‘usefuil, if not essential, component *
of programs in educational administration, However, their sugges-
tions/for 1mprovement as reported through the UCEA questlon-
. nairg, speak to the mechanics of running a field experience, not to
’ thé¢ underlying strategy. for including it in &n academic program. ’

donmderatlons of strategy are totally dépendert on the objectiv

‘to be achleved in a field training exercise. :
- The’ objectives of a typlcal field tramm.g component areé often
" unclear or-even conflicting. The question is, whethér the number

CV“

cational admlnlstratlon. Faculty ‘members in-charge of the field
experiences: may feel the. first priority is.to advance résearch in

' educational administration. Thus‘they_maywta.ece advantage of the.

fleld training exerc1se to send students out: into the c0mmun1ty to

’
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. 0 o collect ‘data. However, studénts who anticipate careeys as practi- ;
' " tioners 'will most likely place: first prior.cy "on becoming familiar . SN
: with the'requirements of the administrator’s fole, . _ . .
. B ,,,,,,_.,'__r_hc.“_f,a.c,t_.,of_.,the-matter...--is;,»,that;:thesc;:-»g_bject,ivg_s.,needmnqth_‘e.i S o
T e L B HIC AU IS - P '
Lo ,conflicting. The primary focus can be to give students the desired. . !
' ' - practical ‘experience through the‘application’ of théory to practice. =~ - - :
i . : 3 1 - . ™ : . . *
_ o In-thesprocess, the experience will provide the researcher with data - . - 4
A S " that may be wsed to advance the level of understanding of the field )
. . - of educational_administra_tiorf: et b LN e
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! A fevxew of the llteratule of’ past and current practlces in
orograms for" trainiig. educatxondl administrators indicates- that

. field stidy compotients vary according to the focuf of the stuc}ygw

the type of involvementvof.the studénts andfacﬁlty in the system:
" being studied, and- thesprodutt or ‘outcomes pf the study. .

Afield study may focus on spccnflc gctlvmes and-elementsof the
educational system or on the system in its entrrety rStudents may

remain vdetacbed m the role of objectlve observers or bccome mtl-r L

mately mvolvcd in a dehberate ,¢hdnge process. Products of the’
study may range from dn obJectrve analysis df the ¢urrerit status of”
‘the system:, to actlve m,vo]vement in seemg. a change through to

complegjon.” .. CotE e e
-+ Four very dlfferent strategles 'for hﬁld e:(perlences haVe bee‘n

_ identified. They are the traditidnal school system survey, the

-

hummr lations approach the clinical{/political action strategy,_and
the anthropologlcax or sociological researgh approach The strate-
gres differ accordmg to the focus of the figld stu@y, thc type of

CERIC, - T s T
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¥ 1nv01vement of individual students or the f:eld study team and
the expected outcomes of th- field study experlencc SN

°
i
-

kY

‘ lRADITlONAL Q(;HOOL SYSTI M SURVEY N

«

The school system survey Is cons:dered the “traditional’ field
study experience because .it-is the strategy most often pursued:
where field studies have been incorporated into-programs for train-
ing educat¥onal admirtistrators. The scope of schoc! -ystem surveys
ranges from:limited (such as building surveys) to cothprehensive
(consnderatlon of'all-aspects of school.operations and fac1lmes)
"\ Regardless of the scope of the survey, the study | focuses on ddta
collecifon and analysis with a vicw to making recommendations
for improvements. Many surveys take on the characteristics of

socigl bookkeeping™ projects in which data are collected on’
enrol&wnt trends, adequacy of physical plants, scope of curricu-
lum offerings, availability of supporting facilities such as labora-
tories and libraries, and the utility of the organizational structure.

In 4 school system survey, both faculty and students are usually -

- viewed ‘as consultants and educational authorities. Involvement i in,
- the educational system and the commumty it serves is limited to
the roles of observer and interviewer. Tle students collect and
analyze data, often in teams responsible for documenting specific
aspects of system components or activities. Supervmrr’g"taculty
ismally assume responsibility fof validity ‘of ‘the analysis; deter-
mmmg that .all* critical factors are considcred and that the fmal
‘recomendations are Lompatibl& : .
The school system survey is likely to be a® tontractual arrange-
- .ment between the university and the system being surveyed. The -
' 1‘;3 of the contract spell out the products eipected from the
fiel aﬂ’dy effort. In almost every case, the product is in the form
of a prepared report intended to serve -as a “blueprint” for action
in the immediate future. Sometimes followup activities are speci-

tional- practmoners, Uie clients of the ‘school ‘system, rand
+ nterested commumty groups. :

The most apparent shortcoming of a traditional survey strat gy
is that the final report ‘is often shelved indefinitely, with ghly
plecemeal 1mplementat10n ‘of the recommendations. Frol;n the’
‘ am.ng exerc1se, students may gam ample experience in aSsessmg

[mc - | o

I - Do

,,“'. fied, usualIy with the objective of explalnmg the ‘report to educa-/'

$
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the guality of the educational system’s efforts and c'omparing that

~ quality with current developments in the educational process. Al
" too frequently, though the stude. ts become engrossed in a

L

“social bookkeeping” activity with little consideration of basic.

theory. Judgments are made abont current practices, but the under-

lying theoretical cdnsiderations are often overlooked. .

On the more positive side, students gain from the experience of
applying analytic skills to working systems and learn to isolate
critical factors that operate in the educational environment. The
contract between the, system being studied and the field study

. team furnishes incentive to complete a thorough analysis. Also, the

‘for change based on an Ob]CCthC analysis. Ty

educational system and the communlty it serves are provided a plan

v

HUMAN RE LATIONS ABPROACH

'

The human relations approach to f1eld studies foguses on indi~
vidual and peer group relations. Although there-is no single human
relations approach-to organlzatlonal development Baldrldge (1972)
describes the cumulative concern of theorists in this field to be
with protecting personal values, solving problerns of. wterpersonal

relations, reducing tensuagl between groups, and developing better - .
~methods of résolving conflicts. : o

-Asapplied to a field experience for t \Nning educatiofial adminis-

ltrators, the ‘human relations approach. emphasizes working with

practitioners and clients to improve interpersonal sensitivity,
developing goal setting techniques and planmng processes, and

learning how to manage conflict. The spotlight is on the behavior |

of people rather than on the status of system components such as
buildings, curriculum, or school services. :
The role. of the students and faculty involved ‘in the field ex-

~ perience is that of consultant to ‘the system. The students may be
involved in conducting sens1t1v1Ly groups, providing onsite’ con--

sulting services, or gathering.data on the behavioral aspects ‘of the

system to be fed back to the organization.. Ample use_is made of -

technology, such as -audio recordlngs and v1deo tapes, to collecL
data on human interactions.- . e

" The products of a field experience using.the human relations
strategy-are a change in the attitudes.of the individuals working in

E \ the system and a change in "the way they view their jobs, their

- ‘

-
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colleagues and clients, and themselves. Another hopcd -for otitcome,
from the standpoint of students and faculty, is a contribution to
the research in.human relatiens theory and its application.

Certain: problems are encountered in applymg the human rela-
tions strategy to field experiences in training educational adminis-
trators. The approach focuses on the behavioral interactions within
the educational system with little regard for environmental factors,

- except indirectly through the consideration given them by, the

clients. Political and economic constraints receive little attention
in an analysis of thé behavioral interactions between individuals
within a sysiein. The outcomes of an intervention in an educational
organization using this strawegy are likely to be disappointing in the
lorg run. There is no assurance that changing tae attitudes-of
individuals will lead to real’change in the way the -organization
operates Or in the services it provides. On the other hand, it can be

o argued that sustainetl change in the operation of an educational

system is not likely unless there is an accompanying change in the
attitudes of the people who operate the system. Otherwise, people
will slip back to the practices with which they feel most com-
fortable and secure: . -

. Through involvement in a fleld experience mcorporatmg the

“human relations strategy, the students themselves are certain’ to

become more aware of the behav1ora] aspects of organizations that
will affect them in.their professional carcers. Only time will tell
whether this awareness will have a profound effect on their own

‘work situations and, more importantly, whether it w'i]-l favorably
affect the educational systems they eventually expect to manage.

~

CLINICAL /POLITICAL ACTION STRATEGY

A field expenence using the clmlcal/polmcal actlon strategy

focuses on seeing change through to its completion, or at least
setting up the process by which change will take place. The field

- experience involves development of a set of recommendations for

change "or adoption of recommendatxons produced by others,
analysis of the political system operating in ‘the organization, and

..planned intervention to ensure that the recommendatlons are

O

carried through to their implementation. \ . ¢

The political systems analysis considers bot}\ internal and €x-

ternal forces operating on the system. For’ example, Baldridge’s

B N

1
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Y (1972) -pdlitic_al 'sys_tems.approach requires an analysis of the
special interests operating on the organization both within .the
system'and from the environment, a study ofinterest articulation
or the process by which the special interest groups exert pressure

- on decision-makers, and the dec1s1on-makmg process-itse]f. ————

’ Involvernent of students and faculty using the chnlcal/pohtlcal
action strategy is often quite- dnzct and less objective than other
field . experience strategies. The analytic aspects of the field ex-
perience utilize the full range of 'systems-analysis skills, including
.setting goals and objectives, considering alternative approaches to
achieving the goals, selecting a course-of action, and ‘hopefully
evaluating the résults. The political action, aspect of the experience

_ involves working to bring about change by enlisting members of

v o the educational enterprise in a conc erted\effort to 1mplement the
change. This effort likely includes persons both inside and outside

~ the organization, requires active participation in negotiations and
bargaining, and involves a substantial public relations effort. -

The anticipated outcome of a political action field experience 1s

change that is viablé to the educational system and sustained over

o time. If- carrled through to completlon the field experience pro-
> . S ducesacomprehenswe evaluation of the actions taken and possibly
ot - adds to the body 'of knowledge about deliberate organizational

, M change br ‘even. evaluative research. The latter two out&omes,
' though, are too. often seen as secdndary in importafice to the

« - specific changes that take plice in the educational system'

being acted .on. / .

The inherent danger in embarking on a field experience using

: . the clinical/political action strategy is that the educational system

- - ‘ - will become dependent on the field study team. The appropriate
L ) " role of the.faculty®and students is that of consultants who are
available to the practitioners and clients of the system' but who

plan to withdraw. completely from the change process, leaving
1mplementat10n of changes to the parties who must iive with the

results, To’ accomplish this, the field study team members must
‘ - never fmd them'selves in a position where they becomé dec1s1on-ﬂ_
~<.° makegs in the system nor should they be viewed as a special
S interest group in their own rlght They should remain resources for
- - “those:who will carrx)out the.change and-then they should take on

i : _ - the role of objective\evaluators of what takes place.
' o The 1mplernentat1 n of 1nnovat10n ac{:ordmg to Lazarsfeld and

EMC | ‘ e , : | L
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Sieber, involves three phases: design, evaluation, and.dissemination.

Believing that lack of clear definitions of these phases has caused :

- confusion, théy point out” the distinciive conditions required for
the fulfillment of each phase. Furthermore, they feel that, though
‘practitioners are less likely to focus on the design phase, the evalua-
tion and dissémination phases aré important to them and should
involve their p'u'thlpdtlon Accordingly, these authors envnslon two
field service roles for practitioners that concentrate on these phases
of innovation and that can be incorporaied into field training
-experiences for students of educationgl administration.
The evaluation phase of innovative change can be accomplished
by field service teams-that assess the change under natural condi-
tions. The evaluation should ascertain as precisely as possible the

utility of an innovation under conditions that will characterize the -

- innovation when it is in general use. This sort of field éxperience
should be viewed as an experiment and be subjected to the variety
of field conditions expected in implementation. Such field tests
provide the only means of systematic feedback to researchers;
unfortunately, field tests are quite rare in education.

The dissemination phase of the innovative sequence can be

accomplished through-demonstration of the innovation in a typical
school setting. It is recommended that sites be shifted frequently
"to avoid creating an.artificial situation in any one school. The
field training expenence applicable in-this phase leads to an action

strategy of seeing the change put into effect and making certain

s

the outcomes are madc,dvall\able to evaluators, résearchers, and
practitioners alike. ) : ' '

/a

b

ANTHROPOLOGICAL OR SOCIOLOGICAL RESEARCH APPROACH

LA

-~ The use of the term “research” in the anthropological or socio-
- logical research approach denotes applied, as opposed to basic,
research. Tt is the type of research that a practitioner trained .in
N ‘those techniques might apply ina future managerial role!

The focus is on urderstanding the culture and community and
their effects on the educational system, The rescarch effort is
_. . situational, possibly leading to the generation of‘grounded theory
(theory that evolves from the. data collccted) rather than collecting

data to_prove or disprove a hypothesis arrived atpreviously.
Q The field study team composed of students and faculty try'to

N
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rémain ObJCCtIVC observers ,of the situation studied: ‘As such, they

Syl Yl o 4

develop “a research design, collect and analyze data, revise their,
plans as need be, and repeat the data- collection and data-analysis
cycie urtil the‘ are satisfied with their own conclusions. The team
experiences little involvement with the actual educational process

e takmg place in the commumty except for the purposes of observa-

jon and interviewing. The team neither makes recom’ nendations.
fdr change nor participates in a change process. : '
The product of.u field experience, using this stlategy is an
empirical study of the results of the €diicational process. Practi--
,tioriers and clients may or may not find they can use the study for
"better understanding of ‘where the ongoing educational system is

legding ther:. It is up to them to determine what actions should be -

[mc

B Aruitex: provided by ERIC

* taken, based on the evidence presented and the conclusions drawn.

This approach to a field experience requires substantial advance
preparation prior to designing the study and beginning data collec-
tion. Well-trained investigators under the guidance of skilled.
social scientists ¢can make an important contribution to under-
standing the -outcomes of the educational system operatin{”in a
given community. However, if the research design is faulty or data
collection and analysis are sloppy, the results will produce nothmg
more than what has been vividly termed “dust-bin empiricism.”

From the educahonal researcher’s viewpoint, the field training
experierice for practitioners ought to be ‘more supportive of re-

“search endeavors Evaluation and dlssemmatlon of mnovative

experiments and demonstratlom should conform with research
designs.“The student "of educational administration then gains a_
respectful awareness of the role of applied research in dealing with
the clinical problems likely to be encountered throughout a career .
in educational administration. The researcher feels that the practi-:
tioner must share in the responsibility of discovering basic knowl-
edge applicable to the educational process. That responsibilvity is
primarily the area of observing new processes as they are applied,

-reporting back resuits, and dlssemmatmg research findings.

These strategies are the four primary identifiable links along the ~

“continuum of field training expenences chdracterized by objectiyity

and complete detachment by students and faculty at one ¢nd, and

emotional attachment and total immersion in the cllmcal/pohtlcal

prr €55, at the other end. All field trammg components fall
somewhere on this contmuum. " ot

(
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¢ Innovation in field trammg experiences is a result of evoly- -

» “tionary .changes in the appllcatlon of the four strategies described
S . -earlier. ‘Traditional school surveys continue to be contracted
" between umversmee and local 'school districts, but greater inter-

_ action takes place between the ‘experts” *’from the university and -

- _practltloners and citizens of the dlstrlct The human relatlons
_ approach- is gaining prominence- through ‘concerted attempts -to
"operatlonallze the: findings of applied behavioral science research.
_ The chmcal/polmcal ‘action strategy- is gaining respectablllty

* through ‘increased attention to finding effectlve ‘ways to make the,
change process mutually beneficial to the university and the ‘edu-
cational agency where the intervention is taking place:. The socio-

. logical or anthropological research approach is being -expanded to
_ E produce more definitive conceptual maps pf the full range “of be-
., havioral and'social science disciplines in an attempt to describe:

. ;he“crmcal factors at work in the educational systems being studied.
The remainder of, this chapter focuses on 'd_escriptio‘ns_ of specific

-
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- field training eyperiences that illustrate new approaches to the
application of these four primary. field expcrience strategies.

ol o SURVIYSOI: EDUCA"FIONALSYSTI‘MS S

_ Slnce the time- of Horace Mann_and lay boards, educators have.

. : ' called on-otitside teams of evaluators. The school survey movement .

o / :became very popular in the 1910-1920 era when'the efficiency

S movemént enveloped public. administration and school district

® - administration: Ellwood Cubberley, Franklin  Bobbitt, George

S Strayer and dozens of deans and professors developed ways to

use school surveys as laboratory experiences. for students in cur-

riculum development, local and state financing, and. related prac-
tical topics.

‘During' the 1960s, faculty at several major institutions. such as
the University of Chlcago and New York University developed
. Tways for students to test theories of administration and organiza- -
TR tion through field - experiences. Another variation attempted to °

.' blend a comprehenswe study of a city school system with the
newer techmque,s of organizational development and process con-
, © sultation. An -example is the study of the Boston School Depart- . -
e N . ment entitled Orgenizing an Urban School System for Dwers;ty )
- (Cronm and Hailer 1972).

This study team o,f»&r‘ulty and students employed survey feed-
back, action research,and group problem -solving techniques based.

. . . " on the work of ‘Warren Bennis,- Robgrt Chin, David-Berlew, and
.o Brooklyn Derr. (the last three par/tlclpatmg as. consultants).- Clty
. school officials, singly .and in workshops reacted to data during
~ the course. of the study, fo fned task forces, and formulated
_ ‘ recommendations and 1mplenéntatlon plans. The students learned .
- S “ " . more about the rea\dmess bureaucrats to change and als¢ had a
' s ‘ chance to receive more fe dback on-their ideas:
o . Field surveys fail to/represent adequate training when they are |
.{ routlne as repetitiye /astthose ¢f some consultant firms, and when
‘they exploit student/s as an igexpensive labor pool. Many surveys
rest on lrttle if an‘yfthcory Many fulfill the letter of a€8Ttract but
reach a low level of/ creatmty and scholarshrp —
. Other surveys examine frontier issues such as the role of cable
TV, response# t6 confrontations, and other'kinds of genuine un-

Q o ' - knowns. Some argue that faculty le}adershnp of such studies is

ERIC = . - L '
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¥ . T - concomitant with a need for faculty growth" and development

-+ Surveys also support other kinds of training and provide entrees to-
internships and jobs for student members. Yet few surveys rank v o
s, ' well as scholarly research ¢ -cuments. . -

L - . . FLORIDA STATE UNIVI-‘.RSITY PROGRAM - ' 7

However, some institutions of higher learnmg are aftempling to
provide field training that 1nvolves students in a' more disciplined
approach to surveys.in-a teéchnical sense. A good example is the -
application of operations research. techniques to field surveys at
. Florida State University. The field component of thggpreparation

“ program at the Florida State University Educational Systems and
) , : Plannlng Center is described as. problem-oriented. At least one proj- ‘ T
' ect is contracted yedrly to'train students in systems analysis tech:/
- o " niques that emphasize the colléction of quantitative data. The field

, - ¢ experience gives students the opportunity to assess resource needs,
—_ - perform cost analysis, produce cost-effectiveness studies; recom-
' B mend resource allocations, and make manpower projéctions.

A special-type of student is recruited for the program at the
center. Although candidates are expected to display an interest in
. , ~ -careers in educatlonal admlnlstratlon there is heavy emphasis on
Lo N ' mathematical or engineering- backgrounds During_the two-year o
L SR program, each student must complete six quarters of course work* .
o ' that infegrates education subjects—heavy in quantitative analysis— '
with courses in business, urban planning, and computer science.
. _ - s " 'Concurrently, the student is assigned to field exercises requlrlng
' ' ' the apphcatlon of operations research methadologies.

Examples of survey/é completed in the Florida State University ..
o : A program’ include  the automation of phys1cal inventories- of . all ‘
. B . , Florida school systems, a study of the feasibility of applylng FM - - .
- I ~radio toinstruction' throughout the state, and development of - = .~
: S : = ~ cost-effectiveness; analys1s of educational programs or business-

L

o related serviges, in individual school systems. Besides training stu- - - S
: - »+ . dents in appropriate analytical techpiques, the objective of such ﬁ
_.surveys is to provide the contracting agency with a comprehensive d °

S ' o _ technxcal analysxs that benefits its decision-making processes. .

- e ‘ I‘UMAN RFLATJONS ORCANIZAT}ONAL DFVFLOPMFNT MODFL - ¥

"Thereisa growing concern that field studies hmlted to observmg

1 . and ‘recording dat: cn edueational operations are hardly adequate )
$ - ’ i . : ) ot ’ '
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“for preparing future administrators’ for real.world experiences..

Indeed, such an approach to field fraining can completely ignore

the interpersonal rdlationships that gseatly affect the operations
being studied. The organizational /deielopment (OD) approach to
.aqalyzmg the educational env1r)onment provides an alternatlve
view that concentrates on humannrelatlonshlps within orgamzatxons. -

Chris Argyris, a leadin propofnent of the human relations view-
point,” has’ developed .a theory /and methodology for improving the
effectiveness of organizations by improving'interpersonal relatiorfs.
His view of administrative tralnmg is to prepare the future admin-
istrator in behavioral sciencé/ theory and to provide him with the
skills necessary to change orga.nizatlons from operation in a tradi-
tional manner that assures/ps chsploglcal failure to operation in an
improved cljmate that provides for psychologlcal success. The
clinieal. aspects of such 4 program. prepare the student to become
an. interventionjst. Argyris’ ‘text on theory’ and mcthod describes

the .necessary condltlons that must be developed m the cllcnt.

organization: " v S o :
e genetation of uéeful’and valld mformatlon
o free and informed choice '

"o internal as opposed to external commJtment (1970
- pp- 16- 17y

a
o

© Without descrxbmg in detail how such conditions. mlght be:

created, suffice it to say that the process involves changing. the
operating noris of any tiaditional organization. Valid information
can be generated only in an-organization where peqgple are free to

" be open with one another. Free and informed- cheices allow people
~'to define and work toward goals they set themselves. Internal

commlmﬁnt implies motivation to wofk for thé sake of achieving
goals rather than for the sake of. collecting -compensation. in the
form of salary or other benefits. -

. The theoretical consideratiorts are compch and requlre consid-
erablc groundmg in the behavioral sciences. Much research is still
needed to test the theories that form the basis for thc mterventlon

methodology The proponents of the; OD approach would be the
first to suggest a great need for contmumg research. The primary .
ctween OD research and tradltlonal educafxonal Te: .

d1stmct10n

- \
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. the cooperating agency or.school system. Under no citcumstances, .
" though, was there to be a direct attempt to influence change in the

# .
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traditional research studies.. The clinical aspects of the OD meth-

‘odology require’ knowing how to train individuals and groups of,
people to interact openly and in a manner that creates psycho- @

loglcal success in the- 1nd1v1dual

n

_ C_F.NTF.R FOR E DUCATIONAL_LF.ADF.RSHIP PROGRAM

A.élinical'program for educatiorfal.adrm'nistrators, funded by tf1e

Ford Fourdation, ,was planned to_ test 3 field ex‘ﬁerience based on
orgamzatlonal development theory and interventionist, method-
ology. The’ program, heavily influenced by Argyris’ work was to
be operated by the Center for Educational Leadership (CEL) in
Newton Massachusetts, as .a__f,dmponent'of a consortium of seven

universities that offer programs in educational admmlstratlon Un- -

fortunately, t because of policy disagreements within the consortium,
CEL*never had an opportynity t6 1mplement this ambitious,field

training effort. Nevertheless, the planning that went into 1t may’
well serve as the model for future field experlences using the-

OD approach. =~ .

The Center for F.ducational Leadership program provided for a
full semester of field training.-Students from the seven universities
were to move to Newton for the duration of the training period.

" The first five weeks; .were (o be spent.in "preparation for the-field

‘experiences, learnmg the skills req' ired of the organizational
development model Elght weeks were to be spent in the field at
a host educational agency. The final three weeks of the program
were set apart as an evaluation and debriefing perlod

During the_se.. ster students and faculty were to work with
. clients (members i the host organizations) who were willing to
participate in the program. The field experience was to include in-’

tensive encounters between the students and the staff members of

host :organizations. Rather, the emphasis was to be on providing
the students with a theoretical base in the OD approach, broadened
by the experience of observing interpersonal relationships in an or-
gamzatlon The combination of theory and practice was expected to
give insights into approaching future administrative situations.

It was planned that students, faculty, and clients would work
together at the center to provide training in two broad funda-
fnental areas and four specific clinical areas.

O

.
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First, the fundamental concerns: |

L. Help students to develop their own theories about alterna-
- “=tive futures in educatlon

2. Question the nature of man aﬂd what he is trymg to do
.. through his orgamzatlon y

Second, the spec1f1c skills:

1. Devclop mterpersonal and mtrapersonal competenc;xes __ 95
2. Acquaint students with theories r)f the behavior of
~ organizations
3. Provide experience in data collec‘tlog through analysis ot
tapes and other 1c‘Productlons of group encounters 5.
- 4. Build eompetence in intervention theory to facilitate brmg
ing about change in complex orgamzatlons .

' educatlonsal practitioners interacting with one another, planning
together, and making decisions. The studeht was to apply a variety,

of methodologlcal skills in’ diagnosis, collection of relevant data,

analysis and evaluation of roles, and development of’ c@ta sources.
To prevent spotty datd collection (often leading to incomplete
analysis), videotape and audio tape recorders were to be used in

observation and data collection. By analyzing the tapes after the -
fact, students should be able to describe in detall the mterpersonal.

)

events observed in fhe field.
 The final three weeks of the CEL fleld experience were to be
devoted to evafuation of the student, the client, and the faculty.
Emphasis was on how the individual student had changed during
the field experience. The plan called for the student to share fully

in-the evaluation procedure, hopefully «sper‘lfymg ways in which

the program could be improved..

The CEL staff was expected to prowide a continuing dlalogue

. between themselves and students who completed the training. The

. ~#1rst ‘task was to help the graduate find a job appropriate’to’ his

: talents_and interests. After that, the staff was to identify and
provide resources that would aid the graduate in his work. ¢

~ One important aspect of this model field experience is the con-

tribution te original-research as'a byproduct of the data-collection

effort. It is definitely an example where clinical training produges

inforraation tr‘wt is inv/aluable to behavioral science research. The

VS

R ' *
The field eXpenenee plan mvolved extensive observatlon of
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focus of the field experience, however, is on .clinicaﬂl applications?
The student of educational administration is eS{pccted to learn how
to intervene in a formal organizaticn and to’ guide others in their
search for psychological success, thereby assurlngr succcss for the

“organization as a whole.

- CLINICAL AND POLITICAL ACTION L\PPROACHPS .
Ideally, the field training components of programs in educatlonal

administi-tion provide an opportunity to apply the théoretical -
concepts learned in the classroom to problem-solving in thé field,

j\lhen a concerted attempt’ is made to place the student in a. role

approxnmatxng real-life administratiye responsibilities, it is often~®
“difficult, to . make a clcar dlstlnctlon )etween a field study and

an internship. - . S L . .

o

‘UNIVERSITY OF WISCONSIN PROGRAM

“The program of the Depﬁrtment of Educatlondl Admlnlstratlon
at the University of Wisconsin.offers a fleld C’omponent described
as a ‘‘marriage of theory and prdctlce that is not edsi’ly dlstln-
gUIShed,—EEOTH an Jnternshlp (Moser 1971). In this program, the

_student ‘serves a full year in an administrative role under the joint

supcrymon of- an experlenced practitioner dnd a university faculty.
spgnsor. * However,in addition to administrative duties, the student

~

- /rcsponmblérfor Gompletlng an-indepth study relevant to the opera- ]

tion‘a §1§ned Th;S'Qspect of theprogram may involve an evaluation -

of*-adinistrative _practices, appraxsal of operdtlng policies, or

“the development of a p]dnnmg process. Emphasls is placed on the

student s academic development with the expectation of maklng '
“a“worthwhile contribution to the improvement of the enterprise”

“(Moser 1971, p. 1). S .

+

The field study component of this one- year experience requires

that the student mamtdln -a daily log of activities, an evaluation of -

the operation and his” ofvn experiences, and an appraisal of. his

" own _]ob performance. A series of seminars ‘is organued to

focus en,these aspects of the field study: : /
- When preparing for the field training experl)} e, the student is
“encouraged” to set precise objectives for his-own performance.
In the daily activity loggiag is expected to record progress made to-
ward achieving his owqQg tatcd objectives. Regular visits by the
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unlver51ty sponsor focus on belplng the student evaluate his own
g . performar\ce and, generally guide him in the achievement of his
. goals.: The monthly seminars. are intended to_provide a forum to
discuss’ the theoretical _aspects of the administrative role and to
ko foster -interactjon between students and the supervising practi-
RS tloner§f For\ma] ‘évaluation of. eachzstudent’s performance requires
“Input from Loth the s‘upervnsor and the university- sponsor and is
-~ ysed in conjunct1on with the student’s self-appraisal. . ‘
This relatively new prog‘am has been evaluated by the first
grbup of students to go through it, as well as by their supervising
% ddmmlstrators arid university sponsors. A three- part evaluation
mstrummt,was%sed fo Judge success i achlevmg lndlwdual ob-
. Jecthes rcgor(gng attithdes toward €ach component of~the intern--
“ship; and making recomrhendations. for improving the ) program. '
In general, the students were qunte satisfied that the experience
gained was worthy of the time put into the field-training and that
the serjiinars were of value. Especially high value wa‘s"'placed on the
relatioriships developed with the Aministratorsdn the £ ield.

Improvements suggested in the first evaluation include recxamln- . )

. ingthé’purpose and value of the daily log; exerting more umver51ty
' control over the program), and working to develop better c-:m- ‘
munfcations between the university. and the communmes served -
by the program (Moser 1971).- h N
-The unwu‘s:ty faculty- who offer thls Pprogram lookLto the po-
tential of such’a field experience for impréving the’ opefatrons of
‘the agency.served through contributions.from téammg graduate
~students; university faculty, and admlnlstrators,on the job. Time-
- will tell if the.team efforts of such groups can, successfully, be

brought to bear on the specific problems of an agency and to allevi- |

ate fears that the internship will serve merely asa cheap source of >~

‘qualified labor for local school dlStrlCtS gr ‘other educatlonal
agencnes T ¢

/ UNIVERSITY OF FLORIDA’ PROGR,RM

¢
i1

In; 1967 the restructuring of the Umversny of: FIomda doctoral
;:program in educatlonal administration led to the evolutlon of an-
other actlon~or1ented approachcto ‘the field experlence The follow-
+  ing report from an October 1969 UCEA Newsletter (Nunnery and
Klmbrough) des&rits®s how this approach:] has been put m.practlce
Q rrough the mechanism of field stations. . A PR

. .
E lC S C S
- T TR v .

-~



0 SRS Innovative Approaches . 33

& : :
From the Deparmﬁent of Administration’s péint of view, the

ficld statiornymay be. viewed as a system- spanning Jr system- lin\ing

mechamm) As such, it niay offcr a means to :

‘1. link/ theory and p!‘aCUCC for students, profcsqom, and

- prﬁctmoners Jum - -
I‘Ovld%& n;ajor integrating cxpcﬁ?ﬁce for doctoral study'

Tt ")’ find éffcctlve ways for. the department and the field
' 7 o provxﬂb(’ services mutu'lll', beneficial to each other

In an effort fo focus injtially on.theory-practice linkage and the
# integrating e\:pe,pﬁnce for students, the field-station concept was
~ /- chosendn lieu of ‘the often-used 1nternsh|p This choice was made
f because in an 1nternsh1p the theory-practice /hnkage is generally
fmed}gpbl&m So]vmg«md admlmslratlve decision- -making.
Jnaddition, program integration opportunities may or may not be
pnescnt and group remforcnmem prov:ded by #he fxeld-statxon
K sub‘&}.g[em is, mlssmg : ; ’ A
The field-stat'on> concept has its rgots, m the soc1al sc1eqce of
“anthropology. The purpose-is to establish a base of operatxon in tlie
e community.‘WwHereby students can directly intelact with local
residents. Tn the University of Florida developmental program, the
concept is Jused to establish within certain large urban school dis-
tricts'a small social system that brldges commumcatlon between
the school and universityssystems and serves as an instructional’
agency for the students. Field- statjon participants receive inputs '
~ from the world of practice, the university, and independent consult-
ants. For example, professors from the yniversity visit and engage
in dialogue with the students through the field station. Likewise,
field-station participants generate outputs to the umversuy and the
pract1t10'1ers ; .
Besidés workmg as a group, students take part in a variety of
activities, consistent with individual interests. For example, one
student conducted‘a study of internal ‘commupication for one .
‘host district; another developed an implementation proposal for a X
four-quarter school year at the elementary level in a host district;
a third served as a member of a four-man leadership team for a
geographlc area in a decentralized host district; and a fourth, work
_ - ing directly with the general ‘*upermtendept of a host district,
e hadprlmary responsibility for conductmg a study of the district’s
Q gamz.atlon
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~quallfxed person available is. secured.
In addition to individual activities, each stuglent p;irllupales in ’

‘fundimental
of Education. at the University of Massachusetts provided oppor-
- tunity for the faculty in the Center for Leadership and Administra-

Y
"hy eliminating usual educational admmlstratlon program elements

To the extent that students need expert assistance in cairying
OLit their assignments, this assistance is provided:’ . For example, if
a sociologist is needed to assist on a given pro]ect the b‘esl-

a weekly seminar conducted by the university profeSSor and the
onsite coordmator for the field station. The.seminar is intended ta

‘ provnde an opportunity for sharing experiences, analyzing practice

in light of theory, and gaining insight into other facets of the host

~ district’s operation. Thus, the student should develop some per-

spective of a complex urban school district in its totality.-
' ' .
UNIVERS: TY O MASSACHUSETTS PROGRAM 7

- As a final example “of the action- oriented dpproach, recent '
Yanges in the structure ahd pregram of the School*

tion to develop prcgram plans and strategies uniquely innovative in
their net effect. An article in- the Apnl 1972 UCEA Newsletter

‘describes the Progiam settmg, assumptlons behind the program, -

and program elements of an’ admmlstrator leadershxp course of
study which takes advantage’ of a high" degree of “Clelllty gained
" y
(Flight 1572, pp. k0-42). . . \\\

Admission criteria no lenger need include Graduate Record
Exam scores or the university minimum grade point average of

' 2.75. Neither core requireficntsnora minimum number of. semester -

hours must defifie @ course of stydy. With rare exception, a pass/
fail gradmg system s used for all- education courses and modular

'offermgs‘ The form and content of the umversxty required ‘“‘com-
fprehenswc examination for. the Ed.D. s 1nd1v\rdually negotiated

by each doctoral student with his faculty committee:Curricular
offerings, less than a semester long, are available to students for
creditsat semester registration time as well as on a post- -hoc basis
thmughout each term. A residency requirement of two consecutive
scmesﬂemon campus is mandated for all doctoral students.

The| program is based on the following raticnale:

1. The heart of professionél preparation is the clinical experience,
where the practitioner’s own theory of action is made exf)lioit,
“elaborated, and rendered operaticaal.

® . . e
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;2. Leaders must develop explicit, values providing the context within
which they givedirection to their organizations. #

j

i
1
3. ,Students learn best when they are helped to diagnose their present i
. Jtrammg needs in relation to their carcer objectives and- are required |

" to prescnbe and seek out learning expencnces relating the two. “

4, The/ skills and experiences of the learners themselves are basic \ »

reso,urce's underutilized explicitly or progmmmatlcally within most |
- student g ups. . . \

« Course op’t ons tor students of cducatlondl admlmstratlon pros

vide-an. dmplc selection across many disciplines. In addition, wide
flex1b1hty is offered to students in, itheir individual program develop-
ment tasks thtough a moduldrlzed curriculum. Flexibility, in fact,

“extends to the field . experience element of the program. Faculty-
aid students bencfit from traditional :and nontraditional field .

activities,in schools and schpol-related agencies.as well as in non-
educational orgdmz.atlons The program also provides a full con:
tmuum of time and 1ntensnty, from short-term shddowmg
experiences to-year- -long major problem-solving activities. .

A wide variety of field projects has been cultivated in nearby
communities as- well -ds farther” afleld In these’and in projects’
developed by students themselves, 3 full range of-participation is
available .from ‘complete involvement in projeci directing, for ex-
ample, to short-term consultifig on student/faculty teams, to,pro-.
viding advisory or sounding board functlons on campus for those

actually. engaged in onsite experimental ]earnmg somewHhere.

This approach to chmcal educatfbn* includes the foHowmg

szt s | !

1. pervasive group orientation, that is, g'roups of umversnty personnel,
. faculty, and students from several centers or departments working
‘together with teachers, administrators, and students ‘in schools, or
W1th other personnel groups in nonschool.mstltutlons :

2. emphasns -on contmuous interplay of thearetical and practlcal ex-
perience, that is, ongomg ‘experiential activity fhroughout a two- year
doctoral program concurrent with cqurse work.and extendirig the
.variety of experience for even the “most experlenced" student - "

3. wide-ranging opportunities .for clinical experience within the gover-
nance and administration of the School of Fducation and the leader-
ship center, that.is, from service on the policy-forming school coungil
_or center stecring committee, to administration of school and faculty -
evaludtion_systems and institutional study projects, and to partici-
pation in student recruitment and selection and in faculty personnel, '
actions at the decision-making level. . co

: ~




Guidelines for the Massachusetts field experience (Kesselheim If
1971) assume that//xt will occupy 20 to 35 percent of available
-time; that the nature of the expenence ought to be based on a
thoughtful appralsal of a person’s prev1ous experience and training,
made in-awa.-éness of that person’s career aims; and that the most

|
productive ‘field experiences . are those that are self-defined and I! "
self—1n1t1ated : _ . . J

[

SITUATIONAL ANALYSES IN FACULTY-STUDFNT RFSFARCH I

In a UCEA Newsletter column on 1nnovatlons m | the preparamon

of educational administrators, Cresswell and Goettel (1970) offer
" the following dcscnptlon of a field experience incorporated. into /
.the Program for Educational Leadership (PEL) at Teachers Collegé. |
, The principal goal of PEL is to identify, recruit, and place in |
positions of educational leadership individuals who l:ave firsthand \

|

i

Y - familiarity with the problems of discrimination and poverty in
urban schools and communities. The program emphasizes work i in
the behavioral and secial scjences, w1th a concentration in”an area of ‘
'spec1al competence. lncorpbrated into the program are practice-
centered field experiences’and faculty-student research. l

One innovative aspect of the program is a multiagency rotatmg \
mternsh1p A second innovation, described in detail here, is the B
use of situational znalyses as a means of i€ r'“I”'tmg theory to practice i
and research to instruction.

“The situational analyses program element is intended to-com-
bine behavioral science research in the operations of urban school
systems with the curricular experiences of the program fellows.
It is designed to provide the following: : ;

- " e research experience' for PEL fellows 'both as _partitipants b
- in and students of.projects carrled out within the program

. 1mproved uriderstanding of the nature ‘and operations of “

. urban schoo]s as social systems through dlsc1plmary research !

) experlenCCs in the application ‘of research and analytical

tools 'to administrative decxsxon -making in a 31mulated
school situation

Under the general conceptual framework of systems analysxs a
series of investigations was conducted in an operating urban school.

"Three_ such efforts were launched in- the public schools of East
- Orange Newjerse R
\)‘ . g y ’ - T '
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l.a socxologrral analysxs of the processes and patterns by which _stu-
dents; particularly mmonty group students, arc allocated among the
various groupmgs and programs within the school

2.%a study of race as a determmant in the supl:rmtendent s decision-
making role o :

3. a linear programming analysis of decmon-makmg for the allocation’
-of mstructronal resources

s

The approac}‘ of these studies to the understandmg of a school

““situation took into account the various components of the school

as a social system. Each of these’ 1nvest1gatlons represented a new
application of the tools of the behavioral stiencesto the problems

of urban school administration. The PEL fellows part1c1pated in

" both the designiand the execution’of the 1nvest1ganor¥g§Further,
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. the research effart to those two disciplines but offers ithe oppor:

‘the reports of the research were to become curricular materlals for

PEL and departmental courses.

Toserve as a basis for the research design ancf to relate the soc1alr,
science d1sc1plmes to the public school situation, the concept of a
system map was developed Behavioral'scientists were commissioned .

' to prepare descriptions, from the viewpoint of their respective .
_d1sc1plmes, of. the typical pub’.c school system. and the decision-
“making °situation. of the superintendent. System maps have been.
- prepared for the fields of~ sociology, anthropology, social psy-

chology, economlcs, and Dolltlcal science. The maps, in addition to
the: research itself, are integral parts of the PEL curriculumn.
The situational analyses component of the Teachers College

Program for Educational Leadership is a good example of the..

anthropologlcal or sociological reseatch approach to field experr
ences. The program 4t-Teachers College, however, does not confire

“‘tunity to conduct investigations using the full range of social ar;d

Behavioral sciences to structure an analytic framework.

The total situational analyses program element allows the stu- |
-dents to proceed beyond the, purely objective analytic training
_experience inherent in " this applied researchﬁtrategy through th~

medium of computer s1mulat1on The simulation aspect of the
program allows students to use their 1mproved analytic capabilities
for making decisions required of an urban school superintendent.
The simulation is designed to replicate the 1mp01tant features of a
school system and to place the participants in a realistic problem
situation. :
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Based on a systems-analytic model of thc superintendency, the
simulation requires the student to solve a series of varied problems

in such a‘way as Lo achicve a set of long- range goals. At each de-

cision point the player chooses a course of action that is depen-
dent largely on his prunous decisions. The simulated school system
re.spond.s to each delision and,-as a result of various’ strategiés,
each player faces a different sct of circumstances. After a series of
twenty problem situations, the overall performance is cvaluated

. in terms of achievement of present long-range goals. It is intended,

that the results of the studies currently underway will be incorpo-

" rated jin the simulation to make the responses to the system even

more realistic.’

The total package that makes up the situational andlyses element |
of. the Program.Tor Educational Leadership provides for an inno-
vative training e}\perxcnce integrating apphed research and practical
decision-making relevant to the urban school situation. The results
of the field study are incorporated in the program curriculum and

provide reasoned guidance to the sxmuldted decnsnon mdkmg
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.+ Universities and icolleges still rely heavﬂy on a standdrd pattFrn .

of apprent/lécshlp and contractual’studies in the field with local

. school districts. The state of the art of fleld training in educational

“*administration rcmams rather primitive, with a reliance on field
tcchnqu/Jes that lcad to normative or prescriptive studies. However,
more romlsmg progrdms offer field compenents requmng reater.
atterition to empmcal techhiques grounded in the dlsc1phhe5 of
the’social and,bchaworal sciences. . a

‘In planmng for a field training component to complement the »

(/1cadem1c aspect of a graduate program in educational administra-
tion, the primary focus must be on the benefits to the students’

/" professional development. This central focus, though, can be quite
compatible with producing a product or engaging in an. activity. -
that is beneficial to the system studied and that meets the require- -

ments to advance the state of the knowledge in educatlonal admin-
istration. Such compatlbj\ty can be achieved through careful

dttentlon and guidance by the gpervising faculty.
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The four primary strategies for conducting field training experi-
erices described in this monggraph differ in the type of involvement

~ expected of. the students and faculty and in the product or out- -

comes of the field study. In the survey approach and the res¢arch
approach, the involvement of*the field study team remains obJec-

tively divorced from the day-to-day operations of the system being -

studied, and the finalfprbduct is usually in the form of a. report.

fIn the humsarelation$ approach and the action-oriented.strategy, -
ke field stydy team may well become intimately involved ‘in_the

- functlonmg of the system and may serve to.encourage change in

- ingerperspnal relationships, or in- the operatlons of the educatlondl

"qrganization acted on.

The more_innovative approaches in applying these strategies
offer the student flexnblllty in.choice of tasks and settings. More

. |mportantly, though, they call for a closely supervised and disci-

lined approach to analyzing the system, recomxﬁendmg courses of
action, and evaluating results. The field training experience serves

" a§ an extension of the classroom into’ the real world of educational
planning, management, and supervision. Students are best served -
- when they experience a positiVe application of theory to practice
_in a situation thdt exposes them to the realltles of the educa-

tlonal envnronment T
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