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IN- SERVICE PROGRAMS FOR PRINCIPALS
4.

..'High School.Printipais have been identified a very busy executives
0

in charge of complex organizations. They hate been lassified by many as

leaders in supervision, innovators, directors of instruction, and managers.

Mimi then, can these-often over-burdened fndividuals become involved wrth

in- service programs for themseNes? Why should, they do this? When doesthe

timeloecome available for principals to meet to review and tiscuss some of

iheir mutual problems? The'question poses 6 Ailemma which may be difficult

to resolve, particularly in areas where principals are overwhelmed by pra-t,

blems of student conflict, parental pressures, and community InvolveMent.

Nevertheless', there does aOpear'to be sufficient justification for principals

to become invoiVed with some kind of growth.anAdevelopment in-service pro-
.

grams icthey are to continue to function as effective administrators.:

',it Is probably more feasible for In- servide programs for principals

to be established in situations where there arlarge numbers of school§.

Principals working Pn smaller settings may have to be more Imaginative and

creative injheir,planning, and organize programs,to meet with others in

ctiti'ictand.countY centers, in universities and, perhaps, during vacation

periods.

During the, past several years, a number of New York City high school

,prIncipais frop:the-borough of Queens have met regularly, Perhaps once a

%-:;:month during the school year, in a scheduled and planned in- service program.

:'This has proved to be one of the MoreberiefiClal:and.challenging experiences

for the participants in thisarea. I should like to,describe the activities
.., , .

and the procedures hat have emerged in this particular group, using it as. --

s model for fureher dispvision.

o
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,.The group-was organized' under the leadership of the Supe-rIn'tendeht for,,
.r, . ' .

..,

the 23 high Schools in queens County-in the public c-schodl system in Hew York
, *

4 , i , ' t i . ,
City. Principals who hig beerrecently appointed,.plus those wild had been

.
,g ,

.- ,
,.

,

tenured for a nUmbenof yeart, were* invite-cf. to participate; twelve availed
.

, .,,,

themselves of the opportunity to become involved this regutar
#

woilkshop.
lc ,t,,. , .5

,
,

'The program was organize&byaplanniilg committee consisting of fOUr.o4 the
. . .

!--..

. .,
. 1.

principals;.who met with the Superintendent on 071,e0dCasions to Make
,

proposals'abput,the;format. This committee then presented itt ideas ti, thef'
,

. .
\.

'larger. group. Most.pf the'original prop6Salvwere eventually made, part Qf

the patterns that were to be adOncea:,,Mohth pr04entation.bYithe participants

in the group. Cr.

THE PLANNING' COMM ITTeE FUNCTION4,
-

When the Memberi of the,Planning Committee met,, each one had prepared,,'..

in advance, "a nuMber of suggeitions for the \4rmat of '.tile meetinls. to-be
0

held Among thernajor areas fqr consideration sUggested by the Committee'
! ,.

were The changing role 9f the Principal, ,.. .

What Conditionsmaffect the'role of the high school principal?
How does' -.the, principal effect change? ; .
How doeS thi principal. work within,the community? -2

.i. _

How does the principal-exert ieaderAllip?
r

44

1

Some suggrisijon%.that concerned the problems of the new principals,
/

and, perhaps the older principals also, included:

Where are the prioritiei?' "
What is your educational philosophy: Do you have'any?

. Career education in a traditional high schdol .setting
LeaderShip: administration or administrivia?

"Curriculum innovation and how to. mplement change
.

Administrationand the school board bureautfacy.
Student and Parent involvement,
Staff end.union invOIVOent.:

a

Other'suggestions included: .

Improvement 91' ihstryction
*Relations with the cabinet

et
ta
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,

6ud9et..;riCcoAiderations
Reorganization of the high schoOl, :

dent operation and equipment : .,

' Students,16, their n60 role
Articulation programs

, --,

. ,

Racial problems ond, busing '
. 1 ,

4Drag education .

Public. relation's
.

..,

These were sole ofthe suggestions made by tIie steering committee,. Othert
c

\ A

' 9: :

would be solicited from the group at faur47.'work'shop sessicoi:'
r .-

, .

( .--

It'was deterMined that etings would consist of'a session around, the
.

table in a comfortable settin where each'of the principals would be involved. .,-

with a "hgive and take" situation based on a ,topicithat.was-Selected prior, to'
v j

the meeting. Under, the chairmanship of thesSuperintenden who acted as'oni.
,

d f, the participating members ip the discussion anciwas, primarily, a resource
. , .

the'perionp group'wopld devote rtself'to,the review of a *particular topic'
- -'4 ,

4 which one memberillarined4n.advance. Meeilngsve schedulecceb rub approxiniately
.,,

,t i . ,'''''r', i j
. 4.

three hOurs, at least two hours'of this time to'be'spent'on.tfie major 'topic.

'Although
I
fOrmal minutes would not be maintained, most of the principals kept

''-
their 4n notes which Cfley added 'to a personal file of ementary materials'

...',,"1 ,
e

distributed at each meeting. .
,

0 V
-

The tOird hour of the Session was to be divided into twO parts. one
\

member of the group would make a report on an apprOpriati topic', possibly a

new book hat'vrat,recentlypublished, perhaps an article of concern to 4I!;cators

or p(Issibly.an issue that was vital and important and, in the public interest
't

at the-Momen't.'.-The second _part of that final hour was devoted to.a cracker.7

barrel .SesSion" where day -to -day problems ga currnt press&es'in adMiOster="

ihg Schools -Were placed on the table for aQ 'to conater.

At
This was the recommendation of the steering committee Oichwas presented

,
at the meeting of the first group held )in October' the school year. s'

'

I r



GETTING STARTED WITH THE IN-SERVICE PROGRAM.

411 meetings_of the group of twelve principals were held in-one of the

high schools, HiliCrfst* which was the newest sChbol, and -had an otrActive

'conference room, WhiC'h was 'comfortable and suitable for a round -table Setting.
a ,

The host pdhcipal provided coffee and cake each ay that the group met. Meet-

ings were started at 1:00P.M, and lasted to approximately 4:30 P.Mi, sometimes

later depending upon theactlyity,and the nature of the'dtScu$S1On. At the
.

first meettpg',. principals were apprised of the general plaps. There was agree-

Merit and assignments were made for the subsequentNeetingi: Mutually accept,-. .

able dates were selected so as.nottd conflict with other problems of.the
1 I

i:sehool year. .

.

During the rit session, the goals oft the in-service ptogram were'

.reVjeweeby the Superintendent and'dtscussiog took place about the nee is and
. _

. .

co..erns'of all princiPals. The proposed topics were debated in terms of

1

.

. \
.

prldritles then they ,were 'narrowed down for that first' school year to

several major areas, which were: ,
. ,

, Analyzing 4and assessing supervisory pirformance of
.

, ',. assistant principals
,Guidelines for planning rrew courses
Computer programming- prOblemk and proCidures
Impfovylg lunbhroom management - '.

Guidance and -pupil iperSonhel services
. ,

Research and developmentiOhigh school Oucation.
Writing proposals for:reimbursable funds
'Establishing-gtals far'secondaryedimation'

°'. The alienated, population
Alternative high schools
Career education
Working with 'the media and publi; relations
Parent InVolvement

1

.c

A typical session was organized so that the presentor prepared his

materials and diftribilted tp each memberrof the group duplicated outlines and
"r =" 1

.3
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. .

tcametlmts in,depth discusslorpOf the topic. Since' there was 'a high level

i

of professionOrsm inilhe dialogue end members of the grou? were'anxious.to

sliare'with one another, the materiari that'Were handed out were, for the

., .

most part; very useful, very practical, and very stimulating. After the
V.,.- ' . . . .

presentation,tRe table would be open.forgeneral disCussion and analysis.
. -,.

. .

Very often, since the .topics were known in advance, others would come. with

:supplementary material which, would be distributed to the
.

entire groUp,--These
..,

sessions proved to be exciting, stimulating, and possibly th most worthwhile

ir

1.

professional growth e4erience;that the various member's ev l r haC, Because a

number pf topics suggested prOcedUr s and practices that were highly con-
.

troverslal 'arguments and discusslOns became vigorous as each, person defend-

ed his point of view.

The.grouprepretented every range of educational.attltude and perception.

It included the most ponservative principals who were funct'oning effectively

in.their schools and others, most liberal,"whov./ere Involved' with schools
A V'
that were using many new devices, and techniques yin secondary education, Some

schools were traditional in their organization and in their, operation. . Others

were working with oomputer scheduling on a cyclical ,basis with open options
4,-.

for youngsters, Many were In between. Some were new schools. SomVwere old

I othel,S the communitiesschobts.. In some, t

1

he coMmunities were changinv n

. i

were stable.

Regardless of the type of:scKool and the perceptions of the principal,

the information that wasshared*enriched and4aroadened the outlook that each

member of this group had as he listened and heard from others new ideas and

new apprOaches and new directionsfo; high schoOrleadership.

The Superintendent, who served as a res66rce.person and a moderato,
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often summarized the discu6Sions. He was most helpful in proAingtguidence

and his experience was useful ,ln.focusing on the major theme.

.

'One particular session devoted T§techniques of observing teachers in

the classroom was most interesting beCause each member' of'the group brought

Several Observation reports to be shared with the others.' These were dup-

licated with the,teachers' names struck off. Each principal supplied both

positive and.pegaiive observations and copies of each:were 'reviewed and

,/

analyzed., This Was an illuminating experience for many principals who had

not had the experiedce of seeing how otherreports were written by various
t

people - the techniques, the style, and the objectives.

REPORTS AND CRACKERBARREIS

wasdecided that part of each session would be devoted to a report

of,efther,a book, an article, or some area ofinteresi which woutl'require
110.

some research by various members of. the group. Since Jencks was In the
.....-, . (.,

.
.

::

front when we started to talk, a'numt;;er of items were put together. concerning

4
4e9041 and Jensen's th'eories. and proposals. Inevitably this lead to other

. i

'.reports which inclgded tAe WritingS of:KiMeny, TantinV, Heneoff, Postman',
1

...

/
Coleman, Brown and other writers very much involved with high.schools. Each,

. . .

report was duplicated for the group, and the file of workshop,materials began,

to groW.,

The last portion of each session Is devoted to discussions of ,cur''rent

problems. Although any principal may place a problem on the'agenda for review,

it ,was decided that we would attempt, when posSible to,Consider ite)ns of
0

i$

.

! t

mutual concern. Since many general discusSion problems were taken Op at

other meetings, both borough-wide an4 city - wide, the areas that were of concern

a, ..

may have Involved ihose'thap were mostapproprlate to-neWochoOls or new principals. .

----t These_sessions proved to be he.ri; most of the topics revoked around immediate
.

/
. administrative items. . 4,,

I/
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CURRENT.STATUS OF THIS IN-SERVICE WORKSHOP .

,

Although the Session& for principals haVe been_eld.for two years,
,

It has been' agreed by all resent that `these may be the Most fruitful,

.,,

the', most helpful, and the most dynamic kinds of workshops that have been

established in a large urban .scho061 system.' Most of the principals attend
N .

V
other meetings of various types. Many are,involved with college programs',

both as teachers and.as'learners,'however all agreelhat these partibular.

Sessions are the most Challenging and stimulating experiences that they.
.

have-encountered on a .regular, longltime- basis.

OTE1. F.:IEIVIELLUCI
4#,

It is obvious that this workshop approach Isnoto,the only method for

,successful' in- service education. The principals may grow and'. learn and be-

come more effective leaders OrOugh many other sourcesand.activities.

Among those that have been mentioned as worthy for consideration are

Attendance at college seminars andgraduate programs
Participation asdan instructor for.new teachers.and new

. adminisfT-ators at the college level
.

PartIclOat)on in local conventions, particularly as a
speaker or as a panelist

Presenting papers.to parent and community groups and,
Sharing,ideaS and problems with prindipals On-the

elementary and Junior' high school levelt as
an effective meant,of Improving articulation.

a principal becomes a presentor at a meetjng, ora/Eich

of a .conferenda,

time

the research with which he must become Involved In

/,

to develop his thameaod hisictaas 1"S a form of in-serv-Ice education whiCh

can be of unusual Value. Each tiime the OVincipal is

with his peprs, the knowledge ild understandings he acquiret Is,.ajorMof

1n service education.

speaker

order

involved in a discussion:
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Perhaps one ofthemost:Aynamic kinds of,in-service education Is the

Cabinet Meeting which Is held With assistants and associates ip the'school,
,

Alva:rigUlar monthly b:Als. 'lf,thes4 meetings are structured' around a.

central educational or professional theme., and if the-agenda ds organized

sby sharing the responsibilities tar its preparation With' other members of

the Cabinet, It is Inevitable that thereWill be growth and development
.

,

of each participating indit.lidual, iricluding the principal. 0.erhaps:One of

the better methods of personal training is to learn how others react to

\
the Ideas and the approaches and the prodding that is necessary to make

the school geow.

No doubt there are other plans that may be considered. Certainly;

the striving toward additional profesSional degrees t theAinitvarsity

is an'excellent example_of professional growth. Principals are urged, tO..

Consider their schooling as an enhancement, an enrichment, and an extens,iOn

of the learningthat,Isinecessary on the job. It. is .urged that all prin- .

`'cipals move ahead toward the final doctoral degree, wiliCh in.andlof itself

may have little personal value other than prestige, but does ContObute

to the growth and developm-ent of the skilled leader.

'CONCLUSION

Principals should not be the forgotten man In the educational growth',.
%

ladder. -The'necessity forpersonal development most be synthesized and.
9

this-may be done through some kind of planned In-service program. IC a

Sthool,wide/sY;tem of in- service training for staff members l's not "avail,
.

.

able, then principals witbin a -district should-develop-and organize one

which will be for their own mutual,beneflt. Spending several hours together,

-.preferably 1n a comfortable settinger toffee end cake, or perhaps luncheon,
.

with a central theme and a major topi'd Is one of the most stimulating
r



ek

-4;

11

'' and exciting methods of'fostering in-service educational training. 'The
el . .

.

'preparation done by the individual tan be the beginning of thoughtInd
..

Alscussion for- the entire group.'
. ,

I Piave attached' the outline of e.session q1n "Curriculum", ,which was

One of the topics to which we devoted time.at the Queens Principals'. Work-

shops. WW1] give you some idea of the bPeadth and the, range of the

sdiscussion;',the intensity of*.the debatl reflecting varying points.,9 f view

can be surrriised. If such sessions 'serve.as nothing more than a stimulus
. .

fp thinking'in areas of professional responsibility, then the in- service
-..

..

. o 0

. progl-am for principa s cquld prove to bd a most guccessful'endeavor..
/. ,

/ i ..

.10

5,

.
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The' New ckJI:LueeriihScihool Principals_ Seminar

'Pebrua* 22, 1973

CURRICULUM

"A curriculum isa written.document which specifieti and
. ' structures- the subject content seleCted for` the education

NA` pupils'. It iS thelpSsis.fortescher planning for
individual pupils and groups in local school situations."

195191215.!iiLPiscuBsion
4'

1.

. /

Curriculum direbtions relevance in the educational program

,*

2. Changing instructional technology.

3. Restructurinithe ourticulum.

4. Alternative education = altetnative curtic4um

50 "'"'Tbecommunity and the schooli,....

6. Social foundatiOni and their effect on curricvluis
.

7. Teacher,education'and:the role of colleges' on instruction'
/

8. .Career education .. S new trend in curricular design

9. ArticUlaiion; a curriculum progreiSion or problem?

, : . .. .. .

10. *.- Curriculum theory and curriculum practice - incompatible
f .. or implempntable? ,

Problems for the School Administrator

,Curriculum revision demands staff training'and reorientation.
,

2. Parent andtomMunittprostares may.preventcurriculum change',
.

o

t3e. Curticulizm reform'doc. not'imply curriculum rearrangemint. How
does the principal motivate, forchanip.and prevent superficiality?'

4.. There must be.:a commitment to restructure. the prOgram,
. -

Continuity otleadership is essentialv*With the mobilitY,found
in school staffs today, how is curriculum revision abeomplishedi

6. ,'Whdt kinds of research catibe done in the School environment ?.

T. All curriculum revision demands tryout, testingiandiovaluation.:

Who is capable of doing this.kind of work?

8. PhilOsoi4. 1.11dobjectives .,:uho is respOnsiblefor their developrIt:
. c

. .., *.

. : $ ,



EMerfi'rends Ct14,,,cAl2Im

'21. More'curriculuM services are being offered to schotla

Changes in social institutions and major social prOtlems.are being
related to the riles of the, schools.

.' ;Attention is being given to 'clarification of objectiVes using
be0aviorial language.

,

ed

, Xttordisciplinary:emphasis in,curriculum is growing.

5. subject matter is being restructured.
,

6. National curriculum pattetnd in.math, science and social studies
are grOWing.

Edticational technology and continuOuspupil progress curricula are
altering elementary and secondary curriculums.

Aiardware and software.marketing is growing; packaging of curricula
is.a major thrust of publishera.

,
There ie an increase (nationally):of staff me9bers assigned to
curriculum planning, developMent, and supervision.

10.
*id

Uperimental programs approach 'curriculum planning related to th
problems of urban and inner!.dity.schools and Communities.

34. TeaChert(are becomingMore:SpeCialized; correlated programs are
becoming more complex and difficult to administer.

An expansion of course offerings at the high school level is creating
W4emands,fOr:different'kindsf textboOk and resource materials.

.

13. The concepts,of career education,( K -16) are emerging as a refocusing
of curriculUm.

,

14. The teacher as a member* an,orgapized,labor group is requiring more
organized materials and,"more structured curriculums.

4

kresxamin40,0 of tHeonipiry 01101. ForpgraMiis.ereating unprecedented
deMands for new, valid, relevant curriculum orfaiing6.



Currlculu Pemlolt -"A Pnocein3 for Chaim

The preparation,of. a curriculum requires a series of specific

actions which will eventually result in the completion of a document

which may,be useful in the implementation of a course or program. None

of these step's can be omitted; Others not indicated may be required.

Identification and analysis of instructional. neeae

Formulatioh of objectivep

Preparation of an outline

Research what exists in the literature and

Refiningmaterials

Integrating media

ithilit testing and evaluation

Preparing. pupil and teaCher. materials, ' resources, teats, etc.

Preparation of a draft document: typing

Testing and tryout in .selected groups or classes

Evaluation. What are the viable alternatives?

Reviaion and preparation of final document

art, duplictation

Sources, of Curriculum Ii formation and Materials

Printed. documents: Bureau of Curriculuzjevelopment, New York.
City Board of Education, State Education Departmenti Albany.

Textbook and media publishes

Oovernment agencies, community "agencies, libraries, universities,
business and industry, research .reports, school systems, ett.1

Knowl.edgable staff, parents, students,- other professional. and lay
persons

4

Professional journals,- periodicals, newspapers, scholarly reports
4,(ASCIL Ed rational Leadership. 1201 16 St. Wash. N.W. ,20036)



SOME RANDOMLY SELECTED STAT'EMENTS ON SCHOOLS AND CURRICULUM IN AMERICA'

Many people, define a good school notas one with fancy facilities or
highly,paid teachers, but as one with the,right,kind of students. Once a
ligooeschool starts taking.in vundedirable"'students(the definition of desirable
being sometimes academic, sometimes social,. and sometimes economic), its
st-ruing automatically declines.

In America, however, there is not much difference between the formal
curriculums of most, public schoo1C- 3U:dying the right subjects is largely
a matter of being in, the right track or curriculum Withih'a given school.

A 4udent's track or curriculum is the-single most important de.Vranant
of what the school will try to teach him. If anything tie schOoldOka to.*;
student makes any difference, -this shoula be it. Tracks and curriculums are
by definition segregated in terms of academic abilityserlhu0 if school seg-
regation is a denial of'equal opportunity,' curriculum aasignment is susceptible
to the same objedtion.

Neither track nor curriculum assigAMent seems to have awappreciable
effect; on student's cognitive development. High school eurricaum-apsignment
does, however, have some impact on a siudent'S chances-of attending college.
Thid means it has some indirect effact on later occupational status and earningoi

.

4xoluding students from the college curriculum on the basie:_of their
test segres is videly,adcepted.as necessaryand legitiiate.':-HoWever, some
students with quite loi test scores can do -the work -Id a college CArriculum,

,sand also in a college._ the use.-.of teat scores to exclude students from the
college CurriculuM -cannot, then; be J0atl.f1edfin terms of either necessit$,Or
equity. It is meiv4,it matterOf bureaucratic convenience and "maintaining
standards.

The most obvioUs alternative to:placing students on the basis of .test
scores, grades., and Other similar criteria is to let atudents p1a00.theMaelves.
At' the secondary subatantial numbert-of schools have abandoned the
whole idea of separate curriculuMs. They simply offer a variety of coursea
and allOw each student tb work out a prograth to suit his interests and P1400.:
Some students would undoubtedly wrong decisiOns, but then high schools
also make a lot of mistakes when th start making deM.010ns for students.

Students who hope to attend college must be told what academic courses
they heed to take, and encouraged to take them. But if they also want to
take vocational courses, that too should be po'ssible. Students who want some
kind of job training should be given it, assuming the school can devise training
programs of practicalvalue. But,if these student also want to take academic
courses, they should also be encouraged to do soon the same basis'as anyone else,

These reforms are not likely to make students appreciably more equal Ether
they finish school. They would, however, give everystudent an equal claim
on educational resources, desirable plaismates, and interesting subject natter
while he was in schotl.t
Oncks, COistdpher et al.' 'neat:nifty A fr,:?asriensront of the Effect of Frqily

_.and Skheoling rn Amerie7.---hew York: Basic Bows, Inc., Publishers, 1 2


