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’ ‘. : The conceptual model for a program designed to dev:;.ol'i leqdership skills
which is presented in the following. peages is a creative effort designed to ex-

»fﬁm one possible route to the developmént of 1ntbrporlou1, lnll' group 1e|d,|(-
ship lw.h ina do1tortl prograa in Educational Adliniltrltim. It 13 not vimd
as & prescription to cure the ills of Mlinhtntivo mpu-ttion. Rtther, it 1:
perceived to bo) an exploration of cne way, unong many possibdble otherl, to accom-
puah the task of trtining individuals to’ be me effective 1ud¢rl.

. The fiodel was orig:l.um conceived as an attempt to provide an nvcme for the ‘
devélopment of oup lni.ll in ;:ohjunctién/vith other upcctc of an ldninututive
training pr . It changed to be’a p:lctm/_of 4 systematic means for utilis? ng

’ “ the.doetprﬂ. ,cgudent"a year in-residence as a vehicle for providing experieices

and learnings designed to develop & broad range of sdministrative and leaderihip
. skills which could function to help & candidate becomé more effective 1n his deal--
ings with others as well as to help to sharpen his analytical and organizational
skiils. . ' . ‘ ‘ ' ' ' -
- |, The year in residence was chosen for the major portion of such an expersence
because 1t p‘rmau .th'e opportunity for uimuve studies, vhile,‘t the sae time
st % appearing to be currently under-utilized. Students, typically, come to the univer-

.. - sity ang s’ to f_ulfiu. a residency requirement of the institution or an accrediting

_ sgency. While there, they often take a series of unrelated courses, spend some
tisd {n & presumably closer u-o'énuon vith the faculty in their anMt than
is pouib].e for pcrt-tile students, and scaetimes are poriwctlly provided with

; field etperiencu or on-calpnl cxperienceq vhich m typictuy mvsiltble to the '

\K . part-time students. Intensive, 1n§ogrtted, learning experiences are ru-ely offer- ‘

", ed. At some UCPA'universities, the full-time gradugtd students meet regulerly in o

t‘or\n'l or informsl g'rld?te studert seminar. This lnlinlr my be crganized tram'l\d

¢ s concerted eflfort to prepare for the ltudontc'. éonprehoncivc examination, it way

be an attempt on the part or(éhe graduate studefits .qo\gm'-ic\ their own mie;u;e, :
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or it may be ar activity suggested by the faculty to’improve fellowship between

faculty nenbers and students. In rare instances, such a seminar is designed to
s L

be a culmincting experience for doctoral students in educationa.l adninistre.tion.

‘-
'l’he yea’ in residence, fox; the -purpose of this model, 1s conceived of in a

/ .
different light. Each year, the group of full-tine graduate students in residence

will be seen as & diverse group\eoming fro? a broad spectrum of ‘experiential and

admninistrative be.ckgrcmnds. " Each student has knowledge, understandings, and skills
! ) { . .
which can be utilized as a resource for other students and_even-for the growth of

!

members of the faculty. ‘l'be problem which arises is the institutionalization of

e )

means for sharing the experiences and knowledge of ‘members of the group while at .

i

the same time developing new skills and understandings whicb could -lead to improved

leadership gkills with panticular emphasis upon small group _and interpersonal rela-

. . ' . » A
tionships. . AN o

A\
The nodel proposed’hfein is designed oconplish these goals in e.in g(OlV- .-
1t

- ing and exciting manner euggeete an uppr ch to developing skills and under-
standings. Implicit in it is an amroach to udministering progra.ns designed to
comnicate to the gra.dun.te st t a different appi'oach to school adninistration,
team management. Also suggested in the nodel is a change in the na.t\u:e of the
Ltgnfi ;r_hici: departments taﬁe tonrd:\lﬁeir .students.® Thig idea vil]. be explored
" more fully.- Should the model be-.\e_ffecti\}ely' implemented, it is possible that docf,
t'ore.l studenis in educational aduiinia’t ltién‘vill ’1ee.rn nore _effectively and wi];.}
leave the program with a fuller ix‘nderstu.ding of, and o greéater skill in, ap-
proaches to shared decision-making and in;trdctimml leaderehip. - .
) Figyre 1 presents a picture of the completed model. Following. that 18 an ex-
,Qucntion the component p;rts vith a develnpmentai orientat‘ion leéading to a ‘
final discussion of the problems and advaniages:seen in the model. t _

.o y , .
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PR < R Le-a rahip Dmlouldt Model: ™ ce-puee
. \ . //’ -
.Thé rme@n Component . )
. The, fmuaxacqo:u/tn( the lﬁdol for uuhnhip development would ordin-
" artly take phce . yecr or ‘two pricr.to the nariod 1dentitied for the student to '
mnn hh rec:l.dency requirmnt. This emt woyld consist of fornl couru
o
’ a duignod to dcvelop 'Y tﬁew&ttcﬂ. ?Mfm for tho QXWQMCI to be dml-

| ' utton-, cm-ric\!lul tb-ory, lnd the history and drmla}n’mt of conedpto
* of elucational aimintstration would be included. In adaséd , university end de-
1;-- wmm nqurmntl for' eoro courun apd utordmrtnn

completed during this peuoa, R o

The net etfoet of. the fmnon co.pmt wuld be to develop & novledge

studiee er.m be

and pu1omh1ca1 base upon which loulcruhfp and .dliniltntin skills eould be

bunt. AQ undorctuding of theory amd an orientation to pntting the‘ory into prcq-
tice tould be. developed at this tyme. Atﬂhe same tine, sn aridntation to and y
sxiTis in §cholarly endeavor wpuld be developed. \‘During the raumu

. students would have the opportunity to me‘ courses in areas outside the depart-

pcr:lod,

ment. Sociology, econcmica, research methods, formal cburses in the philosophy of




‘ knowledge ‘with practice. t
. Foyndation | X !
) ) . . \ / »
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Leadership Development. Model: Poundation Component
" . 3 \
The Ictrnigg Tean S . ‘ e |

‘the contention, that me of the most meaningful 'Leu'ning experiemzes for mny: grtd-

_.groups were s-en as heving greut 1lportance provided the beginnings of the idee of '

) ntuizing an intensive learning team as the central ex'perience_ 0> the nodel 1

. S ] - C .

educetion, and courses in educst:loul psychology and curriculum would be ltde
available. During the yeu- in reuidence, studentl would heve the opportunity to

relate these cognitive learnings to reel-life practical situations and to integrate

—

Mdence has befg acc\-neted and the author's persoml experience supporte

uate students in educetionel adniniltration is the study group which students fora .
to ltudy for the departmental co-prehensive exaainations. This group tends to be
very highly tesk-oriented, vhile at the same time it must deal with interpersonal

'1l'mel in order lucceufuny to accomplish its task, The reeliution)tblt lﬁch ) -

Fa

The learaning teu, vhich is the core of the Leadership Developnent Model, is ¢
) <

pictured in Figure 3. The two circles do not 1ntersect because, up t7\this time,

students heve\ worked 1ndependent1y to?d the acquisi,tion of knovledge. From this .

‘point to the end of the year in residence, students will act interdependently to 2 Py
. \

garner knowledge and éxperience. : " ' -

7 ¢ —

ﬁodore 6&@: I, "fhe Development of a Model for Providing Small Group
“ Leadership Skills in a Doctoral Program in Edycationa) Adninutution, up-
publishe& doctoral diuertution, ‘Tewple Univ -ety, 1973 \
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. the year in residence or e.t the beginning of the fall ee-eater.

. an initial experience in team learning.

v

Leadership Development Model with the Addition of
the Learning Te

I3

¥
The learning team, possibly consisting of eight to twelve nelvera, would be
oonltitnted during an intensive, 1ive-in workehop held during the summer preceding
During this work-

shop, students and raculty, vith the help of a process aide, would -identify indi-

vidusl skills, competencies, knowledge, and interests. An orientation toward a

team learning approach would be develcped and experiences designed which would'give
1

‘Doctoral students would be made fully ‘
e\n,{‘e of the responsibilities and expectations growing out of a teu learning lodel

£
thr:mgb a series of experiences. which reinforced the value of working in groups and ]

~

indiclted the group nature of many sdministrative activities. Responsibilities

vould 4include recognizing the'interdependence of the team, co-itt}'ng oneself to ¢
\ -

Pproductive member of & team for the entire year, and Agreeing to learn”

.

erehip and leadership rolee and to try new patterns of behavior.

being
group The
enphuie during this period would be tdward developing a psychological contract for
teaa leerning. . .

Durihg the workshop, the students ﬁ.ould decide wbethe:' the" teams should be
conpoeed ona beeiu of honogeneity or heterogeneity. Teams could be built.on the \/

basis of career goals (the principelship, the euperintendency, the profesaorehip/
4

, : i SRR .
;") \ T - \’a“ v .
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interests (curriculum, school finance, genera); administration), or they could be
heterogeneous, approximaAting the mixture of skills which might be found in a cen-
tral office staff. whichew;zr direction such a tea;x choosea,'ins first task would
be to identify, with th; help of & faculty member assigned to it for the year, the
kinds of kncwledgze, experienéés, and skills whicah it would exp:ct to develop during
the year. It would then develop means to rrovide itself with the learnings it
hopeé tigain, drawving for these learnings on the resources of the department, the
schiool or college of education, the university, and a variety of communities and

>

agencies in the general vicinity of the university. 4

i

A faculty member from the department of educational ;:.dninistra'tion §hou1d l;e -
assigned, or chosen by the team, to be a aember of each tg‘.m. Perhaps six hours of )
“his teaching load would be fulfilled in this manner. He would £i1l several roles
:lnch‘xding tean mﬁer, advisor, faci]..it?tor, and instructor, relating toc the team
in an informal, collegial manner calculated to encourage int.erac;.ive—, interdepen-
dent learning. The success of the efforts of the learning team would véry much
depend on the faculty team ne-ber's‘ ability to relate in an open, honest, nonhier-

archical manner to the rest of the teanm.

The Group Dynamics Component

The secondary, but parallel, task of the learning team would be to develop
within itself an understanding of the way it functions as a group mﬂ/to work to
improve ¢he érom skiils of eech member of the team. A group process aide would
be available to all the learning teams on a rotating basis. His function would be
to help the group to look at :ltse]’.i}g terms of analyzing group process, helping

the group to improve i:is ﬁmctioninp, and teaching a large ércup seminar to the*

combined groups, which would concentrate on theor:l'es of group development. This

3
coumponent could be pictured in relation to th7 learning team like this:

¥ v




¢ - e ~
- /s
' Group .
/ N\ Dynamics
/Learning
S \ Tean - 1

Fi
. ‘y’
-
-
[
N

Figure 4

-
———
-

Leadership Development Model with the Addition of
the Group Dynamics Componen’

/

* \

The group dnamics component would enp!zssize the nature of small groups, the

kinds of interaction in g/r;oupl, and the roles of individuals as they perform

tasks, maintenance, and /Andividusl functions. Stress would be pidced on analysis

of group interaction, group wembership and leadership, and effective intervention ‘

technigues. Additional emphasgis would be in thi area of understandiny the socfol- -

ogy of formal and informal orgl‘.niution’ from & theoretical point of view. There

would be & strong focus on relating the activities of the learning team to the -

theory and practice of school adninistration wvithin & group context.
The process aide, a member of the department of educational adaministration

with éxpertile in both social psychology and educationdl idninistration, voqld “be

responsible for providing experiences and co-ordinating the activities of the \

léarning tesms to assure the opportunity for the development ¢f the requisite groﬁp
skills. He would design and implement laboratory experiences and work with learn-
ing teams to improve process skills.

The Personal Growth Component ' s

Another function of group studies is the intensive T-Group for personal growth.

Each learning team would have ‘to decide for itself ‘whether (1t wish2d to devote part

[

of its time to such intensive self-analysis. It is possible that the group could
- ] T

%

9.




- 86

decide early in the year that such &n experience wes unnecessary and then *dec‘.de,
&t & later date, to include T-Group xinds of experiences ar a part of its eurricu-
lum. The proce;l aide, who should be-a treined social psychologist capn‘ble of
leading mch./experiences, would b/e avajlableé to act as & T-Oroup tralzer. It is
possible that some members of learning teams would wish to develop skills to act
in the role of trainer or co-trainer. If necessary, the process aide would design
experiences ‘éo train treiners as & part of the personal growth coq})iéht.

Both*the group dynamics component and the personsl growth component would con-
’?:er‘atrtte upon the development of group lex;’dersbip/ne-berahip skills, personal in-
teraction, and experimentation with new modes of behavior in the relatively risk-
free adosphere of the lai:oréory learning team. Other areas which this ‘couponent
will concen‘trate on might include developing skills in giving and receiv}ng feed-
back, developing sensitivity towurds the feelings of others, learning to encourage,
the development of leadership from others in a group, and improving discussion
leadership skills. Norms within the group would be developed which would emphasize
the development ofj new behgviorsl patterns designed to improve group functioning.

The mwhdel would, pictorially, now lock like this:
] N
A/ \\
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Leadership Development Model with the
Addition of the Personal Growth
Component.
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" The intensive T-Group for personal growth is controversial in_that gdverse
* /

pudblicity and fadish popularity have dameged the image of the technique. ® Neverthe-

less, there are indications in the literature that such experiences werk to help
individuals become more effﬁﬂtive ;n pers;hal interéelationsbips The possibility'&:z;>
exists that the iu!;ovenent of interpersonal effectiveness and the achieve-ent of . .
organizational task objectives are mutually exclusive gonls. Tbis(supposition
should be carefully explored, )

It will be noted that the group dynamics component, the peraqnai;érowth com-
ponent, end the learninglgggn core bear an inEegrq}; intertviﬁed relationship to
each other. The leasning team becomes an effective, w?rking team because of'its
emphasis upon studies and expe;iences in group dynamics and, perhaps, T-Groqp - . . 4
-ffhodologyi At the same time the content and process of sqcialﬁgsychologyigave -
become a ﬁortion of the studies i which the learning team is engaged. " Similar
relggimabips “i11 be seen in the other components as they are added to the model,

”

The Silulation Component

¢
5

-

Simulated expcriences in the form of in-baske: -simulations, cases, games, and
other experig?cps deaigned to develop sdminisirative and lendership skills in a
situntion approxinsting real 11re but placed in 8 coqtext which encouragep parti-(
cipants to explore the possibilitiel for actfgn and the implication of that action
in an atmosph=~e of experinentation and innovation constitute the next ﬂonponent

As couputer-baaed multiply-brandhing simulatioms become more available, the teams -

L4

will be able to parcicipate in.extensive exercises in which the results of deci~ .

]

sions are made availgp1e anc additional alternatives requiring decisious necessi-

tated. -
(=]
Role-playing‘exercises and simulations can-be duveioped by one team and played

out for other'learning teams; utilizing broader resources apd more manpower. Sim-

* . 1larly, cases can be developed which are complex exercises requiring the resources

" of all members of the leaPming team for their so'utior’. These exercises give prac-

ERIC | 11 N
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tice in analysis end decis'ion-nking in terms of the school enterprise as well as
forcing the members of the team to work erfectively as a group to arrive at appro- .
priate decisions.' Educatioul leaders mst be akilled in the art of making proper
decisiors in sitmtions vhich are ubiguous and filled with Pressure. The opportu-
nity to pructice decision-uking a.nd problem-solving in sinuluted situations will
| help to ilprove these skills. Wh-rever it is possible for students o esin knov-
ledge and expertise through silmllted or ree.l experiences rather than in formal .
courses, such opportunities should be made a.vailable. 'l'he opportunity to do some-
thing rather than to receive informstion in the traditional elnsrom format: can
result in greater operatim;iiution of the desired be,h(avior. In‘addi ion, many ;
decisions in educational institutions are arrived ;t after a lengthy period of
start'and'adversary negotiatiom. The group skillsfdeveloped es, & part of the
earlier componen:s, coupled ;rith an understanding of the theoretical beses for the

aduinistration of educational institutions wiil ’work toward a pfocess of eonsensus

S
development in the simulated world, 'l'he ability to ;ieal vith uibiguous and pres-
3 )
sure-ridden probleks will be enha.nced. \ :

The simntion’c’onponent ‘could deal with a mmber\of' idniniatrntive tasks and

_ concepts of administration which are now developed withim the context 61 he tradi-
tional course, Por instnnce,\ a‘ school budget oimlation ‘could be ,'developed on the
rav data supplic by a medjum-sized city. \mteriala could be drawn together vhich *
previde infomtion"toncgrning the tax base, socio-econonic conditions, educational .
needs and all the other factors which must be Brought together in order;/to bulid a '4‘
vorkabge budget: Bo.ai;:g its decisions on the rav data, the team co_uld deielop as
vorking budget for the school district. In thel process of developing such & bud-
get, it vouii be necessary for t}ie‘ team to 2xplore tixe theoretical concepts atta-

ched to budgetary‘probleu; Questions concel'{g ta.xation, e.llothi on of resources,
educational priorities, and so-on would have to be explored. !‘he actu‘al‘ budgec a

wbich was utilized could Ve co-pnzed to the ones prepared by .the other l‘e'nrl'lins,

- - . - —

Va‘
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teams o: the real budge: finally proposed bty the uctml school district Co-péti- <

tive situstions between teams could be.developed.
Another example of'a task lilnlution nigh,)e the- problel of developing s

lchedule for a high school. Given the rav data of X number of students assigned

toY courtel with Z aumber of teachers, the team could develop a scheddie of sever-

. o1 alyetnative schedules of different xinds. Such sn exercise would develcp rkills

‘!pe general prinéip;e underlying the ’lilulution component is that there are
a nunbei' of administrative tasks which school administrators need to be able to

while at the same time’providing practicsl experiences. '
accomplish in order effectively to fulfill the requirements of the position. It
' ' |

1_3 believed that many of these tasks can most ef'fectively be learned in a (?ontext
of task accomplishment. At the same time, the team must work in a cooperative A
‘ramevork and: be t;gtined in the analysis of group interactior. Tﬁese experiences
can provide opportunities to test th;se new understandings in different contexts.
Therefore, by undertaking the task, the learning tesm, through study, trial and

- error, under the guidance of a team's hc_nl.ty wember is 1ntrod\uced' to the process
of tusk-orieqt.ed decision-making. Group process, interpersonal negotiations, and
‘sdministrative and organizational theory are drought together within the context

of the simulatiom. ‘Mgure 6 shows the model with the simulation component added
) P g
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_ The Field mperieﬁ‘ce Coaponent {

\J

. . e
\/ e : . .

LY

*

‘Superyiud field experiences represent- the next component ’off the model for
. P ‘ .
leadership denlop-chD\ The learning-team, to this poirt, has comcentruted its

attention c;n deyeloping a theoretical 1:o;zx'lpecz:|..ve)I l;uilding Ig\;derlhip and inter-

* personal skills, and appfyipg thel,knovledge which it has gained within a cogtext
» N @

of simulated e:'(perience. . Contact with the, real world, the ﬁeld, s now éeen as
being eggengill to the aéveloppent of the team zlbers.‘ "Broad bpportimitiel for
field work exist if the major concern c;f cost is largelv removed from the fconl:!.‘de}-~
astion df c@rating school districts. Pield experiences, therefore, should be
contracted on a costs basise Also, continufng relationships should be developed
with nearby lchooi diséicts, to facilitate the opportunity for students to have .

extensive field experiences, Opportunities should be made available for the
§ ’ o a

lea- 'ré teamr t0 work with school districts in a variety of areas. Negotiatioms,

bucgets, curriculum studieg, school facility surveys, human relations vorkéhapa, F
proposal writing, diltrict-ﬁde research problems, and mny other achool pr;zbleu
could become the province of the leargi)‘g teams, The expertise ,nd experience of
the faculty member of the team would be utilized in both developing ‘the field op-
portunities and working for successful implementation of the reco-en:!ations.

It is at this point that the risk factor for the team members begins to in-
crease. The team wust, after all, make recommendati ms to the district wh'icl? can
be implemented. _‘The members must also deal ‘11:!1 board members, administrators,
teachers, students, and. members of the commmmity i‘his fo-p nt makes possible
the testing of tne knowledge and skills ﬁ-on'other components ih a real environment.
Concurrently, some degree of safety remains because ultimate r:s‘(onaibility for
dec.ision-nking does not lie with the team. The potential, howe\;er, for the test-
ing of i&eas, the reinforcement of skills, and the completion of administrative
tuks' does exist and the team members would avail themselves of this opportunity.

Close supervision by the faculty team member would assure the px;otection .of the
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Leaderlh‘ip Develop-ent Model \r.lt:h the Addition of
the lield Experience Co-ponent
interests of the school district. (
'l'he team should make every effort toward focuang its attention on lolving
reel problems in real situatioms. Reccnendltion,l should be presented to the dia-
‘trict vhich take into account the nociu, politicll, and economic realities of the
situation in wkich the ;;atrict finds itself.
It 1s poasible that the utilization of student teams to fulfill a function
often performed by }lculty members in the role of independent consultant wight
. cause some conflict within the de;nrtnent. ne;rertheless; if field experiences are
| believed to be an appropriate expe_rience for developing certain ll;ills in a univer-
sity context, such eonflict could be easily eddured. It is believed, too, that
extensive ﬁ:ld experiences and independ;nt. consulting practices can effec’gi[velys

co-exist,

The Internship Component <

N
The culminating experience of the Leadership Development Model, normally tak-
ing place in the year following ;esidency, would be the supervised internship .ex- )

perience. The student would contract with a cooperating school district to perform

15.
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» 1.n a variety of roles during the inﬁfnship year, Ideally; the intern v[ould have
\ \opportunitiexi to function in both school buiiding roles-and cen.ral office roles.
He would, 1f possible, be placed in & position to meke decislond. affe. g the B
P . ' v~ <4
future of the district. : \
Different means of funding for internship progrdzmshogld be explored.. \Since
‘there is little pay-off tc‘;r a dist.ict in supporting an intern through a year of
growth experiences, there is 1little w:ondet that distr‘icts are reluctant to\accept o
interns. Partial int‘ern support from the‘ universicy, "federal or foundation f'inan-
ﬂcing wo,uld go a long way to reﬁolving this /problem. Another approach to developing
intern possibilities woulcl be to accept students into the leadership program who
had been identif‘ie( by st:h /«‘bl districts and were mpparted through the residency
with the understanding th/tt they would return to :he district. ‘T : .
Z/ “Me re has inéicated that wany of the l:zarnings growing out of labora-
, tory training methodls do not carry over intc field situations without continued
support when the laboratory participant returns to the field. It is, therefore,
Seen as a x?f;cessﬁry aspect of the internship peri'od that the learning teaq perio-
i \dj.cally be{ reconvened to deal with issues and prohlems which have arisen in tﬁe’
- /ﬁeld. Depending on the geograph:l;:al proximity of the interns, this senin.a,r should
take place no less frequentiy than a monthly basi: and, vreferably, should be held

weekly. /\ ‘

Analysis of problems, contined support from the process aide, and advice and
supp;i-t from the team's faculty :;ember would be festured in the seminar. Cohcur-
rently, the seminar would represent a culninating =xperience, integraﬁng tﬁeory
from t.'he university with: the real-life 'practica]. considerations of the practice of

educational edministration.
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Leadership Develorwent Model with the Addition of

)’} . the Internship C?tponent . - |

|
‘The :I.nternship is se2n as being an extension of the field ‘perience, m'ovﬁ
ing the dtudent with an opportunity to function outside’the tesax setting. He may

-3
now apply the skill a.nd knowledge uh{ch he has geined during the previous year.

decisions h: makes in an atnosphere which has wore potential for risk.

i
In addition, he should be given more opportunity to accept responsibility for the .
rinnlly, vithin the context of the mtemship, the student my choose to l

|

specitliv in one aspect of administrative prn.ctice, If, during his exposure in

the simulation component am} field exp;riencen, he has been adble to iden'i:ify an Ul
w area of specillization‘,ghe should be a'.e to arrange his iqtern experience to al- |

low fo speéial learnings. He might chooi;g tc: specialize in instruction, business

nnlgennt,g;er;onnel, or the superintendency. Whichever one he chooses, the in- }

{xtemlhipjhoulq be arranged so that he may work in a position relevant to his cho-

sen area of =zpecialization.

Implicationz of the Model

An experientially oriented, group-centered leo;lerahip development wmodel has

~
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. profound orgtnizaticmal and ianterpersonal :I.-plications for a tnditional d'epertlent

Ty,

of educatio‘) ‘dnlnistugion. Although there uéu to be a trend to greater ex-

| ibility in course ulection and progru outline in doctorel p?ogrlu :I.n the fielj,
the predon:lnant instructional mode re}ninl lecture or lecture-diacuuion. By :ln-

’ tegru':iné studies in group p::;’cess, l'axpe‘riencea i;: interpersonal growth and simula-

( . tion games, and :I.gerllive ﬁ;ld experiences into s prgﬁrn designed to develop

‘ skills and teach content, the department will have to re-orient its traditional

approacies to the dissemination of the subject matter of educ;ltiontl administration.

. h}ditimai courses in the p!sincipllship, school finance, business management,
systems n'hiinigtration, and s:g,-on. wil/l no longer have to be oi’fdredr jvithin the ~
treditional formet since the learnings asaoeiaf:éd with these cour\ses,.o.nd others,
?“ld be develapéd in the process of the experiences as outlined in the model.
Studelg‘ta, surveying the body of knowledge to be acduircd, would, in conjunction >
with the faculty member of their team, design or ‘e*411ize experiences which develop
those skills and under'lhnding‘. ’

Essential to the development of the kind of progz;n nuégeated in the model is
a re-orientation in the nature of ltudent-flculty \relationlhips.' Without th&de-
velopment of open, warm, honeat, infornl relationships, the np‘lelentation of a
team learning approach to leadership development will not be possi%le. A colle-
glal rel’ltiicnsﬁ\ip must be developed in which faculty and students recognize their -’

‘ ipterdgpendency as a learning unit. The recognition that students have had valu-
able experiences and have insights from which faculty members ni'ght learn could ’
present aj difficulties for some rtcult.y members. |

In order for faculty members to break down the traditional hierarchical re-
lationship which they hl’ve hid with their students, the department as a’whole will
have to develop a comuitment %o spirit of collegiality. Students and faculty
will need to learn to developm

tionships which are different from those to which

both ’hlﬁ become accustomed, ‘Yhe process aide would be of help in facilitating
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" these new relatiqnshipl.

_velop and Konduct intemive T-Group neqcions, and provide experiences deoigned to

" his skill will ult tely dqternine the extent to which other portions of the model

;develop unitypin the faculty and a sénse of ccheuveneuc and ‘interdependence among D

\lences available. Une would be X0 have & college or department of educational

The utilization of a deptrt-ental process aide is the only personnel change ° -
vhich would be neceu!ute‘gxin the inpienenution of the lodel. The proceu alde
should be a person trained to develop group skills and\a.ct. as a T-Grqup {t \trainer T
wvhile at the same time having o thorough grup ofAHe-theory and pro.ctice of edu-
cctional administration. His role would be to\grov:lde learning teuu with exerci- b

s=s and experionces which would be designed to facilitate group 1ntenction, de- g

faculty and students. ' The cchoice of tuch.a pergon 43 of crucial importance, sinée
! ™

are s\lcceuml in de eloping attitudes and skills. . - e

One of tpe ditficult l.spect; involved in the implementation of the leadership
development model will be for the department to make available to students suffi-
cient and appropriate opportmiities to ptrticip'lte in a 'frgriety of ‘field ;xperi- J
ences, School districts will probably show a natural ‘relucta.nce to employ univer-
sity-based teams staffed in‘)geh' by graduate students to undertake major anllyaes ]
and to a;.telpt to find solutions to major problems. Nevertheless, such experiences
in the real v;orld, in an atmosphere which reduces the cost of personal risk-taking
is posited as neceaur& if leaders are to be developed vho are :.ained to take
risks and discover adequate solutioms. ’

Several means might be available to a department in order to make such exper-

administration which encourages individual Taculty members who accept consultant
. ) ' i

roles to involve & number of graduate students in the experience.

Another approach to developing adequate field experiences for graduate stud-

A
ents could be for cepartments to develop continuing relationships with large school

¥

districts. Such arrangements ‘wonld provide for a vt%ety of field experiences and,
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in uldit{ion, mke ‘u' number °.f post-,relidghcy igtei'n;pipl available to hgtudentl l.t’ ‘ '
the \miverlity. Suct. an u-nnge-ent would be facilitated through the implewerita- '
tion of & system of joint apgointlpntl between the uni'verlity and the lcl;gol sys-
tem involved. The university would then functiop on a continuing basis as a pro-

blem-solving arm of the school district. .‘ ‘ - )

o

A third approach would be for the university to develop a cont.inuing relation-
ahip \ﬁ,th county boards of edueltion, in’terneditte units, .nd/or state depu'tnents
of edvcttion;/ Such organizations are in a position to be unre of lpeci\(\fic or 4 "
éenernl problems encountered by local Qchool districts and to help nr;hal the ro-

spurcea—df tbé“imiveroity to dring nddii:ioml talent to bear on their solution.

. Properly develpped, such relationships would prc;vide a continuing flow of appropri-

ate field e:éperiences wvhich a depsrtment of educaticnal adainistration éould util-
ize in the training of educational leaders.

The fact that a seniorﬁttculty’ulber functions as a pember of the learning
tean le it is in the field{vould .help school dist:ricta ts fin rationale for

utilizing the learning team in a role designed to deal with problems, The faculty

_member would function as guide, leader, and facilitator ‘of the work of the learn-

iqg team and, in addition, help to assuré the school district that the team is
working in the district's best interests. . '
Because of the inter-related n*ture of the experiences provided in the model, -
larger amounts of & graduate student's time would be spent in specific activities
associated with the program. Tt is estimated that perhaps twenty to thirgy hours
per week would be devoi’.ed to activities in group situations, planning activities
and experiences, and implementing them. "An additional amourt of time wonld be
spent in studying on an individual’ basis in ordex; to develop understandings wrich
would help the student in planning solutions to the problems with .which he would
be presented. Since the program would be seen in terms of & block-of-time, no

problens are anticipated wiik regard to credit distridbution. However, the number

e ~0 >




or‘hours suggested is more than many studénts now spend in class. Also, bdecause

-

i? much time would be consumed, students whp are receiving support in, the form of
gnduute assistantships or teaching fellowships might find that they did not hgve
sufficient time to meet their university commitments’ Ehis prohlem could be re- N
solved by redefining the nature of the university ccvit;nt or by seeking alteir-
native financing for those involved in thw-hip develcpment package. ™
Credit hour distribution could range from twelve to eightees’ cred‘t hours per
senester for the academic year. These credits could ,tie given as a bdlock-of-time
or .diltributed'uong fourse tities. 'l'h'e first altermtiv!e, of course, would be .
preferable, . ’
It ugh‘t be questioned whether students would be willing to spend the number
of clock hours suggested by fthe breadth and depth of the progra. If activities
are both involving and seen as relevant, it 18 likely thct gudu;te studencs in

-

educatioml‘tdninistnt on would be willing and anxioys to spend the neceuary
time. . !

The cost of development and inpleuntstion for the Lea.derahip Developwent.
Model is seen as being souevhat higher than present costs for training school ad-
ministrators, but not prohibitively 8o, )

The largest expense,.for many departnenﬁs, would be the hiring of e perlon o
act in the role of process aide and group trainer. This should be a person who is

trained in social psychoiogy and vho has the appropriate background to work with

gr in intensive interpersonal sessions. He should, at the same time, be sol-
. . N “~
idlyygrounded in orgaiizational and administrative theory and practice. The fuil- /

time reapmsibility of the process aide would be to work with leu-ning‘ teams to i
develop group and organizational skills. He would develop speci;ic activities tor )
eacn group and serve in ar "on-call” capacity to ali of the groups.

Faculty meubers, serving as members of learning teams, would largely be re-
leased from othe: instructional activities. This would not result in a cost in-,

’ <1
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crease, however, since their student-contact hours might, in net, increase. The
role of, the .faculty member of the team should be ti.zt of g\ﬂde, advisor, ,". times
director and leader, and a.lwéys, ‘team menber. He would work %o develop within the
team an atmoaphere of.colleéiolity, a spirit which encow 2ges each team nelber‘ to
rely on the skills end knowledge of .i;be other team members. for his own growth |
'l'he faculty nelber chosen to be a part of the learning team should be the kind of
person capable of being a tee.l member as well 4s playing the role of professor on
the team. He should be able to help the team develop useful field experience is

. well as vork with and learn from the process aide. .

VAR N ) 8
Faculty members not servin‘g as members of the learping tezm would carry pri-

mary responsibility for the learnings in the foundations componert. This area,

which provides the basis upon vhich later learnings will be built, is extremely
important, suggesting that the courses within it, voile important in themselves,
ahogl;l be ccardinated with what is to come. In addition, all faculty members
should be available to the learning teqe wbex; & problem in *ho:l'r lpeciou:y tr:lsel.
The new kinds of relationlhipe suggeeteabove would require loue protessors,
at many institutions, to make ldjustlents in their perception cr their role. Urea-
‘ter 1nfor-11ty, more give-and-take and larger amounts of student input are mini-
mum conditions necesury for -the successful implementation of the program. Beyond
t\hat, the cooperstive nature of the letrnina‘ tean a.nd the inter-relttedne\se of the
learning materials would suggest wany new approaches to tht¢ teaching and leu"ing
process. The leadership development mudel is seen not'.'c'mly 18 & continuo\}s growth

process for students, but for profeasors also.
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