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INTRODUCTION

On Qecgober 1, 19277, three organizations implemented ICES, a Projacr
Internsnips, Certification, Equity-Leadership and Support to test a model
increase the number of women holding educational adminiscration pesitions

in the szate. The Women's Educational Equity dct Program (WEEAP) funded
Project ICES for two vears to {ield testc the medel and te dissemipate ics
resulcs.

The model included two components: structure and pregram., The goal
of the structure componant was to coordinate the efforts of various educa-
ticnal organizations to reduce sex role socialization and sex role sterso-
tvping.

The program component had chree purpeses: 1} to enlarge the pool
of cercified women sesking administrative pesitiens: 2) fo develop training
programs and experiences which would prepare particicancs to become ¢learly
competent administrators; and 3) te promoce che emplovment of the partici-

pants upon completion of their training.

This reporc explains che need for Project ICES, how it was developed,

implemenced and disseminated, who was invclved and some of the experiences
of those who participated as ianterns in the program and as administrators
working with the interns.

The hope of those wino worked on the project is that what we learned
can become the basis for sianilar programs slsewhere to increase women's

parricinacicon in educaticonal administration.




CHAPTER I
OVERVIEW

Background and Rationale

While women comprise a majority of the teachers in American public

schools, thev cccupy a small fraction of the administractive positions

in those schocls. The Equal Emplovment Opportunity Commission (1977)

reports that 65 percent of the teachers in American prublic schoel svstems

are women. However, only 15 percent of the cencral office managers and

13 percent of the principals in public schoels are women. An earlier

survey found that women held only .l percent of all superintendencies

(Fischel and Pottker, 1974). Despite social change, the enactment of

Ticle IX of the Educational Amendments of 1972 and an increase in the number

of women preparing for administrative positions, women remain underrepresented

in the population of public school administrators. Evan documented efforts

to hire women have failed te impact significantly the percentage of women
line posicions {(Carlton, 1978).

There is a ctlear need [0 develop model intervention strategies to
increase women's participation in educational adminisctration. ICES: A
Project of Internships, Certification, Equitv-Lzadership and Support vrovides
guch a model. The model links the major educational agencies in a state
to select, train and place a group of women with proven administrative
abilicv. From 1977 to 1979 this strategy was field tested in the Stace
of ¥ansas under a 2rant from the Women's Educzrieonal Equitv Act Program.

This report discusses the nsed for individual and syvstemic change
which the model addresses, describes the model and reports on its imple-

mentation in one state. The fizld test showad the model to bHe walid.
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Individual and Systemic Change

Rerorm strategics mav focus either on changing individuals or on
changing the social svstem in which they function. Recent interest in
"women's issues' has fostered an extensive body of literature exhorting
individual women te learn new behavior patterns to zain success and ad-
vancement in the corporace world., Yomen ave told how to dress (Mollow,
1977}, how to "get vours"” (Pogrebin, 1975) and how to ''plav the game"

(Harrigan, 1977) to win in a man's world. For example, the best-selling

The Managerial Woman (Hennig and Jardim, 1977) tells woman first to know

themselves and decide whether thev truly want a gareer that entails competing
in a male-dominated system. The woman who does should learn to manage

"the interaction between who she is and rthe environment in which she must

work.'" (p. 139) This approach to change assumes that those women who
want to change their lives can, if only thev have the will and inctelligence
to do so.

cducational programs traditionally have attempted tp change individuals,
A professional's training tends to stress cognitive change but also ingludes
activities directed at arffective and/or behavioral change., However, other
perspectives on social change consider strategies directed at tpne individual
to be weak tools for reforming institutions, Arguing that individual
behavior and organizational structure are interrelaced, they consider
systemic change to be the more powerful approach to changing organizations
(e.5. Katz and Kahn, 1966, pp. 390-4351). This theory suggests that those
who would change women's role in aducation should intervene bv manipulating
organizational variables.

Kanter's (1977) theor of organizational behavior explains women's

roles in corporations in terms of structural rather than persenality
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variables. In a hierarchical organization, the structure of opportunity,

the structure of power and the social composition of peer groups determine

women's aspirations for advancement and their overformance in administrative

positions. Where men or women see little chance for future mobility and
arowth, theyv exhibit behaviors steraotvped as "female.” These stereotypic
behavicrs include limiting aspirations, seeking sarisfaction outside of
work, ldentifving with peer group Norms rather than management's production
goals and discouraging co-workers from seeking advancement.

Individuals who are low in power {i.e., who cannot mobilize resources
pecause of job characteristics and position in the jinformal organization)
tend o exhibit behaviors stereotypically assigned to women in management
positions such as atfempting to retailn control in directive and authorirarian
wavys and restricting subordinates' growth and ocoportunities. The coercive
rather than persuasive stvle of leadership frequently leads subordinates
ro dislike their powerless manager.

Finally, individuals in "'token” positions, i.e., representad in a
very small proportion in a group, tend rp pe more visible and thus feel
more pressure to conform and to become ''socially iavisible.' They may
find it difficult te zain "ecredibilitv," be isolated irom informal networks,
have few opportunities to be sponsored, be stereotvped and face considerable
personal stress.

These variables and their effects are inextricably tangled. Xanter
axXplains that the relationships between structure and behavior are cwvelical.
"To some extent, low opportunity, powerl<ssness and tokenism constitute
self-perpetuating, self-sealing svstems, with linxs that can be broken
only from outside." (5. 2%9) Thus attempts to change individuals will

not result in organizational ciange. Changes which address the variables

of oprortunity, power and tokenism are neesded.
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"Systemic change' often is conceived in cerms ©f scructural changes
in organizations such as altering the authority relationships or the
technoclogy of production. FKantér recommends organizational reforms ranging
from decentralization to hiring members of minoritv categories in "batches"
rather than singly and developing a women's network. The variables of
organizational size and hiervarchical structures also may be manipulated.
However, Kanter recommends even broader social changes to improve work

ftor men and women.

Svstemic Change in Education

Systemic change is an appealing strategv for improving women's parti-
Cipation in educational administration. However, it is difficulr to identify
the "system" to be changed. A state's educational system consists of
many locally governed districts and srate-level agencies with some regulatory
authority. They constitute a "loosely coupled svstem' (Weick, 1976) of
autonomous, geograbhically dispersed umits. Local school districts may
be joined to a larger system by the participation ef individual members
in professional associations, teacher unions, school board associations,
citizens zZroups and advisory councils. A plan to intervene in a state's
educational system must recognize the characceriscics of rhat system.

No ¢entral authority can impose change or manipulate organizatiomal variables
2a$1il¥. Communication is difficule. A change in one parct of the system

mav have little effect on grther Parts. Thus desighing an intervention
strategy Lo increase women's participation in asducational administration

in a state is difficulct.

One approach to systemic change in a loosely coupled system is to

treat the process not as change in a single organizacion but as the diffusion
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of innovation across systems. The specifiec "innovation" in this instance
is defined as hiring women in line administracive positions.

Researcn about the diffusien and adoption of innovations consistentcly
shows that adoption of an innovation is a social process. Personal, Face-
to-face contact in existing social svstems determines adoption (Carlson,
1965). 1In hierarchical ogrganizagions such as school svystems, external
contacts are made primarily by the highest level administrators (House,
1974). Carison (1965) found that adoption of new math ir a Pennsylvania
county was determined by the friendship group of superintendentcs. Earlier
adopters were those ©f higher status. The farther & superintendent was
from the center of the friendship group, che later the district adopted
new math. If adoption of innovation is a social process, and if school
superintendents are the most likely members of the organization to have
extensive gqontacts outside the district, the existing social systems and
communications channels among administrators are the logical necworks
to use to inform them about an innovation.

However, the decisions of a few superintendents to attempt to hire
women in adwinistrative positions may not be sufficient to alter the
Proportions of women in school 2dministration. Other decision makers
are invelved in training, certifwing and supporting women who wish to enter
administracion. An effective change effort must touch many points of
the educartional system.

A change strategy must also address the processes discouraging large
numbers of women from seeking administrative positions. Some administrators

complain that women will not abvly for positions in cheir districts or

note that thev cannot find "qualified" women to Eill vacancies. TIf ad-

ministrators continue tg believe that women are either unavailable or

unqualified, any effort to nire women will fail. Presently, the stereotype




that women do nog even want to become administrators persists and is
occasionally supportad by vesearch evidence (e.z., Cottrell, 1973). However,
at least one study has shown that in a large urban school syvstem the

pool Of feachers aspiring to administrative positions was equally divided

between men and women {Lawrence and Adkison, 1976).

The fact that the female aspirants are less likely than their male
counterparts to become administrators may be 2xplained by the social
composition of peer groups. Kanter (1977) explained that women inm corporate
positions traditionally dominated by women are discouraged bv their peers
if they seek mobility. The group's "anti~-success’” norms lead women to
deny ambitions. To maintain their friendships, women forego opportu
to prepare for other positions. When the administrative grouo is predomirant.
male, the women have no social support to replace lost friends Lif they
bacome administrators.

Clearly if the pool of qualified women is to bhe increased, women
who desire mobility must receive reinforcement in at least two areas.

First they need evidence that mobility is possible for women in general.
Second, their own specific ambitions must be encouraged in newy peer Zroups.

The new peer zroups may consist of a yomen's network in the communicy or

state or of men and sometimes women with whom they will work as administrators.

In summary, a strategy to increase women's representation in educational

administration must intervene ays several levels of the educational system.

It must impact decision makers in many school districts. It must also

atfeect the pool of qualified candidates. Because the svstem is decentralized
and fragmented, a single decision maker cannot manipulate organizational
Yariables at will. Instead, it must convince decisicn makers to promote
change within their districts while developing a qualified pool of women

to be hired.




Inter~Organizational Cooperaticn

One agencv cannot accomplish rapid svstemic change in a decentralized
ng frazmented svstem. The probability thar changée will occur is increased
if several ovganizations direct their afforts at different levels of the
vstem. rormal adminiscrators' organizations provide both a formal framework
and an informal svstem through which innovation mav spread. They maintain
many channels for the face-to-face communication essential to diffusion.
State department of education personnel also occupy positions in formal
and informal channels of communication. They are in a position to affect
the adoption of an innovation. If the pool of qualified women is to be
expandad, universities with administrator training programs must de involved.
Finally, if support systems for women are to develop in the emploving
school districts, those svstems must Participate in a change efforc. A
coordinated effort among administrators' organizations, the state department
or education, universities and school districts can rfacilitate rapid change.

If each organization's efforts to increase women's participation
in administration are coaligned, the cooperative effort can impact each
level of the stata's educational system. Superintendents and other key
decision makers will adopt volicies to hire more women administrators
and to provide chem Some spcial support. In turn, the superintendents
are assured that thzere will be gqualified women candidates for those positions,
Women aspiring to administrative positions will see visible evidence of
effort to employ them.

The cooperation of administrators' professional associations, the
state department of education, universities and school districts increases
the likelihood of change. Certainly the cycle of low opportunity, power-
lessness and tokenism which limits ppne's participation in educacional

administration is more likely to be broken Lif this cooperation occurs.

ne
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Structure and Program

The ICES model is a strategy to increase women's participation in
educational a2dministration. It is a 2-vear project which trains a well-
qualified group of women and places them in administrative positions.

The ICES model contains two major elements: stiucture and program.

The structure addresses systemic change by invelving the kev agencies

in a state's educational system in the project's decision-making structure.

The programmatic element promotes both individual and social change.

The ICES Structure

The structure was designed to link influentials in the statea's
gducational netisork te Project ICES and to involve them in the project's
decision making. In Kansas, an assistant commissioner of the Department
of Education, the Executive Director of the umbrella organization of the
state's administrators’ associations {(the United School Administrators
of Kansas}), a facultvy member in the School of Education at the University
of Kansas and a Project Coovrdinator formed the Executive Committese for
Project ICES. That committze made the major decisions related teo staffing,
selection of participating districts and identifying an advisory committee.
In addition, the individual members had separate responsibilities.

The Executive Director of the umbrella organization, the United
School Administrators of Kansas, was instrumental in securing the agreement
Of ten subPerintendents to involve their districts in the project. iHe
and the Project Crordinator developed guidelines for conducting, monitcoring
and evaluating the individual internship experiences. His leadership
was essentizl te the success of the project. He convinced his organization's

governing board co support the project, and that sponsorship legitimated

. PAFuiiTet provided by R




TCES 30 that practitioners ifdentified ir primarilv a

association activity, mot 2 universicr-based training

School Administracors, through its newslacttars, meetings, conventions

and worksnops, lobbving efiorts and associaticn with other organizations,
touches most parts of the educational svstem in the state. Thus Project
ICES did not have %o create 2 new communicacions svstem to impact aducators.
Instead, ICES staffi ugilized a svstam influential aducacors used. Trinally,

ince the EZxecutive Director had spent 2 vear as National Associztion foc
econdary School Principals intern, he had considerabls sxpertise in
designing internships and 2 commitment to the administrative internship,
which provad invaluabla.

The State Education Agency assiatant commissioner zlse participatad
in the communications nefwork within the state as well as in recional and
nationel svstems. 1In addition, he brought parsonal expercise in educational
aquitvy, particularly affirmative action. His work with school discricts
across the stzce in revising their hiring policies and procedures gave
nim a good understanding of district response to equity issues.

The project's coriginator and Director was a faculty mamber ip the
Department of Administration, Foundations and Higher Educztion at the
University of Xansas. This department has trained a large percencage of
the administrators in the state. The Diractor was rasponsible for cthe
academic compenant of the program. He served as advisor to the interns,
helped them design their courses of study and arranged for academic credit
for some internship activities.

Administrators from ten schiool districts also were associated with
roject LCES. 1In selecting districts, the Executive Committee sought

to identify superintendents who were active and influential members of
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the state's educational svstem and to anlist

variety of communities in Hansas. Conseguently, admpi
from urban, suburban, snall-town and rural

Zield cesc.

Mine of the districts selected thexrr own interns using the same
atfirmative action procedures used in selecting their administrators.
The canch discrict worked with zn intern sponsored »v the Universitv of
¥angsas and the United School Administrators. All districts guaranteed

tnat they would provide an internship satting appropriace to Lha individuzl's

background and career goals., Thev agreed to prowvide resources such as

office space, secratarial help and travel support that interns aseded to com-
plece their assiguments. In addition, some districts provided sabbaticals
or other supplements cto the stipends interas received from the project.
As intarns compleced their programs, thelr superincandents and ogher as-
socliated administrators helped them identify and secure administracive
positions.

Of the orgingl Exzecutive Committee, cnly the Director raceived a
reduction in his organizational responsibilicies to devote to Projact
ICES. To maintsin communications among the many veluncteers, Lo work with
interns individually, ro complete other project-related tasks and to
pravide dav-to-day continuity, Project ICES addad s Coordinator.

In summary, the structure ties the projact to influancial corganizations
and individuals in the state's aducational social system. It links a
diverse group of school discricezs and the leading scatewide educational
azanciss. As a resulc, Project ICES could attack the problem of women's
underrepresentation in the state's =aducational svstem at several points.

As 1t became evident that the project would succeed, the structure

allowed most administrators in the state to znow about ic, The women




parcicipating in the project had wide visibility =g competent individu
sponsored or recommended bv influsniizl adminiscrators.
tast showed that tnhnis structure legitimates the Jroject to

actitioners and helps to provide am excellent set of experiences for

Ic program consists of four elsments: Internsnhips, Cerctification,
Zouitv-Leadership and Support. The four elements combine to »roduce well-
trained, certified adminiscratcrs who can werk comfortably in the social
svstem 0:f administrvators in their districts, who are linked to educators
beyond their own districtz and who are able to promote educational equity
in their own orzanizarions. In the Xansas field test, thirteen women

completed the program.

The Internship component is the key to the program, Ior it provides

on-the-job training, opportunities to demonstrats competence and leadership
abilicies and interaction with other administrators as a colleague., Wnile
sucn expariences ave invaluable for anv potential administrator, they

are especizlly important for women who often are excluded from administrative
social svstems and who have a more difficult time than do men in getting
administracive experience,

The Certification component guarantees that each participant will

have the appropriate degrees and administrative certification upon completion
of the program. This is essential, for an individual camnot be hired

without gcertification. Certificarion regquirements vary from State to

state, and the appropriats coursewvork Ior each verson varies with past
preparation and Juture career olams. ICES parcicipant$ spent two Summers

at the Universitys 2f Xansas. In addition, they received field experience




and independent-study credits

inte¥ns also Toox courses

gquirsments.

The Equitv-Leadership conmponent consists ¢f ifive workshops offered

_
|

during intersessions and summers. The first workshop served as an orientation
o the project and to issues related to women's 2ducational equity., The
thirteen participants learnad zbout potential problams znd conflicecs thev
night face as administrators and 2xperimentsd with tactics for scolving
them. The participants alsc attended the United School Administraters
annual convention. Other workshops focused on curriculum and program
changes needed to achieve equity for students, on contlict resolucion

and on the politics of educztion. These workshops stressed participation
and experimentation through activities guch as role plaving, simulation
and proposal davelopment and writing. The workshops eniisted the help

of woren and wminoritv-group nembers who have been successful sducational

adninlstrators ta Serve as instructors, consulsants and role models.

On the assumpticn that many interns would e the only women in their

district's administrative structura, the model provided the Support component

to dsal with problems associated with tokenism., This component helped
interns develuo their ouwn support networks wichin their districts, wichin

the iptern group and with the ICES staff so that many opportunities for
rechnical assistance and emotional support are available., The interns
provided mutual assistance, reinforcement of a sometimes difficult decision
o enter a male-~dominated fiz2ld and contacts with administrators in other
districts. The project coordipator was avatlable to counsel interns and

to arrange ‘or other rasources chat became necessary. Sach intern ideantified

a "suppor:c cean’ in her district. The team, composed of influencial

IERIC
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has ghra2e CcOMPONENnt orzarizacions and agencias--z university,

tate education agency and tha local educational administrators through
their statewide professional organizatiens. It should be acknowladged
that, since white males occupv the vast amajority of leadership positions
in thz2se componsent organizations and agencies nationwide, the successful
implementation of the modal in anv state will depend, in part, upon
the afiirmative agctipn of majoritv-race me:n.

Tas velas and rosponsibilities of =zch component are as follows:

1. Administracvors' Professicaal Orgapizations. In every

state, there are members of several kev national professional
orzanizations., Prominent amcnzg these orZanizations are the
American association of School Administrators {2A84), the
Narional Associacion of Elementary School Principals (YAESP),
the Matilonal Associarion of 3scondary School Principals (NASSPE),
the Associavion for Supervision and Curviculum Developmen:
(ASCD), tne Association of 3checl 3usiness Orfficials (ASBO)

and the National School Public Relations.Association (NSPRA).
Most states have affiliates of each of these national orzanizations.
In some states all or some of these discrete branches are
coordinated by a statewide "umbrella’ orzanization which gives
direction to, and enhances communication among, the memberships
of the various associations. It is this umbrella organization
whnich is the component of the model for the project. The
‘umbrella organization

a, develops and administers the internship nrogran with the as-

sistance of the other component agencies,

. PArulrTet providea by ERic:




the project,

erves 35 the primary liszison berwesn superintendents and
orincizals and the project,

provides the fzcility for nousing the vroject ceordinator
and secrestarv,

supervises the cosrdinator on matters concerning che
intefnsnip orogram,

contributes to the overall leadership of the project.

Insticution of Higher Educatieon. Universicies and colleges

traditionally have maintained the role of recommendinz te the state
aducation agency individuals who have completed coursework and whe

are deemed competent potential school administrators. This course-
work generallv includes such areas as educational financs, =ducacional

law, personnel, supervision, curriculum planning and philesochical

foundations of education. By scate law, these courses must be

complered before the awarding of administracive cercification.
The univarsicy {or universities) in the model
provides the overall leadership and =zoordination of the project
and serves as its [iscal aszent,
assumes the leadership for the development of the Advisory
Council,
delivers cthe coursework neaded for cercificacion eicher through
campus-based instruction or field-based individual or zroup
nracticums,
develops the workshops for rthe eguitr-leadership program in

cooperation with the other twe leadership agencies,




valuates the model--both precess snd product, and,
assumes leadership For validation of the modsl with the assiz-
tznce of the other two Component agencies,

3. State Education Agencv. Due to the growing complexity

throughout public education, the participation of the State

Educatien Agency has become increasingly more important. Their

efforcs at aiding the local districts cope with the multi-faceted

problems of providing education place rthem in a2 strategic
leadership role (Knezevich, 1975). With federal "pass-through"
monies channeled to state agencies for distribution, the state
role becomes even more vitally important. Current legislation
such as P.L. %4-142 (the "special aducation mandate™) and

P.L. 94-482 (the higher education amendments of 1976 that include

the vocational esducation title dealing with sex-role bias) have

clarified the role of the state agency in educational eguitwy.
The state education agency
shares in the decision-making model for the project,
facilitates the cevtificestion process of the participants,
provides national wisibilitv and credibilicv to the projact,
serves as the kev communication znd dissemination zgent for
the project,
contributes to the overall lesadership of the project, and,
coordinates internships with SDE.

An Advisory Council was selected to link educators more closelw with
the project. The council members' inout helps _.sure the model's face
validity. The gzroup consists of nine persons, cnre2e arpeintaed b5y =ach
0f the sponscring agencies. 1Its membarship includes aducators {rem the

public schools and universicies, a federal official and a businesswoman.

\‘ -

ERIC

PAFullToxt Provided by ERIC




The variety of participating and sponsoring unirs cr2ates a complex
organizactien. Fizure 1 delineaces the authority relatrionship for Projesc

LCES.

—

igure 1

ALUTHORITY RELATIONSHIPS FOR PROJECT EICES
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Figure 2 summarizes the model and its intended effects. It notes
the antaecedent condicicons in the state of Kansas and in the nation which
demonstrate the need for wodel orograms to promeote aducational equity
for women. The figure lists the major structural and pragram elements
of the ICZS model and indicates the series of changes posited as outcomes
of the model's implementation, validation, disseminatisn and adoption

in other states.

Q
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Personnel

“anvy people were involved in the success of Project ICES. The
director of the project was Dr. Jerry D, Bailey, associate professor
in rhe Department of Adminisrration, Foundations, and Higher FEducation,
School of Educatrion, at the University of Kansas. Dr. Bailev served
for nine vears ac a secondary teacher, counselor, and principal in
large dasegregated and desegregating schools in the midwest. He was
assistant director of a Title IV (of the Civil Rights act of 1964)
Ceneral Assistance Center serving Tennessee and Kentucky established to
assist scheools wich problems ralating to dese2regation, znd later,
issues related to sex equity. He has had extensive experience as an
educational consultant. In addition to his responsibilities in equity
research, ha teaches doctoral level courses in the politics of educatien,
acadenic change and the govermance of higher education, and serves
as an advisor to doctoral candidates.

Dr. Percy Sillin, issistant Commissioner, Kansas Department of
Fducation, was associate director for the project. He 1is a native Kansan
and holds the Ph. D. degree from Kansas State University. He has more

than 25 vears public school experience as a teacher, counselor and adminis-

trater and has taught in two universities. His educational equity invelve-

ment has included membership on the Topeka Ad Hoc Commirtee for Racial
Crisis and serving as director for a series of eight statewide workshops
cn Title I¥ sppnscred by the Kansas State Department of Education.

The project's other associate director, Dr. Jerrv 0. Schreiner. is

the Executive Director of United School administrators. He ecarned his
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doctoral cdegre2e from Qklahoma State Universitv. As part of his degree
program ne was invelved in a year-leng administrative internship progran
sponsored by the MNational Association of Secondary School Principals, an
experience that made nim especially qualified to helo design the ICES
internship.

Central to the success of Project ICES was the position of coordi-
nacor. This position was assumed by Dr. Judith A. Adkison whose background
includes experiences as a secondary teacher and colleze professcr. She
also served as coordinator for the Y¥avajo administracor Training Program
ac the University of lNew }Mexico and as an evaluation coordinator for the
New Mgxico State Department of Educaction.

assiscingz these four kesy people in decision making was the nine
member Advisory Council. Council members have exPertise in the arszas of
education and equity. They included: James N¥. Akin, placement diresctor.
Kansas State University; Ione Bucheister, elementary principal, Havs
Public Scheools, Hays, Kansas; Ruth Crossfisld., supervising principal,
Wichita Public Schools, Wichita, Kansas; M. Parricia Goins, WEEAP
Educational Program Specialist, Washington, D.C.: MNancv A, Lewis,
secretary, Topeka, Kansas; Xatherine YMcHugh, secondarvy counselor, Topeska
Public Schools, Topeka, Kansas: Bonnie G- Ritter, affirmative action
officer, the University of Wansas; Herold Regier, placement director,
the University of Kansas; and Lloyd J. Schurr, superintendent of schools,
Salina., Xansas.

As will be exuplained later in this report, school districts across
the state sponsored ICEZS interns. ETach district used its own sealection
methods consistenc with its afFfirmative action plan. The results wer2 as

follows:




Carden City chose Melba Gail Sherwood, a junior high counselor and the

district’s Title IX officer. When selected, she held a Master's degree.

Dodge Citv selected Sharon Ann Germes, a bilingual program supervisor

with a Mascer's degree.

Wichita sponsored two interns, Marilyn Powell and Creola Buncome. Ms,
Powell was an elementary ceacher with a Baccalaureace degres. Ms.
Buncome taught in an alternative elementary school and had a Master's

degree.

Independence selected Donna Kelly, an elementary school teacher with a

Master's degree in education.

Emporia chose Mary Ann doldeman, a high school English teacher with a

Baccalaureate degree.

Shawnee Mission sponsored two interns., Jacqueline Johnson and Dolores

Lewis., Ms. Johnson was a nigh school counselor with a Master's degree and

Ms. Lewis, who also had a Master's degree, was a high school cteacher.

Topaka selected Clementine Tidwell and Jean Mitchell. Ms., Tidwell

taught elementary school and 4s. Mitchell high school home economics.

Lawrence chose Laurie Becker, a learning disabilities svecialist wich a

Master's degree.

b=

Hutchinson selected Lila Fritschen, a junior high teacher with a Master's

dezree.

The Unitad School Administrators and thzs University of Kansas sponsored
2 doctoral student at the Cniversity of Xansas, Sandra Mclennan, who

served an internship with the United School Administrators of Kansas.

.
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Table | summarizes where interas ware placed during the 1978

Semaster.

Intetn ASsignments--Fall Saomestear

School Pesition ddministrator

bLaurie Beckér1 Hillerest Elem., Layrenca Principal Don Cooper
Crecla Buncome Colvin Elem., Wichita Principal Benny Mevey
iLila Fritschen Hutchinscn, USD Asst., Supt. William Hawver
jSharon Germes Dodge Citwv, USD Asst. Supt. Stave McKee
@ary Ann doldeman Fmporia Senior High Scheeol, Emporia Principal Norman Reynolds

9
gJacqueline Johnson™ Indian Hills Junior High School Asst. Prin. Dave Stawart
Shawnee Missicn

Donna Helly Lincolu Elem., Independence Elem. Prin. Thurman Cook

IDoiores Lewis™ Indian Creek Junieor High School Asst, Prin.  Marlin Stanberry
Shawnee Mission

. . 1 ) ) . .

BSandra Mclennan Rolling Ridge Elem., Olathe Principal Leon Brewer

gJean Mitcnell Highland Park righ 3chool, Topeka Principal Ron Epps

Marilyn Powelil Woodman Elem.. Wichita Principal Lorraine Hardesty

Prvelba Shervood Garden Citv, USD Asst. Supt.  Curtis Stoll

. . . 3 .

{Clementine Tidwell Topeka, USD : Asst, Supt. Forvest 3laushter
Community
Relations

Laurie Becker and Sandra Mclennan each were asked to sexve as acting principal
|in elementary schools while the principal reccvered from illness or operations. Laurls Becker
fhas remainad in chat building to help the principal.

2
; Dolores Lewis and Jacqueline Johnson nave been appointed a2z assistant
jprincipals.

3 . . , - . . .
_ Clemencine Tidwell was on meternity leave for sin weeks in September and
October.




ICES PROJECT ACTIVITIES CHART

The following time lines provide an overvisw of the
schedule of the major activities conducted as parc
of Project ICES.
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Lesults

Most internsnips were implemented as planned. The initial development

of a contract helped interns establish their roles with their associated
administrators. This device nelped scructure 2 relationship wnich mosc
participants considered ambiguous. It helped interns take responsibility
for their own experiences. Administrators were uncertain about the amount
of responsibility and supervision o pe given the intarn, aAs the interns
spent time in their setting, formal agreements such 2s contracts became
less important.

The internshipe had their intended impact. The ICES participants
ware De’'ceived in thelr districts as competent administrators, and thev
affecred attitudes about women in administration. They found that the
internships helped them when they began to apply for administrative
positions. Their experiences gave them gonfidence in job interviews znd
helped establish their credibility ro emplovers,

Ten of the thirteen interns were hired as administrators atter com—
pleting che program. Seven of them were hired by the distriets +n which
thev interned. Table 2 lists che degrees earned and final placement of the

interns.




Necrae ZTarned I lacemant

Principal, MNew York Elementary
259, Teacher, Emerson Alternacive School
308, Assistant Principal, Sherman Junicr High

%43, Directer of Secondary Education and Federal
Projects

%. Lvon County, USD 251, Principal, Reading X-12

USD 512, Assistant Princival, Hocker Grove Junior
High

Leavenwerth, USD 433, Principal, Anthonv Zlementary

USD 512, Assgistant Principzal, Indian Creek Junior
High

USD 233, Elementary Principal

USD 301, Activities Director, Roosevel: Junier High
USD 259, College Hill Elementary

Joplin, MO, Assistant Principal, Memorial digh School

USD 501, Teacher, Highland Park South Elementary

in summarv, all internships were defined as administrative positions
witnin the districts, all gave the intarn access to more than one admin-
istrative area, and all provided a social support svstem. Clearly the
internship can de a significant experience in preparing more competent

administrators and in facilitating the movement of women into administraction.

ERI
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The well-planned ICES intecnships helped incerns develep new skiils,
demonstrate their abilities 2nd develon 3 professional network within
their districts and chroughout the sterte, All interns had oppertunities
usually unavailable to first-year administrators. Those now helding

acdministrative positions report that the internship was invaluable,

Q
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CONTACT ™

Tha program officer, M, Patriciz Goins, worked
with Dr. Bailev when initial organizational decisions were made.
Thay @et in Kansas Citv to confer about the salaction of the coordinator.

s, Goins came to Salina, Xansas, to meet with the ICES Advisory Committee.

She helped orient this group to rhe WEEA program and to changes occurring

tarougheout the nacion and provided nroject-specific advice. Her work
beneficted the project 2nd nromoted 2 smooth working relationship between
the Lawrence~hased project and the distant Washington officas.

ICES 2lso benefitted from the site visit of Dr. Jov Simonson, Cxecutive
Directar of the National Adviscry Council an Yomen's Educational Programs.
As part of thar visit, Dr. Simouson conferred with ICES directors, met
informally with several interns, and formally interviewed one intern and
her associated administrators and cuperintandent. Those administrators
ware pleased to have been sslected for the site wisit.

Dr. Simomson’s visit coincided with the National flomen's Studies
Conference held in Lawvrence in Xav, 1979, Dr. Marvy Jane Smallev, then
assistant director of the WEEAP stafi and Dr. Shirley MMcCune, then director
of a major WEEA funded technical assistance project, alsp attended the
conference. Thev met several interns and individuvals associated with the
project.

Finally, Dr. B3ailev and Dr. Adkison attended the coordination con-
ferences for WEEA project dirsctors. These confervences provided opportunities

to meet with the project's gfrogran officer, other 'EEAP staf?, and the




wide variety of individuals engaged in similar accivities. 4An oucgrowth

Ot

in

or

the coordination conierences was a special meeting of proiects involvead
leadarship =rzining in the spring of 1979. 1In addition to the benefits

networking, these sessions were useful setctings for the exchange of

informaticn and advice specific to project management concerns.

In summarv. the leadership role of the WEEA program officer and the

nefworking opportunitiss were invaluable. They led to the improvement of

internal operations and provided staff and participants with nztional

perspectives and contacts often unavailable in Kansas.
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CHAPTER III

EQUITY-LEADERSHIP WORKSHOFS

The EZgquitv-Leadership vorkshops promoted both cognitive and arffective
change. They prepared the ICES participants to be leaders capables of
moving their institutions toward zreater educational equity¥ for both sexes
and all races znd ethnic gzroups. ‘orkshop leaders and consultants were
salected because of their expertise and because of their ability to
serve as role models. Many were successful women, some of whom are
ninoritv-zroup members, who are impacting sducation as administrators,
teachers and researchers. The followiang workshops were offered:

Ecuity Update, led by Dr. Sharon lord, associate professor

at tne University of Tennessee and Director of the Appalachian Center

ror Educational LEquity odel Training Program, was the first group activity
for all ICES participants. The workshep included some group-building
activities as well as discussions of sex role stereotvping and sex role
socialization, the women's movement, civil rignhts movement, and recent
legal changes.

2 Men and Women: Evolving Roles in a Changing Societwv, led by

Dr. Carvl Smith and Dr. Walter Smith of the University of Kansas, focused
on sex role stereotyping and sex-role socialization in the schools. Special
attention was given to preoblems of implementing Title IX in public schools.

3. Conflict Management, led by Dr. Claradine Johnson, former high

school principal in Wichita, Kansas and assistant professor at Wichita State

Universicy, examined conflicts administrators are likely to face. Through

self analysis, role playing, and organizarional analvsis, participants

learned what kinds of strategies and tactics would be most useful for

them to employ.
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4. Schoel Management, led bv Dr. Carl Candoli, former Superintendent

of Lansing, Michigan's public school system, evamined pragmatic problems
building and centr2l oifice administcrators face. Assisting Dr. Candoli
were two administrators from Lansing. Grace Iverson, a junior high school
principal, and Yvonne Pufnam, a central office administrator. DUr. James
Grav, superintendent of USD 501, Topeka, Kansa2s, directed one session.

5. Pelicv and Power and Managing Chanfe, led by Dr. Jerr: D. Bailev

2Xamined a range of currenc issues.

Essentizlly, the majer thrusts of the workshop were to (1) examine
the policical dynamics of educational administracion and (2) develop some
workable change stracegies for implementation in lecal school districts,
Several excellent censultants helped Dr. adkisen and Dr. Bailey deliver
the workshop. These consultants included Dr. Dorcchy Sanders {director
of the WEEA-funded project FLAME in Richardson, Texas); Mr. John Koepke
{assistant direcror of the Yansas Association of School Boards): Ms.
Denise Apt (member of the fansas Starte Board of Education); Dr. aAlvin
E. Morris (superintendent of the Wichita public school system); Dr. Gracs
Chisholn {(associate professer of ¢ ucational adminiscration at Norch Texas
State University): Dr. Kenneth Weaver (assistant superintendent of the
Leavenworth, Kansas, school svstem); Dr. Alfredo Redriguez (professor of
Curriculum and Instrucctien at the University of Kansas); s, Gloria Kumagai
{director of a WEEA-funded proiect in the Sc. Paul, Minnesota, public scheol
svetem); and Dr. Sallvanne Poinsett {2 former WEEA project director from the
scate or Michigan).

Some of the specific items considered in that workshop were (1) an
analvsis of problems faced by minority women in educational adminiscrazvioen,

{2} aducational change as a result of federal program development and




impl : : power in leocal scucel discrict communircies,

1

All participants, werking in teams, were
raquired ro develeop 2 proposzal wirich could be submitted for fundinz. Indeed,

some of the parcicipants submitted che pnrovoesals thac theyv develoved and

wers funded.

Q
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CHAPTER 1V

THE INTERNSHIP

Introduction

In the following sections the ICES internship is exrlained from
three points of view. In "The ICES Internships,’ Dr. Judith Adkison,
Coordinator of Project ICES, describes the internship structure and
implemantation.

Tn the second chapter, Dean R. Stucky znd Samuel E, Spaght,
administrators in the Wichitaz school district, explain their iaveolwve-~
ment in the program as sponsors of an intern.

And in the third chapter, Melba Sherwood, an ICES intern, tvelaras
her acpual experiences working as an administrative inteérn for a vear

in the Garden Citwv, Wansas, school districet.
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IXTERMSHIPS

Adkison

An internsiilp can be designed to a2ccomplish any of seversl purpeses.

It can expose a novice to an unfamiliar work setting rpo provide information

nezced for an informed career cheoice. It can provide opportunitcies ro

shadow administracors to observe effective and ineffeciive leadership
scvles It can provide on-the-job training in specific areas. Firally,
an intarnship can allow an individual to function as an adminiscrator
wiile receiving guldance and feedback from experienced oractitioners.
The ICES internships were designed to accorplish the latger.
The ICES participants had demonstrated leadership ability and exper-
tise a2s educators before their selection. These thirteen women spent a
scnool wvear as administrative interns in ten Kansas communities during
the field test oi the ICES model. They worked in wvaried school systems,
including small-town, suburban and urban districts; and thev held positions
ranging from assistant elementarv school principal pp asgistant superintendent.
Tne participants, with waried backgrounds, strengths, weaknesses
and career goals, were as diverse as theilr settings and positions. In
implementing the model, ICES staff decided that experiences should be
tailored to each individual's needs and goals. However, they also agreed
that the internships should share some common elements te insure the
accomplizhment of project goals.
Tna of the project’'s goals was L0 overcome resisrcance to women in
L2:dav3ihip positions. Muech of the resistance of school administrators

and board mewmbers stems rfrom widely held sex-role stereotwvpes that depict
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women as ineffective 2nd unpopular adminmistrators. Thus it was essential
nat iatarns de sean primarily as cowmpetent administrators and onlv sec-
An Lncernship spent observing ''reel’ administrators

or doing routine busywork could not meer the project’s objectives. Indeed,
such inceraships might even reinforce negatlve sterectvpes. Districts
agreed to define the administrative intern 2s a formal 2dministrative
pogition whose occcupant had both specific responsibilities and access to
the resources needed to meet them. This proved successiul, for interns
were given opportunities Co demonstrate their abilities in addirien to
chances to learn and cbserve.

A second geal was to give interns a broader range of experiences
and =xposure than is normally available to new administrators. To do so
taz Internships had to provide interns experience in more than on=s
setting and opportunities to work with a wvariecv of administrators. If
ircremns could zain a district-wide perspective and xnowladge of several
administrative arsas, thev would be more effective administracors and
would have informacion needed for long-range career planning. In addition,
interns' visibility tiroughout their school svstems also would begin to
accuston other administrators to the idez of women in leadership positions
and could encourage other women to consider administrative careers.

A third goal was to provide intztns access to informal networks.
Professional and personal support for interns was buils inco the projecr.
For the ICES interns, the typical anxieties associated with changing jobs
and assuming an ambiguous role as intern were exacerbated by the problems

f{ace when eniering a nale-dominatad {ield. Consequently, the project
falt ir essential o help interns devalop support networks within

and outside their districts.




mOSt ODVIoUS Support aerwork was thne group of i

Yambers of the group ztiended workshops
and Ioroed Iriendships =nd professional associations. The project gave
2ach Intern aucess to twelve other women with whom thev could share frus-
trations and Successes and from whom they could receive advice and support

witiour endangerineg their position in the home district. Imterns provided

@z2ch other with informacion about consultants and about iob openings, offen

informarion that was not available through other sources. The members of
the group vnrovided mutual rainforcement when others guestioned their daci-
sion co enter administration.

The intern support group supplemenced rather chan displaced suppor:
networks inside the employing district. Each intern was encouraged to
form a "support team' of kev administrators in the district who would meet
with her regularly and provide expertise oTr access £o expertise in the
{istrict and community. The suppor: teams discussed the intern's work
and provided assistance in resolving problems.

The croject had funds to Provide the support of professional consul-
tants when interns needad assistance with technical problems associated
with their projects. This also was a service to the school discrices.

The Project Coordinator provided individual support to interms. The
Coordinator visited interms and met with them and with thair administrators.
In addition to regularly scheduled visits, the Coordinator was available
whenever needed. She also helped to link the interns and theilr districts
with each otner and with the distant universicry,

Suech support helped interns overcome some of tha problems associated
with “tokenism.' An intern did not feel that she was the onlv weman in
administration. She also had assistance in breaking into the primarily male

social svstems of educational leaders in her district and iIn the stata.
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problemacic,
scheduling

importance ier 2nd breadth of experience, Some feit interns should

spend briel perieods in as many settimgs as possible to become Zamiliar

with all facets of building administracicn, while cthers arzued thac
internships are most valuable when the individual has time to assume
responsibilicy Zor important rtasks.

The experiences of the thirceen ICES interns suypported the second
pesition. When interns spentC less than a month in 2 setting, thev could
not assume important responsibilizies. Instead thew helped with routine
tasks and observed. Theyv thought that co-workers were unsure about the
appropriate roles of an intern. As a resulr. they experienced scome
discomfort zod frustracion. Theyv reportad thac thev often did ot dave
enough to do; and, consequently, thev felt extranecus. By the time
the intern had leasrned 2nough to be useful and had established workin
relacionships with others, the brief assignment was finished.

The most successful experiences were those in which the igtern
spalt at least a semester in a2 setting. This period of time anabled
har to establish rapport with other staff and students, to learn encugh
to be able to make a contribution to the organization and to initiare
and complete major tasks. The semester-long experience gave the intern
a chance co perform as an administrator and to be viewed as one.

The most common schedule put the Intern in a building for the first
semascer and in central office Zor the secosnd semescer. One intern spenc
ner entire vear as a buillding administrater while completing one or twe

tasks which required interzction with central administracion aud other
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spent the vear working with

2 week for & semester Whers

lieies simeltanecusliv.  She worked as an
acting principal during her superviser's illness)
the districc's direccor of special education.
She actempted to identify dars or specific
o devore to each dowaver, the schocl svstsn's
fit such a2 neat pattern; and she ofcen encouncered
The intern's assistance was s0 valuable that both
Occa-
eling conpeting legitimate demands.
woried most eveénings and weekends. However, sne
was =i to resolve major scheduling conflicts through her support teanm.
The ne2ed to coordinace so many demands made that group an especially cone-
sive unitc. The intern also demonstrated her 2bility co handle stress and
demnands associated with en administracive pesition. She gained in confi-
.

in skill and impressed her discrict's adminiscrators.

and of her internship, she was hired as a building orincipal.

intern Projects and Responsibilities

Most of the ICES internships zllowed the intern to assume some routins
administractive duties but z2lseo 20 initiate and carry out specific trojects.
The vear was designed so that ingerns accepted steadily increasing amounts
of responsibility, enabling iatsrns to demonstrate their apilities while

adding £o their xnowledege of administration.




for its complation. Cooperstive planning on the project was a2 devics

insurs that evervone responsible for the success of the intermship

monitoring ic. While projects

took an active role in plenning and
varied according to th2 needs ol the interns
neet the following criceria:

The project oust be meaningful to the interng

The asscociated adminiscrators must consider the project
significant to the distraicro:

learning of new (o th2 intern)
of skills end knowledge;
The projects must nave a bettar-than-even chance
cassful completion in the cime allowed.

Manv interns and administraters had difficulcy in identi

avporhecical sxamples were given

txamples of Projeces

The following sitvations ars described in detail to give planners

some zuldelines for designing projects, An incern aond her supporc team

{administrerors in the cooperacing school district 2ssigned to work with

the int2rm} misht choose to capipalize on the content of Fquicv-leadersiip

manacement tazen in to cevelorp

cment on an inctern wWikh




cribed

ion., development and evalustion orf a discipline

celicv. In its inifiation phase, this project would invelwe
the intern in sxtensive informal dinteraction with scheol
board members and administrators as thev documented the

desiracility of such & policy and the directions it mighe

T

take. ne development of cthe pelicy would iavoive her
with those groups but also would entail informal discus-
sion and Zormal meetings with scudents, parents, teachers,
professional organizacvion leadership, public officia
representing other government agencies and members of
community groups that predictably would be concerned. To
develop the polic¢y. the intern would 2pply her knowledge
from the certification courses about the legzal framework

shaping such policies, would become knowledgeable about

the policies implemented elsewhere and would strive to

understand the legal, social and psychological rationales
underlving different strategies. She would use this
information to prepare alternatives and to predict che
probable impact each alternative would have on students,
parents and other relevant groups in the school system
and community. Having acquired this formal knowledge,
the intern would meet informally with members of the
groups listed above to gain further input and te begin
to influence opinion. She would also have the oppor-
tunitv to participate in and conduct formal meecings
with groups of various Sizes and composition.

Dratfcing the proposed policy statement would pro-
mote the development and use of skills in analvsis,
organization and written communication. Refining thac
statement could develop skills of negotiation, persuasion

and comprenise. I{ azdopted, the nolicy statement would




Zorzal document icdentified with the intern

25 2 major accomplishmenrt to demonscra

12 done at the district level, this kind of ac
would hawve both high risk and high pavoff. As described
nere it wight be the most demanding of any task an intern
might select, for it involves heavy investment of time

and energv and thus closes oif other activities. The

poctencial for generacing conilict gives the project a

degree of risk. However, the visibpility obtz2ined and
the skills demonstrated in the successful accomplishment

2f this project provide high pavoif for the intern.

Development of a2 teacher evaluation plan. This

2ctivicy demands that an intern acquire extensive knowi-
edge about personnel evaluation (in parc from cerciii-
catlon coursework), the positions professional associ-
ations have taken or might take on tesacher evaluation,
the legal framework constraining policv and the potential
outzome in the given school system if a ziven alternative
were proposed or implemented. TInitiacion and devalopment
of the plar entails informal 2ad formal discussions and
meatings with a variety of groups, which mignt include
parents, scudents, teachers and cszacher organization

eprasentactives, administrators, board members and
dvisory groups. UWriting the policy statement would
promote the development and use of skills in written
communication. The evaluacrion of the plan itself coulcd
be desimmed and possibly implemented during the intern-
ship vear. The intern would also develop a plan to
evaluate her owm actions in developing and implementing
the policy,

3oth of these projects are extensive and entzil

long-term investment of time and enerzv. Completion of
gicher could develov mowledge of the basic administrative

aress tited above.




t2rns mignt 2lso choose to complete several smaller
An intern could conduct 2 scheoi-level needs
ent, plan & budget, inplement an inservice program
¢ ares, work with a parent sroup Co achieve
ter gzoal, plan chanzes in a2 facility, producs a
TV or radio program, coordinate 2 student activicies pro-
ram, develop a pewsletter or change zn existing testing
program. The possible range of projects is limited calv
bv conditions in the school svstems and by the intern's
own intevests and objectives. The smaller projects also
would maet the cited critaria.
nterns developed a2n agrzement or contract which deseribed the project
in detail. Asscciated administrators and universicy faculty then a2poroved
that agreement. The raguirement of an acresment helped zuarantee that

gvervone mmew what the intern olanned to do. Fizure l contains ar exzample

of an intern agreement for the hvpotherical project described above.
The responsibilitr for speciiic projects forced =ach intern to
some initiative in planning the activicies of the internship vear.
identifv the projects, interns needad to exawine their own strengths
and weaknesses and think about their own objectives for the intermnship.

Without such 2 reguirement, ICES staif feared chat interns would wait

for arofessors and their associated administrators to tell them what to

do. The projecr assignment esncouraged the intern to think a2bout her

activiries during the summer preceding the incernship and helped to focus
initial discussions among the intern, university representatives and
scnool administrators about tne Interaship. The process of designing

and carrving out the Projects gave interns experience in planning, orra-

nizing znd working both as a member of a group and as a group leader.




EXAMPLE OF AN TNTERM ACREEMENT

PROJECT TITLE: IMITIATION, DEVELOPMENT AND EVALUATION OF A DISCIPLINE
POLICY FOR DISTRICT

STATEMENT OF PROBLEM: Parents, faculty and community groups are criticizing
the district's handling of student discipline.
Two parents have threatened to sue the district
because they feel their childrens' rights have been
violated. The district's present written policy
is ambiguous.

Guarantee that the district provides due process, as defined
bv State and Federal Law, to all students.

Reduce potential for major conflict over discipline decisions.
Clarifv districc practices and policies related to student
dismissal, suspension and discipline.

Make staff, students and parents more awara of discipline
policies and problems.

OBJECTIVES: 1) By (date) the Board of Education will have adopted a
formal statement defining conditions under which students
may be dismissed or suspended and the procedures which
must be followed to dismisg or suspend a student and
defining student rights and responsibilicies. The poliev
will state clearly the range of disciplinary actions
allowed.
At least ._percent of the faculty, —.percent of the students
and — .percent of the parents will have attended 2 formal
meeting where discipline problems and policies were discussed,
AL least, _percent of interested groups will receive
information about the policv.
A brief publication describing proposals will be circulated
to school district staff, PTA members, students and repre-—
sentatives of interested community groups.
The publication and a press release describing it will
be given o all newspavers, radio and TV stations in the
communicy.
At least __percent of all home room teachers will discuss
the need for the policY and describe the policy alternatives
to solicit student reactions.

ACTIVITIES INVOLVED: 1) Read laws and court decisions related Lo student
due process.
2) Read NEA, AFT statements relating te student
discipline.
3) Develop bibliography from professional journals
and other available sources about student discipline.
Become knowledgeable about policies in effect




in similar districts and identify problems
asgociated with thoss policies,
Become knowledgeable about current practicas
in this districet.
Identify groups in the communitv who are interested
and will be likely to bacome involved in developing
a discipline policy.
Draft proposed policy statements.
Hold and attend informal discussions with students,
faculty, administrators, narents, board members,
communilty leaders.
Hold formal meetings with members of these
ZTOupSs.

10) Develop plan to evaluate policy that is adopted.

PROPOSED TIMELINE: By September 1: Secure administrative and board
support for program. Identify administrartors who
will be involved.
By September 30: Completed bibliograohy, reading about
discipline issues. Be rfamiliar with legal framework
constraining poliey. )
By October 31: Developed statement of proposed
policy alternatives. Hold informal meetings with
representatives of staff, student, parent groups
and community groups.
Bv Decamber 31: Hold formal meetings of all groups.
By January 31i: Develop proposed policy statement
and evaluation plan.
By February 28: Present policy statement to involved
groups.
By March 31: Board adopts a policy and evaluation
plan. -
By April 3&: Publicize policy through news media,
meetings with involved groups.

ENOWLEDGE AMD SKILLS NEEDED TO COMPLETE ACTIVITIES SUCCESSFULLY:

Knowledge of legal framework, psychological and organizational
rationales underlying different policy alternatives

Communication--written and oral/formal and informal

Working with individuals, small and large groups

Negotiation

Conflict resolution

ADMINISTRATIVE AREAS INVOLVED:

Pupil personnel administration

Utilization of scaff and personnel administration {(this might ineclude
inservice training for existing staff on classroom management,
identifying the need for new positions and developing job
descriptions}

Community relations

Business management (e.g., determining costs if staff changes
are suggested)




Curriculum (e.g., incorvporating unics to change student hHehavior
into curriculum)

ADMINTSTRATORS IXNVOLVED:

Superintendent--make initial contacts with board, approve the
project, suggest community leaders, administrators wno snould
be involved. May mcle some inicial contacts to these groups
to introduce intern. Secure oifice space and secretarial
helo.

Principals (list)--Provide informaticon on current policies and
practices, discuss probable consequences of different approacnes,
introduce intern to scaff and students, help arrange meetings,
may conduct some meetings, ensure access to information.

Assistant Principals (list)--Provide information, assist in arranging
meatings.

Etc,--All involved administrators will provide feedback to ths
intern, suggest additional actions she might take, meet wich
ner whenaver npe¢essary Lo discuss projects.




Monictoring che Internmshin

that frecuent monitering was importanc, partic-
of the interaship wear. A& clear monitoring
intern and those working er atténdad to
responsibilicies £ i ivi The process helped zdministracors
contribuce to the intern’s growth. Without formal, structured monitoring
interns easily could immerse themselves in routine duties while their
already were so occupied with their work thac rthev would
nave lictle ol observe and analvze intern progress. In addition,
aech of the value of the internship lies in the cpportunities to discuss
events with ocher administrators and to recedive freguent, honest feadback
on periormence. Monitering was desizned te provide occasions Zor such
interaccion so thac interns 4did not bacome isclaced.

Several forms of monitoring incern activitias occurred. Each intern
required to xeep logs which recorded her activities dailv. Each month
surmarized those activicies and analv-ed her own behavieor and the value

of her activigias., Incerns metr informally with their administrators oican,
but thev alsc scheduled formal meecings weakly or biwsakle to review che
logs and consider changes. Interns met wich the ICZS Coordinator twice

4 semesier, or whnenaver nacessary, and spowe with her frecuently bv phone.

Fach incern was required rto keep a brief loer documznting her dailv

activicies. Most used rhe form Shown in Filzure 4. Ipitiallw, ICES scatf
a log would De essencial if the intern were to become
her activities or mired down in rovtine or bduswwork,
2vidence to use in nezociating chanees. The log was
desimmad i the Intern 2nd chose working with her determine neot

cnly Row time Sut witk whom and where.
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Interns were asked ro review this evridence frequentlv and to analvze
it. Thev were to censider whether chev were spendiné too much time as
oassive participants, working alerna or with one individual or group, in
one or two locations and whether their activities were of anv value to
them or to the orgenization.

intern and administrator reaction to the logs varied. Some interns
found the log a waluable tool, while others found it burdensome. Where
administracors were interested in examining the log and used it as a basis
for discussion, iarerns considerad the logs useful,

Afcer the first semesrer, some interns exparimented with other forms
of logs or journals. However, no form of record kesping was suitable for
all interns. a&s their workloads incresased, thev neglected logs. Less
thar one cthird of the group maintainad logs consistently throughout

the vear.

Internshino Settings and Schedules

Each intern's backzround, abilitier and career plans in combination
wirh the schocl district's resources were considered in developinz the
best possible internship experiences. Selection of settings for each
intern was a crucial decision. In identifving the position, locacion and
supervisors Ior each intern, districts attempted to give interns experi-
ances wich exemplary administrators and to broaden their educational
axperiences,

Most intarns had a "primary internship,"” where they spent the majority

of their time, and a ""secondary internship' designed to broaden their

P
N
)




their school disgrices.
nips upon complarion  of
the majority spent their primary internships with buildin:

Secondary internshios

sitions.

Conclusions

The most successful incternships were those wnere interns had
3ignificant vesponsibilicies. The intern had to vemain in a setting long
2nougzh to become a trusted member of the social svstem in order te have
such responsibilities. TIn the cases where interas experienced a varietv
af gentral oifice {uncrions, spending two or three weeks in each setting,

thev did not have the opportunity to compiete significant tasks.

The division inte "orimarv" and "secondary” internships was effective.

This schedule zave interns the necessary district-wide axperiences that
would not have occurred nad thev been scheduled in a building for the
vear.

The internships gave ali participants invaluable opportfunities ro
learn about school adminiscracion. All participants benefitcted

the interaships.
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vol districes iregquentlv become involved in adminiscrative
either alone or in cooperation wiih universities.

Clearly, universities are dependent on the cooperation of local districes
to provide good experiences for their students. In addition to faciliczcing
univers® oo L many districts provide their 0Own intetnships to
train their cwn staif members, to increase the number of women and minority
group members on their administrative scaffs, or as a prerequisice for
assuming an adninistrative position. As field~based experiences become
more porular and more Irequentlv required for certilicarion or greduate
desrees, administrators in lzrge districts confront imzreasing numbers of
requests ifor internships. Uhat once was an infrequent oppotrtunicy to
assist in the preparacion of future administrztors can become a simmificant

responsibilicy.

Vicnita, Kansas has a long and successiul nistory of providin

appropriate administrative ewperiences for inreras. TIWichita's internship
srogram grew out of a twpical cocoperative reletionship bertween the district
and Wichiza State Universicry. Approximately twelve vears 22o the intarn-
snip became an integral part of the requirements for graduate students in
the Zducation Specizlist Program in administration. Since that time the
hes provided intermships for individuals from ocher univer—
sities and in svecializations other than adminiscracion.

intern selection invelwes borth university facultw

administrators. shen studenecs become elizible for university credit




a
However, =ach wvear one or wore candidates
an incernship program following their iews with the

administrators. Perhaps seli-selection

the new interns are asked to provide
achievaed through the incernship osrogran.
sunervisor is determined,
abjestives. In evarr case, interns ave discourassad
pend time in several offices during the internsnis period.
mors advantageocus to concentrate afforcs in one or two divisions or depart-
vigit 2 number of officas brieflvy undsr conditions wnich make

observer or visitor rather than aun active particip

om feedback the discrict nas received {rom interns afcer

experiences, goal identification promotas the success of
Goal setting helps the adminiscracive supervisor deal
iblv with the expressed needs of the intern, and it also encourages
Fach intern
those objectives
o communicate frequently with rthe superviscr about the degree of

235 toward those geals. This arrangement permits a supervisine adoinis-

ake adaptations to help the student meet his or her

[€)
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ars emploved in s
absence, thev rarelv oot
Inscead chey ztremmt a summer intermshin. This,

options in te2rms of activicies to obhserve and super-

varies according to cradic hour recuire-

1

Tent v the universicv. However, generallv it is agreed that che
iaternsiiip should e lonz enough to allow the intern to becorme vitally

he work of the office o which he or she is assigned, and

‘olwvemens encourages che comnletion of & project normally requiring

svsgens, interns, and their supervising administrators benefit

ships. The scheol syscem receives the sarvices of an sxtra
istracer during the intara's assisnment. Since interns tvpicalls are

experienced educazors with graduate training in adrministration and other

aducatrional fields, chese services are valuable. 1In addition., the school
m can be 2ssured thac the intern has a greacer uaderstanding of scheal

L=l

icr oroblems, atcitudes of management personnel, and procadures for
decision makinz and problem solving. Invarizblv the intern shares this
information and newlwv zcquired attitudes with others, and the schecol

vsram beneifits Zrom the positive publiec relations. ‘s benefic

nified wnen incerns come from otner school districrns in the statse.

svstems “reguentlv hawe a "big brother' imaze among districrs,

imagze can be offset bv the positive euperience

adminiscracive iInterns in the Wichita svscem.




supervisors have responded cositive

progran. N0t only do thev consider it their orofessional
1 rain potential administrztors., but thav enjov the
ergonal growth whieh result from the zelf analwsis

whén one attempis te share expertise with aznother individeal.

district euperiznces no sericus problems in offaring the intarn-
major concern occurs 12 several interns attempc to schadule an

experience in the same functiocpnal area, for this craates a heavy demand

an oné or Lwo people whe wmust supervise several interns at a time. ‘'hen

countared, more discussion is held to develop alcernative

r dunlicate the =xperience the lpntern

specificalliv recuescad.
igtrices nermally pevy no salary co interns,

important concern. The major cost
and efforec the individual supervisor spends
the intara's experiences.
of an internship, hoth to the prespective administracor
and to the district, cutweisgh the minor problems incernshios can create.
v osroviding incernships the discrice adds weil trained applicants co the
soel from which it selects administraters, increases understanding of

adminiscration among teachers, an zood relacionshios with

] LS




Tarimes =me TO7a_T . . T : : ]
Juring the 1973-79 school vezr, I was 2n ICES intern in the Gardan

Lity, hansas, school disecrict. %What follows is ap account of mv year thars,

now the Interaship was ser up, cthe problems I encountered and now I dealt

-

with them, changes in the original internship plans. activities I wes

involved with and the changes the internship drought about im @y personal

I nava also included apn in=-daoth description of one major accivicy -
stait recruitment - and my recommendaticns for the structuring of future

zdministrative internships.

Inicial Planning

457 serves 4000 students in Garden Citv, Kansas, and the sur-—

rural arsas. It consists of one multi-building high school
campus, two iunior high schoels, seven citv and six rural elementarv schools,
an adwministracive complex and z school service cencer. The discricet zonm-

.
tracts special oducation services from the High Plains Special Education
Cooperative, wnich has its headquarters in Garden City.
he district's administration saw the ICES project as & means to

help implement revisions in their affirmatcive action plan. These revisions
specifically stated that more women and members of minority groups werea
needed in administrative positions, The superintendent and Board of
rducation decided not only to participate in Project ICES but to Sugplemeu:

the stipend Project ICES provided its participants. The Board determinad

thac che i{ntern ir selected would receive her normal ceaching salarty,

ERIC

PAFulToxt Provided by ERI




hat women heading single
also agreed to provide
travel moner to its inmtern.

The interaship posifion was announcad to the general staff and appli-
cations wevre solicited. The district followed the aifirmative action pro-
cedures used .tD lire its administrators. A selection comnitfee of building
and central office administrators, school board members, and community
repressntatives conducted interviews and chose the intern.

Even before 2pplving for the ICES program I had begun to nrepars for
an administrative career. In addition te taking most of the course work
required for the Education Specialist desree im administracion, I had
taken an administrative practicum in the superintendency. I had spent
four vears 2s a Language Args teacher and twelve vears as a counselor
in the Garden Cicy svstem. Vhen selected for the internship, T was the

District Coordinzvor of Guidance.

During =v career I also had served for twe vears on the district's

Curriculum Coordinarion Council. I wis active in local and state education
associations and had served as president of the Garden City Education
Associlarion, National Education Association delegate, legotiarions Council
member, and treasurer of the Southwest Yansas Uniserv District.

The Personnesl Director, the ICES Coordinator and I arranged the terms
and placement of the intermship. It was designed ro meet a specific set

While my experience as 2’ counselor had given me familiarity

with building level administration, I needad to learn more about central
oFffice administration and district-wide conterns. XMy e2wperience in com=-
suter zpplicaticns gave me skills the Zersonnel 9Ifice could utilize, so

we developed a 9-monch contracs that gave me Central Nifice work in personneai,




curriculum and finsnce, an option for building work, a flexible schedule,
and an office in the Adminiscracion Building,
My oactusl fncernship zetivircies were plinned with the: assistance of
1 "supnort team,' consiscting of other district-wide administrators. We
idenctiiied specific zceivicies to provide district-wide axperiences thac
would prepare me for a Central 0ffice adninistratcive position. Wich my
s3ociatad administrator, I prepared an incern agreement to formalize the
decisions about myv respvonsibiliriss and acrtivitcies.

The superintendent of schools tookresponsivility {or those acrivinie

concerning intergovernmental relations, general =chool management, zand

3oard of Education/administracive relationships. During the vear., he

inciuded me in such diverse activiries as meeting with community agencies
to review discrict needs, consultation with che Board's attornev concerning
various legal matrers of the district, and presentations to the Beoard of
Education conceraing personnel needs, facilities and instructicnal reporcs.
Since most of the ewperiences vplanned for me were in perseonnel manage-
nent. [ worked most closelv with the Assistant Superintendent for Persconnel
and Administration. He zlso coordinated acrivities for me that included
the supervision of financial and business operarioens, transportation. food
services, and maintenance and grounds operacions.
I z2lso worked wich octher kev administrators in the district. The
business manager and the various division managers were most helpful to
me as I studied each area and participared in daily acrivicies.
One of my ongoing responsipilities was workine wicth members of the
Curriculum Covrdinating Council on public relations efforts concerniny

curriculum maccers and consultation work. As a result of mvy afforts,

dewspaper and athler media coverage of districc instructional activities




increased significantly. I worked closelv with reporters to Increase

coverage of 32 wide range of instructional tonmics including the following:

scientific studies during the solar eclipse, materials available in the

" district curriculum materials center, elementary phvsical sducation

activities in movement education, a junior nigh curriculum in venereal
dissase education, and using drama in the classroom.

Consultation work with the Curriculum Coordinating Council as 2 uwnole,
and with individual chairpersens, involved planning strategies for cur-
riculum revision, c¢reating evaluation formats, facilitating the developmant
of leadership scvles and skills for department chairpersons, and facilitating

more effective Council meetings.

Implementation of the Intarnship

Flexibilitv was crucial to the success of the interaship. During
its course, the original plan was changed. Inicially it established that
1 wag to spend the first semester moving from one area of responsibilicy
to another, particinacing in daily activicies, discussing the overall
nicture with the area's administrator, and selecting and carrving out
special projects as situations allowed. The second semester was to bde
spenc in two oY three areas where 1 was to have full responsibility for
dailv accivities. But while the outline of the original plan was utilized,
the emerging needs of the district, some changes in personnel, aand a change
in my interssts dictated that I become basicallv involved in personnel
marters durine the second semescer.

In August 1978, USD 437 adopted 2 Lau Plan designed to assure the
Office of Civil Righets that the discrict would overcome 2ducacional defi-

ciencies and racial isclation of language-minericy children. The nlan
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confer

and ocher couvtine

and cther
I veceived the valuable zssi r the Associare
Superintendent 2t 2ach sta2p as we worked fo fulfill
Plan for our districe. i the recruicment
not completed when

disrrize had reached almost 60 percent of the
Two perscnnel chanzes affected my interaship. : - ‘he 1977~
school »2ar, the Assistant Superintendent resigned. vhile his replace-
my Associate Administrator, we experienced some inicial
sxperience in rhe district helped hin as he became oriented
concerns and the basic functions of the personnel ofifice.
a3 the 1973~1979 school vezr began, the highly expecienced

sxecucive secratary in Personnel resigned. Office procedures hopped dowm

nd rroublesome da.avs iaterruptad the usual smooth flow of work. Her

sence was felt to varyingz degrees the entire scheol vear. A compoundine

croblem Jccurred when we moved inzo a new administration building

Another factor that arfecrted mv intarnship was my chaneging

A3 warked mors and mors in : rsonnel arsa, [ decided that should bHe
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maKs decisd znd ‘ollow
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zo2ls were vweached.

gsociates were
the Jdireccion and
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interasais

ane of thne ~reatast oenetl
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ed, dropped or replaced,

was fortunacs in

nd

incernshis is lezraing

atrendinz to the daiiv




Tupczioninzg, howsever |

[y

involved plannin

and I carried out rasponsibilicies

fthe entire hiring process, ivom publicizing & position cthrough
applications, iInterviewing and eavaluating candidates, recommending
2oard and preparacion of the contraet rerms and signing

members.
in Sacurdav workshops and work sessicns with

and wirh outside consulrants. Primarilw, we
iscussing how to provide equal zducational oppercunitias for
cnildren. I alse benafited from consulcting with a faculoy member
Cniversitv of Hansas on the writing of job descriptions end position

narcicipaced in the weekly meetings of the central ofiice sta and
Suilding administrators and in the bi-monthly Board of Zducation meetings
ound then rto keneiit my studv oi district administracion.
unile others were

Taopics of

and £
aried - some items came up tine and time agsin
dealn with gquicklwv. 3ample ropics were attendance policies for students,

the Upncoming 2wuard elections, airing needs, 2ducazional




lanouage-ninge

ons, plans,

shared in the necessarv research and presentations

individual responsibility, both successiul endeavors,
vear: the data processing PERSONNEL program and
parking spaces gach of the scheel buildinegs co
serve Cae handicapped.

When the Assistanc Superintendent resicned, I assumed major responsi-
bpility rfor PERSOMNNEL, tne data nrocessing program that helped facilicace
salarv and personnel information., [ was given permission teo supervise the
necessary zrizl run to conduct limited parallel use of the svscem. Uithin

months [ had corrected the programming problems, and tne parallel run
In addition, new capa.ilicies were designed and imple-
the salaryv information could be used in orojecting salary
increases cduripg negeriarions sessions. The full potentizl of the program
aveér reachad, but I was able ro determine Ihat the
could 2e guite useful in personnel administration.

In order to secure citv-designated parking for the handicanped at 2ach

sehool building, T studiad lecal and state scatutes, learned how Lo assess

needs according to architectural and landscane needs and learned how
The resulring parking plan, which conforms to Xansas

ull: implemented belor=s the 1979-1930




Internshiin Activigy

@ cong=r in ordar
T2 decsrmine how Dest to go abour the recruiiment nzcessary to implement
e La : Changes in recruiting ; were clearlv needed.
nad not visited campbuses the previous year: and,
cruitment scemed to have depended solely uton prospective
inz t» placement office noctices. 4As a2 result, the pool
icants was small.
comprahensive plan was needed for another reason. [During
5f 1978, the district had adopted an Equal Employment Opportunity/
on Plan which emphasized che need to emplov 2 nigher
noritwv teachers to meet the district’'s neads. The EEO0/ar
also documented the advisability of emploring more women in administra-
ead men in elementary tfzacher positions.

4 request was made to members of the community to help che svstem
identifyv available minority candidates and under-utilized staff. While
conferring with several community leaders, we found that they were reluctant
to parcicipate because some of them felr that minority applicants kad
aot received fajir consideration in the past and chat onlv lip service
was being paid to improving hiring practices.

Conszquently, central office stalf made making direct contacts with

community Hispanic leaders a prioritv. s a result of this effors, ve

o receive their support. Mames and addressas of possible candidates

322an to trickle in, and we began chree moachs of freguent telepnone

and mail contacts with placement officials, prospective teachers and

retarencas.




ation, and put into
zrant menev Ior the
£o meet Lau n=eds, and an agreement was reached
te combined with district funds £o ¢onduct campus
a1 Texas, California, New Mexico, liebraska, Colorado,
Cklahoma and Nansas.
I made most i the contacts with placemant eIfices and ser nup traval
Ag it turmed our, we had to cancel visits to all the
nia camouses and most of che Texas campuses because we ware unzble
to generate intarest among prosveccive teachers thers, and our cravel
d with Spring Break on a number of campuses. Twenty
campuses in six scates were visited Sv various district cerseonnel, and candi-
twenty were Lnvited for in-district interviews.
andidates Were ofi=red contracts.
in addition to campus visits, we also concactad directors of
rograns, made direct contact with prospective teachers and astablished
2 mora personalized in-district incerview. Escruitment macerial packets

wera made up, and more fhan a thousand were distribucred to students an
candidates who contacted us, to the direcrors of 93 vilingual
rams and at several regional and national meetings wnere prospecctive
tzachers miznt be contacted by district personnel.

caadidates,

Residents of the communirw submitted the names of poO3s

nd =ach one recelived a personal wisic or telephone call. Usuallv che
werz made at night If we wers trying to confact students who ware
in zlass or worked during the dav. Placement directors in thrae states

submitted Liscs of pogsidie candidates for our use, and szch was contacted




nired.
A summary of what our d i about vecruicing
include some Iapor
l. Minoricy often do not make use of university place-—
Tent arz mere likelwv to look on their own
positions, Placing ads in student newspapers before a re-
visits campus is advisable. Campus wisits should be
to one's own state and the contiguous statss. Tros-
in wener states sbould be contactad througn listings
aublisned by bilingual programs.
Recruitment ceaas should be composed of one to three people
who are willing to travel axtensivelw, work havd and ac-
tivalv seek to meet the identified needs of the
rior to wvisiting z campus, make several contacts by letter

and pnone calls with the placemant director. Also have s

oiranned conference while con campus with this individual,

involve minovityv staff in all recruirment efforts, especiall:

with non-minoritw» candidates, 30 that prospective staff rec-
oznize the district’'s dedication to affording educarional
equitv for all students.

Adhere strictly to existing EEQ/AA policv--no prospective
candidate can be dismissed {rom consideration for anv
discriminatory reason.

Uriliza community leaders to identiiv prospective minoriu:
teachers willing to move to wvour school districe.

Ze szure to have a zenerous telepnhone and craval budget.




T2wTIeSSs Of
n Ti i a ;o is icring parceptions
of whnat an iaternship should be, unclear goals znd the usual ambiguircies
Iound in new working relationships.
liabilitwv of "newness' was char ic took awhile for me to gain
Eroit notb enlvy of mv supsrvisor but also of the cencral office
2% mv recent affilistion with the teachars’' association,
etines left out of ongoing situations. The district was faced
with court action involving teacher negotiations and was eventually forced
o reopen the previous vear's aegotiacions. My strategv for coping with
was to make mvself available to assist in non-political

free other central office administrators for negetiations

As the school vear progressed, my assoclated administrator and 1
agraed 2n the nature of mv intern exparience. Our perceptions and goals
pegan to merze in discussions concerning what experiences an intern needed,
The entire support team saw the need for flawibility and mv nead to more

Iv grasp situations, make decistions
Consequentlv, we tried to desizn

my experiences to meat thase goals.

and Profaessional Changes in My Life During Mv Internship

the popular press about women in management cénkters on the
changing social and orofessional relarionships, T can

o the ctruth of chis reporred conrflict. My interaship vear was

2 rather lonely time for me. My teachar friends felt awvkward with my




"one of them' was problem.
time to develep social relacionships wich che adminis-
stafi did nor appear co lncaract
litrle time afrcer working 50-70 4hours a week
relacionsnips awayv from the world of work.
what time I had was 2 problem. 1 devoted wwo summer schoel
as well as the school vear to the internship position and had
no guarantee thact chere would be an administrative position for me with
tha district whan T finicshed. 1T hed to be readv to move to another
scheol districro and, therefore, worked througnout the school veer o
increase ghe salability of @y home and escablish my professional credentizls

with various placemenrt azenciss. By the time 1t became clear that no

position would be available in USD 457, T was able to put my home on the
market and schedule interviews in other school svstems. But throughour
the vear, time management was & problem--too much needed doing in too
liztle time.

Changes in mv prefessional life were also complicatad and time de-
manding. I moved from a well-articulatad positicn as a junior high counselor
and discrice coovdinator of guidance to a vaguely defined job viewed
as a temporary peosicion with expectations, demands and responsibilities
that could onlv be defined with time. s it worked out, I moved Irom the
limited interescs, program supervisions and Zacilitation of student decision-
caking as 2 counselor to the supervision of staff, district decision-making

and shared respousibilities for improwvement of services.

3ecause [ established mv own areas of personal expercise in data

srocessing and reorganized information svstems, project [ollow-up became




for me co leave.

Inallow-up, znd some

Recomeendations [or Future Internships

The administrative internship needs to be 2 paid position, as mine

was, 30 that the intern can participate fullvy in administrative activities
hool day and during free tims.
important that the intarn have time bDullt into her work schedule

to fester contact with other interns, keep svstematic records of progress
and analvsis and to complate necessary classwork leading to certification.

Independently directed projects must be balanced with group decision-
makinz 2nd with Tandling daily routine matters. While myv individual
arolects were of much perscnal interest and value, the discrict profitad
Ivom the activitciaes I did with other district administrators.

i strongly recommend that a disctrict set up an internsnip nrogram
onlv ii there is top-level adminiscrative, as well as discricz-wide,
support for the idez. The intern will need an associated administrater
who nas strong interest in the intermsnip. That administrator must create
a structured support team to meelt with rhe intern periodically to review
progress and to set goals. Also, formal evaluation at fihe end of tha
internship should inveolwe the intarn.

These were the planning, problems, changes, beneficial activities
and recommendations involved in one ICES internshio. My special thanks
to the district administrators of USD 537 and the ICES directors and
coordinatar for their assiscance and support during the tarm of my

internshin.




SUBCONTIACT ACTIVITIE

Nansas, the umbrella orzaniczrion
adminigtrat ciations, provided office space. secretarial
upplias and equivment and services such as photocepving, mailing
and :telephone he ICES coordiracor through ics subcontract with the
Universitr of Nansas The USA and especiallv the executive director,

who also served as an associate dirvector of Proiect

six months of the project were 2specially busy, During

that veriod the project coordinator and two secretaries were hired, and

e cooréinator's office was equipped. ALl these decisions invelved a

neavy time commnizment for Dr. Schreiner.
A subcontract also paid for consultants who worked with the
ividual inrerns. Deannelle Tacha, associate
ool of Law, 2nd 3arbara Wudlacek,
ion, Topeka Public Schools, spoke to interns
during the summer. Dr. derold Regier, vrofessor at the University of
Yansas. went to Carden Citv and Dodge Cityv to work with Sharon Germes
Sherwood and their administracors in the fall of 1978.
Dr. Adkison was first hired, Dr. Schreiner made a special
introduce her to Xansas educators., 3e2cause she was new to the
state, this was especially beneficial. Dr. Schreinzr introduced her
to the State Department of Zducation Advwisory Committee of Suberintendents

and zo the USA zoverning board and other USA committees as well as to

individual educators.




Che T34 worked co iIncreas:z communicacions becwsen Project ICES

and administracors

in the state. [ts newslacter, The Adminiscrater’s lMemo,
cegularls dneluded Informacion abour ICES. Dr. Schreiner encouraged the
olanner ¢f the USA regional meetings in Avgust co put the project on
the agenda, and mosc dic. In addition ICES was in on the program of
the state USA convention for both vears of the nroject. USA alzo nade
forcs ©o have the project included on agendas of meetings of non-USA
eerings such 2s the Nansas Association of School Toards.
Finally, YSA concinued to stcress the importance of
ors from poels which include women and minorltv-group
liaison committee with the Kansas Associazion of
(ASB) . the USA drafted 2 joint statement on "Minorities

and Yemen in Administracion," which was adopted by the USA representative

assembly and tenctatively endorsed by the XASB board of direcetors, Dr.

chreiner helped those interns seeking positions outside their emploving

districts in the job search.
In summary cne US4 provided invaluable assistance in implementing
Oraject ICES. I¢ continues to promote equity im the hiring of administrators
and includes women on its simmificant committzes. The facilities, secretarial
Trice nd supporc provided under the subconcrzct were superior. FKithout

the participation of the subcontractor, the program wonld not have had

PAruntext provideaby eric || ©
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AT LoN

information about Proiect ICES and its results was

essenti ; assure the success of the project in state and second
to @ncourage adoption of similar programs in other states. In-state com-—
munications were important feor several reasons. Publicizing the success
of the program and the aectivities of the interns affesccad administrators
and board members who are in a position to nire interns and archer women
for administrative positions. The clear evidence that the ICES interns
were comperent, effactive administrators would impact future hiring dzcisicns.
second, women in the stace have had little evidence of administracive oppor-
cunities. Publicitv apour the ICES model was seen as one wawv to encourage
other women t2 consider administrative carsers.

The most important wvehicle for statewide dissemination was the United
School Administracers organizacion. USA scructures an effective communica-

tions network used by most adminiscrators. The USA newsletter, The Adminis-

crator's YMemo, regularly included informarion about the project and the

interns. Each intern who cnose to do so wrote a lengtny deseriprion of
the intern activities and career plans to be featured in an issue of the
1

newslatter. Feedback to interns and ICES scaff indicated that adminiscrators
did read the ICES features,.

ICES scaff and interms alsc attanded the vegional meetings USA holds
in Augusc. In 1979, before the internships had bezun, Adkison, Bailev,
and Schreiner covered the regionals and described the project to adminis-

trators. In 1979, after the completion of inceraships, the interns atctended

many of tne regionals.
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featurad 3t the USA annual conventcior in 1973, 1979, and 1920,
971 Cile orogram was imporcanc, =2wven more Lmbortant was the oppor-—
fforded tos interas to meet a variety o7 administracors
stare. Interns indicated that, in their three wvears of
first were regarded as oddities and were somercimes treated
dowever, b the ghird vear thev warz well received, Created
and not perceived as a minority. During those three vears,
iogn oI ocher women in the convention also increased.
the University of Kansas School of éducation
in manv local newspapers, and in Choices, a publicacion of the
Desegrezation Assistence Center, Interns attended 2 wide variecy
cfessional meerings wichin the state during the 1978-1979 school wvear.
A3 it became evident thzr the ICES model could be implemented success-
national dissemination became a priority. As was the case within the
the Jdisseminacion scracegy strassed utilizacicn of communicacions
al

in use bv =2ducational decision makers. At national conven-

nresentaed pazpers and participated inm panels. Papers were

submitfaed to nationallv read publicacd In addicion, two monographs

arzicles wricten by ICES participants were prepared, and four
videotzpes were produced. Table 3 liscs these products.
In addition, publications of others and participarion in conrferences
zenarated considerable interest. The Kavppan, April 1972, in an arcicle
on woman in adninistracion, featured several WEEA-funded programs, inciudinz
in an article by Ellen Kimmel, Derothy Harlow, and Marv Topoping =anticled
rocrams £o Promote “omen into Zducational Administration.” This
reneraced considerable inrersst and requests for informacien, ranzing

from women waniing advice on how fo break into administration te universicy
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