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\ Actigities® Principal Inservice Program aims to help principals
becgme more competent. The two-year program uses facilitators who
vorkiwith groups of six to ten principals so that each can achieve
fou¥  goals: (1) to carry out a project in personal professional '

schools that includes staff involvement: (3) to assist .and- encourage
other group members in their tvo personal and school projects{ and -
{#) to commit themselves to continuous personal improvement in their -
;profession. Data from a survey of 245 principals wao began the _
‘sprogram in 1980 reveal vide ranges in their years of experience and

" ¢#the size of their schools, but indicate that they agree on several
J§¥;nportant issues. The re€pondents are shown to be satisfied with

77 ‘their careers dnd with their role as educatioral leaders but S
¥ gdissatisfied with the number of their froblems, their lack of time to
improve instructional program8, and their personal loneliness. They
‘feel that success with students and staff is the most iamportaut
_aspect of the principalship and that-schools must improve in meeting
students' needs and involving parents.in the educatiomal proceéss.’ .
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P 14 people trained as facilitators who operated in t§A131tes w1th
_a total of 190 principals. My jOb as program devel per was to i
2 " observe each group at least once and I observed two:qroups every
tnme they'met. The purpose of that monitoring was’ ormodlfy the .
™ materials based upon observations. In 1980-81, we,tralned/40 :
L fa01lmtators who are operating in 40 sites with 5'0;pr1nc1 als 1f“
< . engagkd in the first year of ‘the field test of th prOJec . Sevén- 9’
‘ésg of thd’ ten.sites that started.in 1979‘bont1nued i toithe econd., .
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Improv1ng School Practices Through %r1nc1pals Inserv1
, - James LaPlant
L) \ .rx
. ' We have three objectives for this session. First, I wi 1
share some basic concepts which are a part of the Pr1nc1palg
Inservice Program. Second,'I w1ll share data which causes me to . R
feel that tHe principal has been overlooked as a potentlal,5051— . —'ff:
tive force 1ngtheu;mprovement -of“school’ programs. I will take ‘
,,~AJL”approx1ﬁaE;1} thir'ty mlnutes\to do this. Then, we also hare Dr.. ; "
Gerald Prince of the Worthington School System who took part in
the program in Colorado Sprlngs, Colorado and Dr. Harold/Rowe from
. the Westerv1lle School System who will explaln their pan 1c1patlon
* in the program and share with you their perceptlons abou what
happens when people engage in thls Inserv1ce program. 5/ N ;
] Lo : }ﬁ«' ;
. The /I/D/E/A/ Principais' Inservice Program had iﬂé'start in.
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This document has been reproduced as

receved from thé person of organuzation
onginating it
{ | Minor changes havé been made to m\p«ove

the 1978-79 school year when three pilot groups of pr c1pals4§e- ﬂ
- presentlng urban, rural, and suburban school systems. éngaged in a .’

. five month pilot program which -tested out many of thé/act1v1t1es o
that eventually were included in the program., In 1% 9~80, we had :
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that the school is the un1t of change 1n/+he educatlonal system.

- quality school is one in which, all people--admlnls rato
,-Therefore, the 1ntent was to develop a program whlch would help

. can, in turn, improve school - programs for students.

. plan to 1ncrease hlS or, her leadership capability.

.a school 1mprovement pjbject which includes staff involvement in
" addressing an 1&ent1f1ed need within the school.

prlnclpals wh~*MEet .with a trained fac1lltator at least once a

:,'development of the

- L o o .
I have shared some handout material with you which gives you
an overview of the program. Let me point to some'particular ideas
which are essential to.undérstand the Principals' Ingervice Pfogramz’

First of all, it is important to'recognize that we are assuming

We are also assuming that the pr1nc1pal should be a prlme mover O
Another assumptlon is that a

in the school 1mprovement process.
' teachers

staff as well as students are contlnually learnlng and 1mprov1ng.

pr1nc1pals 1mprove their professional competenc1es so that they
Also, the
program would not duplicate traditional 1nserv1ce ‘formats and 1t
would be conducted' locally over an extended period of time. The
program was to complement other staff 1nserv1ce programs of 1nserv4ce
programs offered by professlonal associations, ‘state departments,

and’ unlver51t1es.‘

/ . \
The program is a two-year program whlch focuses on four outcomes.
The lest outcome is personal professlonal development where we
ask each‘prlnc1pal, as a member of a collegial support group, to
deslgn implement and evaluate a personal professional development
The second:-

outcome ls that the pr1nc1pal will deslgn, implement and evaluate ’

“The third outcome,

.is that the colleglal support group will provide assistance and ‘
encouragement to ‘each other as the principals in the group engage

in persopnal profe551onal development and school improvement efforts.

Phis cclleglal support gnoup dutcome is one of the things that prip-

cipals report they enjoy most. Let me mdke a statement abdut that
concept. The colleglal Asupport group is a ‘group of six to ten

month to. engage in ct1v1t1es designed to move them toward the

four' outcomes., The group.also shafes concerns
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and ,gives participants some immediate help on problems that they
. are faclng. We do this through the in-basket problem solv1ng
process and there is a handout in your*packgt describipg that
technique. The fourth outcome of the program is-that the princi-
pal adbpts cont1nuous lmprovement as a way of life and accepts—j
personal responslblllty for h1s or her role in that improvement
pracess. ‘At thls p01nt please turn to the page that says
"assumptions check." You can ‘get the flavor of the program by
looking at these ten statements and marklng the assumptlons
checklist as to whether you agree or disagree or' are unsure
about the particular’ statements.~ I am goihg to stop talklng for
a short time while you actually take that checkllst dnd check

" where you are with regard to those statements. (At this p01nt*'

there was a pause and people took tlme to read the ten statements

and check their agreement or d1sagreeméht with each of the *
‘ assumptions.) ’ | ‘ ' ' \
i o ' o . . -

The degree to Wthh you agree with the assumptlons‘llsted *
would be an 1nd1catlon .of whether or not thls program would fit
your needs. If you had serious disagreement with more than two or
three of the stauEments, then I would suggesf.that the program i
probably would not meet your needs. In case you are interested
in exploring posslble involvement in this program further, the

“next page identifies the next steps to be pursued. What.we aren
suggesting is that if you think you are interested, discuss the '
idea with some other principals and your school dlstrlct admlnl—
strators to g approval to begln to engage "in the process. It
would requlre that the ‘group and the school dlstrlct identify a
prospectlve facllltator who would undergO\a two week /I/D/E/A/

' training session. Since we are moving into a self support phase:
of the project there'is a training fee this year as w>II/as -
fee to covet the ‘cost of reproduclng the materlals. The reasong
for this-is that /I/D/E/A/ and ‘the Kettering Foundatlon are

developmentd&t organlzatlons and we are 1n the process of moying-

- -
L]

‘the project from a development stage to ‘a dlssemlnatlon 'stage.
As we do this, the dlssemlnatlon act1v1t1es w1ll be taken over
by the Center for Admlnlstrator Inservice at the Un1ver51ty of
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.Cincinnati and therefore all of our” training sessions need to be

v

self supporting. _ .

" The other item that you have in your packet that you may

want to take tlme to loo& ‘at further are theraxpanded explanatlons )

of each of the four outcomes, these .are the flrst pages 'of the.
outcome guldes from the 1nserv1dr materlals.

There is also a description of the facilitator training . ;
sessions for the summer of 1981. The six learner objectlves for
the facilitator tradning sessions spell out in rather definite

s actly what kinds of knowledge, skills and attitudes the
facititator will achieve during the two weeks. The f£inal thing
is a registration form in .case you are interested in becomingAa

facilitator.
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The second task was to share some data’ whlch we have collected

from the prlnc1pals who ‘are part1c1pat1ng this year. These data
were collected from the l980-81 group of pr1nc1pals at the

beglnnlnd‘of the®r program. There were. approx1mately 500 principals

to whom we sent the questionnaires and ‘at the point when we ran
it through the computer, we had 345 responses. As we look at the
number of:years in administration, the principals participating
this year repre€sent the ent1re range of experlence and type of
schpol. We have a number of people who were f1rst year princi-
pals and approximately a third of the people who have less°than
five years, experiénce. On the other end of the scale we have i
aboutrone f£ifth of the principals who ‘have over f1fteen years in
their. present position. The prlnclpals represent schools of all
dlfferent sizes. We have principals from very small schools w1th

staffs'of 10 or under and less than 300 .pupils and we have a.good |
representation of schools who have thirty to sixty staff members.

We also have some 21 schools represented -who have over 60 staff
members and over 2500 students.” S0, in general, the principals

- appear to represent all kinds-of schools. Over ninety percent of'

'the pr1n01pals reporting have no tedching responslbllltes and less
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than a‘third of them havg an assistant principal. They head \
elementary schools K-6, middle schools,. grades 5 through 8 or. '
.some portion thereof and high schools. One interesting point
was that more than one thlrd of the principals reported that
their school had some unlque characterlstlc,ﬁuch as team teachlng,

an alternative. school, non-graded or(IGE, etc., - -~

.o Satisfaction with Principalship : , . )
. : 3
When we lopk at the principals' responses to a series of |
_statements asking about their satisfaction with the principalship, -
there were a couple of. ideas that emerge. First, th} principals '

are very positive about their selection of the princiypalship as a

H

career; more than 80% of the pr1nc1pals felt’ that tHeir pOSltlon
. was pérsonally satisfying; they.felt that they were the educational
leager of the échool, and they felt that they had an excEllent//‘-
-opportunity to expand their leadership skllls. They‘felt they
could continue to learn and improve themselves as people and as
principals. Further;80% of them said if they had it to do all’
. over again that they ‘wdbuld probably choose tq become a principal
and that the problems of the job were really challenges that can
become opportunities. "In summary, conffary to some characterlzatlons'

<

of the principals as being .peoplg. who are very negatlve and do not
' ©  see themselves as belng responsible for leadership in the school,
these pr1nc1pals appear to .be saylng €hat they are posltfve and

4

- they see themselves as hav1ng some responslblllty for leadershlp.

7 \ 4

. There was another'set of statements on whlch principals were
. } "divided. My 1nterpretation at this point is that these issues
. 'suggest .some problem areas that need to be looked at further. The
1ssues where there was a d1v1slon of thought were such thlngs'as
© " too many probléms get 1n the way of my being more effectiva. y
' Another was that the. job doesn't provlde enough time to be concerned
: W1th.1mprov1ng the instructional program. A thlr&fltem was that
¢ the principal's p051tlon is a busy one; however, it is very lonely.

- I want you to note that, those three items relate to the four ob-
‘ jectivés that- I mentloged be;ore. The lonellness we, hope will be

.
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~ the most positive aspect bf the prin
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remedied throuéh the collegial support outcome; the’problems would

relate to an activity in collegialpsupportlgroup,_namelylthel.l,4,,44;;

oln—basket problem solving; and not having enough time to be gon- -
cerned about the instructional program is exactly the problem we
are trying to address in. the schoel improvement project. .o -

¢ C . ‘e
Perception' of Job

A4 -~

.

We ask the principals to indicate the most positive aspects .
regardlng their job, the most important job aspects in prlorlty
order, and the least lmportant job aspects. We did some codlng
of their responses and at this time we can report that pr1nc1pals \
see the success gith staff, and succesg with students as being

ééialship. They also saw
those two kinds-of job aspects as being the most important. Running
a poor third was success with school programs and curriculug; less
than half of the principals 1nd1cated this as being a positlve
Tents and community ran fourth. In terms

aspect. Success with '
of the most 1mportant job aspects, working with staff and working

with students were first and second, and a very poor th1rd was

working on curr1culum or, program fmprovements. On the other side .
af the c01n, the least 1mportant aspect reported by pr1nc1pals

involvéd doing paperwork.

. . N ".
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When principals were asked the reasons why they took part in | e

the Pr1nc1pals' Inservice Program, 79% of them sald to. 1mprove
professional knowledge and about 80% of them said to share pro—
blems with colleagues. In connection with my prev1ous comments,

o

about 1mprov1ng school programs, only 22% of them reported that
this was the reason/why they took part in the 1nServ1ce program. L.
—"
Earller, I suggested that the pr1nc1pals saw thelr job as
busy but lonely. We ask them to whom they go to. when they want’

advice about‘a partlcular problem, It is 1nterest1ng that most

of the‘tlme they go to someone in the1r school central admlﬁlstratlvgvn
persons were consulted by only 16% and other prlnClpals were

” =

mentioned by . 18% of the pr1n01pals. A e . e,
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Vlews of Educatlon ’

"We‘ask a‘serleS‘of questlons‘about the‘prrncrpals opinion

regardlng the current state of educatlon and the Future prospects.
Prlncrpals feel. strongly that schoois can develop ‘more effectlve
means for meeting the needs of students,»they felt they could
1ncrease their potentlal to 1mprove "their schoo{s, and they also
felt that a successful school “had to“lnclude active participation
of the parents in the educatlon of the childrgen. There was dis-
agreement on whether or ‘not schools weré doing as well as they
could under current condltlons and there was disagreement whether
or not schools would become eVen more standardlzed in their
operatlon it the future. Let me %ummarlze what I/am gleanlng

~ from this flrst glance at these data. & emphasxé:/lt is the
.first glance. because we are st;ll receiv1ng data sheets from addl-‘
tlonal principals which will be added ththlS group analysis and
that further analysls will allow’ us to make more deflnltlve state-
ments. The-summary statement, that we have been overlooklng the
prospects that are lnhergnt in the pr1nc1palsh1p for the improve-
ment of school programs. We tend to fall 1nto the trap of thinking
of the pr1nc1pal as an . ied" person who ‘is not interested in,
school%lmprovement. These data would suggest the opposltew"The

~ principal is very pos1t1Ve and accepts the responsibility for

school 1mprovement and that we need to flnd more . effective ways of
helping that person achleve school 1mprovement. { -
! SR =T | ‘

At this point, X intrdduced Gerald Prince and then later
Harold Rowe. Dr. Prince shared'w1th the group his'experience of
operatlng 51x‘colleg1al groups in the d%lorado Springs School
System. Dr. Rowe shared-lis experience in Westerville where they

.have two groups of principals who, have engaged in the Principals'

Inservice Program. Also, Hal Rowe facilitated his own immediate
group of colleagues in a variationof the project which caused’
them to look at their” own professlonal development and the edu-
catlonal improvement process within the Westerville City Schools. “\




