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.. -Preparation of Principals

ﬂ Aidala, Gregory. “A First Step for Administrative
Experience: The' Internship.” Catalyst for Change,
11, 2 (Winter 1982), pp. 9-12. E] 259 497.

The importance of the internship as part of the prospective
school administrator’s degree requirements is evident. But what

. are some of the essential elements that are part of a sticcessful -
» internship? In this descriptive article, Aidala uses his own personal

experience as an intern to provide some answers to this question.

The central element of any effective internship is careful plan-

nlng Aidala describes the function of the early planning stage as

"an attempt to compile a suitable list of activities tasks, or func-
tions to be performed by the intern.” Establishing an appropriate
relationship between the principal and the intern is also important.
-Meetings should be held frequently and should not be limited to
a discussion of problems; general comments, suggestions, and
words of encouragement are all beneficial.

Aidala also comments éin the timing of the internship. Although
++the internship normally occurs toward the end of the student's
degree program, there are some instances, he notes, when better
results might be achieved if the student serves the internship near
the middle of the degree program.

The assessment and evaluation procedures are one of the more
misunderstood aspects of field training, Aidala claims. [valuations
should occur throughout the internship, and the entire evaluation
process should be designed to provide “continous feedback
through periodic meetings” that include all parties involved. “The
final written evaluation to be completed at the end of the intern’s
experience,” says Aidala, "is merely a summarization of earlier

exchanges among participants.” ’
3 Alle—r;, Carol, and others. “Made! for Administrator
Training, Development Uses Both Theory and Prac-

tice.” NASSP Bulletin, 68, 468 (January 1984), pp..
14-19. £] 291 452. '

The model described in this article is intended to serve as “a
framework for improving administra* r performance in the prom-
otion of the success of the individual and the organization.” The
model is hased on contingency theory, which recognizes that
educators must base their administrative deeisions and choices
updn the characteristics and environment of their schools of school
distt cts, in conjunction with the particular kinds of tasks they
wish to carry out.

The Contingency Framework for Administrative Develepment
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(CFAD) model is conceptualized as three concentric circles, each
circle representing one dimension of the decision-making process.
The three dimensions---administrative tasks, administrative pro-
cesses, and administrative traits-——contain spec ific clements, for

example, instruction and curriculum in the task dimension,

budgeting in the process dimension, and problem analysis in the
trait dimension. By matching the appropriate element in each
dimension to the particular activity to be carried out, principals
can identify the pertinent theoretical bases for making efficient,
rational decisions.

The authors provide a few specific examples of how the CFAD
model can be used in administrative practice, and they recom-

mend that principals be taught to use it during their preservice
training. They point out that this early exposure to the: _FAD
model would enhance the principal’s understanding of educa-
tional theory and its practical applications.

S} American Association of School Administrators.
Guidelines for the Preparation of School Adminis-
trators. 2nd ed. Arlington, Virginia: American As-
sociation of School Administrators, 1982, 21 pages.
ED 229 825, :

The American Association of School Administrators (AASA) in-
cludes in its guidelines what it helieves are “the most vital goals,
competencies and delivery components that should be included
in school administrator programs offered by colleges and univer-
sities:” These three aspects of administrator training are subdivided
into seven “theoretical foundations,” or areas in which any pros-
pective school administrator should receive training,

The suggestions made in the puidelines reflect AASA’s belief
that the goal of any academic traiping program should be to pro-
vide its trainees with the capacity for "designing, implementing,
and evaluating a school climate improvement program”; “under-
standing political theory” so that it can be applied to federal, state,
and local school management situations; developing a systematic
school curriculum program; learning to manage the various com-
ponents of instructional systems; assessing and implementing staff
development and evaluation activities; managing resources,
human and financiad; and “conductingresearch and using research
findings” in educational management settings.

The conclusion warns that “inadequacies in the training and
development” of school administrators “will soon translate into
burdens to be endured by generations of adults.” AASA issued
this publication in an effort to prevent that problem,
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Barth, Roland. “The Principals’
University ™ Paper presented at the 8tst Annual
Meeting ot the National Catholic Fducational As-
sociation, Boston, April 2326, 1984, 14 pp. LD
246 540,

Roland Barth established the Principals’ Center at Harvard in
1981, Here Barth surveys the progress the center has made in
delivering inservice training to principals.

With about 5,000 ducs-paying members, the Principals’ Center
marshals the expertise ot the partic ipatmg principals, university
faculty, graduate students, and outside consultants in an eifort to
improve schools bv improving the quality of sc hool administrators.
The center operates under the guidance of an advisory board
comprised of school principals and university faculty.

The center's own training program ofiers carefully welected in-
service topics centered around such themes as “The Prine ipal’s
Role in Teacher Supervision and Evaluation.” Programs are offered
in various tormats — lectures, group disc dssions, and workshops,

'-'f_i’llrti('i;).lti()n is strictly voluntary. The center, says Barth, is not

meant to "tix” weaknesses in principals who are “egtto the center
by concerned school digtricts; instead, it is meant to ofter help to
those who genuinely want it and seek it out. "Most actiyities are
retreshingly froe of back row cynics and critics. With the choice
to attend comes an openness to learning.”

Barth identities several factors that the center considers essential
tor its succoss, It first secks to improve the seli-c onfidence and
selt-esteerg of principals at o time when public support for them
is waning. The setting at Harvard provides an atmosphere of re-
laxed vet serious inquiry away trom the day-to-day pressures of
the school site. Other important aspects of the program include
the diversity of participants ancl teaching methods, the use of
principals themselves as resource persons, and the sense of the
principals "owning” and operating the center. .

The center’s philosophy of fostering learning, rather than force-
feeding intormation is the key to its success, or as Barth describey
it: "We are telegraphing she vital message that prinsipals ¢an
become learners, and therehy leaders i their schools,

Educ ational Leadership, 41, 5 (February 1984), pp.
0-56. F) 293 149, .

How would principals benetit ittheir training programs .neluded
instric tion in the decision sciences? Brightman answers this cues-
tion by describing four specific decision science models that he
belteves would be usetul to prine ipals in their roles as educational
managers. :

Faoma survey of 39 principals, Brightman ¢ oncluded that the
majoritv of the principals he studied could be ¢ lassified as “ontrep-
reneurs” and “disturbance handlers,” two terms he horrows from
Mintzberg's list of managerial roles. Training programs should
emphastze skill development in these two areas, Brightman con-
ludes. ) .

The dicision sciences ofter toc hniques principals can use in
their roles as distuthance handlers. Two such tools are the
Fishbone diagram and the Kepner and Tregoe technique. Fach
- thod provides a structural approach to problem solving, The
Fishbone diagram helps the principal identify possible ¢ auses for
aspecifte problem and thus can be an efficient method for solving
it The Kepner and Tregoe technique is Mso structural: it uses five
heywords for problem identidication (what, when, where, scope,
whoy and four specitic factors to be considered when seeking a
solution. Usetul charts and diagzanis accompany Brightman’s cle-
scriptions,

The principal is often an entrepreneur in the sense that he or

Qe seeks to plan, design, and implement carriculum improve-

Brightman, Harvey ). “Improving Principals’ Perfor-
mance Through Training in the Dedision Scientes.

'

Aruitoxt provided by Eic:
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Center at FHarvard -

ments or dther educational improvement projects. The two deci-
ston science tools useful in this arca are the Situation Audit and
the Nominal Group technique. The tormer procedure involves
group discussion ot particular school improvement issues. It com-
bines comparative technigues (other schools or school districts),
personal opinion, and careful planning, all as a group function.

The Nominal Group technique helps facilitate meetings that
evolve from the Situation Audit. Brightman gives four ruloes for the
Nominal Group meeting, Lach groupmember evaluates the situ-
ation independently and privately, then gives a personal analysis
before any discussion takes place, Once discussion of the issues
begins, any member is free to comment, positively or negatively,
on any other member's approach, i a consensus is not reached

Ltter discussion, each member votes on the issues, and the results _

are used as a basis for a final decision.

®

An assessment of five standard approaches to delivering inser-
vice to prin'('ipdls is tollowed by a description of the innovative
Principal’s nservice Program. The tirst approach, university course-
waork, is the most widely used format for inservice delivery. “Uni-
versity courses are excellent ways for participants to earn degrees,
satisty scholarly curiosity, or meet state certitication require-
ments,” the authors say, “but as long-term solutions. . they are
quite limited.” ¢

Institutes and academies serve the principal’s specific needs
more effectively, Daresh and LaPlant believe. nstitutes, work-
shops, and seminar events are valuable for the flexibility they
allow in scheduling and subject matter. Their chiof drawback is
the short-term nature of the learning experience they offer.
Academics, on the other hand, are a permanent arrangement.

Competency-based training, though traditionally associated
with preservice training, can he successtully integrated into inser-,
vice delivery systems as well, The last of the five inservice dolivery
maodes, networking, is defined a8’ “informal arrangements that
emerge as the result of administrators seeking other administrators
who share similar concerns and potential solutions to problems.”
The cooperative nature of networking is its greatest strength; ity
informality aad loose structure is its greatest weakness.

Combining the strengths of several of the other delivery systems,
a relatively new approach is the Principal’s tnservice Program,
First established in 1978-79, the progrom has grown rapidly and
is now being disseminated nationwide. The essence of its succoss
is the sense of collegiality it offers to participants. Six to ten prin-
cipals and a facititatos meet monthly “to work on long- and short-
term problems and also to critique openly and honestly their efforts
to improve themselves and their school programs.” White Daresh
and taPlant do not claim that the Principal’s Inservice Program
is a cure-all for principal inservice ills, they do note that "it is
being received with enthusiasm by practitioners across the nation.”

Daresh, John C., and LaPlant, James C. “Inservice
for School Principals: A Status Report.” The Execu-
tive Review, 3, 7 (April 1983), 6 pages. FD 233 434,

~ Erlandson, David A, “Language, Fxperience, and
Administrator Preparation.” Planning and Chang-
ing, 10, 3 (Fall 1979), pp. 150-56. ) 210 922,

Field internships are an important part of most educ ational ad-
ministrators” preservice training. Erlandson has sovere misgivings
about the way field internships are curreitly administered. “The
nation of the spare-time internship, fitted o' the conveniences of
the intern’s full-time job, is one of the central fallacios in current
conceptions of the internship,” he says: .

Lrlandson proposes a more intensive internship experience in
which “the prospective administrator shoulel be pritnarily.a student
of educ ational administration in a field sotting, I)uriny this period,
this role should not be subordinated to another role, whether that
of a teacher or administrator.”
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Much of Erlandson’s-article is concerned with the "critical inci-
dent technique.” This technique requires interns to cgllect and
write descriptive accounts of various administrative events that
ocear in their school, In regularly schoduled‘inte:(nship seminars,
students can exchange and discuss the se specific incidents with
other interns, this process rapidly increases the intern’s knowledge
and understanding of the. various kinds of functions administrators
actually carry out.

Erlandson believes this process leads to the union he destres

. hetween academic training and field training: "What this specific

technique attempts to do is to introduce into field learning a sym-
biotic relationship between language and experience (or, if the
reader prefers, between theory and practice) so that each can
build upon the other.” * '

,

Geraid, Virginia, and-Sloan, Charles A. "Inservice
Education Program for Principals Promates Effective
Change.” Catalyst for Change, 13, 3 (Spring 1984),
pp. 12-14. E) 290 080,

To improve the quality of instruction in a suburban Chicago”
school district, statf development specialists initiated a program
that first trained principals to recognize and master research-val-
idated teaching methods. Then it required the principals to ob-*
serve, train, and advise their own teachers in such methods.

The core of the principals’ inservice training came from
Madeline Hunter's model of clinical supervision. Ten monthly
Inservice sessions were devoted to training principals in clinic ol
supervision. After this period, principals began using the methods
i practice teaching sessions. Classroom observations and peer-

" group $neetings were carried on as well, and monthly half-day
A

Inservice activities continued.
When the principals had mastered the teaching tec hniques and
O _rpened their analysis and conferencing skills, they began their

10

awn inservice programs for the teachers in their schools. After
training the teachers, they began frequent classroom visits and
teacher conferences to facilitate implementation.

The teachers and principals involved in the project completed
a suvey after two years of the program. The project coordinators
report that over three-fourths of the principals believed that their
knowiodge ot and effectiveness in ifistructional planning had
greatly increased. Other program benefits they identified included
increased classroom observations and teacher conferences beyond
those required by the program, and an increase in schoolwide
principal-led inservice activities for teachers.

The teachers who received training from principals also re-
sponded positively to the program. They perceived an improve-
ment in the conferences and in the assessments of the principals,
as well as in the.principals’ ability to help them develop more
effective teaching strategies. :

One final outcome the researchers report is an improvement in
the principals’ teacher evaluations. Evaluations after the program
started included maore careful analysis of a teacher’s effectiveness,
and the principals seemed to gain self-confidence in their abilities
because “they viewed themselves as being more skilled at recog-
nizing elements of effective teaching.” ‘

9

Mclntyre’s discussion covers the three broad elements in the
structure of educational administration training programs—the
trainees, the trainers, and the training. Noting that individuals in
charge of degree programs are responsible for selecting the most
qualified students, Mclntyre argues that entrance requirements for
programs in educatioral administration must become more strin-
gent, despite the fact that many small programs might face extinc-
tion it fewer applicants are accepted. .

One trend #n training that geceives the author’s approval is the
involvement of practitioners in the traiMing process. Although uni-
versity faculty remain the primary deliverers of preservice training,
more and more practitioners are being.included in hoth preservice
and inservice training activities. "This trend,” says Mclintyre, “of- -
fers some real apportunities for improving the quality of the pro-
grams.” .

Finally, McIntyre addresses the subject matter and delivery of
the training curriculum. He considers a full-time internship to be
essential regardless of the burden it places on the trainer and
trainee alike. He also approves of university programs that produce
generalists in educational administratian rather than specialists.
Specialization orcurs during the internship or over the course of
one’s career, he says.

If those who design and deliver school management training
programs begin to take the sometimes difficult steps he suggests,
Mcintyre foresees “results that will make a big difference in Amer-
ican education.” ) ’

Mcintyre, Kenneth. “Training Programs for Princi-
pals.” Theory into Practice, 18, 1 (February 1979),
pp. 28-32. ¥) 208 738. '

’

Olivero, James L. "Prin("ipdls and Their Inservice
Needs.” Fducational Leadership, 39, (February
1982), pp. 340-44, F) 257 923,

Olivern bases his discussion of administrative inservice on the

, , L
“premise that "of all educators, principals may have greater needs

for renewal than anyone else.” The inservice oportunities that do
exist for principals are frequently ineffective, he says.

The changes, Olivero seeks for inservice delivery are basic.
Superintendents must become actively involved in inservice pro-
grams for principals, and principals themselves should play a role
in selecting inservice topics and designing programs. There must
be a continuous structure in which subsequent inservice activities
build on previously administered ones. Incentives for participation
need not always be financial, Olivero points out; participants °

4
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otten feel equally r('w.lrdv(}‘ when their efforts are publicized or

when they receive special recognition awards.

In his conclusion, Olivero identifies six specitic areas in the

inservice delivery structure that should receive more emphasis,
Networking, he says, should be used more frequently; individuals
and institutions that offer high quality programs should be iden-

tified and publicized by state departments-of education. State

departments should also move toward developing a more com-
prehensive, carefully planned framework for administrative inser-
vice, and they should be prepared to spend more money on such

programs. Another point Olivero stresses is the need for improved

communication between researchers and practitioners. His final
recommendatioit.umes the use of computer technology to deliver
inservice pmgmm’s toprincipals of small schools in rural settings,

It

This brief article describes a school principal internship program
sponsored jointly by the Richland County, South Carolina, School
District and the University of South Carolina. The authors claim
that the program traips prospective’ prifcipals to “assume leader-
ship, in planning, implementing, and evaluating selected prac-
ticum experiences; to put theoretical knowledge te work: and to
acquire new knowledge and skills in school administration, ”

The practicum involves the student, his or her university instruc-
tor, and the supervisor at the intern site. The intern first completes
a self-assessment measure that allows the direc tors to individualize
the_ipter_n's program. From eight major administrative fask areas,
one area is selected for primary emphasis in the intern’s program,
and another area is designated for secondary emphasis. In the
areg of primary emphasis, the intern must “develop a product or
refine a process currently in use at the school! site.” The intern
must also conduct a variety of other duties to ensure a broad
understanding of administrative processes. '

During the fitteen-week internship, the university instructor and
the site supervisor meet with the student and observe the intern’s
activities. The student is required to keep a log, which is used for
discussion and evaluption purposes. At the end of the practicum,
the site supervisor ajd the urtiversity supervisor each completes
an evaluation of Y intern’s performance. Grades are assigned
these evaluations. ‘ :

: report that most interns voluntarily spend far more

Pellicer, Leonard O., and others, Do It First, Then
Talk about It: A Principalship Practicum.” Phi Delta
Kappan, 65, 6 (February 1984), p. 429.E£) 293142,

than the required number of hours on their projects when they
discover that the program gives them the "opportunity to grow
professionally” as well as “to put theory into practice.”

IL@ . Prince, julian D. “Preparing Prin ip.yl's as Instruc-

tional Teaders in Fiiective Schoolss A Suc cossful Plan
of Action.” ERS Spectrum, 2, 2 {(Spring 1984), pp.
3-10. E] 301 286. :

When the Tupelo, Mississippi, Municipal School District began
classtoom implementation of an outcome-based educational for-
mat, it soon becanie evident that the principals overseelng im- .~
plementation needed improved skills as instructional leaders in
outcome-based teaching methads, In a pilot study the most effec-
tive instructional management program was found-to rely on brief
but frequent classroom visits.

In the academic year following the pilot program, all district

* principals were asked to spend at least one-fourth of their time
on direct instructional management. They were encouraged to
visit at least three different classes each day for about ten minutes
cach. The ten-minute visit “was designed as an ice breaker,”
Prince reports. "We hoped that once in the classroom the principal
would stay longer. This occurred. Soon, most principals reported
visits averaging 20-25 minutes.” Although the average of three

o Visits a day was not reached at first, “as the year progressed,

regular classroom visits became a habit.” :
‘During observations, principals judged the teacher’s strengths
and weaknesses in using out~ome-based teaching methods. In
addition, the participants gelped teachers set instructional goals,
kept daily activity logs, and assisted teachers in overcoming any )
identified deficiencies. g ' )
To equip principals with the necessary skills for effective jnstruc-
tional management, program organizers offered a 40-hour work-
shop based on Madeline Hunter’s Mastery Teaching Techniques.
Principals also received am additional 45 hours of training in such
areas as test development, pupil evaluation techniques, and
methods of using assessment data for problem identification.
Although evaluation of student achievement test scores has not
vet been completed, participating principals rated the program
-very highly at ts conclusion, The investigators believe their instruc-
tional management training program can extend beyond “ine
bounds of outcome-based instructional settings and can be used
with equal success in any school district with a well-organized
curriculum. :
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