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Busy SChOOl admi nistrators have too many 
" fish to fry" to be subjected to remedial, 
piecemeal, uncoordinated, though well in
tended "management training:' 

Administrator 
Development: 
A Step Beyond 
Training 

by John R. Hoyle 
Te~as AIM University 
College Station, Texas 

Shell~ Wilmore has been II junior hi!lh principal to. the 
past II years. Both Sheila and her supervisor know that She 
was hired lIS' schoo l manager and has not kept UP with new 
de'e lopmenlS In Instruction 

Arch Edgell, an assistant super;nlendent In an urban 
West Virginia school d istrict des i res somooay to b-ecome a 
superiMendent In a suoorban district. 

John Winston is an outstandinQ communlcato. and vi· 
sionary lupenntendent in a leading uman school dlstriCI. 
JoI"ln, hOwever, hIlS an admitted problem. " e slmpl1 can't 
manage hi, time well enough to free him from admlnil
tratl .. Iflyl. to Illow him to .,...,,,,,,e ~ ..... in$trucllonal 
programs. 

laura londenberg is. bI1ght elementary teacher who 
has completed her admInistrator ceAllicalion at a nurbV 
unlYefSlly. Sh, now wants to move Into admlnlstf81lon. Her 
school dlSlriCI !las Initl~ted ~ leadership academy wtllch 
witt Include a development pro!)ram for prospectI"9 admIn_ 
istrators. How don She become a part of the program and 
what must she need to learn that her graduate classes In ed
ucational admlnlstrati<ln m ..... not have stressed 

Dev id Wilson. Ph.D. in educational adminislratlon and 
new superintendent In a medium sized dist rict hSS tlHn 
to ld by the lX>ard or education to improve .student teat 
scores. On ly twO Of his 12 principals ha,e taken university 

John R. Hoyle, Is P<oIeSSOr 01 Educational Admlni s· 
tration at Tun AIM Uni,e,sity and specializes In 
Management Tlaining and Assessment, Instruc tional 
MIHIBgem ... t , and Future Studies. He is one of Amer
ica's teadlng relomt-ers in administrator training and 
has nalional .ccillim in luture sludies. He was _ 
!eeled as Ihe 1982 Pro lessor 01 the Vear by the Amtr~ 
can An cei.tion 01 SchOol Administrators, and .,. ro te 
the national AASA Guidelines for th a Praparal lOn Of 
SChOOl Adminl.flralors. He has coauthored iI best se ll · 
ing textbook titled : Skills for Success/ul SChOOl Lead· 
ers, published by the American AssociaHon of School 
Admini s trators and authored numerous chapters, ar· 
IIcles. and p apars. 

CISSMS In recent years and the othe<S are nOI excited aboot 
Wilson's school improvement pl,na. 

All of these people h_ one thin!) in common: they 
need adminislratOr de¥elopmenl planl. (Note Ihat I refuse 
fO use IheWORl t,alnin!); you Iraln leChnlClans and otheo- em· 
pIOyees. but educatIonal mana{/ef"B are prolesalonally edu· 
cated in uni .... "'it i .... and thel. skills are updated in execu· 
Itve development activit iU.! A vlce·president 01 3M 
Corporation and II member 01 the Texas LEAD """isory 
Committee told me that 3M dropped the word "training" 
to years ago trom its yocllbu iary becau.se of Its degrading 
connotatlon_ 3M now says ·'Management Deve lopment 
Plan s." Old habits ot langua~ d ie hard. Murphy and Hal
Ii nger (1987) ed i ted a wide ly read book tl1l ad. Approaches /0 
Adminis/raU.e Training. The Te .. s Stato Board of Educati l)l1 
adopted a management and leadersh l p dll">"eiopment rule to 
implement legislation enacted Initial ly tly thO 691h legisl. 
IUn! In 1984 (TEC t3.353~. The 18"« required Ihat school di s· 
tricts oller in -service "training" In managemenl skills for 
dlstricl adminlstrato",. Back now to the 11"9 edUcatOfS who 
need adminlstrato, """"Iopment plans. Shltila, Arch, John, 
Laura, and [),ayid are experiencing leellng~ ranging lrom 
I rusuatton over lack 01 mobility to be ller pos.fllons and pro
lessional obsolescence. \0 IncreasIng their levels of ""pet
tise in generic and spe<:lflc sl"lla. Each oIthem wanlS 101m
prowt hisllle< behavior and SUCCeed as educational leacler,. 
but they lack the knowledge and skill to dO il. All of them 
may or may not realize that they are In need 01 administrator 
developroont. Realize it Or not, Ihey will acquire new and 
bette r skit ls il they hope to compe te in the clemanding 
chang ing world 01 school admlnl .stratlon . 

The Need to Impreve Admfnl strator Development Program. 
There MS been a growing concern about the ability 01 

uniw",ity preparalion PfO!Irams and professional d ..... lop
menl ellorts 10 create school admlnlSfralO'" wilh Ille "righl 
stull." This genernl concem regarding Ihe Inadequacy 01 ad
ministrator prepara.tion and """"Iopment "as genernted a 
flurry of ref"",, actlYfty. Since t980 numerous auth<H1t!es 
have criticIzed and presenled altem8t1~ $Qlutions to the 
adminlstrntor preparation and develOpment PfOblem_ Pitner 
(t962). Mik los (1983). Hoyle (1965. 1981. I. Cooper and 
Boyd (1967) have reviews 01 past and current p<Oblems in ad· 
ministrator """"Io","ent and presented recommendation. 
an.d guidelines lor program lmpr~men", PIlterson am! 
Finn (1005) assau lted the ettons 01 profossors 01 &<Juea· 
ti onal admin istration by ~I~im l ng that. "survey alte r survey 
01 praclicing admin istfllto" Iilveala that most j udge their 
un i.ersity train ing to hav .. been easy, cori ng, and only inter
mittently usefu l to them In th el' wOK. As with teacher edu
cat ion. one lrequent ly hears suCh phrsses as ·Mickey 
MOus,,·" (p_ 481. Hawley (til88l Is leSS Chafita1>le 10 pmfes-
W'" 01 school administration by asserting that" ___ uncer. 
lainty of pu'pose and lack 01 setl-eSteem .,.,ono the edu~a· 
tlonal administration professorate cont~bule 10 and are 
fostered by low statui nOt only within uni"9rslties but 
w,lh,n schools of edllCati<ln" (p. 85~ None 01 these critics 
hu proposed any new Of stanting recommendations to e .... 
h;mcl the professional deYeloprrl9nl ot school admlnistra· 
tors. Other scholars have mad. leu noise \)ut solid contri
butions to the prnpafatlon and development I>y adyancing 
positive pmposals tor ImpfO'tln"l&nl and relorm. Achilles 
(1988) writes tor those Interested In Impro.lng the proles
sion by stating. "I 'm convlncad t~at now is the time lor new 
viewpoints. new models. new structures in educat ional ad· 
min ist ration. Alllnvoh/oo In this very large 8nterpr ise ne ed 
to bu.ld from a stu rdy t" pod: why, wMI, and how I" (p_ 62) 

Educationa l Considerations, Vol. 16, No.2, Spring 1989 

Busy SChOOl admi nistrators have too many 
" fish to fry" to be subjected to remedial, 
piecemeal, uncoordinated, though well in
tended "management training:' 

Administrator 
Development: 
A Step Beyond 
Training 

by John R. Hoyle 
Te~as AIM University 
College Station, Texas 

Shell~ Wilmore has been II junior hi!lh principal to. the 
past II years. Both Sheila and her supervisor know that She 
was hired lIS' schoo l manager and has not kept UP with new 
de'e lopmenlS In Instruction 

Arch Edgell, an assistant super;nlendent In an urban 
West Virginia school d istrict des i res somooay to b-ecome a 
superiMendent In a suoorban district. 

John Winston is an outstandinQ communlcato. and vi· 
sionary lupenntendent in a leading uman school dlstriCI. 
JoI"ln, hOwever, hIlS an admitted problem. " e slmpl1 can't 
manage hi, time well enough to free him from admlnil
tratl .. Iflyl. to Illow him to .,...,,,,,,e ~ ..... in$trucllonal 
programs. 

laura londenberg is. bI1ght elementary teacher who 
has completed her admInistrator ceAllicalion at a nurbV 
unlYefSlly. Sh, now wants to move Into admlnlstf81lon. Her 
school dlSlriCI !las Initl~ted ~ leadership academy wtllch 
witt Include a development pro!)ram for prospectI"9 admIn_ 
istrators. How don She become a part of the program and 
what must she need to learn that her graduate classes In ed
ucational admlnlstrati<ln m ..... not have stressed 

Dev id Wilson. Ph.D. in educational adminislratlon and 
new superintendent In a medium sized dist rict hSS tlHn 
to ld by the lX>ard or education to improve .student teat 
scores. On ly twO Of his 12 principals ha,e taken university 

John R. Hoyle, Is P<oIeSSOr 01 Educational Admlni s· 
tration at Tun AIM Uni,e,sity and specializes In 
Management Tlaining and Assessment, Instruc tional 
MIHIBgem ... t , and Future Studies. He is one of Amer
ica's teadlng relomt-ers in administrator training and 
has nalional .ccillim in luture sludies. He was _ 
!eeled as Ihe 1982 Pro lessor 01 the Vear by the Amtr~ 
can An cei.tion 01 SchOol Administrators, and .,. ro te 
the national AASA Guidelines for th a Praparal lOn Of 
SChOOl Adminl.flralors. He has coauthored iI best se ll · 
ing textbook titled : Skills for Success/ul SChOOl Lead· 
ers, published by the American AssociaHon of School 
Admini s trators and authored numerous chapters, ar· 
IIcles. and p apars. 

CISSMS In recent years and the othe<S are nOI excited aboot 
Wilson's school improvement pl,na. 

All of these people h_ one thin!) in common: they 
need adminislratOr de¥elopmenl planl. (Note Ihat I refuse 
fO use IheWORl t,alnin!); you Iraln leChnlClans and otheo- em· 
pIOyees. but educatIonal mana{/ef"B are prolesalonally edu· 
cated in uni .... "'it i .... and thel. skills are updated in execu· 
Itve development activit iU.! A vlce·president 01 3M 
Corporation and II member 01 the Texas LEAD """isory 
Committee told me that 3M dropped the word "training" 
to years ago trom its yocllbu iary becau.se of Its degrading 
connotatlon_ 3M now says ·'Management Deve lopment 
Plan s." Old habits ot langua~ d ie hard. Murphy and Hal
Ii nger (1987) ed i ted a wide ly read book tl1l ad. Approaches /0 
Adminis/raU.e Training. The Te .. s Stato Board of Educati l)l1 
adopted a management and leadersh l p dll">"eiopment rule to 
implement legislation enacted Initial ly tly thO 691h legisl. 
IUn! In 1984 (TEC t3.353~. The 18"« required Ihat school di s· 
tricts oller in -service "training" In managemenl skills for 
dlstricl adminlstrato",. Back now to the 11"9 edUcatOfS who 
need adminlstrato, """"Iopment plans. Shltila, Arch, John, 
Laura, and [),ayid are experiencing leellng~ ranging lrom 
I rusuatton over lack 01 mobility to be ller pos.fllons and pro
lessional obsolescence. \0 IncreasIng their levels of ""pet
tise in generic and spe<:lflc sl"lla. Each oIthem wanlS 101m
prowt hisllle< behavior and SUCCeed as educational leacler,. 
but they lack the knowledge and skill to dO il. All of them 
may or may not realize that they are In need 01 administrator 
developroont. Realize it Or not, Ihey will acquire new and 
bette r skit ls il they hope to compe te in the clemanding 
chang ing world 01 school admlnl .stratlon . 

The Need to Impreve Admfnl strator Development Program. 
There MS been a growing concern about the ability 01 

uniw",ity preparalion PfO!Irams and professional d ..... lop
menl ellorts 10 create school admlnlSfralO'" wilh Ille "righl 
stull." This genernl concem regarding Ihe Inadequacy 01 ad
ministrator prepara.tion and """"Iopment "as genernted a 
flurry of ref"",, actlYfty. Since t980 numerous auth<H1t!es 
have criticIzed and presenled altem8t1~ $Qlutions to the 
adminlstrntor preparation and develOpment PfOblem_ Pitner 
(t962). Mik los (1983). Hoyle (1965. 1981. I. Cooper and 
Boyd (1967) have reviews 01 past and current p<Oblems in ad· 
ministrator """"Io","ent and presented recommendation. 
an.d guidelines lor program lmpr~men", PIlterson am! 
Finn (1005) assau lted the ettons 01 profossors 01 &<Juea· 
ti onal admin istration by ~I~im l ng that. "survey alte r survey 
01 praclicing admin istfllto" Iilveala that most j udge their 
un i.ersity train ing to hav .. been easy, cori ng, and only inter
mittently usefu l to them In th el' wOK. As with teacher edu
cat ion. one lrequent ly hears suCh phrsses as ·Mickey 
MOus,,·" (p_ 481. Hawley (til88l Is leSS Chafita1>le 10 pmfes-
W'" 01 school administration by asserting that" ___ uncer. 
lainty of pu'pose and lack 01 setl-eSteem .,.,ono the edu~a· 
tlonal administration professorate cont~bule 10 and are 
fostered by low statui nOt only within uni"9rslties but 
w,lh,n schools of edllCati<ln" (p. 85~ None 01 these critics 
hu proposed any new Of stanting recommendations to e .... 
h;mcl the professional deYeloprrl9nl ot school admlnistra· 
tors. Other scholars have mad. leu noise \)ut solid contri
butions to the prnpafatlon and development I>y adyancing 
positive pmposals tor ImpfO'tln"l&nl and relorm. Achilles 
(1988) writes tor those Interested In Impro.lng the proles
sion by stating. "I 'm convlncad t~at now is the time lor new 
viewpoints. new models. new structures in educat ional ad· 
min ist ration. Alllnvoh/oo In this very large 8nterpr ise ne ed 
to bu.ld from a stu rdy t" pod: why, wMI, and how I" (p_ 62) 

Educationa l Considerations, Vol. 16, No.2, Spring 1989 

1

Hoyle: Administrator Development: A Step Beyond Training

Published by New Prairie Press, 2017



Achilles and other leaders In educational admlnlstra
lion .... Iu that proles ..... nal p<eparatlon at the universities 
Is only pan ot the eo;Iucalion 01 a schoollidministrator. Our 
schools exll! In e t;ost.r;hanglng _ironment. Issues riu 
and lall. valU" change. and new technology disrupts the 
system and otre<s new OWOl1unitiH. The well Pretlared 
SCIloolleatier Is able to meet these chailenQH through stav· 
Ing up-to-date. Tratlitional uni"""ity administratl.e prepara
tion programs alone cannot protluce a pOtiStWld school 
teaoer. The unlveralty programs stress in tellectual d_IOp. 
menl and ._ as &r; ..... ning devices. but the applleo:l5~lIl s 
must be le, rnM large ly in a tield sett ing. The Impetu. ot reo 
form leg islation, along with developments in Ihe .. seer<:h 
On eftec tlve schools and c lassroom Instruction has reo 
su ited In heigh tened act iv ily in administ rator development 
programs. 

AU.,n,t l .. D ... lo_ nl Program. 
This heightened emphasis is characleriZ&d Dy alterna

tive tlevelopment programs focusing on more varied In
struc tional methodologies and dille rent assumptions 
about the lQIe 01 ..::hoolleatlers as teachers and learner. 
As, result ot Ihls new attenl ion on school leade<Shlp, stile 
legislation. univefsllie •• and loundallons have U,.bli.hed 
acaaemles and InSlitUles 10 re·S(:hool admlnlstrato ... Aile. 
a IllOrough review of national and stale IIdmlnlst'lIor acade
mies. II Decame evident that the primary focus on the pro
grama was on school pMnclpals. Con.ent ional willdom , nd 
re search have always led uS to be li ..... that a great school 
almost always booBsts a "Spark plug" princ ipal. 'Spark plug" 
p r l ncl~ I S a.e d~\'Oted to the welfar .. 01 those en trusted to 
them wh ich g;l.ins tne trust and SUPlX'rl 01 teachers. stal t. 
;ond Stud<lnt s. It I. c lea. that !lOad princ;palS are key to good 
schoolS. Howevu •• placing all 01 the emphasis and re
sou'ces on the ~I""ment ot prir><ipalS as the only key to 
school Impl<Wements tails tar sllOrt . All admln;st ,alo~. 
centr .. oltrce statt, p.lnclpals. and lIS\Ilstant prlncl~ls 
must toe Inclutted In prolesslonal development It ..::lIools 
are going to Imp~. 

Opportunities 100" professional d_lopment a.e ... ail· 
able In twenty-one ot Ihirty-nine states responding 10 a sur· 
wy</. They repOrted that they h_ continuous M~llon .. 
qul .. menlS for Pflf1IOns hotdinll certilicat ion 8S SChool ad· 
mlnlstrators (GOU5ha, LoPresli , and Jones, t9S8). Ollieials 
In Ihe other elghleen slates indicated Ihat Illey had no such 
.. qulrements. The Iwenty-or>e states with continuous Mu· 
cation reQuirements Indicated that Q.aduale stUdy. cont Inu· 
Ing educal10n un it s, and clock hours ot Btatt development 
were the primary sources to mee t t he .equ l.emenl$. 
Gousna. loPresti. and Jones alw lound that twelve ot the 
sl,teen large school districts In the sample .equl.ed contln· 
uing education lor all school admlnlst .. tors. 

ACcording to Oaresh il988) admlnlstrllO' In'Hrvlce 
;lnd _Iopmerot prog,ams during the paSl few years hill'8 
the lotlowlng characteristics: 

(aj EUective In·semce is direcled towartllocal needs; 
(b) In·servlce participants need to toe imolwetlln the 

plannln~ implemenlation, and educaMn ot 
progrsms; 

(c) ar;tI.elearnillll processes, ralher than passive 
technlQu" $Uch as lecturers, are viewed 8S 
desirable In·servic .. instructional mO<lel: people 
H eI< In.-olvement ln Iheir learntng; 

id) In·servlce that is part ot a long·term systematic 
stall development plan is more elleCtive than B 
one·shot . shO ll-term program: 

Spring 1989 

Ie) local schoolln·Stlrvlce mus t be backed up by a 
commUmen' ot resourt:es trom the central ottice; 
MO, 

It) ettectiwe in_rvlce re-Qul.n ongoing .... aluation 
(p.22/. 

Daresh continues bydeiKrlblnglive major mooels be
ing applied to in·".A Ice education 100" administrators. The 
first and mOSt popula< model Is grllduate t"",,1 credit 
cou.-at ,university which leads to certi fication arid ad,,· 
o.ee. T~e second mottel IS the In·servlce academy spon· 
sorM by t~e local district Of the state education agency ior 
univers ity). A third mooel ls the short 'lsrm In'seAice Instl · 
lu te orworkshop. Protesslonal associat ions have led to this 
development. The Nati onal Academy lor Schoo l Execut ivM 
sponsored by the American Association at Schoot Ad min is· 
t.ators iAASA) i. perhape tM e best example ot these top ic 
locused workshop~. The tou.th mottel which i. in tne early 
stages ot development 15 the uselSmGnt center concept. 
The original pu.pose ot 'he assessmen t center was to se· 
lec l candidates for administrative posItions. In recent years 
Ihe National Asaoclatlon 01 Secondary School P.inc ipal s 
INASS", and AASA hne delermlned Ihat the assessmenl 
cenle. approach has considerable promise fo. use to. tn· 
service focused On the ;mp~ment ot Job related skills. 
The filth and tIna! model accortllng 10 OSfesh. · ••. is the 
n .. tworl<, or ar.angement _In Individuals with common 
interests torm an alI13IIlCe for mutu" suwort" (p. 22). This 
model is also know" as "pee. assisted" a. "men lor" dewl· 
opment programs. 

The Blooming Acad emlu 
The second mode l desc.lbed by Damsh-In,s"f"I' lce 

academies- I. a .ema. ~ ab l e development which has 
mushroomed since t900. The National Q;rectory of p.inci· 
pal 's Centers i l987) .. co.ds and tlescribes the tunctlons of 
90 Principal'S Centers. academies. and InstitutO$. New York 
Sta'e has ten and Caliloml. lists six to lead in th ......... 
highly •• isible, delivery motte 10. administrator in'""rvice 
d_lopment. Most 01 tM 90 eerote~ have appeared on the 
scone since 1980 and more appear $leh year. The centers 
h_ expanded thel. Inttuence (If tlevelopmental activitlO$ 
to include program. 10' canlr. ollie<! administration as 
well. The number of days. Intensltv. and tollow-up activities 
vary widelV. For ex ..... pIe. partlclpanlS In Ihe Meadow Brook 
Leadersh ip Acao:lemy In Michigan are In.-oilled In to onMay 
worl<shops lor the ti rst year and a amal le! number the next 
)'ear. The Harvam Princ ipals' Center oilers two or th r<l<! ses· 
sions a month. whicn IISltwo Or th ree hou rs. The most Co m· 
man act ivity is the resldenl lal Summer institute and/or 
academy. The Texas A&M Unlveralty Prlnc i pals' Center con · 
ducts a six·week institute wh ich g.ant. six hours at grad u· 
ate cred it arid to llows with a fi ve day Intensivo academy. The 
academy includes nalionalleade.s as preSllnte," and each 
01 the li'>Oallendeefl se1e<: t one 01 tour strand. 10< f'I',sonal. 
iZ&d development. The West VI'glnla P.lnclpals· Academy 
eslablished by the State Department 01 Education In July 
1984 includes an elliensive ten-day summer re.idential ses
sion, lwo 10Uow-up meetln~ 01 two days each. and a year 
long networl<ing system. Anoll>er purpose 01 fhe acaIemy 
Is 10 pn.wlde county Superlnlendenll with Improwetl proc ... 
dures for selecting new principals. The component of the 
Acao:lemy 101"" en!IIC ted i n January ot ' 976 with th .. signing of 
an agreement wi th 1M National Asrsociatlon 01 Secondary 
School Principals INASSp) to operate an Assessment Cen· 
te r based on the NASSP national mottel. The West V I .g l ni~ 
Academy, lil::e most Otnefl, St .. 5seS peer.ass isted lea rnlno 
programs WAL). In the PAL prog.ams prlnc l pals learn how to 
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record tne data wh ile observing a peer, ana lyze what they 
ha.e recorded, and share the fi nd ings with that peer_ 

Collaboratives for All Adm inistrators 
Superin tenden ts and other cent ra l ol l ice admlnistra· 

tors oain their deyelopment opportunit ies through a .ariety 
01 programs. State administrator assoc iat ions have taken a 
much stronge r role in staff development. Workshops stress· 
inO perlormance e. aluat ion to determ ine a superinten' 
dent 's areas of st re ngth and weakness are growing in fre
quency_ Uni.ersities co llaborate with cent ral office admin
istrato r associations and olle r Institutes and wo rkshops 
which co.,,, a w ide range of topiCS and ac ti. ities. An exam
ple of a proless ional association/univers ity collaborative 
is th e annual Adm inistrat ive Leadership Inst itute co. 
sponso red by the Texas Assoc iation of Schoo l Admin istra· 
tors and the Depart ment of Educational Administration at 
Texas A&M Unive rsit y. The most recent Institute focused on 
"Improving Administrative Performance." The seventeen 
hour, two day program cons isted of presentat ions by profes
sors of business management and educational administ ra
tion and by leading Texas superintendents_ Most of one day 
was devoted to peer assisted group sessions. The group 
meml>ers completed a self assessme~t performance inven. 
tory which included seven generi c and job spec ific perfo,· 
mance skil l areas . Each person tabulated hislher perfor. 
manCe scores to identify the skil l areas that needed more 
personal attention and improvement. The IIroups we re con· 
stituted according to administ rat ive posit ion (I.e ., large, me· 
dium, or small c ity superintendent ; assistant superinten
dent , and principa ls). Each group meml>er con tribu ted 
ideas and ski ll buildin\! st rateg ies In each of the seven 
performance domains or areas. Then suggest ions for per
sonal skit l bui lding contributed In each of the groups were 
compiled and mai led to eaCh partic ipant to assist them in 
c reating their personal development plan wh ich is now re
qui red under the state management t raining rule . 

Each participant was awarded a certif icate of attain
ment wh ich granted them management Imlnlng credit re· 
qu ired by the state. The institute was designed as a model 
fo r oth er un iversit ies o r individual consuUants who plan to 
oller in-service management training for schoo l administra· 
tors In Tex as _ 

Since the f i rst wa.e of schoo l reform s, seveml states 
have Initiated collaboratives to make better use of state re
sources. Notably is the Connecticut Academy for Schoo l 
Executi.as (CASE) which was founded as a col laborat ive ef
fo rt of the Connecticut State Department of Education 
(CSDE) and Connect icut Associat ion of Schoo l Adm inistra
to rs (CASA). The Board of Directors includes CSDE, the Con
necti cut Association of Boards of Educat ion, Connecticut 
Associat ion of School Pe rsonnel Admin istmtors , Connectl· 
cut Assoc iation of Secondary Schools , Connecllcut ASCD, 
ConneGticut Coal ition of Educational Leaders, and the Ele· 
mentary and Midd le School Princ ipals Assoc iation. CASE is 
supponed by a major grant from CSDE and by dues from 
meml>e r associates. The purpose of CASE is to prov ide long 
term professional growth opport unit ies for Admin ist rators. 
It is offering pfOllrams On generic and specif ic s~ i ll areas for 
each Connecticut schoo l leader. 

In M ississ i pp i the Schoo l Executive Management Insti
tute was created th rough the Miss iSSippi Education Reform 
Act of 1982. The Institute was formed under the ausp ices of 
the State Department of Educat ion w ith a legis lative man· 
dated Adv isory Board. The purpose of the school Executive 
Management Institute is to prov ide the framewo rk for a va ri· 
ety of leadership, administrative , and management t raininll 
programs which wil l lead in increasing administ rat ive skil l 
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leve ls lead ing directly to the sChool improvement process 
of the Educat ional Refo rm Act. Th is sk il l build ing frame· 
work cons ists of three tiers of development experience: 
1) l>eg lnning admin ist rators; 2) Board Cert ification Pro· 
gram; and, 3) senior administ rators. The act ivities offered at 
each of ~ h ese levels inc lude: sympos ia, seminars, skil l 
bu Ild lng programs, and ' up-date" conferences (three annu· 
al ly) . The in it ia l focus of the programs on sk ill development 
is in the areas of school ellects. research, leadership char
acte rist ics, communication , pe rfo rmance·based accred ita
tion, instruct ional management, staff deve lopment , tests , 
measurement and eval ~at i on , and administrative compuler 
appl icat ion. 

During the next three y~ars the framewo rk wi ll offe r 
twenty or more deoe lopmen t opportunit ies within the Ihree 
tiers_ A schoo l admin ist rato r can demonstrate both skil l at· 
talnment and the app licat ion of skil ls In ~ h e job whiCh will 
lead to recogn ition as a " Boafd Cert Ified Admini st rator:' 

This heigh tened emphas is on ski ll · up.<Jatin~" throu gh 
state mandated o r local ly i nit i at~d performance deve lop. 
men t prollram s for practicing administ rators has encour. 
aged several univers ities not on ly to increase the ir In . 
se rv ice workshops and inst itutes but also to alter graduate 
degree programs. Adm inistra10r certificati on programs and 
masters and doctoral degree programs are t>ecoming more 
concerned about pe rform ance skills and competence 
needed by graduates. The skil l bu ilding is t>eing meshed 
onto standard course work and in expanded ski ll based in
te rnsh ip and c lin ica l experiences in pub lic schoo l systems_ 
Such an effort to balance thoory w ith cll nlcal experience Is 
general ly known as the profess ional stud ies mode l. Th is 
mode! has recently been detai led by the author (1938, 1989). 
~I a n no ng IS underway at Texas A&M Uni.ersity to select its 
forst cohort group and beg in a professional st udies doctor. 
ate in t989 

These degree programs are being strengthened by 
un ive rsity/public school col labo rat ives that emphasize bal. 
ance between the academic content and the real world of 
1he schoo l. 

J.ohn Goodlad and Ann Liel>erman of the Unive rsity of 
W~shon gton are amono the lead ing pioneers in promoting 
un<vers lty and schoo l distfic1 collaboratives _ They have 
found that the lonoerthe co llaborative structure has been in 
exi stence, the more trust ing the relat ionsh ip and the more 
poSS ible it is to create col labo rati ve inquiries of all kinds. 
DaVid Thompson and Gerald Ba iley of Ka nsas State Un iver
sity have written inc ls l.e art icles and col lected others on 
the subject of univers ity/schoo l d istrict collaboration in the 
Fall , 198-8 Educational Considerations pub lished by Kansas 
State Univers it y_ 

These new and promising collaboratives strike at the 
heart of ~hree of the recommendat ions in Leaders for Ameri. 
can's Schools, the report of the Nati onal Comm Ission on Ex· 
ce llence in Educat ional Administrat ion: 

1_ The publ ic schools should share res ponsibil ity with 
un iversit ies and professional o r organ izations fo r the 
preparation of administrators: 

2. Admin istrato r preparation programs shou ld be li ke 
those in professiooal schools that emphaSize theoret
ical and c lin ica l knowledge, appl ied research, and su
perv iSed practice: arid, 

3. Professors sh ou Id co llaborate with administrators on 
reforming curricu la for administ rator preparatioo_ 

The Knowledge Base or What 
It is alarming that on some university campuses and in 

staff deve lopment programs the program planners have few 

Educational ConSiderations 
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clear not ions aooUl lhe knowl edge and sk ills that all edUG3-
tlonal administ rators should possess. Acco rd ing to Peter
son and FiM 11985), 'One com mendable ve rsion was 01-
fered by the American Association of School Admin is
trato rs (Hoy le, 1982) spann ing seven majo, areas of know l
edge and ski ll. Under each of these headings, the AASA 
sugoests admin istrators need a mix of empirical and theo
retical knowledge and they need a tee l for how to put their 
~now l edge and skil ls into operation within the school orga
nization so as to increase it s effectiveness" (p. 53). Th is bo ld 
effo rt by AASA in co llaboration with higher education and 
i>ObllC schoo l adm inistrato rs re mains the on ly set of guide
lines for the preparat ion 01 school admin istrato rs in the 
Un ited States_ The Issue is oot, however, whether these 
Qu ide lines are the ult imate gauge for quality programs; it is 
rathe r than no set of competencies, programs, guide lines, 
and knowledge is commonly accepted as the core for ad
minist rato r pre-se rvice or in-service development pro
grams. It is stri king how the seven AASA major areas of 
knowledge and ski tls are fo und in the pro grams of most 
academies and inst itutes. For instance many state and 10' 
cal district administ rator deve lopment programs st ress 
school c limate and how to improve it , political theory and 
l>u lldlng coal itions, the curriculum and how to bu i ld and 
evaluate it, instructional management systems and how to 
run th em, staff members and how to evaluate them, schoo l 
reSources and how to ut i li ze them, and research plann ing 
and eva luation and how to use them 

In the absence of any othe r guide these other areas 
may have become accepted as a guide lor t>est practice by 
planners of admin ist rative inst itutes and academies. Per· 
haps the nine st udies to validate the AASA competence and 
ski ll s for the successlu t pe rformance of principa ls, superin· 
tendents, and community co ll ege administrators have en
cou raged the wide spread emphasis in deve lopment pro
grams (Hoyle, 1987)_ 

The AASA National EJCecutlv" Development Cente r 
Based on the seven ski It areas the AASA has deve loped 

the National Execut ive Deve lopment Center (NEDC) for ex· 
perienced schoo l adm inist rators who wish to bu ild on thei r 
st rengths and increase Iheir awareness 01 personal and pro· 
less ional know ledge, att ributes, and skills. Th e first pilot 
cente r waS established at the Univers ity of Texas, Austi n in 
the fal l of 1986. The emphasis Is on prol essional growth 
through diagnOSiS 01 st re nglhS and weaknesses and the de
vel opment of a professional growth plan. The program is 
sell-di rected and self·paced with time_sequenced act ivities 
to enhance prolessional growth. The essent ial know ledge 
base Is derived from the competenci es and ski ll s as out
tined by Hoyle, et. aI. , 11985) in SKills lor Success ful School 
leaders . Through several va lidation stud ies it was deter
mined that the essent ial know ledge base lor administrato rs 
should be combined Into fjve teadership task areaS o r do
mains; I) Inst itution al Leadership: 2) General Adm i nist ra
tive Leadersh i p; 3) Human Rel ati ons Leadershi p; 4) liberal 
Education: and, 5) Personal Capabi lities. Eacn leadership 
area has been broken down into task areas , tasks, and sub
tas~s (com petencies). 

Once the individuat accomp lishes goals as validated 
by mentors, peers, and self, he/she may exit the sy stem or 
recycfe Ihrough lhe mode l lor conti nued growth _ Accord ing 
to Hohman (191J.8) AASA wil l establ ish seven cenle!s across 
the United States . He prOj ects that some 16,000 central of· 
fjce admin ist rato rs nat ionwide cou ld leel th e impact of 
thes~ programs which" ___ may l itera lly redeline the profes· 
s iona l dev~topment process for admin ist rato rs" (p. 20)_ 

Spring 1989 

Tho Managemont Profilo 
Anoth er promis ing execut ive de.efopment model 

called the "ManaQ<lment Proli Ie" was developed by Enand
son 11 988). It is a comprehens ive strate ~y for: 

1. Dia~nos i na how eflecti.e a schoo l adminiSirator is 
I ikely to be in fulfil ling the variou s fu nctions and ro les 
associated w ith the manaQement of schools ; and 

2. Establishing individual ized plans lo r professional de
velopment based upon this diagnosi s. 

In ma~i ng tn is diagnosis, an integrated appraisal mea
sure, devetoped by Prolessor Lyle F. Schoenfetdt of the De· 
partment ot Management, Texas A&M Unive rsity, is used. 
The admin istrator's "management profil e" is captured in a 
half-hour Videotaped interview that probes the admin ist ra
tor's views centering on th ree managerial roles and six lunc
tions, and uncovers, In operational terms, how these are fu t
fil led on the job . Also, th e autho r and Erlandson deve loped 
th e Perce i.ed Pe rfo rmance In.entor)' (PPI) to obtain percep· 
tiOM of the admin ist rato r and the administ rato r's subord i· 
nates, superv iSOrs, and peers on how wel l the management 
functions were be ing pe rformed. An analySiS of the video· 
taped inte rview and the PPI is shared w ith the admini st rator 
who, w ith assistance provided by the Texas A&M Univers ity 
Pri ncipals' Center, deve lops and executes a professional 
deve lopment plan lor bri nging the prol ite more c ompletely 
Into line witn personal and prolessional asp irat ions and 
w ith the needs of the school organ izat ion. Ind ividualized 
development plans are des igned with tne administrator 
who is also assigned a mentor or " coach" to ass ist In pro· 
fess ional development. 

The Texas LEAD Center 
The Texas LEAD Center is part of LEAD nat ional net

works described earlier in this .olume. A recent pub lication 
writlen by Director Joan Burnham (1988) and her staff gave 
the fol lowing inlormation On the ro le, focus, and fulure of 
IMe Center. 

Who is irwo l.ed? 
The Center is a collat>orat ive endeavor, pooling the reo 

SOurCeS and experlise from key ent iti es in the state COn · 
cerned with the profess ional deve lopmenl ot school admin· 
ist rators. Consortium cosponsors are the Texas Associa
t ion 01 School Administrators , the Texas El ementary Princ i
pals and Supervisors Associat ion, and the Texas Assoc ia
tion 01 Secondary School Pri ncipa ls. In addit ion to the 
preS idents of the three cosponsor ing organizat ions, a 
seven-member governing t>oard includes leaders rep resent
ing business and indust ry, the state education agency, col
leges of education, and reg ional education service centers 
A 33-member adv isory committee oflers further statewid e 
access to e'pertlse, gu idance. and re sources . 

How Does the CenterWorl<? 
The Texas LEAD Center serves primari ly as a deve lop

mentat R&D center. To accompl ish its mission of strength
ening educational leadersh ip development, th e Center con
cent rates on l ive major l unctions: 

• Co ll ecting informat ion on feadership ski lis, traini ng, 
and practices. 

• Developing and deli ve ring leadersh ip t raining 
serv ices. 

• Provid ing technical ass istance and con sultati on. 
• Disseminating and support ing ut ilization 01 

inlo rm at ion_ 
• Fostering interotgan izat ional collaborat ion. 
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ThIJ LEAD Cenle .... p<imary sl .sleglel;ue: 
• Tralnlng-04.Uainers. 
• use 01 work·leams (las!< grouPI) made up 01 p.aclilion. 

ers, OIM' educalOrs , and pri_ale SKlo.leade<s_ 
• DeWllOpm<!<l1 01 slale and nal1on9ol nelworks to pro..-ide 

InpUT In training and planning and to dlsseminale LEAD 
Information. 
6urnham (1988), described the success of the l i,SI year 

by stat ing tM fo llowing: 
"As e n ..... R&D Slatew lde technical assislanco 

clnler lor &<;hool adminiS1falorS, Ihe Tlxas LEAD Cen· 
Ie. has an e. clUng year. Ool1ng tna SKoncI year oflhe 
LEAD Cenle., we will be conllnulng our el lons to pilol 
exemplary programs and leadership practlce, _ An im
portant aspect 01 that developmenla! thrust will be the 
continued elfons to wort< coIlabo.atl",ly .,ilh the p<I. 
_,te Metor to adapl some of tllelr oulstaooinll man· 
lIOemtlnt development lrainlng for &<;hool leaders 
Tralnersw il l be trained In LEAD programs. wh o wil l, in 
tum I r~ln administrators Ihroughout the state. It is an· 
t iclpal&d that those trainers will generate from d iye rS9 
"CIOft In the state alread~ Inwol.&d wllh school lead· 
e.shlp r:\e'ffllopmenl (e_g_. p«llesslonal a."""iatIonS. 
SChool dlslricls. education" "rvlce cenler. and 
unl'fflrsltles~ 

Prolesslonal developmenl prog.aml selecled lor 
the l ralnlng-ol-trnineos ellon will .. dresllhe gen"';c 
COre Curriculum skil ls and job-sptCilic . kill. dis
cus"" In the Man"!l"ment and Le"erst\ip OeYelop
mtlnl SSDE rule 10. school administrators. Some 01 
tho~ programs will be tMse th at were alsO pilot&d 
through the summer 11988) conlract wilh tne Texas Ed· 
ucallQn Agency. 

The Texas LEAD Cenler t>elloYls that tile opportu· 
nll1 10' adminislrators 10 have a greal !leal 01 say 
lDOut thel . p.olession,1 development plans is a 
unique one" (p. t l. 

A LEAOC_at 
The Tuas l EADCenief holds much promise lor a W<If1I. 

Ing collabo.ative professional develOpment model. In spite 
oltha addilional linancial supporllrom the Te~as Educat ion 
Age n c~ and the numerouS activiti es underway. problems 
loom on Ihe horizon. The burn ing questions center on the 
role of lha uni.ersily schoolS of edYCatlon in th<llong run 
and on lhe tlOIKIy role 01 thl co.po.ate sector in assiSi ing 
with Ihe manao_nt training and developm",,!. UniYO!osi· 
ties are nol diSpOSed to create non-credll administrator In· 
service on , .eguls basis_ University acholafS lend to look 
upon admlnl$lr.lltiWl itHeMe'" I "quick fix" lackinll51S
tematic learning and a solid reseln;h bUe. COrporn!e t"';n· 
ers .... prone to think that educators h_ lillie background 
In gene,,1 management tralnlnll end SHk to "run" 1M 
scl>OOl admln lstralors through management 101 o. rerM' 
dial content that is laught in graduate p r~'M!rv i ce programs 
in entry leve l educational administrat ion courses. The 
LEAD Ce nl~r. univers ltiu. and the Cuslne,. ""c to. need 10 
00 alot 01 talking and planning i f a sySl&matic . ... quenli.l. 
MIl WO<kabie madel lor admlnlslrallon development is to 
eme.ge, Time will lell if these IhfH actOfs will and can join 
handS. Busy school adminlslralOf' h_lOO many "Iiro 10 
I ry" to De subjected 10 remedial. plecemeat. uncoominaled. 
thoug~ well Int""ded "manaoement 1fainin(j." The LEAD 
Cenler haa located the belte. pieces 01 thol puule. Now th~ 
hope I. thlt the vision is clea.- en<lugh to fit the pi~s Into 
an integrstO<l picture 01 sooeess lyl SI.II !!evelopment 10' , II 
Tau, SChool admlnlSlrators. The ssme hOPIIl're.ails in all 

Olhe. states looI<ing fo.lhe Deal <ole for LEAD 10 play In f. 
cll'lSl,nll a coominaled. eriecl,Ye administralor _lOp
menl program_ 

CO<\Ct ~s-ion$ 

SheHa WHmore, Arc~ Edgell. John Winston , Lau.a lan· 
denberg, and David Wilson COyid each be ove .... Mlmed 
with the plelhora 01 developmenl acllv illes de'l-C rltled In 
Ihls ar1 lcle. O>ercholce IS the prob lem. How do they know 
which de_elopmenl acll.lt~ 1$ for them? 

Researche.s remind UI Ihll all school man""", 
should demonSlfate competency in bOth generic and IPI' 
clalla<! skills. Howeve •• obMrve .. h ..... 3gfHd Ihal the 
complexit los in I he &1 udy 01 educational adminisl rlllion can 
ha.-dly be reduced to a IptClflc l ist 01 compelencies and 
skills. If you the reader were pusl>ad to pro..-ide a develOP
ment p<OQram lor ""l' 01 our Ilve educators mentioned 
abo>e, ... hat would you tell them? Wh at program .rould you 
dlr&el them 10? Since stall development program, tend 10 
Imllale one anOlher, dev&lopmenl and trainlnQ st.etegles 
and techniques lend to be faddl.h, i.e" effect iye schools re· 
search based on "the li ve ~o"elates." The faddish, Qften 
qulek-lix characleristics 01 _Iopmenl can be diminished 
by systematically delermlnlng lhe training development 
needs 01 the adminislratlve slati and ol lhe indMdual. In 
th,' way, manall"menl developmenl p<og.ams will use InIO<' 
.... nt!ons only 10. lhe admin,stftttOfS and Ihe silualions 
wtlere needed. II the management development PJOQram Is 
cente.ed on the following three questions. then you proba
biy will help our I i ... O<Iooato" select the program thai tIIs 
their needs: 

II) Wne re is the developmentltraln lng needed In the 
school dislflcl? 

121 What mUSI the admln l.trllOrs learn in order to per· 
lorm lhe job efle<:lIW1ly? 

(3) WIlo needs ' he dewelopmtlnl and 01 what kind? 
To answer lhese Ih.H questions requires lime and ~u· 

man resources_ Howewe •• llln'Mrvicedewelopmen' Is really 
to be successlul in helping each of our five O<IucatOfs klad 
more productive IiYes and &chools, Ihen the time MIl .e· 
SOU~8 musl be supplied, The objecti""s of ""lY develop· 
menl program must take fnto account the job desc~pTlon 
and respons ibilit ies of the pos ition held or des ired by Ihe 
lnd iYidual. Task idenl ifical ion wh ich focuses on tM overt, 
observable behav io", IhBl sre Involved In perlo,mlng an ad· 
mlnlSlrai lve lOb myst alSO be preaenl in a succu"ul doyel· 
opment proq.am_ Unleu lhe In·"rvice program's able<:· 
lives are based on • job analyMs and a task ir:\entillc"ion. 
lhe program wililikelylo be merely another w~sleol ~ ime 10. 
the hauied scl\ool adminlstretOf. 

It aeemsciear thai all pcog ..... smust include the loch· 
nolog1 and resources 10 diagnose and map out Ihe 
strengths and areas 01 less sirength of a pers<>n's IeBOer· 
ship and man3\le-ment skills, The ident if ied areaS of less 
streng th are the beginning ala personal deyelopmenl plan 
which Inc ludes fo.mal presenlat l O~$. readl~gs. Observa· 
lions. and peer and menlo r assisted leaming. If these com· 
ponenls are present Shel'-. Arch. John. Ll<lra, and David 
...111 grow prole"lonally.nd be prepared 10 create le"nlng 
en_lronmenl$ where all siuden" can and ... ill klsn. 
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