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As American education enters the 1990's restructuring has become the latest school reform movement. Advocates of restructuring call for smaller schools, greater decentralization in governance, accountability for outcomes, more autonomy for teachers, a redesigned workload, more parental involvement, and more attention to the difficult task of getting students to develop problem-solving and problem-identification skills. The reforms envisioned challenge the traditional form and function of the American educational system. Basic questions are being asked about the purpose of schooling and the work and role expectations of teachers, administrators, and students.

Consistent with this new educational focus, school districts are decentralizing, shifting greater responsibility to the school site. For district administrators, this change requires a new role. One of coach, facilitator, and mentor rather than manager. The board of education is called upon to remove barriers to building-level leadership; to provide coordination rather than control; to provide resources rather than directives. Superintendents and staff, then, must unlearn their leadership style, moving from centralized managerial perspectives toward non-directive collaborative and delegative styles. Principals, in turn, must be prepared to create the conditions for the development of a professional teaching force, decentralize instructional decision making, and focus attention on teaching and learning activities. These changes should be reflected in the way universities design and implement their professional preparation programs.

PREPARATION OF SCHOOL ADMINISTRATORS
The development of university-based educational administrator preparation programs was influenced significantly by social, political, and economic forces present in the wider society and in the academy nearly a century ago. These forces came together in a driving concern to establish a "professional" status for educational administration programs (Prestine and LeGrand, 1991). Programs rest on an intellectual base borrowed from behavioristic psychology and positivistic sociology. The Philosophical base, one that evolved alongside the programmatic content, is an abiding belief in empiricism, predictability, and scientific certainty (Boyd and Cooper, 1988). The content is based upon a systematic problem-solving model rooted in science and verified by empirical, qualitative research methods (Schon, 1987).

Perusal of school of education catalogs attests to the fact that most administrators are trained as management functionaries in preparation programs that focus on operational tasks. Administrators have been taught that organization are rational, almost mechanistic structures

that operate in a bureaucratic fashion. They have been taught to view administration as a science of control. They have been taught that a system of rules, regulations, penalties, and rewards tied to a hierarchal structure of authority allows administrators to manage their organization in the most effective and efficient manner. They have been taught by professors steeped in the belief that science and research provide the "one-best-way" to administer schools (Boyd and Cooper, 1988).

Critics have reviewed the substantial preparation structure that has been developed by the universities and charged that the programs lack rigor and quality. They have raised concerns about poor candidate selection, poor program design, low fiscal support, and failure to recruit women and minorities aggressively. Numerous suggestions for improvement were offered in reports by The National Commission on Excellence in Educational Administration (1987) and The National Policy Board for Educational Administration (1989). Undergirding these reports is the inescapable conclusion that substantive changes are needed in the programs that prepare administrators for leadership in the public schools.

Evidence suggests the difficulty of fundamental change, given institutional legacy and culture as well as a vested interests created by faculty efforts in earlier attempts at reform. Rather that trying to reinvent preparation programs, most university reform, efforts have viewed the crisis as primarily one of technique, organization and funding. Solutions stress technical concerns rather than social, political, or moral issues. It is argued that raising standards for admission to educational administration programs, increasing the rigor of existing course work and tightening certification requirements are the answers to the pressing problems in educating school administrators. New initiatives have been committed largely to shoring up the principalship, the superintendency, and a number of other bureaucratic roles while studying the conditions for their reproduction. Generally, the program revisions emphasize the pragmatic and functional nature of preparation and are driven by a technical-rational view of "what works" rather than by an image of a professional administrator as a thoughtful, reflective practitioner. As a result, administrators continue to be trained not to challenge the status quo, but to maintain it, not to reconceptualize schools but to reproduce them.

EDUCATING LEADERS FOR TOMORROW'S SCHOOLS
In 1987, the Danforth Foundation launched a significant experiment--the Danforth Program for Professors of Educational Administration. The initiative focused on faculty in departments of educational administration, their programs, and their students. Seventeen institutions have participated in the process of

restructuring their preparation programs. As the Foundation looks to the future, the major changes taking place both in our society and the profession of education must be considered. To bring about significant reform in the education of leaders for our nation, our efforts must be directed toward school reform that emphasizes the reconstruction of administrator preparation programs so that school leaders can think critically about the possibilities of schooling and work to invent schools responsive to the needs of a society in social and economic transition.

There is a need to reconceptualize preparation away from simply technical skills and toward a complex view of school leadership as a shared, reflective, intellectual activity. Today's agenda calls for administrators to find larger meaning to their work than technical efficiency. This implies the need to develop professional practice programs designed to prepare educational leaders who are involved with ideas for change and the spirit of change; reflective leaders who think critically about education as it exists while creating new possibilities for schooling. Such a program would include the components:

1.
A core curriculum that recognizes that administration is an intellectual and moral practice.

Core experiences - a planned program addressing the cultural and political context of schooling, organizational studies, transformative leadership, moral and ethical dimensions of schooling, the history, philosophy, and sociology of education.

2.
A pedagogy that acknowledges administration as craft wisdom linking conceptual, abstract knowledge to the context of practice.

Core experiences - a program structure that enables students to learn how experts solve problems and to demonstrate:

• ability to manage social systems in which familiar and conventional practice is being displaced

•
ability to build commitment--financial, political and social--to the improvement of schools

· capacity to build community and culture

• ability to articulate and communicate a dream, shared vision for a school, a district, or a community

•
ability to manage individual and organizational capacity building

•
ability to think of schools as centers of inquiry about teaching and learning

•
ability to work collaboratively to design democratic organizations

•
ability to identify, manage and solve problems

•
ability to challenge prevailing mental models, foster team learning and develop systemic patterns of thinking

•
ability to engage in a reflective odyssey in practice and self

•
courage, tenacity, and willingness to challenge the status quo in order to transform schools

3.
Instructional approaches that provide opportunities for participants to become more reflective about their actions and develop problem solving skills while providing opportunities to analyze, critique, and reflect on school organizations and the problems of practice that occur within them.

Core experiences - creative experimentation with case studies, simulations, problem based seminars, peer group learning, collaborative teaching with school leaders, and cooperative learning, all of which accurately reflect the realities of a professional organization where success

depends on small group interaction and shared decision making.

4.
A wide array of laboratory settings, jointly operated by universities and school districts, for observation, "hands-on-experience" and clinical inquiry into the problems of practice.

Core experiences -

•
experience of developing models of professional practice where a community of learners can meld field experiences, observation, and theory through focused inquiry into the problems of practice;

•
experience of making "clinical rounds" and applying clinical knowledge to develop a vision of leadership

•
experience of addressing the craftlike nature of administration;

•
experience of creating models of professional-practice where excellent administration is ongoing

5.
A program structure that enables students to function as members of a learning community.

Core experiences
•
experience of working as a member of a team in the actual task of restructuring the work and role expectations of teachers, administrators and students

•
experience of working as a member of a team on problems of practice

•
experience of participating in collegial interaction and discussing shared experiences

•
experience of sharing the full range of program experiences as a member of a group

6.
A research agenda grounded in clinical inquiry into the problems of practice.

Core experiences -

•
experience of developing a new research paradigm

* experience of linking inquiry to the problems found in schools

•
experience of examining new models of professional practice

•
experience of developing longitudinal single-site case studies

•
experience of finding important problems of practice

•
experience of linking intellectual leadership and critical inquiry with the problems of practice

•
experience of engaging in focused inquiry on the core mission of schooling

IMPLEMENTATION AGENDA
Selection
Objective:

The identification of four to six university department committed to the development and implementation of a restructured leadership education program.

Process:

A program monograph will be distributed to doctoral granting institutions conveying the goals of the program. Proposals will be encouraged. Institutions will be selected after a campus visit and interviews with faculty, chairs, deans, and provosts.

Faculty Development
Objective;

To provide opportunities for the professoriate to engage in a faculty development process designed to develop alternative instructional approaches appropriate for adult learners, master new technologies, adapt to new organizational forms, and generate new ideas necessary to reconstruct leadership education programs.
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