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National Policy Board Discusses Future of NPBEA
On January 5, current National Policy Board president Gene Carter (Executive

Director of the Association for Supervision and Curriculum Development) convened the
group's past presidents to discuss the future of the Board, occasioned by the resignation
of Scott Thomson as NPBEA's executive secretary. President Carter asked the panel to
consider three questions: Have we completed our work? If not, what do we do next? How
do we do it?

The panel met throughout the day, reviewing the original goals of the nearly eight year
old Board. When established, the NPBEA committed itself to the improvement of pre-
service preparation of educational administrators, the improvement of continuing profes-
sional development (including issues of licensure and certification), and confronting the
issues related to gender and ethnic diversity within the profession. The panel cited a fourth
implicit goal, that of providing a regular forum where the education and practice arms of
the profession might meet to address issues spanning the boundaries of the member
associations. In reviewing the accomplishments of the Board, the panel noted that the
fledgling organization had established itself as a presence in the profession and had, in fact,
made significant progress on a number of its goals.

David Imig, chair of the panel, agreed to prepare a draft of recommendations emerging
from the discussions, to be presented to the full Board at its regular meeting on January 22.
That meeting will also consider the options for hosting the secretariat of the NPBEA during

the next five year period.
The NPBEA has its roots in UCEA's National Commission on Excellence in

Educational Administration, a commission which produced a set of recommendations for
the reform of administrator preparation in the mid 1980s. The initial idea for a national
policy board was Dan Griffiths' who chaired the National Commission. He and Forsyth
lobbied executive directors of the key associations for support and ultimately convinced
David Clark and colleagues at the University of Virginia to host a secretariat for the group.
The Danforth foundation provided the financial support to establish the group and it has
continued to provide grants to fund projects and operations. Board meetings are held in
the Washington DC area at least three times a year, attended by the executive directors and
presidents of the nine current member associations: AACTE, AASA, ASCD, CCSO,
NAESP, NASSP, NCPEA, NSBA, and UCEA.
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UCEALOOKS
FUTURE WITH
COMMITMENT

TO TH E

We must look to the future. UCEA's deep commitment to ongoing
improvement is clearly expressed in our mission to improve educational
administration preparation and research. Across the years UCEA has

relentlessly pursued excellence and has contributed a great deal to the
advancement of the profession. We look to the past with pride, knowing
our accomplishments, and we look to the future with hope, believing that
UCEA has the ability and dedication to fulfill its commitment to improve-
ment. Our place in the evolutionary improvement process and our
responsibility for nurturing the future are described in the poetic voice of
Maya Angelou (1993) who wrote, "When we cast our bread upon the
waters, we can presume that someone downstream whose face we will
never know will benefit from our action, as we who are downstream from
another will profit from that grantor's gift." In the evolution of educational
administration preparation and research, we have profited from the actions
of those who have preceded us. It is now our responsibility to take action
which will benefit the future of our profession. My talk with you today is
a call for your dedication to our mission of improvement and an invitation
to actively participate in the process. First, I will describe briefly the
planning process and the thinking that has emerged thus far, and second,
I will propose some possible frames of reference for further thought and
valuing as we look to the future.

The Planning Process
.It is out of a sense of commitment to continuous improvement that the

UCEA Executive Committee chose to embark upon a planning process for
the future. Recent conceptions of change informed the approach to our
improvement process. Planned change in an organic human system is
viewed as collaborative problem solving or a meaning making process
which often becomes snarled and tangled yet propelled forward by the
overall dedication and new understandings of those involved within the
organization. Advocates of chaos theory would suggest that evolutionary
change cycles through periods of seeming chaos and periods of order
across time and that organizations Ii ve and flourish because their members
make meaning of their circumstances which are often paradoxical in
nature. Margaret Wheatley (1994) has observed, that one of the most
potent shapers of behavior in organizational life is meaning. ..A self
organizing system has the freedom to grow and evolve, guided by one rule:
It must remain consistent with itself(orits meaning) The presence of this
guiding rule allows for both creativity and boundaries, for evolution and
coherence, for determinism and free will" (p. 135). Experiences of change
in education inform us that meaningful change occurs through members of
the organization coming together to solve their real problems (Fullan,
1991). Planning for change then becomes the process of thinking together

about our meaning or purpose and making decisions to take action.
In mapping out the planning process, the Executive Committee

ascribed to the valued principles of broad-based member involvement,
shared leadership, focused problem solving, openness, and two-way face-
to-face communication. We were all mindful that a thought filled process
takes time and requires focused energy by the members. Hence, we
adopted the following guide to our planning process. First, the Executive
committee identifies UCEA' s strengths and weaknesses and external
conditions and identifies themes or possible directions which UCEA could
pursue for the future. Second, PSR's review the themes with their
colleagues and identify the most valued themes with a list of possible
specific initiatives for each. Third, in small groups at this Plenum meeting,
each PSR reports his or her institution's top valued themes and related list
of possible initiatives. Then, each Plenum small group completes the task
of identifying the group's most valued themes with possible specific
initiatives for each. Fourth, at its December 1995 meeting, the Executive
Committee reviews the Plenum information, identifies the overall priority
themes, and develops plans consisting of goals activities, resources, and
timelines. Fifth, the Executive Committee recommends the plans to the
Plenum for its mailed ballot approval in January 1996. Following
approval, the plans will be turned into action.

I am pleased to report that the planning has progressed. The first stage
is complete, and we are in the midst of the second stage. Over the past year
the Executive Committee had some major decisions to make; we had to
deal with the unanticipated resignation of President-elect Ann Weaver
Hart and the anticipated major decision of selecting a host institution for
our consortium headquarters, and yet the group remained resolute in its
commitment to planning for the future. Our experience over the past year
reminds me of the dedication and patience required to move toward the
future, while dealing with the present. First, and most significant. the
Executive Committee reviewed and affirmed our commitment to the
UCEA two-fold mission to improve educational administration prepara-
tion and research. Then we engaged in a focused deliberate process to
identify UCEA's strengths and weaknesses, external environment condi-
tions, and themes or possible directions which UCEA could pursue.

Strengths and Weaknesses
In thinking about UCEA's strengths and weaknesses, the Executive

Committee identified 40 perceived strengths and 35 perceived weak-
nesses. I will summarize our thinking in an effort to create a stream of
continuity of thought as you join the process. The Executive Committee

(continued on page 6)

NancyA. Evers ~
University of Cincinnati
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NEIL THEOBALD
RECEIVES 1995
CULBERTSON
AWARD

Nominations for the 1996 Jack A.
Culbertson A ward are now being ac-
cepted. At the discretion of the review
committee, the award is presented annu-
ally to an outstanding junior professor of
educational administration, in recogni-
tion of his/her contributions to the field.
Written nominations should include four
copies of: (a) the work for which the
professor is being nominated and a brief
(1-2 page) description of how this work
meets the award criteria, and (b) the
nominee's vita. Submissions should total
no more than 25 pages, including the
nominating letter and vita. The letter of
nomination must clearly state the
contribution(s) to be evaluated and the
support materials sent should pertain spe-
cifically to this contribution. Books and
other costly materials will be returned on
request, after the review committee com-
pletes its work. Individuals may be nomi-
nated more than once, provided they con-
tinue to meet the criteria.

Individuals nominated must have been
professors for six years or fewer, and
currently serve in a UCEA university.
Contributions for which an individual may
be nominated include, but are not limited
to the following:

-an innovation in training,
-a published book,
-instructional materials produced,
-a new course or program developed,
-a completed research project and/or
other related project.

Criteria used in selecting the outstand-
ing contribution are: (a) innovativeness,
(b) originality, (c) generalizability, (d)
potential impact, (e) relation to UCEA
goals, (t) significance with respect to the
training mission at the individual's insti-
tution. (g) degree of effort required to
produce the contribution, and (h) extent
of support for the effort provided by the
candidate's employing institution. Dead-
line for nominations is May 25, 1996.

Neil Theobald (Indiana University) was selected as the 13th recipient of the Jack A.
Culbertson A ward. He was honored at the UCEA Convention '95 in Salt Lake City for
his outstanding contributions to the field of educational administration. The presentation
of the award was made at the Convention opening session by Martha M. McCarthy
(Indiana University) who is a UCEA Past President and a colleague of Theobald's at
Indiana University.

Theobald completed his Ph. D. at the University of Washington in 1989, his area of
focus being educational finance and economics of education. He began his education
career in the public school system as a mathematics, social studies, and English teacher.
In 1993 he was promoted to the rank of Associate Professor at Indiana University. Prior
to arriving at Indiana, he was an Assistant Professor at the University of Washington. He
received the 1990 Jean Flanigan Dissertation Award from the American Educational
Finance Association for the outstanding doctoral dissertation study of educational
finance.

He was nominated for the Culbertson A ward for his research on educational finance
and economics. His work has been published in a number of journals, including The
Journal of Human Resources, The Journal of Education Finance, Educational Evalua-
tion and Policy Analysis, Journal of Research in Rural Education, and Management

Information.
Theobald has edited one book, The State of School Finance Policy Issues and has one

currently in press. Still in the early years of his higher education career, Theobald has
an impressive canon of book chapters, refereed articles, book reviews and presentations
at professional meetings.

Since 1982, the Culbertson A ward has been a means of recognition for the unique
contributions of outstandingjuniorprofessors and a way to honor Jack A. Culbertson who
inspired many young professors during his tenure asUCEA Executive Director of the

consortium.
Previous Culbertson award winners are Patrick B. Forsyth (1983, Oklahoma State).

L. Dean Webb (1984, Arizona State), Jeri Nowakowski (1985, Northern Illinois),
Joseph Murphy ( 1986, U ni versity of Illinois), Walter H. Gmelch (1987, Washington
State), Charol Shakeshaft (1988, Hofstra), Carol A. Veir (1989, Texas-Austin), Paul
V. Bredeson (1990, Penn State), Kent D. Peterson (1991, Wisconsin-Madison), Ann
Weaver Hart (1992, Utah), Paula M. Short (1993, Penn State) and Stephen L.

Jacobson (1994, SUNY-Buffalo).
Contributions to the fund are welcome and tax deductible. Checks should be made out

to The Jack A. Culbertson Fund and sent to UCEA, 212 Rackley Building, University
Park, PA 16802-3200. The annual winner is presented with a plaque and a small cash

award.
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NOMINATIONS PAUL GOLDMAN PRESENT"" CAMPBELL LIFETIME
ACHIEVEMENT AWARD AT UCEA CONVENTION

BANQUET

The Roald F. Campbell Lifetime I
Achievement Award was instituted by i
UCEA in 1992 for the purpose of recog-1
nizing senior professors in the field of I
educational administration whose pro-I
fessional lives have been characterized
by extraordinary commitment, excel-

lence, leadership, productivity, gener-
osity, and service. At the same time, the
award celebrates the remarkable pio-
neering life of Roald F. Campbell,
whose distinguished career spanned
many years and exemplified these char-
acteristics.

The criteria to be used in selecting the
recipient include:

.longtime distinguished seryiceas
teacher/researcher in the field of
educational administration,

.superior contributions to the field's
body of knowledge,

.recognized leadership efforts to
improve the field, especially the
preparation of educational
administrators and/or professors
of educational administration.

[Note: The UCEA Executive commit-
tee chooses the recipient and is not Obli-

1~ated to make the award every year.]

The award consists of a unique bronze
eagle and a presentation ceremony.
Nominations must cite evidence re-
sponsive to the criteria listed above.
Donations to the Campbell Award Fund
are welcome and tax deductible. Please
make checks payable to the UCEA
Campbell ~d Program. I

I'm honored to introduce my colleague and friend, Richard A. Schmuck, this year's
winner of UCEA' s Roald Campbell Lifetime Achievement Award. -

Dick has been at Oregon so long it's easy to forget he had a life before coming to
Eugene. Dick grew up on the Northside of Chicago and graduated from high school in
Michigan. After a freshman year at Ohio Weslayan, he transferred to the University of
Michigan for a BA in English, an MA, a Ph.D., and an assistant professorship in
psychology. After a brief tenure at Temple, he arrived in Oregon, a full professor at age
3[ He was our Associate Dean during the 1970s, and in that position was a vigorous
advocate for gender equity, inclusion of minority students, and innovative programming
in educational administration.

Dick was a pioneer of organizational development in schools. His persistent themes
are cooperation; participation, and democracy. Characteristically, his books have been
collaborations, at different times with Pat Schmuck, Matt Miles, Phil Runkel, and others.

Hundreds of school leaders have called ort Dick to help them practice what he
preaches. He has consulted in more than thirty states, six Canadian provinces, and fifteen
other countries. Working with historically disadvantaged populations is especially close
to his heart. His consultation is hands-on, with educators who want badly to make their

schools better places to teach and learn.
Phil Runkel, who worked with Dick on countlessOD projects and through all editions

of the Handbook, describes the values Dick projects:
"Dick is a man of vision; that is part of his effectiveness. He can see a world of

education in which people rarely need to be told what to do by administrators and
experts [He is]. an exceptional person who does not believe that the management of the

world must be turned over to its exceptional people,"
Dick's influence on school in Oregon has been profound. Dr. Nikki Squire, his former

student and now superintendent of a large district outside Portland, wrote the following:
"To school superintendents and principals, the Handbook of Organization Develop-

ment in Schools is the "Green Bible," When the school district I lead faced fiscal crisis and
downsizing, we turned to Dick for consultation. When the legislature mandated that we
unify with six other districts, Dick's papers and books guided the creation of a collaborative
process that engaged several hundred citizens and staff in designing their new governance
covenants. When one of our school faculties found itself divided, they asked the school
district.to seek Dick's facilitation of a process to rebuild collaboration,"

Dick is a wonderful teacher. His lectures are learned, and he is brilliant at mixing
group process activities with academics. His comments on student papers are legendary:
extensive, detailed, and usually fairly critical. But he finds positive things to say about

every student's work every time.
On a recent trip to Taiwan, one of Dick's former students took Dick and Pat from

village to village, at each stop introducing his own former students. "This is my teacher.
That makes him your grand-teacher," There are thousands of students around the world

for whom Dick is grand-teacher.
Now I don't want you to get the idea that Dick is a complete paragon of unmitigated

virtues. He probably works too hard; his idea of a really good lunch is a six-mile run. He's
partial to terrible jokes. But anyone who imagines the Chicago Cubs will one day reach
the World Series must have a profound belief that any organization can live its dreams and

realize its potential.
Scholars and practitioners in educational administration have been fortunate that Dick

Schmuck has devoted his professional life to writing, teaching, and participating in the

development of our field.



Winter 1996 5

Nancy Evers, Colleen Capper, and Nel Noddings. The music we
hear includes the sounds of structural-functionalism, interpretism,
critical theory, and feminism, The sounds swell around us with
contributors from the International Association of the Study of
Cooperation in Education-Shlomo and Yael Sharan from Israel,
Elizabeth Cohen, Robert Slavin, David Johnson, Mara Shevin-
Sapon, Spencer Kahgan, and Neil Davidson. It includes over 125
educators who have written dissertations with my guidance. they
are spread around the globe in Australia, Canada, the two Chinas,
Brazil, Chile, Peru, England, the Netherlands, New Zealand,
Norway, Germany, Denmark, Sweden, an South Africa. In turn,
they have spawned hundreds of educators in more than 175 school
districts and divisions who live the concepts, values, and methods
of organization development: A kindergarten in Ashland, Oregon;
an elementary school in Copenhagen, Denmark; a self-governing
middle school in Trondheim, Norway; a lower primary teaching
team in Goshen, Oregon; a multiracial high school near Capetown,
South Africa and the Eugene Cadre of OD specialists.

The choir and orchestra could fill the Mormon Tabernacle;
their sounds would remind us of the last movement of Beethoven's
last symphony when the chorus bursts forth with Schiller's Ode to
Joy-we hear: ..AIle Menschen were Schwesteren und Brtideren"-
All people will be sisters and brothers.

The choir is accompanied by an orchestra with musicians from
the indigenous peoples of the world, who also value interdepen-
dence, democracy, and community. Their music explains that our
ultimate achievements are not found in self-actualization or indi-
vidual pert'ormances-no, rather, the music proclaims that the
highest points of human development are in community actualiza-
tion, in the we more than the me, and in the moral values of caring,
inclusion, and respect for everyone. Our transcendental choir sings
of transactional communication, teamwork, equality and equity,
polyarchic influence, and respect for the individual.

As only one representative for those who believe that the
supreme value of school administration is to facilitate development
of a democratic community of learners, a community in which
interdependence is valued over individualism, where democracy is
valued over hierarchy, where caring and helping are valued over
autonomy and isolation. and where we work together, indeed, to
make school everybody's house, I proudly accept the 4th Roald F.

Campbell Lifetime Achievement Award.

Nothing sounds sweeter than the music of public recognition
from one's peers for a lifetime of academic work. I am deeply
touched and my heart sings out for this honor. Mine, is only a
single voice, however, in a large choir of voices that should be
taking part in this happy moment. The choir in which I am but one
singer is international, multiracial, androgynous, and transcenden-
tal. Writ large, it is the choir that sings of the great American
experiment in democratic participation. Writ small, it sings par-
ticularly about democratic school leadership.

The choir drew breath 99 years ago when John Dewey and
colleagues wrote the score for a laboratory school in what was to
become Roald Campbell's Chicago. Chicago, gateway to the
heartland and America's gift to cultural pluralism is the city, too,
of my own birth and youth. To the east, Walt Whitman's poetic
voice sang of American democracy, while Mary Parker Follett
gave voice to the power of democratic administration. To the west,
the music grew to a crescendo with the powerful voice of our
virtuoso, Kurt Lewin who collaborated with action researchers in
rnidwest cornfields not far from where Anton Dvorak composed
sounds of democracy in "The New World Symphony." Nation-
wide, during the year of my birth, 1936, Kurt and colleagues, from
New York to San Francisco created SPSSI, the Society for the
Psychological Study of Social Issues, which sang about the social
responsibility of social scientists.

The lyrics of our choral music come from Dewey, Whitman,
Sandberg, Parker Follett, Lewin, and a host of our parents, such as
Jacob Moreno, Ronald Lippitt, Alex Bavelas, Morton Deutsch,
Ralph White, Margaret Mead, Solomon Asch, Ted Newcomb,
Muzafer Shrif, Kenneth Clark, Rensis Likert, Dan Katz, Helen
Peak, Martin Buber, Harold Proshanksky, Amatai Etzioni, Dou-
glas McGregor, Ken Benne, and Leland Bradford. They sang
about concepts like: caring, collaborat.ion, communitarianism,
cooperative goals, democratic leadership, empowerment, group
dynamics, interdependence, I-Thou relationships, link-pin struc-
tures, nurturance, social support, networks, super ordinate goals,
common ground, team building, and trust.

Standing nearer to me in the choir are Matt Miles, Arthur
Blumberg, Philip Runkel, Pat Schmuck, Mike Milstein, John
Goodlad, Paul Goldman, Ken Kempner, David Conley, Diane
Dunlap, and Ellie Perry. Near us, we can hear the voices of Charol
Shakeshaft, Susan Rosenholtz, Judith Little, Sarah Lightfoot,
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our mission of improving educational administration preparation and
research, weneed to forge strong alliances with other professional associa-
tions, non-UCEA member institutions and schools. We need not give up
our commitment to quality; we simply need to invite others to help us
accomplish our work through welcomed membership, affiliate member-
ship, or partnership.

I would personally characterize the Executive Committee's consid-
eration ofUCEA's general condition as having great strength with some
weaknesses which can be addressed.

External Environment Conditions
In thinking about UCEA's external environment conditions, the

Executive Committee gernerated a list of 34 threats and opportunities to
UCEA. We must know and deal with external conditions in order to
continue to improve. These conditions can be labeled as external condi-
tions in order to continue to improve. These conditions can be labeled as
threats or opportunities dependeing upon one's perspective. I encourage
you to review the complete list which is reported in the 1995 UCEA
Plenum Agenda and Appendices. In general, external conditions sur-
rounding UCEA are very turbulent. All levels of education in the U.S.
continue to be under attack. Society is demanding that shoo Is do a far
better job, while withholding needed resources to adequately educate all
of its citizens. Blame for inadequate education has been aimed at
practicing educational administrators and those who prepare them, result-
ing in an overall effect of a devalued profession. In the current context of
shrinking resources for universities, there is a reduced number of educa-
tional administration faculty and programs. On the other hand, in spite of
a negative context, school personnel remain committed to their mission
and are seeking to serve the complex needs of youth and their communities
by focusing on learning and linking with multiple agencies. Within
universities, colleges of education have committed to reform, have linked
with other disciplines, professional associations, and schools, and have
begun to induct more diverse professors and students. Knowledge
continues to explode, and increased technological advances enable access
to information.

(Continued from page 2)

sees great -Strength in UCEA' s talented and dedicated people, our culture
of pride, our commitment to improvements, our enabling structure, and
our capacity to influence practice, policy, and research.

-UCEA is a human enterprise which provides (orums for talented
faculty and students to meet and continue to grow. The research talent of
faculty at the member universities is a rich resource to fulfilling UCEA' s
mission. The work ofUCEA is primarily accomplished through individu-
als who voluntarily take responsibility and follow through and through a
committed leadershiptearn.

-UCEA's has a culture of pride. We enjoy status as a premier
organization with a long-standing commitment to excellence and equity.
This organization takes pride in a strong record of accomplishments which
include the provision of forums for stimulating and reporting research and
the productions of useful instructional materials. Individuals have per-
sonal affection for the organization, and the organization recognizes and
celebrates extraordinary achievement and generosity.

-UCEA has a strong history of improving education administration.
Grounded in a development orientation and focused on improvement in
our field from and institutional rather than an individual perspective, we
have a system for routine self-study and reflection by members. We also
provide national forums for debate about professional problems, which
make it possible for us to capture the tensions of our field and face the

dilemmas.
-UCEA has an enabling organizational structure. We have an

extremely well defined mission and the capacity to support our programs
because we have strong member institutions. We have the capacity to
employ a full time Executive Director, and we have a stable and talented
central office which is hosted by a member institution. We have a balanced
array of routine and temporary activities. The Plenum is a mechanism for
representation and participation in decision making. A small size of 54
members makes it possible to know one another and to have the organiza-
tional flexibility to respond to new ideas and initiatives.

-UCEA has the capacity to influence practice, policy, and research
nationally through our own forums and through increased collaboration
with other professional organizations. Interuniversity cooperation within
the consortium fosters growth and the potential to impact the field.
Because our members are widely distributed geographically, we have
increased potential to communicate with and influence many places. We
have further capacity for national influence through membership on the
National Policy Board for Educational Administration {NPBEA).

While it may be more pleasant to identify UCEA's strengths, the
Executive Committee took on the hard task of also identifying UCEA' s
weaknesses. It could be said that our strength is measured in how we
confront our weakness. The Executive Committee sees weakness in

UCEA's resources, structure, and "elite" status.
-UCEA has limited resources. We lack the revenue needed to support

new programmatic initiatives and the development of funding proposals.
We rely on membership fees for solvency, and because there is a
continuing decline in member institution resources, it is difficult to tap into
those resources for additional support. Regarding human resources, we
have a limited number ofUCEA staff, and increased demands on profes-

sors reduce their life space for UCEA.
-UCEA's potential is limited by its lack of organizational clarity.

There is a lack of clarity of roles and relationships among governance
bodies. The turn-over of Plenum members year after year creates a lack
of continuity. We have limited success in building and maintaining a sense
of our history within member faculty. Member faculty have difficulties
staying informed and are, therefore, less empowered. When we think of
the organization, we focus too much on structure and not enough on action.

-UCEA is perceived as a small "elite" organization. This perception
separates us from others, when we need to be connected. In order to fulfill

Possible Directions
After considering UCEA' s strengths, weaknesses, and external con-

ditions, the Executive Committee identified themes whichUCEA might
pursue in the future. These themes are viewed as possible directions or foci
for our work together. The order of presentation of these themes should
not be construed as an order of priority.

1. Address the most vexing problems confronting education today.
Stimulate and focus efforts on collaboratively solving current real chal-
lenges in education (e.g. expanding social problems, demographic changes,
youth at-risk, economic challenge, moving from management to leader-

ship, adopting equity, developing learning communities).
2. Promote research studies of school administration. Examine the

traditions, current issues, and future challenges of research in educational
administration and develop several compelling research thrusts which
would engage UCEA faculty and doctoral students in large-scale studies
requiring local data collection.

3. Institute a major curriculum reform study. Examine and recom-
mend curriculum changes focused on improved school and district lead-
ership, including teachers, administrators, and community members as

leaders.
4. Develop first rate learning and instruction tools. Develop, pack-

age, and implement instuctional materials (e.g. the IESLP Project, the
Case Project products, a videotape series on topics of concern to practitio-

ners, etc.).
5. Establish a policy advocacy focus. Influence national and state

policy affecting educational leader preparation and school administration,
perhaps through collaborative efforts with the NPBEA.
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Nel Noddings (1992), Lynn Beck (1994), and Carol Gilligan (1982)
all call us as educators to follow an ethic of care in making choices. These
scholars describe an ethic of care as having a focus upon persons and their
development. This view of caring is consistent with the fundamental
purposes of education. Nel Noddings has said that whoever a student is
"she needs, as we all do, to be cared for. Her need for care may require
formal respect, informal interaction, expert advise, just a flicker of
recognition, or sustained affection" (1992, p. 173). Lynn Beck (1994)
concentrates on the ways an ethic of care can and should inform the
practice and preparation of educational administrators. Her research
demonstrates that educational administrators can'do much to cultivate or
destroy a school's caring ethos which is related to student achievement and
teacher's sense of efficacy.

In caring for children's communities, we seek ,to improve the human
condition, We care about children growing up in communities which
demonstrate respect for human dignity and social justice. Communities
that respect the dignity of each person, regardless of race, gender, ethnicity,
sexual orientation, or ability, honor different perspectives and are open
environments for learning. Discourse on socialjustice starts logically with
the proposition that all people are created equal. The responsibility of a
just community is to offer fairness; no one should be pulled down or
dismissed. A sense of justice inspires individuals to act with prudence,
courage, and wisdom. Henry Giroux (1988) and David Purpel (1989) call
us as educators to gain an understanding of the "common good" and to
determine "morally sound ways to pursue this good." Giroux (1988)
challenges us all to develop "norms of solidarity, sympathy, caring,
friendship, and love" (p. 59), Believing in the "intimate relationship
arnong society, culture, and education," Purpel (1989) asserts that ethics
of social justice and caring should be joined so that youth can come to know
"just, loving, and joyous communities" (p. 152) in which all persons can
grow and learn.

I ask you, "With a commitment to caring for youth and their
communities, what future directions and specific initiatives should UCEA

pursue?"

6. Promote global understanding of educational leadership. Estab-
lish initiatives intended to increase understanding of practice, prepara-
tion, and research outside of the United States.

7. Improve UCEA governance. Examine organizational improve-
ment in UCEA. (e.g. state or regional UCEA affiliated organizations,
clarifying or refining governance bodies, establishing a committee struc-
ture using PSR' s as chairs, establishing a forum to work with UCEA deans,
creating a renewal mechanism).

8. Collaborate with school administrators. Develop several projects
in collaboration with school administrators.

9. Provide professional development opportunites for new profes-
sors. Plan and implement professional development opportunities for new
professors of educational administration.

10. Disseminate information from the UCEA Convention. Publish
the papers from the UCEA annual convention.

You have been asked to discuss these themes with colleagues at your
home institutions and to come to this meeting with a sense of priority
among the themes and a list of specific initiates for your priorities.

Frames of Reference for Our Thinking Together
We have come to a significant stage in our process of planning for the

future. As a consortium dedicated to improvement, we have thought about
our mission, our strengths and weaknesses, our environmental conditions,
and our possible directions. Now we must make some clear choices for the
future; we must come together to choose our direction and choose some
specific initiatives. Making these choices is too important not to be clear
about why we take a particular direction. I would like to propose three
frames of reference to guide our decisions. They are three commitments:
a commitment to care for youth and their communities, a commitment to
solve the real problems of schools, and a commitment to collaborate with
those who would also seek to improve educational administration prepa-
ration and research. It's easy toremember these commitments as the 3 C' s:
care, compassion, and collaboration. These commitments to care, com-
passion, and collaboration are founded upon ethical principles. I would
like to acknowledge and thank the faculty and students of last spring's
AERA/UCEA National Graduate Student Research Seminar, the Execu-
tive Committee, my students and colleagues at the University of Cincin-
nati, my friends andcolleagues1n schools, and my family, all of whom are
a part of my learning community and have helped me come to understand
and give voice to these ethical commitments.

A growing number of scholars in our field call us to examine and
make clear our ethical principles. Lynn Beck and Joseph Murphy (1994)
have written, "Ethics inform not only decision making but the perceptions,
character, and beliefs of educators operating individually and corpo-
rately." As we come together to make choices for UCEA' s future, we can
be guided by the three commitments of care, compassion, and collabora-
tion which have at their core ethical principles of love, honesty, justice, and
respect. There are many considerations which go into choosing a direction
for UCEA; however, I pray that in the end our decisions will reflect these

three commitments.

Commitment of Compassion
I propose that we also base our decisions for UCEA's future upon a

commitment of compassion for schools. Let us be clear in our choices for
the future that we are committed to solving the real problems of schools.
The current challenges in education are well documented as expanding
social problems, demographic changes, youth at risk, economic shifts,
adapting organizations to serve complex needs of learners, and enhancing
educational quality and equity. To have compassion for schools requires
that we be in relationship with schools, be sensitive to their distress, and
be of service to them in alleviating their pain.

Being in relationship with schools suggests interdependence or
mutual association. The relationship between schools and preparation
programs must demonstrate characteristics of mutual respect, honesty,
open communication, celebration, and shared responsibility for renewal of
schools. For universities and schools to be true partners, we all need to see
ourselves as a part of the same "learning community" with mutual
responsibility for the simultaneous renewal of schools and the personal
development of individuals and knowledge. The primary task of such a
learning community is inquiry (Holmes, 1990). When universities and
schools work together in inquiry on the problems of practice, there is
benefit to both. Schools surmount their problems and learn new ways of
continuing to improve their educational programs, and universities gener-
ate new knowledge of practice and learn new ways of continuing to

improve their preparation programs.

Commitment of Care
I propose that we base our decision for UCEA' s future upon a

commitment of care. Let us be clear in our choices for the future that we
care for youth and their communities. That we love children and the people
who serve them directly. Caring for the lives of youth, in their current and
future worlds, creates a legacy of nurturance. The circumstances of
children's lives are not primarily of their making. We must reach out to
every person, those easily loved and those not so easily loved, to surround
them with love and help them grow to understand their lives in the world.
To be loved is to be set free, and in freedom dreams are created and

achieved.

e,
~
'fI (continued on page 14)
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UCEA Convention 1996
"Reinventing Education.~ Retrospect and Prospect"

Louisville, Kentucky October 25-27 J 1996

I. Generallnformation "C

The tenth Kentucky. The
convention will open with a general session at 3:00p.m. on Friday afternoon (October25,1996) and close at 11:30 a.m. on Sunday ( October27, 1996).

The 1996 UCEA convention will promote and discuss research, policy and practice on issues relevant to educational administration. The 1996
convention's theme, "R~nventing Education: Retrospect and Prospect," provides the opportunity to examine emerging issues in educational practice
and policy in the light of what we have learned from the recent experiences with educational refonn.

II. Theme
The 1996 UCEA convention provides a unique opportunity to examine educational research, practice and policy. On the one hand, over the past

ten years we have seen an enonnous amount of activity in the area of educational refonn on the local, state and national levels. Among the many refonn
efforts

professional preparation and licensure requirements, decentralizing administrative authority to the school site, and a variety of curricular and
organizational interventions intended to improve schools. On the other hand, just as research is beginning to decipher which of these refonns have
resulted in real change in American education, we are faced with a turbulent policy environment that is likely to transfonn traditional sources of support
for schools. As we approach the twenty-first century, educators continue to imagine ways in which schools can grapple with their traditional mandate
of teaching and learning amidst social conditions that challenge current conceptions of schools and learning. Proposals should address the ways in which
education can meet these challenges, especially given what we have learned from past refonn efforts.

III. Session Formats and Proposal Requirements
The 1996 UCEA Convention will include a variety of session fonnats in order to facilitate critical and infonned conversation. Descriptions of

session fonnats, and the requirements for proposals, are as follows:
1. Pa~er Sessions. These sessions report the research results in an abbreviated fonD. Paper proposals must include a cover sheet and a summary

not to exceed three pages. The summary for paper proposals should provide a statement of purpose and a rationale; description of data sources and
methods; a synopsis of the central findings and conclusions. Paper sessions will be limited to three presenters, with presenters allotted approximately
20 minutes for their presentations. A discussion leader will be assigned by the program chairs to introduce each paper session and to facilitate dialogue

among presenters and the audience in the [mal thirty minutes of the session.
2. Debates. These sessions should address a particular paradox or contradiction and will be organized in a way that emphasizes the presentation

of alternative positions. The fonnat may be the traditional two-person debate or some modification of this. The intention is to create a session in which
there is infonned, interactive conversation among participants. Debate proposals must include a cover sheet and a summary not to exceed three pages.
The summary for debate sessions should provide a question to be debated; a description of data sources; alternative perspectives taken by each debater;
and a synopsis of the major lines of argument and conclusions.

3. Conversations. These infonnal sessions are intended to stimulate infonnal, lively discussion among organizers and audience members, often
using a series of provocative questions, vignettes, or other means. Session organizers are expected to facilitate and guide infonnal conversation about
critical issues, concerns, and perspectives. Proposals should include a cover sheet and a summary not to exceed three pages. The summary should
describe the the purpose of the session; the ways in which participants will be encouraged to engage in meaningful conversations; and examples of the
types of questions or areas to be addressed.

4. Voices from the Field. These sessions are intended to bring together practitioners engaged in school refonn and improvement with academics
and researchers who are also interested in these efforts. Organizers of these sessions are encouraged to devise fonnats that create conversations about
common themes (such as a particular version of school reform, a school/university collaboration, or the field based professional development of
educators) and that draw on the experiences and insights of practitioners as well as researchers. Proposals should include a cover sheet and a summary
not to exceed three pages that addresses the purpose or rationale for the session; the types of personnel involved and their experiences; the plan through
which information will be shared and discussed; and a synopsis of the major arguments and/or conclusions.

5. Poster Sessions. These sessions use the display of graphic materials to stimulate small group discussions. Displays should be visually appealing
and provide an overview of key findings or perspectives. Poster session organizers are responsible for setting up their materials prior to the session,
engaging in small group discussions about the material presented, and removing materials at the close of the session. Proposals should include a cover
sheet and a summary not to exceed three pages. The summary should include a statement of the purpose or rationale for the investigation; the methods
and data sources (if appropriate); the major arguments and conclusions; and the types of questions or issues to be addressed during the discussion.

IV. Criteria for review
Proposals will be subject to blind, peer review. The three page summary of the proposal that will be sent to reviewers should not include names

of authors, presenters or debate leaders. Proposal evaluations will be based on: 1) clarity of presentation; 2) quality of methods or approach; 3)
contribution to research, policy or practice; and 4) thematic fit.

V. Participation Guidelines and Proposal Deadlines
Anyone involved in research, policy or practice in educational or youth-serving agencies may submit proposals for consideration. An individual

may present or participate in presentations in any capacity in no more than three sessions. Paper presenters are required to provide a minimum of 30
copies of their papers for distribution. Proposals must be received on or before May 8.

Send proposals to
UCEA Convention '96
University Council for Educational Administration
212 Rackley Building / University Park, PA 16802-3200
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Proposal Cover Sheet
1996 UCEA Convention
Louisville, Kentucky
October 25-27, 1996

Session #

Proposal #

1. Proposal Title:

2. Preference (check one): ( ) paper ( ) debate ( ) conversation ) voices from the field ( ) poster

If other, describe:

3. Presenting Author(s) or Session Organizer(s): 5. Co-Author(s) or Other Session Participants:

i) Name:

Affiliation:

Address:

City:
Phone:

E-Mail:

i.) Name:
Affiliation:

Address:

City:
Phone:

E-Mail:

State: -Zip:

Fax:

ii.) Name:

Affiliation:

Address:

City:
Phone:

E-Mail:

ii) Name:

Affiliation:

Address:

City:
Phone:

E-Mail:

iii.) Name:
Affiliation:

Address:

City:
Phone:

E-Mail:

4. Moderator (debate format only)

Name:

Affiliation:

Address:

City:
Phone:

E-Mail:

State: -Zip:

Fax: :

* * DEADLINE DATE: MAY 8, 1996 * *

Audio-visual information: Overhead projectors will be provided in paper session and debate rooms. Other equipment may be
ordered directly from the Galt House Hotel (502-589-5200). Arrangements and payment for other equipment are the responsibility
of individual users. Individuals whose paper proposals are accepted agree to provide 30 copies (paper or diskette) at the session.

~

Be certain to include ~ sets of the following: I
1. Proposal cover sheet.
2. Summary of three pages or fewer (without author names for blind review).
3. Two self-addressed stamped envelopes.

Send proposals to: UCEAConvention '961 University Council for Educational Administration
212 Rackley Building
University Park, PA 16802-3200
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Leadership in Professional Development Schools~
Lessons for the Preparation of Administrators b L 'JT .t I (U .. t fM h Us'

t B )y ee J.el e, Q1verSI v 0 assac use a oston-.
The last ten years have seen the development of two parallel, but largely collaborations of two or more institutions, it is a direction in which all schools

unconnected movements, that each hold great potential for revitalizing are heading. Consequently, FOSs provide opportunities to "plan backward"

schools and the preparation of educators. One is the emergence of profes- -to see school administrators in new contexts and then ask what experi-

sional development schools (PDSs) as an approach to the "simultaneous ences (in universities and elsewhere) can best prepare people for these roles.

renewal" of schools and teacher education (Goodlad 1988). The second is the A second major theme from the conference with implications for

renewed energy and focus on the improvement of the preparation and educational administration preparation is how much easier it is to agree on the

development of educational administrators, exemplified by proposals of the characteristics of the leadership role than it is to figure out how to prepare

National Policy Board for Educational Administration (1989) and the Uni- people for it. Participants at the NCREST-UCEA conference were able to

versity Council for Educational Administration (1989) and programs like the reach some form of rough consensus on whatprincipals should know and do,

Danforth Preparation Program for School Principals. Both movements grew but were much further from agreement on how principal preparation pro-

out of dissatisfaction with the way schools were meeting the changing needs grams could get them'there.

of society; both were given impetus by a spate of reports criticizing present This paper explores these themes in the three sections that follow. The

practice and proposing alternatives (Carnegie Forum on Education and the first defines professional development schools and elaborates the reasons

Economy 1986, National Policy Board for Educational Administration 1989; that educators involved in administrative preparation should pay attention to

Holmes Group 1986). Both have led to extensive piloting and a growing the leadership lessons in PDS. The second section describes the key

research base (for example, Milstein 1993; Cordeiro and others 1992, 1993 characteristics of principals that emerged at the conference. The third parr

for educational administration; Levine 1992; Darling-Hammond 1994, for begins to "work backwards" to explore ways to improve the preparation of

PDS). As reform efforts, both initiatives gain considerable potential by administrators. The paper concludes by identifying several open questions

trying to transcend the notion that problems in education can be solved by that this look at school leadership in PDS poses for educational administra-

changes in one sector. The educational administration program reforms have tion programs.

been specifically tied to the use of clinical approaches and "meaningful PDSs and the transformation of school leadership

collaboration"between universities and local education agencies (Cordeiro Although definitions of FOSs vary, most can be characterized as

and others 1993); at the core ofPDS is the simultaneous and mutual renewal collaborations between schools and colleges or universities (and sometimes

of schools and teacher preparation programs. And finally, both are still small, community agencies) that focus on (I) the preparation of pre-service teach-

primarily "alternative," approaches that show great promise as innovations ers, (2) the continued professional development of experienced educators at

for improving schools and the preparation of educators. school and college, (3) high quality education for diverse students, and (4)

Despite similarities, these movements have failed to connect in several continuous inquiry into improving practice.

important ways. Some of the early PDS's were criticized for failing to define PDSs can only be effective in pursuing these goals when they success-

a meaningful role for principals in these teacher-driven initiatives (Neufeld fully challenge the "institutional regularities" (Sarason. 1982) of schools. As

and Haavind 1988). Cuban (1987) faults the Holmes Group for expanding they strive to achieve these objectives, PDSs inevitably transform the roles,

the role of teachers in PDS without considering the implications on principals the relationships, and the responsibilities of teachers and administrators at the

and superintendents, or taking into account their central importance in school and at the university. As PDSs evolve, they create conditions that

bringing about the broad scale change called for in Tomorrow's Teachers. provide new opportunities for, and new demands on, leadership -indeed,

More recently, Trachtman and Levine (1994) note that "PDS's are typically PDSs often give rise to new, more collabo!ative definitions of leadership.

thought of as teacher-centered projects. Too little attention has been paid to Three key factors that affect the role of the principal are new roles for

those in formal organizational positions" (p. I). Similarly, Wilson (1993) teachers, the PDS reform agenda itself, and the inter-organizational context

notes that, with only two exceptions, the Danforth programs have focused on of PDSs.

reform of principal preparation without emphasizing simultaneous reform of In PDSs, teachers are decision makers, committee members and col-

the schools. laborators, involved with finance, placement of student teachers, public

In May 1994, the Danforth Foundation took an important step to address relations, curriculum development. and so forth. These roles and how the

this gap. Danforth, which has supported the renewal of educational admin- teachers get into them are qualitatively different from earlier models where

istration preparation programs as well as various PDS initiatives, brought teacher leadership was an add-on position involving a handful of individuals

together leaders in both movements for a conference at Teachers College, who were .'appointed" and "anointed" (Smylie and Denny, 1990). As

Columbia to focus on the interconnections between PDSs and renewal of teachers undertake leadership work in PDSs, their successes provide impor-

educational leadership preparation programs. Co-sponsored by the Univer- tant validation and reinforcement, that spur greater efforts in other leadership

sity Council for Educational Administration (UCEA), and the National areas.

Center for Restructuring Education, Schools, and Teaching (NCREST), the Changes in these roles for teachers a~d ~ther aspects of the PI?S ag.e~da

two-day meeting brought together 70 teachers, principals and university lead to new roles and new demands on pnnclpals. A school th~t IS st~vl~g

educators involved in PDSs, the preparation of educational leadership, or to meet most or all of the goals of a PDS will need as dramatIc a shift In

both, to look at the issue of "Leadership in Learning Centered Schools." Each principal leadership behaviors as it~oes in te~ch~rs. Several aspect~ of being

participant (or team) wrote a "conversation paper" d.efinin~ thecharacte:is- a P~S affec~ the rol.es and exp~ctatlons ofpnnclpals. The ~m~hasls on pre-

tics of leadership in a learning centered school and discussing how effective service and in-serVice professional development makes pnnclpals not only

leadership could be best learned and supported. The engagement of teams of facilita~orsoftheirown staff members' le~rni?g, ~utoftheirroles as ~entors

teachers, principals, university faculty members and administrators from and guides for others. Th.e engagemen~ In Inq~lry over. best pra~tlce, and

both teacher education and educational administration provided an exciting taking seriously the commItment to provide quality learning experiences for

cross-fertilization of ideas. all children turns principals into supporters of their staffs in becoming

The NCREST- UCEA conference was a ground-breaking meeting with curriculum developers and researchers. As Wilson ( 1993) points out, these

important implications for faculty and administrators who teach in or run changes re~~ire a fund~m~ntally different!iew of the role.of.t?e principal:

educational- administration programs. It underscored the importance of ."Tr~dltl.onally: pnncI.pals have ~xe~clsed control by limIting ~cces~ to

understanding how useful PDSs can be as learning laboratories, to help look informatIon In a hierarchIcal organizatIon. !each.ers enga?ed In. actl?n

to the future of educational administration practice. Just as PDSs contribute research, creating knowledge. and collaborating dIrectly wIth universIty

to research on new approaches to teaching and I_earning, they ~ave a largely ~aculty will.be empowere? They ~ill,~equ.ire.a new kind ofle~der, one who

untapped potential to do the same for leadershIp. PDSs require leaders to IS empo,,:,enng and enabllng.(p: 2_9).. Principals need to build.

function in multidimensional inter-organizational settings, involving com- community, nurture leadershIp In a vanety of areas, support and negotIate the

munity members and lor external partners, working with active, empowered change pro.cess. teachers, where the traditional boundaries around a school are blurred. While The direct collaboration of teachers :-Vlth university personnel and other

this is immediately only a requirement in PDSs, which, by definition. are outsiders can alter the structural and relatIonal contexts of the school. In one
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change process, and link participants in each of the partnering institutions,
gardeners, who protect innovators from naysayers and provide resources for
growth and development, and jugglers, who balance the demands of conflict-
ing constituencies by holding fast to their vision. Perhaps the most apt
metaphor is their last: leaders need to be jazz players, who listen to all the
players, impr_ovise and experiment with new ideas and share leadership while
retaining a direction set by some guiding principles. The last is a particularly
powerful image, conjuring up as it does schools as places where leadership
is shared and rotated in significant ways.

New roles for principals have often been considered separately from the
emerging teacher leadership roles mentioned in the preceding section. In
fact, as the jazz player metaphor illustrates, there is a high mutual inter-
dependence, where changes in one are necessarily linked to changes in the
other, and to changes in leadership roles at the university. Taken together,
they constitute the transformation of school leadership that is caused by, and
necessary for, successful development of the professional development
school model. But where do principals learn all these skills for these new
roles? And how do they sustain themselves through the inevitable loss of
competence and confidence that can be expected in a change of this magni-
tude (Bolman and DeaI1991)?

The preparation and support of school leaders in PDSs
To be effective in these new roles, PDS teachers and administrators

already in service need organizational supports as well as the opportunities
to learn and practice new skills. They need time, support for role changes,
and revised reward structures. Despite the pressures of these transformed
roles and the myriad of things teachers and administrators need to know and
do to be effective in them, there is usually little to no formal preparation or
support for teachers or principals taking on new leadership roles. Virtually
all of the learning is on the job. For a few aspects of the emergent teacher
roles, participating universities offer courses -for instance, in observation
and feedback or supervision skills for mentor teachers, or in research skills
as part of an action research project (Sandholtz and Merseth 1992). Overall,
however, instead of providing any training or guidance, most schools and
school systems make the presumption that teachers, administrators, and
university personnel have the needed knowledge and skills.

Although PDSs represent attempts to induct new teachers into the
profession in ways that recognize and prepare them for different norms of
collaboration and leadership, their potential vis a vis administrators has
barely been tapped. Part of this is because of the logistics of practicum
placement, and because PDSs have generally developed in affiliation with
teacher education programs at colleges and universities. But it is also
because there is not a clear consensus on how administrators should best be
prepared for their new leadership challenges. When asked about the prepa-
ration of pre-service principals, the responses of participants in the NCREST-
UCEA meeting varied. Debra Maddox, Charlotte Reed, and Walter Watkins
of the Eggers (IN)/Indiana University NW Professional Development Center
suggested that some of these characteristics are innate, and can not be
learned; and that others are learned through mentoring, on the job training,
and formal leadership education and professional development activities.
Lee Teitel and Karen O'Connor suggested that educational administration
programs needed to be changed so principals would learn to see teacher
leaders as more than "pesky troublemakers to be managed, but as valuable
assets to be nurtured for school improvement." Lynne Miller expressed her
doubts that leadership can properly develop under the current structures: "I
am puzzled by how these characteristics are learned. I'm pretty sure that they
are not learned in traditional university courses and administrative intern-
ships. I think that there is some potential in the following kinds of activities:
opportunities to see these characteristics modeled, mentoring and intensive
apprenticeships, structured conversation and reflection, critical reading,
research, and cohort group instruction."

Donna Wiseman and Maryanne McNamara of Texas A & M added that
the best place for learning leadership is in the PDS itself. "While some of the
characteristics associated with a redefined leadership are personality styles,
there are ways to learn these characteristics. This new breed of school leader
will be prepared by becoming engaged in the different leadership roles that
are required in school-university partnerships. Teachers and other leaders-
in-training will rotate leadership roles with professionals and partners who
are participating in renewal efforts. The leadership development process as
defined in this conversation should occur in sites in which theory and practice
are closely linked. This suggests that the movement to school-university

(continuedonp. /5)
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dramatic example of this, the teachers of a junior high school who had
complained for years about their principal applie_d to become a PDS "to place
their school under public scrutiny so their complaints to the Central Office
would have to be taken seriously. As one teacher put it, 'You can't have a
Professional Development School and have a bad principal'" (Muchmore
and Knowles 1993, p. 7). The teachers' effort was successful and they
describe with satisfaction how formerly principal-dominated meetings were
"opened up" by the presence of four university staff members and a district
assistant superintendent, starting a process that ultimately did lead to the
principal's early retirement. This extreme example highlights the types of
changes in relationship that occur, usually more subtly, in PDSs, as the

-expanded roles of teachers and others and the collaboration with partner
institutions shape the type of leadership PDS principals take. The changing
roles, shifting power, and altered responsibilities among the teachers, prin-
cipals, and university personnel involved in a PDS are intimately linked and
they put pressure on principals to become more expert in facilitation.

Characteristics of leaders in professional development schools
About 70 teachers, principals and university educators from PDSs and

administrative preparation programs explored the question of leadership at
the NCREST -UCEA conference. Either in a "conversation paper" each
participant wrote before the conference, or in the discussion at the conference
itself, the characteristics of leadership (primarily of the principal) were
discussed and redefined. Lynne Miller of the University of Southern Maine,
identified five general attributes of a PDS leader:

(I) The leader is the "head learner" in the school and models continuous
learning, establishing a culture of inquiry, including norms of problem-
posing and problem seeking as well as the use of outside published research
and teacher-developed research. The leader also promotes professional
development activities that support teacher learning.

(2) The leader fosters collegiality and promotes teacher leadership by
developing structures within the school for conversation, consultation and
joint learning among teachers and by sharing leadership so all members of the
school staff feel welcome, if not obliged, to contribute fully.

(3) The leader extends the community of the school to include parents
and others with an interest in the school.

(4) The leader keeps a school running smoothly in compliance with
existing laws and in keeping with accepted notions of "good practice" -
either by being a good manager or developing a good management system.

(5) The leader serves as the "moral compass" of the school and, as the
steward and protector of the school's most sacred beliefs, is constantly
raising questions about consistency between practices, procedures, and
espoused beliefs.

Another listing of leadership characteristics developed for the confer-
ence by Dick Clark and Kathy Mueller of the University of Washington
indicates the participants' high degree of convergence on what the new roles
of school leaders need to be. Although they use slightly different terminol-
ogy, their six characteristics of community, modeling, mentoring, reflective
practice, caring, and critical inquiry overlap Miller's significantly.

Because PDS leaders are almost inevitably change agents, they need to
have the "professional integrity to hold on to a vision even when it's not
popular" according to Debra Maddox, Charlotte Reed, and Walter Watkins
of the Eggers (IN)/Indiana University NW Professional Development Cen-
ter. They need to be willing to "challenge the status quo" according to Kitty
Boles and Vivian Troen of the Learning and Teaching Collaborative (Boston!
Brookline, MA), who also argue that any definition of leadership in PDS
should explicitly include teacher leadership.

Other role definitions evolve from the nature of the tasks undertaken by
forming PDSs. Because PDSs are often anomalies in their districts, PDS
leaders need to be skillful in getting and maintaining district support, and
dealing with potential jealousy of other schools. Since PDSs are inter-
organizational collaborations with the potential to transform both institu-
tions,leaders need to be able to form and sustain complex partnerships. They
need boundary spanning skills and the abilities to negotiate the commitment
of resources from each institution to meet the individual and collective goals
of each party. Collaborative structural arrangements require a sharing of
power. In fact, the criteria for the selection of a school as a PDS site often
specifically requires evidence of shared governance at the school site level
(Woloszyk and Davis 1993).

Roberta Trachtman and Marsha Levine ( 1994) use several metaphors to
describe the challenges ofPDS leadership, suggesting that leaders need to be:
storytellers, who help people create meaning in their work, promote the
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CONVENTION 196 HEADED TO

LOUISVILLE
UCEA will hold its tenth annual convention in Louisville, Kentucky ,October

27-29, 1996 at the Galt House Hotel. This year's theme is "Reinventing
Education: Retrospect and Prospect." UCEA's planning committee met in early
December to discuss plans for Convention '96. Session fo~ats will include
debates, conversations, and paper sessions. New to our list of formats are Poster
sessions and "voices from the field." The "voices" sessions are intended to bring
together practitioners engaged in school reform and improvement with academics
and researchers who are also interested in these efforts. The co-chairs for this
year's program are Bruce G. Barnett (University of Northern Colorado) and
Mary M. Driscoll (New York University).

You'll hear it pronounced "Looavull" or Looeyville," but no matter how you
say it, Louisville, Kentucky, is a city with much to offer. From thundering
thoroughbred hooves, rolling hills of grass, the mighty Ohio River, outrageous
antique shops, quaint art and craft galleries and an eclectic array of eateries- these
are just a few of the sights that make Louisville a one-of-a-kind place with

universal appeal.
Of the Galt House, in 1842, Charles Dickens wrote "We slept at the Galt

House; a splendid hotel; and were as handsomely lodged as though we had been
in Paris." Other notable guests include: Presidents Lincoln, Hayes, Buchanan,
Taylor, Roosevelt, Arthur, Fillmore, and Taft; as well as Generals Grant and
Sherman; and Lillian Russell and Sarah Bernhardt. The Galt House offers 1300
rooms, with over 600 suites, and 180,000 square feet of meeting space. Less than
15 minutes from the airport and conveniently located on the Ohio River, it is
walking distance or a quick trolley ride to many area attractions.

With more than 2,500 restaurants ranging from fine to funky, it's no wonder
that it's been said that more Louisvillians eat out, per capita, than any other city
in the world. With quiet cafes, bustling coffee houses, kitschy eateries and elegant
gourmet restaurants, Bardstown Road demonstrates the wide variety of tastes
found in Louisville and showcases some of the city's most celebrated spots.

Louisville's selection of unique attractions is unlike any found anywhere else
in the world. A sampling of these favorites will give you a taste of Louisville's rich
culture. Kentucky Art & Craft Gallery showcases unique arts and crafts handmade
exclusively by Kentucky artists. A stroll down historic West Main Street with its
bricked sidewalks, mid-19th century architecture and wrought iron decor reveals
Louisville's roots as a river port and distribution center. Attractions such as
Louisville Science Center, Hillerich & Bradsby's Louisville Slugger plant,
Kentucky Center for the Arts, and the Tony A ward winning Actor's Theatre of
Louisville are peppered along the street. Providing a glimpse of life on the river
during Mark Twain's time as well as a spectacular view of the Louisville skyline
is the Belle of Louisville, the oldest operating Mississippi-style stern wheeler in
existence today. The Falls of the Ohio Interpretive Center, and the 220 acres of
naturally exposed fossil beds it overlooks, offer a rare look back at life more than
400 million years ago. The Cathedral of the Assumption is the third oldest
Cathedral in the United States, opened in 1852 and featuring one of the few
remaining hand-painted stained glass windows left in America. The Kentucky
Derby and Churchill Downs features the largest equine museum in the world.

When visiting Louisville for UCEAConvention '96, be sure to take the time

to enjoy what Louisville has to offer.

The 17th annual National Graduate Stu-

dent Research Seminar in Educational Ad-

ministration will be held April 12-13, 1996

in New York City. UCEA, OERI (U.S.

Department of Education) and AERA (Di-

vision A) will sponsor the event again this

year. The seminar is a unique opportunity

for 40 of North America's top graduate

students to gather, he4r and meet some of

our field's prominent scholars, and discuss

their dissertation resefirch. The doctoral

students, nominated by their deans, are

chosen for the quality of their research and

their potential to contribute to the seminar.

The meeting will take place following the

AERA annual meeting, giving thepartici-

pants a chance to attend some AERA ac-

tivities. More than 2 0 of the seminar's

past participants have gone on to become

distinguished profess rs at research uni-

versities across North America.

Nominations for g aduate students are

now being accepted. A university may

nominate up to two raduate students to

participate. Nominees must be doctoral

candidates in K -12 educational administra-

tion programs. The research project of each

student, planned or in progress, is reviewed

and ranked by members of the seminar

committee. Forty students who are judged

most likely to contribute to and benefit

from the seminar are 9hosen to participate.

Three alternates are also notified. The

deadline for nominati ns is February 14.

'Inquiries and nomin tions should be di-

rected to the UCEA ffices. 212 Rackley

Building, University ark, PA 16802-3200.

Those graduate stude ts who are selected

will be notified in ea ly March.

The Planning Com ittee for this year's

seminar includes Bruce S. Cooper
(Fordham), Patrick B. Forsyth (UCEA),

Susan H. Fuhrman (University of Penn-

sylvania), Karen S. Gallagher (University

of Kansas), Ellen Goldring (Vanderbilt),

Hunter Moorma 1 (OERI), Joseph Murphy (AERA Di ision A), and Paula

M. Short (UCEA).
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UCEA Convention 195 Activities

and Governance

Passing the gavel: New President Paula M.
Short and outgoing President Nancy A. Evers

Invited speakers Mary Catherine Bateson and
Karl E. Weick share a light moment at Banquet.

Presidents, hosted by President Short.
Saturday's activities began early

and ended with the banquet and the
5th annual Pennsylvania State Uni-
versity Mitstifer Lecturer, Karl E.
Weick (University of Michigan).
Weick's speech was entitled "Fight-
ing Fires in Educational Administra-
tion." Sunday morning the finalses-
sions were held. The convention's
third invited speaker, David B. Tyack
(Stanford University) delivered his
presentation "Whatever Happened to
Local Control" at the closing session.

The officers and staff of UCEA
wish to exP.ress their sincere appre-
ciation to program co-chairs Paula A.
Cordeiro (University of conncecticut)
and Gary M. Crow (University of
Utah), along with the entire faculty
(especially Diana G. Pounder, David
Sperry, and Bob L. Johnson, Jr. and
the corps of granduate students at
Utah for all their help. We also thank
those who submitted poroposals,
those who revewed proposals, and
those who acted a discussion leaders.
We time to provide us with feedback
in the post-convention phone survey.
The results will help us make Con-
vention '96 even better.

After giving her presidential ad-
dress, Nancy A. Evers (University of
Cincinnati) handed the gavel to her
successor Paula M. Short (Univer-
sity of Missouri-Columbia) formally
installing hetas the new UCEA presi-
dent. Short is the 35th president of
the Consortium.

UCEA held its ninth annual con-
vention, co-hosted with the Univer-
sity of Utah at the Red Lion Hotel in
Salt Lake City. The programs theme
"Challenging the Paradoxes: Reexam-
ining Leadership for Community, Di-
versity, and Learning." attracted many
participants.

UCEA's past president, Nancy A.
Evers officially opened the 1995 con-
vention with an additional welcome
from Colleen S. Kennedy
(Dean, University of Utah). The pre-
sentation of the Culbertson A ward
was made by Martha M. McCarthy
(Indiana University) to Neil
Theobald (Indiana University).
Theobald is the 13th recipient of the
award. Mary Catherine Bateson
(George Mason University) gave the
convention's opening address "Con-
tinuity and Change: Two sides of the
Coin." Friday evening ended with a
reception honoring the UCEA Past

Ii
, c
: '
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(Continued from page 7) standards for educational administration certification and/or licensure
have been the focus of NPBEA's activities. The quality of NPBEA
collaboration could potentially be improved over the next few months as
the NPBEA considers how it will work. Those stakeholders with whom
we do not have formal linkage are non-UCEA educational administration

preparation programs. There are 376 administrator preparation programs
in this country (Lilley, 1993), 54 of which are UCEA members. There
must be some collaboration of UCEA with those other programs, if
administrator preparation and research are to be improved nationally. -In

addition, collaboration with organizations which serve minority popula-
tions should help us meet our responsibility for preparing minority leaders
for our schools.

At the local and state level, UCEA institutions have established
collaboratives of different forms with schools, service agencies, busi-
nesses, professional associations, and state policy makers. It may be useful
to understand what types of collaborations have been useful for improving
research and preparation programs and how they have been useful. We
may want to seek ways to foster local level collaboration. Potential
collaborations abound UCEA and UCEA member institutions must be
clear about the purposes to be pursued and choose wisely with whom we
would collaborate.

I ask you, "With a commitment to collaboration, ~hat future direc-
tions and specific initiatives should UCEA pursue?" I

Conclusion I
Maya Angelou's poetic voice on evolution told us Ithat we cast our

bread upon the water and someone downstream whom we will never know
will benefit from our gift. Tomorrow we will be making critical choices
about which direction and initiatives UCEA will pursue. We will be
casting our bread upon the water, and I think that those downstream will
know us. I believe they will know us by our character: They will know that
we cared for children and their communities, that we worked to solve the
real problems of schools, and that we did it by working with those who had
the same convictions of the heart.

To focus on the c$ent most vexing problems of schools we fulfill a
major service to the profession and society. We fulfill our responsibility
for preparing educational adIilinistrators for our nation's schools and our

responsibility for generating new knowledge grounded in the reality of
professional practice. Experiences of school reform tell us that we "should
aim to prepare educational leaders who nurture an educational agenda,

promote continuous growth and improvement, and foster purposive col-
laborative action (Murphy, 1995). Recent conceptions of leadership
preparation call for a focus on problems in practice. They suggest that

preparation programs need to: redefine themselves around issues of
practice; emphasize theme-based or integrated curriculum; employ "prob-
lem-issue, project-based learning activities"; and broaden field-based
experiences to include real problem-centered action research (Murphy,
1995).

Regarding our responsibility for the generation of new knowledge,
inquiry in educational administration has, for the most part, always
focused on the problems of schools. However, how that inquiry is
conducted and reported has not always focused on solving the problems of
practice. If we entered collaborative inquiry with a commitment to
generating knowledge which can be used in solving school problems, the
framing of the questions and the methods would likely yield new or
different information. As true partners in inquiry, universities and schools
should work closely together in planning, conducting, and reporting the

inquiry process and outcomes and in using the new knowledge.
I ask you, "With a commitment of compassion for schools (or a

commitment for solving the real problems of schools), what future
directions and specific initiatives should UCEA pursue?"

Commitment of Collaboration
Finally, I propose that we base our decisions for UCEA ' s future upon

a commitment to collaboration. Let us be clear in our choices for the future
that we must work with others to fulfill our mission of improved prepara-
tion and research in educational administration. There are many outside
of UCEA who have a vested interest in the improved preparation of
educational leaders and in the generation of new knowledge related to
leading schools. Certainly, universities with educator preparation pro-
grams, schools, administrator professional associations, federal and state
policy makers, and businesses are all stakeholders in improved adminis-
trator preparation and research. We must find productive ways to work
with them.

We must create a collaborative culture for improvement. Developing
a collaborative culture reduces professional isolation allowing for the
sharing of successful practices and the provision of support (Fullan, 1990).
Collaboration has the potential of increasing a sense of efficacy, opening
the door to experimentation, and raising morale and enthusiasm (Cohen,

1988; Rosenholtz, 1989).
At the national level, UCEAhas established collaboration with some

of the stakeholders and needs to collaborate more fully with others not yet
woven into our network. UCEA has a formal coIl.aborative relationship
with many of the key stakeholders through the National Policy Board for
Educational Administration (NPBEA) which is composed of American
Association of School Administrators (AASA), Association for Supervi-
sion and Curriculum Development (AS CD), National Association of
Elementary School Principals (NAESP), National Association of Second-
ary School Principals (NASSP), National School Boards Association
(NSBA), American Association of Colleges for Teacher Education
(AACTE), Council of Chief State School Officers (CCSSO), National
Council of Professors of Educational Administration (NCPEA), and
University Council for Educational Administration (UCEA). The NPBEA
provides an important mechanism for influencing national policy. Recent
policy issues of National Council for the Accreditation of Teacher Educa-
tion (NCA TE) standards for administrator preparation programs and
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teachers and principals" (1990, p. 28). A professional development school
provides an ideal context for doing this. But a PDS has the potential to go
even further. When fully developed as a partnership, a PDS creates an inter-
organizational environment which can transform leadership at the school and
at the university, while educators engage in the challenging but vital work of
simultaneously renewing both institutions. This is a challenge and an
opportunity that those who prepare school leaders do not want to miss.

Endnote: This is an adaptation of "The Transformation of School
Leadership in Professional Development Schools," an occasional paper
based on the May 1994 conference and published by the National Center for
Restructuring of Schools, Education and Teaching, with the support of the
Danforth Foundation. The author thanks Linda Darling-Hammond and Ann
Lieberman for their comments on earlier versions, and takes for responsibil-
ity for the opinions expressed here.

Noddings, N. (1992). The challenge to care in schools. New York:
Teachers College Press.

Purpel, D. (1989). The moral and spiritual crisis in education: A
curriculumjorjusticeandcompassionineducation. New York: Bergin
& Gervey.

Rosenholtz, S. (1989). Teachers' workplace: The social organization of
schools. New York: Ll;>ngman.

Wheatley, M.J. (1994). Leadership and the new science: Learning about
organization from an orderly universe. San Francisco,CA: Berrett-
Koehler Publishers.
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partnerships is particularly crucial to the development cof school leaders who
contribute to a learner centered school. It infers that the contribution of
teachers, traditionally appointed leaders, and other partners in children's
education become blurred and less defined. The school-university partner-
ships that are established must be characterized by inquiry- based renewal in
which information and knowledge is shared equally by all partners."

However, since most pre-service principals do not have access to a PDS
as training site, the challenge is to identify the transferable elements in an
administrative preparation program. The University of Southern Maine,
with a teacher education program deeply embedded in PDS and the Southern
Maine Partnership, is moving to connect its administrative preparation work
to those partnership sites (Lynne Miller, personal communication, 1995).
The University of Connecticut has done this, and has an innovative PDS-
based model that integrates teacher education, special education, and educa-
tional administration (Norlander and others 1992). These, however are the
exceptions; in most places these connections have not yet been made.

Conclusion: New challenges for the preparation of
educational administrators

The conference suggests several new challenges for those of us who
prepare school leaders. It highlights the value that FOSs provide in pointing
the way to new directions for school leadership. In doing this, it underscores
the importance of connecting PDS efforts with the work UCEA and the
Danforth Foundation have been doing in reforming and revitalizing the
preparation of administrators. But it also raises several questions -chal-
lenges to be wrestled with in the coming years.

On one level, the themes from the conference call for thoughtful
program reviews. Unless we believe leadership characteristics are innate, we
need to think seriously about the ways in which every aspect of leadership
preparation programs, including the practicum, are developing and reinforc-
ing the leadership needed. Where, for instance, in our principal preparation
programs do students learn to respond appropriately to teacher leadership and
how it transforms the power and responsibility of the principal? Emergence
of teacher leaders can be seen as an unwanted challenge by prospective
principals, especially if they see power in schools as part of a zero-sum
game-they may see increases in teachers' leadership roles outside the
classroom as threatening (Troen and Boles, 1994). Where, for instance, in
our preparation programs do students learn to skillfully function in an inter-
organizational context, to work effectively as collaborators with another
institution, or with active groups of parents? The list goes on, and it is vital
that we use the characteristics of leadership outlined in section 2 as a guide
for seeing how well our programs are preparing future leaders.

This point by point program review is necessary, but not sufficient. A
second level of review is also needed -to look not at what we preach but
what we practice. How many of our programs model the collaborative
leadership we espouse to our graduates; and how many recapitulate the
Balkanization of the rest of society? In how many programs do cohorts of
prospective teachers work side by side with prospective administrators on a
common core of understandings about leadership and organizations that both
groups need? How many educational administration faculties actively work
with school people on issues of simultaneous and mutual renewal? When
higher education leadership programs exist at our uni versities, how many of
us work closely with them to model collaboration even while we teach how
to best facilitate inter-organizational partnerships? We as educators need to
look at how our processes and organizational assumptions model and
reinforce the status quo; and we need to work to break down the patterns that
compartmentalize in-service and pre-service, teacher preparation and ad-
ministrator preparation, theory and practice.

Roland Barth has suggested that the "key to improving schools from
within lies in improving the interactions amonJ! teachers and between
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