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INTRODUCTION

Providing guidance to individuals who are involved in the clinical preparation of aspiring principals and superintendents—be they administrative interns, mentor administrators, or university supervisors—is essential. Over the past few decades, the educational reform movement has reinforced the central purpose of preservice training in effectively preparing aspiring administrators to be instructional leaders and change agents. One cannot fully learn effective leadership skills by sitting in a university classroom, no matter how engaging the course activities. As an applied field, educational administration must be learned through experiencing its myriad tasks and challenges. Clinical experiences, also called field experiences or internships, are vital to establishing connections between theory learned in the classroom and real-world experiences in the schools.

Internship activities must prepare aspiring administrators to lead schools of the future. The responsibility of designing these activities is too significant to be taken lightly; a poorly designed internship can be more harmful than helpful for someone who is striving to learn exemplary leadership skills. In this text, the authors argue for a high-quality experience, with carefully structured clinical activities that are authentic, engaging, and integrated throughout the student’s entire preparation program. Standards for School Leaders, developed by the Interstate School Leaders Licensure Consortium (ISLLC) (Council of Chief State School Officers, 1996), provide a research-based framework that is invaluable in formulating a high-quality clinical experience.

This book is primarily designed to assist aspiring administrators and their university supervisors with structuring field-based learning experiences around the ISLLC framework. Mentor administrators may be unfamiliar with these standards because many completed their administrative training before the creation of the six standards and the 182 accompanying knowledge, dispositions, and performance indicators. This book can also be an excellent tool in introducing and explaining the ISLLC standards to mentors who have not been exposed to them. It will help mentors to understand their vital roles in ensuring a high-quality learning experience.

Chapter 1 is dedicated to planning an effective internship experience. Included in this chapter is a brief introduction to the six ISLLC standards, an explanation of the benefits of the clinical component for all parties, and a discussion of the roles and responsibilities of each partner—the university supervisor, administrative mentor(s), and administrative intern. Chapters 2 through 7 provide a more detailed description of the more significant administrative responsibilities inherent in each standard. Each chapter ends with suggested discussion topics, questions, and internship activities that are related to each standard. These are intended to help structure the clinical experience. In addition, suggested readings and Web sites are listed at the conclusion of each standard as additional resources. Appendix A consists of a complete listing of the ISLLC standards and accompanying knowledge, dispositions, and performances related to each standard. To assist the aspiring administrator in designing a high-quality internship experience, Appendix B includes an ISLLC self-assessment. Finally, Appendix C contains a sampling of forms that can be used to structure the field experiences.
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PLANNING AN EFFECTIVE
INTERNSHIP EXPERIENCE

The educational reform movement that began with the release of A Nation at Risk (National Commission on Excellence in Education, 1983) has now been sustained for two decades. One significant outcome of this movement has been the increased attention on the essential role of school leaders in ensuring school accountability, raising academic standards, and promoting student success. Simply functioning as managers and maintaining the organizational status quo is no longer accepted practice, as school principals and superintendents are called upon to be leaders of their organizations, capable of establishing shared visions and becoming change agents (National Staff Development Council [NSDC], 2000). “The guidance and direction of instructional improvement” (Elmore, 2000, p. 13) has emerged as the educational leader’s essential role. With instructional leadership as the central focus, principals and superintendents must guide their faculties through the process of restructuring schools that effectively ensure success for every student. Excellent schools will not happen without exemplary leadership.

As the school reform movement gained momentum, it prompted policymakers, professors, and practitioners to closely examine the relevance and efficacy of the nation’s administrator preparation programs (Griffiths, Stout, & Forsyth, 1988a). In 1989 the National Policy Board for Educational Administration (NPBEA) decried the decline in the quality of administrator preparation programs over the past few decades, with programs increasingly characterized more by their weaknesses than their strengths. Instead of training administrator candidates simply to manage school organizations, programs must arm them with the knowledge and skills to effectively lead organizations, manage dilemmas, and resolve problems (Cuban, 1996). The NPBEA report offered nine recommendations for improving program quality, including strengthening curriculum content to keep teaching and learning at the forefront of school improvement and enhancing clinical activities for administrator candidates.

Many preparation programs have been criticized for being excessively steeped in theory, while lacking in practical applications for the practitioner. If aspiring educational leaders are to be prepared to fully confront the challenges of guiding tomorrow’s schools, it is imperative that programs must deliver learning opportunities that integrate classroom theory with real-world applications (Clark & Clark, 1996; Griffiths, Stout, & Forsyth, 1988b; NPBEA, 1989). The university classroom can provide a wealth of learning activities that promote future administrators’ acquisition of leadership skills through such activities as discussions, reflective analysis, problem-based learning, and case studies. These activities, however, are at best only simulations of real schools. Leadership theories and skills presented in the classroom have enriched meaning and relevance when students can practice their skills in real schools, learning leadership as it actually is practiced (Leithwood, Jantzi, Coffin, & Wilson, 1996).

With this aim in mind, in 1993 the NPBEA developed a knowledge and skill base for the principalship, which was intended to overcome “the inadequacies of traditional preparation programs, including weak theory/practice connections” (p. xiii). This report categorized these essential functions into 21 domains, called “a typology or convenient classification system” (NPBEA, 1993, p. xiii). Over the next few years, these domains served as a template for many educational administration faculties as they restructured and strengthened their programs for preparing future principals.

Cognizant of the reform movement embracing national standards in other educational arenas, in 1994 the Council of Chief State School Officers (CCSSO) created the Interstate School Leaders Licensure Consortium (ISLLC), whose charge was to fill this void in the area of educational leadership. In contrast to the NPBEA task force, which only focused on the principalship, the ISLLC team created a set of six research-based standards (see Figure 1.1) that were intended to encompass nearly all formal leadership positions at both the building and school district levels. Acknowledging the continually evolving roles of school leaders, the standards, which were announced in 1996, were consciously designed to focus “on matters of learning and teaching and the creation of powerful learning environments” (ISLLC, 1996, p. 8). Although these standards are deliberately broad, numerous indicators clarify the classifications of knowledge, dispositions, and performances. The complete listing, including the six standards and 182 accompanying indicators, is included in Appendix A.

At present, at least 35 states have adopted the ISLLC standards, either in their original form or with minor modifications. In addition, the National Council for Accreditation of Teacher Education (NCATE) also is utilizing a revised set of ISLLC guidelines for all educational administration programs that currently maintain or are seeking NCATE accreditation (NPBEA, 2001). Consequently, educational administration faculties throughout the nation once again are in the process of restructuring their principal and superintendent licensure programs to meet NCATE requirements, ISLLC standards, and/or state mandates based on ISLLC. By putting these standards into effect, it is hoped that the quality of administrator preparation programs will be improved and, in the process, the educational administration profession ultimately upgraded (ISLLC, 1996).


Standard 1

A school administrator is an educational leader who promotes the success of all students by facilitating the development, articulation, implementation, and stewardship of a vision of learning that is shared and supported by the school community.

Standard 2

A school administrator is an educational leader who promotes the success of all students by advocating, nurturing, and sustaining a school culture and instructional program conducive to student learning and staff professional growth.

Standard 3

A school administrator is an educational leader who promotes the success of all students by ensuring management of the organization, operations, and resources for a safe, efficient, and effective learning environment.

Standard 4

A school administrator is an educational leader who promotes the success of all students by collaborating with families and community members, responding to diverse community interests and needs, and mobilizing community resources.

Standard 5

A school administrator is an educational leader who promotes the success of all students by acting with integrity, fairness, and in an ethical manner.

Standard 6

A school administrator is an educational leader who promotes the success of all students by understanding, responding to, and influencing the larger political, social, economic, legal, and cultural context.



Figure 1.1 ISLLC Standards for School Leaders. Source: Interstate School Leaders Licensure Consortium. (1996). Standards for school leaders. Washington, DC: Council of Chief State School Officers.

THE ROLE OF CLINICAL
EXPERIENCES IN LEADER PREPARATION

Clinical experiences historically have been an integral component of many professional preparation programs, most notably in the fields of medicine and law. Many national organizations dedicated to educational administration, including the National Commission on Excellence in Educational Administration (Griffiths et al., 1988a) and the NPBEA (1989), advocate that internships also are essential for administrator preparation programs. Milstein and Krueger (1997) note that internships “are unique, important, and irreplaceable aspects” (p. 107) of administrator training, to ensure that aspiring leaders have ample opportunities to apply skills learned in the classroom and to practice their craft within the local school context.

The University Council for Educational Administration (UCEA), the most prestigious organization for institutions with educational administration programs, requires that UCEA-member preparation programs include “concentrated periods of full-time study and supervised clinical practice” (UCEA, 2001). The NCATE’s draft revision of ISLLC considers the clinical component so critical to administrator preparation that they have created a seventh standard wholly devoted to the internship, which states:

Candidates who complete the program are educational leaders who promote the success of all students through substantial, sustained, standards-based experiences in real settings that are planned and guided cooperatively by university and school district personnel for graduate credit. (NPBEA, 2001)

Participating in these sustained, extended placements allows the intern an opportunity to engage in clinical activities throughout the academic year, see tasks through to completion, and gain a more systemic understanding of the organization (Hackmann, Russell, & Elliott, 1999).

Unfortunately, even though clinical experiences are highly valued as powerful learning opportunities by aspiring leaders (Krueger & Milstein, 1995), they have not been universally required in all preparation programs. For example, approximately one third of elementary principals report that they did not participate in internships during their preservice training (Doud & Keller, 1998). Furthermore, many programs have implemented “notoriously weak” clinical requirements (Milstein, Bobroff, & Restine, 1991; Murphy, 1992), possibly because approximately 95% of educational administration students are enrolled on a part-time basis while retaining full-time employment (Griffiths et al., 1988b). Clinical experiences frequently are uncoordinated and unplanned (Milstein, 1990), with exercises designed around the working student’s schedule—before school, after school, and during teacher preparation periods.

If clinical activities are not structured properly, and interns and mentors are not given appropriate training about their responsibilities, the consequence is unconnected and low-level activities, consisting primarily of shadowing administrators and observing meetings, rather than being engaged in authentic, hands-on experiences (Hackmann et al., 1999). School leaders who agree to serve as mentors add yet one more task to an ever-increasing list of responsibilities. The internship, although it admittedly provides a service to both the intern and the university, should not be overly time-consuming for the mentor administrator. Sadly, a poorly structured internship—one that does not clearly outline expectations for either the mentor or the intern—can be more of a hindrance than a benefit to both parties.

BENEFITS OF INTERNSHIPS

When field experiences are carefully conceptualized and well structured, they provide numerous benefits for all parties involved: the intern, the mentor, the school district, and the university (Milstein et al., 1991). These positive features for each party are listed in the following paragraphs.

Benefits for the Intern

With the increased emphasis on school accountability, novice school leaders no longer have the luxury of a honeymoon period to acclimate to their new positions, as a form of on-the-job training. Rather, new administrators must be fully prepared to immediately assume their roles as change agents and instructional leaders. Therefore, the internship should help the student deepen her or his understanding of content and skills learned in the graduate coursework, through engaging in authentic leadership experiences while under the close supervision of the mentor and university field coordinator. By being immersed in the mentor’s work setting, interns work alongside exemplary role models who can help them master skills that they can learn only within the unique educational setting. Furthermore, students who have completed high-quality internships will be better-prepared and more attractive candidates for school districts seeking to fill administrative vacancies.

Although the primary advantage is hands-on, practical experience, interns also accrue other benefits that are rarely mentioned in the literature. For example, even though they are enrolled in a preparation program, some students are not certain that they truly want to become administrators. Some students initially may lack confidence in their leadership skills or may be concerned about their ability to manage the stressors present in any administrative post. Clinical activities give students an opportunity to assimilate into the principalship or superintendency—experiencing both the joys and heartaches—without having to vacate their current positions. At the conclusion of their internships, they may leave with a new level of confidence and eagerness to seek an administrative post, or they may decide that they are not yet ready for school- or district-level leadership responsibilities.

When internship settings are carefully selected with diversity in mind, they can expose the intern to a wealth of new experiences. For example, individuals who only have worked in elementary schools should devote some clinical hours to the middle-level or secondary schools. A student whose only professional work experience has been with rural, primarily Caucasian students could be placed in an urban or suburban setting with high minority enrollments. An aspiring superintendent may want to spend part of the internship working in the state department of education to gain a better understanding of state policy and procedures, in addition to establishing professional connections with state officials. Regardless of one’s academic or employment background, the internship should be viewed as an opportunity to broaden the intern’s thinking, while exposing him or her to new settings.

Establishing a close relationship with a mentor offers yet another benefit: a reference who has direct knowledge of the intern’s leadership skills and talents. When students assume their first administrative appointment, the mentor—who now is a colleague—can be consulted for advice, support, and encouragement during the initial years of the administrative career. The mentor also can help the intern establish a network that includes school leaders from neighboring districts and around the region.

Benefits for the Mentor

Certainly, mentors will be likely to feel immense personal satisfaction in seeing their charges grow into competent professionals. The benefits to mentors, however, should expand beyond the intangible altruistic sense of giving back
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