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In today's staff development programs, 
everyone must work diligently to improve 
his/her skills. This means that adminis 
trators and supervisors, too, must work 
along with teachers to improve effective 
ness.

Overall, the results of staff development have 
been disappointing. This is true for many reasons. 
One major factor is that in-service education, for 
the most part, has been directed at teachers the 
training has been "topless" "topless" in the 
sense that sufficient commitment and resources 
have not been utilized to help key leaders (those 
at the top) gain new understandings and skills.

Usually, it is those at the top who make 
decisions about who needs in-service experiences 
and what the nature and content of those experi 
ences should be. Strangely, these leaders are quick 
to identify individuals and groups needing "up 
dating," but seldom identify that need in them 
selves.

In today's climate, everyone must improve 
his/her skills. Today's declining enrollments and 
shrinking resources call for the ultimate in effec 
tiveness and efficiency. Mistakes were often over 
looked when funds were available, but in a re 
trenchment situation, errors or ineffectiveness are 
highly visible.

Better and more effective staff development 
for leaders is needed for another reason: Few new 
staff members are being hired. Renewal and reedu 
cation are necessary so that staff members can

meet new challenges and keep up with new devel 
opments. Turnover of administrators is among the 
lowest of any educational group. Thus, if we are 
to bring about the changes required, those in 
present leadership positions must be the ones to 
do it. To foster these skills in administrators will 
require effective educational as well as training 
experiences.

Training vs. Education

Most in-service experiences focus on im 
parting specific skills that is, on training. Train 
ing is designed to promote conventional, conform 
ing behavior and to help the trainee to face situa 
tions exactly like those for which the training has 
been designed. The aim is to prepare the trainee 
to respond in a set and predetermined way. Train 
ing seeks to make participants the same.

Education is a broader term. Education is 
designed to stimulate divergent thinking and to 
help those being educated to respond creatively 
and effectively to situations which, at present, 
cannot be envisoned. The aim of education is to 
impart concepts and principles.

Of course, in many situations, training is 
appropriate and necessary. But because teaching, 
learning, and educational administration are so 
phisticated processes, actions must be based on 
solid theory and philosophy. Actions must flow 
from a deep understanding of the nature of learn 
ing and of effective practice. In today's "pressure 
cooker" atmosphere, the temptation to use quick, 
expedient solutions is great. Only through an 
appreciation of the long term impact of any
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approach can the best course of action be chosen 
by the teacher or administrator.

What Is Effective In-Service Education?

We know from research that learning is a 
process involving experiencing, doing, and react 
ing. The purposes of the learner must be taken 
into consideration, and the learning situation must 
be realistic to the learner. Learning occurs through 
a wide variety of experiences, using materials and 
activities appropriate to the learner. The most 
effective learning takes place when the learner 
can see the results and has good feedback about

"The most effective learning takes place 
when the learner can see the results and 
has good feedback about his or her 
progress."

his or her progress. These principles of learning 
are as appropriate to the in-service education of 
teachers and administrators as they are to youthful 
students.

Imparting broad and holistic principles re 
lated to the learner's purposes is the most func 
tional kind of in-service education. Such learnings 
call for educative as well as training experiences.

Taking into account the preceding facts about 
learning, it becomes clear that in-service must be:

1. Cooperatively planned ( involving those 
who are to be affected by the experience)

2. Based on carefully and cooperatively con 
ducted needs assessment

3. Focused on high intensity needs that are 
as central a s possible (real versus peripheral in 
structional improvement needs of the group)

4. Continuous (or at least having continuity) 
as opposed to "one shot" efforts

5. Activity oriented and/or provide hands-on 
experience

6. Sensitive to, and provide for individual 
needs and differences, where possible

7. Evaluated on the basis of the changes 
engendered in the individual's work situation
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(school or classroom) and on the impact of these 
new behaviors on those with whom they work 
(faculty or students). 1

While principles of learning hold true for 
both children and adults, there are some charac 
teristics of mature learners that are worth noting. 
Knowles advocates that:

The important implication for adult education 
practice of the fact that learning is an internal process 
is that those methods and techniques which involve 
the individual most deeply in self-directed inquiry will 
produce the greatest learning. This principle of ego- 
involvement lies at the heart of the adult educator's 
art. In fact, the main thrust of modern adult-educa 
tional technology is in the direction of inventing 
techniques for involving adults in ever-deeper proc 
esses of self-diagnosis of their own needs for 
continued learning, in formulating their own objectives 
for learning, in sharing responsibility for designing 
and carrying out their learning activities, and in evalu 
ating their progress toward their objectives. The truly 
artistic teacher of adults perceives the locus of respon 
sibility for learning to be in the learner; he conscien 
tiously suppresses his own compulsion to teach what 
he knows his students ought to learn in favor of 
helping his students learn for themselves what they 
want to learn.2

Needed: Education for Leaders

Schools need to be improved. If this is to be 
done, our administrators must play a leadership 
role. Brickell points out:

New types of instructional programs are intro 
duced by administrators. Rearrangements of the struc 
tural elements of the institution depend a lmost 
exclusively upon administrative initiative. Teachers are 
not change-agents for innovations of major scope. 
Even when free to guide their own activities, teachers 
seldom suggest distinctly new types of working pat 
terns for themselves.

The administrator may promote or prevent  
innovation. He cannot stand aside, or be ignored. He 
is powerful not because he has a monopoly on imagi 
nation, creativity, or interest in change the opposite 
is common but simply because he has the authority 
to precipitate a decision. Authority is a critical element 
in innovation, because proposed changes generate

1 Wayne County Intermediate School District. In- 
service Education. S taff position paper. Detroit: Wayne 
County Intermediate School District, 1974. p. 3.

2 Malcolm S. Knowles. The Modern Practice of Adult 
Education: Andragogy vs. Pedagogy. New York: New 
York Association Press, 1970.



mixed reactions which can prevent consensus among 
peers and result in stagnation.3

Leader behavior is a powerful force in in 
fluencing teacher behavior. Administrators should 
behave toward teachers in the way they would 
like to see teachers relate to students in the class 
room. Modeling is a powerful "in-service" tool. 
As Goldstein and Sorcher noted:

Greater modeling will occur when the model (the 
person to be imitated), in relation to the observer, (a) 
is of apparent high competence or expertness, (b) is 
of high status, (c) controls resources desired by the 
observer, (d) is of the same sex and race as the 
observer, (e) is apparently friendly and helpful, and 
of particular importance, (f) is rewarded for engaging 
in the depicted behaviors. That is, we are all more 
likely to model powerful but pleasant people who re 
ceive reinforcement for what they are doing, especially 
when the nature of such reinforcement is something 
that we too desire. 4

It seems that the administrator is in an excel 
lent position to influence teacher behavior, and 
that role modeling is an effective way to do so.

It has also been found that leader style can 
affect pupil achievement. In Stogdill's exhaustive 
survey of the theory and research concerning 
leadership, he says in summary: "When teachers 
and principals are described high in consideration 
and structure, their pupils tend to make higher 
scores on tests of school achievement."5

Research by Keeler and Andrews substanti 
ates these findings. Their research found that:

All of the statistics give strong support to the 
hypothesis that leader behavior of the principal, as 
perceived by his staff, was significantly related to the 
productivity of the schools. . . . The weight of evi 
dence supported the hypothesis that the morale of the 
staff of a school . . . was related to productivity. 6

In the often-quoted Perceiving, Behaving, 
Becoming, i t is pointed out that:

The leader's philosophy in action affects the lives 
of all children in the school system. The way he feels 
about people, and the manner in which he operates, 
is felt by the lowliest and most elevated person on the 
staff and the weakest and strongest child in the sys 
tem. The leader who is characterized by self-trust, 
openness and trust in others will, by his very behavior, 
help others to learn self-trust, openness, and trust in 
others. He will help them to acquire stature and in 
tegrity. He will solicit and weigh opinions and ideas, 
work cooperatively on school problems, hear all sides 
of difficult problems, take and show a genuine inter 
est in fellow workers as persons as well as workers.7

The preceding is a beautiful statement about 
the importance of the role of the leader and about 
the qualities of good leadership. The hopeful thing 
is that leadership skills and qualities can be 
learned. Again, looking to Stogdill's extensive 
research, we find that:

The early research on training of group members 
in patterns of behavior characterizing successful lead 
ers suggests that individuals profit from such training, 
becoming more active and effective leaders. 8

Results of research suggest that direct training in 
techniques of leadership result in improved effective 
ness as a leader. A relatively large body of research on

". . . i t seems obvious that more resources 
must be directed toward leadership devel 
opment and toward 'education' rather 
than 'training.' "

sensitivity training indicates that such training results 
in increased leader sympathy with the human relations 
approach, greater awareness of self and others, and 
more receptivity to follower initiative and respon 
sibility. 9

What are the skills and qualities necessary 
for effective leadership? Unfortunately, there are

3 Henry M. Brickell. "State Organization for Educa 

tional Change: A Case Study and a Proposal," In: 

Matthew B. Miles, editor. Innovation in Education. New 

York: Teachers College, Columbia University, 1964. p. 503.

4 Arnold P. Goldstein and Melvin Sorcher. Changing 
Supervisor Behavior. E lmsford, New York: Pergamon 

Press, Inc., 1974. p. 28.

5 Ralph M. Stogdill. Handbook of Leadership: A 
Survey of Theory and Research. New York: The Free 

Press, 1974. p. 140.

6 B. T. Keeler and J. H. M. Andrews. "The Leader 

Behavior of Principals, Staff Morale, and Productivity." 

Alberta Journal of Educational Research 9 (3):179-91; 

September 1963.

7 Arthur W. Combs, editor. Perceiving, Behaving, 
Becoming: A New Focus for Education. 1 962 Yearbook. 

Washington, D.C. : Association for Supervision and Cur 

riculum Development, 1962. pp. 216-17.

8 Stogdill, op. cit., p . 198.

9 Ibid., p. 412.
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This book provides some insights into the 
affective (the feeling and valuing) dimensions 
of education. The need for such an explora 
tion, as interpreted by the writers, grows out 
of several alarming recent trends, such as: 
undue censorship of educational materials; 
reluctance of educators to examine any area 
that might be controversial; and emphasis 
upon narrowly defined programs that develop 
a limited range of skills. Such developments 
tend toward a "safe but bland" curriculum 
that fails to capture the imagination and feel 
ing of children and young people and does not 
enlist the allegiance and enthusiasm of teach 
ers and others responsible for instruction.

"Safeness" and "blandness" are the antith 
esis of the intentions of the writers of this 
volume. They turn to the affective domain as 
a strong ally in freeing and extending the cur 
riculum in order to strengthen education.
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aspects which are not usually dealt with in ad 
ministrator preservice education. Indeed, they are 
infrequently given attention in in-service educa 
tion. These are areas such as needs assessment, 
conflict resolution, community and interpersonal 
relations, team and trust building, identifying and 
working with influence structures, and change 
strategies.

Based on this information, it seems obvious 
that more resources must be directed toward 
leadership development and toward "education" 
rather than "training." As Johnson found in his 
careful study of personality characteristics of 
superintendents and their willingness to accept 
innovation: "The high innovative superintend 
ents are more outgoing, more assertive, more 
venturesome, more imaginative, more experiment 
ing, and more relaxed than the low innovative 
superintendents."10

It is easy to see the importance to good edu 
cation of effective leaders. Stogdill warns:

The survival of a group is dependent upon a type 
of leadership able to keep members and subgroups 
working together toward a common purpose, maintain 
productivity at a level sufficient to sustain the group 
or to justify its existence, and satisfy member expecta 
tions regarding leader and group. Competent leader 
ship is especially needed in times of crisis to unite the 
efforts of members and strengthen group cohesiveness 
around a common purpose. 11

In our present situation, inservice cannot be 
satisfied focusing only on training, and it cannot 
afford to be topless! ^

10 Homer M. Johnson e t al. "Personality Characteris 
tics o f School Superintendents in Relation to Their 
Willingness to Accept Innovation in Education." In: 
Henry Hausdorff, ed. A.E.R.A. Paper Abstracts. Washing 
ton, D.C.: American Educational Research Association, 
1968. p. 280.

"Stogdill, op. cit., pp. 419-20.
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