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The management skills the author presents are designed to assist the new administrator in having control over his or her work, which will enable them to get greater satisfaction and results from the position. Most administrators enter the profession with little or no management training for the position.  


The writer structures his class to let the students take advantage of their life experiences on the job and develop and sharpen their skills of supervision and instructional leadership. He stresses, to develop control over your job and your people; you must first discover ways to greater self-control. Self-control is a key to the control of others. He asks the students to begin a process of self-study using journals and other students through role plays, group discussion, simulation activities, goal setting, problem solving, action planning, and observation procedures.


Planning, Implementing, Evaluating and Reporting is the format the writer uses as an instructor, in developing and conducting his educational administration classes. This is referred to as “the management cycle”.

As a former business analyst for Fortune 500 companies internationally for over ten years, the writer has been successful in being part of consultant teams that have saved companies millions of dollars in through cost savings or cost avoidance using the talent within the organization.

Success in using this “management cycle” technique led the writer to apply this as a practitioner in school districts as well as in the classroom as a university professor at Portland State University, California State San Marcos, and at National University in Fresno. This technique has worked well in both on ground and online classes.

It seemed obvious that the same principles that achieved positive results in industries such as Boeing, McDonnell Douglas, Canadian National and Peabody Coal Mines could easily be transferred to public school education.


This management cycle system included a basic problem solving process that culminated with a management action plan (MAP) that assured accountability in bringing a project to completion.


During the first class session, students are introduced to the management cycle along with the course syllabus as to how the course is structured; this is then followed by a presentation of a modified Kempner Tragoe problem solving approach. Finally, a management action plan is presented which becomes the foundation of project management. A more detailed project or program schedule is derived from the management action plan or (MAP). This is the process used by many management consultants in business as they proceed to analyze and develop interventions to improve business practices.


Educational administrative students use this to help them to identify problems or issues confronting administrators (teachers, students and parents) in public or private education.
Planning:


This is the first step of the management cycle. Here the student outlines and defines the problem, issues or programs he or she desires to undertake. Consideration is given to methods, material and manpower needed to embark upon and complete the task selected. It is in this phase, that the student identifies the people in and around the environment who can assist in the problem identification. In business it would be co-workers, supervisors or managers, in the classroom it would be university support services such as writing, or math consultants, librarians, professors, other school personnel in their districts, other outside agencies, or students in the class. The latter offer the most immediate source of support and tend to expedite the process.
Implementing:


Perhaps the most difficult part of the cycle is implementing. This requires the coming together of multiple factors to successfully launch the endeavor. It is at this point where most projects get bogged down usually through communication, relationship issues or financial miscalculations. Scheduling and conducting meetings involves having the means to locate contributing team members, finding a meeting location, and times that are convenient for all to attend. Accountability is the key in the implementation of any project and it is here that focused leadership comes into play. Clearly defined roles and assignments are needed to complete the many tasks needed to reach a successful conclusion. 
Evaluating:


Key in completing projects is the evaluation of progress involving the critical factors or benchmarks on the path toward project completion. A critical look must be taken at several points in many of the selected issues. In the thesis class, for example, students review their topics with the instructor and use other students as proofreaders. The writing center and library staff provide additional evaluators in the quality control aspects of the research, writing development and their management action plan.
Reporting:


Problem research is not accomplished in isolation. Depending on the class and extent of the research, the school district as well as the University has certain requirements and restrictions. Due to privacy laws, the University may have an Institutional Review Board (IRB) that must give approval to any studies or research involving human subjects. School districts have policies requiring employees to get approval from supervisors or boards. Keeping top-level administration informed and involved, if possible, will insure a successful outcome to any endeavor. Getting written approval of a management action plan is a tangible way to communicate to management that you respect their position and wish to follow the chain-of-command.  

Once the project is completed, there is the expectation that the results be shared with management or the district, agency, professional organization or foundation of your affiliation. This is especially beneficial when the results are positive or result in saving the organization money. This can also open the door to funds for future research, merit recognition or promotion. These procedures have been stressed in businesses as well as in the classroom by most University professors.

Outcomes:

Many students realize the importance of this process of collaboration in the form of the management cycle and have written papers on leadership teams and the significance of team building and collaboration as school administrators. Several thesis and dissertations have been published emphasizing the high quality of results stemming from this method used in decision making.


Bringing company employees and students to the conclusion that collaboration and consensus yields positive results has included a variety of experiential activities. Over the years, the writer has taken students on trust walks, where dyads blindfold each other and guide them through obstacles. Dividing the class into groups of six, the writer has simulated a spaceship crash landing on the dark side of the moon and had them decide as a group what to carry with them to rendezvous with the mother ship. These and other activities stressed the necessity for trust and consensus in building a team and solving problems.


In providing structure for their problem solving, the writer has used a modified scientific method and Kepner Tragoe problem solving and root cause analysis technique. Here the writer provides the students or employees with a format, which includes six steps:
· Define the problem in one sentence

· State what is really happening regarding the problem now

· State the ideal situation that should occur
· List the barriers to reaching the ideal

· Develop a list of possible solutions to the barriers

· Create a management action plan (MAP)

Defining the problem is the most difficult of the six steps. The student must narrow the problem and be very specific about what they can accomplish given their resources and time constraints. Most students take on very broad issues and require guidance in delineating their problem.
Stating what is really happening regarding the problem or issue now is usually no problem. Most students select an issue because they are passionate about the topic and have a vested interest in its resolution.

Stating the ideal situation that should occur on the surface seems like a straight forward matter, but as the student does further research and reviews the literature this ideal tends to become more realistic given the resources available. It usually comes down to a financial concern.

Listing the barriers to reaching the ideal can get out of hand. Many students develop a laundry list of barriers that are either insignificant or beyond their control. Here is where advisors and University professors can take an active role in keeping the student on track.

Developing a list of possible solutions to the barriers can be a daunting task that requires the aid of internal or external team members. Coming up with acceptable solutions that are politically correct in a given situation is touchy and requires researching the impact decisions will have on all the stakeholders.
Creating a management action plan (MAP) is the backbone, roadmap, and culmination of the problem solving process. The MAP is the accountability element of the process that includes who is responsible for what, within a specific time frame. It is up to the team leader to insure that the activities listed in the MAP are realistic and attainable given the resources and time constraints. The creator of the MAP must get the buy in from his or her key decision makers before the MAP is implemented. The team leader must be ready to answer the pentab questions of who? what? when? where? and why? Having these decision makers sign off on the plan is crucial in its implementation. It has been my experience, if the MAP can show a dollar cost benefit in either cost savings or cost avoidance, the plan has a better chance of getting approval. This is especially true in times when money is tight and school districts are looking for cost reductions in all areas of the budget.
Businesses such as McDonnell Douglas, Boeing, General Electric, Amoco, Peabody Coal, Canadian National, and others, have realized millions of dollars in cost savings by using these techniques.  Cadillac, Harley Davidson, and Fed Ex have all won the prestigious recognition for quality in the form of the Malcolm Baldridge Award. There is no reason why our school district administrators cannot learn from their successes and use some of these very same ideas to increase not only productivity within the district, but student achievement as well. To the extend that Universities play a role in addressing the management issue will determine the amount of success derived in raising the levels of fiscal responsibility and student performance.
Partnering Via Online and iLinc Technology:

Educators are always looking for better ways to communicate. Today’s technology offers teachers and students alike a myriad of options. Computer technology now offers iLinc, which provides the capability of communicating on the three levels of media: audio, visual or text messaging. Professors at National University have embarked on using this technology to augment their teaching onsite as well as online, and have held individual and small group departmental meetings through this medium. Pilot programs are underway to provide professors with iLinc staff development, both nationally and internationally. Currently, National University has Memorandums of Understanding with Universities in Nayarit, Mexico, and agreements in principal with Queen’s University in Belfast, Northern Ireland, for online visiting professor programs. Other universities have expressed interest in partnering using this technology.


This medium lends itself quite well to imparting lessons on a business approach to educational administration as well as almost any other subject taught at universities. The author has used this methodology in his classroom communicating with colleagues across the globe. It has been demonstrated that there is excellent potential for multi-department collaboration using iLinc as the communication hub for both synchronous and asynchronous online programs.


For an initial minimum investment of a headset, microphone and camera, anyone with a computer and a dial-up connection can connect to iLinc via their email. The recipient is sent an invitation by the sender and can access the system from their home, school, or office. For large group audiences, images can be projected on larger screens providing theater-like environments. Advantages include the cost savings of non-travel, avoiding travel fares, lodging and food. Additionally, research has shown that students observing direct eye contact and non-verbal’s of a real-time professor with interaction enhances their learning.

Bandwidth restrictions may limit the number of clear, direct connections, and test runs prior to formal meetings are advisable. Time zones, language barriers, and equipment types must be considered when attempting to connect with iLinc.


Once the logistical problems are solved, the process of implementing the use of this technology can begin at any level. Partnering within departments has proved a direct and rapid method for communication. Opportunities to cross department lines (multi-functional) exist for sharing internal university procedures including dossier development, new faculty orientation or new curriculum offerings.


Partnerships can now expand to new arenas. Media can reach all corners of the globe including business and universities alike. Information sharing through interactive technology can bring best practices of any profession, or trade to entities in a keystroke.

Teaching, scholarship and service activities can be exchanged that can add variety and rigor to the educational experience. An international online visiting professor exchange program has opened the door for increased collaboration. To the extent creative professors and students avail themselves of this technology will determine the content, scope, and potential that this medium has to offer.
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