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Hale: The National LEADership Network

While much remains to be done, it is fair to
say that the various activities of the Network
posit ion it to make a lasting con tribut ion to
the development of effec t ive school leaders.

The National
LEADership
Network
by Elizabeth L. Hale
Vice Pres iden l
The Institute for Educationa l l eadership
and Co·Director, the National LEADership Network
In January 1988, the Institu te tor Ed ucational Leader·
s hi p joined in a un ique part nership - w ith an agenGY of the
federa l government, the U,S, De partment 01 Education. and
w ith a major co rpo rat ion, Kraf t I nC.- t o develop and su p.
port a net work among the federally funded LEAD Cente rs.
Prev ious art ic les in this issue have conveyed the com mon
m iss ion 01 the LEAD Cente rs and underscored that eac h
program i s t ai lored t o meet the prob lems and needs 01 the
state, In this art ic te. I wi ll chron ic le the development of The
Nat ional LEADe rship Net work (h ereafte r, the Net work)
which serves the heterogeneous co llect ion of LEAD Cen·
te rs, provide into rmatlon about current act ivities , and offer
a few thoug ht s on the Network's valu e and poten ti al f or
impact
The Network. off icial ly launched in Ap ril 1988, moved
qu ic kl y to become recogn ized as a usefu t resource which
wou ld provide co mmunitY·bu ild ino and dissemination ser·
" ices o n l>ehatl of the LEAD Cente rs and t hei r many part·
ners. and oth ers engaged in leadership development A ten·
tat ive worki ng age nd a, locused on com mon and pers istent
leadership de.e lopment iss ues and themes, was desig ned
in suppo rt of the follow ing goa ls:
• To promote the exchange 01 inlo rmatio n across LEA D
Centers, and l>etween the Cente rs and other sponso rs
and users of leade rsh i p tra inino ;
• To increase awareness of available techn ical ass is·
tance and expert ise w hich co uld help to ensure a high
level of pe rformance 01 each LEAD Center;
IE L i s a Washington D.C. ·based nonprofit organiza'
tion dedicated to collaboratlye problem·solving s trat·
egies for education. IEl works at the national , state,
and local levels to bring together resources and peo·
pie from all sectors of society in a new coalition in
s upport of essen tial change in schools. Belly runs
IEL's leadership program. She has seIVed as a public
schoolteacher, and worked in policy and program po·
sltions w i th Project Head Start, the University of
Maryland, and the State of lIIinois. Belly holds an
Ed.M. from the Ha ... ard Graduate School 01 Educa·
tion, and a M.P.A. from the John F. Kennedy School of
Government. Ha ... ard University.
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• To stre ngthen organizat ional capacity to deve lop
sc hoo l leaders by wo rking on and identifying needed
training tools , mat erials. and techn iq ues:
• To help states and comm unit ies adopt mode t pro·
gra ms, cu rric ula. and pol ic ies for Impro. in g school
leadersh ip;
• To serve as a c leari nghouse of informatio n aoout LEAD
Center programs and make the lesso ns team ed avail·
able nat ionw ide: and
• To promote greater awareneSS of the importance of
t rain ing lor sc~oo l teaders,
Sto ries aoou nd aoout new and exc iting partners hips
and networks that fell short of ach iev ing their prom ise. did
not ach ieve expected resu lt s and went out of business. or
simply fel l apart for a va riety 01 oth er reasons. These con·
stant remi nde rs of fai tu re. com bi ned w it h info rmation de·
rived trom more f ormal evaluat io n literat ure about ~sta b·
lishing and run ning col labo rative net work prog rams,
prompted the developmen t at a sh ort dos and don·ts list to
gu ide the Network in its early st ages: Part ic ipat ion in th e
Netwo rk wou ld be voluntary; constituents wo uld give th e
Netwo rk direct io n: the Network would meet the needs of
the constituents: and the Net work wo uld make small
amount s of resou rces a.ailab le to enab le meml>e rs to foc us
on issues of spec ifi c conce rn . Thu s. one of our major t asks
was to wo rk w it h the LEAD Ce nters to de.e lop a Network
agenda which focused on iss ues of common and persistent
concerns acroSS al l of the Ce nters. yet Simultaneously
squa red with the ne~ds of individ ual Ce nters.
The result ing programs and act iviti es 01 the Network
are as diverse as the LEAD Cente rs. The Network sponsors
opportun iti es lor face·to·face contact lor all memoors, sup'
po rts smalt grou p gatherings whe re members convene to
dlsc~ss part icular top ics 01 interests, connects wit h th e
agenda of other o rgan izations and asSOCiations, keeps its
me mbers aware of current educat ional reform iss ues and reo
lated so~lal po l icy issues; pu bl i shes co llect ive inlormat io n
abo ut LEAD Center programs: support s and strengthens
the work 01 individual network meml>ers and di sse minates
that work through the Network; keeps an ~e on the future
by exp~r i menting with oth er communicat ion techno logies;
and uses its base in Washington. D.C" to st ay abreast of ed·
ucation policy trends and issues arid their imp lications fo r
school leaders and leadership,
The in it iat message to the LEAD Centers undersco red
what t he Network would try to accompl ish and that involve ·
ment in any or al l activit ies would be an ind ivid ual Ce nter
decision, based on the pe rc eived vatue of the service . But ,
to encou rage one hundred pe rcent invo lvement, the Net·
work had t o ot fer ser; ices which met the st ated needs of the
members/constituents, The ongOing re lat ionship between
the Department ot Educat io n LEAD Project OUicers and the
LEAD Cente rs gave the Network read y access to informa·
tion about eac h Cemer program . These data were aug·
mented w it h inlormatlo n from an intormal survey which ob·
tain ed Network me mbers' percept ions 01 the most critical
issues lac ing LEAD Cen ters at the conc lusion 01 the fi rst
year of programming. The yield was a rich lode of informa·
tion wh ich led to the deve lopment of a Network agenda fo·
cused On the real needs of th e LEAD Centers,
Five of the iss ues that emeriJOO from the fi eld survey
are th e f ocu s of spec iat Network study g roups. These
groups, asse mbled on the basi" of interest in the t opic, have
partiCipants from among the 57 LEAD Ce nters wh ich en·
sures mu ltipl e perspectives on and approaches to th e is·
suets), The work plans devetoped by the study teams wi ll
re su It in products wh ich w i II be usefu I to Network me mbers
and t o the larger world at leadershi p development.
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• Restructuring SeflooI, Group will become knowilldl/&
able abOtJl Ihe actual approaches to restructuring
schoo ls that are being applied around the nat io n
(M lam l-Oade; Rochester, ' IC,) and to the re lated trainIng nellds 01adminiSlrato.s. A linal !IOai is to d .... elop a
h"amework lor a I .aining p<Ognom and material, l or use
In PfflPllrlng school adminlstralon; lor tlte aclUaileadership role in restructured schools.
• 5<:hooI '"""Oftmenl Group will collect Inlormalion
and s hare kn ow lB<1!J<l about how to develop Ihe capacity 01 school leaders-d lSlric t level and oo lldl ng
level-to 101ler and suppa" systemati<; school imP<O*ffl.nt, The locus ... i., be on Idenlitying ... hal special knowledg. and capacity leaders need lor this en·
deavor, and now the training roeeds can be mel. The
group will also Identify training materials an<I metl>ods
that are currently avail able lor these purposes.
• Women and Minorities GrouP w ill help to dav ~lop st rategies to Im prove the accnl of women and minorities
10 schoolleaoership position • . Tile inilial goal will be
10 identify and analyze the cu.renl LEAO ellon and disseminate lhe most suteenl ut pracl ices In use around
lhe counlry. The group's moll Imponant contribution
will come lrom its W011Ilashlonlng bold new s"at&g ies
which will help LEAO Cent.rs and others wM prepare
schoo l '.adGrtI to ensurelhatlh<.!luture sc~ootl.ade r·
ship cohorll. representaHve of Ih<.!nation·s pluralistic
sociely.
• Busi,,"s Education P",tnershlps Group ...,lI ldenlify
the most promising pBClice-s currently In use and
make tnls InfO)rm ation avsilable Ihro~ghOut tile Nel·
work. The gro up wil l look fa, best practi ces avail ab le
w ith regard 10 tradition al school -bu sineu partner·
""ips, as well as JnOd.&IS 01 .ffe<: tl..... and Innovative
business collaborations with I.adershlp develOllment
Ofgooizallons such as LEAO Cenlers_
• Sials and l o u t Po~cy Group will develop stratll1jies to
hel Ii LEAO Cen terti best seNt lhe inlormal ion and omal ysls .-...edS 01 Sl81e po licy male.rtI. Much Of tn.'mprovement In the qua lityol school leadership and In Ih e progra"'" 10' Pmpa ring and d .... eloping schoOl l e~'s is a
matter 01 state poIi<;ies relale<l 10 Ihese Issues. The
group ...,11 also identilyopport unilies for LEAO Cenlers
10 suppon other eUorts Oeslgned to improve Slate
policy milking attendant to school \ellllersl1lp Issues,
such as the IOrihcoming repon and reco mmenda·
tions 01 The National F'o ll cy Board fo' Educatio n
Adm inistration.
The Network takes se,iously Ihe admonilion of Ihe
World Futures Sociely 10 ""Ilin~ Gobally, ""'llOCall\<o Spe.
cilic p<Ognoml n.... e been <k!llgn.ed to nurture chanoe Il'f
supporting the LEAD Centers, working solo or In COIlabOra·
tion with oth<.! r Centers or rllillOl'lal ed ucational Improve·
ment laboratories . This sHalogy ensures that the Networ1<
can capitali ze an naturally occ~rr ing apportun itl es. Se"e ral
projecls IIluslrate lhe importance Ih<.! Network places on
supporting creative ideas g&ne'ale<l by I h. constlluents 10
address $IgniUcant issues.
• T"'9"15 10< T,.in,,", Tow.,d MOf. P,odUCliY9 T.alning.
The Kent uc~y LEAD Cente" In collaboration wllh Ihe
Appal ac~ la n Ed ucational I..abo,atory, will de .. elop the
competence end confidence 01 trainers to wo'. w it h
adult learnertl-Ih<.! Jll'imary LEAD audienc • . A lrainlng
manual will boI develoJl8(l and dlsseminaled 8C1O$$ the
country.
o Th. ProfH,lonal o e""klpment Resource Book 10f Prin·
cipal •• EUecli'ffl p'incipals are develope<.! (Wer en ex·
tended ~arl od 01 time. In recogn ition of the nm l or
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caree,~ong Inrnln.." The M9ryland LEAD Cenler will
complete ilS work on a ",sourc. book fo, p!4oclpals
which can be used by principals In sch oo ls acrOSS the
country.
• N entOfi"9 for l he Induc tion Year, B8{llnning principals
1._lhelr teacher netwo .... and 8t$ required 10 develop
a new COllllilial suppon group. The Ohio LEAO Center's
SAGES PfO<;Iram , Senior Administrators Giving Educational Suppon. gIves beginning p,lncipals an Instanl
support group (and retired ~rl nelp.,s a method for shar·
Ing profess iona l lesso ns with Ihe next generation 01
SC hoolleaderS~ The prOje<:t will ,xl.nd the SAGES Program to principals In middle schools and high sclIOOIs
in Ohio and, 01 equal importance, develop a prog.am
manual fo,use by-otMrs who are In18015ted In developIng .imil ar suPPOri st,ategies for beginning principals.

• Imp,ovlng Sialawide In fl u. nc• •nd Commitment to
Leade, shlp Oevelopme nt. Th. Northwest Regional Ed·
ucatioo al LabOratory, on behall 01 LEAD CenlerB In
Alaska, Hawaii, Idaho, Montana, O"1lon. and waShln~
ton, will wor1t 10 develop st rategies '''''t sl"'''9lh.n and
InSlitutionallze tM LEAD Cenlertl' role as agenls fo<
change and ImpfOV<!ment in tile process 01devetoplng
educational le..:ters. The s... "' Northwest "' strateg ies
wi ll be documenled and made availab le acrou the
Netwo .... _
• St,atogie. \of Ef fecli .... LEA"". ,,1fo Collaboration. Th.
LEAD Cenlers In I h. Nonheasl (V&rmont, Massachu·
setls, New Hampshire, Main .... Rhode Istand, Conneclt·
cui, New York) will meet wltll Olhe, state·baSed pro.
vld ers 01 leadership deve lopm ent 10 question What Is
invo lved in d&veloplng effect iYO Indership cO li aDOralions. Th<.! group's goal is to determine how beSlto fos·
Ie' sl atewide ieaoe,ship deY9lopmanl coaIilions, 8
necessary ingred lenl in conl ,nulng tile wor1t 01 LEAO
Centers beyond I he per>od 01 I_al support .
Networking Is often descnbed .. a process of close
and d irect connections bet ween and among peop le. Wnl le
gene rally an accurate des.cription, many laclors with the
NetWO.... fgeoli/rephlc spread, array 01 organizallonal ar·
'angrlmenls. lime) made It imposslbl. 10 use this one s"at·
egy as Ih<.! primary p<Ogram compon.nt_ Thankfully. there
are a plethora 01 ways 10 stay on tOP of an Issue, contln .... 10
IIn~ Olhers engaged In si mila,pursuits, or to build a commu·
nlty a,ound common themes and Interest s_Thu s, Ihe Net·
work works on il S &grlnd a and with li S members In many
WII\'S .
An annu;JI meal lnli/. wh<.!rein 1M leadership development and renswal of I hose ...ho pfOVlde leadership development Is the major io<;us, ensu",. thlt III membolrs of the
Network have, cnan-oe to get away lrom I he daily press of
conSl it uent service to d iscuss new . nd old leaderShip Is·
aues and id~as; CUrre nt education reform initiatiVe! and Is·
sues which have an Impact on thG kind 01 school !eaders
needed and "'!endant treining requl,.menls; meet with Cur·
rani leade, ship 'gurus'; and ree.staollsh connectlOl'l' with
otheO'l in I h. NetWO<l<. The meeting Is planned by a COmmil·
I " olth. whole and held in Washington. D_C ., to make it
ponlble lor Network members 10 InteraCI wi lh members
lrom the U.S. Department 01 Education. As il moves InlO it s
se<:ond year 01 operetlOl'l, the Networ k will offer addlllQnal
opPOnunlties for dlrli"Cl conl",, 1 among members by connecting willi Ih' rlI"lIularly scheduled " ' -l ingS 01 professional associations and/or by cosponSOring sem,narskon·
lerences with other related organlu,tlons. In June, I he Nel·
worlc will cosponso( a S(!minar wltn Cen te, for tM Study of
5<:noo l Leadersh ip, Un lve rsily olll llno isJ Unive,sity Of Mich ·
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;gan. Thl ssemlnarlsriewed as Ihe inaugural_to' a plOposed flve')'Gar activity deslpned to bring reM~",h"rs and
pract ition ers to\jelher on an equal footi ng to talk ab<.>~t
schoo l leaoorsh Ip de.elopmenl Iss ues and ." alt<lndant 'e·
~ a n;h agenda. In March. t he Net work condu<:ted a pte.

Sesslon .1 AASA locuHd on 1M instiluUonalizalion 01
LEAD Centers (lite beyond lederal funding). Wh,lelhese are
the Network's !Irs! official conne<:tions with othe,organiza·
tions .nd professio nal assoclaHo ns, it Is . opeete<! that
the se e~pans l on proQrams will become, part of the Nat·
work's ongoi ng agenda.
Several Ne twork document s l>elp 10 kHP the Network
together 00 a ,ub$lanti.e boNi$. A
01 the init ial
51 LEAD Ceme. pmgramswu prQduced in ~mbef 1988
and provided specific inIQrmai lon about Cem", programs .
The catalog. Indexed on 25 commonly used de&c:fipto rs 01
school l&ed(lr5 hip develop.me nt efforts (Skil l anessme nt
cente rs. 1001. and processes: sc hoo l impro.emllnl, men·
toring. pe.ercoac;h ing) provided easy acceSS10 the wealt h 01
program urw.terl ak ings_ A special sec l ion entitled. What Experience Hu Taughr Us. featured candid PII<,pectrves on
thll major le$30ns learned during the firsl )'Mrol LEAOCenter oper"lon. This useful Inlormalion W,", Inctuded to pre·
ve nt members from "re inventing the wheel." A compan ion
documenl. abstracts 01 all Center programs. prO\l lded an
overall, yet edmlttedly brief. pict ure 01 (mOOIng programs
and acte.i!lea and lheir locus. These IWO resources repmsenl a composite of the LEAD Centers and their current activities: they are valuable Networking tools.
Future products"" the Networt.'s aoenda Inc lu<le thll
development 01 a source Ix>ok on schoolleaoerahip wh ich
will col lect the best ayall ,ble aoout leaders hi p dO\lelop·
mMt 0110rl8 In the pub lic and Ihe private sector. Mil the
produc tion 01 a nalional naw-slellllr to kesp membe rs updated on what their pe\lrs .re doing but. more Impon antly,
keep them _am of ol he... • <lltons 00 behalf of loIadersllip
dev<!IoJll'll<ln !.
White the Net'ot'Ort. IIM S t~ed afld true al ratogies to en·
SUfe that It $ work is useful and that it ser'lea an Important.
nay. a leedo rsh lp lu nction, it keeps an eye on th<l lutu re try
ex perimenting with ""w communication t<lchnologiet.
Through the Southwest Educational Development laboratory, lhoe Net work is supponlng I pilot electronic nel work·
ing II110n among the LEAD Centers in Arkans-as. louisiana.
New Mexico. 0~lahom8, and Texas. The IlIsutts of this ex·
perlment wi ll help the NetwOrk dete rmine the feasi bility 01
ap plying t~ ls technology 10 the lotal Network. A seco nd ex·
perlment that Is small er In acope and shone, In duralion is
locused on the Netwo<l<", RestrUCTuring Schools Group.
The work 01 the group Ie bolsle<OO by an eleCtronic con·
ferencing C8llibility which Is b<!lng cloMly monitornd to
as",,, the extra value of this added leal ure. The com·
blned data from these two <I.pe~ me nt s w ill give the Net.
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work a bett<lr MOM of how leull.>le It is to thln~ ~t strat·
egles w hiCh re~u ire new t eChnolog ies fo r s uccessful
Imp lementation .
Wh ile muCh IlIm ains to be dOn<!. it i. lai r to say Ihat the
....ious aclMlies of the NelwOrk _ilion it to mai<f a ,ast ing contribull"" to lhe develQpment of ellllct ive 5(:1>001
I<lader.;. The ... ',. striking similarity between Moonnan'S1IIC8llilulatlon 01 LEAO Cent ers' outcomes and the areas
where the Network Is nOW poised to make pmgram and pol.
Icy cont rit>utions: c reat ing alternst lve c urricul a and trai ning
programs; putting new trainin g methods and approac hes
Into place; creating new opponunltles lor women and mi·
norities in lhe lield: and tal<ing a IIlgher and rteW<!r road in
developing COIlaborati .... and consonial arrangements.
Since th.".. are state-tl8S<!d organi zations and ....ange·
ments. LEAD Centers are better position ed to have. state
o r perhaps a reg iona l impact. TM Chall enge before the Net·
work Is to hamen the$<) stale Iml)a(:ts and outcomes. cu ll
lhoe best from Ihe programs. tl>e 'I ",tegies, lhe bright Ideas.
til<! new coaIlUont. and make th_le.sons and Ihls Inlor·
matlon a.ailaDle acroSs lhe country_lo other LEAO C<!At<lf'S. to cotl<lges and universit ies thai preP"'" school lead·
er8. and to othars in the field oll aade rship dlMllOf)I'Mnt.
The Net work'S study group, and spec ial projocts 8'" a/i rst
step in thi s d irec ti on. As the knowledge and practice lor improvinll sollOOlleeders expands t7)' dint of Ihe diverse and
disparate ,lIort, of the 57 LEAD Cente ... and their many d~
reel and indl~ ' ~n .... s. the N<ltwort. will connect these
l$<>Iated outcomes to Ihe large WOt1d 01 educational policy
and leadership dlMllopmen!. TMM Net 'ot'Ort. actions will
help 10 ensu Ie that LEAD, the most reea nt federal educatio n
policy In itiattve on behall 01 SChOOl leade rshi p. achle\les lIS
potential.
Harlan Cleveland. aUlllor, The Knawledp. E~e.:u ri~.
t<llls uS that in our IntonnallOO eocl<lly. consultatl"" and
neTworking Is 1M mandatory mode for getting things done.
H<I iIIus~rates t~ls aSMrli"" with the foltowlng enecdote;
On a \lisit to Is rael he (Cleveland) was t old of an Israeli
battal ion comman oor whO pe rformed a drill In ho nor
of a \lis iti ng dign itary. In a quillt. conversational >'Olce,
the commander 0...... 100 ofller: "Battalion march." The
visitor•• &eflior ""nera!. w.. surprised and leaned
0Ye< to give tM)'OUfIlj leader, won.! of ad_ie<!. "You
h ..... to shOul tn. order SO they &II start togeth<lr." Thll
you nll commander sm iloo tolerantly at this re lic of Ih<l
"ra of vert ical Mm inlstrati on. "Oon't worry. Gene ral,"
he said . "The word will g<lt around."
The Nation.. UAOership Network-too newell lead<lrsIlip development inl rastruc~uf<!-IS commItted to connectirl\l Pf&Ctlee with best practice and. to paraphrase
CI_I _ . 1$ working In a number of diUerent WilYS to
st ren llthen the word and to ensure th at it gets arou nd.

"

3

