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ASSOCIATION

To Community School Boards:

No single decision of a school board approaches in importance the selec-
tion and appointment of the person who will serve as chief executive officer
of the school system. If the superintendent is a person in whom the board has
confidence, the board has a reasonable chance of fulfilling its responsibilities.
If he is not such a person, there is almost no way in which a board can func-
tion effectively.

For New York City's community school boards, the choosing of a com-
munity superintendent is particularly crucial, There is much new ground
to be broken and many new relationships to be worked out.  Whether the final
choice is the person who has been serving as District Superintendent or
someone new, he snould be selected only after the most careful consideration
of the kind of person desired, followed by intensive recruiting and the careful
screening of all interested candidates,

Many local school board members have expressed their concern about
the brief time available for this recruitment and selection process. The
Public Education Association has responded to these concerns in two ways:

- First, through the development of this handbook, '"Selecting A
Superintendent, ' assisted by Cresap, McCormick and Paget Inc.,
a management consulting firm long known for its work with educa-
tional institutions. The handbook is based on extensive interviews
with present local school board members, community representa-
tives, and school personnel throughout the City.

- Second, through building a nationwide talent pool of eligible candi-
dates. PEA retained the services of Management Formation, Inc.,
an executive recruitirg firm, to identify candidates on the basis of
the criteria for community superintendenrts suggested in this
handbook.
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No investment of effort will bring greater reward than the careful selec-
tion of a superintendent - both in terms of benefit to the children and the
community, and of time and trouble saved later on.

We wish you success in your efforts and stand ready to help in any way
we can.

THE PUBLIC EDUCATION ASSOCIATION

May 1970
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SELECTING A SUPERINTENDENT:

A HANDBOOK ¥OR
COMMUNITY SCHOOL BOARDS

This handbook has been prepared as a resource for community school
boards as they endeavor to find and hire qualified superintendents for the
community school districts. Jtincorporatesthe most successful school board
experience, both in New York City and elsewhere.

The handbook outlines specific steps by which a community school board
can systematically define its own necds, establish a plan of action, recruit
candidates, choose among tnem, and - finally - hire a superintendent. The
steps, their sequence, and the supplementary material contained in the
appendixes which follow are intended as general guidelines. With slight
changes, they can be adapted to suit the special characteristics of ecach
district.

The most important asgpect of the search process, however, will not be
the procedures followed, but the degree to which the board is able to gain the
support of the community and reflect its will. Formal "consultation" at
prescribed points in the process must be reinforced by constant informal
contacts and by a continuing sensitivity to the needs and concerns of the
district.

The steps discussed in this handbook are summarized on the following
page. The appendixes at the end contain supporting information, and discus-
sions of lechniques applicable to the various steps.
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SUMMARY OF STEPS

POLICY

Step 1: Adopt a general policy statement
Step 2: Adopt a positicn description and list of qualifications

ORGANIZATION

Step 3: Decide whether professional assistance is nceded
Step 4: Appoint a recruitment committee

RECRUITMENT

Step 5: Develop a recruitment plan and timetable

Step 6: Dectermine whether the present district superiniendent
wishes to be considered

Step 7: ldentify candidates

Step 8: Contact candidates

SELECTION

Step 9: Evaluate résumés

Step 10: Conduct initial interviews
Step 11: Check references

Step 12: Rank the candidates

Step 13: Conduct final interviews
Step 14: Choose the best candidate
Step 15: Inform the Chancellor
Step 16: Take a formal vote

HIRING

Step 17: Formally notify appointece

Step 18: Arrange medical examination

Step 19: Sign employment contract

Step 20: Introduce the superintendent to the community
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POLICY

E

O

STEP l: Adopt a gencral policy statement

The community school board should prepare and adopt a general statement
of policy covering the selection of a community superintendent, An example of
such a policy slatement is contained in Appendix A,

Once approved, the policy statement should be included in the official
records of the board.

STEP 2: Adopl a position description and list of qualifications

The board should prepare and adopt a description of the community
supe rintendent's position and a list of the qualifications needed to {ill the
position, The community school board should give thoughtful consideration to
the role and responsibilities of the community superintendent, and should
involve parent groups, community representatives and school staff in this
process. The board may wish tv adopt a tentative position description and
list of qualifications in order to begin recruitment while continuing to develop
these for the purpose of final selection. A suggested description of the
position and a-list of qualifications based on the description are attached as
Appendixes B and C.

RIC
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ORGANIZATION

E

STEP 3: Decide whether professional assistance is needed

The board should decide whether 1t desires professional assistance in the
sclection process. A discussion of same of the scervices available and the
typical fees for these services is contained in Appendix D.

If the board decides to cinploy such expert assistance, 1t should arrange
to do so as carly as possible in order to have professional counsel available

throughout the search effort and thus avoid repetition of 1ts work.

STEP 4: Appoint a recruitment committee

The Loard should appoint a committce to spearhead the search for a
qualified individual to serve as commumty superintendent

The committee should include the president® and two or more othcr
members of the board. The commitice should make all arrangements for the
various steps in the recruitment cffort and handle all correspnndence related
to the search. It should not, however, substitute 115 judgment (or that of the
full board, which must be kept fully informed and involved throughout the
recruitinent process. Key times for discussions by the full board are identi-
fied in the steps that follow.

The president of the community school beard should ask the retiring
district board for permission to use the services of the secretary assigned to
the latter board. The committee should assess 1ts requirements for funds
for secretarial services, professional counsel, transportation and other
expenses and present detailed requests to the full community school board.
The board should then take immediate steps to ensure that the needed funds
will be available.

In order to gain broad community support! for the new supcrintendent, the
community school board may choose 1o ask parent assoctalions and commumty
organizations to work with the committece throughout the recruilment process.
Final selection of a superintendent, however, 1s the responsibility of the board
alone.

*""President'” is the standard designation used in New York State for the head
of a local school board. It is expected that the new community boards will
follow this practice.

O
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RECRUITMENT

STEP E: Develop a recruitment plan and timetable

Since o selection must be made svon in order to maintain continuing leader-
ship in the school district, the recruitment committee should plan carefully the
steps to be taken in conducting the search and establish a timetable for com-
pleting cach step. Each board member should be given a copy of the ptlan.
Appendix F suggests a format for charting a timetable fur the selection process.

STEP 6: Dctermine whether the present district superintendent wishes to be
considered

. The president of the board should astk the present district superintendent
whether he wishes to be considered for the position of community superintendent.
If he does, ‘he president of the board should explain to him that he will be con-
sidered along with other cand'dates.

If the present districe superintendent does not wish to be a candidate for
the position, the committee may ask him to suggest possible candidates and to
aid in handling the paper work involved in its search cfforts. This would,
generally speaking, be the only involvement of the prescnt district superinten-
dent in the scarch effort.

STEP 7: ldentify candidatcs
The cammiltee should conduct a broad public search for candidates.

- 'I'he president of the community school board should write the
“harecellor (or Acting Superintendent of Schools if a Chancellor has
: ¢« taken office), 110 Livingston Street, Brooklyn 11201, stuting
{ ¢ board's intent to recruit a superintendent, and asking for a list
of persons in the school system who are cligible for the position.
Coupics of the position description and list of qualifications preparced
by the board should be attached to the lctter.

- The recruitment committee should invite suggestions of candidates
from individuals and community groups. It may choase to hold a
public mecting to discuss its plans for recruitment and to make
clear that it intends to consider many candidates in making the final
sclection.

O
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RECRUITMENT (Cont'd)

- The president of the community school board should ask a number
of nutside and professional agencies o recommend suitable candi-
dates, enclosing copies of the position description and list of
gualifications. Apgencies which might be contacted include the
placement officcs of major schools of education and local and
national professional organizations. A sample letter is contained
in Appendix G. A list of agencies already contacted by Management
Formation, Inc. (which community school boards probably would
not need to contact in 1970) appears in Appendix H.

- The committee should review the Public Education Association's
"talent pool' list for possible candidates. Management Formation,
Inc., an executive recruitment firm, was commissioned by the
Public Education Association to identify candidates for this pool
who arc interested in the job and who appear to meet the special
demands of the job of community superintendent in New York City
as set forth in Appendix C. The list includes persons now working
in the New Yox'l_ch(]ity School System, some who worked for the
New York Cily schools in the past and now hold positions in other
cities, and some who gained all of their experience elsewhere in
the country. Public Education Association does not personally
suprort any individaal on the list, and recoguizes that there are a
number of other qualified candidates who were not identified in the
course of the search and whose names do not appear on the list.
For information about the candidates' lists, the committee shouid
write or telephone the Public Education Association (20 West 40th
Street, New York 10018, 524-3575) Detailed background infor-
mation on these candidates may be seen by members of the
committee at the offices of the Public Education Association.

- If funds are available, the recruitment committee should consider
placing advertisements in major newspapers and professional
journals. The advertisements might describe briefly the character-
istics of the district and the chicef qualifications which the district
desires in its superintendent. The advertisement should ask
candidates to send a résumc as well as names of professional
references. A professional advertising agency may be utilized in
preparing the advertisements for little or no extra cost., A brief
discussion of advertising in this context is contained in Appendix F.
Each résumé received should be acknowledged immediately by the
commiitee with a brief letter stating simply that the résumé has
been received and is under consideration,

-6 -
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RECRUITMENT (Cont'd)

STEP 8: Contact candidates

The recruitment committee should write or telaphone each candidate
who has been recommended to the community school board in order to
accomplish the following:

- Tell him that the district may be interested in considering him
for the position.

- Find out whether the candidate wishes to be considered for the
position.

- Answer any questions he may have about the district.

- Request, if the candidate is interested, a written résumé of his
education and experience, a list of professional references, and
copies of any articles or other papers which indicate his views on
education.

The committee should acknowledge each résumé€ with a brief letter
stating that the résumé has been received and is under consideration.




SELECTION

STEP 9: Evaluaie résumes

As candidates' résumées are received or information is obtaincd from the
"talent pool,' the recruitment committee and its assistants and advisors
should review the information, evaluate the candidates on the basis of the
board's list of qualifications, and write comments on the suitability of each
candidate. A discussion of several techniques which may be useful in review-
ing the résumés is contained in Appendix I. All of the résumés and comments
by the recruitment committee should be circulated among the other board
members for additional comments. As these papers are returned, the
commattee should develop a ranked list of candidates, placing the names of
those who appear best qualified at the top. Candidates who clearly do not
meet the district's needs should be eliminated from consideration and - if
previously contacted by the committee - informed of the decision by letter
{a sample of such a letter is contained in Appendix J). When the list is
complete, the recruitment committee should meet with the full board to review
the committee's progress and discuss the qualifications of the candidates it
has 1dentified.

STEP 10: Conduct initial interviews

The recruitment committee should interview the candidates who seem
best suited for the position. The purpose of the initial interview is to meet
the candidate and to form general impressions of his suitability for the position
and the district. The interview should be conducted by one or two members
of the conimittee.

The interview should be held at the candidate's own office whenever
possible so that the interviewer can observe the overall work environment
and the relationships which the candidate has developed with his staff. Tf the
candidate works outside the New York area, the interview could be conducted
by a professional assistant to the committee, a member of the committee, or
any member of the board. Unless the board member 1s traveling on personal
business, the board should reimburse him for any reasonable 1ravel expenses.
If it is not possible to interview the candidate at his office, he should be asked
to visit the community school district office or the home or office of one of the
committee members for an interview. The board should agree to reimburse
the candidate for any reasonable travel expenses.

-8 -
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SELECTION (Cont'd)

The initial interview should be informal and probably should last about
two rours, in most cases. The interviewer should be concerned chiefly with
the extent to which the candidate meets the qualifications for the position and
the degree of the candidate's interest in the position. The candidate should
be asked for the names of several references who can be queried by the
committee and requested to have each college and university which he attended
send a transcript of his record directly to the president of the board. A brief
discussion of basic interview techniques 1s included in Appendix K.

Immediately after an interview, the inlerviewer should write detailed
notes on the information gained during the interview and on his impressions
of the candidate. He also should complete an interview rating sheet such as
that contained in Appendix L.

STEP 1l1: Check references

The committee should thoroughly check the references of all promising
candidates. To avoid dealing only with references who may be biased in
favor of the candidate, the committee should also seek out other persons who
have worked with or known the candidate in his previous positions. Names
of such persons can usually be obtained from the references supplied by the
candidate.

In order to keep confidential the potential availability of a candidate, 1t
is important that no references be approached regarding the candidate's
present position without his consent.

Reference checks should be made by members of the recruitment
committee or by its professional assistants. Since people asked for a refer-
ence are often reluctant to criticize a candidate in writing, it is preferable
to conduct the reference checks in person or by telephone. References
should be asked to discuss not only the problems faced by the candidate and
his specific accomplishments, but also his more general charucteristics.
Extensive notes should be written by those conducting the reference checks
and added to the candidate's file. A brief discussion of techniques which
may be used in checking references is contained in Appendix M.

14



SELECTION {Chnt'd)

STEP 12: Rank the candidates

Files of the candidates under consideration should be circulated among
all members of the community school board, and each member should add to
the files his impressions of the suitability of each candidate. The full board
should meet to review its list of qualifications and to discuss, evaluate, and
rank the candidates.

STEP 13: Conduct final interviews

The board should invite the most promising candidate or candidates
(usually no more than three) to the district office for final interviews.
Professional assistants to the recruitment committee, who are familiar with
the desired quatifications, and have partiicipated in evaluating other candidates,
should also participate in the final interviewing stage.

At the end of the interview, cach of those in attendance should complete
an interview rating shect such as that included in Appendix L.

STEP 14: Choose the best candidate

After the final interviews, the board should decide upon its first choice
and, if possible, its second and third choices. Every effort should be made
to reach a broad agreement among board members on the selection. In most
cases, the board will wish to explore the acceptability of its favored candidates
with key community and staff representatives before the choice becomes final.

A member of the recruitment committee should then telephone the
candidate selected to tell him of the board's decision and to make certain that
he is still available and interested in the position. The candidate should be
told that his appointment is contingent upon a formal vote by the board and
the results of a standard preempluyment medical examination.

STEP 15: Inform the Chancellor

As a matter of courtesy, the president should inform the Chancellor (or
the Acting Superintendent of Schools) of the board's choice. A copy of the
ietter should also be sent to Dr. Theodore Lang, Deputy Superintendent for
Personnel, 65 Court Street, Brooklyn 11201. Any comments by these
officials should be reported to the board before proceeding to the next step.

- 10 -
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SELECTION (Cont'd)

STED 16: Take a formal vote

'I'he recruitment committee should formally recommend the best-qualified
caundidate to the board, and the board should take an official vote. These
actiur.s must take place at a public meeting of the board, The candidate
should not be required to appear at the public meeting at which his appointment
is to be decided.

- 11 -




HIRIVG (Cont'd)

The decentralization legislation stipulates that the contract may be for
a period of two to four years. Generally a short-term contract favors the
community school board, since it gives the board greater flexibility in
replacing its superintendent if he is not meeting the needs of the community.
The candidate however, may choose to bargain for the greater job security
offered by a three- or four-year contract.

If he has not already done so, the president of the board should write to
all the runner-up candidates, informing them of the board's choice and
thanking them fortheir interest. A sample of such a letter is contained in
Appendix N.

STEP*20: Introduce the superintendent to the community

A press release containing biographical information on the superintendent
should be given to the major newspapers, to local newspapers serving the
community and to radio and television stations.

The board should arrange one or more receptions at the schools in the
district to give staff, students, parents and the community a chance ¢» meet

and welcome the new superintendent even if he is the former district
(assistant) superintendent.

- 13 -
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Appendix

TABLE OF APPENDIXES

Sample Policy Statement

Position Description

Qualifications For Selection
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Sample Rejection Letter To A Candidate Who Has Been
Interviewed
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APPENLIX A

SAMPLE POLICY STATEMENT

following policy guidelines will be followed by the community school
District in selecting its community superintendent:

- Selection will be made on the basis of ability to meet the needs of
the district, on experience and accomplishments in previous posi-
tions, and on professional standing, intelligence, character and
physical health.

- The qualifications of candidates will be verified by personal inter-
views, examinations of credentials, reference checks, and a

medical examination.

- The position will be open to anyone in the community, city and
country.

- Final selection of a superintendent will be made at a public meet-
ing by majority vote of the community school board,

19



APPENDIX B
Page 1 of 2

POSITION DESCRIPTION

INTRODUCTION

A written descripticn of a position can serve at least four purposes:

- First, to clarify the responsibilities of the individual holding the II
position and the relationship of the position to others in, and con-
nected with, the organization.

- Second, to help an employer (in this case the community school
boardj in deciding the qualifications to look for in recruiting and

selecting an individual to fill the position,

- Third, to help the person appointed to the position understand more
precisely what he is expected to accomplish in his job.

- Fourth, to provide a framework for subsequent evaluation of the
individual's performance.

BACKGROUND

More than 50 members of the old appointed district boards have been
elected as members of new community school boards and it is expected that
some former district (assistant) superintendents will be chosen as community
superintendents. Thus, some district school people will continue in a work-
ing relationship to one another, but their roles and relationships will be changed
substantially.

Before decentralization, district boards served in an advisory capacity to
the district superintendent and occasionally acted as a huffer between the
superintendent and the community. A superintendent could take a board's
advice, ignore it, or simply not seek it. He was accountable to superior offi-
cers in the central office of the New York City School System. Under decen-
tralization, however, a community superintendent is responsible directly to
the elected community school board. He is hired by the community board and
his services can be terminated by the community board. He is obliged to carry
out the decisions of the community board and is accountable to the board for
his successes and failures.

20




APPENDIX B
Page 2 of 2

Under this new arrangement, the role of the board is essentially one of
making policy, seceing that policies are followed and, in general, giving lay
leadership to ensure that education in the community reflects the desires of the
community, The role of the superintendent is one of exercising imagination,
initiative and skill to operate the schools within the guidelines established by
the board., As long as the superintendent retains the confidence and support of
the board, he should have maximum latitude for bringing to bear his profes-
sional judgment and initiative in administering the operation of the school
system under the policies approved by the board, Within such a relationship,
however, the board should evaluate a superintendent's "output, ' his results,
as well as his professional techniques, For example, if the board approves a
superintendent's plan for improving reading levels in the schools, the super-
intendent's performance should be judged not only on the basis of the steps he
takes to carry out his ideas, but on the basis of actual change {or lack of change)
in reading scores,

In order to do his job, the superintendent must develop and maintain strong
working relationships with the central office of the New York City School System.
Fiscal power as well as several key educational programs and support services
are to continue under the control of the central office. Under decentralization
it is vital that the superintendent carry out his role in this working relationship
as the representative of the community school board.

A sample position description begins on the following page.




EXHIBIT B-1
Page I of 3

SAMPLE POSITION DESCRIPTION

TITLE: Community Superintendent of Schools

REPORTS TO: Community School Board

BASIC
FUNCTIONS

Serves as the chief administrative officer of a community elementary and
intermediate school system with an average daily attendance of (approximate
number); develops plans and policies covering the educational programs, man-
agement, finances, and facilities of the district for review, modification and
approval by the community school board; provides the board with leadership
1 the professional aspects of education; provides leadership and directs the
management of the school system within the plans and policies adopted by the
board; builds effective relationships with the staff, students, parents and com-
munity, the Chanceller and the central services of the New York City School
System, and the New York State Education Department; ensures that the plans
and actions’'of the community school system are consistent with the laws and
regulations which govern the schools.

MAJOR
RESPONSIBILITIES

l. Meets as often as necessary with parent and citizen groups, profes-
sional staff and individuals to determine the educational needs of the community,-

2. Assists the community schoo!l board in interpreting the objectives and
policies of the New York City Board of Education,

3. Recommends objectives and policies on educational programs, organiza-
tion, staffing, budgets and facilities for review, modification and approval by
the community school board. Gives the board sufficient background information
and understanding of alternative courses of action to enable the board to deter-
mine a direction for the school district and to help in explaining to the community
the decisions which have been made.




EXHIBIT B-1
Page 2 of 3

4, Develops and recommends to the community school board a comprehen-
s.ve systern ol planning which includes development of long-range objectives in
all areas of operation, and specific annual plans for the achievement of its goals.
Annual plans should, as required by the decentralization laws, include budgets
for operation of the schools and for construction of new facilities,

5. Explains to the community the operations of the schoois, and the objcc-
tives and policies set by the board.

6. Interprets the objeclives and policies of the community schcol board
to the ndininistrators, staff and students of the community school system.

7. Directs the establishment of operating procedures for implementing the
decisions of the board.

3, Leads the staff and the students of the district in working toward achieve-
ment of the approved objectives within the policies and budgets set by the board.

9. Cooperates with the New York City Board of Education in the Citywide
special education programs which are disected by the City Board.

10. Oversees the recruitment cf t-achers and supervisory personnel fron
New York City Board of Education lisis and, when permitted, from other
sources.

11. Works with the New York City Schcol System in selecting administra-
tors and teachers for the conurunity school system.

12, Measures the performunce of all schuol personnel on a systematic
basis and recommends to the community school board the appointment, advance-
ment, reassignment and, where necessary, dismissal of personnel within the
district,

13. lDirects a program for seeking funds and other assistance from govern-
mental agencies, businesses and nonprofit organizations.

14, Examines the effectiveness of the community school system in achieving
approved objectives und in followin, approved policies and budgets.

15, Presents oral and written reports to keep the board fully informed on
developments in the school system, and on the performance of the community
school districts in achieving objectives and adhering to established policies.
Submits necessary reports to the Chancellor, the New York City Board of
Education and other appropriate agencies.

O
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EXHIBIT B-1
Page 3 of 3

16. Provides necessary clerical and other services for the community
school board as requested.

KEY
RE LATIONSHIPS

1. Develops and maintains effective reciprocal relationships with parents,
students and various community groups in order to promote confidence in the
community school board and the administration of the school district, and to
gain support for the school systemn,

2, Works with students and their organizations in order to improve the
educational programs and atmosphere of the schools.

3. Represents the community school board to all the staff members in the
community school system and works with their recognized labor unions to improve

the performance and morale of the employees,

4, Represents the community schoel district to the New York City School
System and maintains effective working reiationships with the central office.

5. Develops and maintains effective working relationships with other
governmental agencies and education-related organizations.

6. Participates in professional =<tivilies in New York City and elsewhere,
so long as the activitie s do not conflict with his school district responsibilities.

COMPENSATION

1., In the school year 1970-71, to $33, 500 plus fringe benefits.

2. Contract with the community school board for two to four years.
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QUALIFICATIONS FOR SELECTION=

Official qualifications

- Eligibility for a certificate for administrative service issued by
the New York State Department of Education (see page 3 of this
appendix, titled Certification).

Personal attributes

- Good judgment and common sense

Emotional maturity and tact: ability to mediate and work with some-
times opposing factions including students, teachers, parents,
politicians, unions, community action groups, and the officers and
staff of the New York City School System; willingness to admit
mistakes

L)

- Ability to communicate effectively; ability to understand and be
understood by a wide range of individuals

- Accessibility; willingness to discuss problems

Initiative and leadership; ability to choose a coursc of action and
to get people to work toward it in an organized manner

L)

Courage and self-conflidence; willingness to make decisions and to
take responsibility for their consequences

Ability to work under great pressure

Honesty and integrity.

tBased on the position description in Appendix B and extensive interviews of
professional staff, parent and community groups and local school board
members conducted by Management Formation, Inc,
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Professional experience

A record in imaginative and successful approaches to difficult
problems

- A workable philosophy of education

A record of success in managing a large organization with a
substantial budget

Experience in dealing with labor unions

- A record of effective working relationships with large government
organizations.

Other
- Understanding of current social and economic changes and urban
problems such as student unrest, racial issues, unemployment
and drug addiction

- Familiarity with police procedures

- Understanding of the cultura! and religious characteristics of the
district

- Ability to speak Spanish if there is a large Spanish-speaking
population in the district,

Q. 20




APPENDIX C
Page 3 of 3

CERTIFICATION

To be eligible for certification as a superintendent of schools under
present New York State Education Department rulings, an individual must:

. Have completed either

a, A program approved by the New York State Education Department
for the preparation of school district administrators; or

b, 60 semester-hours of graduate study (including 24 semester-
hours related to educational administration and supervision)*,
and an approved administrative internship%%,

2. Have completed five yecars of teaching and/or supervisory experience
in public schools.

It may be possible for a community school board to employ a superinten-
dent lacking the qualifications for certification through the use of an interim
appointment or through a special ruling of the New York City Board of Educa-
tion. A board wishing to make such an appointment should discuss the matter
with the Chancellor or with an attorney,

"¥The Commissioner of Education may accepc equivalent preparation within
the 60 semester-hour requirement. This or any other request for an
exception to the usual requirements must be made prior to employment
of the superintendent, The resolution of the community school board
requesting the exception should be accompanied by a statement identifying
the exceptional qualifications of the candidate, a record of th= candidate's
experience, transcripts of his university record, and a resolution by the
New York City Board of Education supporting the request.

#*The internship must be under the supervision of a practicing school admin-«
istrator and a representative of the sponsoring institution of higher educa-
tion. One year of satisfactory full-time experience in an administrative or
supcervisory position muay be substituted for the internship.

A




APPENDIX D

Page | of 2

PROFESSIONAL ASSISTANCE

The seclection of a superintendent is not only the most important decision
the board will make, it is also one of the most difficult. Many boards have
found it invaluablz to have professional assistance during the selection process.
While the cost of such assistance may seem high, the cost of a wrong decision
is far greater. The principal kinds of professional assistance available are
exccutive recruitment firms, management consulting firms, and professional
cducators.

EXECUTIVE
RECRUITMENT FIRMS

An executive recruitment firm can help a board define its requirements,
identify potential candidates, and evaluate the qualifications of candidates
through interviews and reference checks, Some firms tend to specialize in
the recruitment of educational personnel; however, a highly skilled profes-
sivnal recruiter may be able to perform well in a wide variety of fields. A
(erw firms specialize in the recruitment of individuals from minority groups.

Recruitment firms usually charge clients on the basis of time and cxpenses.
There is also a minimum fee which would be charged if the candidate selected
was identified by the recruitment firm. Fees and expenses often range from
10 to 30 per cent of the first year's salary.

MANAGEMENT
CONSULTING FIRMS

Management consulting firms can help a board define its requirements,
organize the search effort, and evaluate the qualifications of candidates
through interviews and reference checks., In addition, they can offer con-
siderable assistance in developing the organization and management of the __ |
school district. Some firins have extensive experience in semm(;ls.
The names of a number of qualified firms can be obtained frorn the Associa-
tion of Management Consuiting Engineers, 347 Madison Avenue, New York,
New York 10017, MU 6-73138,

Management consulting firms usually charge clients on the basis of
time and expenses only. The totel fees for participation it a search are
likely to be »oughly conparable to those charged by an executive recruitment
firni,
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PROFESSIONAL
EDUCATORS

Individual professional educators can help a board define .ts requirements
(particularly in the professional aspects of education, such as curriculum
development) and evaluate the professional qualifications of candidates. Some
educators have experience in conducting searches and interviewing candidates.
The dean of a graduate school of education at a university should be able to
suggest the names of several professors of education or superintendents in
other districts or cities who might be able to assist the board. The fces
charged by such individuals cover a wide range and, in some cases, they
would be comparable to those charged by recruitment or consulting firms.

PAY
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ADVERTISING

A community school board wishing t, advertise should consider placinug
an advertisement in the "Teacher Openings'' listings which appear in the
"News Of The Week In Review'" section of the Sunday New York Times. The
minimum size accepted is 14 lines (one column wide by about one inch high)
for which the current charge is about $40. The board may wish to use five
or six times the minimum space (about $200). The rates charged by profes-
siona) journals for advertisements are generally lower than those charged
by The Times. If usc of a professional journal is dictated by the specific
needs of an individual district, any of the agencies listed below should be
able to suggest journals in which the community school board might advertise.

Professional advertising agencies are prepared to offer their clients
considerable assistance in designing advertisements - wording, arrangement EE
and typography - and in placing the advertisements in appropriate publications.
Unless special services, such as artwork, are required, the only charge to
the community school board for newspaper advertising would be the standard
rate charged by the publication {most newspapers pay conumission to the
agencies).

Three agencies well known for recruitiment advertising on behalf of
educational institutions and the name~ of the agency representative familiar
with this matter are listed Lelow:

Mr. Bernard Hodes

Bernard Hodes Advertising, Inc.
711 Fifth Avenue

New York, New York 10022
593-1620

(a division of Barickman and Selders Advertising, Inc.)

Mr. William Zaput

Dicner and Dorskind, Inc.
1501 Broadway

New York, New York 10036
279-8300

Mr. Arnold Deutsch

Dcutsch, Shea and Evans, Inc,
42 East 5:rd Street

New York, New York 10022
088.0500

eRlc 3




APPENDIX G

SAMPLE LETTER
ANNOUNCING THE POSITION

Dear

The elementary and intermediate schools in New York City have been
reorganized into 31 separate community school districts. As the community
school board, elected by District in the section of
New York, we are beginning a search for a community superintendent of
schools.

The purpose of this letter is to ask your help. We would appreciate your
suggestions of names of any individuals who might be qualified for this difficult
and demanding position. A description of the position and a tentative list of
the major qualifications are attached to this letter.

Sincerely, E]—_—

President
Community School Board
District
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PLACEMENT OFFICERS
CONTACTED FOR THE P. E, A, TALENT POOL*

Dr. Aubrey Berry Dr. Eugene Nelson

Office of Educational Placement University Placement Bureau

University of California University of Colorado

Berkeley, Calif. 94720 Boulder, Colo. 80302

Dr. John E. Powers Dr. J. M. Slater

Office of Placement and University Placement Office
Carecer Planning University of Illlinois

University of Connecticut Urbana, 111. 61801

Storrs, Conn. 06268
Mrs. Anita Sandke

Dr. Frank S. Endicott Office of Career Counseling and

Placement Center Placement

Northwestern University University of Chicago

Evanston, I11. 60201 Chicago, 111, 60637

Dr. Victor Lindquist Dr. Jtohn Shingleton

University Placement Service Placement Bureau

Boston University Michigan State University

Boston, Mass. 0¢él15 East l.ansing, Mich. 48823

Dr. Evart W. Ardis Dr. Arnold S. Woestchoff

Bureau of Appointments and Burecau of Recommendations
Occupational Information University of Minnesota

The University of Michigan Minneapolis, Minn. 55414

Ann Arbor, Mich., 48104
Dr, William Summerscales

Dr. John M. Buckey Office of Placement Services
Placement Services Teachers College, Columbia University
New York University New York, N. Y. 10027
Washington Square
New York, N. Y. 10003 Mrs. Marette Quick
Placement Service
Dr. Harold Reynard University of Pennsylvania
Educational Personnel Placement Philadelphia, Pa. 19104
The Ohio State University
Columbus, Ohio 43210 Dr. William R. Voorhies
Bureau of Educational Placement
Dr. Robert G, Heideman Indiana University
Teacher Placement Bureau loomington, Ird. 47401

University of Wisconsin
Madison, Wisc., 53706
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/ 4
REVIEWING RESUMES

The purpose of reviewing résumés is to select a few candidates who seem
most promising and thereby reduce to a manageable number those who will
be interviewed. Before attempting to match the résumés with the list of
qualifications for the position, they should be reviewed from several more
gencral aspects, including the following:

Completeness

- Arc all time periods from college to the present accounted for?
- Are the responsibilities of ecach position described?
- Are publications and professional references listed?

Presentation

- Is it well written and casily read?

- Is it organized in a logical manner?
- Arc the details presented relevant?
- Is it concisec or unduly wordy?

- Does the candidate describe his own arcas of responsibility in
specific terms?

- Are specific accomplishments discussed?

Enmiployment history

- Is each position more responsible than the preceding position?
- Were positions held for a reasonable period of time?

- Were there long periods in which no additional responsibilities
were assumed?
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SAMPLE REJECTION LETTER
FOR A CANDIDATE NOT INTERVIEWED

Dear

We appreciate your willingness to be considered for the position of
community superintendent in this district.

After careful review and discussion, we have concluded that others
among the candidates possess background and experience which are closer
to the qualifications established for the position in this district. We are,
therefore, no longer giving consideration to your candidacy.

Sincerely,

President
Community School Board
District
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INTERVIEWING

Personal interviewing of candidates is the most critical step in the selec-
tion process, If no member of the recruitment committee is experienced in
interviewing, the board may wish to utilize professional assistants to lead the
interview 3essions {see Appendix D),

Numerous books have been written on interview techniques, The brief dis-
cussion here is intended only to suggest a few basic ideas which might be help-
ful to board members in conducting or participating in interviews.

PURPOSE
AND STRUCTURE

The first purpose of the interview is to enable the board to find out as much
as possible about the candidate, particularly those aspects most difficult to
discover from his résumé - his ideas, personality, character, strengths and
weaknesses. In order to do this, two techniques are basic:

1. The interviewer should guide the interview so that the candidate will
do 80 or 90 per.cent of the talking.

2. The interviewer should avoid indicating, by reactions or leading
questions, which answers would be favorably regarded by the board.

The second purpose of the interview is to enable the candidate to gain an
understanding of the position, the school district and the board, to aid him in
deciding whether he wants the position. So the candidate will not tend to color
his answers in the light of the needs and desires of the board, discussion of the
position and opportunities {or the candidate to ask questions should be deferred
until the end of the interview.

POSING
QUESTIONS

It is important to try to establish as relaxed and frank a tone as possible
for the interview. A minute or two devoted to small talk will give the candidate
time to become composed. The candidate will probably expect to be asked
first about his education and experience and will be prepared to describe them
in some detail. By the time these areas have been covered, the interview will
be well under way.

30
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The interviewer should try to elicit spontaneous information without having
to ask so mmany questions that the candidate feels he is being cross-examined.
Broadly worded questions which introduce major areas will often serve this
purpose. For example, the interviewer might say, "I sece that you spent some
time as superintendent in a suburban community and now you are in an industrial
city. How would you compare these two experiences, and what did you like
best and least about each of them? " Follow-up questions should also be phrased
in broad terms which do not permit a "'yes' or '"no'' answer.

One useful interviewing technique is to describe a hypothetical problem
and ask how it should be solved. For example:

- The student organization in an intermediate school has asked to
print a weekly newspaper with school equipment. They will pay for
all supplies, but refuse to work with an adviser, saying it is "their
paper.'' On the basis of this information alone, what would you do?

To keep the candidate talking, the interviewer should show that he is
attentive without interfering with the flow of information from the candidate.
Attention can be indicated by an occasional ''yes' or "is that so?', or simply
by a nod of the head or the writing of a note.

If a candidate does not respond immediately to a clear-cut questions, it
is often best for the interviewer simply to remain silent for a few moments.
An effort to elaborate on a question may confuse the candidate or give him an
opportunity to devise an "appropriate' but less revealing answer.

Several techniques may be useful in guiding the discusstion. If more
specific information than has been given is desired, the candidate might be
asked "what does that lead to?’'' or "in what way?" or simply "will you expand
or that? ", 1If the candidate's answer is ambiguous, the interviewer should
suggest clarification. Professional interviewers often encourage continuation
of a discussion by a brief noncommittal repetition of the candidate's Jast
statement,

The interviewer should try to develop an understanding of the attitudes
and feelings of the candidate as well as his actions and beliefs, One device
of professional interviewers is to ask the candidate how "other people"
reacted to a particular past situation. The candidate is likely to speak more
freely about reaclions of others, but the reactions which he attributes to them
will very often be a projection of his own feeling.

&) 3'7
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REFERENCE CHECKING

Checking references is an important adjunct to the selection process,
because it often provides valuable specific information on behavior, rather than
on personality traits and opinions, and because the behavior has been observed
in the working situation, rather than in the somewhat artificial interview situa-
tion, However, references are of limited value and objectivity, The judgment
of a reference (whether positive or negative) cannot be substituted for evaluation
by the board.

Just as in an interview, the representative of the board making the refer-
ence check should guide the conversation, to ensure that all relevant topics are
covered in detail, but should encourage the reference to be spontaneous and to
do almost all of the talking, A number of points which should be covered in the
reference check are listed below,

Relationship to the candidate

In what capacity did he know the candidate?

How long has he known him?

- How much opportunity has he had to observe the candidate's perform-
ance or hear about it from others?

Are they personal friends?

Verification of information given by the candidate

- What was the candidate's position?
- How long did he hold it?
- Was his title changed at any time?

Performance

- How could his approach to education be characterized?
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- What sort of job did he do?
What were the greatest problems and challenges he face« in his job?
Specifically, what did he accomplish?
Specifically, what was he unable to accomplish?
- In what aspect of his job was he strongest?
Administration?
Curriculum?
Community relations?
Planning ?
Other?

- In what aspect of his job did he perform least well, or with the least
enthusiasm?

- Did he ever display poor judgment?

- What sort of staff did he develop?

- Was he inclined to experiment and innovate?
Specifically, what did he do and what was the end result?

- How did his employer regard his performance?

- Did he gain any financial support for the schools from outside agencies?
How much and for what purpose?

Personal effectiveness

- Did he communicate better orally or in writing?

- How is he regarded by his staff, students, parents, other professionals,
minority groups, and the public in general?

With which groups does he work best and least well?

- How does he handle conflicts?

hd

v,
N aamr




APPENDIX M
Page 3 of 3

Potential

Has he had any health problems?
- Would he perform better under other circumstances?

Would he be able to do as good a job if he had greater responsibility
and was subject to additional pressures?

Why might he want to leave his present job?
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SAMPLE REJECTION LETTER
TO A CANDIDATE WHO HAS BEEN INTERVIEWED

Dear

After a long and careful review of the qualifications of a number of out-
standing candidates, we have selected (name) , who formerly
served as (title) in (district or city) , as community super-
intendent for this district. Thank you for the interest you have shown in this
district and for the time you have spent,

Sincerely,

President
Community School Board
District
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