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RECRUITING AND SELECTING A NEW SUPERINTENDENT

INTRODUCTION

The recruitment and selection of a new superintendent is a difficult and time-consuming task.
It is, undoubtedly, the single most critical responsibility of a school board. The decision will
ultimately affect the entire education program of the district. Careful and thoughtful preparation,
definition of orderly and effective procedures, conformity with ethical practices, adequate
financing, and the involvement of the public, interested organizations and staff, are critical in the
search for and the selection-of a new superintendent.

Although these guidelines represent the recommended procedure for all school districts, it is
recognized that small districts may have to modify the process to meet their own budget
constraints. There are many alternative procedures that can be evolved. The California School
Boards Association (CSBA) and the Association of California Administrators (ACSA) suggest that
any school board preparing to fill a vacancy in the office of superintendent request CSBA and/or
ACSA to send a staff member to meet with the board. The associations' representatives are prepared
to assist local school boards in modifying the procedures to meet their own particular needs and
resources.

In the initial school board discussions on how to select a new superintendent, two questions
must he asked:

1. Does the district's affirmative action policy or involvement policy require specific action?

2. Are there on,- or more individuals within the district who should be considered for the
position of stAp....:ntendent without making a search outside the district?

The recommended procedure is too costly in terms of funds and the time and effort of
everyone involved to undertake if there is a strong possibility that the superintendent will be
chosen from within the disrict.

If the decisibn is to make a statewide or nationwide search, then there are other considerations
which arc detailed. in this booklet.

Ethical Conduct Stressed

The need for ethical conduct on, the part, of all concerned cannot be overemphasized. Each
board member should lw scrupulous in protecting the CONFIDENTIAL nature of specific elements
set forth in these guidelinm

This applies in particlular to:

1. The names of those who have apnlied for the supeeintendency.

2. Contents of letters of recommendation.

3. Oral reports or other information received during the period of inquiry.

7
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The board should (xooct, the highest ethical conduct from its applicants, its advisor, and from
nwinbers of the 3creming committee.

IL is not ethical for a candidate to apply for a position until the board has announced
puhlically that a vacancy exists. It is also not ethical for a candidate for the superintendency to
seek a personal int:Tview with any individual board member or to use political or other means to
influonce the decision of members of the board. Every candidate should be able to assure the board
that no contraCtual obligations will prevent his acceptance of an offer.

The advisor and each member of the screening committee should declare that he/she is not
interested nr Incoming a candidate for the superintendency before agreeing to serve as an advisor or
screening committee/member.

. .1n Orderly, Open, Publicized Procedure

A step-by-step, written, publicized procedure should be set forth by the board in carrying out
rmruitment and selection process. The procedure should be open as much of the time as

inrssible. Since legal opinions vary from county to county, the board should have its legal advisor
rview and approve all procedures recommended for the search and selection proccss. This is
especially importaa in reference to executive sessions..

The steps set forth in the following pages are guidelines offered to local school boards for their,.-,
consnleration in conducting a search for a chief executive, officer. To obtain a complete picture of
the recommended procedurcA, it is suggested that board members read all three s2ction: Part I
ROLE 01: THE BOARD, Part II ROLE OF THE ADVISOR, and Part III ROLFOF THE
SCR EEN I NG COMMITTEE.

8
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PART I ROLE OF THE BOARD

OBTAIN OUTSIDE OBJECTIVE PROFESSIONAL ASSISTANCE

Need- for a Qualified Education Advisor

STEP 1

The school boari has numerous tasks that must be accomplished in order to recruit and
employ a new superintendent. The service of a competent professional educational advisor is
essential to insure effective, impartial and ethically .sound procedures. Lists of qualified advisors,
with brief biographical sketches, have been compiled and may be obtained from CSBA and ACSA.
Generally, neither the superintendent of schools nor any other members of the staff of the school

'district should serve as advisor. Guidelines regarding the work of the advisor have been developed
and are presented in this booldet, TheY constitute a major factor for carrying through a successful
search and selection. Success in this effort is highly related to the leadership offered by the advisor
to the fioard. The selection of a professional educational advisor is, therefore, a crucial and
iwcessary step in the process. The advisor should have a thorciugh knowledge of edueational
administration and practitioners in the field, a familiarity with university and college placement
services, and a thorough understanding of, and some experience with, this and similar guides.

Conduct Advisor Interviews

Tlw board may wish to interview one or more potential advisors before selecting the person
they believe will render the most outstanding service.

Both CSBA and ACSA are prepared to assist the board, without charge, in 'arr. nging and
conducting the advisor interviews. When requested,: the Associations will also assist boards in
(stablishing procedures for conducting the superintendent selection process. In the event the
superintendent is retiring at the end of the next school 'year, it is advisable to make budget
provisions for selecting the new superintendent in advance. Otherwise reserve funds will have to be
used. Tlw Associations' representatives are prepared to assist the board in the preparation of a
preliminary budget for this purpose.

The apimintment of the advisor should be made .in a public meeting. At this or a subsequent
meeting, the advisor should be called upon to suggestthe procedures to be followed. This could
form the framework for the district's process for selecting a new superintendent. A press release
about tlw appointment of the advisor and probable procedures should be distributed to all media in
the comMunity.

STEP 2

CONSIDER SELECTED MAJOR ISSUES

Early in its deliberation the board may wish to identify 'and establish a tentative position
regarding certain issues which may arise. Among the issues which frequently must be resolved are:

3
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1. If there are local candidates for the position, how will these individuals be considered
along with other Ondidates? If the board has determined or is committed to the view
that the !WIN superintendent is a district staff member, then to conduct a recruiting and
screening process is indefensible. This, of course, is very different from selecting an inside
person after a wide search which has produced no one judged to be superior in
attainments or promise. If the board decides to appoint .from within the school district
without an e\ ended ref!ruiting and selection process, it should givecareful consideration
to tlw pro ,.-dons or implications of its affirmative action policy, its-personnel policies,
and the procedur to be employed to inform or involve its constituents regarding its
proposed action. It may well wish to have profe;sional and legal advice regarding these
matters.

9. I low much participation shall be planned? By what individuals or groups within the staff
and community? Regarding -what matters? Who shall guide the participation program?
Shall it he limited to identification of issues.and criteria pertaining to the superintendent
or involve advisory partiHpation M evaluating candidates?

3. I low can essential confidentiality regarding applicants be insured while public and staff
are informed regardMg tlw process and its implementation?

What salary an'l contract provisions should be made in the process of defining the
position'? flow should salary relatc to that of the present superintendent, to that of
assistant stiperii tendents in the district, to that of the city manager or superintendents in
comparable dist icts? Should the contract contain a statement of defined responsibilities
of the suptrintkndent for the first year and procedures to be employed in evaluating the
work of tlw su erintmdent on a periodic basis?

5. 1 low can the boar3# use the services of an advisor, of a recruiting and screening
committei(s) and yet maintain fully its legal responsibility for selecting the
superintendent?

EP :I

APPROVE Plip:LIMINARY PROCEDURES, CALENDAR AND TENTATIVE BUDGET

The select ion of the superintendent must be based on the needs and resources.of the school
district tI14 the community, as well as on the candidates's qualifications. A major task of the advisor
will be to assist the Imanl in formulating criteria and procedures for the recruiting, scrtpning and
select ion process.

Followng the consideration of such issues a:; are listed under Step 2 the board will need to
agree upon certain procedures. Especially important are the procedures regarding participation. The
board should provide procedures (conferences, int(rviews, hearitlgs) through which representatives
of community groups, students .and staff will be encouraged to assist in defining the major
educational problems and issues of tlw district .and the corresponding desired qualifications or
cum, wteiwit s or t io stu werintendent. Generally these procedures shoukl lw employed by the advisor,
though in surne instances board members themselves may be involved in hearings and intervi-ws.
Members of ..he recruitment and screening eommittee riv.ly also participate in these conferences and
hearings. Through t his activity they develop an understanding of the situation which is extremely
helpful to them in I heir ot her aet.ivit Ws. Invitations to participate in these processe; should be

exteeded through letter nom the president of the board to community and school (Tkanizations
;ind groups. All ci!i/ens !-.Iiould he advised through tinnouncements in the press.



Tlw,,advisor or t,lw ar.Ivisor and screening committee members should present to the board a
report of tlw findings of the mini-survey which is conducted to determine major problems and
issues in the district zmd criteria to be employed in screening. The identification of major issues can
be extrenwly helpful to the community, staff, board and the new superintendent. fhis report
should be of such nature that the confidentiality assured individuals and groups in interviews is not
violated.

A much more difficult question arises with, respect to the requests or demands made in some
communities for direct participatiOn in interviewing and screening applicants for the position by a
considerable number of groups such,.as, teacherS,. classified staff,. administrative staff, minority
groups, and parent groups. Geiwrally these requests for this type of participation cannot and should
not lw complied with fully. To attempt to do so could well result in the withdrawal of many of the
better applicants, in conflict of interest in the case of employees virtually selecting the head of the
team with which they will be bargaining, in securing a less than competent superintendent or one
unable toi work effectively with the board of education. These requests, however, need to be
carefully considered, and certain' limited advisory arrangements may be worked out through which
the process of selection may be enhanced while the legal responsibility for the final decisions by the
board is fully maintained.

The advisor sl\iould present a proposed calendar to the board. This should include time for
meeting with staff and community groups, for preparing and presenting abrOchure, for interviewing
and for a visit to thd community(ies) of the finalist(s). The process ideally requires approximately
four months but could be accomplished under extremely favorable circumstances in as little as two
months. It should he completed approximately three months before the assumption of office by the
flP%V superintendent.

In light of the calendar and procedures agreed upon 'the advisor should prepare and present to
the board a proposed budget including an estimate of the number of days of employment of the
advisor and nwmbers of the recruiting and screening committee, the cost of brochures and their
distribution, the travel costs of those to be interviewed and of board members in their visit to the
home community(ies) of tlw finalist(s).

S'I'EP

SELECT PROFESSIONAL RECRUITING
AND SCREENING COMMITTEE AND FINALIZE PROCEDURE

The importanee and difficulty of the selection of a new superintendent of greatest
competence and promise clearly justify the appointment of a recruitment and screening committee.
The 'committee should be comprised of persons who are knowledgeable regarding school
administration and administrators and who have access to information regarding these matters.

Recruitnwnt is a highly important part of the iesponsibility of alimembers of this committee.
Many of the better prospects may not apply unless the situation is brought effectively to their
attention by someone whose judgment they respect and who is familiar with it. Vigorous
recruitment can substantially raise tlw standards used in screening and selection. Affirmative action
policies emphasize tlw need for widelY advertising the position within and outside the district,

'Plw screening function of the committee should provide that objective, professional judgment
which imures evaluation of all applicants in terms of the agreed upon criteria. This is done through
the screening of the eandidatA,s' confidential papers, telephone inquiries and personal interviews.



The ;idve,or sulaiii to the bonrd a tentative list of qualified rruiting and screening
e()nunit n'e members who! have participated in a program by CSBA and ACSA to familarize them
with these, procedin. It is not mlvisable for boards to appoint to the committee residents of the
) hoot district or r( sentat iyes of local organizations, or ill some eases residents of ithe.county in

which the school (11 cal is located. Residents of the county may have political ties thai would not
lead to complete ol loctivity in the SCreening process, and yet there are advantages in having

the screening committee who is familiar with the haekgound and needs of the school
district.

Once any inlet est group is placed on the committee the way is opened to all spechl interest
grinips to demand a like voice in the selection. The board, instead, should advise all persons or
groups requesting representation on the screening committee to meet with the advisor and to
solimit in writing suggested criteria for the board to consider in selecting a superintendent. Few

administrators, secure ii) their present positions, wish to have their applications
IWCUIlle public knowledge and to have ext);nded press.coverage.

The board selects a three to five member .reeruiting .nd screening committee and prepares a
press 'release announcing th.. members' names and duties. The advisor may serve as chairperson of
t his eonneit tee, or it may hate another of its members serve as chairperson. The appointment of
this committee nnist he discussed and formahzed in open sessicel.

STEI' 5

RECEIV REPORT OF ADVISOR AND APPROVE CONTENTS OF BROCHURE

ftised Uploll a comprehensive analysis ,and inventory of the school district and the community,
the advisor prepares and the board adopts a statement which describes the district and contains a
job descrlption and the criteria for selecting the new superintendent. This material should he
ineorliowated in a reeruitment brochure. Copies of such brochures can be secured from CSBA or
ACSA. See Part IL page 13 for statement of items to he included in brochure.

In the 1970 lerislat tiro the credentialing law was changed which enables a school board to
waive the credential retplirement for-its chief administrative officer. Education Code Section 35029
ahis loud iii uhsequent Educlit ion rode sectiims cite(1 in this booklet are effect ive 1/77) reads as
follows.

"A local governing- hoard may .waive any credential requirement for the chief
:uhniinstrative officer of the schooldistriet under,its jurisdiction. Any individual serving
as the chief tulministrative officer of a school district who does not hold a credential may
be re(mircd by the I()cal governing .board to pursue a program of in-service training
conducted pursuant to guidelines approved by the commission" ("Commission" refers to
( ommission for Teacher Preparation and 'Licensing).

The board should thoroughly consider all of the implication's of appoiraing a superintendent
thout al educational background, before determining whether or not it will require the new

superintendent to have an administrative credential. In any event a board approved set of
procedures for select ing a superintendent should be followed.

Problem areas, ;is well as positive ,:tatement.s about the school district and community, should
he inelmled in the br()chure,

At lout,tio meet nw, the ;Rtvisor should be asked to enurnerate. the criteria for selection of a
'new Aipernitemien., and to describe. the recrultinent and ::elect ion procedures. A pre release
eontaming this information should be ,upplied to t he imd.."

1)
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STEP 6

MEET WITH THE RECRUITING AND SCREENING COMMITTEE

The board should meet with the committee before recruiting is undertaken. This can be
arranged in some instances during the period when interviews and conferences are being held with
representatives of school and community groups.

If the board does not meet with the screening committee at that time, it should do so after the
advisor has prepared a written list of criteria that are to be utilized by the committee in the
screening process. This includes the criteria set forth in the brochure, the confidential and written
recommendations of community groups, and the more detailed criteria established by the board.
The governing board should then describe and interPret the criteria that the screening committee is
to c_onsider in the ;screening process. The screening committee must make judgments regarding the
professional competence of the applicants. In order to keep expense's at a minimum, the board'and
screening committee may meet in the morning of a day on which the screening of the confidential
papers is done. While it may add to cost, a more thorough process would permit the screening
committee to conduct personal interviews with the eight to ten candidates who have rated highest
in the initial screening.

To Receive the Report

In executive session the screening committee, based upon previous directions from theboard,
\% nnounce to the entire board a limited number (4-10) of candidates recommended fOr final
consideration. Thrf recOronwnded candidates are presented alphabetically;.they are not ranked.,The
committee should ofkr a brief repoitabout each of the finalists noting outstanding qualifications
and their standing in relation to the criteria. The board, after discussion of the candidates with the
screeMng committee and probably after examining their papers, should indicate the candidates it
wishes to interview (4-6). After ascertaining place, dates and times that the .entire board can meet
for the interviews, the board president or advisor immediately, by telephone: schedules the
candidates. The appointment date and hour of each candidate is then confirmed by letter. The work
of the screening committee is now compkted.

S'I'EI'

I NTERVIEW FINALIST CANDIDATES FOR SUPERINTENDENCY

Major elonwtits to consider in evaluating and interviewing the finalist candidates are the
following:

. Vrior to interviewing, at the very least. each hoard member should review independently
the placement file of each finalist candidate. All board members should list strengths and limitations
and indica), evaluation I andida to.

2. The hoard with the help of its advisor should spend a session preparing itself for
interviewing. It should agree on the areas to lw covered and on the respective responsibilities Of the
members ()I t he botiol. Interviews should he structured, though each board will have ik own style. ,

is cssent lid that the interviews he planned to obtain the needed information, to provide
comparabilit y and to) U-1,Alre tlw choice of the hest qualified candidate in light Of the needs of tlw
,chool district and local comnumity.

13



A ,mineographed list of questions (See Appendix (!) and an interview checklist form may be
niund helpful as a means of recording evaluations of each candidate during the personal interview,

:3. The major task of the school board, the in-depth interviews with the finalist candidatesin
executive session, is now at hand. The school board should work together as a committee of the
whole in carrying out all steps in the process. All interviews should be completed in a short period
preferably within one week.

1. Ample time, preferably not less than two hours, should be allowed each candidate, with
equal 'time allotted to each. A member of the board should be designated to act as host and to,make
all arrangments. A pleasant, informal atmosphere should be established which might include lunch
or dinner preceding the formal interview.-The formal interview should be conducted in executive
sessnm at an appropriate place within the district.

livelong. in mind the fact that the candidate is also making evaltiations to determine
whether or not he/she can work effectively with the board and the community, the board should
1)1-mitt(' an opportunity for the candidate to ask questions about the board, the school system and
the ei man u n ity.

G. Although the recruitment brochure has delineated safary range, the hoard may well
initiate discussion of such areas as salary, other benefits, availability as affected by family or
contract mil obligations. and housing.

7. When all interviews have been Completed, the board should promptly hold a lengthy,
unhurried, executive session in which the applicants are discussed thoroughly. It is suggested that
board mollifiers iiiake numerical differentiation by rating each candidate on a scale. Through this
process the Iniard should then select (me or two candiates for final consideration.

s. Ex.penses incurred in the final interview process shoukl be borne by the school district
docal on Coile Section 1101( permits this expenditure).

STEP 8

VISIT COMMUNITY OF FINALIST CANDIDATE/CANDIDATES

It is essential for the lamni, or a committee of board members, to visit the community of the
finalist candidate. Getwrally, im Other screening or selection process is as e f f ective in uncovering
essential evidence (a successes and failures as a thorough on-the-spot investigation by board
me I .rs. The lalard members decide which persons in the finalist's community should be visited
( SO. Apiiendix I )). Arrangements for the visitations may then he made by the advisor or by the
hoard presiilent. During the community visitation it may also he desirable for the board to meet
with the family (if the applicant

STEP

1)1sCl iSS SUPER" NTENDENVS CONTRACT WITH ADVISOR

bf,ard ,,hould examine all available information relative to the contract a the
-,opermh.odeni. The board should be prepared to iliscuss fringe benefits and all other conditions of

lax-,liellered annuities. moving expenses. !musing'. transportatinn. and oilier
alldw.thh, cxpon,c;

14



The contract of the superintendent should be an individual arrangement. The salary should not
be tied to the teachers' salary schedule. This gives the board room to recognize previous preparation
and experience and essential maneuverability to meet an offer from a competing district or, to
reward espeeially meritorious service. It also removes any personal interest on the superintrident's
part in employee salary discussions. The contract should include the agreement reached regarding
responsibilitfes and provide for review of service and board-superintendent relations.

Education Code Section 35031 S(ts forth the provisions relating to the length of time for
which a contract may be offered. A contract for three or four years is recommended, a contract for
less than three years is not considered 'advisable, since it does not provide essential opportunity for
.the developnwnt of plans and for their impkmentation and evaluation.

STEP 10

MEET WITH PROSPECTIVE SUPERINTENDENT

On the basis of all investigations the entire board should make a final selection, with every
effort being made to secure an unanimous vote.

The board may require a pre-contract physical examination at district expense and request that
the results be sent to the board. The successful candidate is then invited to attend another executive
sssion to arrange the ixact conditions of the contract.

STEP 11

RELEASE.PRESS INFORMATION SIMULTANEOUSLY

Tiu, timing of the official selection of the new superintendent and the announcenwnt of it
slunild be checked carefully so that the resignation and release of information about the successful
vandidate can be processed in a professional and ethical manner.

When the candidate has accepted the position, the school board should prepare a written news
release annouiwing the selection to the press, television, and radio stations. This should be
voordinated with the board of the district from which the superintendent is resigning so that there
is simultaneous release of information.

Ilsual courtesy requires that the unsuccessful candidates receive notification of final action of
the board before it is released to the news media. This is sometimes difficult to do. A courteous
h.tter, expressing appreciation to Ow candidates, should notify them of the selection.

The official in eharge of applications should now be instructed to return the confidential
papers of the remaining unsuceessful candidates to the proper placement officers and to take care of
any other nevessary courtesies.

S'll'EP 12

INTRODUCE SUPERINTENDENVro STAFF AND COMMUNITY

It is very irmort ant that stens be taken to facilitate a good start by the nw superintendent.
This may he doucthrough a major public nuyting or through a series of meetings with various staff
and coin mu n ity groups.

1 5
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NOTE: Board members are ,licouraged to read Part Il ROLE OF THE ADVISOR, and Part, Ili
ROLE OF THE RECRUITING AND SCREENING COMMITTEE, which are contained in the

next two sections of this booklet. They contain additional information that may assist board
members in making decisions about the recruitment, and selection procedures,



PART II

ROLE OF THE ADVISOR

The person selected as advisor to the board in its search for a superintendent will be working
with the board in a most confidcntial way on a crucial and highly sensitive task.

The advisor should be qualified through previous experience Ln board/superintendent relations
tu serve the board in a tactful but forthright manner.

The advisor should be prepared to mediate differences in philosoph7 and ohjectives of
individual board membcsrs when necessary to obtain solid agreement regarding the przscedun..13 to be
employed in the selection proms and on the characteristics desirable in a new supeiintendent. The
advisor must be willing and able to help some boards improve their working procedures with the
superintendent, administrative staff, credentialed and classified staffs, and community groups.

T he advisor should have had successful experience in assessing the problems, needs, and
aspirations of the various groups which compose a school district cummunity and an ability to
present a summary to the board for study and action.

As the chief recruiter of well-qualified candidates, it is helpful if the advisor has a wide
acquaintance and well-established lines of communication in the state and, for large districts,
nationally.

The profsional reputation of the advisor must be above reproach in such things as
maintenance 'of strict confidentiality relative to the candidates and their records; insistence on high
ethical standards for everyone engaged in the proc,_ss; complete impartiality in the treatment of
candidates; willingness and ability to resist any attempt of a factional power group to violate the
established proCess and to name a superintendent.

STEP 1
MEETING WITH THE GOVERNING BOARD

At a session 1 of the board, the advisor should explore the local climate and explain the
various alternative procedures open to the board, together with cost estimates in order to areve at a
tentative budget and timetable.

Some key questions which should be raised and resolved are:

a. Is there anyone within the system whom the board considers a potential candidate? If there
is a likelihood that a "search" is window-dressing for selection of a local candidate, the advisor
should attempt to help tlw board resolve the issue before embarking on an improper,
time-contiming and costly project.

b. Does the district have an affirmative action policy which requires the board to conduct a
search outside the district?

c. To what extent and in what manner will the board involve the commanity and the staff in
taking a look at its problems, special needs and,aspirations as they affect the school program and its
ksadershi p?

1
. Many of the issues to be considered pertain .directly to specific personnel such as possible

inside candidates, persons to serve on this recruiting and screening committee, and consequently
should be considered in executive session.
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d. What should he the composition of the recruiting and screening committee and what
procedures should the committee follow? The advisor should be prepared to recommend persons
for service on the recruiting and screening committee and to state their previous expelience,
qualifications and potential contribution, A "balanced" committee should be sought one which
understands and relates to the community but is not of it and one in which the various members
complement one another with reference to such matters as knowledge of school districts and
competence of administrators in various parts of the state and/o7 nation.

e. !low extensive should be the recruitment efforts?

f. What should be the format of the announcement and invitation for application?

STEP 2

ASSESSING THE SCHOOL SYSTEM AND THE COMMUNITY

, !low .extensive an undertaking should this be? In small communities where no great tensions
exist, one .or two days devoted by the advisor to confidential meetings may be sufficient.

As a minimum, the advisor should be available to each board member, to key administrative
lwrsonnel, and to officers and representatives of employee, parent and citizen groups. Each
interview should be in complete confidence, but a summary of attitudes, of indicated problems, and
suggestions for criteria for the selection of a new superintendent should be given the board in a
subsequent session.

In large urban cointriunitie, where many conflicting forces are struggling for an effective voice
in school operations, up to a week spent by ,the advisor and the assistants (mernbers of the,
recruiting and screening committee) in hearing from delegations and representatives of community
organizations may be advisable if the major purposes are to be achieved.

Comprehensive hearings are most helpful even in the medium-sized and relatively tranquil
school district. It is a praCtical and helpful response to the demands of teacher organizations, and
some community groups, that their voices be heard prior to the selection of the new
s uperinten den t.

If it is decided to undertake a survey of the community. the advisor should make sure that
there. is wide publicity regarding procedure, time and place of interviews and conferences for this
purpose. In, addition, letters should be sent to all major organizations explaining the purpose and
process and inviting their participation.

If there is controversy in tlw district, someone removed from the superintendent's office
should be designated to receive telephone inquiries and organize an interview and conference
schedule. It is helpful to request delegations to bring to the interview a written summary of
suggestions as to the special problems a new superintendent will face, an evaluation of the strengths
'and weakneSses of the school program, and criteria they deem important to the qualifications of a
new superintendent,.

Tlw advisor must be extremely careful that, while (nicouraging free and frank expression of
opinions from all delegations, there is no indication of agreement or disagreement with their
viewpoints. The advisor should maintain a neutral stance.

The advisor, in a report to the hoard, both 'in the written proposed brochure and in oral
ecalualkin or tlu. community reactions, should retain the confidential nature of thc interviews.

12
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Good judgment must be used in determining whether testimony has been biased or fair; limited to a
few disgruntkd individuals, or has wide community acceptance; is pertinent to the board's
immediate project, or is an extraneous community issue.

The person chosen as advisor should keep uppermost in mind that the chief objective is to
assist the various community elements and all members of the board in uniting on a positive
program for improving the educational .program through the recruitment and selection of the best
qualified candidate available for the specific situation.

STEP 3

PREPARATION AND AFFROVAL OF BROCHURE

The format and the size of the printed announcement of the vacancy will be determined
largely by the extent of the community assessment.

Where an extensive survey Of the community takes place, it is adviSable to include an adequate
summary in the brochure. Where the board is already committed, or is willing to commit iiself, to
positive actions involving change in policy, organization; or personnel; .the brochure alerts all
prospective candidates. Both strengths and weaknesses of the district shouId\be fully reported. The
final report should clearly show the advisor's professional judginent of problems, needs, and new
directions which should be explored in the district. Issues that must be resolved by the community
and board under the leadership of the new superintendent should be Clearly spelled.olit:

When finally adopted by the board, after a public hearing, the contents of the brOchure should
serve as a basis for judging the competencies of candidates and as a platform for future action.

In any brochure, however brief, these items should be included:

1. A statement of the selection procedure.

2. A statement of commitment to Affirmative Action: "Equal Opportunity Employer,
Mak-Female."

3. A statement of required and desirable qualifications.

4. Information required of all candidates (for example, a completed application form,
university placement papers, and a personal letter pointing out training and experience
iwrtinent to the qualifications stipulated for the position). Candidates should be
discouraged from submitting a photograph as this practice is inconsistent with fair
employment practices.

5 Where to send applications.

G. A list of all important dates in the selection calendar, including the deadline for receipt of
completed applications, probable dates for interviews, for announcement of successful
candidate and date office is to be assumed.

7. Names and identifying information of the screening committee members (if they have,
b(en appointed),

8. Name, whiress and phone number of the advisor to the board; all applications and
requests for information regarding the position should be addressed to the. advisor.
Consideration should be given to confidentiality.

13
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9. Terms of employment (stipulate length of contract and salary range).

10. A description of the community: location and size, and industrial, cultural, ethnic, and
otlwr aspects.

11. A description of the school district: size, organization, programs, finances, characteristics
of student body, and qualifications of staff.

12. An assessment of the iducational programs, needs, and problems.

13. Proposals for change in the school district..

14. An indication of the Mdividuals and groups who will have access to the names and papers
of the applicants.

15. Na ies of nwmhers of the governing board.

16. Other special instructions.

A preliminary draft of the brochure should h2 reviewed by board members individually before
submitting it for public examination and final adoption by the board of education at a public
meeting.

STEP 4

RECRUITING

The advisor should. request the hoard to determine whether the search for applicants should be
limited Li; the state or he nationwide. The wider search will requile at least 750 brochures, against
500 for California. In many instances outof-state recruitment may be highly desirable, but.it should
he recognized that it may increase. the difficulty of investigation and costs of travel.

Tlw board should also decide how large a distribution of the brochure should be made within
the district. lf a significant assessment has been made and the brochure spells out needs and
problems, then it should lw very -useful as a statement .of purpose and direction and merit ,wide
distrihution in the cOmmunity.

Since tlw principal puixose of the brochure is to elicit interest on the part of well-qualified
and this means in most cas-es Well-situated candidates, an effort should be made to produce an
attractive pamphlet, The cost is negligible considering the amount of effort, other costs of the
selection process, and tlw potential return. The appearance of the brochure may either "put off" or
Mterest desirable candidates as indicative of the importance a board attaclws to the
superintendency.

Not. less than five weeks for California recruitment is necessary to complete the extensive
communication, gathering of papers, and verifying of data. At least six weeks is desirable when a
nationwide search is undertaken.

All county superintendents shouid he included on the circulation list as well as many of the
large school district superintendents. These superintendents often call to the attention of capable
colleagues opportunities for Which they think theS7 are ready. Copies of the brochure should be sent
to CSBA, ACSA, NSRA and AASA. The announcement regarding the position may he made in JIS
(Job Information Survey) published periodically hy ACSA. If the board approves, the advisor
should make contact with a -HS coordinator at the earliest possible date in order to be able to fit
into publication dates and to iletermine the data to be provided.
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It is also essential to mail the announcement to univcrsitY, college, and private placement
cisnters, and to key professors of school administration in Cas:iforni& and throughout the nation.
Any .experienced professional advisor will, of course, have many lines of recruiting open to him/her,
including stihstantial telephoning.

To ensure fair and equal consideration of all persons, regardless of race, color, religion, sex, age
or national origin, the following recruitment practices are recommended:

1. Include in your correspondence, brochures, and other written materials a statement that
you are an "Equal Opportunity Employer, Male-Female or M/F." (To date, "Equal
Opportunity Employer" may still suggest only racial non-discrimination.)

2: Include in your recruitment brochures statements and pictures of minorities, womerrand
men, in non-stereotyped jobs or roles.

3. Announce Position in professional publications directed toward minorities and women.

4. Send an announcement of the vacancy to organizations which specialize in recruiting
minorities and women. (See Appendix A.)

5. Consider recruiting through Federal and other government agencies; many well-qualified
minorities Ad females hold professional and management jobs in these agencies.

6.. Include minorities and females on the recruitment-and screening committee.

STEP 5

ASSISTING THE SCREENING COMMITTEE

Tlw advisor should review carefully with the board the function of a recruiting and screening
committee and secure authorization for sufficient time for.it to do a thorough job. It is very helpful
if a standard, One-page application form has been required and a copy for each applicant is made
available to each screening committee meridnr. (See Appendix B.)

A complete application gle for each candidate is most essential if the scree -.ing committee is
to function efficiently in the short time available to it.

Iii rrepanition for the meeting of the committee the advisor should:

1. Reserve adequate quarters where
confidentiality can be preserved
there is access ..o a minimum of two telephones for long-distance operations
secretarial assistance is available

2. Determine if there are any restrictions on who may read the confidential papers of
candidates without their specific written consent, under the Family Rights and Privacy
Act of 1974. Advisors should ascertain the current legal and ethical practices relating to
confidential papers.

3. Schedule such meetings as have been agreed upon with the board and other groups E
preliminary to the screening committee's deliberations.

4. Schedule for the final report, a meeting with the board, at which all board members can
be present.
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Various arrangements may be made to aid the recruiting and screening committee in its work
and to receive assistance from it. These hclude:

1. Having members of the committee serve for one .or more days in interviews and
conferences with :-;taff and citizens prior to preparation of brochure and 'participate in
development of brochure .

2. Meeting with board at time brochure is presented.

3. Meeting with the hoard prior to screening.

4. Interviewing top eight to ten applicants in order to select smaller number for presentation
to the board.

5. Participating in presenting the list of those recommended by the committee to the board.

The merits and the costs of each of the arrangements with the screening comMittee shOuld be
delineated for the board.

STEP 6

ORGANIZING THE INTERVIEWS

At the time of thc screening committee's report to the board, the advisor should:

1. Establish tinws when all members will be available to interview candidates. (In fact, the
days and hours of interviewing should have been set a few weeks before this meeting.)

2. Set the length of the interview. A minimum of two hours is recommended, with a ififteen
to thirty minute break between interviews.

3. Request the board to designate a member to act as host in receiving the candidates. The
advisor may serve in this capacity, Taking lodging or other essential arrangements and
preFonting the candidate to the board.

4 Secure agreement as to a meeting place and the procedure to be followed in-conducting

the interviews,

lmnwdiately after the boanl has agreed upon the individuals to be interviewed, the board
president or the advisor can by telephone, schedule the sessions and give the board members a
written nwmorandum concerning the times and places for the interview.

_Prior to the interview the board should discuss and agree upon its procedures. Tim advisor and
the Imard may prepare a list of questions (See Appendix C) designed to ensum that all relevant
phaws or administration, with particular referenje to local problems, are covered during the
interview of each candidate. When extensive community involvement has been undertaken, a large
number of concerns may have been offered by citizens for this purpose.

At the conclusion of each interview the advisor or president of the board should:

1. Provide an opportunity for the candidate to questio6 the board.

2. Provide expense vouchers with directions for filing thetravel expense.

3.. Request that the candidate be prepared to sapply a community visitation guide to assist

the board members should they decide to visit his community (See Appendix D.)"
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STEP 7

CONDUCTING THE INTERVIEW

It is extremely important that all members of the board be present for all interviews. Thepresident of the board should establish and maintain an informal atmosphere. This may be done bybriefly introducing each member of the board in terms of special interests and activities and bydescribing the system and recent development in it. Then the candidate should be given theopportunity to indicate something of his own background and accomp4hments and reasons forinterest in this position.

'l'he board should then explore the various agreed upon areas for the in,terview, giving attentionto common elements in the interviews and the special or unique .background factors of thecandidate as they relate to the defined needs and criteria for the superintendent of the district (SeeAppendix C). The advisor, if he is present, should avoid advocating any of the candidates heshoukl .rema in neutral.

STEP 8

GUARDING THE INVESTIGATION OF CHOSEN CANDIDATES

Mudi misunderstanding 'can be averted, if, at the.time Of the formal interview, the board hashad a frank discussion with each candidate relating to the intention of the board to visit the homecommunity if the candidate becomes their first choice.

Board members should- maintain strict confidentiality and not release the names of the finalistcandidates.

The di;ficult problem faced by both board members and the candidate is to avoid creatingne:!...ttive situations and/or consequences which may resut in premature publicity or unfavorablereaction if the candidate is not finally offered a contract.

'Hie advisor should prepare a suggested list-of questions for use during the board's investigation(Soy Appendix E.)

STEP 9

CONTRACT SIGNING AND PUBLICITY

Tho advisor should encourage the hoard to call its selected candidate back for a final discussionof terms of the contract and agreement on the timing and contents of a press release. As previouslyindicated, the announcement should he concurrent with that of the successful candidate'sresignation from his/her previously held position.

An initial contract should be prepared by the board with the help of the advisor and approvedby the county counsel.

A special board meeting ( followed by a press conference in mi,jor districts) for a formal votingof a contract, its acceptance, and signing can add dignity to the process and effectively introducethe new superintendent to the community.

2 3
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STEP 10

ADVISOR CLOSES THE PROCESS

The advisor now has the responsibility of concluding the process of selecting the
superintendent of schools. This involves: the return of certain ,Materials such as placement files
which are in the folders of the applicants; the preparation and forwarding of a letter to all
applicants tc 'hank them for their cooperation and to report on the result. Timing is very important
here, and if dossible, should be completed simultaneously with Step 9 above. If the process has been
an extended one, the advisor should previously have written to all applicants indicating that their
files had been conipleted (or that certain materials were missing.) Finally, the advisor should
prepare the application forms and letters, along with the list recommended to the board by the
recruiting and screening committee, and pertinent notes for storage for a period of one year.
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PART III

ROLE OF THE RECRUITING AND SCREENING COMMITTEE

No board should attempt to make a selectinn of a new superintendent, particularly from
()inside the district, without the advisory assistaiwo of a recruiting and screening committee made

priniarily (d. professional educators to assist.ip the reeruiting of Candidates, in the evaluating of
confidential information, in the investigating of tlw competeneies of the candidate, and in attesting
to professional competency. All candidates for thy position should be checked by the screening
committee.

Since many of the mcst quahfied persons are not actively seeking positions, the recruiting
'function of the committee is extremely important. The members of the committee should be
selected not only for their abihty to screen but also because of their knowledge of persons and their
competence in recruiting individuals who have outstanding qualifications for the specific situation.

Wiwnever the position of the superintendent is declared vacant, there will usually be from fifty
tu one hundred apphcants. A prdiminary screening-out of those whose training and previous
employment record:do not qualify them fot- serious consideration saves the board's time for
in-depth study of the best qualified persons.

SrEP I
RECRUITING BY COMMITTEE MEMBERS

Recruiting is an extremely important function of the recruiting and screening committee. With
the assistance 67 the advisor, each member of the committee should identify a few administrators
who ;ippear to meet the criteria presented in the brochure in in outstanding manner and take steps
to interest tlwm in applying for the position. -

S'I'EP 2
MEETING OF THE COMMITTEE TO SCREEN

In some situations it is important for the committee to talk to teacher and community groups.
Iter)ending upon Inidgetary (ainstraints, the advisor may ,schedule one or more nwetings with
community and employee representatives to afford the committee first-hand knowledge of the
situaboi. Thk also provides further evidence to c(immunity leaders of the board's willingness to
seek community Mvolvement.

Otherwise, at its first screening meeting. the committee shoukl review the brochure and other
relevant material and agree on the criteria the members will employ in evaJuating candidate files.
Agreement shoukl also . be reached on the procedure tobe followed in evaluating applications and in
arriving at those to be recommended to the board.

To furtlwr clarify the criteria to be employed in screening, the advisor may have scheduled a
meeting 'with the board for mutual expknation of the mon, sensitive elements involved in judging
sl)ecial attributes desirable in a iww superintendent for this particukir position.

Following an, some of the points that shmdd be clarified and which an, not always included
m detail in the hrocluire:

1,.; the hoard seriously interested in considering any local candidate, and how should
his/her candidacy he handled?

h. Does t he board lean toward maturity and considerable experience or toward high
potential hut possibly short length of expehence? What tylies of experience are specially
valm
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Any . special qualities Or characteristics that would best prepare a candidate for the
community leadeirship required,

(I. !low much emphasis on innovation or change versus a more traditional stance is desirable
or aceeptabk?

e. 'rhe Views of the board regarding salary and length of contract.

STEP 3
EVALUATION OF CONFIDENTIAL PAPERS

A one- or two-day meeting, depending upon the number of candidates, is allotted to a work
session where, assisted by tlw advisor, the committee evaluates and. reduces the number of
candidates to eight to.ten individuals.

To (10 so, the members of the committee should:

a. Carefully study all the confidential papers (including placement file) of each candidate.

h. Exchange information tlwy have gathered about the candidates.

STEP .1

Make liberal use of the telephthw in ckaring up qUestions raised Or remaining about
candidates whose papers otherwise indicate acceptability.

PERSONAL INTERVIEWS

It has been found desirable in Some instances for the committee to devote a day session
nitervirwing the top eight to ten candidates before presenting its report to the board. FollOwing
these interviews, the committee may recommend the most outstanding four to six candidates to the
hoard: depending upon the board'S directions.

If this proc(dure k agreed upon, then the advisor should, by telephone, immediately arrange
with all candidates for the time of their intervWws, approximately one week later.

S'I'EP 5
REPORT TO THE BOARD

In an executive session with the boanl, the advisor or the entir( committee submits a report.
repi shinild take such form as the board desires. Usually only a few (four to six) of the tor)

cwididaics are recommended for intervWwing by tlw board. The numher of candidates may vary
depending upon the wishes of the board. Some hoards prefer to have ten to twelve candidates
recommended, with the hoard taking a few days to review their, papers before selecting the four or
six for mierview. The members of Ow committee should explain in some detail why eaCh candidate

benig recommended with a statenwnt of exceptional strengths and possible limitations. When the
reiiort I he board has heen made, Ow work of the screening committee is completed.

PAVTICIPATION BY OTHERS IN SCREENING

hi considering the work of thy committee on reeruiting,and screening, it should be noted that
many communities, some gi-oups are requesting a role in the actual screening process. Generally,

governing boards have not. respondml favorably to such requests for a number of reasons. Among
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them are: the belia that significant participation is provided through public and staff contributions
in the development of the criteria which appear in the brochure; the concern that confidentiality
regarding applicants will be violated; the recognition that the board of education, must make the
selection itself and that other groups may try to exercise a veto power over it; the great difficulty of
selecting "representatives" of the numerous groups in most communities. The concern of boards of
education along these lines has been substantiated by results in a number of districts which have
"opened up" the screening and selection process only to have had confidentiality violated with the
consequent withdrawal of outstanding candidates.

A fundamental dichotomy exists between the desirability of staff and public involvement in
t he process of selecting a school superintendent and the inherent right of an individual applicant to
receive confidential treatment throughout the selection process. flow to resolve this dilemma poses
one of the most difficult problems governing boards and professional consultants face in the process
of select ing school superintendents today.

Th, basic purpose in the superintendency selection process is to provide the governing board
with a nwans of ultimately employing the most talented and best qualified superintendent for that
particular school district.. Anything that obstructs this goal must be considered secondary to this
fundamental objective.

'Inc process of screening and-recruiting apphcants for the superintendency should involve the
board's advisor imd screening committee in active recruitment of successful, non-applicant
cand id ates.

Many highly qualified administrators will not apply for a position if they feel tlwre is a chance
of such confidentiahty leak, thereby depriving the district seeking a superintendent of perhaps tlw
best qualified camlidate. This may he especially true id superintendents who are highly successful in
their present positions.

To protect the rights of the applicants and to provide certificated and classified staff and
' oh:erne:It, the bo.rd should inv lk reprPQentatives nf the two empinyee groil bc iii

identifying the criteria for the selection of Llw new superintendent.

Involvement in the screening and interviewing beyond this level may threaten tlw
confidentmlity of process and could place the board in the untenable position of, at least in
part. abrogating its responsibility to make the final selection.

Sim.e the request for further participation by representatives of groups in the school districtis
occurring, a few suggestions are provided for those boards who decide to utilize this approach. An
in district advisory committee on selection, although not recommended, should be given a definitive
charge. and the foliowing shoukl be considered miniinal:

I. The advisory committee will be strictly advisory to the board. Its individual members
meeting i?s a cortimittee pf the whole may interview finalist applicants and report their
suggestions to the board regarding matters which should he considered thoroughly before
t derision is made. The committee is advised that it should not attempt a ranking of the

applicants.

The advisory comnUttee should interview only the two or three finalists chosen hy the
board after II has conducted its interviews,

:I. The advisory Co m m i tie e shoukl he small probably not to exceed nine members.
t)therwise. tlw interview will be long, some members may not be able to participate, and
ability to maintain confidentiality is reduced.

I. The board should select tlw advisory CI immittee members from individuals recommended .

by various staff and community groups.
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APPENDICES

APPENDIX A Recruitment Sources for Minorities and Women

APPENDIX B Standard Application Form

APPENDIX C Conducting the Final Interviews

APPENDIX D Guide to Community Visitation: Information needed from
candidates prior to visit

APPENDIX E Guide to Community Visitation: Information to be
collected during the visitation
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APPENDIX A

RECRUITMENT RESOURCES FOR MINORITIES AND WOMEN

To assist local boards of education in identifying and recruiting talented women and minority
applicants, a list of non-profit referral agencies at the state and national level has been compiled.
Since this list is subject to change, an updated list will be made available by CSBA or ACSA upon
request. This list is provided as a public service; none of the referral agencies on the list has applied
for or been granted official endorsement by CSBA or ACSA.

NATIONAL REFERRAL SOURCES

Director of Minority Affairs
American Association of School Administrators
1801 N. Moore Street
Arlington, Virginia 22009

Job Ma, thing Service
National Association for Women Deans,

Administrators and Counselors
Illinois State University
Normal, Illinois 61767
(Phone: 309-436-7651)

STATE REFERRAL SOURCES

National Alliance of Black School Educators
P.O. Box 22613
Sacramento, California 95831

A§sociation of Mexican-American Educators, Inc.
18633 Le Marsh
Northridge, California 91324

Los Angeles Urban League
3450 Mount Vernon Drive
Los Angeles, California 90008
(Phone: 213-299-9660

PUBLISHED SOURCES

Directory for Reaching Minority Groups.
Single copies may be obtained without cost from Office of Information, Manpower
Administration, U.S. Department of Labor, Washington, D.C. 2021').

Affirmative Action and Equal Employment: A Guidebook for Employers.
Volumes 1 and 2. For sale bv the Superintendent ok Documents, U.S. Government
Printing Office, Washington, D.C. 20402.
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SAMPLE

APPLNDIX B

STANLARD APPLICATION FORM

k !cants are requested to complete this form and return it promptly. It will be used to
expedite the process of establishing your file and commencing an inquiry into your qualifications.
The screening committee and members of the governing boaid will also use this form in their
deliberations. It is not a substitute for the formal letter of applicaton aad complete resume which
should be forwarded as soon as possible. Applicants are a lvised to have their placement papers
forwarded by their placement offices at once.

Name:

Address:

Zip

Telephone: (area code.
home.
office.

Placement papers on file at...

Describe .Your Professional Education:

Institution Dates Major Degrees

List Your Professional Experience: (most recent experience first)

Title Dates Served, District or School A.D.A. Salary

Give narne, title, and telephow. . ....Libers of three administrators and/or board members familiar with
your professional work whom we may Contact.

Do you now hold a valid California administrative credential?

Please retuto this foim to:

The completed'application must be received not later than

24
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APPENDIX C

CONDUCTING THE FINAL INTERVIEWS

The interview has two major functions: (1) to provi6. candidate with an opportunity to
learn about the Board's philosophy and expectations and ti.e district's problems and possibilities,
and (2) to provide the Board with an opportunity to aae&, the candidate's qualifications for the
district's top administrative position. If the right person ir to occupy this important post, both the
Board and the candidate must have 'adequate information to judge whether (s)he iS appropriate for
the job in your district. By defining the interview as an occasion. for a two-way exchange of
informatioa, the Board can facilitate a wise decision by the candidate, as well as by itself.

Consistent with the above functions, the interview should be structured so that the candidate
can "interview" the Board and the Board can interview the candidate. Both interviews are likely to
provide useful information to both parties and to stimulate a more productive line of questioning
than the traditional one-sided interv'xw. When the candidate questions the Board, (s)he should-be
given maximum leeway to raise questions that are of importance to him or her.' However, when
Board members question the candidates, they should make every effort to ask each candidate the
same questions. By standardizing the interview situation, the Board is able to judge the performance
of candidates under relatively similar conditions. If the Board does n...)t standardize the conditions,
it runs the risk of asking favored candidates easier questions and of allowing individual members to
bias the outcome by the kinds of questions which they ask candidates who are initially supported or
opposed.

Tlw following list of .questions may provide a starting point for generating questions to be
asked of all candidates during the interviews.

It must be emphasized that these are only sample questions, and each board, with thp
assistance of the advisor, should develop its own list of questions prior to the interviews.

1. During your first year as superintendent, how might you go about determining what the
strengths and weaknesses of this district are?

9. The Board feels that t.he two (three, four) major problems confronting this district are ...
We wonder if you would give us some idea of how you might deal with each of these
problems?

11

. In addition to handling these problems, the Board would like the superintendent to
undertake the following projects ... Would you give us _some idea of how you might
handle these projects?

4. In your judgment, what are the most important functions of the superintendent? Would
you describe the kind of experience you have had in handling each of these functions?

5. Would you give us some idea of how you judge your own effectiveness as a
superintendent? How would you expect the board to evaluate your work?

6. A superiiitAmdent ir ,.?xpected to hnndle a wide v.riPty of yesponsibllitiec. Whi,th 11!?0 do
you feel most qualified to handle? Why? Least comfortable with? Why?
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7. What have you done to upgrade the educational programs in schools under your
supervision? How have you evaluated the results?

8. What kinds of staff development programs have you been involved in?

9. What kind of understandings would you hope to establish between the Board and
yourself if you are to administer this district effectively?

10. Describe your background in budget prepaiation and business administration.

11. How have you been involved in collective bargaining?

12. How should the public be involved in school-related matters?

13. What educational programs at the state and federal levels do you consider most significant
at this time?

14. How do you use your spare time?
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APPENDIX D

GUIDE TO COMMUNITY VISITATION:
INFORMATION NEEDED FROM CANDIDATES PRIOR TO VISIT

When you have selected your top candidate(s), you may wish to make these arrangements
prior to your community visitation(s):

Inform the candidate by telephone of' the impending visit and determine if the
candidate's board is aware of his/her interest in your superintendencY:

2. Ask the candidate to supply:

(a) The names,, addresses, and telephone numbers of individuals in each of these
categories:

School Board Members
Officers of Local Service Clubs
Bankers
Judges
Mayor and/or City Manager or Councilperson
P.T.-A./School Council President
Classified Association President
Teacher Association President
Media Editors
Leaders of Minority Groups
Management Staff
Labor Leaders

(b) The names, addresses, and telephone numbers of individuals who have been critical
of his/her programs.

(c) A map of the community to facilitate travel.

3. Advise the candidate that contacts will not be limited to the names supplied by him/her;
the delegation will use the list as a starting point and branch out.

1. Indicate _that the Board Members would be interested in meeting the candidate's spouse
and family if it is convenient and seems appropriate.

3 3
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APPENDIX E

GUIDE TO COMMUNITY VISITATION:
INFORMATION TO BE COLLECTED DURING THE VISIT

In planning your visit to the district of your finalist, you might wish to consider the following
guidelines:

1. TelephOne the candidate that you will be visiting his or her community.

2. When talking with people, emphasize that you have "several" exCellent candidates under
consideration.

3. Conduct your discussions with a range of people in the confmunity. Talk with such
people as board members, teachers, parents, civic leaders, and media editors or reporters.
Do not limit your discussion to the list prepared by the finalist(s); branch out.

4. When you' talk with people, ask questions about which they can be expected to be,
reasonably informed. If persons are in a position to observe the candidate performing a
par:icular function or handling a given responsibility, they ire more likely to provide
depridable evaluations than if they. are basing their judgments on impressions gained
second- or third-hand. One way of assessing the person's level of knowledge about the
6andidate is to seek descriptions, as well as evaluations, of how the candidate handles
different aspects of his or her job.

5. In *paring for your community visitation(s), you should frame questions which are
appropriate for each finalist. To ensure that the questions are appropriate:

(a) you should use the candidate's letter of application as a guide for asking questions
which will enable you to assess the quality of his or her performance in those areas
that he/she cited as evidence of his or her qualifications for the superintendency in
your district.

(b) you should frame questions which take -into account the type of position (e.g.,
principal, assistant superintendent, or superintendent) presently held by the
candidate.

(c) you should ask people questions for which they are likely to have valid information
and answers. One way to obtain an indication of which questions to ask or to omit is
to identify the areas of competence in which you are interested (e.g., informing the
public; administering the school budget, personnel function, and educational
program; working viith the board; and.anticipating and solving problems) and to ask

'the person being interviewed which he/she feels most able to discuss.

(A nurither of the questions in Appendix C also may serve as a starting point for generating
questions to be asked during the community visitation.)
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