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reeds and rescurces. The National Personnel Needs Data Bank maintains
an infcrmal exchange for distrlcts in =earch of qualified sp601al
education perscnnel. (SB) _

*************#************************#***‘*****l\"************ % % ok Xk s ke ok o

% . Reprocductions supplied by EDRS are the best that can be made *

* from the original document. *
**********************************************4ﬁ***********************

Q




4 - . N
o . - N
o o
o~ 4
o
Y RECRUITMENT AND RETENTICN _
(WW | ’ N . -
: I !_ZURAL AMERICA
Doris I. Helge, ‘Ph.D.
’ : Director, National Rural Project
Lawrenc_:e W. Marrs, Ph.D. ’
- Professor. and Chairman
. Department of Speciul Education
. © , ‘
(AY; Murray State University )
Murra Kentuck
. -'—1‘ Y s Yy
G Raper presented at the atlonal Conference on Special Educat;on J.n
¢ Rural Areas, Murray, Ksntucky, 27 April-=l May 1981.
*PERMISSION TO REPRODUCE THIS: o MEALTH, .
NP ) . MATERIAL HAS BEEN GRANTED BY U VON & WELFARE
. : : : : ) NATIONAL INSTITUTE OF
e S ' C . Oorcis Helo ' ' EDUCATION
) | : J THIS DOCUMENT HAS BEEN REPRO- .
< : . DUCED EXACTLY AS RECEIVED FROM .

THE PERSON OR ORGANIZATION ORIGIN- .
ATING IT POINTS OF VIEW OR OPINIONS .

" P : S . STATED DO NOT NECESSARILY REPRE. |
. TO THE EDUCATIONAL RESOURCES" . 'SENT OFFICIAL NATIONAL INSTITUTE OF .

- . ) . . i INFORMATION dENTER (ERIC)." . VEDUCA‘\’ION PQSIT:ON OR POL-.ICY,

St s ey g B . U U e

"‘7.:.,,)




RECRUITMENT AND RETENTION_

I, Personnel Recruitment‘ a.nd Retention - A National Problem

Problems recruit'ing ‘and. retaining special education and related
- services staff in‘ rural areas have been verified by' two studies of the
'National Rural Research and Personnel Prepai‘ation PrOJect (NRP) . ,AA
1978—79 ‘study involving research in 19 state education agencies dis-_
cerned that 94% of all pareicipating states experienced -Severe diffi-
" culties recruiting and retaining personnel to serve rural handicapped
children (Helge,. 1981).~ - *

-o*‘Int‘ezviewees in this study- expressed ' seri.ous doubts that such“
~ problems could be solved without modification of current state ratio
. requirements and certification regulations. Federal regulations regard-‘
'ing the. use of paraprofess:.onals as therapists and teachers were also‘
identified as problematic. ' Federal npolicies on the. use of paraprofes-
Sionals appeared to be extremely unpopular as ..EA/cooperative personnel
felt that particularly in remote areas, such policies were not viable.
.Respondents stated that due to difficulties in hiring staff and because
itinerant personnel frequently covered vast cistances (up to 24 000
A square miles) it_was impossibie to-—have on—s:.te certified specialists at.
<all times, given federal flow- hrough money limitations and other bud-
_getary constraints anticipated for the next year.

. A 1980 NRP si:udy involved 75 school districts and cooperatives in'

17 states in an effort to compare rural service - delivery systems before _

¢
1.

'and after implementation of PL 94-142 Areas reported +, be most prob-i
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le‘natic for rural LEAs and cooperatives were .recruiting and retaining

profess:Lonal staff Almost two-thirds (64%) of all respondents reported .

recr,u,tment oroblems and almost one-half (48%) reported retention prob-

lems as critical areas of difficulty (Helge, 1980).

and J.nexperienced spec:.al education staff members. Soc:Lal and cultural
. isolation wexe factors cJ.ted which caused most of these teachers to

a:oandon rural schools as soon as openinqs occurred in more urban set-

<

wJ.th almost complete turnover every three years. Attrition rates such as ;

h»'bse have serJ.ous ramifications fo‘r personnel vdeve‘lopment'and program

-

T . A Ce

Social isolation,- .extreme; weather conditions, _ inadequate housing,

" and low salaries created. cond:Ltious thclt made it difficult “to~ employ'"'d

special educat:.on staff in many rural schools. Many pos:LtJ.ons Yemained
unfi_lled for months and others for yeaJ's.
. Under these conditions, it was reported that personnel development,

d:.ff:.cult enough in rural areas given a stable personnel fcrce, se]dom

-

reached beyond bas:Lc orientation to district and state" philosophies..

Constant turnover rendered it virtually imposs:Lble to develop and imple=-"

t?'_

ment long-range plans for staff improve“'lent. High attrition necessi~ -

tated new personnel development programs every year or two.

Factors such as these combined w:Lth stresses of lmplementing new

roles and .respons .bllltles, problems -of working with parents of handi-

capped students, mcreased staff time and paper-work requ:Lrements and

_ other problems such as lack of appropriate or modified "urricula. These

variables were reported as contributing to. morale problems and an, acute

level of teacher "burn-out. . ' R :

It was not:ed that many rural districts were. compelled to hire young

tmqs. Some states estimated an annual teacher turnover rate of 30-50% °



- ©One significant fi_nding of the .1978-79 NRP ‘study was that the lack

of social and cultural opportunities' freqnently inhibited staff reten-

2
-

., tion more than the lack of professional' 0pportuni~ties. However, inade-
quate staff development pi:ograms were also identified as a cr__itieal
va»riable regarding staff attrition_;.'

Retention and -recruitment are probleniatic actoss all disability
categbries and all tyﬁes.of communilties_.v Currently,_ urban (and '_}.particu-'-‘
larly inner sity) -schoels are - experiencing severel_ problems tecruiting

and'retaining'specialized personnel. For example, in a March 25, 1981

issue of _Education of the Handica‘pped,. a stu_dy indicated that New York
. » .
City was unable to fill 1,000 speciai education teaching pesitions.’ The
field of spec:.al education 1n general is currently seeking teachers for
thousands of unfilled positions, and the NRP study determined ‘that 94% -
of all states and 64% of all 1ocal districts experienced problems re-
cruiting and reta;.ning personnel. ‘ _ _ - \\q‘
One aspect of the.l'arger perspective that must .be m.aintained' is the |
ch_anging market--many students who mignt previously have. majored in
educati_on are currently majoring in business. This is particularly true °
of -fem.%\e _st;ndents who in the éast may have been culturally or academi'-
cal.iy advised more fi'equently into education majors.-" Like_w'ise, profes~
“sional burn-out ::s beceming an increasing_ p'henomenon' m many occupa-

. tiens, not only special -education and related services "'fields. Rural

schools located in communities in which professional resources of all

%

.

kinds are scarce are particularly negatively impacted by recruitment and

et

‘retention problems. '

<
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“IT. Successful Recruitment Strategies

".{' Bf'fective‘ recruitment strategies for ‘rural areas have four main
components= (1) the use of intrinsic motivators, (2) consideration of
local cultural norms," (3) tapping individualized “hot‘khttons,“ and (4)

selling one's district.”’ o o o

Appealing to intrinsic versus extrinsic motivations. Many recrui t-

ment‘eff'orts concentrate on extri‘nsic motivations such as salary level, .
_attractlve facz.lJ.s,les, and the avallaba.lity of equlpment. Mést appeals
of that type are relatrvely low on Maslow S H:Lerarchy of- Needs (see

, Figure 1 below). Although sometimes it is esse‘ntla_l for a recruiter to

' address lower levels of Maslow's 'Hierarchoy'.(e g providing bousing in
. o N -
,rural areas where housmg would not otherw:.se be avallable) v profes— -
ﬁ . :

sicnal llterature :Lnd:.cates that recru:l.ters should prlmaril.yz address

B _'d:.fferent aspects of motlvat:l.on (Maslow, 1954 Thompson, 1975).

.‘l :
.
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SELF=-ACTUALIZATION"

SELF-ESTEEM NEEDS

“BELONGINGNESS AND LOVE NEEDS “\ T
. © SAFETY NEEDS = .. - '5\\\\
* - PHYSIOLOGICAL NEEDS - - - ' '\\\\\'
- - — - .

Figure-1l. -Maslow_'s Hierarchy of Needs. = -

The Lortle study (1975) dealt with otcupatibnal motivations ' for
teachers. Flnd:.ngs J.ndl.cated ‘that teachers entered this vocatz.on because
'of reinforcements they rece:.ved from students and peers and not because

et Provided by ERC




of extrinsic nﬁtiyators such as'sa}ary.ievéls. These motivations and
human‘needé clearly_iﬁdicate*neéds for recruiters to focus on poténtials-w
for prospective_gmﬁloyees to enhance self;esteem, self;;céualize, and
meet_'socialization needs, the higher_ levels of Masiow's Hieratchy.

| Because teachers enter the-fiéldJOf education specifically to woxk
wifhistudeﬂts. a follow-up to the Lortie study conducted-by*Méfriseyland'
.rééfer (1979) indicateé that paper-work and other reéﬁifemehts‘inhibiting a
teacher—stuﬂent interactiohA’léd to teécher dissatisféction. Thué,f
prospectlve employers would want - to emphasize aspects of jObS for Whlch.'
they are recrultlng that fac111tate _interactions thh students; and
minimize administrative.and cleripal responsibiiitieé;' “: _' e

Séecifically, iﬁterviewers would want to focus on.aspects of Mas-- f_

—

low's Hlerarchy such as those listed in flgure 2 below~,

Figure 2
Maslbw{s Need Areas. .- .o - - Sample Recfuitment'Eocir B
‘Social Needs ----- - ’1.. Friendliness of small cémmunities
(e.g., love, affectlon, . S Potential for status available in
and recognition) = . : T _ the prospective community.
, Sélf,EsteemvNeeds - " Eléxible'prdgrammiﬁg_to_work in
54 L o - one's own ‘interest atea
o Small enrollments facilitating
_ . . -individual® attention to students -
R ) “District focion quality educatlon -
‘Programs S
_;§g;fvﬁgtualization Needs - - 'Admlnlstrat1ne_support_foz_p:o£es—————

T . .sional growth and development
- _Peer support environments
' Professional growth opportunities. - -
Any special self-development oppor-
N ‘tunities «vailable such as proxi—‘
: N . mities- to.professional libraries
‘or extended universities



A sincerely interested intervié_wer is invaluable. This type - of

person is skilled in active, K listening techniques and has basic positive
feelings for the geographic area . and community for which he is recruit-

ing personnel. " Interviewees- respond more to individuals than to the

.:

pos-i'tions they represent._ Potential staff frequently fnake occupational

choices based on their affect-.;miom they might feel comfortable working

.with' and receive reinforcement from- and descriptions- or nuances of
‘inform-al .and formal peer' support grbu;is. This is typically a stronger
attraction than verbiage concerning facilities and equipnent

. The recruiter would want to carefully look at the degree to which‘
teacher candidates (l) would be accepting of rural culture; (‘2) ‘have

interests consistent with local lifestyles, (3) have behavior_s,appropri-

__ate _f_O_,r_lthe,,environment—-in—which they will"be Iiviﬁ, “(4) have generic
skills if that is required in the rural area (as it is in most), (5)

have knowledge or at least an interes.t.in gaining knowledge of the local

cdmmunity and its communication and political systems and history, (6).
' have . abilities to adapt to different living conditions, and (7) the

existenc_e " of .-igr' ~ability to develop local and- long_ distance suppo t

systenms. o o S T

" For example, 'interViewers in areas in whi..h blizzards .or other

inclement weather force long. periods of isolation might identiry Job
candidates who are self-entertainers.. Smilarly, ’ mterv:.ewers for
school system., which reinforce cooperation and are hostile toward compe- )
tition” nu.ght eliminate through screening mechanisms applicants who are
| catalysts for competition. . .‘ : | B o . -

Consideration of local cultural norms. - It is -i.rnperative in rural

areas to plan strategies of recruitment that WJ.ll attract perscn nel with

I eanm
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values consonant ‘with local rural subcultures. . Recruiting people with

<y,

lifestyles,. interests and attitudes'cbnsistent'with local cultural norms

lessens the 1likelihood of staff becoming dissatisfied anu unsuccessful
‘ .

n their Johs. A study by'Marrs (1968) found thet unsuccessful teachers
f‘ |

"

/ were teachers who described themselves as "bored, and“"not}intelleetu-

e

-

--alLy,stimulated. NRP data have'clearlyuindicatqg that mobile rural

teachers _dissatisfied with the communities in which their jobs are

located fr.equently leave those 'job_s even if jthe‘y are professionall_y

satisfied.

& . . .

The 1578=-79 NRP study found tremendous resistance 'U?Vchange"in

rural areas (88% of all states iﬂvolgedﬂithhé!stuéy) and suspicion of .

T

e e e

K

of local attitudes becomesg especmally‘dmportant when recrultlng persons

to be . change agents or}for_p051tlons in which they are consultants to
o T . ; , | -

persons -indigenous td}t@eﬁrural community. In view of the statistics

S
AL

Houtside-interferehée'172% of.allvstateS“inVGIVEa). Thus, consideration

_ N e T . _
-cited above. regarding rural affect, recruiters 'should be wary-of persons -

- who seée themselve as "instant change agents.“

Careful screening of gbtential stafﬁlmembers who are unfamiliar

) w1th rural areas and certaln types of rural subcultures should occur t?

determlnemtheir—interests, p 'aes, “and personat'I goals and to evaluate{

them with_reéard‘tq compatlbllity w1th those of the local area. Adept
rural adhinistraters have . realized the value of balanciqg'their_estebe
lished'steff with residehts who uhderstand their particuler subculture
_and with.newcomers who can offer unique éultural‘perspectives.

Some edﬁinistratdrs have employed“infdrmal'cheeklists when interf
uiewing persdus~externaltto tﬁeir communlty'which included some of ' the

following questions:

e
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Will the interviewee's personal traits and goals be
compatible.with those in the area and not make him
susceptible to criticism. and vulnerable to the close
vigil of many areas?

Can the communit§~5r0v1de the necessary social oppor—<
tur.itles for thi pplicant who is interested in the-
rrofess;onal qpportun*ties in the dlstrlct? s

'Will the position prOV1de -a rea]istic challenge to ° .
- the applicant? o ) S o

Does the’ applicant have hobbies or other avocatlonal
~ interests which initiate self-entertalnment and self-
suFficlency: (This characteristic has been found to
be partlcularly relevant in isolated or remote rural
- areas.) . o ,
. i A .
Is the applicant w1lling to listen and genulnely
interested in 1earning about the unique aspects of
~this particular community?
Is the applicant flexlble enough to cross interdis- '
. ciplinary and position lines asg requlred in an area of
o scarce speclalized resources? . .

LT Y

7. 1Is the ap_.icant able to cooperate with people with dif-
ferent viewpoints?
8. Is the applicant flexlble enough to assess. attrlbutes of.

" the community and produce echational ‘resources from what
alleady exlsts?

Tapping individualized “hot buttons.“ A common practice for years:-

in rural schools has 1nvolved hirlng teachers reared in rural areas and

thereby reducing the cultural shock common_‘l.y experienced by external

entrants.
staff or  a culturally‘ limited perspectlve belng available to rural
children._ For example, in some of the districts in sparsely populated

ranchlng country, 2-25 chlidren spend their entire educational caresr

~with -one teacher.

In some cases, thls strategy has resulted in less quallfiedj

rural area . would want to identlfy lndiv1dualized needs and motivatlons_.

c

of interv1ewees 1n ways conSLStent thh Maslow s Hlerarchy. For erample,
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if a person 1s currently most motlvated by hls/her own ptrofess.lonal-

;goals,_the lndlvidual recrultlng woufd want to explain all opportunltles

o

for staff development ‘and posSibilities for advancement. -

Educators attending the statewide Conference on Recruitment and

Retention Techniques 9ponsored by the,South Atnantib_Regional-Resource

‘Center in cooperatlon with the Georgza State Educatlon Agenc eisted the

follow1ng as their personal motlvators. -

‘=’ Equilibrium between profeSSLOnal and personal ll_e
- Continuous learning
- Jobs not routine (i.e., problems to solve)
' = . Reinforcement _ - s )
- Challenge : S st
- Cr151s-adm1nlstrat;on SLtuatlons . ) )
- ‘Autonomy ) ,- . ' _ ' '
- ' Contact”with Xids “\E .
- Jok satisfaction © ' '
- * Support from staff f
- _Par‘1c1patlon in dec151cn-mak1ng

Thes partxcxpants then 1dent1f1ed ‘a number of creative" recruit-

ot

ment strategies based on the klnds .of thlngs that they saw as motlvators

(llsted below):

- Pay -professignal organlzatlon dues ~

- Pedce Corps approach o . L
- -Free trips to interview o S
- Professional exchanges '
- Talent bartering systenms
- Adequate housing
- Send teams to colleges
-  Learn how to interview -
- Arrange social functions -
- . Assist with moving loans
. = Interest-free loans before first paycheck )
- Support person({s) S
- Send communlty person to college and pay. tultlon

- Chamber of Commerce support
- School board support

- Media output - ‘ :
-. - _Higher. than/ usual supplement to salary
.~ Individual travel for Ltinerant teachers '
o - Intellectual stimulation
-~ = Use existing placement services

- Profess10nal literature available - . iy

‘)
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which offered this experlence. ' R
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Some rural schools and states have effectively used -competition’as

[

a» motiVator to attract people t.o small communities Whlch often out of

-

necess:.ty, live wvia cooperatlve efforts. This approach has often been

‘combined with the attract:.on of 11ving in sc¢enic rural communltles w:Ltn

les.: harried llfestyles, llttle trafflc, and generally unpolluted commu-

nities w:Lth natural outdoor sports opportunitles. .One successful state

advertlsed its rural positions in urban | cities with high pollution’ .

indices, frequent travel’ problems, and ocher metropolltan characteris-
tics whlch also "had a myriad of dlssatlsfled teac}}ers and spec:.al:.sts

hop:Lng f'o "escape" for a unigue experlence they cotﬁ:d relate.tb ,their

N - . N

friends. - , T : . : ‘ W

Several of the districts in . this state received thousands of 'applf:- .

‘cations each year for many of their one-room school houses. in very )

isclated areas. As their adVertisements further 'stated that. only the

-

most qualified '_apialicants would be considered and personhel selected

tos
A

- could only' stay 'two years so 'that‘ 'pthér_s’"'hiight ' sh’a’ié"'@ 'cu'l”tufe' and

perspoctlves with the students, competltlon increased for the few jobs

~

;
/

3 . - /

- /

) Other dJ_ftrz:cts called 1nst1tut1.ons of hJ.gher educat:.on' and. requeet—b

ed names of the hi.ghest rank:mg grad,uates J.n the f:.eld in’ wh:Lch person-

< J

nel were needed. School admglstrators then called ‘the recommended-

graduates, : expla:m:mg thelr penchant for qualJ.ty and why they were
1nterested in that partlcular graduate. < / - o

Selling one's dlstrlct. One ‘of the reasons/for the stfccess of the

entrepreneur,’ Dale rnea:l.e, and his well/known sales techniques is the
re'cognition that packaglng“ .].S' 80% of marketlng a product (Carnegle,

.

1936)-. N ] - i

. - <
. . . ~ 12 -
- - ) N . .
- ' ' .
"
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~could onl.y”stay ‘two years so that‘ pthers"'ini'ght sh'are'",@ 'cal"t'ufe' and

perspnctlves with the students, compet:.t.lon increased for the few jObS
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) Other dJ_ftrlcts called 1nst.1tutlons of hJ.gher educat:.on' and. requeet—

L

ed names of the hi.ghes’c ranklng grad,uates in the f:.eld in whlch person—

" e/ °

nel were needed. School admg:.strators then called ‘the  recommended
graduates, : explalnlng thelr penchant for qual:.ty and why they were

1nterested in that partxcular graduate. - / c o

Sell:.ng one's dlstrlct. One ‘of the reasons/for the s1fccess of the

Y
R

entrepreneur, Dale Carnegie, _and his well—)cnqwn sales techniques is the

recogm.tlon that 'packaging" 'ie"BO% of marketing a product (Carnegie,

R '

1936). ,/' CL : - B B
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J.axl people.

11
. Creat1v1ty in actually. marketlng one's district or coqperatlve is

essent1a1 in thls decade of recruitment difficulties. Many rural dis-
'trlcts are dlscovering that they are competlng wzth higher—paying poten—
tial employers 1n business and other flest. —
Although rural school'environmehts inherently possess .a number of.
problems for .the education of handicapped,children, there are also many
resources unique to rural areas; For example, the concept of "community
spirit" still lives in rural America. Rural people sincerely care about
a \
.one another and are usually w1111ng to do whatever they _can t? assist
others who are in need In additlon, rural districts are tyﬁlcally
: o

blessed with a void nof bureaucratic barriers to service prevalent in

urban schools. i} .

It is fairly well recognized that many positive aspects of rural.

. life may simultaneously 'function negatively. For example, .one key
- strength of rural areas is the true sense of community and-family inter-

dependerice with the. school. This relevancy and interdependehce_between

' home,'sehool, and work can be extxemely supportive to handicapped stu-
dents,.faoilitating opportunities for mutually sharing .school and com-
munity resources. - . . v . o , .

Concomitantly, thé;personalization of all social, political, and

commercial relationships of educators' lives (Gjelten, 1978) frequently

=

make school personnel feel wvulnerable. Without effective; continuous
: P . \ L ) .

staff velopment including stress reduction; a relatlvely high rate of

’teacher burnout may result as rural staff are asked to be Mall thlngs to

~
~

The nmost. effectlve recrultment technlques will exploxt all resources
S

of rural areas' to the maximum extent posslble. . A sklllful\recruxter
X € . ; o '
~ - 3 . . s .

PR
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Qill attempt to convert adverse circumstances into .aSSets whersver
possible before, during,:and aﬁter recruitment interviews. Ih an inter-
view situation, Ehis-ﬁould mgén selling Ehe_challenge of working in a
community whose children are predominantly of ldw socioeconomic back~
grounds (thus addressing»?he self-eétee@ or self-actualizatidn levels of
Masiow's fHerérchy)1 -MgLy districts find that they_fecruit,theAbest.n
personnel byl 6ffering ‘s‘tfxch challer_xges. In _ fact, some districts have
called this a "Peace Corps"™ aéproadh and hévé "sold“.this leadership’
potential to potential recruits. o

Another "negative characteristic" that can be turned into a posi=.
tive variaﬁlce ié the typical composition of rural _comnfﬁnities. ‘Many
rural districts contain laige humbefé of older/retired persons who are
not heavy contributors to the tax base. Although frequentliy such indivi-
duals are uninformed about school needs and prograﬁs and inhibit passage

" of bond: issues, they may alsé be avid séhoo; sﬁpporterS and have been.
éxcelléht‘sodrées,of spec;alized:or nonproﬁessional madpo&er. Retired . ___
individuals often have sufficient stéture‘to effept community supporﬁ
‘fof.a pfggram in.which they become involved.

One selligg point of rural districts during this_decadg should be
-the heavy v§iuntary migratién_into rurél areas. Phenomenal growth has

% oécurged in rural aréég and,fiq.fact; the'migratqry patﬁerhs from rural
_afeas to the cities hés'beep reverSéd (Beale, 1978).

_~Since literatvre indicates that teachers are ‘reinforced specifi-

cally by their students and not by activities such as paper-work which

I8

take them away from students, strategies may need to be used and empha- -

sized that mollify the necessity of clerical work. For example, some-

-., TH

districts have used volunteers such as retired or unemployed certified -
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'teac_hers, CBTA mprogram Workers; or other non—-teaching personnel- to

assist teachers ‘n completing non-instructional tasks.

Meny districts find it helpful rtO“'iucBrporate 16cal community
groups aud potential support systems in packaged recruituent materials.
Strategies of .thi.s nature include having groups other than the 1ocel
district or cooperative.featured on brochures or letterhead so that the
potential recruitee has a feeling of beleonging to the larger community.

Many rural communities have ' involved local businesses, welcome.

" wagons, civic clubs, and other groups in their actual . recruiting process-

es and interviews. Such groups have frequently assisted schools in'

finding potential'interviewees by having records of individuals taking
new positions in their communities. The friendliness exhibited by some

of these groups'ﬁgs frequently facilitated hiring processes.

Neighboring rural districts. frequently are being compelled to

R 3

: compete with one another for personnel. Small différences in.preseut-

ations between districts ~can amount t to considerable differences _in

success rates (e.g., using different colors of paper for flyers, etc.).

‘EVen'thouqh the potential recruiter does best by emphasizing in-

"trinsic motivators, there are obviously times whenfextrinsic mo tivators

must be addressed. Some districts have worked with the U. S. Department
of Agriculture and other agencies to secure low-cost housing as. a perma~

“nent solution to a: very baSic level of Maslow s Hierarchy (and essenti-

ally an extrinsic motivation). Other districts have prOVided teucher—

v‘ -

ages or houses attached to the school in which the perSOn will - teach.
When-inhibitors to Job satisfaction are essentially unchaugeable

variables or "givens," creativity becomes even more imperative. Consi-

der the example of interviewing a person interested in eventual career
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advancément to a sul;_erviéorir position when the J'ntéx.:viewing district has
no, péss-:.ibilivties for 'upward. mobility. | A recruiter c_ohstaritly analyzing
creative alternative's""woul.d' establish relationships with administrative
j_oersonnei, in-othet districts s§ that a pérson could be openly trained to
‘gain experience in his rural district and move .to a.nother when ready for
career advancement.’ |

I1I. Retention Strategies

@

Persons who tend to stay-in a rural area tiypically are those who

have sirﬁilar go_alé, mores, expectations and li-festyles of those persons
- who have’ lived in the area for a long time. Thus, it is usually neces-
sary for a sbhbol'-district.to'develop meahs of he_lping_ a’ new person
acclimate. Retention should be a focus at the time of t';he j.nitia(lm
-interview because of the relationship between reténtion and rec.ruitment.
Initial interviews should focus on the things that the distric?“;ioes_ to
retain someone in a rural district."; | |

_ A view :fdr.-long—.te_rm_ strategies to address v..:m-changeable eléments or -
“givens“ is essential. Many districts have réailized' that monies spent

‘for high school students 1likely to ‘return to their home area or to

re-tool current- 'personnvgl' are . sound long-term investments. Similar

pasic philosophies imus't- be incorporated to retain personnel—-'appééling

to intrinsic motivations, considering local cultural norms, and incorpo-

“~“rating a holistic philosophy concerning an individual staff member. Once

¢

an' applicant from outside the area is selected, the districts' challenge
.is to orient him to the community and provide incentives that will
enhance his desire to bec an ‘integral part of its citizenry. One

successful orientation me :0d is involvement of ‘a district "old~timer"

and a person who was also recruited- to- the district from Var\-nrother area
when féma.lly or. informally educating the . newcomer about the social

Q .ot

16
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- mores of the area. The following have been found to be effective incen-

l.

tiyves for retaining qualified personnel:.

Placing newcomers in leadership positions such as
activities designed to enhance external cultural

’ perspectives of faculty.

Initiating intra- or. inter-district temporary
faculty exchange programs.

Establishing inservice incentive systems including °
release time, college credit, and certificate renewal.

4

Providing special challenges or assignments, particu-

- desensitization-to-"venting," social—functions, and

larly when affiliated with pre— or in—serVice programs.

" Establishing merit increases or other approaches to

recognize’ extraordinary performance.

Initiating stress reduction activities ranging from

physiological stress reduction exercises; and
establishing local support systems for continuous
stress reduction.

It is extremely important to make new staff aware of the 1local

power §s ructure and> community communication systems. Sometimes this

ﬁ

»

means. actualiz\proViding education to them about local cultures and how

tO assess communicatiorkand power systems...

\

R

Many district personnér\\re frustrated about situations they cannot"

change such as lack of appropriate faCllltles. After every attempt has

ey

¢

- peen .made to work through informal as\well as formal systems of power to

AN

change such situations, one option is- to enhance the status of indivi-

e _a

“duals who are forced to undergo trying circumstances.f“For’example;"some

. districts arrange for.itinerant personnef\to demonstrate their skills

with children. Such support and reinforcement efforts create a sense of'

status des1gned to .overcome aspects such as lack of a permanent office

.\_-',__

- Or»pleasant facilities. - . ' _ : -
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Tt is important o structure the-initial'exPeriénces'of persons heﬁ
to,a'community for?success; if possible. This may include establishing :
ways for newcomers toihave pleasant sociaI experiences and to publicize
their achievemenis with certain types of children so that they are
readily accepted by their peeis. , o ’ - - ; _f. . . F*
As’ appropriate staff development programs are:Closely‘realted +to -
retention of faculty, special attention must. be given “to enhancing “
inservice.incentives; accessibility, and qnality of the inserv1ce pro-'
grams.l Many personnél from,.rural districts complain that ‘there are

inadequate opportunities for release time for them to be involved in

formal and informal inserv1ce opportun ities. - One succes sﬁul_pract...ce—————‘ - e

for creatively using available-resources in staff development is des—

. .eribed below. - o » : o

A .comprehensive Management Information System (MIS) was used \
" to access school and commuuity resources to anhance special educa-
tion services through PR development.ﬁvProcesses of 1nitiat1ng'“”'”
this MIS are described below: - :

1. A needs asse@ssment was conducted at the total e e e

. school and. indiVLduax classroom leyel.

J . , . . v

N
.

A resource survey:was conducted of -all school < I
personnel, listing skills and competencies that ' u
. could be- shared with:.others and/or used with
- children with educational problems. Community
and parent data were included in . the MIS data’
base. ° -

g

3. A manual card-sort:ng system O a computerized
’ retrieval system linked identified resources and
neéds..-Where possible, these data were related
to identify needs of individual students. For
- example, a teacher who needed_ o see .an effgctive”'

v demonstration of Task Analysis and implementation
of Applied Behavior Analysis was linked with an=-
PR other teacher who used these' skills regqularly and
\. - effectively’ with handicapped and nonhandicapped
" students. These types of interchanges were facili-.
tated by using retired teachers, parent volunteers,
‘or unemployed certified\tefgners to. manage class-

. o ‘_ . ‘ . - 18 - \,M‘NM» ;‘ : y .
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rooms while teachers observed other teachers in
practice“_' o R _ . o
- The process of asking- school personnel and: community volun- .
. teers ‘their particular dreas of expertise which could be shared
with others was a complimentary approach which built favorable
attitudes toward school’ leadership personnel. Simultaneously,
an evolving foundation of . .school resources was established which
could ‘easily be accessed. This resource bank facilitated teacher
growth and development: and was an effective indirect teacher re- L e
. tention strategy. The MIS made it. possible for release time for
‘teachers to be involved in formal and informal inservice opportu-
nities. : :

Iv. Recruitment Resources Available at the National, Level.
’ . Sl
Commonly, brochures and flyers addressed to univerSity placement

. ¢
offices, 'state education agencies, contact persons,_regional.newsletr

,__;__tersiiinformal;grapevine;systems—andrformal—éebffairs—%have;heen—used'tu

‘gain access.to potential candidates'for recruitment However, many Job

seekers relate that college placement. offices and ‘other information
sources typically inform them of positions .in larger districts and -~ -

wtowns. Simultaneously, some rural school positiohs remain. open for -

— —— I . - - C———- ———— m—— e ——— e e, —————

several years due to - lack of. viable candidates applying “for those posi— ' o

tlonS- B ’ . . - . - ,' ) . . ’ . : : ¥ . Cos -

s [< B

A-ﬁational PersonneliNeeds Data Bank was initiated'in'1980 by the

NRPr “The NRP maintains ‘an informal exchange for rural school districts

s = —

attempting to locate qualified special education personnel and supportl

..personnel interested in working in rural and remote areas. Listings of

<

~position openings are periodically featurad in speCial editions of the

r'NRP national newsletters~and position listings areialso maintained in,; "
'the offices of NRP for persons calling regarding such positions.
During 1981, the NRP also began to maintdin listings of districts:J

interested in’ teacher exchanges. Districts and individual educators%are

"encouraged to submit information'about.positions available-for exchanges




s . - . — .

for oneryear'with faculty from another part?of the-coﬁntry. This pro-

-

cess was 1n1t1ated in an attempt to offer short—ttrm alternatives for

/ ot S -
teachlng'staff, partlcularly those who were likely to “burn out" were.

they not _allowed to temporarlly teach in a dlffexents‘environment.

It is clear that there is "a need for a system. available to . rural

S

school systems that will . reduce the trauma of . freqnent recrulting while

_concurrently enhanc1ng the-profe351onal llves-oﬁ-rural educators so that

jthey w1ll not constantly be seeklng "greener pastures. Such a system

-should be an interagency undertaklng 1nclud1ng the resource capabllltles

of_reglonal resource centers,/state education agencies, local education

_;r__agencies——and——other——groupsv———Federaiiy—ffﬁndéd projects such as the

”Natlonal Rural Project or the Natlonal Inservice Network can serve as._

Vcatalysts_but*more permanent (if there is such a thing in today‘s econo-

- my) 1nst1tut10ns should. have the prlmary responsibility' for ongoing

malntenance ‘of the system._ e e

v A system for recrultlng and retalnlng rural educators should 1n—
clude at least three basic elements.

R Forecasting ~ The system should be able to anticipate

o short and long term impact of such variables as attrition
T . rates, governmental  trends, numbers of children antici-
' pated in various grades and programs, ‘nature of the popu-
.lation (e.q.; the types and numbers of handicapping con-
ditions prevalent), faclllty needs, flscal needs, and
resov.rces available.

2. Communication - The -system should provide a communica-
tion network that clearly articulates the situation
regardlng agency needs and available resources, makes

- allied- .agencies aware of. SOClai and professxonal oppor -
tunities available to their personnel, articulates the ' -
goals and objectives of allied agencles and provides a
-degree . of coordlnatlon. i hd

3. Llnkage -~ This element of the system matches needs and
resources such as linking universities with graduating :
teachers and schools needing these fledgling profession- . <
.als and linking various networks and ad hoc organizations

2o -

C

g




st.ructures that have a vested interest in . . :
 recruitment and. retention of educators in o _ ' -
‘rural schools. R - o : L

It should- be obv:n.ous that wh:.le the ‘suggested _system has many of \__“_'_.-;
tﬁe character:l.stlcs of state CSPD structures, the system as described
would be much broa.der than the boundar:l.es of any g:l.ven state; however,'
it is l:l.kely that such systems could be reg:l.onal in nature with a l:.nk-‘
age funct:Lon among :eglonal systems. .

l .Iintil snch.-.iformalmstructures ar.:e‘ dev'eloped, 'n'tnne.rous agencies will

Q

of necess:l.ty undertake most of the aﬂtivitles independently and numerous

mni—systems w111 continue to ex:Lst wl;ene_LEAs,_SEAs,—IHEs,_and—ethers————

<

a_ll forecast, communicate . and attempt 1inkage in ways that will meet

| their specific needs.

- . . ) ) ¢

This- paper has _discussed a variety of strategies for rec_r‘uiting and

retaining personnel in rural school systems. It has stressed the upper

d:.mensions of Maslow s H:Lerarchy and has suggested the establ:.shment of B

> formal systems for recruitment and retention servmg the var:l.ous agen-

- - -

»

c.i.es that _prepare, employ, am_i _ _pr_ovide services . to educators- in. rurala

schools «
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values consonant ‘with local ‘raral subcultures. . Recruiting peop].e with

lifestyles, interests and attitudes cons:.stent with local cultural norms

'les'sens the 1likelihood .of staff becoming dissatisfied and unsuccessful
\ :

}7.11 their Jobs. A study by .'Ma'.:rs (1968) found that unsuccessful teachers

?/ were teachers who described themselves as “bored, and"'"not-nintelle'ctu-

-‘,//'/ - ally ,.stimulated. NRP data ha\re clearlyu 1nd1categ that mobile rural

teachers dissatisfied with the communities in whic'h their jobs are

located fr.equently leave those .job_s even if they are professionall_y

<
R

satisfied.

a . . .

The 1978-73 NRP study found tremendous resistance to ~change in

rural areas (88% of “all states involved ~in*“the study) and suspicion of .

IRy

e B _—

outside .interferehce (72% of all- statesvinvb“l"?e’d) . Thus, consideration
of local attitudes becomes espec:.ally %mportant when recruiting persOns
o to be__-_c‘ha_nge agents °F, _x,f_o,‘r .pos:.t:.ons in whi;:h they are consultants_'to
persons ‘ihdigenous. to t:::'}ge-.::;rural community. In vii-iw of the statistics

i

: Wl o T L, 7 - '
-cited above. r,egarding rural affect, recruiters should be wary -of persons -
- who see themselve as "instant change agents.""
Careful screening of potential staf§ ‘members who are ur.\famiiiar

) w:Lth rural areas and certain types of rural subcultures should occur t?

. _____" .detem:.-ne—the:.—r—mterests, ap 'aes, Tand persona'l goals and to evaluate?
them with‘ regard- to compatibility w:l.th those of the local area. Adept
rural ad;ninis’trators ‘have -realized the value of balancing their estab-
lished staff with residents who _understand their particular subcuiture
and with .newcomers. who can offer unique du];tural- p.erspectives‘.

Some "adx'ninistrators have employed -informal checkiists when inter-
viiewing" persons ext_ernal_ to their com'munity_' which included some of the

following questions :




{

: thereby reducing the cultural shock commonly experienced by . external

1. wWill the interviewee's personal traits and goals be
compatible-with those in the area and not make him
- susceptible to criticism. and vulnerable to the close
 wvigil of many areas? :

- 2. Can the communitgwgrov1de the necessary social qppor-.
turities for this~hpplicant who is interested in the-
rrofessional qpportun*ties in the district? ~a

3. 'Will the position prov1de -a realistic challenge to o
- the applicant? o ) C e

4. Does the’ applicant have hobbies or other avocational
"~ interests which initiate self—entertainment and self-
suFfiCLencyr (This characteristic has been found to
be particularly relevant in isolated or remote rural
~ areas.) . oo : .
-~ L ’
5. Is the aoplicant w1lling to listen and genuinely )
isterested in learning about the unique aspects of
_this particular community?
6. Is the applicant flexible enough to cross interdis- '
. ciplinary and position lines ag required in an area of ]
Co scarce spec1alized resources? . . _ w -

7. 1Is the ap_- icant able to cooperate with people with dif-
ferent viewpoints? .
T 8. Is the applicant flexible enough to assess attributes of
"~ the community and produce educational -Yesources from what
already exists?

Tagping individualized "hot buttons.“ A common practice for years-

in rural schools has involved hiring teachers reared 1n rural areas and

entrants. In some cases, this strategy has resulted in less qualifiedj

staff or. a culturaliy limited perspective being available to rural

children._ For example, in some of the districts in sparsely populated

ranching country, 2-25 children spend their entire educational caresr

~with -one teacher.

rural area . would want to 1dent1fy LhdiVldU&llZEd needs and motivations_.

c

of interv1ewees 1n ways con51stent thh Maslow s Hierarchy. For enample,

A
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if a person 1s currently most mot:.vated by hls,a’her own profess;onal'

. goals, the 1ndlvidua1 recruiting would want to explaln all opportunltles

o

’
for staff development ‘and posSibilitiee for advancement. -

"

Educators attending the statewide Conference.<n1'Rec§uitment angd

Retention Techniques sponsored by the_South Atnantic Regional Resource

‘Center in cooperation with the Georgia State Education Agency %lsted the

following as their personal motivators; -

-’ Equilibrium between profe551onal and personal ll-e

- Continuous learnlng
- Jobs not routine (i.e., problems to solve)
"= . Reinforcement _ e )
- Chal lenge ' L S e
- Cr151s~adm1nlstrat;on SLtuatlons - . L
- ‘Autonomy ) ;- . ' . : :
-  Contact”with kids “Y@ .
- Jok satisfaction - " ‘
- * Support from staff 'f

- _Partlc1patlon in dec151on-mak1ng

These part1c1pants then 1dent1f1ed ‘a number of creatrve recruit-

....

ment stfétegies based on the klnds_of thlngs that they saw as motivators

(listed below)s

-  Pay professional organlzatlon dues

- Pedce Corps approach o ' . R
- Free trips to interview - B '

- Professional exchanges '

-  Talent bartering systems

-~ Adequate housing
=  Send teams to colleges

- Learn how to interview -
~.  Arrange social functions -
- - Assist with moving loans

= Interest-free loans before first paycheck

- Support person({(s) o
- Send community person to college and pay. tuitlon

- Chamber of Commerce support °

- School board support

- Mediahoutpg? ‘
-. - _Higher. than usual supplement to salary ~
-~ Individual travel for Ltinerant teachers )
"= Intellectual stimulation
~" = Use existing pPlacement' services

- Professional literature available . "
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which offered this experience. ) R

o o - B 10 :
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Some rural schools and states have effectively used competition’as

[

a» moti\rator to attract people t.o sma.ll communities wh:.ch often out of

-

necess:Lty, live wia cooperatlve efforts. This approach has often been

-combined with the attraction of llving in scenic rural communltles w1tn

leSa hurr:Led llfestyles, llttle trafflc, and generally unpolluted commu-

e

nities w:Lth natural outdoor sports opportunitles. .One successful state
advertised ' its rural positicns in urban citz.es w:Lth high pollution
indices,. frequent.travel problems, and ouher metropolltan characteris—
tics wh:Lch also had a myriad of dJ.ssatJ.sfied teac}}ers and speclalists

hop:mg fo "escape" for a unicue exPerJ.ence they couJ:sl relate to their

4 . %

friends. - v o ' . - " -

Several of the districts in .this state received thousands of ‘appli~

cations each year for many of their one-room school ~houses. in very .
isolated areas. As their adVertisements further 'stated that only t°he
most qualified api:li_.cants wuuld be considered and personnel sclected

A)

-could only stay two years so that others might sh’are'".,éeir culture and

perspectives with the students, competition increased for the few jobs

"o
/

? - “- /

- , -

‘ Other dz_ftrz.cts called 1nst:|.tut.1.ons of hJ.gher educat:.on' and. request—

ed names of the h'l.qhest ranklng grad,uates 1n the fJ.eld in’ th.ch person—
e

nel were needed. School adm:.alstrators then called. “the recommended.

graduates, : explalnlng the:Lr penchant for qual:l.ty and why tliey were

Selling one's dJ.str:Lct. One ‘of the reasons/for the sxfccess of the

:Lnterested in that partlcular graduate.

a3
g K

entreprennur, Dale rnegie, and his well-)mown sales technlques is the

recognltlon that packaglng" .‘LS‘ 80% of market:mg a product (Carneg:.e,

. ® '

1936). / L : - - .
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