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With 50 percent of all prxncxpais piannxng to retire

in the 1980's, hiring good principals should be a matter of planning

rather than chance. This pamphlet notes the strategies that can help
to ensure that a district hires effective educational leaders as
pr1ncxpals. Develop1ng effective job descriptions and interviewing
techniques; though essent1a1 can be supplemented with assessment
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in wﬁ:cﬁ administrator candidates are observed

in model job situations for several days and rated according to the_

1mportant skills needed by successful principals. Academic leadership

training institutes, such as those at Harvard, the Unxversxtg of

Oregon, and Butler University, also provide wcrkshcps to improve

administrators'

instructional leadership skills. Finally,

super;ntendents and school boards can identify and. prepare future
principals in five steps designed to support a district's commitment

to administrative excellence.
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Chart a course for selecting new principals

by Arthur W, Steller
An_accumulating. body of data and
opinion, conclides that “effective
schools have effective principals.” Re-
search into why some schools are suc-
cessful—in spite of such disad-
vantages as an inner city environmeitt,
inadequate funding or facilities, or
students coming from low income or

are eaded by outstanding Superin-
tencleints and infornied boards, the
school principal is the key actor in
school improvement projects

The current nationwide demand for
improved student achievement car-
rics with it an emerging awareness of
the importance of having good school
adiiinistrators. Colleges of education
are being chastised for not producing
better leuders through their preser-

vice programs: State departments of
education are being called on to raise
the certitication standards for new ad-
ministrators. ) i

In addition, school boards are being
pressured to  hire—or retain—only
those ddmiiistritors who provide ef-
fective educational leadership. School
boards ulso are being alerted to the
need for training programs that will
support and maintain a cadre of top-
notch administrators.
Recognize the problem
In the next ten yeirs, school boards
will find it increasingly difficult to
secure qualified school adminis-
trators: There will be no shortage of
candidates clamoring to. sit behind
desks with titles after their names;

Arthur W. Stelley, superintendent,
Virginia), frequently writes on edu-
Q fonissies.
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individuals who possess the leader-
ship characteristics essential to mak-
ing schools effective centers of teiach-
scirce. o o
_This anticipated shortage his been
identified only recently and is being
acknowledged slowly. A: Stfford
Mctz's conclusion (Teacher and
School Administrator Supply and De-
mand, 1978) still is commonly ac-
cepted: “It is safe to conclude that
there dre no dreds Where shortages of
educational administrators exist to any
appreciableextent.”
z's argument is based on the
g that; of the estimated 12,006

educational administrators hired in
1977; 6,400 (53 percent) were not
employed as administrators previ-
ously. As long as positions can be
filled -—even if those hired don’t meet
important criteria_for educational
leadership—a shoriage isn't acknowl.

drawn from the ranks of classroom
teachers where quantity generally has
been stressed over quality. Teacher
shortages from 1950 to 1970 were met

by increasing the numbers of college
graduates willing to become teachers:
In the 1970s, the critical need for
special education teachers resulted in
school systems sometimes hiring any-
education certification.

__Asimilar trend is evident today due
to the shortage of math and science
teachers brought about through mas-
sive exits to better paying careers.
Also, highly competent women and
ethnic and racial minorities now are
able to enter fields that, until recently,
were the provinice of white males.
Even where academically able teach-

5

ers are recruited, stress and tcacher
burnout take their toll, pa: ticalarly on
teachers who care. Moreo <r, reten-
tion is difficult dué to schovn enviion-
lence or professional g owth
opportunities; school systenis with
teacher recognition programs sually
have as a goul keeping excetlent
teachers in the classroom—not pro-
moting them to administrative jobs:

_ One result of these_influences is
that the quantity—and the quality-—of
our teachers is adversely affected.
traditional practice of waiting for in-
terested teachers to seek adminis-
trator certification will not produce
acceptable results. School systems
must intervene to ensure a steady flow
of effective administrative candidates
capable of meeting society's educa-
tional needs today and in the future.
Aﬁtiéiﬁité a §liiii‘ti§é

As the present crop of school manag-
ers reaches retirement age; replace-
ment will be necessary. The average
5. Scott Thomson, execiitive director
of the National Associdtion of Secon-
dary School Principals (NASSP), says

that 30 percent of secondary school

principals are between 50 and 59
years old: Secondary school principals
average ten vears on the job; approxi-
mately ten percent of the principal-
ships turn over each year.

~ According to Siniuel Savi, execus-
tive director of the National Associa-

tion of Elementary School Principals

(NAESP), elementary school princi-
1% 1y an average of 15.to 19 years in
that role; 70 percent of today's ele-
mentary school principals plan to re-
tire before the end of this decade.
continued on page 2
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,\1\‘1 also Ims swlcd llmt S() pcrwm
1980s. That pm;ccnon combined
with un expected enrollment increase
from the “baby boomlet,” will create
many vacancies for principals.

Hmn;, ;,ood prmupals shouldn't be a
matter of chance. Filling principal-
ships, or other adminisiiative open-
ings for that matter, is relatively easy;
often: an individual's personal charac-
teri. os along with the appropriate

ceruheation are viewed as sufficient

isn't easy is making sure that
these administrators will be effective
educ anmzai Ieaders

princ 1|m|s He ‘l” son school systems
to promote ‘. ..a continuous
districtwide effort to identify employ

ces with leadership potential:” Good-

lad also says that school systems must
begin bearing the expense of training
administrative candidates.

Ernest Bover, president of the Car-
negic Foundation fot the Advance-
mient of Tedching and author of High
Sehool, writes: “What we seek are high
schools in which the school commu-
nity—students; teachers; and prmcx
|)d|s-—sccs learning as the primary
goal. In such a community, the princi-
pal hecomes not just the top authority,
but the Rcy eduutor too
out stcps are t.:ken future hlgh quahty
administrator: such as those sought by
Goudlad and Boyer will be members
of a very exclusive club. Enlightened
school boards are thinking long term
and planning now for the next genera-
tion of school managers.

Gumllad,,the, hmn;, of ,prmup.:ls is
“t7 sav the least casual. Most new
p"riiilip'.jli dre plucked out of the class-
room in June and plunged into the
new job soon after.”

Robert Dentler, professor of sociol-
ogy and co-author of Selecting Amer:-
can School Principals (the result of a
study by Abt Associates supported by
the National Institute of Education),
concurs. The school principal selec-
tion process usually is “ridden with
chunge” and does not conform to

sound policy. Dentler adds, *“Patron-

age is still the conventional way of

choosing principals.”

Develop strategies

“It's nunsense to wait until you need a
principal to start looking for one,” says
Goodlad. His research has revealed
thit the business community knows

how to prepare for its future. Compa-
nies identify potentml managers and
make an investment_ in those people.
According to Goodlad; this strategy

.. requires a kind of planning that
school systems traditionally have not
done.”

How should p.mcnpah be selected?
__An important step is identifying the
principal's job responsibilities in a
clearly written job description. Then;
through research and_experience,
identify the special skills individuals
will need to fullfil those responsibil-
ities. A plan for identifying those indi-
viduals who meet the criteria, or who

can be helped to meet them; can be
designed:

According to Dentler exemplary
routes to hiring principals involve:

o internships

leadershlp academlcs or execu-

o traditional methods that have

been refined:

ment ervices; Brenda Z
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Clearly, sécuiring a position s a princi:
pil should involve more than good
interviewing skills and state certifica-
tion s an adniinistrmon

Assessmient centers can help

Corporations, such as Standard Oil of
Ohio; Sears; Rocbuck and Company;,
the Westinghouse Electric Corpora-
tion; and AT.&T., have been using
assessment centers successfuli-- to se-

lect and promote maidgers. 'l‘ " Iro-
cess usually involves an int {- pe
riod of time, often sevemldays "3

which candidates are subjec 0
“real life"" job situations. The indivi'-
uals are judged on their behavior and
display of skills. }
_Someg large sc¢ hool systems, stich as
Monitgomiery County (Md.) Public
Schivols, have been using this method
for assessing principal candidates
since the late 1970s. Within the last
several years, more attention has been
given to assessment centers within
education circles.
~ NASSP has uiken a leddeiship role
in the development and growing use
of assessiient centers. Paul Hersey,
who heads the association’s assess-
ment center project, says; “We can be
between 80 to 90 percent accurate as
to what people will do onthe job."”

In January, NASSP announced its
plans to expand the assessment center
project witli fuinding suppon from a
Danforth Foundation grant. The ex-
pansion will build on the current base
of 21 centers in 18 states that has been
established since the project’s start in
1975. Approximately 2,000 individ-
uals have been assessed; and over 400
school systems are involved. Systems
using the assessment centers promise
to use the center’s ratings when select-
irig new principals:

Several centers have been created
in cooperation with universities. In
addition; the San Diego County De-
partment of Education provides a re-
gional assessment center for several
local school systems. Florida's state
legiskiture formed a state training pro-
gram for principals: In New Jersey, the
state school boards association has
joined forces with the state principals
association to create the New jersey
Assessment and Development Center.
_ According to Hersey, it takes about
five months to establish a center. Ad-
ministrative_and operational plans

must be developed, including decid-

ing who will be assessed, how many
assessments will be made each year;
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and how nuiny assessment slots each
participating system _is_entitled to:
School systems set up a preliminary
screening procedure: which includes
as prerequisites for participation both
certificition and  maotivition.  Somie-
tinies, ]ir('liiiiiii;]fy interviews tike
plice.

Tunding for assessmient centers
comes from a variety of sources:
School syst 'ms often contribute; but
state education departments; universi-
ties, and foundations also provide
funding. It's cost effective to set up a
center for more than one school SVs.
tem, qaind Hersey ddvises interested
school systems to contact their stite
education departments, neighboring
svstems, and universities before re-
questing NASSP to establish a proto-

type.

assessment center?

Auordmg to thc NASSP dssessmeit

center approach, 12 skills are related

o the most important characteristics

of successtul principals:

problem analysis

judgment .

organizational ability

decisiveness

feadership

sensitivity

SLress tg;lg;.nnicc

oral communication

written communication

range of interest

personal motivation

cducational vilues.

These skills are related to behavior;

techiical skills relating to such areas

as school law or teacher supervision

are not involved. )
’lhe qssessmcnt centéf j'jfi)CC'

.sn;.,ngd mtcrwew. Thc ,p.:rtlup.mng
candidkites for principalships are evil-

usited il each Kind of situation dccord:
ing to the 12 identified skills. The
ratings provide appropriate and useful

information on which to base hiring
decisions; and enable decisions to be
m‘ndc f.nirlv The participanw also gain

provemeiit.
“Gradually, the emphusis in assess-
ment centers is expanding from the

basic selection of principals to in-

clude on-the-job training for adminis-
ltmtom NASSP's plans now include a

ERIC

Aruitoxt provided by Eic:

year-long field test of its strategies for

helping principals become cffective
leaders. Its Springfield Project pro-
vides a simulated school system in
which participants build behavior ob-
jectives, practice skills; and work with
a trdined, nonsupervisory mentor.
Hersey estiniates that in nine moriths
to a yeur individuals will be able o
achicve their improvement goals.

Related programs

Harvard professor Roland Barth; for-
mer e¢lementary school principal,
opened the Principal’s Center in 1981.
It Uperites otit of the Hirvard Gradu-
ite Sclivol of Education. The Princi-
pal's Center is a voluntary member-

shlp organization ($100 annually)
“dedicated to the personat and profes-
sional development of school princi-
|).l|s .md that of the many others—
""" counselors; department
Lh.urperso'iifs h'()'ijfs'em:i%t'e'rfs .jhd

Worl\shgps J[eﬁljgld fsomctlmgs as
often as two or three times a week,
focusing on themes selected by an
advisory board of 20 Boston-area prin-
cipals and four Parvard faculty mem-
bers. Qver 400 individuals have be-
come Center members and support its
commitment to “school improvemerit
from within.”

The Umvemty of Oregon s Center
for Educational Policy and Manage-
ment. has organized the Research
Based Administrator Training Project.
Its aim is to link the work of resedrch-
ers and those in the field by “the

disseminition of research findings
through .ndmmnstmnve inservice cdu-

nars for admim#tr&itors and résearéh
ers under the dlrectlon of mservnce

m',ch,l tmmm;., gunde.,s for profes.sloml
administrator associations in Wash-
ington and Oregon.

Another program, Administrators
for-Change-Training (ACT), is the rc-

sult of research by William Johnson
(Ambassador College; Texas) and
Karolyn Snyder (Pedamorphosis; Inc;,
Lubbock; Texas) into instructional
leadership training needs of princi-
pals. ACT is based on seven inStrtic-
tional leadership tasks and functions
identified by surveyed principals:
school as an ecological system

the chznging principalship

planning for school growth
staff development

Updlating/May 1984 3

e creative problem solving in
groups

e long-range school planning

® personal awareness:

Butler University's (Indianapolis)
Collcgc ()f Eduutl()n offers the Ex-
Prmup.:ls Thc prep.:r.mon pmvndes

“hands-on” expericice for tedchers in
a two-yeuar program to develop such
leadership skills as:
self direction
u)pmg wnth ch;illéhgéis

Y
=t
=
g
=i
=
S
LB
=t
=
’3
5 5
C..
£
3
E'
ko]
. £
Q

the ﬂl)lll[} to dugno.se, (.Ie.slg,n,
and eviluite.

Practical experiences include coun:
seling, public relations, and managing

conflict: According to program co-di-

rector Gerald PeWitt; in addition to

developing a model for principal
training; a primary goal is to have an
effect on state certification require-
ments for principals.

Make a commitment
What should superintendents and

school boards do to identify and pre-
pare future principals?

First; make a commitment; through
policy and action; to hire only those
candidates who meet the criteria for
the quality of principal desired.

Second, determine how candidates
will be identified and helped to ac-

quire or improve the necessary skills.

Support those training programs that
will meet local needs by identifying
them in school board policy. These
iﬁ:jy ii’ii‘lijdé assessment i‘éﬁiéi‘é gﬁrli’d’

sponsored programs, mtemshlps, and
inservice.
Third, at budget time, remember

that staff development needs fiscal

support: For example; additional sub-
stitute teaL hers may. have to be hired

it necess.:ry to pay for the graduate
training of identified candidates. The

costs, whether subsmnnal or minimal;

are an investment in the future:
Fourth; develop policy and a plan
for evaluating principals to ensure that
principals remain effective.
Finally, review, revise; and develop
policies relating to such areas as re-
cruitment, promiotions, terfiination,
incentives, and salary schedules.

These policies support the school sys-

tem’s commitment to administrative
excellence. M



