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LETTER OF TRANSMITTAL

Mr. David W Hornbeck

State Superintendent of Schools S
Maryland State Department of Education
200 West Baltimore Street

Baltimore, MD 21201

Dear Mr. Hornbeck:

: lt is w1th pleasure and consrderable pr1de that we transmit to you the Report of the Mary-
iand Commission on School-Based Administration. The recommendations. contained in this
report represent, in the Commission’s view, a contmumg opportunity for Maryland to main-

tain its leadership position in the development of major school improvement initiatives de-

signed to enhance the quality of elementary secondary/education for the children and youth

in the- state.
~ The recommendatlons of the Co»mmtssron provrde a blueprmt for the development of a

niess of school-based admlmstratlon in the State of Maryland. Their rmplementatron wrll re-
auire concerted cooperative effort by local school systems, the Maryland State Department
uf Education, and the colleges and universities within the state given the responsrbﬂlty of

providing preparatron prbgrams for prospectrve prmcxpals

mension of the prmcrpalshlp in contrast to the tradrtronal educational ; mzmugement role of the

principal: Consequently, preparation programs and certification requiremenits need to be
dramatically altered with a particular emphasis given to the acquisition of a set of clinical
skills vital to successtul school leadership and successful demonstration of those skills prior
to licensure to practice as a principal. School systems need to develop selection models that
identify hlghly able candidates; nurture their development, and assure that only the most

capable zre selected: Particular emphasis needs to be given to the identification, develop-
ment, anc! employment of women and mirnorities in the selection practices used by school

systems. Alter an individual is selected to perform this key leadership role, we need to give

much greater prominence to their continuing development and evaluation than has been
generally the case in _past practice. The centerpiece of the Commission’s recommendations
on evanuatlon ™ ofessronal development, and recertlﬁcatlon practrces is the mstrtutmn of an

and the local school system..

The Report—given what we know about the plvotal role the prmcrpal plays i school
effectiveness, and, . given a set of  demographics that indicates a need to anticipate consider-

able turnover in the ranks of the principalship in the next four to eight years—represents an
unmatched “window of opporturiity” that demands fundamental, long-term changes in the
way principals are prepared; certified, selected; developed once on the job, and evaluated:

We stand ready to assrst the Department local school systems and the state’s colleges

Smcerely,

Joseph L Shlllmg, Chaxrman

Maryland Commission on Ssool -Based Adrrurustratron
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EXECUTIVE SUMMARY

- Introduction

inJanuary 1985, State Superintendent of Schools David W. Hornbeck appointed
a twenty-member Commission on School-Based Administration to examine six fac-
tors that bear on the effectiveness of the principalship:

« the role and funiction of the principal

* preparation programs .

* certification requirements
selection practies
professional development practices
evaluation practices - 7 7
This expanded focus on the principalship is consistent with the growing body

of research on school effectiveness that has established the pivotal role played by the
principal in the quality of education. The appointment of the Commission and the

broad-based charter it was provided by the State Superintendent is the latest in a

series of major school improvement initiatives launched in the state during the past
decade designed to enhance the quality of elementary secondary education.

—.___Beginning a* the Beginning:

The Role and Function of the Principalship

The first task assumed by the Commission was to develop a consensus descrip-

tion of the role and function of the principalship that would serve as the foundation

upon which all of its subsequent deliberations on preparation programs, certifica-
tion requirements, selection practices, professional development practices, and
evaluation practices would be based: As might be expected, this proved to be no
insignificant task. While-there is a growing body of literature supporting the thesis
that one of the most significant factors that determines the quality of the place called
school is the school principal, substantial debate (and prevailing practices!) sur-
rounds the issue of what role and function should be performed by that individual
who occupies the position of school building principal.
Recommendations = =~ S
. After considerable discussion, the Commission has adopted a role and function

statement for the principalship it feels is supportable by the research literature on
effective schools and the research literature on effective principals. The position
taken by the Commission is that the principal must provide both the educational
leadership and the managerial direction for the school. - R
... Educational leadership is defined as the initiation, implementation, and institu-

tionalization of school-wide change that results in the improvement in student edu-
cational achievement and opportunity. The principal has the primary obligation to
“make a difference” in the school by providing leadership to faculty, parents, and
students as change and improvement are considered. Educational management, on




the other hand is. deﬁned as the mamtenance of the stabﬂlty and secunty of an

organization as it is directed and controlled on its given course. These dimensions of
leadership (change) and management (stability) result in_the principalship being

dynamic and requiring a continuous interplay between change and stability.
- The Commission believes that the principal exercises educational leadership
and management abilities in a number of functional areas; the six most important

being instructional maintenance and improvement (the most central of all!); profes-
sional development and services; pupil development and services; school and com-

munity relations; administration of facilities and finances; and organizational rela-
tionships and. responsxbthtles ‘Moreover, in the implementation of the principal’s
role; the major differences in the role and function of the elementary, middle/junior
high, and high school principals (especially those having to do with the diversity of
the curriculum, the specialization of staff, the nature of the student body, the ¢ scope
of the | program, and diversity of publics dealt with) should be approﬁriatély re-
flected in the way that the job is designed and 1mplemented ,

‘And fi'rther, the Commission believes that in exercising the consxderable re-

sponsrbrht) of the position, the principal should work in a collegial manner with the
school’s professional team—especially the teachers. In a collegial climate the staff
works together to build the philosophy, objectives, policies, and programs of the
school. The colleglal model empowers the staff to make local buxldmg decrsxons to-

reach consensus on lmportant issues: The prmclpals authority, responsibility, and
accountability are exercised in such a way. that the judgment and commitment of all
staff members are nurtured and valuea in deasron making

poused in thlS report as local school systems define the role and responsxbrlrty of the

principal and as colleges and universities design principal precertification prepara-
tion programs. The Commrssxon recommends that:

+ the role and function of the principal should be to provxde both the ‘educa-
tional leadership and the managerial direction for the school. Specifically, the
principal should exercise educational leadership and managerial ability in the
following six functional areas: instructional maintenance and improvement,

professional development and services, pupil development and services,
school and community 3 relations, administration of facilities and finance, and
organizational relationships and responsibilities.

Preparation Programs

tion programs leadxng toward certxficatxon of prmﬂpa]s In recent years concern
about the quality and effectiveness of pre-certification programs bas been increas-
mgly voiced by practxcmg administrators, college and university faculty, and the pol-

grams The Commxssxon concentrated its attentxon on flve fundamental issues: the
content of an effective preparation program; the criterion to be used for both pro-

2 10
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gram admission and exit decisions; the appropriate program differentiation, if any,
among the elementary, middle/junior, and high school pr:ncipalship; meaningfal
ways to effect needed collaboration between colleges and universities and the prime
recipients of graduates of their programs, the local school districts; and the accessi-
bility of program sites to local districts.

RECOE'ﬁeﬁdaii‘iﬁs . - S - S S o e .
~_The Commission’s proposals for strengthening pre-certification preparation
programs are contained in a number of recommendations that address the major

dimensions of the issues cited above. Regarding student recruitment and admis-
sion, the Commission recommends that more systematic and sustained collabora-
tive efforts be launched to encourage promising candidates to pursue careers in
school administration, and that special attention be given to the development of re-
cruitment strategies aimed at minority group members and women. Collége and

university admission standards should assure that only candidates possessing the
highest intellectual abilities and aptitude for the principalship are admitted. The use

of pre-admission diagnostic skill exercises and their results will not only help
achieve these objectives but can also aid in program planning for those who are
granted admission. Another admission recommendation that will do mitich to en-
hance the quality of preparation programs calls for requiring that a candidate for
admission already possess, or be eligible to hold; an advanced professional certifi-

cate (APC); or its equivalent for out-of-state candidates, directly related to his/her
area of teaching specialization. This recommendation is aimed at promoting a more
concentrated program of studies in a reasonable period of time. The final recom-
mendation related to student recruitment and admission urges that colleges and

universities, aided by local systems and the state education agency, promote valu-
able full-time study opportunities for promising candidates. The near exclusive use

of part-time study, protracted over several years, is viewed to be a major constraint in
the profession. , o o
‘The accessibility of approved programs is also viewed as a major handicap for
students residing in the Eastern Shore counties. The Commission recommends that
the Maryland State Board for Higher Education accelerate its current efforts to pro-
mote the establishment of a program that would serve that large geographic region

of thestate. N , S
- The content of preparation programs is the focus of a number of the most critical

of the Commission recommendations. Taken together, the recommendations call for

sweeping changes in the training of principals prior to initial certification. The Com-
mission recommends that:

* the program be thirty-six (36) graduate semester hours in length, three (3) of
which to be in the form of numerous on-site practica, and three (3) to be in the
form of a ten-week, full-time, non-paid, on-site internship with a carefully
selected principal and jointly planned and supervised by the college or uni-
versity and local school system;

* prominence in the program should be given to the acquisition of conceptual
knowledge and clinical skills in a large number of areas judged to be neces-
sary to perform effectively the educational leadership and management di-
mensions of the six major functions of the principalship;

”} ii 3




* in addition to the general academic core, the program of studies should in-
clude specialized academic and clinical dimensions that reflect thiv. demonstra-
ble differences in the context in which elementary, middle/junior, :~4 high
school principals must function; : . .

* the program should include the acquisition of cognitive knowledge of the ma-
jor methodologies appropriate for the study of education; develop an ability to
read and assess the research literature, and provide the student with skills to
design and complete a research project; and L

* the candidate must demonstrate competencies in the clinical skill areas as one

~ of the requirements for completion of the program. -
__ Methods of instruction used by faculty.of colleges and universities in the de-
velopment of both the conceptual and clinical skills recommended should move

away from the almost exclusive use of the didactic approach in a classroom setting if
meaningful experiences are to be provided. The state’s colleges and universitiex are
aiso urged to establish a. mechanism for the joint development and sharing of in-
structional materials and joint use of promising techniology for enriching the in-

structional features of their programs. - - :
Al of the local schoo! systems in the state as well as the state’s colleges and
universities have a vital stake in improving the quality of the content of principal
preparation programs. This shared mission is recognized by the Commission in still
another recommendatior. urging meaningful collaboration between the two groups
in the planning and.development of programs, especially the proposed expansion
and enrichment of clinical experiences. S

The recommendations of the Commission for improvements in the quaiity of
precertification preparation for principals will require an infusion of new monies to
support institutions offering such programs. This fact is recognized by the Commis-

sion in its recommendation that the Maryland State Board for Higher Education seek
changes in existing state funding formulas for public colleges and universities for
program support and adopt an allocation system that more adequately supports
higher costs associated with graduate professional education; particularly those
having a strong clinical component as is true of the one recommended here.
The final two Commission recommendations for strengthening preparation

programs offered by colleges and universities focuses on ways to improve the eval-
reassess its current program approval standards toward the end of making the stan-
dards consistent with all recommendations of the Commission for strengthening the

quality of preparation programs. In addition to this proposed vastly improved exter-
nal review process, the Commission also urges colieges and universities to enhance
their internal review practices by engeging in periodic compreher-.ve self-evalua-

tions. In this effort, special prominence should be given to securing program ef-
fectiveness data from both currently enrolled students and recent graduates, and
from local school system personnel knowledgeable about the péerformance of recent
graduates.
7 Céffiﬁédii{)ﬁ Requirements
The certification of principals is the majcr process by which the piblic and the

profession are assured that individuals entering the principalship have the prepara-

: 12



tion necessary for successful ﬁéffafﬁéﬁﬁé; As is true of all other dimensions of the

work of the Commission, substantial debate in this state and elsewhere currently
surrounds certification requirements. The fundamental issues considered by the
Commission focused on three themes: the adequacy of existing criteria used for cer-
tification; the number of ways that an individual can satisfy certification require-
ments; and the types of certificates that should be issued and the duration period of
the certificate(s)-

Recommendations = e

The Commission developed seven ré. -mmendations concerning these basic is-
sues. The criteria to be used for initial certification and the number of ways an indi-
vidual can satisfy these requirements are the focus of four of the recommendations.

Changes in the criteria proposed by the Commission are that:
« applicants should have five j*éafé of successful teaching experience at the ap-
propriate level; = .

 for graduates of a Maryland-accredited college or university, only those who
complete an approved program for school-based administration should be sli-

gible, and must, in addition, suzcessfully complete an MSDE assessment ex-
ercise designed to assure that a candidate demonstrates clinical skills in ten

* graduates of an approved program for school-based administraticn offerad by
an accredited college or university outside the state must submit a compre-
hensie case file of their graduate work for review and approval by an MSDE
review panel; individuals with less than three years experience as a principal

central skill areas judged to be prerequisites for successful school-based ad-

must also successfully complete an MSDE assessment exercise:
_These changes in the criteria and ways that an individual can achieve initial
certification are intended to promote the development of preparation programs that

are sequential, cumulative, and focused, as they must be if the goal of a meaningful
training program is to be realized. The proposed elimination of the current credit
count option for certification stands as concrete evidence that the profession and the

state are committed to the notion that there is indeed a body of knowledge and a set
of carefully prescribed experiences that are essential for the effective training of
those who wish to be licensed as principals in this state. The recommended demon-
stration of proficiency in selected skill areas stands as an important check on the
quality of programs offered by colleges and universities and represents a form of
program accountability heretofore absent. S o
~ The Commission recommends the continuation of the current practice of dif-
ferentiation between an elementary, middle/junior, or high school principal’s certifi-
cate. And, the Commission believes that it is in the public interest to discontinue
current practice which virtually amounts to life-long certification. The need to con-
tinuously keep abreast of the latest research and state-of-the-art practice in school-
based administration_is obvious. The recertification. process proposed by the
Commission will give added weight to the importance of systematically planning for
needed career-long training for the principalship and, in addition, will provide
meaningful direction for principal evaluation practices used by a local school
system.

A1 13 5



Seleetron Praetxees

The seleetlon of sehool pnncnpals has hlstorlcally been the sole respons:blhty of

local school systems and is clearly among the most critical decisions that a school
district must make. In the view of the Commission, four fundamental questions em-

brace the Basnc issues tﬁat ougﬁt to be addressed 1n conslderlng pr1nc1pal selectlon

ments of ralrness access; and equnty should be a part of the select:on process7 and

should there be a level cf state involvement in the selection practices used by local
systems?

Recommendations

The Commission believes tﬁat the selection of prlncrpals should remain the re-
sponsibility of local school systems. However, improvements in existing practices
must be made. The centerpiece of thc Commission’s recommendations for achieving
this goal is the recommended use of a ttiree-step niodel that includes comprehensnve
pre-screening, screening, and selection aciivities.

. The proposed model is designad to improve a systems ablhty to 1dent1fy the
best possible person for a position, promote the developiment of job descriptions
that are related to actual job requirements for the position; promote the use of spe-

cific selection criteria, and facilitate fairness and equal access in the selection process
for all quelrfred individuals.

Local systems are also urged to enqage in eontlnual evaluavon of th!. ir selection
practices, particularly with regard to the impact of their activities on the selection of
minority group members and women. . .

The conduct of perlodlc supply and demand studres in the state should "so
benefit local school systems in their selection activities. This effort shouid be a joint
enterprise of local school districts, colleges and universities (who can also use the
results in program planning), and MSDE.

In addition; the Commission recognizes. the importance of adequate salaru s for
the recruitment of high quality individuals to the prmcnpalsﬁlp It is recommended
that beginning and career salaries of principals be professionally competitive and
market sensitive. The use of a twelve-month contract, argued for elsewhere in the
report as an important facilitator for the establishment of meaningful principal pro-
fessional development; would also contribute to the goal of making the principal-

ship an attractive career.

Professmnal Development Practices

. Professional development once principals are on the ]Ob is essentral for both the
principal and the school system. In examining professional development needs of

principals, the Commission focused on four major issues: the planning and delivery
of professional development programs; organizational commitment for professional
development; funding for professional development; and collaborative relationships
among the major professional development providers in the state—local school sys-
tems; colleges and universities, and the MSDE.

14



Recommendations :

‘The Commission offers five comprehensrve recommendations for strengthen-
mg professional development practices in the state. One of the major thruists of the
recommendations in this cluster is the call for the adoption by local school systems,

the MSDE, and colleges and universities of a policy commitment; and a parallel fiscal
commitment, for the development of a comprehensive program of staff develop-

ment. Especially critical here is the commitment of:

s local systems to provide time and resources for rofessronal develo ment in-
y P p P

cluding the use of twelve-month contracts for principals;
« local systems and the MSDE to develop more effective fundmg strateglea to

adequately fmance professxonal development act1v1t1es partlcularly the allo-

pose and an increase in the l‘undmg of state- -suppor rted professronal develop-

ment activities; and -
« public colleges and universities to reevaluate thexr credit count driven budget

_process to include oubllc service activities of faculty of the institutions:

'Other recommendations are that each local school system should have the re-
sponsrbrlxty and the autonomy for designing and administering its own professional
development program that addresses district needs and that the professional devel-

opment activities of the MSDE should address state-wide concerns and be planned

in collaboration with local systems.
Another centerpiece of the Comm1551on s recommendatlon is the call for lmkmg

the administrative evaluation process used by local school systems to the develop-
ment of an individualized professional development plan (IPDP) for principals. A
linkage of this type and the further recommended use of the successful completion
of IPDPs as a prerequisite for the recertification of a principal would previde addi-
tional meaningful direction and focus to professional development activities:

The final recommendation offered by the Commission is that the reward system
used by colleges and universities must be such that it provrde incentives for the full

systems, the MSDE, or by the institutions themselves.
~ Evaluation Practices
The contmumg search for procedures that prov1de for the meamngful perfor-

mance appraisal of principals is a priority of the highest order. Failure to establish a
systematic plan that will provide answers to how well those who have the responsi-

bility of providing leadership at the school building level are doing in discharging
their responsibilities will seriously undermine all other efforts to strengthen the
principalship addressed elsewhere in this report:

- Asis to be expected, the issue of the evaluation of principals forces cons1dera-
tion of a large number of questions, many of which have embedded in them differ-

ing value ]udgments as well as varying viewpoints on how best to approach this task
once agreement is reached on the fundamental purpose of performance appraisal

In the view of the Commission; five over-arching questions embrace the basic issues
that ought to be addressed in considering evaluation practices: What should be the

.1
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purpose or purposes of the evaluation? What should be the fOLuS of the evaluation?
What should be the conditions of the evaluation? Who should evaluate the principal?
What should be the role of the state in this activity?

Recommendatzons

basic issues. With regard to the organizational responsxbxllty issue; the Commlsslon

believes that the long-standing tradition in this state of local control over all aspects
of the evaluation of principals is the most effective system and shouild be retained.

Concerning the |  purposes of evaluation; the Comm1ss:on holds the view that evalua-

performance of the 1nd1v1dual whlle S1multaneously brmgmg about lmprovements

in the school building; and subsequently, the school system.
A number of the recommendations deal with procediires to be used that are

consistent with the three-fold purposes of the evaluation argued for by the Commis-

sion: In the first instance, it is recommended that six common components be in-
corporated in all evaluations: (1) an initial systematic review of the role and function
of the individual; (2) the establishmert of performance standards; (3) a comprehen-
sive review of progress; (4) an assessment of achievement; (5) a review of results; and
(6) the development of an individualized professnonal development plan (IPDP) for

each evaluatee. However, it is also argued that in the implementation of these six
common components, distinctions-in the role and function of elementary, middle/

junior high; and senior high school principals should be appropriately reflected.
Other procedural recommendations that are designed to promote the three-fold

purposes of evaluations are that:

+ formal evaluations for both newly appomted pr1nc1pals and those in the first

year of a reassignment should be conducted at the end of the first year, and at
two-year intervals thereafter;

the prime responsibility for the evaluation should be assngned toan 1nd1v1dual
or individuals in regular contact with the evaluatee and that great care must be

exercised in estabhshmg the number of principals assigned to one evaluator;

* supporting data to be used in the evaluation should be established by the eval-
uator and evaluatee at the commencement of the process and that carefully
constructed individualized written self-evaluations should be included;

. the processes and practlces used by the pr1nc1pal in monltorlng student and

school system goals should be included in the scope of the evaluatlon, :
* local systems should commit resoiirces for the periodic and systeématic train-
ing in personnel appraisal for all evaluators; and

» all procedures of the evaluation process be subjected to periodic assessment

and that pr1nc1pals be deeply engaged in these activities.

The final series of recommendations center on the natiire and uses.of the instru-

ments used in the evaluation. Because of its necessary centrality to the entire evalua-
tion process, great care should be exercised to ensture that the evaluation instrument
used is highly compatible w1thftfhﬁe stated purposes of the evaluation: Moreover, it is

recommended that the six major functions of the principalship, particularly the cen-
tral responsxbll ty for instructional maintenance and improvement, be used as the
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building blocks for the construction of the instriment. And; most importantly, it is
argued that performance criteria should be used to measure the objectives of the

evaluation. However, the performance criteria and indeed the entire instrument

should be designed to ensure that meaningful differentiation of levels of perfor-
mance is possible.

Implications of the Recommendations

 Implementation of the recommendations has implications for the major state
and local agencies and organizations for whom the recommendations are directed.

The Commission has established what it perceives to be the nature of the impli-

cations (program character, regulatory character, and financial character) of each of
its recommendations for either local school systems, colleges and universities, the
Maryland State Department of Education, or for the Maryland State Board for
Higher Education. = I o

- .The vast majority of the recommendations have implications of a program char-

acter, thus requiring only modifications in existing practices. Some have implica-
tions of a regulatory nature and reference to the modifications of this type that

would be requirec are identified. A number of the recommendations have signifi-
cant implications of a financial character. However, because implementation strat-
egies and schedules cannot be fully anticipated, estimates of the fiscal costs of the
recommendations would be premature and, therefore, are not included.

Il
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) SECTION ONE
Introduction to the Report

~_For more than a decade, well before the ‘current natlonal 1nterest in school re-
form; Maryland has been engaged in a series of major school improvement initia-
tives designed to erthance the quality of elementary/secondary education for the
children and youth in the state’s twenty-four local school districts. In 1976; the first of
these efforts occurred when Project Basic was launched establishing a set of learning
requlrements for all students in the state in the areas of readlng, mathematrcs, writ-

velop curricuiar frameworks in social studies; ¢ science, language arts mathematrcs
foreign language, physical education, and fine arts for use in the schools of the state.
In 1981, the State Board of Education appointment of a statewide Commission on
Quality Teaching centered attention on that critical issue.

In 1982, with the development of Project Basic nearing completlon, the desrgn of

curncular frameworks well under way and quallty teachlng belng addressed the

substance and structure of seeondary educatlon This achvnty was assngned to a
twenty-member Commission on Secondary Education. Their final report is pres-
ently under consideration by the Maryland State Board of Education.. =

The latest activity in the broad-based approach Maryland has used over the past
decade to improve the effectiveness of its schools was the appointment by the State
Superintendent, in January 1985; of a twenty-member Commission on School-Based
Administration. This new focus on the principalship is consistent v-ith the growing
body of literature on school effectiveness that has established the pivotal role played
by the principal in the quality of education.
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Charge to the Commission

___The State Superintendent presented his charge to the Commission at its orien-

tation meeting held in January 1985. The full text of the charge is presented in
Figure 1.1.

z oDl ;:;:;;,,,,,,_:,,ﬁé@éétj - . JE -
CHARGE TO THE COMMISSION-ON-SCHOOL-BASED ADMINISTRATION FROM

DAVID W. HORNBECK; STATE SUPERINTENDENT OF SCHOOLS

- The Maryland Commission on School-Based Administration is established as a collabora-
tive effort among local school systems in Maryland, the Maryland State Department of Eduica-
tion, and Maryland colleges and universities which offer preparation programs for school-based
leadership personnel. Its purpose is to improve the effectiveness of school-based leadership in
this state. We enter upon this effort because of our belief, supported by research and numerous

professional studies, that the school-based administrator, particularly the school principal, is
the most important factor i developing effective schools.

- The parties that comprise the Commission have discrete responsibilities for the prepara-
tion; development, certification, selection;, and evaluation of school-based administrators, but
the integrated effort of all is essential to-the maintenance and improvement of the quality of

schooling provided the children and youth of Maryland. - o :
- - The Commisslon is charged to examine the following six aspects of school-based admin-

istration and, as it concludes to be appropriate, make recommendations for change:
+ The role and function of school-based leadership personnel
* Preparation programs offered by colleges and. universities e
+ Certification programs currently in use by the Maryland State Department of Education
+ Selection practices used by local school districts

* Professional development activities offered by local school systems, the State Depart-
ment of Education, and colleges and universities
* Evaluation practices used by local school districts S
- - The Commission is charged additionally, with providing advice and counsel for the estab-

lishment, development, and maintenance of both a statewide regional assessment center pro-

gram for school-based leadership personnel and a Research-and Development Laboratory for
School-Based Administration at the University of Maryland which will support the assessment

center activity and investigate other substantive issues dealing with school-based leadership
which the Commission identifies. In fulfilling this charge, the Commission will serve as the Pol-
icy Advisory Board for both activities. | use the term Policy Advisory Board deliberately recog-
nizing that participating colleges and universities; local school systems, and the Maryland State
Department of Education are each governed by their own administration and. boards and, at
appropriate moments; various actions may require the consent of those individuals or groups.
The spirit we seek is.a unified and collaborative effort toward significant siipport for school-
based leaders by all the parties represented on this Commission. R

- -Itis our vision that the dynamic interplay between the six aspects of school-based admin-

istration outlined in the first ! '» the Commission and the assessment center and research
laboratory concept can resuit nificant improvement in the way we prepare, certify, select,

develop, and evaluate princip: 1 other school-based leaders.

Il |
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role and function of the principal; (2) preparation programs, (3) certification re-
quirements, (4) selection practic:s, (5) professional development practices, and
(6) evaluation practices. A schem tic diagram of the existing discrete and shared re-
sponsibilities among local school systems, Colleges and universities, and the State
Department of Education for these aspects is shown in Figure 1.2,

The charge includes six major aspects of school-based administration: (1) the

FIGURE 12

- EXISTING ORGANIZATIONAL RESPONSIBILITY FOR EACH OF TFIE MAJOR

COMPONENTS IMPACTING ON EFFECTIVE SCHOOL-BASED ADMINiSTRATION

S ,Sija:jé,, tocal
L oL L ooomTmrel eo"eg,g,s,a,n,d E,dp@tlon SChOOI
Major Component Universities Agency Districts
Role and collaborative 66iiéB§i§tjiv'é . 7pr@'éf'y
Function involvement involvement responsibility
Preparation . shared — 5
Programs résponsibility
Certification _exclusive
Requirements responsibility
Selection exclus!vg
Practices - responsibility
Professional Development coliaborative collaborative ~primary
---- - Practices involvement involvement responsibility
Evaluation éiéiuisuve
Practices | responsibility

The Comm15510n membershlp represents all the major partles who have a stake

in the range of tcpics identified in its charge. Included were representatives from

local school districts (superintendents of schools, building principals, a classroom
teacher, and members of boards of education), colleges and universities, and the

state education agency.
From the very beginning, the Commission vxewed 1ts mandate as cmsnstmg of

three primary objectives that, because of their interrelationships, were approached
in tandem:

. Ob]ectiiié 1: establlshmg a rationale for improving the effectiveness of the
principal;
strengthening the pool of potentlal candidates for the principal-
ship; and
enhancing the effectiveness of exnstmg prmcnpals

* Objective 2:
+ Objective 3:

L [
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Althoughfocusmg attention on the principalship, the Commission feels

strongly that much of its rationale for supporting the recommendations that follow
has relevance for other school-based administrators, Eﬁéﬁﬁcally assistant/vice prin-
cipals. The Commission views the assistant/vice principalship as the prominent po-
sition for introducing candidates to the broader realities of the school principalship.
Moreover, the assistant/vice principalship is acommon position in the career path of

most potential candidates for the principalship.

How the Commission Met Its Charge 7
__An overview of the primary activities undertaken by the Commission is pro-
vided below. The brief descriptions are grouped into the three broad phases of the
work of the Commission: orientation phase; study phase; and action phase.

Orientation Phase et
. The orientation phase was concentrated between January and June of 1985. Dur-
ing this period the Commission met monthly to consider one or more of the six ma-

jor topics under investigation. The typical session included a guest presentation by a
national or state expert and the dissemination of background materials on the topic
being highlighted:
Study Phase : .
. A two-day retreat in mid-summer 1985 formally opened the study phase. At
that time, the Commission emphasized development of a consensus on the jssues
that should be addressed for each of the six major topics. The Commission also de-
cided that it would: 7
» establish five sub-committees (one for each topic except role and functiony,
each to be composed of three members of the Commission and two members
to be recommended by the state professional associations of elementary, mid-
dle/junior, and senior high school principals and other professional associa-
tions;and = o , o
» ask the Research and Development Laboratory on School-Based Administra-
tion at the University of Maryland to draft a concept paper on the role and
function of principals to be completed in early fall. It was agreed that once
endorsed by the Commission, the concept paper should drive the wor¥ of the
five sub-committees:

- The Commission reviewed, modified, and ultimately endorsed the concept pa-
per in early fall 1985. The five sub-committees then began their work, completing it
in the fall of 1985 and early winter of 1986. Each sub-committee varied its procedures:

Most engaged in extensive reviews of the literatiire and, where appropriate, gath-
ered base line data through surveys and interviews on the prevailing policies and
practices in the state and nation. Many also used consultants from local districts,

colleges and universities, and the state education agency:

Actibﬁ i;ﬁasi 7 - - T R I - - - S o A
The Commission developed the recommendations in this report during a series

of meetings held in the spring and fall of 1986 Only members of the Commission
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taken after a series of regional hearings held throughout the state in late September
and early October of 1986.

itself voted on the recommendations. Final action on the recommendations was

Organization of the Report

The bbdy of this report contains:

» the Commission’s judgments concerning the most meaningful role and func-
tion of principals that has guided its work; R

* recommendations concerning two critical ways for strengthening the pool of
candidates for the principalship: needed changes in preparation programs
and strengthening the state edication agency’s certification requirements;

* recommendations concerning ways to improve local school district selection
practices; and S . .

* recommendations concerning the two areas that can contribuite to the contin-
ued effectiveness of principals and assistant principals once selected: enrich-
ing professional development activities for principals offered by local systems;
colleges and universities, and the state education agency and strengthening
local school district principal evaluation practices. The sequence used for the
development of recommendations is presented in Figure 1.3.

FIGURE13
THE SEQUENCE USED FOR DEVELOPMENT.

OF THE COMMISSION'S RECOMMENDATIONS

Objective 1: Establishing a Rationale for  Section Two: Beginning at the Beginning:
Improving the Effectiveness of The Role and Function of

- - - thePrincipal ... ... Principals. . .
Objective 2: Strengthening the Pool of Section Three: Preparation Programs
Potential Candidates for the Section Four: -Certification Requirements
__ Principalship Section Five: Selection Practices
Objective 3: Enhancing the Effectiveness Section Six: Professional Development
of Existing Frinciples = - - Practices -
Section Seven: Evaluation Practices

- Asestablished previously, the section on the recommended role 2nd function of

principals endorsed by the Commissior: served as the guiding rationale for all rec-
ommendations that follow. Each of the remaining sections on preparation programs,
certification requirements, selection practices, professional development practices,
and evaluation practices follows a standard format:

* a brief introductior: that emphasizes the importance of the topic and estab-

lishes its relationship to one or more of the other topics;
* alist of the major issues considered; ,
* a brief description of existing practices; and

14
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* the recommendations of the Commission and for each, a brief statement of
rationale and a brief statement of the major implications, especially those of a
program, regulatory, or fiscal character. The Commission has attempted to in-
dicate where fiscal implications for the recommendations exist. Because spe-
cific implementation strategies and schedules cannot be fully anticipated, es-
timates of the fiscal costs of the recommendations would be premature and
therefore are not included.




] SECTIGN I'WQ

_ Beginning at the Beginning:
The Role and Function of the Principalship

: The school prmmpal isone of the most sngmﬁcant influences on the quallty and
character of the place called school. Although the learner and the teacher play large
roles, the school principal is the one individual directly involved in every aspect of

the school’s life.

In 1973; the followmg comments were made about the school pr1nc1palsh1p

A fundamental weakness of the pr1nc1palsh1p is that it wobbles all over the edu-

cation landscape. . . . It is more than a semantic difference when academicians
argue that the fundamental responsibility of the principal is “instructional lead-
ership” or “educational leadership” or that he is a "facilitator,” “coordinator,” or
some combmatlon of these. This difference manifests itself in preparation pro-
grams; which; in turn; not only sh:q)e the perceptions of those who will assume

the role but, more importantly, equip them with the knowledge and skill to
functlon (Wagstaff Lonnie H. NASSP Bulletm, 1973, 376 40-47)

,,Clarlty in the e..pected role and function of the principal and debate and agree-
ment on the components of the role are necessary. This role and function of the
school prmrlpalshlp position statement endorsed by the Commission has been de-
veloped from a review of the research and literature on the principalship and the
active deliberations of Commission members after receiving suggestions from state
and national education groups and individual educators.

Two major national school principal organizations. (the Natlonal Assoc;atxon of

Secondary School Principals [NASSP] and the National Association of Elementary
School Principals [NAESP]) have. addressed the issues of the qualities and charac-
teristics individuals need to be effective school principals. The NASSP Assessment
Center Project, an activity used by numbers of school systems as a part of their prin-
cipal selection process, has identified twelve generic skill areas that relate to success-
ful performance as a school principal. The skills areas are:
Administrative

problem. analys:s

judgment :

organizational abnhty
~ decisiveness
Interpersonal

leadership

sensitivity

oral communication

written communication
Intrapersonal

stress tolerance.

range of 1ﬁféré§E§

personal motivation

educational values 2 :
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These twelve generic skill areas are assessed in a two-day exercise that irvolves

prospectlve principals in simulations and leaderless group activities. The prospec-

tive principals are carefully observed at the assessment center by a trained group of
assessors. Research conducted for NASSP at Michigan State University confirms the
criterion-related and content valldlty of the process as measured by subsequent
on-the-job. performance -

. The NAESP has. pubhshed documents deahng with standards for quallty ele-

mentary schools and proficiencies for the school principal. In these documents,
NAESP establishes the following benchmarks for the school pr1nc1pal

* has values, beliefs, and personal characteristics that inspire others to accom-

plish the school’s mission;

« demonstrates skills that enable the school to reach its goals (instructional,
managerial, problem solving);

* serves as a catalyst for school improvement;

+ has experienice and education that provide a solid. background in the funda-
mental aspects of curriculum; skills in the teaching and learning processes,
practical applications of child growth and development, and a sincere commit-
ment to children’s welfare and progress;

* demonstrates a wide range of leadership and communlcatlon skills;

* possesses supervisory skills in curriculum; instruction; and evaluation;

* has a wide range of administrative skills (fiscal, organlzatlonal)

From a review of the literature; BlumBerg and Greenfield have developed the
followmg deccrlptmn of prmc1pals who lead:

« Principals who lead seem to be highly goal or1ented and to have a sense of goal
clarity. In brief, they possess a sense of vision which sustains and motivates
action; a vision which is shared by staff. In addition, they are capable of mak-
ing goals operational both through long-term strategies and day-to-day
actions.

« Principals who lead appear. to be charactenzed by a relat1vely hlgh degree of
ontological security. In brief; they know who they are as people and have a
strong sense of what they are about. They are therefore secure in the presence

of new ideas, new challenges and new opportunities. They see in others not

threats; but the source of promise for improvement. They sense no need to
“protect” the feelings of others. They can separate the idea from its source
so that, if the idea fails; it is seen as a bad idea and not the failure of some
1nd1v1dual
personal and orgamzatlonal systems they encounter: In brlef they are rlsk
takers, but they are not suicidal.. They are partlcularly prone to test “regu-
larities” that have persisted over time; but which have no integrity in terms of
current goals and goal structures:
« Principals who lead appear to be sensitive to the dynamlcs of | power in both

the larger system and their own school. They understand the necessity of
seeking out the sources of power in the informal network of relationships in
the school system. They are effective in establishing alliances outside their
schools:

+ Principals who lead seem to approach problems from a highly analytical | per-
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spective. They are-able to back away from a problem and study it and not
become immediately concerned by the problem situation itself. =~ =

* Principals who lead appear to be in charge of the job and niot the other way
around. They play the necessary survival games; but they conserve their ma-
jor energies for more exciting events. S o

* Principals who lead seem to possess a certain pattern or system of interper-
sonal needs. They szem to have a high need to control the situation and not to
be controlled by it; they seem to have a high need to include others in projects

and to have others include them; and finally they seem to have a high need
to express warmth aiid affection toward others. (Blumberg and Greerifield,
Pp: 246-249)
 TheRoleofthePrincipal
_ The role and function of the principalship; as endorsed by the Commission, are
that the principal must provide both the educational leadership and the managerial
direction for the school (See Figure 2.1). Educational leadership is defined as the

initiation; implementation, and institutionalization of school-wide chanige that re-
salts in the improvement in student educational achievement and opportunity. The
principal has the primary obligation to “make a difference” in the school by provid-

ing leadership to faculty, parents, and students as change and improvement are con-
sidered. Educational management, on the other hand,; is defined as maintenance of
the stability and security of an organization as it is directed and controlled on its
given course. These dimensions of leadership (change) and management (stability)
result in the principalship being dynamic and requiring a continuous interplay
between change and stability. A reduction in management activity coupled with
an increase in leadership activity is absolutely necessary to achieve school
improvement.

- FIGURE 2.1 - B
THE TWO MAJOR DIMENSIONS OF THE ROLE OF THE PRINCIPAL

/ THE SCHOOL BUILDING \

EDUCATIONAL LEADERSHIP <—AND — EDUGATIONAL MANAGER
ROLE ROLE

N THE SCHOOL DISTRICT —

It is expected that the school principal will execise the considerable responsi
bility called for in this report by establishing a collegial climate for working with the
school’s professional team—especially the teachers. In a collegial climate tie staff

works together to build the philosophy, objectives; policies, and programs of the
school. The staff is empowered to make local school building decisions together, and
the principal leads, coordinates, supports instruction, and assists staff in reaching
18 -

5 26



consensus on important issues: The principal’s authority, responsibility, and ac-
countability are exercised in such a way that the judgment and commitment of all
staff members are nurtured and valued in decision making. = - = =

. In addition; it is crucial that the school principal exercise leadership in improv-
ing the professional environment in which teachers work. Areas needing im-
provement are the reduction of bureaucracy, more professional autonomy for teach-
ers; and more leadership opportunities for teachers. Principals and teachers must
strengthen their professional partnership at the school by working together to estab-
lish a truly collaborative and collegial school in which each professional staff mem-
ber finds challenge, support, appreciation, and satisfaction. We know from research
that the “climate” of the individual school is a major determinant of educational
quality for students. Schools in which the professional autonomy and teaching re-
sponsibility of the faculty are in harmony with the educational leadership responsi-
bility of the principal can offer a truly quality educational program for each student
while at the same time have a teaching staff that 1s both professionally satisfactory
and professionally satisfied.

. One of the major characteristics of higher quality, effective schools is the deter-
mination shared by principals, assistant principals; teachers; students, and parents

to constantly seek improvement. In such schools academic achievemenit becomes the
cornerstone in the pursuit of excellence, with the principal as the catalyst. Clearly
then, educational leadership is essentially influencing others to commit their ener-
gies and efforts to the accomplishment of organizational goals and improvement ob-

jectives on a school-wide basis. -~ - , o

~ The principal must work with students, professional staff, other school employ-
ees, parents, and the school community to establish a vision of the school’s mission.
In the effort to turn vision into reality, the principal must marshal and mobilize the
needed resources; the principal must stimulate and support those personnel in-
volved in the effort. This role of the principal is both central and crucial:

To provide educational leadership, a principal must have the ability to:

+ resolve conflicts with high levels of sensitivity

* communicate clearly and effectively

* plan and set goals

* analyze problems -

+ involve others in a cooperative fashion
+ make and implement decisions

* coordinate the work activities of others

To provide educational leadership; a principal must know:

* theories of and research in administration, curriculum, instruction, and eval-
waton -~
* personnel supervision strategies and techniques

adult learning concepts

* in-depth subject area content (at least in own field)
theories and techniques of assessment and motivation
* change theory and practice S

* organizational change and effective schools literature
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wrthout which an individual would experience great drfﬁculty in provrdmg educa
tional leadership.

Educational Management ,

Any organization needs. sound management lf it is to maintain its glven course
in a manner that assures its stability and security as well as the stability and security
of its members. A multitude of management tasks confronts the principal daily. The
current high expectations for the prmcrpal in carrying out these management re-
sponsibilities have resulted in the major portion of the prrncrpals time and effort

being devoted to management; not leadership. However, with careful planning and

coordination, management activities can become a part of the overall leadershlp ac-

tivity of the principal. -
To provide educational management a prlncrpal must have the abrhty to:

. budget allocate; and control resource expendrtures

. develop and maintain schedules for personnel ard facilities

* organize the staff =~ _

« develop and maintain necessary school reports and record systems

« establish a safe and supportive environment -

* monitor and evaluate programs and perscnnel

* plan, direct, and control activities and coordinate action across programs and
activities

* set priorities

* make decisions

To provide educaticnal management, a principal must know:

. laws, policies, and regulations -

+ management theory and technlques

« fiscal and facility management and control techmques
+ instructional and curricular requirements

+ implementation strategies and techniques

« governance structures and processes

technology and its appropriate uses

« principles of human growth and development
: how to deal effectlvely with the various school publle

Basrc to both leadership and management are the prmcrpal personal values,
bellefs, and individual qualities that influence the school building traditions and
norms and help define the nature of the school as an organizational unit. In addi-
tion, a principal needs a strong self-awareness and a knowledge of organization
theory.

. Inthe lmplementatron of the prrncrpal S role the drst.nctrons between the roles
and functions of elementary, mlddle/]umor high, and semor hlgh schom prmcrpals
with the drverslty of curriculum, the specrallzatlon of staff the nature of the student
body, the scope of the program, and diversity of publics, must appear in design and
implementation.of the job.

The Commission on School- Based Admlmstratlon clearly sees the s< hool prm-
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cipalship as the most important single factor at work to determine the educational
quality of a school. By providing leadership along with strong managerial support; a
school principal exercises powerful influences on the mission, effectiveness, and ed-

ucational improvement efforts in the school.

7 The Six Major Functions of the Principalship
- - The role and function of the principal should be to provide both the educational
leadership and the managerial direction for the school. Specifically, the principal
should exercise educational leadership and managerial ability in the following areas:

instructional maintenance and improvement, professional development and ser-
vices, pupil development and services, school and community relations, administra-

tion of facilities and finance, and organizational relationships and responsibilities.

FIGURE 2.2
THE ELEMENTS OF THE PRINCIPALSHIP

_ Six Major
Functions of the
Principalship

 _ instructional maintenarice
_~—"" and improvement

- - professional development
Educational and services

Leadership

Dimansion pupil development

and services

school and community

relations

Educational EE

Management administration of

Dimension . _ facilities and finance
\. B

- organizational refationships

- and responsibilities

1. Instructional maintenance and improvement. The principal must exercise a
high level of managerial skills in maintaining the instructional program and in mak-
ing judgments about areas in need of improvements. Once a decision is made that
improvement is necessary or desirable; the principal must use leadership skills to
generate staff commitment. However, the principal can neither manage nor lead if



he or she lacks knowledge and skill in the area of instruction: The pr1nc1pal must be
able to base instructional leadershrp on professronal knowledge including:

. The -ability to promote positive instructional outcomes. The principal does
this by emphasizing achievement and by giving priority to those instructional

activities that foster academic success and student growth: He or she is skilled
in managlng the school s mstructlonal resources—materlals -equipment, fa-
prmcﬂlpal promotes an orderly climate that is conducive to teachmg and learn-
ing: The principal supports teachers by effectively communicating the signifi-

cance of their work. This verbal support is reinforced with resource support
whenever possible. .

* The ability to assess program relevance. The prmelpal is sensmve to those
instructional conditions that promote relevancy; conditions that are affected
by proper methodological approaches by the teacher, by concern for learner

needs and interests, by sensitivity to societal changes, and by relevant de-
velopments and changes in the subject or discipline. This also requires that
learner exp=ctations and outcomes be established on a school-wide basis and

that a system exists for determining whether or not these expectatlons are
being met. -

» The ability | to coordinate mstructlonal programs and to take part in makmg
instructional decisions by assisting teachers in deciding on the appropriate-
ness of methods, materials, goals and objectives, and evaluation procedures.

. The abrlrty to plan 1mplement and evaluate program change The prmclpal

prlate program planmng models and matenals w1th staff He or she must be

uatron plan that wrll  facilitate close monitoring of the change process as well as
of the expected program outcomes.

2. P?ofessronal develoﬁnie?:t and services. The ablllty of the pr1nc1pal to con-
stantly sustain hrgh levels of staff performance by provrdmg t1me and other re-

crltical to a sound program of 1nstructlon The pr1nc1pal s role in teacher evaluatron

the 1mprovement of classroom instruction. The oersonnel development and services
area includes:

. Theabllrty to ldentlfy and select new staff who are competent in their gradeor
discipline area, who also identify with the cverall mission and goals of the
school, and who are psychologically and philosophically compatrble with staff
with whom they will be associated. -

* The ability to fully orient new staff to the sch ool through activities desrgned to

familiarize them with mission and philuscpny, goals and objectives, organiza-
tional patterns and structures, systeni-wide policies and procedures, parental
and community concerns, and student characteristics and developmental
needs. There is also a need to inform new staff of growth opportunities that
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exist within the school and system and of resouirces that an assist them i

moving into these new areas of opportunity. S
* The ability to assign staff members in a manner appropriie to their talents

and abilities and to the school’s program requirements. The ; rincipal needs to
be sensitive to the load requirements for all staff and to the need to relieve
them from duties that might impair their instructional abilities. The principal
needs an ability to closely monitor staff in terms of performance and to be
sensitive to signals of misassignments and overload.

* The ability to design and implement school-wide programs for staff improve-
ment, consistent Wi:th,SCthl,SYS;té;xii goals; both in training for new roles and
duties and in development for potential reassignment and promotion. The

principal needs to be able to evaluate staff training and develcpment efforts in
terms of outcome as well as process variables: The principal e eds to be able to
design and implement training and development evaluation models which
determine whether trainees are competent in the required task areas and
whether or not development efforts are pr. 7iding a consistent supply of qual-
ity personnel. = ; o T

* The ability to design and carry out effective programs of staff evaluation is
central to most of the other professional development and services fiinctions.
An effective program of staff evaluation is as necessary to provide data on new
staffing needs, potential orientation activities, and improvement needs as it is
for making decisions about staff retention, dismissal, or reassignment:

3. Pupil development and services. This critical area of the principal’s role re-
quires a high fevel of ability and knowledge. Important components of pupil de-
velopment and services are: 7
* The ability to influence student value choices in matters of personal conduct
and living as well as in areas of academic achievement and carecr choice.
* The ability to organize and design procedures and opportunities for student
involvement in the life of the school, not only through the mcre traditional
activities of sports, student government, and clubs, but also through the ap-
propriate involvement of students in the fundamental decision areas of pro-
grams, student evaluation; and scheduling. = ,
* The ability to conceptualize and implement a comprehensive program of
guidance services geared to the needs and interests of all the students.
* The ability to design and implement effective programs in the area of student
health and to provide an environment which is conducive to positive disci-
pline and assures student safety and serurity.

4. School iﬁirﬁpmm@it’y,z@i@ifb@i The commumty 1s an iirﬁpo;tant,partner,énd
provides a valuable learning laboratory for studerits. Moreover, this area takes on

even more importance in a time when communities are undergoing significant so-
cial and demographic changes: In a school community where there is a decreasing
percentage of families with school-age children, the prin-ipal is required to display
assertive leadership qualities if he or she is to maintain a broad base of community
support and interest in school affairs. Critical facets of school/community relations

are:
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* The ability to analyze the community in terms of its demographic and social
characteristics plus an ability to understand future as well as current needs of
the citizens who make up the school’s attendance and non-attendance popu-
lations. i

* The ablhty to establish aﬁa mamtam effectlve communications with the com-
munity and to be sensitive to the points where the school and community are
most likely to conflict; and an ability to disseminate information which will
promote understanding and acceptarnce of the differences that might evolve.
The pr1nc1pal needs to be sensitive to what the community wants to know
about the school: :

» The ability to identify, mobilize, and effectrvely utrllze community resources
in the interest of i lmprov-ng both school programs and school and community

relations.

* The ability to organize the school so that lt can serve as a resource to. the com-
munity and to create the feeling in the community that the school is a contrib-
uting member of the larger community.

5. . Administration of facilities and finances. - A high level of managerial ar:.d lead-
éi‘SHip ability in facilities a.d finances is essential to a safe and stable school environ-
ment and to the acnievement of all of the school’s program and activity goals. Strong
facilities management skills, especially those relating to environment and climate,
result in highly visible evidence that can set the tone for the total life of the school.

The prmcrpal s managemcntof fmanClal rwources can mean the dlfference between

wrthdrawal on the other. As school systems p -ovide pr1nc1pals with i mcreasmg flex-
ibility and autonomy regarding fiscal resourct 3, this area becomes even more impor-
tant. Dimensions in this area include:

* The ablhty to allocate the available. fmanclal resources for the yquOSGS wh1ch

thev were initially budgeted and to be able tojustify, in terms of program ben-
efits, any shifts from original budget plans. The pr1nc1pal needs to provide the
type of leadership so the PTA and other community groups can concentrate
on educational concerns without bemg cast as the school’s primary fund-
raiser.

. The ablllty to effectlvely use the resources of the school plant to mamtam a

dlsruptlons avoid unrecessary | movement, and separate nmsy and quret ac-
tivities so that neither is constrained in its function.

6. - Organizational relationships and responsibilities. The principal is expected to
maintain a quality school along with good rapport with the community. In addition,

recent attention has focused on the need for the principal to relate more closely to the
school system central structure and to share certain system-wxde planning and deci-
sion-making furctions: Increasingly, the building principal is emerging as the
bridge to and from the central office. These changes clearly increase the principal’s
sphere of influence in the school system and accords a more powerful position for
affecting system-wide policy and procedure changes that affect the school the prin-
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cipal serves. These changes should also create better understanding between the

principal and central administration and reduce some of the principal’s feelings of
isolation from policy decisions and of being caught between the demands of the staff

and the dictates of the school system. Effective principals have:

* asensitivity to the multiple demands on central administration and an ability
to effect and accept compromises where necessary; B

* an ability to articulate effectively the .ieeds and concerns of students, staff,
and community in exchanges with central administration;

» an ability to provide school-based information and recommendations in sup-
port of the superintendent’s plans for system-wide improvement;

* an ability to share information with staff, students, and community about

central administration’s plans and actions which promote support for those
activities;and

* an ability to interpret central uffice directives so that they achieve their pur-
poses.

Recommendation of the Commission
- The recommendation of the Commission is that strong consideration be given to
the role and function statement espoused in this report as local school systems de-
fine the role and responsibility of the principal and as colleges and universities de-
sign principal precertification preparation programs.

#2.1. ”fhe fole and fuﬁchoﬁ éf:fﬁé prmnpal Sj‘i(ji.iid Se to provide B’oﬁih’ the edu-
cational leadership and the managerial direction for :he school. Specifi-
cally, the principal should exercise educational leadership and man-

agerial ability in the following six functional areas: instructional
maintenance and improvement, professional development and services,
pupil development and services, school and community: relations, ad-
ministration of facilities and finance, and organizational relationships

and responsibilities:
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~ SECTION THREE =~
Preparation Programs for Principals

Introduction

~_ Twobasic premises have guided the Cc.nmission in all of its deliberations on the
preparation of principais. The first holds that the principalship is one of the most
important and demanding positions in education and that the knowledge and skills
needed to be an effective principal require continuous reinforcement and enrich-
ment throughout the career of the principal. This process begins with the successful
completion of a program of study certifying that one has proficiericy in the concep-
tual and analytical/technical knowledge necessary to perform the functions of the
position: But the completion of a formal program of study should be viewed as just
the beginning of the training. In recognition of the constantly changing demands on
the needs of schools; the preparation of principals must be a career-long enterprise if
they are to continuously provide the educational leadership and eduicational man-
agemient needed for effective schools.

- The second major premise is that the continued coliaboration and a major com-
mitment of the resources by the state’s colleges and universities, its twenty-four local
school systems, and the Maryland State Department of Education will be required to
assure that the necessary higk quality career-long training of principals becormes a
reality and is sustained over time. S S

- Although both of these major premises have been widely acknowledged, there
is an urgency for effecting the latter,. -~ i
__ Each of the three parties having a vital stake in the development of a cadre of
high quality principals has important strengths to contribute to this task. It is the
orchestration of the strengths each can bring to bear on the common goal of provid-
ing career-long training that will assure the successful establishment and mainte-
nance of needed collaboration. The Commission views the primary division of effort

among colleges and universities; local school systems; and the state education
agency to be as follows:

* The primary mission of colleges and universities offering principal prepara-
tion programs should be to provide a strong theoretical base; to expose the
candidate to the realities of the principalship; to provide both the conceptual
knowledge and the analytical/technical knowledge needed to develop profi-

ciency in educational leadership and management; and to contribute to pro-

fessional development activities for practicing principals sponsored by local
systems and thestate. .. . .
* The primary contributions of local school systems should be to collaborate
with colleges and universities in providing clinical experiences critical for
those preparing for the principalship and to provide meaningful continuous
professional development programs for currently employed principals.
» The primary contributions of the Maryland State Department of Education
should be to establish rigorous program approval standards used in assessirig
the quality of college and university preparation programs, to contribute to
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the t;mandal suf)pért for ciihicai experie

pre-certification training, and to offer

A schematic diagram illustratin

presented in Figure 3:1.

that focuses on statewide priorities.
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The followmg recommendations foeus on strengthemng the formal preparatron

programs leading toward certification that are offered by the state’s colleges and uni-
versmes Recommendatlons concermng the contmuous professlonal development

Colleges and universities have hlstorlcally played the dommant role in prepara-

tion programs leading toward certification as a principal. In recent years concerns

about the quality and effectiveness of these programs have been mcreasmgly voiced

by practicing administrators; college and university faculty, and in the policy com-

munities. While_the value of much of professional education is being questioned in
many other fields such as law, public administration, business administration, and
medicine, the issues surrounding the preparation of school administrators seem to

be particularly intense. -~
In Maryland, organrzatlonal responsnblllty for pr1nc1pal certlfrcatlon programs

offered by colleges and universities is shared between individual institutions having

state- approved programs and. the Maryland State Department of Education, the

state agency charged with establishing standards to approve institutions having cer-

tification programs. At the present time, six institutions offer state-approved pro-
grams: Frostburg State College. Frostburg; Johns Hopkms University, Loyola Col-
lege; and Morgan State University, all located in Baitimore; the Uriversity of
Maryland College Park and ‘Western Maryland College Westmmster As wil be

state’s six currently approved programs is not the onlv avenue to certlﬁcatlon as a
principal. Current certification requlrements also have a credit count optior: that per-
mits a candidate to satisfy some requirements through the accumulation of courses.

Ma]or Issues

The charges and countercharges surrounding | the present debate on college and

university-sponsored preparatlon programs for principal certification address vir-
tually all aspects or major components of these programs. However, in the view of
the Commrssron the fundamental issues belng ralsed center on Six themes

demic core, spec1aln7ed academic core, research reqturements, and clinical
~ experiences;.

« the criteria to be used for both program admrss:on and exit declsrons,

+ the appropriate program differentiation, if any, among the elementary, mid-
die/junior, and high school principalship; =

« meaningful ways to effect ccllaboration between colleges and universities and
the local school districts, espeually regarding the content of the program, the
selection of candidates for the program; and the coordination of research and
cliriical experiences; and

+ the accessibility of college and university program sites to local school

districts.
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Brief Description of Current Practice

_The followﬁ\g Bﬁéf aéééﬁﬁﬁons of preparation programslgadlﬁg to f)fmmpal

certification offered by colleges and universities across the nation and in the state,

organized around the six previously cited issues, are offered:

* The content of the vast majority of programs in the nation arid state are rela-

tively uniform and appears to be driven by equally consistent certification re-
quirements: all tend to offer introductory courses focusing on organization
theory, leadership; curricuium theory and/or development, supervision; and

some type of an internship experience; some program differentiation appears
to be present in the depth and breadth of requirements related to curriculum
and instruction, general or specialized curriculum and supervision, research

requirements, and the nature of the research project. =~~~
* Even greater similarity is noted in the criteria used for admission. Virtually all

require: a bachelor’s degree from a regionally accredited institution; a teach-
ing certificate; a minimum undergraduate grade point average; and a mini-
mum score on a standardized examination, usually the Graduate Record Ex-

amination or the Miller Analogies Test. S ,
Although less pronounced, a majority of colleges and universities make litle

differentiation among programs for elementary, middle/junior, and high

school administration and supervision; a minority of institutions in the na-
tion; but none of the six in Maryland, have recently instituted an area of con-

centration in middle/junior high school administration and supervision.
Except for isolated exceptions, collaboration between colleges and universities
and local school districts in program planning is not extensive; where it does
exist, it tends to be limited to cooperation in provision of somé form of
internship: . - R o S

Variations in staffing patterns are evident across the country and in Maryland,

especially in regard to the ratio of full-time versus part-time/adjunct pro-

ressors who teach courses in the program of study; moreover, increasing fac-
ulty age is a problem confronting many colleges and universities.

* The number of colleges and universities offering programs of study appears
to be more than adequate; however; the issue of accessibility to a program

appears to confront many regions of most states, including Maryland.

Recommendations for Strengthening Preparation Programs
Offered by Colleges and Universities
The recommendations for strengthening preparation programs offered by col-

leges and universities have been grouped into the following categories:
* student recruitment and admission
* program accessibility
* program content :

* methods of instruction and mode of delivery
» relations with constituent groups

* program funding

* program evaluation
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Concermng student recruitment and admission to a preparation program lead-
ing toward certification; it is recommended that:

#3:1. Colleges, universities, and local school systems should engage in more
systematic and sustained recruitment activities to encourage promising
candidates to pursue careers in school administration: In these acceler-
ated efforts, special attention should be given to the development of re-
cruitment strategies aimed at fﬁihbi'it){ group members and women. In

addition, consideration should also be given to individuals presently out-
side the field of education who can successfully meet the requirements
for certification as a school principal.

Rationale: Imagmatlve ways, especally for workmg more closely thh local

school systems in the pre-screening phase of local district selection practices called
for elsewhere in this report, must be developed to recruit individuals to the profes-
sion: The traditional practice of colleges and universities of literally waiting at the
door for candidates will not suffice, if this posture-ever had merit. This is especially
true if the desperate need to recruit members of minority groups is to be addressed.

Talented individuals outside education, in fields such as government, the military,
and business represent a rich source of talent and should be recruited so long as they
can successfully meet the requirements for certification.:

Major Implication(s). No major regulatory or fiscal implications are perceived to

implement this recommendation. However, it will call for increased collaborative ef-
forts between colleges and universities and local school systems in the identification
and recruitment of Pbtéi’itiél candidates.

#3.2. Admission standards should assure that only candxdates possessmg the
highest intellectual abilities and aptitude for the principalship are ad-
mitted. Colleges and universities should require all candidates to partici-

pate in pre-admxssxon diagnostic skill exercises and should make use of

the results in admission decisions and program planning.
Rationale. This recommendation is at the heart of the relatively large number of
Commission recor. :nendations that center on strengthening recruitment and ad-

mission practices that together reflect the importance placed on impruving the qual-
ity of individuals. who may one day be responsible for providing direction to a

school. The principalship is one of the most important and demanding positions in
education. It follows that only the most able be permxtted to pursue a career as a
principal: In that completion of an approved program is the only way we recom-
mend that an individual meet initial certification requirements, colleges and univer-
sities have an important gatekeeping role and must assure that only highly able can-

didates with aptitude for the principalship are admitted to the program.
__ The use of pre-admission diagnostic skill exercises for both admission decisions
an& program planmng wxll help achneve two ma]or oE]éctives As part of tﬁe a&mxs-

the prmapalshnp This latter consnderatlon should be of great benefxt to both the
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institution and the candidate. Use of the exercises in program planning will also
contribute substantially to the early discovery of the candidate’s strengths and weak-
nesses and thus enable the development of a more efficient and effective program of

study. The comprehensive and enriched program of study leading toward initial cer-

tification called for in this report will still be limited in its ability to provide many
skills that will enhance the effectiveness of a potential candidate: No single pro-
gram, no matter how well designed, could be expected to do this. The provision of
non-credit assistance in skill areas not a part of the regular program of study is one
important way to accomplish this: , o I

~ Major Implication(s). ~ Major changes of many college and university admission
practices will be required. Colleges and universities will need to develop diagnostic
skill exercises to use in the admission process. This will have a fiscal implication and
calls for a revision in current admission criteria.

#3.3. In addition to those factors normally considered by colleges and univer-
sities as admission requirements for those who wish to enter principal
preparation programs, an individual must hold (or be eligible to hold) an
advanced professional certificate (APC), or its equivalent for out-of-ctate
candidates, directly related to his/her area of teaching.

- Rationale. - To carry out the role and function of the school principal in the area
of instriictional leadership; an individual must be a highly and extremely effective
classroom teacher. In addition to successful experience as a teacher, a prospective
principal needs to have the depth of knowledge and skill as a teacher that the ad-
vanced certificate in teaching would provide. Further, as more teacher preparation
programs move to a five-year pre- service sequence, the principal needs this ad-
ditional background in teaching prior to beginning coursework in administration:
Once the APC in teaching has been received, the principal preparation program can
then focus on: content in leadership, administration; curriculuin; supervision; and
learning; and development of the clinical skills needed to implement the role and
function of the principal envisioned in this Commission report. =~
.. Major Implication(s). A change in the certification requirements for principals
and teachers would be necessary as would modification of existing preparation pro-
gram admission requirements.

#3.4. Colleges and universities, aided by local school systems and the state ed-
ucation agency, should aggressively seek ways to promote and fund full-
time study, rather than be dependent on the use of part-time study ar-
rangements that virtually all graduate students presently utilize:

_ . Rationale.  In our view, there is no substitute for full-time; concentrated study
for the principalship: Full-time study facilitates program enrichment in ways-not
possible by taking one or two courses per semester and attending summer school, all
while being employed full-time. Even a modest increase in the availability of finan-
cial support to permit a greater number of students to pursue full-time study would
pay handsome long-term dividends for the profession and for education. = .
‘Major Implication(s): No major regulatory implications are perceived to imple-
ment this recommendation. However, an increase in the number of fellowships and
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assistantships offered by colleges and universities would result in additional costs to
most institutions in that most presently offer only meager levels of support, or iio
support at all. Additionally, both local systems and the Maryland State Department

of Education would have to increase their allocations of resources.

Program égcggsibii;i?:y -

. Concerning student accessibility to an approved program, it is recommended
that:

#3.5. The Maryland State Board for Higher Education should accelerate its

present planning to make approved progr- is available anid accessible to
students ré§idihg in the Eastern Shore er anties:
~ Rationale. There is-presently an uneven geographic distribution of approved
program:s in the state. Closing down the credit count method for securing a certifi-
cate argued for in the next section of this report will create an even greater disparity
in the state, particularly for the school systems on Maryland's Eastern Shore. These

systems will experience great difficulty in urging potential candidates to study in an
approved program if the candidates are required to travel great distances or disrupt
their lives by moving closer to an institution offering an approved program. -

Major Implication(s). The Maryland State Board for Higher Education would
reed to take appropriate steps to assure the availability of an approved program to
serve the Eastern Shore. Moreover, a substantial expenditure of new monies would
be required to establish the comprehensive program called for in this report.
Program Content , o

~ Concerning the general academic core; the specialized academic core; the re-

search; and the clinical experience dimensions of a program of stud y leadirg toward
certification as a principal, it is recommended that:

#3.6. The preparation program for principals should include not less than
thirty-six (36) graduate semester hours of which six (6) hours would be
devoted to clinical experiences including a total of three credits of prac-
tica and a three-credit internship.

__ Rationale. It is the judgment of the Commission that most of the entry-level
conceptual and clinical skills needed by an individual can be provided in a program
of study having a minimum of thirty-six (36) graduate semester hours. The previ-
ously recommended requirement that a candidate for admission to a preparation
program hold, or be eligible to hold; an APC should allow colleges and universities

to better concentrate their program of study. The temptation to expand the recom-
mended minimum semester hours for an approved program ijs great but must be
resisted. The combination of the new recommended requirement of having an APC,

or its equivalent, as a condition for admission to a preparation program and the

thirty-six (36) hour degree program called foi here will result in candidates for cer-

tification completing what amounts to a two-year graduate program. -
Major Implication(s). A major change ir. existing MSDE program approval stan-

dards would be necessary to implement this recommendation: Moreover, while the
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current programs of 1 many of the state’s colleges and unrversrtles exceed the 1 mini-
mum of thirty-six (36) semester hours, the requirement of six (6) hours for clinical
experiences represents an increase in current program approval requirements: Pro-
gram modifications of this type would be required.

#3.7. College and university programs should give prominence to the concep-
tual knowledge and clinical skills necessary for effective educational leader-
shrp and management. The conceptual knowledge that should be stressed
in the program are (a) theories of instruction, human growth and de-

velopment; adult learning; curriculum, supemsnon, change, leadership,
organization effectiveness, methods of i inquiry, and evaluation and as-

sessment; and (b).an understandrng of governance structure and politi-

cal processes, equity issues, community and public relations, technol-
ogy, business management, personnel and labor relations; school climate
and culture; pupil services, and research related to educational practrce
The ten clinical skills that should be stressed are: instructional supervi-
sion; planning and gcal setting, problem analysis, decision making;

communication; coordination, -interpersonal relations, development of
staff, conflict resolution; and stress management

Rationale. - The justification for prominence given to the conceptual knowledge

and clinical skills cited in the recommendation is to be found in the comprehensive
role and function statement adopted by the Commission that was presented in the
preceding section of this report. All are central to the instructional leadership and

managerial mission that must be provided by an effective principal in the six func-
tional areas of instructional maintenance and unprovement professional develop-
ment and services, pupil development and services, school and community rela-
tions, administration of facilities and finances, and organizational relatronshlps and
responsibilities. The recommended program emphasis is summarized in Figure 3.2:

Majcr Implication(s).  No major regulatory implications are perceived to imple-
ment this recommendation. However, the recommended program content will re-

quire a major overhaul of most existing programs of study. This will prove to be a
costly activitv for most colleges and universities.

#3. 8 In addrtron to the general academnc core; the p program of studies should
include a specralrzed academic dimension that reflects the demonstrable
differences in the context in which elementary, middle/junior, and high
school principals must function, especially those associated with differ-
ences in the diversity of the curriculum, the specialization of staff; the
nature of the student body, the scope of the program, and the diversity of
the publics that must be dealt with. However, we are not calling for the
creation of a large number of parallel courses. What is being recom-

mended are differences in the nature of some required courses, espe-
cially in the areas of curriculum and supervision and child growth and

development the judicious selection of instructional materials; ¥istinc-
tlons ln course actrvrtres, and the use of an mtensrve semmar as one of

groupea accordmg to level of employment sought.
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Rationale. As prewously established, the Commission has taken the position
that the role and function of elementary, middle/junior, or high school principals are

similar in many respects: However, it is also acknowledged ‘hat there are some im-
portant differences. This recommendation reflects the Commission’s judgment
about the nature of these differences and 1 | proposes meaningful ways that they can be

incorporated into a preparation program. -
Major Implication(s). Major modifications in current | programs and in the exist-

ing program approval standards will be required to implement this recommenda-
tion.

knowledge of the ma)or methodologres approprlate for the study of edu-
cation, should include quantitative and qualitative vesearch methodology

to develop the ability to read and assess the research literature; and
should provide a student with skills to design and complete a research
project as part of the requirements of the } program

Ratxonale It is important that those who serve in readershrp posmons be able

to cnthue the research literature so they can develop informed judgments about
promising practices in education. Knowledge of the major methodologies appro-
priate for the study of education is intended to contribute to this objective: The rec-
ommendation that a student design and complete a research project as part of the
program of study is one important way to demonstrate the ability to apply an appro-

priate method of inquiry for solving a particular problem:
‘Major Implication(s). No major regulatory or fiscal implications are percelved to

lmplement this recommendation. However, the modification of many current pro-

grams will be required:

#3.10. Numerous, well’designed and diverse clinical éxi:iérlences should be

school events. and act1v1t1es, several extended on-site credit practica,
each having a limited objective; and a ten-week, full-time, non- -paid; on-

site credit internship with a carefully selected principal, jointly planned
and supervised by the college or university and local school system.

Ratwnaie The call for the frequent use of high quality clinical experiences
throughout the program of study, capped by a ten-week intensive internship; is

based on the Commission’s belief that the acquisition of many skills can be acquired
only through observation and- ~practice in an actual school setting. As established
previously, the ten clinical akill areas given prominence are those judged to be ge-

neric to the work of the prlncrpal in providing the educational leadership and educa-

Moreover, the Commlssxon s call to establish numerous clmlcal experrences and
develop valid methods of measuring a student’s proﬁcnency in the ten areas is the
single most important check available to the state on the quality of the program:

Failure to do so will render the program approval process useless.
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Ma]or fmpizcatwn(s) Thrs recommendatiori has a number of _major 1mphca-
tions. In the first instance, the current Maryland State Department of Education pro-
gram approval standards must be revised to include a requirement that colleges and
universities provide the three major forms of clinical experiences called for ip the

recommendation. Further, the development of and use of multiple clinical expe-

riences require fundamental changes in current. preparation programs. These
changes will prove to be a costly expenditure to colleges and universities that | pres-

ently generally devote only meager resources to this portion of their current pro-

gram. Moreover, the recommendation will require provisions for an expanded role
of local school district personnel in the planning and supervision of the varied clini-
cal experiences called for.

#3.11. In addition to completion of a program of study, candidates must dem-
onstraté Cbmpétéﬁtiés ih te: CliﬁiCal Skill areas.
Rationale. This recommendation is intended to provrde an 1mportant internal

clreck for use My colleges and aniversities to establish whether or not the goals of the
precertification program for principals are being realized. The assessment of ¢ compe-

tencies in the ten clinical skill areas will also aid graduates who will ultimately be
tested in the same skill areas as a condition for initial certification.
_ Major Implication(s). One major regulatory implication is requlred to 1mple-

ment this recommendation. The regulatory change required is that the current
Maryland State Department of Educatlon _program approval standards must be re-

assessment

Methods of lnstructzon and Mode of Belwery
Concerning the methods of instruction and related dellvery modes, it is recom-

mended that:

#3.12. €olleges and universities should move away from the almost exclusrve
use of the didactic.approach in a classroom setting to achieve the two
program goals of the acquisition of conceptual knowledge and the de-
velopment of clinical skills. In addition, the state’s colleges and tinivez-
sities should establish a mechanism for the development and sharing of

instructional materials; and the joint use of promising technology for
enrrchmg the mstructlonal features of thelr programs

Rationale. It is widely acknowledged that the lecture is one of the meffectxve

instructional methods available, even for the acqmsltlon of conceptual knowledge.

Heavy reliance on this method will greatly impair the quallty of a preparation pro-

gram. Its value in the acquisition of clinical skills is even more questionable: Clinical
skills clearly cannot be acquired and mastered without practice that is best demon-

strated in an actual school setting.- As shown in Figure 3.3, the primary delivery

mode for the acquisition of clinical skills should be in the prevrously called for use of

observations,. practica, internship, and diagnostic skill exercises.
- The call for closer cooperation among colleges and universities in developmg

and sharing instructional materials and promising technology makes good pro-
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grammatic and economic serise. Many" faculty members have particular expertise

that could be easily shared to enrich all programs. Moreover, the development of
high quality case studies, games, and simulations is a time-consuming and costly

activity. Sharing the costs associated with their design is a potential way to reduce
expenditures for the participating institutions. . - .

Major Implication(s). No major regulatory or fiscal implications are perceived to
implement this recommendation.

Relations with Constituent Groups =~ o
Concerning relations with constituent groups, it is recommended that:

#3.13. Meaningful cooperation between colleges and universities and local
school systems should be aggressively pursued if many of-the recom-
mendations called for here are to be realized. This is especially true with
regard to efforts to enhance the recruitment of high quality candidates
for the principalship, the need for intensive clinical experiences, and im-

provement in the quality of the research component of the program:

- Rationale. . All of the state’s local school systems and colleges and universities
have a vital stake in improving the quality of the principalship. This shared mission
must be translated into close collaboration in the development and implementation
of many features of preparation programs, particularly the all-important provision of

meaningful clinical experierices. There simply is no substitute for the deep involve-
ment of both parties in this effort. o L , -
. Major Implication(s). No major regulatory or fiscal implications are perceived to
implement this :ecommendation.

rogram Funding S .
- Concerning the funding of principal preparation programs, it is recommended
that:
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#3 14. The Maryland State Board for I-Lgher Educatlon moﬂung wrth the state’s
public colleges anid universities; should aggressively seek changes in ex-
isting state funding formulas for program support and adopt an alloca-

tion system that more adequately supports higher costs associated with

graduate professnonal education.

&atwnale Institutions offermg graduate professnonal educatmn especially
those that rely upon ccstly clinical experiences for the implementation of many of

their goals; must be adequately supported if they are to offer a quality program: The
traditional formula for the support of preparation programs used by many institu-
tions stands as an important disincentive for developing the much richer and more
comprehensive professional education called for here: New funding formulas must

be created if colleges and universities are to continue to play a significant role in the
training of principals.

Major Implication(s): As estabhshed above, new funding formulas that more

adequately reflect the real costs of a program must be designed by both state agen-
cies and by individual institutions:

Program Evaluation
Concerning the evaluation of college and university preparation programs for

principals, it is recommended that:

#3 15 The Mary‘and State Bepartment of Educatlon should undertake a com-
prehensxve assessment of its current program approval standards for
pre-service professional education for principals toward the end of mak-

ing the standards consistent with the preceding recommendations of
the Commission. This assessment should examine the effectiveness of

all currently used input; process; and output variables and consider op-
tions for improvement that not only incorporate the recommendations
of thegprnrnrssmn but also establish the program approval activity as -

meaningful and vrgorous check on the quality of the preparation pro-
grams approved in the state.

Ratwnale The need for a close fit between all of the precedlng recommenda-

tions for strengthenmg college and university programs and the process by which
the state evaluates a program is undeniable. Any discrepancies between the two will
assure that the public interest will not be served. The Commission _acknowledges
that the state has not only the right but also the responsibility to assure that the
preparation programs offered by- colleges and universities that lead toward certifica-
tion represent the best practice that is known:

Ma]vr Imphcattvn(s) A ma;or overhaul of the current Maryland State De-

recommendatlon

#3.16. In addltmn to the strengthemng of the external program evaluatlon pro-
cess called for above, colleges and universities should engage in periodic
comprehensive self-evaluations. While all components of the program
should be included in this activity, special prominence should be given
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to the securing of information on the effectiveness of the program from
important constituency groups, especially currently enrolled students
and recent graduates, and local school system personnel knowledgeable
about recent graduates. .
~ Rationale. . The call for periodic self-evaluations to complement the state pro-
gram approval process makes good programmatic sense. The further call that cur-
rent students, recent graduates, and local school district officials be deeply involved

in the self-evaluations is in recognition that their perceptions are one of the most
valid indicators of quality of the program available to a college or university.
Major Implication(s). No major regulatory or fiscal implications are perceived to

implement this recommendation.



SECTION FOUR
Certification Requirements for Principals

Introductron

__The certlﬁcatron Qf prlnc:lpals, like that for other professronals who serve the

public; is intended to promote a number of public interests: the development of a
license to practice implies a body of knowledge associated with sticcessful practice;
the availability of a license allows the general public to make certain assumptions
that the holder of the license possesses the competence and skills needed to suc-
cessfully perform; and the issuance of a license affords the state the opportunity to

withdraw the license should the holder engage in a practice ;udged to be contrary to
the public interest. - :

These mtended gatekeeplng functrans 1llustrate the critical need for an effective
certrﬁcatron process in any effort to improve the quality of the prlnapalshrp The
certification of principals has traditionally been viewed as the major process to as-
sure that individuals entering the principalship are prepared for satisfactory perfor-
mance. Certification procedures should be )udged as effective primarily to the de-
gree that they achieve this objective. .

In Maryland, the state education agency issues the license to practice as a pnncr-
pal Although the state holds responsibility for developing certification require-

ments and issuing the license to practice; it is important to note that the Maryland
State Department of Educatron has hrstorrcally engaged representatrves of local | sys-

qulrements and the processes for their use.

Ma]or Issues

As is true of all drmensrons of the Commission’s work substantral debate cur-

rentlv surrounds the issue of certification requirements for the principalship. In the
view of the Commission, the fundamental isiues being raised center on three
themes:

* the adequacy of exnstnng criteria used for certification;

« the number of ways that an individual can satisfv certification requirements,

and
* the types of certificates that should be issued and the duration of the certifi-

cate(s).

Bnef Descnptron of Current Practlce

The followrng brief descrlptlons of current practlces for the certrﬁcatlon of prrn-
cipals, organized arouind the three major issues cited above, are offered:

+ Most states use general criteria for the certification of principals (hold a teach-
ing certificate, have teaching experience, and possess paper credits); few re-
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quire demonstration of proficiencies necessary to perform the functions of the

principalship; the fact that a large number of states, many at the prodding of
their state legislatures, have undertaken major revisions in the traditional re-
quirements suggests that dissatisfaction with virtually all of the major aspects

of the present system is widespread in both the professional and policy com-
munities. = . .

* A majority of states, including Maryland, use a combination of ways for an
individual to satisfy certification requirements; the usual approach is comple-
tion of a master’s degree from an accredited institution and additional hours
of graduate or equivalent course credit, S :

* Great variations exist in the types of certificates issued by each state: a major-
ity, including Maryland, have different certificates for superintendents and
other central office administrators and principals; a large number differentiate
between elementary and secondary; a few states, but not Maryland, differen-
tiate between elementary, middle/junior, and high school certification; and, a
majority of states, but again; not Maryland; differentiate between a principal

~ and supervisor certificate. . .. SR S
* The duration of the certificate differs across the country: some states, buit not
Maryland;, have continuing education requirements for recertification at either

five- or ten-year intervals; most typically, the continuing education require-
ments include credit for graduate study and/or staff development credit.

Recommendations of the Commission
_.... The recominendations of the Commission for improving the certification re-
quirements of principals are presented below. Note that the proposals focus exclu-
sively on the principalship; consistent with the Commission's charge. The adequacy
of current requirements for certification as a supervisor is not examined, Thus, the
issue of the appropriateness of retaining, amending, or eliminating the current prac-
tice in the state of having identical certification requirements for both principals and

supervisors is not addressed. However, given the nature of the recommendations
contained in this report; a reexamination of both the role and current certification
requirements for supervisors appears to be in order.

Criteria for Initial Certification . .
. While we recommend retention of several existing criteria, a major overhaul of
the requiremeénts for initial certification is proposed. The Commission recommends
that:

#4.1. The applicant must hold or be eligible to hold an advanced } rofassional
certificate (APC), or its equivalent for out-of-state candidates; directly re-
lated to his or her area of teaching; hold a master’s degree from an ac-
credited college or university; and have five years of sticcessful teaching
experience at the appropriate level.

Rationale. ~ The ini2nt of the requirement that an applicant hold an advanced

professional certificate in a teaching field is to assure that candidates have the neces-
sary background of professional preparation and experiences in instruction to be

,., ¢ 4]
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expert teachers rhxs prov1510n allows necessary dlstmctlons in the level of a ass:gn-
ment to be acknuwledged An important ‘ncentive is thus provrded to make these

distinctions dl ring the apphcants preparation.

of successful teachmg experience, not the current three is consistent with the Com-

mission’s strong belief that those charged with providing instructional and man-
agerial direction for a school function best if they have demonstrated their ability to
be successful classroom teachers, are knowledgeable about and have appreciation of

the problems and lssues of teachmg, have an understandmg of how schools Work

that there are no shortcuts or substitutes to meanmgful classroom experlence for

acquiring these skills and understandings.-
Major Impltcatton(s) Major changes in the By-Laws of the Maryland State

Board of Education are required to implement this recommendation:

#4.2. For graduates of a Maryland-accredited college or university, only those
who complete an approved program for school-based admuinistrators
should be eligible for a certificate. There should be a five-year transition
period for full implementation of this recommendation.

_ Rationale. The elimination of the current credit count 0ptlon should promote
the design of p preparatlon programs that are sequential, cumulative, and focused, as
they must be to realize the goal of a meaningful professional training program lead-

ing toward initial certification. The elimination of this current option will stand as

concrete evidence that the profession and the state is committed to the notion that
there is indeed a body of knowledge and a set of carefully prescribed experiences
that are essential for the effective training of those who wish to be licensed as a prm-

cipal in this state. -
Moreover, the elirnination of the optlon w1ll prove to be a substantlal incentive

for colleges and umvers:tles that w15h to offer an approved program leadmg toward

of the credit count option has encouraged a number of mstltutlons in the state to
offer piecemeal courses in direct competition with those institutions who attempt to
meet current Maryland State Department of Education program approval standards.
While this may not have been. the intent of those who supported adoption of the
credit count option, it nonetheless has proven to be a major disincentive for the de-

velopment of high quality precertification preparatlon programs in the state’s col-

leges and universities.
.The proposed five-year lxmlt on the continuation of courses offered by an ac-

credlted institution in Maryland is regarded to be adequate time to allow both the
institution and students currently in the pipeline to raake necessary adaptations in
their programs. o L B

- Major Impltcatton(s) Maj’or, ch:ajrigés in ,theBy:Laws of,,th,é Marylarid Staté
Board of Education are required to implement this recommendation. Moreover; clos-
ing down this means of securing a principal’s certificate will exacerbate the historical
problem of uneven accessibility to an appro.ed program faced by individuals and
school systems in some regions of the state, notably those in Maryland’s Eastern



Shore. As recommended elsewhere in this report, the Maryiana State Board for

#4.3. Graduates of an approved program for schOol based admmlstrators of-
fered by an accredited college or university in Maryland must siiccess-
fully complete a Maryland State Department of Education assessment ex-
ercise designed to assure that a candidate for certification possess clinical
skills in the ten areas of planning and goal setting, instructional supervi-

sion; problem analysis, decision making, communication, coordination,
interpersonal relations, conflict resolution, development of staff, and

stress management.
Ratzonale The proposed addition of the demonstratlon of proficrency in the

ten skills cited stands as an important check on the quality of approved programs
offered by the state’s colleges and universities, and on the preparation programs

completed by graduates of other universities. It represents a form of accountability
and program rigor heretofore absent. It will better assure that the traditional pur-
poses of certification are realized. :

- This is so because the ten chmcal skill areas are ]uaged to be generic to the lead-
ership and management dimensions of the six major functions of the * principalship
that the Commission endorses. An assessment of these skill areas is an absolute
prerequisite for the determination of the candidate’s ability to assume the important
responsibility of providing direction to a school.

Major Implication(s). Major changes in the By-Laws of. the Maryland State
Board of Education are required to implement this recommendation. Moreover, the
state’s colleges and universities maintaining approved programs must establish
meaningful clinical experiences and make other program modifications necessary
for the development and demonstration of the proficiencies called for. These will be

costly activities and as such have clear fiscal implications.
- In addition, the Maryland State Department of Education must develop and
schedule assessment exercises in a timely manner to facilitate local school district

employment decision processes.

#4.4. Graduates of a program offered by an accredited college or university
outside the state must submit a comprehensive case file of their graduate
work for review and approval by a Maryland State Department of Educa-
tion Review Panel to 1) meet the requirements included in Recommenda-

tion 4.1 above, and 2) ascertain that the graduate work is compatible with
the program approval standards applied to Maryland colleges and uni-
versities. Individuals with less than three years experience as principals
must successfully compl:te a Maryland State Department of Education
assessment exercise that treats the ten skill areas cited in Recommenda-

tion #4.3 above.
Ratzwale The re,q,urrement that an appheant who is not a graduate of a state-

appro\iéd preparation program submit comprehensive documentation on his or her

preparation represents an important check on the quality of the candidate’s work:
\
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This requirement assures that the public interest is protected, especially when cou-
pled with completing an assessment exercise as previously recommended. There is
substantial precedence for this requirement in other professions. Moreover, we do
not believe that the requirement will handicap local school systems who desire to
engage in regional or national searches. o S
Major Implication(s). Major changes in the By-Laws of the- Maryland State
Board of Education are required to implement this recommendation. In addition,

the Maryland State Department of Education must develop, in cooperation with

other states; criteria and a process for assessing the quality of preparation programs
for school-based administrators offered by accredited institutions in states other
than Maryland. Additionally, the development and administration of the assess-

ment exercises carries clear fiscal implications.

Types of Certificates and Duration Period
 Concerning the types of certificates to be awarded by the state; it is recom-
mended that:

7 level of assignment should be continued.
__ Rationale. In the judgment of the Commission; necessary differentiation be-

tween an elementary, middle/junior, or high school principal’s certificate can be es-
tablished through the use of one of the existing certification requirements that call
for the candidate to be eligible for a professional certificate appropriate to the level of
assignment. However, the Commission acknowledges that there are indeed some
peculiarities associated with different levels of the principalship and have urged col-
leges and universities to reflect these in their approved programs of study.

~ Major implication(s). No major regulatory or fiscal implications are perceived to
implement this recommendation: L -

Concerning the duration of the certificate, it is recommended that:

#4.6. A certificate for a practicing principal should be required to be renewed
every five years and that the requirements for renewal should be estab-
lished in an individualized professional development plan (IPDP) that is
designed by the employing school sy stem and the candidate for certifi-
cate renewal. The successful completion of the individualized profes-
sional development plan should be certified by the local school system to

) the Maryland State Department of Educ ation.

Rationale. The Commission believes that it is in the public and professional in-

terest to discontinue the current practice that virtually amounts to life -iong certifica-

tion. The need for a principal to continuously keep abreast of the latest research and
practice through his or her career is obvious. Linking the recertification require-
ments to the individual’s IPDP as proposed here is intended to achieve two objec-
tives: give added weight to the importance that the Commission places on the need
to systematically plan for the career-long training for the principalship, and provide
an additional focus for the evaluation practices nised by local districts. The recom-
mended requirement that a local district official ceﬁig the successful attainment of



the:recertification-plan provides the necessary check on the process as well as adds

an important quality control measure: The state education agency can periodically

assess these proposed processes to ascertain that the objectives of the proposal are
being achieved and that the interests of the state are being protected.

- Major Implication(s)." Major changes in the By-Laws of the Maryland State
Board of Education are required to implement these recc:“mendations. Jowever,
local systems need to carefully review their current evaluation practices in order to
assure that the intent of this recommendation is implemented. No fiscal implications
are perceived.

#4.7. A certificate for a non-practicing principal, inciuding assistant principals;
should be required to be renewed every five years. The requirement for
renewal may be met by: 1) compieting locally approved workshops, and/
or 2) completing Maryland State Department of Education approved
workshops, and/or 3) completing coursework at an accredited college or
university. An individual not employed as a practicing principal for a

five-year period must successfully complete a Maryland State Depart-
ment of Education assessment exercise prior to employment as a

principal:

. Rationale. The need for the continuous, career-long training of assistant prin-

cipals is as compelling as that for principals. The recommendation that an individual
not employed as a practicing principal for a five-year period successfully complete an

MSDE assessment exercise as a prerequisite for recertification is designed to provide
a meaningful check that the individual has remained current in the intervening
years since receiving his or her preceding licenise to practice as a principal in this
state. ST T : -
Major Implication(s). Major changes in the By-Laws of the Maryland State
Board of Education would be required to implement this recommendation:



SECTION FIVE
Selection Practices

Introduction
- Although colleges and universities are involved in preparation programs and
the siate education agency is concerned with establishing certification and prepara-
tion program approval standards, the actual selection of principals is made by the
local schoel system. It is clearly one of the most critical decisions a local school sys-
tem must make.
A great deal is written about the importance of school leaders , especially school

princrpals, in establishing the climate and setting goals to maintain a school where

students can | learn and develop posrtlve attltudes The selectlon of mdwrduals who
1mportance Yet presently, the pool of cantlrclates is essentxally the result of a self-
selection process, determmed prrmarrly by who enrolls in the gradu:rte colleges of

Southern Reglonal Educatlon Board, mapreseritatlon to the Commrssron made use
of the followmg quotes to characterize the principal selection situation in this
country:

Ernest Boyer descrrbes the selectlon of school prmcrpals as ”Cloudy as anythmg
on the job market.” Roland Barth, of the Harvard Graduate School of Education
and himself a principal for many years, says that “ . . . selection of principals
often involves in-house fighting, deals, and promlses ” Oftentimes hidden
agendas are at work. The selection may already have taken place but the process
including interviews may take place for political reasons. These are probably
extremes; but all the research points to selection processes at the local level that

are not well developed. In addition to being nebulous, very few of the local

selection systems take into account those behaviors or characteristics of individ-
uals that are strongly associated with effective lea lership.

In the view of the Commlssron, four fundamental over-archmg questlons em-
brace the basic issues that ought to be addressed in considering selection practices:

« What processes should be used?
* What criteria should be used?
» What elements of fairness, access; and "qulty should be a part of the process

of selection? :
« Does the local control issue need strengthemng or should a level of state in-

volvement in selection be stressed?
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Brief Description of Current Practice
. The Commission collected data on the procedures used by school systems in
the state and nation to appoint principals: A survey of Maryland school systems
revesled the following: -
* Each system has an established process for selecting principals.
* The local superintendent makes the decision as to which candidate to nomi-
nate for board of education final approval. Local decisions are based on local
criteria, with the state being involved only with setting certification stan-

dards. B . - :

* The interview is heavily relied on, although there is some variation based on
the size of the system. Some school systems go beyond the interview process,
using information gained from administrative training programs, assessment
centers; and internship programs.

Negotiated agreement provisions of selected school systems were also exam-
ined to identify additional information on the selection practices; but provided little
information. S o
- -Recent research on principal selection practices at the local level was completed
by Richard Dentler and Catherine Baltzell in 1982: They studied ten districts
throughout the country that varied by size, location, and type of district. The for-
mality of the decisions varied, but much of the process was described as “the way we
do it here” with little written policy. The selection processes, from posting a vacancy

to decision, were deeply rooted in the culture of the community;, the school bureau-
cracy, and the superintendent's desire for control of the situation. S
Baltzell and Dentler describe the selection process stages as: announcing vacan-
cies, establishing criteria, developing a pool of applicants (many of whom have been
in the pool for a number of years); screening; and decision making. =
The most widescale state level programs involve the use of the NASSP Assess-

ment Ceniter Project as an aid in local school district selection practices. South Caro-
lina, in 1983, was the first state to institute a statewide program. Since then; North

Carolina and Maryland have established regional assessment centers.
- A number of Southern Regional Education Board states passed extensive legis-

lation during 1984 related to school administrators and to the selection of principals.
In Florid. for example, each district is required to adopt and implement an objec-
tive-based process for screening and selecting assistant principals and principals us-
ing guidelines issued by the state. Florida has also conducted research to identify
characteristics of high-performing principals from which a list of basic competency

characteristics that school leaders shouid possess, as well as those possessed by the
“high performers,” has been devzloped: School districts are required to develop a
comprehensive process that serves to screen, assess, and aid in developing the de-

sired characteristics in prospective schcol leaders. All districts must use some form
of performance sampling (job-related simulations, assessment center, or targeted se-

lection interviews) in their system. In addition, the districts must provide feedback
and career counseling to all persons who have applied and whose performance has
been “sampled.” o S
_Another legislative initiative passed in some states is the testing of educators
eking to become administrators. Georgia and Alabama now require tests for indi-
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wduals requestlng lnltlal certlﬁcatlon Florlda and Texas have adopted leglslatlon
that will require examinations for administrative personnel. Arkansas is currently

the only state that requires testing all veteran school personnel for recertification:

Recommendatmns of the Commlssmn

Because of the 1mportance of the selectxon process for prmcnpals a three-step
model (pre-screening; screening; and selection stages) process is recommended for

consideration by local school systems as they work to improve their selection prac-
tices. The model is appropnate for the initial selection of principals, vice-principals,
and administrative assistants or interns. The second and third steps of the proposed
model (screening, selection) could also be used in the principal transfer and reas-
signment processes. Different standards would apply for different job descriptions;
but the same selection procedures could be followed.
~ Overall, the model is designed to improvea local school system s ablllty to 1den-
tify the best possible person for a job as defined by the specific job descnptlon

While current selection practices already include various aspects of the model, it is
hoped that this total proposal will provide a greater consistency and quality to the
selection processes across the state. The model emphasizes that particular attention
should be given to the development of job descriptions that are related to actual job
requirements, that the selection decision should be based on specific criteria, and

that objectivity should be emphasized. Fairness and equal access to the process for
all qualified individuals are important equity considerations. In addition; the selec-
tion process should be open and accessible to candidates from outside the school
system. Regxonal coordination of activities designed to develop applicant pools riay
also be useful in achieving tnis latter goal. .

An overview of the three-step model process for the selection of principals ar-

gued for here is presented below

* Pre-Screening. Goals of this part of the selectlon process are to provnde poten-
tial candidates with the opportunity to receive the information, training; and
experiences needed to be considered for positions in administration and to

provide school systems with as large a number of qualified potential candi-

dates as possible { *r positions of educational leadership. Candidates are iden-
tified by self-nomination, along with counseling and encouragement by prac-
ticing administrators. The pre-screening process provides the candidates with
the chance to identify their career goals, seek to acquire needed acadenic and
professional training, improve personal qualities, and attempt to become eli-
gible for certification.

Screening. The-job advertisement should honestly and accuratelv reﬂect the
vacancy and the application form designed to elicit all information desired
from apphcants The system’s s actlons must be thorough and carefully docu-

dentxals, references, and assessment reports should be carefully consldeved
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competenc1es to do the ]ob The 1nd1v1dual should have successfully com-
pleted all of the assessment criteria established in the screenir:g process. Even
with a high degree of objectivity in the process; the judgment of the superin-
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tendent complemented with the views of his or her staff will be an integral
part of the process. Once an individual is selected, a mentor should be desig-

nated to support each newly appointed principal.
~ More specific recommendations, ail consistent with the proposed model, are
offered by the Commission.

#5.1. Since selection of principals is and shotld remain the responsibility of

local school systems, those systems should establish a comprehensive
process that encompasses pre-screening; screening; and selection activi-
ties. B )
_Rationale. This three-tier approach enables local school systems to identify ini-
dividuals with leadership potential, develop their talent, and select the most quali-
fied candidate. Local school systems that commit the necessary resources te develop

this approach will be in a position to select the best possible candidates for school-
based administrative positions. Although the placement of individuals into school-

based administrative positions represents the final step of the selection process, it

cannot have significant meaning without legitimate pre-screening and_screening
considerations. Given the importance of the principalship to the instructional im-
provement.in the school; efforts to assure that highly qualified individuals are se-
lected for the position(s) are essential. = -

‘Major Implication(s): Some local school systems may need to restructure their
entire procedure for selecting principals, especially those systems wﬂhoutény sig-
nificant pre-screening activities. While this aétiv'iiy Eiéy BéVé éér?ié ﬁ;iﬁ()r fiscal im-

plications; the major impact will be on the workload of key administrative person-
nel. Policy development and enactment will be necessary.

#5.2. Local school systems should establish and publish a comprehensive pbi-
icy that,identifies the process and procedures to be used for selecting
p'rifriicip?’lé., Midrébv,é’r;, the policy should address ethnic and gender repre-

sentation on screening and selection committees, an appeal process, and
reporting procedures that explain the selection process and its relation-

ship to merit and equity aims.
Rationale. Local school systems that take all necessary steps to ensure that se-
lection practices are as objective as possible will increase the validity of their sélec-
tion process and, as a result, have more effective leaders in principalship positions.

Effective policy statements will serve to strengthen the legitima.y and integrity of
the selection process; widespread dissemination will enable all to have confidence in
the fairness, thoroughness; and objectivity of the process: - ,

_ Major Implications. ~ A number of local school systems may need to revise, pub-
lish, and disseminate their policies and procedures on selection practices.

#5.3. Local school systems should consider; as a matter of course, generating
an applicant pool of potential candidates for the schoo! principalship. Lo-
cal school systems should work, in conjunction with colleges and univer-
sities and the Maryland State Department of Education, to develop and
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implement the administrative training programs, apprenticeships, and/
or internship programs called for elsewhere in this report that-would en-
hance the identification and development of potential educational lead-
ers within the local school systems. Procedures should be designed to
monitor the progress of potential educational leaders as they enhance
their skills and qualifications.

Rationale. Local school systems that have ways to identify and build upon the

strengths of individuals with both the leadership capability and interest in becom-
ing principals make an investment in school administration. Implementing training
programs for poiential educational leaders will provide local school systems with an

opportunity to build a foundation for career growth within their school organiza-

tions. Maintaining a pool of highly motivated applicants who seek opportunities for

promotion and growth will serve to strengthen the selection process. o
Major Implication(s).. The establishment of new leadership development pro-

grams will have a significant fiscal impact for those systems that do not now have

such activities. They may find it advantageous to develop regional training pro-
grams rather than attempt to sponsor an individual system activity. Regional pro-
grams for staff development are being demonstrated all across the country as an
efficient and effective way to address common problems. Existing leadership de-
velopment training programs may need to be revised or formalized:

#5.4. Local school systems should establish selection practices that have appli-
cant intake processes open to all candidates who meet the eligibility crite-
ria. Eligibility criteria should state all of the duties and skills required for
principalship positions. All candidates who meet the eligibility criteria
should have equal access to_participating in the selection process. Va-
cancy announcements should be widely disseminated.

__ Ratioriale, Selection practices operated in a fair and open manner and, equally
important, perceived to be that way by prospective applicants will encourage the
candidate’s interest and confidence in the local school system: The local systems will
then be better able to seek the best candidates for principalship vacancies.

Major Implication(s). Some job descriptions may need to be revised: Practices

used by many districts for publishing and disseminating job openings and require-

ments would need revision.

#5.5. Local school systems should establish selection practices that balance
multiple sources of evidence with multiple sources of assessment infor-
mation in order to gain a comprehensive picture of all applicants before
the decision-making process begins.

- Rationale. - Using the interview process as the sole basis for making selection
decisions for school-based administrative positions is fraught with danger. The en-
tire portfolio of the applicants including experience, knowledge, training and skill
development, and assessment data combine to provide a more reliable information
basis for use in selection decisions. = - - ,

Major Implication(s). Some local school systems may need to revise their selec-
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tion practices and formalize the use of multiple sources of evidence. A number of
school systems have already begun this change by using an assessment center as a

new part of their selection process. A minor fiscal impact will result.

#5.6. Local school systems should continually evaluate the results of selection

practices.and procedures in terms of ethnic and gender representation.
This evaluation process should go beyond looking at local education

agency affirmative action goals and should evaluate procedures that al-
low-women and minority group members who demonstrate educational
leadership potential opportunities to obtain school principalship posi-
tions.

Rationale.  Employment statistics clearly reflect the under-representation of
women and minorities in principalship positions in many districts. Given the poten-
tial loss of educational leadership, schools can have more effective principals if these
traditionally under-utilized groups are provided full opportunities for promotion.
. Major Implication(s). Local school systems would need to commiit their ener-
gies to affirmative action programs and eliminate any barriers that work to negate
merit and qualification as the prime factors in the selection practice.

#5.7. The continual evaluation called for above should includé all other facets
of the selection process. Personnel from each segment of the selection
process should be involved in the review; evaluation, and revision of the
policies and procedures. The evaluation process and outcomes should be
well publicized.

- -Rationale. Unless there is a consensus that existing selection practices within
local school systems need change in substantial ways, any effort to improve princi-

pal selection practices will be of limited value. Involvement in the policy evaluation
process of as many professionals as possible is one way to build consensus. -

Major Implication(s). - Some local school systems will-need to establish a formal
process for evaluating their selection practices. Other local school systems may need
to modify their current evaluation policy.

#5.8. A comprehensive supply and demard study of the principalship should
be conducted-in the state periodically. This should be a collaborative ef-
fort supported by local school districts, colleges and universities, and the
state education agency. -

~ Rationale. Current data from which projected personnel frieeds can be devel-
oped is necessary for statewide; individual local school system; and college and uni-
versity planning. e o
- Major Implication(s). The design and initial collection of data for supply and
demand studies will require some resource allocations: Once done, the continuous
up-dating of the data should not be a major effort.
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#5.9. Begmnlng and career salaries pald to pnnapals must be competmve
with and comparable to salaries for key leadership personnel in business
and government. Year-round employment shculd be considered for all

pr1nc1pals

Rationale: The successful recruntment of quahty candidates for the principal-
ship is dependent on many factors, not the least of which are beglnmng and career
salaries that are professxonally competltlve and market sensmve Tl'e use of a

’m’eaningful professmnal development activities, would also contribute to the goal of

making the principalship an attractive career:
Major Impllcatzon(s; A ‘major ﬁscal lmpact for many systems across the state
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SECTION SIX
Professwnal Development Practices

Introductron

Career long learnlng is a fundamental part of the continui: lg growth and de-

velopment of the principal and the school served.
The followmg beliefs provided the basic framework for the Commission’s rec-

ommendations on professional development of school prmcnpals

* The prlncrpal is the key to school 1mpr0vement and effectiveness.

* Professional development is essential for professional growth and, therefore,
shoiild be mandated.

+ Effective professional development requires a comprehensive and on—gorng
approach. -

* Professional growth should be emphasrzed to enhance the motivation of prin-
cipals to participate fully in the individualized professional development pro-
gram (IPDP). ,

* An understanding of adult learmng styles must underlle the development
and implementation of professmnal Inservice programs.

* Professional development programs should be a career-long, individualized,
continuing process.

« The commitment, collaboration, and fmanmal support of the local school sys-
tems, the Maryland State Department of Education, and colleges and univer-
sities are vital to the development and maintenance of effective professional
development programs for principals:

Major Issues

The Commission considered the followrng Major issuies regardlng profesuronal

development programs during the course of its dellberatlons

. plannrng and dehvery of professronal development programs

+ organizational commitment for professional development
* funding for professional development programs

* collaborative relationships among local school systeras, the Maryland State
Department of Education, and colleges and universities.

Bnef Bescnptron of Curreat Practice

A ma)orlty of the local school systems in Maryland provrde professronal de-
velopment programs for principals; however, they vary greatly in their comprehen-

siveness. Virtually all local school systems participate in the Maryland Professional
Development Academy sponsored by the Maryland State Department of Education.
Some local systems use the Academy as their main formal professional development
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program offered to principals; others take advantage of the grant assistance offered

by the Academy to further extend professional growth opportunities.

.. Some local school systems meet monthly to offer principals an opportunity for a
“one shot” professional development program. A few others take their principals on
a yearly retreat and conduct professional development programs in a confererice set-
,g,A; number of local school systems have highly structured professional develop-
ment programs that are continuous and cover a wide variety of educational issues.

There seems to be very little formal systematic collaboration between local

school systems and_colleges and universities relating to professional development

programs for principals:

Maryland State Level ~  + . N o
- At-the state level, the Maryland Professional Development Academy provides
the basis for the Maryland State Department of Education’s effort to provide profes-
sional development to principals. This program enjoys a high level of interest among
the local school systems. The Academy also offers local school systems an intern-
ship program in school administration. The internship program is designed to de-
velop prospective school leaders who have been identified as such by their local
school superintendents.

National Level =~ S
___Some professional organizations and colleges and universities offer profes-
sional development programs for principals on the national level. The three major
national principals’ associations sponsor annual conferences and regional institutes
to provide professional deveiopment programs for. their respective members.
The National Association >f Secondary School Principals developed the Assess-
ment Center Project that has been implemented by some school systems throughout
the country. As a follow-up to its Assessment Center, the Association more recently
aeveloped the Springfield Developmental Program to provide principals with struc-

*yred professional development activities. o L
_ Principals often participate in professional growth opportunities, such as na-
Jona.s siie ences and regional institutes and seminars, sponsored by the Associa-
« a for Supurvision and Curriculum Development and the American Association
‘ot Scivool A ~inistrators for their respective members. o
1t =€ coli>ge and university level, two exemplary professional development
risieain . for principals can be found at Harvard University and the University of
Dicgon. "1 hiacvard Graduate School of Education offers the Principal’s Center, a
profarm that provides principals a forum for the -..change of ideas and the acquisi-
ticnet nesw skills. =~ . S
The Division of Educational Policy and Management at the University of Ore-
gor cunducts two programs for principals that include the Executive Leadership
Progcam and the Research Based Training for School Administrators program. The

Executive Leadership Program offers statewide workshops on pertinent eduicational
issues designed to enhance the professional and personal knowledge of experienced
administrators. The Research Based Training for School Administrators program
disseminates research findings and state-of-the-art literature in education and man-
agement to school administrators.
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Recommendatlons of the Comm1ssmn

The recommendations of the Commission for i improving professional develop-
ment programs for principals are presented below.

#6.1. A pohcypeopmrpnrtment and adequate systemlc financial support by the lo-
cal school systems, the Maryland State Department of Education, and
colleges and universities are essential for the development and impie-

mentation of professional development programs

Ratmmzle Effective profess:onal development p programs must have the full
philosophic and fiscal support of the educational leadership if leadership develop-
ment activities are to occur. This support serves to formulate policy objectives and

long range systemic professional development goals. Time for professional develop-
ment activities as well as resources for the activities must be provided to ensure the
continued professional growth of all school principals:

- Major Implication(s). Local school systems and the Maryland State Departrnent
of Education will have to develop more effective funding strategies to adequately

finance professional development programs. One such strategy may be allocating a
percentage of the total operational budget to professional development programs.

Because continuous professional development must be an integral component of the
principalship, those local school systems that do not currently employ principals on
a twelve-month basis should consider doing so. The summer ;nonths provide an
excellent ¢ pportunity for local school systems to conduct professional development
programs. The Maryland State Department of Education should continia to fund,

support and i 1ncrease the grant alloeatlons of the Maryland Professronal Develop-

Higher Educatlon should reevaluate their credit count drlven budget proeess when
providing public service to local school systems and the Maryland State Department

of Education.

#6.2 Local school systems should be the prlmary deelslon maker for the desrgn
and implementation of professional development programs. Local dis-
tricts should develop comprehensive professional development plans that

address district or area concerns and procedures to implement individu-
alized professional development plans (IPDPs) that enhance the skills of

principals.
Ratiorale. Each local schiool system shotild Have the = spons:blllty and the ai-

tonomy of ad1:: msterlng its own professional development program to immediately
address local &~ i cational concerns and to maintain local control. Local school sys-
‘ems using individualized professiona! development programs can work simultane-
or.sly w1th all prn o pals to address school systeni, local school, and individual pro-

Ma]or impltcatm“(s) Local school systems will need to develop pollcy and de-
s professional deveiopment programs to meet local needs. Individualized profes-
sr" 1al development pli- 1s that recognize the professional growth of principals as a
rrajor. organizational {ority must be formulated. Local school system policy and
fiscal implications would result.
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#6.3. Each local school systems professnonal development program should be

developed as a result of a collaborative effort among the Maryland State
Department of Education, colleges and universities, and other local

school systems (especially ‘where regional programs may be more feasi-
ble thar: local ones). Furthermore, colleges and uiniversities are encour-

2zed to provide personnel ! assist local school systems with the devel-

opment, critique, and delivery of professional development programs.
The Maryland State Department of Education should also develop pro-

fessional programs that address statewide concerns in collaboration with
local school systems.

Ratronale Every effort should be explored to assure- that local school systems
have the technical assistance and support to plan and conduct professional develop-

ment programs. This support, with both finances and personnel, should primarily
come from the Maryland State Department of Education and colleges and univer-
sities. This synergistic relatlonshrp would serve only to strengthen professnonal de-

velopment programs at all lev-!: - .r1ss the state.

- - Major Implication(s}). " d Stae Board for Higher Education and the
Maryland Stzie Board of " iid explore ways to eliminate barriers that
presently restrict sollabocati. .+ iocal school systems; the Maryland State
Department of Educatir» &: ar-d universities: Such barriers include, but
are not limited {o, ove:.. 4a . . wudget process that stresses credit-hour count;

the pressures for professurs i , Jiish or ot *uct research rather than provide pub-
tic service to the local school sysier 1s; and the many.varied demands made upon the
time of MSDE and local school system administiative officials.

#6.4. The admlnrstratlve e.raluatron process of local school systems should in-

s:onal development plans (IPDPs) for pr1nc1pals that contain ob]ectlves

and action plans that have been jointly agreed upon by the individual
and the evaluator. The IPDP should also contain specific action designed
for growth in the performance of professional responsibilities of princi-
pals: An assessment concept can be used to identify the professional de-
velopment needs of principals. This information should be used by prin-

cipals to formulate the 1nd1v1€luallzed professnonal development plans.

Rationale. Partrcrpatlon by pnncnpals in professnonal development programs
will be increased if the concept is made a part of the local school system’s evaluation
proces¢, By linking the individualized professional development plan to the evalua-
tion and certification processes; local school systems emphasize the importance of
lrfelong learning and its relationship to effective school-based administrative perfor-
mance. Professional development programs should be an integral component of
principals’ normal job-related activities, not viewed as an addition to their work

schedule. Such techniques as mentorships; especially for newly appointed princi-
pals; and peer reviews hold promlse for supporting professronal development and
assistance.- -

Major Implzcatzon(s) Local school systems will need to revise thelr evaluatron

process to incorporate the individualized professional development plan (IPDP).
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Also, as established previously, the proposed cerificate renewal standards shouid
be based on a principal’s IPDP ,,
A

#6.5. Colleges and universities have developed reward systems for both pro-
motion and tenure; as well as merit salary, that emphasize the faculty
member’s research, publications, and teaching but do not give much con-

sideration to service. If colleges and universities are to participate effec-
tively with state ana i »cal school personnel in providing profgssgqul de-

velopment programs for principals, the existing reward structures must
be modified so that incentives, not barriers, exist for college and univer-

sity faculty to assist in this collaboration.

 Rationale. It is clear that college and university faculty members are expected

to teach, conduct research, and publish. While “service” is also stated as an objec-
tive, little clarity exists on what “service” is and how—if at all—it fits into existinig

college and university reward structures. In 1984, a Maryland State Board for Higher
Education (SBHE) Advisory Task Force studied this issue and recommended that the
concept of “profession-related public service” become a part of the college and uni-

versity faculty evaluation system. The SBHE Task Force noted that providing re-
wards and incentives is the single most critical factor in determining the extent and

effect of the commitment of colleges and universities to real collaboration with public
school systems. In 1986, the SBHE formally adopted the Maryland Statewide Plan
for Postsecondary Education, which includes a major section on strengthening part-
nerships with the public schools. The issue is clear, well-researched, well-docu-
mented, and yet remains a major problem: o o

Major Implication(s). A re-ordering of college and university priorities as well

as resources would be necessary to implement this proposal.
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 SECTION SEVEN
Evaluation Practices

| o Introduction
__ The establishment of meaningful evaluation plans for principals commands
high public and professional interest. Formal evaluation of administrators is a rela-
tively recent development and remains today a largely underdeveloped activity im-
mersed in seemingly endless debate concerning both its purpose and processes. -

- The continuing search for means of providing effective performance appraisal

of principals is a priority of the highest order. Failure to do so will seriously under-

mine all other efforts to strengthen the principalship addressed in this report.
~ Presently in Maryland, organizational responsibility for the evaluation of prin-
cipals rests exclusively with each local school district.

- Major Issues 7

- Asis tobe expected, the issue of the evaluation of principals forces one to con-
sider a number of questions: Embedded in them are differing value judgments as
well as varying viewpoints on how best to approach the task once agreement is
reached on the fundamental purpose of performance appraisal: - -

~ In the view of the Commission, four fundamental over-arching, and what we
regard in many ways to be, sequential questions embrace the basic issues that ought
to be addressed in considering evaluation practices:

* What should be the purpose or purposes of evaluation?

+ What should be the focus of evaluation? -

* What should be the conditions of the evaluation?

* Who should evaluate the principal?

To these four fundamental questions we add a fifth that is increasingly being
posed as an outgrowth of the broad-based school improvement initiatives underway
all across the nation: ] 7

* What should be the role of the state in the evaluation of principals?

Brief Description of Current Practice
 The following major observations concerning current practices in the state and
nation are organized around the five major questions cited above:

» While the purpose of evaluation is not always established in policy, it seems
that most systems embrace features of both formative evaluation (help indi-
vidual principals improve performance) and summative evaluation (help
make judgments about principal performance for use in personnel decisions).

* The majority of systems combine three themes in implementing their evalua-
tion programs: the use of personal traits or characteristics of principals pre-
sumed to be associated with effectiveness; the processes used by principals in
the performance of specific functions; and the assessment of performance ob-
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jectives, most often mutually Jztermined by both the evaluator and the prin-
cipal. - _

« The conditions under which evaluations a are performed vary substantlally in
local school systems; however, the following patterns are used br. 1 ‘majority of
systems; annual evaluations; a common set of procedural steps fe.g:, a writ-
ten self-evaluation; both a preliminary and a culminating conference betweer
the evaluator and evaluatee; an evaluation report submitted to the evaluatee
and requiring a sign-off, and the option of the evaluatee to file a dissenting
statement); multiple sources to collect data (e.g., observations provided by the

principal’s immediate supervisor and self-evaluation); and a combination of

techniques to record evaluation data; especially item checklists.
. Responsrbrlrty for conductlng the evaluation seems to be a function of the en-

rollment size of the system in that the superintendent is often the evaluator in
smaller districts whereas this responsibility-is assumed by the prmcnpal s im-
mediate supervisor. in the iarger districts. Few districts make use of an ap-
praisal team, although many of the larger systems involve a number of indi-
viduals in some facet of the evaluation.

+ Unlike many states;, the evaluation of prmcrpals in Maryland rests exclusrvely
with each of the twenty-four local jurisdictions; the By-Laws of the State Board

of Education are silent on this issue.

Recommendations of the Commission

The recommendations that follow are orgamzed into four categorles orgamza-

tional responsibility for evaluation, purposes of evaluation, procedures to be used,
ard the nature and use of evaluatio. instruments.

Orgamzatzonal Responszbzlrty far Evaiuatwn
Concerning the organizational responsibility for the evaluation of prmclpals, it

is recommended that:

#7.1. The long-standing tradition of local control over all aspects of the evalua-
tion of prmcnpals is the most effective system and should be retamed
Rationale. # local school system has the ultimate responsrBrlltv for the person-

nel it employs. It follows, then, that the individual district should have the auton-
omy to design the evaluation system most appropriate to its goals; needs; and tradi-

tion. The most meaningful role for the state and colleges and universities in this
activity is providing technical assistance to local districts on request. :

Major Implication(s). This recommendation is consistent with current practxce
in the state. Therefure, no regulatory action is required. Similarly, no major fiscal
implications are perceived.

Purpases of Evaluation
Concerning the purposes of evaluation; it is reccommended that:

#7.2. The overrldlng purposes of evaluahon should be threeafola it should
serve as a means to help individuals improve :heir effectiveness, aid in




1mprov1ng the quallty of educatlon at the school Dulldmg site; and con-

tribute to the 1mprovement of the school system.

Rutzomzie The Commission holds the view that the evaluation of pr1nc1pals
must achieve three over-riding ob;ertwes improve the performance of the individ-

uals and bring about - improvement in the scﬁool ana suBsequently the school Sys-

purposes And it is confident that the professronal community has the commrtment
and creativity to establish a planned, structured system to accommodate these ob-

)ectlves i 7
Major ImpIzcatzon( s). Thts recommendatlon does not carry any percelved ma)or

reghlatory or fiscal implications. However, major changes must be made in local sys-
tem policies that are vague regarding evaluation or that are less comprehensive than

those argued for here.

Procedures tobelsed o
Concerning the procedures to be used in evaluation, it is recommended that:

#7.3. Six common cc: aponents shou!d be incorporated in all evaluations: an
initial systematic review of the role and function of the individual, the
establishment of performance standards, a comprehensrve review of
progress; an assessment of achievement, a review of the results, and the

development of an individual professional development plan (IPDP) for
each principal.

FIGURE 7.1
THE COMMON COMPONENTS OF THE EVALUATION PROCESS

.. Sl ] _ vavelopment
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i Function Standards Progress ’ ; Development
L Plan (IPDP)

r

Rationale. Collectlvely these six common components iii the evaluatlon pro-
cess are essential to a high quality, comprehensive, and equitable system: The use of
all six together represents a synthesis of what the literature suggests is the best of the
state of the art in evaluation practice. All six components should be used for all prin-

cipal evaluations; irrespective of elementary, middle/junior, or senior high school

level.

 -Major Impllcatzon(s) No ma)or regulatory or fiscal lmplrcatrons are percelved to
rmplement this recommendation. However, since common practice in Maryland
does not include use of all six components for all prmcrpals it will be necessary for
many Jocal school systems to adopt major changes in their cur:ent procedures: Of

particular importance will be the need for many districts to greatly enhance profes-
sional development for both evaluators and principals.
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 the role and function of elementary, mlddle/)umor hlgh and senior hlgh
school prmcxpals should be appropriately reflected.

Rationale: Differences in the role and function of elementary, mlddle/]umor,
and senior high school principals in all elements of the evaluation should be ac-
knowledged. These differences, especially those having to do with the diversit;, of
curriculum; the specialization of staff, the nature of the student body, the scope of
the program, and diversity of publics dealt with, must be reflected in the way that
the six components are designed and implemented. And nowhere is this more true
than in the review of the role and function, the establishment of performar.ce stan-
dards; and the assessment of achievement phases of the evaluation.

Major Implication(s). No major regulatory or fiscal implicaticas are percelved to
implement this recommendation. However, this largely technical problem, while
solveable; would require rmany lccal schoo! <vstems in the state to engage in a major

overhaul of their existing, 2 /aluatlon insiruments.

#7.5. A furmal evaltiation for both newly appointed principais and for those in

the first v ofa reass:gn ment should be conducted at the end of the first

vear an.i at ivo- year intervals thereafter. The prime responsnbxhty for the
wvaluation should be assigned to an individual or individuals in regular

‘ontact w:th the evaluatee (e. 8 the 1mmed1ate superv:sor) However

be agsxgned to one evaluazor glven the need for a comprehensive and
valid evaluation.

: Ratwr ale. Maxnmum beneﬂts of evaluation for both the 1nd1v1dual and the
school system will be realized if the ac:ivity is systematic and timely. The call for a

formal evaluation at the end of year one for both new or reassigned principals will
contribute to these twin objectives. The recommendation that all subsequent evalua-

tions occur at two-year intervals rather than a more protracted period is intended to
achieve these same goals, although the two-year cycle also acknowledges that many
major self-improvement or building or system-wide objectives require more than a
single year to be accornjlished.

- _The prime responsnblllty for cvaluation of the pr1nc1pal should rest w1th hls/her
1mmed1ate supervisor since this individual is the most knowledgeable about the
scope of the work of the principal. This recommendation shoiild in no  way preclude
involving others also knowledgeable about the work of the principal on an appraisal
team that would provide additional insights for use by the evaluator. -

- Completion of all aspects of the- comprehensive evaluation called for here is a
time-consuming and demanding task: In the nornz! course of a year, each super-
visor would be expected to devote a substantial amvunt of his or her time to this
activity. Although the Couimission holds the view that the meamngful evaluation of

principals is one of the most important functions that a supervisor can perform, it is

also mindful that ordinarily - his responsibility is but one of many duties of most

senior level administrators. ™\ 'netheless, the Commission feels strongly that quality
w111 suffer 1f too many evaluatlons are a551g ned to orie md1v1dual or the members of
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of supervisors, particularly those in the state’s larger systems, must be made, these
should be done in areas other than evaluation: .

Major Implrcatron(s) No major regulatory 1mpllcatrons are percelved to lmple-
ment this recommendatlon However a two -year mterval for evaluatlons of expe-

act1v1ty Addltlonally ob)ectnies will need to be viewed in terms of both short- and
long-range achievement. To make this process most effective, local school systems
must carefully plan interim year data gathermg act:v:tles
collection and analysns of written data from members of the school system who have
both direct and indirect experler<e\ v.itk the principal during histher evaluatic:"
), major adjustments in the org. - onal structiires of many of the state’s large‘
school systems would be required to accommodate this recommendation and an :
mediately related one (recommendation #6) that calls for the asslgnment of pr.me
respons:blllty for evaluation to the principal’s immediate s supervisor. An additional
cost to a local system could likely result from 5séngﬁnﬁg fewer evaluations to evalua-
tors in those systems where the current pattern is to assign unreasonably largé num-

bers of evaluauions to a single evaluator.

#7.6. Supporting data to be used in the evaluation should be established by the
cvaluator and evaluatee at the beginning of the process. Carefiily con-
structed and highly individualized written self-evaluations shou:ld be an
mtegral part of the evaluation of a principal.

Ranonaie The Comrission believes that principals: must partlcrpate in and
fullv understand. the :::lent and scope of the evaluation. It is at the pre-evaluation
conference where the most useful discussions can occur and where a supporting
relationship can be first established. It is here that the evaluator can establish the

school system’s expectations and it is here that the evaluatee can provide his or her
insights on data that will be most useful in conducting the evaluation. Addltlonally,
engaging principals in the early determination of the scope and processes to be used

will more likely result in their viewing the evaluation as an opportunity, not a threat.
~ Moreover, self-evaluations, when used alone, are niot reliable indicators of | per-
formance However, when used in con]unctlon w1tﬁ tﬁe F ta called form the preced-

are one of the best ways to find out how prmc:pals think thev are dnn.ﬁ and thus

help pinpoint areas of individual strengths and weaknesses. As such, they are a
powerful diagnostic tool to assist in a prmcnpal s self-improve ~ant efforts.

. Major Implzcatzon(s) No ma)or regulatory or frscal lmpllcatlons are percelved to

need to establish guldelmes for momtormg the lmplementatron of system -wide use

of comparable data by different evaluators in cases where more than one person pro-
vides data for use in the evaluation. Additionally, since most Maryland school sys-

tems do not currentiy use individualized self-evaluation approaches in a systematic
manner, local guiidelines will need to be established to assure consistency and

quality.
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#7.7. The processes and practices used by the principal in monitoring student
performance data and faculty performance data and the way in which
these data are used to achieve school system goals shouild be included in
the scope of the evaluation. However, care must be exercised that infor-
mation of this type is unquestionably reliable, valid, and relevarit.

Rationale. ~The uses of student achievement data and faculty performance data
are important ways to achieve two of the three over-riding purposes of evaluation
(judging the performance of the school building and the school system) and should
be incorporated, along with other data, in the establishment of performance stan-

dards and in the assessment of achievement. On this the Commission has no qualms
whatsoever. If the primary mission of schools is to educate children and youth, then

the evaluation of principals should be based in part on the processes and practices
the principal uses to monitor students’ learning, to moritor student and staff atten-
dance, and to use other measures that are central prerequisites for schooling.

__ Major Implication(s). No major regulatory implications are perceived to imple-

ment this recommendation. However, a clear fiscal note ’s recognized in that the use
of this type of data and the procedures necessary for their implementation would

require a Jocal system to develop comprehensive and longitudinal data banks for
each building level urit in the district. Technical problems of this type, while soive-
able, would require a commitment of substantial resources. Additionally, it is antici-
pated that major modifications in the prevailing practices of many systems would 5e
required in order to make a principal truly accountable for the way in which he or s}i=
monitors and takes action tu influence the achievement of some measures (e.g,
teacher attendance practices, student attendance patterns):

#7.8. The local school system should commit necessary resources for the peri-

odic and systematic training in personnel appraisal for all evaluators.

- Rationale. A poorly trained evaluator can negativeiy affect =ver -‘ie best de-
signed evaluation system. On the other hand, an unqualified evaluator can virtually
destroy the comprehensive system called for in this report. Moreover, urie of the
minimal expectations of the evaluatee should be that those who do the evaluation

possess the necessary skills and competencies required. Evaluation is an imprecise
practice and probably always will be. It will always require the use of qualitative
judgment in all of its elements. But there is no cause to believe that evaluators, by
virtue of their position or experience; automatically possess requisite skills. A sys-
tematic training program in personnel appraisal is one of the absolute conditions for
a high quality program. =~~~ o

~_ Major Implication(s). No major regulatory implications are perceived to imple-
ment this recommendation. However, from what the Commission has been able to
discern from the limited data available, most school systems tend to devote meager
resouirces to professional development programs generally and particularly to the
important function of training of its evaluators. Thus a widespread recommitment of

resources for this activity appears to be a necessity in many situations.
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#7.9. All elements of the evaluation procedures for principals should them-
selves be subjected to periodic analysis to ensure that the processes used
are consistent with the three over-riding objectives and that individuals
are treated fairly and even-handedly. Principals should be deeply en-
gaged in these assessments:

_-Rationale. The need for the periodic review of the entire evaluation system is
no different from the need to subject all educational practices to regiilar éxamination
and to ask the dual questions— Does the progiam do what it is intended to do? And;
if not, why not? Moreover, like many other comprehensive activities that involve

human relationships at the most fundamental level, slippages occur and contingen-
cies frequently arise whose impact on the process must be assessed: And, given the

imprecise nature of the current state of the art, period evaluation just makes good
management sense. - , L 7 L
. The special note that fair treatment of the principal be one of the foci of the
evaluation design is intended to give- prominence to the fact that the evaluation of
principals, while an absolute necessity, is nonetheless a complex process for the
evaluatee. One of the minimal expectations of the principal should be that his or her
fair treatment is guaranteed-at every stage of the activity. o

_The insights of those who are the focs of the activity are probably unmatched
in revealing the strengths and weaknesses of the process. As such, they should be
sought when designing and conducting the assessment: Moreover, the involvement
of principals should contribute to the development of a sense of ownership in the
system as well as contribute to the quality of the analyses. 7

- Major Implication(s). _No major regulatory or fiscal implications are perceived to

implement this recommendation.

The Nature and Uses of Evaluation Instruments . o
 Concerning the nature and uses of evaluation instruments, it is recomiaended
that:

#7.10. Because of its necessary centrality to the entire evaluation process, great
care should be exercised to ensure that the evaluation instrument used is
highly compatible with the stated purposes of the evaluation. Moreover,
the six major functions of the principalship, particularly the central re-

sponsibility for instructional maintenance and improvement, should be
used as the building blocks for construction of the evaluation instrii-
ment. And, finally, performance criteria should be used to measure the
objectives of the evaluation. However, the performance criteria used as
well as the entire instrument should be designed to ensure that mean-
ingfu! differentiation of levels of performance can be assessed and dis-
played, anA so that the necessary planned individualized professional
developmeat program (IPDP) can be more readily implemented:
- Ratioual>. The need for a close fit between the purposes of evaluation and the
inzlrumert employed to ¢stablish performance standards and assess achievement is
obviou.. The evaluation instrument is the primary means of implementing many of
the objectives of eva'uation. The recommended use of the six major functions of the



principalship as the building blocks for construction of the instrumerit is intended to
<all attention; in rtill another way, to the absolute necessity of a close match between
the recommended role of the principal and the purposes of evaluation.
___The exclusive use of nebulous or open-ended essaj -ty pe descriptions of either
performance standards to be used or the assessment of results of an evaluation will
in no way be adequate to serve the multiple purposes of evaluation called for here, or
facilitate the successful implementation of the recommended procedures to govern
the activity. Rather, what is required are performance criteria that are vaiid and reli-
able mrasures of characteristics that are being evaluated; supported by meaningful
narrative statements. - L o
‘The ackievement of the three over-riding purposes of evaluation is also depen-
dent upon the meaningful differentiation of levels of performance. The individual is
not likely to know about his or her own professional development needs provided
only a “satisfactory” or “unsatisfactory” rating on one or more of the performance
criteria. Nor will the performance of the school or the school system be possible with
such responses. Indeed, the very use.of performance criteria implies a rating scale of
different, and relatively sophisticated; levels of achievement.
. Major Implication(s). N u
quired to implement this recommendation. However, many districts will need to
engage in a major overhaul of their existing evaluation instriments. This largely
technical problem should be easily solved. Not so easily resolved, however, is the
requirement that evaluators possess the requisite skili- to effectively implement the
differential instrument called for here. This absolute prerequisite is additional justi-
fication for the need to provide a comprehensive professional development program

for evaluators in performance appraisal.

lo major regulatory or fiscal implications would be re-



SEGTIQN EIGHT

A Recapitulation of the Recommendations
And Their Major Perceived Implications

- Thls report contalns a total of fort y—elght 48) recommendatlons for enhanc1ng
the. effectlveness of the principalship in the schools of this state: The recommenda-

hOl'lS span a full range of activities from strengthemng the pool of candldates for th

trces) to enhancmg the effectlveness of ex15t1ng pr1nc1pals (professnonal develop-
ment practices and evaluation practices). All of the recommendations on these issties
were driven by a rationale on what the Commission believes should be the role and
function of the principal in striving for quality schooling.

The distribution of the forty-eight recommendations by topical area is as fol-

lows:

the role and functlon of principals .........ooooiil L . 1 recommendation
preparation programs .. .....................iiii... 16 recommendations
certification requirements .................. ... ... ... 7 recommendaticns
selection practices .. ..:...:..:iiiiiiiiiiiiiiii....... 9 recommendations
professional development practices ................... 5 recommendations
evaluation practlces e T S I SIS (¢ recommendatlons

For the most part; no sngmﬁcance should be attrlbuted to the uneven numBer of
the Comm1551on leferences in the number reflect the partlcular approaches used
By suB-commlttees in exumlmng topus more tﬁan they do the relatlve 1mportance
coticerns preparatlon programs The relatlvely large number of recommendations
here does in fact reflect the importance the Commission has given to the need for
strengthemng precertlflcatlon preparation programs for principals offered by col-
leges and universities.

A recapitulation of the themes of the forty- elght recommendations is presented
in the following table. Also shown is the nature of the major perceived implication(s)
of each recommendation for the organization that the recommendation is directed to
(local school districts, colleges or universities, the Maryland State Department of
Education, the Maryland State Board for Higher Education). Three possible types of
major implications are established:

P = a program modification would be required to implement the

recommendation

R = a regulatory modlﬁcatlon would be required to implement the

- recommendation

F = major new financial resources would be requlrea to 1mplement the
recommendation
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TABLE 8 1 |
A Recapltulatlon of the Themes of the Commlsslon

Hecommendatlons and Thelr Perceived Major Implicatlono

Organization(s) Recommiendation Duecled to

and Nature of Perceived Implication> - -

| _ State State
o L . Local Co_llégéé Department Board for
Th'eiii’es of the Recommendations? School and of . -Higher-

. Districts ~ Universities Education  Education

SECTION TWO: ROLE AND FUNCTION
21, principal shoild provide both the educational leadershlp and
management direction for the school in six functional areas p

SECTIO™ THREE: PREPARATION PROGRAMS

Student Recruitment and Admissions

31: ClUs and LEAS should ericage in systematic and sustained
'r'e'c'ruitih'eht' Special attertion shold be givén' t‘o‘ iétroitméht of

| educatlon who ¢ can meet certification requnrements L P P

3.2, admission standards should assure admission of only intellectually
promlsmg and those who have apntude for the pnncnpalshxp, C&Us
sh.ould make use of pre admlssmn skill exercises for both admission }
decisions and program planning o PF R

33, individals admitted to program must fold for be ehglble to hold)
an advanced professional certificate (APC), or its equivalent;

- directly related toarea of teaching p .
34. C&U, aided by LEAS and MSDE; should aggressn elv seek wavs to | B :_
promote full-time studv : Pk :

qumm Accecquhw
3.5. MSBHE should accelerate planning for an approved program on
Eastern Shore PF
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TABLE 8.1 {continued)

Organization(s) Recom:endation Dlrected to
and Nature of Perceived Implication®

o : _ State State
o - Local ~ Colleges Department  Board for
Themes of the Recommendations® School and -P of - Higher-

} Districts ~ Universities Educétmh JidncamlL

quram Conh it :
36. program should mclude mot less tari 36 graduate serester hours of

which 6 are devoted to clinical e expe‘ lences P R
3.7, program should give prominence to large bodv of conceplual |
_ knowledge and the development of clinical skills in ten areas P R
38, program should reflect demonstrable differences in levels of the ) .
prmdpalshlp ; . . P R
39, program should lnclude acqulsntlon of co;,nm\eknmvledge in . ;
 fesearch methoaologles : P R
3.10. numerous, well-designed, aid diverst linial ¢ experiences are |
required DF R
311, candidates for graduation must demonstrate comgs tencis in clinical
skill areas PF R

Methods of Instruction and Mode of Delivery .

312 Cals should move away from almost exclusive use of the dldactnc
approach in a classroom setting; should establish mechanism for
joint developritent of instructional materials and joint use of )
promnsmg technologv P

Rt'hztmm with Constibuent Gmu 5
313 meamngful cooperanon between C&Us and LEAs must be
aggressively pursued, especnallv with regard to recrultment of
promising candidates, development of intensive clinical expericnces,
and improvement of research component of program P P



oY .

U?' ik erg

ok MeaHE, working wii state's publ C&Us should seetrchanges in
{isng state funding formula¢ and adept an allocation system that
Tire adequately Supports higher costs of graduate professional
eduf tion

Progrrzmt i

315, MSDE should undertake a comprehensive reassessment of it

. (Current program approval standards =

316 C&Us should engage in periodic comprehensive self-evaliatiors

SECTION F@UR €ERTIFICATION REQUIREMENTS

Criteria for Inital Certfication

L1, applicarit miust satrsfv 3 condifons: hold, or be ehgrble o hold an
advanced professional certificate (APC); hold 2 master's degree from
an accredited C or U and; have 5 vears of successful teaching
experience af approprrate level

42 for graduates of a Maryland-accredited C or U, orily those iwho
complete an approved program for sct'ool based administrators
should be eligible for a certifcate (3 5 ‘year transition period should

 beallowed for implementation)

43.  praduates of an approved p program for school- based admmrstrators
offered by an accredited C ar Uin Maryland most successfally
complete an MSDE a assessment exercise

14, pracuates of an accredited € or U outside the state miist submrt a-
comprehensive case fie for review and approval by an MSDE panel
and those with less thati 3 years of experience as a principal must
successfully complete an MSDE assessment exercise

Tr/pes of C rtrﬁmtron id Duratron Preid

45.  existing practice of awarding certificate pased on level of assignment
should be retained

46.  acertificate for a practicing prmcrpat should be requrred tg be
renewed ¢ every 5 years and reqiteitients for fenewal should be
established in an individualized professional development plan
(IPDP) desigried by employing district and the candidate
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TABLF . ontinued)

Ory,amzatlon(s) Recomimendation Directed to
and Nature of Peeceived Implication® -

- State State
T S Local: COUCSES Department  Board for
Themes of the Recommendations® School and of - Higher
Districts  Universities Education _Educarion
47, a ceitifcate for non-practicing principal, including assistant
principals, shiould be req:iired to be renewed every 5 years;
reqiiremments for fenewal ay be miet by completing locally
approved workshops or programs, and/or MSDE appreved -
workshops or progtams, and/or coursework at a C or U; individuzs
not employed as a practicing principal for a 5-year period must | | .
successfully complete an MSDE assessment exercise P P PRF
SECTION FIV" SELECTION PRACT]CES -
5.1. LEAs should establish a comprehenswe 3 step process the
~ encompasses pre-screening, screening; and selection activities P
52 LEAs should establish and publish a comprehensive policy which -
identifies the process and procedures to.be used PR
53 LEA: should consider generating an applicant pool of potential
B andldates : P
54 L EAS shoild establish selection practlces that Fiae apphcant itake .
processes that are open to all who meet eligibility requirements P
5.5.  LEAs should establish selection practices that balance mult:ple
- sources of evidence and multiple sources of assessment informz:on -~ P
5.6: LEAs should conhnually evaluate the results of their selechon
~ practiesin terms { ethnic and gender representation P
57, personnel from each segment of the selection process should be _
involved in evaluation P

1§



58,

59.

comprehensive supply and demand study should be conducted
periodically, sponsored by LEAs, C&Us, the MSDE; and the
MSBHE =~ - -
begmmng and career salaries must be mmpentwe With busingss

and government

SECTION IX: PROFESSIONAL DEVELOPMENT PRACTICES

6.1

6.2.

63,

64

65,

a policy commitment and adequate finandial s support by LEASs, the
MSDE, and C&Us are essential for the developmentand
implementation of meaningful professionial developiert programs
LEAs should be prime decision aker for the design and
miplementahon of programs; programs should address district
corcerr., as well as individualized professional develﬂpment plans
(IPDPs)

eichi LEA program shold be developed asaresilt o a
collaboration effort ar among the MSDE; €&, and oter LEAs,
especially where regional prograras may be more feasible; C&Us are
encouraged to provide personnel to LEAs; thie MSDE shiild alsg
develop programs that address state-wide corcerris, i cillaboration
with LEAs .

the adinistrative evaliiation process of FLEAs should alsomclude
individualized professional development plans (IPDPs) that contain
bjectives jointly agreed upon by the individual and the evaluator
the reward system used by C&Us must be modified so that
Incentives; not barriers, exist for faculty to actwely partnapate in
professional development programs

SECr ION SEVEN l3VALUATION PRACT ICES
Organuhonal Responsibility

7.1,

the long-standing tadition o .. control over all aspects of
evaluation should be retar e’

0

PRF
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IF
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TABLE & (continued)

Organization(s) Recommendation Diected i
and Nature of P reeived Implicatin®

o o - éiité , ;;Sldlé
S g Local  Colleges  Departmient  Board for
Themes of the Recommendations? School  and - of _Higher

. Districts  Universities Education  Education

Purpom SRS
72, the ovemdlng purposes of evaluation shoild be thrée-fold: serve as
ameans to help individuals improve their effectiveness; aid in
improving the quality of education at the building site; and
contribute to over-all school system performance P
"roredum o e Used |
7.3, sixcommon components should be mcorporated in all evaluahons
74. distinctions.in the role and function of elementary, middle/junior
high; and senior high principals should be appropriately reflected
7.5:  formal evaluations for both riewly appointed principals andfor
those in first vear of a reassignment should be conduicted at end of
ﬁrst_year and at two-year intervals thereafter; prime responsibility
for the evaluation should be assigned to an individual in regular
contact with the evaluatee; however, great care should be exercr: -
in establishing the number of principals assigned to one evaluator P
7.6.  supporting data to be used in the evaluation should be established
by the evaluator and evaluatce at conimericemierit of the process;
carefully construicted and highly individualized self-evaluations
should be an integral part of the evalisation P
the ocesses and practices used by the principal in momtonng
student performance data and faculty performance data and the
way in which these data are used to achieve school svstem goals N
should be included in scope cf the evaluation PF

-
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78, LEAs should commit necessary resouirces for the PEI’IOdlC and
systematic training in persorinel appraisal for all evaluators

7.9.  all elements of the evaluation procedures used should. be sub;ect to
petiodic analv51s principals snould be deeply engaged in these
assessments

The Natun‘ and Lise of Evaluatzon lnslruments

7.10. great care should be exercised to ensure that the evaluatlon
instrument is compatible with the stated purposes of the evaluation;
six major functions of the principalship; particalarly the ceritral
responsibility for instructional maintenance and improvement,
should be used as building blocks for coristruction of the
instrument; performance criteria shiguld be used to measire
objectives of evaluation; performance criteria, as well as entire

instrament, shoild be designed to ensure that meaningful
differeniation of levels of performance ¢aa be assessed and so that
individualized professional development plans (IPDPs) ca:: be

readily implemented _

PF

Noles _
* Frequent organxzatlonal abbrevxahons used
LEA  —local school system..
C&U  —college and umversnv
MSDE —Maryland State Department of Education
MSBHL-wMaryland State Board for Higher Education

b Nature of fiajor percewed 1mphcatlon e
P—program mocaiiication(s) required to lmplement
R—regulatory modification(s) required to implemnt
F—new financial resources required to implement
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