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PREFACE

This Note is directed at two audiences. It should be of interest
to school districts that will soon be seeking large numbers of new
teachers. As a resulf. many school districts will want to impreve their
recruitment, screening, hiring, placement, induction, and evaluation
procedures. It should also be of interest to those who wish to
understand the effects of teacher selection practices. These practices,
like most public policy practices, have both intended and unintended
consequences. An effective teacher selection system is one that results
in the hiring and retention of the kind of teacher the district values
rather than the kind of teacher who merely happens by and stays.

The full study is described in a companion report, Effective
Teacher Selection: From Recruitment to Retention, R-3462-NIE/CSTP,
January 1987. It was sponsored by the Nationzl Institute of Education
(now the Office of Educational Research and Improvement of the U.S.
Department of Education). The preparation of the report was supported
by RAND's Center for the Study of the Teaching Profession, which in 1986
received grants from the James S. McDonnell Foundation, the Conrad N.
Hilton Foundation, the Metropolitan Life Foundation, and the Aetna Life
ard Casualty Foundation, Inc.

This study is the product of the efforts of a team of researchers
from The RAND Corporation and elsewhere. The case studies upon which
the study rests were conducted by eight researchers. David C. Berliner
studied the Mesa, Arizona, schools; Linda Darling-Hammond, Arthur E.
Wise, Barnett Berry, and Amy Praskac, the Montgomery County, Maryland,
schools; Arthur E. Wise, the East Williston, New York, schools; Arthur
£. Wise, Linda Darling-Hammond, and Amy Praskac, the Hillsborough County
schools; Emil G. Haller, the Rochester, New York, schools; and Phillip
C. Schlechty and George W. Noblit, the Durham County schools. The work

was enriched by the varied perspectives brought to each of the case

studies.




The case studies are detailed in the present Note. The task of

synthesizing and analyzing them and developing conclusions and
recommendations fell to Arthur E. Wise, Linda Darling-Hammond, and
Barnett Berry.

The six districts studied were selected with the assistance of a
panel representing most of the major education associations. The
members (and their then current affiliations) were: Dr. Herman Behling,
Maryland State Department of Education; Dr. Herman Goldberg, American
Association of School Administrators; Ms. Joanne Goldsmith, National
Association of State Boards of vducation; Dr. James Keefe, The National
Associdation of Secondary School Principals; Dr. Willie J. Kimmons,
University of the District of Columbia; Ms. Lucille Maurer, Delegate,
State of Maryland; Dr. Bernard McKenna, National Education Association;
Dr. James Mecklenburger, National School Boards Association; Ms.
Margaret Montgomery, National Association of Elementary School
Principals; Dr. William Pierce, Council of Chief State School Officers;
and Ms. Marilyn Rauth, American Federation of Teachers. The districts
chosen for case studies had highly developed selection practices or paid

particular attention to thejir selection of teachers.
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Case Study 1
TEACHER SELECTION IN THE MESA UNIFIED SCHOOL DISTRICT

David C. Berliner

THE CITY

Mesa, Arizona, located about 15 miles east of Phoenix, is the third
largest city in Arizona. Mesa's population, now about 218,000, has been
growing at about 10 percent a year and is expected to continue to grow
rapidly.

Mesa's population is almost 90 percent white. About 9 percent of
the population is Mexican-American, another 1 percent of the population
is black, and under 1 percent are of Native-Amnerican background. Mesa's
population is also, largely, middle-class. 1t has a large Mormon
population and a major Mormon temple is located in the heart of the
city.

In Mesa, unemployment is low (3.4 percent) and median income is
high ($29,100). Over one-quarter of the househclds earn $35,000 or more
per year. The two largest employers in Mesa are Motorola, a producer of
integrated circuits, and the Mesa Unified School District. Each employs
about 5,000 people. Among the 10 primary attractions describsd by the
Chamber of Commerce to industries that are considering moving to Mesa is

the "nationally rencwned public school and community college systems."

THE MESA PUBLIC SCHOOLS

The Mesa Unified School District has 34 elementary schools
(enrollment of 23,889), eight junior high schools (enrollment of %,758),
and five high schools, of which one is vocational (enrollment of 9,650).
There are also {our schools for children with special needs (total
enroliment of 400). A new elementary and a new junior high school were
scheduled to open in 1985. Trrom 1974-75 to 1984-85, enrollment
increased by about 18,000 and from 1984-85 to 1989-90, enrollment is
expected to increase by 11,000 or more. The student teacher ratic in

Mesa schools averages 16:1 in grades K-3, 30:1 in grades 4-6, 28:1 in
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grades 7-9, and 26:1 in grades 10-12. Per-pupil expenditures vary from
32,629 to $3,341, depending on the school and the category of student.
The age of teachers in each school also affects per-pupil expenditure.

Private schools (including parochial) are almost nonexistent,
primarily because of the high regard in which the public schools are
held. As stated above, Mesa has a large and old established Mormon
community. Unlike Orthodox Jewss, Catholics, and Protestant
fundamentalists, Mormons have never made much use of private parochial
schools to promote their religious and moral beliefs. Perhaps this also
is a reason so few private schools exist.

The 2,500 members of the Mesa class of 1984 were offerecd over $4.6
million in scholarships. On the California Achievement Tests, taken
every spring, Mesa students score above national and state averages in
reading, grammar, and mathematics at every grade level. American
College Testing (ACT) Program scores, for the twelfth consecutive year,
show Mesa high school students above state and national norms.

Beyond what the Southwest has to offer most people--sunshine,
sports, western life-style, economic growth, and nopulation growth--
Ylesa has some special attractions for teachers. In 1984-85, teacher
salaries ranged from $16,000 (B.A. with no experience) to $33,299 (Ph.L.
with 14 years experience). In addition, the district's emplovee
benefits include life, disability, and derntal insurance as weil as the
usual retirement and leave policies found in most school systens.

There are other attractions for teacners in Mesa. First, there is
a history of <ommunity support for the schools, evidenced by voter
approval of 5218 million in school bonds over the last 15 years.

Second, the district also has its own very large and active staff
development programs. Third, there is easy access to a major university
(Arizona State University, with enrollment of about 35,000) so that
there is the opportunity for advanced graduate work in education or
related fields. Fourth, home prices 1n Mesa are very moderate by
national standards, enabling teachers to buy new homes or condominiums.

In addition, the district has had consistent leadership for some
time. The 1983 resignation of the previous superintendent came after he
had served 17 years in that position (the national average term of

longevity in the superintendency is less than one-quarter of that). The
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new superintendent served in the Mesa Central Office administration for
a number of years and knows the district well. Not only was he & site
administrator and teacher in the district but he was als¢c a student in
and a graduate of the Mesa public schools. Although changes clearly
occur in this well respected school district, cne informant felt
compelled to note that "continuity and stability, not change or fadism,

. - 13 tt
is the prevziling etnos.

POLICY CONTEXT

Characterizing the community that this school system serves,
administrators focused on such things as a demand for quality from its
schools by the public; the fact that the public is highly involved with
schooling; and that the public is very supportive, as evidenced by
recent bonding issues. The respondents also point out quite quickly
that it is a stable, mostly white, solid middle-class community. They
do not sav, but they do imply, that they have none of the problems
associated with mobile, non-white, lower-class communities.

There was a good deal of talk by the administrators about the
future of Mesa's children. The community 1s perceived as wanting 1its
children to be able to work--to "make a good living." Although coliege
is seen as important, the importance 1s really functional. College is
probably necessary to get a ''good job." That is why college is
important. The good jcb is the overwhelming goal of education. The
arts program, though well supported, and the advanced placement program,
though well supported, are, apparently, subservient to the dominant goal
of the schools: To make Mesa's youth employable. A "quality" education
(a term repeated z great deal) is what the community expects and
believes it is getting. Unlike many other districts, budget was not
ment ioned except where it related tc issues of growth. There is no
sense that the pedagogical needs of the district are underfunded, though
fiscal problems abound as a result of growth. The continued expansion
of the district, the redrawing of school lines, the ever spiraling costs
of physical plant, etc., are the 1ssues the community cares about, but
always within a context of genuine respect by the community for 1ts

schools.
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As in every large district there are differences in community goals
and views of education that lead to diverse definitions of good schools
and good teaching. There is a vocal and sufficiently persuasive group
of parents who launched a "back-to-basics' movement. They are
politically active though not numerically large and have received for
their efforts a "basics" school. The "basics" school is a thoroughly
academic elementary school with firm homework policies, to which
neighborhood parents can send their children and so can any other
parents if they will provide their own transportation. These parental
concerns about curriculum take place within a district that has never
departed drastically from the basics. Mesa is a community with
traditional values and its schools have continually reflected “hose
values. The "basics" group is seeking expansion in Mesa. Others
interested in education are fighting this movement. On this and every
other issue the usual assortment of diverse opinions show up in front of
the school board. Both the far right and the far left speak out
occasionally. But the fact that diverse opinions exist should not
distort the overall picture. Differences of opinion about schooling are
at a minimum in Mesa.

Four issues seem to have been highly visible and occasionally
contentious over the past year or so. First was the founding of the
"basic" school and the more current discussion of its expansion.
Related to that issue is the policy of grading. Parents are taking
different sides on the issue of how the district should grade students.
Third, there is the issue of changing school boundaries, a traumatic
event for parents and children and a regularly occurring event in a
growing (or a shrinking) school district. Finally, there has been the
recent controversy over the tzaching of controversial issues.

Mesa resembles many other American suburban communities in that
constant pressure is exerted on schools "to be a certain kind of
school." The only unique aspects of Mesa as it deals with this very
American phenromenon is a result of its larg Mormon and
Midwestern-raised population. This fact, apparently, results in two
things: It makes the schools more conservative than might otherwise by

the case, thus change comes slowly. And there is broad based public
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respect for the public schools and for teachers, giving rise to an
attitude that the successful professional people who are running the
schools know best. Therefore, Mesa is unlikely to be a place where
large numbers of people try to change the schools and its school system
is not likely to be one that tries new things all the time, responding
to contemporary politics or educational fads.

Any dissatisfaction that exists seems to be held by some who want
more basics. Because the schools appear now to be both successful and
basics-oriented, it is hard to tell what this group wants to accomplish.
It should also be noted that because the district emphasizes the
academic basic skills, a second group of dissatisfied parents has
formed. These people are dissatisfied with the size of the humanities
and fine arts programs that are cffered.

It was apparent that the community of Mesa is highly satisfied with
its public schools. The local community has provided all the tax
support for the schools that it has been asked to provide over the last
20 or so years. Mesa's salary schedule, for example, reflects the
citizen's support by being at or near the top of the scale in comparison
with similar districts. Mesa's schools are recognized in the regior. as
having a great deal of community support. Thus, many people chose it as
a district to work in. It makes recruiting and retention of teachers
easier than in some other districts.

From many sources, it appears that the citizenry of Mesa think that
their schools and teachers are of very high quaiity. Public opinion
nationwide has questioned the instructional competency of teachers in
America, and Mesa has reacted to that. The district changed the Mesa
Educator Perceiver Interview used in the selection of teachers to
reflect the national and local concern about instructional quality.

This year, for the first time, teachers will be screened by the Mesa
interviewers on their knowledge of instructional techniques. The basic
instructional model that formed the background to the series of
interview questions about instruction is derived from Madelaine Hunter.
Her ideas are the basis of hundreds of statewide and local school
district inservice training programs. However, Mesa is probably one of
the first districts in the nation to use questions derived from Hunter's

ideas as part of the formal screening of teachers seeking employment.
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For Mesa, this new emphasis on instruction in the selection of teachers
comes more from public interest in the issue than public pressure to do
something about it.

The main educational goals of this school system and the school
system's philosophy of education are forthright and common. Mesa is
committed to a good basic education and it defines that broadly. It
tries to meet the individual needs of students and tries to keep quality
high. 1Its music program is the strongest in the state. Its fine arts
program is exceptionel. It runs a vocational/technical schocl as well.
These programs and schools exist and are supported because of the belief
by the district's leaders--administcators and parents--that a total
program of high quality instruction must be offered.

The district's educational philoscphy and goals affect the
selection process for teachers. Because Mesa has 3 commitment to a
total program (the word rotal is used a lot when discussing curriculum
philosophy), interviewers must always be looking for special talents in
music, sports, hobbies, etc. The greater the diversity of talent and
the willingness to use it, the easier it is for an academically
qualified candidate to get a job in Mesa--other things being equal.

The school board has not been concerned about defining goals or
processes for teacher selection. They are, apparently, content with the
present process. In addition, the local teachers' organization has not
been involved in the selection process. The local teachers'
organization is an NEA (National Education Association) affiliate, a
member of the Arizona State teachers' group--the AEA. It is considered
to be strong, vocal, and very cooperative. Employer-employee
relationships have not been adversarial. The Mesa Education Association
"has not structured itself as a union, but as a professional

' It is "active but not hostile."

association.’
The respondents were asked to describe their district selection
policy and procedures as either highly centralized, with the Central
Office controlling most decisions, or decentralized, with efforts made
to delegate decisions to the school level. Virtually all respondents
agreed that the Mesa system was some of both--centralized and
decentralized. The Central Office screens candidates. It acts as
gatekeeper for the district. It determines who will and will not be in

the pool.
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However, many local site administrators are interviewers.
Therefore, the personnel at the schools feel that more than Central
Office staff participate in the gatekeeping function. The decentralized
part of the selection process occurs because the site administrators get
to chocse about five candidates to interview from a pool of 10-15. They
then select one of those five for employment. Thus, local autonomy in
decisionmaking is preserved. Despite the near unanimity of belief, from
an outsidacr's perspective, the system did not look to be very
decentralized at all. Imagine being given a choice, at dinner, of hot
dogs or hamburgers. On the one hand, you have a choice. On the other
hand, someone has already made the major decision--what will be served.

Although many of the participants believe the system is partly
decentralized, it is doubtful if that is a supportable belief. It is
probably the admiration of the participants in the selection process
toward the pool of candidates they are presented with that allows this
fiction to exist. There was absolutely no evidence given by
administrators that the selection system had major faults. Their
contentment with the system and the fact that tkey do have the authority
to choose the candidaies they want at the site have made them
unconcerned about the severe limitations placed on their choices by the
Central Office staff and policies. When this analysis was presented to
one administrator he replied, '"Maybe you're right, but who cares, it
works OK and I've got enough other things te worry about."

Respondents were also questioned about whether other personnel
decisions (e.g., hiring and transfers) were handled in a centralized or
decentralized fashion. Again, respondents felt that the district is a
"middle of the road" district on the issue of centralized or
decentralized decisionmaking. Hiring decisions are the sites'
responsibility, though they must draw from the pool of candidates
selected by the Central Office. The Central Office will not enter into
into the process again unless they do not like the choice that is made.
The ASFP feels that he exercises quality control for the district; thus
he feels it is his responsibility to challenge and inquire about
decisions he does not approve of at first glance. Such instances are

infrequent but they do occur in a district hiring 200-300 teachers per
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year. The site administrator and ASFP negotiate the disagreement and
only very rarely is there a need to go higher in the system to
adjudicate a dispute.

Firm rules for transfers exist. Teachers within the district have
first rights to new positions. Thus, at the end of each year site
administrators interview people within the district who want to
transfer. The Central Office coordinates the listing of jobs and the
requests for transfer. The local site administrator has some power over
whom he or she will hire, but clearly there is a system run by
regulations and agreeme.ts giving transferring teachers some advantage
when competing for a vacancy at another site. Transfers within this
district seem to be at a high rate. This is partly due to the size of
the district. A teacher entering the Mesa school system is likely to
get a job at a new school in the outlying areas--far east of the center
of town. After gaining tenure and establishing personal contacts with
other teachers, many teachers choose to move to the central area, which
is closer to Phoenix, Scottsdale, Tempe, and the university.

In addition, the personnel office is not involved in the areas of
evaluation and staff development. Teachers are evaluated by the unit
administrator (the principal or a department head) who uses forms and
procedures agreed upon with and distributed by the central
administration. Only a unit administrator could recommend dismissal of
a teacher, for example, indicating chat some power is certainly
decentralized.

The district philosophy is that the unit administrators are
"responsible for the growth and development of the teachers in his or
her charge." However, the district has an ex*ensive centralized staff
development office to accomplish district level, general, staff
development activities. The Mesa schools have a Director for Planning,
Staff Development, and Special Projects who oversees two mandatory staff
development programs for newly hired teachers (regardless of previous
experience), and other staff development activities, which are open to
all Mesa teachers. Although Mesa personnel generally characterize
evaluation and staff development as partly centralized and partly
decentralized, it is less apparent in the case of staff development than

in the case of evaluation. Staff development, at leas: in its more
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formal versions (courses, certificates of competence, requirements for
granting of tenure, etc.) appears to be quite centralized.

In the interviews, questions were asked about how the different
divisions in the district--e.g., personnel, research and evaluation, and
curriculum and instruction--interact with each other in designing or
implementing the teacher selection process or in gauging its effects.
What was revealed was that the internal district involvement with
selection has been minimal. The research and evaluation unit is
uninvolved. The curriculum people get involved only as interviewers.
Thus, the directors of science, social studies, and vocational
education, for example, are all trained interviewers with the
SR1-Ventures-Mesa Educator Perceiver Interview schedule. In general,
selection is the problem of the ASFP.

The state's requirements for teacher education affect the
district's selection process only minimally. Arizona requires the
Arizona Teacher Proficiency Exam, a basic competency test assessing
reading, writing, and mathematics. In addition, the state requires, for
all levels of teaching, two reading courses--a decoding course and a
practicum in reading. Most out-of-state candidates can pass the
proficiency test. The quality of cthe Mesa pool of candidates is quite
high and the test really is designed to be a minimum competency type of
examination. But most out-or-state elementary school teachers also do
not have to attend cwo reading courses. The siate law also requires
coursework or demonstrated knowledge of the Arizona Constitution. These
requirements apparently do not seriously affect the pool in either
quality or quantity. A lack of these requirements poses no hindrance to
being hired. All requirements can uve met in only one year by new out-
of-state teachers.

There are no federal or state mandates for hiring in effect in the
Mesa schools. For the foreseeable future, no lawsuits are likely. The
national events, however, have made the Mesa schools more aware of three
affirmative action policies. The district perceives itself as needing
to attract more Hispanic teaclers and more Native-American teachers (a
scarce pool), and to be more cognizant in all it does about the

handicapped--including hiring.
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THE TEACHER SELECTION PROCESS
The district employs an Assistant Superintendent for Personnel

(ASFP). His is a full-service personnel office involved in "the
attraction, selection, and retention of quality teachers." The ASFP has
held his position for over a dozen years. When he first accepted this
assignment, all the school site administrators were required to help the
personnel department screen candidates for teaching positions in the
district. Each principal would contribute one or two days to the
screening process. The ASFP felt that each school principal had a
different idea as to what was desirable for the district--one wanted a
permissive teacher, one wanted a highly structured person, another
sought brilliant minds, someone else insisted on hiring people of more
ordinary talerts. Little planning took place. Interviews would last
20-30 minutes. The interviews developed quite idiosyncratically as the

interview progressed. Without any district consensus about what was
p

desirable, the candidate's and the principal's "style," not the
substance of the interview, influenced the selection process enormously.
One site administrator reported that until the hiring of the ASFP the
personnel office was very chaotic. The job was considered informal and
part-time. Thus, the previous director held other Central Office jobs
simultaneously. Candidates for jobs "wandered" in and made
applications. Principals "wandered” in to dig out files and they would
simply call up people they thought looked good. The site administrators
generally hired whomever they wanted.

Shortly after taking his assignment, the ASFP was searching for a
better wey to handle the selection process. His search brought him into
contact with the Selection Research Institute, a Nebraska personnel
selection and management consulting company that had developed a Teacher
Perceiver Interview schedule, a standardized interview procedure for
gaining useful information about prospective classroom teachers. The
ASFP attended a workshop on the use of the instrument in January 1973.
While there, he met Dr. Victor Cottrell, the director of and one of the
original members of the Selection Research Institute's training team

responsible for the training and certifying of individuals to administer

and then score responses to the Teacher Perceiver Interview. The
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instrument was first used in Mesa during the 1973-74 academic year.
Since then, in one modified version or another, the instrument has been
used systematically by the personnel department for screening
prospective teachers. The version of the instrument in use the last few
years has been the Mesa Educator Perceiver Interview (MEPI), developed
by an educational consulting firm called Ventures for Excellence, headed
by Dr. Cottrell.? The current instrument, in substantive content,
format, philosophy, and method of administration, resembles the original
instruments.

Virtually no teachers who have done poorly in the interview are
considered for employment by anyone in the district. The personnel
office is generally very pleased with the inst.'iment. Personnel there
feel that the instrument helps the office to accomplish its goal: To
screen candidates for employment. Although the personnel department
handles dozens of important jobs--recruiting applicants, issuing
contracts, keeping records of benefits, etc.--it sees its major role as
gatekeeper for the district, screening applicants to choose those

teachers worth further consideration by the district.

Steps in the Selection Process

Interviews with employees of the Mesa public schools revealed a
great deal of agreement about how a candidate gets a job as a teacher in
Mesa.

Step 1 is to request an application form. The form can be picked
up or requested by mail or phone. The application forms are also
available at educational placement offices in colleges and universities
or ace given to prospective employees at those offices where Mesa
recruiters visit. The submission of a completed application starts an
employment file.

Step 2 is to complete the file for a prospective employee. To get
into the pool of candidates that might be considered by the district, a
complete file is required. A complete file consists of the application,

letters of recommendation (generally three), college transcripts or

'Development of this instrument is described in more detail in the
next subsection.
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acceptable records of education and credit hours, and the record of the

candidate's responses to the MEPI. All candidates have to go through
the MEPI screening interview. I{f the candidates are not from the Mesa
region, they either must visit Mesa to be formally interviewed or they
must visit a site where interviewers from Mesa might be, such as a
university placement office where a Mesa recruiter might be in residence
for a few days.

Step 3 is to check the file and rate the candidate. The ASFP
reviews each file, checks references and credentials, and determines
which of four categories to assign to an individual. This vests a great
deal of authority in the ASFP. As will be noted below, most principals
feel this authority is used wisely. Nevertheless, this rating is based
on one person's subjective judgments. Category I includes applicants
who are highly recommended for employment. Category II includes
applicants who are conditionally recommended--that is, if a shortage in
a teaching area or grade occurred, these individuals might be
acceptable, but their papers and interview performance riake them
marginal candidates. Category IV includes those whom the ASFP finds not
acceptable for the Mesa public schools. Each applicant folder for
candidates in Categories I through III goes to the file room--a storage
room for files containing full information about every acceptable
candidate still seeking employment in the district.

Step 4 begins when a school principal needs or scon will need a
teacher. Perhaps enrollment projections suggest the need for another
teacher the following year. Perhaps a new class must be created at the
school because newly enrolled students entering after the start of the
year raised class size bevond levels negotiated with the teachers
association. Perhaps a teacher leaves after the start of the school
vear as a result of illness or other personal reasons. Whatever the
reason, a principal's request for a teacher triggers a search of the
files in the active file room by the personnel office. That office
prepares a set of 10 to 15 files for the principal. From these, the
principal will generally select about five teachers to interview.

Step 5 is to conduct the site interview. The usual interview
includes the principal and teachers who might have the most contact with

the candidate (e.g., the department chair or the other teachers at a
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particular grade Jevel). Sometimes the timing invoived in hiring
prevents this. Many tzaz»ei: are hired over the stmmer when only the
administrator may be avaitlable Out-ol-arca candidates must be willing
to travel to Mesa at their own expense. Local candidates are
occasionally asked to retu~n for a second interview. The personnel
office wants each site administrator to interview around five candidates
for each position that is oper. Even when the tirst irterview generates
great enthusiasm by the principal to hire the cendidate immediately, the
personnel office puts pressure on the site administrator to interview
three or more others to be sure comparisons batween candidates can be
made

In step 6, the rrincipal recommends a candidate for employment to
the personnel office. The ASFP is the only person in the district with
authority to make a job offer. With school board approval to hire for
certain positions in hand, and with the salary and benefit schedule as a
guide, the ASFP can make a formal job offer ‘.o the candidate selected by
the site administrator.

It should be noted that this procedure works well for this district
because, at most times of the year there is a large pool of qualified
applicants from which to drawn, and because candidates for teaching
positions view Mesa as a desirable district. At certain other times of
the year (e.g., in November or the week schools open when there might be
a need for a score of new teachers), the pool of applicants is smaller
and contains more candidates from Category II1I. As the competition for
qualified teachers increases nationwide over the next decade, some
difficulties may develop in maintaining a large enough pool of
applicants to maintain the quality the district desires.

The personnel office 1s quite clear about its role in teacher
selection. Its responsibility is to screen prospective candidates, not
to select them. The site administrators in the district believe that
this division is an appropriate one and they therefore feel little
threat to their administrative rights and authority. They accept the
centralized role of the personnel office in screening, whereby the ASFP
determines the trustworthiness of the applicant's credentials, the
personal worth of the candidate as a human being, his or her commitment

as a professional educator, his or her likelihood of being a motivated,
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caring person, and the probability that he or she will have ideas and
plans for interacting with students in productive ways. Many of these
characteristics are inferred from the responses to the MEPI and from
letters of recommendation. The MEPI responses are the primary source
material from which the ASFP makes his judgments. As will be discussed
below, the MEPI scores weigh heavily in the assignment of a candidate to
Categories I-IV,

Past experience has been very positive. Thus, when the site
administrators get 10 or more files to look at, they feel very confident
that the ASFP has performed his job well, The site administrators
reserve for themselves the right to determine the technical competency
of the teacher and to estimate the likelihood that the candidate will
fit well with the other profeésionals at the site. They see the Central
Office screening role as general; they see their own role as specific--
determinir the "precise" technical skills and personal qualities that
would fit their site. Although there seems to be a good deal of
agreement about how the roles of the ASFP and the principals are
complementary, from an outsider's standpoint it appears that the ASFP
has virtually all the power, and that the MEPI may play a more important
role in hiring decisions than it may warrant.

However, there is a good deal of faith in the MEPI as a positive
force for selecting quality teachers. That faith runs deep in this
district. The instrument plays a dominant role in fulfilling the
gatekeeping function of the personnel office of this district.

Therefore, the MEPI needs to be looked at in more detail.

The Mesa Educator Perceiver Interview

The first versions of this instrument were developed in the 1960s
in Nebraska. Professor William Hall of the University of Nebraska was
attempting, like many researchers today, to deduce the common
denominator of teachers judged to be effective. His criteria for
determining teacher effectiveness are unclear, but the behaviors he
believed to distinguish effective from less effective teachers all share
a common conceptual thread. They are all related to human interactions,
intentions, motivation, attitudes about children, commitment to

teaching, and the like. That is, the variables he focused on were
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affective in nature. The variables of interest to Hall must have been
very compatible with the variables of interest to educators at that
time. The sixties saw a host of articles and vooks criticizing schools
for their lack of affective responses to children.

Hall's ideas served as the basis for a teacner selection
instrument, brought to commercial development by Selection Research
Institute (SRI).

From the early 1970s, the SRI Teacher Perceiver Interview has
enjoyed popularity in a number of school districts. From 1972 on,
Teacher Perceiver Academies have been developed to train interviewers at
the local district level. Thousands of school people have been trained
ard certified in the use of this standardized interview procedure. For
five years, Victor A. Cottrell, Ed.D., was executive director of those
training academies and was directly responsible for promulgating the SRI
Teacher Perceiver Interview throughout the United States.

Dr. Cottrell left SRI in 1978 and founded his own educational
consulting firm, Ventures for Excellence. The instrument that is
promoted for selecting teachers by Ventures for Excellence is linked
directly to, though is not identical to, the original SRI Teacher
Perceiver Interview. According to Dr. Cottrell, the older SRI
interview schedule and the new Ventures for Excellence teacher interview
schedule are in use in 500 to 700 school districts of the approximately
16,000 school districts in the United States. He beclieves that about
400 districts now nse these instruments systematically. He also
estimates that a subset of these 400 districts, about 100 districts,
like Mesa, invariably required the interview as a part of the selection
procedure.

When training interviewars, Dr. Cottrell shares the background
associated with the development of the Ventures for Excellence
ir-=~ument. He claims that for 12 years he has studied, in depth,
executives, managers, and educational personnel in all sorts of szttings
and he is sure that it is possible to predict the skiils and behavior a
person will show on the job through structured interviews. He claims
that the interview schedule he uses has had extensive research and can

help administrators select effective teachers. He goes on to say:
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The criterion reference for the Ventures for Excellence
Teacher Interview is based upon a cenceptnalization of an
"ideal teacher." The ideal teacher represeuted in the
interview criteria is a composite of teachers studies in
fifteen core areas. The fifteen areas were identified after
asking hundreds of parents, students, teachers, and
administrators to descriks in detail the attitudes, skills,
and behaviors of the very best teacher they have ever
encountered. Once the conceptualization of the ideal teacher
was formulated, the questions specifically asked in the
interview are highly pragmatic and reflect experiences
teachers encounter in their professional lives. As a result,
most educational professionals see the interview as very
realistic to life experiences of teachers. and in turn
represent a high face validity.

A good deal of discussion takes place about the values on which the
structured interview is based. According to Dr. Cottrell, the guiding
values of the instrument have to do with belief in human worth, belief
in the desire of people to acquire knowledge and to engage in lifelong
learning, belief in teachers acquiring insight about children, beliefs
in human relations, etc. In short, the bedrock from which this
instrument spraings is virtually everything nice and decent in the world.

Ventures for Excellence provides training on administering the
interview and scoring the responses. Audio tapes of the interviewees'
responses are required, since analysis of the responses, for scoring, is
sometimes very difficult. The audio record allows the interviewer, if
he is scoring as he proceeds with the interview, to go back and check on

precisely what was said, after the interviewee has gone.

Tne scoring can also, therefore, be done by experts at Ventures for
Excellence or at the Mesa district offices, when the interview itself is
conducted by someone with less skill in scoring.

Standard interviewing techniques are taught to all interviewer
trainees, including how to put interviewees at zase, tc establish
rapport, to check the audio tape operation, and to determine what
physical conditions to provide. All interviewers are under ocath to
maintain the confidentiality of the instrument. The training program,
costing hundreds of dollars, resuits in certification as a Ventures for

| Excellence interviewer.
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The usual interview consists of a series of questions--one
reflecting each subcategory from which information is desired. If the
subcategory was, for example, commitment to the profession, the
interviewer might ask a question like "Suppose a fire or tornado
destroyed the school you taught in, what wouid you suggest doing?" Or,
if the interviewer wanted some ideas about a teacher’s sense of humor,
he might ask "What would vou do if the whol~ class started laughing at
you for not knowing who Michael Jacksor was?" (These two illustrative
questions are not actual examples of questions in the Ventures for
Excellence Teacher Interview schedule. Citing of actual questions would
be a violation of the confidentiality agreement.) At that point, a
decision is made about whether to continue the interview, Essentially,
the interviewer must decide whether or not one more question reflecting
each subcategory should be asked to obtain the information needed for
classifying an interviewee. If an interviewee has, for two series of
questions, been giving answers that are very far from the mark, the
interview need not proceed. If an interviewee has given answers of very
high quality throughout the first two series, the interview can also be
stopped. When there is some doubt, a third full series ‘s given. If,
in the opinion of the interviewer, still more data are needed a fourth
series ui questions is completed. Thus, for every subcategory of
interest there are four ostensitly parallel questions that might be
asked. The use of a fourth series is comparatively rare. Two series cof
questions are the mode, with most of the respondents finishing in three.
Because the decisions about Low many series to initiate are in the hands
of the interviewer, that person must be skillful at scoring as the
interview progresses.

Although the judgments to be made are very complex, the scoring
system for the Ventures for Excellence Teacher Interview is quite
simple. Each interviewee's answer is coded “+," "0,” or "-,
si1gnifying, respectively, an answer close to the kind an excellent
teacher might give, an unscorable answer, and an answer not
characteristic of excellent teachers. The scoring can be done with a
guidebook providing examples of +, 0, and - answers. The guidebook

contains tips for the interviewer in the form of “"Listen fors," phrases,




and key ideas. The interview developers regard these phrases as clear +
or - verbal statements. For example, in the illustrative question given
above, one that supposedly reflects commitment, a teacher is asked what
might be done after a tornado hit the school. The ways the interviewee

answers might be scored are as follscws:

+ "I'd immediately find a place that wasn't damaged to hold
1t
my class.
0 "I'd see if everything was all right.”

- "I'd take a vacation for a while."

The + response reflects commitment to education, the O response
reflects nothing that is easily codable, and the - response reflects
lack of commitment to the profession. The guidebook might list as

"Listen fors":

+ -
Getting back to work Quitting
Rebuilding Stopping for a while
Starting up quickly Vacationing

The illustrative question about a sense of humor noted above--
what would you do if students laughed when you said you do not know who

Michael Jackson is?--might be scored as follows:

+ "I'd laugh with them too!"
0 "I'd get them on task soon after."
- "I'd tell them it's not polite to laugh at a person's

ignorance."

The positive score is given for anything that reflects a person's
"good" sense of humor; the neutral sign is given for lack of evidence
about a sense »f humor, such as in the above example where it is hard to
tell the perscn's underlying general disposition; and the negative sign

is given for verbal statements that show no sign of a sense of humor.
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As questions derived from each of the subcategories are asked, an
interviewee accrues a score on the basis of the net number of positive
responses that were made. Responses coded 0 do not count in the
scoring. Two series of 15 questions each could result in a maximum of
30 points (all positive scores). A set of responses coded as 22
positive, 6 neutral, and 2 negative wculd yield a net score of 20. An
interviewer if satisfied with other factors (interpersonal skills and
the fact that the negatively ccded responses were not indicative of
grave problems) might call the interview to a halt after just two
series.

Under the strictest selection procedures, Dr. Cottrell estimates
that only 5 percent of interviewees reach the recommended cut-off point
for selecting excellent teachers. That cut-off point is set at 50
percent (net) positively scored responses to the questions in the
standardized interview. Cut-off scores vary, of course, from district
to district and reflect, also, the size and quality of the pool of
applicants for teaching positions.

The Mesa Educator Perceiver Interview is different {rom the
Ventures for Excellence Interview Schedule in a number of ways. It
contains a total of four categories and has only 13 subcategories from
which questions are derived. The first three of the MEPI categories are
concerned about the applicant's purpose, responses to human interaction
questions, and beliefs about human development. These categories from
which questions are derived are identical to the Ventures for Excellence
Interview Schedule. The fourth category, added only this year, reflects
the district's interest in determining the interviewee's reactions to
questions about instructional processes. Mesa, like the nation as a
whole, has become more conscious of instructional variables. The
district has retained its concern for the affective qualities of
teachers but has decided also to add between eight and 16 questions on
instructional issues to its screening interview. This instructional
category, as developed by Ventures for Excellence and Mesa personnel, is

defined as follows:
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person has ways to continue to acquire knowledge and
information. Assessing student developmental levels and
evaluating progress is a vital part of this teacher's skill
base.

A complete interview is usually 26 questions, two series of
questions, but can frequently go to 39 questions, if needed. In the
past, the Mesa interviewers have had as many as 50 percent of their
interviewees achieve a score of 50 percent on the intervir schedule.
They expect, however, that, with some new questions on the interview
schedule, only 30-40 percent of those they interview will reach the
score of 50 percent (net) positive responses, with few negative
responses or characteristics.

The Mesa interviewers also obtain inrormation about (1) the
person's ability in extracurricular areas such as music, art, sports,
etc.; (2) their ability to teach in areas other than their certified
area; and (3) the grade levels and subjects they prefer to teach. The
interviewers can also include additional information, for the record,
about each individual. When a candidate is not a high scorer, these
comments by the interviewer play an important role.

In the 1983-84 school year, trained personnel from Mesa interviewed
1,248 prospective teachers. Four hundred and fifty of the interviews
were given on college campuses during recruitment of novice teachers.

Fewer than half of those interviewed were rated as Category I or II.

Selection Policies and Practices

The main goal of the selection process is to find people whose
excellence in the human/interactive skills is not in question. This is
the reason for the MEPI. The cut-off score of 50 percent "correct" is
the hiring standard. Fifty percent (net) on the MEPI will be achieved
by approximctely 30-50 percent of those interviewed. Not all of those,
however, will be hired. Other factors come into play, but the
individuals scoring greater than 50 percent (net) will have the highest

probability of being selected for an interview by a principal.
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skills is one who has high level planning and organizational
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4t the site interview, the second goal of the selection process

' becomes salient--technical cowmpeteace. The principal and some of his or
her staff judge the candidate's technical competency from interviews
with the prospective teacher at the site. Experience suggests that in
some areas, auto mechanics, for example, the MEPI score may be low and
technical skills/content knowledge become the primary factors in
selection. The hiring standards are not rigid. Demand clearly plays an
important role in determining who is hired.

External assessments of a prospective teacher's competence (e.g.,
school of education assessments, recommendations from previous
employers) are all used to make judgments about employability. However,
the district generally values the MEPI results as the number one
indicator of quality. Letters of recommendation are used by the
personnel office as the second choice for information, though many
principals do not weight the letters highly, claiming virtually everyone
is able to get three people to say something nice about them. The
principals, as might be expected, weight the supervising teacher's
comments about the novice teacher very highly. In the case of an
experienced teacher, the former principal's ratings are the important
factor. The principals that will be hiring a candidate weight these

sovrces higher than does the Central Office. The personnel office tries

to use everything--they use the MEPI, references, supervisor's comments,
grades, and courses--when rating a file. The judgment, however, is a
subjective one.

The candidate's grades were irrelevant to the majority of
principals. In addition, and perhaps the source of their concern, was
that they did not trust the grading practices of schools of education.
They said that they had seen too many straight "A" students who did not
know much about anything. They seemed more convinced that a low grade
was worth considering, since high grades were too easy to get.
Furthermore, the records of the courses that were taken are also
suspect. These principals did not believe that the course titles
necessarily described course content. Thus, grades and transcripts are
largely seen as untrustworthy and therefore irrelevant. In general,
practice teaching/actual teaching and the MEPI are the major indicators

for the principals.
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Variation existed, however, with some respondents weighting college
grades very highly, but for very different reasons. One principal
actually did think only the brightest can and should teach, thus
weighting college grades quite highly. Another principal thought that
the brightest teachers, as evidenced by grades, do not relate well to
children of ordinary or of little ability. His logic is that the
brightest teachers cannot fathom the difficulties in learning exhibited
by the less able children. Another form of prejudgment about the
personality characteristics of the brightest was shown by the principal
who said "I want them (candidates) to be average ability. They don't
have to be a 4.0 student. I don't think that those necessarily make the
best teachers because sometimes their academic life wasn't normal. I
think that sometimes if you were so bright you don't have the patience
to work with a child who isn't as bright as you were at that level."
Another principal disdained interviewing the brightest new teacher
candidates becavse they ordinarily left the profession too quickly.

Some comments on the downgrading of intellectual capacity are in
crder. It is a rare field where a practitioner would be willing to say

"the smarter you are the worse you'll do." Yet in education this belief
has vocal supporters. Principals with such beliefs hold the most
tenuous logic and have no research evidence with which to defend their
beliefs. To an outsider, it sounds bizarre and represents clear
discrimination against the hiring of the brightest teachers. Perhaps
the real reason for the prejudice sgainst the most bright is to be found
in the background and management styles of the principals themselves.

As a group, they are not considered by colleges of education to be
academically distinguished. It is quite possible that the least bright
among them are trying to find ways to keep the brightest teachers out of
the schools for fear of a loss of prestige. Some principals also
perform their roles using their office as authority for their actions.
The last thing such individuals would want is a bright teacher to
challenge the wisdom of the principal's decisions. This bias expressed
against the brightest is also found in the MEPI. For example, if a
prospective teacher were to respond to the MEPI with answers that

emphasized the cogniitive rather than the affective, a low score would
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likely result. It is a distinct possibility that at the Central Office

and at some principals' offices a double screen is involved that
systematically limits the brighest teachers' work prospects.

Discussions were held about how much reliance was placed on each of
the various elements in the selection process. In order of weighting,
the Mesa schools rely on the MEPI interview first. Letters by
supervisors (principals or the supervisors of student teachers) are the
second most important factor. General letters of reference (clergymen,
physicians, politicians, etc.) are not highly valued, nor are coliege
transcripts. Whether or not there will be a site interview is
determined by the above factors. The site interview, of course, becomes
crucial then, with prospective teachers ordinarily facing five
comperitors for each position. This would be the case, for example,
when the position is an ordinary one (4th grade teacher rather than
metal shop teacher) and the timing is fortuitous for the district (late
spring or early sumuer rather than late November). The candidates'
ability to communicate their technical competence, both pedagogy and
content knowledge, and their ability to "fit in well" become the big
factors in a hiring decision.

In review of the files and in the site interview, all the
idiosyncrasies of less formalized systems show up. One principal looks
for neatness in filling out the forms, another at consistency in grades
("high or low is not as important as consistency!"). Another reads
'between the lines" of letters of recommendation. Another ignores all
the candidates' responses to why they want to work in Mesa, "Since all
the answers are the same.” He chooses, instead, to concentrate on their
articulateness and "manner," noc their responses to the "give away"
questions. The surface appearance of formality and objectivity exists
side by side with the more typical elements of a human system of job
interviewing, where people hold personal theories of prediction, have
some highly idiosyncratic ideas, use 'gut feelings," etc.

Apparently, no attempt to validate the selection process has been
made, although over the years that has been discussed many times.
Besides the costs, two reasons argue against committing resources to
study the selection process. First is the belief that there is a '"vast"

amount of suppurtive research already done on the MEPI or its variants.
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This is not true, but it is, nevertheless, believed. Second is the lack
of a criterion for judging if the selection process is working.

This is the same problem that plagues all of research on teaching.
Some would argue that principals' ratings are the proper criterion.
Others argue that student ratings are the only proper criterion to use
in judging effectiveness. Without an acceptable criterion for effective
teaching, it is very difficult to validate a selection prograri. In
fact, since the MEPI is designed to cull out a certain type of teacher,
one with extraordinary human-relations and interpersonal communication
skills, validation of the selection system would require sampling the
students' opinions and attitudes about those aspects of a particular
teacher. Because of one administrator's faith in the MEPI, he thought
"Students would do as well as anyone else" in determining whether the
system works.

The most important criterion for choosing a new teacher, at least
from the view of the ASFP, is the human interaction category of the
MEPI. He wants people in classrooms who have rapport, can listen, are
sensitive to children's neeus, can show empathy, foster cooperation,
etc. The interviewers for the Mesa schools believe most of the other
characteristics needed to be a good teacher can be taught. This one--
the human interactive skill--cannot be su easily taught. One principal
expressed it as "I look for enthusiasm. I look for warmth and caring
about children. . . . The other things they can learn."

But criteria differ. Some personal preferences among
administrators show up when interviewing. One, for example, takes new
teachers only because he has to--he prefers experienced teachers.
Another takes as many young, new teachers as she can get: "I love new
teachers because they've got freshness and a spark and enthusiasm
and are worth the investment vou are going to put into them over a few
years time."

One administrator believes many of his colleagues prefer to hire
people under 30 so they can control them. '"0Old pros" can be too much of
a challenge. Such teachers have too much experience and could challenge
authority. Thus, a systematic bias creeps into the system whereby an
older principal keeps status by hiring younger .~hers who need the
older principal's hel' co master their trade during the first few years

and to be recommended for and attain tenure in the district.
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Other considerations sometimes are taken into account in hiring 2

new teacher. In one case, the mean age of the school faculty was very
high, they were at the higher end of the salary schedule, and not a
single member of that faculty wanted to coach anything. Thus, when the
rare new position is opened in this very stable school, it goes to
people who can and will coach in some s»ort, or lead student council, or
work in the choral group, etc.

Throughout the selection process, there is a belief in the
importance of the personal characteristics of the individual. This
belief overrides many other considerations. When asked if the
interviewers care about geography, experience, age, institutional
training, or the like, the respondents generally said "No. It's the
person!" In particular, they felt that no geographic region, college,
or training program seems to produce teachers who are any better than
those in other regions or institutions. The prestige and exclusivity of
different colileges were simply of no value in comparison of candidates.
The personal qualifications of the individual mattered more. Because of
the aforementioned bias against brightness, it is quite possible that
new teachers from Southern Illinois and San Jose State College would
hold an advantage over prospective teachers from Stanford and Yale.

During the interviews, questions were asked about whether agreement
existed on the most important criteria for selecting new teachers. Most
of the time the system seemed to run very smoothly, with little
disagreement among those who participate in the selection decisions.
Nevertheless, disagreements do occur. One such incident iavolved a
candidate for a teaching position in history. The candidate held a
Ph.D. There was a concern by some school faculty that such a person
would not remain long in teaching, thus he should not be hired. Others
thought that there was no guarantee that anyone will remain in teaching,
thus, they should always go for the best they could get.

Another set of disagreements emerge over philosophy. One principal
is less concerned about academics and discipline and more concerned
about empathy and ability to relate to children. The teachers selected

by that principal are different from those selected by another

principal. One way these disagreements can show up is when a candidate
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is ranked highly by the ASFP. The file cf that candidate is given to
each principal who is looking for a teacher. Two or three principals
may find that candidate not very appealing, whereas another principal
might enthusiastically take that person on board. The effects of such
disagreements are apparently relatively minor. The system functions
quite well, except for one particular kind of problem. Since principals
can also request a specific candidate's file when choosing whom to
interview, they may interview a candidate who is not well thought of by
the ASFP, perhaps because of a low MEPI score. If the principal
actually chooses that candidate, the ASFP will review the files of all
cand.dates chosen for site interviews to ensure that the best candidate
was actually chosen. It is here that the most severe disagreements
occur. The principal may want a particular person and the ASFP may
question the principal's judgment. For the most part, each recognizes
the other party's rights in this situation. They negotiate and most
such disputes end there.

Disagreements can occur if the personnel department becomes
assertive because it has special candidates it wants to place. This is
the other side of the coin. For example, if the personnel office
discovers an exceptional candidate, it may make a job offer on the spot,
knowing that in the near term it will need a few hundred teachers and
not wanting to risk losing, say, an exceptionally able minority or other
talented teacher. Then, according to procedures, they have to include
the file folder of that individual with others for & principal to look
at. Sometimes, the principals simply do not find the candidates
selected by the personnel office nearly as superb as the personnel
office thought they were. In such cases, the ASFP must "sell" the
individual, and some tough negotiations must occur between the aAFSP and
the principal. Although there probably will always be some tension
between principals and the personnel office when the personnel office
makes job offers to special inlividuals, the principals were unanimous
in their support of the ASFP for taking such actions. At the same time,

they did not wart to be told they must be the ones to hire one of those

individuals.




When there ire differences about hiring decisions, the final
decision is ucually a negotiated settlement between the ASFP and the
principal. The rare dispute that is not negotiated at that level is
adjudicated by the superintendent of the district. It should be noted
that althou h disagreements occur, as in all human syste.s, the general
mode of opera:cion in Mesa is harmonious, with a good deal of respect by
the principals for the ASFP as a personnel expert and a good deal of
respect for the process used in selection of teachers. The most
commo. expressed shortcoming about the selection process was the lack
of classroom observation. It is both time-consuming and expensive, but
"it would be just tremenaous, if we had a corps of people who go around
and visit applicants." Many principals believe that actually watching
some of the candidates, particularly experienced teachers in neighboring
districts, would really change things dramatically. Some principals
thought that videotapes of teaching would also be very helpful. Some
administrators thought that situational tests might be more helpful than
just question-answer type 1nterviews.

A questionnaire was used to elicit information about selection
procedures from a diverse group of administrators in the Mesa Public
Schools. Duriug private conversations usually lasting about one and a
half hours, Central Office and school site administrators were asked to
describe various aspects of their district and their particular role in
and views about the currently used selection procedures. It was quite
clear that the district selection procedures were well known, support
for the procedures was widespread, the procedures had been in place for
some time, and the administrative staif of the district was stable.
These ci~~umstances led to a remarkably coherent picture cf the
selection process in Mesa. It was not at all difficult to learn about
the selection procedures--the informazion is available from a wide range
of respondents, all of whom show a high level of consistency in their

knowledge.
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Implementation of the Selection Process

The basic selection process from the time a&a vacancy appe&rs until a
set of candidates is identified for consideration was described above.
In this subsection we describe the issue of internal transfers. Before
the files of outside candidates are given to the princip.ls to consider
for the position they have, those teachers requesting transfer get fi-st
crack at the job. This usually occurs in the spring. No transfers are
allowed after July 1. At that time, only new hires are competing for
the jobs. Before that time, the teachers already in service have the
option of interviewing. Voluntary transfers are interviewed just like
other candidates. It is possible, however, for there to be a mandatory
transfer. This occurs when a school drops some programs, or there is a
curtailment at a certain grade level, or transfers occur such that the
students from one school go to another school leaving & tenured teacher
with no class. In that case, interviewing takes place at the proposed
new school but it is not the deciding factor. The superintendent or
associates can "impose" a teacher on a school. It is not done very
often, because the Mesa schools are almost always growing. But there
have been cases of mandatory transfers resulting from some particular
problems within the district. Nor~ of the principals like this, thougl
they understand why it happens. Such events undermine their authority
to decide who will and will not teach in their particular schools.
Fortunately, mandatcry transfers dare rare events.

Certain kinds of school philosophies are determining factors in the
selection of teachers. For example, certain back-to-basics orientations
require teachers of one type, and certain affective orientations require
teachers of another type. The~e are school characteristics, usually
promulgated by the principal and the key members of the staff at that
school. Instructional programs sometimes enter into selection when
certain schools are noted for their art or drama programs. Student body
composition is not a major factor in selection in this districc. The
numbers of mincorities and poor people are very small and relatively
evenly distributed throughout the district. In general, the personnel
office strives for diversification of the sexes, experience, ethnicity,

and philosophy at each of the schools. The personnel office believes it

37




s

<y

ERIC

Aruitoxt provided by Eic:

- 29 -

is better to have a mix of types across schools rather than a
concentration in one school. Principals on the other hand often feel
exactly the opposite. For the most part, the trend in the Mesa schools
is for diversity rather than homogeneity at each site.

All of the principals felt they had the major decisionmaking power.
They all recognized that the Central Office is the screening office. (I
do not think any of the principals realized that the screen itself may
be the prepotent selection factor.) They are very satisfied with the
pool of candidates they get. For the most part, they feel that the ASFP
does a remarkable job of providing them with qualified candidates.

Those who remember the old system, however, seem a little more satisfied
than the newer members of the administrative staffs. The selection
process, as noted, though appearing to be part centralized, part
decentralized, could be actually consideraed very centralized. All the
real power, it seems, is in the hands of the ASFP. Some of the newer
administrators appear to barely recognize this, though it is not of
great concern to them. The majority of administrators have other things
to worry about than recruitment and selection, since the system is
working well for them.

In most schools, the staff as weli as the principal is involved in
the decisionmaking about whether or not to hire someone. New teachers
are seen as team members and thus the schcol staff feels it must be
intimately involved in the decision itseif. Some staff members usually
participate in the interview at the site. This seems more prevalent at
the e) .mentary than the secondary schools where the departmental
structure is different. 1n the elementary schools, it is quite common
for teachers of the same grade to work together on common curriculum
objectives. Thus, selecting a new teacher can be a very important issue
for the personnel at a school. For the most part, the teachers feel
they have been part of the selection process. During interviews with
teachers who have recently been hired by the school district, they said
they felt very good about the teacher input to the selection process.
They, also, wanted to feel a welcome member of a team. Again, this was

truer at the elementary level than the secondary level.
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Apparently, some schools or principals are more successful than
others in recruiting and hiring a candidate they prefer. Word gets
around. Some schools are considered "better" than other schools. Some
principals are considered "better" than others. Although there seems to
be a belief that there are no bad schools ard no bad principals
throughout Mesa, there nevertheless is a clear hierarchy. Sometimes
candidates will interview at a particular schoo! and will come back to
the Central Office and ask the ASFP whether they will get another
opportunity to interview if they turn down the job at a perticular
school. They clearly know the "folklore" of the district and have
definite preferences. They might well take a job if they thought no
others would be offered. But if they have the feeling that the ASFP
would give them other opportunities to interview, they would rather wai=:
and take their chances elsewhere. The ASFP, therefore, has a good deal
of influence in this situation, particularly with the placement of the
strongest teachers After years of experience, the ASFP can estimate
accurately a teacher's chances of gettiiy picked at a site. Thus, he
might agree to have some teachers wait until they get a chance st the
school they want, knowing that the odds are high they will be selected.
The risk for a teacher, however, is that the decisions for hiring are
made at the site. Turning down an offer at one school has no bearing on
the decision to be made at another. More often than not, a new teacher
takes what is offered and tries to transfer later on.

Certain principals and schools have gained reputations, whether
justified or not. The principals recognized this. They also recognized
that some of them were better at recruitment than others. One, in
particular, said that every time he got candidates he liked, he could
sell them on his school. He never loses the ones he wants. Some
principals probably make some deals. That is, if a male candidate
appears it is possible that at an elementary school he might be offered
special kinds of incentives if he were to choose that school. For
example, class size can be manipulated a little bit. This helps
"sweeten the pot." Some principals seem better able at manipulating
these incentives than others, and it helps them attract candidates to

their campuses.
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The personnel office seems to do the grade placement of new
teachers very well, It is rare that a teacher appears on more than one
list when principals are hiring, say, for teichers at the secon¢ and
fourth grade. So a good deal of the screening “as already taken place.
Nevertheless, prin:ipals have the option and right to reassign. If they
really like & person and want him or her on the staff, they might assign
the candidate to the third grade class rather than the second grade
class that was applied for. For the most part, the preferences of the
teachers for particular grade or course placements are honored. Again,
this can be done because of the very large pool of applicants that Mesa
has, and the large number of job openings each year.

In the incterviews, one topic of interest was how school districts
deal with external pressures to satisfy competing goals. In particular,
there was curiosity about whether these pressures affect the selection
process. The principals, however, seemed unanimous in believing that
the procedures (which include the application, the interview, the
letters of recommendation, etc.) serve as a way of avoiding any undue
pressures. A well-running system, administered fairly to a.l
candidates, keeps the principals from becoming the pawns of special
interest groups. For example, when a new position is announced, it is
uncommon for members of the parent teachers organization, or aides in
the district, to come to the principal who hes the pecition and ask to
be hired. They may know the principal from previous work in the school.
The principal can fully encourage these people to go to the personuel
office and complete g]J] the forms necessary. In this way, the system
keeps the principals from pressure.

T..e differences in values and goals influencing thne selection of
teachers shows up when the site interviews take place. Certain
candidates are rated by one principal as "unacceptable,” "'a bore," or
"probably remote from kids." Another principal will take the same
candidate and comment that the interview was totally successful. Each
candidate is rated at the site by the principal. This feedback comes to
tke Central Office so it can keep track of what is being said about each
candidate in the pool. Any consistency in information, such as a

candidate who does very poorly in the site interviews, is used as the
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basis of possible reevaluation of the candidate's file. It is possible
to be downgraded from the number one category to the sacond or third
category after this reevaluation by the AFSP. Single bits of
information are considered just part of the selection process, with an
understanding that each principal is trying to achieve, in reality, some
philosophic orientation or is trying to find a particular person for a
particular slot in the school.

Occasionally, as noted above, if the ASFP has already made a
commitment to hire somebody, there is subtle pressure placed on some of
the principals to hire that person. However, this is done infrequently,
and even then it would be on a candidate who has passed with flying
colors all the formal procedures, including very good responses to the
MEPI interview. .

The large size of the Mesa applicant pool has spared most of tte
people in Mesa from a common problem in other districts, namely,
inability to find or hire exactly the type of person that is wanted.
Occasionally, it does happen, and in that case many of the principals
sayv they would prefer to have a substitute teacher rather than hire
someone right away that they do not 1like.

Seiection, of course, involves informal elements whereby some

candidates arrange to get a "leg up."

For example, it is possible that
during the MEPI interview. the interviewer will write comments on the
form that say the person is outstanding. A candidate could also have
unusually outstanding recommendations. These are the "normal" channels
and they merely make cne candidate look a little better than another.
It does not result in much of a "leg up" but does provide a bit of an
advantage.

The school principals, however, do have some preferences for people
they have personally supervised. A person who has been a substitute
teacher in the school and has done very well really does have a "leg up"
when interviewing ror a position in that school. The candidates still
have to meet all of the formal criteria, including taking the MEPI. But
they do have an advantage when it comes to interviewing. The ASFP notes

that the substitute teacher pool is dependent on economic conditions.

At the moment, that pool is small.
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Tne principals encourage substituting in the local area when
experienced teachers come to Mesa. Letters of recommendation from
fellow principals in the qrea count for more than letters of
recommendation from principals in Iowa and Kansas. The principals'
network is always at work, and the principals either personally know or
know of others within the region. Thus, a local letter of raoference
seems to provide a little bit of extra support when & candidate is
interviewing.

Sometimes just going through the interviews with one principal
leads to recommendations to another principal. For example, a teacher
may place second out of five or six candidates at the site but may still
be considered a very fine candidate. That principal would call a
colleague and say: "Why don't you take a ‘ook at Mr. X, he really
looked terrific here." Those kinds of recommendations give people &
"leg up."

The pool of candidates is largest in late spring and early summer.
That is when the majority of job offers are made. Most of the positions
for the Mesa schools are, therefore, filled before the start of school.
Nevertheless, some reshuffling takes place the week before and the first
week of the school year. During this time, it is a trifle more
difficult for principals to find the teachers they want but still not a
major problem. The candidate pool is still quite large. Problems exist
in the fall--late September, October, and November--when the pool of
acceptable candidates in the area has been exhaused. Virtually all the
good teachers in the Phoenix area hold jobs. Teachers wanting to move
to Mese later in the year, or those who will move without a firm job
offer, have not yet appeared in the files of the personnel office. New
college graduates are not yet available. Thus, the bigg.st problems are
in late fall. The situation eases again in the early spring and by late
in the spring and early summer the pool is large once again.

It should be apparent that the major goal of the personnel office
is to recruit and screen candidates. It spends most of its resources

doing that. Only a very small percentage of tne rescurces available to

the personnel office are used for f>llow-up or any cther activities.
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From interviews with the ASFP, principals, and newly hired
teachers, chere seem to be two major problems associated with the Mesa
system. The first is that many teachers are put off by the formality of
the procedures. Although thkis does not seem to affect the size and
quality of the candidate pool, all of the teachers interviewed said they
knew teachers who decided it simply "wasn't worth it." These teachers
found it easier to interview in other distrirts where they were assured
higher probabilities of being hired ror the jobs they want. Certainly
the processes seem to be less formal in surrounding districts. Mesa
seems to be the most formalized of all those in this region. This may
be viewed positively by some prospective teachers but is clearly seen as
a problem by many prospective teachers.

The second problem has to do with speed of hiring. Because of the
formalized procedure, and the fact that only the ASFP has the authority
to offer jobs, there is sometimes a delay of mauy days between the
principal's selection of a candidate and the issuance of a formal
notification of hire. In that time, particularly during th: rush season
of late spring and early summer, some good candidates get away. That
is Chandler or Tempe might pick them up. The farther from town and the
smaller the district, the more likely it is that informal mechanisms
exist, including the principal's ability to make offers at the site.
Alrhough most members of the administrative staff think the system they
have works well, they have all had some experience with the delays
between interview, selection, and hiring.

There seems to be very little that can be done about the teachers
that are "put off" by the selection procedures of the Mesa schools. It
may actually be a form of screening that helps the district. It may
lead to a selection bias in favor of those wanting order, formalism,
professional appearing treatment, etc. The selection procedures are
viewed by the people in the system as working very well for Mesa. With
regard to the orher problem, the personnel office is working on ways to
improve the speed of issuance of a notification to a person that he or

she is hired.
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One problem that no one mentioned is the built-in bias against out-
of-region people. There is a definite reluctance to call up someone in
Minnesota and say "fly on down, you're looking good." Mesa cannot
reimburse an out-of-state candidate's travel expense during the
recruitment process. This must limit, in some ways, the real size and
diversity c¢f the candidate pools. An additional problem, pointed out by
a veteran teacher, is that the maximum credit you can get for your
experience is five years. These limitdations a:e placed upon Mesa by
state legislative mandate. This district, which pursues excellence in
its pool of candidates, has a salary structure that would militate
against recruiting a brilliant mathematics teacher with 12 years
service. It is as if there is a conspiracy by all districts to prevent
the development of "free agents" in teaching. One cannot help feeling
there is some kind of restraint of trade, anticompetitive collusion,
price fixing, etc. Teachers may need a kind of free agent status, like
baseball and football players, so that after so many years with a
district the could be bid for by other districts. 1 thiuk that
teachers' salaries may always be kept low if districts refuse to pay for
experience and excelience when recruiting. This is a point worthy of

further consideration.

Effectiveness of Selection

There was a general feeling that the selection procedure operates
quite well in recruiting the kinds of teacheis desired by the district.
Clearly, the prircipals recognize that the screening is in the hands cf
the ASFP. In that sense, 1t is centralized. But generally, the
principals who do the actual hiring aie very pleased with the pool of
candidates they have been getting over the last number of years. The
changing nature of recruitment in the next few years could strain the
Mesa system. It is possible that this system works well orly in times
of high supply and low demand for teachers. Predictions about the next
decade point out that supply will not meet the demand for new teachers.

Mesa may have to do some things differently in that case.
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In general, pecple are plecsed with the selection procedure and
they believe it to be a2 fair one. There are rules to be followed and
that helps make the system fair. The quality of the pool has remained
high.

It was surprising and nice to hear that almost all the principals
and Central Office administrators believe that the teachers coming in
toddy are as good as or better than the teachers who came in previous
years. The one exception, mentioned above, is that the male elementary
teachers seem poorer in quality in the view of one particular principal
who is searching for male elementary school candidates.

One of the constraining features of the selection process seems to
be costs. To go out and recruit in Massachusetts and Northern
California is expensive. College recruiting trips have to be planned
well, to visit as many places as possible. Nevertheless, the outreach
of the district provides the laige pool that is needed because of the
rigorous screening procedures that are used. Reliance on the MEPI as a
screening instrument, with a high failure rate, means that a very large
pool of candidates must be examined. The money and time that go into
administering tihe MEPI instrument is considered by virtually all parties
to be worth the added costs of increasing the size of the pool of
candidates to interview.

Some ideas about how to improve the way the selection process
currently operates were offered. The ASFP would like to give more
training to the people who do the interviewing. He believes the
procedures could be even more standardized, and that the reliability and
validity of the instrument could therefore be improved. Classroom
visits to prospective teachers were cited by the principals as something
worthwhile, but not very feasible. It is an odd field that relies on so
much self-report about performance, but never spends much time watching
performance, either before or after employment is offered.

Exit 1nterviews do take place wheun a teacher leaves the district,
But because turnover rates are low, and the most common exit statements
have to do with pregnancy and changes in a spouse's job, there is very

little useful feedback about the conditions of employment. Even the

high rate of attrition among probationary teachers reveals little. They




ERIC

Aruitoxt provided by Eic:

often leave not to go elsewhere but to change careers. Thus, there is

not much feedback that can be used to improve the system.

The Mesa school system does not systematically assess how its
selection practices or other personnel policies affect the composition
of the teaching force. In general, once a hiring decision is made, the
school system does very little tc¢ assess the impact of the selection
process. Follow-up is a1l in the hands of the principal and the staff
development group, those charged with fostering the growth of the
individual teachers once they are hired.

From an analysis of the selection practices, it appears that the
composition of the teaching force is constrained somewhat by the
selection procedures. Out-of-state and highly experienced teachers are
systematically discriminated against. No evil intentions exist, but
with the salary schedule being what it is and the cost of travel for
teachers being rather exorbitant, excellent out-of-region teachers are
not fou.ad in the pool as often as might be desired. Since Mesa is
predominantly a w-ite area, this also means that the district is missing
its chance to recruit Puerto Ricans from New York, blacks throughout the
East and Midwest, Native Americans from the Midwest and South, and so
torth. Those teachers with the strongest sense of professionalism,
however, are most likely to be in the pool of teachers for Mesa. That
is because the interview procedure appears to be so rigorous in
comparison to many cther districts. There are those who like
informality, but Mesa is formal. There are those who distrust tests,
but Mesa uses the MEPI as a testing instrument. In some districts
references are read; in Mesa, some are actually called to verify and
illuminate what is said. What is presented to a prospective candidate
is a formalized, professional-appearing system. Recruitment and
retention do not seem hampered by the rigor of the procedures. The
reputation of the district aids enormously in recrujtment and retention.

It is not likely that the selection processes result in any great
improvement in teacher effectiveness. The new version of the screening
instrument includes a section on knowl:dge of and attitude toward
certain teaching skills; it is doubtful that the new instrument will do
much to improve teacher effectiveness. It might also be argued that

because of the very strong affective orientation to the scoving of the
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MEPI, there exists a systematic bias against teachers who are the most
cognitive in orientation. Yet it seems evident that some part of
teacher effectiveness 1s certainly related to issues of knowledge of the
curriculum and the subject matter. Nonetheless, it is quite possible
that there is a systematic bias in the MEPI against people who hold
these concerns very strongly. When this is coupled with the rather
pervasive disdain for seriously considering a candidate's course work
and grades, it appears likely that the district could exclude, say, an
excellent social studies teacher who is devoted to conveying the essence
of the content to students. Having made this comment, however, jt
shouald be pointed out that the Mesa schools feel quite satisfied with
the quality of their teachers just the way the system is right now. In
summary, although there may be some systematic biases operating in the
Mesa selection system, these must be weighed against the expressed
satisfaction by the users of the system. 'The administrative team in
Mesa is unusually consistent in their admiration for the way the system
operates.

The respondents were asked what they thought was the most important
thing the district could do to improve the overall quality of teachers
and teaching in this district. It was interesting that the respondents
to this question had to pause for lengthy periods of time to come up
with an answer. A number of the answers revolved around improved staff
development and the involvement of the principals in helping to
determine the staff development enterprise. Several other comments were
related to the lack of money for teachers to attend conferences.
Currently, the district provides a fund of only about $30,000 a year for
attending conferences. A teacher's request would go to a committee cf
administrators and teachers which would then decide whether or not to
honor the request. In a district this size, the money available hardly
allows anyone to go anywhere for self-improvement. It certainly
prevents teachers from going any great distarce. Principals pointed out
that industry spends much more on its staff development than does the
teaching profession, and more could be done that way. One principal
remarked that the cesearch on teaching is filtering down very slowly.

As extensive as the staff development program is in Mesa, it handles
only a small percentage of the teachers each year. The research, he

believes, is coming out faster than that.
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One principal noted another way that the teaching effectiveness of
the district could be improved. That was through improvement of the
inservice education of the principals. Currently, the principals .3ke
an instructional effectiveness inservice course. It is designed to
provide them with clinical supervision skills similar to the model being
premulgated by Madeline Hunter. Unfortunately, this activity receives
rather low priority on the principals' list of things to do. The
sessions are also too far apart and it is difficult to keep the
continuity of the training in mind. On the surface, the school district
is responding to the concerns that principa.s become instructional
leaders. But the fact of the matter is that the principals themselves
appear to be too busy with other commitments to take on that role to any

greater degree than they already do.

SUPPLY, DEMAND, AND RECRUITMENT

The mean age of the Mesa teaching force is in the early thirties,
as might be expected with a growing district. The national trend tcward
a "graying" of the work force is not characteristic of Mesa. The mean
experience of the work force is seven to cight years. About half the
teachers in the district have masters' degrees. About 7 percent of the
teaching force is Hispanic, spread rclatively evenly across schools.
One and one-half percent of the teaching fcrce is black, and one-nalf
percent is Native American. Females predominate in the elementary
schools. Abouti two-thirds of the teachers in high schools are male.

Mesa has a turnover rate of about 8-9 percent, a rate that has been
constant for around a decaae. The chief reason for leaving the district
has been relocation of a spouse. A typical pattern is a job change by a
husband (perhaps an electricai engineer at Motorola (which has 5,000
employees in Mesa), or a white collar worker) that also requires a move
by the wife. The second most common reason for turnover is pregnancy.
A predominantly female work force in their early thirties, with large
numbers also in their late twenties, means a staff with & high fertility
rate. This shows up pa-ticularly in the newest schools, in the outlying
areas, with the youngest teaching force. One high school, the oldest in

the city, has a work force predominantly in their fitties and has not
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had any turnover in years. District turnover rates have been steady and

low for & number of years. Very few people who want to remain in
teaching choose to work in another district. It is rare for a teacher
to leave Mesa, say, to teach in Chandler or Phoenix. Some teachers,
however, are lost to industry (book publishers, computer firms) and some
to administration. Their numbers are small.

There is some evidence that the composition of the teaching force
is changing. There are now fewer male applicants for elementary school
teaching positions than there were a decade ago. There are also fewer
minorities applying to the district. This is producing a growing
problem in Mesa and, probably, is a nationwide problem as well. In
gereral, the applicant pool for elementary school teachers is large, but
there is a shrinking of the applicant pool for secondary school
positions, particularly in certain subjects, such as mathematics or
science.

Most adminisftrators felt that current teachers in the pool are as
bright or brighter and as well-trained or better-trained than those of a
decade ago. The one clear exception to this general belief was
expressed as disappointment with the male applicants for clementary
teaching pocitions. In the opinion of one administrator, there has not
been a red-hot male applicant for an elementary teaching position in a
decade.

All are convinced that the opening or new careers combined with low
educational salaries and low prestige 1or the profession have had
effects. Nevertheless, they believe they are still getting many
tulented females to enter the profession, and they are keeping them in
the profession.

As discussed above, Mesa is a very desirable place to live.
Moreover, the school district in most comparisons with other districts
appears to be a more desirable place to work. Thus, in the past, Mesa
has had no trouble recruiting the kind of teachers it wants.
Furthermore, it expect no difficulty in the future, but have not had to
face a national teacher shortage before. Mesa is aware that in some
secondary subject matter areas the pool of applicants is shrinking, a
new phenomenon for this school district. It expects to hire 250-300

teachers a year for the nev: decade, just as it did for the last decade.
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About 40 special education or special certificates are needed each year
(e.g., speech therapists and physical therapists).

In this competition for new teachers, Mesa competes with Chandler,
Tempe, and now even Apache Junction and Gilbert, all growing eastern
suburbs of the Phoenix metropolitan area. To a lesser extent, Peoria
and Glendale (western suburbs) are also competitors. But Mesa usually
wins, if it is fast enough to act (& problem to be discussed below) when
it finds a teacher it wants to hire. One principal, also an MEPI
interviewer, expressed the reasons for this kind of success in

recruiting:

I think teachers are looking at the number of resources a

district has and I think Mesa has very good resources. . . . I
think because Mesa is so large, Mesa tends to have a lot of
teachers taking classes. . . . So other teachers come in

contact with a lot of Mesa teachexrs through ASU and they hear
the things that are going on in Mesa and they think they would
like to be a part of that. . . . Mesa has also done really
well in different competitions at the secondary and junior
high levels as far as band and in other competitions. . . . I
ttink especially in the area of drama, music, sports, and
things like that, a teacher might figure if they're winning
this many or they're bhaving this many children make it into
the finals, or if they win the competitions, then that
district must have & ior to offer me as a teacher.

These kind of statements .'ere consistent .hroughout the interviews,
reflecting genuine pride in their district  Another administrator
expressed it as: ''reputation is more important in recruitment than
starting salaries." Another administrator said "I really think that if
we've got first shot at the person and we like them and we can get our
paperwork process done, we'll get the person. I don't think I've ever
lost a person that I've wauted if I had first crack.”

In 1983-84, 42 percent of those recruited were new teachers, 58
percent had experience. 1In 1984-85, 48 percent of the teachers hired
were new, 52 percent experienced. The trend for higher percentages of
new teachers is expected to continue a little longer. Since Mesa
continues to attract experienced teachers from the area, that rise will
probably not go so high as it might in some high growth, less desirable

areas of the state.
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Formal visits to recruit are made to California (University of
Southern California, University of California at Los Angeles, and
California State University at Humbolt). Brigham Young University and
the University of Utah are 1lso regularly visited for candidates. The
year 1984-85 saw visits beyond the neighboring states of California,
Utah, and New Mexico. Mesa recruiters also went to Massachusetts, where
they have been very successful in recruiting in past years.
Massachusetts has an educational recruiting consortium of 39 colleges
and universities that meet over a three-day period and bring in several
hundred students. The quality of novice teachers (and experienced
teachers wanting to move) was judged to be very high durirg those
recruitment trips. Mesa has been a part of that recruitment "fair" the
past two years. They also recruited at Lesly College in Boston, and
regularly work on recruitment in Iowa and Kansas.

The district has a notebook, updated annually, that is sent to over
100 college and university placement offices; it describes the Mesa
schools and solicits applicants. The notebook has been commended by
placement office directors as "exceptional--the only district in the USA
to have such an excellent system."

The experienced teachers--roughly 50 percent of the new teachers--
are not usually actively recruited. They make application themselves,
by letter or by dropping into the personnel office. They may be more
actively sought after their applicatjon is complete. The applicant pool
runs up to 3,000. About 1,500 cf these will be interviewed.
Approximately 30C will be hired from those with completed files (those
that include the MEPl interview).

As noted, the district travels the length of the United States to
try to increase the pool of acceptable candjdates for hiring. The
effort has been to find good candidates and has not concentrated on a
particular subject area. Nevertheless, there is a recognition that the
pool of candidates in science and mathematics is shrinking, although no
grade level shortages have yet occurred. The personnel office is
beginning to call universities early in the year to make contact with
candidates in mathematics and science. They have not had difficulty

hiring in mathematics and science as long as they are able to offer
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employment to the individual in the spring and early summer. If they
lose somebody, and have to hire in the late summer or early fall, then
they have to put a special effort into recruitment for those positions.
There simply are not enough candidates in the pool to find the
applicants they want.

There is concern about getting enough special education and special
certificated people. Teachers of the emotionally handicapped, speech
therapists, occupational therapists, and physical therapists are very
difficult to find. Universities are often called to inquire if such
people exist. Professional associations are solicited. The physical
therapist position is a non-teaching position but the therapists work
with students and it is very closely related to the teaching profession.
After the district contacts colleges and universities to find
candidates, they run ads in the national publications for physical
therapists and also in the state publications and newspapers.

when thev have certain kinds of vacancies, such as in physical
therapy, and the position remains vacant, the district hires consultant
services. That is, they contract with individuals in the community who
are not part of the school system and who are non-certificated. Some
coaches also work on contract in this way. In other areas, such as
vocational education, the district may bring someone in with an
emergency certificate. To cover some kinds of shortoges, the district
may have to reass:ign teachers. Recently, they had to find someone for
the visually handicapped students. A teacher from another area of
special education was reassigned. The district works nard trying to
avoid hiring people who are not qualified. They try not to go too far
down 1n the MEPI rating categories simply to fill classrooms. Thus far,
they have not had the problem of chortages in any particular areas that
could have required them to fill classrooms with teachers in whom they
had no faith. Nevertheless, they do some reassignment, they do get some
emergency certificates for one year, and they do assign some marginally
rated people whenever classrooms need to be filled. Their major
problems arise when they try to fill a positicn that has a small
applicant pool in the late fall. For example, if a teacher leaves in
September, Octcber, or November in an area like speech therapy, they

have a very hard time filling the position. If they are required to
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fill the position in late spring and early summer, when <he greatest
number of teachers with talent are available, Mesa does not have serious
problems.

Cenerally, Mesa has been in the advantageous position of having to
do very little to "sweeten the pot." Special salary arrangements are
not part of the bargaining process. The benefits of working in the
district are explained and most of the time that sells the district.
Sometimes, however, special inducements are offered. A recent case
concerned a University nf Arizona top mathematics student. She was
offered her choice of school. That is probably about as far as the
school district would go to induce the candidates they want to sign a
contract. The district relies on its reputation.

Mesa administrators believe they have been attracting the same
kinds of candidates into their pool over the last decade. Educational
experience, number of degrees, race, and sex all seem relatively stable
from year to year. Exceptions already noted are the slight increase in
new teacuers compared to experienced teachers, and the reduction in the

number of men going into elementary education.

POSTHIRI!NG PRACTICES

The Mesa Public School system has an orientation program for new
teachers. At the star’ of the year, they are introduced to the way the
district operates. In addition, the unit administrator has an
orientation for the teacher at the building level.

But the real program for new teachers. experienced or not, is
adrinistered by the Director of Planning, Staff Development, and Special
Projects. This includes, first, the Educators Skills Program (ESP).
This program starts immediately upon hire (and, indirectiy, it is a
comment on the perceived quality of teacher training institutes).

The other major program administered by the staff development
office 1s the Teachers Inservice Prograr essions (TIPS).

The ESP and TIPS programs are extensive and well-attended. New
teachers perceived the ESP program as useful, though some experienced
teacners complained that they "knew all that stuff." Other experienced
teachers, however, saw the ESP program as a chance to ensure they did

well in Mesa, a chance to meet other new teachers in the district, and
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as a brush-up of things they knew. Thus, the experienced teachers were
not all negative about being forced to take the ESP program. The ESP
program requires classroom observations and consultations. Each site
differs in how it approaches that task. At the high school level, it is
more likely to be the assistant principals and department heads who
visit each teacher. At the elementary level, it is usually the
principal who does the visitations. The visitations are to help check
on discipline, to see that the person is well-ntegrated into the team,
and to observe and confer regularly. Many of the elementary schools
have a half-time basic skill/resource teacher who spends a good deal of
time with the new teachers in the district. This helps get the new
teachers into the reading programs, or the science programs, or the math
programs of the district. A particular responsibility of the basic
skill/resource teachers is to integrate the new members into the
district's system. Some of the elementary schools also have "buddy"
systems, whereby an older master teacher type takes the new teacher
under his or her wing. Some of the principals spend a good deal of
their time trying to get across the philosophy of the school to the new
teacher. There is a lot of "this is the way we do it around here." A
number of the principals are trying for a consisten ‘.hos in their
schools with regard to discipline, dealing with parents, academic focus
of the school, etc.

In the Mesa public scheools, the probationary teachers are evaluated
twice a year. Continuing (tenured) teachers are evaluated once a year
in accordance with a new Arizona law. The district goes through a
"short form" year and a "long form" year. In the short form year, they
simply sit down and go over the evaluation and talk about the teacher's
plans for growth. In the long form year, the procedures are much more
formalized. The difference between the two forms of evaluation is
simply a matter of economy. It is impossible to do the job right with
so many teachers and so little administrative time available. The form
requires a statement Sf purpose, goals, and growth for the year. The
principal and the teacher agree upon these goals.

The assistant principals generally do the evalvations at the high

school level. At the elementary level, the principal usually does the

evaluations. It is the principal's decision to grant tenure. 1t is the
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principal and the resource teacher who have most direct knowledge of a
probationary teacher's ability. The resource teacher advises the
principal and the probationary teacher but has no direct decisionmaking
authority. Some of the deficiencies fond in a probationary teacher can
be made up by taking course work. Classroom demonstration of skills is
encouraged. A teacher found deficient in some area is asked to pick a
day when they can show they have learned those skills.

It is interesting to look at the difference between public
perception and the percepticn of the people who hire and train the
probationary teachers. The public seems to be angry when the rate of
dismissal for probationary teachers is very low. The other side of that
coin, however, is that with verv fine screening procedures, tough
interviews, and a large pool, coupled with support systems in the
initial years, the dismissal rate is unlikely to be high.

A number of the principals pointed out that they were able to get
some teachers to resign before they had to fight any battles at the time
tenure was to be granted. The evaluation procedures for new teachers,
described above, prove invaluable when entering those kinds of "did-
you-ever-think-ahout-ancther-career” conversations.

The attrition rate in the first five years is higler than iu the

next 10 or more years of service. New people are most likely to leave.

The attrition rate for the newly hired teachers, before the granting cf
tenure by the district, is estimated to be as high as 15 percent. The
overall district rate, for all teachers, is 7-9 percent annually.

Mesa does not appear to have any unique policies or programs
designed to provide incentives for the retention of high quality
teachers. There are some of the more usual programs for rewarding
people. There is a teacher of the month program in which a person is
recognized at the board meeting and is presented with a $300 gift to
spend toward improving teaching or for buying teacher materials.
Different schools give recognition to good employees in different ways.
Sometimes the teachers who are quite good get a chance to become the

basic skiils/resource teachers. It gets them out of the classroom

teaching role, which some desire. Some, of course, prefer to stay in
their classrooms and do not choose to become resource teachers. But it

does not reslly give them any greater salary.

ERIC

WSr e

) {
(S




- 47 -

The salary schedule recognized longevity. After someone has been

with the district so many years, they get an additional 2 percent even

when iney reach the top of the salary scale. With longevity, early

recirement becomes a possibility. The district substitutes cash

ayments or sabbaticals for a teacher's unused sick leave. One gets the
P g

wmpression from asking this question that people have not thought very

hard about the issue of retention in the Mesa public schools. Once

again, the reputation uf the Mesa schools is seen as the reward itself.

There is a good deal of pride in the district. Because other school

districts do not seek experienced people as if they weve "free agents,”

as in baseball or football, it is not easy tv get special recognition as

an excellent teacher when you have been on the staff for 10 or more

years. Imagine what education would be like if the "best" teachers with

10 years experience were bid for by districts with a need for their

services. A "free market" would, no doubt, leave some districts with

only ordinary teachers. But it would really boost salarjes and the
y y

prestige of the teachers judged to be excellent.

The district's ccmmitment tc professional development is seen in

its support of inservice training and in the TIPS program. The district

considers its inservice training program to be among the best in the

nation. It certainly is an active one. Courses are constantly offered.

The Mesa teachers come to believe that this is an appropriate part of

their rvofessional life. More than most districts, Mesa has established

norms for promcting professional growth. Geme of the teachers, of

course, consider the whole process to be an imposition.

Either the district or the ASU campus provides the courses for

advancement. As noted above, the customary degree in the Mesa schools

is a master's degree. Because the norms are in place for extensive

staff development, the program is perceived to be a success. That is,

large nurbers of teachers attend. Very little in the weay of formal

evaluation of the program seems to occur. The programs are not seen by

teachers as '"Mickey Mouse." However, they do not appear to be of a very

high intellectual level, cither. Perhaps a social/professional function

is served by these courses. They may break the pattern of isolatinn so

common among educators.
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The district programs are generally taught by basic skill/resource
teachers. These are the people who have the responsibility for the
curriculum in reading, math, or science. These are generally fine
curriculum specialists who get a chance to develop a comprehensive and a
standardized curriculum from school to school throughout ths district.

Overall, the district does not have big problems with respect to
teacher retention and improvement. As noted above, the district does
not have a high rate of turnover. Because of its salary structure,
local scheol support, and perceived excellence, this district retains
its faculty. Although there is much room for improvement in the
district's handling of senior faculty, compared to other districts in
the state and the nation, the Mesa public schools seem to be one of the

most desirable school systems in which to work.

TEACHER COMMENTS

Among the remarkable things learned during these interviews was
that both teachers and administrators perceived the system to operate in
a very similar way. Teachers were, however, a bit put off by the formal
procedures of Mesa. Nevertheless, they recognized that it was a quality
district and they accepted that it takes a special effort to get into a
quality district. Their views were like thouse of the people who go
through an initiation ceremony at a fraternity. The harder the
initiation is, the more likely a member will come to value the
fraternity.

Mesa seems to be getting teachers who like the kind of structure
that Mesa provides. There is a districtwide curriculum, a cope and
sequence chart, and a monitoring system to see that teachers teach what
they are supposed to. There is a lot of emphasis on drill and practice.
The only negative comments that were offered when interviewing the
teachers had to do student testing. Some teachers felt that Mesa schools
expect too much student testing, and many of them were not used to that
in their former districts. The Mesa curriculum is partly well-
structured, children do a lot of workbook pages, tests, and the other
kinds of things you expect to see in a schocl district with high

achievement and a strong commitment to basic education.

L4
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One of the first-year teachers described how she got her job in the
Mesa schools. It began with an interview in February, when she was
visiting Mesa. She took the Teacher Perceiver Interview at that time.
The district said it would be in touch. When the teacher moved out to
the area, later in the spring, she checked that all her certificatior
was in place and that her file was complete. She was then advised to
seek employment in the schools and chose to work as a playground aide.
She went on one school interview, and did not like the experience very
much. It was a very difficult interview and in some ways a bit
demeaning. (This is a teacher with extensive experience.) The teacher
then went on a second interview and was one of four candidates. There
was no callback at that time. The waiting was very hard. The

principals say that the Central Office will be in touch and leave it at

that. There was still no callback or letter. In August, the princ.pal
called and asked if she was still interested. A few days later, a
formal letter of intention to hire arrived at her house. The message
from this teacher seems to be that there should be more fesdback along
the way, becauce the waiting is very difficult. This teacher almost
gave up a number of times and applied to the Chandler district. She
was, however, living in the Mesa district and wanted to work in the
schools that her children attend.

The teachers had praise for the MEPI. They all reccgnized that its
purpose was to eliminate the personal issues ard try to come up with a
standard interview procedure. They were appreciative of it, even when
they felt it was a bit difficult to go through.

A number of the teachers reported that there was no personal

attention during the selection process. Some of them had come from very

small districts in Arizona or in the Midwest. In such districts, the

principals sometimes give you advice on how to interview. The teachers

say the site interviews in Mesa are very idiosyncratic. Sometimes they ‘
went well, sometimes they did not, and they felt it had more to do with
vho was interviewing *hem than their own general »oility. The teachers
generally felt that tney were expected to teach more in Mesa than in
districts where they had worked previously, or when they were student

teachers. To teach more means to keep the pace high and to spend more
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t.me on the three Rs and less time on instruction in the arts. Some ot
the elementary school teachers felt that they wanted to teach art and
music a little more, but were prevented from doing so by the strong
basics orientation in Mesa. A number of them remarked that they had
more aides in other districts. All commented that the performance
expectations for children was higher in Mesa. Therefore, it was harder,
physically, to teach in Mesa. They had to use more drill and there was
more pressure on them to produce. Some of the teachers noted that there
is a side effect to this. Some of the children feel the pressure and
"act out." Self-esteem is hard to build for low ability children in a
high pressure academic environment.

The teachers were very pleased with the resource teachers that
helped them when they started in the district. The team approach in
many schools seemed to pay off. They felt that they were teken under
the wing of a few teachers when they first started.

The recordkeeping syst>m in Mesa appears to be unusually formal.
New teachers seem to need extra help in learning how to do that. There
is a feeling held by the most experienced teachers that the district
really did not know how to treat them when they were new in the Mesa
schools. They were really not treated as if they were exceptional top-
of-the-line profecs‘onals. They were, instead, treated as if all their
past experience did not count for much.

The evaluations of the new teachers ranged from very informal to
formal and as a separate issue, from noninformative to informative. It
seems as if each school has its own particular system of evaluating.
That is in line with what the ASFP holds as philosophy. Evaluation is a
school site responsibility.

In this district, when teachers need help, they generally turn to
other teachers. When the support is ne~ded to deal with parents, they
try to bring in the principal.

Although it was easy to get the special Arizona requiremants out of
the way during the first year or two, the new teachers felt that it was
an inordinate burden, particularly when they had to take the reading
practicum, the reading decoding courses, Arizona Constitution, as well
as TIPS and ESP courses. The first few years seem to require the most

effort.
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In response to the question about whether they would become
teachers again, most of the teachers were not sure they would. They all
recognized that it is a very demanding profession. Nevertheless, they
all admitted they like it. All commented that they love their jobs and

that money is not paramount, but that they sure could use more of it!
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Case Study 2
TEACHER SELECTION IN THE MONTGOMERY COUNTY
PUBLIC SCHOOLS

Linda Darling-Hammond
Arthur E. Wise
Barnett Berry

Amy Praskac

INTRODUCTION

The Montgomery County Public Schools (MCPS) pay a great deal of
attention to the teacher selection process, which includes centralized
screening mechanisms and decentralized hiring practices. The
centralized screening mechanisms--primarily a structured interview, a
locally developed and validated testing program, and a weight.'ng formula
to rank order applicants--assess the quality of the district's
applicants. The decentralized hiring practices--primarily a nrincipal's
"informal recruiting” and selection of centrally referred appii~ants-
enable a local school to hire the candidate who best "fits" its needs.
Thus, district teacher selection practices constitute a division of
labor whereby both Central Office personnel and principals expend
considerable energy and resources ensuring successful teacher selection
outcomes .

Montgomery County, then, is a district that tsakes seriously the
task of selecting qualified personnel for its schools. It has also
tried to balance the needs of a large school system for centralized
management and support with the needs of local principals for
significant input and decisionmaking authority in the hiring process.
Despite, and in part because of, these efforts, teacher selection in
Montgomery County is not unproblematic. The logistical demands of the
system are enormous, and current procedures for handling information
about candidates have not been eatirely equal to the task. In addition,
the system is designed to screen candidates frow & large applicant pool.

With growing shortages of applicants, the selection process results in
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some suboptimal teacher assignments. These problems threaten to grow
more prominent in the years to ccme.

Our case study reveals that because of these demands, several
complex variables are shaping the district's teacher selection process.

These variables include:

* Recruiring strategies that have been "out of synch" with the
demends of the labor market.

* Screening requirements that "test" for academic standards but
may limit access to a dimirishing puol of applicants.

®* Placement policies that treats applicants evenhandedly but slow
down the hiring process and result in the inequitable
distribution of teaching talent across the district.

* A new personnel management information system that may begin to
be able to meet the logistical demands of the system.

N The induction of new tegchers that provides formal support for
some novices may not be adequate because of the distribution of

support and evaluation resources across the district's schools.

MCPS is a self-evaluative and data-conscious district that strives
to correct its problems. Thus, the case study of teacher selection in
Montgom:ry County describes the district's response to past and emerging
problems. More important, the case study raises many issues of
particular importance to large school districts as well as to all
districts facing growing shortages of teachers in a political climate
that demands expli~it measures to ensure the hiring of qualified
teachers. This case study examines Montgomery County's highly developed
teacher selection process in terms of its organizational context,
historical context, and current selection practices as well as the

effects of the process itself.
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ORGANIZATIONAL CONTEXT
The Community

Montgomery County is an affluent community adjacent to the nation's

1

capital of Washington, D.C. Although the county's 500 square miles
encompass urban, suburban, and rural areas, it is generally viewed as a
suburban community.

The county population (579,000 in 1980) has grown over the last
decade (registering a 10.8 percent increase between 1970 and
1980)--making it the sixty-fourth largest county in the nation. In
1980, 86 percent of the county's residents were white; 9 percent were

black; 4 percent were Asian; 4 percent were Hispanic;!

and 0.2 percent
were }.cive American. The proportion of minority residents has grown
steadily over the last 15 years (from about 4 percent in 1970 to about
14 percent in 1980). Minority group students have been concentrated at
the lower end of the county near the District of Columbia, thus posing
challenges to the district in maintaining racial balance in the schools.

Necpite growth in che county popuiation over the last decade, the
school system has experienced declining student enrollments. Two
factors may account for this trend. First, the county's population has
aged. The county's residents are somewhat older than those of other
Maryland counties (about 21 percent of the total population was of
school age in 1980, a proportion below the srate average}. The county
has experienced declining birth rates for some time. Second, a
significant percentage of the count,'s school age children attend
private schools (more than 16 percent in 1980). The proportion of the
county's children attending private schools is by far thé highest in the
state and represents a slight increase from the previous decade. (In
1970, 14 percent attended private schools.)

Some parents may choose to send their children to private schools
because of their dissatisfaction with the pnublic schools. However, in

Montgomery County, many parents may choose to send their children t-

private schools for other reasons as well. County parents are highly

!Counts of Hispanic citizens overlap with both white and black
counts; thus, the percentage totals exceed 100 percent.
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educated and affluent. Thus, they are likely to care a great deal about
their children's education and are able to pay for private education.
This explanation seems reasonable, giv~n that citizens and parents in
Montgomery County sc<em more satisfied with the public schools overall
than dces the general population. A countywide telephone survey in 1983
revealed that 61 percent of the county's citizens and 78 percent of MCPS
parents gave the district schools grades of "A" or "B." By comparison,
a 1983 Gallup poll revealed that only 31 percent of all respondents gave
the nation's schools grades of "A" or "B."’

Mont gomery County residents are by far the most highly educated and
most affluent group in the State of Maryland. The proportion of college-
educated citizens is more than double the state average. By and large,
Montgomery County is a professional, white-collar community. About 30
percent of the labor force is employed in gnvernmental positions and an
additional 27 percent work in other professiona! occupations. In 1982,
during the height of the national recession, Montgomery County's
unemployment rate was only 3.9 percent, less than half the state
average, and well below the national average as well. Personal per
capita income is also the highest in the state, and median household
income in Montgomery County ranked it sixth among all U.S. counties in

1979. There is increasing diversity among county residents, though.

-

\lthough nearly 20 percent of households had incomes of $50,000 or more
in 1979, over 10 percent had incomes of less than $10,000.

Because of its proximity to the District of Columbia, and the
relation of its work force to governmental functions, Montgomery County
has a fairly transient population and has attracted many residents from
other states. In 1980, for example, only 24 percent of the county's
residents were born in Maryland, as compared to over 50 percent for most
other counties.

This transiency--and the county's drawing power--affect teacher
supply in Montgomery County. Spouses--usually wives--of government
officials, diplomats, and other professionals w!o have recently moved to

the county constitute a large proportion of those annually entering the

2"About the Schools in Montgomery County, Maryland," Montgomery

County Public Schools, Rockville, MD, 1984,
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teaching force (estimated as high as 50 percent by districc officials).
For this reason, the school system has tended to hire a fair number of
teachers with previous teaching experience and has tended to worry less
about teacher recruitment and supply in recent years than perhaps it
would have ctlierwise.

However, another environmental factor may have an opposite effect
on teacher supply. The county's high cost of living may inhibit
prospective teachers who are single or the sole source of household
support from living in Montgomery County and teaching in the district’s
schools. Housing costs for both owners and renters are the highest in
the state and outweigh the district's modest salaries. In 1985-86, MCPS
beginning teachers' salaries ranked eighth out of eight area school

districts.

The School Systeni

The Montgomery County Public Schools serve over 90,000 students in
152 schools across che county. The system employs slightly more than
6,100 teachers (with about 6,500 support staff personnel) and 520
administrative and supervisory personnel. These figures represent a
substantial decline from the mid-1970s, when the system served about
130,000 students and employed more than 6,800 teachers. After many
years of phenomenal growth, student enrollments peaked in 1973 and then
began declining. The size of the teaching staff began to drop several
years later. These changes have greatly influenced the teacher
selection process in the county in terms of the intensity of recruitment
strategies, the screening requirements, and the hiring and placement
pclicies. Lecause enrollments grew in one part of the county while
declining in other areas, school closings and intradistrict transfers of
teachers have affected the selection process.

Montgomery County is a high expenditure school district, with total
average per pupil expenditures of $4,100 in 1984. However, teachers'
salaries are not particularly high--especially in comparison with other
area school districts. In 1984, a beginning teacher with a bachelor's
degree would earn §$15,561; a teacher at the top of the salary scale,
with a master's degree plus 30 credits and 20 years of experience, would

earn $35,824. This beginning salary ranked the district fourth of eight
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districts, in the metropolitan Washington, D.C., area. As previously
noted, MCPS salaries have not kept pace with those of its nearby
cocmpetitors, and in 1986, the county registered the lowest beginning
teachers' salary in the area.

Over the past decade, teachers' salaries in Montgomery County, as
elsewhere, declined more than 15 percent in real doilar terms. Although
teacher recruitment had not been a major source of concern in recent
years, increasing shortages in some areas are now forcing attention to
the need for competitiveness in the district's salary scale.

Over the past decade, the district's teacher work force has become
increasingly experienced. In 1976, approximately 46 percent of all
teachers had more than Y0 years experience. Presently, nearly 75
percent of Montgomery County teachers have more than 10 years
experience. In part, this trend has resulted from increasing stability
among the district's teachers--attrition has droppad steadily since the
late 1960s. In 1969, the district's attriticn rate was 20.5 percent of
all teachers. By 1984, teecher attrit >n had decreased to 7.0 percent
(see Fig. 1). An important, point is that those who do leave tend to be
among the less experienced staff. Between 1982-85, approximately 28
percent of the district's new teachers left by the end of their second
year. This trend has remained constant over the last two decades.

School programs in the county are decidedly academic in
orientation. A large proportion of students are enrolled ir college
preparatory courses, and about 75 percent go on to higher education
after sraduation. All of the county's 22 high schools are
comprehensive, offering a full range of courses in th academic subjects
(including aavanced placement courses) plus several foreign languages.
411 middle, intermediate, and junior high schools also offer foreign
language instruction beginning in the seventh grade. The district also
offers a number of career and vocational education programs, ranging
from carpentry and bricklaying to computer programming, which are
available to academic as well as vocationally oriented students.

Students in the MCPS have become increasingly diverse. In 1968-69,
minority enrollment was about 6 percent of the total. In 1983, minority
students wade up 26.6 percent of the total student population. Black

students were 13.7 percent of the total; Asians were 8.0 percent;
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Fig. 1—Attrition and retirement rates, by year

Hispanics were 4.8 percent; and Native Americans 0.2 percent. Improving
educational opportunities for these minority students has been an
important concern in recent years. The dictrict has encountered
difficulty in desegregating its schools and has created voluntary magnet
schocls in the most heavily minority area of the county in an attempt to
promote racial balance and high quality educational programs. The
district has also expended considerable effort to hire minor faculty
and has increased its proportion of minority teachers from 4 percent
in 1971 to 11.9 percent in 1984. However. minority teachers are still
underrepresented (or in some cases, overrepresented) on many schools'

faculties.
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Amiast these demographic changes, Montgomery County students have
remained high achievers. Approximstely 75 percent of the student
population attends higher education upon graduation. In 1983, 1.5
percent of the graduating class was named National Merit Scholarship
semifinalists and mean scores on the California Achievement Tests ranged
from the 74th to 82nd percentile, well above the national average. Yet,
there are significant academic achievement differences between majority
and minority students. Black and Hispanic students do not score as well
on standardized measures of achievement and are generally
underrepresented in "gifted and talented” classes. HNonetheless,
minority students score above the national norms for both white and
minority students and are proportionately represented in academic
courses as well as among graduates who pursue higher educatiorn.

In sum, the Montgomery County Public Schools' highly developed
teacher selection proc:sses have evolved within a favorable, yet
complex, organizational context. A favorable organizational context ha=
enabled the district's internal policies to be the most influential
force in shaping teacher recruitment and selection. However, with a
arowing shortage of teachers, the present cystem, designed to screen
candidates from a large applicant pool, may result in suboptimai teacher

selection and assignment.

HISTORY OF SELECTION PRACTICES

Over the past 25 years, Montgomery County's teacher selection
practices have emphasized recruitment and screening altcrrately. In the
late 1960s to the mid-1970s when the ccurty was growing and the demand
for teachers was high, recruitment received primary atteation by the
personnel office. However, in tne mid-1970s, when student enrollments
declined and there were large nurbers of applicants for smaller numbers
of vacancies, the emphasis shifted from recruitment to selection.
Elaborate screening devices--structured interviews and proficiency
tests--were developed to assess a large applicant pool and recruitment
efforts decreased. At the time of this study, demand f-or teachers was
again beginning to grow while supply shrank, and the usefulness of

rigorous screening mechanisms was being questioned in the face of
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emerging shortages. The changes in emphasis of the district's teacher
selection procedures have somewhat lagged behind changes in the teacher
labor market, creating a situation that one Central Office staff member
called "a pendulum that is always out of synch."

Montgomery County's recruitment and selection processes have tended
to be reactive rather than anticipatory. By responding to the past
rather than anticipating the future, present recruitment and selection
practices in Montgomery County may place the district at a competitive
disadvantage. Although the district has committed itself over the past
two decades to the recruitment and selection of well-qualified teachers,
this commitment has not beer necessarily in step with the evolution of

the teacher labor market.

Teacher Recruitment Before 1970

In the years before 1970, the county was growing rapidly. In 1950,
814 teachers were employed by the district. This figure doubled by 1955
and continued to grow rapidly. In 1960, 2,916 teachers were employed
and the number reached 6,221 in 1970. Nearly 1,500 teachers were hired
during the 1969-70 school year. This school year was near the end of
the teacher shortage period produced by the baby boom. Because the
demand for teachers was high at a time when the supply of teachers was
relatively low, the personnel office concentrated on recruitment.

The district recruited teachers through three sources: (1) the
college recruitment program, (2) the student teacher recruitment
program, and (3) aprlicants who approached the school district directly.

The college recruitment program recruited students at 125 colleges
in 2] states during 1969-70. 1In addition to on-campus recruiting,
Montgomery County hosted the annual College Placement Officials
Conference. This ongoing activity served to establish a closer
relationship hetween the school district and college and university
placement officials. Also, personnel office staff contacted prospective
teachers regularly through professional organizations (such as the
American Association of School Personnel Administrators and the
Association of School, College, and University Staffing), teacher
organizations (such as the National Education Association), and social

dctivist organizations (such as the National Association for the
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Advancement of Colored People and the Peace Corps). Finally,
advertisements were placed in a variety of journals and newspapers. The
college recruitment program in 1969- 0 netted 1,239 applications, 258
offers, and 182 new hires.

Although the student teacher recruicment program was slightly
smaller than the college recruitment program, it was equally productive
for the district. During the 1969-70 school year, 830 students from 12
colleges and universities completed their student teaching in the
Montgomery County Public Schools. While participating in the program,
student teachers were informed of employmert opportunities and
procedures in Montgomery County. Personal interviews were scheduled for
each student teacher recommended for employment (except in those fields
where there were many more candidates than positions available).
Contract offers were presented to 257 of tne 374 prospective teachers
who applied, and 229 of these were acceptea. In addition, 17 Master of
Arts in Teaching students completed their internship in the district and
later were hired as full-time teachers. Although fewer applications
were received from this program than from the college recruitment
program, there was a "higher yield" from the student teacher program.
Because these applicants had already become familiar and comfortable
with the district, and because their on-the-job performance was proven,
employment offers and acceptrances were more easily accomplished.

Although many teachers were employed through these recruitment
programs, most new teachers in Montgomery County applied through other
avenues and were employed after approaching the school district
directly. Applicants came through several sources: other school
systems; referrals by government, private, and professional placement
agencies; referrals by dictrict employees and county residents; and
referrals by college placement directors and professors. In 1969-70,
this wide net produced 3,696 applications, 577 employment offers, and

460 new hires.?

’A11 figures are trom "Departmental Progress Report on Professional
Personnel, September 1, 1969-August 31, 1970," Montgomery County Public
Schools, Rockville, MD, Decembexr 8, 1970.
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Finally, to induce teachers in the short supply fields (e.g.,
industrial -<rts, mathematics, science, and special education) to become
teachers in Montgomery County, the district uncoupled beginning
salaries. Teachers in these fields were offered the additional salary
incentive of starting above the first step on the scale. This was a
successful strategy and all vacancies were filled by the opening of

school in September 1969.

Teacher Selection in the 1970s
In 1970, the personnel staff reported that the district's
recruitment ana employment efforts had had their irtended effect. A

1970 departmental progress report noted that:

The time has come in public education when recruitment
activities . . . can be somewhat reduced and more effort and
attention given to the selection and assignment stages of the
selection process."

Thus, the 1970s saw a curtailment of the district's recruiting efforts
and an expansion of the district's selection efforts. The present
structured interview and the testing programs emerged from this new
emphasis.

In part, the district's shi{t in emphasis was a result of the
development of a teacher surplus in the 1970s. In addition, during this
period, several other factors affected the recruitment and selection
process in Montgomery County--each reducing either the district's need
or its capacity to engage in wide-ranging recruitment activities.
During the 1970s, the district began hiring fewer new teachers, the
teaching staff became more stable, and the personnel office was beset
with ‘ncreasing complex internal constraints.

Thro' ghout the decade, annual hiring needs decreased steadily from
a peak of 1,449 teachers hired in 1969 to 460 in 1980 and a low of 189
in 1982 (see Fig. 2). This decline, coupled wich a nationwide surplus

of teachers in most subject areas, allowed the district to be far more

“Ibid.
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Fig. 2—Nuinber of new hires, by year

selective in hiring, choosing experienced rather than new teachers and
examining qualifications more closely.

Whereas during the late 1960s and early 1970s about half of 41l new
hires were inexperienced teachers, by 1979 fewer than a third of the new
teacheis hired had no previous teaching experience. This change in
hiring tactics contributed to the decline in teacher attrition rates
over the decade, since n.w teachers generally have much higher attrition
than veteran teachers.

Relieved of the need to fill large numbers of vacaucies each year,
the district concentrated its hiring e¢fferts on improving the overall
representation of minority teachers, women in administrative positions,
and male teachers in the elementary schools. As the county demographics

shifted during this period, the personnel office also had to expend more
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time reassigning teachers among schools with changing student
enrollments. In addition to involuntary transfers as a result of school
closings and declining enrollments, many experienced teachers were
returning from leave or requesting transfers to other schools. In 1978,
the number of teachers returning from leave (160} and internal transfers
(1,169) greatly exceeded the number of new hires (249). This pattern
has continued into the 1980s and has increased the administrative burden
of managing the internal labor market for both personnel staff who
process the paperwork and principals who reconfigure their staffs to

accommodate transfers.

The Interview and Testing Programs

From the mid-1970s to the early 1980s, Montgomery County continued
to emphasize the screening aspects of its selection process. As
mentioned above, rhe current structured interview and testing pwrograms
emerged from this new emphasis.

In the mid-1970s, district testing staff, .long with a comnitiee of
teachers and principals, developed a ceuntrally administered structured
interview that reflects the district's view of effective teaching
characteristics. The interview assesses indicrtcrs of seven
characteristics: empathy, adjustability, r-'e innocvation, cbjectivity,
teaching drive, democratic orientation, and fi: 1:ess. Tnese
characteristics reflect the committee's copce: r ith teachers' attitudes
toward teaching and sensitivity co the needs ot students. The interview
questions often entail hypothetical questions about what the prospective
teacher would do in certain teaching situations, such as an encounter
with a belligerent student. The interviewer ranks the response
according to an expected response that is balanced, not too extreme, and
flexible. New interviewers are trained by sitting in on interviews
conducted by a veteran staffing specialist and are coached on how to
administer und score the interview.

Paper-and-pencil tests of subject knowledge are also administered
to "provide a valid, nondiscriminatory, comprehensive basis for
selecting applicants with the highest probability of continued success
in the district and for screening out persons who are not qualified for

positions." 1In 1972, the first proficiency test, the Test of English
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Mechanics, was implemented. This commercially produced, multinle-choice
test is administered to prospective English teachers to assess their
knowledge of diction, grammar, mechanics, punctuation, and spelling.
Beginning in 1974, tests of writing, listening, and speaking skills were
required of applicants for Spanish, French, and German teaching
positions.

In 1976, MCPS examined the National Teachers Examination - Commons
Exam (NTE-CE) for possible use for screening early childhood and
elementary teacher candidates. Although the test was found to be a
valid screening measure, the inherent problems with implementing the
program were deemed unacceptable. The Educational Testing Service
(ETS), publisher of the NTE-CE, administers this test a limited number
of times per year and test results can take up to six weeks to reach
employers. Considering this problem of timing, a decision was made not
to use the NTE-CE. Instead, it was concluded that "An internally-
developed and supervised program would make it possible for [the
district] tc use an instrument designed to reflect the teaching subject-
matter requirements of our curriculum; to test teacher candidates at our
discretion and to have test results immediately; to offer retest to
candidates scoring low on an initial testing; and to report test scores
in a manner which provides maximum information both for selection and

assignment."®

Therefore, the district developed its own tests--the
first being the Elementary and Early Childhood Test. This test assesses
English language skills and knowledge of mathematics, science, and
social studies. It is a 100-item, multiple-choice exam, 25 items for
each major subject area. The district administers this exam to all
elementary school candidates.

Later, a secondary school teacher's test was designed to assess the
English lenguage and math knowledge of secondary school applicants. The
tests, developed by secondary school teachers, curriculum coordinators,

and an assessment specialist, contain primarily multiple-choice and fill-

in-the-blank items.

5The Elementary and Early Childhood Teacher Selection Study.
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The English subtest contdins items testing knowledge and skills
for: (1) assessing word characteristics (such as spelling, parts of
speech, and vocabulary), (2) detecting errors (such as misplaced
modifiers, nonparallel construction, and subject-verb agreement), and
(3) detecting correct formatting (such as editing paragraphs). The
mathematics subtest contains items testing “nowledge ana skills for:

(1) adding, subtractiig, dividing, and multiplying whole numbers,
fractions, and decimals, (2) solving percent, ratio, and proportion
problems, (3) solving basic geometric problems, (&) reading graphs and
tables, (5) interpreting test scores, and (6) computing grades.

The secondary teacher's test was validated using a criterion-
related validetion strategy with currently employed secondary teachers
serving as study participants. Of 1,000 teachers randomly identified
for participation, 134 teachers volunteered and werc paid to participate
in the validation study. Raters completed a job performance instrument
developed specifically for the validation study so that the test scores
of the study participants could be retated to their performance
evaluations.

The job performance evaluation included nine dimensions of teacher
performance: (1) classroom management; (2) pupil-teacher relations; (3)
professional attitude and conduct; (4) preparation and planning; (3)
knowledge of the subject matter; (6) public relations; (7) techniques of
instruction; (8) pupil evaluation; and (9) personal factors. Two raters
rated each participating teacher's job performance--the school principal
and one cother school administrator. According to district staff,
inter 2ter reliability of the twc raters' evaluations for the teachers
was quite high. The validity of the test was determined by measuring
the relationship of test score performance to rated job performance.

The district concluded that the secondary teacher's test was a valid
tool for secondary teacher selection. Further analyses indiczted that
the test did not discriminate on the basis of sex, race, or school level

assignment.
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Teacher Selection in the 1980s
As Montgomery County's selection tools were expanding, the labor
market was swinging back in the other direction. The large number of
teachers seeking employment had peaked by the mid-1970s. In the 1973-74
academic year, the district received 6,981 applications for teaching
positions. By 1979-80, the number of applications decreased to 3,102.
In 1984, only 2,141 prospective teachers applied to the district.
| Although the teacher surplus of the 1970s began to dissipate, MCPS
\ achieved considerable success in its teacher selection program.
‘ By the early 1980s, Montgomery County had increased its percentage
of minority teachers, lowered its teacher attrition rates, and employed
more teachers who had earned at least a master's degree. In 1971, 35
percent of all Montgomery County teachers had earned a master's degree.
By 1984, 5,.2 percent had a master's degree and 1.3 percent had a
doctorate.® Fewer teachers were applying. Yet, teachers were more
highly trained, more stable (except for inexperienced teachers), and
more representative of an increasingly diverse student body.
However, although the teacher surplus was dwin”ling, Montgomery
County modified 1ts college recruitment program to target only specific
institutions and had discontinued its student teacher program. Thu- ,

market trends ir combination with a lessened emphasis on teacher

recruitment and an enhanced emphasis on stringent seleccion procedures
created a situation where the teacher candidate pool was shrinking--
faster in som subject areas than others.

The log.stics of the selection process also became more difficult
as the district changed dramatically over the years. In addition to the
large number of personnel transactions, the addition of more screening
tools made the process more cumbeisome and time-consuming. An archaic
data management system made all of this refined information on
candidates difficult to access, and questions about the utili.y of some
screening measures began to emerge. At the time of this study, some

administrators believed that the tests had prevented the district from

$This high level of educational attainment is partly the result of
a Maryland law requiring all teachers to acquire a master's degree
within their first 10 years of teaching to maintain certification.
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hiring some good candidates. A score below the cut-off score on one
test would prevent a candidate from being considered further.
Subsequently, as will be discussed below, a formula was developed (one
giving a combined score for the tests, the structured interview, the
reference score for professional components, the principals' interview,
and GPA in the major field) to assess the overall quality of applicants.
This strategy, by balancing qualifications, could alleviate the effec:s
of a rigid cut-off score and presumably could enlarge the field of
eligible candidates. Such flexibility will be necessary if the labor
market tightens further. The challenge to teacher recruitment and
selection in Montgomery County today is recruiting an adequate number of
qualified candidates who pass a rigorous selection process,

However, the selection process does not end with the hiring and
placement of new teachers. The selection process also includes the
initial experiences of new hires--experiences that shape the success or
failure of beginning teache:s and their probability of remaining in

teaching.

CURRENT SELECTION PRACTICES

Current teacher selection practices in the Montgomery County Public
Schools include a modest recruitment program, a centrally administered
screening process, and the hiring of teachers by school principals.
Thus, district teacher selection pra.tices constitute a division of
labor whicl (in theory) has the Central Office recruiting and screening
applicants and principals selecting from a small number of eligible
candidates.

Properly operating such a system balances efficiency and equity
concerns and enforces district standards while allowing school autonomy.
At its best, the approach allows principals to shape their faculties--
and tc assume full responsibility for aew hires--while saving them time
and energy by recruiting and conducting first-stage screening ceatrally
in a manner that ensures fair and equal treatment of candidates. As we
describe below, such a balance of responsibilities is not always easy to
create and maintain in any organization. It becomes especially

challenging in times of relative shortage of candidates.




Recruiting

During the 1981-82 school year, personnel staff visited 70 colleges
and universities in nine states, primarily nearby in the District of
Columbia, Delaware, Virginia, Maryland, West Virginia, Pennsylvania, and
New Jersey. The district has also continued to attend regional
consortia and national conferences. The district's recruiting has
concentrated on high demand stbject areas (such as science, mathematics,
and special educ&tion) and high demand teachers (such as minority
teachers). Historically black institutions accounted for 14 percert of
colleges and universities visited in 1981-82.7 National conferences are
used primarily to recruit minority teachers.

If personnel staff "find" high demand candidates early in the
"recruiting season,” then 'open contracts" may be offered. By offering
an open contract, the district will hire a candidate early in the year
and later place him or her in the most appropriate vacancy. During the
period of declining student enrollments, administrators felt that this
was a recruiting strategy the district could not afford tc pursue.

(Only five open contracts were offered in 1984.) Since vacancies are
not known until much later in the year and principals have (at least
theoretically) final hiring authority, the district risks the
possibility of hiring teachers whem they cannot place.

Because of « combination of increasing enrollment in the elementary
grades, expected retirements and attrition, and program improvements
authorized by the board, the county expects to hire approximately 600
new teachers annually over the next five years, as compared to only
about 200 a couple of years ago. This will require a shift in emphasis
and resource. for recruitment and selecticn to compete on a large scale
in a more competitive labor market for teachers.

However, since our visit, the county has reinstituted & much more
aggressive recruitment campaign, which includes visits to a larger
number of college campuses and the authority to offer open contracts to

a signiticant number of promising candidates in high demand areas. In

""Montgomery County Public Schools: A Management Study of

Personnel Policies and the Department of Personnel Services," Rockville,
MD, March 1983, p. IV-4.
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addition to beefing up its recruitment efforts, the county has just
negotiated a substantial salary increase for beginning teachers (to
§19,000), which is nearly as high as other districts' salaries in the
surrounding area. These efforts in the spring of 1986 resulted in the
early hiring of more than 100 new teachers, of whom nearly 40 percent
are minority candidates.

Those who do apply to the district receive a packet of information
that includes the following: a cover letter requesting the forwarding
of college transcripts; reference forms; an application for employment
with an attached file card requiring name, address, education,
experience, and field; a school preference form; a brochure describing
the district; a brochure describing the testing prcgram with sample
questions; and the district's salary schedule. Applications for
teaching positions are filed with the personnel department. Along with
the application form, a completed file includes college transcripts,

professional references, and state certification.

Screening

In Montgomer' County, staff specialists within the personnel
department scree1 applicants. During the screening process, the
staffing specia’ists: (1) review applicants' certification status,
credentials, and experience; (2) conduct the structured interview and
administer tests; and (3) assess applicants' qualifications and skills.
Upon completion of this procesc, the staffing specialists refer
applicants to principals for their consideration.

This three-step process enables the district to maintain standards,
use resources more efficiently, and treat all applicants, candidates,
teachers, and principals evenhandedly. Most teachers and principals
recognize the benefits of the district's centralized screening process.
Staff specialists provide considerable assistance to candidates,
teachers, and principals alike. However, during the course of our
study, we found problems associated with the screening process
indicating that the system was not working as intended. These problems
wer: not unnoticed by district staff. Montgomery County, a highly self-
evaluative and data-conscious school district, analyzes its operations

and attempts to overcome its problems. The remaining portion of this
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section describes the three-step screening process--in terms of its
berefits, limitations, and corrections-in-progress.

1. The personnel department processes the application. This
process entails determining state certification status, ensuring that
all required materials have been received, and assessing credertials and
teaching experience.

The State of Maryland issues certifications but has authorized the
district to act as its agent in reviewing records and determining
qualifications for certification. If an applicant does not have
previous certification, an MCPS certification specialist reviews the
college transcript to make a determination. In 1984, certification
specialists reviewed the files of 1,000 prospective candidates from out
of state and in state. Unfortunately, many teachers certified in other
states and some irn-state college graduates have difficulty meeting
certification requirements. In some cases, the State of Maryland
requires an "arcane" college course that an out-of-state teacher has not
taken. In other cases, a state teacher education program's curriculum
is not well articulated witn state certification requirements. In some
fields like special education, changing state “ification requirements
have created substantial problems, since they are so disjunct from
common teacher education practices.

The personnel department has two staf{ing teams that «-sess an
applicant's credentials and teaching experience. Each teem has
responsibility for two district geographic areas. There are two
staffing specialists for each team. The staffing specialists are
assigned the responsibility for screening applicants for specific types
of positions. The staffing specialist reviewing the applicant file
determines whether to invite the applicant for an interview.

This organ.izaticnal arrangement enables the district to sort
through the 2,000 applicat.ons annually. However, during this inaitial
stage of the process, both principals and teachers have becomc
f ustrated with several aspects of the process--frustrations directed
toward the personnel office's management of information and handling and

treatment of applicants.
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First, at the time of this study, the personnes office's management
information system had frustrated principals in at least two ways.
Applicant folders were arranged according to subject area and stacked on
a large table in the center of the office. This prevented applicants
from being cross-referenced by more than one teaching field or by their
extracurricular skills and interests. Principals lamented that this was
a "primitive" and "archaic" form of menaging important information about
applicants. A consequence of this "archaic" management information
system has beer *hatr applicants could be considered for only one subject
area position at a time. Thus, & highly qualified candidate certified
in both math and sciernce could not be considered for both types of
positions at the same time. Furthermore, only one staffing specialist
or principal could handle a given file at one time, naking information
about the candidate inaccessible to others trying to fill similar
positions. At the same time, since staffing teams are organized by
geographic area (rather than by type of school or subject area),
different staffing specialists would be attempting to place the same
applicants. A consequence of this organizational arrangement has been
that staffing teams compete with each other for candidates. Thus, in
some cases, & lack of cooperation has prevailed among the staffing
teams.

The personnel office's management of information also has
frustrated teachers. As applicants, many teachers were 'frustrated" and
"annoyed" by the abundance of paperwork required during the screening
process. More important, more than a few teachers found that the
personnel office had lost their entire file folders. Teachers voiced
concern that these district practices may discourage some candidates
from pursuing their applications.

Administrators in Montgomery County are aware of these problems and
are developing a management information system. Presently, the districr
is implementing a computer-based applicant tracking system. ‘Ihis system
is intended to solve the district's data and personnel management
problems--problems that beset virtually every large school system in the

United States.
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The computerized system can sclve these data and personnel
management problems by facilitating the storage, updating, and retrieval
of information. Applicants can now be filed under three subject areas
with information about teaching and extracurricuiar preferences ani
qualifications avaiiable in their computer record. Thus, with the new
management information system, the <taffing specialist can bett-~r: (1)
assess an applicant's qualificustions end skille, (2) apprise applicants
of their status, (3) siare information with their colleagues, and (4)
inform principals ot the best available candidates.

Second, in some cases, the personnel office's treatment of
applicants has frustrated teachers who felt that Central Otfice staff
demonstrated little regard for their time and experience as professional
aducators. Because the personnel office would not notify some
applican*s of their szatus, oniy tne persisten: candidates whc
telephoned tiie personnel office regnlariy could discover vhetber their
files were complete and tl.ey were being consicered for a job. However,
in telepiioning <he perscnnel office, some appli-ants found that staff
members 'were just not nice' to them.

Others were frustrated that the personnel office could not always
value an applicant's teaching expzrience and credentials. On some
occasions, the personnel office would discourage applicanrts with
considerable teaching experience and credentials from applying (e.g.,
those holding a master's degree), because the district was under
pressure to reduce expenditures for teachers' salaries. A ceiling
imposed by the County Council on average beginning teachers' salaries
created disincentives for considering well-educated and highly
experienced candidates. Though a strict ceiling no longer exists, the
district still limits the salary credit that can be given for previous
experience and education. This is a problem reccgnized by personnel
administrators who would like more flexibility in hiring teachers,
particularly in shortage areas.

2. Upon review of applicants' experience and credentials, staffing
specialists determine who will be Interviewed and testec. This
determination is based on the candidate's college record and references,

evidence of successful previous teaching experienc~, and eligibility for
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certification. Since the mid-1970s, staffing specialists have
interviewed and tested approximately 40-50 percent of all applicants.

As noted above, tne structured interview was -.>loped in the 19:0s
by the district to formalize and centralize this aspect of the screening
process. Sta{fing specialists trained to administer the interview in a
standardized manner have served as the district's interviewers. The
interview score is taken into account with a variety of other factors.
Generally, if an applicant receives a low score, he or she will not be
referred to a local school.

Most newly hired teachers we interviewed “:it that the structured
interview w1s an appropriate tool to screcen applicants. However, some
believed that the interview was "too cold, tno general, and mechanical."
Given that the structured interview assesses only directly the
interpersonal skills of applicants, some tedchers felt that this
centrally administered screening tool was not adequate. As one teacher
noted, "I did »~t leave the structured interview with the feeling that
the Central Office knew me, what I could do, or how I could teach."

The testing program was also developec to betier assess the
academic qualifications of applicants. Given the limited quality
contrcl by colleges and schools of education, the district's testing
program contributes significantly to the screening process. Indeed, the
district's series of subject area tests do provide a further check on an
applicant's academic qualifications. Both principals ana teachers see
the tests as serious examinations because thLey believe the cut-off
scores are "high" and the test items are "rather difficult."

Although the testing program has its benefit., it may also have its
limitations. From the perspective of some principals and teachers, the

esting program may not provide the most valia assessment of an

applicant's subject matter knowledg~> and how this knowledge relates to
teact "g. Principals and teachers question the tests' validity on two
counts. T‘rst, since all secondary teachers must take a test that
covers several content areas, a high school Fren h teacher applicant may
be removed from the employmen. pool because of a Foor performance on the
math portion of the rest. Second, some teachers felt that the tested
material was fairiy arcane and not reflective of th- main body of

knowledge in a field. For example, the English test emphasi.es
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knowledge of grammatical terms and rules and does not require a writing
sample which would allow the candidate to reflect communicatior skill
and writing ability,

Whether because of the tests' limitations or the candidates',
numerous applicants had to take the test several times before being
hired. Some otherwise qualified applicants refused to take it more than
once and were iired by other school districts. Thus, not surprisingly,
both administrators and teachers lamented that "while the tests tell us
something, they sometimes get in the way and prevent the hiring of good
people.™

3. The personnel office refers candidates to school principals.
Before the testing program, staffing specialists would examine interview
results, college transcripts, and veference forms to determine whether
to refer an applicant to a local scheol tc fill a vacancv. This
screening process provided the opportunity for trained Central Cffice
staff to be flexible and to assess the applicants in a holistic fashion.
Though these assessments continued to be made after the tests were
instituted, they became less important when passing scores were a
prerequisite for hiring. In the heyday of the testing program, the test
score cut-off assum2d great weight.

However, at r’ e time of this study, the district had begun to
implement a now assessment technique to complemen* the computer-based
applicant tracking system. This technique standardizes and quantifies
the assessment of an applicant's qualifications and skills through the
use of a hiring code. It incorporates test results with other factors,
removing the cut-off score requirement, and allowing {uller
consideration of a range of indicators. Components of the hiring code
have been weighted according to findings from research conducted by the
personnel office. The components and their weights are as follows:
structured interview (.30), elementary/secondary tests (.30),
professional reference items (.20), grades in subiect applied for (.10),
grades in other subjects (.95, and personal traits reference items
(.05).

District administrators gave the greatest "'~ight to those
components believed to best predict teache~ ef o..i.eness. The district

tested the hiring code's predictive ability by asking four secondary
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principals to evaluate the Zz{ teachers they hired (in their schools)
over the last three years. Analysis of the principals' ratings and the
hiring codes vielded a .76 rank-ovder ¢ rrrelation coefficient.

The hiring code can range from a perfect score of 0.00 to a poor
score of 20.00 (an average score would be 10.00). At the beginning of
the employment season, the Department of Personnel Services establishes
a cut-off score of 5.00 for authorizing open contracts. Most new
teachers receiving open contracts had hiring codes of 3.00 or less.
Later in the summer, principals are permitted to consider candidates
with codes between 5.00 and 10.00 if the candidate's employment could be

justified on the basis of program considerations.

Hiring

The screening and referral system is designed to provide principals
with a manageable number o¢ well-qualified candidates from which to
choose. Some principals have developed positive working relationships
wirh a staffing specialist who gets to know their needs well. For thecse
principals, the screening and referral syst=m works well.

However, many principals do not rely solely on the Central Office
for referrals. Principals may seek out candidates to hire familiar
teachers--from among those who would like to transfer from other schools
or those who have student taught in the county--or because they have
difficulty getting referrals from the Central Office of candidates who
fit their schools or vacancy requirements. There . e many reasons why
principals seek their own candidates and many ways in which the find
the kinds of teachers they desire.

First, principals are constrained in the hiring process by the
growing shortages of qgualified teacher~ Several principals we
interviewed told us that when they requested referrals from the
personnel officre for social ctudies vacancies, they vere told there were
no candidates at all in the applicant pool. Whether this was because
the openings were unexpected and hence no recruitmenc had been
conducted, or because the files nad been misplaced, the end result was a
tremendous scrambling about to fill those vacancies. At one scuaool we
visited, virtually the entire social studies department, aside from the

resource teacher, was staffed by a combination of part-time teachers,
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teachers from other departments teaching out of field, and recruits who
had sought employment in earlier years but who were not found qualified
at that time.

Shortages of math and scisnce teachers obviously reduced
selectivity in the hiring of applicants. Several principals and
staffing specialists asserted that they would seize upon any adequately
prepared math teacher without further scrutiny to fill their vacancies.
The district's earlier effort to retrain elementary teachers to teach
junior high school mathematics was successful in filling vacancies, but
according to  department head who had to rely on this source of
candidates for virtually all vacancies, few of these teachers were able
to handle classes above the level of general mathematics. As a
consequence, he had to teach most of the upner level courses himself
while crying to work with the other teachers as much as possible to
teach them the subject matter for such courses as they might eventually
be able to teach. Some sections of courses could not be offered with
the staff available.

Although science teachers were not in as great demand, they were in
equally short supply. One department head told us that he was reluctant
to give an honest evaluation to a newly hired science teacher who was
having difficulty, since he had had such difficulty finding anyone to
take the position initially, and the prospects of finding &nother
candidate if the first resigned were so dim.

Second, principals are constrained in the hiring process by
administrative policies that dictate that all teachers in the internal
transfer pool be placed in their new assignments before the selection of
new teachers.

In Montgomery County, this pool has grown dramatically over the
last decade--to approximately 1,000 internal transfer placements per
year. Not only are there more transfers to place than new hires, but
there are three distinct categories of transfers--involuntary, employees
returnine from leave, and voluntary. Each of these transfer categories
requires separate placement efforts by the Central Office at various
times during the school year. Because of the size ot this internal
pool, all transfers generally are -ot placed until July or later. As a

consequence, principals may not chocse their own candidates because:
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* The Central Office requires principals to first fill vacancies
from the internal transfer pool.

. The emptying of the pool is a lengthy process and many
candidates have accepted offers from other districts by the

time principals can hire.

Third, principals are constrained in the hiring process by the
occasional lack of effective communication between the Central Office
and the school. This ineffective communicat<on manifested i-self in
several ways. Many principals complained about unanswered telephone
calls and lack of clear information regarding the hiring of prospective
teachers. In some cases, the personnel staff did not contact candidates
that principals wanted to hire. Consequently, those candidates went
elsewnere to teach. In other cases, the personnel office referred
candidates who were not a ''good fit" for a particular sckool. For

example, principals reported that they weve referred candidates who

lived beyond commuting distance from their schools or who desired
another type of teaching position. Still in other cases, the personnel
office would report to principals that no candidates were available when
there were some, in fact, who had eith~. escaped notice or who were

assumed to be unavailable. One principal related this story:

I needed a half-time teacher. P-2rsonnel could not find any
candidates. My assistant principal went to Cen.ral Office and
found nine names. We interviewed four candidates. One
candidate had not been called because he was too far away (out-
of-state). 1 called and found he was willing to come even for
a half-time position. I now shave this teacher with another
school.

Thus, because of inadequate communication between the Central Office and
the school, principals may not be able to chcose the candidates they
desire. However, most principals who had these communicatioa problems
with the Central Office recognized that their problems may reflect an
"understaffed" personnel office. (In fact, the personnel office was cut
back during the 1970s when hiring was less important.) Many of these
difficulties are "ar more apparent and problematic in those areas where

teacher shortages are becomine acute.
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Because internal transfer pclicies, logistical problems, and
inadequate communications may result in the referral of teachers who do
not meet the needs of particular schools or a lack of appropriate
referrals, principals are known to "go through machirations" to find
candilates and to hire their preferred candidates. For many principals,
tae "preferred" candidates are the ones whom they '"know" and who are
selected through an informal recruiting process.

The transfer pool operates as a welcome source of candidates for
principals who have relatively few vacancies to fill and who prefer to
hire experienced MCPS teachers. Most principals prefer to hire
individuals who have previous teaching experience and who hav: o known
track record. For those who have the luxury of low teacher turnover and
stable enrollments, it is possible to find good candidates for a few
openings from the internal transfer pool by fashioning the
characterization of the vacancy to match the skills of transferring
teachers whom the principal w.uld like to recruit. If the school is
viewed as attractive by teachers in the county--by viitue of its
location, administrative leadership, resources  and student
characteristics--a principal may successfully recruit teachers who are
voluntarily transferring from schools that are less attractive or less
convenient for them.

For principals who have a large number of vacancies to fill, the
transfer pool is seen as a double-edged sword. Though some suit¢ble
candidates may be found and recruited from the pool, the principal may
also have to accept transfers who have been "counseled out" of another
schuol before being allowed to hire new candidates.

To avoid less desirable teachers from the internal transfer pool,
principals may hire a more preferred teacher by delaying the posting of
vacancies, thus preventing the placement of internal transfers in their
schools during the late spring 1 summer. To do so, principals may
r .quest that their resigning teachers submit their 1esignations during
mid-summer. By this¢ time, principals may have manipulated those
teachers they know--student teachers, substitute teachers, and
"persistent" applicants--into the vacancy. This "delay tactic" lessens

the chance that principals will be forced to hire from the internal
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transfer pool and euhances the chan.e that they will be able to select
"familiar" teachers,

Principals' manipulation of "known" candidates into vacancies may
compensate for the inadequate communications that can occur between the
Central Office and the school; it may also override judgments already
made by the personnel office. Principals are known to "hire" teachers
who were eliminated previously from the applicant pool by the personnel
office. A principal explained how a candidate can be manipulated into a

vacancy:

I once hired an experienced teacher who at first had
difficulty with the personnel office. She was an elementary
teacher who applied to the district after her husband got a
job [in Washington D.C.]. She received a letter from the
personnel office that they were not going to interview her
because she had too much experience and a master's degree.
However, we got her an appointment as a long-term substitute.
Later, she interviewed as a substitute at another school and
was offered a contract by the principal. This is not an
uncommon backdoor route into a full-time position. Screening
by the Central Office was completed after the fact.

This descripticen exemplifies a crucial factor in the hiring
process. Teachers emphasized emphatically the iwmportance of the "school
connection" in the final hiring decision. Given the fact that
principals prefer to hire those 'whom {they) know," this is not
surprising. Preferred candid “~s include those who have student taught
or substituted in a district schcol or who are transferring with gcod
references from another school. In fact, some t achers assert that for
those not already in the system "the only way to get a job is to be a
substitute."” This will undoubtedly be less true as surpluses are less
commonplace and recruitment becomes more wide-ranging.

In their preference for student teachers or substitutes, principals
are able to learn a great deal about these candidates--including how
they actually teach--before hiring them. First, principals "get to
know" candidates in at least two other ways. Principals learn about
c'ndidates from other principals and teachers--those who are in their
informal network. By "trading information" and “'making deals" with

other principals, trusted assessments can be made about candidates
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before to selection. Second, principals learn about candidates who

t
"come to them."

Teachers assert that to get hired in the district
applicants "must not wait on a call" from the Central Office but must go
directly to principals. Through personal and persistent contact,
candidates make themselves known to principals. In turn, principals
"get to know" these candidates better than others. Principals tend to
select the candidates who are the most "aggressive." Perhaps
"aggressive" candidates prove to principals that they 'really want to
teach."

As noted, the district’'s recruitment efforts were curtailed in
response to an ever-increasing pool of applicants who approached the
school system directly. Many applicants who "recruited" themselves to
Montgomery County lived in the area and knew the schools well. As a
consequence, many of these "recruits' would agree to work only at
particular schools--those with good working conditions. Thus, a
principal's leadership ability, the students' academic motivations, and
community support--all good working conditions that teachers seek--
greatly influence a school's capacity to "recruit"” new teachers.

Principals in attractive schools believe that these "infcrmal
recruiting” strategies allow them to hire those who best meet their
needs. However, the informal internal labor market does not work
equally well to the advantage of all schools.

Principals in schocls that are not conveniently located, have fewer
resources for teahers, or have more difficult student populations have
to rely more on the formal recruitment and referral process to secure an
adequate number of promising candidates. Sometimes they also require
"protection" from the Central Office or area office staff from the
dumping of weak teachers who are »eing pushed out of other schools.

Despite their different circumstances, principals in Montgomery
County tend to look for the sam. type of teachers--those who are
committed, have a high degree of interpersonal skills, and are sensitive
t» diverse parent, student, and school demands. Principals (especially
at the elementary school level) believe that interpersonal skills are
"more important than content-area' skills. Principals tend to believe

that "attitudes strongly relate to teaching performence" and that they

"can't rely on paper credentials.” Thus, certain teicher qualities are
sought:

| C:

: O ‘ lj)

" ERIC

-

_______ o




Nurturing . . . nice and caring . . . warmth and rapport
interest in extracurricular activities

In some schools, a desire to work with a multiethnic and diverse student
population is especially important.
Principals rely on their trusted colleagues to assess whether
|
candidates possess these interpersonal snills. However, they also rely

on the school-level interview. These interviews tend to be structured,

|
but they are designed by the principal. Some principals convene an |
interview team to assess candidates. This team may involve the
assistant principal or a teacher (usually the scheol's resource teacher
or curriculum coordinator).
Not all principals feel that it is important to involve other
school-level staff in the selection process. Those who do, however,
feel strongly that they learn a great deal more about a candidate's
knowledge and teaching style by involving expert teachers in the
interview process. The teachers we spoke to who had been part of the
selection process were more apt to say they were looking for evidence of
pedagogical skill and solid grounding in the subject area in their
queries of applicants than were principals or Central Office staffing
specialists. These teachers also felt a sense of ownership in both the
school and in the chosen applicants as a result of having participated
in their selection. Since many of the veteran teachers were those who

would be responsible for supporting the new entrants once hired, their

participation became in fact the start of the induction process.

If a candidate teaches in another district school, some principals
will attempt to visit them in their classrooms. If this'is not
convenient, then some principals will take c2ndidates to 3 classroom to
visit students and teachers. Principals believe that they learn a great
deal from observing a candidate's interaction with students. In this
situation, the principal views how a candidate treats students.

However, because mo.t hiring takes place in the summer, this type of

assessment cannot often be made.
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Principals complet:« 1 standard evaluation form and submit a
recommendation to the personnel office. A principal usually must
"justify" a recommended candidate who has not "highly ranked" on the
Central Office's composite index. This requirement obviously did not
exist in the period preceding the use of the index. In the former
period, the princival, given an unranked list of candidates, could make
an appraisal unfettered by pressure from above, except for the
expectation that the principal would seek well-qualified individuals who
would also contribute to a racially balanced faculty. Both the Director
of Staffing and the Director of Personnel must review and approve the

principal's recom:.ndation.

Induction

The district requires minimal staff development activities for new
teachers, and formal support resides within each school's department
head or resource teacher(s). Not all schools have resource teachers.
High school departments of sufficient size qualify the school for a
resource teacher slot. Elementary schools generally have no staff with
released time for peer assistance, unless they are specialized magnet
schools eligible for a curriculum coordinator position. In schools
where this is available, new teachers sometimes meet regularly with
their curriculum coordinator or resource teacher for planning and
advice. New teachers benefit from their "mentors'" assistance in
helping them "adjust'" to the school as well as in teaching them how to
teach from the district's "complex" and "voluminous' curriculum.

However, this induction support for new teachers varies from school
to school. Some schools have no formal positions for providing support
to other teachers. Other teachers find that their department head or
resource teacher i1s unavailable to them because of class scheduling
conflicts. Although 1n some cases, resource teachers are able to "give
more help than needed,' more often than not they do not have the time to
do so. Most department heads or resource teachers have only one period
a day of released time to devote to administrative duties (including
induction). This is true even in those schools with the grecatest

numbers of new teachers. In fact, the availability of help 1s almost
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inversely related to the number of teachers needing assistance.
Although the district seeks to encourage the use of senior teacher
expertise in the schools, this expertise is not available to many new

teachers.

EFFECTS OF THE TEACHER SELECTION PROCESS

Despite the problems and tensions in Montgomery County's teacher
selection process, most Central Office personnel, principals, and
teachers feel that the district's teaching staff is of high quality.
Using conventional measures, this assessment holds up very well.
Montgomery County teachers are certified, have good college records with
high grade point averages, and have jpassed tests of subject matter
knowledge. Most teachers are experier ad and presumably capable.
Finally, progress has been made toward achieving minority representaticn
and racial balance among the teaching staff.

Although the overall assessment of the professional staff is a
positive one, the consequences of certain selection procedures have
resulted in considerable tension between the Central Office and
principals. Many of the tensions in Montgomery County's teacher
selection process are inherent in the combination of centralized
recruiting and screening and decentralized hiring. The need to maintain
uniform district standards is challenged by the need to provide for the
particular needs of different schools. Because these tensions are built-
in, they are not easily resolved.

Nonetheless, the district's recent emphasis on screening and
deemphasis on recruiting will become a major problem as MCPS will have
to hire significantly more teachers in the future. Thus, our analysis
of the effects of Montgomery County's teacher selection processes
addresses its present emphasis when confronted with current labor market
trends. This analysis assesses the effects of the district's: (1)
recruitment strategies, (2) screening requirements, (3) placement
policies, (4) persoiinel management information system, and (5, inductiun

of new teachers.
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Recruitment S%rategies

In the past, MCPS actively recruited student teachers. Although
the district did not hire a large number of them, a high percentage of
contracts offered to recruits was accepted, i.e., there was a good
return rate on their efforts. An effect of a district recruiting its
own student teachers js that admin-wstrators and principals have the
opportunity to assess their teach:rg performance before offering them a
contract. In fact, this recruiting practice may enhance the validity of
the overall teacher selection process.

However, when student enrollments and staffing needs declined,
fewer resources were devoted to active recruitment. The college
recruitment and student teacher programs were allowed to falter--placing
the district at a disadvantage as teacher demand increased and supply
dwindled. For example, some local university teacher education programs
have preferred not to place their student teachers into school districts
with no organized program for student teaching. One principal lamented
that the dissolution of the districts' student t.acher program "closed

the door'" on many prospective teachers.

Screening Requirements

The district's screening requirements have become increasingly
difficv” to implement as the pool of available candidates has
decrease More stringent certification, interview, and testing
requirements have lessened access to a shrinking labor pool. These
screening requirements may be appropriate, but the status of the teacher
labor market has made them increasingly difficult to implement.

Certification is the first screening requirement that applicants
must meet. For some, this is an obstacle to be overcome. Two
certification specialis.s must review numerous files. (In 1384, there
were 1,000 certification files to review.) In addition, some state
certification requirements are "arcane' and both out-of-state and some
in-state candidates may have difficulty in becoming eligible to teach.
Although it is possible to obtain various sorts of waivers of full
certification requirements, as other Marvland districts do, MCPS has

chosen to require full standard certification of all of its hires. This
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is increasingly viewed as a barrier to hiring some otherwise qualified
applicants. As one administrator noted, ''Frequently, teachers are
qualified, but they just dun't meet certification recairements."
Certification is a "barrier" that many administrators believe does not
"relate to teaching performance."

The structured interview is the next screening requirement that
applicants must meet. Although few administrators or teachers felt that
this requirement is an absolute barrier, candidates may not be referred
to a local school if they score poorly on the structured interview. At
present, the interview accounts for approximately one-third of a
candidate's composite score. Even though candidates may be well-
qualified (high grades and test scores), they may lose their "top
ranking" with a poor interview score. Principals have difficulty in
hiring candidates who are not highly ranked on the personnel office's
composite index.

Although a few administrators and teachers voiced concerns
regarding the effects of certification and the structured interview, by
far they voiced the most concern about the testing program. In the
past, the district required a minimum cut-off score or the test to be
considered for employment as a teacher. At present, the test sccounts
for approximately one-third of a candidate's composite score.
Administrators and teachers believe that both these requirements may
cause the district to lose otherwise qualified candidates. For example,
among the newly hiied teachers we interviewed, several had to take the
test iwo to three times before being hired. Other candidates became
"frustrated” by the test, refused to take it more than once, and were
hired by other districts. Many of these candidates were considered by
administrators to be "good" teachers.

To be sure, this screening requirement eliminates unqualified
applicants frcm the pool. Some administrators felt that the test was an
important indicator of later teaching effectiveness and should be usea
in "lieu of college grades" and certification. ... fact, these
administrators' distrust of candidates' college academic records and
certification led them to place a great deal of confidence in the
district's testing program. However, many administrators and teachers

questioned tha validity of the testing program--i.e., the udture of test
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centent and its relationship to knowledge or teaching performance.
Thus, many administrators believe that the test ''gets in the way" and
results in the district "missing good teachers."

Concern about the testing program was undoubtedly caused by the
fact that the test cut-off scores posed an inflexible barrier to hiring
at a time when shortages of teachers were beginning to affect the
district's candidate pool. It is also possible that some candidates'
inability to pass the test on their initial attempts reflected a decline
in the average academic ability of candidates. In any event, the need
to fill vacancies -resulted in efforts by staffing specialists to
encourage many retakes on the test for those who were initsally

unsuccessful.

Placement Policies

Teacher placement policies seem to affect the selection process as
much as (or more than) decmphasized recruitment stiategies, more
stringent screening requirements, and fewer numbers of applicants. Our
case study reveals that teacher placement policies affect the timing of
the selection and the relative advantages of different schools competing
for candidates in the internal labor market.

Local policy that mandates the placement of internal transfers
befcre new teachers can be hired slows the selection process
considerably. Since the mid-1970s, the number of internal transfers has
exceeded the number of new hires by a ratio of two or three to one.
Approximately 1,000 teachers transferred within the district over each
of the last several years. Therefore, placement of transfers consumes
an ever-increasing portion of personnel office and principals’
resources. Not only are more resources devoted to internal transfers,
but these placements delay selection decisions regarding new hires. In
fact, it is difficult to determine what vacancies need to be filled by
new hires until transfers have been placed. During the time it takes to
place 1,000 transfers, potential new hires are accepting jobs from other
districts. Indeed, Montgomery County has "lost out" to other area

school districts that hire early.
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Schools that have greater staff stability and lower hiring demands
are affected less by the high mobility of the internal transfer pool.
Thus, schools with lower teacher turnover, stable student enrollments,
and few program changes are not burdened with the time-consuming
selection process associated with internal transfer placements. In
Montgomery County, internal transfer placements have different sffects
on different types of schools. Senior teachers, who voluntarily request
to be transferred, tend to request moves to more desirable schools.
This internal mobility pattern means that more experienced (and
presumably, better) teachers transferring away from "difficult" schools
(i.e., schools with inadequate principal leadership, inconvenient
locations, or students difficult to teach) to "good" schools (i.e.,
schools with convenient locations, excellent principal ieadership, or
students easy to teach). On the other hand, unstable student
enrollments, racial imbalances among the faculty, or new programs
sometimes require the involuntary transfer of teachers. These less
desirable schools will generally be staffed by involuntary transfers
(many of whom will not have been selected by principals who have a

choice) and by new hires.

Personnel Management Information System

An effective school district personnel management system must
accurately project both teacher supply and demand. In practice,
predicting demand plagues individual schools more than it plagues the
school district.

For example, inaccurate enrollment proiectinns are one cause of
inaccurate estimates of demand. In Montgomery County, when student
enrollments were overestimated, teachers had to be "surplused"
(transferrec or laid off). Underestimates of student enrollments or
changes in curriculum can create teacher shertages. Recently,
Montgomery County added computer courses to its curriculum. However,
inadequate personnel planning created a situation whereby "teachers were
needed, but there was no one to recruit and hire." A similar situation
occurred with the social studies curriculum. Several principals claimed

that when they tried tc fill social studies positions, no applicants
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were available. As a consequence, a number of social studies positions
were filled by teachers from other fields.

An effective personnel management system must also promptly report
vacancies. In Montgomery County, teachers are supposed to submit
resignations or transfer requests in the early spring. However,
principals whe prefer to select new Lires may request that teachers at
their schools submit their resignations at the end of the school year,
or during the summer so that there is less chance of having to hire from
the transfer pool. In the meantime, this scrategy decreases the ability
of the Central Office to anticipate the demand for teachers. Principals
nay also go through the motions of interviewing candidates referred by
the Central Office but may actually delay selecting a teacher to avoid
undesirable candidates and instead s lect among new hires. This
strategy also thwarts the efforts of the Central Office.

Finally, an effective personnel management system must efficiently
sort through and assess applicants to sels :t among the best available
candidates. In the past, the district's "archaic" management
information could not meet the demands of (1) sorting through and
assessing 3,000-4,000 applications per year, and (2) identifying
qualified candidates by more than one subject area, grade level, or
grographic region of the couaty.

The district's computerized data management system will remedy many
of the problems inherent in the previous manual system. Now an
applicant's electronic file will always be available, can be sorted by
more than one subject area, and will be available to mcre than oie
principal or staffing specialist at the same time. This effectively
increases the applicant pool by picking up applicants that may have been
lcst under the old system.

In addition, the district's computerized data management system
will enhance the personnel office's use of the composite ranking of
candidates and the hire code. The ranking and hire code system
standardizes the screening process and objectifies the basis for
selecting the most qualified candidates. Establishment of a cut-off
score enhances the influence of the personnel office and narrows the
scope of judgment previously enjoyed by principals. The previous system
for assessing and screening applicants alloweu for flexibility and

encouraged a more holistic appraisal of cardidates.

38




O

ERIC

Aruitoxt provided by Eic:

- 90 -~

Effects of the Induction of New Teachers

Despite a decrease in overall attrition rates for teachers over the
past 15 years, attrition vates for first and second year teachers remain
high--about 30 percent annually in recent years. This level of turnover
will become more problematic if annual demand for teachers is increased
by the need to fill vacancies created by teachers just hired the year
before.

Newly hired teachers (including those new to the district who had
taught elsewhere before) who received assistance from a resource teacher
or a8 curriculum coordinator felt that that had improved both their
orientation to the school system and their teaching effectiveness.

These teachers were also more likely to say they planned to stay in the
Montgomery County schools than new teachers who had not received any
support. (Although area office supervisors are also supposed to assist
new teachers and others who request assistance, the consensus among
teachers and administrators was that these specialists wr.re spread too
thin and were too far removed frem daily school life to offer more than
occasional counseling.)

Not only does help for first year teachers enhance the propability
of their effectiveness and retention, it jis also a recruitment
incentive. Several new teachers we interviewed said that they selected
the school in which they werc employed because they knew they would
receive help and support f::m a curriculum coordinator or resource
teacher, often the one who had interviewed them when they were seeking a
job.

Given that formal support from resource teachers may improve a
novice's orientation to the school system and his or her teaching
effertiveness, new teacher induction may reduce the attrition of first
and second year teachers. However, new teacher induction may have an
even -reater benefit in this present period of high teacher demand--
i.e., ~ recruitment incentive. As noted, several new teachers we
interviewed reported that they selected the school in which they were

employed because of the formal support offered.
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Thus, as "induction" support varies from school to school, so does
the school's capacity to recruit and retain its new teackers. Although
the district has no formal orientation or training or systemwide support
for new teachers at the school level, the district does have
differentiated staffing where expertise is recognized in resource
teachers and department heads. In some schools, new teachers meet with
their resource teacher or department head regularly for planning and
advice. In other schools, obstacles such as scheduling conflicts
prevent a new teacher from developing a productive relationship with her
or his resource teacher. Tne expertise is in the school in one sense,
but in a very real way it is not available to the new teacher.

In addition, some schools with higher teacher turnover inevitably
have more new teachers. These schools tend to be those with more
difficult educational problems and fewer educational resources; however,
they receive the same minimum level of resources for inducting (i.e.,
training and supporting) and evaluating their new teachers as the
"easier" schools with fewer new teachers. Because induction resources
are not distributed according to need, new teachers facing more
difficult educational problems are least likely to receive the necessary
assistance. Without such assistance, new teachers are less likely to be
successful and move likely to become frustrated and to leave teaching.

An imporiant fact is that Montgomery County, unlike many other
school districts, has expended a considerable amount of resources cver
the last two decades to assess their recruitment and selection
processes. Montgomery County is a '"datva-conscious' district that
attempts to plan and analyze its operatijons. The district has
implemented selection tools that officials have anticipated to be
responsive to changes in teacher supply and demand.

The need to maintain uniform district standards is countered by the
need to provide for the varying particular needs of many different
schools. Because these tensicns are built in, they may not be as easily
resolved as other problems. Indeed, it is possible that they may never

be completely resolved, but instead their emphasis may only shift from

time to time.
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In times of teacher surplus, principals may have greater
appreciation for the screening function performed by the Central Office
and may feel they are getting an adequate number of qualified applicants
from which to choose. Frustration is more likely in times of sho:tage
when the Central Office is adhering to rigorous standards, and
principals cannot fill vacancies. Until adjustments can be made, both
costs and benefits will be realized through the division of
responsibilities between the Central Office and the schools during times

of changing labor market conditions.
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| Case Study 3

TEACHER SELECTION IN THE EAST WILLISTON UNION
‘ FREE SCHOOL DISTRICT
|
|

Arthur E. Wise

INTRODUCTION

The school district of East Williston takes teacher hiring very
seriously. The district undertakes a search, screening, and selection
process that is equivalent to that employeu by leading universities,
business firms, and govirnment agencies It defines positions,

advertises their availability, evaluates erd compares candidates, and
selects the best avai‘able teacher.

East Williston has & reputation for academic excellence; its
reputation helps it to attract excellent teachers; but then having
excellent teachers helps to maintain a reputation for academic
excellence. To be sure, East Williston is populated by academically
oriented parents and academically achieving students, a fact which also
subsiantially contributes to its reputation. But in all fields of
endeavor, excellent institutions are distinguished by selection
procedures that result in the hiring of excellent members. In turn,
those members give the institution its excellence. After a while cause

and effect become hard to disentangle.

POLICY CONTEXT

East Williston's selection process is distinguished by (1) an open
and wide-ranging search, (2) the active involvement of teachers, (3)
actual examination of a candidate's teaching performance, (4)
decentralization to the school level, and (5) the great care taken at
each step.

This distinctive selection process operates in a small, wealthy
suburban school district on New York's Long Island. It is one of the
clcsest suburbs to New York City to which most residents who work

commute. Residents have a high level of education and are engaged in
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business or the professions; many have settled in East Williston because
of the schocl district's reputation for educational excellence.

East Williston is a comprehensive K-12 district with a K-4 primary
school, a 5-7 middle school, and an 8-12 high school; there are about
1,500 students and 100 full-time teachers. A brochure inviting

applications for a school principalship characterized the district:

Students are of above average ability and motivation. They
come from homes which foster academic achievement and offer
muck in intellectual and cultural resources.

The basic emphasis of our schools is on the total development
of the child: intellectually, aesthetically, and socially.

An exceptionally well-qualified faculty working with
relatively small classes in a variety of progressive progranms,
enable us to prepare our students to meet the challenges of
college and community life.

East Williston has a clear and strong conception of itself.

Eact Williston is wealthy, even by comparison to its neighboring
school districts in Nassau County.! Its property wealth per student
places it ninth among 56 school districts; <ts expenditure per pupil
places it fifth among the 56 districts. East Williston exerts an above
average tax effort to achieve its expenditure level. East Williston's
high level of expenditures translates into a relatively low student-
teacher ratio, placing it thirteenth in the cocunty. Its average
teacher's salary, $32,159, is also the thirteenth highest in the county,
and of course, well above the state average. Its base beginning salary
is a relatively high $18,052 but most hires are experienced teachers.
Although salaries are good, it is important to point out they are not
the highest in the area.

East Williston students rate high on objective measures of academic
performance. They received the largest percentage of New York State
Regents' Scholarships in Nessau County. (These are awarded to students
scoring highest on either the Scholastic Aptitude Test (SAT) or the

American College Test (ACT).) Nearly 33 percent of East Williston

'Data from Newsday, May 22, 1984.
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students received the scholarship; the next closest schocl district
received 22 percent. Over 92 percent of East Williston students are
cnllege-bound. Sixth-g-.aders earned the second-highest average reading
and mathematics scores in Nassau County; only a small percentage require
remedial help in reau..g or mathematics. In sum, East Williston is a
school district whose high academic expectations for students are
achieved.

The district's budget is reviewed at the Annual District Meeting
and Budget Vote where a high level of irterest in education is
traditionally demonstrated. At this 'town meeting," the voters must
approve the budget submitted by the Board of Education. Typicaily,
there are modest revisions upward as citizens make quite specific
proposals for additional programming or staffing. Community support for
the schools creates East Williston's reputation as "a great place to
teach." This reputation greatly facilitates East Williston's ability to
re:ruit and retain teachers. Teachers 'never" leave East Williston to
teach in nearby districts.

A five-person elected Board of Education oversees the district.

The small size of the district has resulted in a fairly basic
organization. The superintendent's only assistants are in
administrative and business operations; the superintendent is in charge
of personnel and curriculum. Each of the three schools has its own
principal. Nine curriculum associates in subject fields provide
districtwide curriculum planning and coordination; most also serve as
high school department chairpersons. Thus, most are high school
department chairpersons who also supervise curriculum a8nd irstruction in
the primary and middle schools.

There are 100 full-time teachers in the East Williston schools.

The full-time teaching staff are supplemented by the curriculum
associates who teach part-time and by 1/ part-time and interim teachers.
Although the staff are highly experienced ard tenured, there has been
significant turnover in recent years, most of it induced by two
retirement incentive plans. Between 1980 and 1984, 43 teachers left the
district. Of these, 23 retired, 12 were dismissed.? and eight left for

other opportunities. During this period, 40 teachers were considered

2Seven of the 12 were not in full-time tenure track positions.
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for tenure; 35 were awarded tenure, and five were denied it. Thus,
although the district is small, it has had a major opportunity to hire
staff. Moreover, the noncontinuation of 12 teachers, including the
denial of tenure to five, suggests that East Williston has policies that
screen out teachers after hiring as well. Continuation decisions and

tenure are not automatic.

SELECTION POLICIES AND PRACTICES

East Williston's Superintendent of Schools, Darrell Lund, describes
the personnel acquisition function as the most critical function of the
superintendent. Although East Williston had always sought excellent
teachers, Lund revitalized the search process several years ago when he
created an early retirement incentive plan to begin to replace a faculty
that was perceived as too senior. The selection strategy adopted has
several elemerts. All searches are open and wide-ranging. Examination
of teaching performance is the key means for determining whether a
candidate is to be hired. Search and selection involve teachers as well
as administrators and, in certain instances, parents and students.
Personnel selection is taken very seriously.

Lund gives personal leadership to the personnel process, conveying
to staff his belief in the importance of personnel selection. Ye
regularly stresses the importance of high standards and expectations.
"Here we insist that at the hiring stage a person exhibit the qualities
of a master teacher." Part of Lund's responsibility is to set the
spirit and tone within which search and selestion are conducted. But
Lund is also personally involved in each personnel decision. Not only
does he authorize each search, he elso interviews the finalist for each
position. Thus, Lund not only has develcped the selection policy, he
also participates in selection practice.

Although the board is formally respoasible for personnel
appointments and the superintendent is very active, principals feel they
have the dominant role. They manags the process, appointing the team
and essentially making the final decision. (When the new process began,
principals had to send two or three finalists to the superintendent; now
they generally send only one.) The principals believe that they have

more authority over personnel decisions than their peers because there
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is no Central Office screening. Principals believe that teacher

selection is their most important responsibility. Because of the care

given, principals believe that they can handle only a few searches each

year.

The district does not have a written selection policy, but expected

practice is well-understcod and is followed so long as time permits.

After the superintendent authorizes a search, responsibility falls to

the hiring principal. The steps are as follows:

1.

The principal appoints a team made up primarily of teachers.
The first task is to describe the job.

An advertisement is placed in the New York Times (and
occasionally elsewhere). At the same time, the availability of
the position is made known in the district and, through word-
of-mouth, around Long Island.

The team then screens the 150-300 application letters and
resumes. rormal applications are then requested from
approximately 15-20 persons.

These 15-20 persons are then interviewed by the team and the
numbered na.rowed to three or four.

References sre then called and the field narrowed to one or
two.

The team then visits the finalists' school to observe the
candidate teaching and to gather information from teschers and
others. Where this is not possible, the candidate is invited
to Eest Williston to teach demonstration lessons.

A recommendation is then made to the superintendent who

interviews the finalist or finalists.

We will consider each of the steps.

The principal appoints a team that consists primarily of

teachers from that school. In addition, the relevant curriculum

association or, in the case of elementary school vacancies, the language

arts coordinator is usually a member of the team. The team describes

the positions, screens the applicants, interviews those to be
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considered, and observes the finalists' teaching. The starting point
for a search is said to be the philosophy of the district. The East
Williston Board of Education has articulated its philosophy in a
statement entitled "Thoughts on the Purpose, Direction, and Character of

Education." Its key objectives are to produce students who:

a. Have fundamental respect fo: personal health and the physical
activities that can produce and sustain it.

b. Are moved to act--in the many constructive ways that growing
people may--as doers, as performers, and as partners with their
teammates in many areas of activity.

c. Have an awareness and respect for the differences among
students and other people--differences of attitude, of
orientation, of origin, of facility, of purpose, and of spirit.

d. Respond to new knowledge and new experience intensely--with joy
and excitement, with solicitude and concern as appropriate.

e. Are moved to set personal standards for critical judgment in
all areas of their lives. This suggests that naterials studied
and iaformation acquired ought to be presented and received in
such fashion that they contribute to the development of such

personal standards and can be employed in the process of making

judgments.

Although the district's philosophy may affect the distr.ct's selection
precess, the first step in a teacher search is a job.description. As
revealed in advertisements that appear in the New York Times (see the
advertisement in Appendix A), there is a general set of qualifications
as well as a specific set of qualifications for each position.

Standards are: "in-depth strengths in one major field of study" and
"strong preparation and interest in at least one related area." In
addition, the system because of its small size, demands fiexibility;
thus, candidates are expected to have "a positive attitude toward varied
assignments from year to year." Similarly, it is advantageous for
candidates to have "the ability and willingness to coach and/or sponsor
co-curricular activities." Finally, candidates are apprised that

"constitueuts have high expectations of students and staff;" by
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implication, candidates must be prepared to deal with demanding parents
and students. The general qualifications are supplemented by specific
job descriptions. These are developed by the principals, usually but
not always, in consultation with the team. They are substantive and
straightforward. As the teams review candidates, the school district's
philosophy comes into play and the general and specific qualifications

take on more concrete meaning.

2. The New York Times advertisement plays important symbolic and
real functions in East Williston's selection process. To the school's
cormunity and the school community, and potential candidates, it signals
an open search publicized in the area's most prestigions newspaper.

East Williston is a small district with modest personnel needs
located in one of the largest metropolitan areas in the United States;
the number of practicing, trained, and prospective teachers in New York
City, Long Island, and the tri-state (New York, New Jersey, Connecticut)
region is very large. East Williston publicizes some vacancies in
professional journals. The response is generally quite large and East
Williston will receive from 200-300 responses in the more populous
teacuing fields to several dozen in more specialized areas.

Although East Williston conducts what some faculty caricature as a
"nation-wide" search, the reality is that East Williston draws teachers
mostly from Long Island. All of the new teachers interviewed for the
study went to school on Long Island, worked on Long Isjand, or lived on
Long Island. Despite the fact that the district appears to be
recruiting well beyond Long Island, its recent hires have been locals.
East Williston does not pay for candidate's travel, which may contribute
to this pattern.

The localism in hiring might seem to suggest that placing
advertisements in the New York Timnes--which reaches subscribers in New
York City, New York State, New Jersey, Connecticut, and beyond--may be
no more than symbolism. Yet this step (which is never skipped) plays &
more than symbolic role. Seven of the eight new teachers interviewed
had seen the ad. (The eighth had been an aide in the district.) Hcre
important, four of the seven knew of the vacancy only through the ad.

The three others credit the ad with helping to bring the vacancy to
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their attention. Clearly, the ad plays an important role in helping
East Williston find its staff.

Although the ad signifies the open search, East Williston teachers
and administrators use informal networks to make known the availability
of the position. Because East Williston teachers are satisfied with
their jobs, many will recommend East Williston to their friends and
their friends to the district. Because administrators have come from
administrative posts in the area, they are well-connected to potential
candidates. Of eight teachers interviewed for the study, three heard
about their vacancies through friends. (All three had also seen the
ad.)

The successful candidates all reported that they were drawn to " st
Williston by its "great reputation," describing it in several instances
as the "ulcimate" public school system. They were drawn by the
community's support for the schools, parental support for education, and
academically oriented students. The widespread knowledge of the
district's reputation is very important in recruiting. In addition to
its reputation, East Williston offers working conditions that are
superior to most. There is neither cafeteria duty nor bus duty.

English teachers have four classes rather than the usual five. Average
class sizes are small. "There are no fights to break up," as ore
respondent reported.

In hiring experienced teachers, East Williston is free--unlike many
districts--to place them at the step on the salary schedule dictated by
their years of experience. As noted above, East Williston teachers'
salaries are high but they are exceeded by many other districts in
Nascau County. The salary of an inexperienced teacher with a B.A.
begins at $18,052, that of a teacher with an M.A. at $20,939. East
Williston's beginning salaries fall at about 67th percentile for Nassau
County. Top salaries are reached after 25 years. Teachers with an M.A.
receive $37,577; those with an M.A. plus 30 additional credits receive
$39,266. East Williston's top salaries fall at about the 77th
percentile for the county. Tew inexperienced teachers have been hired
in recent years. As teachers gain years of experience, East Williston's
salaries gain somewhat in relation to those of neighboring districts.
East Williston has emphasized steps in its schedule, to attract and

retain experienced teachers.
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3. After an applicant pool is complete, it must be narrowed so
that a small number of applicants can be seriously considered. Persons
in this group are asked to submit a formal application. The large
number of applicants is apparently relatively easily reduced. In one
search that yielded 400 resumes, only 20 to 40 were judged reasonable
candidates. Members of the committee reported that many letters and
resumes revealed poor qualifications for the job or were poorly written.
From one-quarter to one-third were stock letters sent in response to
advertisements. Many applicants are new graduates and are prompt.ly
dismissed from consideration. (When East Williston hires a new
graduate, special circumstances introduced the candidate to the
district.) Many other applicants eliminated in the initial screening
are former teachers trying to return to the teaching force. "They have
broken stride in their careers and so much has happened in the last ten

' "We use new approaches to writing and mathematics which take a

years.'
long time for even our experienced staff to master."  Although some
good candidates may be lost in the initial shuffle, the district finds
it efficient to reduce pools by basic decision rules. It then considers
the remaining 15 or 20 seriously. To be included, a candidate's

credentials must demonstrate the breadth and depth of knowledge that is

expected of the position. It is this examination of paper
qualifications that is rhe measure of subject-matter knowicdge. There
is no other measure of the candidate's grasp of his or her field except
as revealed in interviews or in teaching.

Following the submission of formal applications, persons are
interviewed. At this stage, the criteria that apply become apparent as
che teams formulate and ask questions intended to determine the kind of
teacher a candidate is. The formal qualifications listed above have
served to limit the pool. Of those to be interviewed, some appear tc
have the requisite subject-matter knowledge as well as some
distinguishing experience in their background.

4. Three major questions undergird the interviews. To what extent
does the candidate share the school district's educational values? Is
the candidate capable of performance as an independent professional?

Will the candidate complement the strengths already present in the

|
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faculty? One area that tends not to be covered is subject matter.

"Subject-matter competence is assumed" for those who have survived the

cut to be interviewed.

At this stage, according to one teacher, candidates "have
recommendations, experience, grades--what we must do is make a
subjective leap based upon an appraisal of personality factors." When
teachers speak of personality factors, they implicitly incorporate
educational approaches, attitudes, skills. "They look for people like
themselves--people who share their values--people who will admire them,"
said one informant. Very important is the candidate's perceived rapport
with students. "This is judged by details about how they describe how

they relate to students." "We look for a person with a commitment to

students."

At its best, the interview process goes to the heart of educational

philosophy:

I asked what first grade meant--what is important in a first-
grader's life. She said what I wanted to hear. The most
important outcome of first grade is to have a good feeling
about oneself. I did not want to hear which reading program
she preferred.

The interaction is significant. This response, while valued in East

Williston, is not universally valued in many school districts which

place emphasis on the direct instruction of basic reading skills. 1In a

search for a reading specialist, one interviewing teacher reported:

We looked for someone who did not have a mechanistic,
programmatic, testing approach to reading instruction.
Instead, we looked for someone who knew the learning process
and could integrate reading instruction into the regular
curriculum.

East Williston has a set of values that inform its search for teachers.
"Part of the mystique of the Wheatley School [East Williston's high

school} is the autonomous teacher." '"We look for the best." "If you

get outstanding teachers, you get outstanding education for students."

But "the best" does not mean the strongest academically. East Williston
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has turned away candidates with very strong academic backgrounds (Ph.D.
level) in favor of people who have strong teaching experience. 'We can
help people to acquire content but we cannot help them to acquire
concern." Behind those views is the belief in teaching as an autonomous
profession wherein having found the best practitioners, the system
allows professional teachers autonomy to practice. Again, not all
school districts share this belief and even East Williston as we will
see has some amb ’alence about it. But the capacity for autonomous
performance has additional meaning in East Williston. Interview teams

look for candidates who have something to offer "over and above"

excellent classroom teaching. "We look for people who have had unusual
experiences, for example, in the Peace Corps or on a cruise ship." 'We
look for people who can offer co-curricular activities." '"We look for

people who will make a difference, who will add to what we already

]

have."” "We try to get people who are not too alike." East Williston
appears to be looking for people who will operate autonomously and who
can make an independent contribution.

Yet the search for independent performers is tempered. 'We look
for people who work harmoniously with other people in a situation where
there is pressure to produce" is the official view. But too many strong
personalities threaten the integrity of small groups. Teacher
involvement in the selection process in the view of at least one

"y,

respondent can lead to the selection of less than the best. Ihe school

cannot tolerate too many powerhouses.'

Teachers may rationalize some
candidates away because of a fear of being outshone; instead, they look
for people who are "compatitle." Conservatism in this respect--a desire
to find "people who are like us'--may reinforce selection from Long
Island. "Here we will find people who are sophisticated." Decisions
about candidates emerge as members of the teams try to reconcile
competing values. Beneath these values, though, appears to be an
overriding concern that the candidate selected be a master teacher.

From the candidate's viewpoint, the interview was a major
recruitment device. In determining who will teach in a district, self-
selection plays a major r le. The new teachers interviewed had applied
to other districts and had progressed in their selection processes. But
most were strongly drawn to East Williston as they experienced its
selection process.
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Critical to the candidate's acceptance of the offer of a job were
tie rwelings that the East Williston selection process engendered. As
candidates, they felt that they were evaluated thoroughly, that they
gained insight into the district, and, most impcrtant, that they had
been taken seriously. The candidates, most of whom were experienced
teachers, had never experienced or even witnessed such a process.

Having survived the process, these candidates were ripe for the offer of
the position.

Candidaces were most impressed by what they perceived as the
professionalism of the process and of their acceptance as professionals.

After the paperwork phase, as one said:

I was called for an interview with the committee. With twelve
interviewers it looked like the Supreme Court. They asked me
penetrating questions. It was very emotional. I felt
somewhat uneasy afterwards but it was the most professional
interview I have ever been through. I subsequently had a one-
and-a-half hour interview with the superintendent. They then
sent a team to my district to watch me teach, to interview
other members of my department chairmen. The team consisted
of the superintendent, a principal, a teacher, and a student.
They were there for four hours. I then visited the district
for a day. I was impressed by the professionalism of the
process.

Candidates variously described the interview, particularly the
group interview, as "grueling," "intensive," "comfortable." The
experience of being interviewed by a number of people simultaneously was
novel if intimidating. Yet all felt that they opened up and revealed
themselves in the face of the many questions they were asked. As one
said, "at the conclusion, they knew what I knew."

At the same time, candidates could glimpse what teachers and
teaching in East Williston were like. One said, "I learned that each
teacher taught her own way and this was reassuring. It said that I
could be myself."

5. East Williston is aware that the interview process is limited

in its capacity to assess teacher performance. Despite this limitation,

the list of candidates is reduced to three or four. At this point,
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references are telephoned. Whereas written references may have sufficed
in earlier stages of the process, only personal contact will suffice

' "People in

now. 'You cannot trust written references in education.'
education will write favorable references because they want to give
people a second chance." East Williston believes that a more reliable
assessment will be obtained by asking questions of superordinates and
peers. Calls are typically made by the principals who feel most assured
of reliable assessments when they can use their informal networks to
obtain information. Using the information gained in these telephone
interviews and surely cognizant of team views, the principal, generally
acting alone at this point, effectively narrows the field to a single
candidate.

6. The process calls for an observation of teaching, preferably in
the candidate's current school. However, about half the time, students
have left school for the summer and a visit is not possible. Hence,
great reliance is placed upon the team's interview of the candidate and
the principal's check of the candidate's references. Principals are
expected to delve deeply into all aspects of the candidate's teaching
ability. (For the nature of the questions covered in the principal's
reference checks, see Appendix B of this case study).

The penultimate stage in the selection process is the visit to the
finalist's school to observe him or her teaching. The visit is made by
the team that assesses the finalist's ability to teach. At this stage,
of course, East Williston has become virtually committed to hiring the
finalist for it would create extreme embarrassment for the candidate if
he or she failed to be hired. Less threatening for the candidate, but
considered less valid by Fast Williston, is a demonstration lesson by
the candidate in the East Williston schools. This alternative is
pursued only when & visit to the candidate's school is not possible (for
example, because that school has closed earlier for the summer than East
Williston). Paradoxically, although the East Williston process focuses
on assessing teaching performance, by the time performance is actually
assessed, the step is nearly a formality. Still it has great symbolic
value as the focal point of the selection process. And it does provide
a final check, that is, someone who looked disastrous in the classroom

wouid not be hired.
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Although East Williston does not formally hire only experienced
teachers, its emphasis on proven teaching competence obviously pushes
decisionmakers in that direction. The exceptions to the implicit policy
of hiring only experienced teachers prove the role. Sometimes part-
time or temporary teachers are converted to tenure-track positions
without the informal process. In these instances, the district is well-
acquainted with the teacher's performance. 17wo teachers new to the
system were interviewed for this study. In one case, the teacher had
worked as an aide and a temporary teacher and was hired after a full
search. In the second case, the teacher was described by her college of
education supervisor (who had close connections to East Williston) as
the best student teacher in her experience.

7. The final stage in the process is the principal's
recommendation to the superintendent and the interview of the finalist
by the superintendent. The process must be explicated and the
recommendation defended (see Appeadix B of this case study). Upon
acceptance of the recommendation by the superintendent, the candidate is
interviewed by the superintendent. Candidates believe that the
superintendent's interview is a continuation of the selection process
and are quite taken with the idea that the district's chief executive
has taken the cime to participate in their selection.

Although the full selection process was often truncated because of
time limitations, candidates still felt that they were handled in a way
different from what they had come to perceive as the norm in most
districts. East Williston actually assessed their credentials, their
personalities, and their teaching performance in a process that involved
the caﬁdidate himself or herself, at least those wh2 survived to later
stages. ther districts had vaguer processes that consisted of
credential examination and interviews by a single interviewer. The
candidates felt less scrutinized and less involved.

From the candidates' perspective, the major effect of the selection
process is to make them feel more important than they have ever been
made to feel before in their careers. "I was flying when they selected
me," said one. "I felt a tremendous ego boost," seid another. "The

process made me feel like I was wanted here," said a thi~d. The
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selection process generates enthusiasm in the candidate, an enthusiasm
that carries over into teaching in East Williston. Although candidates
were drawn to East Williston by the process, they were also drawn by
East Williston's other attractions such as salary and working
conditions. Yet, the alternative for these candidates was employment in
districts that offer comparable salaries and that appear to offer

comparable working conditions.

OTHER PERSONNEL POLICIES AND PRACTICES
Of course, the hiring decision is only the first step in attracting
and retaining a career staff member in a school district. Other

personnel policies and practices come into play.

Teacher Evaluation and Tenure

East Williston has a formal teacher evaluation process. Pretenure
teachers are evaluated at least three times per year. (Tenured teachers
are evaluated once every three years.) Principals and curriculum
associates evaluate teachers using a form that calls upon them to rate a

teacher as '"'satisfying expectations' or "not satisfying expectations' in

seven areas. These are "planning instruction," "implementing
instruction," "assessing student performance,' 'communicating and
interacting witl pupils, staff, and parents," "contributing to students'
personal development," "performing non-classroom responsibilities," and
"developing personal and professional skills." The rater provides

feedback to the teacher about his or her assessment of the extent to
which the teacher meets the rater's expectations. The process is seen
as an occasion for getting positive reinforcement. It is an occasion
for "learning that my beliefs about what is important are valued."

The teacher evaluation process does lead to the tenure decision in
the third year. In the fall of each year, the superintendent publishes
a notice concerning tenure and the names of candidates for tenure in a

bulletin sent to the community:

Early each spring the superintendent recommends to the Board
of Education the granting or not granting of tenure to
teaching staff who have met State requirements relative to
service time. His recuwmmendations are based on evaluations
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made by appropriate administrative and supervisory staff, and
such other data as he deems appropriate within the letter and
spirit of statutes governing tenure in New York State. With
occasional exceptions, the superintendant makes his decisions
regarding tenure recommendations by the end of January. He
expects most concerns regarding a tenure candidate to be
brought to his attention well in advance of January so that
the concerns may be considered and addressed by the tenure
candidate and administration. Exceptions to this timetable
usually involve events or activities of a specific nature that
occur well along in the tenure year and that could not
reasonably have been anticipated.

The notice is intended to alert those with concerns to come forward.
During the candidate's third year, the superintendent himself enters the
ceacher evaluation process. As noted earlier, East Williston continues
to make decisions about who shall be retained. Out of 40 candidates for
tenure between 1980 and 1984, five persons were denied tenure and let

go.

Staff Development for New Teachers

More important to the new teachers' adjustment was help from
curriculum associates, other teachers, principals, and the staff
development program. New teachers generally felt that they had adequate
help in adjusting to teaching in East Williston. The help was seen as
informal and "there if you want to take advantage of it." They did not
perceive it as help that they had to take.

Officially, curriculum associates have the major responsibility for
helping new teachers adjust to the district. Curriculum associates are
department chairpersons in the high school who also supervise curriculum
and instruction in the primary and middle schools. An important part of
their job as they see it is to communicate district expectations to new
teachers. Because the curriculum is flexible (not much is written
down), the curriculum associates tailor their specific responses to the
specific needs of individual teachers. For some, they provide
demonstration lessons and close supervision, but for most, the help is
in the form of assistance with particular projects or with approaches
relatively unique to the district. The curriculum associates believe
that they have enough time to provide the help that they should and new

teachers agree.
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The new teachers' colleagues ave the second major source of help.
These colleagues were inve'ved in the selection of the new teacher, and
the major ancillary consequence of the seiection precess is that the
team involved in selection becomes invested in the new teachers'
success. The process creates and reinforces feelings of loyalty on both
sides and fosters teamwork. Those who weve involved in selection cannot
allow the new teacher to fail. And the new teacher canrot fail his or
her new teammates. Whatever help is needed or sought js given. Teacher
isolation, common in many school systems, is diminished in East
Williston by the selection process and the rnorm of ccllegiality it

facilitates.

TEACHER PROFESSIONALISM

The reality of teaching in East Williston turned out to be pretty
much what the new teachers were led to expect. One was pleased to
discover that she could in fact exercise her own jidgment. A1 >ther was
pleasantly surprised to discover that he would have to be involved in
the redefinition of an educational program. A few thought that the
interviewers had overstated the difficulty of working with demanding
East Williston parents. One said that she took the first year to learn
the East Williston structure and that she planned to take the second
year to make that structure her own.

For the most part, teaching in East Williston conforms to a
professional conception of the role. Talented teachers are 1ired and
are given the opportunity to teach as they judge best. Said one

experienced teacher:

I have been free to experiment and innovate. 1 have never had
the feeling that I had to worry about test scores. I am
treated as a professional whose judgment counts.

East Williston teachers find themselves in an environment in which

community and parental support of education is high and in which they

have substantial flexibility to make instructional decisions.
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Professional autonomy is especially strong at the high school.
Teachers are expected to determine what and how to teach within rather
broad guidelines. The high school has a tradition of teaching that has
its roots in the early history of the school district some 25 years ago.
It was called the Wheatley School to create the image that it might be a
private school. Teachers were autonomous. Department chairpersons were
called curriculum associates to connote the role as "firsts among
equals" and not "superiors." Teachers have felt that thay can assert
their own values. The tradition of professional teaching at the
Wheatley School resembles the tradition feound in established,
academically oriented private schools.

Teachers in East Williston are treated as professionals in anothar
important sense. They are involved in teacher and administrator
selection. The system's approach to hiring administrators matches the
system's approach to hiring teachers. Mixed teams of teachers,
administrators, parents, and students help to select administrators.
Thus, teachers are involved not only in picking their peers but also
their superordinates. The selection of administrators is a more
elaborate and time-consuming process than the selection of teachers.
Lengthy job descriptions are prepared, brochures widely circulated, and
search and screening thoroughly conducted.

Teacher participation in staff selection generates an engagement
with schoolwide and districtwide issues. Teachers are given the
opportunity to discuss with adults their own values and the values of
the district. They are taken from their district to other districts to
observe the way others operate. These are rare opportunities in
themselves.

More important, the individual teacher is obligated to articulate
his or her own philosophy of education and confront those of colleagues
and the district to arrive 8t a consensus. The teacher's views are
taken seriously; teachers feel involvid. They get to find out whether
others share their views about what is important. They are empowered to
help shape the school and the district--the environment in which they
work. In the process, their own views are, of course, shaped. They are
compelled to assess and reassess their individual and collective

teaching strengths and weaknesses.
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The process is consensual. Teachers in East Williston believe that
the process results in the selection of staff who are different f om the
staff who would be hired if more usu¢ administrative hiring practices
prevailed. They believe, in particular, that it results in the hiring
of administrators who are comfortable with the "team zpproach." By
this, they mean administrators who will respect the independence of the
classroom teacher but who will continue to involve teachers in
decisionmaking. Teachers in East Williston have had firmly established
the idea that they have responsibilities beyond the classroom. However,
there is a force in East Williston that is beginning to make inroads

into teacher professionalism.

BUREAUCRATIC COORDINATION

In East Williston, curriculum coordination is the direct
responsibility of the curriculum associates who, as has been pointed
out, are department chairpersons 1in the high schoc! and coordinators of
their respective subjects in the elementary and middle schools.
Historically, their responsibilities were only in the high school where,
as noted, each functioned as first among equals. Curriculum associetes
are conceived as master teachers and usually teach one class a day.

They remain members of the teachers' bargaining unit. They receive a
salary supplement of $3,500-$4,000.

Under the current superintendent's leadership, the responsibilities
of the curriculum associates were extended to the elementary and middle
schools. This extension was made because of the perception of a lack of
a common curriculum within grades and the lack o. articulation between
grades. The curriculum associates were given a mandate to correct this
problem.

Reinforcing what teachers perceive as some consolidation of power
at the center is the fact that just about all the curriculum associates
were hired from outside East Williston by the superintendent. Although
teachers were involved in the hiring of the curriculum associates, they
perceive them increasingly as agents of the administration. Curriculum
associates, though they remain members of the teachers' bargaining unit,

are increasingly seen as management. For their part, the curriculum
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associates perceive that it is their mandate to tighten the curriculum--
to ensure greater commonality among classes and greatar articulation
across grade levels.

The impact of the curriculum associates has been most sharply felt
in the middle school. Over the last zeveral years, the middle school
has gone from self-contained classrooms to & departmentalized structure.
Teachers have gone from a high level of autonomy and no prescribed
curriculum to a departmental structure with a feeling of responsibility
to & curriculum associate. The perceived need for curriculum
coordination has create! & structure within which these teachers must
function and some resent it. This is so despite the fact that teachers
have been involved in the creation of that new structure. Once the
structure exists, it controls what the individual teacher can do. "Some
resist the new mathematics curriculum because [it] infringes on what you
can choose to teach.”

Every school district wrestles with the tension between
bureaucratic imperatives (like the need to articulate curriculum) and
teacher professionalism (which allows teachers the flexibility to meet
student needs and interests). On the one hand, board members, citizens,
and parents expect that school administrators can describe the
curriculum. Administrators cannot do this if each teacher goes his or
her own way. Even teachers expect articulation. '"Lower grade teachers
should prepa.e students for my classes; I suppose that I should prepare
students for subsequent grades." Yet curriculum coordination infringes
on the teacher's ability to determine what, and sometimes how, to teach.
Often attempts are made to alleviate the tensi~- by suggesting that only
content be prescribed end that teachers be free to choose method. Yet
most real choices inhere to content; moireover, mandating content often
mandates method!

As East Williston continues to wrestle with the perceived need for
curriculum coordination, it will challenge the flexibility of the
classroom teacher. In turn, the professional autonomy that has
coniributed to the ethos of East Williston stands in some jeopardy.
Teacher involvement in curriculum coordination decisions may help to
mitigate some feelings of deprofessionalization. However, for teachers

to maintain the high level of enthusiasm and commitment that they
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proclaim, they must have autonomy to meet student needs with a rich

curriculum.

ASSESSING EAST WILLISTON'S SELECTION PROCESS

Administrators and teachers in East Williston believe that their
selection process operates to recruit and hire the kinds of teachers
that they would like to see in the district. Founded about 25 years
ago, the district began with a commitment to academic excellence and was
staffed accordingly. This meant hiring academically credentialed
teachers to prepare students for selective colleges. East Williston
faculty of long standing believe that they have not had to relax their
hiring standards even in areas of relative shortage. They believe that
they hire faculty of the same quality as in the fondly remembered early
days of East Williston. They have in recent years perceived a decrease
in the quality of the pool from which they could select. However, their
personnz! needs are so modest in relation to the pool that they have had
little difficulty in finding the quality of teachers they desire.

The school district has long emphasized substantial experience as a
condition of hiring--teachers who have established a record that can be
examined. In recent years, at the direction of the current
superintendent, there has been some movement toward hiring a few
teachers new to teaching. Where this has been done, the district
insists upon substantial evidence of strong beginning teaching
experience. New teachers so hired may have had their student teaching
in East Williston, worked as aides in East Williston, or have had other
experiences that can be assessed by persons in East Williston.

There are some obvious limits on obtaining accurate appraisals of
past performance. First, there must be a track record. This limitation
works against hiring teachers new to teaching. Their only record will
be student teaching, which often cannot be accurately appraised. The
student teacher may or may not have had an opportunity to perform
independently. And the grading of student teaching is notoriously
unreliable because of the reluctance of college of education faculty to
stop a new teacher's career before he or she has had an opportunity tc
gain some experience. Principals' ratings of teachers are often not
reliable. Principals may have incentives to distort evaluations

depending on whether they are anxious to keep or lose a teacher.
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Because obtaining accurate appraisals of past performance is
difficult, East Williston prefers to assess current performance. Most
valid is an assessment of the candidate in his or her cuirent
assignment, for this may reveal not only the immediately observable but
also whether the teacher has been able to develop long-term rapport and
long-term teaching strategies. Where this is not possible, East
Williston settles for a demonstration lesson in an East Williston
classroom. Because past and currer.t performance is the best predictor
of future performance, East Williston's strong emphasis is correctly
placed. And East Williston continues to assess teacher performance,
especially in a teacher's early years in the district.

The benefits of East Williston's approach for the candidate and for
the teachers vho participate are substantial. The candidate learns more
about the district than candidates typically do. But the most
impressive benefits may be to the teachers who participate.

Although administrators in East Williston remain firmly in charge
of the selection process, the level of teacher participation approaches
that employed in many university search procedures. Teacher
participation in East Williston makes its selection process collegial
and professional. Admiunistrators make the decisions and occasionally
act peremptorily, but the norm of practice is to allow, accommodate, and
respect teacher input.

This breaching of the typical management/labor division of
responsibilities is welcomed by the teachers individually and
collectively. The local teachers' union, an affiliate of the American
Federation of Teachers, supports t:acher participation in selection
decisions; in fact, it hardly has seemed an issue. Yet in most school
districts, the teachers' association insists that hiring is a management
decision so that they cannot be held accountable for the hiring of
incompetent teachers. The union seems less concerned about the
dismissal of less competent teachers and more concerned about the
overall quality of the teaching force.

As already noted, teachers welcome the additional responsibility
entailed in their selection role. They welcome the measure of control

it gives them to choose their colleagues and superiors. They welcome
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the opportunity to rethink their own beliefs. They welcome the
opportunity to shape their school and their school district. They
welcome the sense of ownership and belonging that is engendered.

The financial costs of teacher participation are modest. Meetings
and interviews are generally after school hours and these constitute the
major activity. The observation of candidate's teaching is actually a
small part of the process. On these occasions, the district must hire
substitutes. Thus, therc is the cost of the substitutes. Additional
modest financial costs are associated with advertising in the New York
Times and elsewhere.

There is one way by which the selection process might be improved.
East Williston often is not sure that a vacancy will exist in the fall
unti) late in the preceding school year or even into the summer. Hence,
the selection process must be truncated. The full selection process
couid operate in more instances if East Williston could better
anticipate vacancies. Although some tightening of rules about leaves-
of-absence might help, some unpredictability is inevitable. The small
size of East Williston precludes its using projections that work out on
the average.

East Williston's concern for assessing the teaching performance of
candidates secms quite reasonable. Yet, the norm of practice in teacher
selection is quite different. For reasons of efficiency (actually cost
minimization) and apparent evenhandedness (equally superficial treatment
of all), school districts often settle on selection processes that are
at some distance from assessing performance. They look at college
transcripts that reveal only how good a college student a candidate has
been. They look at student teaching grades, which are typically
inflated. They look at National "eacher Examinations scores--scores
that do not correlate with performance. They look at letters of
recommendation garnered by the candidate to reflect the most favorable
assessment of his or her performance. They conduct formal or informal
interviews, which are imperfect indicators of performance. These
procedures, used by the vast majority of school districts, do not
indicate whether a teacher can teach. They are used because they do not
cost the district much and they appear to treat all applicants

evenhandedly.
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However, East Williston believes that the best predictor of future
performance is past performance. (Research supports this belief.) East
Williston's process is designed to get a measure of past perforauuce,
which can be obtained at reasonable cost.

East Williston achieves its selection objectives--it manages to
find and hire the quality of staff it desires. To some extent, this
success is due to East Williston's "natural advantages,” which attract a
sizable talent pool, and to some extent to its special selection
process. East Williston also achieves an ancillary objective in its
selection process. It involves existing staff on a regular basi< in a
reappraisal of school and district staffing needs. The question is Low
applicable is the process in larger or poorer school districts: What
would the effect be?

The process could be replicated in larger districts. As noted, the
direct financial cost is low. To be sure, the process is time-
consuming. Principals and teachers must spend time in all phases of
search, screening, and selection. Time spent would increase as the
number of teachers to be hired increased. But teachers may be more
willing than generally believed to invest this time because they live
with the consequences of both bad and good personnei decisions.

The major difficulty would be in bureaucratic complexity. The
superintendent could not be personally involved. A large number of
searches in one school might overwhelm the principal's capacity to
manage them. It would be inefficient to advertise separately for each
third-grade vacancy. Some adjustments would have to be made. But the
centerpiece of the process is teacher involvement. A belief in the
importance of teacher involvement is prerequisite to the successful
implementation of the process. Management and the union must concur
that teacher involvement is important. There is no reason to think that
the benefits for teachers of participating in the selection process
would be different. And there is no reason to think that candidate's
experience would be substantially different. East Williston is
perceived by candidates and teachers as a desirable place to teach,
partly because of the attitude toward teachers revealed by the
district’s involving teachers in selection. That benefit should carry

over.
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The major difference is whether a large district can generate a
pool of high quality experienced candidates as East Williston tries to
do. The supply of candidates depends nu many factors. If the large
district's demand is greater than the supply of experienced teachers,
then the district may want to considcr inexperienced candidates. The
district would then have to find ways to appraise teaching performance,
such as by demonstration teaching or internships. Alternatively, the
district could abandon the appraisal of teaching performance in which
case it would b. left with only teacher involvement in selection. The
district might gain some benefit from this alone.

District size aside, East Williston attracts teachers, in part
because of high salaries, relatively high expenditures, parents who
care, and students who are motivated. Districts of less wealth cannot
afford high salaries and general high expenditures, though a belief in
the importance of teachers might permit some reallocation from some
expenditure categories to salaries. The attractiveness of teaching in
an educationally supportive environment cannot be overestimated.
Nonetheless, it seems worthwnile fo* a district to enhance its
attractiveness to teachers. Teachers in East Williston, many of whom
have come from other wealthy school districts, value East Williston's
treatment of them as professionals. This attitude is communicatea to
candidates by the search process. A reputation for teacher
professionalism appears to make East Williston especially attractive to
candidates. This alone might give even poor school districts a

competitive edge in recruitment and retention.
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Appendix A

EAST WILLISTON, L.1I., N.Y. SCHGCLS
Schools: North Side (K+4) Willets Road (5-7) The Wheatley School (5-125)

Due to a significant numi.cr of reticements several full-time supervisory and texching positions are open in
one of Lc_mg lsL'mt-i's ouln‘aqding school districts. We ave interested in perons who possexs in-depth
strengths in one major field of study, strong preparation aad interest in at least one related arca, and a posi-
tive attitude toward varied assignments from year to year. Ability and willingness to coach and/or «ponsor

cocurricular activitics arc desirahle.

Pes:tions Open For 1961-82

Science Curriculum Associzte (K-12)

® Leaderstup in suff and program developmen.. and supenvision

® Ability t> define and have implemented an excetlent K-12 scieace
program

® A macter teacher/a tescher of teachers

® Powerful commutment to creating 2n envirorment wherein
students and staff 2re encouraqed to use the 1alents they possess
and which fosters the natural cur:ositv/and interests, of students

Physical Education Curriculum Assaciate/
Dircctor of Athletics (K-12)

® Leadership in’ staff and progeam development, and supenision

® Ablity 10 define and have unplemented an excelient K-12 Phy-
sical Educatica program

@ Ablity to develop 2 comprcheasive program of inter-schOlasuc
ard nera-morsd activities epproprate for the distract

¢ Commitment to the behef that students havinp posine expen-
ences through active partiipauan s the pnimary obgecuse of phy-
sital eduzation and azhleue actnnes

One English Teacher-\Vheatley
4 Eng'nh ard World Luterature
€ Dianatcs

One Science Teaclicr-Wheatley
© Very strone prepaiatien 1n I'hysics 2 must
® Enjoys working wuth Jr. H.S students

One Mustc Teacier-District
& General Muac
€ Suftic.rnt quabfications to be conudered for posiuon of Dept.
Admun. Co-ardinator
Once Part-time Physical Education
Teacher-District

® Ml in order to halaace 13 noed
® Prepursd to work with studen's of many ages

One Special Education Teacher-Willets Road

& Slf<oztaned classeran

2 Poriven reqawes skills in diagznosuc-prescripuve evaluations, class-
roum manugenient, sufl corsuliauon and eacher in service traun
ng

® Must have proven ahility to relte to and handic students with
spectal learning and personal necds. This 15 3 new postion

One Part-Time Itinerant Speech/Language
Pathologist-Wheatley

® Eaperience essential
© Wil provide corsultation. diagnosis and therapy

One Social Studies Teacher-Wheatley

® Comprekensive background
® Enjoys working with Jr. H.S. students

Two Mathematics Teachers-Wheatley
@ Abiliy to program in at least one computer language
® Breadth of hnowledge and abrity to teach clemesntary wnath to AP
aaleulus

One Part-Time Art Position
(Tentative)-Wheatley

® Allbasd art areas
® Mlcntor 2ddressing individual interests of many stedents

Rcading Teachers: Once Full Time-1Vheat
One Part-Time Willets Rd.

0 Speenil educaton expeirzncs and/or tezzunt ity dearable
® Extensive preparauon tn at least one disciphine 1n addition to read
ng
One Part-Time (50% load} School
Ps: chologist-Wheatley
@ [ccllent opportunity for ensrizetic and innmative peeson (0
providz services in pevchnlogical testing, rescarch, toacher in-ser-
vice. progeain evaluations and extensive conselng
® Dull certificauon 1n school psychology and counceling or social
work dewratle

Onc English As A Second Luaguage
Teacher-\vheatley

® Certficauon in Spanssh 3 must

® Abhity to speal. Portuguese

® Must view role a5 that of desc’'oning sudeqt proucrnzy 1n Eng-
lich, sening 28 3 sup partsne mentor to CSL stuacrze

@ Senve as 3 vital hink between LSL srudents and uther teacliers and
admunstrators, and betw cen home and school

The East Williston District prosides an cxcellent environment for teaching. Its consttucnzs have high
expectations of students and staff. Salary and fringe benefits are excellent.

Selected Teacher Salary Ranges

B.A., Step 1 $14,890
N.A.,Step 1 517,272
M.A.+ 60, Step 1 519,699

B.A., Step 15 525,066
M.A., Step 15 529,151
M.A.+ 60, Step 15 $31.668

Instructions 1o Caadidates: (Please identify position being applied for on front lower left of envclope)
Send letier of applicatson and resume 19: ]

Dr. Darreli R. Lund, Superintendent of Schools

East Williston U.F.S.D., 110 E. Williston Ave., East Williston, iN.Y. 11596
Q (Muu be ehible for N Cerulication)
E l C DO NOT call the «thoo! district. fettees an § cesumes will be seeeened
Persons in whom we are intercsted will be seit 2 vﬁwiou form.
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Appendix B
Memoranrdum
TO: Superintendent of Schools
FROM: Principal
DATE : July 19, 1982
RE: Recommendation to appoint Ms. "Smith" as Grade Two
teacher

Attached please fiud the papers pertaining to Ms. Smith, my recommendation
for the Grade Two opening at our school.

Some background leading to this recommendaticn would be appropriate. When
it became apparent that we had an opening due to a resignation and
retirement, I regarded this as an opportunity to strengthen our

staff. Several factors were taken into consideration.

~ Though the immediate need was for Grade Two, a year hence
the need could very well be at another grade level.

- With the possibility of all day kindergarten, someone with
early childhood experience would be of value.

- A person whose strengths would complement, rather than
duplicate the strengths of the present staff would be
preferable.

Letters of application were received in the following ways:

In-district announcement

Yew York Times advertisement
Word of mouth

Unsolicited

Approximately 200 letters of application were received. All were reviewed
by me, and the majority were also reviewed by the language arts
coordinator. Interviews were scheduled with twenty-eight applicants.
(Five of these were in-district; two persons were being excessed from
another school, and three were frequent substitutes.)

Interviewing took place the weeks of July 5-9 and July 12-16. I was
present at all interviews; though not present at all interviews,
interviewing with me were Ms. A and Ms. B, grade-level teachers, Ms. C,
kindergarten teacher, and the language arts coordinator. After all
interviews had been completed, six candidates were invited to return for a
second time. These six met with us on the same day, so we were able to
compare/contrast more easily. We agreed thet a combination of the
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following would best serve the needs of the school community; our
oreference weuld be the candidate who possessed most of them to a marked
degree:

Youth

Male

Relevant recent experience

Non-aggressive, non-threatening personality
Different background from community and staff
Something "extra"

Professionalism

High energy level

Desire to grow

Openness

Teachable

We tried to view each candidate and how they would relate with the
students, the staff, and the parents. Each candidate was thoroughly
briefed on our district and the qualities that make it unique.
Relationships--pupil, peer, parent--were explored in detail. Ability to
function under stress and pressure was discussed at length.

After re-interviewing the six candidates, it was our feeling that any of
the six would have been satisfactory; however, we rather quickly ruled out
three of them, and very soon thereafter, Ms. Smith emerged as the first
choice of the four of us who did the final interviewing.

Ms. Omith has eleven years experience with a Long Island public school
district, and is being excessed due to declining enrollment. Her most
recent experience was at a school that serves the more affluent portion of
the community that lives on the water. Certain parallels can be drawn
between this community and our own. Seven of these years were at the
kindergarten level; the remaining four at Grade One. Her kindergarten
experience was somewhat more structured than here. We see that as an
advantage; as we plan ahead for all day sessions, mere structure will be
necessary and appropriate; she could very easily shift to the kindergarten
level. She has done considerable work with A-V, and used teacher-made
tapes to good advantage in her teaching. She shows a good understanding of
the needs of young children, recognizing that positive attitude towards
self and learning are paramount. She recognizes that a variety of
methods/experiences are necessary to reach each child, and to enable him to
develop at his own pace in his own style is the best way to learn.

Her small stature and quiet manner belie the inner strength we all sensed.
I have no doubt that she w’ll be able to handle parents effectively. She
brings a high level of mission to her teaching, and should prove to be a
valuable addition to the staff.

In telephone conversations on July 9 with her current and former
principals, the following was ascertained:
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General Questicn

Principal
School A

Principal
School B

Organization and
planning

Feeling for
children

Relationships
Parent
Staff

Energy level

Stress level

Excellent, thorough. Great
deal of time spent. tays
late after school almost
every day.

Very good with kids.

Very fine parent relationships.

Works well with difficule,
fussy, demanding parents.

Is firm and friendly, can hold
her own. Outstanding staff
relationships.

High energy level. Capacity
for work high; always has a

project going.

Works very well under stress.

Better than most in

organization.

Knows priorities for
Has ability
to diagnose and pre-
Really gets

children.

scribe.
along with kids.

Above average on every
level of relationships.
Good ability to talk to

parents.
with peers.

Above average energy

level.

Got along well

Handles stress very well.

Creativity Very creative. Appropriately creative.
Curriculum With her good kindergarten Broad curriculum
knowledge background, knows young background in kinder-

children and their needs
from a curriculum viewpoint.

garten -~ two.

Openness to
criticism

Very open - no problem in
accepting criticism.

Accepts constructive
criticism very well.

Growth occurred when she came

to my building within the dis-
trict. I think she is ripe and
excited at the prospect of a

new challenge, and should really
grow.

Ready to grow

She's vibrant and bubbly,
bis a good personality
and sense of hamor. Had
the respect of all. She
upholds policies and
procedures.

We hate to lose her. She's a
thoroughly nice person to have
around.

Anything else?
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Case Study 4
TEACHER SELECTION IN THE HILLSBOROUGH COUNTY
PUBLIC SCHOOLS

Arthur E. Wise
Linda Darling-Hammond

Amy Praskac

INTRODUCTION

Recruitment and selection of new teachers in Hillsborough County
receive the attention of Central Office administrators, principals, and
other teachers. The teacher selection process combines the advantages

of centralized recruiting and screening with decentralized hiring

decisions, according a great deal of authority to schonl principals in
selecting their faculties. Over the past five years, the Central Office
has begun to play a greater role in teacher selection although
principals still make final hiring decisions. Central Office personnel
conduct initial screening interviews using a structured interview and
they verify applicants' credentials before certifying them as eligible.
Both Central Office personnel and principals actively recruit
candidates. This case study examines how Hillsborough staff manage this
simultaneously centralized and decentralized process in a complex policy
environment at a time when the pool of teacher candidates is shrinking.
At the same time that selection changes have been implemented in
the district, the State of Florida has instituted numerous reforms in
education. A number of these reforms have affected teacher education
and certification. Requirements for entrance into teacher education
programs have become more stringent. Teachers also must pass the
Florida Teachers Competency Exam before they are eligible to teach. New
teachers must participate in the Florida Beginning Teacher Program, a
year-long internship, before attainine certification. This program has
since been expanded into a career ladder program. Florida is also
attempting to increase teacher salaries and make them commensurate with
teacher saliries in other staces. Toward this goal, the legislature has

enacted a merit pay plan.

Q .1:3.1
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The recent history in Hillsborough, then, is one of change; change
initiated by district personnel and change mandated by state
legislation. Some changes have been mcre readily assimilated than
others. Some have had positive effects. OQthers have had generally
positive effects with unintended consequeices. This case sti ly examines
Hillsborough's teacher selection process at just one poi:: in its

evolution--April 1984.

LOCAL PO! 'Y CONTEXT

The Hillsborough County School District primarily comprises urban
Tampa but Includes suburban and isolated rural areas as well. The
population of approximately 700,000 covers 1,000 square miles. The
University of South Florida and the University of Tampa are located
here. The University of South Florida serves as an important source of
recruits for Hillsborough.

The district is the fifteenth largest in the United States and the
third largest in Florida, after Dade County (Miami) and Broward County
(Ft. Lauderdale). The regular K-12 student body had a total membership
of 111,838 for the fall of 1983. This population is mostly stable but
is starting to increase it the elementary level. In 1983-84, there were
6,199 classroom teachers in the distric*. Seventy-seven percent of all
teachers in the district were female. Teachers had an average of 14
years experience. All but 15 percent of the teaching force was tenured.

The racial distribution in the Hillsborough District during the
1981-82 school year was 74 percent white non-Hispanic, 20 percent black
non-Hispanic, 5 percent Hispanic, and 1 pexcent Asian/Pacific Islanders
or American Indian/Alaskan Natives. The district received a court order
in 1969 to desegregate the schools.! The transfer of teachers to meet
the court-mandated 80:20 rati> began in January 1970. During the
1953-84 school year, the racial distribution of teachers in the district
was 77 percent white, 16 percent black, 6 percent Hispanic, and less

than 1 percent other.

‘Manning v. Hillsborough County, U.S. District, Middle District
Florida, June 3, 1969.
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The test scores of Hillsborough students compare favorably with
national averages.? The Comprehensive Test of Basic Skills is given in
the spring to all students in kindergarten through ninth grades. Test
scores in reading, language, and mathematics are very close to the
national averages. Some grades exceeded the national averages and
others fell slightly belcw. Since this test was adopted in 1974, sceial
promotion has diminished. The State Student Assessment Test, Part I, is
given in October to third, fifth, and eighth graders in communications
(reading and writing) and in mathematics. Composite scores of students
in grades 3, 5, and 8 show that about 84 percent of Hillsborough
students passed math and 89 percent passed communications during
1983-84, nearly the same as state averages of 87 percent and 91 percent.
Part Il is given to tenth graders in April to test functional literacy.
Students must pass this test to receive a high school diploma.
Seventy-eight percent of Hillsborough students passed math, 96 percent
passed communications, with a total of 78 percent passing both. State
averages were 78 percent, 95 percent, and 78 percent, respectively.

The district is typically described as being pupil-rich and
property-poor. Therefore, Hillsborough County receives more from the
Florida Education Finance Program than i+ contributes. In recent years,
the property base has increased and the state formula has become more
equaiized, thus increasing Hillsborough's revenues. Most of the ;evenue
for the district comes from the state: 62.9 percent in 1983. The next
biggest portion came from the district itseif, 23.5 percent. The
federal government supplied 10.2 percent of revenue and the remainder,
3.4 percent, made up the balance of the funds.? Hillsborough County
also has opted to impose the maximum discretionary levy (1.1 mills)
allowed by the state legislature in addition to the local required
effort (4.4 mills).

2A11 information on test scores comes from ""1983-84 Facts about
Hillsborough County Schools,”" a brochure.
*Ibid.
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Even at the maximam fiscal effor*, Hillsborough lags behind other
Fiorida districts in spending for education. The average per pupil
expenditure in Hillsborough County was $2,318 per full-time equivalent
for 1983-84. The state average per pupil expenditvre was $3,009 in
1982-83.% Teacher salaries are also low. In 1983-84, the starting
salary for a beginning teacher with no experience wcs $13,606. The
starting salary for a teacher with a master's degree and no experience
was $14,737. Even a doctorate earned one only a little more- The
starting salary was $15,867 and the maximum salary--after 17 years of
experience--was $24,366. Approximately 60 percent of a1l teachers in
the dictrict had bachelors' degrees and almost 40 percent had masters'
degrees. Only a handful of teachers had doctorates.

The low salaries are a recognized impediment to Hillsborough's
recruiting efforts. Hillsborough used to recruit candidates from
Mississippi, Alabama, and louisiana, but these states have recently
raised starting salaries to $16,000 so "sunshine alone won't do the job"
as Florida salaries fall behind those in other southern states.
Hillsborough finds it difficult to recruit even from other counties
unless the candidate is moving tc the area for other reasons--e.g., to
attend school or accompany & spouse making a job move. Nearby Pinellas
County (Clearwater) is Hillsborough's biggest competitor. Pinellas has
higher starting salaries and "steals" many recruits. Hillsborough is
more competitive at the upper end of the salary scale where the local
teacher's union has concentrated its collective bargaining efforts.
There are ob ious reasons for this emphasis. Nearly.a third of the
district's teachers are in the top quarter of the schedule. Less than
20 percent are in the bottom quarter of the schedule.

Central Office officials recognize that problems in recruiting and
retaining teachers arise because of the low salaries. Complairts abnut
salary levels are frequently made by Central Office personnel
administrators: '"I can't do anything until we raise salaries. ''Give me

a decent starting salary and I'll get you good teachers." 'Beginning

“C. Emily Feistiitzer, The Condition of Teaching: A State by State
Analysis, Carnegie Foundation for Advancement of Teaching, Princeton
University Press, Princeton, NJ, 1983.
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salaries in most fields are better than end salaries in teaching." The
legislature's expectations of educators are nonetheless very high. "No
money, just quality,” as one administrator expressed it.

Despite thes. constraints, Hillsborough must hire a substantial
number of teachers each year, filling approximately 600 vacancies
annually. During the period July 1, 1982, to June 30, 1983, 367
experienced and 240 inexperienced teachers were hired. In addition to
these new appointments, 285 temporary teachers were reappointed.
Temporary teachers may be reappointed indefinitely. The largest number
of these appointments, 250, was in elementary education; 45 of these
were kindergarten teachers. A total of 166 tcachers of exceptional
children were hired. More math teachers were hired, 51, than in any
other subject area.

Hillsborough's turnover rate jin 1982-83 was just over 7 percent,
not including leaves of absence. Of the 445 teachers who left the
system, ncarly three-quarters (317) resigned; another 128 teachers
retired. In many school districts, the primary cause of attrition is
retirement; the reverse is true in Hillsborough. The number of teachers
taking temporary leaves during the year was 331. A total of 690
teachers transferred among schools during this period.

The number of new hires in 1983 was roughly the same as the number
of new hires in eacn of the previous two years. Of these new hires,
about 25 percent were from out of state. About 800 applicants, {rom
various fields, were on file in the spring of 1984. Unfortunately, this
is not a large ratio of applicants to vacancies and Hillsborough is
beginning to see shortages in all areas, some more than others. High
school English, for example, is a prominent shortage area; so are math
and science. One administrator feels that the legislature exacerbated
the shortage of secondary school teachars by increasing graduation
requirements, since more students will now be registering for these
courses. In 1382, there were eight vacancies in social studies; in 1983
there were 74. Most of these 74 vacancies are new positions. This
problem may be resolved by reducing classroom periods from 60 to 50
minutes and by adding another period to the school day, if the union
agrees to this plan. Surpluses existed in a few areas such as physical

education, driver education, and distributive education.
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Approximately 80 percent of the teachers in the district belong to
the Hillsborough Classrcom Teachers Association (CTA). The CTA “Hegan as
an independent unaffiliated organization in 1921. Until the mid-196
it was considered to be a "typical professional org. ization." The CTA
had no full-time staff, did not handle grievances, and did no bargaining
until the Florida teachers walk-out in 1965. The CTA was affiliated
with the National Education Arsociation (NEA) until the early 1970s when
NEA instituted a policy requiring that all local members belong to the
state and national organizations as well. The CTA remained affilia.ed
with the Florida Education Association until 1980 when it withdrew its

membership.

STATE POLICY CONTEXT

Florida has an especially active state legislature in the area of
education. A great dcal of legislation has bee. passed at a fast pace.
Unfortunately, passage of legislation in bits and pieces has created
some contradictions in the state’s education policy. For example,
although more stringent requirements to strengthen the state's schoois
of education have been passed, the legislature has also considered
legislation to deal with the teacher shortage by bypassing the system of
tescher training. The enactment of further requirements and programs
before the effect of current programs is known has exacerbated
shortages, and the specificity of Florida's legislation lcaves little
room for creative responses on the part of education officrals and
little flexibility Lo administer prescribed programs.

Although the legislature has enacted legislation dealing with all
aspects of t'c educstion system, they have particularly concerned
themselves with the adequacy of state teacher education and
certification. The following legislation, among uther statutes, has
affected teaching requirements and has shaped the context within which

local districts recruit, hire, and train new teachers.
. A 1978 statute required teacher competency testing for

certification. Effective in 1981, teacher candidates must pass

criterion-referenced tests in reading, writing, mathematics,

136

ERIC




- 128 -

and professional knowledge to receive an initial certificate.
In 1983, approval of teacher education programs within the
state became contingent upon 80 percent of a program's
graduates passing the teacher competency test.

* Another 1978 statute required scores at or above the 40th
percentile on nationally normed, standardized college entrance
exams as & prerequisite for admission to teacher education
programs.

i 1981 legislation required successful completion of a year-
long internship, known as the Florida Beginning Teacher
Program, before attaining certification. (The Beginning
Teacher Frogram is described in detail in the next subsection.)

. Legislation passed in 1983 expanded the Beginning Teacher .
Program into a career ladder. The Meritorious Instructional
Personnel Program has four steps: beginning teacher, regular
certificate, associate master teacher, and master teacher.
Concurrent legislation created the Florida Quality Instruction
Incentives Council to oversee and assist development and
implementation of a statewide merit pay plan for the 1984-85
school year.

d 1983 legislation to offset teachesr shortages funded three
incentive programs (loan, tuition reimbursement, and loan
forgiveness) to attract teachers to critical shortage areas and
authorized school district officials to employ adjunct

instructors to teach in areas of critical shortage.

These various requirements affect the supply of teachers, on the
one hand by making it more difficult for Florida's college students to
ente. teacher education and receive certification, and on the other hanc.
by makirg it easier for district officials to hire uncertified
candidates in shortage areas. Other policies, like the state-mandated
increase in course requirements for student graduation, exacerbate some
shortages by increasing the demand for teachers in the affected subject
areas. The combination of policies creates a challenging environment
tor local school officials striving to allocate resources among the many
areas affected by mandates while recruiting teachers to the growing

number <f vacant teaching positions.
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Although teacher shortages in Florida are largely the result of
growing student enrollments on the heels of declining enrollments in
schools of education, the competency testing program has had an effect
on supply. During the July 1982 administration, 86 percent of those
taking the test for the first time passed the entire exam. Cut-off
scores were raised for three of the four tests in May 1983. The supply
effects of the testing program have been particularly pronounced for
minority candidates. Forty-two percent of the blacks who took the test
during the July 1982 administration passed the entire test compared to
more than 90 percent of the whites who took the test.® Because a lower
percentage of blacks than whites pass the exam, programs in
predominantly black institutions (e.g., Florida A&M University) have
been disproportionately affected by the program approval requirement.

Although the FTCE affects the overall supply of certified teachers,
it has little impact on selection practices. Scores are not reported to
local schools and interviews with school district personnel indicate
that test scores do not factor into the hiring decision. Salaries are
of more immediate concern to district administrators.

The State of Florida has wanted to increase salaries enough to
reach the top quarter among states on average salaries. The average
teacher's salary in 1982-83 was $18,538, ranking Florida thirty-second
in the nation.® However, last year Florida's salaries moved up only 5.9
percent whereas the national average moved up 5.6 percent, leaving the
state's ranking virtually unchanged. The state-enacted merit pay plan
proposed as a way to increase salaries for some teachers appears to have
done nothing to appease those who decry low salary levels and is
consistently condemned by all local district personnel who mentioa it.
"I.'s ludicrous to be talking about merit pay when Florida sala.ies are
so low" was the perspective of a union official. One administra:cor

denounced the seleccion process for merit pay awards as 'utter chaos.

*Unpublished data from the Division of Teacher Education,
Certification, and Staff Development, Florida Department of Education,
Tallahassee, Florida.

®Feistritzer, op. cit., pp. 2, 47.
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We would need more than 100 observations a day to cover all the
Hillsborough applicants. It could be a good thing, but they'll kill
it." Feelings on the subject run high and the governor has been accused
cf appointing a merit pay monitoring committee and then not paying
attention to it. In 1985, the legislature tabled all further funding

for the merit pay prograrm until administrative problems could be worked

out.

HISTORY OF THE SELECTION PROCESS

Selection in the Hillsborcugh district is decentralized and in the
hands of the professional staff. Dr. Raymond 0. Shelton, the District
Superintendent, is a strong proponent of this philosophy. When he came
to Hillsborough from Omaha 17 years ago, he insisted on a free hand in
hiring as a condition of his emplc/ment. He told the school board, "If
you ask me to hire or promote anyone, that will be the kiss of death."
The school board does not get involved in hiring per se but does
recommend policy for the selection and promotion of teachers. Shelton
allows the same freedom to the principals in the district. He feels
strongly that if a principal is to be held accountable she or he must
have hiring authority. "If I send a principal a bad teacher, I can'*t
hold him responsible for performance."

The current philosophy of decentralization has historical roots as
well. Thirty years ago, the Central Office had an even more limited
function. Back then, a two-person office merely kept records. At that
time teacher supply was very limited and the quality of teachers was
poor. Turnover was reportedly high and salaries were low. Shelton's
predecessor instituted changes that resulted in greater centralization.
Applications, including certification verification, insurance forms, and
references, had to be processed through the personnel office to ot fer
employment. Before this requirement was made, the Central Ofiice did
not know who was employed until after hiring occurred because principals
did all the hiring.

Now, the Central Office has assumed a much more prominent role,
claiming the attention of an Assistant Superintendent and occupying the
energies of several offices. The Director of Instructional Personnel

oversees a staff of 28. There are four subject area supervisors. Each

K 139




:
|

- 131 -

of these supervisors has an area of specialization. For example, one
supervisor deals primarily with elementary school placement, another
with placement for substitutes, special education, student services,
gifted education, vocational education, and adult and continuing
education. The Director of Instructional Personnel had a budget of
$25,000 for recruitment.

Today tlie responsibilities of the Central Office extend to
verifying certification and checking references and credentials to
determine the eligibility of applicants. The Central Office also
coordinates applicants and vacancies. An important function of the
Centrz2! Office is enforcement of the racial balance of school faculties.
The Central Office enforces the ratio for hiring conducted in the
spring. Principals of schools with unbalanced racial representation on
their faculties must justify why they do not hire candidates on the list
who would improve the balance during this period. A Central Office
administrator admitted that a principal cannot be forced to comply, but
we "make it difficult for them" to hire someone who would tip the
balance away from the desired ratio. The school board does not lift the
requirement to hire whites and blacks in an 80:20 ratio until July.

The Central Office has the rescurces, staff and financial, to
recruit teachers by actively seeking candidates in otner states and :o
£111 shortage area vacancies. The Central Office is similarly suited to
the prescreening function because it has both more staff and more money.
It is easier for fewer Central Office staff to handle verification of
certification than tc have numerous principals dealing with the State
Department of Education. References can be checked in a similar
fashion. This eliminates redundancy when a candidate is referred to
more than one school. Should the candidate not meet the criteria set by
the district, the Central Office makes this determination. If the
applicant is someone the principal knows or has been asked to consider
by a friend or colleague, this can alleviate personal pressure to hire a
less than desirable candidate.

Central Office personnel are also trained to odminister the EMPATHY
interview (described in greater detail below). Because staff must be
trained to administer the interview it is more efficient to have fewer

persons certified to administer the interviews.
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THE RECRUITMENT PROCESS

Hillsborough takes recruitment seriously because it has substantial
hiring needs and a relatively small pool of applicants. Teacker
candidates in the Hillsborough district are recruited in 8% schools of
education and 10 states. Recruits are primarily from the southeast but
come from as far north as Boston's Massachusetts Educational Recruiting
Consortium to which 33 schools of education belong. Hillsborough
recriits heavily out of state because Florida colleges graduate only one-
third of the teachers needed. By 1985, this figure is expected to drop
to one-fiftn. Not only is Florida's population increasing, but the
number of teacher candidates graduating from Florida colleges is
decreasing. These trends are causing a drop in the proportion of new
teachers who have graduated from Florida colleges.

Recruiters sell the advantages of living in Tampa such as the
climate and the beaches and the low cost of living as well as the
benefits of working for the Hillsborough School District. The Personnel
Department issues a packet for candidates that includes a description of
the school system, infermation on state and district requirements for
application, a salary schedule, and an application. Also included is a
pamphlet that describes life in Hillsborough County.

Recruiters work especially hard to recruit teachers in shortage
subject areas. Several strategies are employed to recruit preferred
candidates--those with outstanding qualifications and those certified in
shortage areas. One strategy is a precontract binder, which is a
commitment by the school system to hire but not for a specific position.
"I will give one any day in Math, Science, Special Education, or
Euglish,™ claimed a personnel administrator. These candidates might be
lost to the district if they had to negotiate the school-level hiring
process from out of state and wait many months to receive a specific job
offer.

Offering precontract binders is a calculated risk. Internal
transfers must be accommodated before new hires may be made ~nd
principals may reject binded candidates. The Personnel Office must
balance this risk against the likelihood that vacancies will occur in

shortage areas. Because the district has incurred an obligation to
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hire, good dezisions must be made about applicants, accurate counts on
vacancies are essential, and the Personnel Office must correctly
anticipate the responses of principals.

For candidates they especially want to employ, the recruiters are
willing to be flexible. They will, for example, conduct interviews on
Saturdays, or will offer to help find housing in the Tampa area. In
spite of these tactics, the district operates at a severe disadvantage
in recruiting both out-of-state and nearby district personnel because
starting salaries are not competitive.

More than one Central Office administrator mentioned the
“tremendous problem recruiting blacks." Hillsborough has tried to go to
black colleges but with little success. There were more recruiters than
students at North Carolina A&T this yeer. Some administrators feel that
black students now do not want to go into education. This perception is
confirmed by recent natioral statistics on the declining percentage of
black students who wajor in education. Another administrator perceived
the Florida Teacher Competency Test to be an obstacle for minority
students. However, he .oted that minority recruits from outside Florida

(e.g., from the Boston Consortium) have no problem passing the test.

THE SELECTION PRCCESS

There are three wain steps in the teacher sclection process.
First, the application, credentials, and references are reviewed by the
Central Office. If an applicant fulfills the initial requirements, an
interview at the Central Office is then scheduled. If an applicant
completes this stage of the process satisfactorily, she or he will be
refecrred to principals for interviews at the schools.

Applying for a teaching job is time-consuming and costly. Teacher
candidates who wish to work in the Hillsborough district must file an
spr-lication complete with a picture, transcript, and three references.
A copy of a Florida teaching certificate or an oificial statement from
the Department of Education stating the reason for the issuance of a
temporary certificate must also be provided.

Obtaining a certificate requires the filing of another application
with the Teacher Certification Section of the Department of Education.

A college transcript and $20 is required with this applicatios.. An
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applicant must also be fingerprinted at the cost of another $20. Taking
the Teacher Competency Test (TCT) costs $50. In all, an applicant has
invested nearly $100 before the or he is even able to schedule an
interview.

Applications, including credentials and college GPA, are reviewed
by Central Officc personnel as the first step in the screening process.
Academic proficiency is considered important, but no specific minimum
grade point average is required. References are very important and the
Central Office contacts references directly by letter cr by phone rather
than relying upon the applicant to do so. The persons contacted usually
include the university supervisor, the student-teaching supervisor, and
the principal) at the student-teaching site.

Most of the traits that the recipient of this form is asked to
evaluate relate to personality and character. '"Appearance' tops the
list of the 14 items to be rated. "Knowledgc of Subject Matter,"
"Organization and Implementation of Plans,” and "Ability to Motivate
Students" appear eighth, ninth, and tenth. However, district
administrators note that the order in which the traits are listed does
not necessarily indicate their importance. Another form is used as a
guide to interview a reference over the telephone. References are asked
a question about the success of the applicant's teachirg experience and
about prnfessional competence, relationships with students and others,
and professional commitment. This form ranks traits to be rated in a
very different order from the form sent in the mail.

Recruiters who interviev applicants on college campuses use yet

another form (see Appendix C for the campus interview form). This form

calls for more factual information such as graduation date, education
;jor, irternship, and Florida requirements for certification, Teacher
Competency Test, and the Beginning Teacher Program. Some of these items
are not on the cther forms because the applicant has furnished the
information on an application form. There is a short section where the
interviewer can rate the applicant on appearance, communication skills,
alertness and responsiveness, and confidence and poise, as well as on

the overall impression.
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During our interviews with supervisors, they reported several
criteria they considered important when interviewing a new teacher:
scholarship, appearance, suitability as a role model, communicative and
human relations skills, subject area knowledge, dedication to the
profession, and a motivation to improve. Mastery of subject content is
not considered as important as teaching technique. Hillsborough used to
hire liberal arts graduates vt has not in the recent past. However,
liberal arts graduates had a 45 per:ent turnover rate and were
considered by some Central Office administrators to be likely to be
miserable failures. In short, in Hillsborough tec:nical training is
very important and "the way is more important than the what."

To evaluate a candidate's personality, supervisors use a structured
interview called EMPATHY (Emphasizing More Personalized Attitudes Toward
Helping Youth). The EMPATHY interview was developed in the Omaha,
Nebraska, public schools using federal funds under Project EMPATHY
(1972- 1975). Hillsborough decided to adopt the EMPATHY interview after
three staff persons went to Omaha to investigate its use there.’
Examples of questions and further detail about the interview are not
reported here because the instrument is under copyright and users are
pledged to keep it secure.

Project EMPATHY began by collecting information firom students,
teachers, administrators, and parents on what makes a good teacher.
According to Thaver's article, cight "life-style themes" emerged as the
focal points around whbich to describe an outstanding teacher. These

are:

1. Relationship--A teacher relates to students by listening, being
patient, and caring; and builds relationships to help students

grow and develop.

"The wescription of the EMPATHY interview is taken from an article
by Vickey W. Thayer: "Project EMPATHY--An Alternative Way to Hire
Teachers," North Central Association Quarterly, Vol. 52, No. &4, Spring
1978, pp. 438-442.
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2. Demorratic Orientation--A teacher with a democratic orientation
works out problems with the students and sees supervision as
supportive and understanding, not authoritarian, but is not
necessarily permissive. The teacher handles discipline
problems in the classroom as much as possible by working them
out with the students.

3. Rapport Drive--This teacher likes students and wants to be
liked by them. Teachers with high rapport drive make students
feel comfortable when they are together.

4. Empathy--The teacher puts himself in the other person's place,
apprehends the student's state of mind and "feels" with him or
her. Empathy provides the teacher feedback about the student's
feelings and thoughts.

5. Student Orientation--The teacher believes that students ought

to be heard, understood, and dealt with as people first;

curriculum, materials, and public image take second place.

6. Acceptance--The teacher accepts a person "as is" and helps from
that point. It is neither a condemn nor condone approach,
defined as unconditional regard. Accepting teachers often have
an openness about their feelings that makes them approachabie.

7. Student success--The teacher receives satisfaction from the
success of students and sees it as fulfillment of his or her
own goals.

8. Work and Profession Orientation--ThLis includes work
organization, professional relationships, and belief in the

teaching profession.®

One-nundred and twenty-five questions were developed around these
themes. These questions were then asked of teachers, both average and
above-average as rated by students and administrators. Of these 125
questions, 32 were found to differentidte between average and above-
average teachers. It is this set of 32 questions, four for each theme,

that constitute the EMPATHY interview. Normally, one question on each

*Ibid., pp. 438-439.
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theme is asked. If a candidate's score is ambiguous, another set of
questions for that theme is administered. Interestingly, the interview
focuses neither on pedagogical skills (except insofar as some
orientations are consonant with some teaching "skills") nor on subject-
matter knowledge.

In addition to prescrecning applicants, the Central Office
coordinates meetings between eligible applicants and principals of

schools where vacancies occur. Principals are required to report all

vacancies is available on a taped telephone message that applicants may
call. Applicants enhance their chances of getting hired by calling the
principals of schools where vacancies exist rather than by waiting to
receive a call for an interview (as the system intends). This is a
cumbersome and expensive strategy for an ouc-of-state applicant to
pursue,

When a principal calls the Central Uffice for a referral, a
superviscr will refer one to three applicants. Some principals ask the
super: is0or te rate the applicants but others prefer to make their own

assessment. The Central Offjice attempts to mat.ch the applicant and the

v t

vacancies to the Central Office within 24 hours. Notice of these
schoui for a

1 . 1
coed fit.

Acco-ling te Frank Farmer, assistant Superintendent for
Instruction, there is a good balanc Ll'etween centralization and

decentralization and priancipals are re-y important tu the process.

Rapport for & gcod working relationship between the teacher and

principal is established through the selection process. Principals can

say, "You're working for me, not Ed Dobbins o1 some one down in the

Central Office." Vet, the Central Office retains a good measure of

control through the process of prescreening. Beyond setting minimum

standards, the Central Office must enforce the racial qucces. Still the

prevailing sentiment is "We feel that if an individual gets where ihey

want to be, everyone is better off."
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THE PRINCIPALS' ROLE IN SELECTION

Hiring is "sacred" to principals and it is very important to them
that Shelton gives them a free hand in hiring. Curiously, although
hiring is clearly of paramount importance, greater centralization
"wouldn't bother me" according to one principal. He did add that "but
if they don't meet our criteria we have to be able to send them back and
get more." Clearly, he does not want to cede the option to choose. The
marriage between centralization and decentralization is considered by
one principal to be the best of both worlds. The Central Office
supervisors interview all applicants at the initial screening for new
hires. Principals are encouraged to interview only eligible persons,
but some prefer to find their own applicants. Some principals recruit
aggressively; others jusi wait for people to come to them. "Informal
criteria" such as language, clothes, and appearance often strongly
influence where applicants are referred or hired.

More than one principal reported that they were able to fulfill
their hiring requirements with teachers transferring from other schools
in the system. Onec high school principal noted that many people apply
directly to the school. The principal of an elementary school said that
he selects his teachers from those applying for transfers. Some of
these transfers express a preference for his school and he is able to
choose from among them. Another principal mentioned that teachers
approach him for interviews. These are generally schools that are
attractive to teachers because of their location, student body
compositicn, and gencral reputation. Other schools must recruit
teachers to fill vacancies.

When asked what they looked for in a candidate, principals often
gave answers that echoed the values fostered by the Central Office and
added some specific qualities. For example, one principal said she
looked for: subject area competence, organizational skills, appearance,
personality, flexibility, and communication with kids. To judge subject
competency, she might ask for a writing sample from an English teacher

or an Individual Education Plan from a Special Education teacher.




- 139 -

Another principal valued enthusiasm highly saying, "You don't have
to be brilliant to teach; you need energy and enthusiasm, extra
dedication, a willingness to take on extra projerts. Self-initiative is
necessary.”" This principal also expects a teacher she hires to be a
conscientious and hard worker and to possess a pleasant personality.

She also looks for expertise in the subject field. She does not judge
this from an applicant's grades but prefers to get references and intern
reports. Where possible, she prefers to watch an applicant teaching.

An elementary school principal had a similar list of criteria:

excellent appearance, out-going, self-assured, witty, skilled at human
relations, and verbally adept. He considers an applicant's dedication
to the profession and how he or she feels about cliildren. He also looks
for people who will follow school policy, rules, and procedures.

Most of the principals we interviewed reported using a variety of
=sources of information to arrive at a judgment about a candidate,
including data provided by the Central Office. One principal felt
assured that Centrai Office procedures let him know he is interviewing
an eligible applicant. A principal who was trained as an interpreter of
the scores was impressed with the EMPATHY interview as a source of
information. Another principal felt that the information gained from
the EMPATHY interview was pretty close to his own criteria. Two
principals mentioned using a personal checklist to tally dusirable
qualities in a candidate. Some items mentioned wecre: goals,
aspirations, strengths, weaknesses, enthusiasm, and "what can you do for
this school?"

References were considered important and were always verified. For
tcachers who were transferring within the district, the teacher's
current principal was called. An assistant principal who frequently
called references said she knew all of the principals and was able to
assegs their recommendations. Most principals, she thought, tell her
the truth. A principal may call downtown for the evaluatiorn results of
expe enced teachers wishing to transfer, but this is a rare step.
Evidently, principals feel that they cannot rely on the results of the

district's regular evalnation process.
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Principals also sought input from their staffs. The Department
Head and the Assistant Principal for Curriculum were included in the
interview process at some schools. Some Department Heads will observe
teache candidates. One high school uses a team approach. The
principal and two others make selection decisions, then the Department
Head will veto the appointment if the applicant does not know the
subject well. Where joint decisions are made, there is usually fairly
good agreement on the type of teacher 3sougnht.

Before a principal can hire new teachers the transfer pool must be
emptied. During the spring a list of transfers is compiled by the
Central Office. Teachers may transfer voluntarily, to work at a school
closer to home, for example. Involuntary transfers are also listed.
Involuntary transfers occur when theie are too many teachers at a schoocl
or too many of one specialty. The principal chooses which teachers to
place on the transfer list usually considering seniority. Voluntary
transfers are generally considered more desirable hires than are
involuntary transfers because sometimes principals use the involuntary
transfer as a means to move less desira*le teachers. Principals try to
fill vacancies in their schools during a two-week transfer period.

Teachers who do not have appointments by the end of the spring
transfer period take part in a meeting where the remaining vacancies are
posted. These teachers are ranked by seniority. The most senior
teacher in the pool picks the job she or he wants, the next most senior
person chooses a position and so forth. Every efforv is made both by
transferring teachers and by principals filling vacancies to complete
the hiring process before this meeting is scheduled. The prevailing
attitude is that teachers who have not been hired by this time are
probably not good candidates. "People in the pool aren't wanied
elsewhere. You can really get hurt by having to take teachers in the
pool." After the pool is emptied, a second transfer period begins which
may last until school begins in the fall.

Principals have various strategies for dealing with the two-week
transfer period and the pool. A clever principal can manipulate a poor
teacher into the pool by anticipating vacancies. The following example

was hypothesized by one principal. Suppose there is a poor kindergarten
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teacher in the school «nd the principal expec’s to lose & unit next year
or the year after, the strategy would be to hire a very senior
kindergarten teacher for a current vacancy. When it comes time to let
one of the teachers go, the more senior, and presumably better, teacher
will remain.

It is important for a principal to use the transfer period so as
not to get a poor teacher from the pool. If it is 2xpected that there
will be a poor geometry teacher in the pool and a principal knows he
will need to hire a geometry teacher, he will make an effort to get a
competent teacher during the transfer period. Recruiting from othsr
schools is through an informal netwerk or grapevine. Intermediaries are
used to avoid offending other principals who might feel that their
schools were being "raided." Sometimes it is possible to have good
teachers in the pool who are there simply because they are junior.

The resulis of these strategies vary by school. At one rural
school, there were 30 vacancies on the faculty of 124. Five of these
vacancies were Department Head positions. Teachers at this school had a
long and dangerous commut.e and were required to be at work at an
unusually early starting time (6:45 am). The principal of this school
felt that he got the "left-overs" arnd that the school h. “een a "high-
turnover stepping stone.'" He expected to choose 75 percent of the
teachers to fill current vacancies and to receive 25 percent of the new
staff from the pool. He expected that this school would be the last
school chosen by the pool. He felt that teachers usually attempt to
choose the school closest to their home with the reputation of the
school being a secondary consideration. Others concurred that certain
schools may have to take more people from the pool and that many of
these will be rural schools. Principals who are successful in
recruiting orsen attribute their success to such characteristics as well-
behaved students, parent affluence, or academic reputation, i.e.,
factors outside the selecction process.

Not coincidentally, the schools with high turnover are also the
schools that have difficulty meeting the targeted racial quota. The
principal who claimed that he rarely needed to hire new people also said
that he had no problem with racial quotas and that he was 'on target

Another principal of a low turnover school also reported an 80:20 racial
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balance and no probliems. He did remark, however, that there were fewer
black applicants in 1ecent years. Another successful recruiter said she
had no problems with racial quotas among her highly experienced
teachers.

Of those principals who mentioned not meeting mendated racial
quotas, only one was very positive about recruitment in general. This
principal has a low turnover at her school, only one or two new teachers
each year. She attributed successful recruitment efforts tc the
reputation of the school. Nonetheless, blacks constitute only 5 percent
of the faculty instead of the necessary 20 percent. Another principal
who mertioned difficulty meeting racial quotas also Jdiscussed the
difficulties of recruitment in general: high turnover, relatively
inexperienced staff, and the large number of new teachers who are
required to participate in the Beginning Teacher Program. Only five
teachers in this rural school are black; 21 are needed to meet the
quota.

When faced with hiring difficulties, principals resort to
describing incentives such as the climate. Yet, as one principal said,
"Beaches only go so far." Most principals were concerned with salaries.
Some directed their concern at the effect of low beginning salaries on
hiring ana others at the effect of a low salary schedule on retention.
They were concerned with both attracting and retaining teachers,
especially men. They felt that more money was nceded because they lose
new teachers after three to five years and that young men needed to hold

two or three jobs to earn enough money.

FLORIDA BEGINNING TEACTHER PROGRAM

The Florida Beginning Teacher Program (BTP) was developed to aid
teacher development during an initial year of supervised induction
through & comprehensive program of support, training, and documentation
of the mastery of teaching competencies. Beginning in the 1982-83
school year, all first year teachers were required to participate in
this program to obtain certification. Teachers with out-of-state
certificates and less than three years of teaching experience were also
required to participate. Mastery of teaching competencies is the basis

for regular certification.
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Each beginning teacher has the support of a team consisting of the
principal or a building level administrator, a designated peer teacher,
and one other professional educator, usually an area or Central Office
supervisor or a university professor. Each beginning teacher and his or
her support team develop an individual professional development plan.
Observations are made using a standard instrument. Feedback and
assistance are provided. A record is kept of the beginning teacher's
progress toward mastery of the required competencies.

Although the BTP has been in place oniy a short time, it is clear
that several changes are needed to make the program effective. The most
frequertly cited weakness was the lack of time to implement the program
properly. A principal with more than one or two beginning teachers may
not have the time to provide adequate support. Peer teachers are not
always given eunough released time to participate adequately in the
program. The other professional educator may not have adequate time for
the program. Other problems with the program, such as poor
coordination, poor communication, and too much paperwork, are all
traceable to the fact that no special budget was created to cover the
cos"s of the program. Thus, support team members must take time from
ti. - other duties to participate in the program. As a result, the full
potential of the program has yet to be realized.

The number of new teachers at a school affects the administration
of the Beginning Teacher Program. If a large number of the faculty are
new teachers, ‘"e program is a significant burden for administrators.
For example, a principal at a rural school has 14 new teachers among a
faculty of 124. Only 57 teachers of his staff have five or more years
of experience, significantly less than the average for the system. This
principal had only two beginning teachers in his previous school and
finds it hard to operate the program for 14 teachers.

Other principals agree that the program is time-consvming. Some
avoid hiring teachers who must participate in the program. Principals
who do not need to hire many new teachers were generally more
enthusiastic about the program although all :xpressed some concern about
the time required to administer it. One principal remarked that the BTF

was "excellent" and that it “forces you to do what you'd like to do
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otherwise." Another found the program "interesting" and felt it could
be a useful tool for termination. However, he, too, noted that it was
time-consuming and therefore "something else gets neglected."

Opinion on the Beginning Teacher Program varied among participants.
A frequent complaint about the program was the amount of paperwork
required. Sometimes an experienced teacher who was not certified in
Florida was required to participate and this caused resentment. One
teacher felt "humiliated" and "essentially demoted" because her
experience was not valued. At the other end of the experience scale, a
new teacher could miss participating in the program if she or he began
teaching in the middle of the year. Teachers who were certified before
the program was instituted were glad to have "escaped that BTP."

Occasionally, a new teacher was not able to develop a productive
relationship with his or her peer teacher. This could be due to
circumstances such as incompatible schedules. Sometimes a teacher said
that his/her peer teacher gave only criticism or that needea information
about routines was not shared. More often, however, a new teacher felt
that his peer teacher was helpful and that some of the ideas were good.
In another case "everyone was in there for the first month, then I never

"not

saw them again." The program was viewed as "trial and error" with
much support' when such situations occurred.

Perhaps more important than the Beginning Teacher Program is the
general atmosphere of support and assistance reported by most teachers.
The same teacher who remarked that formal conferences were infrequent
also made a positive statement about a supportive environment. Most new
teachers felt they could go to a teacher in their specialty, sometimes
even one at another school. After a week-long in-service program, an
elementary school teacher reported that she knew whom to ask for help.
In one school, teachers went to the principal who had an "open-door"
policy.

Even though most teachers mentioned a generally supportive
atmosphere, most felt they were "basically thrown to the wolves."
Another teacher who described the teaching environment as generally
supportive nonetheless planned to leave teaching because she felt that
she was not effective. This was in spite of a complimentary evaluation

from her Department Head. Perhaps some individuals need more than a
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"generally" supportive environment and a more structured support system

will be required to successfully induct new teachers.

TEACHERS' VIEWS OF THE SELECTION PROCESS AND
BEGINNING TEACHER SUPPORT

In general, teachers who were interviewed about the selection
process for the Hillsborough district felt that the application piocess
was conducted fairly and that the interviews were thorough. Some
applicants confessed to being nervous during the initial interview at
the Central Office. One teacher feared she had "made mistakes in the
EMPATHY interview"; another found the EMPATHY interview "interesting."
The interview did make the process seem formal and certainly
communicated to teschers that they had to pass this phase before they
wonld be considered further.

Opinion was divided on the role of the Central Office in the
selection process. Some t:achers found that they needed to take the
initiative to find jobs because 'you could not rely on the Central
Office." Some found the search worthwhile because they could check out
lo 11 schools. Others were dismayed that the Central Office was not
more helpful. The system of calling for a recorded message in the
Central Office was labelled a '"rat race called the tape' by a
dissatisfied teacher. On the other hand, some teachers had very
positive experiences. A teacher who interviewed with four different
schools was hired when an opening came up in early August. She felt
that the interview process was a simple and positive experience.
Another teacher began the process with the Central Office where she was
told of openings and was given phone numbers. At the school, she was
interviewed by the Department Head and the principal and hired all in
one day. This teacher was the most positive regarding involvement of
the Central Office saying that Hillsborough was better organized than
the last county where she had hunted for a job.

Many interviewees indicated that the key to getting hired is to
"work the system" informally ‘n addition to meeting the .ormal
requirements. Half of the teachers interviewed had contact with the
district before being hired. Typically, thi: contact was an intern or a

substitute teacher. Often a student teacher advisor or principal will
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counsel a new teacher to "call around," occasionally suggesting which
schools to call. Cne teacher mentioned that a principal she had worked
for was her primary contact and that getting hired would have been
difficult otherwise. "Getting on the list is not enough." As if to
demonstrate the importance of having a contact in the system, one
applicant tried it both ways. She did not know anyone 1n the school
district when she applied initially and was not hired. She then worked
for the city's Recreation Department where she got to know a school
system coach who then helped 'eor €= a position.

Although many of the teachers hired by Hillsborough had previous
contact with the school or the district, working in the school district
was not the reason most teachers came to Tampa. Frequently, the teacher
had heen a student at the University of South Florida and haa applied to
Hillsborough because she or he was already living in Tampa and it was
convenient to do so. Another common reason for applying to Hillsborough
was to accompany a spouse who had found employment in Tampa or was a
student at the university. Consistent with the theme of convenience,
others took advantage of course offerings for certification at the
university while working as substitute. in the Hillsborough cistrict.
While living and working in the district, they became certified and were
subsequently hired.

Among those who applied to other school districts, nearby Pinellas
County was mentioned most frequently. The two largest school systems in
Florida, Dade and Broward Counties, were also mentioned. Even among
teachers who applied to other districts, Hillsborough was their first
choice. (Of course, we interviewed only teachers hired by
Hilisborough!) One teacher mentioned visiting Tampa- and liking the city
so much she decided to move there. A teacher from Maine noted that the
weatner in Tampa was definitely "a plus."

Although the decision to teach at Hillsboreough was usually made for
reasons that were external to the district, the decision to become a
teacher wa2s usually an active choice. Many teachers made comments such
as "I always wanted to be a teacher" or "I've wanted since high school
to be a teacher” or "I idolized teachers." Some teachers had parents
who were teachers. Teachers also expressed an .nterest in children and

a desire for variety and flexibility in their careers.
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Others came to the tecaching profession through less direct routes.
Oiie teacher had a B.A. in speech and then decided to tecach. Another
teacher worked at a mental health institute for retarded children. Yet
another teacher had a degree in music and decided that teaching was
practical. Similarly, a teacher with a degree in commercial art began
to teach as a substitute to earn a living and decided subsequently to
become certified. Other teachers reported becoming interested in the
profession after being encouraged by fellow church-members or after
volunteering in the schools.

A few teachers came to the profession because they sought a major
change from their previous career. In one case the teacher's previous
carcer was in health, another had been in accounting, and one was in
sales. Only the teacher who was previously in sales was dissatisfied
with his decision to try teaching. Infrequently a teacher would say
they chose teaching by default, i.e., because "I didn't know what else
to do with an English degree."

These are opinions of individual teachers ebout the policies in the
district. The views expressed by Terry Wilson, Assistant Executive
Director of the CTA, were more strongly stated. Wilson indicated that
the CTA was opposed to decentralization of hiring. He felt that many
principals were not. skilled in interviewing techniques. This resulted
in different hiring practices leaving room for favori.ism and, perhaps,
in not hiring the best qualified teachers. Wilson felt that outlying
areas were most disadvantaged by this practice. This is consistent with
remarks made by principals of rural schools about the difficulties they
experience in recruitment.

To count~ract thecse problems, Wilson advocated more Central Office
control. Wilson would like to see the Central Office screen all
applicants and place the names of qualified persons on a list frcm which
principals could choose. As the system functions now, a teacher can go
to a school and "get" a job and then go to the office to compliete the
paperwork. He felt there were very few "cold" hires from the Central

Office and those only in shortage arcas or to hire blacks.
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The CTA wants to » . iavolved in the selection process. CTA staff
weculd like a system of interviewing teams at the Central Office that
would include a CTA staff member or an executive board member or a
teacher released from class for this purpose. In the past, the CTA was
involved in the screening for administrative positions, but no longer.
It also has no involvement in screening for Department Heads or
curriculum specialists.

Wilson felt that the BTP worked well where it was being taken
seriously. He did not see any obvious drawbacks but was uncomfortable
about the amount of discretion it afforded to princinals. Wilson would

prefer to give the Central Office more control to ensure impartiality.

ASSESSMENT AND EVALUATION

Although the duties of the Central Office of the Hillsborough
County School District have increased over the years, the selection
process remains essentially decentralized. Although Central Office
personnel recruit and interview applicants, determine their eligibility,
and coordinate candidates with vacancies, principals interview
candidates and make the final selection. This division of
responsibility seemed to satisfy both Central Office administrators and
principals and is described by many principals as the best of both
worlds.

Central Office and school administrators were pleased with the
applicants who sought employment with the district. Among
administrators, there was a consensus that they were interviewing and
hiring teachers who were better trained than ever. Most administrators
expressed faith in the EMPATHY interview as a tool for screening
applicants; this was particularly true of Central Office administrators.
The general attitude was that the EMPATHY interview was a very
professional way to screen potential candidates and that its use
enhanced the selection process. The Director of Instructional
Personnel, Ed Dobbirs, told of a candidate who seemed wonderful but who
did poorly on the EMPATHY interview. Subsequently, it was learned that
he had been fired from another district for stealing. Other Central
Office administrators related siﬁilar anecdotes. The use of the EMPATHY

interview lends the appearance of objectivity to the overall process.
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However, there were aspects of the recruitment and selection
process that Central Office administrators and principals felt neceded
improvement. Chief among these concerns was the increasing difficulty
of maintaining standards while filling vacancies in shortage areas.
Hillsborough is competing with other occupations and professions as well
as other school districts, especially when recruiting mathematics and
science teachers. One Central Office supervisor noted that they had
been having to place teachers out of field for several years. To limit
this effect, they try to hire teachers cleose to certification. Another
strategy is to hire liberal arts graduates, geincerally not the first
choice among applicants. In spite of these coping strategies,
administrators fear that shortages will only get worse. Some principals
had difficulties meeting racial quotas. Working against achievement of
racial balance in these schools is that current applicant pools contain
proportionately fewer black teachers than in the past.

Recruitment of new teachers is hindered by the requirement to hire
all teachers in the transfer pool before filling vacancies with new
recruits. The uncertainties created by the transfer pool were
consistencly mentiored by principals. Much effort is apparently given
to avoid.ng the consequences of getting a bad teacher from the pool.
During an extended internal transfer process, Hillsborough loses the
opportunity to hire recruits who receive offers of employment more
promptly from other districts.

Other flaws in the recruitment and selection process were also
evident from comments made by the teachers who were recently hired.
Although some teachers were pleased with the way the Central Office
handled their applicat .ons, others were disappointed about required
procedures. Teachers felt that the Central Offige did not adequately
coordinate information about vacancies. These teachers were frequently
frustrated by the length of the hiring process; several who applied in
the spring were hired after the beginning of the school year.

Most important among criticisims from teachers is tue charge that
working the system informally is a prerequisite to getting hired. In
many cases, a teacher can go tc a school and "get" a job and then go to
the Central Office to complete the paperwork. In these instances, the

Central Office is no more thar a rubber stamp.

El{fC‘ 15%

Aruitoxt provided by Eic:

=




ERIC

Aruitoxt provided by Eic:

- 150 -

These problems reveal that the process is not as centralized as
Central Office personnel believe. Many of the recent changes toward
centralization may be only superficial. Paperwork may be processed and
credentials may be verified, but no significant screening of applicants
may take place. The EMPATHY interview is not used as a pass/fail
mechanism. Nearly anyone who is certifiable will be deemed eligible for
employment. The actual (as opposed to symbolic) effects of the EMPATHY
interview are, thus, difficult to determire. Although the Central
Office eliminates totally unqualified applicants, the major decisions
are those made at the schools,

An advantage to reliance on the informal aspects of the system is
that princir~ s ere hiring a "known quantity,"” someone they have had an
opportunity to observe teaching. The disadvantage is that the system
does not systematically select the best candidates, but, instead, hires
the most aggressive or persistent. Another disadvantage of relying on
informal connections is the discouraging effect on out-of-state
candidates, ai increasingly important source of recruits for
Hillsborough and for Florida.

Unfortunately, district procedures and state policies interact in
more than one place to cause difficulty in recruitment and selection.
Florida legislation on teacher competency testing has been a greater
obstacle to black applicants than to white applicants. In addition tc
this, fewer black college studerts are secking to become teachers.
Students at predominantly black institut >ns may also fird themselves
affected by the tie between the Florida Teacher Competency Exan and the
education program's accreditation. Teacher salaries are another problem
shared by school districts in Floirida and in Hillsborough County in
particular.

A less clear example of how state and local policy interact is the
Beginning Teacher Program. When there are a large number of new
teachers in a school, the BTP becomes an adminis rative burden.
However, in schools where just a few teachers are new, the program
becomes a source of support and may enhance retention. The potential
benefit is great, as Hillsborough currently has an unusually high rate

of turnover.
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To improve the recruitment and selection process in Hillsborough,
the Central Office must use its authority to greater advantage. A set
of procedures is in place, but procedures a.e not followed as
prescribed. The Central Jffice also needs to adhere to a hiring
schedule. Tco many veachers are hired after the school year has begun.

The Central Office could also.improve its coordination function.
For example, the Central Office has information on vacancies and
information on new applicants as well as transfers. Personnel there are
in a position to coordinate people and positions in a systematic
fashion. In the current process, records are kept in folders and it is
rot clear how teachers are referred to schools. At the time of this
case study, plans were under way to keep personnel data on a computer.
If an automated data system were implemented, information would be more
readily available and could be sorted according to need. For example,
if a mathematics tcacher were needed at a particular school, applicant
records could be sorted by subject area to yield a conplete list of
candidates prepared to tcach mathematics. Other charecteristics that
would be useful to record are extracurricular activities sponsored,
race, locality preferred, and rating. The rating is a composite of the
applicant's transcript and performance on the EMPATHY interview and the
basic interview. With such a system in place, it would be possible to
give a principal who nceds a mathematics teacher who is also black a
list of black mathematics tcachers who prefer to teach in the
principal's locality ranked according to their composite rating. The
improved information flow could upgrade the quality of the instructional
staff. Ideally, promptly provided information would improvc the chances
of hiring an applicant who might otherwise accept a job offer in another
school districe.

More concerted crganization of the matchii g process also might
improve the problem of subject area shortages. It should also improve
the problem of schools that do not meet racial quotus. An improved
referral process could even contribute to improved acdministration of the
BTP. Careful matching of teachers and schools could disperse beginning
teachers among more schools so that no one school would be unduly

burdened by the BTP. However, the solution to this problem might
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require changes in the assignment policies gcverning experienced
teachers.

Although the district recruits in other states, most candidates
seek out the district. Moreover, many of these candidates do not
actively seek out the district, but have chosen Tampa either for
personal reasons or for the amenities the city offers. The district is
merely the nearest source of employment. Fortunately, the district is
in an expanding area and the university also makes it a desirable
location. However, as long as the district has an adequate pool of
applicants and is pleased with the quality of the teachers it hires, it
is difficult to say how serious this situation is. It is only when
shortages are encountered, when quality declines, and when quotas are
not met that the process may be deemed inadequate. If the problem is
deemed serious enough, ti.is may be the incentive for a more thorough
reform in the district, including the salary schedule and support for

beginning teachers.
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Case Study 5
TEACHER SELECTION IN THE CITY SCHOOL DISTRICT
OF ROCHESTER

Emil J. Haller

INTROCUCTION

The City of Rochester, part of a Standard Metropolitan Statistical
Area (SMSA) of nearily one million people, is located just south of Lake
Ontario in upstate New York. According to the 1980 census, Rochester
itself has a population of nearly a quarter of a million people. The
city's diversified economic base is dominated by photographic and
electronics firms, with Eastman Kodak being by far the largest employer.

The city's school system is an old one. The district was
established in 1841 as a consolidation of several small systems and
private schools. Over the next century enro.lments grew, reaching a
peak of 52,700 in 1930. Today, the system serves 32,830 pupils in 44
schools. It employs 2,617 people, 1,295 of whom are classroom teachers.
Thus, Rochester's school district is the third largest in New York
State, trailing New York City and Buffalo.

In a district of this size, ¢ substantial number of new teachers
must be recruited each year. The district has evolved well-established
procedures for accomplishing this task. Numerous aspects of these
procedures may be of interest tc other systems developing their own
recruiting practices and will be discussea below. At the same time,
other aspects of Rochester's recruiting procedures, seemingly products
of a period of teacher surplus, appear problematic in a time of teache:
scarcity. These, too, will be discussed.

Beneath the particulars of teacher recruiting, however, the City
School District of Rochester illustrates scme of the benefits and
tensions that may arise in balancing the need for systemwide
coordination, administrative autonomy, and political control in large
school systems. But before we turn to these matters, it will be useful
to describe the context that shapes recruiting policy and practice in

Rochester.
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POLICY CONTEXT

In a complex urban environment, the conditions that shape a school
district's policies are numerous, subtle, and difficult to discern.
Rochester is no exception. However, at least eight contextual factors
seem important--"seem'" in the sense that tliey turned up repeatedly in
discussions of staffing procedures and in the documents ccllected during
this study. These factors are: the district's changing demographic
characteristics, students' academic achievement, the political
organization of the district, the Rochester Teachers' Association (RTA),
New York's Board of Regents, the district's aging staff, and its
relatively high degree of administrative centralization. Each of these

is discussed in the following pages.

Demography

The City of Rochester and its school district have experienced
dramatic demographic changes over the last two decades. Three of these
arc particularly pertinent. The population of the ci.y has declined
sharply--from 318,611 in 1960 to 241,741 in 1980, a decrease of nearly

percent.’® Simultaneously, the percentage of its residents classified
as white by the census has decreased from 92.4 percent to 69.5 percent.
The age structure of the city has also changed. 1In 1960, the percentage
of its residents under age five was 10.1; in 1980, that figure stood at
7.6.

These changes have interacted to create even more dramatic shifts
in school populatjons. Over the decade, enrollments have drupped nearly
22 percent. The percentage of white pupils has declined even faster
than that group's decline in the population as a whole-;by 45.6 percent.
Although the absolute number of black students declined slightly er
this time period, proportionately it increased nearly 10 percent
Finally, there has been a steady increase in the number of students

classified as Spanish surname.

'Al1 rigures reported in this and the succeeding sections are drawn
either from the U.S. census or Dara-Base 1983-84, a report prepared by
the City School District, Rochester, New York.
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This loss of white pupils has not been entirely due to their
movement to the surrounding suburbs. A significant number of
Rochester’s school-age children attend private and parochial schools.
During the 1982-83 school year, nearly 8,000 pupils, slightly over 18
percent of all students, were so enrolled.

These trends continue. In the current year (1984-85), enrollment
stands at 32,830; 34.5 percent white, 51.4 percent black, 11.5 percent
Spanish surname, and 2.7 percent "other' (primarily Asian-American).

These demographic changes have played an important part in
educational politics and policy in Rochester. The past 20 y=2ars have
been marked by strenuous (and often conflictive) efforts on the part of
educators and civic leaders, both white and black, to develop and
maintain a desegregated school system. Desegregation suits, voluntary
and involuntary transfer plans, protests, one of the nation's first
interdistrict student exchange programs, boycotts, the introduction of
magnet schools, and federal court orders are but a few of the more
salient events. At times, school politics in Rochester could e fairly
described as tumultuous.

For our purposes, there are three sigrificant outcomes of this
tumult. First, the numerous conflicts over integration aund racial
balance that marked the 1960-80 period have subsided. 1In their residue
is a fir: .lief in the value of desegregated schooling. Secend, an
affirmative action policy adopted in 1974 initiated an aggressive
program of minority recruitment, which continues to this date.
(District administrators claim to have a better record in recruiting
minority teachers than any other school system in the state.) Finally,
the last outcome, and perhaps the most important one for teacner
recruitment, cannot be assessed by simply comput.ng percentages of the
staff who are black, white, or Hispanic. It is the attempt on the part
of the dist~ict's personnel administrators to ensure that the people
they do hire--whether minority or not--are aware ol the schools'
heterogeneity and of the special importance placed on ensuring the

achievement of minority children.
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Student Achievement

The changing socioeconomic composition of the city has been
reflected in changes in the usual measures of academic achievement and
attainment. By the mid-1970s, mean achievement levels had fallen
substantially below the state average, and even below the average of
"The Big Five" (Albany, Buffalo, Syracuse, Rochester, and Yonkers), the
other large city districts in New York to which comparisons are usually
made. The percentage of seniors graduating high school declined. SAT
scores, both verbal and math, have been consistently below national
averages. There his been (and are) significant disparities in the
performénce of various ethnic groups. For example, on the one hand, 42
perc.nt of the district's Caucasian pupils scored in the highest
quartile on the Metropolitan Achievement Test (for reading). On the
other hand, only 16 percent of the black and 15 percent of the Hispanic
students scored in the highest quartile on the same test.

The decline in student achievement and the disparity between
various ethnic groups is an important aspect of the policy context in
Rochester. The community's civic leadership, its school board, and the
district's professional staff have devoted considerable attention and
effort to halting and then reversing these trends. To a notable extent,
they seem to have been successful: By many of the usual measures, the
city's pupils now stand at or near state averages and above those of
"The Big Five." However, the disparity between minority and majority
children remains, and it is a matter of major concern reflected in the

district's recruiting practices.
p

The Political Organization of the School District

An important aspect of the context of school policy in Rochester is
the political crganization of its Board of Education. That board is
unusual in a number of respects.

Perhaps the first thing to note is that the distcict is fiscally
dependent; its Board of Education is not empowered to levy taxes.
Rather, the district submits its budget to the Rochester City Council,
which, following negotiations, incorporates this request into its

general tax levy. Since school personnel costs have very substantial
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fiscal implications for city government, these costs are reviewed more
closely by the city council than is usual in most American communities.?

More unusual is the board's election. The Rochester Board of
Education is chosen on a partisan basis. This was a long-standing
arrangement that was ended in 1971, on the grounds that schools should
be "removed from politics." However, partisan elections were
reinstituted a decade later, in part to improve the board's opportunity
to influence the flow of funds from the city council.® As one person
remarked, this arrangemenrt illustrates a recognition on the part of
Rechester's political leadership that the fate of the public schools and
that of the city are inextricably intertwined.

Further, board membevs are paid, currently at the rate of $10,000
per year. Although this amount is something less than princely, it is
intended to recognize the time and effort that m:=mbers are expected to
devote to their role. One has the impression that more of these
resources are so devoted than is usual; 30 to 33 nours a week devoted to
board business is not uncommon.

It should also be noted that Rochester's Board of Education is
organized into standing committees, one of which is the Personnel
Committee. This committee meets regularly with the Supervising Director
of Personnel, and its members are rather more expert on these matters
than is typical of board members in other communities.

Finally, each board member has vesponsibility for a specific subset
of the district's schools. This arrangement has encouraged members to
become more familiar with the day-to-day operation of the district than
is usual, and to recognize the effect of board policy on educational
practice in the district. One member estimated that she spends at least
one full day eacl year in each of her six schools, meeting with the

principal, the union representative, teachers, and parents. Further, a

*The council does not have a line item veto on the school budget,
however; at least officially the only matter for negotiation is the
total amount of the district's budget.

*During its nonpartisan period, the board was said to command
little political respect and was rendered impotent in its dealings with
other representative bodies--the state legislature as well as the city
council.
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quite deliberate attempt is made to apprise each parent of who "their"
board member is--i.e., the member who is responsible for their child's
school. Each parent in Rochester receives the name and phone number of
the appropriate person to call on the board if questions or concerns
arise.

The net result of all of these arrangements has been to produce a
politically sophisticated board of education. This is a board whose
members devote considerable time to their tasks, who are potentially
capable of influencing and being influenced by the city's political
elite, who are somewhat expert in regard to specific administrative
practices, and who are knowledgeable about the problems and concerns of

particular schools and groups of parcnts in the community.

The RTA

An important contextual factor in the district's teacher
recruitment and selection policies is its employees' unions. The
Rochester Teachers' Association, Local 616 (AFL-CIO), was recognized in
1964 as the sole bargaining agent for classroom teachers. Curcent
relations between the union and the school system were described as
"still guarded,” in the aftermath of an acrimonious strike that closed
the district's schools in September 1980. School administrators,
ircluding persons holding relatively high-level appointments in the
central administration, are represented by their own union. Finally
(and unusually), the system's substitute teachers have recently
organ:zed and have negotiated their first contract. To this point, none
of these thi%e groups has taken a particular interest in teacher
recruitment and selection. Indeed, one administrator termed the
relationship between the RTA and the district as 'cooperative' in
regards to these matters. However, as will be discussed below, the

indirect influenrce of the union on recruitment is considerable.

The New York Board of Regents

It is generally recognized that New York's Board of Regents and the
State Education Department are among the most powerful of the 50 states.
The decisions of these agencies aie having a profound impact on teacher

recruitment and selection. For example, a newly implemented teacher
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competency act includes a requirement that prospective teachers attain
passing scores on the revised National Teacher Examination (NTE).
Although it is still too early to assess, some respondents voiced a
concern that these tests might adversely affect the district's ability
to hire minority staff.

If the effect of the NTE is a matter of speculation, the effect of
the so-called "Regents Action Plan' is already manifest. This plan, a
response to the calls for "excellence" in education, mandates sweeping
revisions in, inter alia, the requirements for a high school diploma.
For example, it has created an instant shortage of foreign language
teachers. The Action Plan requires that high school graduates have at
least two years of a foreign language before they receive a "Regents'
Diploma" (a c¢: ificate awarded for completing a college-preparatory
curriculum). Since there are relatively few students preparing to teach
these subjects in New York's colleges and universities, it is certain
that an intensified out-of-state recruiting effort will be required.
Similar consequences arise from the regents' new mandates regarding

education in computers, social studies, and special education.

A Graying Staff

Last year, Rochester hired 259 new teachers, 36 percent more than
the previous year. This substantial increase is not thought to be a
random "spike" but the leading edge of a pattern of growing reed. This
growth is a finction of several factors. Perhaps the most important of
these is the aging of the staff--219 teachers and »dministrators reached
age 55 in 1983 and were eligible for retirement. In 1984, the figure
was 270, and it will be 307 next year. There is an increasing tendenc;
for teachers to retire at that age. In addition, the district recently
implemented a highly attractive early retirement plan for its
administrators. A substantial increase in departures from the ranks of
management is expected to result. Since Rochester operates an intensive
administrative development program and deliberately prowotes from
within, the vacancies created by administrative retirements will be
reflected in an increased need for classroom teachers to replace those

promoted to leadership positions,

El{fC‘ . 168

Aruitoxt provided by Eic:




O

ERIC

Aruitoxt provided by Eic:

- 160 -

Administrative Centralization

One of the most notable things about the Rochester School District
is its relatively high degree of bureaucratization and centralization.
It evidences many of the classic bureaucratic characteristics to a
degree unusual for U.S. school systems, many of which might be more
appropriately described as organized anarchies. To describe the
district in this way is not to speak pejoratively. The district is not,
for example, strangling in its own red tape. Instead, its
bureaucratization may be one of its chief assets: Roles and
responsibilities are clearly defined, lines of authority are specified,
known, and followed, the need to coordinate is recognized, and rules
bear a rational relation to th- functions they gover Similarly,
decisionmaking in the district is centralized to a notable degree.

Sometimes this bureaucratization and centralization is manifest.
For example, the district's "3-Year Plan"* is an extensive, integrated,
and detailed planning document that addresses a wide array of topics and
problems (e.g., dropouts, curriculum coordination, achievement,, fiscal
planning, and sex education). This plan has received national
recognition for its quality. The coordination and implementation of its
numerous projects is primarily in the hands of Central Office staff. At
other times, centralization is less obvious. For instance, in the <ase
of teacher recruitment and selection, nearly everyone agreed that
principals have the final say over which teachers will work in their
schools. However, as we shall see, various centrally administered
perscnnel procedures work to s.gnificantly constrain principals’
choices, effectively transferring decisionmaking to district
headquarters.

All of these factors--concern cver racial balance and improving the
educational achievement of all children, a politically sensitive bhoard,

a powerful teachers' union, state educational reform, a graying staff,

“This plan, auopted in 1982 by the board, contains numerous
initiatives aimed at improving the educational attainmen:t of pupils.
The plan is nctable tor its comprehensiveness, its level of detail, and
the coorcdination it requires. It is certain that without centralized
control and a high le2vel of bureaucratization, this plan could not
succeed.
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and the district's centralized mode of organization--provide the context
of Rochester's recruiting policies. We turn to the specifics of these

policies next.

TEACHER RECRUITMENT AND SELECTION

Personnel staffing is the responsibility of the Supervising
Director of Personnel, who is assisted by two directors, each
responsible for hiring in specific subject or certification areas.
Another key department involved in teacher selection and recruitment is
that of Curriculum Development and Support, which contains subject area
directors who interview teaching candidates in their specialties. Also
in the same division and under the Assistant Superintendent for
Curriculum and Instruction, there are several supervising directors,
each responsible for a number of elementary or secondary schools and to
whom principals report. Among their responsibilities, these supervising
directors coordinate and consolidate the staff requirements for the
schools under their contxol. Finally, principals may be directly
involved in teacher selection.

The following pages are organized around the various aspects of
school staffing in Rochester: manpower planning, developing an
applicant pool, interviewing, and selecting teachers. The special case

of recruiting from among substitutes is also described.

Manpower Planning

The district devotes considerable effort to estimating accurately
its future personnel needs. Detailed planning begins early in the
school year and is carried out in the Central Office. Liaison is
maintained with the county office that keeps birth records, and an
attempt is made to predict the incoming kindergarten population. Since
the district has kept close tabs on births and subsequent enrollments
for many years, it has developed a factor which, when applied to births,
yields a gross estimate of districtwicd: kindergarten enrollments five
years later. Kindergarten enrollrients are predicted for each school.
These projections are then modifijed on the basis of consultations with
elementary school principals. Enroilments in subsequent grades are

estimated using a standard cohort survival technique, and these figures
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are again modified on the basis of information from building
administrators. When contractual obligations regarding pupil-teacher
ratios are applied to these estimates, an approximation of the number of
teachers required to staff the schools is produced. These figures are
again adjusted for each school by the known and expected number of
retirements, leaves, and resignations.

When reasonably firm fi-ures are achieved for each school, vacancy
notices are posted internally. At this point, any staff members who
have been made redundant by enrollment decline in their own schools are
given the opportunity to transfer to schools that will need staff in
their areas of certification. This is done by seniority and is a
contractual obligation with the RTA. After these people have chosen a
position, the remaining vacancies and anv others that have developed are
made available to any of the currently employed staff wh» have submitted
a request for a voluntary transfer to a school with a vacancy. These,
too, are allotted on the basis of seniority. Principals have no choice
about accepting either excess or transferring teachers.

During this time, the district has a very firm idea of the number
and type of new teachers it will need to hire for the coming yeuar, but
it does not know the actual locations to whi_h new hires will be
assigned, Obviously, however, that is much too late to begin
recruiting. The process of building an applicant pool has to be started
in earnest in January, using the preliminary estimates generated by

Gistrict-level administrators.

Building an Applicant Pool

Although some Central Office staff are engaged in manpower
planning, others in the personnel office are simultaneously engaged in
planning and carrying out an extensive recruiting effort. Essentially,
this consists of creating a pool of qualified applicants that is as
large as possible, screening these applicants, referring suitable
candidates to subject area directors and school principals for
interviews and a recommendation, and finally, ensuring that the
necessary appointuents are made. Several aspects of these processes

bear discussion.
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In regard to building an applicant pool, the district devotes
considerable effort to advertising. Extensive and attractive sets of
recruiting literature have been developed and are periodically revised.
The emphasis in this material is very strongly on the schools' ethnic
diversity. These materials are formed into packets, which are sent to
245 colleges and other agencies. As the year progresses and specific
needs become known, follow-up bulletins are sent to appropriate
institutions. In addition, advertisements are placed in the Association
of School, College and University Staffing Annual, the Search Handbook
for Educators, the New York Times, The San Juan Star, local papers, and
selected newspapers and magazines with wide minority circulation.

Rochester operates an extensive on-campus recruiting effort.

During the spring of 1985, the two Directors of P_rsonnel expect to
visit 24 sites i+ a search for teaching candidates. Many of these sites
are outside New York State--e.g., the University of Michigan, Ohio
State, and the University of North Carolina. Campuses are selected so
as to maximize the probability of contacting candidates who will meet
the district’'s needs. Ohio State, for example, is visited because that
institution has a large training program for special education teachers,
an area of acute shortage in Rochester. Similarly, the ccmmitment to
affirmative action has led the system to recruit on several southern,
predominantly black campuses.

The effectiveness of this advertising and out-of-state recruiting
is unclear. Although precise figures were unavaileble, it was generally
agreed that the 1. je majority of new staff members were not recruijted
through these means. Instead, most come f{rom nearby colleges where
active recruitment has taken place over the years. Nevertheless, some
administrators argued that it 1s necessary to maintain a 'presence’
outside the local area. 2ne person, commenting on visits to distant

campuses, noted:

It's necessary to build a trust factor. Our sense is that we
have to be there even if we don't get anybody from that
college every time. The placement people get to know who we
are. If I need somebody during the summer, I can call that
college. You build a trust factor. Particularly with the
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minority colleges. They have to know that Rochester, New
York, is sincere, and you're not doing this because it looks
good on paper.

An unusual aspect of choosing campuses to visit is the effort to
coordinate recruiting with the city's major employers. As one person

described this relationship:

The further you go geographically away from your school
district, the less likely you are to bring somebody back.

But if we didn't recruit, we'd just get the local walk-
ins. Very few people will just come to Rochester, N.Y. They
have a reason. They're coming to this locale anyway. We've
gone to our local industries in the area, which are Kodak and
Xerox, and sat down with their personnel people and asked
"where do you go, what type of recruiting trail do you
follow?" Within reason for us, we select as many of those
colleges as have educational training programs. We try to tie
into their recruiting.

Another important aspect of campus recruiting is the emphasis on
consortia. Essentially, these comprise the teacher training
institutions in a redefined geographical area. These institutions band
together and provide a site where school districts can interview their
graduates during a one- or two-day period. In 1985, Rochester
recruiters will attend five of these, four in New York State and one in
Boston. Consortia make it possible to i..rease the number of contacts
for a given travel expenditure,

Another useful recruiting practice is the district's policy of
interviewing throughout the year, regardless of vacancies. Many of
Rochester's teachers got their jobs simply by appearing at the
district's office to inquire about openings. Rather than turning them
away if there is no vacancy, cr merely having them fill out an
application for the files, personnel directors conduct screening
interviews, send the applicant to the relevant subject area dire-tor for
further interviewing and evaluation, and encourage the applicant to call

7k frequently to check on the possibiliiv of a job. Even at the
height of the teacher glut, the district eschewed a "Don't call us,

we'll call you'" approach to recruiting.
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Interviewing

Selecting new teachers depends heavily on the outcome of
interviews. Typically, prospective secondary and special teachers are
interviewed three times: on-campus or in the district's offices by the
personnel directors, by the relevant subject area director, and by a
building principal. Elementary school candidates are usually
interviewed twice: by a personnel director and then by a principal.

The primary purpose of the initial interview is to screen
candidates to ensure that each has the requisite certification,
training, and experience. Considerable effort is devoted to assessing
"potential for urban teaching”--whether an individual's attitudes,
experience, and training fit him or her for teaching in ethnically
diverse schools. For example, during an interview observed for tlis
study, a college senior remarked that she had had a few discipline
problems during her practice teaching experience. The interviewer,
knowing that this practice teaching had been done in a racially mixed
school, prohed the nature of the few problems that had occurred. In
response, the candidate described some relatively minor difficulties
with "a few colored kids," and later spoke of these pupils as "those
kids." Despite excellent grades in her subject area, this person was
downgraded as a candidate for the city's schools.

A standard job description for a teacher has been adopted by the
district (see Appendix A of this case study). Principals do not prepare
job descriptions specifying particular qualifications they seek in a naw
staff member. Nor do they participate in recruiting trips. Instead, a
standardized check sheet is used by personnel directors to rate
candidates (see #fppendix B of this case study). Very few persons are
screened out at this point, unless, as one interviewer put it, they are
"obvious dullards."

A somewhat unusual aspect of these initial interviews is the
collection of a writing sample. In effect, the district has prepared a
standardized essay test, requiring each applicant to respond to one of
three "theme questions” with a 150 to 200 word essay written on the
spot. The initial purpose of these was to assess the capacity of

candidates to express themselves in a literate and cogent fashion.
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Essays are reviewed for mechanics, development, organization, coherence,
consistency, and syntax. Although these writing samples are still used
for this purpose, they have also turned out to be useful for as<essing
the relative pedagogical abilities of competing candidates. That is,
since the essay topics are fixed and concern various aspects of a
teacher's role, they are also used to make substantive judgments about
teaching skill. Essays become part of a candidate's credential file.

In the case of secondary teachers and teachers of special subjects,
the next interview is conducted by the person in charge of the relevant
subject area. These interviews tend to be wide-ranging, intensive, and
long. No standardized format is necessarily followed, althcugh some
subject area directors have developed their own protocols. The primary
emphasis is on competence in the specialty and the capacity to teach it.
Careful attention is paid to the courses a candidate has taken in the
subject and the grades earned. Particular attention may be given to
discussions of the various approaches currently used to teach the
specialty, with an attempt to ensure that the anplicant is familiar with
each approach, its rationale, and the reasons for any preference he or
she might have. As in the preliminary interviews, an attempt is made to
assess a candidate's capacity to teach in a multiethnic situation.

Finally, an attempt is made to assess a candidate's capacity to
meet the needs of the children in a particular school. Subject area
directors know where vacancies exist (or are likely to exist) in the
following year. They attempt to become familiar with the nature of each
school under their purview, and to know the teaching qualities sought by
its administrator. Thus, they seek to match applicants with particuler
schools.

Final interviews are carried out by the school principal with those
candidates referred to him or her by the Central Office (which may
recommend a particular candidate). Secondary school principals may
involve department chairpersons in this process, although this is not
always the case. At the elementary school level, interviewing is
ordinarily conducted by tuilding administrators.

Prircipals vary widely in the emphasis they place on particular
selection criteria. Some mentioned subject matter competence as being

most crit.cal; others said various pedagogical considerations were most
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important. In one way or another, however, all emphesized the "fit" of
the person with the school's particular clientele. For example, onc

principal described her criteria as follows:

I need someone who's been in urban education; knows how to
deal with these kids; knows now to break the lesscn apart so
the kids understand it and can move with it. We have to do a
lot of background, a lot of conceptual work with our kids.
But that doesn:'t make them any the less a student. Our
parents have certain kinds of limitations, but that doesn't
mean they aren't caring. So part of 1t is working with
parents. Being able to do instructjon with parents; to help
parents work with the kids. You have to be planned, to be
organized. You have to have a high energy level. You can't
be wishy-washy.

A rough division of labor 1s evidenced in this interviewing
process. The personnel office is primarily concerned to ensure that
candidates meet district and state requirements--for a racially
heterogeneous faculty, capable of working in urban schools, and meeting
certi1fication standards. Other Central Office administrators seem to
concern themselves primarily with the technical competence of
candidates. Finally, school principals tend to assume that the
applicants they interview have these attributes; they seek thos: pecial

qualities that they believe are required for their particular s.nools.

Selecticn
Central Office administrators contend that principals have the

power to make the final choice among job applicants. Where a vacancy

has occurred and where the personnel office is able to send several
applicants to the principal for interviewing, this contention is
correct. But certain factors operate to constrain their ability to
exercise this choice. We have already discussed one of the most
important of these: Internal transfers are governed by seniority rules
in the RTA's contract. Other factors are also at work.

First, an important point to note about the process described above
is 1ts relatively centralized nature. Principals become involved in the
recruiting process only at its final stages, and then only if more than

one candidate is availabic and judged suitable by district
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administrators. Typically, they interview just those persons who have
passed at least one and often two levels of scrutiny in the Central
Office. If good candidates are screened out at the Central Office,
principals are unlikely to know it. Further, the Central Office decides
which candidates will be interviewed at which schools. This relative
lack of principal input was justified on the grounds that recruiting 200
or more teachers each year requires a level of coordination that only a
substantial degree of centralization can provide. Two principals,
nowever, were critics/  of this aspect of Rochester's recruiting program
and claimed that many of their colieagues were as well.

An additional constraint results from the need to recruit on
distant campuses. Tight budgets prevent bringing desirable candidates
to the city for interviews. 1In these cases, selection is made on the
basis of the interviews conducted by the recruiters and on the strength
of credential files. These files are reviewed by persons in the Central
Office, but they are not routinely sent to building administrators.

They are available upon request, however.

Further, if an out-of-town candidate looks particularly desirable,
or if he or she is certified in an area of shortage, a contract may be
offered before a known vacancy opens up. Competition for these persons
may be keen, and the applicants may be lost if there is a delay. In
effect, the district gambles on a position being available in September.
Since no position is available when a contract is offered, however,
there is no particular principal directly concerned with the potential
recruit. In effect, then, some new teachers arrive in Rochester in
September, contract ir hand, who must be assigned to a school.

Finally, timing presents a constraint. Because the internal
transfer process is not completed unc..l the end of August, firm
knowledge of vacancies in particular schools 1s not available until late
summer. Final hirings are made during the summer months. However, many
principals are away from their offices during this period and
unavailable for interviewing. Some make it a point to return to conduct
an interview; others rely on the judgment of distric:i-level

administratcrs.
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When final recommendations are complete, the personnel office
prepares the necessary paperwork to offer a contract. It is at this
point that the Personnel Commi‘tee of the Board of Fducation becomes
involved. This committee reccives an abbreviated credential file
(including the writing sample) and scrutinizes their potential
employees. This scrutiny is not eatirel; pro forma. One board member

described the qualities this commitiee scels:

An openness--ar openress to parent concerns. The
understanding that a parent -be it & minority parent or a
middle class white parent--that parent has been the first
educator of the child. From dav one. Give some credence to
parents. . . . Recently the push has been excelleace, academic
excellence. The board has been selective. It wants
academically-qualified people. As one of cur goals., every
time & ceacher is hired the grad: point average is given to
us. We ceil them [the administration] that we don't want to
consider somecne “hat doesn 't h:ive a B or B+ average. We
don't want tc consider anyone that's being hired as a sccial
studies .eacher thar has less than so many hours of social
studies. The imposiiions from the board on the Personnel
Department have been mosily academic. We look at the writing
sample, too.

This woman. who described herself as a parent activ.st, spends
considerzbie “ime 1in "her" schools. It seems likely thatr her concerns,
especially for parent-teacher interaction, are. in part, a consequence
of her contacts with her "constituency.'" These concerns are
communicated directly to tle administrators responsible for hiring

teachers.

Recruiting Substitutes

Rochester gets many of its new teachers through the process
described above. However, a larger percen-age of the district’s
co)ntract staff are recruited from among the ranks of its substitute
teachers. Indeed, for some positions, e.g., in the elementary grades,
most permanent staff hired in the last six or eight year< have gotten

their jobs by first serving as substitute teachers.
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At the height of the teacher glut, relatively few positions opened
in the district, end there were a number of applicants for each one.
During this period, the district centinued to screen and interview
applicants. Those who were thought to be zuitable were told that
although there were ro jobs available, they shculd put their names on
the substitute teacher list--that this was one of the best ways to
eventually get a teaching job in Rochester. As a consequence of this
policy, the district built up a large pool of qualified substitute
teachers, who were waiting in the wings for a regular position.

Reflecting on these times, one administrator said:

Everybedy that got interviewed was interviewed as a potential
substitute. Part of our selling prccess was that the best way

to get a full-time job was to be a good substitute. . . . [I
told them] Subbing is a tough job, but people who really want
to get a full-time position will hang in there. . . . You have

to sell yourself when you're going to @ school to substitute.
You shouldn't just walk in there and sign in and substitute
and walk out. Mecet the principal; meet the Department
Chairman; talk to people and tell them that you're interested
in a full-time job. Give them your name and telephone number
and tell them vou're available. Do a little "P.R."

As a result of this active recruiting, an informal career ladder
has dcveioped in Rochester for substitute teachers. The first rung of
this ladder has been service as a per diem substitute, on ca.l to fill
whatever vacancy exists on a particular day. Many of the current staft
served years as per diem substitutes. If an individual worked out well
in this role, they were "promoited" to the second rung of the career
ladder, that of -ontract substiture. These individuals are hired to
tenc particular clessroom for a specitied length of time, often
filling for teachers on maternity leave. Discussisg the distinction
between her current role as a "contract" and her previous one as a "per

diem," one pe. on spoke of thc psychic benefits of the change:

Now when I get up in the morning I know where I1'll b2 spending
the day. It's the first time thrat I've gotten to tsach my own
lessons to my oi'n class, not somebody else's. 1 fee' like a
teacher now.
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Further, contract subs receive the same salary and benefits given
to the regular staff. Hence, contract positions are desired by per di~m
subs who view them as a "step up." Most important, contract subs are
evaluated using the same procedures as those used for regular
probationary teachers. This practice has given them the opportunity to
demonstrate their competence to principals. Wnen a permanent position
opens in the building, the quality of their work is known.

From the district's perspective, substitutes have provided a nearly
ideal recruiting pool. They are familiar with the district, its
policies, and its pupils. Further, experienced subs have been evaluated
by a number of different administ.ators. It is plausible to suppose
that this has provided a more reliable method of teacher evaluation than
the procecures used for the district's regular probationary sta.f. where
only one or possibly two supervisors might observe and evaluate a
person's classroom performance over 31 three-year period. Subbing also
provided an excellent form of teacher training. One respondent claimed
that subbing had taught her more than she had ever learned in college or
as A practice teacher. Finally, subbing has provided a stringent test
of an applicant's commitment. As one of this year's "new" teachers put
it (a persor who had subbed for seven years before getting a regular
appointment): "It was hell. It's the worst job in the world. You
really have to want ro te. h to sub for that long."

Recruiting substitutes has an important advantage from a
principal's perspective as well. As noted above, Rochester's principals
have had relatively little control over who teaches in their schools.
Recruiting from amovg substitutes has devaloped into a primary means by
which building administrators have gained control over the nature of
their staffs. In effect, the district's substitute list has become an
applicant pool parallel to the one created by the personnel office from
campus visits.

One principal described this as "wriggling" to increase his
latitude in hiring. When a vacancy occurred in his building, he not
only notified the personnel office of the impending opening but also
requestec that a particular substitute be hired to fill it.

Siwultaneously, he contacted the sub and encouraged hi. > apply for the
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position. "Wriggling" is standard practice among chool administrators,
and it occasionally leads to considerable competition for a particular
substitute. It is encouraged by the personnel office, which actively
seeks principals' recommendations regarding subs. The extent of this
practice can be seen from the remark of another principal who noted
that, as a result of an unusual set of circumstances, she had had 10
vacancies to fill last year. Eight of the 10 persons hired had
previously taught for her as subs. Wciggling, 'owever, is about to come
to an end. As we shall see, changing circumstances have severely
curtailed the ¢bility of principals to recruit from the ranks of

substitutes.

Finding "Good Teachers"

The intent or the procedures described above is to find good
teachers fo: Rochester's schools. But what counts as a "good teacher?"
A notable feature of Rcchester's recruiting system is the general
agreement among the various actors rigarding the important qualities to
be sought in new stef Board members, the superintendent, personnel
administrators, and principals all stressed, in one way or another, that
the capacity to teach in a multicultural, ethnically diverse setting was
a critically important quality to le sought in a recruit. This
overarching criterion was interpreted in somewhat different ways by
various persons concerned wi.h hiring, but the underlying theme remained
the same: A good teacher for Rochester was one who enjoyed working with
children of various backgrounds and one who would strive to ensure that
all children achieved. The board member quoted earlier, with her
enphasis on "openness to parents," illustrates one variation on this
theme.

In different words, the superintendent mude the same point. When
asked what sort of qualities he sought in new teachers, he first
dismissed "paper qualifications," knowledgz of teaching strategies, and
interest in working with young people. It was not that these qualities
were unimportant. Rather, candidates were assumed to possess them. He

described the critical criterion as follows:
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[We're] looking for quality human beings. . . . We have a wide
range of students--approximately 12 percent Puerto Ricans, 50
percent black, and all different types of economic classes.

We want people who are desirous or issociating with this kind
of range. Not just teachers, eve.yone--administrative staff,
teaching staff, senior service ~taff. There's a big effort
going on to get people like this. . . . People who can relate
to a wide range of ethnic groups and socioeconomic groups.

A member of the personnel office staff described what he looks for

when interviewing on campuses:

We need to finu the type of personality, the type of
background that works well in the city. Some people can come
from very rurel areas, but you can see that, even though they
have no urban experience, they'll learn quickly and they're
the type of person that [our] students will like.

The principals quoted above made much the same point. The capacity
to work with an ethnically diverse student and parent population is also
reflected in the rating forms that the personnel office uses to evaluate
job applicants.

Obviously, other qualities are also sought: Respondents mentioned
such standard attributes as intellectual competence, subject matter
kncwlrdge, classroom management skills, and liking for children. For
many of those interviewed. however, these qualities seemed to be
subordinate to an important (if subjectively assessed) capacity to teach

in an urban environment.

OTHER PERSONNEL PRACTICES
Teacher Evaluation

Evaluating the performance >f teachers is the responsibility of
building administrators. In the elementary schools, this responsibility

may be shared with an assistant principal; in the high schcols,

department chairmen are typically involved. In the latter case,
particularly if a teacher is judged to be having difficulty, subject

area directors from the Central Office may be called in to assist.
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Evaluations of probationary teachers are carried out four t:mes
each year, and once for tenured faculty. Concerning the former, three
of these evaluations are formal classroom observations. Observations
are cast as interpretive narratives, That is, the observer records and
interprets whatever events he or she deems significant. ) category
rating systems are used other than a summary rating of "superior,"
"above average," etc., at the bottom of the form.

The fourth evaluation may involve an observation if the
administrator believes it appropriate, but this is uncommon. This last
assessment is intended to provide a summary rating of the teacher's
performance and touches on topics not typically noted in classroom
observations, e.g., relationships with coworkers ana attendance. The
form used requires that a teacher be rated on 19 scales grouped under
four headings: instructional competencies, learning environment,
professional matters, and personal characteristics and qualities.
Principals are provided with a list of the kinds of skills and
attributes to be considered under each of the 19 scales. Each major
heading also receives a summary rating and a mandatory comment, as does
the teacher's overall performance for the year. Building administrators
receive some training in tre use of these forms, though emphases vary
according to principals' judgments of the special competencies required
for successful teaching in their own schools.

A conference is held with the teacher following each evaluation.
AL this conference, strengths and weaknesses are discussed ond
recommendations for improvement are made. Teachers must sign the form,
indicate their agreement or disagreement with the evaluation, and may

attach a letter in explanation or rebuttal to the file copy.

Staff Development

The school district operates a rather extensive staff development
program for teachers. 1In part, these activities are a result of Central
Office plans, and in part they result from the initiatives of individual

principals attc.apting to improve the performance of their own faculties.




The district also operates an unusual staff development program to

|
identify and develop leadership potential among its teachers. The i
Management Institute, a cooperative venture with the State University i
College at Brockport and the University of Rochester, has been designed

to train teachers identified as possessing leadership potential.

Emphasis is placed on increasing the promotional opportunities of women

and minorities. (The fact that 25 percent of the district's

administrative staff is minority, as against 19 percent of its teaching

staff, suggasts the success of the program in this regard.) Institute

courses are staffed jointly by college faculty and district

administrators and are orfered in the evenings at locations withi.. the

district. Internships are arranged for students so that they may work

with successful practitioners. The program permits teachers to gain

state certification as schcol or district administrators and enables the

school system to shape the training progrcn to suit its own particular

needs. Since principals are recruited 2lmost entirely from among the

ranks of current teachers, this mechanism .s intended to ensure that

Rochester has candidates available as vacancies nccur. ihis is seen as

particularly important because of the imminent rctirement of a large

number of the district's current administrative staff.

AN ASSESSMENT

actual procedures that the district uses to secure new teachers. In
this sect;n of the case study, we will offer an assessment of the
system Rochester has developed for staffing its schools. We first
consider some of the benefits and costs associated with the
centralization of the district's recruiting systen Next, we discuss
some of the specific techniques 1t ha< iJeveloped.
At several pleces in the preceaing pages, Rociester's recruitirg
procedures were described as "centralized" or "bureaucratic.'" Much that
is right with teacher recruiting in the district is traceable to
precisely those qualities. As with most virtues, however, these also

Above we examined some of the factors that have shaped Rochester's

recruiting policies and practices. We then turred our attention to the

create problems.

o 1.
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First, it shouvld be noted that centralized control is
characteristic of most administrative functions in the district, not
just recruiting. Respondents at all ievels of the hierarchy from the
superintendent down described the district using that term. Nor is this
centralization of recent origin. Recruiting procedures have evolved
over a long period of time and have changed only marginally in recent
years. Current administrators do not recall when these procedures were
irstituteqd.

Centralized recruiting has some obvious advantages when 200 or more
new teachers must be hired each year. It produces the efficiencies
attendant on specialization and the division of labor. It makes
effective coordination more likely. Several of the principals
interviewed commented favorably on the fact that t{ney did not have to
worry about certification, salary negotiations, and checking references
or transcripts; the personnel office took care of such matters. When
(and if) they interviewed a candidate, they were sure that he or she met
state and district standards and they could concentrate their attention
on the candidate's "fit" with their particular school.

It is also likely that some of Rochester's centralization is made
necessary by the district's unionization. Although the RTA has shown
little interest in becoming involved in teacher selection, its concern
to systematize the sitaff assignment process on the basis of seniority
has had a very direct impact on the recruiting process. It is difficult
to envision how the complex contrac- rovisions for handling internal
transfers could be efiectively administered except by the Centiral Office
and hence how recruitment could be substantially decen.ralized.

Finally, perhaps the greatest advantage to the centralized and
bureaucratic mode of organization of the district is the degree of
control it provides to the Board of Education. Coupled to a politicalily
active and sensitive board, the district's governance structure is a
relatively powerful tool for addressing citywide educational problems.
As noted above, racial balance, student achievement, discipline, and
dropping out are just some of the problems that Roclester faces.
Althougl these are hardly resolved, there is evidence that the district

has made substantial progress toward their solution. Much of this
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progress seems to be the result of the district's "3-Year Plan." Some,
however, may be the result of having selected the appropriate teachers
for the district's schools.

Concerning teacher selection, the high degree of consensus
throughout the hierarchy regarding selection criteria has been noted.
Virtually everyone, from board members to newly hired teachers, agreed
that the capacity to work with children of various races, ethnic groups,
and socioeconomic classes was critically important to successfully
teaching in Rochester. This criterion was important to the board's
Personnel Committee; it was central to the superintendent's definition
of a good teacher; it was the quality most often mentioned by the
district's personne) administrators; and it shaped their interviews of
candidates. The possibility of creating such a consensus is heightened
by the district's centralized governance structure.

It is impossible to know whether this image of the right teacher
for Rochester's pupils has been realized in practice. We cannot
objectively assess the degree to which the system has succeeded in
finding, in the superintendent's words. "people who can relate to a wide

range of ethnic groups and socioeconomic groups."

fertainly, however,
the near consensus among those involved with recruiting new staff makes
its realization more likely. Further, the emphasis on this criterion in
all candidate interviews and in the district's recruiting literature
makes its realization morc probable. Those involved in the recruiting
process clearly believ. that they can successfully identify persons
capable of relating to pupils and parents of diverse backgrounds.

If centralized teacher recruitment is an important tool for solving
districtwide educatioanal problems, it is also fair to say that it was
devised in a period of time when the ¢ ;tem faced a buyer's market.

That time seems to be drawing to a close. Large-scale retirements, the
state's mandates, an upturn xn births, :nter alia, all seem to point to
an imminent teacher shortage. A scarcity of some specialties is aiready
evident and seems destined to spread to other certification areas.

Thus, it is important to ask whether procedures suitable to a time of

surplus are also suitable to these changing circumstances.
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If other districts face an impending shortage of recruits, in
Rochester that shortage is already a reality. Earlier we described the
advantages accruing to the district frum hiring its substitute teachers.
It allows school principals to control who teaches in their schools, it
presents an opportunity to carefully assess a potential teacher's skills
over a protracted period of time and with particular types of students,
and 1t lessens the consequences of any recruiting errors made by the
Central Office. All of these benefits are disappearing.

Substitute teachers are now in critically short supply in
Rochester. Every administrator and most teachers mentioned this
problem, some calling it a matter of crisis proportions. The reasons
for the shortage are unclear. In part, it is of the district's own
making. The practice of hiring substitutes for regular positions has
depleted the list of good candidates. Other reasons include the
improving economy, which has provided alternative employment
opportunities for substitutes; the decreasing number of graduates from
teacher training institutions; and the increasing number of vacancies in
all districts. Whatever the reasons, many building administrators now
find themselves "keeping school” when their teachers are out.

Further, the RTA's successful effort to unionize substitute
teachers will 2lmost surely affect recruitment. To this point, the
union has been primarily interested in improving subs' pay and benefits;
the current contract was described by the RTA's president as a
"skeleton" on which the association intended to build. As part of the
building process, he indicated that in the near future the union would
give its attention to regularizing and making more equitable the process
by which substiitutes are brought into the system as teachers. What
changes are to be considered is unclear, though t e obvious candidate is
some form of seniority rule. Thus, performance of subs will be less
important in selection. Whatever the mechanism, any efforts along these
lines must necessarily restrict further the autonomy of priacipals.

te point, then, is that the effects of centralized recruiting,
with its attendant erosion of principal autonomy, were softened by the
system of recruiting subs. To a considerable extent, the personnel

office was actually engaged in creating a pool of substitutes from which
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principals might pick those 1ey found most suitable to their own

schools. Thus, although centralized recruiting seemed to deny
principals control over staff selection, it actually increased their
control. With the disappearance of the district's own "reserve army of
the unemployed," an important buffer between principals and the Central
Office's hiring decisions will be lost.

This loss of principal control is likely to be exacerbated by
another aspect of the district's centralized recruiting. Tt was noted
above that the only job description available to recruiters is a highly
abstract and generalized one describing desirable teachers of every
level and subject. For example, it requires that teachers be able to
"plan a program that, as much as possible, meets the individual needs,
interests, and abilities of students." This is surely an estimable
equality. But job descriptions couched in such terms provide little in
the way of concrete guidance to recruiters.

Gocod personnel practice has it that job descriptions should be as
specific as possible to the vacant position. They should describe the
actual responsibilities, relationships, and qualificaticns needed to
competently fill an opening. In this way, those responsible for
recruiting can actively seek specific kinds of information about a
candidate and arrive at reasonable judgments about his or her chances
for success.

In a comnmetitive market, this more specific approach seems
warranted. This will be especially the case ¢s Rochester's recruiters
are inevitably driven farther and farther from the city in search of
good applicants and as a higher proportion of the district's new
teachers come from such efforts. In these circumstances, hiring
decisions made in Rochester must necessarily be based on impressions

gieaned in interviews at distant sites and from credential folders

submitted by relatively unknown applicants. Under those conditions, the
more pertinent the interview and the more relevant the documentation to
a particular opening, the more likely are hiring decisions to be good
ones.

Perhaps principals with vacancies in th ir schools could prepare
specific job descriptions, accompany recruiters, participate in the

interviewing prozess, and seek whatever documentation (in addition to
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the standard transcript, recommendations, and writing sample) they
desire. Of course, adhering to specific job descriptions in the
recruiting process strengthens bureaucratic control. However, the
suggestion also lessens the current degree of centralization of
recruiting by involving building administrators.

A dilemma created by the need for centralized control is evidenced
in the district's transfer policy, as that policy is formalized in the
RTA's contract. As noted above, when vacancies occur within the
district, current staff have an opportunity to transfer to them. In
general, such transfers are granted on the basis of seniority. It is in
the district's interests to encourage transfers: Both principals and
teachers commented on the importance of permitting staff to move. Here

is one respondent discussing her own and hL.r colleagues' transfers:

I had requested a transfer from my other building not because

I was 'nhappy there. . . . But I felt that I had gone as far
as I could go. I needed a challenge; I needed something
different. . . . They [teachers who transferred] are happy

with the change. They're talking about their professional
growth and the difference it has made to them.

Encouraging transfers is not entirely consonant with permitting
principals some control over who w1ll teaca in their schools. This is
especially the case when approval of a transfer request becomes
virtually mandatory. With a shrinking sub list, with firm knowledge
about vacancies unavailable until very late in the spring, and with a
teacher shortage causing recruiters to seek candidates farther afield
and over a longer period of time, a larger proportion of vacant
positions will likely be unfilled at that date. As 2 consequence, it
seems likely that an increasing number of vacancies will be governed by
the transfer clause of the contract. There is already evidence that
this 1S happening.

The seniority criterion has important positive attributes. It
recognizes that experienced teachers are more likely to need to move for
reasons of professional development, it rewards long and faithful
service., and it has the virtue of ease of administration. However, 1t

does rest on an implausible assumption: that the most senjor teacher in
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the district who d:sires a transfer is suited to fill every vacancy that
exists in his or her area of certification, that the next most senior is
suited to fill every vacancy but one, etc.

This assumption is especially troublesome for principals in "good"

schools. One of these commented:

I didn't have a choice [about my u:ow staff]. In the building
I came from, everybody wanted in. It was a fairly small
school, and we had pretty much zero turnover. I never had a
chance of buildirg [the staff] I wanted, because, when an
opening occurred, somebody was bound to snap it up.

Rochester is not alone in granting transfers according to length of
service. The practice appears to be common. When few teachers were
retiring, any loss of principal autonomy was perhaps negligible. But in
a period of frequent retirements and teacher scarcity, balancing the
bureaucratic virtues of career orientation and coordination, as
exemplified in the seniority rule, against the requirement for a
reasonable degree of principal autonomy, may become increasingly
difficult.

There is a final aspect of Rochester's recruitment system which, in
a time of scarcity, may become problematic. This concerns the
articulation of the district's recruiting efforts and its teacher
evaluation pr am. More precisely, it concerns the lack of
articulation.

Final respecnsibility for teacher evaluation rests with the school
principal. Responsibility for recruitment rests with th. Centrail
Office. Ideally, these two functions should be closely connected. As
it stands, however, it is possible for the personnel office tec seek
persons with one set of qualities and for those same persons to be
evaluated on a quite different set after they have begun to teach.
Alternatively, it is possible for a desirable candidate {from a
principal's perspective) to be screened out at the Central Oifice and
hence never be a potential choice.

It is easy to gloss over this issue--for people to think they are
in agreement about a criterion when they are not. When recruiters are

working from a very general notion of what sort of a person is required,
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e.g., someone who "employs instructional methods and materials that are
most appropriate for meeting stated objectives" (see item 4 in Appendix
A of this case study), it is difficult to disagree with tue criterion.
The problem is that it is so lacking in specificity as to be useless.

To oppose its use is on the order of opposing mom and apple pie. This
is exacerbated when the criterion is "capacity for urban teaching,"
which, as noted above, played a significant role in initial interviews.
That criterion 1s important in Rochester, but what exactly does it mean?
Most of Rochester's principals would agree that recruiters should search
for persons exhibiting this quality, but one suspects that there would
be considerable disagreement over whether or not any particular

candidate exhibited it.

CONCLUSION

There is a great deal that is right with the City School Distiict
of Rochester. The district seems to have been able to strike a ba’ance
between the often conflicting demands for academic quality and equality.
The diversiiy of new programs available in the district is remarkable.
Although there is no way to attribute the recent upturu in academis
achievement to these programs, it is plausible to suppose that they have
played a part. Certainly, the district's recruitment efforts, aimed at
finding competent, academically qualified tr-chers who are willing and
able to work with an ethnicaelly and academically diverse student bedy,
are likely to have contributed to this outcome.

Some of 1ls recruitment strategies might be usefully adopted by
other districts. Attempting to coordinate teacher recruiting with the
recruiting efforts of local industries deserves consideration.
Continuing to recruit actively, even 1n those areas uheré a teacher
surplus exists, thereby maintaining as large an applicant pool as
possible. 1s another good idea. Using an easily collected writing
campie to assess both writing and teaching competence may be of value.
The informal division of labor and specialization that has grown up
around the 1interviewing process may be worth consideration. Recruiting
substitutes 1s an excellent adaptation to conditions of svrplus and may

still prove useful in some areas.
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The immediate future promises to be a difficult period for the
district. Its struggles to maintain racially balanced schyols taught by
a similarly balanced and committed faculty, to continue successful
efforts to improve the academic achievement of students, and to recruit
a large number of competent teachers in an increasingly competitive
market will be formidable. Moreover, all of these tasks must be carried
ou. in a context dominated by a high degree of centralizaticn, a
politically active Board of Education, a strong teachers' union, tight
budgets, and a powerf.l active State Board of Regents. To a substantial
degree, Rochester's success will depend upon its ability to capitalize
on the virtues of its bureaucracy while adapting those virtues to

changing conditions.
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Appendix A
CITY SCHOOL DISTRICT--ROCHESTER, NEW YORK
JOB DESCRIPTION

JOB TITLE: Teacher BRACKET: 1, II
DATE: 1979

REPORTS TO: Principal

JOB GOAL.: To help students learn subject matter and/or skills
that will contribute to their development as mature,
able, and responsible men and women.

PERFORMANCE RESPONSIBILITIES:

1. Plans a program that, as much as possible, meets the individual needs,
interests, and abilities of students.

2. Creates an environment that is conducive to learning and appropriate
to the maturity and interests of students.

(933

Guides the learning process toward the achievement of curriculum
goals and--in harmony with the goals--establishes clear objectives
for all lessons, units, projects, and the like to communicate these
objectives to students.

~

Employs instructional methods and materials that are most appropriate
for meeting stated objectives.

5. Evaluates the accomplishments of students on a regular basis and
provides progress reports as required.

6. Diagnoses the learning abilities and disabilities of students on a
regular basis, seeking the assistance of District specialists as
required.

7. Counsels with colleagues, students, and pare:ts on a regular basis
and works cooperatively with staff, superiors, and community.

8. Assists the administration in implementing all policies and/or rules
governing student life and conduct, and develops reasonable rules of
behavior and procedure, and naintains order in a fair and just
manner.

9. Strives to maintain and improve professional competence.

10. Attends meetings and serves on staff committees as appropriate.
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EVALUATION: Performance of this job will be evaluated annually
in accordance with provisions of the Board's
policy on Evaluation of Professional Personnel.

QUALIFICATIONS: Bachelor's degree for provisional certification
and appropriate additional graduate work for
permanent certification.

New York State Teaching Certificate in subject
area.

The City Schoo! District is an equal opportunity employer and does not
discriminate on the basis of race, color, religion, sex, national origin,
handicap, or age in its hiring and promotional procedures. Both men and
women are encouraged to apply for zny vacancy for which they believe they
qualify.
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Appendix B

ROCHESTER CITY SCHOOL DISTRICT
Teach~r Personnel Interview Form

Name Date
Address — City Residence Yes___  No
Phone ' Interviewer
Teaching Field (Subject and/or Grades) Preference
1. TRAINING

hajor Bachelor's Degree

Minor Master's Degree

Other

Expository Writing Courses

Unsatis-

Superior Average Satisfactory factory

Overall Quality of

Training

2. PERSONAL CHARACTERISTICS

Appearance

Oral Communication Skills

Poise (Self-Control)

Flexibility

Enthusiasm for Teaching

3. 1EACHING EXPERIENCE

Student Teaching Evaluation

Teaching References

4. POTENTIAL FOR URBAN TEACHING
Attitude

Experience

Training
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5. SUBJECT MATTER COMPETENCY

6. EVALUATION OF WRITTEN
MATERIAL

GENERAL REMARKS:

|
|
|
|
|
|
|
|
|
Reccmmended YES NO
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Case Study 6
TEACHER SELECTION IN THE DURHAM COUNTY
SCHOOL SYSTEM

Phillip C. Schlechty
George W. Noblic

INTRGDUCTION

In January 1980, the Durham County School System in North Carolina
undertook a major study of the systen's existing personnel practices.
The purpose of the study was to lay the groundwork for a comprehensive
restructuring of the total personnel management system then operating in
the school system. The basic design of the new system was completed by
January 1983, with preliminary implementation diring 1983-84. However,
it was not until the 1984-85 school year that systematic implementation
actually occurred.?

In this Note, we initially intended to focis on the recruitment and
selection procedures that were developed as a result of this change
effort. As the case was analyzed, however, it became clear that other
aspects of the personnel management system, such as socialization and
carecr-long training, would also need considerable attention. As
planning progressed on the personnel management system, recruitment and
selection became relatively insignificant parts of a complex, systematic
plan holding great potential for affecting experienced teachers and

administrators as well as newly hired professional staff. Indeed,

'We have not attempted to describe the pattern of recruitment and
selection that existed before the effort to implement the comprehensive
personnel development system. However, it is relatively easy to
describe. Two conventions were followed: (a) The principals personally
recruited applicants for vacancies and reported their decision to the
personnel office. The primary role of the personnel office was to check
to be sure credentials, references, and state required test scores were
in order; and (b) the principal asked the personnel office to supply a
list of eligible applicants from which persons to be interviewed could
be selected. Subsequently, the principal made his recommendation to the
central personnel office.
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recruitment and selection procedures in Durham County take on
significance only when viewed as fuactions around which experienced
teachers and administrators can redefine their roles and develop new
competencies.

During the development of the system, conceptual emphasis was on
recruitment and selection. However as a result of the particular
mechanisms Durham County educators developed to address personnel
management, the original focus on the recruitment and selection of new
teachers became a vehicle for training experienced teachers and
administrators in selected research and theory on effective teaching.
By using recruitment and selection as initial points of discussion and
by involving experienced teachers and administrators in recruitment and
selection processes, the program has led to (a) the creation of
differentiated roles for selected teachers, (b) the identification of
new competencies needed to fulfill these roles, and (c¢) staff

development intended to support the enactment of these new roles.

CONTEXTUAL BACKGROUND
To understand the significance of events during the development of
the program, a brief discussion of the demographics, history, and

organizational features of the Durham County School System is neceded.

The Policy Context

Geography and demography are important contextual variables to take
into account when describing and analyzing recruitment and selection in
the Durham County School System. The system is located in the Research
Triangle Park area of North Carolina. The Research Triangle was
established to attract high technology and research and development
industries. It is located close to the sctate's three major researc!
universities, Duke University, the University of North Carolina at
Chapel Hill, and North Carolina State University, as well as to other
institutions of higher education.

The success of the Resecarch Triangle in attracting the desired
enterprises, coupled with the concentraticn of universities in the area,
brings large numbers of highly educated men and women iuto the Durham

County area. One consequence is that the Durham County School System
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can draw on a large pool of persons who desire employment in the local
schools. Some of these persons seek cmployment because they view
teaching as a career and find the Durham County schools desirable places
to teach. Others view employment in the school system as a way to
supplement income while they or their spouses pursue gradus.ce studies or
have temporary work assignments in the Research Triangle Park.

A second set of conditions help explain the policy context of the
school system. Historicaily and traditicually, the school system has
been decentralized, but during the 1960s and 1970s, external forces
began pushing it toward centialization.

Before the 1960s, the Durham County School System served a
predominantly rural population. Though the district was referred to as
a system, it functioned much more like a loose confederation of schools,
with each high school and feeder elementary and junior high serving a
relatively well-defined community, whether it be white or black.
Beginning in the 1960s and more dramatically during the early 197Cs,
desegregation, rapid population growth, and the influx of a well -
educated, cosmopolitar population began to create pressures for the
school district to behave "more 'ike a system."

By the late 1960s, one of the major concerns of many principals had
to do with the issue of centralization versus decentralization. As will
be shown below, the recruitment and selection process that has recently
evolved in Durhaw County can be scen as a mechanism fo- working out some
of the probiems associated with resolving the question: What should be

centralized and what should ncu?

The Organizational Context

The Durham County School System is the fifth largest in North
Carolina. There are 17,472 students, 1,026 professional employees, and
59 administrators. The district surrcunds the Durham City Schools, a
separate district that is approximatciy 90 percent minority. In
contrast, 30 percent of students in the Durham County system are members
of minority groups as are 22 percent of teachers and 18 percent of the
administrators. Because of housing patterns, the school system is
relatively desegregated. At the extremes, one school has 53 percent

minority students and another school has 15 percent. To date, the
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school system has avoided busing as a means of approaching the goal of
racial balance.

The schools in Durham County are rural and suburban, with 70
percent nonminority ¢ udents. This creates a condition in which the
county schools are perceived by many teachers and parents as preferred
places to teach or to have their children attend school.

The school district, with 13 elementary, six middle/junior high,
and three high schools, is headed by a superintendent appointed by an
elected, five-person schuol board. The overall management of personnel
is assigned to an assistant superintendent, although the day-to-day
personnel functions are carried out by the coordinator of personnel.
The personnel system to be described in this case study, however, was
initiated by a special assistant to the superintendent who officially
does not have other personnel responsibilities. Further, the study and
planning committees that created the new system were composed primarily
oi principals. Indeed, the initial committee was entitled, "The
Principal's Perscanel Study Committee."

Two additional organizational facts dare relevant to providing a
context for interpreting civents in Durham County. First, although the
eclected school board has the authority to establish policy for the
system, fiscal authority resides with the county commissioners. The
result, of course, is that school district policies and budgets have th:
character of being negotiated settlements. Further, the basic salary
structure for all personnel is provided by the state. Although local
rescurces are used to suppleme.at the state's structure, basic decisions
about salaries &re more the province of state legislators than of the
county commissioners or the local toard of education.

A second fact is that the superintendent in office at the time this
program was initiated recently accepted a position as superintendent in
another state. There is no evidence of a connection between the
initiation of the program reported on here and the superintendent's
departure, but some principals question whether the initiative will be
continued under the new superintendent. Thus, it remains to be seen
whether the personnel management system described here is an approach

becing nurtured or one being abandoned.
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Program Initiation
The initiative for this program was a memorandum to the
superintendent from an elementary school principal. The text of the

memo follows:

I have worked in a variety of school settings over the past
six years. In each of these settings, I have followed an
administrator who has been dismissed or forced to resign as a
result of severe organizational and/or personnel problems.
One common factor in each of these settings has been
organizational neglect. In each case, morale was low and the
basic, day-to-day organizational functions were not being
carried out. All of these jobs have required an effort to
rebuild or build morale and provide some sense of direction
through a set of organizational values which the employees
could accept as legitimate. From these efforts and some
recent tapes which I have been making with Dr. Phillip
Schlechty, a professor in the education school at UNC-Chapel
Hill, 1 believe I have a better feel for designing an
organizational s:ructure which might help us build a culture
among researchers and administrators which could lead to the
valuing and reinforcing of technical teaching skills. These
notions are drawn irom a variety of sources and are certainly
not original with me. I would appreciate an opportunity to
discuss these ideas with you and my colleagues at any time
which is convenient. The kind of model that I am talking
about would have major implications for a broad range of
functions which are critical to shaping employees' attitudes
and behaviors in every phase of the personnel process from
hiring, observing, and training to dismissal of employees. If
you feel that these ideas are of any interest to you or any of
the principals in the school system, please let me know.

This memo had two effects. One, it identified a problem and
indicated a direction the schools might take in developing solutions.
Two, it identified a champior for the initiative who was later promoted
to the position of special assistant to the superintendent. In this
role, his primary responsibility was to design the system and effect a
process through which it could be rafined and "sold" to principals.

In the fall of 1980, the superintendent authorized the newly
appointed special assistant to establish a committez of principals to
conduct a comprehensive study of personnel functions in the district.

The specific charge to the committee was to:
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1. Examine the current recruitment criteria to determine in what
ways they might be made more explicit and direct.

2. Consider the degree of selectivity that should be observed in
hiring and how we can formalize this aspect of personnel
selection.

3. Examine the attributes of professional status jobs and consider
how we are either in or out of congruence with such
professional recruitment and selection practices.

4. Determine what our standards for ''quality practice" are and how
visible such standards should be made.

Examine how new applicants will demonstrate such skills.

6. Consider the descriptive and analytical quality of the language
used in making comparisons between applicants.

7. Consider how we develop and enforce our norms for performance.

8. Consider a staged admissions process to teaching in Durham
County and how the tenuring process should be handled.

9. Develop a systematic training program for those who will
observe and evaluate teachers.

10. Systematize the dismissal of tenured and nontenured personnel
in Durham County.

11. Consider who should be involved at all stages of the procedures

described above.
By December 1980, the committee had refined its scope and
identified some guiding beliefs. The scope now included recruitment,
selection, socialization, continuous training and observation,
evaluation, counseling and dismissal of unsuccessful professional
personnel, and attaining and maintaining career status. The guiding
' beliefs were:
| 1. The primary responsibility for the failure of students to learn
at school must rest with the schonl. Although environmental
factors are .mportant, it is our belief that regardless of
background, all students can, under the right conditions, make

| progress. Each student has the potential! for learning the next
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thing beyond that which he already knows. Providing the right
conditions is the responsibility of the school system.

We believe that if it is possible to identify systematically
the characteristics of schools and the behaviors of
individuals, teachers, and studants, this will enhance the
probability that learning will take place.

The most effective means of ivoroving the quality of public
schools is to systematically upgrade and refine the skills of
the school-based teacher and administrator. Such an emphasis
should focus on initial entry skills, centinuous training, and
regular observation, as well as specific feedback and
evaluation.

Whether we are dealing with independent or dependent skills,
rccognition of the increment=1 nature of learning is crucial.
Although children build knowledge at vastly different speeds,
it is impossible for a learner to achieve higher-order
learning without also having achieved the subordinate learnings
that support it.

Those 1ndividuals who are expected to implement and be
accountable for a program should have a major voice in
designing the specifics of that program. The Durham Count
system supports a decentralized approach to decisionmaking.
The Central Office may set directions for the system (along
with the schools}, but whenever possible, decisionmaking should

be kept as close to the source of implementation as possible.

By the fall of 1982, the Personnel Study Committee had translated
these general beliefs regarding healthy school environments into
specific statements. In a report submitted in September 1982, the

committee stated:

In Durham County cur biases about the recruitment and
selection of professional staff can be summarized as follows:
The first and most important factor in improving the quality
of services delivered by a public school system is the
identification and selection of competent personnel. All too
ofter. school systems located in areas with an easily
accessible source of new teachers and administrators tend to
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develop a passive posture. The process usually involves
little more than waiting to see who turns up at the door or
relying on the personal recommendations of the fellow
educators in the immediate arca. Certainly, such
recommendations are important, yet in an age of sophisticated
comnunication networks, it is alarming that even many large
school systems have no systematic effort directed toward
securing the best possible applicants on a national or cven a
regional basis. Ve balieve that such a network is essential
to assuring that we will recruit the best candidates into the
Durham County School System. To recruit candidates through
such a network requires a clear statement of desired
competencies which are shared systemwide in a common language.
We must, therefore, state these recruitment criteria in
explicit language emphasizing the technical norms of
competence which are valued by the system. By technical norms
of competence we mean the codification of best teaching
practices and the development of a system which reinforces the
value of such practices. Second, we must structure screening
situataons which allow us to determine if candidates for
employment possess these competencies. This may mean
observsing candidates teach prior to signing them to contracts.
Education is one of the few occupations where individuals are
hired without having to demonstrate competencies to their
employer. We believe that if we can identify those teachers
within our school system who model norms of competence which
we value, then we can effectively utilize these professionals
in the recruitment and selection of new teachers and
adminisirators. This process reinforces visible quality
practice, further clarifies our language, and socializes
candidates to the importance of teaching competence at the
point of initial contact with Durham County. Third, we are
convinced that those teachers who are involved in the
recruitment and selection process must be 1dentified and made
visible as norm-setters through differentiated job
responsibilities and significant reward differentiation. The
identification of these norm-setters should grow out of
demonstrated technical competence and leadership performance
in functional work groups. Such persons should be identified
and qualified in a manier that is consistent with their
function. This would mean that merely being appointed by an
administrator without a thorough screening based upon a
specified criteria would be inconsistent with attempts to
develop a professional model. Providing adequate incentives
and reasonable time requirements so that these teachers remarn
teachers is critical to the intent of this effort. Fourth, it
is equally critical that administrators be the leaders of
these recruitment and seleciion teams. This placed the
administrator in a role of setting the content of d.scussion
about the recruitment criteria and structuring situations
which allow the organization to utilize 1ts experts in the
recruitment and selection process. The principal must share a
common language with his/her faculty and begin to discuss
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those aspe ts of teaching and performing in the work setting
which are of the most critical value to the organization. As
leaders who will set criteria and establish the content of
work-group discussions, it should be expected that
administrators will be more vigorously qualified than any
member of the recruitment/selection team and will be
knowledgeable professionals who can establish effective
systems of recruitment and selection.

As can be seen by reviewing these statements, the committee, and
certainly the special assistant, took the position that recruitment and
selection should be integrated parts of an overall personnel management
system that had implications not only for newly hired personnel but also

for experienced educators.

From Beliefs to Practices: Emergence of Problems

By spring 1983, the superintendent, the special assistant to the
superintendent, and most on the planning committee were becoming aware
that the task they had undertaken was a difficult one. There were at
least three sources of difficulty.

First, the comprehensive nature of the planning effort made the
task almost overwhelming. Indeed, in 1982 and again in 1983, there was
some sentiment on the committee that the effort should be abandoned. An
internal memo from the special assistant which he later entitled "A
Futile Memo Thrown at a Mutiny: The Committee Threatens to Jump Ship,"
is only one indicator of the frustration engendered by the complexity of

their task. In this memo, the special assistant wrote:

After our Monday meeting, Dr. Yeager's remarks from several
meetings back seem to have a sound ring of wisdom to them. I
quote, "You can't expect tackling such a big issue to be
simple. If you don't feel at least a little bit of pain as
you go through this process, then obviously you zren't taking
it very seriously." If the faces in our meeting Monday were
any indication, we're all taking this very seriously.

A second difficulty had to do with the tens. n between the quest
for uniformity and the desire for building-level autonomy. Under the
strong leadership and direction of the special assistant, the committee

produced position papers that contain frequent references to the need
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for a common language, common standards, common expectations, and school-
system-level accountability. Committee minutes also reflect that
uniformity of expectations throughout the district was a desirable goal.
Yet, the quest for uniformity and standardization was offset by the
superintendent's insistence that the program should not require any
effective principal to do what he/she was not now doing because he "did
not want to take principals out of their strengths."

Third, the development and implementation of such a comnrehensive
change effort required a heavy "buy-in' from principals and teachers,
yet some principals expressed concern that the intent was to undermine
their authority. And, up through 1982, few faculty were cognizart of
the nature of changes to be proposed. Even as late as the fall of 1984,
principals and faculty alike reported that the major difficulty with
implementation was misapprehension of faculty who openly expressed the
concern that the real purpose of this program is to 'slip in a merit pay
program’" or some undesirable form of differentiated staffing. In
addition, the North Carolina Association of Educators, though just
beginning to gather information on the program, reported some complaints
from teachers. In particular, the NCAE has concerns about
inconsistencies among the schools, the role of participating teachers,
and what they view as "a level of arbitrariness”" in the selection of
participating teachers

The way in which some of these problems were addressed and resolved
gives shape and form to the present procedures employed in recruitment

and selection in the Durham County schools.

Volunteerism and Local Planning

During the 1983-84 sfhool year, eight schools established faculty
committees to review and react to the recommendation:.. (now viewed as
general guidelines) from the committce, by then referred to as the
central steering committee. Although these schools were initially
called "pilot schools" they were, in fact, study sites.

More specifically, these schoel faculties were not expected to do
anything differently. Rather, they were to study what the committee had
recommended and to develop plans to adapt these recommendations to their

particular situation. Money was provided ($10,000-$20,000) to cach of

206




- 198 -

these schools for support of training and released time and to pay "core
staff" for additional duties and summer cmployment. By the spring of
1984, the guidelines had been sufficiently refined that 18 schools were
involved. One of the conditions for involvement for 1984-85 was that a
school submit a proposal giving detailed responses to a series of
questions related to recruitment and selection, socialization,
dimensions and indicators of effective teaching, observation and
evaluation, continuous training, and achievirs and maintaining career

status. With regard to recruitment and selection, the questions were:

1. How will teachers be involved in the recruitment of

professional employces at your school?

(o]

How will teachers be involved in the selection of the

professional employees at your school?

3. How will the professional expectations of the s hool be
transmitted to candidates during the recruitment and selection
process?

4. Describe the selection criteria and the process to be used.

5. How will you determine the competencies of your selection team?

6. How will the recruitment and selection system of the school be
transmitted to the entire faculty so that the process serves to
foster professional values and behavior?

7. How do you sec work groups from which the recruitment and

selection team members were selected being involved in these

processes?

In answeraing these questions, each school planning’ committee was
under instructions to review the recommendations of the central steering
committee. They were informed that they could deviate from these
recommendations if local conditions indicated they should do so, but the
proposed program must be consistent with the "guiding beliefs"
stipulated by the central committee. With regard to recruitment and

selection, the critical beliefs were:
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1. Recruitment should be an active process, involving systematic
networking with a wide range of potential sources of new
employees. The central committee identified specific
institutions that it recommended be included in this network
and it was to be the responsibility of the Central Office to
ensure that such networking occurred. Networks were
established and made available to local school units.

2. Selection should be based on explicit criteria and clear
statements of job expectations. For in the central committee's
view, the process of selection was also part of the initial
socialization of new teachers.

3. The functional work group (by which is meant "a group of
teachers with common instructional responsibilities and
professional functions") should be conceived as the primary
social unit in the school and the interest and values of the
functional work group should be represented in the selection

process.

Fal

Decisions regarding who should be employed should be made
primarily at the building level with heavy input from qualified
teachers. Furthermore, those teachers who are involved in
selection should be involved in ongoing support and observation
of the new tcachers.

5. The core staffs of each school were to be selected on the basis
of their reputations for quality instruction and were to
receive specialized training to qualify them especially for the

selection and obsecrvation functions.

Each school was invited to apply for grants of between $20,000 and
$30,000 and to submit proposals that responded to the questions posed by
the committee. The proposals were reviewed, critiqued, and finally
recommended for funding by an external panel of university professors.
Th: criteria suggested centralization; however, these criteria were not
so stringent that local schools could not vary in their plans for
recruitment and selection. Three cases will reveal how recruitment and

selection varied.
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SCHOOL A

School A, an elementary school, had 25 teachers and 660 students in
grades K-5. In the late spring and summer of 1984, School A instituted
its new recruitment and selection process. A total of five vacancies
were to be filled. When notified of a vacancy (four came in May), the
principal decided on some internal shifts and then informed the
personnel office of the positions to be advertised. The principal also
posted the vacancies in the building. The principal reviewed the
applications of all candidates, summarized the nonconfidential
information for the selection committee, and scheduled the candidates
for interviews with the selection committee, which was composed of the
work group leaders (one from each grade level and the principal).

Before the group interview, the principal conducted a 15-minute
interview with the candidate in which information about the school,
school procedures, and expectations was shared.

The selection committee had a common interview guide that elicited
information about the candidate's background, preparation, professional
knowledge, and attitudes, and about how the candidate would respond in
specific situations. Members of the selection committee said that aside
from technical ccmpetence, they were looking for people who were
enthusiastic, cooperative, able to handle diversity, interested in
continuing their professional education, and familiar with the
district's reading program.

Following the interviews, the selection committee voted on who they
wished to hire. The principal accepted their recommendations and
notified the candidates. The selection committee and principal noted
that in the future they would rank their candidates, since two of their
first choices did not accept the positions. However, with some
shuffling of job descriptions, the principal and the selection committee
were able to hire persons that they considered to be qualified
applicants who now seem to be successfully performing in the classroom.

Each new teacher received a day and a half of inservice at the
district offices and one day of orientation at the school. The school
plans to begin having teachers observe new teachers in the spring of

1985 as part of their ongoing efforts at socialization of staff. The
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work group leader from the appropriate grade level has been assigned to

provide support for and fellowship with the new teachers.

SCHOOL B

School B is a junior high school with 63 teachers and 930 students.
Last year, the school had nine vacancies. Because of the departmental
structure of the school, the principal is less able to reassign staff
internally before advertising a vacancy than was the principal of School
A. VWhen notified of a vacancy, the principal informed the Central
Office (which advertised the positions) and posted the positions on the
school bulletin boards. Central Office personnel sent the principal the
applications and in those cases of more than five candidates for a
single position, the principal conducted a screening interview to narrow
the list to five. The principal then scheduled interviews of the five
candidates for each position with an appropriate selection committee
composed of three department chairs (including the department with the
vacancy), the principal, and a faculty member from that department with
a reputation for excellence in teaching. The principal reviewed the
personnel file and summarized the nonconfidential information for the
selection teams. After the five were interviewed by the teams using a
common interview guide, the selection team discussed the applicants and
tried to achieve consensus. Aside from technical competence, the teams
asked for someone whose beliefs were consistent with the school's goals
and rules, and who would be involved in school activities and able to
adjust to student diversity. The team ranked the top candidates in case
their first choice did not accept the position. Finally, the principal
contacted the candidates who were the consensus choices and informed
them of the team's decision. The principal reported that since he
participated in the coniensus, all recommended candidates were offered a
position.

The new teachers received a day and a half inservice from the
district and then a one-day orientation at the school. Each new teacher
was paired with a "buddy" after the orientation. The "buddy" is
responsible for peer coaching the candidate during the year. During the

vear every teacher involved in cthe program is expected to observe
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another teacher twice and be observed twice for formative feedback.

Summative evaluation is still the legal responsibility of the principal.

SCHOOL C

School C is a high school with 60 teachers and 820 students. Last
year, the school filled five vacancies in the teaching staff. Like
School B, the principal of School C notified the Central Office of a
vacancy, which advertised it locally and then posted the vacancy within
the school. The principal reviewed and summarized the nonconfidential
data in the personnel files for the selection rommittees and conducted
screening interviews with candidates to determine which five or six
candidates "stood out." The selection committees were conposed of three
department chairs from the departments with the highest turnover
(English, science, and math) and another department chair with relevant
expertise. The principal maintained a file of potential candidates that
the department chair also reviewed; the chair could also ask the
principal to contact some of them. The selection committee reviewed the
principal's screening and the resultant pools of candidates and
submitted a list of those to be interviewed to the principal. The
principal contacted these and scheduled interviews. The principal
conducted a 15-minute interview/discussion with each candidate, and the
selection committee (without the principal) interviewed each candidate
using specified questions. Aside from technical competence, School C
sought candidates with respect for people ("students, parents gnd fcllow
staff"), those with an ability to combine composition with academic
quality, and those who could identify with the "blue collar" student
population School C serves.

The selection committee made recommendations to the principal as to
who should be hired and rank-order:d top candidates. The principal then
contacted the top choices and effected the hiring. The principal
reports taking all the recommendations of the selection committees and
expects to continue to do so.

The new teachers received a day and a half inservice at the
district office and a day of orientation at the building designed by the
core staff composed of department chairs. There is not a formal buddy
system, but the department chairs report that they have an investment in

these hirees and have "looked after them."
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MANIFEST AND LATENT EFFECTS
The intended purposes of personnel recruitment and selection
procedures developed by the Durham County schools can be summarized as

follows:

1. To increase the proactive posture of the school system as it
relates to potential applicants and consequently to broaden the
applicant pool from which new employees could be selected.

2. To design a selection process in such a way that it would
function as an induction subsystem for the comprehensive
personnel development system.

3. To actively involve senior teachers in the -election process
with an eye toward increasing the stake that senior teachers
have in the success of new employees and enhancing the
likelihood that beginning teachers would use experienced

teachers as exemplars and role models.

In assessing whether these intended outcomes are being or have been
realized, several caveats are in order.

First, the present system of personnel recruitment and selection
has only recently been installed. During the 1983-84 school year, some
school units made some relatively unsystematic attempts at installing
new selection procedures, but it was not until the 1984-85 school year
that building units became systematic in their efforts. Further, at the
time this case study was conducted, 18 schools out of 22 total were
involved in a systematic effort to revise personnel recruitment and
selection processes. Thus, there is a prima facie evidence that
whatever selection and recruitment process has emerged from the
comprehensive system, its effects are not evenly distributed throughout
the system.

Second, given the limited duration of the present implementation
effort, it is not clear how substantial the intended effects are or how
long lasting they will be. Indeed, the recent departure of the
initiating superintendent has led some local personnel to be skeptical
about the continuation of the effort at comprehensive reform in the

personnel area.
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Third, given the fact that the only observable difference between
the new system and the old is that senior teachers now play a more
systematic role in the selection process, one could justifiaoly ask
"What is so different or special about the Durham County case? Many
districts have had teacher involvement in the selection process for some
time."

After conducting this case study, we came away convinced that the
Durham County story is important, but its importance does not reside in
any special insights that can be gained about recrauitment and selection.
What is important, we believe, is that the school system has used
attention on recruitment and selection as a vehicle to encourage local
school units to systematically address some crucial issues vital to the
life of any school and district, e.g., What are the goals of the school?
What does the faculty expect of themselves and new employees? How can
the faculty give and receive important feedback? Perhaps even more
important, at least in the participating schools, is a clear sense that
recruitment and selection (especially selection) ere integral and
important parts of the social life of the school. So important are
they, in fact, that special training, special resonrces, and special
time should be set aside for these tasks.

With these caveats in mind, we will discuss the evidence concerning
the degree to which the new system is achieving the intended effects.

In the three schools where detailed case studies were conducted, 19
trachers were selected. Of these, 11 had had previous contact with the
schools either as an intern, a substitute, a student teacher, an aide, a
volunteer, or a former student. Indeed, one principal, commenting about
recruitment said "they come to me," thus suggesting a reactive rather
than proactive posture. It appears, therefore, that although the intent
is to be more proactive, the passive stance that typified the
recruitment process before the new system continues.

It is also evident that the intended goal of incorporating
recruitment and selection into an induction system has yet to be fully
achieved. Recruitment is passive. Selection has involved teacher
participation only in interviews and recommendations. The core staffs

at the three schools all report wishing to have a more elaborate
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process, one that woulri place considerable importance on demonstration
teaching; however, they al. o irndicatz that the time invoived would be
prohibitive.

Aside from selection rot being fally developed at this point, the
new teachers repcrt that their induciion io the respective schools
emphasized policies and procedures mere than goals, expectations, or
teaching practices, and that the "buddy" systes i< at best haphazard.
The new teachers were pleased with the intei riews and perceived no
difficulties with other aspects of the comprehensive system, including
peer observation. In a sense, then, it may be that burham County
schools' effort to be comprehensive in its personnel development system
has detracted from efforts to fully develop the recruitment, selection,
and socialization components.

The Durham County initiative has involved senior teachers in the
recruitment and selection processes and had led tc some shared
decisionmaking between the priucipals and some te:chers (members of core
staffs). The principals all reported that the efforts of the core
staffs in these processes led the principal to have more faith in the
decisionmaking capabilities of the teachers. The core staffs also
reported that, given their involvement in recruitment and selection,
they felt they had more "invested" in the new teachers. As a result,
these teachers saw it as their responsibility to see that rhe new hirees
succeecd in the classroom.

In this case, teacher involvement does seem tc have engendered a
sense of shared responsibility for the success of new teachers.
However, new teachers are less likely to perceive this investment.

hether this is because of their lack of comparablie experiences or the

absence of overt and ac.ive support is not clear.

A FURTHER DESCRIPTION AND A PRELIMINARY EVALUATION

Given the mixed review we have provided regarding the degree to
which the Durham County system of recruitment and selection is presently
achieving its intended goals, one cruld easily conclude that what is
going on in Durham County is no more or nc less well developed than what
is going on in many school districts throughout the nation. A naive

cbserver who entered the Durham County School System and who was unaware
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of the numerous position papers, committee meetings, planning sessions,
and training sessions over the last four years would be unlikely to
observe empirically anything in the recruitment and selection process
that was unusual, exemplary, or particularly innovative. But, there is,
we think, something quite different going on.

What the Durham County schools seem to be attempting is to
fundamentally restructure the way practicing teachers and administrators
think about and behave toward personnel issues, especially at the
building level. What has transpired to date, we believe, is a long-
term staff development program aimed a. increasing teacher and
administrator awareness of the nature of personnel management and its
linkage to the improvement of school performance. Indeed, the three
schools all reported that only a small portion of time and resources
allotted to the comprehensive system was spent on recruitment and
selection (typically about $1,500 out of about $30,000).

As late as September 1983, a position paper dealing with the
recruitment and selection of professional personnel ended with the

following statement:

The members of the review and study site teams will, in
effect, need to go to school together as teachers and
learners. This is essential if we hope to move to the level
of analysis which is critical to conceptualizing a recruitment
and selection system which is consistent with our stated
goals.

Viewed as a staff development effort intended to raise awareress
regarding issues of teacher selection and retention and other personnel
management issues in schools, the Durham County initiative has moved
quite effectively. One cannot read the minutes of the planning
committees without being impressed with the increasing sophistication of
principals and Central Office staff in addressing various personnel and
general school management functions. Indeed, some of the position
papers could be published in referced journals.

Our preliminary assessment then is that although Durham County has
not really addressed the problem of recruiting qualified applicants, it

has had some teacher participation in the selection process. The Durham
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County experience suggests that by using recruitment and selecticn as
the initial force for developing a comprehensive personnel management
system, one can enhance the awareness, involvement, knowledge, and
technical competence of senior teachers regarding the<e issues. By
having senior teachers directly involved in stating what they expect of
beginning teachers (and implicitly of themselves) and how beginning
teachers should support and evaluate (and implicitly how they should
also be supported and evaluated), it may be possible to reduce
resistance to some forms of staff development. Furthermore, by
assigning teachers to special roles and status (e.g., core staff), it
may be possible for school systems to move toward a pattern of
differentiated staffing associated with differential rewards and status,

without engendering a great deal of resistance.

CONCLUSION

The RAND Corporation selected the Durham County School System as a
site for study because this school system was judged to have a fully
developed personnel maragement system, especially in the areas of
recruitment and selection. This case study leads us tu the conclusion

that the judgment was not altogether justified. Conceptually, as

revealed in position papers, minutes, etc., the Durham County system is
well developed. In our experience, few systems have available to them
such comprehensive and sophisticated statements about how personnel
management can and should occur.

The difficulty facing Durham County is translating these ideas into
practice and policy. This difficulty is compounded by the fact that the

unifying notions that undergird the Durham County system, as it is

conceptualized, are often antithetical tc the strong value principals
placed c¢n decentralization and the maintenance of their relative
autonomy. Whether the personnel development system, including
recruitment and selection, that has been conceptualized for Durham
County will, in fact, become operational in all schools in the system
depencs, we believe, on two conditions: (a) whether and how the
district resolves the dilemma of centralization versus decentralization,
and (b) the willingness of the present superinrcndent to give the

comprehensive system high priority.
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In effect, what the Durham County School District has developed is
a mechanism of encouraging and supporting local schools to develop
individual comprehensive perscnnel development systems. For those who
are convinced that the building level is the most important place to
develop change in schools, the Durham County program should continue to
be of high interest. For those who are looking to a unitary or
exemplary response to how school systems might moie effectively recruit

and select new teachers, the Durham County case is less interesting.
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