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Preface

In marked contrast to the intensive scrutiny of the principalship by academics,
researchers. representatives of professional bodies. voliticians and the public at
large. the superintendency has remained relatively immune from the glare of the
spotlight, until recently that is. In our view this is a somewhat anomalous situ-
ation, if only because there are some 15,000 school districts each headed by a
superintendent, as well as other senior executives of equivalent status or above in
central education agencies. Collectively, they operate a budget derived from the
public purse of quite mind-blowing proportions. Until recently we have known
relatively little about them — who they are. what they do and to what effect —
except to say they are now the subjects of close scrutiny given that there is today
a widespread public dissatisfact:on with the quality of schooling across America.
What are their needs now and in the future? What makes an effective school
system leader and how can potential executive leaders be screened, selected, prepared
and further developed? Recent conceptualizations and research focussed on these
sorts of question, have provided the motivation for this book.

In the recent past a considerable intellectual effort has been applied to the
solution of problems that have emerged from a series of official reports that are
commonly referred to in proressional circles. Frequently their substance is clouded
by media hype. The intellectual effort, howeve., to problem find and problem
solve. has not been uniform across the country. Rather, it has tended to occur in
pockets in a4 somewhat desultory fashion. There are now signs, however, of a
conststent body of research and practice emerging that is innovatory in nature and
scope. This new knowledge base provides us with a more optimistic view of the
nature of the superintendency than that which was evident during the last decade.
It can intorm us about what needs to be done to regenerate and revitalize the
superintendency . We consider a dynamic research base to be a vital adjunct to the
successful retform of the American public schools and school districts on which
the well-being of the nation ultimately depends.

One of the centers of excellence for research and exemplary practice that is
probing the substantive nature of the superintendency, supporting the develop-
ment of superintendents in the field and assisting with their selection and pre-
paration is lodated at The University of ‘Texas at Austin. This book is the result
of collaborative efforts by researchers based mainly at The University of Texas at
Austin. and funded by the Meadows Foundation of Texas.

The focus of their work was identifying and mappin + out the needs ot senior
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educational executives and evolving a system tor their ongoing and further pro-
tessional development in the field. This research and development has taken place
under the auspices of the embryonic National Executive Development Center
(NEDC) established by the American Association ot School Administrators
(AASA).

New findings, stemming tfrom the considerable efforts of the Meadows Project
Team. and supported by a growing number of dissertations, prompted us to
disseminate this body of research to the academic and protessional community
as a matter of some priority. This book, however, is but part of that effort. A
monograph addressing instructional leadership and a series of papers have been
prepared and are in press or published in the relevant journals. This volume
represents a coherent synthesis of some intense research activity that is now
beginning to appear in journals in a piecemeal fashion.

Shirley Hord opens the account in Chapter 1, taking research on the principal
as instructional leader as her model and inspiration, and partialling out the impli-
cations and relevance of this for the complementary but distinctive role of
superintendents. It is tashionable to talk today of leadership forces. It seems not
unreasonable from this standpoint, to infer that it is the interaction of these forces,
represented by those who tulfill the roles of principal, superintendent and school
board official. as being instrumental in providing the needed vision, guidance and
leadership tor the achievement of desired educational ends. Each player can learn
off the other m this regard.

The tocus becomes more narrosw m Chapter 2, and in Chapter 4, where Tom
Glass distills a selected body of research. chosen for its pioneering nature m im-
tially contributing to a map of the superintendency territory, with no claims tor
comprehensiveness. In Chapter 3. he takes an unashamedly normative stance in
considering current practices and realities in the light ot what ought to be, to
achieve and maintain excellence in the superintendency. just what are the charac-
teristics of superintendents who have been designated as being “exemplary'? Surely.
these are the successes of the profession and those preparing tuture superintend-
ents should look hard and caretully at the profiles of these individuals.

In Chapter 5. Shirley Hord and Nolan Estes examine the highly problematic
area of superintendent selection by school boards. The premise of this chapter is
that preparation of superintendents must be configured to, at least partally meet,
the needs and perceptions of the consumers, namely, the school board. In Chapter
6, David Carter and Ben Harris consider some conceptual and empirical problems
related to the diagnhosis of executive knowledge skills and competencies, as well
as the potential use of highly focussed diagnostic data for professional growth
planning.

‘The use of assessment methods tor selection and screening and, rather uniquely,
tor personal development plans in which executives retain control over their own
self-energized assessment data, is treated by Judith Loredo, Ben Harris and David
Carter in Chapter 7. Judith Loredo and David Carter extend this perspective
to the selection and preparavon of admunistrators tor senior cxecutive roles in
Chapter 8.

I a text such as thise one might expect a chapter entitled Leadership for
Learing — Learning for Leadership to open the dialogue. Instead, we have pre-
ferred to leave this unot the end of the book in Chapter Y. In this chapter David
Carter synthesizes and integrates the knowledge base developed at ‘The University
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of Texas at Austin with what we know about the nature of leadership and iis
much needed transtormative power to realize the reinvigoration of American
education.

As a research team, we felt the need to include an epilogue. As well as
tooking retrospectively at the work already done and currently underway, we
also wished to project ahead, to present a future of what has vet to be accom-
phshed and the infrastructure being put in place to facilitate this. From early
beginnings centered around the Texas pilot site. the still-evolving National
Executive Development Center is embodied in various sites across the nation. A
h decentralized approach with a suitable division of labor was conceived expressly
to research and develop packages and processes inan open way ftor the ongoing
; professional development of superintendents. The form., nature and organizational
arrangements to achieve this goal are presented by David Carter and Tom Glass,
last of all in Chapter 10,

It we have accomplished the task we set out to do, it should leave the sertous
reader with a sense of what has been completed thus tar, what remams to be done
e and the magnitude of the tasks involved. Above all, from our perspective, we
would like to impress readers with a sense of how a high quality, diagnostic and
action-oriented, protessional growth system that meets the present and tuture
needs of the superintendency might be achieved in a realistic fashion.

This manuscript has been completed in several locations ranging trom Texas
and linois to England and Australia. We would like to thank especially Angela
; Smith and Kathleen McDaniel at the University of Texas at Austin tor word
processing early sections of the manuscript; Sheena Carter, Laurie Coonan, and
Javne Piscioneri at the University of Notre Dame Australia for important middle-
stage revisions; and Lori Kitchens and Lonne Parent, on statf at the Southwest
Educational Development Laboratory, Austm, who produced the final copy ftor
;- publication. All contributed and participated so competently and cheerfully.

: Finally. we have had colleagues and graduate students too numerous to name

mdividually, who have read and constructively commented on sections of this
= book. We are most gratetul tor the advice and commentary they gave. Any
deticiencies in the hnal product, however, are of our own makmg -— not theirs.
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Chapter 1

Smoke, Mirrors or Reality:
Another Instructional Leader

Shirley M. Hord

Fhe current interest in, and attention to, leadership appears to be unprecedented
m this nation's history, Not only is the analysis of corporate executive officers’
Teadership the tocus of much of the television and other media coverage. but
leadership at all levels is being recognized and publicly applauded: the high school
sports team leader, the community’s women volunteer leaders, even 8-year-old
cub scouts are singled out and valued for their demonstrated leadership. In this
milicu educational leadership has not escaped attention. The surfeit of national
commission reports are all clear in their demands tor a new view of educauonal
leadership that will solve current problems and bring new visions to address
pressing soctetal concerns both now and for the future. There are those who
beheve that the role of the school, and of those leading the school. is ved inexor-
ably to the common ‘good’, and that preparing voung people to function success-
fully and to contnbute maxmmally to an improved soctal order will benetit all
citizens,

tligh-sounding rhetoric! Nonetheless, 1t is not over-dramatic to assert that
the nanon’s economic and cultural survival and hopes for the future ride in large
measure on the shoulders of our schools. and thus mier alia, on the leadership of
«hool superintendents. Such g relationship suggests a requirement for super-
mtendents who are looking beyvond buildings. buses, and bonds to students and
mstructional improsement. Thus, the superintendent’s priority attention is on the
schools' thirteen-vear student “product’ and “consumer’, and on how each student
v prepared to fit s an efectively functioning adult now and m tomorrow’s
sactety, Some contend that such administrative leadership is a critcal factor in
cAlectine schools, bor example, Coleman (1986) maintains:

This component (admimstrative leadership) has emerged from virtually
all the eftective school studies as critical, even when the initial expecta-
tions did not include it as a factor. Any consideration of school district
processes necessartly muastinclude feadership as a primary hoking mecha-
nisnt. (p. Y3

What 1 bold leadership? While the concept is developed m Chapter 9 of this book,
¢ sunple defimion dharactentzes leadership as guidance for movement from an
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existing to a preferred state. Assuming that to be the case. a vision of the preferred
state is required, as are change strategies for inducing the organization to move
toward the preferred state. What is known about superintendents operating in
these modes? Not very much, but a knowledge base is evolving as is made clear
in this chapter and elsewhere in this book. The rowe explication of the etfective,
improvement-oriented principal has been the focus of much study and consequently
a burgeoning research base. Unlike the study of principals, disciplined inquiry
into the superintendent’s effectiveness is still in its infancy (Hord, 1990; Muller,
1989): there {5 a lack of models te support such mtetlectual work. Can the in-
structional leader principal serve as a model prototype paralleling the role of the
superintendent in this area?

Utilizing the emerging rescarch base that examines superintendents’ problem-
solving processes and roles in eftective districts, this chapter explores the evolving
literature and the underlving imperative of superintendents” leadership both now
and in the tuture.

The chapter is organized in three sections:

(v the first provides a brief review of the chiet education otficer’s vari-
cus  publics and  their current expectations  for  superintendent’s
pertormance:
in the second section, the new tmdings emerging tfrom research on
cttective superintendents are presented; two paradigms that portray the
ettective principal are mtroduced, and the "fit” between superintendents’
tindings and principals’ frameworks is explored;
tinally, for increasing the eftectiveness of instruction district-wide, the
relationships between superintendents and principals are examined,
noting the implicadons for the education of the school board and
community and tor the continuing professional development of
superintendents.,

Finances and Facilities vs. the Future

Depending on just who is responding, the role detinitions ot superintendents vary
widely. Those who occupy the role adhere to ditfering definitions from those
outside the office — school boards, school statt, and the public at large. The chief
cducation officer is a resident in the ever-widening contexts of these constituents.
How the latter perceive the role and what they vahue most about it can significantly
influence the way it is exercised by incumbents, but let us look first at the CEO'S
views,

The Supcrintendent Looks at Herself/Himself

Mirror, mirror on the wall,
Just what am 1, after af?

Such might be the query of many superintendents currently active in the
position, Ina stady to Tearn o gendery mtnenced the supenintendent’™s view of
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his/her role (Youngs, 1988), it was discovered that halt of the men and half of the
women sampled viewed themselves as leaders, while the other 50 per cent of each
group perceived themselves as managers. Furthermore, age was the factor that
served to differentiate most between the different views across the study sample.
Men and women under the age of 45 saw themselves as leaders while those over
45 viewed themselves as managers. Much attention and space has been given in
the literature to differentiating management from leadership (see Chapter 9). Suf-
fice it to note here that, as already suggested in the introductory passages. lead-
ership can be thought of as entailing a visionary or symbolic dimension that
addresses movement and change. while management is seen as securing an orderly
status quo or the smooth operation of routines.

Additional studies addressing superintendents reported that aspects of their
role identified as most important to them involved financial issues, building a
positive chmate to support and facilitate the work of staff and students, and an
effective curriculum (Collier, 1987). How superintendents are influenced by
self-perceptions of their careers and role(s) may be characterized by the place-bound
and career-bound categories of superintendents: the place-bound superintendent,
who does not see him/herselt” moving onward and upward or in leading the
district forward, curbs change and maintains the staes quo; the career bound or
upwardly mobile superintendent, conversely, guides the svstem i new wavs
through the deselopment and adaptation of new policies and practices (Crowson,
1987).

Given the disparate views of the role held by superintendents, it is not
surprising that boards, also, difter among themselves and in contrast to the chief
education ofticer. Of special significance is the influence the board can exercive on
the superintendent’s role. Such divergent perceptions impact and create tensions
when superintendent role perspectives compete with the board’s. It is instructive
to consider, then, what views are characteristic of boards?

The Eye of the Board

One-hundred-and-fitty school board presidents representing districts of various
size, geographic region, and amount of wealth, were studied by Pringle (1989),
who found that board presidents agreed *skills considered most critical tor selec-
tion and contract renewal . .. (were) those of providing information to board
members and building a relationship of trust and respect with the board’ (p. vii).
Other areas deemed important (bevond the boards' self-interests) were those of
professional staffing and evaluation, together with attention to the ways in which
central office staft were organized. In Pringle’s study, board presidents were tound
to be less concerned about operations and auxiliary services, results that differ
from other studies of boards and their views of the superintendent. Pringle re-
ported that the literature available for review reflected priority roles for the super-
intendent in the areas of 'finances, facilities, operations, personnel management.
board relations and community relations’.

In contrast, narrative responses solicited in his study revealed that board pres-
idents were also interested in the instructional-related abilities of superintendent-
as-candidate and superintendent-as-incumbent. In a concurrent review of the
literature, Hord (1990) also found boards’ interest in superintendents’ capabilities

3
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to manage finances and personnel to be a high priority consideration. At the same
time, it appears that boards generally are not in agreement about the area and
degree of the superintendent’s license to demonstrate leadership, thereby providing
the potential for superintendent/board conflict (making it easy to understand why
boards prefer superintendents who ‘build a relationship ot trust and respect’).
Alvey and Underwood (1985) described a ‘tug-of-war going on in many school
systems (with) board members . . . and superintendents . . . each trying to edge
more responsibility . . . especially concerning personnel’. Hentges (1986), however,
reported a balance 1 power with the superintendent’s role predominating on
internal policy issue:. where his/her professional technical expertise is of importance,
and boards taking a stronger deciston-making role in external policy issues.

And Others

The advent of 'politics and the emergence of militant action-oriented interest groups
have significantly impacted the superintendent’s activities. The politics of com-
munty groups with particular interests to pursue, and the district’s influential
professional statt associations and unions, have had a profound eftect on policies
and practices in some school systems. This “politicization” of public education
(Lupmi. 1983) has resulted in more than the usual active myvolvement of board
members and others, further complicating the superintendent’s role. Flow all these
activities play out in the public press on a slow news day is easily observed.

On a more positive theme, there are some, like Tucker, who propose that
superintendents adopt a role of managing people who think for a living as distinct
trom those who are just told what to do and expected to get on with it as directed
(Tucker. 1988). With this view, Schlechty and Joslin (1986) maintain that knowledge
work will be the most dominant occupation of our country. with teachers under-
taking a deciston-sharing role, requiring the redesign of authority relationships in
a school system. In describing this new model, Schlechty and Joslin portray ‘the
superintendent . . . as the chiet'teacher .. . who detines problems and inspires others
to solve them. Leadership. then, is more important than managerial skill, though
managerial skill 15 not to be discounted”.

In summuary . school boards as instruments ot public policy have articulated
roles and expectations for their superintendents to perform in certain wavs. In
addition to the way superintendents and boards view the role, others outside or
peripheral to the confines or restraints of the school system promote extensive
lists of sKkills, tasks and responsibilities they consider should acerue to the super-
mtendent’s role. ‘The eftorts of community interest groups and political action add
turther to the demands placed o the chief education oflicer for performance and
accountability. In short, the modern superintendent is required to be all things to
all people.

These multiple and frequently competing perspectives, role expectations, and
deniands do not bode well tor the person in the “catbird” seat. With mixed per-
ceptions, an unrealistic array ot expectations. and multiple role definitions
akounding, it is not surprising that the art of politics has talen precedence over
the craft of instruction in the superintendency. It instruction is to be accorded the
highest priority by our schools, it would seem important at least to discover
which role requirements of supermtendents relate most powertully to effecuve
instruction — & topic to be examined in the nest section.

4
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Effective Leaders

There is an extensive research base on effective principals (Duttweiler and Hord,
1987) but a critical lack of much research-based knowledge about the effects that
superintendents have on their districts that relates to student outcomes, the pre-
sumed focus of district programs. Wimpelberg (1988), Leithwood and Steinbach
(1989), and others (Hord, 1990) have called attention to this fact, exhorting
researchers to contribute to a much needed research base. Modestly and increas-
ingly, study findings are accumulating. and though the quantity of results is still
relatively small, they commonly exhibit a great potential to increase understanding
about superintendents’ ettects on instruction. See for example, Harris and Wan
(1991) and Muller (1989).

Superintendents: Their Work in Effective Districes

Mast of the recent studies reported here have gone beyond the short self report
survey method and have employed multiple data collection techniques including
interviews with subjects, colleagues, subordinates, and community members;
examination of documents; ethnographic field studics to observe the subjects in sing
and so on. Further, most of the subjects and samples studied have been identified
on the basis of their efferts on district policies and practices and, more specifically,
on student academic outcomes. Such study samples, though smali, stand in contrast
to those selected on the basis of “reputation’ by persons not in direct contact with
the district and its daily operations. The work of these subjects, superintendents
1 ettective districts, has been examined and reported by several rescarchers and
a briet review of their findings {ollows,

In a series of three reports of twelve etfective districts, Hallinger. Murphy
and Peterson (1985, 1986, 1987) prosvided clear intormation about the role of the
superintendent in district etfectiveness. According to Murphy and Hallinger (1986),
the superintendents of these twelve effective districts were characterized as setting
godls and establishing expectations and standards, selecting staft, supervising and
evaluating staff, establishing an instructional and curricular focus, ensuring con-
sistency in curriculum and instruction. and monitoring curriculum and instruction.

Some of the superintendents collected products of the schools’ work and used
meetings of various sizes, formats, and composition to investigate implemen-
tation of instructional processes. They inspected curriculum and instruction in
operation through visits to schools. Student achievement results were used in
teacher and principal evaluations by two-thirds ot the superintendents. They were,
in a word, seen as being directly involved in the technical core operations of their
districts (Murphy and Hallinger, 1986).

Murphy, Hallinger and Peterson’s paper (1985) added that the superintend-
ents were also engaged in culture building: communicating with statf; developing
team activities, showing concern, and building morale; and resolving problems,
cutting through paperwork, and securing rapid solutions to pressing problems.
They were the primary actors in linking schools and district offices, promoting
closer relationships between district and site administrators. and mandating
administrator statt” development that tocussed explicitly on curriculum and in-
struction. The superintendents’ message was “every child can learn’, and principals
were expected to realize this ideal in practice (Murphy. er al., 1985).
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Peterson, Murphy and Hallinger (1987) reported that superintendents in
effective districts did not believe that ‘instructional technologies are totally idio-
syncratic, evanescent and unspecifiable’ (p. 18): therefore. they specified instruc-
tional models and teaching methods to improve student learning outcomes. To
ensure that instruction was attended to, they communicated the expectation thut
the identifted models would be used. They established goals and standards for
evaluation, and they put in place support structures through ongoing staff devel-
opment activities and the allocation of budgets to support these initiatives. They
signaled in powerful ways that curriculum and teaching were important (ibid.).

In comparing two small rural districts with similar communities, the charac-
teristics and activities of the District B superintendent appeared to be significant
to the district’s success (Jacobson, 1988). For example, to improve student per-
fornuance, teachers’ pertformance was nurtured through professional development,
and monitored. If teachiers did not pertorm in accordance with expectations, they
were dismissed, pressured into retirement, or denied tenure. In turn, teachers
were suppuorted in student achievement eftorts through a strictly enforced code of
student discipline by the administration. "iie improved student behavior contributed
to improved teachers” working conditions.

Teachers were encouraged to work collaboratively to address problems and
to experiment with the curriculum, The superintendent regarded faculty as the
agents of change and held them accountable for improvement. To facilitate
this mitiative, he supported staff as they upgraded course offerings, materials,
facilities, and their own professional development. In this small district. the
superintendent worked directly with teachers, rather than with principals. Gains
in student achievement was the goal of the superintendent and he pursued this
outcome aggressively even at the risk of faculty and community opposition
(Jucobson, 1986).

Coleman and LaRocque (1988) examined the activities of superintendents in
high-pertorming districts and contrasted them with superintendents in less suc-
cesstul districts. They concluded that the superintendent’s leadership was the single
most important factor i creating a positive district ethos, with both cultural
elements and technical factors contributing to its success. In explaining district
cthos, they identitied six activity and attitude "tocusses’ that were given attention:
learmng, accountability, change, caring, commmitment, and community. For each
tocus, the superintendents emphasized being accountable, and being improvement
and adaptation-oriented. In addition, they consistently established ani followed
through on their expectations.

The superintendents influenced statf by reference and adherence to the domin-
ant norms of accountability and collegial responsibility for declared objectives. In
the high performing districts the superintendent established a consensus through
using comumittees as consultative bodies, accessing teachers through principals,
and using principals as reactors to ideas. 'he superintendents were perceived by
the researchers as a presence in the schools and community, modeling energy and
effort tor the statt and demonstrating accountability to, and on behalt of, the
community, Their overall eftect was manifested through the ‘creation and
maintenance of a positive district ethos’ (ibid., p. 33). Ethos in this respect may be
thought ot as the pervading dimate or culture,

superintendents, reported by Pollack, Chrispeels. Watson, Brice and
McCormach (1988), were regarded by district and school level administrators as
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key players in setting and guiding improvement goals. They were also regarded

by themselves and others as modeling instructional leadership, especially in a

= symbolic sense through the image they projected as they visited schools on a
regular basis. They played an active role in monitoring change and improvement
etforts, focussing on curriculum issues as the fulcrum for planned change.

Again, direct control over principals’ behavior was exercised through selec-
tion, supervision and evaluation, and through enhancing professional socialization
by means of training and staff development. Indirect influence on principals and
improvement etforts occurred through setting goals, allocating resources, devel-
oping curriculum and evaluating instruction. and by analyzing test data. This
torm of district control was not seen by subordinate staff and the broader com-

= munity to be denigrating of principals who were themselves generally accepting

: the directives they were given, and being supervised in a developmental and
nurturing way. The superintendent’s role with principals included setting goals
for change, articulating the district’s goals, and modeling priorities for change
through visibility. proximity and monitoring. They also provided support through
staft development, on-site assistance and resource provision.

Ihe cultural characteristic typical of the improving districts was the belief
= that educators in the schools could increase student achievement (ibid.).

In identitying the superintendent’s role in reform, sixteen district leaders were
studied by Paulu (1988), and several generalizations from the results were reported
by the investigator. First, the superintendent created an expectant atmosphere

- where reform flourished by encouraging staff to share ideas and take risks and by
- rewarding those who initiated change. Fundamental to creating such an atmosphere
was to build trust with all staft betore the introduction of change efforts. Estab-
lishing ties with all constituents was also important, but the relationship between
superintendent and principal was identified as particularly critical to outcome
success. Also cited was the development of credibility with minority group
members and building trust with the media.
- Second. superintendents’ initiatives for their districts’ improvement required
a comprehensive vision-based plan. While the superintendent introduced the plan.
other participants molded it through their work in committees charged with the
development of a fully articulated vision and long-range plans congruent with the
shared vision,

Third. communication of the plan was the responsibility of the superintend-
ent, and was done in a variety of ways in order to reach all people who would be
directly and indirectly affected by the plan. Because they may be a step ahead of
those they lead. successful superintendents communicate plans carefully and in
convincing and persuasive ways to their multiple audiences.

Fourth, after plans were made they were executed. Thus, superintendents
provided for the training of staff and all those involved in implementation. They
delegated responsibilities but remained. however, actively involved in monitoring
events. If plans did not proceed as intended, modification or elimination of some
clements was considered by the superintendent and/or others responsible for
implementation. In other cases, barriers had to be eliminated. These sixteen
superintendents were reported to be at various stages in their reform efforts, and
they remained optimistic about their expected resutlts (ibid.).

In a study of big city school districts” improvement eftorts, Hill, Wise and
Shapire (1989) selected «ix districts for investigation: Atlanta, Cincinnati, Miami.

7

BRI

PAruitext provided by exc [




Shirley M. Hord

Memiphis, Pittsburgh and San Diego. A key finding was that ‘No improvement
effort can succeed without an active school superintendent . . . (p. v). In explain-
ing the contributions of these specific actors to the process of improvement, the
researchers concluded that “The school superintendent is usually the single most
important actor in the improvement process, whether that person is the initial
architect or an indispensable member of a coalition of imprevement-oriented
groups. No improvement effort that was studied caught fire without an active
superintendent willing to interact with community forces to attack the school
system’s inertia’ (p. 20). What did these six superintendents do?

First, they worked with their boards and the community to establish a public
mandate of goals and priorities to guide the policies of the school system. The
resulting goal statements were broad and general but meaningful guides for actions,
providing agreement on direction and focus. Superintendents created these mandates
in various ways, but they reflected ‘public needs and aspirations’ and granted
greater authority than would normally be the case to the superintendent.

Second, these superintendents almost guaranteed results, but did not promise
overly-ambitious short-term outcomes. Thus, they helped the community to
understand that change and improvement would take a long time to achieve.

Third, the superintendents strove to assure that the improvement effort would
be continuous and would not disappear if the current administrator moved or was
replaced. By cultivating and nurturing younger administrators in the philosophy,
processes and intermediate effects of the change efforts, its continuity might be
assured.

Fourth, relating to the community at large, which is necessary for any
district-wide improvement, means meeting the politics of race. income and
ambition head-on. The superintendent’s race was a factor to be reckoned with
in these large, urban communities and these three black and three white super-
intendents did just that, in addition to addressing in a personalized way the needs
of all children regardless of their race or family income.

Fifth, while the preceding four areas represent external issues. there was the
internal dimension to be dealt with. Inside issues focussed on three strategic fac-
tors: information, principals and professional expectations. First, the information
flow during change efforts was increased, and the media used to keep priorities
and emergent needs up-front in the public mind. Second, a common means for
managing change, identified by five of the executives, was to manage principals.
They did so by reorganizing and eliminating organizational structures to make
their relationships with principals readily accessible. *Under new arrangements
they (principals) reported to area superintendents . . . and through them to the
superintendents . . . the line relationship between principal and superintendent
re-emphasized the idea that the principal, responsible for the whole school, reports
only to administrators with comparably broad concerns’ (pp. 25-6).

‘To address the third issue, these superintendents spent major parts of their
time in schools, treating teachers and administrators as professionals, yet leading
them by articulating priorities and providing guidance and exemplary role models.
Their symbolic actions — classroom visits, participation in principals’ perform-
ance reviews or a school award ceremony — comveyed what was important. To
make their expectations tor quality performance absolutely clear, four of them
paid unannounced visits to schools to deliver ultimatums for improvement
if needed. and firing of principals as nccessary. Principals were used as the
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instruments for inducing and facilitating change, and were also the focus of change
and improvement in the direction needed (ibid.).

Muller (1989) investigated the relationship of superintendent instructional
leadership competencies and elementary principal effective instructional leader-
ship behaviors to school effectiveness. He found that superintendent competence
in the area of organizing for instruction was the best predictor of campus and
district effectiveness. According © Muller eleven tasks are included in this area,
namely:

(i) The executive understands instructional design;

(i1) The executive establishes priorities among the district’s instructional
goals and objectives:

(iil)  The executive adopts instructional methodologies that facilitate the
efficient delivery of the district’s curriculum;

(iv)  The executive develops an instructional and resource management
svstem that implements the district’s instructional philosophy;
l'he executive develops goals and objectives that guide the district’s
instructional philosophy;
The executive provides an instructional evaluation program that accu-
rately monitors the instructional program;
The executive monitors student achievement through feedback from
the instructional evaluation program;
The executive maintains a system for instructional change;
The executive maintains a system of instructional improvement that
seeks to upgrade the process of student learning;
The executive ensures that the district incorporates varied and diverse
mstructional methodologies that allow for 4 wide range of learning
styles that exist in a multi-racial student population;
The executive stipulates that homogeneous ability groupings within
classrooms do not segregate students into racial or other inappropriate
groupings. (p. 127)

While this study does not suggest a causal relationship between superintend-
ents” tasks and district effectiveness, it reports a signiticant correlation between
these variables (ibid.).

From a descriptive study of forty-nire reputationally nominated superintend-
en's. Buck (1989) identified seven most frequently described transformational
leagership behaviors. The results are reflected in Buck’s research-based behavioral
deainition of a transtormational superintendent leader. According to Buck. such a
leader uses leadership that goes beyond merely managing the system to helping
the system achieve its next stage of evolution: sharing a vision that becomes the
tused purpose of the vrganization; and communicating this vision. tormally and
informally in order to provide up-to-date information to different audiences
regarding the status of the organization.

The leader accomplishes the district’s mission hased on the vision by intially
conceptualizing a specific future: engaging in appropriate risks to bring about
change; involving others in goal setting and decision making; empowering others:
and communicating the vision to every level of the vrganization. The leader con-
cerns herselffhimself about the individual, is committed to quality development
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of others, and seeks to move followers to becoming self-actualized. He/she
demonstrates a positive attitude and a strong value system that includes being a
strong advocate of quality education for students and educational reforms; dem-
onstrates and models the directed learner, continually seeking to improve and
develop skills personally and professionally; and portrays an enjoyment of his or
her work and profession (pp. 201-2).

From this concise review of recent studies, an erergent picture of the cftec-
tive superintendent is forming. Do superintendents exhibit a unique set of behaviors
- or is there a parallel to school-based leaders, i.e., principals?

Leithwood and Steinbach (1989) examined the problem-solving processes of
superintendents in order to better understand what they do. With minor refine-
mients. they used a methodology for their sample of “expert’ and ‘typical’ super-

= intendents, similar to that which had proven successful in their previous studies
of expert and typical principals. An information-processing orientation to prob-

lem solving that was employed in their research on princpals was used as a
framework for the study of superintendents. Leithwood and colleague referred to
Schwenk (1988) who judged such a perspective in understanding the strategic
) decision making of senior executives to be appropriate and relevant. From
= Leithwood and Steinbach's report, it seems reasonably easy to infer that the re-
searchers were satisfied with the results of transporting the methodology they had
devised for the study of principals to that of superintendents.

There were similarities as well as differences in the results obtained from
expert principals and superintendents. Expert superintendents, for example, dem-
onstrated an undeniable air of self-confidence; this same posture of certainty was
- expressed by expert (but not typical) principals. Some of the differences between

expert principals and superintendents seemed to be a ‘function of work context’.
) For example, superintendents had significantly more problem solving resources,
= such as instantly available and accessible information. The researchers hypothesized

- that differences between superintendents and principals may be attributable to the

; expanded experiences of superintendents in the broader, more diverse environment
in which they operate.

- On balance, therefore, while superintendents’ and principals’ work environ-
ments differ. it seems not unreasonable to consider the use of common methods
and structures for investigating and analyzing both principals and superintendents
- — not only their problemi-solving processes but also the components ot what they
do in their jobs, leading & school and leading a district.

Principals: Their Work in Effective Schools

Two frameworks used in describing and explaining eftective principals appear
useful in considering the role of the effective superintendent as well. One iden-
tifies components that distinguish between effective principals and others. and the
= second addresses three principal styles of facilitating change, with one style more
_ characteristic of effective principals. These frameworks are presented, and the
’ body of recent research summarized above on superintendents is then examined
_ for its fit with these models.
As already noted, there is an abundant literature on the principal as an in-
structional leader and the results of rescarch on principals’ leadership appear quite
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Table 11 Relationship of principal leadership to successful change

Effective Principal Effective Change

Vision Innovation Configuration

Goals and Expectations Developing Supportive
Supportive Environment Organizational Arrangements

Training
Manitoring Monitoring and Evaluation

Data-Beased Interventons Providing Consuitation
and Reinforcement

External Cornmunication

Adapted from Hord, S M Rutherford, WL, Huling Austin, L.L , & Hall, G.E (1987} Taking
Charge of Change Alexandria, Virgina Assoc:aton for Supervision and Curniculum
Development

consistent. As an example of one summary, Rutherford (1983) explicates five
factors of eftective principals, or five components of their roles, namely, they:

have clear. informed visions of what they want their schools to become
— visions that focus on students and their needs;

translate these visions into guals for their schools and expectations for
the teachers, students, and administrators;

establish school chimates that support progress toward these goals and
expectations;

L‘Untinuuusly monitor progress; and

Intervene in a supportive or corrective manner, when it seems
necessary. {p. 32)

Not surprisigly the actions of these improvement-oriented school-based
leaders parallel the types of interventions found to be associated with successful
school change. This alignient is depicted in ‘Table 1.1,

Not only has the research on principals revealed what they do, reported briefly
above in the fiive-factor framework, but studies have also illuminated our under-
standing of how they do it. Hall, Rutherford, Hord and Huling (1984), drawing
on mtensive studies of principals engaged in imp ovement efforts with their fac-
ulties. identified three ditferent wavs that principals work. The three do not pretend
to encompass all the ways all principals work, but the essential features of the
styles have been confirmed in cognate studies (Leithwood and Montgomery, 1982;
Thomas, 1978 Trohoski, 1984; Schiller, 1988).

Drawing on Hall, Rutherford, Hord and Huling (pp. 23~ 4). the three styles
and their definitions (characterizing superintendents) are as follows;

1 Initiators
Initiators have clear, dedisive long-range policies and goals . . . they have
very strong beliefs about what good schools and teaching should be like
and work intensely to attain this vision . . . they have strong expectations
for students, teachers, principals. and themselves; they convey and moni-
tor these expectations through frequent contacts with principals and clear
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explication of how the school is to operate and how principals are to
provide guidance and manage improvement . . . they solicit input from
staff and then make decisions in terms of school and district goals and
what is best for students.

Managers

Manage.s represent a broader range of behaviors. They demonstrate both
responsive behaviors .. . and they also initiate actions in support of the
change effort . . . work without fanfare to provide basic support to facil-
itate principals . . . keep principals informed about decisions and are sen-
sitive to principals needs, They will detend their principals trom what are
perceived as excessive demands.

Responders

Responders place heavy emphasis on allowing principals and others the
opportunity to take the lead. They believe their primary role is to main-
tain a smooth running district by focusing on traditional administrative
tasks, keeping principals content and treating all constituents well. They
view principals as strong professionals who are able to carry out their
work with little guidance . . . T .is seems to be due, in part, to their desire
to please others and in part to thzir more limited vision of how their
school district and all personnel should change in the tuture.

These paragraphs describing the normative approach typical of each leader-
ship stvle sumimarize the concerns, motivation, and behaviors of the three styles.
The initiator principal has been identified through research studies as the effective
principal (Rutherford, 1985) and the initiator description resonates closely with

the descriptions of superintendents in effective districts reported above.

Dwes the Shoe Further Fi?

Using the five-factor etfective principals’ framework . the findings on superintend-
ents are discussed and 4 composite of the tive-dimensional superintendent s de-
scribed trom a synthesis of the study findings ( Fable 1.2). These data are coltectively
powertul and provide a lens through which to look at the superintendent. as well
as principal, as instructional leader.

L'ision

Onverall the studies do not report much about superintendents’ vistomng. ‘this
may be a function of the study methodologies, i.e.. did the study questions
actually address superintendents’ vision-making? 1t is to be expected that the goals
and expectations espoused by superintendents come from some view they hold of
the tuture, though it is equally possible to believe that their goals represent more
short-range needs than those implicit in reflecting futuristic scenarios. Paulu
reported that planning for what they want their districts to become is an important
activity for superintendents. Others m the district may be solicited for their ideas
on molding and developing the plan for the future. Buck cited the superintendent
as sharing 4 vision that drives the organization to achieve its ‘next stage of evo-
lution®. While little 18 reported about vision, much was revealed about goals and
expectations, the next tactor tor consideration,
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Coals and expectations

All the researchers reported superintendents’ involvement in setting goals, com-
municating them to the public and articulating specific expectations to the dis-
trict’s professionals. Specifically, Hallinger. Murphy and Peterson characterized
superintendents in etfective districts as setting goals and establishing expectations
and standards, especially focussing on curriculum and instruction, to the point of
even identifying models of instruction to be used. The superinterdents clearly
signaled the high priority they gave to teaching and learning (Hallinger. Murphy,
Peterson, Coleman and LaRocque).

Jacobson's effective superintendent similarly articulated goals and the means
for acquiring gains in student achievement. Poilack et af. reporced district per-
ceptions that viewed the superintendent as the key person in setting, articulating,
and guiding improvement goals. Paulu’s sixteen superintendents widely commun-
1cated their plans and goals to all school and business constituents, and in various
ways they communicated earetully and convincingly so the goals would be under-
stood by multiple stakeholders.

Establishing a public mandate of goals and priorities to substantiate agree-
ment on the direction to be taken was one of the activities of successtul urban
superintendents in effecting change (Hill er al.). Muller reporied similar findings
on the effective superintendents that he studied. The urban superintendents, ac-
cording to Hill, spent time in schools articulating their priorities directly to school
personnel. Buck suggested that this sort of communication is done both formally
and mformally by exemplary superintendents. as a matter of course.

Suppertive envizonment/cdimare

Developing a district ‘ethos” (the climate/culture) was a strong thrust of the super-
intendents studied by Coleman and La Rocque. In the study’s high performing
dustricts the superintendents established consensuality as a norm, by employing
collegial committee work and cesultation with statt in order to produce positive
attitudes toward planned change. Hallinger, Murphy and Peterson reported the
etfective ditrict superintendents’ role in culture building: communicating with
sutt, developing teams, demonstrating concern and building morale. The super-
int--ndents established support through budget allocations and staft’ development
— a phenomenon confirmed also in the Pollack study. In Jacobson’s study of two
«mall, rural districts, teachers were supported in their improvement efforts by the
admumistratne enforcement of discipline policies with students.

Paulu’s findings described superintendents as creating an atmosphere ‘where
reform can Hourish™ by supporting idea sharing by staff, encouraging staff risk’
taking, building trust and rewarding change initiators. This building of an ‘ex-
pectant” atmosphere was done betore change was introduced. Hill cited treating
teachers and administrators as professionals by the superintendent as an important
aspect of chimate.

Monitoring

A critical factor in successtul change in schools is that of monitoring progress.
1 ikewsse, the effective transter of new learning in the sttt development process
that suppaorts improsement is greatly enhanced by monitoring behavior and skills
cha: ge. 1t s noted that effective principals are characteristically ‘quality control’
monitors, which also was 2 dominant aspect of the work of superintendents
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monitoring schools in effective districts (Pollack er al.; Hill et al.), and in moni-
toring classrooms (Jacobson; Hill et al.). Hallinger, Murphy and Peterson
reported that superintendents monitor personnel (principals), and curriculum and
instruction (also Pollack study). Some superintendents collected the products of
studerts’ work as exemplars of achievement. In meetings they inquired about
implementation. Student achievement scores were used as monitoring and
accountability indices for formative purposes (cited by Coleman and La Rocque;
Pollack; Muller).

The superintendents of effect:ve systems did not assume that once the plans
for improvement were in place realization of the vision was assured. Quite the
contrary, continual formative monitoring of progress was done to make certain
that the implementation ot change was happening and was on track. Monitoring
was also used to access data for providing support and assistance when and where
it was needed — the last of the five factors.

Intervening

The companion to monitoring is intervening with actions that will influence staff
to continue their efforts toward instructional effectiveness and improved student
outcomes. Interventions can reinforce what is being done, can cajole or coerce
statt movement, and/or can assist with trouble-shooting or problem-solving about
the impact of the change process. Intervening can take the form of inhibiting
inappropriate behaviors or celebrating positive progress. Some superintendents,
reported Hallinger er al., Pollack et al.. and Paulu, provided and mandated stsft
development for all players, a large scale intervention. They also provided on-site
assistance (Pollack). Jacobson found that teachers’ performance was monitored
and when performance was not as high as expected, interventions by the super-
intendent included dismissal, pressure to retire, or denial of tenure. Coleman and
La Rocque, and Pollack er af., discussed superintendents who modeled instruc-
tional feadership energy and effort for the statfs. If effects didn't materialize as was
cnvistoned and planned for, then superintendents modified or eliminated some or
all aspects of the plan accordingly (Paulu).

Clearly. an analysis of the superintendent’s work in effective districts., using,
the tactors characterizing effective principals, indicates that effective superinten-
dents are engaged in a similar range of activities. As the Hill et al. study reminds
us, unique findings related to the superintendency are tound in the broader district
context, seen as a highly political realm that the superintendent must interact with
m order to effect improvement. While the principal has responsibility for the
school’s public relations and political harmony on a smaller scale, it is likely to be
more homogeneous, and thus, logically less demanding. than the diversity to
be found within a larger district context.

Yet classroom, school, and district activities are nested, with classrooms
embedded in schools, and schools in districts, thus making it probable that district
level leaders can act in ways paralleling the activities of principals to affect district
outcomnes. Murphy and Hallinger (1986) make a strong statement, proclaiming
‘there are substantial parallels between the findings on the principal as instructional
leader and the role of the superintendent as instructional leader’. What is common
trom this bady of research then, is the possibility for two variables focussed on
effective instruction: the role of principal as instructional leader and the role of
superintendent as instructional leader. The interaction of these two variables,
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however, constitutes a third factor in district effectiveness plans. This interaction
is examined and discussed in the final section of the chapter.

A New Relationship: A New Alliance

‘There can be no denying the powerful influence of the site-based administrator,
the principal, on instructional improveient at the school level. The leadership of
the principal has been consistently cited as the most signiticant factor in the
success of campus change efforts. These efforts, however, thrive or die, supported
or otherwise, in the wider school district setting. Thus, for more powerful and
pervasive instructional leadership and improvement, atiention has begun to focus
at the district level.

Superintendent as Developer

Several issues demand a district focus. One of these is the obvious need for more
improvement simultaneously on more ‘fronts’. One school at a time is a theme
frequently heard. but such a pace or frequency is unacceptable in the light of
today's needs and tomorrow’s demands. A second issue stems from the needs of
principals themselves who have been called upon to personally adopt and implement
a new professional role (instructional leader and school improvement facilitator)
— new to 50-70 per cent of themn (Hord. 1988). This constitutes an innovation
for most principals and requires for this school building administrator the same
wupport, training, and technical assistance and coaching as any new practice or
skills acquisition. In most districts, this presents something ot a dilemma: who
will provide the assistance and coaching for the ongoing development of the
principal? The principal’s support and development needs originate in the chal-
lenge to improve student learning. and are logically linked to the superintendent
in effective districts via a chain of reasoning as follows.

For children to learn more successfully, teaching practices must change to
become more effective. Teachers require help in implementing new practices —
who will provide this assistance? The principal has been identified as the person
responsible for providing such help. This role demands new skills and behaviors
of principals. To implement the role, the principal requires help — who will
provide this assistance? The superintendent?

A number of the studies reviewed in the previous section identified the su-
perintendent as this ‘nurturer’. For exanple, Pollack et al. (1988) reported that the
superintendent exercised direct « ~ntrol over principals’ development through his/
her supervision and evaluation, and through enhancing principals’ professional
socialization by training activities and other methods. They used indirect influence
through setting goals jointly with principals and selectively allocating resources.
Principals generally accepted being indirectly directed in this nurturing manner, to
grow in the ways envisioned by the superintendent. Murphy et al. (1985) revealed
that superintendents took a primary role in mandating statf development for
administrators that focussed on curriculum and instruction, thus, preparing them
for their role in improving teaching and learnmg. In the Ll et al. study (1989)
superintendents cultivated and nurtured younger administrators (principals) in the
philosophy and processes of the reforn effort te dssure it continuation.

I




Q

Smoke, Mirrors or Reality: Another {nstructional Leader

As good managers of personnel, superintendents were providing the support
counterbalanced by gentle pressure. tor helping principals acquire new skills. Some
superintendents. however, were viewed as taking a more comprehensive and direct
role with principals, using principals as their instruments for promoting and
etfecting change and improvement.

Superintendent as Strategist

Paulu, in summarizing the role of superintendents as actors in reforming their
districts. cited the quality of the relationship between the superintendent and
principal as bemng particularly critical to the success of school and district change
eftorts. Hill er al. described the superintendents as managing change through
managing principals. They made the development of relationships with principals
much easier by removing organizational structures such as layers of personnel that
intervened between the two levels of administrators. After reorganization, prin-
cipals reported only to area superintendents and through them to the district
superintendent. The clear message from this change was that the principal who
was responsible tor his/her entire school would interact and report to administra-
tors with similarly wide-ranging responsibilities,

The superintendents made regular visits to schools for the purpose of w ork-
g with principals, identitying their priorities and modeling behaviors they wished
in turn to have emulated. These executive leaders used principals to carry their
message to schools, to implement their shared visions in schools, making reality
out of their dreams. By working directly with the principals and coaching them
in their new roles, they developed allies who would work with them to realize

their goals and objectives. Superintendents shared decision making with principals
(under particular circumstances), thus further enhancing their relationship with
each other. Once new norms were established, these teams of district-level/
schoul-level instructional leaders provided a powerful impetus and greater facil-
itation for increasing instructional effectiveness at the campus and district levels.

Concluding Remarks

In the USA. teaching and administering have become divorced from one another
(Cuban, 1988), and schools have come to be viewed by administrators as corporate
enterprises, rather than as centers for learning and growth (Gibboney. 1989). This
may be true generally. but it certainly does not come through the effective
superintendents’ stories described in this chapter. It is widely believed. however,
that administrative behavior derives from its context: therefore, significant reforms
in administrative behavior will occur when school system reform occurs (Crowson
and Hannaway. 1989). Exhortations for better performance, behavioral prescriptions
tor managerial success and externally-generated regulations will have little value
within existing structures (ihid.). Thus, at least two issues are basic to changing
what most admunistrators do or don't do. ‘They are:

(i) The school board
Studies of school board's preferences for superintendent competencies
have wdentitied managinx finances. faahities, operations, personnel, and
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board and community relations as high priorities (Hord, 1990; Pringle,
1989). These appear to be typical manifestations of the values held by
those who hire the superintendent — the school board. Because school
boards formulate policy, thereby shaping the district context, the board
members become either the naysayers or the supporters of an expanding
superintendent role. Boards seem to disagree about the extent of that
leadership to be exercised by the superintendent specifically for instruc-
tion, although in Pringle’s study, board presidents were interested in
hiring and retaining superintendents who had instruction-related abil-
ities. Pringle advocated follow-up research to identify components of
instructional leadership deemed necessary for successtul superintending.

Educating the school board and community to understand and
appreciate an instructional leader superintendent is basic to the board’s
development of a district context wherein superintendent leadership can
flower. It has been suggested that the superintendent ‘teach’ the board
and comniunity about alternative role definitions, an interesting ‘chicken
and egg’ problem. If the superintendent doesn’t have the knowledge
base and competence in district-level instructional leadership, how can
he/she teach it? And if the board is not knowledgeable, how can they
provide the means for the superintendent to learn? Which leads to the
second issue.

Superintendents’ professional development

Both preparation programs and professional development activities have
been targeted as means for improving the skills of superintendents. Also
targeted is the improvement of these programs and activities in order
that they do a successful job, a case of building an airplane and flying it
simultaneously. Muller’s study (1989) reported a relationship between
superintendent instructional leadership competencies, elementary princi-
pal effective instructional leadership behaviors, and school effectiveness.
From his findings, Muller suggested that the preparation and continuing
development of superintendents should include instructional design
theory, goal setting, strategies for planning, evaluation of instruction,
strategies for change, and methods of instruction.

While the call for reform of administrator preparation increases,
McCarthy (1987) found that few educational administration professors
thought important changes were needed in their programs — a view at
odds with that of many others, practitioners and researchers, for example
(see also Chapter 3).

The National Policy Board for Educational Administration released its report
in 1989 concerning upgrading the training of school administrators. In it, people
were addressed {both candidates for programs as well as faculty of programs),
program structure, duration, and content were recommended, and assessment provisos
were stipulated. Already, action has been mounted to address these issues, some
of which are described in Chapter 6. Thus, there is good reason to t z optimistic
that superintendency programs in the future will be more effective in preparing
individuals for this important post of district instructional leadership.

Is the ‘new’ model of instructional leader superintendent smoke, or mirror,
or reality? Is 1t possible that district executives have the opportunities or take
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the opportunities to study achievement data, articulate priorities, review principal
performance, model desired behaviors, and monitor progress toward desired
outcomes? It is clearly a reality in those districts cited by the reports referenced in
this chapter.

The researchers who conducted the set of studies reviewed here concluded
that significant change required the active and enlightened involvement of super-
intendents, and this involvement typically included direct functional relationships
with principals regarded as the other instructional leaders. From the work conducted
to date. it is evident that working together comprehensively and collegially, these
instructional leaders can more effectively serve the needs of children — the most
important of any nation’s resources and our hope for the future.
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Chapter 2

Through the Looking Glass

Thowmas E. Glass

Any field of research is concerned with some aspect of reality, the delineation of
which defines its territory. Ideally, research in a new area aims at the creation of
an increasingly refined map of its territory and, typically, research in a new field
begins with a description of its territory (Kallos and Lundgren, 1975). It is
approximately only five to ten years ago that research efforts were directed, in any
concerted manner, beyond the building principal toward senior executives in school
districts and their equivalents in central office agencies. From being an under-
researched field, the American superintendency has now become a tocal point for
numerous studies, a selection of which is referenced in this book. These studies
have advanced and refined our knowledge of the territory as well as providing us
with directions for its further unfolding.

We started to circumscribe the boundaries in the first chapter. drawing par-
allels between what we know about the considerable research conducted on the
principalship. with implications from the findings for the cognate area of the
superintendency.

in this chapter, the focus is narrowed in order to review a small group of
studies, conducted since the mid-1980s, and selected because of their pioneer-
ing nature in helping to establish and crystallize the research base on the super-
intendency.

In this chapter. studies have been selected for the light they shed on the
nature, scope, form and function of the superintendency: and on the role require-
ments of superintendents vis-d-vis knowledge, competencies and skills in order to
be effective. For the purposes of this book. the superintendency has been conceived
as a cadre of senior executives charged with two major tasks. The first is the
routine management of schools and school systems at the district level. The second
is the not-so-routine challenge of envisioning and transforming these systems in
response to changing national priorities and the a.pirations of local communities.

The chapter also addresses what the research has to say about aspiring to the
superintendency through career paths analysis, in addition to holding a mirror up
to practitioners to reflect what they themselves regard as being important to the
nature of their work. A similar perspective is provided on the professoriate.
Collectively, the tindings can tlluminate the preparation of administrators although
the issues raised are addressed more fully in Chapter 8. It is, however, of more
than passing interest to establish the degree of congruence, or lack of it, between
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what practitioners and those who prepare them regard as being important. using
common crite. 1a.

The record shows that much of the early innovative work, notably under the
umbrella of the American Association of School Administrators (AASA), has
been conducted by researchers in Texas. Today there is an increasing and wide-
spread interest in this field from both a research and a professional development
perspective (Murphy and Hallinger, 1989; Murphy, 1991). The compelling need
is to understand better the nature and scope of the field, including its numerous
and varied elements. Clearer understandings could drive much needed changes in
the screening, selection, preparation and ongoing development of senior school
district executives. While our focus is primarily on the superintendency, other key
players tasked with leading the nation’s schools and school systems into the next
century are also included in the research base. That aside, there are still many gaps
in the emerging body of research, as yet to be closed by another generation of
researchers.

In 1982, the AASA produced a document describing a set of guidelines for
the preparation of public school administrators, i.e., superintendents. The guidelines
included performance goals, and were compiled by a joint committee of professors
of educational administration and practitioners in the field. The relevance of the
performance goals was investigated by McClellan (1983) using a sample of practicing
superintendents who verified them as being basically appropriate to the demands
of their role(s). The AASA also commissioned John Hoyle, Fenwick English and
Betty Steffy to translate the guidelines into leadership skills considered necessary
for school executives to achieve the performance outcomes specified in the AASA
Guidelines (Hoyle, English and Steffy, 1985).

Early research verified the appropriateness of the performance goals and
competencies in terms of requisite preparation and training for the role(s) of a
superintendent. It had not confirmed, however, their validity. Do actual on-the-job
behaviors of superintendents correlate with emerging theoretical conceptions of
the role(s)? It is fairly self-evident that, if sets of performance goals, competencies,
and skills are deemed to exist in theory, they obviously need to be verifiad in a
field setting to confirm and evaluate their relationship to job r . .ce. In
other words, what superintendents are trained to do must at las . .ate to cxecutive
effectiveness in the performance of their duties.

[n attempting to establish congruence between theory and practice, the first
investigation into the operational use of performance goals and competencies
contained in Guidelines for Preparation of Administrators (1979) and Skills for Suc-
cessful School Leaders (1985) was undertaken on a national basis in 1986. The study
was directed jointly by the AASA and researchers at the University of Texas at
Austin. Later, in 1987 and 1988, companion studies were initiated on a statewide
basis in Illinois and Texas: and a second national study was conducted in a
contiguous area in 1989. In the latter investigation, a sample of professors of
educational administration was drawn to discover the perceptions of academics
concerning the appropriateness of the previously identified performance goals and
skills to superintendent effectiveness. In concert, the general conclusions to be
drawn from this group of studies was that some goals were more directly relevant
to performance than others. Also, there can be no sustainable generic view of the
superintendency because of, among other things. its temporal and context-
bound nature. What emerged from the research was an excellent typology of
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approximately five types of superintendents — each requiring a different range
and Jevel of skill and placing individual emphases on previously identified per-
formance areas.

During this period a seminal study was conducted by Susan Sclafani, focussed
on the occupational content of the work of superintendents. Its purpose was to
establish whether the AASA guidelines. developed initially from the (then) extant
literature. formed 2 valid framework for the preparation of superintendents. It
also sought to prioritize those performance goals and skills considered by practicing
superintendents to be important for effective pertormance in the field. Sclatani’s
sample was drawn from the national population of practicing school super-
intendents, including a sub-set specifically nominated as ‘effective superintendents’.
For the purpose of analysis the groups were then sub-divided along demographic
lines such as size of district, geographical location of district and enrollment features
of the district, and other social factors such as mino-ty populations, for example.
The initial seven performance areas of the AASA were increased to eight after a
review panel recommended more emphasis on finance and budgeting skills than
had been previously given to this area. The eight performance areas (goals) were
as follows:

(i) Establishes and maintains a positive and open learning environment to
hring about the motivation and social integration of students and statf.

(i)  Buildsstrong local, state and national support for education;

(i)  Develops and delivers an effective curriculum that expands the de-
fnitions of literacy, competency, and cultural integration to include
advanced technologies, problem solving, critical thinking and cultural
enrichment for all students;

(iv) Develops and implements effective models/modes of instructional
delivery that make the best use of time, staff, advanced technologies.
community resources, and fmancial means to maximize student out-
comes:

(v)  Creates programs of continuous improvement and evaluation of both
staff and program effectiveness as keys to superior learning and
development;

(viy  Undertakes responsibility for the management of all school finance
issues within the school district;

(vi)  Skillfully manages school systen: operations and facilities to enhance
student learning;

(vii Conducts and utilizes research as a basis for problem solving and
program planning of all kinds.

The set of skills contained in the AASA Skills for Successful School Leaders
(1983) was matched to the eight performance areas and a composite list of fifty-
two skill statements was developed for use in the main data collection phase of
Sclafani's study. Pilot trials showed a single instrument to be too unwieldy and
the fifty-two skills were reorganized into four sets of thirteen in each. By this
means four discrete and potentially less intimidating instruments were created to
improve the chances of an acceptable return rate. For the purpose of analysis the
collation of demographic questions also allowed for the ready allocation of
respondents to groups according to district characteristics.
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Each respondent was invited to address the eight performance goals/areas in
relation to:

(i)  their contribution to effective on-the-job performance as a super-
intendent;

(ii)  their degree of influence on the preparation individuals had received
prior to their entry to the superintendency;

(i) their self-perceived areas of greatest and least strength.

Next followed the list of fifty-two skills. Superintendents were asked 1o
indicate which eight they thought were the most and least important to being,
successiul, according to the tollowing criteria:

Which performance goals/arcas do superintendents indicate are most
important to effective pertormance as superintendents?

Which skills do superintendents indicate are the most important to eftec-
tive performance as superintendents?

Are there significant differences between the levels of importance ascribed
to particular performance goal areas by superintendents identified as
‘effective’ and those in the random samiple of superintendents?

Are there signiticant ditterences between the levels of importance ascribed
to particular skitls by superintendents identitied as effective and by a
random sample of superintendents?

Are there significant differences between the levels of importance ascribed
to particular performance goal arcas and skills by superintendents of dis-
tricts with different demographics such as size, ethnicity, type of location
or geographic area?

Are there significant ditferences between the levels of importance ascribed
to particular pertormance goals/areas and skills by superintendents with
ditterent educational backgrounds, such as highest degree earned, or dit-
terent certifications or different numbers of years of experience in the
superintendency?

Sclatani used a sample of 1800 superintendents randomly selected from a list
of public school K-12 districts throughout the United States. Since there is
approximately double that number of districts potentially available outside of
metropolitan areas, selections continued to be made until 600 metropolitan districts
and 1200 non-metropolitan districts had been drawn. The returns included 1011
superintendents in all who had satisfactorily completed the four instruments that
collectively captured the skills identified by the AASA (1985).

The sub-samiple of “effective superintendents’ was drawn using criteria pro-
vided annually by the National School Board Association (NSBA) to select the
100 best superintendents in the country. The nomination process used by the
National School Boards Association (NSBA) is conducted by Chief State School
Oflicers and executive directors of state professional organizations. The sampling
procedure was used concurrent with NSBA selection to identify a sample of 140
effective superintendents tor the purpose of the survey.

A cross-sectional design was used employing descriptive, inferential and
non-parametric statistical analysis technigues. Analysis of variance was performed
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for each dependent and independent variable while Chi sauare was also used to
examine relationships between selected variables.

Discussion of Sclafani’s Findings

To reiterate there were two main purposes of this study. The first was to query
superintendents as to what performance areas and skills they considered to be
most important to effectiveness in their role. The second purpose was to examine
their priorities with respect to selected demographic characteristics of school
district types, in addition to profiling their personal backgrounds.

An overall acceptable rate of return of survey instruments was achieved which
included 35.7 per cent from the metropolitan sample and 64.5 per cent non-
metropolitan. The rates proportionately reflected the ratio of metropolitan to
non-metropolitan districts within the USA. The largest single group of districts
was rural (53.7 per cent) followed by small city (18.5 per cent). In terms of
enrollment size, the largest group was that containing districts of 1000 to 5000
students (44.4 per cent). Districts under 5000 comprised 82.2 per cent of the
sample. Very few districts were multicultural and 75.3 per cent of those sampled
were entirely Anglo in their make up. The personal backgrounds of the respondents
showed that 40 per cent held doctoral degrees; tenure as superintendent averaged
about ten vears: and. as an occupational group, superintendents were very active
professionally outside their districts as well as participating in numerous community
activities within them.

Level of Importance of Each of the Eight Performance Areas

The performance area which both groups of superintendents (i.e., "national” and
‘effective’) indicated to be of highest importance was that of climate. Climate was
conceived as the establishment and maintenance of a positive and open learning
milieu engendering motivation and bringing about the social integration of stu-
dents and staff. This was followed in importance by the performance area encom-
passing district finances. The development of an effective curriculum was ranked
third, and in fourth place was the creation of programs of continuous improve-
ment including program evaluation and the appraisal of staff effectiveness.
Management of district operations was ordered fifth while in sixth place was the
delivery of an effective means of instruction. Building up strong local. state and
national support for education came seventh and, finally, conducting and utilizing
research in problem-solving and program planning was ranked eighth.

The resultant prioritized sequence of the perceived importance of performance
areas is not entirely surprising. Most of the relevant literature to date discusses in
<ome detail the central role of the superintendent as that ot social engineer or
architect of the school district’s protile. Lay boards do not routinely participate in
district management and the teaching service is perhaps the most isolated of all
major professions. Change of the status quo is considered unlikely by many in
the professional community of interest. ‘This leaves the onus on the superintend-
ent and his/her administrative team to take actions which directly unpact the
organizational climate ot the school, affecting m turn how it is perceived and
responded to by the public. Sclafant’s data contirms that, for superintendents at
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least, development of climate is the most important performance goal according
to their own estimation,

The second important performance area, finance, was clearly contingent on
the variables of district size and geographic location. Rural superintendents indi-
cated this was the most important performance area/goal for them. On reflection
this is largely to be expected since they do not possess business ottice statt to assist
them in the routine work of paying bills and overseeing the general management
of district finances.

Curriculum, evaluation and instructional pertormance areas were also re-
cognized as important adjuncts to eftectiveness by both groups of superintendents.
Concerns in this area are more pervasive today since the drive for improving
instructional leadership across the board became a national priority. There are
comparatively few studies which guide and inform the role and actions a super-
intendent might take in order to be an instructional leader, develop curricula and
provide instructional models.

At the opposite end of the scale the most lowly ranked performance
areas were management of district operations. building support for education and
utilizing research in problem-solving and management. Again, it comes as no real
surprise that the research uuilization performance area was placed last. Surveys
over the years have always indicated that practicing superintendents. for the most
part, leave research perspectives on the tront step ot the college or university
progran they last attended. While this finding may be viewed as undesirable, it
does seem to make a statement about the way superintendents perceive themselves
in relation to the nature of their work and the utility of research findings in
guiding and informing it. Further reflection on this suggests they regard them-
selves as “hands on® managers more than visionary executives constantly secking
tor alternative ways in which to make their school orgamzations more eftective.
The ingrained adage “let’s not reinvent the wheel” often appears to create a climate
militaung against creattvity and risk taking,

Sclafani also determined the importance practitioners assigned to each of the
fifty-two shills. Respondents were ashed to idenuty what they considered to be
the most important skill, followed by the two next important skills. Data from
this st of items showed the two most important skills to be those of (i) using a
broad array of leadership skills: and (if) using soand principles of personnel man-
agement. Other skills, ranked in order of importance were (iii) financial planning;
(1v) effective school and community public refations; and (v) effective evaluation
of teacher performance. The second tier consisted of (viy sound program budget-
ing; (vii) use of motivation techniques; (viii) conflict mediation and coping with
controversy: (ix) valid performance measures for instructional outcomes: (x) prin-
ciples of sound curriculum design and instructional delivery systems; and (xi)
using an array of human relations skills,

Matching the skills against performance areas/goals was not difficult. and it
can be scen quite readily from Sclatani*S83t-that superintendents do regard their
jobs as architects of climate and themselves as day-to-day managers of busmess
and instruction. In many respects, tensions exist in the adequate fulfilment of
these role expectations. explaining some of the ditficulties some superintendents
experience in mecting the expectations of very ditferent client groups in
school-system and district communities. A large nuimber of rural superintendents
are represented m the priority ranking of managerial skills, unlike superintendents
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in larger school districts who usually have more diverse populations with which
to deal and with the facility to devolve their authority to subordinates if they
become overlvaded. Many rural superiniendents work in social and cultural envi-
ronments that are homogeneous with respect to parental expectations and cultural
milieu. But in general, all of the groups or ‘types’ of superintendents do regard
their role as one of being a 'people person’. They have been stereotypically
characterized in some ethnographic studies as typically moving from one type ot
human communication or encounter to another all day long.

Technical skills and knowledge are also regarded as being important to
functionality. It is likely that, if not well grounded in this area, the superintendent
could experience great difficulty in moving beyond the technical dimension to
deal with those human interaction tasks deemed necessary in order to create a
productive organizational climate. Schools have to remain open, buses must operate,
food must be served; employees must be paid and buildings have to be cleaned as
basic minima for the instructional program to be routinely eftected. The evidence
shows that, while superintendents value climate building more than technical skills,
their views in the first instance are firmly embedded in the real world of keeping
the district functioning smoothly.

The Profile of ‘Effective’ Superintendents

As previously mentioned. a group of ‘etfective’ superintendents was identified for
detailed study. The profile of the group selected varied from the national sample
as far as demographic compoesition was concerned. Urban superintendents, for
example, represented 23 per cent of the total sample; another 20 per cent were
from suburban districts and rural superintendents comprised only 24 per cent:
whereas, in the national sample, they comprised 52 per cent of the total. Of the
‘effective’ superintendents 55 per cent had earned a doctoral degree.

In the rankings of performance areas, ‘effective’ superintendents numbered
tfive out of eight performance areas quite differently compared to the national
sample. They also indicated that climate development and motivation of staff
were of the highest importance to them. This group ranked the development of
instructional delivery as significantly more important to their effectiveness than
did those included in the national sample. School financial management was of
lesser importance than instruction to this group. Similarly, the etfective super-
intendents group considered management of school system operations and facilities
to be of lower importance than did the other group. Since the sub-sample of
‘effective’ superintendents basically appeared to work in large districts with
comprehensive central office staffs, this might explain why day-to-day operations
were perceived to be of minor importance to the overall level of effectiveness of
this group of superintendents. It should not be construed, however, that the listed
tasks are not important simply because they do not appear to be directly relevant
to current cffectiveness in the role. In many cases the superintendents performed
them at some point in their careers and now supervise others who carry them out
on a daily basis on their behalf.

Irmportance of the Fifty-two Skills

Skills considered to be quite important by the ‘effective’ superintendents were
‘communtcating  articalately’t and  Cprojecting previoushy  agreed  platforms
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persuasively at forums on behalf” of the district’. Also cited as important was
‘using the mass media ettectively in shaping and forming public opinion’. It is
noteworthy that tinance and budgeting skills were ranked higher by superintend-
ents in the national sample than by the ‘eftective’ superintendents. The same was
true for instructional delivery systems and models. Throughout Sclafani’s analyses,
the influence of demographic features on the ranking of both performance areas
and skills is persuasive. The smaller the district, the more managerial the emphasis.
With increase in district size, there is concomitant executive emphasis. In addition,
some regularities can be seen in the typical suburban district that typically empha-
sizes curriculum and instructional skills and performance goals.

School board and community expectations. as well as the socioeconomic
status of communities, seem to play a significant role in attracting the type of
executive who is eventually hired by a particular district. An example from the
data illustrates this point. For urban areas, the performance goal of garnering
support for education was found to be much more important to school boards
than was the case for those in more affluent suburban districts.

When interpreting these findings, the niost obvious criticism to be levied at
Sclatani’s study is that the interval scale she uses does not strictly relate to the
ordering of the eight performance areas. Because the constructs are not equivalent
it could be argued that a ‘pure’ ranking cannot be sirictly achieved, but, in the
practicalities of the real world, where resources and time are limited, decisions
have to be made regarding what is of the highest priority and what will be attended
to first. Superintendents, being very practical people, would be the first to
recognize this reality.

Sclatani found the most important performance areas/goals to be civiron-
ment and curriculum, both of which are of major public concern in the current
climate of reform. Managerial areas such as finance and operations were found to
be of greater importance to the ‘effective’ group in both small and rurat districts.
Acqursition of a broad array of leadership skills and utilizing good personnet skills
also had a strong measure of overlap with the two highest rated performance
areas, while, once again, sound financial planning and cash How management
emerge as priority areas in the minds of superintendents located in the smaller
sized districts,

That the “eftective’ group came mainly from larger districts when compared
with their "national” counterparts is evident in the data. The former agreed with
the majority of therr peers concerning the importance of climate and curriculum.
but disagreed as to the relative importance of finance and other managerially
ortented performance areas. What the data showed consistently. and can be readily
appreciated from the foregoing account. was that to regard the superintendency
as a unitary monolithic entity is at best untenable and at worst simply ncorrect.
Similarly, the effecuveness of the superintendent and the nature of the role(s)
cannot be viewed independently or otherwise existing separately from the context
of the school district itself. As an area for further research, a question that needs
to be addressed is, do superintendents in their ongoing professional development
pass through a range of administrative positions of different types in which they
acquire the shills and competencies necessary for funire efteconveness mralternative
settings? Another tmportant research question in our opinion s, what are the
ditterent criteria which need to be met for superintendent effectiveness across rural
districts. suburban districts, small aity districts and/or urban distoicts?
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What does the research tell us therefore about the superintendency that is of
coneern to those who develop pre- and in-service preparation and training pro-
grams. Extrapolating from Sclatani’s findings, it is possible to differentiate edu-
cational admmistration programs according to the type of career path chosen by
4 prospective superintendent. it also appears that qualifications, assessiment, and
prior experiences need to be properly weighed when making the appeintments of
pruspective superintendents to particular districts. It would be useful if pre-service
preparation program,s would align course content and learning activities carefully
to the world of practice — althoueh this secirs to us currently to be an exception
rather than the norm.

Partial Replication in Illinois

Another study seeking to verify the appropriateness of the AASA performance
areas was conducted i Hhinois i 1989, Drzonek, a doctoral student at Northern
linois University, conducted his investigation atter receiving prior permission
trom AASA. and subsequently, from Sclatani to use her prototype instrument.
He then shightly maoditied 1t to make 1t more amenable tor use by llinois super-
intendents.

The design employed by Drzonek was to survey all Y82 practicing public
school supermtendents in the state ot [inois. The Sclafani nstrument was
abbreviated according to recommendations made from teedback using a stratitied
random sample of superintendents in the pilot phase of the study. Drzonek
deaded. however, to have each superintendent respond to all of the fifty-two
shifls i a single mstrument instead of using the four ditterent versions of the
quuestionnaize (each conuining thirteen skills) as it was initially developed. This
nnwseldy document probably accounts for a low return rate ot 32 per cent. Another
Ikely fictor contributingg to the low response rate was the large number of previous
doctoral dissertation surveys, together with surveys from other organizations and
groups, targeting school districts m recent years. linors superintendents, under
pressure of time and task compleaity . have become less and less cooperative as a
cotivequence of survey overkill'.

Once completed. however, the returned questionnaires did proportionally
reflect the different types of” school districts to be found in the state but the
finding . are necessarily tentative. Hlinois contains nearly 1000 school districts of
varying size and diverse geographical locations. Small rural districts predominate
and mont of these are located outside the Chicago metropolitan area, even though
sanie are situated quite close to the city limits. It is generally not well known, but
there are mote rurdgl small school districts to be tound m Himaors than m any other
state in the USA. with the posible exception of Texas,

‘The responses of the 30 su rintendents who participated in Drzonek's survey
refected the overall trends found in the research reterred to earlier in the chapter
usmg a national sample. The most important prioritized performance goals reported
were finance. then chimate. Other local tactors peculiar to Minois, besides size of
districts, probably contnibuted to the high scores given to finance and m manag-
mu budgets competently . There is no systen of agencies e Hhinois, such as mter-
mediate school districts, 1o assist sinall districts with thar budget and finance
tasks. A distrier of Tess than 200 or 300 students generally has an indindual with
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the combined role of superintendent/principal at its head, and typically an
untrained bookkeeper who might also double as a school secretary.

Recently, the state education office has directed more of its time, attention
and resources to regulatory rather than service functions. This places additional
burdens on the superintendents of small districts who, while reorienting themselves
to this development, have had to cope with the implementation of state-wide
reforms. Given the pervasiveness of turbulence in education today. there is no
reason to believe that the situation of small school district superintendents in
(llinois is any different from that occurring in other states.

lllinois superintendents administering larger districts responded very similarly
to those in the national sample, and markedly so in terms of the priorities they
gave to climate and curriculum. They differed to the extent that they placed a
much higher priority on the evaluation performance goal than either ot the national
or ‘etfective’ samples repaorted in Sclafani’s study. Similar to the national sample,
‘research’, and ‘gaining support for education’ were ranked lowest and ‘the delivery
of instruction’ ranked sixth which was lower than the ranking accorded to this
construct by the national sample of superintendents.

In summary, and within the limitations imposed by a low return rate, the
Hiinois superintendents responded in a broadly similar fashion to those in the
national sample. Rural superintendents acknowledged that finance and budget
skills were the most important priorities, the reality in their day-to-day work.
Superintendents in larger districts especially those in the metropolitan area sur-
rounding Chicago, regarded the climate performance area as the most important
with curriculum and finance in second and third place respectively.

There were, however, some important differences between the Hlinois super-
intendents and those in the national sample. Hlinois superintendents prioritized the
evaluation performance goal and managing school district operations more highly
than did either the national or ‘effective’ superintendent samples in Sclafani’s study.
This necessarily relegated curriculum and instructional delivery performance goals
lower in the rankings. To account for these differences, they are likely to be
attributable to the current emphasis, in lllinois, on the *school report card’. To
elevate the importance of curricuium and instruction, recent legislation has been
introduced mandating that all principals spend a substantial part of their working
day on tasks directly associated with instructional leadership.

The prioritization of skills was referenced, not only to the national sample.
but also to the performance goal priorities. Here the two most highly regarded
sets of skills were associated with leadership and good personnel practices.
Evaluation of program development appeared third while school community
relations was fourth. The latter did not do so well in this case as it did in the
national sample.

Nevertheless, outcomes of the Hlinois study are largely congruent with the
findings of the national study. The:: also draw attention to other in-state factors
that are of importance in the det:rmination of the most necessary or essential skills
for the superintendent in a given state.

Further Confirmation of Earlier Findings in Texas

In 1987, a turther doctoral study, similar in design and nature to those of both
Sclatani and Drzonek. was undertaken at the University of Texas at Austin by
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Collier. Mirroring the [llinois study, the sample Collier drew included all
superintendents in the state of Texas. Collier used a similar process to that of
Drzonek for her instrument development but reverted to using four different
versions of the instrument. }t was mentioned earlier that "T'exas, like IHlinois, has
a large number of small districts, mostly in rural localities, so that one outcome
of Collier's study, like that ot Drzonek’s, was influenced by the idiosyncratic
geography of the State.

In the performance goals, finance was ranked first as might have been expected.
Climate was listed a close second, while curriculum and management performance
goals were ranked third and tourth respectively. Texas superintendents also
considered the two skill areas subsuming a broad array of leadership skills and
personnel administration to be the highest contributors to ettectiveness in their
role.

Superintendents in the larger districts perceived tinance and managemoent
performance areas as being less important w hen compared to those in small districts.
Lhis once again shows a similar pattern to that evidenced by the national and
lllinots samples. It is quite clear, comparing the data trom all three studies reported
above, that there ts a measure of agreement beiween superintendents who administer
widely difterent types ot school districts in geographically discrete parts of the
nation regarding what 15 important to their job success. This convergence of
views attests to what must be learned, known, and routinely demonstrated in the
field to be regarded as an ettective superintendent. The moot question at this point
15 whether a4 school district can be considered as “eftfective’ in the absence of a
superintendent to lead it? Also, what obverse ettect does the essential quality and
cthos of the district have on the self~perceived effectiveness of its superintendent?

From the rescarch findings sumimarized thus far, the importance of the
superintendent as the primary developer of a climate that promotes learning and
social development has been venified from multiple sources. It is also clear that
leadership skills are considered to be very important, and that most of the indi-
viduals surveyed thought leadership skills were svnonymous with *people’ skills.
These findings correlate well with the earlier ones regarding AASA'S climate
performance area. The current national preoccupation with reform and account-
ability requiring value tor money lends credence to the perecived importance of
the performance areas of” finance and curriculum. This too was of paramount
importance in the studies reviewed in this chapter,

The Carcer Paths of Superintendents

In order to further illuminate our understanding of the contemporary role
requirements and the attendant protessional development ot superintendents, the
relationship between career path aspirations and professional development iy
addressed. An inmvestigation into carcer paths pre-, during, and post-individuals’
appuintments to the superintendency shows that a sequence of positions and
experiences tends to occur mea fogical and ordered progression of positions of’
mereasing responsibility and complextty. A small proportgon of superintendents,
especially women, have been observed to deviate trom this somewhat ‘natural’
progression. But, considermg that a protessional, over a persod ot some ten to
fifteen vedrs, acquires sets of behaviors through the process of tenure, some
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variation in career trom the norm is not unexpected. Some behaviors, skills and
competencies are acquired and developed through tormal training at the pre- and
in-service level, but much of what superintendents (and principals) learn is
internalized through on-the-job training and practical experience. It then becomes
part of their tacit knowledge and 1s incorporated over time into a repertore of
cratt-related competencies.

The fourth study sumiuarized in these pages builds on the Sclafani study and
its replicated variants as previously described. In this study. Burnham, at the
University of Texas at Austin, investigated superintendents’ career paths in light
of the formal trainmng they had undertaken to prepare themselves for senior roles
and responsibilities at a later point in their career. For the purpose of her study,
career path was defined as the actual educational positions held by a person for a
set length of time over the course of an individual's career. Specifically, Burnham
{1989) enquired of subjects, both in the previously identitied national and “effective’
superintendent samples, to ascertain the composition of their tormal graduate
preparation. She also investigated non-formal protessional experiences they might
have acquired extending beyond the field of education, and the progress of their
careers upon entering the world of professional education. Non-formal types of
preparation include those activities that do not attract credit and/or occur outside
of normal university classrooms.

The mvestigator was particularly interested to establish whether a specific
pattern of respondents’ graduate preparation emerged, regardless of whether they
teatured in Cetfective’ or national samples. She alse wanted to discover whether the
‘ettective’ sample respondents had participated in more mternships than had those
in the national sample. There was a concern about the extent to which people
trom the two groups participated ditferentially in these activities. A further issue
was whether the two groups were professionally active in organizations that could
be conceived as existing primarily for the benetit of their peer groups. These
might include, for example, the American Association ot School Administrators
and its state athiliates.

Three aspects that characterize a career were analyzed. namely, the paths
followed. the specitic educational positions held in sequence by incumbents and
their length of service as both teachers and educational administrators. The findings
confirmed that effective superintendents participated imore actively in both formal
and informal preparation programs than did their counterparts in the national
sample. Second. more of the etfective superintendents (68 per cent) held doctorates
than did those in the national sample (37 per cent). Third, the ‘effective super-
intendent” group was underrepresented in small rural school districts, which are
in the majority in the USA. Burnham also found that. in general, superintendents’
educational profiles align with the certification requirements of most states.

In a majority of states, superintendents are currently required to have the
equivalent of an educational specialist degree (thirty semester hours beyond the
masters degree). The masters degree itself is required for a principal’s credential
in all states. With the median age of superintendents approaching fifty years.,
however, one could anticipate some ‘grandtathering’ of certification requirements
in some instances. Burnham's study confirms earlier findings that superintendents
who head up larger mcetropolitan districts are more likely 1o possess a doctorate
than therr rural or small city peers, but whether this makes them a better operator
Is open to guestion.
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Surprisingly, only 18 per cent of the effective superintendents’ sample had
participated in a formal internship compared with 26 per cent of the national
sample. This finding is now somewhat incidental in its policy implications be-
cause most states require either credit hours in an internship. a practicum or
completion of’a National Council tor Accreditation of Teacher Education (NCA'TE)
approved program, in which the latter also includes provision for an internship.
Just now well structured and purposctul internships might be is uncertain at this
stage. ‘'T'he National Policy Board of Education Administration (NPBEA) con-
sidered that many internships were composed of rather cursory and superficial
experiences conducted on a sparc time basis rather than fulltime during formal
release away from the district. According to this professional body, the internships
in most programs are not embedded in model or exemplary schools, or otherwise
in districts where interns can receive professional experiences of validated high
quality. Superintendents, as an occupational group, according to these data, were
also vocially interactive in the public arena which is to be expected when the
essence ot their role requirements is tully appreciated.

The nature and type of school districts studied had particular implication for
these data. Metropolitan superintendents of larger districts who supervise a central
administrative team have more time, opportunity and most likely certain board
expectations to represent therr district at many civic meetings as well as member-
ship of community-based organizations in order to pursue their district’s interests.
In rural districts similar expectations and activities frequently atrophy because
of reduced access to and availability of civic organizations, less travel money
available tor state and national micetings and fewer central oflice staff to perform
the necessary routine duties in the district. This necessarily constrains the super-
intendent’s time and availability for extra-mural work.

Findings confirm that superintendents are very active in supporting their
communities and protessional organizations, and that their position is by no means
insular. ‘This finding contrasts with the stereotypical portrayal of the superintendent
filling 4 rather ‘lonely’ position, which is only true to a hmited extent. Oppor-
tunities tor interaction with individuals and groups in the community as well as
with other superintendents occur trequently. Nevertheless a certain ambivalence
exists concerning the extent to which and to whom intormality can be accorded
and the inner self publicly revealed. A superintendent leads a professional lite both
m and out of the school district. While social interaction is a feature of this
professional life, fostering close personal relationships with subordinates is not
conventionally regarded by peers and signiticant others as constituting good
practice.

Burnham analyzed the career paths of 185 superintendents from the national
“effective’ superintendents sample. From these she subsequently constructed a
typology of cight readily identifiable career paths. A Chi square analysis was
conducted to ascertain whether significant ditterences might exist between the
‘effective superintendents’ and those in the national sample. An additional Chi
square was performed to explore gender differences between the career paths of
temale and male superintendents. All but ten of the 185 superintendents’ career
paths fitted one of the cight groups. The latter were subsequently and further
reduced to four,

The most conventional career path followed by the largest number of super-
intendents (25,6 per cent) was to commence work as a teacher, move to principal
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(assistant principal) and thence to superintendent. Only 12 per cent of the
‘eftective’ group, however, followed this pattern. One modification of this pro-
gression included taking up a position in central office betore assuming the rank
of superintendent. A limitation of the study was that the researcher did not
acknowledge that, in many states in order to become a superintendent, the in-
dividual must have previously acquired several years of administrative experience
beyond the building level, and this automatically requires a central oftice position.
Again, with the mean age of superintendents calculated at fifty years, most are
more than fifteen years removed trom their building level experience and have
been a state certified superintendent for a protracted period of time. It is likely
that. in future, in almost all “post-reform’ states. superintendents will be required
as a matter of course to have i, .nships and central oftice experience, and almaost
certainly building fevel administrative experience too. In this regard it is note-
worthy that some states are currently making distinctions between line and staft
experience in determining the needed prerequisites for candidates aspiring to the
superintendency.

The majority of superintendents had secondary teaching and administrative
experience. which is consictent with data trom states such as Hlinois, Burnham’s
respondents indicated that onlv a third of their previous experience was as a
teacher/coach. In an average school district (3300 students) with six competitive
sports at the jumior high and eight at tie high school level, at some pomnt in their
career almost all teachers are expected to coach. :

A signiticantly higher proportion ot the “cttective superintendents’ had pre-
viously served as central otfice administrators prior to becoming superintendents,
It should be remembered however, that the majority of the ‘eftective” sample was
drawn from metropolitan dareas where there are larger. more complex districts,
necessitating that the superintendent supervise a number of central office specialists
inareas such as personnel, curriculum and tinance. 1cis dithicult for chief executives
to supervise these administrators credibly it they themsehves have not had prior
experience in similar roles. Moving directly from the building level to the
superintendency is evidently a common teature in small rural districts, especially
where the superintendent is also the building principal. With respect to gender,
women superintendents are more likely to have served as elementary principals
and directors ot instruction/curricnlum than their male counterparts,

Across the sample as a whole, the mean number of years of classroom teaching
was 8.5, while the total number of vears of administrative experience betore
becoming a superintendent was 9.5. The mean tigure for superintendency tenure
tor 1008 superintendents was just over thirteen years, together with eight years of
teaching. nine-and-a-hait years of building/central otfice administrative experience
and thirteen years in the superintendency itselt (assuming that the superintendent
entered teaching aged 22). The mean age of nearly 50 vears tor group members
was close to the population’s age statistic.

Differences between the “effective superintendents’ and the national sample
were not great. Individuals in the ‘eftective’ group had spent two vears less than
the others at the building level, and had moved into the superintendency i less
time than those in the national sample. Individuals in each group had, on average,
held 1.7 superintendencies. Women superintendents had more years experience in
the central oftice than males and, overall, had held a greater number of appoint-
ments than male superintendents,
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To summarize, the history ot career paths taken by superintendents indicates
75 per cent of their time is spent in building level administration. For a majority,
career progression to the superintendency is via the central office. When a super-
intendent is 50 years old, he/she has spent approximately twenty-eight years in
the protession including eight years as a teacher, eight as a building level admini-
strator and twelve to thirteen years in central office or in the superintendency.
Most superintendents have the equivalent of a specialist’s degree, are active in
their professional organizations, have taken part in a reasonable number of
non-formal training activities, have been a superintendent in two districts and
have a doctorate it they serve in a fairly large metropolitan school district.

A Professorial View of the Superintendency

Protessors of educational administration, historically, due to circumstances attecting
state certification for principals and superintendents, have exerted quite an influence
in shaping administrator roles and behaviors in terms of their context, content and
process requirements. It is possible to say that the professoriate in many respects
created the modern day superintendent, beyond the first quarter ot this century.
Cubberly, Serars, Strayer, Bobbit, and judd, tor example. were extremely suc-
cesstul in placing their graduate students in key superintendencies across America.
Fhey also participated in numerous surveys conducted in exemplary school dis-
tricts which., among other things, identitied what ettective school leaders needed
to know and be able to do to be regarded as successful, This marked the beginning
of trait theory applied to school leadership. and also the culmination of the tirst
scientific management foray mto school-district management. Many of the common
ideas and tolklore surrounding, the superintendency that persist today are directly
traceable to those influential carly professors of educational administration. Many,
themselves, served at vne tiime or another as a superintendent ot a large school
district.

In 198Y. Sass. while located at Northern illinois University, completed a
study of the priorities that protessors of educational administration accorded to
the essential performance areas and competencies previously examined by Sclatani,
Drzonek, and Collier. Sass’s sample included all ot the professors of educational
admmistration appearing in Lilley’s List ot Educational Administration Programs
in the United States (1987/88 list). A total of 169 institutions were identified and
1149 professors recerved a moditied instrument derived trom Sclafani’s prototype.
Changes were made to reflect the ditferent sample type of members involved in
thiv study. Professors were asked to prioritize the eight performance goals/areas
and the fitty-two skills in much the same manner that Sclafani had required of her
superintendents. The number of professors returning completed questionnaires
amounted to 702, Some instruments had 1o be discarded because of retirement or
individuals moving from once university to another.

Sass's data showed nearly a third ot the protessors had been a superintendent
at some time during their career. Most, however, had been out of the public
schools sector tor between ten and fifteen years. The single largest age group for
protessors was between 60 and 63 tollowed by 55 to 60, Clearly, the respondents
constituted a senior group; only 29 per cent of the group was younger than 50
years of age. Full protessors made up 61 per cent of the sample,
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The professors, like the samples of superintendents discussed earlier, per-
ceived the climate performance goal to be the most important to superintendent
success, with the performance goal of curriculum delivery and development
another major factor. The pertormance goal of managing finances was ranked
sixth. Seventh and eighth performance goal rankings were building strong local,
state and national support for education and conducting/utilizing research for
problem solving and program planning. When means were tested, there was no
significant difference with respect to the performance goal rankings based on the
demographic characteristics of supervintendents.

With respect to skills, there was some discrepancy between the practicing
superintendent groups and the professors. The professor group uniformly found
the most important skills in rank order to be (i) human relations; (ii) organiza-
tional development; (iii) leadership skills; and (iv) interpersonal communication
skills. The two least important, but most telling skills, were using descriptive and
inferential statistics and computer skills in order to manage the attainment of
educational goals.

Sass also requested that professors in each of the 169 previously identified
educational administration programs torward a copy of their graduate catalog,
describing the programs being oftered in course outlines and to include documented
entry requirements. Sixty institutions complied with the requesi, and. atter
tabulating the rankings based on the perceived importance of the performance
areas and skills, the researcher attempted to relate references contained in course
deseriptions to those performance goal areas and skills prioritized as being essential
by the superintendency. Thus, for example, was the highest ranked performance
area of “climate” actually represented in required coursework? Is it being ranked
highly by practitioners? What about the most essential skill of *human relations™

While this type of enquiry was secondary to the main investigation, it had a
most telling outcome. In general, the course descriptions did #ot match the rankings
of the professors. For instance, coursework in building school climate and gaining
competency in human relations skills was not to be tound in the catalogs at all,
and organizational development and interpersonal communication skills appeared
occasionally mn school/community relations classes. A caveat is in order, since it
is very ditficult to ascertain what really goes on in a course only by reading a
catalog description. This has to be kept in mind when reviewing the evidence
and drawing tentative conclusions. It does, however. align with conventional
wisdom,

The importance of Sass’s study for enhancing our understanding is found in
the conceptual picture derived from the professors’ rankings. These rankings
provide a copybook view approximating the suburban, white, affluent (metro-
politan) superintendency, ‘captured’ by other studies also reviewed in this chapter.
Further, Sass’s study reinforces previous findings that not one but several
supermtendencies exist, the needs of which are dissimilar in nature and the skills
and comyptencies needed to be ettective. Flexible training programs should ideally
be organized to accommodate these ditferences. To continue to think of the
superintendency as the singular monolithic entity portrayed in textbooks and
entrenched m the mythology of the protession 1s quite erroneous, even dystunc-
ttonal. tor meeting the needs of the new breed of superintendents, professors and
policy makers now and the future.
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Conclusion

In reviewing a selected body of research in this chapter centered around the who
and what of the superintendency, there are no claims made for detailed breadih of
coverage from the corpus of research available. Al the studies addressed, how-
ever. are pioneering in their nature and scope and help to bridge the gap between
what was a considerably under-researched field until only a few years ago, to one
stimulated by the close public scrutiny in which a vigorous and highly focussed
research etfort is now discernible, It was not long ago that all we knew about the
superintendency was that there were approximately 15,000 superintendents, most
of whom were male, who were collectively operating a budget of some $50m on
behalf of school boards across the USA. The studies presented in this chapter help
us to gain a partial picture of the superintendency and its modus operandi, albeit
painted trom a broad palette. The studies described can be regarded as “first
generatton’ and, as such, they have laid the groundwork for more detailed investi-
gations on specific skills, competencies and future-oriented effectiveness.

To conclude, the 1992 AASA Ten Year Study also sampled 1734 super-
intendents to prioritize the eight performance goals utilized by Sclafani, Drzonek,
Sass and Burnham. The profile that emerged from this study paralleled that re-
ported by Sclatani in her mid-1980s study ot a national sample. One can theretore,
with some assurance, conclude that the priorities for eftective practice described
in this chapter are vahd and reliable indicators of what superintendents should be
able to do in the pertormance of their jobs in a variety of settings and contexts.
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Chapter 3

Point and Counterpoint: What is
the Context of What Might Be?

Thowas E. Glass

The American public school superintendency has moved through three distinct
phases of growth and development during the past 100 years or so. It is on the
brink of a tourth phase that has just begun. Traditionally, over changed and
changing circumstances. the district superintendent has been held ultimately
responsible for the success of the public schools. Even though teachers, principals
and school board members greatly outnumber superintendents. the bottom line
responsibility for influencing and managing the quality of education rests on
superintendents’ shoulders.

The size and complexity of school districts vary greatly along with the role
and responsibility ot the superintendent. The past decade has witnessed exhorta-
tions from the public for increases in school achievement, stemming from various
national commissions and reports, each claiming that American students are not
“keeping up with the rest of the world’. Accompanying a set ot higher public
expectations have been numerous tederal and state mandates. loss of control to
state legislatures, restrictions by the courts and a lesser share of the public tax
dollars directed toward cducation. Superintendents. whether located in very small
rural districts, or those encompassing large urban slums, feel exposed to the pressure
for socidl change. This is fueled by advancing technology and exacerbated by
frequent and sometimes conflicting sets of demands from parents, communities.
private sector groups. and government instrumentalities requiring mediation by
the district’s chief executive. In order to meet the desires of various publics,
superintendents have been cast rather reluctantly into roles where they must be *all
things to all people’, including being eftective instructional leaders, efficient business
executives and persuasive public relations experts capable of integrating their
communities within the school districts. Many observers both in and outside of
the profession regard the contemporary rolefs) of the superintendent as being
extremely difficult if not impossible to fulfill in all respects, given the need to
reconcile a number of often conflicting demands such as increased student scores,
pruned budgets and <o on.

Just who are the school superintendents? What do they do? What are they
trained to do? How well do they perform their assigned tasks? These are some
aspects of the superintendency that are the focus of attention in this chapter. It is
abso pertinent to ask at this point whether substantial changes to the screening,
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selection and protessional development of school system executives are also needed
in order to meet the challenges of the twenty-first century and beyond. These
issues are dealt with in more detail in Chapters 5 and 8.

It is a necessary precondition that, for an organization to lead effectively, it
must have a pool of potential leaders upon which to draw. Beyond this require-
ment the organization must fit the most suitable leader into its system to manage
its evolving climate, to meet present needs and give direction to vision-oriented
futures. An effective executive, therefore. must be able to conceptualize the
direction in which the organization is going and be able to lead and/or direct large
groups of employees harmoniously toward the realization of shared goals. A simi-
lar logic applies to leading and guiding schools, parents, citizens and students in
moving them toward the achievement of selected organizational and educational
goals. How well can today's school superintendents perform this vital role?
Does an adequate pool of qualified superintendents exist from which school districts
can draw their leadership talent? These two vital questions need to be contem-
plated and addressed by American educational policy makers as they deliberate, in
some cases remote trom the harsh realities of current school reorganization.

It is not likely that America's schools can restructure, reorganize and revital-
ize the educational process in the absence of clear executive leadership given by the
superintendency. For this reason alone the current and potential role of the super-
intendency and its future prospects is of more than passing concern to the educa-
tion profession. Until recently a general lack of cumulative research findings about
the nature of the superintendency, its demographics and compaosition, served to
inhibit personnel planning. There is a pressing need for data such as these to guide
and inform decision-making in a climate of educational reform. This limitation is
compounded by the absence of established national professional standzrds based
on an explicit knowledge base against which competencies might be monitored
and developed. Some states have initiated multiple choice tests which must be
passed by candidates in order to acquire supervision credentials, as well as provid-
ing cvidence of relevant experience and other educational prerequisites. These are
usually catered for by the completion of'a National Council for the Accreditation
of Teacher Education (NCATE) approved tormal preparation program. Only in
recent years, however, has there been concerted efforts to validate goals. compet-
encies and skills associated with relevant job behaviors required for success as a
superintendent — witness this book.

Preparation programs for superintendents have been thoroughly castigated
in several recent reports seeking to engender reform. The report of the National
Policy Board for Educational Administration (NPBEA, 1989) was especially
noteworthy in this regard. This body noted that preparation programs for
administrators were generally well known by the public more for their deficien-
cies than for their strengths. In brief, many contemporary reports addressing the
training and preparation of superintendents and other school admunistrators tend
to assert that programs are frequently haphazard and unregulated. For the most
part they are regarded as being ineffectual in producing the type of executive our
schools and school systems require and have a right to expect. 'the job pertorm-
ance of superintendents 1s also appraised in reform documents but few, if any,
reports advance remedies for the seeming ineftective leadership that is claimed to
exist.
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What is in the Context of What Might Be?

In order to gain further insights into the role of the superintendent, a useful
study might be to systematically profile men and women who currently hold the
senior executive position using interpretive frames of reference. By this means an
alternative process perspective can ve obtained based on an examination of the role
itself and its demands on professional knowledge, skills and behaviors. A certain
ambivalence exists concerning this point because the role itself is perceived to
operate differentially at the school district level vis-g-vis the community. Tensions
that exist around the role stereotype also need to be explained and accounted for,
and ambiguities resolved if an agenda for future role development is to be pursued
validly and with confidence. In an ideal sense, with demographics, role description
and preparation requirements comprehensively researched and reported, a viable
futures-oriented model of school executive leadership, in our view. is likely to
have the best chance of being put to good effect.

There are nearly 16,000 school districts within the United States. The size of
each varies, ranging from a single building with 100 students to districts the size
of Lus Angeles containing half a million students. To complicate the picture fur-
ther, school districts are situated across a range ot diverse geographical locations.
Districts in Arizona may have sixty mile bus routes one way from schoo! to
home, for example, while others may have 100,000 students to be transpoited
within a four mile radius.

Similarly, the nature of school finances that considerably influence the super -
intendent’s role can also vary widely. Districts such as Fast St. Louis, llinois,
which currently has only 86000 assessed evaluation per student, exists in the same
state where other districts have $400,000 assessed evaluation per student. In sum-
mary, school district wealth, demographics, and environment vary widely in the
United States and have to be taken into account by a combination of local. state

and federal decision makers, sometimes acting singly and sometimes in concert in
order to formulate policy. The uncoordinated result is that policies sometimes
appear to be framed and enacted with a blatant disregard for the unique and
diverse nature of the populations of school districts that collectively comprise the
American public education system. A profile of the cadre of superintendents who
lead the nation’s schools and school districts is presented in the following section
of this chapter.

A Demographic Profile of the Superintendency
Gender

Contemporary data on superintendents indicate that at least Y6 per cent are male.
The number of women superintendents has increased in recent vears, but not
significantly when compared with the total pool of superintendents (approx-
imately 15,000). There is little variation across the number of women super-
intendents appearing in different age categories. Some criticisms have been levied
by lay people that the superintendency is an *old boys’ ciub’ composed almost ex-
clusively of males. The public school superintendency is ecasily the most male
domimated of any of the ‘executive protessions’ and is recorded as such by the
U.S. Census Bureau (Glass, 1992).
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Race

By far, the majority of superintendents are white, Anglo-Saxon males. Blacks are
appearing in greater numbers but they still comprise less than 1 per cent of the
national pool of superintendents. ‘The same is true of Hispanics. By the year 2010,
approximately 35 to 40 per cent of the school population will be composed of
ethnic minorities, largely clustered in urban areas, where a black or Hispanic
superintendent might be in charge of a district containing 200,000 of these stu-
dents. Black and Hispanic superintendents do not constitute a large proportion
of the total pool, but their influence on American schooling is nowadays more
evident as they increasingly become the CEOs of large urban school districts,
Approximately two-thirds of the latter already feature superintendents with
ethnic minority origins. Nationwide, however. especially in states where there
are a large number of minority students residing in school districts outside of
urban areas, the need for a substantial and immediate increase in superintendents
with minority backgrounds is acute.

Age Composition

A number of studies of superintendents indicate the “typical” one to be about 50
years of age. From this it can be interred they ecach have about 25 to 28 years of
experience in public education (744Z)). Examining this statistic further, not many
have held employment in areas other than education since they first entered the
public schools as kindergarten or first grade pupils. It is noteworthy that few
protessions exist making it possible tor individuals to spend most of their student
and professional lives in the same institution, and/or line of business.

Some studies, conducted in Hlinois and Michigan (Glass, 1990; Angus, 1987)
report that about 80 to 90 per cent of superintendents declare they will avail
themselves of the opportunity for early retirement provisions that exist in a majority
ot states. If this should eventuate, approximately 30 per cent of the nation’s super-
intendents may change employment or leave the education service within the next
five years or so although the realization of this projection in practice is rather
improbable. Realistically, it is more likely that about a third of the superintendent
corps will retire or move on to other types of employment in the non-school
sector in the near future.

Most state early retirement plans for teachers make this option fairly attractive
to those individuals who have contributed to their programs for over thirty-five
years. A superintendent who entered the system aged 22 could retire on almost
maximum benefit at the age ot 57. Experience suggests that chiet school executive
officers at 57 years of age do find other job opportunities in most parts of the
country. lacreasing numbers of individuals in this age bracket are retiring from
the superintendency and moving on to other ventures such as small business
management enterprises or managing civic programs and teaching in higher
education.

One ape variable only infrequently discussed in the literature is the effect of
tenure. A study on the career patterns of superintendents (Burnham, {989) re-
viewed in Chapter 2 found 2 national sample to have been out of classroom
teaching for more than twenty years. The average number ot years spent as a
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classroom teacher was about five before moving into the principalship or some
other quasi-administrative role (Glass, 1992).

Marital Status

All the studies examined as background to this chapter found the American public
school superintendent to be a model professional especially in representing public
norms and expectations such as belonging to a nuclear family, being a stalwart
community member and so on. The studies showed that at least 95 per cent of
superintendents are married (Cunningham and Hentges, 1982; Glass, 1992). It is
probable that school boards select superintendents, at least partially, on the family
image they are likely to project te the commmunity. In many cities and towns the
school superitendent must fulfill the societal expectations of being a role model
par excellence for others to emulate. as well as a major player in upholding public
morals and community values. It may be because of these public expectations that
very few superintendents are single or divorced. One study (Ortiz, 1982) reported
that approximately 42 per cent of superintendents in the sample were married to
other educators — usually teachers.

Political Preference

Superintendents are often described as the school districts ‘educational politicians'.
This label is usually attributed to them in a different sense than it is to statc, local
or national politicians, where in this case, party afflition and politicking become
important areas of involvement. Superintendents in most sur eys have been shown
to be moderates in the public sphere (Glass, 1992). This is true regardless of
whether they are registered Democrats or Republicans. Teachers on the other
hand have been found to be more liberal in outlook when compared with super-
intendents. This assertion is substantiated by the overtly political platform adopted
by the American Federation of Teachers (AFT) and National Education Association
(NEA) and it contrasts with the far more cautious postures of the American
Association of School Administrators (AASA) and the National School Boards
Association (NSBA). For the most part, superintendents are restricted from being
active in partisan politics either by district policy or custom, and few play a visible
role in either the Democratic or Republican party.

Superintendents do, in their sometimes ambiguous role, *play politics” with
a small ‘p”in many states, but do so conventionally from the understanding that
they are upholding the interests of their school districts. Lobby days, meetings
with legislators and groups supporting funds for education on a local or state-wide
basis. are often part and parcel of the routine working day of a superintendent.
They become very political when, for example. advocating the passage of levy
elections and bond issues. Thus superintendents are obliged to be apolitical in
some ways and expected to be politically active in others. The latter occurs when
working to promote the interests of their school districts and occasionally when
representing the broader community in educational matters. Paradoxically the
superintendency is popularly conceived as being above politics but the oppuosite
is the reality for most executives (Blumberg, 1985). The degree of political
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involvement varies from state-to-state and district-to-district. In most states,
policy-makers and politicians, including board members, understand the negative
consequences of intruding partisan politics into public education and usually ef-
forts are made in good faith to keep politics out of schools. This is not uniform,
kowever, in some states occuring to a much lesser extent than others. On occa-
sion, a periodic and conscious effort is made by elected officials to undermine this
ideal in order to make the schools overtly political. As a case in point, Illinois has
more governmental mstrumenta’’ties than any other state, as well as more elected
olticials and attendant political patronage. It it is allowed to continue beyond a
certain point, it creates a climate and context susceptible to manipulation for
political ends.

Family of Origin Characteristics

As role models superintendents provide examples of upward social mobility made
possible through their educational attainments. Data from the AASA Ten Year
Studies, conducted over sixty years, show that superintendents far outstrip their
parents in education and in generating tamily income. Very few, i.e., less than 15
per cent, parents of superintendents acquired a college education (Cunningham
and Hentges, 1982, Glass, 1992). "This is a surprisingly low figure given that a
sub-tantial number were identified as having been active in parent-teacher organ-
izations. They place a high intrinsic valu. on education. It might reasonably be
expected that many superintendents would themselves be the children of teachers,
hut this i fact is not the case.

Ividence suggests that a sizable majority of superintendents come from blue
collar backgrounds and have acquired an education as a means of achieving
upward socal mobility (Glass, 1992). Considering their average age is 50, most
supermtendents’ parents are from the “depression’ era and comparatively few higher
cducition opportunities existed for this cohort during the 19305, Todav. however.
the parenting group 1s probably an affluent blue collar class (Glass, 1992).

Clommunity Background

Superiniendents are small town people. Few were born and raised in large urban
arcas 1t likely that then values and lifestyles are embedded in *mainstream
Anwerica’ and they would bring these to their executive positions in the city or
the suburbs. |t~ commonplace knowledge that the number of rural districts in
the United States far exceeds those found in the cities. This is of great importance
when considenng the professional profiles needed by future generations of super-
imtendents who will probably function in a rapidly desveloping service economy
mamly situated in large suburban areas, Trends suggest that large urban, minority-
populated schood districts will continue to grow well into the twenty-first cen-
tury, headed by arelatively smail number of superintendents drawn from minority
backgrounds. The number of rural and small town school districts are likely
to decline Turther in most states due to their consolidation and rationalization of
clementary aid seco ndary programs in order 1o have access to higher levels of
technology in the carnrculum. The supermtendency will need to be responsive to
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this development resulting from the changing composition and structure of our
school systems already underway. For future generations of superintendents, it is
likely that more men and women taking on the role will come from middle class
backgrounds. with more of the parenting group college educated and residing in
metropolitan areas.

Salaries and Remuneration

The general career pattern ot nearly every superintendent today can be sunmymar-
ized as a progression through a series of appointments of increasing responsibility,
starting from classroom teacher, and moving to building administrator, central
ottice admmustrator and eventually superintendent. Fhis is achieved usually some
ten years after first becoming an administrator. As the career progression of
the prospective superintendent advances, his/her salary also increases commensu-
rate with increasing responsibility and experience (as does the number of work
days per year). When informal meetings of superintendents occur, experience
shows that a great deal of time is often spent discussing personal contracts mainly
in terms of salary and tringe benefits. In states where superintendents have been
able to negotiate fatter contracts with their boards, they acquire more prestige
with peers. "This is especially so if their district is not a wealthy one or it'it is quite
large as mieasured by the number ot students contained within it.

In 1987, the National Center for Educational Intormation (NCE1 tound that
a majority of supermtendents (51 per cent) responding to one of their surveys.
enjoyved salaries exceeding $50.000 per contract year. Usually the tringe benetit
package tor superintendents includes a district contribution to social security.
retirement, insurance, annuity and perhaps even a leased car. A few miles away
from Chicago, in very small and affluent districts with no more than 1000 students.
superintendents are earning in the neighborhood of $100,000-130,000.

‘The NCEI Report also dicated that 78 per cent ot superintendents” houscholds
consisted of two-mncome families. Extrapolaung from this statistic, an average
superintendent earning $30,000, and a spouse carning $25,000 would have an
annual income suthicient to locate them in the upper middle class on a combined
income statistic. {n comparison with teacher salaries. those of superintendents are
coser to the packages of other major comparable professional groups. [he salaries
ot superintendents do not derive from a state regulated salary schedule. Rather,
they are determined through individual negotiation with a school board and are
usually framed tor a two or three-vear fixed term.

There av hetle doubt that many educational admistrators have become
admunstrators not because they particularly value holding the position of principal.
assistant superintendent. or superintendent, but simply because they wanted a
better salary in order to support their familics and to enjoy a high standard of
living. Whether salary is regarded as the major motis ation for career advancement
or not, it has to be included as o dominant factor, along with professional
advancement, desire for authority, desire tor job satistaction, upward social mobility
and influence/social standing in the community being sought by the majority
ot aspirants, Untortunately the ranks of the teaching profession from whence
most supernitendents originate does not contam specific provisions for career
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advancement and commensurate financial rewards. The payoff for good teaching
is to be retained in the classroom ad infinitum, or else given a job with higher
salary and more status as an administrator. The result tends to be that good
teachers are invariably rewarded by being removed from teaching at an early age
even though they may gain most of their protessional satisfaction from their
classroom interactions with students and have little desire to administrate.

While the superintendency represents the top level ot the hierarchy ot school
appeintments, it is somewhat untortunate that aspiring to the superintendency has
acquired the public reputation of being a ‘dead end’. One reason advanced to
explain it is that few school boards are likely to hire a former superintendent as
a principal, teacher or central otfice administrator should he/she subsequently
wish to return to the classroom or to building level administration.

To recap, the protile presented of the American superintendent today is one
of a stereotypically middle-class white male, originating from a blue-collar working
class family background. 't e’ typically spends about eight to ten years as a teacher,
and an additional eight to ten years as an administrator betore becoming a
superintendent of schools. He/she is also tenured in his/her position for, on
average, about five to six years, In addition, he/she comes from a small town or
rural area. has at least a masters degree and is also likely to hold the equivalent of
an educational specialist degree qualitving him/her for certification as a super-
mtendent. He/she is a moderate in his/her political views, is married, and, as an
‘ideal type’, represents the very finest example of the American middle-class to
taxpayers and the community at large.

Whether the criticism leveled at the American public school superintendent,
characterizing him or her as a member of a homogeneous group displaying these
characteristics, 15 valid depends on the plattorm one adopts with respect to local
control of schools. School board members elected by the local community are
responsible for selecting superintendents tor their districts m the first instance.
The impression acquired by the general public is that boards appear to hire on the
basis of personality in preterence to demonstrated competencies, track record and
previous experience. It this should prove to be the case, school boards will access
the same pool of personality types from which to make their appointments. This
can be inferred because former teachers undertake the same types of graduate
programs in educational administration taught by former administrators with
comparable administrative experiences and backgrounds and validated by the *home’
state that perpetuates the recycling syndrome ot a closed-system. There is little
chance for school board members to select superintendents who have aot essen-
tially had the same type of background and professional experiences compared
with their predecessors. Some variability in personality traits and leadership styles
may occur. but, for the most part. the *men’ who titl the superintendency appear
to be more alike in personal characteristies and lite histories than they are ditferent
(Leistritzer, [988).

Whether this uniformity bodes well tor the tuture of the American super-
intendency is 4 moot point and an important matter upon which to ponder by
thase who screen, select, prepare and develop school system executives, The
further question emerging trom this phenomenon is, it American schools are to
be substantially restructured to meet the challenges ot the twenty-first century,
will these be met through the leadership of a cadre ot predommantly white
male supermtenacits sharmg convergent expetiences i then preparation and
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development? Or will school boards, working in unison with state departments
of education, develop new certification standards that will encourage districts to
hire more ‘executive leader types' as distinct from those educational managers
who are likely to have been marinated in institutional life over the last thirty or
torty years? The nature and form of executive leadership for the public schools is
an issue not yet widely addressed by reformers and policy makers, but evidently
needing some priority attention (Chapter 1),

It is a theme of this book that many educators who currently populate the
nation’s schools can improve their leadership potential through access to superior
initial training programs at the university. This can be complemented through
selt-improvement on an individualized professional development basis for those
already working in the tield (as is made clear in Chapters 7 and 9). The National
Policy Board for Education Administration leads public and professional opinion
in this area by proposing that increased efforts on the part of states and profes-
stonal associations be given absolute priority in the initial press tor the identitication
of talent and for improved protessional preparation standards — the latter to take
the form of a national board exammation. If reform proposals such as these were
to be taken up, whether they would have sufficient impact to markedly change
the demographics and essential characteristics of the superintendency previously
described is an interesting question. Part of the answer to it rests in the basic
composition of the curreni teacher corps. If the internal characteristics of the
teaching corps change tor whatever reason, then it will reflect on the super-
intendency too. despite externally induced regulatory changes that might also
oceur in the wider social environment.

What are the basic operating requirements ot the superintendency in terms
of competencies, skills, and behaviors required on a day-to-day basis> What do
superintendents actually do? What are they trained and professionally prepared to
do? These are questions relevant to the examination of not only superintendents
but virtually any profession involving people holding high public office and public
trust. Research on the superintendency is still patchy with a tendency for studies
to tocus on the simple compilation of descriptive and largely unconnected model
characteristics of the superintendent. Others, though limited in number and scope,
detatlinterpretively what specific groups of superintendents actually do during the
course of @ working day: the decisions they make and with whom they routinely
come into contact in the conduct of their duties. This research confirms the place
ot the superintendent as a significant other in the hife of the school district and
as the primary architect of the schools’ mission, interpreting and implementing
this mission in conjunction with teaching staff. parents and the community.
Metaphorically speakmg, the superintendent is the thread that holds together
the patchwork quilt of the school district, the constituent schools and their
communities.

A major feature of the hterature on the superintendency is that 1t is substan-
tially normative as reflected in the title of thi- chapter. A number of investigators
report on what supermtendents should be {traits). others describe qualitatively
how superintendents spend their time. Few scholars examine in depth the role
and assoctated skalls and competencies necessary to realize in practice those
routinely held etfective behaviors that have been identified by research. o the
serious reader, it s apparent that unul recently the superintendency had largess
been ignored by those scholars familiar with basic role theory and sociological
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methodologies that might be applied protitably in the study of roles and role
behavior in this area.

One scholar noted for his development of the superintendent’s role 1s Daniel
Gritfiths. He has posited several stages that describe and account for the historical
development of the superintendency. Grittiths advances the notion that the super-
intendency has passed through three very distinct phases (1966a). The first was
when the superintendent was expected to be a ‘headteacher” also responsible tor
mstruction. This period encompassed the beginning of the American common
school and continued to the beginning of the scientific management period directly
preceding World War 1. The second period withessed the superintendent become
an efticient business person who removed daily control of the schools from their
lav boards. Decision-making at this point was subjected to pressures for increasing
ethiciency and containing costs. The metaphor of a factory production line aptly
captures this approach to management. The third phase — still evident today —
is one in which the superintendent is a “protessional administrator” who is expected
to exemplify many of the contemporary views of protessionalism. Today,
superintendents are. among other things, prepared professionally to implement
management theories. They can be compared broadly with ‘executive leaders’
having simuilar functions to those in the corporate worlds of business and industry
— but with one major ditterence. The success of a CEO in the corporate sector
is measured by the extent to which profits are maximized to the benefit of
shareholders. In education, however, it is measured by the extent to which an
executive can equitably allocate scarce resources within say | per cent of budget
n the pursuit and realization of publicly articulated educational goals. The main
distinction between the earlier *how to do it” vocationalism and the present ‘exec-
utive professionalism’ is on the executive's ability to form a vision of a preferred
state for the organization. and from this mediate the mission of the institution to
society, directing the organization harmoniously to the achievement ot its goals
in the process.

Given this scenario, what type of person s best suited tor the contemporary
superintendency? What types of prior experiences and training are needed to fulfill
the role and meet the expectations of a society that 1s itselt undergoing rapid social
change? Scholars are now beginning to sense that a redirected research tocus should
emphasize what superintendents do, rather than who they are. ‘the ‘trait” theory
of leadership. long thought to be of relevance to the tield of educational
administration, has largely been discredited by researchers such as Stodgdill, Katz,
and Nottingham (Iloy and Miskel, 1991). It has been replaced with a view ot the
superintendent’s effectivencess loeated in the dynamic interaction of three sets of
skills: technical, conceptual, and human. Technical skills are those utilizing a spe-
cific process, procedure, or technique; conceptual skills allow the superintendent
to envisage the "whale' of the organtzation and its refationship to its parts: and
human skills. perhaps the most important of the three, are those used to shape the
behaviors of members of the organization.

Most writers emphasize that well-developed human skills are the most crucial
m contributing to the etfectiveness ot an organization, since they are adjuncts to
communication crisis management and statt monvation. Grithiths conceptualized
the supermtendency as comprising three primary components: the job, the person
and the vocial setting. FHe then applied Katz's conceptual framework to the ‘job’
of superintendent within an organtzational and soactal content (Grrttiths, 196605,
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Grittiths, and ot’ ers such as Goldhammer and Farquhar (Cunningham, 1982)
redefined the role of the superintendent in more specific terms using descriptors
such as ‘developer’, ‘communicator’, and ‘motivator’'.

This schema was never framed at the level of specific competencies and
Gritfiths considered them to be too narrow for the broad role requirements of
the superintendency. This view has been shared by a number of researchers, most
of whom have attempted to ground the profession in theories of educational
administration largely derived from the social sciences. This was a predictable
reaction to the carlicr thinking of those who, in the previous century, employed
‘administrative truisms’ that are still to be found in many current textbooks on
educational administration. Typically, such texts tend to focus on the minutiae of
virtually every specific tash needing to be accomplished in the school district,
providing a ‘cook book® approach to the practice of educational administration.
Fhe “theory” approach was designed to assist superintendents in their understand-
ing of the nature of the school system. But in spite of it being well intentioned.
this approach has not been particularly helpful in assisting executives to develop
strategies. to solve specific problems and to meet particular needs (Glass, 1987).

In our era we have now recognized that the role of the superintendent is
temporal in time and space and that it is broadly-based. necessitating the application
of a multiplicity ot techmeal and concepiual skills for the maintenance of system
and community well-being. Thus, an extensive skills repertoire is needed in order
to deal ettectively with the complex demands of problem tinding and problem
resolution in the most ethcicious way.

With respect to which persomahty types and individual strengths might be
appropriate to fulfilling the role eftectively in different contexts, research to date
does not have much to ofter. There are few studies in this area dating trom “trait
theory” to the present. Research, however, investigating the interaction of aptitude
or best tit between person and position in a given context is still an important area
ot need for present and future research.

superintendents, like other role incumbents in administrative positions in
educasion, have rarely been subject to assessment cither prior to, or after, hirmg.
As a rule. both superintendent and principal positions are basically “self=selective’
in that individuals independently decide whether they desire to enter the protession,
and it they do, they then go about acquiring the necessary training and education
to qualify for a state credenual. The National Policy Board for Education
Admmistration in its 1989 report, highlights the lack of controls in preparation
and certitication programs employed to screen out those who are unsuited to the
profession. This undesirable situation has developed because of a lack of clearly
articulated professional standards, fow or infrequent use of developed assessment
systems . lack of much needed reliable and vatid instrumentation and the generally
poor coordination of improvement etforts within the corpus of the superintendency
and professoriate. Like teaching, the superintendency tends to be viewed by an
informed public as only “half 4 fegitimate profession”. This conception may have
mhibited the rigorous application of screening and selection methods on the scale
required to have any noticeable impact on restructuring, reinvigorating and re-
newing the supermtendency as it exists today. Any agenda tor deep seated retorm
s hikedy tooneed a comprehensive data base for informed decrston-makmg regarding
“what i welbas ashared vison of future sodietal expectations and requirements
concernig What should be's These provude the cutting edge regarding what it
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is to be effective as a superintendent in a quite different social and educational
environment to that of the present. Having addressed the "what is’ component,
the remainder of this chapter is devoted to some issues related to the future needs
of the superintendency in the light of present realities.

Through the Looking Glass

In 1922 the National Education Association’s Department of Superintendents
published a series of three yearbooks. The first focused on the superintendency
itself, The second and third explored the notion of'a contemporary curriculum for
schools. As the twenty-first century draws near, it appears that, to a certain ex-
tent. views regarding the nature and status of the superintendency have undergone
something of a full circle. There is a concern abroad today about the efficacy of
the dav-to-day role of the superintendent in meeting public expectations. and the
adequacy of preparation programs for those intending to withstand the rigors of
the role. As mentioned previously in this chapter. superintendents are already
leaving, for greener pastures and retiring in large numbers. At the same time,
authorities are pointing out that many aspects of the job are becoming dysfunc-
tional thus providing a crisis mentality toward finding ways of retrieving the
sttuation.

1 ookmg backward to the 1920s the superintendency was embryonic in both
its form and function compared with its developed complexity today. There were
many struggles, then as now, between boards and superintendents regarding how
the schools should, and would, be managed. Many prominent superintendents
advocated and implemented the scientific management principles proposed by
Franklin Bobbit as a way to create order and efficiency, and necessary to create the
intrastructure for expanding school districts. They also advocated a business
oriented” type of school board. This philosophy. it was thought, would lead to a
better articulation with existing theories of scientific management for school
adminmistration. Late twentieth century forces are similarly pressuring superinten-
dents to be more accountable in such areas as the expenditure of school funds,
management efficiency, curriculum regulation and improving the outcomes of
schooling. In the private sector, large corporations are beginning to form coali-
tions with school districts to help them become more etficient through the
application of business management practices to school administration. This
movement recurred in the 1960s, when management science underwent a period
of development featuring management by objectives (MBO), and performance-
based appraisal and program planning and budgeting (PPBS) in the drive for
increased productivity and efficiency.

In the educational climate of todayv, superintendents and districts are being
Iiterally bombarded by lobbyists representing parents and other interest groups
pressuring them to raise the achievement level of the  children. Selected aspects
of national reports are used in the print and electronic - adia to support claims that
students cannot spetl, compete with the Japanese in m.chematics, focate the major
European nations on & globe and idenuty nutritious foods to eat in accordance
with a healthy hifesty le. In the mind ot the public, schools are not the places they
onee were — or should be now. o short, public interest groups want school
children to produce mproved scores on seme test of indicator ot aclheyement m
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order to be satistied that the system is working and they are getting value for each
tax dollar spent on public education. Societal pressures for more accountability
pervade every level of education and are manifested everyday in most every dis-
trict through requiring the schools to become more cost efficient and academically
productive. This phenomenon lies at the heart of the current wave of school
reform and system restructuring,

Naive and possibly ill-considered as school retorm proposals may be. they
still create a management dilenma for the superintendent and school board charged
with their review and implementation. How to react in order to placate those
pressure groups yelling the loudest, and to 'beat the system’ of norm-referenced
achievenient testing being used in the public arena as an index of success (or lack
of it) on the part of students, schools, and school districts. has become part ot the
routine for those in positions ot responsibility. Superintendents in the late twentieth
century are thus caught in the double play of making schools more cost-etficient
(spend less money) and at the same time making them more academically productive
(get better test scores). The two aims are clearly at odds with each other. Attempts
to achieve both aims concurrently have the potential to increase management
conflicts even turther. and to compound the pressures under which superintendents
and principals must work daily. How are we to seleet and train school executives
to reconcile the two sometimes opposing forces of cost-etficiency and academic
productivity? This is a real dilemma. Real school improvement simply does not
come L'h('.lp]_\.

The Scleciion of Funoe School Fxeaite

fowas previomsly mentioned in this chapter that carcer progression it school
administration at the principal and superintendent levels tends to be *selt-selective”.
A common paitern s one where mdivaduals. with aspirations to become prinei-
pals or superintendents. seck graduate studies programs terminating in state cer-
tfication: undertake the courses; serve an on-the-job mternship;: pass the requisite
examinations and are thence certified and eligible to seek an appointment. As the
Navonal Policy Board for Fducaton Adnumstiraton pomts out, otforts on the
part of states and mstitutions of higher education to be proactive m searching tor
and reauiing mdnaduals who have the potenual to become outstanding school
executives are limited. Entry requirements tor admission to preparation programs
in higher education are minimal and do not as a rule include any type of formal
assessment other than prior grades in college work. a score on the Graduate
Record Lxamination (GRE) and letters of reference from individuals self-selected
by the apphcant. Seldom are assessment instruments used that might enable
mstitutions formatly to appraise an applicant's aptitudes, professional skills and
Anowledge. and basic personality profile before admittance to their programs. In
the absence o formal assessment batteries, the selection of future superintendents
and principals s based almost exclusively on verbal, quantitative and past grade
point average enterta, Inaddition, few educational administration programs have
well developed recruiting procedures explicitly designed to identify successful
princrpals who migtht inake successtul school executives, i the professional opinion
of stgmifiant others.

Why have educational adminstration progranis been o tardy on so resistine
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to change in the use of formalized assessment procedures and structured recruiting
initiatives? Certainly some programs in some institutions have engaged in both
assessment and recruiting in a systematic way, but the majority have not. This
may be attributed partly to the fact that many departments of leadership/educa-
tional administration are very small with fewer than five faculty members (i.e.,
the majority in the nation). In these situations the time and money required to
conduct assessment activities is not easy and is further inhibited in those universities
or colleges dominated by a traditional organization model oriented to past academic
experience rather than toward the pursuit of professionally relevant qualifications
of high quality. Many colleges of education in the United States appear to have
an identity crisis as to whether they are professional schools in the broad sense or
narrowly defined academic enclaves. Stereotypically, protessors of education seeking
advancement spend a great portion of their time as an academic in the narrow
sense rather than attending to the professional role they have to fulfill as well. In
actual terms this is reflected in conducting research and writing refereed journal
articles — conventionally accepted in academia as the way to gain tenure, be
promoted or otherwise become recognized for one’s contribution to scholarship.
In marked contrast some protessors are more oriented toward professional training
and practical fieldwork. They thus place themselves at a career disadvantage within
the professoriate. Pressures in the professoriate to maintain the status quo, combined
with a lack of resources, direct the attention of professors of educational
administration toward their own academic performance rather than valuing a pro-
fessional and field experience orientation, although the two points of view are not
necessarily mutually exclusive. The AASA Ten Year Study of 1992 indicates that
the credibility level of professors of education, as judged by practicing super-
intendents, has tallen substantially since the 1982 Ten Year study (Glass, 1992).
This could be an omen that professors might care to note when planning programs
and their own career directions.

Generalizing broadly, the colleges of education are neither provided with
adequate resources nor predisposed to prepare educational administrators outside
of existing organizational structures and protocols. Seldom are tunds outlayed and
resources applied to furthering extensive practicums and internships for students.
Rarely are neophytes placed in supportive job-related environments where
sophisticated management training can occur, and too many college programs
tend to be characterized by traditional forms of academic instruction for man-
agement professionals.

The American Assodiation of School Administrators, through the National
School Executive Development Center and its six pilot centers (see Chapter 1(h,
is working to identify the specific competencies and characteristics of successtul
school executives. As the knowledge base is veritied, the assoctated competencics
will be incorporated into a series of dssessment instruments targeting potential
«chool system executives. While this represents an advance in thinking, given the
inherent difficulties in ‘capturing’ complex muludimensional behaviors, instruments
currently being developed in areas such as instructional leadership and general
management are likely to be limited in scope. [tis unrealistic, therefore, given our
present state of knowledge, to expect that the needed instrumentation will be all
encompassing in work scope or anything other than modest in claims for predictive
vabidity with respect to field based performance. Desclopmental work conducted
to date is. nevertheless, realizing prototypes that have the potential to prosvide
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decision-makers with useful data to guide and inform the operation of educational
administration programs. At a personal level, the work is providing administrators
with a clear idea as to how they personally stand with respect to those skills and
competencies needed for school leadership, as well as assessing their aptitudes
across a range of activities related to success in the role. The advances made thus
far are expected to be widely disseminated in order that they may make a signifi-
cant impact on the quality of school administration programs in colleges of edu-
cation (Harris er al., 1992; Carter et al.. 1991).

There is also a pressing need to inform and counsel women and members of
ethnic minorities aspiring to the superintendency to undertake specific programs
of educational administration. Few educational administration programs at the
post-principal level of training have any sizable representation of minorities and
women. Within the national talent pool, lack of funding for graduate student
support and paid internships in school districts are important factors tending to
reduce the numbers of women and minorities potentially available for selection.
Reduction in the talent pool also occurs through an apparent lack of motivation
on the part of principals and other district office administrators to seek entry to
the superintendency. This is because they regard it as 4 role that places too much
stress on themselves and their families. Even when the pressures can be withstood.
longevity of employment tenure is still not assured. The volatile nature of the
environment in which the superintendency is embedded does not attract talented
principals and district office administrators to seek the office.

For the administrator not overly concerned with some of the more negative
aspects of the superintendent’s environment, a problem that arises is where to go
to acquire the best training and professional preparation for the role. Another is
how to gain the first senior executive position after graduation. Most aspirants,
acting rationally, question themselves as to what areas of training and initial
preparation they think they are most in need of, and in what program(s) these can
best be accommodated. Frequently their actions are conditioned by what is locally
available and that will not require the individual to interrupt his/her employment.
Another consideration is what is minimally required by the state for certification.

The National Policy Board reports that an overwhelming majority of edu-
cational administration graduate students are engaged in study as part-time students
while also working full time in demanding teaching and administrative positions.
Very few spend any full-time residence in institutions of higher education, and
even fewer spend a year or so in an integrated practicum/internship setting in a
local district. The inevitable inference to be drawn from this is that the majority
of school executives in this country have been trained in part-time, ‘hit or miss'
types of graduate programs. If this is so, it is questionable whether they have
actually been properly trained at all or simply schooled in ways which academics
consider to be appropriate to the intellectual study of school administration. ‘I he
bottom line appears to be the prohibitive cost to be borne both by the individual
and the higher education institution. For personal reasons older students. under-
standably, do not seem willing to forego a year or two of regular salary, expe-
riencing residential dislocation in order to spend time on campus. and then
later undergo a formally supervised apprenticeship with a mentor, which the
better programs require. The institutions of higher education on their part are
loathe to acknowledge the necessity of making graduate fellowships or other
forms of financial aid available to prospective appheants. Ultimately the focus of
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responsibility lies with the institutions to attract good candidates. On the face of
it, higher education institutions are remarkably short-sighted and unwittingly
abetted by state education agencies in not supporting promising mature-age
candidates. As a rule, both colleges and agencies are also lacking in developing
state certification codes requiring clinical and outcome-oriented models of
preparation for potential senior executives.

We acknowledge that educational administration programs in some high
quality institutions do as good a job as can reasonably be expected, within existing
resource constraints, to provide an academic background and a technical preparation
(curriculum, finance, and management) for their graduate students. Even in such
cases it is likely that students will be minimally exposed to the areas contributing
the most to executive leadership — namely, climate building, interpersonal
relationships, conflict resolution and planning. Many institutions demonstrably
fall short in providing much needed on-the-job training and experience from
which (among other things) school boards might ascertain if a newly trained
graduate should be afforded the opportunity to take on an cxecutive leadership
role in their district(s).

he Prognosis for Educational Administranon Programs

In spite of the increasing rhetoric surrounding public schooling in the mass media
and in forums espousing retorm, the combined political will driving a “critical
mass' needed to create radical and deep seated structural changes is not yet in
evidence. Even if sufficient financial resources were to be made comprehensively
available in the near future. it is unlikely there would be a corresponding increase

i the cadre ot professors and trainers prepared to offer a radically ditferent
approach to professional selection. training and development.

To reiterate. what is needed are programs that are more field centered than
is currently the norm and that include some of the recent recommendations for
reform spelled out by the National Policy Board and the University Council of
Educational Administration (UCEA). These bodies have called for the application
of more stringent admission criteria, an adequate core of professionally oriented
faculty specialists and the provision of experiential and more meaningful,
necds-based internships. Currently. faculty salaries tor protessors of educational
administration in most institutions are so low that practitioners with good aca-
demic qualifications must take salary cuts. sometimes in the order of 50 per cent.
in order to take up appointments. Faculties, in turn, are not materially resourced
to provide specialized equipment, classroom facilities, travel budgets and practicum
arrangements needed to meet a revised code and standards. Thus, to be an edu-
cational administration protessor at the present time is, tor many, a frustrating
experience espectally it she/he serves in institutions providing for only the bare
ewsentials supporting the academic aspects of a preparation progratn,

In the case of retired superintendents who would hke to become professors,
institutions conventionally tend to avoid appointing them due to an anticipated
lack of appropriate academic values toward educational administration theory and
practice. Attracting experienced professionals is imperative for the recognition of
individual merit as well as for enhancing the pubhic status of a college of education
operating within a traditional higher education miheu. Even a cursory scan ot the
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vacancy notices for professorships in educational administration in The Chronicle
repeatedly shows openings available for assistant professors at the lower end of the
salary scale. This invariably precludes experienced school executive leaders from
applying for a position, and this appointment policy makes the job attractive only
to younger, less experienced individuals seeking a professorship in higher educa-
tion. A deficit of vacancy notices for full professors and clinical professors high-
lights. by default, the agenda of colleges of education in according a low priority
to the sort of statfing profile needed to operate an exemplary training program.,
It is an indictment of the situation that, at a recent national meeting, one prominent
professor of educational administration admitted to a large gathering of his peers,
that, after thirty years, he found it next to impossible to be both an academic
professor and a professional educator within the single confines of his own
institution,

In the light of this commentary, the outlook for colleges of education in
attracting high quality professors of educational administration seems rather dismal
unless there is a clear change in direction. The profession does need young, relatively
inexperienced academics with advanced theoretical knowledge in areas such as
policy processes, organizational theory, and research. It cannot be overemphasized,
however, that the vital core of any good training program, and its final test of
worthiness, is in developing testing and validating those skills and competencies
needed for job effectiveness and their outcomes when applied to field settings.
'Knowing that” and ‘knowing how' are sometimes very different. In the execution
of leadership it is particularly germane to develop both aspects together. The
leader might know everything that is worth knowing about human motivation.
for example, but whether he or she can engender this in others, through the
intelligent application of a number of managerial competencies initially learned at
college then practiced and refined in the crucible of experience, can only be validated
in the field. "The proof of the pudding is in the eating’. ‘The life chances of
children and the careers of subordinate staff depend ultimately on the quality of
the senior educational leader. Society has a vital interest in the quality of this
leadership too. Quality is satistied when public confidence in the achievement of
successful school outcomes is high.

For maximum effect a more comprehensive role for the training and
preparation of school executives needs to be undertaken by the school districts
themselves in the form of internships, practicums and mentoring programs
coupled with regular in-service (Milstein et al., 1991). On reflection it is unrealistic
to expect this to become a practical reality. Most districts have tewer than 3000
students and consequently insutficient administrators available o exercise this
preference — assuming the notion was a tenable one m the first place. Similarly,
‘lighthouse” school districts, in which the environment for excellent leadership
training and mentoring exists. are not numerous enough nor networked sutticiently
well to provide coordinated ficld-based programs. Another initiative, leadership
academies, is now in place in many states but the availability of the academies
services are not well developed to the point where they can make a significant
overall impact on the profession. Whether states will evolve these academies further
i order to perform a majority of the tasks necessary for the preparation of school
system executives is speculative. At present, most boards rely on the institutions
of higher education to provide coursework at pre- and in-service levels but this
may change. If the demand tor agnificant reform of education programs continues

i
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to escalate, the certification role of institutions of higher education may be
removed altogether in some states and vested in alternative modes of learning. A
noteworthy example is an alternative model using professional associations and
coalitions currently evolving in California and Oregon.

What Should he Done?

The history of public education over the course of the past halt century indicates
that if a word or slogan is used long enough by enough people then, by common
usage. it becomes regarded as a ‘truth’. In the 1960s the buzz word was ‘quality’
and in the 1970s it was “accountability’. The 1980s referent was ‘restructure’ or
alternatively ‘reform’, while in the 1990s it seems that the banner is “choice’,
Through the process of repetitive discussion of issues in journals and at different
educational forums, sufficient "energy’ for the cause is generated to create the right
environment for the implementation of initiatives representing the embodiment of
the fad word or slogan. The groundswell for change in this sort of instance may
occur without any comprehensive system planning and in the absence of adequate
funding and resource provision. Demonstrably, reforms that have occurred in this
fashion, without much proper planning and support, have frequently resulted in
disenchantment and disillusionment on the part of their initiators. The vacuum
created via disillusionment and failure then opens the way for the next new fad.
When it recurs once again, to be taken up piccemeal from its surface features,
nothing really seems to change very much and things go on below the surface
much as they did before the tad came on the scene.

Tyack and Cuban (Tyack and Hansot, 1982, Cuban, 1988) have between
them developed a thesis putting the ritual and the traditional lock of school systems
into a historical model. If their explanation is valid and the model is perpetuated,
1t accounts for forces likely to mitigate against attempts to achieve deep-seated
changes concerning the manner in which children learn, teachers teach and admini-
strators lead more effectively, It appears unavoidable to escape the notion that
American society does not seem to be ready to divert signiticant amounts of new
money and more human resources to the schools in order to effect changes of the
order required now and i the foreseeable future. *Realists’, conditioned by past
experiences, comment that infusions of new money into schools tor retorm
purposes will simply result in additional failure, claiming that current tunding
levels are adequate to the task (Sarason, 1991). The only thing really required,
according to this view, is a radical change in teacher and administrator behavior.
Critics of urban school systems, as in the case of Chicago. assert that the reason
for the almost total collapse of the schools can be laid at the feet of the educational
bureaucracy, rather than admit to other sources of failure located m dystunctional
famtlies, squahid school environments. parents without jobs. inadequate health
care, and oppressed teachers who are themselves vicums of the system. No! The
failure of schools, as i the ghettos of Chicago and New York, must ultimately
rest upon the shoulders of the central office administration, not because there 1y
mequitable financing directed from the state legislature or the absence of mean-
inful support from the private sector (Glass, 1996). Unfortunately. the situation
m Chicago, transhated on g national saale, seemingly cpitomizes public attitudes
toward cducation todav. The impression given natonally 1s that no one s to

54

6/




What is in the Context of What Might Be?

blame for the failure of the schools and their clients, especially those children
seriously at risk, other than the educators and bureaucrats. This type of societal
indictment is short-sighted, blatantly incorrect and potentially destructive in a
country that desperately needs to make social and economic adjustments, among
other things, to remain competitive in world markets. The ills of society, how-
ever, have to be cured by society itselt” acting at all levels i a concerted way.
Unless entrenched attitudes on the part of political, corporate and academic elites
in this country become more enlightened, it will not really matter how dedicated
and proticient school executives and other protessionals are. Thev will contnue
to work under handicaps that prevent their organizations trom reaching even a
modicum of their potential in realizing the vision ot a better society (Giroux,
1992,

To summarize the thrust ot this chapter. true and deep-seated reform, requiring
the restructuring of American schools, will not occur as a consequence of current
or tuture tads manitesting themselves under slogans proclaiming ‘choice’ or ‘site-
based management’. What is needed first is that society at large must come to
consensus about what the nature and role ot schools will be, nationally and at the
local level. The historical concept of local community control is no longer tenable
it we are senous about deep-seated planned change. The child who goes to school
in Minnesoia has at least 4 30 per cent chance of living and working in some other
state durmg the course ot an aduit lite. 1 a period ot increased mobility, tor one
district and one state to control the educational content of instruction in isolation
trom others is neither practical nor sensible when considering the long term
‘common good’.

Second, the preparation of educational leaders should tollow the establishment
ot a national consensus regarding the aims of education since these people will
shoulder the major responsibility tor leading the nation’s schools toward desired
goals. Individuals who undertahe this mission must be caretully selected, trained
and of the wliber to confront the tasks that lic sdhead. They must be prepared to
engender a predictable transtormative and surely -guided development of school
organizations that educate all children tor a productive lite, an entitlement that
will be of benefit to themselves and to the soctety m which they will hve as
adults. At the present time, it is dithcult to be optimistic regarding America's will
to turnish the means or toallocate the resources needed to create a national system
of schools, We would argue that these need 1o be decentralized e some respects
to meet loaal community needs, but centralized on a state and national basis in
other ways in accordance with common and democratically agreed priorities.

A worthwhile precursor to the development of America’s schools ior the
next century would be to institute a dramatic retorim ot the professional prepa-
ration of the next generaton of leaders who will head up our schools and school
syatems. 1tas imperative that leaders be prepared now to lead the schools in
dircctions that mdividual states and the nation as 4 whole can mutually agree upon
tor the 199k and bevond.

Lducation as an investment. not an expense, means outlook 16 needed. It
tahes many vears to adequately prepare an executive, and 1t s costly i terms of
both the financial expenditure involved ind the energy expended to provide learning
apporiunities tor the neophyte seperintendent to gain relevant experience in the
practice and retmement of his/her new by -acquired skills. The great plus to be
paned m o domy this well s that, in the process, value is added to scarce human
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resources while also allowing for less tangible gaits to accrue to individuals of
high caliber as thev are 1ssisted toward professional marurity. The time and the
context 1 right for the rebirth of school executive leadership preparation and
training programs This snould become a priority item on the public policy agenda
leading each of the states to he!p signpost the educational future and with it the

future prosperity and well being of all Ansericans.
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Chapter 4

Exemplary Superintendents:
Do They Fit the Model?

Thomas E. Glass

't carber chapters of tns book have attended to reviewmg selected studres of the
superitendency and cognate areas with nnplications tor poley and practice. n
this chapter the focus 15 narrowed further to review some contemporary work
regarding superintendents who have been identitied as exemplary. While this group
recens es attentton in this chapter, the reader will no doubt effect comparisons with
superintendents in etfective districts examined in Chapter 1. and with protiles ot
the national and effective groups of superintendents appraised in Chapter 2.

Even though America is heavily urbanized. the pattern of public education is
~oll predonumnantly small town. About three-quarters of the nation’s school dis-
tricts are populated by one or two central ottice administraior types (Glass, 1992),
Who are the superintendents serving in this broad spectrum of districts, Jarge and
small, rich and poor, rural and urban? What personal characteristies and district
vatiables ditferentiate them i terms o the quabity of their pertormance? In briet,
which ones are exemplary in the position, and what tvpe of selection procedures
and preparation programs are hikely to provide the pudblic educanon system with
tuture exemplary types?

The data on which this chapter is based come trom  he results of 2 nationwide
survey of supenntendents sdentitied as exemplary by dhetr peers and sigmificant
others in the tield of educavon (Stote, 1991, Tt s complemiented by data drawn
from the most recent len Year Study of the American superintendency that is
conducted i cach decade by the American Association of School Administrators
(Glass, 1992). Stott admimnistered the instrument utilized in the AASA Ten Year
Study to a group of superintendents designated exemplary on the basis of nation-
wade competitions sponsored annually by the National Schiool Boards Assodiation
(NSBAY and the Amertcan Association of School Administtators {AASA). An
inportant question to be addressed later relates o the validity of the selection
protocal myvolved, re.. whether the “exemplary” superimtendents dentttied by
AASA and NSBA do in tact operate as ‘executive leaders” or whether they are in
etfect managers mamtanunyg the operation of wchools through tmucro-management
technigues.,

In retrospect, the position of “aity school superintendent’ had already exivted
for about 75 years. when, o 1916, Fllwood P. Cubberly first wrote that the
arahities of leadesdinp o accesstul supermtendonts wore sadh that, “he st learn

-
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to lead by reason of his larger knowledge and his contagious enthusiasm, rather
than to drive by reason of his superior power’ (Cubberly. 1922, p. 138). This
assertion, however, needs to be evaluated in the light of other conclusions such
as those of Thomas and Moran (1992) concerning the power of the superintendent
in the Progressive Period.

Even though Cubberly’s remarks are now nearly 75 years old, they seem to
be very much up to date for they closely parallel current writers who advocate
*executive leadership® as the sine qua non ot the superintendency and principalship.

Further, Cubberly seems to endorse the current concept of strategic planning,
saying that a superintendent should, . . . out of his larger knowledge, see clearly
what are the attainable goals of the school system, and how best and how fast to
attempt to reach them. From his larger knowledge. too. he must frequently reach
up out of the routine ot school supervision and executive duties into the higher
levels of educational statesmanship® (Cubberly. 1922, p. 138). While Cubberly’s
dictums seem quite contemporary, his vision ot how a superintendent should act
in carrying out ‘his’ duties would be considered managerial today. but were
probably regarded as being very executive n orientation in 1916,

With the benefit of hindsight, the superintendency, in the early days, was
undoubtedly managerial. Even though the ‘grandfathers’ of the protession, such
as Cubberly, Strayer, Mort and even Barnard wrote textbooks that were com-
pendiums of *best practices’. a serious reader would note the writers” preference
for leaders exhibiting a wide vision. Also preterred was an ability to recognize
leadership as a pervasive influence on all the groups involved in the school, and
of possessing a vision as to the direction the school should be moving as well as
ideas on how to get there (Glass, 1987,

Identifying Exemplary Groups of Superintendents

After searching the literature on the supenntendency, only two national groups of’
exemplary superintendents could be found. The first group of 290 superintendents
was identified from the recipients of NSBA's “Top 1007 educators, first initiated
on an annual basis in 1984, selected by Executive Edwator magazine. A second
exemplary group of 125 superintendents was drawn trom those who represented
their states in AASA's *Superintendent of the Year” award that began in 1988,

Descriptions of the Exemplary Superintendents

What characterized those supermtendents commaonly regarded as outstanding or
exemplary? What was ditterent about them compared with ‘the norm’? What did
they do that was quahtatively different from the way other supermtendents went
about therr business? These and related questuons about what distinguished them
as being exemplary suggested the need tor a deseriptive survey in order to provide
SOME dnswers.

A ~ustable snstruiment presiously used mothe just completed Ten Year Study
rGlass, 1992) was already avmlable. This instrument elicited superitendent intor-
mation concernmg demortaphics, leadership daractenstics, refations with «chool
boards, preparation and tramme, techngs of stress and fulfillment an the job,
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Table 4 1 Comparisons of exemplary supenntendenis aind the AASA nalional samiple

Med.an age

Democrat

0's

.

BB Cxemplary

Repubtican : ' Natona!

Iriepergent

Der-ographic tay

vigrteu

Percentage of samiple

carcer paths, and programmimg of their districts, 1t the excaplary group com-
pleted the same instrument then turther comparisan with the AASA sample would
most hikely reveal ditferences and simifarities between the two groups on the same
variables. Notwithstanding. the AASA instrument contamed 1O validated ques-
tions that comprehensively dehneated the characteristios of the exemplary groups.
Stott surveyed a sample of 400 superintendents dentified as “exemplary’.

Some 2500 superintendents out of a population ot 15,500 had been sampled
previousty in the AASA survey and only a handtul of the 410 exemplary super-
mtendents had been drawn in the AASA sample. A number of superintendents in
the exemplary group had retired or moved mto the private sector and several had
wone to institutions of higher education. Of the exemplary group. 291 returned
completed istruments representing d return rate of 70 per cent. The survey team
was wellsatisfied with both the overall representativeness and proportional strati-
fication of the sample as shown in Table 4.1 (Stot, 1991,

There were six evident ditferences between the exemplary group of super-
imtendents and the national sample. I general, the exemplary supermtendents tit
more mto the conceptual model of the executive leader (chief executive officen)
rather than that of 4 nnddie level manager tibid ).

Ihe criterta used tor nommaton by both AASA and NSBA are dernved
predommantdy by reference to reputational sources. Individuals are nomimated
using mechanismis such as notces i the Excatiee Pducator and the Amencan School
Board fowrnal, Subsequenithy state and national selection cominttees udpe the imitial
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Tabie 4 2 Types of (nstic!s of exengidry supennlenaents

Vla,0r urpan center

Ciy district

[ E xernpiary
0 Natona

Sabhabhan

Mo urban/suburban

worth of the information recenved on nommees. Addinonal comments and data
are then sought that are abvo evaluated and upon which the tinalists are selected.,
The selection protocols, though purposetul. have no claims 1o being scientific but
this does not necessarily invalidate them in practical wrms,

[t should be remembered that the purpose ot the study was not o denuty
and validate those criteria that wdenuty and can be used to evaluate eftective or
exemplary supermntendents, but rather to focus on differences between two groups
of superintendents selected within the constraints and practicalivies ot the sampling
design that had to be adopted. Following trom this, the conclustons should be
regarded  cautiousv e the absence of further research e this arca Fhey do,
however, correspond with experience and e conventional wisdom of the
profession,

Excmplary Superintendents arec More Urban

[he exemplary group was distinetly more urbanized than the national group of
superintendents, Over a third (37.8 per cent of the group) grew up m the suburbs
or large aes, while 72 per cent ot the national group had been raised in very
sinall towns or rural areas. 1he exemplary superintendents served i large suburban
districts more fiequenthy than those e the national group. Only one member of
the exemplirs group of supermtendents actually seeved i a small rural district
thd .

Fhe suitistios shoven e Labie 4.2 are predictable, sice the typical suburban
school distncr s waadthior and beter supphed wath admmsiratn e sapport than
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either the very small or extremely small districts. The latter typically have more

p homogencous populations and this tends to result in low levels of conflict in
— districts where superintendents are atforded the opportunity to develop quality
= progranms untroubled by the need to mediate between the various conflicts of
- religious, political, racial and/or sucioeconomic groups, or kaving to overcome
- the deleterious effects of inadequate school or parental resources.

‘The suburban districts evidently do attract high quality superintendents. In
the Northern Hlinois area, tor example, it is not unusual to have 150 applicants for
superintendent positions m the affluent bedroom communities and many super-

: intendents in this locality enjoy geod salary packages in keeping with their role.
. School boards in the suburbs have an opportunity to pick the very best of appli-
cants and this type of school district is well represented in the sample. Also, due
1o the availability of fiscal and other community resources. superintendents can
develop highly visible programs that will draw attention favorably to themselves

- proving their abilities and thus enhancing their career prospets.

j The presence of a disproportionate number of exemplary superintendents in
_ suburban contexts is an importani finding in Stotts study. On the face of it, it
_: seems as if the resources and community profiles to be found in suburban districts
are magnets for exemplary superintendents, but this requires further validation
- through more research.

The exemplary supenintendents tend to be a bit older than the national group,
- and also more liberal and Democratic in their political partt preferences. The
average age is 53.6 vears while that of the national group was found to be 49.3
years.

Carecer Paths

_ Lhe carcer paths of the exemplary superintendents (Table 4.3) were markedly
- ditterent from those of the national group. The exemplary supermtendents were
tfar more likely to spend a tew vears m central othice posstions before acquiring
appointments as superintendents. In contrast. the national group progressed from
the principalship to the superintendency on a more regular basis, In accounting
tor this. it s likely 10 be the most common career path of saperintendents in
smaller districts simply because there dare very tew central otfice positions m small
districts,

This ts animportant ditterence between the groups, however. due to the ever
yncreasing complexity of school finance, budgeting, personnel, curriculum, special
- programs and facility maintenance. The exemplary superintendents were more

likely to have had an opportunity to gain knowledge and experience in many of
these areas before becoming a superintendent, whereas the superintendents in
small districts most otten learned on the job snce the principalship does not as
a rule provide much preparation in these areas. Additionally, many of the exem-
plary superintendents in their earlier position(s) as central otfice administrators,
had the dayv-to-dav opportunity to observe ther superintendent in action. There
is evidence to show that a majority of the exemplary superintendents spent most
of therr careers m Llarger, not simaller, disericts before becoming superintendents,
The exemplary superintendents indrcated they had received the assstanee ot g
mentor tar more otten than those 1n the national group (Stott, 19915 Glass, 1992,
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Tapie 43 Career patterns 1o the superintendency

Teacher only

Pl par ony

Centrai ott.ce only

TCHR and prirc.pal Eneplary

£33 nNarora

TR yrg carera o

Pr.nard centra off

Carcer as a Tcacher and Administrator

Sixty-three per cent of the exemplary superintendents indicated they had been a
classroom teacher five o dess years. Fortv=sin per cent ot the natonal group had
taught for five or ess vears, Fullv 68.5 per cent of the exemplary group obtained
therr first admnstrative position between the ages of 23 30 The mobility of the
exemplary group was also a bithigher than the national group. About 36 per cent
of the national group ‘rose from the ranks” in thar districts (o become super
miendent. while vnly 25 per cent of the exemplary group were hired from inside.
Fewer than 40 per cent of the exemplary group had held only one superintendency
while 30 per cent of the mational group had only served in one superintendency
{Stott, 1991,

Some other career path ditterences apparent in the data were that the exem-
plary group obtaned their superintendency positions m districts more otien where
boards had utihzed the services ot a protessional search firm (see Chapter 5 for
more detail on this), This conclusion may appear to be inconsequential until it
v reahzed that most of the protessional search firms are staffed by former and
retred supenintendents. They examine very closely the credentabs, experience and
past perlornanee of candidates betore reternme them (o ther chient boards tor
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Lxcmplary Superintendenis: Do They Fir the Model?
Tabie 4 4 Board reasons for hirng

Exerpary

Personal characteristics 291
Change agent for district 298
Mantan status Gud T4
Instructionai ieader 305
Pertorm a specific task '8
No partcu'ar reasor 74

mterviewing. This process seehs to identity superintendents with not only the
bost preparation tor the job but also track record.

Superintendents Explain Why Their Board Hired Them

When the supermtendents were asked todentity the hey reason their boards hired
them Lable 4.4), the exemiplary group stated the primary reason for their hiring
was for then abilities v the area of instructional teadership. The national group
indicated the primary reason their boards hired them was because of personal
qualities. [t os bkely that on the one hand the exemplary group perceive themselves
as being more like highly trained professionals hired to provide instructional
leadership. On the other, it is possible that the national group perceis e themselses
tor be “educational generalists’, hired to ensure that all of the basic functions ot .
school district are accomphished smoothty.

There is somie research, supported by the 1992 AASA Ten Year Study, to
suggest that board members generally hire superintendents in the tirst instance tor
personad reasons and tire them agam for personal rather than protessional reasons
(Grady and Bryant, 1991). Thus, whether superintendents consider themselses to
be superb technicians, managers or teaders, it appears that personal characteristics
and the night “chemistry® are most important in board/superintendent relations,

Another ditterence was that the excmplary group was far more active
partcipating in state and national professional organizauons, This could be a
contributory factor to their nommaton as outstanding n the tirst place. Never-
theless, they tirst had to obtain the position in g districe that had the resources to
assist them m becoming visible within their state. Since most of the professional
organizations that superintendents participate in tsuch s AASA, AASA wtate
athiliates, ASCD, and NSBA) provide extensive professtonal deselopment oppor-
tumties. 1t s most likety that the exemplary group recerve contnumg additional
traiming commensurate with their positions. This featire is not as commonly oc-
curring in the national group. Protessional deselopment opportumtes emphasized
in recent vears include (i) strategic planming: (i) curriculuim auditing: (i) site based
management: and ovy goal-hased Tearmng outcomes and mstructional leadership.

The exemplary roup abso telt more personal tulfitlment i their jobs (Table
4.31 than did those m the navonal group, and especiaiiv supermtendents from sery
stall districts. Additionally . the exemplary group exhibited lower stress Jesels
1 Fable 4.0,

From Stott's dataat can be mterred that the exemplary group of supermtend -
iy wete muore fuitlled and telt Jess stress than thetr contemporaries. This is
understandable vrven the wuburban nature o ther schood districts as presionshs

Hhi




Thomas E. Glass

Table 45 Amount of fulfiliment in supernntendency

Considerabie Considerable
769 62.5

Exemplary National

Table 4 6  Amount of stress in supenntendency

Very great R vey grear
73 /g

Cons'derable

Cons deraple
343 e

47 3

Moaerate

40 Maoderate

417

Ltteor e
&

Exemplary Nationa!

deseribed, Also, anumber of the board members in suburban disincts are BRely
to be mdividuals with management training themselves and have the sort of per-
spective that empathizes with the supermtendent as an executive leader rather than
A NMNICFO-IANAECT,

Position Tenure

I recent vears there Tuve been freguent stories in the meda concerming the dis-
missals of supermtendents heading up the large urban districes. Lhere s evidence
1o show that in the very largest urban districts tenure for a superintendent Lasts tor
about two-and-a-halt vears Gast, 199D s the popular conscrotsness, nuany gam
the smpresaion that the supermtendency s a guick tarnover position. While there
i an elem nt of truth in this, data on the exemplary and satonal groups show
4 length of tenure comparable with that normalls expected ma private sector
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Tagie 4 7 Mean iength cf renure of supenntendents

exccutnve leadership position. There was, however, evidence te show some insta-
bility in the exemplary group moving trom one job to another. Thirty-nime per
cent of these snperintendents had held only one supermtendency, while an addi-

tional 30 per cent were occupying their second superintendency (Stote, 19913 The
national sroup was more mobile than the excmplary group, although navonaiy
the mean length of tenure was 6.2 vears CHable 4.7) (Glass, 1992). Both groups of
superintendents ty pieally fodated in one state, but when it occurred, the national
group tended to move out ot state more otten.

On the Job Performance and Conditions

[he tactor that the exempliry group of supenintendents found nteriered with
therr performance most was the trvad and msigmticant demands placed on them,
The national group indicated that the most serious problemy mhibiung their job
pertornunce was lick of adequate finances. The exemplary group included well-
planned and well-organized feaders who were likely to resent efforts to make
them spend time non-productivety. Also. the exemplary leaders are situated in
districes that have adequate fimances to mect most needs. Aselt-perceis ed and serious
ssue tacmg the districts headed up by members of both groups was that of in-
adequate tinancing. The second most serious probiem tor both groups was assess-
ment and testing. Tt appears that the nationwide drive for achievement-score
productivity is creating some further problems for districts and their superin-
tendents, With the popular nouon that “the buck stops here', pressares for the
reform of school districts trom parents, politicians and others has placed a heavs
burden on the shoulders ot superintendents vnder the rubnic of accourtabiiity
tiereased productiony. Many superintendents, includmg the ones in the exemplary

[{N]




Q

ERIC

 ArullText provided by ERIC

Thomas [, Glass

group, were concerned about increasing student pertormance outcomes in their
districts. The amount of testing now occurring in American school districts is
belicved to be unacceptable when counted in school hours and school days given
over to it. When students only spend 17 per cent of their time in school, and when
much of it is taken up with testing rather than teaching, then accountability pressures
work against, rather than tor, the processes of teaching and learning (Finn, 1991).

Sur rintendents in both the national and exemplary groups evidently did not
regard superintendent/board conflicts 2s a serious problem. When they do occur,
and especially it they 're based on some personal altercation attecting tamily members
(boards or superintendents), conflict seems to easily lead to firing (Grady and
Bryant. 1991).

School Boards and the Superintendents

The exemplary superintendents actively sought to involve more citizen participa-
tion in the work of schools: they emphasized strategic planning. and frequently
shared the serting of board meeting agenda and the initiation of policy with board
members. Further, they felt their board members to be better qualified for their
work. This suggests that exemplary superintendents were more interested in shar-
myg responsibilities in partnership with board members than did their contempor-
artes. Also, remembering the exemplary group work in the larger districts, the
necessity ot forming central office teamis probably extends more readily into
symbiotic relatonships with board members.

Working with many groups of citizens, parents and statt’ who display
adversarial stances is one of the most difficult public challenges facing super-
intendents. Most likely the type of superintendent who is successtul in coping
with potentially conflict-laden situations is one who feels comfortable when
working i a team approach ro problem solving and secure enough to delegate
responsibility when and as necessary. The survey data indicated that members of
the exemplary group seemed more amenable to share and delegate than did those
comprising the national group.

Professional Preparation and Standards

Oner three-quarters (78 per cent) of the exemplary superintendents had an carned
doctoral degree ( Table 4.8). Forty-tour per cent of the national group had doctor-
ates. Almost all of the doctoral degrees for both groups were - educatonal
administration. This clearly indicated that the level of tormal preparation on this
indicator was much higher tor the exemplary group. Vacancies in larger and
better financed districts often require that applicants have an earned doctorate
making the degree almost 4 minimum prerequisite to being appointed. This trend
is likely to increase in the next decade tor the most destrable posttions in which
there are in excess of 100 applicants tor a single vacancy.

As noted elsewhere in this book, interest groups have strongly criticized the
worthiness of preparation programs for educational administrators offered by the
mstituttons of higher education (Clark, 19891, They have been labeled "Mickey
Mouse” (Finn and Peterson, 1983). Not only are some academies and opinion
Jeaders eritical of the programs, significant numbers of superintendents, especially
m the exemplary group, reported 1 dissatisfaction with them too ¢ Lable 4.0,
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Table 4 8 Supenntendent education leveis

Bachelor's degree

Master's 1+)

Specialhst degree 7 Exempiary

Nationa!

Doctorate (+)

Some cirer degree

Over halt (50.2 per cent) of the exemplary groups rated graduate programs in
educational administration as bemng “fair’. This contrasted with the national group
which was not so critical of the programs, or ot the professors of educational
administration. However, responses to the two questionnaire items that asked
superintendents to rate both graduate programs in educational administration, and
the credibility of professors of educational administration, were revealing. Levels
ot support ftor both programs and professors have diminished since the 1982
AASA Ten Year Study (Cunnmgham and Hentges, 1982).

Some District Characteristics

in the exemplary group, district characteristics were markedly different, especially
with districts of under 3000 enrollments, from those headed up by superintend-
ents in the national group. A noted management and leadership authority, W.
Edwards Deming. advocates that tor schools to be truly reformed, the initial steps
of developing community support and understanding, establishing school business
partnerships. and managing schools as adult learning centers must be accomplished
(Rhodes, 1990), The survey data (Table 4. 10) show that the exemplary group of
superintendents are working in districts where there are school/business part-
nierships, where there s signiticant ettorts toward community involvement and
where there is a strong emphasis on instructiondl leadership. Similar programs
abo occutted i meny other districts, but not as often as i the districts of those
supermtendents teatured i the exemplary group (Stote, 19913,
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Tabie 4 9 How superintendents evaluate graduate programs

Poor Poor
84 79
Far
Y
Far 44 2
502
- Gocd
439
Good
298
fxcenent Excelient
’8 4
Exempary Nationa!

How Are the Excmplary Superintendents Different and
Are They Effective?

In profiling those characteristies that distinguished a samiple of natonalls denti-
fied exemplary superintendents trom a navonal sample of superintendent: | the
tollowing important ditferences are summarized from the survey data:

T Exemplary superintendents were more frequently employed m larger

suburban districts and received higher salaries;

im Maore of the exemplary superintendents held o doctoral degree in
educational adminstranon, They also belonged and participated 1in
protessional organizations mote regulady than other supermeendents;

(i) The exemplary group appeared to be much more interested ininstrue-
tuoenal leadership than the norm:

iy More frequently they serve a number of years g central otfice
pusition betore acyuiring a4 superimtendency:

(vy o They were hired more often through a protessional search group, and
also enjoved a relationship with a mentor;

v They tended to enphasize community involvement in ther districts
as well as placing more emphasts on strategies sudh as teammy;

v Generally they exhibit a better tit with the hterature definition of *chiet
executive’

The Twenty-first Century Supcerintendent

It the superintendency as going to have a viable future, a number of factors will
have to change mthe vers ncar future. The manner in winch superintendents
o ckedt imto the prodcssion will have to be addressed tsee Chaprer 310 Lhe
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Exemplary Superintendents: Do They Fit the Model?

Table 4.10  Special programs in nation’s school disticts

Pre-k nge-garten

Cr qa/aay care

Blusness pa'lnerships

B Exempary I

o @

el vl a
Vorurieer programs __J

Stratege parnng

At sk funaing

establishment of professional standards tied 10 pertormance criteria along, with
dargnostc mstruments needed 1o assist potential superintendents v assuring their
protessional devclopment programis are both appropriate and needed (Hovie, 1989a).
Loday™s preparation of superimtendents s largely tragmented, uncoordinated,
mettective and not reality based (Finn and Petersen. 1985%; Clark, 19895, It i
becoming evident that the superintendent of the twenty-first century will have to
be a very well prepared and mulu-taceted leader, technican and burcaucrat.
The type of individual willing. able and suited to taking up the heavy and
conthet-laden burden ot the supenmtendency i the twenty-first century 1 vet 1o
be resolved. With up to 30 per cent of the present cadre of superintendents leaving
n the next tive vears thetr heir designates should now be undergoing preparation.
In this in fact the case? The answeer is both ves and no. There are many primaipals
and central oflice administrators attending, an educational a iministration course or
two at a nearby institution ot higher education m order, at least, to satisfv state
certification requirements tor the supermtendency credential. wheir districts may
abe periodically send them to “workshops” tor a day or so here and there. There
are no Cteachmg hospatals” for future supermtendents. As discussed in Chapter 3,
there are very tew ticld-based and dosely supervised miternshipsiresidencies,
bo become an executive leader of a school distiict one cu-rently needs only to
passT campus courses i educational admmistration, research methods, tfounda-
tons. carncuhnn and perhaps educational psychology. Fhen, generally, complete
4 scincsicr-Jong mternship swathout release ume and answer perhaps 10 maodest
questions o state exam. Sup rmtendents are sanphy oot bene prepared moa
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svstematic and rigorous manner. reflected in a literature replete with comments
that the superintendency has generally been the bailiwick of the "good ole boys'.

It 1s o matter of some concern that the level of criticism has increased since
the 1982 AASA Ten Year Study. Superintendents are evidently not terribly happy
with current educanonal adnunistration programs. Lhis strengthens the case for
muassine retorm of preparation programs. perhaps along the lines of the one
deseribed as 2 wse study m Chapter 8. as weli as tor remedying inadequacies in
state cerutication schemes,

Conclusion

Anthropologists have reported that cultures in which they have actually done field
work were vastly different trom that portraved in the literature they reviewed
betore gomg mto the held (Sarason, 19901, The same logic can be applied to
acquinng expenences of the reality of lite in schools and school districts. The
contrasts between textbook explanaton and field reahity are very pronounced.
Sitce msader expenence onsntutes the operational reality for executives then the
locus ot advanced supermtendency preparaton needs to be conducted i tield
settings much ke medicine, anthropology. dentistry, psychology and sociology.
Fhisadeal s tar from that currently realized for most executives new Iy appointed
to the supenntendency. The sort of program adyocated and exemplified in this
boak remains substantially an impracticality untl new fundimg s made avalable
to sponsor large numbers of sintable candidates.

Fhought abo needs to be given to the tope of person to be prepared tor the
supermtendency. School sdministrators have never been portraved as “risk takers’
cRomnert and Gardner, 19870, Elements of the hterature pejoratively record them
as not beng mtelectual or ligh academic achievers. Some writers regard the
nugonty not s exeutive leaders but rather as routine managers {Rhodes, 1990y,
Av portraved i Chapters 2 and 30 the conunon probie 1s that they substantially
consnt of nuddle-aged Anglo men. coming trom working-class backgrounds and
usually represented as the eprtome ot the middle dass. Is this pattern of “satneness’
te be perpetuated nto the twenty -first century where superintendents and other
adimustrators appear as stereotypes i their protessional charactersties, seme of
which are already redundant 1or future needs (1 eistritzer, 198%8)?

W heare these tuture supermtendents likely to be? How are they going to be
shocted?® These are ey questions alonmately un, ing the quality and effective
i of the supermtendency = the Teading inspirac. . tor ows schools now and in
the turere. These wput’ consderations are st as important to soaal development
as the content and contest of the nest generation of formal preparation programs.
in the end, the quabty i hikely to bea function of the amount o tiseal and hunan
resonrees expended by the tederal government, state edacanon agencies and school
drtrices, as well as the gquahty of the wndidates themselves.
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Chapter 5

Superintendent Selection and Success

Shirley M. Hord and Nolan Estes

The selecton of a supermtendent can easily be considered the most important
decision that the board, and by extrapolation the community. will make regarding
the quality of education oftered 1 a given school district. Thus, 1t s rather curious
that there is a widespread lack of written policy and explicitly stated procedures
n place to guide the selection of superintendents and other school administrators
{Miklos, 1988). Pringle (1989) points out that school board superintendent selec-
tion decisions have "a great impact on communities, districts, school personnel as
4 whole and mdividuals’ (po 6, Since board members are responsible tor providing
tor the district's tuture, pi-a-riv the effective schooling of ity young, people, it i
mcumbent on the board to make sound decsions regarding who wiall direct the
schoolvin their mission. Such districr guidancee 1s highly complex and takes many
torms involving “personnel matters, taxation, construction programs. and main-
tanne control over 4 sophisticated tinancal enterprse’ abed., po 130 Thus, s
evident that the selection of the district's top school e ecutive 15 no small matter,
and 15 a0t 1o be addressed lightly.,

In arder. then, to gain some clarity about the selection of supenntendents,
this chapter explores the published rescarch hiterature as well as soie recent stud-
1es i the tield. It also reports the experiences of consuttants eagaged i the search
tor superintendents in order to shed further light on supenntendent selection
processes and their consequences for those (prepanng and) hiring superitendents,
as well as tor supenintendents themselves, The chapter concludes with some con-
siderations and implications related to the conduct of searches for supermtendent
selection,

What Rescarch Tells Us

In the research base on the superintendency there are examples of studies that
toct . on the board's expectations of supermtendents they hire, and on selection
tactors that appear to be given ~some detaled attenteen,

Role Exprdtations

In ~studsimye scheod beard requirements tor the anpenmtondents” poattin, € hand
Cin S found that 33 per cent o the districts studied 4 osample of small,
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medium, large: urban, suburban, or rural; and located 1n any state of the nation
— required that the candidate be skilled in management and administrative <kills
and/or have leadership skills and experience. As indicated by the boards’ adver-
tisements for the position, the tasks required of prospective superintendent can-
didates: a focus on curriculum 103 per cent; school fimance 103 per cent;
community, staff, board, public relations 8.7 per cent; collective bargaining 3.4
per cent; bilingual/cross-cultural education 2.9 per cent; plannmg 1.6 per cent;
ability to delegate 1.6 per cent, school loans 1.1 per cent; and others recenvmyg less
than 1 per cent mention (thid.). Salley (1979803, however, was of the opinion
that boards placed more value on a candidate’s actual personal qualities rather than
an the skills the superintendent should bring 1o the job.

Idenutvimg the protessional competencies and skills required of superintend-
ents was the motivation for one study conducted on both board members and
superintenderts in South Dakota (Haugland, 1987}, A'hough certain role re-
quirements tor the superintendent as percerved by board members and super-
mtendents were remarkably alike, some ditferences in perceptions were also
discovered. School board members and supermtendents ranked superintendent
competenaies as follows abid | po 4t

School Board Members Superintendents

personnel manavement supenintendent/board relations
school tinance personnel management
curriculum development public refations
accomphishing board’s gouls school finanee
superintendent/board relations accomplishing board’s goals
pubhic relitions curniculum development
pohey tormudation pohay formulaton

school construcuon school construction

collective negonations coliective negotiations

Board members considered personnel management to be a high prionity pre-
drctor varrable for success in their school systems, wanting the “superintendent to
e the educational leader ot the school while Landhng the distrct's finances g
protessional manner” Gkd po 4230 The superintendent perspective. on the other
hand. reflected that most concern occurted over board relatons.

When the data from the Haongland study were analyzed on the variable ot
distnct enrolhment size, additional tindings were reported. Board memnbers m
small districts swere more concerned about schiool tmance while board members
i mediim and large districts considered personnel management as being the most
tmportant for suecess, Supermtendents osinad] and micdiam stz districts ranked
personnel management first supenintendents m arge distnians tated superintend -
ent/board relauons as the highest prionty,

A stndy o supermitendents and other distnct Jovel excontives” perceptions o
thar mstructional leadersiup role was condocted by Hord 10 The compon-
ents of this role most trequently adentitied as most mportant by the studs
tespondents were istructnnal plinnmg and orgamzimyg for instruction. Statting,
hutian resource development, and evaluation collectvely were ranked 1 the tower
thind o seventeen taisk s The execitives most hequently selected plinmme and
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orgamzing for mstrucuion as best descriptors of their capabilities. In summary,
there was a clear convergence between tasks deemed most important by district
executives and those identified most frequently as capabilities.

Other observers and interested parties have also expressed opinions about the
superintendent’s role. Tucker (1988) concludes that tor the past two decades manual
work has been declining and hnowledge work has been mcreasmp. As 4 con-
sequence, he challenged school boards and superintendents to change their man-
agenciit procedures in order to incorporate shared decdision-making rather than
managing by telling staft: what to do. Responsiveness to this challenge, Tucker
stated, s prevalent mo American corporations today and 1 a0 basic premise
underpimming the restructuring of schools.

Looking ahead to superintendents” roles 1or the twenty-first century, bstes
(1988 speculated about possibilities for change in both school sy stem organization
and n the exccutive leader's role. In so doing, he ated organizanional changes:
successtul school will become decentrahized unnts: prinaipals and teachers will
work collegiabiv to mect challenges; goal setung, personnel selection, allocauon of
resaurces and statt development wall mose from central office to the school. Estes
sugyested turther that superintendents will require “professional skill in exercising
influence over these administratis ¢ components: the principal, the work structure,
the school culture, technology and student outcomes™ (p. 281, Fstes' views of new
roles are already bemng realized i opracuce.

Nelecnon Factors

While personal attribetes includimge judement, personabiny, Character, open
mndediness, phvsica' and mental health, pose, intelligence. sense ot humor, vaoice,
and cultural background” have been deemed mmportant m admimntrator selection
EMKlos, 1985, po S, studies of supenintendent selecnion have adentitied other
tictors, Criteria viewed as relevant and related to the postion ot superintendent
have been tunctuonaliy onented: nnderstanding how the school board operates,
and how the board and superintendent relate: muanagement of the budget and
tmancial resources: and deycloping relavonships with parent and community groups
iPowell, 1984, Robertson, 1958 Whide these factors appear rudelv simphistie,
Miklos 1988 netes that adimmistraune work s perccived as bemmg mulndimen-
sional m s nature and scope, requirmg that mulople selectien antena should by
cmploved for the selecton of superintendents.

Women and mmority group members perceve barriers that place himes on
their mduston in selecuon pools tMarun, 19581, and a study by Frasher and
Prasher (19803 led these researchers to conclude that gender operated o women's
disadvantage m supenntendent sereenimg and seiection. O a broad seale, political
factors, such as the selection comnuttee’s consersative or hberal attitudes, may
inttuence the final deciston to select (tMorrs, '8, And the cultural context of the
district muay abso be o strong tactor moselection smore on this in the next sectiony,

Career patterns have been studied tsee Chapter 20 and Gaertner (1980 1den-
ufied twccopwardh mobale paths tooentenme the sapermtendency. One path 1o
the top execntive positon came by way ot the secondary prineipal posttion that
was ted s tarn by the asastant secondary principal position preceded by wecond-
Aty currreabam superseaon and asastant clementars prmapal posationss A annlar
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route has been identifted by Burnham (198Y). The second path was such that
secondary curriculum supervisory positions led to administrator of instruction. to
assistant superintendent. then to superintendent. The position of assistant super-
intendent was likely to be used by incumbents as an assessment position and for
gaining entry to the superintendency. Cunningham and Hentges (1982) reported
that durmg the pertod of 197182, the pereentage of individuals moving to the
superintendency through the teacher/principal route decreased. while those moving
from teacher/principal/central office increased.

Other factors such as academic quahitications may enhance selection desirability.
Holding higher degrees or doctorates, seems an important secondary factor for
the superintendent position (Fuqua, 1983) and the specific doctoral program may
be an important aspect. Age is another consideration, in that the earlier that career
goals are defined and an administrator career initiated. the faster the likely rate of
upward mobility, and the greater the probability of obtaining a sunerintendency
in a large district (Craig, 1982). Career planning then seems to correlate with
attaining the superintendent position, & do other internal factors such as career
aspirations. jJohnson (1979) reported that twice as many men as women aspired to
be supenntendents, and certainly more than that percentage of superintendents vn
the job are men (sec also Chapter 2). Farmer's (1983) study of female principals
indicated that most of this sample identitied their position of principal as their
ultimate occupational goal. However, temales with greater intentions and readi-
ness to seek the superintendency seemed to position themselves in the right place
at the right tme,

While plannmg. aspitations, and positionming, enhanced opportunities tor
sefectton, chance factors such as an unsolicited job offer seemed 1o be important
ta women aspiring to become supermtendents CJackson, 1981), Support and
sponsorship trom the “gond ole boys” was seen as important to male aspirants
{Fugua, 1983) and s absence was seen by women as a negative factor tor ad-
vancement (Pacheco. 1982), Advancement mav also be tied to the tvpe and size
ot an individual’s fiest teaching and adiministrative appointments, thus logically
those who wish to be supenintendents ot large distriets should gam imital
emplovment and administrative experience in such districts (Craig. 1982),

I condduding this brici shetch of the research hiterature related to advance-
mient and selection to the superintendency position. Miklos® (1988) assessment of
the hterature as shared. He stated that tew areas of research on the processes of
admapistrator selection and careers have been explored intensively. Most of the
rescarch has been carrted out in doctoral programs and reported in dissertations.,
Although tilese make a vatuable contribution, dissertations tend to contribute to
the Knowledge base in an ad hoe way., They do not necessarily contribute sy
tematically to the coherent developmient of an estabbished body of research in
aiven areas Such g woal may ouly be reached throueh “protesaonal rescardhy’
Miklos has suggested, although in our view this 15 2 moot point.

Miklos also commented on the research inethedologies used. A number of
stidies have been inteipretative. emploving smail samples of mcumbents in
partcular admmistative posations wath distinetive characteristics. thus hmiting
the generalizalnlity of results in a positivistic sense. Notwithstanding, Mikio.
recommends () ‘deseriptive survess of wider populations and in-depth case
studies” and Gn qualitateve naturalistic studies that would “penctrate the depths
of hose thew proceses are actudly expenenced by peoplc Gp0 090 A oadest

4




Superintendent Selection and Suceess

qualitative study. not intended in the first instance to study selecuon, provided
the data tor the next section,

Recent Voices from the Field

A series of small related studies (Curcio, 1992; Thall and Inttord. 1992; Hord,
1992y mvestigated the vulnerability of the school district CLO. Interest i the
vulnerability issue was stimulated by muluple reports of current vacancies in the
superintendency across the nation in rural as well as urban districts (Blackledge,
1992; Hall and Diftord, 1992). The Hord study focussed particularly on the pos-
sible relationship between superintendent preparation, success or lack of it on the
job, and a tendency toward 4 premature departure from the posiion. Beheving
that observations of the superintendent’s role and analysis ot its condition by
widely knowledgeable. broadly experienced. and poliucally astute individuals would
contribute meaningfully to understanding the phenomenon of nterest, twelve
persons were selected for the characteristics identified above for the study (Hord.,
1992y, Eight had been in the superintendency. The superintendency-experienced
icsporidetits had beet successtul chiet excautives, most had also experienced trou-
bled terms in the office. Seven had or were in the process of exiting the super-
intendency. Five of the subjects had moved trom district executive administration
to superintendent preparation and/or continuing development, at higher education
or other centers serving the deselopment of leadership. Two of the subjects were
women: ten were men. Al were Anglos Al had been nomimated as reputanonally
vy about educatronal leadership and the superintendency ; all have records of
publishing and presentavions at recognized national and mternational conferences.
Ihey were viewed as knowmg and. 1o a great degree, having experienced the
tiumphs and trautas of superntending.

Supenntendent preparation. as tevealed by these mtornants, was a non-issue;
suceess oF non-sieeess and subsegquent exiting appeared 1o be related to “proper’
welection ol indmaduals for the parteular superintendency or distnict, A sunminary
ot the nndings tollows,

Pision of the Role

The subjects of the study solunteered that individuals are drawn 1o the super-
intendenacy becanse there are ego needs of the ndividual that the superintendent
leadership position tulhlls; they think they will be able ‘to change the tace of the
world in one district” through their sparit of reform. However, the siren song of
potentia] supermtendents s not unadorned egomania, they said. but altruism and
anappeal to the part of the ego that needs to serve the organization, making a
comrtbution to the profession. There 1s the opportunity to make an impact, to
mabe 1 diterence, and this s exerting to persons contemplating the superintend-
ency. They really want to be where ‘the action is .- there's no place m America
that hay maore action than the sapenmtendency ', Another part of the evo myvolve-
ment, respondents seemed o agree, s based on anthinon and selt-ethoaoy . and
seemg oneselt as aleader among others.
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Preparation for the Job

The respondents reported that the superintendent iv a person who s constantly
secking and searching out new talent, and developing the capacities of others, as
well as themiselves. According to all informants, there is very little useful pre-
service preparation as it is currently conducted tor the superintendent’s job. Most
of the education “tor the job is on the job". The most important aspect ot super-
mtendent development, then, does not come trom coursework. “They have been
sociatized “hrough the job more than formally educated to be successtul today as
superintendents”. It's experience, and ‘from my point of view. they need to go up
through the ranks, through the steps and not miss any step so they don't get
blind-stded’. Those steps should include building work (schoob), and central office
— somie central office staff work in addition to line work because line ofticals
don’t have an appreciation of sttt work.

1Those who become better prepared tor the superintencency are those who
hav e had administrative and teadership experiences at Jower levels and hasve reflecied
on those experiences, so ‘that they learn trom their own experience’. Reflecting
requires time and mtrospection, and frequently, somceone to stimulate or guide
such introspection. The consistently clear assessment among the respondents,
mcludimg those who are currenthy engaged in supermtendent preparation, s that
universities” certificaton programs are not preparing people tor the real job. The
issues rased by this assessment have been addressed in Chapter 3. Supermtendents
must learn to do the job while thes 're domg i, thus, they must be or become selt-
directed learners in order to become more successtul.

Supcrintondont Stiecess

[ videnc: of a superintendent's success is receiving o cosistent magority vete from
the boasd at cach board meetimg, consistenthy tfrom one meeting to the next. In
additon, 1t the board extends the executive's contract and he or she keeps the job,
that too spells success. Some night teel successtul, howesero it they “didi't keep
thewr job .. it they are doing things they know are night and the board presents
lots ef opposinon . and they restiegn .o thay don’t consider that they Bave ne
been sucresstul’.

Some respondents asserfed that board appreval, mplung waccess, oo
place mig it be different from clsewhere. Board approsal and suc ess, tor cvamply,
might be measured ditterently i large nrban conters than e sematler saeurban
arcas. Another was o itferentiating success was oftered by one respondent who
wenutied a three-told typologs of board’s preferences for anc expectations ot ti
superintendent. expectations for a maitamer 0t things go along sioothly this
person s successtuly expectations tor a devddepor af iew proga ams lead to higher
scores, this persen s successtul s and expectations for a change agent (f Changes get
made. success v at hands From the torcgoanye 3 sood mutch between board
preterences and supenntendent capabihues Jowicatly mcreases the excautine’s
putential For suceess, and at some potnt s fikels to be a tuncuon of the seledtion
criterna and processes emploved,

Respondents eapreseed v healthy tespect tor the bitent poeser ot the board
Nearly every persen reperted seoubhing meodents soith parncutar board members
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that, for the most part, had resuited in the premature departure of the super-
intendent — frequently this occurrence was based on the superintendent’s own
analysis of the situation and hisv/her decision to leave.

Tenure is the hkelv casualty when the board and superintendent hold ditterent
expectations tor the reguirements of the role. If the superintendent tries to by -pass
the system to do what he or she thinks is right’ despite the board’s wishes,
trouble usualiy tollows in ity train, Some new superintendents have been “quite
surprised when they hase assumed the imtiatuve and actually tried o run the
schools™, They find out what that can really mean in personal terms if they are not
in harmony with the board. Expanding on these concerns, respondents spoke
to the hien of cearly detined boundaries between board policy -makig (the
uppropriate” role of the board) and the board’s interest in the daily micro-
management of the ¢ trict (the superintendent’s domain).

Boards that tend to regard themselves as representatives of the “school or-
ganzation to the community” rather than as representatives of the “community to
the board™ make it possible 1o plan strategreally what needs to be done to dentiry
and address district prionues, Board members should, as one very scasoned
respondent reported. be strategic leaders tocussing on tomorrow, next month,
next vear. and many don’t “have a clue about what being a strategic leader means™
And that makhes 1t a rishy busiess tor the supenintendent to attempt 1o aat
strategicatly which s what superintendents must do by planning now tor tive to
ten years nto the tuture. The superintendent will get “his head handed to hiny
figuratively speahing. it he/she s evidently out of step with the board.

fs selection ‘good’ for forever and what are superintendents” expectations
about being sclected® Many o into the big cities “with a nissionary mentality
meo an mipossible job, to see how long they can survive and how many kids they
can lielp, They know they will not win the war, but they might win some batties

md the salary and perks are nothing 1o snecae @', Noomatter what siae the
divtricr, most goon Chnosang s not torever’.

o
Superedondci §adion

One explanation oftered by mtornnts tor the talure of some superintendents to
remain seeureh i positton s a “matter of the values of equity, excellence. and
efficiency” that sadiets expects ity institutions to support. Communitics must be
concerned about bl three sinee they are not mutuaily exclusive. *We expect our
schools and teaders to adyocate all three’. But board members are ty pically clected
to school boards on the basis of ong ot those three and they select superintendents
on that same basis, so omtormants suggested,

When a imember takes hissher place ona schoot board, hedshe 1. cither pushing
excellence. equity, or ethiciency . and most of therr behavior can be reterenced
back to that. Lhe supermtendent has to tey and understand where members are
comng trom and help them to be successtul i rcalizing their agenda o the
superintendent s turn can be seceesstul moachiesing the district’s agenda. It the
supertntendent dentifies with an agenrla that s scemingly at odds with the board's,
then it manttesis as g problem When the superintendent’s platform gets out of
harmony with the values expressed by the majonty of board members, then it 1y
ddearhy i te meve ons Onthe other hand, it knows tor some sapenintendents
temose the boad into alienment swirh ther e and o accept a nesw avenda
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It's not that a superintendent comes in and sells his or her program: it's that
a supenatendent comes in and leads board members through a process of devel-
oping a vision and helps them to commit to it in a shared v . When asked, one
respondent athirmed that *prubably 20 per cent of the superintendent mcumbents
can be successful with this kind of model".

A practicing superintendent respondent considered there was a deeper under-
lving factor causing, some of these problems, namely changes in the make-up of
the district. As 1 community becomes more multicuitural, and less homogeneous,
community standards (or values, as suggested earlier) become more diffuse. or
come into conflict with each other. This makes 1t ditticult to respond to commun-
ity issues and concerns from  he point of view of the majority, while also demo-
cratically protectng minority rights and ersuring their views are represented. The
superintendent gets out of sync with some segment of the community, makes a
decston that upsets some ot the community, and this sub-group decides it needs
someone else. It's not usually that you really made some big bad mistake; you
just maue 2 dumb pohucal mistake. You made that mntake because you're not
able to read all the ins and outs of the community: you don’t have enough time
to study it This respondent suggested that for superintendents in large districts,
they need a sociologist or a political analyst on board to help read and provide
teedback on all ot the poltices concerning what's gomg on,

In short. it appears that 4 supermtendent will not be suceesstul m a distrnet
where selection has not forseen and wken into account the coping mechanisms
needed to nteract successtully with a board with whom he/she s at odds, or deal
cffectively with the pressures, tensions and challenges of 1 rapidly changing
society and its attendant value systems,

The Hord study reported that the scelection of appropriate individuals 1o fut
particular districts was a primary factor in . superintendent’s success or lack of
success, Stuceess was defined as completing a contract while maintainning harmonious
relationships with the board and comnunity, It is becoming increasingly self-
evident that changing district demographies drive an increasing cultural diversity
ey communitic and sensitive responses are required from the saperintendent.
Thus, coetextual and sociological factors have become important selection factors,
wowe shall see in e next section when initianmg and conducting & search and
selection procedure tor a supermtendent.

Screening or Scarching and Selecting

o ters ot coonomie arowth and sonad deselopment. as well as educational
impresement, the most important decision a board can make i representing the
coimnty is i the selechon of a school supermtendent. Burnett (19881 reported
that the gher the board's satistaction with the selection process. the higher the
satistacty voowath the performance of the person selected. According to a natisnally
recognized consultant, there appear to be two well-represented procedures that
culminate i superimtendent selection: one s a screeminig process; the other s a
search tor appropnate Candidates.

In the sereening process, the job postion with its background requirements
of candidates for relevant traiming experience and needed attributes 1s adyertised
m newspapers and professional ournals, ndividoads sebmit therr apphaations,
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and. from rhis pool, the board, and perhaps an expanded committee of commun-
ity representatives, selects several persons to attend for interviews. Based on the
interviews, a final selection is made and a new superintendent is appointed.
‘The search strategy is more comprehensive but highly focussed and is thus
more complex. It may be conducted by a consulting firm or by a school board or
citizens’ committee. Given the idea of looking (searching) broadly for candidates.
the search is more likely to be contracted out by the board 1o a professional

consultant(s), An initial procedure is to agree on the definition of the sequence of

steps to be taken with an accompanying timeiine.

First Step

A first step in the search process i to idennfy the charactersties ot the super-
intendent that the board and community v alue and most want Consultants., meeting
with board members av well as these representatives of the district's professional
and local communny groups designated by the board, assemble 4 formalized
postion description and statement o gqualifications for prospective candidates.
Fhis document serves as the basis for the subsequent development of brochures
and advertisements to be used in the search, as well as prosiding a set of criterta
tor screening and interviewing apphicants.

At open meetings with groups mentioned above, frequently at night for
manimum attendance of members, answers to several questions are sought,
Typically, these are:

(v What are the strengths of the distnce

) What are the areas that need o and can be improved:

fatd - What are the personal and protessional characrernties that are desirable
m vour superintendent?

D brome i and D, swhatare you wiilmg to pay for an execuine of
the hind and cabber vou wane:

Fwo general themes emerged out ot a consulting group’s recent eNperience.
when workmyg with business. industry, the beara and other community mem-
bers. irst was that the nea supaomitendent, when appomted. be able to mamtain
the exisung standards of excellencs in the distnict evidenced by s high nomber
of ment scholar winners, SAT scores, ete. This espectation is with respect to an
muent distrrct contammy a ot of corporate international headqiarters: however.,
the district has 31 per cont black student population and als s the hizhest dropout
tate m the state. Tha, the second thane o ereree o the discusston and
mectings between board, communy and consubtants was the necd tor 4 SUPer -
mtendent who could provide tor more eguiry and advanee the achiesement les els
of the lirge murorty opulation i the schools,

in short, waithou compromsing the top performance Jevel, this distnet
regutred:

fi e instructional leader with a demonstrated abitity to improve student
achiesenment,

aria good manager, lmhar ath strateeic planmng, whe o on appuint
wient would deselop a tioeave s phan soth a veaean For e distract . and

(b ermy
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who would know how to back it up and move the district forward step
by step toward the achievement of the plan and the realization of the
vision: and

(1i) 4 good community relations person whoe would build bridges and estab-
tish harmonious relationships between very diverse elements withm the
community.

in contrast to the three arcas identified above, another district requiring a
national search had a singular ssue tor a supermtendent i nund: instructional
excellence. The district did not want a superintendent with a conspicuous high
profile in the community or gomg to 4 lot of meetings: they wanted their super-
mtendent to be on site making sure that the number of merit scholars would
continue to increase. This wecond example comprises a small, very affluent dis-
trict. with some diversity and 21 per cent minority population. but here the
minority is middle class. The superintendent doesn’t have to be out pulling people
together: they're already "ot a like mind’ that instruction and college prep is the
tichet.

Second .\‘I(',v'

Here the consultant engaged to conduct the search places advertisements and listings
of the vacancy 1n general media and professional bulletins and journals. Following
this he/she aggressively seehs out and contacts yuahified candidates encouragiing
them to apply for the position. Because all those individuals who meet the search
cnterta are not hkely to be looking for a job. in a natonwide search the search
consultant or team will actively seek and identify persons who match the skills
and attributes of interest, and then lobby them to apply tor the position,

Third Step

During this screenmy, and evaluation stage. the search team reviews apphcanty’
profiles, looking at credentials and checking references. Attention is tocussed on
wenring matches between what the district wants and what the appheants can
provide. In the search expericnce cited above, for example. where the district was
looking for a combination of instructional leader, strategic planner. manager and
community relations-oriented person, o superintendent in a nearby state was in-
terested i the job., He 1s aninstructional feader and expert planner, but his human
and community relations skills are somew hat skort. The search team concluded
that hes style and manner m dealing with community members would not be well
received by the board and community. The scarch team therefore conwdered
another candidate who knows mstruction well, as o stratewie planner, and knows
how 1o ivoive the community. Although he is caring. con-emned, and conypas-
sonate, he has not worked with a large mmority population, He has net had the
prior sorts of expenience that would allow himn to demonstrate his ability to turn
4 51 per cent low achieving minority district around. Consequently, the board
would have been taking a risk if they hired hin even though he has the three
analities they desre
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Fourth Step

After screening is completed, the search team reports to the board in confidence
with a list of recoinmended candidates and the reasons for its recommendations.
The keys to making recommendations are first, tinding out what the board and
community want, and second, thoroughly investigating the background and per-
sonality of prospective candidates in order to ascertam if there 1s 2 good candidate/
board muatch. “The extent to which the search team identifies and understands the
explicit and more subtly imphed factors required by the board of their super-
mtendent, the higher the likehhood of a good match and hence supermtendent
SUCCESS,

inally

Fhe search team assists the board in interviewing candidates through its recom-
mendation of mterview procedures, preparation of questions for board member
use in interviews, and making scheduling and other o =angements that become
necessary. On occaston, the team nuay also advise the board on how to make a
productive visit to gam further msights from the home communities of short-
listed candidates.

Siee no cindidate “walks on o water” and evervbody thas warts', the team
warks with the board in considering compromise possuons. If there is more than
one vacaney at the executive level (for example. that of assistant superintendent),
then a solution mught be to develop a cooperative approach to the superintend-
ency. where a team of several persons is hired 1o represent all of the district's
requirements,

While there are a number of vanations, the steps describad above paradlel
those advised by the American Association of School Admimstrators (1979 and
tus3). Boards of education were tound by Burnett (198%) to be most satisfied
when prefiminary planning was done, and when interview data were supplemented
with additional informaton in the selection process. These actusities appeared to
be more often used by districts employimg a search tean.

Considerations, Questions, Implications

I this chapter some exploratory research on saperintendent selection and related
ivsues has been examimed. Studies wdentitied the functions of the supermtendency
m ditterent contests as imporunt considerations w hen selecting superintendents.,
Other variables that appear to impact selection are gender, academic qualifications,
age, aareer plimnng and asprrations. Career patterns leading o selection as g
superintendent were reported. The selection committee’s political persuasion. the
community’s cultural context and support of “the good ole boys' were additional
varmbles identified 1 the literature.

Fhe second section of the chapter focussed on findings from a recent study
myuiring into the phenomenon of superintendents exiting their dastricts and/or
the supermtendency . with relesance to supermtendent selection. It turther con-
firms some of the researc review ed i Chapters 2and 3. While this study res caled
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that superintendents viewed themselves as change agents, they found little prepa-
ration for their job in formalized course work. Study. reflection and self-analysis
on the job appear to be the tour de force to the superintendency. A nmajor stress
of the job revolved around superintendent/board relationships and the congruence
or lack of common views and expectations of the job as perceived by the board
and its superintendent. Thus. selection of a superintendent who is a strong fit with
board and community preterences was 4 clear message from this study.

Finally. in the third section, an illustrative example ot the recent expertence
of 2 search team’s etforts to enhance and facilitate superintendent selection was
presented to add further perspectives to the infrequently documented process of
selecting supe-intendents. Five steps were identified in the search and selection
process. Again, the message of selection was. make certain that the executive and
board/community are a good match in terms ot the superintendent’s competen-
- cies and the community’s needs and expectations.

From the preceding discussions, several questions come to mind. Clearly, an

urgent theme emerging trom this chapter is the critical need to match potential

- superintendent’s strengths with district expectations. To identity transient district
needs, one practucmy supenntendent suggested the use of a sociologist, or perhaps
a political scientist. to continuousty monitor the district’s social environment in
order 1o *keep a finger on the pulse” to detect and report changes i demographics,
cultural behets and values so that appropriate responses and actions nmght be taken
bv the superintendent and the board. As alluded to previously. in preparing a
wedarch for a district’s selection of superintendent, a search team meets with and
interviews a wide array of professional and community members to identify their )
beliets and values concerning what the district educational system and its chief s
exceutive should be about. St

It would appear that each of the two approaches described at the start of this
chapter tor identitving community values as well as candidates whose value sets
smatch them. is based on observanon. interviews, iterence, checking hypotheses
and reaching some reasonably defensible conclusions. [n a quest for precision in
the selection process, are there rigorous means tor adding objective data to decision-
making? Are there irstruments that can be used? One idea with some merit s the
use of the six domams of performance identified as crucial to eftectrve feadership -
at the executive’s level. and which provide the framework for the DECAS deseribed -
in detail in Chapter 6. The over-arching domains include:

Al

Domain 1 General education

Domam 2 fosructional leadership .
- Dromam Administrative leadership T
Domain 4 Human relations :
omain Personal capabihties
Domam 6 Mulucultural perspecuves

|5 LIS SR gV

I these domains represent five competency areas plus general education o
A particuler flavor, and have been carctully wdentitied and empirically serified as
areas signficant to deseloping the leadership capacities of superintendents. then.
ideatly, superimtendents should be developed in and able to demonstrate degrees
ot competence across all these areas. In pracuce. this s not a realistic expectation
wnce the complexity of the role and the soctal situations i whichat s undertaken

8
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are so complex and varied that it becumes impossible for an individual to be
completely knowledgeable and competent in all of its facets over the whole of a
career span. Further, some districts will have differential needs for superintendents
to exhibit strengths in some areas more <o than in others. Because of the temporal
narure of the superintendency in ume and place, certain contexts will demand
particular competencies at a given tume. If instrumentation is devised, based on the
six leadership domains for superintendents, and used objectively to identity
particular superintendent strengths and competencies allied to district needs, then
the probability of making the match is likely to be more successful than currently
appears to be the case.

A second notion that has not emerged as a theme to date, nor been mentioned
sofar in this discussion on selection, is what the individual executive superintendent,
hinmv/herselt, values and wants professionally from an appoinunent. The focus of
this text has been on a community’s preferences and how mecting community
priorities will enhance a successtul superintendency from the board's point of
view. What about the candidates? They. in turn, must take cognizance of com-
munity wishes and whether they match with their own values and self-perceived
strengths. They must also consider how they want to administer a district in the
light of therr awn educational philosophy and ideals. Is the match good from a
candidate’s pomt of view s wellz Could the six domais and/or the three categories
of values (efficiency, equity. excellence. previously mentioned in the second part
of this chapter) be used for turther self-analysis and decision-making for the intial
Job application and subsequent job acceptance?

The foregoing considerations are compensatory ways of thinking, assuming
the community knows its values in a broad sense at least and what it currently
wants and/or expects. It doesn’t speak to what the community should be thinking
about and aspiring to for children’s and young people’s education for today.
tomorrow and 0 the fetwe, What is reatly needed 18 2 visionary to ervstatlize a
variety of views and suggest alternative tutures. Are there ways to select individuals
capable of envistiomng, who are able to articulate and commumeate to the com
munity tomorrow’s needs and how the education svstem can work to produce the
outcomes needed? Across all contexts this universal requirement should be a
factor for selection — to be visionary,

Understandably. the conmumenity will seleat someone to meet their immediate
needs and interests, to help improve on what they do now: but it is incumbent
on rhe superintendent to take efforts in 4 measured, patient, practical way to make
the community open and receptive to ideas and to help it think about its future
and the tuture schooling needs of'its duldren, With caltural sensitivaty . the super-
mtendent enables the community to become aware of what exists right now and
alvo what it could or might become. The superintendent is selected as someone
who can introduce new ideas and ntervene on behalf of the community as the
community’s own teacher one ot the three roles of supermtendents cloguently
articulated by Cuban (1985).

For futures-oriented scenario bullding, Cuban’s three roles help to describe
and account for the tensions between the manager-superintendent. who “keeps
tires out’ while mecting the community s needs; the politician-superintendent who
‘puts out the fires that inevitably erupt’ whilr keeping hinmself at the job: and the
teacher-superimtendent whe'starts fires” by Visionmg amd preparmg the commun-
1y to meet future needs. Thns visionary firebrand tells the community, this as
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what you will need and want. Put your faith in me as we change for a better
tuture.

The search committee may tind this three-role model usetul as they formulate
search and selection protocols for a new executive leader. Such a leader is likely
to view the world and the district as in a state of flux. Heraclitus advised us many
years ago: the district will be in a state of becoming; its status will always be an
approximation ot what it can ultimately become. but to which it never actually
arrives in the drive for self improvement. Such a leader takes the comnmmunity’s
‘fixed targets’ or inunediate needs, and moves the system to an ‘ends in view'
mindset linked to a vision of sume ideal state of the future or alternative futures.
I'he leader then assists the district in collective decision-making, leading to decisions
that move boards and their communities to realizing a tuture that is not too far
removed from what was envisaged.

Quite a task for the search and selection process.
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Chapter 6

Diagnosis, Self-prescription and
Treatment

David S.G. Carter and Ben M. Harris

Assessment center methods have demonstrated, over four decades, that they
are powerful tools for providing scientifically based, validated data for making
outcome-oriented personnel decisions. Tensions exist, however, between the use
of conventional assessment center miethods for the purposes of selection, screen-
ing and induction of candidates as distinct from diagnosis for professional growth.

It has become increasingly obvious, as methods and procedures have been
refined, that i spite of the benefits to be gained from their use, there is a high cost
to pay for the power embedded in the methods. This becornes evident in the
protracted labor-intensive procedures that are applied to complete an assessment
of a candidate. The severity of constraints appears to be causing personnel man-
agers in business and industry to think again about the cost effectiveness of
assessment centers per se as they exist in their current form and operation.

Starting with a consideration of present conceptual difficulties and tensions
regarding the assessment of school system executives using assessment center
methods, this chapter appraises selected assessment models. Tensions between the
concurrent use of data for summative and formative personnel decisions are then
explored. We subsequently provide an alternative approach to assessment using
highly focussed techniques to gain specific performance data for action planning
that is described and illustrated in some detail. The chapter concludes with a
number of considerations concerning assessment and its relation to planning for
professional growth that occurs within the framework of a specific model, namely,
the Diagnostic Executive Competency Assessment System — DECAS. Further
considerations of professional development planning and the utilization of learning
models to put plans into effect. extending on ideas introduced in this chapter are
considered further in Chapter 7.

Identifying Leaderly Behaviors
Current theory and research in educational administration focuses primarily on
the interaction of leader traits or styles with situational variables and their effects
on performance in tield settings. This effort to date has not been particularly

fruitful in discovering what type of leader fits what type of situation. Further, the
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emphasis has been on ‘building level” leadership. With respect to the district
superintendent, specitically what the leadership role is. and what desirable person-
ality traits, technical skills and professional competencies are needed within
the context of a set of situational variables, 1s not det.aitively known, in spite
of elaborate claims by commercial purveyors of instruments, programs and
modules.

In a cognate area, industrial psychologists have, over a number of years,
conceptualized the study of leadership within more interpersonal and system-
oriented paradigins (McCleary and Ogawa, 1985). A body of research findings is
now available for the guidance and information of staff developers, findings that
also appear to have some promising applications to educational administration.
Studies in industrial prychology. in contrast to those in education. have stressed
the executive Jevels of leadership and tended to deal with broadiy generic styles
and functions.

Recent research sponsored by the University of Texas, under the auspices of
the American Association of School Administrators (AASA), and assisted by tunds
provided by the Meadows Foundation. has made significant progress toward
defining the skills and competencies superintendents require in order to be effective
in their districts. Initial recourse to the relevant literature in the formative phases
of this project proved to be inconclusive. Consequently, a nationwide survey of
superintendents was undertaken in a series of preliminary exploratory studies
(Sclafani, 1987; Collier, 1987; Burnham, 1989) and summarized in Chapter 2.
Investigations were initiated to ascertain if there were generic skills and/or
performance areas clearly associated with eftective educational leadership in the
superintendency. Outcomes from this research did identify skills and performance
areas but these were not found to be generally transferable across difterent con-
texts. Sclatani (1987) reported that, on the basis of some key demographic vari-
ables including school district location, size and community characteristics,
superintendents with quite different skill repertoires and competencies. specialized
tocal Wnowledge, and who possibly possessed unique personality traits as well,
were apparently effective in exercising different arrays of leadership behaviors.
Hovle ¢t al. (1985) reported a common set of broadly-defined behaviors related to
leadership. which seem to enable success in most administrative roles, but also
determined that there are specific skills in evidence peculiar to the various types
of superintendencies that exist. Early studies, however. utilized such a broadly
defined nuxture of skills, knowledge domains and general competencies that many
of their findings. while self-evident. have limited utility for other researchers and
staft developers.

From these and related findings., the difficulties inherent in importance as well
as complexity in developing an operational diagnostic assessment model of use to
senior executives is readily apparent. Difficulties are especially acute when the
model 1s required to cater for ongoing professional development in an open ended
way over the course of an exccutive's career. Burnham (1989) reports that ‘exem-
plary’ superintendents move into their pe. itions over short spans of time with
only lmited experience in teaching and school administration. AASA’s Executive
Committee has launched a major effort, the National Executive Development
Centet, vn the assumption that the need for continumg professional development
implies a diagnostic assessment process with highly individualized opportunities
tor on-the-job development of new competencies (AASA, 1989}, The National
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Policy Board (1989) simultaneously proposes much more elaborate pre-service
preparation programs with substantial implications for clearly defined and diag-
nosed assessment processes.

Assessment Models

A considerable body of knowledge now exists regarding the nature and leadership
roles of school principals. Since they provide a large portion of the talent pool for
the selection and preparation of superintendents and other school executives there
seems to be an appealing logic, if protessional leadership development is considered
to be a continuous process, for linking and coordinating parallel programs across
the principalship and the superintendency (see Chapter 1). It remains problematic,
however. given some tundamental ditterences in the extra role requirements of
superintendents, ris-a-vis principals; the special contributions of supervisory
experience in school districts (Burnham, 1989; Little, 1980); and the particular
requirements and opportunities avatlable to superintendents for their ongoing
professional development.

From a program integration point of view an appropriate assessment model
tends toward the well-known “industrial assessment” center approach embaodied in
the National Association of Secondary School Principals’ (NASSP) Assessment
Centers (see also Chapter 7). Such an assessment center typically employs a set of
standardized procedures, involving muliiple activities undertaken by potential or
practicing administrators, to evaluate their performance in validated skills areas.
The assessment activities conventionally include at least one simulation among
other things incorporaung deciston-making shills. A manpower intensive process
of observing. scoring. judging and interpreting assessed performance leads as a
rule to summative decisions.

NASSP centers assess across twelve skill dimensions. claimed to be necessary
for success as a principal (McCleary and Ogawa, 1985; Hersey, 1989). The purpose
of the assessmient process s prinuarily for the screening and induction of princi-
pals. Special problems occur, discussed la.er in this chapter, when data such as
these are also used tormatively for diagnosts in a protessional development mode.

Lhe relationship ot Hoyle's Tash Areas and the NASSP skills with respect to
the NEDC Leadership Domains are shown i Figure 6.1.

Wendel and Sybouts (1988), drawing on the experience gained with assess-
ment centers by business and industry. government and the military in the post-
Second World War period, conclude that assessment centers using the form and
modus operandi of the NASSP approach possess great potential tor improving the
way adminstrative applicants are sareened. They are. however. more cautious 1n
advocating this particular approach tor diagnostic purposes, noting:

The assessment method has also been used tor diagnostic purposes . . .
It participants (sic undergoing diagnesis) were tound to be weak in a
dimenston, some torm of developmental recommendation could then be
suggested. While this use of the method has been employed. there is not
vet sutticient experience or data collected 1o determine the degree of
effectiveness of assessment center methods as diagnostic tools, (ibid.)

LuU

Prurtext prodsayenc | 7 -




David

S.G. Carter and Ben M. Harris

Figure 6.1 Relatonship of Hoayle's task areas, NASSP skilis and NEDC leadership
domains
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the end prove to be more eftective overall,

AASA has opted for a professional development approach, usig formative
assessment procedures in accordance with the mission statement ot its newly
tormed and still evolving National Executive Development Center (see Chapter

10}, This is summarized as follows:

The mission of the AASA National Executive Development Center (NEDC)
is to provide a process for guiding the professional des clopment of school execu-
The mission is achieved through programs and activities that will assist

tives.

participants to:

]

-

become aware of their personad and protesstonal knowledge, attributes

and skills:
develop personal tines sequenced protessional descelopment plans:
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pursue personal and protessional standards of excellence and improve
working relationships:

establish self-directed support networks tor mentering, coaching and peer
counselling;

select institutes and seminars through NASE, NEDC, and other resources
to turther assist their continuing development. (AASA, 1989)

The model proposed is designed 1o assess leadership behaviors and associated
knowledge, skills and competencies of school system executives related directly 1o
the performance areas of the superintendency. Assessment is assumed to be
conducted for the purpose of structuring professional development plans for guiding
the ongoing professional growth of senior school system executives. The diagnostic
process Is illustrated in Figure 6.2, In an effort to operationalize and test notions
about diagnostic assessmient as promoted by AASA’s National Executive
Development Center Advisory Committee, a set of performance domains were
outlined and an operational model formulated.

The AASA’s National Executive Development Center system draws heavily
on the research of Hoyle er al. (1985), Harris (1986), Sclarani (1987), and Bolton
(1988); as well as previous studies by Evans, Palmer and Harris (1975) and Bailey
{1985); and focussing on the supervisory pertormances of central office personnel.
Addrionally. the general literature in the fields ot administration, leadership and
supervision of instruction was scrutinized tor the identification of domains of
pertormance and tasks that appear crucial to effective leadership at the executive’s
level. The design and instrumentation of the diagnostic assessment system is based
upon the creation of a taxonomy ot identified tasks and comnetencies and derived
trom a set of leadership goals reterenced to successtul school leaders — including
supermtendents (AASA, 1982, pp. 1-5).

The set of tundamental tisks and competencies referred to above iy cat-
egorized into performance domains, defined as task areas, and fturther specitied
behaviorally as tasks. sub-tasks and competencies. This scheme has been trans-
lated into ihe necessary instrumentation to support the operational testing, since
1987, of the Diagnostic Executive Competency Assessment System (DECAS)
using a battery of diagnostic technigues within a completely tormative
selt-actualizing tramework and philosophy. The actual diagnostic process requires
approximately ten hours and operates using a workshop format accommodating
from fitteen to fitty executives.

As a prelude to discussing the Texas interpretation of AASA’s preferred
approach to executive assessment, represented in its National Executive Devel-
opment Center, some considerations regarding the use of assessment data for
tormative and summative decision-making are discussed in the next section.

Summative Versus Formative Assessment Center
Decision-making

Latent psychological and practical problems quickly surtace when an assessment
process employs the same criteria and data forms tor making both tormative and
summatine deastons, Hhe inode of response and reactive behavior ot the indi-
vidual is Tikely to be altered as a functiion of his/her perceived use of the data by
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decision-makers. Consequently atypical behavior will contaminate data derived
initally for formative/diagnostic purposes, when the same data may also be used
summatively, albeit at a later date — say three years hence when a contract comes
up for renewal. Time is considered to be an insulator in this context with indi-
vidual psychological concerns being reduced. it is argued, when the summative
use of performance data is projected to a relatively remote point in the future. The
uncertainty of the time trame, however, may well be a turther complicating
tactor. .

When only very specific and fragmentary facets of a total repertoire of skills
and knowledge are being assessed, the anxicty regarding possible summative uses
is diminished. By contrast, assessments utilized for dual purposes tend to be
broad-gauge and hence more immediately threatening. The assessce’s degree of
concern is likely to intensity with increasing proximity between the use of his/her
personal data at the time of its collection, and its deterred summative utilization.
When summative uses are clearly intended, assessors making independent and
objective obsersations and judgments are required. Self-estimates or negotiated
decisions, while possible. are of limited value in most settings. Yet for enhancing
professional executive performance, with its enormous scope and complexity.,
reliance on selt-estumates is not only desirable, it is essential. Concern for objectivity
continues to be important in the form ot a better introspective analysis.

The foregoing argument assumes of course that the threats to an effective
diagnostic assessment process are overwhelming unless the summative uses of the
data are clearly foresworn an¢ made abundantly clear (Harris, 1986).

At a practical level, highly specific diagnostic data, which inherently only
represents a small and highly focussed sainple of behavior within a total per-
formance, is unlikely to be of much use to decision-makers for the type of global
decisions required for selection, induction, screening or the promotion of candidates.
This necessarily reduces the utility of such data in isolation tor making dichotomous
personnel decisions, unless a very comprehensive and highly specific diagnosis has
occurred. The latter is usually unavailable within the assessiment center apnroach
in 1ts conventionally accepted forms.

Obverse considerations also apply. The more general and global evaluation
data required for making summative personnel decisions. positive as well as negative
(i.e., being perceived as advantageous or disadvantageous by individuals and/or
the organization), are similarly inadequate due to their inherent. hroadly based
nature and comprehensive scope., This restrices their utility for formative purposes
because of a lack of focussed diagnostic power.

Because of the tension existing between the collection and use of data for
Joint formative and summative purposes, and the underlying assumptions expli-
cated above, the project team ar the University of Texas at Austin developed the
DECAS diagrostic procedure primarily tor use by seaior school system execu-
tives within the superordinate AASA Executive Assessment Center framework. It
employs assessment center miethods and procedures to generate diagnostic dan
for the purpose of executive protessional development over a career span of in-
determinate length. The development of a diagnostic profile in a specific area of
Anewledge. skills and competencies using personally derived multiple data sets,
becomes the precursor to developing a personal growth and action plan. Assess-
ment 15 conducted primarily through executives completing o procedure before,
within and tollowing a duagnostic workshop. ‘The procedure ~an be erated as
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needed by executives across selt=selected leadership domains according to indi-
viduals™ present and tuture protessional development needs and aspirations,

The DECAS Rationale

Ihe AASA philosophy and approach has been retined, and 4 comprehensive system,
mcorporating diagnosis and professional development planning, has been devel-
oped and validated.

Atter describing the form and function of this system, the remainder of the
chapter will address certain characteristics of the diagnostic instruments that have
been developed. their individual and collective purposes, and their integration into
a diagnostic workshop emploving an assessinent center approach for formative,
as distinct trom sumimative, purposes.

The DECAS is based upon a diagnostic design with associated instrumenta-
tion, which, unlike the more generally recognized assessment center approaches
utilized for selection, screening and promotion, is not designed for making
summative personnel decisions. The latter use would be anathema to the nature
and purpose of the DECAS. This is an important point of departure for the
DECAS when compared with other assessment center approaches — for example,
that of the NASSP (Fersey, 1982,

Design of the comprehensive system incorporates survey and diagnostic
instruments together with techniques of self-analysis, utilizing simulations to
stimulate rigorous introspection. These are integrated and sequenced so that the
executive nioves from an initial broadly-based composite protile of his/her task
capabilities through a number of hicrarchical levels of increasing speciticity over
the course of a ten-hour diagnostic workshop. During this process. increasing
precision — together with a narrowing of scope and sharpening of focus upon
speattic tiskhs, sub-tisks and competencies within a selt-selected task area — oceurs
(Figure 6.3),

Performance Criteria Utilized in Instrumentation

All mstruments utilized beyond the pre-diagnostic survey phase of the workshop
are based on task areas within a particular leadership domain, crcumseribed by a
set of performance criteria, frammed in behavioral terms as specitic competencies.
An illustration of this is presented below for the Instructional Leadership domain
(see abso Appendisy:

DOMAIN 20 INSTRUC HONAL T EADERSHIP
TASK AREA 20 STAFTING FOR INSTRUCTION

The executive maintains adequate statfing levels while
anticipating future changes in statfing needs

Monitors to maintain staff adequacy
Analyzes statting patterns to determmne the  stame quo
regarding class size. qualifications, and mis-assignments.
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2.2.1.1.2 Analyzes statfing patterns to project anticipated retirements,
leavers and non-renewals.
Corfers with administrator and nstructional specialists
regarding shortages and other discrepancies.

Sub-Task Assesses needs for staffing changes
Reviews proporals for additions and changes in statfing
patterns.
Determines special staffing needs for new instructional
programs.
Recommends goals for meeting needs for minority and
special teachers in scarce supply.

2201240 Projects stathing requirements for lopg-range planning,.

Reduction of a domain to a set of performance criteria, using a task -based
approach is accomplished initially by reference to the specific literature for a given
task area. Usually the literature does not help in a direct sense with respect to
illustrating processes such as stafting, for example, but advice on what to do, such
as manpower planning. selecting statt, screening and the like. is abundant.
Establishing construct validiey is achieved by subjecting ~selected criteria, hike those
above, to the scrutiny of experts using a reputational sampling, method and also
accessing the professional wisdom of practitioners. Well over 100 senior execu-
tives — superintendents, assistants and directors — have participated in DECAS
workshops and report that the performance criterra “make sense’ to them under
operational conditions. In fact. instruments derived trom these performance cri-
teria are being systematically validated in use by securing reports of both the
importance of criterta and estimates of practitioner capability from peers and in-
dividuals themselves.

Instrumentation

Four difterent instruments are utilized in the DECAS hased on the pertormance
cntend being explicated m several domains. The survey phase of the system mav
use the devices such as Educational Administrator Etfectiveness Profile (EAEPR)
instruntent (AASA, 1984 and 1988) as an optional intreduction to self-appraisal.
The survey process is given some substantial tocus, however, when an executive
assessee nuakes a domain selection. and completes a Task Analysis Inventory (TAT
tor that single selecied domam. The task mventory is a torced-choice instrument
and is completed as a self-report and also by selected peers or colleagues. The
analysis of the data generated 1s profiled to reflect patterns of perceived capability
in certam task areas. The formal workshop allows for a review of indiv idual task
profiles and the selection of a single task area for further diagnostic analysts.
Three instruments are emploved tor focussed data gathermy:

1y The Competency Analysis Inventory (CAD s a forced-choice instrument
containing all competency statements within a single task area. Fxecu-
tive assessers complete these individaally and analyze their own
self-report data.
Fire Fask Quizzes 01Qs) are tests of knowledge m a multiple-choree
format. A single gz s designed for cac task within a task area,
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Executive assessees complete as many quizzes as they wish or have time
for during the workshop. Once the instrument is completed, selt-scoring
takes place so that almost immediately feedback is available to work-
shop participants.

The Competency Self-estimate (CSE) instrument is a simple device calling
for overall estimates of capacity to perform each sub task within a single
task area. These self-estimates are repeated only atter bemg utilized in
the diagnostic analysis process,

Simulations

Sunulations and leaderless discussion are strategically placed between the indi-
vidually conducted paper and pencil diagnostic activities. Their location is shown
i the workshop fow chart presented as Figure 6.4, The social simulations are not
intended to assist directhy massessing each exceutive'’s performance, since their
dragnostic power is limited. They do have a motivational value within the workshop
setting, however, in assisting participants to become reflective about their own
position in the context of shared meanings with activities such as school district
in-basket, problem-solving and a simulated school board meeting. Out of a
common scenario in a real time setting, problem-solving and decision alternatives
are slanted toward the application of knowledge and rehearsal ot skills within a
self-selected area at the tash and sub-task level.

Executives are organized into groups of five to seven people who have chosen
to undertake their diagnosis within the same task area. They therefore share
common frames and interests as they complete the simulated activities and discuss
therr reasoning behind the decisions they have etfected under “sate’ conditions.
The simulations’ unique contribution to the value of the workshop lie in their
stimulating participants to make critical assessments ot their own capabilities as
they compare and contrast their percepts with those of colleagues.

The simulations, in-basket, discussion, and role-playing draw upon accu-
mulated personal experience, i.e., the * .t knowledge referred to earlier, for the
purpose ot self-analysis and introspection at the task and sub-task level, They also
demand sharing with others, through the medium of leaderless discussion, certain
proposed actions drawing consciously on executives” tacit knowledge. Fach
proposed course of actien is cvaluated with the benefit of lindsight, and m the
light of decision alternatives proposed by peers within the small group setting.

Operation of the Diagnostic Workshop

Central to the construction of an executive's diagnostic profile. within a self-selected
domain, is the assessment workshop. Diagnoses of executive knowledge, skills
and competencies are derived from self-estimates, tests of knowledge, forced-
choice analyses and simulations, each of which has been reterred to earlier. Analyses
of diagnostic data utilize special technigues to specity accomplishment and needs
for professional development at the sub-task level. These techniques are described
later in the chapter,

Reterence to tigure 6.4 llustrates the flow of events m order to accomplish
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F.gure 64. Diagnost:c steps tor growth planning
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a duagnosis as 4 precursor to growth plannmg. In the deveiopmental phase of the
project this procedure frequently. though not necessarity, commenced with the
use of the Educanonal Adounistrator Ettectiveness Profile (FAFPY with each
executive selecting one domain tor detdiled treatment later in the workshop.
Domain selection is followed by completion of the appropriate task inventory by
the executive as well as selected peers inadvance of workshop participation. For
this to occur instruments requirmg comptetion are distributed and returned by
mait 0 the weeks prior to the advent of a scheduled workshop.

Onarrival at a workshop site a “profile repott” is presented to ead executive.
summarizing the computer analysis of the task inventories previously submitted.
Competency selt-estimates are completed on-site by executives, and an in-basket
exercise is conducted in small groups. The competency analysis inventory s
subsequently written up resulting in a torced-choice profile.

A second workshop sitmulation then oceurs that incorporates role play and
leaderless discussion of issues, concerns and interactions. The scenario s a school
board meeting altuded to above, in which agenda items are related to the selected
task area. As previouwsly indicated. participants are grouped according to the task
area in which they have chosen to work,

Foward the end ot the workshop, quizzes are administered that are precisely
tocussed on the selt-selected task area to illuminate the knowledge base of the
excautive. Fach quiz tests knowledge related o a single task. Hence. there are
seven guizzes i the Stathing tor Instructon task area, tor example. Again, execatives
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exercise free choice: they select the task of most interest to them and may complete
only one quiz or as many as are preferred and time allows. Clearly, the more
quizzes that are completed the more comprehensive the diagnosis that eventuates.
All quizzes are selt-scored for privacy and to provide immediate feedback to
individuals.

Analysis is conducted by visual inspection of three data sets that have been
generated by individuals undergoing the diaguostic process at this point. These
are tully discussed in the next section.

Diagnostic Analysis Process

In concert, the quizzes, together with the competency selt-estimates and compe-
tency profile data. provide three different databases derived trom different in-
strumients using ditferent methods and presenting ditterent perspectives on the
competencies and perceived capabilities of individuals to function at the task and
sub-task levels. The databases retain their separate identities but are consolidated
into a personal, composite and clinical profile facilirating visual inspection by
mdiv tdual workshop participants. Neither datubase i itself is likely to be com-
pletely diagnosucallv valid, but cach one presents a separate perspective on the
same phenomena (i.e., knowledge, skills and competencies) that is presumed to
possess its own unique character imbued with some validity. These data differ from
the "usual’ ratings such as opinion polls especially where the perspective may be
unknown or not made abundantly clear.

A search tor congruence between data sets ensues in order to extract medning

from patterns occurring within them. The analysis is done individually and per-
sonally by each executive with certain guidelines provided and embodied in the
muaterial itself. Ultimately the executive arrives at databased decisions concerning
personal areas of strength and needs for professional development. It is the latter,
lowever, that logically assume priorits for the production ot a4 Protessional
Development Program plan (PDP) following from the diagnosis,

Congruence Analysis

This v a muitivariate analysis technique first developed by Evans, Palmer and
Flarrts (1973) and simplified for use m teacher assessment by Harris and Hill
{1982). It is based on the notion that, with complex human performance. no single
variable is initself 4 good predictor of a multiple array of behaviors constituting
the more complex pertormance per se. Virtually any truly important aspect ot
pertormance by school executives 15 an exceedingly complex synthesis ot know-
ledge and skill(s),

The underlying assumption of congruence analysis is that if one can obtain
three or fou independent estimates of 4 larger holistic pertormance, in which the
individual performance estimates themiselves ditter trom each other according to
their sour.. method avd/or substance, then their congruence can be the basis for
inferring validity, Given that cach data set has some validity with strong agree-
ment or congruerice between at least two data sets, and preterably all of them,
validity can be mterred with suthictent import to complete a diagnosts,
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Figure 6 5  Anlustratior of the search principle

Competence Competence self Task quiz Diagnoses
analysis inventury estmate (CSL) Q)
{CAR

Legend

A = Accomplishments

N = Need for Improveront
NT = Traring Need

NK = Knowiedge Need

NR = Refinement

U = Uncertanty

H High

M = Medi.m

{ = Low

Through cognitive processing of the data. and the search for congruent pat-
terns within it using performance estimate guidelines and designators provided in
the workshop maternl, the executive completes a personal diagnosis of accom-
plishinents and areas of need. A hypothetical set of data is provided in figure 6.5
to tllustrate the search principie.

With reterence to Figure 6.5 the two most self=evident diagnoses that can be
derived are represented by data sets high-high-high and low-low-low. These highly
congruent patterns suggest "accomplishments” and ‘needs’ respectively, but many
patterns retlect little or no congruence. There are tweaty-seven possible patterns
and many combinations offer no logical basis for inferring any diagnosis except
‘uncertainty” (Harris, 1986). There are, however, a variety of patterns that might
logically be utilized diagnostically. For instance, a *high® estimate on knowledge
combined with ‘low” estimates on the other two instruments focussing on skills
and their applications on-the-job. can be inferred as a 'need for training” diagnosis.

Professional Development Program Planning

The concluding activities in the DECAS workshop use the completed self-diagnosss
as the hasis for initiating 4 Professional Development Plan (PDP). Executives are
gurded through a review of their diagnostic data in which prioritized decisions are
made by them, together with the identification of human and material resources
needed to support a PDP. To be achievable 1t has to be based on a realizable ume
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frame of target accomplishment dates. A suitable supportive infrastructure has still
to be developed at the state and national level, but a start has been made with the
further development of AASA’s National Executive Development Center using a
consortium of six pilot sites spread geographically around the nation. Each site is
responsible for developing a particular domain of leadership behavior based on the
task analysis approach delineated earlier in the chapter, with the exception of the
General Education Domain (which is qualitatively different). The responsibility of
each pilot site for developing a specific leadership domain within AASA’s
over-arching NEDC framework is described in Chapter 10 (g.v.).

For the Future

Materials have still to be developed to widen the choice of task areas available to
executives for selt-diagnosis. So far, in Texas, two task areas in the Instructional
Leadership Domain, and one in the Human Relations Domain have been com-
pleted and validated. This is a pricrity area tor further development and validation
of new materials although the workshop procedures appear to have stabilized. The
next phase of the rescarch involves the application of new information technolo-
gies to make the system widely accessible, irrespective of location and context.
Research is also needed to test and validate different forms of follow-up training
using coaching and mentoring, independent selt-study, and peer group support
networks involving high technology applications where appropriate. Alternative
approaches here are considered further in the next chapter.

It is expected that the outcome of this work will contribute significantly to
the improvement of public education, the intrinsic satisfa -tion of school executives
and the enhancement of the profession.




Chapter 7

Assessment-based Models for
Learning and Growth

Judith G. Loredo, Ben M. Harris, and
David §.G. Carter

For a number of years AASA has been working toward developing a process for
guiding the professional development ot school executives, mak mg it both portable
and accessible to executives in the field via a decentralized network of centers, and
subsumed under the direction ot a National Executive Development Center, The
Diagnostic Executive Competency Analysis System (DFCAS), described formally
in the last chapter, is a response to the need expressed by AASA tor a professional
guidance system with focussed diagnostic power, upon which a svstematic
approach to action planning with realistic growth targets for mdividual executives
could be based. In the previous chapter the cnphasts was mainly on the diagnostic
aspects of the system — together with its rationale,

[n this chapter we shall consider further the “outpuc” side of this particular
approach to professional guidance and development and how it nught be applied
in practice. This aspect is necessarily speculative because a much needed infra-
structure to support current initiatives is still emerging. A turther problem allied
to the portability criterion lies in the application of new information technology
to appropriate models of fearning and growth and making these accessible through
a network of sites that are themsclves sull evolving and not yet stable, Progress
has been made. however, and it 15 the purpose of this chapter o capture the
essence of this by indicating a range of possihilities trom which selections can be
madc.

It would be a mistake to think that AASA'S concerns lay exclusively with the
ficld-based executive when the organization, like UCEA . has a vital interest in the
selection and ininal preparation of school system level executives too, It has been
stated very clearly there is a need to radically restructure the selection and pre-service
preparation programs tor administrator training (Wendel and Sybouts, 1988), using
more inductively-based learning approaches but also needing to base programs on
soind and justifiable theoretical principles. The issues these considerations rajse
are comprehensively treated in Chapter 8.

However, it seemed appropriate to outline a curriculum process model for
professional learning and growth, conceptualized out of the work of the Meadows
Project Team at the University of Texas at Austin. This appeared to have a certain
curteniey for those being tormally prepared to enter the protession of educational

T
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administration, as well as those who prepare them to undertake leadership roles
at a senior level. The model proposed is generic in nature and can also under-
pin the theoretical bases of in-service professional activities intended to guide
the further development of leadership competencies with already established
practitioners.

After a consideration of assessment center approaches and their modification
to align with AASA’s philosophy. the chapter will attend to some specific learn-
ing models with implications for use in an evolving NEDC network of sites.
There is no reason why the approaches described cannot be applied within a
continuous change curriculum model covering both pre- and m-service levels of
administrator development, and it is with this that the chapter concludes.

Asscssment Center Methods

‘The origin of the assessment center concept is accredited to German psychologists
i the 19308 who used it to select military otficers. It was reinterpreted in the USA
and used for similar purposes by the Oftice of Strategic Services during World
War 2. The concept spread to business and industry and conscquently the growth
of assessment centers has mushroomed in applications to this area of endeavor.
Fhe use of assessment centers in education is a relative latecomer to the scene.
Mot readers would be familiar with the National Association of Secondary School
Principals Assessment Centers (Hersey, 1982 and 1989) that commenced operation
in 975,

The methods used have become progressively more sophisticated and refined,
but the conventional modus operandi 1s to administer standardized sets of proce-
dures and activities in order to evaluate individuals for selection. placement and
promution. Fhese appear to have been successful in providing reasonably accurate
imformation on three important aspects of leader behavior, namely motivation,
communication skills and personality factors (Walker, 1989).

A common approach is to use simulations like leaderless group activities,
stress exercises and in-basket tasks as described in the preceding chapter. Participants
are observed by a team of trained observers, usually on a ratio of one observer to
two or somietimes three subjects, making it a very labor intensive enterprise. The
defining, characteristics of an assessment center. minimally, are:

(v the use of multiple assessment techmques, at least one ot which s a
simulation, must be employed:

(by specifically traincd multiple assessors must be used. with collective
judgments made based on pooled intormation across assessors and
techniques:

(©) an overall evaluation of behavior must be made by the assessors
removed in time from observanon ot the behavior:

(dy  assessors agree on the evaluation of the dimensions and any overall
evaluation that is made.

In the Navtonal Association of Secondary School Principals Assessimient Center
there are twelve behavior dimensions. They are: problem analvsis, judgnient.

orgamizational abibty . dedisivencss, Teadership, sensitivity, stress tolerance. oral
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cummunication, written communication, range of mterest, personal motisvation
and educational values. Criterion measures used as indicators of competence in
these areas include the following examples:

Judgment — skill in identifying educational needs and setting priorities;
ability to reach logical conclusions and make high quality decisions based on
available information; ability to critically evaluate written communication.

Sensitivity — ability to perceive the needs. concerns and personal problems
of others; skill in resolving conflicts; tact in dealing with persons from dif-
ferent backgrounds, abihty to deal effectively with people from difterent
backgrounds; ability to deal eftectively with people concerning emotional
isues; hnowing what information to communicate and to whom.

Leadership — ability to get others involved in solving problems: ability to
recognize when a group requires direction, to effectively interact with a group
and to guide them to accomplish a task.

What do we know about assessment centers? According 1o Bray (1989) we
know that overall assessment center performance is strongly related to job per-
tormance. We have also come to a better understanding concerning the relationships
of dimensions to overall performance and assessment exercises to dimensions.
This makes it possible to select or design exercises appropriate to the dimensions
we wish to evaluate.

A large repertoire of assessment exercises is available including not only
variations on the traditional in-baskets and leaderless group discussions but
completely new designs as well. Some of the latter include oral fact finding,
simulated appraisal interviews, evaluations of fictitious subordinates atter viewing
videotapes of their job behavior. planning and scheduling. and so on. Creativity
has been given full scope m wiloring assessment to specific purposes.

Nowadays it is possible to train assessors much more efficiently than hitherto.
This capability has been provided by the advent of cheap and casy videotaping.
It has allowed those being trained to see the same behavior that expert assessors
have viewed, and to compare their reports and ratings with good models.

On the output side we have learned repeatedly that organizations adapt much
more readily than one might have thought possible to the application of assess-
ment center methods and techniques in personnel matters. Assessment center
methods no doubt will continue to be refined and to evolve into a process that
will 1tself rflect still further improvements and retinements in the method, its
results, and its applications.

1€ the assessment center miethod becomes more widely used in educational
settings and acknowledged as an accepted approach to assisting in the selection of
admunistrators, its influence will possibly expand to other related areas across the
whole domain of school administration. Assessment center ‘content’ will un-
doubtedly be incorporated into administratcr preparation programs and mstruic-
tional methodology will, at least in some instances, parallel and complement rhat
which is reflected in assessment center approaches. Placement services and certi-
fication of administrators are other cognate areas that may ultimately be influenced
bv assessment center methods.
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‘The NEDC approach to assessment, however, is quite different from that of
NASSP’s assessment centers in both its philosophy and method of operation.
First, NEDC, unlike the NASSP assessmient center, is not in the business of
screening and selecting individuals for administrative positions. The National
Executive Development Center is designed primarily for school system adminis-
- trators with substantial experience who wish to increase their personal self-
awareness, develop attributes, increase their professional knowledge and enhance
and refine their skills. The emphasis of the NEDC 1s on professional growth
stemuming from a preliminary diagnosis of executives' strengths and weaknesses,
and, from this, developing personalized professional development plans. While
drawing its inspiration from traditional assessment center techniques, DECAS,
tor example, is ideologically well removed from the summative ideology and
— externally applied frames of the former. This beconies apparent in the formative
use made of the personnel data obtained for self-energized and ongoing senjor
B executive development. deemed to take place in an open-ended system in which
| the individual generates and maintains absolute controt over his/her data and its
subsequent use as a guide for action.

Personal development growth plans are self-dirccted in contrast to other-
= directed stafl” development activities which seem to be characteristic of many
= contemporary programs. In other words, initial engagement with the process and
subsequent participation is based on an individual’s personal commitment, not on
i another person’s or group’s nomination of a prospective ‘client’. Individuals set

] their own pace of learning with time-sequenced activities. integrated with
. benchmarks, to help them fulfill the obligations of their PD)Ps in meeting the
: personal goals they have established for themselves.

By this means NEDC facilitates the pursuit of personal and professional
standards of excellence through (a) self-directed support networks of mentor,
coaches and peer counsellors, and. (b) activities and resources made available
through a variety of delivery systems and referenced to individual needs. Examples
of the latter include providing novel modes of access to institutes and seminars
provided by NASE, NEDC, universities and colleges. and professional organ-
izations. The means of delivery is considered further later in the chapter.

Professional Development Program Planning

The purpose of diagnostic assessment is to assist executives to identify those skills

and competencies they consider require further development or refinement. The

approach adopted by the NEDC operates on the premise that leadership behavior

for instructional excellence can be resolved into discrete components enabling an

accurate and meaningtul assessment of strengths and weaknesses to be developed.

Thus, stemming from an initial diagnosis a professional growth plan can be

formulated around personal goals, consisting of activities and resources focussed

- explicily on identified areas of weakness and/or professional needs which the
y assessee considers are in need of further development. Ultimately, the underlying
purpose of this activity 1s to promote and activate the development of educa-

. tional leadership in an ongoeing and continuous manner, in which assessment, in

i order to achieve this outcome, clearly has ro be formative in both its nature and
application,
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Rescarch, as well as experience, indicates that, tor the formative processes to
be ettective, the system for developing executives must have validated diagnostic
power. In practical terms this means measuring performance in on-the-job behaviors
and mn suthicient detail to clearly separate an individual's strengths from his/her
professional needs tor turther development in selected areas. From the acquisi-
tion of these baseline data the design and prescription of individualized training
programs addressing practitioner needs and aspirations can be meaningtully
constructed.

The Professional Development Program (PIDP) Plan

Toward the end of the diagnostic workshop excecutives use their diagnostic pro-
files to develop a plan of action, which, when tollowed, leads to the acquisition
or development of new competencies related to previously diagnosed needs. This
process, while contirming strengths, encourages the executive to focus on specitic
tashs and sub-tasks where performance appears to be weak (see the diagnostic
workshop procedures described in Chapter 6 for more details on this), Assistance
Is given to participants in identitving optimal activities for growth opportunities.
The plannmg process also requires the selection ot a mentor who will assist the
executive in completing the plan. specitying realistic target dates and negotiating,
tune commitments in order to achieve development goals.

The Process of PDP Planning

As previously mentioned, the purpose of the diagnostic assessment component is
to assist participants m identitying skills where professional growth is needed. The
system s designed around the premise that leadership for instructional excellence
can be specitied as discrete behaviors in the first instance, so that an accurate and
meanmgtul profile of one’s strengths and needs in a specific area may be devel-
oped. Based on the diagnosis, a professional development program can then be
developed in which activities and resources are brought to bear to meet profes-
stonal needs toraimprovement in tne self-selected area.

It should be kept in mind that the entire tocus of th > operation ultimately is
to promote the development and continuous improvement of executive leadership
in school systems in a formative way. Further. a growing body of research and
experience tells us that in order to be effective in the tormative process, systems
tfor developing executives must be able to diagnose their knowledge. skills and
competencies vahdly and with precision. This means micasuring pertormance in
terms of actual ‘on-the-job’ behaviors and in sufficient detail to clearly ditferen-
tlate strengths trom needs. From these baseline data the design and implementation
of training programs that meaningfully address the individual needs of executives
may then be formulated.

To guide and inform the processes of PDP planning an instrument has been
developed at the Texas pilot site tor use in the concluding phase of the duagnostic
workshop described m Chapter 6.

The planning process tollows a sequence as tollows:
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Step 1 — Prioritization: Select several diagnoses, choosing from among
diagnosed needs for improvement and assign a priority ranking to each;

Step 2 — Decision: Review performance criteria for selected diagnoses at
the task. sub-task and competency levels. Choose a single sub-task for
turther planning;

Step 3 — Action Record: List all competencies related to the selected
sub-task: describe activities and resources to be employed: and designate
dates for completion of each activity;

Step 4 - - Mentoring Arrangements: [dentity 4 mentor, conter with men-
tor and reach agreements on meeting and working together.

This four-stage process has been designed specifically for use in the DECAS
workshop where it serves to direct executives toward personal decision-making
consequent to the diagnosis. The imstrument also serves as a record of workshop
events.,

A critical component of the planning process is the identification of profes-
stonal development resources that can be made available to executives as they plan
and implement their programs tor improvement. As an executive proceeds through
the systemn, the process assists him/her to idenufy, specific sub-tasks and com-
petencies that need strengthening. At that point, the system must have the capacity
to suggest suitable human and material resources that can be accessed by the
executive ds an improvement program s developed. This reguires a search and
retrieval system for idenufying materials relating to each competency and a delivery
system for making identified resources available to executives as they implement
their plans.

In the case of Texas. for example, this is operationalized via the LEAD Center
Resources Bank, which is a major resource in its own right as well as a source of
information, inspiration and ideas for PDP planning. The Center utilizes a data-
base in which consultants. seminars. presentations, audio-visual materials, software,
self-paced modules. books and other protessional publications are itemized. The
Bank is usable in its present state. but even greater utility can be achieved when
each resource is indexed and cross referenced to the competency statenients in the
DECAS. Retrieval of resources matched to competency statements is of inestimable
value to the formulation of the PDP plans. It is anticipated that eventually an
exeeutive will be able to access the Bank through remote termiinals in order to
idenuty available trainmg resources related to specitic competencies that are in
turn reterenced to diagnosed competencies and ultimately linked to needs tor
further training and development.

Gnven the comprehensive nature of the svstem. developed as materials are
matched to the competency statemients, it is not unlikely that gaps will occur
where resources are simply not available. Uhis implies that a continuing search for
needed materials will become a necessary part of the NEDC operations. Education
Service Centers could play an important role here. They could be mvolved not
only in the development of training programs but also serve as resource centers
tor existing materials. ESCs already serve as media centers for school districts in
their region. All centers have media collections and distribution systems that have
operated since their inception. It is envisaged that the potential of this existing
system for NEDC use would be expanded to include resource materials fon
professional training.
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Alternative Training Models

Three training models have been postulated by the Texas project team. Field
comparisons across the models to ascertain their efticacy should be conducted at
a later date, although it seems reasonable to assume that all three are likely to be
effective in varying degree tor some executives in specific circumstances. Accord-
ingly. pertecting materials and procedures and determining their efficacy and
operational limitations become the foci for evaluation of the models’ effectiveness,
against the criteria of meaningfulness, practicality and affordability as well as
cthiciency and eftectiveness.
The three basic training models developed thus far include:

(i) The Self-directed Study Model
(i) The Directed Study Group Mode!
(i) The Continuous Development Model

Fhen rationales and basic teatures are outhned i the tollowing sections.

5‘("]"(1!"('({(\1 S mdy Model

Protessional development needs are raised initially by individual executives working
singly when they review and reassess their own professional growth planning
needs. This model has the potential 1o be widely used because of its inherent
informality and flexibility. The underlying rationale for its use is that many exec-
utives are selt-directing, intrinsically motivated and can recognize and articulate
their needs without external assistance. Having done this. the assumption is that
they are able to organize and facilitate their own learning in significant and unique
ways.

The basic features of this model incorporate those minimum requirements
and expectations needed to maintain the integrity of this approach to self-
development. Individuals are encouraged to initate a variety of activities selected
and sequenced in accordance with their preterred learning style. In NEDC settings,
commitment 15 needed from individual executives to renr.an actively engaged
with this model for a reasonable developmental and growch period of say two
vears.

The basic structure and organization of this model is loosely defined and is
guided by the individual's needs and interests. The executives are empowered to
develop their own professional program plans as well as to select and sequence
activities in which they need and/or wish to participate. The individual evaluates
his/her own progress toward the achievement of professional growth targets and
personally determines the need for reassessment.

Suggested professional development program activities could incotporate
mentoring, independent rescarch and reading, viewing video tapes, attending
conferences and visiting school sites. The model when implemented as intended
requires the formal completion of a Professional Development Plan and timely
and ready access to training resources on individual demand. It also establishes the
means tor scheduling, organizing and directing periodic reviews of each executive's
progress toward completion of the protessional development plan. Over a carcer
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span, the execative i encouraged to return to the diagnostic assessment process
periodically at will as a part of a continuous process of learning, growth and
development.

The Dirccted Study Group Mode!

Tne derivation of this model at the Texas pilot site is based on experiences gained
through working with an ongomg group of thirty superintendents and college
professors (CSP Fellows). In this model, after initial individual diagnosis. groups
comprising individuals with similar professional development needs are formed.
Its distinguishing feature is the formation and maintenance of a small group in
which synergistic processes are used to effect learning. It allows for collective
decision-nuaking but in ways that are sensitive to and can accommodate the needs
of individuals within the group as well as the group as a whole.

Group maintenance is crucial to support ongoing individual development in
this model. An important consideration for planners when operationalizing it, is
that training activities need to be designed with sufficient breadth to accommodate
individual differences while taking maximum advantage of group norms and
dynamies. The model allows for a facthtator to be selected, tor example, tfrom
Fducation Service Centers, business and industry, and the universities, who would
participate in and enhance the activities of a functionmg group-oriented approach
to protessional development.

In the directed study group model the professional development program
would be characterized by the following sorts of activities: networking, group
discussion, special group activities such as research projects, material development,
material evaluation, materials refinement. and monthly scheduled meetings for
sharing experiences, review and planning mutually supportive activities.

The Continwons Professional Development Model

Hhus pattern of organization provides for small group activities, independent
self-study and mentoring. Periodic meetings for sharing with individuals is also
possible as well as conterencing with project and/or school statt. Evaluation of the
professional growili process 15 accomplished through the use ot structured instru-
ments such as guestionnaires. Protocols accommodate the selection of one or
more scholars/practitioners, individuals from business and industry, to assist in-
dividuals and the group with their traming and in meeting their needs for leader-
ship development.

This model is something of a hybrid trom the other two and features a highly
individualized approach to professional development, based in this case on the
preliminary DECAS workshop outcomes and guided formally and explicitly by
the Protessional Development Program plan. The latter is evolved by tollowing
the four-stage planning sequence previously listed above. The model uses a broad
range of experiential alternatives, selected eclectically and pragmatically, that
allow tor the formation of groups for some specific training purposes. used n
conjunction with separate or individualized activities where and when these
are deemed necessary. As e the Selt-directed Model, mentormg coaching and
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netwo sing are regarded as essential components for its successful operation, but
more structure and organization is embedded in the latter approach in order to
optimize the effectiveness of sequenced activities in a needs-specitic way.

The model in operation is id2ntified by its requirement for diagnosis to be the
precursor and primary focus tor guiding protessional development. Here activities
organized on a group basis are harmonized with the needs focus of individuals
within the group, This implies that group arrangements would have to be suffi-
ciently flexible to facilitate the meeting of precisely defined individual needs as
well as sufficiently structured to accommodate the group’s aspirations and processes
for directed study.,

Professional development activities are typified by the use of computer software
programs, courseware study materials, audio visual tapes, books, visits to schools,
mentoring conferences, projects on-the-job as well as group review. attending
workshops or seminars and special workshops tailored to meet individual needs.
‘The list is illustrative rather than comprehensive.

For the systemartic development of leadership competencies regardless of
location and context, the maodels previously described. when used discretely or in
combination, are likely to have more power and efficacy if they are supported by.
and integrated with, new learning technologies. An illustrative sample of these,
together with their potential, is addressed in the tollowing section.

Innovative Leaming Technologics

lt1s now selt-evident that a signiticant shitt has occurred in the United States trom
an industrial-based economy to a technological-based economy in a global
intormation society. As a consequence of this shift now, and in the foreseeable
future, one thing is clear — information and the ability to access it is power.
Those who can access information, use information, transform information and
create intormation will be distinctly advantaged on all the indices of success that
accrue to a complex technological society. Those who cannot create and trans-
form information will be dependent on those who can. The significance of the
latent power embodied in accessing and using information in education has been
developing at least over the course of the last decade, and the point is now well
recognizea if not (vet) comprehensively addressed by the public education system.

Under this scenario the Kind of leadership needed tor the 1990°s and beyond,
that guides us to the New Learning Society, is currently the subject of intense
debate. Among otter things receptivity to the notion that virtually anything can
be learned for any reason on virtually any topic at any location has to become
embedded in the public consciousness. Not only does the new intormation tech-
nology make this assertion possible, but as far as our schools are concerned.
advances in technology in conjunction with an associated range of skills needed
to manage mtormation, presents us with some quite revolutionary learning
mperatives,

An educational response to this situation requires a close examination of tie
nature ot that type of feadership required to meet the challenges presented by new
mformation-rich enssronments. Stearn (1968) has pointed out that new technologies
construct a totally new environment, and that this radically alters the way we we
aur sehses nd thus the way we act and react to things. 1 we aceept this premise,
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then the restructuring that necessarily occurs as a consequence of introducing new
technology alters our entire lives, as it is intended 1o,

In the context of professional development it is necessary to distinguish
between that technology specifically designed for use in learning tasks and the use
of technology to enhance, manage and at times make learning possible. Both of
these conceptions concerning the application of technology to the enhancement of
leartiag and its delivery are germane to operationalizing the NEDC. The use
of innovative technology tor maintaining communication, monitoring progress
and delivering training at the point of need is given special attention in each of the
models described in the preceding section. The infrastructure and means for util-
izing at least a few technologies such as it teractive video for special training
purposes is a vital assumption underpinning the use of the models in remote
locations. A wide variety of telecommunications systems will necessarily be re-
quired in a fully developed NEDC. These have the capacity to be used as tools
with which o teach and o provide for communication between adult learners
who are widely displaced geographically and possibly isolated too. Experiences
gained in the use and evaluation of these systems, by executives, also constitutes
an important knowledge base for them since they will have to consider the etfective
use of related technologies in the schools. Some possibilities for new information
technologies and their professional applications are summarized below .

Computer-based Assessment — This application utilizes the concept of an
assessment center where individuals undergo intensive evaluation of their admin-
istrative skills. Computer networks can provide a variety of self-administered
exercises inorder to ascertain skill levels, provide insights into administrative
styles and create databases for monitoring progress based on individualized per-
sonal development plans. Although some assessment techniques, for instance
in-basket and structured role play, will continue to be used in live settings, it is
anticipated that computer-based assessment will become an important if not
essential aspect for optimizing time and effort by participants in NEDC processes
where they are isolated and/or geographically dispersed.

Database Access — It is envisaged that a variety of databases will be accessed
usmg the personal computer as 4 remote terminal. In addition to existing biblio-
graphic sources, such as ERIC or Psychological Abstracts. participants will be
able to query databases such as LEAD Centers’ resource banks to locate materials
and/or to access the regional service centers for locating, ordering and receiving
print and non-print materials.

Management DataBase — Once these are established they would rely
heavily on computer access for management of assessment data, word processing,
personnel and participant files, budget information. travel and meeting schedules,
ele. Having remote access to this sort of information from terminals (subject to
conventional security procedures) would be needed to operate efficiently.

Television/Teleconferencing — Current technology provides for tele-
conferencing tor both small and large conferences utilizing telephone-based
conference calls. It would be of particular utility in its application to the Continu-
ous Professional Developiment Model previously described in this chapter.

A wide variety of video materials are available for use both for communica-
tons applications andd for skills development activities. Some materials are already
available and others will no doubt be created. Possibilitics tor resource dev elopment
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include locally-produced video tapes of guest speakers and panel discussions, video
tapes demonstrating managerial skills and the provision of remote access to na-
tional and international conference presentations.

Existing telecast and narrowcast programs (such as those produced by PBS
for business exccutives) have a potential for use by executives in order to gain an
understanding of contemporary issues for the purpose of consciousness raising.
and alternatively for use as a formal training medium.

Facsimile Document Exchange — Each participating executive acquires
access to a facsimile machine for the purpose of transmitting and receiving print
material. Hard copies can then be used to create document files for rapid dis-
semination when timely print or graphics mater.als need to be sent to mentors.,
stgnificant others or the members of an operating study group.

Computer-based Document Exchange —  This application enables par-
ticipating executives to send and receive documents to and from multiple desti-
nations, including print as well as data files.

Computer-based Instruction — Ulilization of CBI allows participants to
retrieve and use sofiware designed to provide new knowledge and information to
learners and the acquisition and practice of specific skills as needed. Some of this
software might be downloaded for local use while other packages are intended for
interactive use with a host computer. It is anticipated that CBI would be aug-
mented with video tape and laser disks for developing the higher order thinking
skills of problem finding and problem solving.

Electronic Mail — Existing facilities allow tor transmission of daily memo-
randa. letters and other print-based communication by this medium including
electronic bulletin boards, and a range of other facilities available on international
networks such as Compuserve and Internet.

Future Use of Technology

The practical application of currently available technologies requires some creative
thinking ubout how and where the initial preparation and further development of
school system executives might cccur. Simply stated. new intormadion technologies
must be utilized creatively for maximum success in realizing more individualized
approaches to the professional development of administrators. Just as society can
no longer entertain the notion of excellence with respect to student teaching and
learning using obsolete technology. it can no longer accept inadequate delivery
mechanisms for the preparation of those executives tasked with leading the nation’s
public education systems. In order to meet this requirement, new technologies
have to be intelligently applied using appropriate models to both individualized
and team learning processes and contexts.

In a fast moving high technology environment, projections will require
modification in the light of further advances and increasing sophistication in the
application of technology (especially remote access) to executive professional
development. Further consideration in this area might include some, any, or all of
the following:

Video Conferencing — Two-way video conterencing. using digitally coded
signals distributed over telephone lines in order to accommodate transactions
between four to six distant sites, could be utilized for group instruction.

Satellite Video Conferences — Programs developed tor national audiences

10
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as well as special purpose conferences could be held. Programs may take the form
of'a tradittonal presentation followed by question and answer using phone return
to regional programs that capitalize on existing interactive systems.

Computer-based Network — Using a personal computer with a phone
modem link to a computer-based network, participants would be able to extend
their knowledge base in much the same way as they do now by attending con-
ferences or holding statf meetings. New digital distribution systems and computer
peripherals, such as CI>-ROM, magnity the ability of executives to extend the
limits of their intellectual capacities.

The conceptualization of executive development within a geographic net-
work of institutions and nationally distributed learning centers, places a heavy
rellance on communication and interactive technologies in order to service both
individual needs and the coordination of etfort in tean: situations. It is alo necessary
in order to:

fa) use etfective tools to plan, develop, conduct and manage comprehensive
excecutive professional development; and,

(b) help individuals learn about existing and emergent telecommunications/
information processing svstems <o that current and future leaders may
invest wisely in technology to improve the effectiveness of schools and
school systems.

A Process-Oriented Continuous Change Model

The educational response to pressures tor retorm of admmistrator programs shows
a trend emerging toward more clinical, field-based inductively -oriented approaches.
This 1s much needed and admirable, but in the search for professionally-oriented
programs seeking to take advantage of professional wisdom there is a danger that
the pendulum may swing too far, rejecting theory altogether and losing some of
the better aspects of more traditional approaches to administrator preparation
in the press for retorm and restructuring. ‘There is an incipient danger here of
throwing out the same baby with the bathwater. Miskel (1990), citing Murphy
and Hallinger (1987), reports among other things a growmg disenchantment with
the theory movement and increasing dissatistaction with the university training
model. Before this is allowed to move too far. this is addressed in a number of
chapters in this book, since educational administration as an applied field ot endeas or
doey have 4 body of coherent professional knowledge that is a fruitful area of
enquiry and research in the university tradition.

In an environment of retorm it is important to establish in the public con-
sciousness that educational administration is a profession, and as such. is under-
pinted by a dynamic and revisionary knowledge base, specialized high order <kills
and clearly recogmzable professional practices and behaviors. The utilization of
these occurs cthically in the enactment of leadership responsibilities. No less
important to any concept of executive development is the implicit obligation of
school systent administrators themselves to take some personal responsibility for
the upgrading of their protession.

Stemming from these sorts of consderations, in order to unity practice
with theory across pre- and in-service levels of professional preparatton and
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Figure 7.1. Cortent spiral
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development, Texas researchers developed a professional curriculum process model
for the design of administrator preparation programs and their implementation.
Its purpose is to give form and structure to more individualized approaches to
developing leadership competencies in conjunction with the professional knowledge
base, to legitimize a specialized curriculum in ways capable of withstanding
professional scrutiny. and to operationalize the model over the whole of an ex-
ecutive's career span from initial preparation and induction to exit and/or retirement
from the profession. The model. in its essential form, is described below. It is
based on the notion that professional preparation, learning and development takes
place in three dimensions. namely, wontent (professional knowledge). learning
processes and learning contexts, It is also believed that a generic model should allow
these to be combined m various ways to meet the individual needs, strengths and
weaknesses of those participating in the courses and programs developed from the
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Figure 72 Expenential spiral
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Continuous Change Model. (When followmg the description, trequent reference
should be made to Figures 7.1, 7.2 and 7.3).

While claims are inade for the model's utility as an in-service device. for the
purposes of exposition, the following description relates mainly to pre-service
preparation programs. In the first instance the development of a model prepara-
tion program tor school exceutives is theoretically conceived in terms of dual
spirals presented diagranimatically in Figures 7.1, 7.2 and 7.3 (q.v.).

A content spiral (Tigure 7.1) is utilized to guide the continuous development
of executives with respect to leadership skills and competencies, concepts,
understandings, and values. ‘The content strands are subject to change via addi-
tions and modifications o the strands, because of the revisionary nature of the
proissional knowledge base previously altuded to, An experiential spiral (Figure
7.23 parallels the content spiral and guides the selection of teaching methods and
learning experiences related in turn to content. Sin content strands are detined as
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Figure 73 Interaction between content and expenential Strands
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tasks, capabilities, and pervasive issues challenging school leaders at the sentor
executive level. The appendix presents one example of a completed set of per-
tormance descriptors in the instructional leadership domain.

The special challenge presented to professors of educational administration in
colleges of education concerned with pre-service preparation, and mentors at the
in-service level, is to identify specific skills, competencies, concepts and values of
prime importance at various stages of career development for executives in a range
of positions across different contexts. A third component in the model recognizes
that learning contexts consist of a set of experiential strands. The latter are defined
as ‘distinctive forms of experience structured for effecting learning’. Each strand
represents a kind of experience which logically has a special contribution to make
m facilitating context-related learning of one type or another.

The conceptual model has to be fully tested to confirn, the efficacy of various
teaching-learning configurations represented by the spirals, although it has been
operationatized in the Cooperative Superintendency Program at the University of
Texas at Austin and is described as a case study in Chapter 8. To illustrate the
point, a configuration could include vertical problem solving teams, diagnostic
assessment of pertoriance capabilities. formal and wmformal mentormg and tech-
nological applicanions to self-instruction and distance learning. It needs to be kept
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in mind here that the spirals focus on administrator initial preparation programs
linked to and also encor~ ssing a career development sequence of indeterminate
length. in which continuous professional development is taken to be desirable and
essential to leadership success.

The internal and external forces that inevitably interact with and shape the
character of the training programs also influence the executives themselves as they
progress in their careers. The model is designed to be responsive to change and
infinitely flexible to both accommodate and direct the forces of change. The clear
and careful specification of strands of content and experience serve to offer strength,
continuity and robustness to the program. Whims, fads, mandates, and political
and economic movement may, on occasion, be detrimental to the longer term
needs of society. Recognizing this, the Continuous Change Model is designed to
allow for the flexible adaptation of context, content and process to changing
requirements for leadership. It also filters certain pressures and forces evident in
the turbulence of modern educational environments that may be passing phenomena
and diversionary. and thus potentially wasteful of energy and resources.

Interactions between the two spirals, shown as double-tipped arrows in figure
7.3 show the dynamic nature of the conceptual model presented here. Interaction
between the spirals and internal and external forces is also shown in the figure.
Just as the content strands and the experiential strands provide stability in repre-
senting enduring factors associated with leadership behavior on the one hand, and
adult learning on the other, so, too, the spirals offer flexibility in their mutual
nteraction with each other and with the needs of individual executives. To translate
the model into practice, formally structured graduate seminars can become a vehicle
for learning, drawing on one strand for concepts related to power and another for
concepts related to communications. These can be focussed quite differently for
library research, assignments and individual presentations. It can thus be seen that
there is inherent flexibility in the design of the model for a variety of interpretations
resulting in different program alternatives, yet maintaining the basic integrity of
the overarching design.

A variety of context variables will inevitably set limits, influence changes,
and restrict alternatives in the practical operation of administrator preparat:
programs. fhe capacity of the model needs to be checked for its =" o
accommodate to both externally and internally induced forces of change and its
responsiveness to changed and changing circumstances in ways that, while avoiding
conformity, maintain continuity and cumulation in learning sequences.

Conclusion

The theme of this chapter has been on learning for professional development and
growth for the purpose of developing leadership competencies. This is conceived
to take place at entry to the profession and continues in an ongoing way. For this
to be realized on a grand scale. structured learning opportunities have to be made
readily accessible to senior executives and presented in a form that takes into
account the ‘pressure cooker” world of superintendents. The application of
new information technologies in conjunction with appropriate learning models
referenced to personal contexts and preferred learning styles may assist greatly in
this respect. Necessarily they must be quickly brought to bear with increasing
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power in e cting the ideal of a continuous professional development and guid-
ance system that can be made available to all senior executives in the public education
sector,

Eftective leadership development is most likely to occur when individual
strengths and weaknesses are identified and programs tailored to individual needs
in a highly focussed way. Assessment center methods provide one means for
conducting diagnoses in powerful ways. ‘This approach requires some modifica-
tion. however, in order to move diagnoses to internal frames of reference in
which self-energized executives. with assistance, generate their own formative
data to coastruce profiles of personal strengths and weaknesses. These data can
then be used for personal decision-making for professional growth and action
planning. Itis a fundamental philosophy underpinning this approach that individual
excecutives maintain confidentiality and control over their own data, reflecting as
it does sensitive individual performances in easily identifiable areas of professional
knowledge and competence. Further, in linking this philosop v and related theory
to practical decision-making in order to develop professional curricula and shorter
in-service programs, the last section of this chapter described the Continuous
Change Model. This process model is tentative tn nature and requires further
validation in operation, but it is a first step toward connecting practice with
theory as a basis for program development in a justifiable way,

Jssues were also raised in this chapter concerning the problematic nature of
lcadership training and development and enhancing capacities in this area. The
argument presented was that this should commence with initial selection. training
and induction to the profession. Some of the issues raised in regard to this and the
essential characteristics of pre-service preparation programs are taken up at greater
length n the next chapter.
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Enter the Neophyte: Preparing
Administrators for Leadership Roles

Judith G. Loredo and David S.G. Carter

The impending retirement of large numbers of school administrators, who will
have to be replaced during the remaining years of this century, focusses attention
on selection and recruitment issues and the extra demands this will place on
already scarce educational resources. The replacement of experienced superintend-
ents and senior central office executives, together with the significance of their
roles for improving standards of excellence in education, provides imperatives for
upgrading methods of administrator selection and preparation for leadership roles
within the profession.

Important aspects of screening, selection and preparation of neophyte admin-
istrators are addressed in this chapter. Also some issues are raised by the fact that
40 per cent of US school administrators are likely to retire by as early as 1995,
Finally, the provision of a model illustrative of the type of program that has to
evolve to integrate more closely the realm of theory with the realities of practice
is described. This exemplar has implications for university field-based professional
schools preparation programs and can be adapted to a number of different
contexts.

Imperatives for Change in Graduate Preparation Programs

In a groundswell of rising public discontent, persistent and strident calls for the
refornt of administrator preparation abound. In concerns they appear to emanate
from higher education institutions, state departments of education, professional
associations and governors, as well as private individuals and significant others
within the profession of educational administration itself. The pervasiveness of a
general dissatisfaction with the status quo is captured in numerous reports, posi-
tion papers, monographs and public statements, beginning in the late 1970s and
culminating in 1983 when A Nation at Risk was p 'blished (Firestone, 1990). A
number of reports appeared in quick succession including, significantly, the report
of the National Commission on Excellence in Educational Administration in 1987,
and latterly the 1989 report of the National Policy Board for Educational Admin-
istration cntitled Improving the Preparation of School Administrators: An Agenda for
Reform. In sum, they point to the fact that inadequacies exist in the ideology and
arganization of university curricula designed to prepare school system leaders.
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Perceived deficiencies have now reached critical proportions if the voices from the
community of interest are to be believed. The American Association: ot Colleges
of Teacher Education (AACTE) notes ‘Dramatic changes are needed in programs
to prepare school administrators it they are to lead their schools and faculties
rather than just manage them' (1988).

This theme is echoed by Hoyle (198Ya and 1989b) who raises criticisms of
preparation programs for school system administrators because the former are
trequently fragmented, untocussed and lacking a carefully sequenced curriculum.
Rather than being a clearly articulated systematic program of studies, the prepara-
tion process is characterized as a hit or miss agglomeration of courses and insti-
tutions, which tend to be selected haphazardly by potential school administrators.

It is c'aimed that the university ethos is itselt part ot the problem (Chttord
and Guthrie, 1988). Schools of education led by some high status universities,
short change practitioners and yet infrequently produce research findings useful
for the guidance of policy makers and practitioners. This tends to occur because
of the high priority emphasis placed on canons of research and scholarship, using
social and behavioral paradigms, subscribed to by elite universities. They provide
the model for others seeking higher status to emulate. While the pursuit of
knowledge is commendable and in keeping with the fundamental purpose ot a
university, within professional schools such as education, an overemphasis on
high status discipline-based knowledge at the cxpense of other considerations has
generally served to alienate professional executives and their organizations in the
public schools from the universities. On the face of'it, this is because senior school
system executives, whose concerns lie in the field of practice. consider their
professional and practical needs are not being met by academe.

‘The news, however, is not torally bad. Practicing administrators do not all
subscribe to the views circulated by the critics of university-based administrator
preparation progranis, although their voices are subdued. A 1987 study by the
National Center for Education Information, cited by Hoyle (1989a), noted that
*.. . one in four superintendents and principals said that their university prepara-
tion was “excellent’; some 50 per cent said that it was “pretty good™: only 1 per
cent of the superintendents and 2 per cent of the principals described their
preparation as “poor”’ (p. 376). These findings are supported by Cunningham
and Hentges (1982), although they also noted that superintendents in their study
were critical of some specific courses they had encountered, as well as highlighting
deficiencies in the area of field experience they considered important to mtegrating
theory with practice.

Notwithstanding. the fundamental criticism of admunistrator preparation
remains in the discrepancy between what potential administrators learn in formal
university-based graduate programs and what they need to function successfully
in the field (Griftiths, Stout and Forsyth, 1988). In short, administrators claim
they are inadequately prepared for the realities of work in the pressure cooker
world of the superintendency. Adding fuel to the fire, professional associations
such as the American Association of School Administrators (AASA) and the
National Policy Board for Educational Administration (NPBEA). are becoming
increasingly articulate and strident in voicing their concerns. Leaders are convinced
that practitioners within the profession itselt must have an increasing say and a
larger role to play in defining standards, as well as contributing to the design and
implementation of preparation programs that seek to put the standards into effect,
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Under the rubric of educational reform signiticant others have called for the
restructuring of the school as a workplace (National Governor's Association, 1986).

While the discussions in supporting research have focussed primarily on the
school site, any adjustments made to teacher and principal roles also have im-
plications for the roles of superintendents and other school system central office
staff. For administrator preparation to remain aligned with the redefinition of
roles and associated educational restructuring, fundamental changes to administrator
preparation assumes something of the importance ot a survival imperative. Re-
sponsiveness of graduate preparation programs to dynamic educational environ-
ments requires continuous evaluation and feedback between the content. context
and processes of programs, and changing professional requirements drawn from
the world of practice. In reconceptualizing professional work roles, practitioners
and scholars alike share o widely-held belief that the time-honored practices for
preparing and selecting individuals for these roles in school systenis are inadequate
{March, 1977; National Commission on Excellence in Education, 1987; Pitner,
1982). 'The National Commission on Excellence in Educational Administration
(Hawley, 1988) has stated that adimninistrator preparation programs should be
modelled upon professional, as distinct trom academic. schools to include com-
ponents of theoretical knowledge, applied research and supervised practice in clinical
settings. Administrator preparation, ideally. should become a sequenced and
mentored path directed toward helping prospective administrators internalize
practice/theory relationships, be accomiplished in blocks of full-time study, be
organized across cohorts to develop collegiality and shared professional values,
and be a joint responsibility of the university and the profession. The Commission
also argues that cooperation between universities and school agencies is essential to
develop relevant and meaningful fearning experiences. and to select administrators
from a talent pool of high quality candidates. Together, these recommendations
represent a radical departure from current practices evidenced in the preparation
of school administrators located in many graduate schools of educational
administration.

The 1987 Report of the Comnussion proposed five strands around which
curricula concerned with administrator preparation should be organized. These
are:

(i) The study of administration

(my  The study of the technical core of cducational administration and the
acquisition of vital skills

(i) The application of research findings and methods to problens

(iv)  Supervised practice

(VY Demonstration of competence

They provide at least one legitimate organizing framework as a starting point
for the total restructuring of administrator preparation curricula. The days of
‘disjointed incremenrabism’, e, of tunkering around with programs in a piecemeal
tashion, is redundant to the needs of present and future school system executives.
This theme of what needs to be done is visited again later in the chapter, after
speculating turther about perceived deficiencies with the current situation as
reflected i the contemporary hiterature and voiced by promiment people.
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The Two Cuitures of Theory and Practice: Once More Into. ..

‘The increased public vocalization of work-related concerns by professional groups
and associations, and their willingness to become more involved in debate over
matters of controversy surrounding administration preparation and induction, is
a relatively recent phenomenon. The public mood for widespread reform is
self-evident, is reflected in the bills of many state legislatures and made tangible
through the inception of Leadership in Educational Administration Development
(LEAD) projects within the states. Their raison d'étre with federal support has been
to initiate and develop creative approaches to the improvement of preparation
programs as well as to the ongoing education and further professional develop-
ment of executives over the whole of their careers.

Closer examination of the public critique levied by professional administra-
tors and academics and driven by community concerns quickly confirms that all
is not well. Disagreement occurs, however. over the specific causes for perceived
inadequacies, as well as the means for correcting deficiencies and the sort of
initiatives required to generally improve the system. Given, at source, the normative
nature of the educatin e enterprise, values conflicts expressed in the public’s concern
for educational reform (not least in the preparation of potential administrators for
leadership roles) are to be expected, and this can be regarded as a healthy sign in
the working through of democratic principles.

Within academia itself. divisions about developing an appropriate theoretical
focus versus the development of professional skills and competencies also vecur.
It should be noted that the waters are very muddied around the links between
theory and practice in many professional schools, not only in departments of
educational administration and educational leadership. In law faculties, for example.
a tension exists between educating students in the law (which is predominantly an
academic function), and preparation tor the practice of law (which is vocational and
professional in its orientation). In this example the academic and professional
functions appear to be discrete, but are by no means mutually exclusive at the
level of practice. The legal protession itself assumes a major role in the induction
and further credentialling of newly qualified lawyers, but there 1s also considerable
internal debate about what the role of the university actually is. and ought to be,
concerning the adequate provision of competent lawyers to meet societal needs.

Guthrie and Clifford (1989) regard the ambivalent role played by elite schools
of education in research-oriented universities as a significant contributory factor to
the current lack lustre situation in educational administrator preparation (see also
the report of the National Policy Board for Educational Administration, 1989). It
1> contended that the coping strategies of select schools of education, in their bid
for survival, have been less than successful — even dysfunctional. The strategies
that Guthrie and Clifford identity are (i) a search for legitimacy as a social science;
(1) academic intensitication: and (iii) interdisciplinary appeasement. and each strategy
is appraised below.

Educational Administration as Social Saience

In the search tor scientitic legitimacy and access to high status, discipline-based
knowledge-chite institutions. it is clamed, seek to employ social scientists as
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members of faculty. Where appointments have been accompanied by an academ-
ic’s general lack of experience in the schools and with administration in a school
system, a general disaffection with academic pertformances in educational fields by
practitioners has tended to occur. From a university perspective the appointment
has resulted in the increased research of scholars rather than practitioners’ pro-
ductivity and the policy, therefore, is regarded as being successful.

From a professional point of view, one of the identifying features of a
profession qua profession, is a dynamic and revisionary core of knowledge and
expertise. Whether this lies in regarding education as 4 branch of social science and
its attendant paradigms. or whether education is a quite distinct and distinctive
tield of endeavor in its own right remains a moot point between academics and
educators.

Unlike medicine, law, engineering and other high status professions, in
educational administravion there has been hittle or no attempt to systematically
build theory into practice, to generate ‘grounded theory’ or develop a theory of
practice (praxis). Clearlv. it is both naive and misguided to try and sustain the
argument that abstract disciplined knowledge can be called upon directly to guide
practical decisions under operational conditions. In the practice of educational
administration it was never intended that substantive knowledge acquired in
preparatory courses would ‘tell me what to do” in this or that set of circumstances,
although the search tor recipes underpinned by a technicist rationahty is not easily
abandoned. The realities and the vagaries of human nature are, however, far too
complex tor this ‘idea’ to be realizable (or even tenable) across the board.

For a number of professions, empirical observations torm the building blocks
of theory which in turn helps to shape practice. to provide the context for practice.
and, if authentic. to give meaning to practice. This is its proper and legitimate role
in the development and exercise of protessional knowledge. There is nothing so
practical as a good theory (Dewey, 1929 and there is evidence to show that
superintendents and principals believe that research can make contributions to the
profession of educational administration as evidenced by this book,

Academic Intensification

Guthrie and Clifford (ibid.) also note that an even more widely practiced strategy,
related to the search for legiimacy in prestigious departments and schools, 1s the
adoption of a scholarly orientation realized through a theoretical emphasis allied
with the employment of abstract emipiricism as the main means tor advancing the
frontiers of Anowledge.

The torm this elitism takes, as a rule. is the adoption of research and teaching
styles of the academic, in contrast to the practice and service-oriented styles of
protessional clintcally-based practitioners. A scholarly onentation tends to be
confirmed by way of the Phl) degree being seen as the sine qua nen of academic
achievement and research traming and accorded higiier status over the EdD with
its protessional orientation. It is noteworthy and reflects protessional concerns,
that the National Policy Board for Educational Administration (NPBEAY in ity
proposed “Agends for Retorm’ recommended that the EdDD be a prerequisite to
nauonal certitication and state licensure tor full-time administrators who are placed
i charge ot 4 school or schiool system L stance s clearly counter 1o the
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prevailing orthodoxy of academically-oriented departments and schools of educa-
tion in many universities and colleges. Note though, Murphy and Hallinger (1989)
caution that newer inductive approaches to administrator preparation should
integrate these with the best of traditional approaches, rather than simply rejecting
the latter. They also point to the need to ensure that programs are based on
justifiable theoretical bases.

Hoyle (1989a) has come down in favor of the abandonment of the present
university-based, research-oriented preparation model that produces PhD degrees
altogether. He has advocat d the adoption of a professional-studies model that is
at the same time more intellectually demanding and m sre practical and would iead
eventuaily to the award of the EdD. According to Hoyle, while the EAD ranks
in status with the MD, DDS, and JD, none of these enjoys the same public esteem
and prestige as the PhDD and this is the very qualification and values set elite
schools of education seck in prospective candidates when appceinting new staff.

Interdisciplinary Appeasement

This strategy manifests when schoois of education in their search for status and
legitimacy become subsurvient to other disciplines and departments. The form
commonly taken is a joint interdisciplinary appointment to the field of education
and a discipline area. The justification for this is that such appointments act as
bridges between the areas of disciplined knowledge and their application to school
settings. In this way they add intellectual substance to the practice of education.

The strategy, however, tends to work against itself because of some inhe-
rent problems such as the academic being required to fulfil the norms of two
departments, in which the claim to knowledge of each and the attendant reward
systems may be cuite different. Also. when the appropriate conditions prevail,
scholars tend to zlly themselves with the parent discipline(s). Frequently it is here
that the core identity of the scholar is vested rather than lying in a field of pro-
fessional knowledge. In this regard Guthrie and Clifford (1989) assert:

When joint appointments fail, the loss to education may extend beyond
the personal interests and research energies of faculty members who return
to tire cognate disciplines. The failures of joint appointments can seem to
certify the low status of education . . . {p. 381)

With the broad sweep of the field now in view it is evident that two cultures
have been created with different value sets, reward systems and incompatible
perspectives. In the field of practice, effective leadership is acknowledged and
rewarded accordingly. Academic recognition, however, is based on achieving
excellence in standards of scholarship and research productivity the main indices
of which are one’s ability to attract re arch funds and publish in highly regarded
research journals. Current tensions then are related to the incompatibility of the
two cultures as they try to coexist within the same mstitution.

While there are common concerns for the preparation of future school system
leaders. there appears to be little chance of building a common culture that rec-
onciles the practice-theory dichotomy within existing institutional structures and
constraints. The old assumptions upon which the delivery of education was based
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have already passed us by, and the same can be said for the selection, preparation
and induction of our future school system leaders. Simiply to maintain the status
quo is to regress in this situation. Reconciliation of the two cultures is a problem
requiring our immediate attention together with the provision of adequate resources
in order to put this into effect. In dealing with extant problems, a reconcept-
ualization of administrator preparation is required. that extends well beyond current
piecemeal tinkering with graduate administrator preparation programs in order to
accommodate them to existing structures and institutional arrangements.

An Agenda for Reform

With increasing broadly-based recognition and articulation of the philosophical
and structural problems of administrator preparation, constructive recommenda-
tions are beginning to emerge. The fact that many of these appear to be based on
reviews of a fragmented literature, rational analysis and conventional wisdom
attests to the extent of the disaffection for the status quo; for the pervasiveness of
the problems which have been identified; and because of deficits in the available
empirical data. A synthesis of the views of scholar-practitioners and recommen-
dations are now addressed.

In its report entitled School Leadership Preparation, A Preface for Action (1988),
AACTE recommends that programs in educational administration be modelled
atter “professional programs’ rather than replicate the liberal arts approach to
graduate educatton. Further. that faculty. before appointment, have acquired
demonstrable leadership and/or teaching experience in schools. Themes such as
these are featured in the recent literature in which a general preterence for a
professional studies model leaning toward the exemplars of law, medicine and
other high status professions is recurrent. Some caution is needed in extrapolating
too far. A comprehensive exploration of alternative frameworks is needed within
the professional studies conceptual framework. Among other considerations this
is in order to avoid premature closure around a ‘classical’ approach derived from
conceptions of an ‘ideal’ professional preparation seen over the fence to be occurring
in other arcas. Such a viewpoint is likely to derive from a deficiency model of
educational administration compared to the ideal of a protession typified by law
or medicine. This perspective is quite different trom that of a profession of
educational administration developed on its own terms, from its own frames to
meet its own needs.

As well as the need to integrate academic study with professional practice, a
number of concerns that have been voiced center on the selection and screening
of potential administrators; on funding since the scale and pace of reform is tikely
to be expensive and require the injection of new money in addition to current
expenditures; and, as mentioned elsewhere in this book on the derivation of a set
of national standards for the profession. There also appears to be a preference for
an EdD as the terminal award on completion of an initial graduate qualification,
and a rejection of the Phiy m education in those programs that attend primarily
to the preparation of school leaders. To address these concerns seriously requires
4 fundamental reorientation to the profession and paradoxically a strengthening
rather than 4 loosening ot academic links. As the Holmes Group rightly asserts
‘no nuajor occupational undertaking has achieved professional status without an
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institutional connection to higher education’ (Guthrie and Clifford, 1989, p.350),
In moving to a more desirable state of attairs it is advocated that the connection
to higher education be seen as secondary to the education of practitioners. Faculty

members in schools of education must also come to understand the culture of

schooling it this is to happen.

Thompson (1989) suggests that the education department of major research
universities, in particular, should retocus their priorities. Protessional education
programs tor school administrators and teachers, according to him, need to be
placed on a par with research eftorts and be perceived by scholars as such. Like
AACTE Thompson rejects the model of the arts and sciences in which research
is elevated to a position of supremacy. and which cannot be allowed to continue
to dominate it protessional education is to be alfowed to fourish in the manuer
desired by protessionals.

Necessarily. the preparation of future leaders should encompass knowledge
about, and aporeciation ot academic research, including becoming intelligent and
critical consumers of the research literature, and appraising its relevance and
considered application to the solution of practical problems. Being critical in the
sense advocated here means also being able to reject research findings it the
methodology is weak, the data inadequate. or the conclustons unwarranted or not
supported by the evidence. Developing critical taculties does not require that
programs be oriented primarily to the pursuit of academic inqunry . Hoyle (1989a).
with his vision regarding the preparation of superintendents for the twenty-first
century, also addresses this theme. He recommends that the present university-
based, research-oriented, preparation model leading to the award of Phl) degrees
should be abandoned entirely in favor or a professionai studies model that is more
intellectually challenging as well as being more practical in its nature and scope.
An alternative path needs to be avatlible tor rescarch training in which ulumatehy
PhD degrees would be awarded atter the completion of programs of study in
educational administration that are more speciahized and research-oriented than the
EdD> with an essentially clinical focus,

Hoyle also contends that new parterships and coalitions among faculty
members across related disciplines must be formed. Classes and clinical experiences
should be team taught, involving protessors of education and educational
administration as well as in the social sciences. the humanities and general man-
agement, and by leading superintendents who could also serve in a dual role as
clinical professors. This combination of expertise and experience could emphasize.
as well as exemplhity, the development ot certam intellectual and academic bases
tor informed school management,

A relevant protessional preparation includes the provision of creative learning
situdtions with a process orientation. Extensive empiricism, including the provision
of opportunities for students to conduct systematic observations and to engage in
participatory learning experiences in a number of jointly supervised ticld settings.
with ample opportunity tor individual reflection and shared experiences with peers.
is the ideal. In the process of initial preparation, becoming at case with information
techiology and its application is a vital set of skills tor the school system executive
to acquire. The use of intuition and creativity should be given equal emphasis
with the tse of ratonal models of deasion-making. As well, schiool system
execunives of the future require the most creative nunds on campus & mentors.
Hins the reward systenn for protessors of educaton, currently based almost

124

139

~




Preparing Administrators for Leadership Roles

exclusively on research publications. is no longer tenable. Under a professional
studies rubric, rewards accrue according to how the quality of one’s work in
developing school leaders, and of being identitied with the sort of executive one
turns out. Scholars who model creative, intuitive and entrepreneurial leadership
are needed to realize this ideal.

Current university admissions criteria require strengthening in order to attract
potential leaders of the highest caliber. The model being suggested is that faculty,
in concert with an advisory committee of practicing administrators, should justify
the knowledge base to be taught and administrative skills to be acquired and
refined: construct verifiable performance indicators; and determine the minimum
criteria for admission to, placement in, and completion of, the program. In this
regard traditional admissions criteria might be operationalized within the concept
of the “assessment center’ (see Chapter 7).

As mentioned elsewhere in this book, the derivation of a set of national
standards for the profession is another area of evident need. When formulated and
set at an appropriate level they could exercise enough leverage to upgrade the
curricula of schools of education striving to adopt national standards. According
to Clifford and Guthrie (1988) enforceable national standards for certification would
leave individual schools of education little choice but to alter their course offerings
and instruction. To be eftective this strategy would require a sensitive combination
of pressure and support on the part of implementers (McLaughlin. 1990).

Effective implementation of the new model requires the support of increased
funding and the injection of resources, both human and material, into reform
efforts. It is clear that the interdisciplinary and clinical components of the pro-
fessional studies model will make it more expensive than traditional preparation
programs. Policy makers must realize, or be brought to understand, that an
investment outlook is needed because high-quality schooling is inextricably linked
to the economic, cultural, and social well-being of society. The health of a state’s
university system is logically contingent upon that of the public school system.

Structural change of the proportions advocated here will not come easily.
The research ‘industry’ remamns well-founded. well-connected and entrenched.
Initiating, signiticant change increases workloads, creates anxiety and stress, and
may induce a backlash if it does not appear to be working well. Change facilitators
need to be ready to cope with resistive tactors 50 as to realize the implementation
of the professional studies maodel, with some bold and new perspectives applied
to the preparation programs of school leaders that are both visionary and com-
pensatory. The Cooperative Superintendency Program (CSP) at the University of
Texas at Austin exemplifies these considerations and is the focus of the next
SeCtion.

Administrator Preparation Program in Texas

Texans have become increasingly aware that their prosperity and societal well-
being lie largely in their educational system. The key to its success is effective
leadership, as well as being part of the larger state reform movement (Murphy,
1991), The Cooperative Superintendency Program located at the University of
Texas Department of Educational Administration at Austin is a response to earlier
national and state imiperatives to restructure preparation programs tor school
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system administrators. As is evident trom national trends, the need for effective
preparation programs is intensitied by the knowledge that a large number of
superintendents in Texas will approach retirement in the next five to ten years.

In developing an appropriate model, faculty at the University of Texas
reviewed research describing whar superintendent work activity entails. They also
conducted further independent research to verity the knowledge and skills iden-
tified by Hoyle, English and Stetty (1985). and similarly, the National Association
of Secondary School Principals’ (NASSP) identification of skills required ot school
administrators in order to be ettective (Collier, 1987; Sclafani, 1987), Faculty used
these data. together with the essential components tor administrator preparation
identified by the National Commission on Excellence in Educational Administration
(1987). as the basis tor considering graduate program redevelopment. As a starting
point in the process of retorming the school executive curriculum tour major
components were addressed:

(i the knowledge base and admmistrative skills required ot school man-
agers and leaders were identitied, using the available research on the
superintendency:

() a situational review ot the (theny tormal course ofterings and resources
was conducted. This was in order to determine i which units the
application of relevant research findings and methods to the solution of
schoal problems might be most appropriately applied;

(i) the optimal location of supervised practice activities was reviewed and
revised and integrated into the University’s doctoral program: and

(1) considerations regarding the assessment ot school executives” compet-
ence within the revised frameworks were addressed.

‘The School xecutive Leadership Program

F'o give it its full title the Cooperative Superintendency Fxecutive 1 eadership
Program is a taculty response to criticisms emanating from community concerns
n Texas about weak program conceptualization, lax recruitment/selection/admis-
stons procedures, poorly articulated program structure. and abstract content
divorced from the world of practice. The success with which the CSP initiative
has corrected perceived deficiencies is reflected in the national recognition accorded
to it by AASA, in 1987, as an exemplary program tor administrator preparation.
lts uniqueness lies in the cooperative approach adopted between a council of Texas
superintendents for public schooling, the Texas Education Agency, and the
Department of Fducattonal Admumistration at the University of Texas at Austin.
A major teature of the design is ity advanced professional “resident-m-trainmg’
component. Suice its vriginal inception, the design has been refined and its pro-
gram elements renewed®ver ten cycles of cooperation by the partnership. Latterly
this has also included graduaung tellows from previous cycles.

The purpose of the Cooperative Superintendency Program is to identify a
prospective pool of applicants from a national talent search, and to screen candi-
dates using assessment center methods and the application of other scientifically -
based rigorous selection criteria for entry to the program. After successtully
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completing a program of intensive study and research involving the application of
innovative learning activities, combined with a lengthy internship in a manage-
ment position, fellows are awarded a PhD degree. They then return to the
profession of educational administration with expectations that they will rapidly
rise to senior executive positions in the superintendency or as central office staff.

Mindful of the previous discussion concerning the upgrading of admissions
standards to preparation programs for potential administrators, the remainder of
this chapter describes the selection processes and summarizes the main features of
the Cooperative Superintendency Program, with which the fellows (i.e.. successful
candidates in the selection and screening process) are engaged over a two-year
cycle from selection to graduation. The purpose of detailing the program is to
exemplify how the national agenda for restructuring and reform might be realized
in practice. The Cooperative Superinweadency Program is, of course, but one
interpretation of the national agenda. providing an example of an innovative
program in operation, which may possibly serve as a model for other colleges or
education considering their own program reforms. It also models the translation
and articulation of theory with practice under a professional studies rubric.

The CSP is completed over a twenty-four month period during which
university-based coursework and 2-sessment, field research and an internship are
integrated with each other in order to develop successful and ettective educational
leaders. Vital components of the program are the establishment of long-term
relationships between participants and experienced mentors from the university,
education and business communities, and the development of a research-based
plan for recurrent tearning and professional growth.

Sereening and Selection of Candidates

The key to a continually successtul program is the selection of promising educational
leaders in the tirst instance. The talent search for CSP candidates is vigorous.
Initially. candidates are urged to nominate themselves by completing a standard
application torm. External nomination is not necessary and has no weight in the
selection process. Nominations are encouraged irrespective of race, ethnicity and
gender and these considerations apply overall in open competition.

More than 800 nominators within the state and some from interstate, who are
in position to idenuty prospective talented school leaders., are requested to solicit
promising candidates and make recommendations to faculty concerning specific
individuals. Prospective candidates are then approached directly and invited to apply
tor entry to the programi. Noniinators are requested not to screen out prospective
applicants because of their assumed non-availability.

A talent search commences in the year preceding the commencement of a
new CSP cvcle and the identification ot finalists is usually completed by early
March. They come to Austin for an appraisal seminar in mid-April after which
the successtul felfows are formally notified. and commence their two-year program
mn June.

After acknowledgement of an application, the applicant is requested to com-
pile and submit a candidacy porttolio and s supplied with very specitic guidelines
in order to accomplish this task. The purposce of the porttolio is to allow for initial
screening and provide baseline data for the assessment of prospective fellows.
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A completed portfolio contains vital information about the candidate in addition
to generating personal perspectives derived from a number of different sources.
The contents of"a candidacy portfolio are listed below:

*

A professional/personal curriculum vitae, suthiciently comprehensive to
portray the nature of the candidate’s administrative career to date, and
Hlustrative of his/her protessional development. This goes beyond the
simple statement ot position and title held. The candidate is also asked to
list professional certificates and provide specific information about recent
self-development and/or professional development endeavors.
Complete records of undergraduate and graduate courses taken.
Professional referees: The names and address of three-five professional
referees are required, together with the context in which each has been
able to observe the candidate. At least one should be a university professor
who can make a disinterested appraisal of the candidate’s performance as
a student, and at least two should be in a position to comment about the
candidate’s administrative performance. These reports are received
unsighted by the candidate and treated contidentially by appraisers.
Confirmation of Graduate School Admission Status to the University of
Texas at Austin is a prerequisite to entry to the Cooperative Superintend-
ency Program. Documentary evidence that admission to the Graduate
School has been granted is also required.

Evidence ot administrative pertormance and developmental growth in the
form of newspaper clippings. citations or awards, printed letters of com-
mendation, employee sheets, authorship of published articles and reports,
speeches, evaluation reports and miscellaneous materials produced under
the candidate’s leadership for use by others. The content, form and man-
ner in which these data are presented is deliberately left open-ended to
allow for creative interpretation and presentation,

A written selt-portrait for the bhenetit of the selection panels, providing
cach with a personal profile in which the candidate reflects on his/her
personal accomplishments and achievements, strengths and weaknesses
and an assessment of discrepancy needs when confronted with the pros-
pect of being selected as a tellow. Profile components are provided to
assist the candidate in achieving this task, but it is up to individuals to
build the porttoho and provide evidence to support their own selt-appraisal.

The Process of Seleaing a Fellow

Onee a portfolio is recerved and checked for completeness, reterees are approached
for their evaluations that are then added to the documentation. Cardidacy portfolios
are circulated to multiple panelists who assess each applicant independently.
Collectively caclt assessment panel determines a “finalist” or ‘non-finalist” alloca-
tion. Candidates who tall into the latter category are informed of this shortly after
the decision is made. There is no formal quota on the number of finalists w ho
qualify. but numbers are limited in order to maintam the mtegrity of the program
and the resources needed to support 1t

Finahists participate i the whole day appraisal seminar in mid-April. Here
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assessment center methods are used tor selection purposes and include in-basket
stmulations, presentations on a previously prepared topic, panel interviews and
paper-and-pencil tests. Multiple assessors are used throughout the appraisal
procedure.

Data obtained from the appraisal seminar together with that contained in the
candidacy porttolio are examined summatively by a selection panel consisting of
from five-ten members. Individual panelists evaluate each candidate’s personal
data independently and present his/her judgments to the panel as a whole. The
panels are convened for sessions lasting several days. Panel consensus 1s the general
rule adopted for final selection; majority choice tends to be the exception and only
occurs in extenuating circumstances. Again unsuccesstul finalists are notified
immediately and the nomination of successful candidates tollows suit. For each
cycle the number chosen is usually in the order of ten-fitteen tellows.

Operation of the Cooperative Superntendency Program

Atter completing the comprehensive screening and selection process previcusly
described abuove, all tellows admitted to the program initially undertake additional
and varied diagnostic assessment activities. ‘This is in order to determine each
fellow’s strengths and weaknesses with respect to leadership skills, competencies
and the extent of his/her substantive professional knowledge. A combination of
leadership assessment instruments drawn from business and industry, as well as
instruments that focus on the protessional skills of school instructional leadership,
are employed in this diagnosis. Data derived from these appraisals are used
formatively for developing individualized professional growth plans for fellows.
Personal appraisal data greatly assist in the carly formulation of an array of pro-
fessional experiences of different scope and intensity for each CSP fellow.

Out of the individual growth plans a group plan is constructed to guide
further interactive learning activities throughout the remainder of the semester.
By this means telfows analyze their personal strengths and weaknesses and learn
how to work cooperatively with others in the development and implementation
ot a plan to achieve mutually shared educational ends.

The cadre of fellows in each new cycle spend the first two semesters as a
group in a “block-of-time’ core program. In this way individuals are exposed to
theory and research by means ofan innovative, holistic and comprehensive program
ot study and disciphined inquiry. Using personal and group data, a variety of
learning opportunities are made available to fellows over the duration of the
program in which each can acquire knowledge. skills and competencies matched
to his/her needs. interests. background and unique composition of strengths and
weaknesses. The program is underscored by a research-based spirat curriculum
conceptualized at the University of Texas. The curriculum is organized around
competencies and skills, identified and ordered into domains that provide a
conceptual framework tor leadership; the rationale for this is described in Chapter
7 where it is presented ma generic protessional growth context.

There is a logic in the utilization of a research-based professional develop-
ment model for use over an executive career span, suitably modified as a curric-
ulum framework tor preparation programs. A clear advantage ot this is that it
encourages 1 closer articulation of the work of the profession with that of the
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university. Lack of this feature in many programs has been previously alluded to
in this chapter and it is a constant source of dissatisfaction with administrator
preparation programs as they are currently structured.

During the first two semesters, every effort is made to ensure that theoretical
knowledge is combined with ‘real world’ experiences. In the following two
semesters, fellows move from theoretical to practical settings where they gain
field-based experiences of several different types. Activities planned for each fellow
are tailored to specific areas of need identified through the assessment process and
requiring further attention.

Program content is drawn from a variety of disciplines in the liberal arts and
social sciences, including their applied forms. Only infrequently are doctoral stu-
dents in education exposed to the theory, concepts and empirical bases of the
various disciplines subsumed under these headings. In the complex world of the
superintendency, the intelligent use of knowledge drawn upon eclectically trom a
range of disciplines and applied to school and school community problems is of
fundamental importance to the execution of effective leadership. While universities
are especially suited to induct students to the coded forms of knowledge embodied
in the disciplines, they are less able on their own to provide opportunities for the
application of research findings to the solution of school problems. or to make
adequate provision for supervised clinical practice in field settings.

Internship placements are an important aspect of the experiential learning
opportunities provided by the Program. While enrolled as a CSP fellow, an
individual may spend one-two vears as an intern in the Texas Education Agency,
Texas Association of School Administrators, or in a number of Independent School
District central offices or Education Service Centers. concurrent with their
attendance at formal classes. Presently fellows receive an annual salary of $25,500.

In addition to existing faculty, practitioner-scholars. identified as outstanding
superintendents in Texas, join with professors to conduct seminars and classes on
topics specitically related to their areas of expertise. A wealth of leaders from the
local. state and federal levels of government. along with chiet executive officers
from business and industry, regularly participate as guest lecturers on a variety of
subjects related to executive leadership. By this means, fellows are contronted
with a range of perspectives on a topic, issue or area of concern. This contrasts
with the perspectives oftered by a single academic, as is more generally the case
in traditional preparation programs. Additionally each fellow gains access to the
collective experience of four mentors each chosen from the fields of government,
industry. university and public education. At least one of the mentors is involved
in the initial diagnostic process described earlier in the chapter, thus providing
feedback and support to each fellow from the onset of the program.

During the field experience and dissertation phases. mentors continue to play
a key role in the professional preparation and development of fellows via their
participation in Peer-Assisted Leadership (PAL). This strategy is modelled along
the lines of'the program developed for principals by the Far West Laboratory, The
PAL program pairs students with practicing superintendents. Partners learn how
to collect information about each other by shadowing and conducting reflective
interviews, thus PAL activities afford fellows the opportunity to become more
inteHigent about their own leadership behaviors and those of a4 peer. PAL partici-
pants attend six training sessions and also engage in follow-up activities between
training meetings.
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Vertical Team Problem Solving provides a further structured pathway for
guiding fellows into the world of practice. The function of the vertical problem-
solving team is to allow its members to plan and implement school improvement
projects. It is a collaborative group comprising members of a school district that
include the superintendent, central office administrator, a principal, a teacher, and
classified employee, and a school board member. Composition of the team ensures
that all levels of the school system are represented in discussions about school
problems.

Fellows and faculty members alike join vertical teams as tacilitators. In order
to undertake this role, they receive specialized training during the first year of
their full-time residency. During the second year of the CSP they are afforded
opportunities to practice facilitator role behavior in vertical teamn problem-solving
modes in ‘live’ situations. Engagement with vertical team problem-solving processes
by fellows and university staff provides opportunities for training, support and
assistance in the development and implementation of school improvement plans.
The use of this strategy also serves to close the theory-practice gap by enabling
students and statt, as facilitators, to develop. practice and refine interpersonal skills
in communication and conflict resolution that are necessary adjuncts to effective
leadership.

The Cooperative Superintendency Program is about to commence its twelfth
cycle of operation. An index of its success is the high quality of graduating
tellows, now in senior executive positions, who maintain contact with the insti-
tution and cach current cycle of fellows. Collectively they testify to the success of
the CSP publicly recognized by the American Association of School Administra-
tors (AASA). The program is kept constantly under review and modified each
cycle using the best available evaluation and research data. It is intended that this
will continue to make it responsive to changing educational circumstances and
professional requirements while going some way to meet the overarching needs
of a complex. dynamic and democratic society.
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The work ot the superintendency has changed considerably since the beginning of
this century. The early role of the superintendent was that of a single head of the
school system, whose primary function was to plan and manage technical opera-
tions. The current role is that of administrator who must deal with the complex
problems of the organization, at the same time meeting many diverse external
needs of the community and dealing with societal pressures, not least those requiring
the restructuring and reform of the education system per se. An increased press for
accourtability, competency testing, performance management and a plethora of
new mandates has placed increasing and new demands on the already hard pressed
executive.

Looking at the changing role requirements and new demands placed on the
shoulders of those who are to spearhead necessary restructuring and reform, one
point is clear. We cannot develop or evaluate the new leadership required for the
next century by applying criteria which were developed for a time and place that
no longer exists. Hand in hand with the challenge of rethinking the superintend-
ency leadership role is a problem noted by both researchers and practitioners over
the last decade that the time-honored practices for preparing and sclecting
individuals for these work roles in school systems is inadequate (Pitner, 1982;
National Commission on Excellence in Educational Administration, 1987).

This was both a theme taken up at great length in Chapter 8 and a focus for
the total reconceptualization and restructuring of administrator preparation,
describec by the Cooperative Superintendency Program at the University of
Texas at Austin, and also reported as a case study in that chapter.

In spite of ambiguities, contradictions and a general air of pessimism about
the seemingly poor performance of the public schools, one positive outcome from
our turbulent environment is that it presents a rare opportunity to be proactive.
AASA, wking advantage of this as a responsible professional organization, is
developing the enabling mechanisms to ensure that practicing school executives
who have completed university-based preparation, either recently or in the distunt
past. have the resources available to diagnose their individual strengths and
weaknesses and construct a personal profile of these. The executive would then
develop a growth plan, identify resources and activities to be used in the treatment
phase or growth period and self-monitor and validate the professional development
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process and its outcomes. By this means it becomes possible to refine school
executives' diagnosed skills and capabilities in a highly focussed manner. The
National Executive Development Center (Chapter 10) is the keystone of this
renewed leadership effort focussing on current and emergent needs of the profes-
sion and especially those of the field-based practitioner. A speech presented to the
American Association of School Administrators by Estes (1988) made explicit
some of the underlying assumptions attendant to the tormation of the NEDC and
its modus operandi as follows:

Our focus will be formative and developmental, procedures will be per-
sonalized based on the diagnosed needs of the individual, our efforts will
address a core of executives, not just the superintendent. That is, we will
recognize the importance of other members of the superintendents
administrative team and those ot equivalent status in central education
agencies, and, we will address leadership through a world view — that
is. we will look at a wide range of leadership skills, competencies, practices
and underlying foundations. We include here, for example, the generally
accepted dimensions of instructional leadership, general administration
and suggest that leadership must be intormed by the liberal arts. (Estes.
1948, p. 3)

The specific form adopted by the NEDC, which is evolving around the
operations of a number of pilot sites, is the subject of the next chapter. In rhis
chapter the focus is on aspects of leadership including a summary of leadership
theories that seek to maintain the threads of continuity in the context ot change,
leadership behaviors and leadership training models. A major assumption is that
the skills of leadership can be taught and competencies acquired and/or developed.
Tichy and Devanna (1986) and Bennis and Nanus (1985) are advocates of the
notion that leaders are made not born. 1his view has also guided and informed
the work of the Meadows-tunded project team at the University of Texas at
Austin, the conceptual work of which is presented later in this chapter.

Distinctions Between Management and Leadership

Given the tendency in the literature to confuse the term management with
leadership, it is necessary to clarity some fundamental semantic and conceptual
ditficulties arising from the frequent interchange of the terms one with another.
Confusion surrounding this was raised imtially in Chapter 1. The problematic
nature of ‘management’ has been the subject of close study by scholars. practition-
ers and others seeking to categorize its components and understand its meaning
over a lengthy period of time. According to Drucker (1974), leadership is distinctly
an American word. He captures the essence of this in the following statement:

. .even within the American usage. management is not adequate as a
term, for institutions other than business do not speak of ianagement or
managers as a rule. Universities or government agencies have adminis-
trators, as have hospitals. Armed services have commanders. Other
institutions speak of executives and so on. Yet all these institutions have
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in common the management function, the management task, and the
management work. All of them require management and in all of them
management is effective, the active organ. (p. 5)

Reaching into antiquity, management has been the sine qua non of all organiza-
tions, public or private (Cribben, 1972). The pyramids stand today in mute
testimony to the managerial acumen of the ancient Egyptians, while Socrates
discussed the subject of management with his students in the following terms:

Do not, therefore . . . despise men skillful in managing a household: for
the conduct of private affairs differs from that of public concerns only in
magnitude; in other respects they are similar; but what is most to be
observed, is, that neither of them are managed without men: and that
private matters are not managed by one species of man, and public matters
by another; tor those who conduct public business make use of men not
at all ditfering trom those whom the managers of either private or public
affairs use judiciously, while those who do not know, will err in the
management of both. (George, 1972, p. 17)

A contemporary definition of management circumscribes it as *. . . composed
of those activities concerned with procuring, coordinating and deploying material
and the personnel needed to accomplish the goals of the organization (Ubben and
Hughes, 1987, p. 6). In more specific school-focussed terms Sergiovanni (1987)
asserts that it involves the allocation of financial and other resources: the planning
and implementing of organizational features: and the provision of actions,
arrangements and activities needed tor the school to reach 1ts goals. Bennis and
Nanus (1985) aptly make the distinction between managers and leaders in the
tfollowing terms:

To nuanage means to bring about, to accomphsh, to have charge of or
responsibility tor, to conduct. Leading is influencing. guiding in direction,
course, action, vpinion. ‘The distinction 1s crucial. Managers are people
who do things right and leaders are people who do the right thing.
(p. 2h

Leadership, according to Guthrie and Reed (1986), is considered to be a quality
that enables an individual within a given setting to motivate and inspire others to
adopt, achieve and maintain organizational and individual goals, while Sergiovanni
(1987) considers that it entails defining the mission and purpose of the school,
identifying and setting goals, marshaling and directing human resources, solving
problems and making decisions creatively, and motivating staff. The National
Commission on Excellence in Education placed heavy emphasis on the need for
and role of leadership in eliciting community support for the proposed trans-
formation ot American schools:

Principals and superintendents must play a crucial leadership role in
developing school and community support for the reforms we propose,
and School Boards must provide them with the professional development
and other support to carry oot their leadership role effcctively. The
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Commission stresses the distinction between leadership skilis involving
persuading, setting goals and developing community consensus behind
them, and managerial and supervisory skills. (National Commission on
Excellence in Education, 1987, p. 78)

The 1980s has placed a premium on leadership skills that go well beyond
management to encompass transformational leadership behaviors. In so doing
new challenges for the superintendency that are instrumental to the much needed
deep seated reform of our schools and school systems have been presented. A
visionary and futures orientation is a crucial element to be developed in the new
breed of school administrators and school system executives. Perhaps the most
widely accepted distinction between managers and leaders is that offered by Burns
{1978), where the former are regarded as transactors and the latter as transformers.
Whereas the manager negotiates fair exchanges or transactions with employees.
providing rewards or punishment in exchange for their effort, leaders transtorm
the organization in accordance with a vision of where it should be heading.

Transformational leaders, then. are pcople who exhibit leadership skills be-
yond those of managing the system in order to move the system toward achieving
its next stage of evolution. They help others share in their vision of where the
systemn should be heading to such an extent that it becomes th fused purpose of
the organization. In communicating this vision, both formal and informal channels
are used to provide up-to-date information on the status of the organization for
sharing, and for further use by participants.

To accomplish a mission based on a shared vision requires the conceptualization
ot a desired alternative future. engaging in risk-taking behaviors to facilitate and
give effect to change in the desired direction(s). empowerire others in this process
and communicating the vision to every level in the organization. Thus the idea
that one can use others in shared decision-making. and that their empowermient
to be effective in this area produces results. has opened up a new range of possi-
bilities for superintendents quick to see and utilize the possibilities this creates.

In this regard Hoyle (1989b) asserts that .. . *Administrators who cannot
project themselves into the future can only respond to the immediacy of the
present and cannot imagine an array of possible futures’ (p. 252). He goes on to
list the skills required by administrators for the twenty-first century as:

* the ability to view the big picture of the future:

* the ability to cope with stress created by personal, societal, and techno-
logical change;
the ability to select, maintain, and provide growth for professional statt
and support personnel:
the ability to manage information systems;
the ability to be humane and create humanistic environments:
the ability to relate and communicate with leaders in other agencies.

It is not enough, however, just to have a vision for the future: you have to
OWI it too. you have to believe in it and you have to live it. Not only do great
school leaders have great vision, not only are they committed to it; they also have
a concern for, and a skill in creating a climate in which instructional and school
mmprovement can tike phice. This ability to create a chimate where there v openness
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and trust is critical to success. As mentioned in Chapter 2, Sclafani (1987) surveyed
1000 superintendents around the country and separated the 100 most exceptional
from the others. The single difference on 144 items that distinguished the effective
superintendents from the others was their concern for climate.

At a personal level the transformational leader is concerned about individuals,
committed to the ongoing development of all players in the organization and,
thereby, to move each individual to realize his/her full potential. In spite of un-
certainties in the larger environment. the leader demonstrates a positive attitude
toward overcoming difficulties and steadfastly exhibits a well-developed values
set that motivates him/her to be a strong advocate for excellence in education,
pursuing an education of high quality for all students within the school district.
The transformational leader is a self-directed learner who seeks continually to
further improve him/herself both personally and professionally.

In reality it is relatively rare for an individual to be characterized wholly as
either a transactional or a transformational leader. Most ate likely to exhibit elements
of both in varying degree over time. This assertion is supported by the research
of Buck (1989}, who showed that there were some leaders in her sample of super-
intendents who were considered to be *'movers and shakers’ and others who were
functioning quite well within the stam quo. Indepth interview data also showed
that those exhibiting, clear transformational leadership behaviors were not simply
content to superintend the status gquo in situations where the organization. board
of trustees and local community wanted things to remain fairly constant from year
to vear. When transtormational leaders cannot promote and implement change
throughout their district, they will trequently seek another position elsewhere at
their own request.

Leadership Forces Promoting Excellence in Education

Excellence in education is a pervasive concern that has served to place the nation’s
schools and school systems high on the public policy agenda. The phrase ‘in
search of excellence’ is now widely known via the title of the book by Peters and
Waterman. In Scarch of Lxcellence: Lessons from America’s Best Run Companies.

Gubernatorial elections have been heavily oriented to education platforms in
a number of states driven by a perceived dissatisfaction with existing conditions.
A renewed interest in quality and excellence in education has impacted a number
of early studies within the school effectiveness moyement resulting in their extension
and refinement. But what do we mean by excellence in education and how can it
he characterized?

A concise yet comprehensive notion has been propounded by the National
Commisston on [xcellence in Education from the points of view of the learners,
the school or college and society at large:

At the level of the individual fearner, it means performing at the boundary
of indisidual abthty i ways that test and push back personal limits,
school and in the workplace. I xcellence characterizes a school or college
that sets high expectations and goals for all lzarners, then tries in every
way possible to help students reach them. Excellence characterizes a
society that has adopted these pohicies. for it will then be prepared through
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the education and skill of its people to respond to the challenges of a
rapidiy changing world. (National Commission on Excellence in Edu-
cation, 1983, p. 16)

Excellence is clearly concerned with the achievement of outcomes at the
highest possible level and success m this ares is not necessarily referenced back to
any individual person. Today it is becoming commonplice to speak of ‘leadership
forces’ since leadership need not, and perhaps should not. be focussed on a single
individual — at least within school settings. Sergic vanni (1984), drawing on the
school effectiveness literature, has identified five leadership forces that can be
arranged m a hierarchy. Each of the forces *. . . can be thought of as the means
avatlable to adnunnstrators, supervisors and teachers to bring about or preserve
changes needed to improve schooling” (pp. 6 -12). They are:

Technical — derived from sound management techniques. Examples
include the capacity to plan. organize. coordinate and schedule to ensure
optimum effectiveness.

Human — derived from harnessing avalable social and interpersonal
resources. Examples include building and maintaining morale, encour-
aging growth and creativity, providing needed support and using parti-
cipatory apprcaches to decision-making,

Educational — derived from expert knowledge about matiers of education
and schooling. Examples include the capacity to diagnose problens,
counsel teachers, provide supervision and develop curriculum.

Symbolic — derived from focussing the attention of others on matters of
importance to the school. Examples include touring the school. visiting
classrooms, presiding at ceremonies, knowing students and providing a
unitied vision.

Cultural — derived from building a unigue school culture. Examnples
include the articulation of & unigue school mission, socializing new
members, telling stories and maintaining myths, and the rewarding of
those who reflect the culture.

The symbolic. rather than the behavioral, aspects of leadership are key factors
i the rescarch mdicating that leaders make litde difference to organizational
eftectiveness when paving too much attention to the instrumental and behavioral
aspects of leadership and not enough to s symbohe and cultural apects. A problem
ofidentifying lcadership m schools stems from the limited conception that schools
are naturally rigid and thus leadership comes to be viewed narrowly as being
concerned with “facts” as objectives, behavioral outcomes. and measurable ettec-
tveness. Schools in reality are rather adaptive and realize or infer their goals trom
the directionisy they take. The substantive nature of feadership. i effect theretore.
s much more concerned with the social meanings that are embedded in the
arganization’s culture. and the chief aspects of this sort of symbolic leadership
mclude the notion of "leadership selectivity”. According to Sergiovanni, this means
communieting pricnities by the attention the leader pays to ditterent things,
leadership conscionness, imvolving the leader's espousiiig and modeling of put-
poses. standards and beliefs, and leadership fidehty, involving the building of staf¥
lovalty to the orgamzation’s norins and aspirations.
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Following Katz (1974), technical and human leadership forces are important
for routine competence but insufficient to achieve excellence. Their absence results
in ineffectiveness. Educational leadership forces are essential for routine compet-
ence and are linked to, but are not sufficient for, excellence. Deficiencies in this
dimension also result in ineffectiveness. Symbolic and cultural leadership forces
are essential to excellence but their absence may not affect routine competence.

Leadership Theories

Research on leadership has been conducted systematically since the turn of the
century. Through the decades of trying to understand what makes a person a
leader several theories have emerged about leadership, each of which has implica-
tions for the development and training of leaders.

Trait Theory of Leadership — The first forty years of rescarch focussed on
leadership as a set of character traits. ‘The approach was one of identifying those
traits that were believed to be characteristic of good leaders and then selecting
leaders who had these traits. In essence, this exemplified the idea that leaders are
*born” not ‘made’. It lay beyond training and education, at least in the short term,
to develop the desired character traits and their potential in this area lay unrealized
for leadership development.

Leadership as Specific Behaviors — The trait theory of leadership was followed
by an opposing point of view within which behaviors associated with leadership
were isolated. Behaviors associated with leadership were considered to be reason-
ably consistent throughout most work environments and could in most cases, be
promoted and developed through traming.

Theory of Leadership Styles — A more sophisticated understanding of leader-
ship which evolved dealt with the concept of leadership style, focussing on the
interaction between the leader and the follower. A range of “styles” was identified
 this theory, based on such factors as consideration of followers, initiating struc-
tures and autocratic vs. democratic decision-making. Attempts were made
initially to identify and then initiate training that would produce an optimum
leadership style. Again, the contemporary view was that an optimum style would
be appropriate for all situations.

Situational Leadership — Following accumulated research findings, as prob-
lems with each of these theories became evident, a theory developed that was
more situattonal in nature. This theory holds that effective leadership varies from
situation to situation, and that what 13 viewed as eftfective leadership is contingent
upon the situation in which that leadership is effected. This theory has achieved
wide acceptability accounting as it does for greater complexity in explaining the
phenomenon than do earlier ones. Those who identify with this approach to
leadership have attempted to identify either the conditions under which certain
taits o1 capabilities are effective, or the kinds of behaviors that eftective leaders
would use under certam conditions. Lranung is focussed partially on skills and
partially on the identification of which type of leadership is called for under what
contingencies. Tt s this last theory that donunates current research on leadership
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and 1s the focus of much leadership development in both the private and public
SECLors,

Each of the theories listed above goes some way to helping us understand the
phenomenon which, in its totality, still remains as elusive as it ever was. Each
theory and approach to understanding leadership behaviors, however, presents
only a partial picture and a partial explanation of leadership phenomena., What is
common to each theory is that leadership is regarded as a subset of human action.
cncompassing the six views described above but, reaches beyond each of them. A
more comprehensive view of leadership is that it is more than the sum of its parts.
It embraces. tor example, a moral involvement which means that actors do what
they do because they believe it is the right thing to do. This idea, according to
Greenfield (1991). is central to understanding the challenge of leadership in schools.
It s in sympathy with Terry's view, when he asserts:

.. it is grounded in traits, yet the required skills are not exhausted by
traits. It is sensitive to shifting situations, yet it recognizes complexities
beyond situational theory’s reach. It is shaped by roles and position, vet
it is greater than any organizational hierarchy. It is activated by power,
yet challenges the primacy of power. It is driven by vision, yet is not
satisfied with just any direction. It is ethical, yet always tempered by an
awareness of existence. ambiguities and unforeseen consequences. There-
tore leadership is a kind of social ethical practice. (Terry, 1988,
p. 13

‘This aspect of the phenomenon is recognized and addressed in the first of the
six leadership domains initially described in Chapter 7. The six domains are tent-
ative in nature and the model advanced is open ended in order to allow for the
inclusion of other domains that may emerge at a later date. if further research and
conceptualization of the nature ot leadership should warrant it

The Supcrintendent as Instructional Leader

Given the literature on effective schools, it seems that a superintendent must also
sustain a greater involvement in the district’s instructional program (Wallace, 1987).
A voluminous literature exists concernimg the topic of instructional leadership,
that is leadership toward educational achievement as it applies to the role of the
principal. This perspective was initially taken up in Chapter | and we return to
It again here seeking to clarify its nature, scope and efficacy. ris-a-vis the role of
the superintendent at the district level.

Much of the research to date has focussed on the relationship between
principal’s behaviors and student achievement, while very little has investigated
the relationship between the superintendent and student achievement. Cuban (1985)
observes that research has neglected the superintendent’s role as instructional leader
noting *. ., the broader perspective of district administrators 1s otten missing from
the rescarchers analyses of effective schools’ (p. 132). According to Bridges (1932),
‘Irrespective of the variables adopted in studying the impact of the administrator,
there is a pronounced tendency to study the impact of the clementary school
principal and to negled e nnpact of the superintendent’ (p. 22).
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From a normative perspective. Schlechty and Joslin (1986) maintam that “the
superintendent is or should be the chiet' teacher in the school system — the person
who defines problems and inspires bthers to solve them. Leadership. then. is more
important than managerial skill though managerial skill is not to be discounted’
{p. 159). If this view is accepted then the outcomes of schooling are unequivocally
the bottom line responsibility of the chiet executive ofticer.

Cuban (1988) states that the leaders of today are symbolic leaders whose
instructional role is broadened through the shaping of the district’s mission, estab-
lishing a district climate that signals a seriousness of purpose, and designing rituals
and structures that infuse life into both the mission and the climate through the
exercise of good communication skills. [{e adds that in the 1980s the instructional
role of superintendents emerged cast in terms of what superintendents should do.
In other words, a newer and somewhat broader role emerged tor the superintendent
where ‘. . . intentions and strategies become lesson plans and units of curriculum
invented to achieve desired ends . . ." (p. 254). Thus a superintendent from this
pomt of view can be regarded as a teacher both in and out of the classroom
guiding statt and community to new undenstandings and strategies for improve-
ment and renewal.

At a practical fevel, in the past tew years, there has been an expenditure of
a lot of effort on the part of professional associations. practicing superintendents,
and professors of educational administration to identify and delineate the com-
petencies and skills that are needed m order to be an etfective superintendent (see
Appendix for example). Much of the work done in this area has involved iden-
tifving competencies and skills based on the perceptions of superintendents
themselves and includes the views of significant others. As these have been dentified
and contirmed, further research suggests that mter alia the skills of instructional
leadership required ot superintendents should be validated against their role in
promoting schiool effectiveness.

Muiler 11989) undertook to investigate the relationship ot specitied super-
intendent instructional leadership competencies and elementary principal etfective
istructional leadership behaviors to school eftectiveness, He concluded, Tike
Peterson ot wl. (1987), that superintendents of effective school districts were highly
involved in the instructional and curricular affairs of the school district. In a
related study, the findings of Stott (1991) showed that the superintendents regarded
instructional issues as important to the well-being of a district. {tis also noteworthy
that the critical incidents most trequently described by superintendents, were those
in which they were actively engaged in instructional leadership. and which they
considered largely to have eventuated e successful outcomes.,

While public school superintendents are charged with instructional account-
ability, they have been historically unprepared to deal with past and contemporary
critical instructional problems. Herman (1989) conducted a study into the dynam-
16 of this with a view to identitying the personally and situationally impacted
competencies and skills accruing to the superintendent’s instructional leadership
role. She used a reputationally identitied sample of torty-eight Texas school
supermtendents who were interviewed n the field by a team of researchers. The
team emploved a cooperatively designed and field tested instrument structured to
capture the skills and strategies of the superintendents as they described critical
events drawn from their experiences.

From these data, responses that tell withmn the ambit ofan operational detimiton
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Table 91 Personal vanabies related to the Effective Schools Correlates

Correlate Personal Variable
Focus on Instruction Maintains Academic Focus
Focus on Evaluaton Focuses on Measurement and Evaluation
Instructional Leadersh.u Demonstrates Instructional Leaaership
High Expectations Comniuticates High Expectatons
Cumate Provides Cimate

to be instructionally related were selected for systematic analysis of instructional

behaviors. Five hundred and eight behaviors derived from the data were sorted by

g means of content analysis into twenty-four instructional competencies and five

T instructional shili areas were derived. Attitudinal behaviors described by the

) superintendents were sorted into five categories of personal variables each imping-

ing on instructional competencies and skills, while analysis of the contexts of

instructionally related questions were resolved to form ten situational variables RRDE
which also impact on the previously identified competencies and skills. ’

'he Eftective Schoals Correlates appeared as a strand throughout the inter-
views and analysis ot data and their terminology is reflected in tlerman’s findings.

She reported that one of the most striking deris atives of the instructional leadership
categories was the strong alignment with the correlates that occurred during the ,
construction of the personal variables. This feature is cummarized in Table 9.1.

From Herman’s data, and reintorced by Wallace (1985), the profile of a skilled :
T and actively involved dynamic leader emerged. whose instructional acumen and
sense of the technical core function is a clear departure from the typical role that
is described in the literature. Going beyond the identified competencies. skills.
personal and situational variables, there was also a sense of effectiveness and
selt-efticacy in acting out the role.

While the maodel of the superintendent as an instructional leader is rather
uncommon in the recent literature, the findings of Herman are not without historical
precedent. This is captured by Cuban’s (1988) expansion of his tridimensional role
madel of the superintendent as a managerial. political and instructional leader. In
this regard he observed that the instructional role of the superintendent has once
again re-emerged as a central ssue concerning what superintendents should do,
and guidance for this has become clearer i an emerging body ot coherent research
concerning ‘eftective schools’.

Parallehng etforts to increase the mstructional role tor both teachers and
principals, the focus has also expanded to include the district superintendent in
which Cuban observes that, *Setting goals. establishing standards, selecting and .
supervising staft, insuring constancy in curricula and teaching approaches have R
become benchimarks of mstructonally active supermtendents’ (1988, p. 136)

Learning for Leadership
The Contomporary Scene
In the Qux of educational change, much is gome on in the public schools concermny

both -service tranmng and the advanced preparation of indis iduals tor leadership
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positions and leadership roles. Harris er al. (1992) note that as pressures continue
to mount for reforms and the restructuring of our schools, leadership behavior
comes under close scrutiny even more than the practices of teachers. See also
Giroux. 1992, for a critical theory perspective on this.

The pre-scrvice preparation of leadership personnel continues to be a crucial
aspect of leadership training within the broader context of educational reform and
with the spotlight clearly focussed on school and school system administrators.
‘This has brought to light a number of problem areas currently being addressed in
which local school districts, professional associations and private interest groups
have all engaged in improving education through leadership training.

The graduate preparation of leadership personnel has been, and still tends to
be, somewhat mistakenly regarded as the unique responsibility of university
degree programs. It has not proved possible though for such programs to fully
serve the leadership training needs of elementary and secondary education in certain
respects. Even the finest pre-service programs for administrators and supervisors
are widely acknowledged to be preparatory at best. and. as is evident in other
parts of this book, criticisms by practitioners are commonly reported of many
existing approaches to graduate preparation. There does appear to be a wide and
growing agreement emerging under the influence of the University Council for
Educational Administration (UCEA), several professional associations, and the
Nuattonal Policy Board for Educationd Admimstration (NPBEA) that graduate
preparation must be up-graded and collaborative relationships improved upon.

As has frequently been mentioned in the earlier chapters of this book, many
graduate programs are primarily degree oriented, staffed by small faculty groups.
and poorly funded. Selective admissions criteria tend to be low and related to
academic crtteria to the exclusion of other professionally relevant concerns.
Part-time study programs allow few opportunities for field study and intern ex-
periences (but see Chapter 8). These defects in graduate preparation in most
universities and colleges have long been recognized. As Murphv (1991) observes,
‘... the retorm movement has, in many ways, provided the momentum needed
tor a reexamination of the structures, content and processes conumon to the
sGoooling of administrators” (p. 30), providing the impetus for most graduate
preparation programs to be dramatically restructured: not in this case to prepare
transactional “coping’ administrators, but to provide an entirely new breed who
can lead the nation’s schools into a tuture conceived out ot a shared vision.

Professional associations are increasing their involvement n leadership training.
A wide variety of different kinds of training activities are being made available to
members and non-members on a fee paying basis. Much of this activity appears
in well recognized and traditional forms, such as conference speakers, the provi-
sion of short courses, workshops and seminars. While these types of training
activities have their limitations in promoting all round professional competency
development, they do provide the vehicles for generating an awareness of new
concepts, new information technology, emerging 1ssues, and practices, Perhaps
their greatest value is in creating a mindset in the practitioner r more sustained
and meanmgful training, building on itial conscrousness rar g activities, 1 his
is not to devalue the intrinsic nature ot the sorts of activities mentioned above
which, an other occasions, night also be usefully employed as resources for more
sequentialiy structured and longer term programs of leadership training,

LEAD Center grants, to assist in establishing training organizations addressing

142 .
157




Q

ERIC

Leadership for Learning — Learning for Leadership

the in-service training needs of administrators and supervisors, were provided out
of tederal funds in the late 19805, Some ot these centers became associated with
universities while others were organized in line with professional associations or
state departments ot education,

The National Academy of School Executives (NASE), subsumed under the
American Association of School Administrators, has made regular provision for
numerous and wide ranging workshops and seminars to meet the needs and
interests of school superintendents. While these training activities tend to be brief
and discontinuous, they do offer an extensive variety of topics of current interest
that collectively raise professional awareness, A similar program of workshops is
also available under the direction of the Association for Supervision and Curric-
ulum Development (ASCD). and referred to as the National Curriculum Study
Institutes (NCSI). These provide for the current interests of school principals and
supervisors, rather than the explicit concerns of superintendents.

The production of’ materials specitically for use in leadership training has
become a booming industry tor private vendors, as well as becoming an area of
endeavor for various professional associations. The publication of tapes, study
guides, video-cassettes, and computer software now serve to augment the traditional
publications of some protessional associations, and hence have the potential to
be used selectively in training programs. As a result of burgeoning growth in
both the number and variety of multi-media learning materials, their increasing
avatlability through media centers and professional collections in large districts,
association headquarters and college libraries, there now exists a bank of artifacts
holding a vast potential for contributing to more innovatory approaches to leader-
ship training.

It is virtually impossible to gain a completely clear and accurate view of the
current scene 1 leadership training in all its aspects and nuances. However, to the
informed and persistent observer, the impression to be gained is the availability of
plentitul, if not massive, quantities of both material and human resources, numerous
organizations and a range of media. These appear to have an almost casual and
maidental engagement with a receptive corps of educational leaders as they are
utiized at present. The problems of providing a better ahgnment of resources
with the needs and aspirations of executives are both strategic and logistical in
nature.

Busic Model Types foo Leadership Training

On-the-job Teadership training continues to sutter from a sery hmited use off
the most promising of practices. The obstacles facing busy administrators and
supersisors are not dissmular to those faced by teachers. Demanding jobs, char-
acterized by fast pace, leave neither time nor energy for extensive professional
development activities. Peterson (1984) analyzed problems associated with the use
ot an expericntial learning model applied to the work of school principals. He
showed that “task bresuty™. a non-sequential variety ot demands on time. and
fragmentation of the work flow are such that there is little opportunity tor reflec-
tion. analysis. didlogue, or generahizing about one’s own practices. Fhese sorts of
work practices i schools can logically be transposed tosome degree to all feadersinp
personnel, and they may explain, i part. ther lmuted engagement with in-sers ice
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education evident in the professional lives of imost administrators. T'he realities of
the situation suggest the need for models that have a much greater power of
engagement for developing leadership under such ditticult work practices as those
referred to above.

Four basic model types, with a currency tor on-the-job training in different
contexts, are summarized in the next section of this chapter. While they are
described separately for the purpose of exposition, different variations and com-
hinations of two or more models are sometimes utilized in practice. The model
types are:

(i) independent study:

(i) diagnostic-prescriptive analysis;
(i) study groups; and

(iv)  mentoring/coaching/networking,.

Independent Study

F'his approach to the development of leadership competencies tends to be widely
used on an informal basis. Within this model, individuals elect to read. attend
professional meetings., and even try out an occasional new technique or procedure.
The more formal use of independent study involves the selection ot a goal or
objective and pursuing it via the more systematic allocation of time encompassed
by a planned program of readings and related activities designed to achieve intended
outcomes.

This type of on-the-job training draws its strengths trom its foci on the
personal needs of individuals, providing tor flexibility in the scheduling of the use
of time. and placing control of learning processes in the hands of those individuals
undertaking responsibility for their own ongoing professional development. The
model's robustness is due to its attention to personal needs, providing for the
Aexible use of time. and allowing the individual to retain control of the nature,
wubstance and pacing of his/her own learning. These strengths at the same time
provide somie serious limitations in undertaking this type of approach to executive
development, especially when utilized informally in the absence of carefully
structured action plans.

Diagnostic-Presenptive Models

These rely on some sort of informal testing or assessment program to provide
feedback to the executive regarding his/her strengths, weaknesses and suggestions
tor remediation. The use of diagnostic procedures can take many forms, ranging
from the elaborate assessment center operations (Chapter 7) of the NASSDP Assess-
ment Centers (Hersey. 1989) and the DECAS Executive Diagnostic Workshop
described in Chapter 6 and by Carter, Estes. Loredo, and Harris (1991, to the
simple self assessment inventories such as the Educational Adnunistrator Eftec-
tiveness PDrofile (AASA. 1984 and 19KR).

Irrespective of the mstrumentation or the process emploved. dgnostic analvsis
providmg feedback on strengths or weaknesses can be mtormatny e and motnvational

e
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to those undertaking it when sensitively and appropriately applied. Realistic pre-
scriptions, tollowing the preliminary diagnosis, tend not to be readily catered for
in practice. The strengths of these types of models lie in their tocussed diagnostic
power using pre-structured instrumentation and analytical processes as a precursor
to action planning. Their weakness lies in the fact that the “client’ is essentially
dependent on the assumptions, rationale, philosophy, and frames of those who
designed the diagnostic materials in the first place. Because of this, the intrinsic
motivation for initiating action tor growth and improvement tends to be rather
limited,

Study Group Models

I'he rather solitary teatures of the two model types described above are avoided
with the group study approach o protessional development in which group
activity can take many torms. Groups can abo vary in size. task. length of time
tor which they are constituted, kind ot leadership, activities employed and locale
(Harris, 1989). The inherent strengths 1o be found in study groups include turther
protessional socialization, the sharing of knowledge and experience, and the
muluplicity of activities which can be utilized because they are particularly amen-
able to group processes. While too much reliance tends to be placed on expository
methods such as Jecture and discussion modes, study groups make excellent
vehicles tor such things as quality circles, demonstrations, role-playing, buzz ses-
stons, bramstorming, simulations and laboratory traming activities. Cooperative
learnmy arrangements can also be wiilized. so that a group study can have a
uniquely powertul eftect on participants (Blake and Mouton, 1982).

The main weakness in this mode lies in the loss of a certain amount of
personal identity through being bound to the socul norms ot the group and some
attendant ambrguity over meetng explicitly defined indis idual needs. While groups
cant develop requisite knowledge. skills and attitudes, the transter of these to the
sociat realities of ndividuals working m speditic contests and undertaking particular
roles are not clearly provided tor.

Coadune: Mentormg Nonvorking Models

At present these are stulb somewhat ill-detined in practice, as well as i the relesant
Iiterature, Generallv these terms are used to circumseribe training arrangements m
which two or more individuals team up to observe. discuss. share and provide
support and assistance o cach other on some sort of g reciprocal basis. It is
noteworthy that peer coacheng has become popular in the last decade. This concept
embraces a maodified torm of clinical supervision as the last phase in a training
program sequence.

Ihe term mentoring is nowadavs used to reter to dvadic relationships between
protesstonals where direct observaton s not necessartly mvolved as it s, tor
mstance, m coachmy, Mentor relattonships are almost alw ass voluntar v.are ustally
but not necessarty peer-based, and the relatonship entered meo by the dvadic par
My or may not bea reaprocal one. The purposes and associated activitres of
mentoring are not very well reported but seem to cater tor a wide variety and
range of afternative mterpretanons
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Networking has much in common with both mentoring and coaching but
involves a wider array of participants. It may also involve the use of telephones
and assorted telecommunication devices over a range of distances. Mentoring, on
the other hand, relies heavily on face-to-face communication between individuals.

All of these approaches are subsumed under small scale group interaction
support models. Their eftectiveness in promoting and facilitating training outcomes
is probably most likely to occur in the area of effecting transfer to on-the-job
situations, although these effects are not yet clearly understood. Given the relative
weaknesses of most models in effecting transfer of training to field situations it
seems that coaching, mentoring and networking are at least as deserving as any
other of the models, in the design and formulation of training prograns.

What is now clear to the professor and the practising superintendent is that
if administrative positions are redesigned in terms of their work agendas, func-
tions and performance standards, then preparation and retooling of school man-
agers and future leaders should change and change quite dramatically. Initial learning
and continuous learning of a recurrent nature is now an integral part of the role
requirements for excellence in the superintendency. Schema for achieving the
necessary changes are developed in the sections that follow.

A Contingons Professional Development System
) p Y

In an effort to design a prototype operating model for executive training, the
Meadows Project Team at the University of Texas has been engaged in trialing
various combinations of all the models mentioned in the preceding section. These
have been synthesized into a flexible open system that seeks to capitalize on the
strengths of all the model types while minimizing their weaknesses. Under the
guidance of AASA’s National Executive Development Center Advisory Commit-
tee such a system is currently being tested with some encouraging signs. Figure
9.1 delineates the major components of the system as well as indicating a logical
flow of events.

Performance descriptors, volunteer leaders. and protessional commitients
from individuals and organizations are all necessary prerequisites for the system’s
functioning. The LEAD Resource Bank is designated in this figure as one concrete
example of an extant organization that can supply training materials and other
resources to individuals and groups.

In Figure 9.1, the large rectangle in bold borders represents an operating
svstem. Four sub-systems are shown with arrows indicating a sequence of events
for any given partiaipant leader. Diagnostic assessment is followed by planning
for improvement. The sub-system labelled "Expertential Delivery System’ rep-
resents any of a variety of training programs, utilizing the models described above.
The last of the four sub-systems in the operating svstem is labellea "Outcome
Review'. This component provides for either forinal or informal review of training
experiences related to plans for improvement as a basis for making decisions for
another cycle of diagnostic assessiment, preceding yet turther professional devel-
opment of an ongoing nature. This notion 1s central to the contmuous nature of
this professional development system.

Conventionally, any identified need tor an individual or groap tends 1o be
responded toin an ad hec fashion. using anv of the model tvpes deseribed i the
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previous section. In the system currently being tested and described here. the
diagnostic assessment sub-system is designed to be responsive to a broad array of
potential needs. Under operational conditions the experiential delivery subsystem
must similarly respond. with the individual improvement plan providing the
necessary linkage between diagnosis and training. In this regard the networking-
mentoring-coaching sub-system (figure 9.1) represents an organized etfort to relate
associated processes to the operating system in order to facilitate improvement
planning, training experiences. and outcome reviews. By these means the system
is able 1o keep the control of action planning and prioritization in the hands of
individual executives.

The learning approaches tust described in Chapter 8 provided more concrete
examiples of the visualization of generic learning models outlined in the previous
section of this chapter. The apphcation of state-of-the-art technology to specific
Jearning opportunities that can be related to executives’ preferred learning styles
is a basic requirement for maximizing accessibility to practitioners in the field
regardless of their context and location,

Leadenhip Conceptualization for the NLEDC

I the concluding part of this chapter we return (o the leadership domains introduced
in Chapter 7 and relate these to a particular conception of leadership developed out
of the collaborative research, development and training activities ot the American
Association of School Administrators and a pilot site at the University of Texas
at Austin. The relationship ot leadership conceprualization to learning tor leadership
1s the basis tor the Diagnostic Executive Competency Assessment System, DECAS.
comprehensively described and reterenced in earlier chapters. The assumption is
clearly that leadership preparation and development is based on a diagnosis of
strengths and weaknesses leading to continuous, cyclic, ongoing and self-energized
development of leadership competencies over the course of an executive’s career
span. These take place vathin the substantive base of leadership domains, currently
believed to be six in number. but with provision tor others to be added at a later
date it warranted.

The call tor a reconceptualization of leadership with consideraton of culture.
contlict, structure, and uncertainty is timely. An emphdasis on leadership as it
attects teaching and learnmg echoes a basic mission of the assocuation caprured by
the AASA ‘Leadership for Learning’ programs. The call for exammation of the
relational aspects ot leadership with emiphasis on the perceptions and sense making
structures emploved in followership suggest a fruittul avenue tor improving the
pracuce and apphcation of leadership,

Exammaton of the relational nature ot leadership implies the need to envisage
school leadership within a broad conceptual framework that takes into account the
interrelatedness of district and site leadership forces. lssues concerning the co-
ordmation and control of principal behaviors by district leadership have been
identitied by Peterson (1984) and Murphy and Hallinger (19863 and also treated
sontew hat speculanvely in the first chapter of this book,

I'wo developmental thrusts have occurred in the conceptualization ot an
aperanonal view of feadership adopted by AASAL ‘The first bulds on scholarly
descripvions and operationad patterns of feadership drawn trom the deaplines o
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psychology. political science, socivlogy, philosophy, management science and

education with which to construct a framework for school leadership. This has

been on the premise that far more is known about conceptualizing leadership than

is being used to inform the art and craft of school leadership. Thus through

scholarly reflection and synthesis, scholar-practitioner dialog, and descriptive

research of superordinate and subordinate perceptions of effective school leader- v

ship, six domains have been used to provide a conceptual framework of school ‘

leadership comprising liberal education, instrustional leadership, interpersonal rela-

tons, general administration, personal capabilities and multcultural perspectives,

Liberal education is regarded as the basis for recognizing the relation of the

cultural context to leadership in which the latter is embedded. Instructional leader-

ship is viewed as a basis for idenutying the relations between a technical core of

\ expertise to school leadership. Interpersonal relationships are reguarded as funda-

’ mental to identifying certain huran interactions as a function of leadership. General

administration 15 seen as a basis for identifying the relation of indiyidual traits,

- capabihuies and charactersstics to leadership. Finally, the domain of multicultural

s perspectives has been added in recognition of the fact that leadership is exercised

within and in behalf of an ethnically complex and rich society requiring

cross-cultural insights, skills and sensitivities, vithout which 4 conceptualization

of leadership would at best be only partial and necessarily incomplete, In the final

chapter of this book responsibility for operationalizing and giving formn to each of
these is reviewed.

While it is a widely shared belief that leadership makes a difference in the
operation of schools, there has been, until recently, little convincing and compelling
research o lend credence to this asumption. Puner and Ogawa (1981) have
suggested that the educational system at both policy and operational levels tends
to function on the plausible belief that superintendents do in fact affect school

district pertormance. Further, Pitner and Ogawa note that superintendents attribute
— this responsibility to themselves for improving instructional outcomes as 2 function
of their leadership.

In building the knowledge base 1o understand wi at vuistanding executives
actually do in their work, as compared with those who are less effective, 1t has
been possible to reconceptualize the intrinsically esoteric and elusive nature of
leadership so that it becomes mare mstrumental in princip'ed ways tor the pur-
poses of improving praciice m the field, and for preparing our tuture school
systemn leaders. This has been both a recurrent theme and a guiding principle tor
the work undertaken and reported 1in this book.
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Chapter 10

The Future: Mapping the Multisite
Executive Development Center

. Darid S.G. Carter and Thomas E. Glass

in concluding this book on the American superintendency, we have been through
weveral iterations to work to the best approximation we could mn order to *capture’
our work as 1t has evobved. Given that the R&D work at the Umiversity of Texas
at Austin is now but one part of the work being conducted by a network of six

pilot sites — the prototype of the National Executive Development Center — the BRI
perspective presented in this solume forms only a partial picture of the overall .
destgn tor the future of 2 national center. .

We felt it necessary. theretore. to add an epilogue to bring a Janus perspective
to bear on the rescarch and its products that we've achieved to date, and to
deseribe how this is likely to be developed in the immediate tutare. in a coordinated
way. to realize the NEDC deal. This chapter, therefore, presents our current
conceptions of the emergent plan and strategies for a network of pilot sites. In so
doing. our vrientation at this point becomes prospective in nature, recognizing
that when mnovating on a large scale, things may adapt to changing and changed
circumstances and situations, The projections described in this chapter are those
existing at the tine of going to picss,

Background and Rationale for an Exccutive
. Development Center

It is now abundantly evident, and has been so for a number of vears and s a
recarrent theme i this heokh, that the coiposiion, nature and socictal expecta- i
trons concerning educational retormy are 1n 2 great stage of Hux. Turbulence is a ' '
feature of the educational environment in which the superintendent has to conduct
the district's routine operations as well as envisage. plan and lead the community
toward a4 shared vision of alternative tutures,

Out of an mtensive flurey of research and professional activity over the last
11V e Y ears OF s some gatns are beginning to emerge (Murphy and Halliger, 1989,
Miskel, 1990}, The exponential rate of change becomes apparent not only in S
tedhnofogical advance but abso e the rate at s hidh soacty ostang to meet ity

historieal but lareely unrealized goal of providing equal educational opportumts X
tor all, The new mdustial age o which mormation s o maor commodity .
10
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The Fuure: Mapping the Multisite Exeacive Development Center

calls for a new kind of leadership. This does not mean that we have done poorly S
in the past, but it does mean that what we are doing now needs to be improved e
upon. In order to ettect this we must restructure the workplace and reshape roles.
- Education ultimately must be justifiable in its own right and on its own terms. but
; s new imperatives emerge. such as the economie drive for mcreased productivity
. innovaton. and international competitiveness, it becomes self-evident that an
’ appropriate response is required from all levels ot the educational system.

An examinaton of the implications of changing role requirements and
demands of superintendents reveals an important fact. We cannot develop or
evaluate the new leadership required for the next century by applying criteria .
which were developed for a time and place that no longer exists. Hand in hand .
with the challenge of rethmking the superintendency leadership role 15 a problem .
noted by both researchers and practitioners over the last decade, namely. that
. time-honored practices for preparing and selecting individuals tor existing work '
; roles in school systems are inadequate to meet current and projected societal needs
‘March. 1977: National Commission on Excellence in Educational Administration,
1983 Pitner and Ogawa, 1981). What is increasingly evident to both the protessor
and the practising superintendent is that. it we dramatically redesign administrative
positions in terms of their work agendas and role profiles. functions and per-
formance standards. then commensurate preparation and retooling of tuture schoul .
leaders will also have to change in line with this. e

An optuimistic view of human nature in our turbulent educational and B
sociopolitical environments prompts us to be proactive and exercise control over
future educational directions and outcomes. The American Assoctation of Schoaol
Administrators (AASA). as a responsible professional organization, is striving to
) deselop programs o ensure that practicing senior school executives have the
- necessary resources, human and material, and can take advantage of opportunities
’ with no or imnimal disruption to daily routmes to retool and retine their capa-
biliies. The strategy adopted by the AASA for achieving this is outlined in the
subsequent sections of this chapter., .

For a number of years AASA’S National Executive Development Center has R
been addressing leadership across o broad front through an array of leadership R
skilh. competencies, practices and underlymg foundations. In addition o mcluding
the traditional aspects ot instructional leadership and eeneral admmistration, a
plattorm s abho adepted that leadersiip must be guided and itormed by the C
liberab arts,

Members of the NEDC network have meorporated leadership within the
parameters of siy broad domams which are

*

General education
*  Instructional feadership

= Adinmistrative leadership

=« FHuman relanons ,
*  Personal capabihities

Multrcultural perspectises

*

NEDC s currenthy taced swath trsmy to detine these domams with sutticient v
chantv and spaatiots i crder that they smas conmbute tooan understand i o )
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Figure 101 Leadership Domains and Task Area
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and alse cude, personal leadership behavior tSee Bigare 1 b, Thas s behesed,
iy the startimg poiat tor designing an eftfective “self-energized” diaghostic system
that wdentifies and contirms executive strenggths while concurrently providing
duagnoses of areas where improsement s needed, and presenting constructine
teedback to the indsviduab g torm that empowers him or her to take appropriate
actiom for further sel~improsement. A set of procedures for achievmg this has
been developed and retined ar the Texas prlot ate and s desonibed e Chapters 6
and T oof this book .
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The Future: Mapping the Multisite Excauive Development Center
The Mission: System Development

Developing competent and creative senior executives to lead schools m the twenty-
first century demands a new system for facilitating their continuing professional
development, along a career path of indeterminate length. In seeking to achieve
this an evident peed has emerged for the development of an operating delivery
system for executive professional development both now and in the foreseeable
tuture. A National Executive Development Center netwaork can meet this goal,
and be available to and serve a dynamic pool of some 30,0000 sehool system
executives.

NEDC s Mission

To develop competent, creative school exceutives who will Tead schouls
mto the twenty-first century by evolving a system that can facilitate the
voluntary . continuous and personalized development of ettective educa-
nonal leaders.

The system otfers opportunities for diagnostic assessment and professional
development as well as being responsive to current and long-term needs. In
addition, the system envisaged would serve the gencral restructuring ot higher
education programs for educavonal executives and the upgrading of allied
, admmistrator preparation programs,

- The diagnosue and development process s unique 1 many ways because

i 1S
x individualized;
# transportable to many places,
- % Hexible in response to a wide array of needs and miterests;

* open-ended, assuring continuing opportunitics tor carcer-long improse-
ment: and
Q + research based with a tutures orientation.
N-

Basic Design Assumptions

- Listed below are some ot the basic characteristies of the contimuous protessional
. devclopment svstem bemng evolved, 1t is:

a developmental system rather than a summatinve, decrston-makig or
rewward ssatem that is being developed. The assumption is that development
1v the most effective approach o excellence in the leadership of our schools;

a futurc-oriented, visionary system rather than a remedial, st tic, nar-
rowly focused system thatis being developed. 1he assumption 1s that execut-
e leadership o wchools is extremely complex, changing, and not fully
understood. Henee, a developmental system must be change-oriented and
broadhy concenved:

) a personalized system that v boing dovdoped. The assumption s hat
N Aatibioral factors, personal stvles, and career staves are so numerons that the
153
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system must allow for personal choice in both diagnostic and improvement
processes. A single instrument, procedure or set of experiences will not suf-
fice to promote development of executives:

an executive corps. rather than the superintendent ot schools, that is the
focus of the system being developed. The assumption is that executive level
leadership is nearly always a shared responsibility, especially in its more
complex and eifective torms. Hence, the system is designed with g restricted
range of senior executive positions and leadership roles in mind. The super-
intendency team in local districts, executives in state and federal agencies,
intermediate unit officers, and others in educational mstitutions responsible
tor the executive functions represent the ‘target audience’™

leadership development, a diagnostic/teedback improsement process that
can be made systenane and be faalitated by an organized program of services,

Seltselection. diagnosis, and profiling ot teedback data are presumed to be
essential components of the system. Similarly, a professional development plan,
followed by self-mmprovement etforts and alternative traiming resources are
proximate goals for design considerations within this project. Finally, validation
of outcomes with provision for further cycles are specified in order to assure a
contmuous onguing pracess of professional growth and development,

The Strategy: A Consortium of Pilot Development Sites

Six pilot sites have been designated to act in concert as a consortium in order to
develop a system for diagnostic assessment and continuing professional develop-
ment of school executives, This intrastructure when tully evolved will encourage
the design, development, field testing and implementation process i order to
make it essentially a participators and collaborative as well as a2 developmental
ettort, Fach plot site is currently mdividuatly oriented to working toward an
integrated and comprehensive system ot statt desetopment accessibie to super-
intendents and other senior level school exceutives,

Lhe prior sites that have been seleced include:

Arizona State University

Associdtion of Calitornia School Adnunistrators/University of Pittsburgh
fowa State University

= New bBngland School Development Council

& Northern Bhnos Universitn/ University of - Alibanmua

The University of Texds at Austin

L 2

£

Materials and procedures are currently being field tested, with performance
deseriptors detated for each domam and validated against the relevant Inerature,
expert opinion and professional wisdom tHarris and Wan, 19911, Developmental
materials are both tentative and open ended. takmg cognizance of aliernative
tutures i these formative stages ot deselopment. The comprehensise system anns
tor dutegnose professional capabilities many of sivor possibly more de nans s the
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system matures, in order to provide individuals with continuing professional
development experiences, based on personalized and thoughttul action planming.
I he resources developed by pilot sites should augment those already widely avail-
able. Most importantly, the professional development program is designed to
access resources for upgrading and extending pertformance, utilizing information
technology and resources such as the National Academy of School Executives
(NASE) workshops, Texas Leadership in Educational Administration Develop-
ment (LFAD') Resource Bank, AASA’s annual conference and publications, and
extant college. business and government sources and programs.

The delivery svstem for continuous professional development utilizes
mentoring, coaching and networking strategies to assure practicality and indi-
vidualization of professional development etforts. Each pilot site will have primary
responsibility for developmental work within the linuts of a single domain (see
Figure 10.1).

AASA has overaght of coordimation, communication dissemination and
dittfusion activities concerned with planning and development of the NEDC, thus
ensuring that the needs and interests of the profession are addressed in a balanced
way across all domains. Overall management responsibility assures that dis-
semination and allied operauons are put in place man orderly, econonueal and
logical manner.

The Overarching Goals

he projects also being guided by a set of operational goals that apply to all pilot

sites. Figure 10.2 specifies nine goals organized under three phases of develop-
ment. Fach goal i related 1o one or more phases that are overlapping rather than
being rigidly sequenced.

Dyeagn and Develepment Goals

The design and development phase gives primary emphasts 1o goals 1. 2 ad 3.
Goals 4.5 and 6 are also mvolved i this phase 1o a Tesser extent.

Design and development activities are already underway i several pilot sites,
and substantially advanced in the Texas pilot supported initially by the Meadows
Foundation and TLAD Project funding.

Tesrng amd Fraluation

Materials, instruments, procedures and operating sub-systems are being rigor-
ously tested, and further evaluated for vahidity, utlity, practicality and outcome
citectis)., Goals 5 and 6 guide attention explicitly to testing for validity and reh-
abihity generally and tield testing in particular. Teams at cach pilot site place a
speaial emphiasis on field tesung morder to assure system utihity and practicality,
Valdation and fickl testig necessarity require the contemplation of goals 2 and 3.
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Figure 102. Overarching goals for NEDC system development

Design and development

I Build and maintain a consortium of piot sites for collaborative development of a
system for the continuing improvement of school executives in America
2 Develop performance critenia and related descriptors for each doman
3 Develop and adapt instruments, matenals, and processes for use in eacti component
of a comprehensive system for executive development
4 Organize and make avaiabie tramng materals and resources. proviaing for retrieval
technoiogy and continuous updating and review
Fieid test and evaluation
5 Design anad operate a comprehens:ve de'very system ‘or “eq testng ard eva watng
of potn processes anu products
6 Test the applicabihty of NEDC materals and processes for mproving administrator
preparaton programs
Implementation and dissemination

7 Develop mechanisms for monitoring, cnord:nat ng ang drectng executive deve'op
ment programs

8 Develop plans and matenals for :dentifying and training personnel to implement con-
tiNuUoOLS executve development programs

9 Disseminate ana market a natonwide program to reach 50.000 executives

Implementation amd Dissemination

Developing mechanisms for monitoring and directing the NEDC Continuous
Protessional Development Program when in operation involve training person-
nel. developing dissemination strategies, and utilizing marketing techniques. Goals
7.8 and 9 tocus attention on the main teatures of the development ettorts aimed
at reaching the target group of executives. AASA is regarded as the agency
responstble tor overseeing this phase of the project in toto. A special sttt group
will eventually implement and disseminate strategies, processes and products

probably under the direction of the NE1DC Advisory Committee and the Executinve
Director.,

Pilot Site Plans

Domain | — General ducation -—— New England S hoel
Development Coundl

he New England site plan
Lhe New Fogland School Development Counctl (NESDECY 1 capitalizing on its
prior work 1n the area of school executive assessment/development as well as the
academic richness of the region to undertiake the Jead role in the general «lucation
domain. NESDEC plans to parallel the prior efforts m the corporate sector of
providing & huthanistic dimenston to the continuous development of top executives,
NESDEC. throughout sty nedrly fortv-five vears as a school study counal.
has been known tor s role in development and delivers . Highly regarded
by supermtendents in the regron, st hists eetines of the executives of state
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superintendent assocuations in New England as well as mieetings of professors of
educational administration from throughout the region. The proposed activities,
however, will extend far bevond New Fngland. Linkage with other pilot sites,
nstitutions of higher education outside New England and major corporate train-
ing centers throughout the country will be important to this effort.

Site focus

The complexities of managing even relatively smadl school districts have resulted
i almost tw o decades of attention bemg paid to knowing the law, building budgets.,
long and short range planning techmques, human relations skills, managing change,
organizing work. All of these components are tmportant tor the success of the
educational enterprise, and they consume the time and energies of most school
executives.

It, howeser, superintendents ot schools are to fulfil therr role of interpreting
the purposes and processes of education to the public domain and be eloquent
spokespersons for the schools of America, their technical skills must be informed
by an understanding ot the political. cconomic. social and ideological changes
which are influencing education today and will contimue to an even greater degree
i the future. To maintain congruity with antcpated changes in professional
Anowledge and shills, the focus of the project teamn is on the humanities. logic and
ethics. the social/behavioral sciences, the physical saences and the relatively new
world of information science.

General education is comprehensive and contrasts with the narrow tocus of
most existing preparation programs concerned with school administration. The
former is more concerned with the shills of inquiring, hypothesizing. problem
solving and valuing than with detailing specific and prescribed factual content.
Thisis not to devalue the protessional knowledge base, but rather to highlight the
often ignored process as well as substantne dimensions of knowledge. 1t is the
latter which is often embodied in the narrower view of conventional executive
preparaton, aticulated above. From an epistemological point ot view, the sub-
stantive knowledge to be acquired has wended 1o be selected for 1ts potenual to
provide msights and cultural understanding and to directly assist administrators
dealing with current realivies and tuture problems. ke most things in education
the selection of knowledge in achieving aims is intensely problematic in complex
areas of endeavor and <hould not be taken for granted.,

Domarn 2 — Dtractional Leadonup

The Texas sute plan

The University of Texas at Austun has been engagred m preliminary design. desel-
spmentand wesnng activitios tdated to the NLDC projedt, under a grant from the
Meadows Foundation. These prelimumary efforts have subsequently provided the
underpinnings for a substannal portion of the comprehensive plan foran executine
deselopment system, presented here,

The Department i Fducational Admmistraton, the Texas Association of
School Admimstrators aind the Texas TEAD Center have collaborated w pre-
Inimary ettorts 1o detine »xecutive performance, wdentity research and traming
prowranis and explore assessment alternatives. Imally under the umbrella of the
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Meadows Foundation, the project team took responsibility for conducting a series
of'studies to isolate and analyze the performance characteristics of school executives.
This enabled the domains which seemed to best capture executive leadership
performance to be identified in the first instance. The Texas site then began an
intensive eftort directed toward explicating the Instructional Leadership domain in
detail.

Design and development work undertaken Ly ihe project team includes
designing a diagnostic assessmient process. deseloping a prelimmary set of instru-
ments, and testing the diagnosuc process m a workshop format. Computer-based
data processing techniques and simulation materials have <'milarly been developed
and tested. ‘1 he Texas site, operating with the support of the Meadows Foundation
and the University of Texas at Austin, is extending field testing and instrumens
development activities, concurrent with design and testing of a state-wide delivery
system,

Site focus

The AASA/NEDC concept of a system tor the continuous professional develop-
ment of school executives guides current and projected initiatives at the Texas
pilot site. Accomplishiments of the project team to date include the identification
offeadership domains and testing a task analysis approach tor defining pertormance
criteria. A set of mstruments has also been developed and tested for use n g
diagnostic process.

Protessional development planning materials and procedures are being tested,
including the development of plans for a computer-based storage and retrieval
system tor the identification and recovery of appropriate training materials. ‘The
next steps involve extending the system to include the design ot a delivery system
that will provide a variety of experiential alternatives to executives secking to
improve their current perfarmance.

The Texas project team is seeking to have a truly comprehensive system in
operdation to permit the early testing of outcomes. determine cost/benetit ratios,
and offer guidance to the other pilot sites. Much development work will be done
at other sites for utilization at the Texas site in subsequent years. Notwithstanding
the toregoing. a comprehensive system can be tested in the absence of other work
across the pilot sites. utilizing a limited set of performance criteria, a fully devel-
oped diagnostic process and a number of delivery components (products and
processest to facilitate professional devcelopment of exccutises.

Domaim 3 — Administrative Leadership

lowa Srate Umiveraty <ite plan

As a member of a consortium ot unsersities and agenaies invelved e des clop-
ment acttvities for the National Executive Development Center of the American
Assocration ot School Administrators, fowa State University's College of Educa-
tron has assumed responsibility far the Administrative Leadership Domain, Prior
to bemy selected as a pilot site, protessors at 1SU'S College ot Fducaoon have
done a great deal of developmental work in the arcas of: (1) emiplovee performance
evalvaton, o chnatercaliure: and ons strateic operational planming. Not onlhy
are further efforts bemyg made to destgn, desefop, test and validate assessment and

13X
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training materials in these three areas; but efforts are also being made to design,
develop, test and validate assessment and training materials in six additional areas.

This project is conceived as a cooperative protracted effort during which time
ISU will closely coordinate its activities with those of the other pilot sites, ISU
expects to utilize appropriate materials developed by the other sites, and the project
team will make its materials available to the other pilot sites once they have been
tested and validated.

Site focus

The focus of ISU’s pruject is to develop the processes and artifacts required to
diagnose and develop the huinan. technical and conceptual skills of school executives
in nine areas. The nine arcas are: (i) strategic/operational planning; (i) board/
administrator relations; (iif) community relations; (iv) organizational climate/culture;
(v) team building; (vi) employee performance evaluation; (vil) organization of
central administration: (viii) financial resource management; and (ix) facibity
development.

In each of the nine areas. ISU will first identity the key knowledge, skills and
competencies required to promote executive effectiveness; second, deteriine
whether or not there are adequate existing instruments to diagnose the degree of
the executive’s proficiency in each of the nine areas studied; third. identity the key
knowledge, skills and competencies identified or being developed at other National
Lxecutive Development Center’s sites to determine cross-over areas between and
among sites that can be shared and integrated: and fourth, examine the universe
of existing assessinent and developient materials for each of the nine study areas,
integrate concepts and materials froni the other NEDC's project sites, and widely
disseminate the diagnostic and staff development materials created during the life
of the project.

Demarn 4 — Human Relations

The University of Pittsbureh site plan

Human relations 1s the focus of the pilot site at the Unmiversaty ot Pittsburgh.
Fducation iy a people-oriented profession; human relations skills are e-sential to
effective leadership. Major emphases at the University of Pittsburgh pilot site are
on the design, development and testing of materials and activities that (i) increase
the participants’ understanding ot the relationship between successtul leadership
and human interaction skills: and (ii) expand his/her repertoire of human relations
skills.

Over an extended period. the Prttsburgh site will work in close association
with the other sites. Smee the Cahifornia site abso focusses on human relations, the
Pittsburgh site intends to maintain ongoing contacts with California. Integration
across sites and between the Calitornia and Pittsburgh sites will expose the
research at edch site to a wider community of scholars. practitioners and cnitics
and will provide a mechanism for ideas to flow from the regional. grass-roots
level to the state and national level,

Sue focus

The components of the human relations domain addressed by the University of
Pittsbureh pilot site indudee.
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— Communication

- Motivation, leadership

— Conflict management

-— Managing change

— Participatory management and team building

— Alternatives to traditional collective bargaining techniques
— Wellness

Association of California School Administrators

Site focus

The focus of the California School Administrators’ executive development center
is on improving the way superintendent-level administrators think about their job
and the way they appear to treat others in the job setting. Participants, through
diagnostic self-reporting instruments and structured activities in training seminars,
learn to manage and balance their concern for <atisfaction and security, and their
concern for people and the job.

Dowmain 5 — Personal Capabilities

Nutifiern Hlinots University: University of Alabama site plan

The focus for this site is to provide information about the personal capabilities
of the executive in forms that will promote an understanding and apprecia-
tion of themselves and others. and enable individuals to grow personally and
professionally.

Acknowledgment of the existence of structural (educable and unchangeable)
and dynamic (educable and changeable} forces assist in making decisions about
optimal sequences for education and training experiences. The immediate priority
for accomplishing the mission statement is for the executive to gain self-knowledge.
Assessment of the executive's inherent unchangeable and structural qualities,
therefore, assume the status of an imperative. Through formative assessment the
executive acquires an awareness of the tools, strengths and qualities that she/he
possesses and can utilize in order to create a foundation of seif-knowledge. upon
which to make best use of available training opportunities.

An important distinction is made between the concepts of change and con-
cepts of growth. considered to be crucial to an understanding of what actually can
be accomplished by education and training. As stated previously, certain struc-
tural areas of personal capabilities are not changeable. Thus. for example, we
cannot teach or train someone to be more intelligent or how to gain particular
traits as part of their natural personality core. That is not to say. though. the
individual cannot grow,

In this domain. reliance is placed on aspects of traditional university methods
to impart knowledge as well as some innovative alternative approaches in order
to answer questions that are central to leadership roles, such as:

What kind of personal feedback is important to the individual teader?
Which aspects of leadership are the individual’s "best fit'?

Given who they are what kind of other people does a particular leader need
on the team?
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Domain 6 — Multicultural Perspectives

Ulniversity of Arizona site plan

The College of Education at Arizona State University is a member of a consortium
of institutions and agencies involved in the creation of an executive development
system tor ceniral oftice school executives. The focus of the Arizona executive
development site is on the preliminary design. development, and testing of training
and assessment materials tor school executives related to the administration of
schools in "multicultural’ settings. The project is conceived as a collaborative etfort
in which the Arizona site will be working closely with the others in all phases of
the venture. Cooperation is especially significant tor the Arizona site because
some elements of the Arizona materials will be integrated into the materials
developed at the other wtes. Other clements will have “stand-alone’ capabilitics
and characteristics.

Site focus

‘The focus of the Arizona site is on the impact of ‘multicultural perspectives” as
these aftect school executives in the operation of schools. Arizona State University
(ASU} has a long commitment to improving education in ‘multicultural’ settings,
The Arizona site intends to focus its activities on the deselopment of instruments
and marerials related to the knowledge. skills, and competencies associated with
the successtul administration ot scheols and school districts in the ‘multicultural
perspectives” donuain. Signiticantly this means the tocus will be on:

Cross-cultural value ditferences

Intra-cultural value differences

Socioeconomic value ditferences

Staft perceptions, attitudes, beliets and behaviors
Student perceptions, attitudes, beliets and behaviors
Home perceptions, attitudes, beliefs and behaviors
school structure and student expectations
School/community interactions

The Arizona project team rejects the notion that ‘a school is a school is a
school” irrespective of 1ts soctodemographic characteristics The contention 1s that
successtul school teaders in “multicultural” settings must demonstrate not only the
typical administrative skills and competencies but also an additional and more
complex set of knowledype, skills, competencies and sensitivities related to
multiculturalism. From the standpoint of school policy and practice. it is essential
for leaders to become knowledpeable about the way that schools can be perceived
differently and can affect ditferent groups of students in different ways. In line
with this perspective, school executives must develop the analyucal skills needed
to identity and study those factors associated with cultural, ethnic. and social class
differences within and among schools. These data can be used to develop an
understanding of the reasons for, and responses to, problems of differential school
achievement. This platform is especially relevant in those schools and school districts
exhbiting "multicultural” alongside low sociveconomic status (SES) conditions.
Students in these schools are more likely to be classitied as “at-risk’ of being
underachievers, presenting behavioral problems to schools and droppmg-out of
school,

Inl
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Many culturally-different and/or low-SES students feel 4 sense of conflict
with and estrangement from institutional norms and rules. Thus, the school
executive needs to focus attention on sensitive communication if the student is to
derive maximum benefit from the school,

Conclusion

We started earlier in this volume with the metaphor of a map, in imnally setting
out the territory of the superintendency and using the former to explore its
multitaceted nature. 'he major foci of earlier chapters have been organized around
what are stifl in many cases the surface features, the contours, shown on the map.
Putting these in place required us to take a retrospective look at the nature ot the
field. albeit from the unique perspective of members and associates of the Texas
pilot site project team, working within the puidelines o AASA's Natonal Executive
Development Center. It also allowed us to engage in some ‘crystal ball gazing’
based on an extrapolation of selected contemporary trends. in order to map out
the routeways showing the connectedness and interconnectedness of things. Here
we took a prospective look at where these might lead with respect to promoting
excellence i executive leadership tor an uncertain set ot alternative tutures m the
broader context ot educational retorm.

To the metaphors of map and explorer might now be added that of a compass.
Ihe AASA'S conception ot a National Executive Development Center provides
the protession with at least one direction in which it might go: the means to
achieve some vision of the future needs of our schools and those who populate
them; and the wherewithal to know when we've arrived. If this volume contributes
to the realization of this ideal then our purposes will have been well served.

Readers may wonder whether in fact the NEDC and its vision wili ever tully
muatertalize mto a national coordinated and validated progranm ot protessional
preparation for the nation’s superintendents in the form and manner intended. It
is a2 tenuous innovation which may not be sustamable due to a number of tactors.
First, the strange fragmented world of educational administration programs and
the professoriate make it extremely ditticult to communicate with both protfes-
sional organizations such as AASA and superintendents in the field due to a lack
of infrastructure. ‘T'o develop a nationwide system of preparation there must be a
high level of communication from both within and across the institutions of
higher education, state agencies, and professional assodtations such av AASA.
NASSP. NSBA and ASCD and this does not exist at the present time. Currently,
communication links to practising superintendents are mainly thiough their pro-
fessional associations. There are no communication links between the educational
administration programs which touch more than perhaps 25 per cent i’ programs
or professors. There is no single journal that is read by the educational admin-
wtration professoriate designed explicitly to meet thar needs. Perhaps the most
pervasive education journal read by the professoriate s the Phi Delta Kappan
which is not an “ed admin’ journal as such. The protessional associations do have
better iter-agency commuiiiation links ol both a tormal and miormal nature.
he state agencies whieh. through therr certtication standards, dwctate the content
of current educational adminstration preparation programs to a significant extent.
have nerther direct communication i s with the associations and practinoners.,

In?
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and only very infrequently communicate with the higher education programs

(usually during a five year review process).

When the NEDC does have its model tully field tested how will it be dis-

: seminated across the nation? This is highly speculative, but if proposals for national
testing are accepted, and some form of national curriculum is put in place the
logical extension of this is national standards for teachers with national preparation

» standards for administrators to follow . In our view at also seems logical in this

‘ scenario that those most responsible for implemenung this alternative future of

American education should be adequately prepared, amony other things, to move .
public education away trom s traditional roots of "localism’. This may sweem to :
lie in the realms of fantasy tor some and be "un-American’ to others, but the signs
at this nme. as ebewhere in the world, point 1o some types of centrahzing
tendencies at work.

The intractability of American public education to change is well documented
and tt comes as no surprise to those social scientists who are concerned to examine
the infrastructure of the organizations. School organizations are constantly trying
to find and maintain consensus with many ditterent chent and interest groups., Lo
[ he current empluists by retormers on measures of production (achievement scores} ﬂ
15 J quast-industnal profit model that -vorks against the grain of the societal mission
given the schools of “being all things to all people’ as much of the time as possible
(but note Thomas and Moran, 1992), To move forth on a “profit’ model. deci-
stons have to be made to tully maximize the resources of the “business” which s,
ot course, moving away from being all things to all people. It is possible that
achievement scores may rase tor some schools but the number of *losers’ might
well increase. contrary to the claims of some reformers. What i the part to be
plaved out by the school administrator (i1.¢.. superintendent) in this radical
reorientation of the traditional role of the «chool — facilitator, maintainer of the
status quo or obstructionst,

t or the superintendent to be a tacilitator ot change he/she must possess the
skills. knowledge and aptitudes necessary to drarmancally change the nature of the
school as an institution. The current school reform movement basically seems o s
portray the superintendent and school board as clements obstiucting reform and
restructuring (i, 1991 Chubb and Moce, 1990, On occasion they have been
declared to be part of the problenms rather than part of the solution, although this
drastically over-simplifies 2 complex phenomenon. Superintendents and board
members can block ‘top down’ reform in local districts even when it 1s mandated.
Obversely, they can greatly facilitate its impl:mentation if they see it is in the best
miterests of their district to do so. The role of the superintena * in convincing the
board of the devrability of planned change v well documentea an the AASA Ten
Year Study fGlass, 1992), Superintendents initiate district pohey more than three-
tourths of the tnme. ‘They are the kev faailitators of chamze and reform i school
districts. directly, of not mdirectlv. There is a case to be made that schoo! reform
ctlorts sl Rounsh or tnl depending on the opions and actons of superintendents

1 that they anract, The argument extends to the ninplementatnon of site-hased
deaston making as well. The majority of school districts have 4 student enrollment
ot well under X¥unrand here the superintendent remains the link with the school
syatemand the dodal commupmty that vlimately makes the exeontive deosions i
maost states.

Given these realtties, the bottom Line s that the emergent NFDC i oats form
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and scope reaches far beyond current constraints atfecting the <hills and know-
ledge of the current generation of practicing superintendents. Its potential
transformative power already reaches into the retorm movement itselt in infHuencing
mdirectly how schools will be restructured.

Hopetally, the task of developmg a knowledge base and set of skills that
detine the etfective supenintendent will soon be developed and can be agreed upon
by both practitivners and professors of educational administration. One of the
lessons learned by those participating in the NEDC in the past several years is that
protessors ot educational administration seldom agree with each other so that
workable compromises can be established. Why this s the case 15 3 bit batRing.

It will be interesting to note the outcomes ot the “knowledge base’ projects
presently bemng developed by UCEA institutions, and the *professional standards” K
tor the superintendency being developed by AASA. In recent yvears. NASSP ’
(National Association of Sccondary School Prinapalsy and NAESP Fanonal
Assocuation of” Elementary School Prinaipals) have deseloped hists of essential
skills and competencies through committees populated by both practinoners and

B academics. However. to what degree these compendums of skills and competencies

are being integrated into principal preparation programs is not substantially known .

- 4t ths tane, T

N A troubling guastion is how do the outcomes of the NEDC, AASA. UCEA, )

. NASSPand NAT AP become mtegrated snto prepanation programs? With so many

hundreds of isttnnions i the 30 states conductmg certificate programs, what

vehicle exasts to ensure reasonable conformity among programs® No workable

- authorty exssts o ensure that principais and sopenintendents are appropriately

' prepared tor their important roles in ~chool leadership. Thus, the professional
development program described and encouraged i this book s a response.,

It the NEDC as an entity s allowed to lapse, the work it has accomplished
thus tar will sull survive and proside the tulerum o future efforts designed 1o )
msure the eflectiveness of the nation’s educational leaders. It has been the most o
tensive expenditure of effort in partnering professional associations wath insti-
tutions of higher education in decades to bring professionalism and effectiveness

' to the superintendency . indeed. st has been insighttud to us to chromde both the
supertn ndeney and the NEDC in benchmarkme what has been achieved to dats.

Our collective aspiration is that we hayve made some contribution to an under-
standing of the current sate of play with respedt G the supermtendency . it cusrent
and future needs, and its accompinhments. By sharing our knowledye, we hope
that new and better knowledge can be developed on how best to prepare leaders

tor the nation’s schools,
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Fhe tollowing index provides to the reader a listing of the skills and components
of knowledge needed by superintendents in order to effectively lead the instrie-
tional system of thew districts through staffing. These «kills and knowledge com-
ponents have been translated into self-administered diagnostic instruments so that
aspiring and present superintendents might gain a view of their competency levels
i Stathng for Instruction.

PERFORMANCE CRITERIA — STAFFING FOR INSTRUC THHON
DOMAIN 2 INSTRUCTIONAL LEADERSHIP
FASK AREA 2.2: STAFFING FOR INSTRUCTION

Task 2.2.1 the executive mamntains auequate statfing levelk while
mtiapating future changes i statting needs.

Sub-Task 2.2.1.1 Monitors to maintain statf adequacy
22001 Analyvzes staffing patterns to determine the status e
regarding ciass size, qualifications, and mis-assignments.
220102 Analyzes stathng patters to project anticipated retirements,
feavers and non-renewals.
22103 Confers with administrators and instructional specialists
regarding shortages and other discrepancies.
Sub-Task 2.2.1.2 Asscsses needs for staffing changes
22121 Reviews proposais for additions and changes in stathing
patterns.
22122 Determines spectal statfing needs for new instructional
programs.
22123 Recommends goals for meeting needs for mmonty and
special teachers in scarce supply.
22124 Projects stathing requirements for long-range planning,
Task 2.2.2 The excoutive eversees a thorough system ot recrintment

procedures that feads to the identihcation ot quahtied
candidates for job openings
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Sub-Task 2.2.2.1 Plans for systematic recruitment
222,11 Reviews and updates a compreliensive file of recruitment
sources — placement otlices, churches, military bases, etc.

R 2.2.:.1.2  Designs recruitment strategies for both long-term and short
0 term identitication of applicants. o
- 2.2.2.1.3  Produces media for use in recruitment — shides, brochures, s

videos, posters, etc,
2.2.2.1.4  Develops plans for active participation for parerts, stu-
dents, teachers, and others in the recrustment process.

. Sub-Task 2.2.2.2 Directs or coordinates recruitment cfforts
e 2.22.2.1  Budgets for planned recruitment eftorts,
22222 Onents partictpants to assure o unitied approach to
recruiting.
b 2.2.2.2.3  Directs special efforts to identify and motivate future
: teacher,,
2.2.2.2.4  Coordinates eftorts to prepare and promote teacher aides

tor revular teaching,.

Task 2.2.3 I he executive provides tor a screening process that desig-
nates the most guahfied apphicants prior to final selection,

: Sub-Task 2.2.3.1 Analyzes job descriptions
i 2231

A Hdentities the unique requirements disingushing positions .
trom each other. ,
22312 Determines specific documents required for completion :

W applican” hiles for positions.
223 1.3 Designates kinds of educational. protessional and work
experiences relevant to the positions,
22014 Deternunes cutting scores or priority criteria for applicant
comsideration beyond inital screening.
23 1A Speaties the essential lewal, professional, and personal
requirements of positions.

Sub-Task 2.2.3.2 Assembles preliminary data
2321 kstablishes procedures for receiving applicants and facil-
itating the filing process with promptiess and ease.
2.2 Monstors the system for pentodic, clertcal reviews of
applicant files to assure their completion and updating.
22323 0 Designs d system for both computer-based and paper hle
storage of appheant data.
220240 Designs data reduction procedures for formatting, profil-
g or summanzing apphaants for easy review.,
o 223 25 Apphes inital sereenmg cniterta and related procedures
witermby and objectivels o all apphoants
22320 Provides mformation to applicants regarding criteria to be
used, the status of thar apphaations, and time table o
screening and selection,
Uitihizes a carefully programmed scormg and retries al sve-
tent tor soreemnsg out apphoants not monnadhy gqoaditied,

tae
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Task 2.2.4.

Sub-Task

Sub-Task

Appendix

Uses certification, experience and legal requirements for
eliminating applicants lacking essential prerequisites.
Utilizes test scores, grades, and rating in formsy that pre-
vent arbitrary elimination of apphcants.

Establishes clear affirmative action guidelines to assure that
applicants trom under represented populations are included
in the pool for turther consideration,

Identifies most promising candidates

Designates priorities for the use of criteria tor each specitic
positicir,

Develops procedures for pre-selection processing of
applications to limit further data gathering and conserve
FeSOUrces.

Monitors a set of standard procedures tor reviewing appli-
cant tiles, dentitying a hnited number for turther data
gathering and review.

Plans for caretul, special reviews of non-tradivnonal appli-
cants with unique skills or experiences.

Provides tor the inclusion of tramees, interns, and para-
professionais in the applicant pool to be reviewed for
selechion.

The executive provides a process for selecting the most
hmghly quahitied candidates tor each instructional position.

Makes formal presentations

Resources are provided to assure released time, traved tunds.,
and consulting services,

Schedules are developed tor iterviews, data amalvas,
reviews, and decsion-making,

Farget dates for final decisions are set along wath back-up
plans for reconsideration,

Apphcants identified for turther review are promptly no-
thed, encoutaged o provide further data, and mntormed
more tully of the positions.

Involves a variety of personnel reflecting various interests
and appropriate kinds of expertise.

Training and guiding selection personnel
Orientation and procedural review sessions are plinned
with all personne! to be involved in selections,

Provides traiming tor andividuals in tulfilling individual
sttt meinbers to assure proficient use of tesis, inventories,
apphaation foimis and other data sounces,

Provides interviewer tramimg to asure that relevant and
relrable information v provaded in usable form,

Ty aluations of the screening and seledtion process indudes
amabysis ot indivadual catt obiecanaty and rehabidaty
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Sub-Task 2.2.4.3
2.2.4.3.1

Sub-Task

Sub-Task

Task 2.2.5
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In-depth data gathering

Specities explicit selection criteria for top priority in gather-
ing data vn selected candidates.

Structures interviews to assure tocus on highly relevant
information, avoiding interviewer drift, and superficialities.
Svstematically records interview data using standard pro-
cedures, respecting the rights of applicants.

Requires special instrumentation and procedures to assure
highly discriminating data is available for selection.
Systematically utshzes tests, nventories, reference calls and
other sources of data to clearly focus on selection criteria,

Anczlyzing selection data

Secures imdependent recommendations and ranking of
candidates by individuals with ditferent perspectives,
Fstablishes procedures for summarizing, weighing, com-
paring, scoring, protiling and otherwise analyzing a vari-
ety of nformation.

Makes temative decisions regarding ranking of finalists.
Provides for the systematic review of all relevant data
assembled on the most promising candidates.

Pevelops setv of supporting conclusions regarding each
finalist.

Making recommendations

Characterizes tinalists for 4 position interms o unigue
and comparative strengths of each.

Clarities availability of each finalist prior to final ranking.
Reviews advantages and disadvantages produced when
alternative assignments are considered.

Decides on a recommendation to present tor action.
Formulates a back-up plan of action m the event recom
mendations are not pmplemented.

The executive provides sttt orientation and induction
programs that assure new personnel the informauon and
support needed o functon i new surroundings.

Orientation of new personnel

Develops plans tor onentation of new personnel, meeting
with them. reviewing local philosophy and ideals
Reviews and coordinates orrentation activibies n schools
and otfices to be sure all maternals and information sources
are provided,

Prevelops differentiated orientation procedures tor ineape
nienced and experienced new personnel,

Induction Pragrams
Organizes 4 one or two vear anduction program tor




Task 2.2.6

Sub-Task

Sub-Task

2.2.60.1

Appendin

personnel training designed to respond to diagnosed needs
tor professional development, and provide special support
and supervision.

Coordinates work of princtpals and other supervisors in
assisting inexperienced personnel, developing guidelines
tor assignments, classroom supervision, and special
support,

Reviews tormative evaluation reports on inexperienced
personnel, analyzing anecdotal reports, and offering sug-
LESTONS [0 SIPervisors,

I'he executive implements a placement system that assigns
and reassigns personnel we posttions that makes the best
use of talents,

Planning for systematic assignneent, reassignment and
balancing of personnel

Develeps a comprehensive plan tor systematically assign-
g, reassigning and balanemyg personnel i grades, pro-
prams. and other operating units.

Develops specific guidelines for reassignimg personnel to
respond to various personned and nstructional needs.,
Negotates agreements  regarding  follow-through  on
reassignmerits with principais and others.

Guides princapals and sttt in making assignments that
serve the needs of the instructional program.

Promotes mnovative team arrangements by caretul
assighinent of personnel.

Assigning and reassigning to meet high priority needs
Allocates personnel resources to make best use of indi-
vidual sKills, interests, and preparation.

Reassigns personnel as required to meet changme conds-
tnons within schoels or progeams.,

Reassipis pepsoniied toasstte oppotaiinites for renesal,
or personal growth.

Allocates personnel resources g priorts o annos gine
feam projects or proposals.

Balancing staff in programs and schools to assure
appropriate competencies needed

Miocates personnel resources to assure balance i quahty
ot personiel between schooks and prograons,

Realtocates persennel as needed toonke efftiaent uwe of
avarable talents,

Recommends new personnel assignments with both mdi-
vidual and istroctonal needs momaind.

Resructures or reaflocates vacancies 1o amprone balance
smomy schoois and proveons,
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Task 2.2.7

Sub-Task 2.2.7.1

Sub-Task

Sub-Task

3

-

-

P

Y

7.0

- I

Lhe executive directs the personnel operations of the sys-
tem function to assure a stable vet improving and well
balanced work torce.

Policy administration

Cuoordinates standard suatt grievance procedures, assuring
due process to all,

Analyzes federal, state, and local polices, and contractual,
comsttutional, and liability issues related 1o teacher rights
and responsibilities.

Analyzes the principles and procedures related to admin-
1stering, personnel policies.

Analyzes Iws and regulations relating to contacts, certiti-
cation, assignments, and personnel records.

Defines jub requirements tor each position in terms of
mstructional processes.

Recognizes and classifies minimum job entry qualifications
and skills.

bBrevelops and analyzes job deseniptions to refect the
neceds of the instructional program practices, salaries, and
agreements,

Providing an adequate wage and benefit schedule
Proposes salary advancement based on preparation and

quahficauons related to position.

Proposes recognition or other incentives that relate to
improyvement ot mstruction.

Proposes fringe benetits that encourage job satishaction,

Adyies with business and finance ofhicers regarding effects
of wage and benetit decisions on instructional perscnnel.

Staff retention

Identities strategies for retanung statt and faculty.
Works cooperatively with employee organizations to get
dEreements an improeving instruction,

Provides for 4 system of wmcenuves tor expenenced
personnel.

Ofters funding tor study leaves and sabbaticals for
cmplovee seltaimproyement.

Reduction in force

Prepares alternate plans for reducing instructional person-
nel as required

Analyzes the effects of alternative reduction in stafi plans.
Analyzes actions with resy »ct to federal, state, and local
pohiaes, and liability 1ssues,

Apphes EEO gudelines in reduction-in-torce procedures,
adapting affirmativ e action plans as needed,
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Minority staffing

Establishes goals for the recruitment of minority teaching
candidates.

Praposes innovative programs for accomplishing athirma-
tve actions goals.

Develops both short and long term plaas for securing
minority personnel of top quality
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Selecting, Preparing and Developing
the School District Superintendent

David S.G. Carter, Thomas E. Glass
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The superintendency has remained relatively immune from the glare of the
public spotlight, until recently that is. This is a somewhat anomalous situation,
if only because there are some 15,000 school districts each headed by a
superintendent, as well as other senior executives of equivalent status or above
in central education agencies. Collectively, they operate a budget derived from
the public purse of quite mind-blowing proportions. Until recently relatively
litle has been known about them - who they are, what they do, and to what
effect — excepl io say they are now the subjects of close scrutiny given that
there is today a widespread public dissatisfaction with the quality of schooling
across America. What are their needs now and in the future? What makes an
effective school system leader and how can potential executive icaders be
screened, selected, prepared and further developed? Recent conceptualizations
and research, focused on these sorts of questions, have provided the motivation
for this book.
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