PAGE  

Helping New Principals Succeed: Strategies to Support Courageous Leadership

Session 1306

Presented At The

ASCD Annual Conference and Exhibit Show 2008

“Reinventing Schools:

Courageous Leadership for Positive Change”

Saturday, March 15, 2008

with

Dr. Harvey B. Alvy



Dr. Pam Robbins

Eastern Washington Univ.


1251 Windsor Lane

Department of Education



Mt. Crawford, VA 22841

312 Williamson Hall



(540) 828-0107 East Coast

Cheney, WA  99004



(707) 255-3648 West Coast

(509)  359-6093




probbins@shentel.net
HARVEY.ALVY@MAIL.EWU.EDU

http://user.shentel.net/probbins





“Leadership is based on human relations.”

The New Principal’s Fieldbook
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----OPENING ACTIVITY----

School Leaders As Newcomers: 

 Challenges Faced by All Newcomers

	Think about a time when you faced a new situation(s) (e.g.,  a new job, moving, changing schools, new relationship, “new” car, etc…).    Jot down a few brief notes on how you felt and your concerns when faced with the newcomer challenge(s):

· 


	Introduce yourself to two other colleagues.  Share your thoughts, feelings and concerns about your newcomer experience(s).  How do your ideas compare, contrast?  Write your ideas/reflections below:




	Now, take a few moments to reflect and write about how you coped and/or “solved” your newcomer challenges.  Briefly note a couple of your successful strategies.  Share your ideas with colleagues.  Together, can you agree on a couple of general strategies that can help newcomers facing a variety of challenges?




Examining the New Principal’s Experience:  Five Threads of Influence

· Newcomer Experience—negotiating the many “firsts” one encounters during any fresh experience
· Challenges All Principals Face—the daily work of any principalship
· Personal and Professional “Baggage”—all the experiences one brings to the job

· Local and Immediate Context of the School Culture—the special nature of each school, district, and community
· The Chemical Mix—the unique “mark” that emerges for each individual when the above four threads are synthesized 

	Agenda 


	· Welcome, Introductions, Opening Activity 

· Agenda and Outcomes 


	· Nine Critical Themes That Make a Difference for New School Leaders


	· Effective Leadership Strategies:

· Ethical Leadership and Social Justice

· Serving As a Learning Leader

· Building Capacity Through Supervisory Practices that Promote Staff and Student Learning

· Creating and Sustaining Learning Focused Collaborative Communities

· Developing and Maintaining A Partnership With Central Office

· Strategic Management As an Essential Leadership Tool


	· Bold Leadership: Revisiting The List


	· Reflections and Personal Action Plan 


“Greatness is an inherently dynamic process, not an end point.  The moment you think of yourself as great, your slide toward mediocrity will have already begun.”
From, Good To Great And The Social Sectors,  (Jim Collins, 2005)

Nine Critical Themes That Make a Difference for New Principals

Nine critical themes served as a guide during the development of The New Principal’s Fieldbook.  These nine ideas, discussed in the book’s preface (pp. ix-xii), and in the Educational Leadership article, Growing Into Leadership (May, 2005), are interconnecting concepts intended to help new principals succeed—right from the start.  The themes can serve as a guide or framework for the daily behavior of new principals (and experienced principals!) as they embark on their mission as school leaders.  Please review the nine themes and then jot down a few reflective thoughts:

· Committing to a belief that students are at the heart of the learning enterprise

· Being a learning leader

· Dedicating oneself to service as an instructional leader

· Developing a vibrant, healthy, learning-centered culture

· Acting with integrity and in an ethical manner

· Building trust and quality relationships

· Recognizing the stages of socialization (and surprise) for the newcomer

· Managing as an essential leadership tool

· Orchestrating school-community partnerships

	Reflect, Jot, and Share: a) Although all nine themes are critical, which 2-3 particularly resonate with you based on your leadership experiences and observations of other leaders?  Why? 

b)  Do you anticipate these same themes being critical for the rest of this school year?  for next year?  Why or why not? Please share your thoughts with colleagues.  




Ethical Leadership and Social Justice

ISLLC Standard 5:  “A school administrator is an educational 

leader who promotes the success of all students by 

acting with integrity, fairness, and in an ethical manner.”

Consider these two definitions of ethical behavior for school leaders:

1.  Ethical leadership is an unwavering, moral commitment to student success and teacher growth by the school leadership.  

An ethical dilemma and question:  I can continue to help Mr. Smith improve his teaching next year, but will student learning suffer too much while Mr. Smith is learning how to become a better teacher?

2.  Ethical leadership is doing the right thing when faced with moral issues of right versus wrong, and right versus right.   (based on the work of R. Kidder)

An ethical dilemma and question:  Should I do what is best for ‘that’ student, although it is contrary to general school policy? 

	Activity:  1-2-4 Task:  Reflect on both definitions and questions: What ethical issues emerge for you based on the definitions and dilemma questions? (Write your reflections below.) Share your reflections with another individual.  As a pair, meet with another pair.  Discuss your collective ideas.  




	Defining Social Justice

According to McKenzie, et. al*, a comprehensive definition of social justice includes three goals:

1.  “rais[ing] the academic achievement of all students in their school, that is, test scores do matter…Thus, although we advocate for a variety of measures of student learning and are well aware of the problems associated with standardized achievement tests, we contend that they still have a place in the social justice discourse.”

2.  “requir[ing] that educational leaders for social justice prepare their students to live as critical citizens in society…Thus, it is not enough for leaders to focus on student achievement only to produce students who can read, write, and compute at high academic levels but who do not use their academic skills to challenge injustices in society and thus become no more than uncritical operators in the production economy.”

3.  “to achieve these two goals of academic achievement and preparing students to live as critical citizens requires leaders to structure their schools to ensure that students learn in heterogeneous, inclusive classrooms.  Thus, the third prong of our definition of social justice links social justice to inclusive schooling.”

(*Source: “From the Field: A Proposal for Educating Leaders for Social Justice”, by McKenzie, Christman, Hernandez, Fierro, Capper, Dantley,, Gonzalez, Cambron-McCabe, and Scheurich, in Educational Administration Quarterly, Vol. 44, No. 1, Feb. 2008, p. 116)




	From The Principal’s Companion by Robbins and Alvy, (2003) 

Ethical Leaders:
· Lead by example.

· Thrive on the ethical responsibility to help students and teachers grow.

· Respect and dignify each individual in the school.

· Lead through learning.

· Promote and embrace the success of others.

· Take ultimate responsibility for student and teacher success.

· Recognize active listening as an essential communication skill.

· Address one’s own needs.

· Accept successes and frustrations—and take both in stride.

· Take the high road and represent the best in society.  (pp. 293-296)


The Ethical Insights of Bill George in True North
Harvard Business Professor, Bill George’s 2007 book, True North,  “constitutes the largest in-depth study ever undertaken about how business leaders develop”(p. xxvii).  His findings underscore the power of values and the importance of ethical and transformational leadership:

Summarizing the conclusions of the book, 

editor Warren Bennis states:

“…ethically grounded leadership is not only possible, it is often the most effective leadership of all.” (p. xiii)
Following interviews with 125 top CEO’s George concludes:

	“True North is the internal compass that guides you successfully through life.  It represents who you are as a human being at your deepest level.  It is your orienting point—your fixed point in a spinning world—that helps you stay on track as a leader.”  (p.  xxiii)


	“Thus we offer the new definition of leadership:  “The authentic leader brings people together around a shared purpose and empowers them to step up and lead authentically in order to create value for all stakeholders.”  (p. xxxi)


	“It is under pressure—when your success, your career, or your life hangs in the balance—that you must decide what your values are.  When you are forced to make trade-offs between your values under difficult circumstances, you learn what is most important in your life and what you are prepared to sacrifice for.  Those who develop a clear sense of their values before they get into a crisis are better prepared to keep their bearings and navigate through difficult decisions and dilemmas when the pressure mounts.” (p. 87)


	“…authentic leadership is empowering others on their journeys.  This shift is the transformation from “I” to “We.” It is the most important process leaders go through in becoming authentic.” (p. 44)


	CEO Kevin Sharer, in True North: “I learned that whether you are right or not, there is a price to be paid for arrogance.” (p. 36-7)


	“Leadership principles are values translated into actions.”  (p. 86)


	“Many companies today are shifting from management by objectives to leading by values.”  (P. 101)


	“The irony is that the more power one accumulates, the less it should be used.  Viewed another way, by exerting your power, you are taking away the power of others.  Authentic leaders understand they need power to get things done, but they learn to use it in subtle ways.”  (p. 194)


	A Paired Reflection.  Reflect on George’s insights from True North.  Which ideas resonate the most with you? Jot down a few thoughts and share your ideas with a colleague.  Then, as a pair, share your thoughts with another pair.




Serving As a Learning Leader

	“First, you have to understand yourself, because the hardest person you will ever have to lead is yourself….Second, to be an effective leader, you must take responsibility for your own development.” (True North, Bill George, 2007, p. xxxiii)


Major Challenges Faced by New School Leaders:

(examined in The New Principal’s Fieldbook,  Robbins and Alvy, 2004,  pp. 52-68)

· It is Lonely at the Top!

· Managing Time and the Time Commitment

· Feeling Unprepared: I’m Responsible for Everything!!! There Are So Many Surprises!
· Juggling the Roles: instructional leader, budget manager, child advocate, personnel director, cheerleader, community healer, mediator/counselor, public relations expert, basketball timer, actor in school play, culture shaper, priest/priestess…what else?

· Serving as an Instructional Leader: How Can I Find Time to Visit Classes?

· Discovering the Holy Grail: How Does the Informal Communication Network Operate? (How Can I Cut Through the Bureaucracy/Red Tape?)

· Keeping Up With the Latest Innovations and Initiatives

· Introducing Change to the Culture But Maintaining Stability

· Building Relationships and Managing Conflict in the School and Community

· Balancing the Leadership Role with Personal/Family Needs and Responsibilities

· Becoming an Instant Sage

	Reflecting on the Challenges:  Please review the “Major Challenges Faced by New School Leaders”.  Based on your experiences, conversations with veteran school leaders, and observations and intuition, write a few brief thoughts on the leadership challenges and surprises that particularly resonate with you.  What challenges would you add to the list?  Share your ideas with a couple of colleagues.  Can you draw any common conclusions?




Practical Advice For New

School Leaders:

· Set a Personal Example of a Learning Leader, and Remember…Schools Are Learning Organizations for Students AND Adults

· Human Relations is a Key: Communicate! Communicate! Communicate!

· Be Visible—Purposefully: for Students, Teachers and Parents!

· Walk and Talk the School’s Instructional Mission and Vision: Quality, Meaningful and Engaging Work Must Be Offered to Each Student

· Listen to and Observe the School Culture Before Implementing Significant Change

· Help Shape the Culture by Frequently Visiting Classes and Celebrating Student and Teacher Successes at Every Opportunity

· Leadership and Management Go Hand-in-Hand: To Facilitate Learning…the Instructional Leader Also Makes Sure the Classroom Lights Are Working and the School is Fiscally Sound 

· Harry Truman Was Right: The Buck Stops Here… for Everything!

· Have a “Vision” for Monday Morning…Teacher’s Desire Practical Solutions

· And, Take Care of Yourself!  If You Are At-Risk, It Is Difficult to Help Others…
	Reflecting on the Practical Advice: Based on your experiences, observations and intuition, and conversations with veteran school leaders, write a few brief thoughts on the practical suggestions that particularly resonate with you.  What practical advice would you add to the list based on your personal experiences, or observations of exemplary leaders that you have observed, or read about?  Share your ideas with a couple of colleagues.  Can you draw any common conclusions?




    “Leadership is 

is action, 

 not position.”  

- Donald H. McGannon

Leadership as Action Not Position:

Profiles of Practitioners

	Practitioner
	Issue
	Leadership Action

	Betsy
	Students were referred to the “AP” for fighting, after being teased about body odor.  The same students were referred, time after time.
	

	Ted
	After September 11, students began looking negatively and suspiciously at diversity among peers.
	

	Irene
	We all know about “separation of church and state,” but what do you do when students want to pray at lunch?
	

	Phil
	The administrator inherited a pile of referrals for negative student behavior…and staff who, for the most part, relished writing them.
	

	Many leaders face this challenge…
	There is a nation-wide trend of students dropping out—not just “D” and “F” students but “A” students and “B” students as well.  They state they don’t feel connected to school, teachers, subjects, or peers. 
	

	Maurice
	A large number of students were referred for initiating conflict
	


Reflecting Upon Leadership Actions

· Which leadership actions do you believe are most essential to fostering staff and student learning?

· Which actions by a leader contribute to school success?

Building Capacity Through Supervisory Practices that Promote Staff and Student Learning

	Schools that support the continuing development of students also support 

the continuing development of those 

who educate those students.

Through meaningful supervisory support and activities designed to build individual and collective staff capacity to serve students, leaders make learning the “centerpiece” of the schoolhouse.  

As a consequence, 

student learning soars.




Examining Quality Teaching

	It has been said that “teaching is one of the most cognitively complex of all professions.”


	“The difference between a good and bad teacher can be a full level of achievement in a single year.”

(Eric Hanushek, University of Rochester economist)

“The performance of 5th graders is still affected by the quality of their 3rd grade teacher.”

(Kati Haycock in “Good Teaching Matters…A Lot,” NSDC Results, March, 1999)

“Teacher effectiveness is not fixed.  Through careful development, teachers can build their effectiveness over time.”

(Kati Haycock)




	Bodies of Knowledge That Impact and Inform Quality Teaching and Student Learning

Supervisors keep current on research based, powerful practices that promote quality teaching and student learning.  These may be shared, one on one, during a conference, or a chance meeting in the hall.  They can become a part of job embedded learning structures at the school site, or the content of a department or faculty meeting.  Supervisors pursue a relentless quest for resources that support learning in the schoolhouse—and in the community.




What is Quality Teaching?

In order to supervise well we must first examine what fosters quality teaching and student learning.

This activity is designed to focus on developing a description of quality teaching and identify practices that contribute to both quality teaching and student learning.  In other words, we are going to lend clarity to the goals of our supervisory actions.

	With your colleagues, please brainstorm:

·  a definition of quality teaching

·  the components that make up quality teaching

·  the desired outcomes of quality teaching

If this activity was conducted in a workshop session we would ask table groups to post their work on butcher paper and, after all charts were posted, colleagues would be invited to walk around and notice others’ thinking, depicted on  their displays.




Thanks for your time and reflections!

	“Super Vision”


	Carl Glickman suggests that when we speak of supervision, we need to consider it as a “super – vision” of effective instruction and successful student learning:

“…Super Vision [is] a term that denotes a common vision of what teaching and learning can and should be, developed collaboratively by formally designated supervisors, teachers, and other members of the school community.  The word also implies that these same persons will work together to make their vision a reality—to build a democratic community of learning based on moral principles calling for all students to be educated in a manner enabling them to lead fulfilling lives and be contributing members of a democratic society.” 

(Glickman, Gordon, Ross-Gordon, Supervision and Instructional Leadership, 2007, p. 8)


	“ If schools are to be regarded as learning communities, everyone in a school must engage in the study of what constitutes learning.  Our vision of lifelong learning for students can hold greater meaning if teachers and administrators also have an ongoing conversation to improve their talents and skills.”  

(Robbins and Alvy, The Principal’s Companion, 2003, p. 99)


	“Supervision is providing support for teachers so they become the best they can be.  Implicit in this definition is the development and refinement of a knowledge base and craft practice regarding effective teaching and its consequence, student learning.  To carry out the goals of supervision, the supervisor provides resources, observes classrooms, and promotes informal and formal conversations with and among teachers to affect curriculum, teaching, assessment, student learning and professional development.

Additional methods of support may include allocating time for interdisciplinary planning, assisting teachers in course development (e.g., advanced placement, inclusion support, high priority needs students), facilitating a professional forum on assessment measures based on state standards, or analyzing multiple forms of data and discussing implications for teaching.”

(Robbins and Alvy, The Principal’s Companion, 2003, p. 100)


	“The ultimate goal of supervision should be enhanced teacher skill in delivering powerful learning experiences that result in student learning.”

(Cubbage, 2004)


Essential Understandings for Productive Supervisory Practices

1. Trust is key.  If it does not exist, risk taking and experimentation, as well as honest dialogue, probably will not occur.

2. Effective human relations skills are essential to supervision.

3. The supervision process is used to enhance thinking  about curriculum, teaching, learning, and assessment.

4. Supervision should be used to facilitate reflection, self-analysis, and self-improvement.

5. Teachers have a right to grow.

6. It is the supervisor’s job to set teachers up to win.

7. Supervisors can learn from teachers about teaching and about effective supervisory behaviors.

8. There should be strong links between effective supervision, quality instruction and student learning.

9. Supervision practices should be tailored to individual teachers and their needs, strengths, and desired outcomes for students in their charge.

What other essential understandings would you add?

Supervisory Tools

· Traditional Supervision

· Leading and Learning By Wandering Around (LLBWA)

· Classroom Snapshots

· Collaborative Visitation Protocols

· Following Up on Performance Data

· scanning for success strategies

· scanning for additional data (e.g., What does 4th grade social studies instruction look like?)

· Examining Student Work

· Teacher Directed Observations

· “Spotlight” Observations

· Shadowing a Student

· Grading Papers

· Videotaping/Audiotaping; Collaborative Analysis

· Student Interviews

· Your Ideas:

 “Student Interviews”

This supervisory approach involves the supervisor in interviewing students during a lesson or after one has occurred.  It allows the supervisor to view a lesson through students’ eyes.

	What interview questions might a supervisor ask?




	What are some potential benefits of this approach?




Creating and Sustaining Learning Focused Collaborative Communities

Direct and Indirect Influences of

Principals on Student Achievement

What Leaders in Successful Schools Do:

In summarizing the research, Kathleen Cotton, in Principals and Student Achievement (ASCD, 2003), noted that “While no system of classification is perfect, the behaviors of leaders in successful schools seem to fall into five categories:”

· Establishing a Clear Focus on Student Learning (vision, clear learning goals, high expectations)

· Interactions and Relationships (communication, emotional/interpersonal support, visibility, accessibility, parent/community outreach)

· School Culture (shared leadership and decision making, collaboration, risk taking, continuous improvement)

· Instruction (observing classrooms, giving feedback, teacher autonomy, protecting instructional time)

· Accountability (monitoring progress, using data for program improvement)    (Cotton, pp. ix-x, Principals and Student Achievement)

“If you know an effective school without an effective principal, call me collect.”

(Lawrence Lezotte---leading researcher on “Effective Schools”---in Cotton, Principals and Student Achievement, p. 74)

	“School capacity is the crucial variable affecting instructional quality and corresponding student achievement.  At the heart of school capacity are principals focused on the development of teachers’ knowledge and skills, professional community, program coherence and technical resources.”

(Newmann, King, and Youngs, 2000)


	“We need leaders who can create a fundamental transformation in the learning cultures of schools and of the teaching profession itself.”

(Fullan, 2002)


	“The effective leader catalyzes commitment to a compelling vision and higher performance standards…and goes beyond performance standards and builds ‘enduring greatness’.”

(Collins, 2001)


	“Effects on Student Achievement of School and Teacher Effectiveness…”


	Suppose a student spends two years in this setting:
	Percentile Entering
	Percentile Leaving

	Average School

Average Teacher


	50
	

	Highly Ineffective School and Ineffective Teacher


	50
	

	Highly Effective School and Ineffective Teacher


	50
	

	Highly Ineffective School and Highly Effective Teacher


	50
	

	Highly Effective School and Effective Teacher


	50
	

	Highly Effective School and Average Teacher
	50
	


(Source: Marzano, R., 2003, What Works in Schools, ASCD, Alexandria, VA)

What Works in Schools

(Robert Marzano, 2003, ASCD)

“Factors Affecting Student Achievement”

School

· guaranteed and viable curriculum

· challenging goals and effective feedback

· parents and community involvement

· safe and orderly environment

· collegiality and professionalism

Teacher

· instructional strategies

· classroom management

· classroom curriculum design

Student

· home atmosphere

· learned intelligence and background knowledge

· motivation

(Source: Marzano, R., 2003, What Works in Schools, p. 10, ASCD, Alexandria, VA)

Elements of Culture














(From, The New Principal’s Fieldbook, 

Robbins and Alvy, p. 19, 2004, ASCD)

Relationships Among Colleagues










      True

Fragmented



   Contrived

      Collaborative

Individualism
 Balkanization
   Collegiality              Cultures 






(Hargreaves and Dawe, 1989)
	Moving Toward a Collaborative Culture

The [above] continuum is significant in that it reminds one that if a basic respect for one another as human beings does not exist, people will experience a more difficult time collaborating….Thinking about these cultures, one could assume that if the nature of relationships among adults in a school was characterized by Individualism or Balkanization, it is very probable that individuals would not take much of a risk when it came to revealing their professional selves in working with others.  Therefore, when planning activities to foster the development of a collaborative workplace, low-risk activities in which individuals’ professional knowledge was not at stake would be more likely to engage staff members than high-risk activities in which individuals might be asked to display their knowledge publicly.  Cultures in which Contrived Collegiality exists might be transformed by inviting staff members to come together and share activities that have personal meaning for each of them.  Here the matter of creating choice versus delivering top-down mandated initiatives, such as interdisciplinary curriculum or peer coaching, is essential.

(The Principal’s Companion, Robbins and Alvy, p. 141, Corwin Press, 2003)


	Judith Warren Little (1990) found that effective collaboration between teachers was linked to gains in student achievement, higher quality solutions to problems, increased self-efficacy among all staff, more systematic assistance to beginning teachers and an expanded pool of ideas, methods and materials that benefited all teachers.

(Source: Little, J. W. (1990), “The Persistence of Privacy: Autonomy and Initiative in Teachers’ Professional Relations.” Teachers College Record, 91(4), pp. 509-536)




Research on the Power of Stories:

	“ Stanford University organizational sociologists Joanne Martin and Melanie Powers studied the impact of stories on MBA students, an often numbers-driven, highly competitive, skeptical audience.  Martin and Powers compared the persuasiveness of four methods of convincing the students that a particular company truly practiced a policy of avoiding layoffs.  In one situation they used only a story to persuade people.  In the second, they presented statistical data that showed that the company had significantly less involuntary turnover than its competitors.  In the third, they used the statistics and the story, and in the fourth, they used a straightforward policy statement made by an executive of the company….As you probably anticipated, the most believable was number 1, the story only.  The students who were given only the story believed that claim about the policy more than any of the other groups and remembered it better several months later.  The executive delivering the policy statement was the least convincing.”       

(Kouzes and Posner, The Encouraging the Heart Workbook, (2006) pp. 63-64)


	According to Peters and Austin, “It turns out that human beings reason largely by means of stories, not mounds of data.  Stories are memorable, stories about real people, doing real things.”

The Company Mission: Quality Products

     “A Procter and Gamble manufacturing manager remembers a call in the middle of the night.  It came from a district sales manager [in Tennessee]....“George, you’ve got a problem with a bar of soap down here….could you get down here by six-thirty this morning?”  

     After you’ve finished your first 300 mile ride through the back hills of Tennessee at seventy miles an hour to look at one damned thirty-four cent bar of soap, you understand that Procter and Gamble is very, very, serious about product quality.  You don’t subsequently need a detailed 200 page manual to prove it to you”  (Peters and Austin, A Passion for Excellence, 1986).


	Using Data and Grouping Students Appropriately

Disaggregating data helps principals, teachers, and parents examine whether schools are succeeding with their various populations.  Unfortunately, the history of standardized testing, going back to the 1920s and the original intelligence testing movement, is filled with prejudicial use and abuse of data results to classify students that led to limiting school and career opportunities for both indigenous and immigrant populations.  For example, Julian Nava, raised in a Mexican American family in California during World War II, tells the story of how he was able to “select” college prep courses in high school.  The classes became available only because his older brother, in a sparkling naval uniform, insisted in the school guidance counselor’s office that the counselor let his brother take an academic program.  Julian went on to receive a doctorate in history from Harvard and later was elected to the Los Angeles Board of Education and became U. S. Ambassador to Mexico.  Nava states with sadness that as a result of classifying students, “It has been an enormous loss to our country.  We will never know how many Doctor Salks or Pablo Casals or Picassos have been lost because children from minority groups were not inspired or challenged and given the chance to show what they’ve got” (quote from Mondale and Patton (2001), School: The Story of American Public Education, in The New Principal’s Fieldbook). 




Developing and Maintaining A Partnership With Central Office

The Essential Partnership:  The School and the Central Office

Recommendations from the Cross City Campaign to: Strengthen the Schoolhouse and Central Office Partnership

· “Meaningful and productive interaction” must take place between the  schoolhouse and district staff—direct communication is needed.

· Visits to schools should be a priority of central office administrators.

· District level administrators should be collaborators in “communities of practice” as equal partners with principals implementing and fostering improved instruction.

· Mid-level district administrators must be seen as “brokers” who are:

· “Tool Designers [turning] policy-laden reform plans into materials that schools can use”

· “Data Managers [taking and analyzing] test scores, implementation reports, and other information…that principals and teachers could use to discuss instruction.”

· “Trainers and Support Providers [who design] staff development…focused on instructional leadership needs.”

· “Network Builders…[creating and reinforcing] connections between people [who have expertise]…”

According to Diana Nelson, the Executive Director of the Cross City Campaign for Urban School Reform: 

“The underlying need, of course, is for strong relationships and greater collegiality [between the schoolhouse and central office, supporting] a climate in which the district and schools feel that everyone is moving in the same direction.”

“Under a new vision of leadership, those invisible middle-level central-office folks are collaborators in communities of practice, as equal partners with school staffs, successfully implementing initiatives focused on improved instruction.”

(Diana Nelson, Education Week, November 24, 2004, pp. 38-39, 48)

The Importance of the Superintendent and Central Office:

From Waters and Marzano’s Balanced Leadership Framework (McREL, 2007)
“A reasonable generalization from the research literature is...the actions of the district and the school can have a powerful effect on individual student achievement.”

Marzano and Waters identify six areas of superintendent responsibilities that effect student achievement:

1. Collaborative goal setting (involving board members and principals)

2.  Non-negotiable goals for achievement and instruction (goals are based on research)

3.  Board alignment and support of district goals (board support for achievement and instructional goals is maintained)

4.  Use of resources to support achievement and instruction goals (dedicating resources for professional development of teachers and principals)

5.  Monitoring goals for achievement and instruction (superintendent monitors and evaluates instructional program, achievement, and implementation)

6.  Defined autonomy: Relationship with schools (superintendent provides principals autonomy to lead schools, but expects alignment of goals and resources for professional development)

(Tim Waters and Robert Marzano presented these research findings at the ASCD Anaheim Conference, on March 19, 2007)

Reflections on the School and Central Office Relationship

Read the seven-boxed quotes below.  After reading the quotes you will have an opportunity to share your thoughts with workshop colleagues.  

“To Principals: Learn to see yourself as a member of the district-level team as well as the head of your own team at the building level.  Recognize that your school is not the only system you need to consider; it is part of a larger system.  Other schools and other principals are not—or should not be—your competition.  They are your allies and coinventors….Too many recent reform efforts encourage principals to see their schools as fiefdoms or feudal baronies that exist largely apart from the larger school system and the community whose support is needed if a school is to survive in the long run.  Instead, principals will be more effective when they learn to use the district and the community, just as district level officials will be more effective once they learn to be more responsive to the needs of principals.”

(From, Shaking Up the Schoolhouse, Schlechty, pp. 213-214, 2002)

“A principal or assistant principal should work closely with classified staff, such as bus drivers, who appear on the “fringe” of the classroom experience.  Classified staff can offer a valuable perspective.  Principals, assistant principals or [central office] district personnel should share school goals and advocate important programs (e.g. decreasing bullying and harassment) with classified staff.  Bus drivers, because of their unusual schedule are in the community, the diners, and barbershops during part of the day.  What they have to say about the school in these venues can go a long way in influencing how the school is perceived in the community.  Honoring these workers can have a very positive affect on them.  To illustrate, in an Education Week article (Johnson, 2001) Ramon Curiel, [who works in the central office and] recruits and hires the 6000 bus drivers, teacher aides, custodians and other classified staff in the Long Beach, California School District, noted the educational role that these classified workers played in creating positive school results.  Mr. Curiel gave credit and celebrated their contribution to the overall improved grades of the students in the district thanking them and stating, “Look, you had something to do with this.”   

                      (From, The Principal’s Companion, Robbins & Alvy, Second Edition, p. 11, 2003)
“It is possible for an individual school to become highly collaborative despite the district it is in, but it is not likely that it will stay collaborative.  If the district does not foster collective capacity building by design, it undermines it by default.  We now know that schools will not develop if left to their own devices.” 

(From, Fullan, The New Meaning of Educational Change, 2007, p. 206)

	“After superintendents and school boards establish new policies, mid-level staff have the job of translating big ideas like ‘improving literacy district-wide’ or ‘closing the achievement gap’ into strategies, guidelines, and procedures that are handed down to schools.”

(From, Leading From the Middle, Burch & Spillane,Cross City Campaign, 2004, p.2)


“Deal and Peterson in their book The Leadership Paradox, talk about the ‘bifocal principal’ who must follow the ‘central office directives [yet] be creatively insubordinate’ (p. 49).  Also, principals should recognize that central office personnel are doing the same thing.  The art of politely resisting an idea and hoping that it will go away is practiced on many fronts.  This jockeying on the part of the school and the central office can be frustrating but also helpful, it keeps both sides on their toes.”

                  (From, The Principal’s Companion, Robbins & Alvy, Second Edition, p. 61, 2003)

“Teachers as leaders.  The principal as instructional leader.  The superintendent as the first instructional leader. But what about the central office staff?  How many articles and headlines have you read about central office leaders?  I suspect you’ve read very few….[Central office provides] service and expertise.  The demands on school staff members increase every day.  The central office provides service and expertise to the schools so that they can fulfill their missions without distraction.  For example, central office staff members: conduct the textbook adoption process, order new textbooks, evaluate supplementary materials, develop programs of studies, conduct formal observations of teachers, assist teachers having difficulties, design and conduct staff development, facilitate teacher attendance at professional conferences, organize countywide activities such as art exhibits and science fairs, organize informational meetings for parents, meet with citizen committees on each instructional area, analyze achievement data, apply for and manage grant-funded projects, and complete required state and federal reports….In these ways, central office leaders are effective, in part, precisely because they are invisible, much as the skeleton in the body is invisible.  Vitally important, central office staff members provide the support and consistency necessary for a high-quality instructional program.”

(From, “The Invisible Role of the Central Office”, by Kathleen Grove, Educational Leadership, pp. 45-47, May, 2002)

	The District’s Role with Principals in Supporting Teacher Leaders:

“The district constitutes an important social context that can influence what principals know and how they use their knowledge. (p. 333)  “The study also reveals that communication from the district level supervisors who oversee teacher leadership initiatives can influence principals’ knowledge and interactions.” (p. 348)  “To increase principal support for teacher leadership, districts need to develop better systems of communication that promote principals’ knowledge of teacher leaders.  Ways of promoting principals’ knowledge include involving principals in teacher leadership role design; soliciting their input in the hiring process; creating opportunities for interaction between principals, supervisors, and teacher leaders; clarifying the principal’s role in implementation; and offering professional development related to teacher leadership.” (p. 351)   (From, “Facilitating Elementary Principals’ Support for Instructional Teacher Leadership,” by Melinda Mangin, Educational Administration Quarterly, August, 2007)                                                      


Reflections on Collaboration between the Central Office and the Schoolhouse (pp. 35-39).

1.  What insights have you gained from the seven boxed quotes, the recommendations from the Cross City Campaign, and the McREL findings concerning the central office and schoolhouse relationship?   

2.  Are there essential points that have been omitted?   Please explain.  

Share your thoughts with a colleague.  Then, with a colleague, discuss strategies to strengthen the central office and schoolhouse relationship. 

Strategic Management As an Essential Leadership Tool

Can Leadership and Management Actions Be Unified to Contribute to Student, Staff and School Success?

The popular expression, “Managers are people who do things right and leaders are people who do the right thing” (Leaders, Bennis and Nanus, 1985), can be interpreted as meaning that managers do not make important decisions—the “right” choices are made by leaders.  Principals [and other educational leaders], however, must move seamlessly, “balancing” their management and leadership roles daily. [For example, to facilitate learning the instructional leader also makes sure the classroom lights are working.] 

Bill George, Professor at the Harvard Business School, shared an insightful quote from his mentor, Warren Bennis that sheds light on the word “balance.”  George states, “Warren Bennis does not like the word balance. ‘Balance is an engineering term that means you put the little weights on each side, and if you’re really a good person, you’ll come out equal.  We have to be aware that we swing back and forth.  It is choices all the time, not balance.’ ”  (From True North, by Bill George (2007)

	Reflections:  Thinking about your own role, what are some ways that you combine leadership and management responsibilities? Jot down a couple of examples.  Please share your examples with colleagues next to you.

A Key Point: As information sharing occurs, respect, trust and collaboration develop.


Managing Bifocally

	Interestingly, Deal and Peterson in their book, The Leadership Paradox, also address the issue of leadership and management in a chapter titled, “The Bifocal Principal”  (pp. 39-51).

“We often see solutions to problems as choices between extreme alternatives…Puzzling situations are simply problems to be solved with predetermined answers rather than dilemmas that may not have a clear solution” (pp. 39-40).

“Those who work in schools sometimes apply this view of opposites in thinking about what they do and searching for solutions to problems they encounter.  One is either a manager or a teacher, a leader or a follower, a planner or a doer” (p. 40).

“Dualistic thinking leads people to view managing and leading as different, as inherently conflicting activities.  Many administrators thus think they need to pick one orientation over another, to focus mainly on either technical or symbolic aspects of their work—but not both”(p. 40).

“Merging leadership and management requires equal parts of action and reflection.  Too much action causes plans to go awry; too much thought creates paralysis that prevents actions from ever being taken.  Harmony occurs through reflective action and active reflection” (p. 50).

“In sum, bifocal principals are able to view every part of each day through two lenses, [technical and symbolic], and use whichever one the occasion requires.  In their heads and through their actions, they are able to balance and blend logic and artistry, dancing on the juncture of the two” (pp. 50-51).


Consider: How Do You Manage Bifocally?
	List three management tasks that you currently attend to.  Brainstorm ways that you can make this task bifocal.  Include a leadership dimension to the management responsibility.

Three Tasks:

1.

2.

3.




The Tickler File: An Invaluable

Planning Tool

“ Using a Tickler File:  Probably one of the best organizing tools a principal can use is a tickler file that includes all of the important events, critical activities, memos, and time deadlines (end of semester or quarter, testing, grading periods, open house, parent conferences, etc.) for each month (you ‘tickle’ the file monthly).  Thus, when November is about a month away, the principal and secretary meet, review a list prepared by the secretary of items in the November file, and examine each previous November memo or important activity description.  It is helpful to have separate ‘beginning’ and ‘end of year’ files, in addition to the August/September and May/June files.  A very helpful addition to the file is a monthly section that includes your reflections on the events so errors are not repeated, successes are noted, and ideas for next year can be immediately added to the file.  A tickler file is invaluable!”  (Robbins and Alvy,  The Principal’s Companion, 2003 Corwin Press)

	Reflecting on Your April, May, and June Tickler File Items: Take a moment to brainstorm five items that could be (or are in) your April, May and June Tickler File.  Briefly list the item, action that needs to be taken, and, if appropriate, possible refinements that need to be addressed this year.

Share your list with a colleague.  

Item                        Action                        Refinements

1.

2.

3.

4.

5.




“Balancing” Time Management with Instructional Leadership Responsibilities

Leading and Learning By Wandering Around (LLBWA):

Adapted from IF I ONLY KNEW…Success Strategies for Navigating the Principalship p. 100, (1998) by Alvy and Robbins.

	“[LLBWA] helps to implement the important leadership principle that leadership and management go hand in hand.  Moreover, [LLBWA] symbolically reinforces the message that: the heart of the school is the classroom, not the principal’s office.”  [LLBWA] is purposeful visibility   by circulating in classrooms, the hallway, the cafeteria, the gymnasium, and science and computer laboratories, as well as on the playground and the bus area.  School leaders should not ‘camp out’ in their office but rather spend time in the various nerve centers of the school that are critical to an effective organization.  As a result, when principals visit classrooms to conduct teacher observations and watch students learn, the teachers and students will experience a greater comfort level because the visitor is a familiar classroom figure.”




LLBWA supports the school vision as an important teaching and learning tool for:

· using the “brevity, fragmentation and variety” (Peterson, 1982) of the principalship to support school goals

· sharing expectations

· supporting and celebrating norms of effective teaching practice

· focusing attention on what's important: student work

· positive public relations

· attaining a perspective on instructional quality and student work 

· assessing the nature of the "taught" curriculum

· gathering data about the school culture and perceptions of the school in the community 

Leading and Learning By Wandering Around:  "Tactics"

(adapted from The New Principal’s Fieldbook, pp. 179-181)
A.  Select different times to "wander"  8, 10, 12, 2, 4

B.  Celebrate  Student and Teacher Success

C.  Focused Drop-In--"7 minute snapshots" 

      --student  focus

     --instructional focus

      --curricular focus
D.   Unfocused Drop-In

      --random

      --planned

E.   Teach a class/group

F.    Pre-Observation Chat 

      --Observation

      --Post-Observation Chat

G.  Hallway/Yard Monitoring at Transition Times

H.  Prescheduled, Periodic One-to-One Discussions

I.   Task Group Discussions (e.g., to make parent conferences more meaningful)

J.   Parent Outreach Calls

      --good news

      --storytelling

K.  Target Student Interviews

L.   Random Student Interviews

M.  Sample Lesson Plans and Comments

      (providing cultural norms permit)

N.  Staff Room Visits 

O.  Collect Student Work Samples

P.   Collect Specific School wide  Data (TOT, Verbal Flow, Motivation)

Q.  Referral Follow-Up

R.  Wander by "Black Holes" in space that are monitored infrequency 

S.   Neighborhood Walk and Watch

T.  Observe Display Cases and Consider What They Say About the School 

	Theory to Practice: Consider areas in your school or school district that you could have visited more frequently during these past two months.  Do any of these areas have important meaning relating to your school or district culture?  Jot down a reminder to visit two or three of these areas when you return to school in a few days.

Areas I am going to visit:

1.

2.

3.




On the other hand….cautiously consider the shortcomings of multitasking

From “The Autumn of the Multitaskers” by Walter Kirn

(Atlantic Monthly, November, 2007)

	“Multitasking messes with the brain in several ways.  At the most basic level, the mental balancing acts that it requires—the constant switching and pivoting—energize regions of the brain that specialize in visual processing and physical coordination and simultaneously appear to shortchange some of the higher areas relating to memory and learning.  We concentrate on the act of concentration at the expense of whatever it is that we’re supposed to be concentrating on.”  (Kirn, p. 72)


	“This is the great irony of multitasking—that its overall goal, getting more done in less time, turns out to be chimerical.  In reality, multitasking slows our thinking.  It forces us to chop competing tasks into pieces, set them in different piles, then hunt for the pile we’re interested in, pick up its pieces, review the rules for putting the pieces back together, and then attempt to do so, often quite awkwardly. (Fact, and one more reason the bubble will pop: A brain attempting to perform two tasks simultaneously will, because of all the back-and-forth stress, exhibit a substantial lag in information processing.)”  (Kirn, p. 72)


	“Here’s the worst of the chilling little thoughts that have come to me during microtasking seize-ups: For every driver who’s ever died while talking on a cell phone (researchers at the Harvard Center for Risk Analysis estimate that some 2,600 deaths and 330,000 injuries may be caused by drivers on cell phones each year), there was someone on the other end who, chances are, was too distracted to notice.”  (Kirn, p. 76)


	A Reflection:  Our modern, fast-paced, society, seems to “applaud” the benefits of multitasking.  After reading the above comments, and thinking about your own experiences, consider the costs and benefits of multitasking.  Jot down a few thoughts.  Then, share your thoughts with colleagues. 




Reflecting on:

ESSENTIAL ELEMENTS OF BOLD & VISIONARY LEADERSHIP

· Inspires a shared vision (Kouzes and Posner)

· Enables/empowers others to act (Kouzes and Posner)

· Advocates student success through, meaningful, engaging, and quality student work facilitated by effective instruction (Schlechty, Marzano)

· Sets a personal example of lifetime learning (Covey), embracing a spirit of curiosity (Bennis and Little)

· Advocates positive human relations and effective communication (Coladarci and Getzels, McGregor)

· Provides daily moral and emotional leadership with head and heart (Sergiovanni, Goleman)

· Promotes a collaborative professional learning community focused on results (Senge, DuFour and Eaker)

· Considering leadership and management responsibilities (Bennis, Deal and Peterson)

· Builds a positive school culture (Deal and Peterson)

· Uses celebration to enhance climate and promote treasured cultural values and goals (Robbins and Alvy)

· Supports and celebrates diversity of issues, staff and students (Banks)

· Advocates the importance of respectful global connections (T. Friedman)

· Maintains purposeful visibility—Leading and Learning By Wandering Around (Peterson, Alvy and Robbins)

· Provides transformational leadership to maximize human potential (Burns)--including high expectations for self, students, teacher leaders, and others 

· Fosters relational trust by emphasizing competence, respect, personal regard for others and integrity to accomplish school reform (Bryk and Schneider)

· Fosters instructional leadership and professional growth through staff development; supervision and evaluation (Robbins and Alvy)

· Provides feedback on performance (Glickman, Peters, McGreal)

· Develops school, parent, family and community partnerships (Epstein, PTA, Comer)

· Focuses on teaching and learning (Lambert); standards and benchmarks (Reeves)

· Is results oriented (Schmoker) 

· Makes data-driven decisions (NAESP), focusing on closing the achievement gap for each student (ASCD, U. S. Dept. of Education)

· Understands and facilitates change, discounting "simple" solutions (Fullan) 

· Effectively manages discipline and promotes student responsibility (Kohn, Curwin and Mendler)

· Supports caring and safe schools (U. S. Dept. of Education)

· Keeps the professional candle lit—including physical health (Robbins and Alvy)

Focusing on the Challenge:

	The challenge of visionary leadership is a never-ending quest to help teachers thrive in their work—so each student can achieve success.  As you examine the essential elements of visionary leadership select three or four elements that you want to particularly address during the rest of this school year.  Reflect upon how you might combine leadership and management actions as you employ these elements.




The End as a Beginning

	“The core leadership challenge of this millennium is to build schools in which every child can grow and every teacher can make a difference.  Such sentiments flourish in a culture where learning and caring are valued and where stories, rituals, and ceremonies provide zest and buoyancy to the world’s most sacred profession.  School leaders can make a difference by restoring hope, faith, and a shared spirit to the place called school.”

(Source: Deal and Peterson, Shaping School Culture, Jossey-Bass, 1999)


Let’s continue the conversation to make this happen…

Reflections and Personal Action Plan

	Reflect upon your learnings in this session.  Include things you already knew that were reinforced.  What are some key points you wish to remember?




	What are some personal next steps you wish to take?  This could include how you will use the strategies in your own work, or how you will use them in your work with others.
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