With more responsibility for
higher levels of student perfor-
mance, principals are now re-
quired to take on new and ex-
panded roles as both instructional
leaders and managers of their
schools. Parents and communi-
ties have aresponsibility to work
with principals and districts to
meet the challenges of this
changing role. They need to en-
courage an atmosphere that sup-
ports afocus on instruction
among school leaders.

First, to empower principas
and teachers to make the changes
needed to improve student perfor-
mance, many districts have trans-
ferred decision-making authority
from the central office to the
school building for management
and instructional issues, heighten-
ing therole of the school leader.

Second, new academic stan-
dards have raised expectations
not only for students, but also for
the teachers charged with im-
proving student performance.
These standards give principals
an opportunity to push for better
and more individualized instruc-
tional strategies.

And third, demands for im-
proving instructiona strategies
present principals with the oppor-
tunity to create professiona devel-
opment programs that are custom-
ized to their own schools' needs.
Asresearchershave noted in re-
cent years, the best professiona
development is embedded in the
daily context of the schoal, notin
one-shat, off-site workshops. Prin-
cipdsarethelogica leadersin
these important initiatives.

hat the Research Says
Research supports the notion that
unless schools have enlightened
leadership they are unlikely to
become places where positive
changes occur. The Educational
Research Service, on behalf of
National Association of Elemen-
tary School Principals (NAESP)
and National Association of Sec-
ondary School Principals
(NASSP), recently conducted a
review of the research literature.
The synthesis showed that most
often high-performing schools
had strong leadership. Consider
the following:
¢ A study of 13 high- and low-
performing schools in the Jer-
sey City and Paterson Public
Schools found that the most
important factor in school per-
formance was a dedicated and
dynamic principal (Arthur
Anderson, 1997);
¢ InNew York City, a study of
eight high-performing schools
found that school leadership
was consistently high through-
out the schools
(PricewaterhouseCoopers En-
dowment of the Business of
Government, 1999);
¢ A study of nine high-perform-
ing urban elementary schools
in high-poverty areas found
that the schools excelled be-
cause their principals had a
collective sense of responsibil-
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ity for school improvement,
helped teachers increase the
time they spent on instructional
issues and persisted through
difficulties and setbacks (U.S.
Department of Education,
1999);

e InMaryland, a study of
schools with much higher than
expected student performance
on state tests showed that the
principalsin these schools
tracked student achievement
very closely, demanded high-
quality teaching, and madein-
tensive efforts to recruit good
teachers (University of Mary-
land, 1997);

A study of six schoolswith
high levels of achievement, de-
spite high percentages of stu-
dent poverty, showed that each
had a strong principal who kept
staff and students focused on
goals developed and adopted
by the school community (Edu-
cational Research Service,

1999).
Research like this reinforces
the point that principals play a

critical role in improving school
performance. During last year's
National Education Summit at-
tended by governors and business
leaders, Gov. Thomas Carper of
Delaware noted the importance of
having a good leader at the helm:
“1’ve never been to a great school
where they don’t have a great
principa.”

ﬁ he Principal Shortage
f parents want to support and ad-

vocate for the development of ex-
cellent principals, then they
should understand the changing
dynamics of the principal ship
and, not incidentally, how diffi-
cult it has become to recruit the
right people for the job. Several
issues have emerged in the last
few years.

Unfilled jobs. NAESP and
NASSP asked the Educational
Research Service to survey super-
intendents in 1998 to determine
how well districts were filling va-
cancies. The study found that
about half of the 403 superinten-
dents reported a shortage of
qualified candidates for principal
slots they were attempting to fill.
The shortages cut across al types
of districts: 52 percent of superin-
tendentsin rural districts, 45 per-
cent in suburban schools and 47
percent in urban systems. Simi-
larly, the shortages occurred at al
levels: 47 percent in elementary
schools; 55 percent in middle and
junior high schools and 55 per-
cent in high schools.

Retention and raiding. The New
York Times noted recently that in
Washington State, 15 percent of
the state’s principal s left their
jobs at the end of last school year,
some to accept sign-on bonuses
from desperate districts in Idaho,
Cadlifornia, Oregon and Nevada.

Johnny Hughes, Principal, Lanier High School in Jackson, MSand
Beth Canizaro, Director of Millsaps College Principals' Institute,
know the importance of strong school leader ship.

In Vermont 20 percent of princi-
pasretired or resigned over the
summer. New York City has seen
principals depart at the rate of 25
percent in the last two years.
Dearth of applicants. Mean-
while, those responsible for fill-
ing positions say there has been a
scarcity of candidates even ap-
plying. The New York Times
noted that Kentucky and Texas
districts, which are seeing depar-
tures at the same rate as Vermont,
get as few as three candidates per
opening — about four times less
than five years ago. Those dis-
tricts that don’t have shortages
say they stay afloat by actively
recruiting. “We don’t depend on
paper coming in as much as we
used to,” says Larry Leverett, su-
perintendent in the 7,400-student
district in Plainfield, N.J.
Retirements. The graying of the
principal workforce is aggravat-
ing applicant shortages. The U.S.
Department of Labor reports that
40 percent of the nation’s 93,200
principals are nearing retirement
and that the need for school ad-
ministrators in the next five years
will increase by 10 to 20 percent.

he Complexity of the Job
Applications have not dried up
because of a shortage of quali-
fied potential applicants. To the
contrary, nearly half of al public
school teachers have master’s de-
grees, making them suitable can-

didates. Education experts say
people are less interested in be-
coming principals because the
job isincreasingly complex. The
NAESP/NASSP study highlights
this point. Even though the
principal’sjob is among the
highest paying in public educa-
tion, 60 percent of the respond-
ing superintendents indicated
that the salaries were not enough
to justify the increased workload.
Survey participants said the job
was too stressful (32 percent),
that it required too much time
(27 percent), and that it was diffi-
cult to satisfy parents and the
community (14 percent).

Mildred Collins Blackman,
director of the Principals’ Center
at Harvard University, and Ledlie
Fenwick, avisiting fellow at the
Center, write that several factors
have converged to make the job
more difficult. They include a
push from the accountability
movement to link principals
contracts to student performance
on standardized tests, decreasing
public confidence in school qual-
ity, the pressure for privatization,
growing incidents of school vio-
lence, and the increasing ethnic
and linguistic diversity of stu-
dents.

“Added to these demandsis
the day-to-day redlity of the
principalship,” they write. “ The
principal must negotiate bureau-
cratic minutiae, district politics,

and community interactions. He
or she must be able to placate
and soothe parents’ concerns,
while aso serving as a plant
manager who can get the bus
scheduleright.”

At the sametime, it is pre-
cisely because of the job’s grow-
ing complexity that principals are
considered so critical to the suc-
cess of schools. Essentially the
job requires principals to concen-
trate on two distinct but equally
important tasks: instruction and
management.

Instructional Responsibilities
Principal s provide day-to-day in-
structional leadership for their
staff. “ The burden falls on the
principal to provide the instruc-
tional acumen, curriculum sup-
port, professional development
opportunities, data-driven deci-
sion-making and visionary per-
spective to mold afaculty of
teachersinto a unified force to
advance academic achievement
for all students,” writes Gerald
Tirozzi, executive director of the
National Association of Second-
ary School Principals.

Ruth Ash and Maurice
Persall of the School of Educa-
tion at Samford University in
Birmingham, Ala., call school
leaders of the future “chief learn-
ing officers.” They must be open
to new teaching and learning
even when that learning chal-
lenges their strongly held beliefs;
model the learning behaviors
they want to seein others; and
build a culture of innovation, Ash
and Persall write.

To be good instructional
leaders, principals need to have
what Michael Murphy, director
of programs for the National
Staff Development Council, calls
“deep knowledge” of teaching
and learning, aswell as skillsin
how to improve both. “By deep
knowledge, | mean more than
just a cursory understanding of
what happens in the classroom,”
he says. “You need to know
when it's happening, what to
look for and what to do when it
(continued on page 2)
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L etter from the
Executive Director

If there could be asilver bullet in public education, school
leadership would likely beit. 1 am not suggesting that the prin-
cipal can do thiswork aone, nor that the principal isor should
be all-knowing and all-powerful. However, the role of the prin-
cipal ispivotal. It isthe principal who sets the tone and expecta-
tion that all children can learn.

Principals are positioned to unleash all the forces necessary
to create a good school or, conversely, to block these essential
forces. Theseforces, of course, include all the factors that go
into making schools good: high standards, competent teachers,
adequate facilities, fair assessment and accountability, parent
and community involvement. School by schoal, it is the princi-
pal who creates the climate for these interrelated elements to be
nurtured and to bear fruit.

The absence of good |eadership should not condemn a
school full of students to afuture of educational mediocrity and
malpractice. The system’s failure to intervene in these cases is
the most classic example of how we allow the personal egos and
convenience of adultsto override the educational needs of chil-
dren. Failureto intervene is damaging to professionals—and the
profession, aswell.

Whether the system lacks capacity or the will to get the job
done, parents and the community can no longer simply look the
other way. The problem is bigger than you may think* and it
will not remedy itself. But the newsis encouraging: SOLU-
TIONSABOUND. Thefield of education possesses alot of
knowledge about effective school leadership, yet there remains a
serious gap in putting this knowledge into practice. Communi-
tiesmust play arolein calling for action and for resources. Par-
ents should be catalysts, too.

Unfortunately, parents’ efforts to challenge mediocrity are
often frustrated (and frustrating!) because they lack clout asindi-
vidua consumers within the system, and they lack the technical
knowledge to make them credible critics in the eyes of educa-
tors. For over adecade, Parents for Pubic Schools has been
stepping into this void to bring knowledge to parents, giving
them choicesin public education by transforming them into pro-
active problem-solvers and partners.

By taking the individual motivations of parents and build-
ing a collective, constructive and well-informed voice, PPS en-
ables public school consumers to become more effective change
agents from within the system. And because public school par-
ents are intimately involved on adaily basis with the caliber of
leadership at the building level, they represent an important con-
stituency to help influence community awareness and build sup-
port for greater accountability. PPSis giving them the additional
tools and information to do this.

This edition of Parent Pressis part of our on-going series to
build this knowledge base among parents about issues that sup-
port academic achievement. The two previousissuesin this se-
ries have probed the subjects of academic standards and teacher
quality. Now we turn to the challenge of school leadership asa
way to shed new light on the evolving role of the administrator
and its critical link to student achievement.

Whatever your relationship is to a school |eader, | hope you
are moved to do your part to close the gap in knowledge, re-
sources, capacity and will.

Kelly Allin Butler,
PPS Executive Director

*The U.S. Department of Education’s Office
of Educational Research and Improvement
concluded in its June 1999 report that only
about one-quarter of today’s 80,000 public
school principals currently have the necessary
skills to be effective instructional leaders and
build authentic learning communities.
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needs improving.”

With this deep knowledge,
principals are better able to pro-
vide support and learning oppor-
tunities for teachers. Principals
need to know what to look for
when they visit classrooms and
look at teachers’ work. With a
solid grounding in content, prin-
cipals are better able to give sub-
stantive feedback to teachers on
content and instruction and sug-
gest methods for improvement.

Principal s aso need athor-
ough understanding of how data
drives the planning process for
school improvement. For those
who work with site-based plan-
ning committees, principals serve
in the role of guiding the team
through the process to gather,
analyze and use data as they cre-
ate a plan that focuses on instruc-
tion and makes the necessary
changesin practice to improve
student learning.

Management Responsibilities
In addition to the daily instruc-
tional tasks, the move to site-
based management requires prin-
cipals to be more adept at man-
aging their operations. Studies
show that the typical principal
now controls 26 percent of the
building’'s budget. In Chicago,
for example, where state reforms
have given principals control
over the discretionary funds that
used to be managed by the Board
of Education, principals are run-
ning mini-corporations. Albert
Bertani, senior executive director
of leadership devel opment pro-
grams offered by the Chicago
Principals and Administrators
Association, says elementary
school principals are typically
managing $500,000 in discre-
tionary funds; at the high school
level, these discretionary funds
average $800,000 but can go as
high as $1.5 million. In Plain-
field, N.J., they are managing
budgets as high as $2.5 million.
Principalsin site-based
managed schools also must have
well-developed communication
and facilitation skills so they can
work well with their site-based
teams and the community at-
large. “Facilitation and commu-
nication skills were not so impor-
tant years ago, but they are vi-
tally important now, especialy if
the people on the teams are going
to assume important roles,”

Murphy says.

ew Skills for Principals
Unfortunately, some people think
thejob, asitis currently struc-
tured, is nearly impossible to do
well. “The modern-day principal
must be part social worker,
nurse, counselor, fundraiser, psy-
chometrician, legal expert, spe-
cia education expert, security of-
ficer, community activist, mar-
keter and Internet expert, in addi-
tion to being an instructional
leader and school manager,” says
Vincent Ferrandino, executive di-
rector of the National Associa-
tion of Elementary School Prin-
cipals. “Clearly therole of the
principal has changed and ex-
panded. It's time to redefine that
role, to update it.”

Because the job has become
so complex, some have advo-
cated dividing the position. The
Principals' Center at Harvard
suggests, for example, that every
school have two leaders: an in-
structional principa and an ad-
ministrative principa. Thein-
structiona principal would be ac-
countable for student achieve-
ment, curriculum and technol-
ogy, and have authority to hire
and fire. Meanwhile, the admin-

Who's Accountable?

In the Self-Directed School, the principal is presented with what
may appear to be adilemma: “If | successfully empower my
Stakeholders and pass authority and responsibility on to them, will
| still be held accountable for the successes and failures of the
school, or will the Stakeholders-the real decision makers-be held
responsible?’ Although it may seem anti-intuitive at first, it soon
will be very clear to the superintendent, the Board, as well asthe
principal that the principal remains accountable.

In a collaborative, high involvement school like a Self-Directed
School, principals will no longer be prized for their ability to keep
thelid on and to run atight ship. Instead, the principal will be judged
and evaluated based on his or her ability to listen effectively, use
conflict resolution, build consensus, build teams, facilitate Stake-
holder problem-solving and know how to delegate and hold indi-
viduals and clusters responsible for their respective performances.

If a Self-Directed School is successful, it will be because the
principal facilitates and empowers the Stakehol ders to make the de-
cisonsthat led to that success...In what appears to be a contradic-
tion, a Self-Directed Schoal principal must be strong enough to be
weak. The principa must be strong enough as an attitude builder, fa-

cilitator, administrator, coach and advisor to release the power and
authority that has traditionally been reserved for the position of prin-
cipa. Through modeling, coaching, advising and providing training,
the principal must allow anew leadership to emerge—the collective
leadership of the Stakeholders working together in teams.

From The Self-Directed School: Empowering the Stakeholders by Dr.
Ronald Mclntire and John T. Fessenden. Scholastic, Jefferson City, MO. p.

Panelists speaking at the Jackosn PPS Lunch Bunch on the qualities
of effective principals and the support needed to create them included
Brinkley Middle School Principal Shae Robinson (left), Baker
Elementary School Principal Margarit Wallace (second from left) and
Beth Canizaro (front right) of the Millsaps Principals’ Institute.
Joining them are PPS chapter member Mississippi First Lady Melanie
Musgrove and chapter president Joe Bennett.

istrative principal’s responsibility
would focus on plant management,
including capitol improvement,
transportation, food, and other
such areas.

In places like San Diego,
Chattanooga, Chicago, and New
York, efforts to redesign the job
are under way. These districts are
using a number of innovative strat-
egies to support principals as they
move through different stages of
their career. They include sus-
tained professional development
for experienced principals,
mentoring programs for beginning
principals, and programsto help
aspiring principals.

In Chicago, for example, the
principals’ union istaking the lead
in offering programs that support
principals at severa critical junc-
tures. In aprogram called
LAUNCH, a select group of aspir-
ing principals spends five weeksin
summer residence at the Kellogg
School of Management at North-
western University, where they
take courses on management is-
sues, instructional leadership team
building, and parent and commu-
nity involvement. The summer
session isfollowed by a semester-
long paid internship, during which
they are paired up with an experi-
enced principal mentor.

In another Chicago program
known as LIFT, first- and second-
year principals attend monthly
workshops. Two beginning princi-
pals are paired up with a mentor to
study school leadership, parent in-
volvement and community part-
nerships, professional develop-
ment and human resource issues,
and teaching and learning. Two
other programs work with experi-
enced principals. All but one of the
programs are voluntary, and all are
well attended.

States, as well as school dis-

tricts, are creating professional de-
velopment programs to support
principals. For example, the Prin-
cipals Executive Program, cre-
ated by the North Carolina genera
assembly in 1984 with the aim of
improving student performance,
patterns its program after Harvard
University’s leadership training
for business executives. The Texas
Principal s Leadership Initiative,
created by an education and busi-
ness coalition and approved in
1995 by the state education com-
missioner, provides assessment-
driven professional development
for Texas principals. And Ohio
recently launched the Ohio Princi-
pals Leadership Academy to assist
entry-level and more experienced
principals to become stronger in-
structional leaders.

For principals, the opportu-
nity to develop new skillsis one
of the most important factorsin
being able to meet the challenges
of their changing leadership role.
Named principal of the year for
2000 by the National Middle
School Association, Michelle
Pedigo believes that it is not ad-
versity to new roles and responsi-
bilities among principals but
rather alack of knowledge and
support that slows the pace of
change. “To be true instructional
leadersis different than the way
we' ve done our jobs in the past,”
says Pedigo.

Principals, she says, are ex-
cited by the possibilities of instruc-
tional leadership, but without the
requisite support and training, they
stay in their manager role, as
“clerks of the work.” Pedigo be-
lievesthat only when we create an
environment that will encourage
principals to take risks, and support
them when they do so, will they
take the risks needed to change the
role of school Ieadership.



A Profile of an
Instructional Leader:
Michelle Pedigo

Michelle Pedigo is atrue instructional leader. In her tenure at Bar-
ren County Middle School in Glasgow, Ky., the school was one of
four schools in the nation to receive the designation of “ School to
Watch” from the National Forum to Accelerate Middle-Grades
Reform. The National Middle School Association named her prin-
cipal of the year for 2000.

Pedigo says:. “Instructional leadership places at the top of the
list a sheer focus and intentionality that what the school and its
leader do has an instructional focus. It doesn’t mean that princi-
pals don’t deal with administrative issues, but when they do, they
look at what will support student achievement. [Leaders] ook at
all of the resources available and think outside the box about
ways to use them. True instructional leaders build the capacity for
leadership in other people. Thisincludes teachers as mentors and
content coaches, parents, students, and community members.”

To make this definition areality, Pedigo emphasi zes the need
for an “overhaul” in leadership training to help principals “use al
facets of ateam by looking at what needs to be accomplished and
putting all the pieces of the puzzle together.” A district needsto
create an environment that will encourage principals to take risks
and implement risky, or new, ideas that reinforce instructional
leadership, she says. In her new position as secondary instruc-
tional director in the Barren County school district, Pedigois
helping to design that kind of environment for principals.

Pedigo’s decision to leave the principal position was the
“hardest decision” she has had to make in her professional career.
“The principal ship was the most demanding yet the most reward-
ing job I’ve ever done,” she says. She remains convinced, though,
of the importance of the principal: “| have come to believe that
the principal isthe most instrumental person in education. Itis
[principal] leadership that determines the level at which the
school embraces opportunities for students,” she wrote on
MiddlewWeb.

A Closer Look at
Instructional Leaders

National experts at The Education Trust, the Edna McConnell Clark
Foundation and the National Staff Development Council; leadersin
Pennsylvania public education; and researchers at prominent universi-
tiesal point to acommon set of characteristics that define effective
school leadership. According to their definitions, instructional leaders:

1.

Create a school that isfocused on student performance. They
have an unrelenting conviction that youngsters can learn at higher
levels and that schools and classrooms need to improve to make
these higher levels of achievement possible. They spend a signifi-
cant amount of time in classrooms, signaling that instruction isim-
portant.

Have a deep knowledge of teaching and lear ning that is more
than just a cursory understanding of what happens in the class-
room. Mary Kay Stein of the University of Pittsburgh and Richard
Elmore of Harvard University agree that principals need deep
knowledge of at least one content area. With knowledge of content
and instruction, instructional leaders are able to ask intelligent
questions of teachers about their instruction, look at teachers’ work
samples, and watch classroom interactions with an eye toward im-
proving teaching and learning. Lancaster School District expects
principals to be able to provide explicit oral and written feedback
on teacher lessons and student work.

Create a learning community in the school. Principals who are
instructional |eaders provide support and learning opportunities for
teachers to be instructional leaders in their own classrooms. They
have knowledge of every teacher as alearner and make profes-
sional development a priority, helping teachers see the areasin
which they need to improve and making the time in the school day
for that learning.

Pour over data. Instructional leaders use data to ask hard ques-
tions of faculty about the kind and quality of instruction, and how
that instruction helps low-performing youngsters perform at higher
levels. They are flexible and innovative with resources and instruc-
tional strategies and are able to design creative interventions for
students not achieving at high levels. They are willing to work
with, and reassign if necessary, teachers who are not showing a
marked difference in their students’ performance.

Engage parentsand the larger community. Instructional leaders
invite parents and other community members into the school to see
and talk about instruction and what kids are learning, perhaps ex-
amining student portfolios and engaging studentsin discussions
about their work. They seek out parent advocacy and will advocate
for the kids who don’t have their own parent-advocates.

EEEEEEEEEEEEEEEEEEEEEER
Parents Making A Difference in School Leadership

Several parent and community organizations have successfully raised the profile of parentsin efforts to ad-
dress school |eadership issues. These activities can serve as models for PPS chapters and other groups as they
create opportunities and take on the responsibility of helping to improve leadership in their schools.

Supporting Principals

The Ask for More Collaborative in Jackson, Miss., funded by a $600,000 implementation grant from the Ford
Foundation, is a community-driven effort focused in part on changing the way principals in Jackson Public
Schools use data. The professional development for principals also provides opportunities to network with
peers, read and discuss current research, reflect on their own practices, and apply what they learn. The Jackson
PPS chapter spearheads this partnership with the school district, Millsaps College Principals Institute, the Pub-
lic Education Forum, the Mississippi Human Services Agenda, 100 Black Men, Jackson State University and
the Algebra Project.

Training Parents to be Effective Participants on Site Councils

The Ask for More Collaborative also includes a model training program for site-based councils. PPS of Jack-
son devel oped Listening, Learning, Leading: A Ste-Council Involvement Guide. (For more information, see
the resources section of this Parent Press and the article below.)

In Kentucky, the statewide initiative known as the Prichard Committee for Academic Excellence has been
avital forcein training parents to assume important positions on school -based decision-making teams.
Through the Commonwealth Institute for Parent Leadership, 200 parents a year, selected from across the state,
gain understanding of the state’s education reform act, standards-based education, and the roles of parentsin
improving education.

Bev Raimondo, director of the Institute, says of the training, “We do see a difference in the way parents are
able to work with principals as aresult of participating in CIPL. That's because they know the education jargon,
they understand the school’s achievement data and can talk to principals about systemic, substantive achievement
needs...[Parents] tell usthey have so much more confidence that enables them to approach principals.”

Changing the Role of Parents in Principal Interviews and Evaluations

In West Palm Beach County, Florida, the Coalition for Black Student Achievement worked with the Education
Trust to develop a set of questions to be used by parents and community members during principal interviews.
The questions force the candidates to address instructional |eadership by asking how they would focus on stu-

dent achievement, professional development, family and community involvement, and innovative leadership
strategies. This process also hel ps educate parents about what they should be looking for in aprincipal. Candi-
dates have remarked that the Coalition’s questions are rigorous and make them seriously consider how they

would approach the principal ship.

In Pueblo, Colo., acoalition of the two local school districts, the local university and community college,
and the Chamber of Commerce and the Latino Chamber drafted standards for teachers and principals. The dis-
trict and the principals' union accepted the standards, which are now used to evaluate teacher and principal
performance. Rewards and penalties give the standards teeth.

Site Councils: An Opportunity for
Parents to Share School Leadership

Parents have unique, structured
opportunities to be part of school
leadership in schools with site-
based authority. To be effective as
participants in shared decision
making with principals and teach-
ers, parents need to bring certain
skills and knowledge to their
school-based management teams.

The PPS chapter in Jackson,
Miss., has taken the lead in its
community to provide the train-
ing parents need to be effective
members of site councils. PPS of
Jackson developed Listening,
Learning, Leading: A Ste-Coun-
cil Involvement Guide, which
gives parents basic skills for par-
ticipating in school leadership
teams and the knowledge that
they have the right and power to
be involved in the leadership of
the school. Listening, Learning,
Leading contains 17 training top-
icsthat cover the mechanics of a
council aswell asthe content of a
site council’s work.

The program istailored so
that the topics can be presented
individually or in combination,
depending on the needs and expe-
rience of the parent groups at-
tending the training. The modules
build understanding of school
management issues (e.g., data,
improvement plans, school bud-
gets) and develop the skills
needed to participate in site |ead-
ership teams (running meetings,
building consensus, listening and
communicating techniques, mod-
els of decision making).

“We train parents how to use
data so they can interpret what
comes from the district. We help
them understand what it means to
serve as arepresentative for other
parents. Some parents need more
of the basics, like how to run a

meeting, while some need less
because they have devel oped
these skillsin their professional
work,” says Mary Esther
Schnaubelt, the former executive
director of PPS of Jackson.

PPS chapters can use the
training with parents and com-
munity members even if there
are no site councilsin their dis-
tricts. Principals have used por-
tions of it with their staffs, and
other community groups are us-
ing it to conduct parent involve-
ment training.

To promote site councils as
avenues for parent involvement
in school leadership, Schnaubelt
advises that district policy needs
to specifically indicate that par-
ents do have positions with real
power on site councils. Once
they have a place at the table,
says Schnaubelt, parents can in-
sist that site council meetings are
held regularly at parent-friendly
times.

Listening, Learning, Lead-
ing is used as part of the Ask for
More Collaborative in Jackson to
build strong site-based gover-
nance at each school in one of
Jackson’s lowest performing
feeder systems. Ask for More uti-
lizes multiple activities to give
parents, teachers, and principals
the skills they need to understand
and positively affect student
achievement in that feeder sys-
tem. (For more information, see
the resources section of this Par-
ent Press)

Chris Brown, director of the
schools and community program
at Cross City Campaign for Ur-
ban School Reform, trains par-
ents and other groups to use
community organizing to im-
prove their schools. Brown, who

is also a parent member of alo-
cal school council in Chicago,
says that parents need avision
and a core set of skillsto be ef-
fective participantsin site coun-
cils. “Parents need to know how
to use the power they’ve got to
make change happen.” Brown
helps parent participants on site
councils define their vision, ara-
tionale for that vision, and how
they’ll make that vision areality.

Brown encourages parents,
as they make the case for greater
or more substantive participation
of parentsin site councils, to mo-
bilize an alliance between par-
ents and other community mem-
bers who have a stake in local
schools.

Michelle Pedigo, named
2000 principa of the year by the
National Middle School Associa-
tion, echoes Brown'’s suggestion
that parents bring confidence to
their role on site-based teams.
“Parents should expect to be
treated equally...and expect not
to betalked to in ajargon-filled
conversation.” She also encour-
ages parents to “come with an
open mind” and keep their work
focused on instruction while
trusting the principal on person-
nel issues, athletic issues and
other administrative issues.

She advises that parent
groups approach their work on
principal leadership by first de-
veloping a common mission by
talking with principals about
their goals and visions for how
parent involvement can help the
school. Starting with the idea that
parents are there to support stu-
dent achievement is away to
avoid threatening and alienating
the principal.



TOOLKIT

Parent Checklist: Examining Principal Leadership in Your Community
To examine the local landscape of the principal ship, parents can look for the following factors that
contribute to effective principal leadership:

Principals are focused on instruction

» Do principals spend time in classrooms and working with teachers on instruction?

e What kinds of professional development opportunities do principals make available for the
teachersin their schools?

e How do principals use student achievement data to make changes in instruction?

The district supports principals

e How strong is the professional development for principals?

e How is professional development for principals linked with the actual work of their schools?

«  What opportunities do principals have to network with peers and receive mentoring and coaching?

Prl ncipals have the power they need to lead the school
What decisions can principals make about hiring, placing and releasing teachers?

e What decisions can principals make about the school budget and the class schedule?

e What ability do principals have to direct their staff members' professional development activities
and to carve time out of the school day for these opportunities?

Principal evaluations are substantive and principals are held accountable
for results

e How are principals evaluated?

e How frequently are they evaluated (more than once a year)?

e Doesthe district use multiple measures (e.g., student achievement data, peer review)?

The community has a pipeline for new principals

e |sthe community facing a principal shortage?

e What do the data show about the number of principals who will be retiring in the next five years?

e What isthe turnover rate of principals?

e What reasons do principals give for leaving the position? What reasons do teachers and others
give for not pursuing the principal ship?

Tips for Parents:
What to Bring to the Table When Addressing School Leadership Issues

1. Build your understanding of school reform issues and individual school plans for implementing
reforms. Spend time on school campuses learning about positive aspects as well as things that
need to be changed.

2. Build your credibility with principals by being reliable; staying with something once you’ ve
committed to it; demonstrating your expertise about principals’ new roles, responsibilities, and
pressures; showing that you are knowledgeable about the school and its reform plans; and taking
a constructive stance toward change.

3. When participating on site councils, be willing to be part of ateam. Put aside personal needs and
agendas and learn how decisions are made. Participate in the process, or advocate changing it if
it's not inclusive. Be ateam player, not just a muckraker.

Actions Parents Can Take to Build and Sustain Effective School Leadership

1. Form good working relationships with the principalsin your schools. Gather information, edu-
cate yourself on the changing dynamics of the principalship, find common ground with princi-
pals, and develop realistic goals—rather than using an adversarial approach. Talk about goals
and changes in the context of student achievement. Become advocates for good teaching, learn-
ing and leadership.

2. Work at the district level to help redefine the role of the principal s—away from manager toward
instructional leader. Parents can work with districts and the community to:

» Advocate that the district creates the support—including training, professional development,
time, and compensation—that principals need to be able to focus on instruction in their
schools.

» Ensurethat the criteria used in the hiring and evaluation of principalsinclude characteristics of
instructional leaders. Advocate for parents to be part of the interview and evaluation processes.

» Help re-write the job descriptions of principals to include requisite skills and experience that
indicates a principal should focus on instruction and create a learning community in the
school. Make these descriptions public.

3. Create and sustain partnerships with community-based organizations, universities and consult-
ants to promote effective school leadership practices and provide the support that current and fu-
ture principals need to be good instructional leaders.

4. Actively promote parent involvement on site-based management councils. Promote programs or
other avenues for parents to gain the skills and knowledge they need to become effective part-
ners on site councils.

5. Find common ground with principal unions and teacher unions. Work with them to shine a spot-
light on and address barriers to finding, keeping and supporting effective school leaders, such as
aprincipal shortage, increased managerial and instructional demands on principals, and inad-
equate compensation for principals.

Myras Holmes shares her experiencesin
Cleveland public schools with fellow National
Board members Myrna Castrejon, Roy Pollard
and Salin Geevarghese.

Etta Green Johnson, Jane Beach, former Governor
William Winter and Manuel Rodriquez listen intently
to Don Davies wisdom at the fall 2000 National PPS
Board mesting.

Resources

1. School Leadership

® Thelnstitute for Educational
L eader ship, through its School

L eadership for the 21% Century
Initiative, has published “Leader-
ship for Student Learning: Rein-
venting the Principalship,” which
explores why principal |eadership
matters and ways to address the
principalship crisis. Thereport is
available on IEL’'s Web site or by
calling Mary Podmostko at IEL.
Phone: 202-822-8405, ext. 31;
Web site: www.iel.org

* Education Week isrunning a
school leadership series over the
course of two years. Recent ar-
ticles, including one on instruc-
tional leaders (Nov. 1, 2000), are
available on the Web:

www.edweek.org/sreports/.

* TheFireisBack! Principals
Sharing School Governance by
Jo and Joseph Blase. This book
portrays exemplary principals
perspectives on shared gover-
nance leadership, the role of the
principal in restructured schools
and the effect of shared gover-
nance on the organization. Pub-
lished by Corwin Press, Inc. Or-
der via e-mail: order @corwin.
sagepub.com or phone 805-499-
9774.

2. The Principalship

* “ThePrincipal, Keystone of a
High-Achieving School: Attract-
ing and K eeping the Leaders
We Need” identifies the charac-
teristics of effective principals,
discusses the shortage of princi-
pals, and shows programs that ad-
dress the shortage. Educational
Research Service prepared thisre-
cent report for the National Asso-
ciation of Secondary School Prin-
cipals and the National Associa-
tion of Elementary School Princi-
pals. Available for $12 from
NASSP. Phone: 703-860-0200;

Web site: www.nassp.org (in the
“Sore” section)

* The Web site, MiddleWeb,
posts Middle School Diaries of
principals and teachers. The en-
tries of principals put ahuman
face on the difficult and changing
role of principals. Web site:
www.middl eweb.cony
MSDiaries.html

* The National Association of
Elementary School Principalsis
aprofessional organization that
advocates for and supports el -
ementary and middle school prin-
cipals. NAESP'sWeb sitein-
cludes an extensive bookstore, ar-
ticles called “Principals Perspec-
tive,” select articles from its pub-
lications, information about pro-
fessiona development, a school
leadership inventory for princi-
pals, and links to hot topics, re-
search and learning resources;
Phone: 800-38-NAESP; Web site:
WWW.Naesp.or

* The National Association of
Secondary School Principals
works to promote excellencein
school leadership for the middle

grades and high schools. NASSP's

Web site contains an online store,
position statements, select articles
from its publications, links to re-
lated resources on issues affecting
the principalship, and a self-as-
sessment tool to help principals
plan their own professional devel-
opment. Phone: 703-860-0200;

Web site: www.nassp.org

3. Standards and Support for
Principals

* The National Staff Develop-
ment Council promotes high
quality professional development

for principals. The winter 2001
issue of the Journal of Saff De-
velopment focuses on principal
leadership and elements of effec-
tive professional development for
principals. Phone: 513-523-6029;
Web site: www.nsdc.org

* TheInterstate School Leaders
Licensure Consortium devel-
oped standards for school leaders
in 1996. Twenty-four state educa-
tion agencies and representatives
from professional organizations
developed these standards, which
reflect the centrality of student
learning, the changing role of the
school leader and the collabora-
tive nature of school leadership.
The standards are available on the
Web site of the Council of Chief
of State School Officers:

WWW.ccsso.org/standrds.html .

4. Training for Site Councils
* Listening, Learning, Leading:
A Site-Council | nvolvement
Guide, developed by PPS of
Jackson, contains 17 training top-
ics that cover the mechanics of
participating in council meetings
aswell asthe content of asite
council’s work. For more infor-
mation, contact Eileen Beazley at
PPS of Jackson. Phone: 601-353-
1335; E-mail: eileen.beazdey@
parentsApublicschools.com

* Through the Commonwealth
Institute for Parent L eader ship,
the Prichard Committee for Aca-
demic Excellence trains 200 par-
ents each year to become more
powerful advocates for improved
education and higher achieve-
ment. The Institute’s training pro-
gram includes information and
skills that prepare parents to as-
sume important positions on
school-based decision-making
teams. Contact Bev Raimondo,
Director of the Commonwealth
Institute. Ph:; 859-233-9849; Web

site: www.prichardcommittee.org/
cipl/cipl.html

° Community Organizing for
School Reformers, from Cross
City Campaign for Urban School
Reform, isatraining curriculum
to help parents, teachers, commu-
nity organizations, site-based
management teams and others
learn how to organize to improve
their local schools. More infor-
mation is available on Cross
City’sWeb site. The curriculum is
available for $30. Phone: 312-
322-4880; Web site:
WWW.Crosscity.org

5. Parent Involvement in
Principal Hiring

® The Coalition for Black Stu-
dent Achievement and The Edu-
cation Trust have developed How
to Choose A Principal: A Com-
munity Protocoal. It isacommu-
nity engagement process and a set
of questions developed to trans-
form parent involvement in prin-
cipal interviews so that parents
know how to look for qualities of
instructional leadership. Contact
Cynthia Laramore at the Coali-
tion (E-mail: LaramoreCC@
aol.com; Phone: 561-842-1134)
or Stephanie Robinson at The
Education Trust (E-mail:

srobinson@edtrust.org; Phone:
202-293-1217).

* In Pueblo, Colo., acodlition of
community, school district,
higher education and business
members drafted Standards for
Teachersand Principalsthat are
now used to evaluate teacher and
principa performance. For more
information about the process,
contact LeeAnn Withnell, educa-
tion director of the Greater
Pueblo Chamber of Commerce.
Phone: 1-800-233-3446.



