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Forward

Successful school leaders improve student achievement. With that
knowledge in hand, the Board of Regents and the education community
began afive-year review of school leadership in New Y ork State. We
targeted our review on the exploration of the question: How will New York
find, prepare, certify, and keep current a sufficient number of leaders of
character, skill, and diversity to enable all children to reach the
standards?

To learn more about the issues embedded in this question, my colleagues
and | traveled around the State and met aspiring administrators who are
eager to tackle the rewarding, and challenging, job of school Ieadership.
Despite the many people | met, we will always face the need for qualified
and capable school leaders.

Research on potential |eadership candidates and the factors that encourage
them to enter administration is critical to engaging a sufficient number of
school leaders. Thistimely report provides essential dataon New Y ork
State's next generation of school leaders that have significant implications
for policy and legislation. We now have datato aid in recruiting and
retaining quality school leaders.

Effective school leadership is vital to student success. We must have
highly-qualified leaders in every school and district whose primary mission
ishelping all children achieve at high levels. Thisreport provides
recommendations imperative to advancing that goal.

Kevin McGuire
Director, New York State Center for School Leadership
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-
EXECUTIVE SUMMARY

Thisreport summarizesthe key findings of four studies (see appendices)
conducted by researchers from the University at Albany under the
sponsorship of the University of the State of New York, the Wallace
Foundation, and the RAND Corporation. The studiesfocused on various
New York State school leadership issues and were intended to inform
the policy initiatives of the New York State Education Department.

Overal, the studiesfocused on the availability of potential administrative
applicants, gender similaritiesand differences, and the viability of those
aready administratively certified but not serving as administrators.
Specifically, the four studies examined the attributes and career paths of
principals; the principal’s role in the teacher hiring process; the factors
that influenced the career decisions of administratively certified educators
who are not currently serving as school leaders; and the attributes of
individuals who have sought administrative certification, and whether
they transitioned to administrative positions at some point during their
careers. Whiletheindividual studieswere not designed aspart of alarger
research initiative, they nonetheless address overlapping aspects of
school leadership and, therefore, provide useful information as we
attempt to understand the complex dimensions of the school |eadership
situation in New York State.

Each study capitalized on a data set created by the researchers that
combined previously separate data from the New York State Basic
Education Data System (BEDS), New York State teachers’ certification
system and the Chapter 655 Report (district statistical profiles). The
linking of these data sets enabled the researchersto examine datarel ated
to career issues that were previously unavailable for this type of
investigation. Additionally, the researchers conducted a survey of all
individuals age 50 or younger that are certified to be administrators but
are not currently serving in administrative positions. This survey (with
asample size of 2898) provided greater understanding about the career
decisionsof those individuals. Since nearly everyone currently serving
in the principalship has come from another position within education,
the researchers wanted to find out more about the individualswho have
sought administrative certification. They are, in avery real sense, the
“ready” members of the pipeline for school and district leadership
positions.
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Executive Summary, continued

Key Findings

Note: Sample sizes vary across the studies. Percentages cited in
the executive summary refer primarily to the survey with a sample
size of 2898. The one exception isidentified in the text.

Administrative certification

¢ Thoseresponding to the survey reported that they pursued
administrative certification primarily because they wanted
to serve as school leaders. In fact, fewer than 15 percent
pursued administrative certification in order to obtain
permanent teaching certification.

¢ Sixty percent reported that they were influenced to some
degree to pursue administrative certification by the
encouragement of another administrator.

¢ Many individuals seek to become certified withinthefirst
few years of their careers.

¢ Femalesareproportionately lesslikely to become certified
asadministratorsthan males. However, from 1984 to 2000,
more women than men earned admini strative certification.

¢ Once certified, males are more likely to become entry-
level administrators(e.g., assistant principal s, department
chairs, etc.) but females are just as likely to become
principals.

Fewer than 15
percent of
administratively
certified candidates
reported pursuing
certification to
obtain permanent
teaching
certification.

Do administratively certified educator sfeel adequately
prepared to assume a leader ship role?

+ Nearly all (93 percent) believe that they were adequately
prepared at some point in their careers for an
administrative position and 90 percent still feel adequately
prepared to assume a school |eadership post.

+ However, 60 percent of theseindividualswant additional
training in school finance and facilities management, and
approximately a third want more training in staff
supervision and program evaluation prior to assuming an
administrative role.
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Executive Summary, continued

What have applicants experienced when seeking
administrative positions?

+ Sixty-eight percent of those administratively certified
individualswho responded to the survey reported that they
had applied for at |east one administrative position during
their careers with males reporting that they applied more
frequently than did females.

+ These educators reported that they were most active in
the job search process immediately after receiving
administrative certification.

¢ Approximately half applied for between two and five
administrative positions while 10 percent applied for
eleven or more positions. Women and men exhibited
similar patterns of persistence when applying for
administrative positions.

+ Of these applicants, 87 percent of the women and 93
percent of the men were interviewed at least once. In
fact, 42 percent of the men and 31 percent of the women
were offered administrative positions that they
subsequently turned down.

+ Personal reasons, salary and working conditions were
given asthe reasons for declining an offer. Of those who
never applied for an administrative position, insufficient
rewards and enjoyment of their current position were the

reasons cited most frequently. Over half of
) o _ _ those who had
Do financial incentives make a difference? declined an

administrative

post indicated

that salary was
areason.

+ Novice principals often receive salaries |ess than or only
dlightly greater than the experienced teachers in their
schools.

¢ Urban principals now typically receive somewhat higher
salaries than the principals in the surrounding suburbs.

¢+ Salary was cited as both a reason for seeking
administrative certification initially and one of thefactors
that would enticeacertified individual to consider aschool
|eadership post now.
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Percent Reporting Primary Hiring

Executive Summary, continued

Upstate Principal Autonomy in
Teacher Hiring

60%

N
Q
S

N
2
S

Responsibilities

0%
Low performing High performing
schools schools

Sixty percent
reported that the
encouragement
of an
administrator
influenced their
decision to seek
administrative
certification.
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¢

Approximately 60 percent reported that it would take an
additional $10,000 or more to induce them to make the
move to administration.

In addition, over half of those declining an offered
administrative post indicated that salary was one of the
reasons.

Do wor king conditions make a difference?

¢

Among those administratively certified individuals who
had never applied for an administrative position, about
one-fourth said the primary reason was that the demands
were too great.

Among those who had been offered and turned down an
administrative position, nearly half said that working
conditions were one of the reasons.

Only 19 percent of upstate principals in the lowest
performing schools reported that they have primary
responsibility for hiring compared to well over 50 percent
in higher performing schools. (A pproximately 90 percent
of thelow performing schoolswerein Buffalo, Rochester,
or Syracuse.) In an environment where principals and
schools are being held accountable for the performance
of students, it isproblematic to hold principal saccountable
when they do not have substantial control of and/or
involvement in the process by which teachers are hired.
[Survey with a sample size of 254.]

Are encouragement and mentoring important?

¢

Sixty percent of survey respondents reported that the
encouragement of an administrator influenced their
decision to seek administrative certification.

When asked to indicate the factors that would encourage
them to consider an administrative position, 79 percent
replied that being approached would make a difference,
and 70 percent responded that mentoring during the first
year was important to them.



Executive Summary, continued

The researchers also examined the attributes of those serving in
administrative positions to learn more about their preparation and
career paths.

Attributes of certified administrators

¢

Urban school principalsare older, yet havelessexperience
on the job than principals from either suburban or rural
school districts.

Low-performing schools, as measured by student test
scores on mandatory 4™ and 8" grade examinations, are
much more likely to have principals who are less
experienced.

Female principals are more likely to lead schools with
disproportionate numbers of high-need, low-performing
students.

Urban principals are much less likely to take
administrative positions in other districts than are
suburban principals. Inaddition, urban principalsare much
more likely to take other administrative positions within
thesamedistrict or leavethe New York State public school
system than are suburban principals.
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Executive Summary, continued

Recommendations

Asaresult of these studies, several policy recommendations appear
to bewarranted. These recommendations address availability, equity
and viability concerns.

1) Identify and encourage prospective school leaders early in
their careers when they appear to be most receptive to
considering an administrative position, when they are least
likely to be financially disadvantaged by accepting a school
leadership position, and when they are early enough in their
careers that they can serve longer in these positions.

Provide early
encouragement,
training, and
support for each
stage of the
transition to
school leadership.

2) Expand effortsto attract women to administrative positions.
Develop strategies that respond to their stated needs for
additional education and mentoring.

3) Develop in-service support strategies (mentoring and in-
service training) for the influx of less experienced school
leaders as the baby-boom generation retires.

4) Developin-serviceprogramsfor those educatorswho already
hold administrative certification to encourage them to consider
school leadership posts.

5) Providetraining and support for each stage (entry and senior
level) of the transition to school |eadership.

6) Develop strategies that address the leadership needs of each
type of school (urban, rural and suburban; high- and low-
performing).

7) Revigit the salary structure to ensure that senior teachers are
financially encouraged to seriously pursue school leadership
positionsif they so desire.

8) Explore the specific reasons that “working conditions” and
“the demands of the position” prevent administratively
certified educatorsfrom actively seeking or accepting school
leadership posts.
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-
INTRODUCTION

School |eadership has been the subject of considerable national
attention over the past decade or more. In part, this focus has been
the result of anecdotal reports of “shortages’ for school leadership

positions. Those responsible for filling vacant administrative posts

have often reported too few qualified applicants interested in these || A “Shortage”

positions. Few would dispute the central role of the school leader in would leave

the effectiveness of the organizations that they lead. So a*“ shortage” schools without

would leave at least some schools without the high-quality leaders the high-quality

they will need to meet increasing demands for accountability with leaders they

respect to improving student achievement. need to improve
student

Amid the national attention, the University of the State of New York achievement.

and the Wallace Foundation embarked on a partnership to examine

leadership issues that were specific to New York State but would
have national implications. This research initiative built upon the
earlier efforts of the Blue Ribbon Panel on School Leadership, a
diverse group appointed by the Commissioner of Education to study
school leadershipissuesin New York State. The panel’ sreport, issued
in February 2000, made three broad recommendations to the New
York State Education Department:

1) provide quality preparation for school leaders,

2) expand the scope and incentives for recruiting and retaining
effective school leaders, and

3) create an environment where leaders can succeed in
improving student achievement.

To provide more of an empirical foundation on which to proceed, the
staff of the University of the State of New York and the New York
State Center for School L eadership approached researchersfrom the
University at Albany to conduct a series of studies that collectively
would increase the understanding of school leadershipissuesin New
York State.
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| ntroduction, continued

Research Methods

Researchers
were able to
examine the
career paths of
current
administrators
and the career
decisions of
those who could
most quickly
assume a school
leadership
position.
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Theresearch effort was comprised of four separate but rel ated studies.
Each study capitalized on a data set created by the researchers that
combined previously separate data from the New York State BEDS
system, New York Stateteachers’ certification system and the Chapter
655 Report (district statistical profiles). The linking of these data
sets enabled the researchers to examine career issues previously
unavailable for this type of investigation. In the first study Papa,
Lankford & Wyckoff (2002) examined the attributes and career paths
of New York State principals. The second investigation, by Lankford
& Wyckoff (2003), examined which teachers were most likely to
seek administrative certification and which were most likely to
actually take an administrative position.

The third study (Lankford, O’ Connell & Wyckoff, 2003) examined
the responses of 2898 administratively certified educatorsto asurvey
that explored their decisions with respect to school leadership. The
survey was administered to individuals, 50 years old or younger,
holding New York State administrative certification, most of whom
were not serving in an administrative position at the time of the studly.
It could be argued that they werea“ready pool” of potential applicants
for open administrative positions since they were already certified.

Thefourthinvestigation (Papa, Lankford & Wyckoff, 2003) reported
on theresponses of 254 principalsto asurvey instrument that explored
the process and structure of teacher hiring and the waysin which the
qgualifications of teachers vary with respect to the attributes of
principals. By utilizing these varied approaches, the researcherswere
able to examine the career paths of current administrators aswell as
the career decisions of those who could most quickly assume aschool
leadership position if interested in doing so.



I ntroduction, continued

Research Themes

In order to learn more about the supply and demand issues related to
school leadership in New York State, the researchers moved away
from the discussion of an administrative “shortage’ to a discussion
of three themes related to administrative supply and demand.

The first theme to be explored was that of administrative
“availability.” Aretherereally no administratively certified educators
available or are they ssimply unwilling to move into the open school

Figure 1: Numbers of Provisional Certificates Awarded
In Total, To Individuals in the NYS Workforce, and New Principals Hired

1600 1 ~ /

1400

1200 - ~ o -

1000

800 - e

600
400

200 -

0 T T T T T T T T T
1984 1986 1988 1990 1992 1994 1996 1998 2000 2002

‘— — total certificates —— certificates to NYS workers - - - - new hires ‘

leadership positions? From a purely numerical perspective, there
are more educators currently certified in school administration than
there are projected openings. Indeed, the number of administrative
certificates awarded since 1984 has exceeded the number of new
principals hired by a substantial margin (See Figure 1).

Another research themewas* equity” and it hastwo important aspects.
First, there is the dimension of gender equity. Do women and men
report similar experiences when pursuing administrative positions?

Are there no
administratively
certified
educators
available or are
they simply
unwilling to
move into
school
leadership
positions?
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| ntroduction, continued

Do they identify similar concerns and needs? Second, there is the
dimension of district equity. Do all districts feel the “shortages’
equally? Are high need districts able to attract administrators with

the same level of experience as their more affluent suburban
Is the available counterparts? |s the available pool of administratively certified
pool of educators distributed where they are needed?
administratively
certified The third major research theme was “viability.” Did the pool of
educators certified educators actively seek school |eadership positionsand what
distributed weretheir reasonsfor seeking administrative certification? Canthese
where they are administratively certified individual s be drawn into school leadership
needed? roles? With what salary and under what working conditions are they
willing to move from their current positions into the role of school

administrator? Are they even still interested in school |eadership
positions? Did they ever and do they now feel qualified to serveina
school leadership post? If not, what types of training do they say
that they need? What do we know about the differences between the
career paths of administrators and non-administrators? What do these
differences mean from arecruitment and retention perspective? Itis
important to note that these studies (nor any other studies of which
we are aware) did not examine whether these administratively
certified individuals are also judged to be viable replacementsin the
eyes of the hiring authorities.

The themes of availability, equity and viability were pursued by

reflecting on a series of practical questions facing school districts as
they search for our next generation of school |eaders.
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E—
POLICY ISSUES

Is there an available talent pool for the

forecasted openings in school leadership?

Istherean administrative shortagein New York Sate?

As is often the case, the answer to this question is complex and
requires an understanding of the nuances associated with the
administrative certification and job search processes. Yes, ashortage

The number of

has been projected based largely upon the anticipated retirement of Icnedrlt\i/fliigilj be
the baby-boomers that represent a large part of the current principals
administrative corps. In fact, up to 60 percent of current principals exceeds the
may retire over the next fiveyears, and the problemisworsein urban, number of

relative to suburban and rural, schools. However, thereis also apool principalships
of administratively certified educators that exceeds the projected by more than

shortage. 50 percent.

Indeed, the number of individuals in New York State under the age
of 45 and certified to be principals exceeds the number of
principal ships by morethan 50 percent. Generally, the supply of these
certified individuals

exceeds the available

pOSitiOﬂS across all ten Figure 2: Age Distribution of Principals, 1990, 1995, 2000
regions of the State. (The 500 -

exception to  this
generalization is that in
upstate rural districtsthere
are fewer administratively
certified individuals than

400 -

300 -

Number of Individuals

principal ships.)
200
Importantly however, this
does not address the issue 100
of whether these
individuals are willing to 0 ‘ ‘ ‘ ‘ ‘ !
35 40 45 50 55 60 65

accept positions, especialy

Age

= 1990 — -1995 — 2000
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Policy I ssues, continued

Figure 3: Percentage of Principals at Least 50 Years Old in 2000
Urban and Rural

66%

54%

Urban

OYounger than 50
B 50 and older

46%

OYounger than 50

Rural W 50 and older

positions in hard-to-staff schools.
Whether these administratively certified
individuals are also judged to be viable
replacements was not examined in these
or any other studiesof whichweareaware.

It is aso important to note that the modal
age of newly hired principals increased
from 43 yearsold in 1990 to 53 years old
in 2000 (See Figure 2).

Infact, two-thirdsof the principalsin 2000
were at least 50 years old, putting them
within five to ten years of typical
retirement ages (See Figure 3).

If retirement ages remain
constant over time, this
means that these

Figure 4: Age Distribution of all Teachers and Administrators for Select Years

individuals will have

15000 - . . .
significantly less time to
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12000 : 7\ A posts. It appears that many
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Policy I ssues, continued

What do we know about the individuals who become
administratively certified?

First, we know that males are proportionately more likely to become

certified asadministrators
than females. Other
factors held constant,
women are 30 percent less
likely to become certified
than men. However, itis
also true that from 1984
to 2000, over 60 percent
of those earning
administrative
certification werewomen
(See Figure 5).

If that trend continues, the
proportion of
administratively certified
women will continue to
increase.

Percent of Individuals Certified

100

80

60

40 A

20 A

Figure 5: Percent of Individuals Receiving Provisional Administrative

Certification
by Year
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—— ——— —_————

2
o
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e
2, |
%

——Female — — Male

Once certified, males are more likely to become entry-level
administrators (e.g., assistant principals, department chairs, etc.) but
females are just as likely to become principals. Urban teachers are
morelikely to become certified asaschool leader and, once certified,
appear to be more likely to assume administrative positions.

From the research there is evidence that many individuals seek to
become certified within the first few years of their careers. They are
also most likely to assume entry-level administrative positions
immediately following certification and moveto higher level positions
over time. The implication is that early efforts to identify and “tap”
prospective administrators are likely to meet with the most success.

Early efforts to
identify and tap
prospective
leaders are likely
to meet with the
most success.
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Policy I ssues, continued

Poorly
performing
students in New
York City are
substantially
more likely to
have
inexperienced
principals than
are better
performing
students.
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What arethe attributes of certified administrators?

The research indicates that there are consistent demographic
differences among principals in urban, suburban and rural schools.
First, on average, urban school principals are older, have less
experience on the job and graduated from lower ranked colleges, as
compared to principalsfrom either suburban or rural school districts.
Next, low-performing schools as measured by student test scores on
mandatory 4" and 8" grade examinations are much more likely to
have principals who are less experienced and attended less
competitive colleges.

Infact, poorly performing studentsin New York City are substantially
more likely to have inexperienced principals than are better
performing students. While there is no evidence suggesting that
femalesarelessqualified than malesto beteachersor school leaders,
itisnoteworthy that female principalsare morelikely to lead schools
with disproportionate numbers of high-need, low-performing
students.

The routes to becoming a principa vary by type of school (e.g.,
elementary versus high school), urbanicity, and school enrollment
size. Although difficult to assess, there is also evidence in both
urban and suburban districts that more qualified individuals have
quicker paths to the principal ship than do less qualified individuals.
Urban principalsare much lesslikely to take administrative positions
in other districts than are suburban principals. In addition, urban
principalsare much morelikely to take other administrative positions
within the same district or leave the New York State public school
system than are suburban principals.



Policy I ssues, continued

Is this pool of administratively certified

educators interested in school leadership?

What was the primary motivation for seeking
administrative certification?

Those responding to the survey reported that they pursued
administrative certification primarily because they wanted to serve
as school leaders (See Figure 6).

Contrary to popular belief,

survey respondents cited 109 -
obtaining permanent

teaching certification as g, |
their primary motivation
for seeking administrative

60%

Figure 6: What was Your Primary Motivation for Securing Administrative

fewer than two percent of Certification?

certification. Sixty
percent reported that they

40%
were influenced to some

degree to  pursue
administrative

20% -

certification by the . | | [ ] s
encour@efﬂent of another Serve as admin  Teaching cert Encouraged Salary None of above
administrator.

Do these administratively certified educators feel
adequately prepared toassumeaschool leader ship role?

Nearly all (93 percent) survey respondents believe that they were
adequately prepared at some point in their careers for an
administrative position. Perhaps somewhat surprisingly, 90 percent
still feel adequately prepared to assume aschool |eadership position.

Page 15



Policy I ssues, continued

However, sixty percent of theseindividualswanted additional training

in school finance and facilities management and approximately a

third wanted more training

Figure 7: In Which Areas Do You Need Additional Training Prior to Seeking an in staff SUperVi sion and

Administrative Position? proj ect evaluation (See

100% - Figure 7). Across all

categories, women were

80% more likely to indicate the

desirefor additional training
than were men.

60%

40% -

What have been

20% - candidates experiences
. I l when applying for

0% ‘ ‘ ‘ ‘ administrative

Stud. discipline  Staff superv. Proj. eval. School Finance  Leadership pos'tionsfp

Sixty-eight percent of those

with administrative
Figure 8: For How Many Administrative Positions Have You Applied? certification reported that
they had applied for at least
one administrative position
during their careers and
mal esreported that they had

i S

for between two and five
administrative positions
while 10 percent applied for
01 %72t05 061010 W11 or more 11 or more positions (See
Figure 8).
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Policy I ssues, continued

Figure 9: In How Many Cases Were You Granted an Interview?

12% R 11%
0

——
////////////////////////////////// Sixty-eight

for at least one
administrative

- _— : osition.
Women and men exhibited similar patterns of persistence when P

applying for administrative positions. Of these applicants, 87 percent
of the women and 93 percent of the men were interviewed at least
once (See Figure 9).

In fact, 42 percent of the

men and 31 percent Of the Figure 10: What Was Your Primary Reason for Deciding Not to Apply for an
women were offered Administrative Position?

positionsthat they turned ;40 -
down. Personal reasons,
salary and working
conditions were given as
the reasons for declining
an offer. Of those who
never applied for an
administrative position,
insufficient rewards and
enjoyment of their current
position were the reasons
cited most frequently (See 0%
Figure 10).

80% -

60%

40%

20% -

H =

Enjoyed job Insufficient rewards Demands too great Tenure
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Policy I ssues, continued

Predictably, most of those responding to the survey had applied for

entry-level administrative positionsincluding department chairperson
and assistant principal (See
Figures 11a, 11b and 11c).

Figure 11a: For Which Positions Have You Applied?
(By Gender)

Lo Just over 20 percent of these
individuals reported
S0% applying for a position as
building principal. Smaller
0% 1 percentages of women
reported that they had
40% appliedfor each of thelisted
positions (See Figure 11a).
20% - r
0% ‘ ‘ I
Principal Asst. principal Dept. chair Central admin.

Figure 11b: For Which Positions Have You Applied?
(By Age)
100% ~

80% -

60%

40% 1 ,
”
20% - /
0% - %. A

Principal Asst. principal Dept. chair Central admin.

[myounger than 36 (136 to 45 746 to 52 |
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Policy I ssues, continued

Figure 11c: For Which Positions Have You Applied?
(By Years Since Administrative Certification)

100% -

80% -

60%

Two years after
receiving
administrative
certification, 66
percent of
certified
administrators
(not serving in
administrative

Principal Asst. principal Dept. chair Central admin.

‘l fewerthan 3 03 to 6 @ more than 6 ‘

These administratively certified educatorsalso reported that they were posts) stopped
most active in the job search process immediately after receiving applying for
administrative certification. If they had not already been hired as an administrative

administrator, 66 percent of survey respondents stopped applying positions.

for administrative positions two years after receiving certification
(See Figure 12). After five years, 90 percent had stopped applying
for positions.

Figure 12: For How Many Years After Administrative Certification Did You
Apply for Administrative Positions?

35%

‘DLessthanl p1lto2 3to5 M6 or more
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Policy I ssues, continued

$80,000

$70,000 -

Real Salary

$50,000 4

$40,000
1985

$60,000

Under what conditions are the members of the

talent pool willing to serve?

What istherole of financial incentives?

Figure 13a: UPSTATE CITIES, Real Salaries of Teachers with 25 Years of
Experience and Principals with No More than 5 Years of Experience
(Salaries Prorated to 10 Months and Indexed to 2000 dollars)

Principals

- '/
N -

Teachers

-~

~

1990 1995

Figure 13b: UPSTATE SUBURBS, Real Salaries of Teachers with 25 years of

$80,000 +

$70,000
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$40,000
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$60,000

Experience and Principals with No More than 5 Years Experience
(Salaries Prorated to 10 Months and Indexed to 2000 dollars)

2000

Teachers

- —
- — _— - - -

Principals

1985 1990 1995

2000

Generally, novice principals
either receive salaries less
than or only dlightly greater
than the experienced teachers
in their schools. Figures 13a
and 13b show the salaries of
teachers with 25 years of
experience compared to
principal s with no more than
five years of experience in
Buffalo, Rochester and
Syracuse and their suburbs.
All salaries have been
prorated to 10 months.

Suburban principals actually
make less than experienced
teachers, while their urban
counterparts earn about 8
percent more than
experienced teachers.

The data al so show that New
York City and other urban
principals now typically
receive somewhat higher
salariesthan the principalsin
the surrounding suburbs. On
average, salaries to

inexperienced urban



principalsare about 12 percent higher than their
suburban counterparts.

Salary was cited as both a reason for seeking
administrative certification initially and one of
the factors that would entice a certified
individual to consider a school leadership post
now. More than 60 percent of respondents
indicated that salary influenced their decisions
regardless of their gender, age or time since
certification (See Figures 14a, 14b, and 14c).

Figure 14b: The Degree to Which Salary Influenced
Decision to Obtain Administrative Certification
(by Age)

100%

80%

60%
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Not influenced
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2
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Greatly
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W younger than 36 (136 10 45 %4610 52 |

Approximately sixty percent reported that it
would take $10,000 or more to induce them to
make the move to an administrative position
(See Figure 15).

In addition, over half of those declining to
accept an administrative post indicated that
salary was one of the reasons.

Policy I ssues, continued

Figure 14a: The Degree to Which Salary Influenced Decision
to Obtain Administrative Certification
(By Gender)
100% -

80% -

60%

40%

0% -

i

Greatly Influenced Not influenced
influenced
H male Ofemale

Sixty percent of
survey respondents
report that is would
take $10,000 or
more to induce
them into an
administrative post.

Figure 14c: The Degree to Which Salary Influenced Decision
to Obtain Administrative Certification
(by Years Since Administrative Certification)
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80% -

60% -

40% A
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Policy I ssues, continued

Twenty-five
percent of
certified
individuals who
never applied
for an
administrative
position said
the primary
reason was that
the demands
were too great.
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Figure 15: What is the Additional Minimum Compensation Necessary to
Encourage You to Consider an Administrative Position?

63%

‘ 0$0 B Up to $5000 00 $5001-$10,000 #Z More than $10,000 m No amount

What istherole of working conditions?

Among those administratively certified individuals who had never
applied for an administrative position, about one-fourth said the
primary reason wasthat the demands of administrative positionswere
too great. Among those who had been offered and turned down an
administrative position, nearly half said that working conditionswere
one of the reasons,

Only nineteen percent of upstate principals in lowest performing
schools reported that they have primary responsibility for hiring
compared to well over 50 percent in higher performing schools.
(Approximately 90 percent of the low performing schools were in
Buffalo, Rochester, or Syracuse.) 1nanenvironment where principals
and schools are being held accountable for the performance of
students, it is problematic to hold principals accountable when they
do not have substantial control and involvement in the process by
which teachers are hired.



Policy I ssues, continued

What istherole of encouragement and mentoring?

Sixty percent reported that the encouragement of an administrator
influenced their decision to seek administrative certification. When
asked to indicate the factors that would encourage them to consider
an administrative position, 79 percent replied that being approached
would make a difference, and 70 percent responded that mentoring
during the first year was important to them (See Figure 16).

Figure 16: What Would Encourage You to Consider an Administrative
Position?

100% -
80% -
60% -
40% -

20%

0%

Approached Compensation Being Prepared Mentoring
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B
RECOMMENDATIONS

Availability

The data show that more educators earn administrative certification
than there are avail able posts. Most of those who are administratively
certified still hold the desire to serve in an administrative position
and, with some notable exceptions, are generally distributed where

they are needed across the state. In order to maximize this available
Most of those talent pool, the following strategies are recommended:
who are
administratively + ldentify and encourage prospective administratorsearly in their
certified still careers, when they may be most receptive and will still find
hold the desire financial incentive. Active encouragement and support from
to serve in an practicing school leaderswill increase the likelihood that they
administrative will become administratively certified and then pursue school
position. leadership posts. This approach should be combined with long
term leadership strategieswithin each district, rather than district

procedures that focus on simply filling pending vacancies.

+ Develop in-service support strategies for the influx of less
experienced administrators. Concentrate on creating and
expanding mentoring and in-service training opportunities.

+ Develop in-service programs targeting those already holding
administrative certification (in essence arefresher course).

Equity

The data show that women are still under-represented in
administrative ranks even though they earn over 60 percent of the
administrative certificates awarded each year. They apply for
administrative positionslessfrequently than men but are selected for
the principalship at approximately the same rate. Women are also
morelikely to servein principal shipsinlow-performing schools. With
respect to schools themselves, urban districts, while paying more
than their suburban counterparts, are less able to hire experienced
school leaders. In order to address these inequities, the following
recommendations are made:
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Recommendations, continued

+ Expand efforts to attract women to administrative positions.
Develop strategies that respond to their stated needs for
additional education and mentoring. (Other minority groups may
also desire additional professional education and mentoring,
but that can not be documented by these data.)

+ Recognize and develop differential strategies to deal with the
fact that each district typeisunique and may require asomewhat
different approach when recruiting and retaining high quality
leaders.

Viability

Even though they hold administrative certification, many educators
have not actively pursued administrative posts. The respondents cited
salary, working conditions, and the demands of the positions as
barriersto becoming school leaders. In order to increase the viability
of the currently certified educators, the following recommendations
are made:

+ Recognizethe differential needs of those seeking certification,
those seeking interviews and those actually serving in
adminigtrative positions. Providetraining and support to address
each stage of the transition from teaching to administration.

+ Revisit the salary structure to ensure that senior teachers have
financial incentives to seriously pursue school |eadership
positionsif they so desire. While higher salariesaonewill likely
not be sufficient to encourage more educators to consider
administrative positions, it appears clear that higher salaries
areaminimally necessary condition for them to consider such
acareer change.

+ Explorethe specific reasonsthat “working conditions” and “the
demands of the position” prevent administratively certified
educators from actively seeking school leadership posts. Both
were cited frequently by respondents as the reasons they did
not seek an initial administrative position and the reasons they
declined an administrative post that had been offered to them.
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APPENDI X

TheAttributesand Career Paths of Principals:
I mplications for I mproving Policy

Executive Summary

Most observers believe that school leadership is crucial to realizing the high expectations for student
achievement that have been put in place in most states and school districts over the last several years.
There is a growing consensus regarding the attributes of effective school leaders. However, many of
these attributes are difficult to clearly define and more difficult to objectively measure. Thus, despite
agreat deal of conventional wisdom and folklore about school leadership, littleis actually known.

This paper examines the attributes and career paths of New York States principals. We believe a better
understanding of the attributes and career paths of principals and how these have changed over time,
are the foundation for additional analysis that will inform policies for the recruitment and retention of
effective school leaders. Wefind that many of the commonly held beliefs about principals are supported
by a systematic examination of the data. In many of these cases, going beyond a surface description
reveals dynamicsthat are little understood but have important policy implications. In other cases, we
find that some widely held beliefs about principals are more myth than fact. These, too, result in
implications for policy. Table 1 summarizes our major findings.

Finally, the analysis in this paper raises a number of questions for which our descriptive anaysis
cannot provide answers.

< What induces some individual s to become principals while others remain in teaching or leave
the public school system altogether?

< Why does it seem that the least qualified principals end up at schools where students are
performing worst?

< Where havethe certified leaderswho are no longer in the system gone? Private schools? Non-
educational occupations?

< To what extent do absolute and relative salaries affect these decisions? How important are
working conditions?

< Why aren’t more females in leadership positions?

< What can be doneto attract and retain high quality individualsinto the principal ship, especially
in low-performing schools?

< Arethere hiring strategies that would work better than those used over the last decade?
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Appendix, continued

Table 1: Major Findings (The Attributes and Career Paths of Principals)

Commonly Held Beliefs

Findings from Our Analysis

>

Page A-2

There is a shortage of >

principals that will
grow over the next
five years.

Lower performing
schools have less
qualified leaders

Paths to the
principalship vary
across several
dimensions.

Compensation for
urban principals is
low.

Large numbers of
urban principals are
recruited to the
suburbs for
administrative
positions.

In fact, up to 60 percent of current principals may retire over
the next five years, and the problem is worse in urban,
relative to suburban and rural, schools. Less discussed has
been the fact that some portion of this “shortage” has
resulted from the hiring practices of districts over the last 10
years. A fact not widely recognized

However, the number of individuals under the age of 45 and
certified to be principals exceeds the number of
principalships by more than 50 percent.

Although quality of leadership is difficult to assess, urban
schools are much more likely to have less experienced
principals and principals who received their bachelors
degrees from lower ranked colleges.

Within New York City, schools where students performed
poorly on standardized exams are much more likely to have
less experienced principals and principals who received their
bachelors degrees from lower ranked colleges. The same
pattern is not so evident among other large urban schools.

The routes to becoming a principal do vary by type of school
(e.g., elementary v. high school), urbanicity, and school
enrollment size.

However, although difficult to assess, there is evidence in
both urban and suburban districts that more qualified
individuals have quicker paths to the principalship than do
less qualified individuals.

Until quite recently this was the case for New York City
principals, who received substantially less than their
suburban peers. New York City and other urban principals
now typically receive somewhat higher salaries than do
suburban principals.

Generally, novice principals receive only slightly higher
salaries than do the experienced teachers in their schools.

It is not clear that these modest premiums compensate for
the additional demands placed on many urban principals.

In fact, urban principals are much less likely to take
administrative positions in other districts than are suburban
principals.

In addition, urban principals are much more likely to take
administrative positions within the same district or leave the
New York state public school system than are suburban
principals.



Appendix, continued

The Supply of School L eaders:
A Multivariate Analysis of Administrative Certification and
Transitions to L eadership Positions

Executive Summary

Much has been made of the impending shortage of school leaders. However, there has been very little
systematic evidence on which to base these assertions and even less research as to how policymakers
might respond. Ultimately, we believe the issue of recruiting and retaining effective school leadersis
much more nuanced than a simple story of numbers and shortages. Rather, it involves understanding
and identifying the attributes of effective school leadership across very diverse environments, as well
as how to attract effective leadersto the schools where student performanceisworst. Such an analysis
iswell beyond the scope of this research or any large-scale analysis of which we are aware. Our goals
are much more modest.

This paper examines the issue of recruiting school leaders from the perspective that we need a far
better understanding the decisions that individuals make to put themselves in a position to apply for
school |eadership positions and ultimately to take those positions. Which teachersare most likely to be
interested in administrative certification? How has that changed over time? Of those having the
required certification, which are most likely to take administrative positions? By better understanding
these questions we believe that educational policymakerswill be in a better position to understand the
depth of the so-called administrative shortage and how to begin to address it.

We employ a database that links al teachers and administrators employed in New York State since
1984 to examine individuals' decisions to obtain administrative certification and transitions among
teaching, lower level administration, higher level administration and leaving the public school system.
We explore these issues both descriptively and with multivariate statistical models that focus on the
attributes of individuals. We believe these models are afirst step towards understanding policies that
might influence the recruitment of school leaders. These estimates do not include specific school or
district variables but rather these variables are accounted for by regional fixed effects.

Some of what we find conformsto what many people believe about the process by which people move
into leadership positions, some of it does not. Table 2 summarizes our key results.
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Appendix, continued

Table 2: Major Findings (The Supply of School Leaders)

>
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Commonly Held Beliefs

Females are disadvantaged in
the hiring process for
leadership positions

Urban teachers are less likely
to become leaders due to the
extraordinary challenges
facing urban school leaders

Individuals typically decide
upon moving to administration
early in their careers

If someone does not secure a
leadership position soon after
becoming certified for one,
they are unlikely to do so later
on

The labor market for school
leaders has become much
tighter in recent years, making
it increasingly difficult to
recruit leaders

Results from Our Analysis

Females are less likely to become certified as
administrators than males. Conditional on
being certified males are more likely to
become lower level administrators but
females are just as likely to become
principals.

In fact, urban teachers are more likely to
become certified for administrative positions
and once certified appear to be more likely to
assume administrative positions.

There is evidence that many individuals seek
to become certified within the first few years of
their careers.

Yes, individuals are most likely to assume
lower level administrative positions
immediately following certification and move
to higher level positions over time.

The implication of the preceding two bullets is
that early efforts to identify and “tap”
prospective administrators are likely to meet
with the most success.

We find some evidence for this with a
substantial increase in the proportion of
individuals moving into administrative
positions earlier in their careers.



Appendix, continued

| dentifying the Next Generation of School Leaders

Executive Summary

School districts across the country are struggling with recruiting a new generation of school leaders as
the baby-boom generation of leadersretires. The dramatic increase in vacanciesfor school |eaders has
caused many observers to conclude that there is an administrator shortage.

We surveyed all individuals, 50 years old or younger, employed in New York State public schools that
are certified to be school leaders but are not currently serving as a principal or superintendent. Based
on the responses of over 2800 individuals certified to be leaders we examined a number of questions
regarding their interest and ability to take on leadership positions.

< Why did they complete the requirements for administrative certification and then not enter the
profession?

< Did they ever seek an administrative post and, if so, what were their experiences in the job
search process?

% What are their current career aspirations?
< Areany still interested in pursuing a school leadership position?
< Do they still feel prepared to assume an administrative position?

< Under what conditions might they consider moving into an administrative position?

There is remarkably little research on the pool of potential administrators and how to recruit well-
qualified individuals to leadership positions. The findings from our analysis often support commonly
held beliefs about this group but, at times, our results do not support these beliefs. These findings are
summarized in Table 3.
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Appendix, continued

Table 3: Major Findings (ldentifying the Next Generation of School Leaders)

Commonly Held Beliefs

Results from our Analysis

» Many individuals pursue
administrative certification to
obtain permanent teaching
certification

» Most individuals with
administrative certification
never apply for
administrative positions

» Job security and demands of
the position is the primary
reason that individuals decide
not to apply for administrative
positions.

» Men are more likely than
women to apply for
administrative positions

» Men are more likely to be
successful in receiving a job
offer than women

» Compensation and concerns
about giving up tenure are
the most important reasons
that individuals turn down
administrative positions
when offered

» Most potential leaders are in
general adequately prepared
to assume leadership
positions

» There is a large pool of
potential leaders to meet the
increasing demand for
school administrators
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Fewer than 15 percent of our respondents cite
this a factor that influenced their decision at all.
Rather, they pursued administrative
certification primarily due to a desire to serve
as administrators.

68 percent of all certified non-administrators
have applied for an administrative position.

» Surprisingly, giving up tenure and the need to

relocate were cited less frequently than
expected by both men and women and only
about 20 percent indicated that they had not
applied for an administrative position because
the demands of the job were too great.

Men do apply more frequently than women
(74% v. 64%). Additionally men are more likely
than women to apply to be principals (29% v.
23%), assistant principals (51% v. 45%) and
department chairs (42% v. 31%).

Among non-administrators men are more likely
to report being interviewed (13% of women 7%
of men who applied did not receive an
interview. Men are also more likely to report
that they have turned down a position that was
offered (42% v. 31%).

Personal reasons were cited most frequently
(71%) but salary (62%) and working conditions
(53%) were also frequently mentioned as
important reasons.

Over 90 percent of respondents believe they
are well prepared to assume leadership
positions. However, about 60 percent believe
they need additional training in finances and
facilities management.

Only half of all individuals holding
administrative certification and employed in
New York public schools are actively searching
for an administrative position. However, 85
percent would be willing to consider a position
under the right circumstances. Most also
indicate that high stress, low pay and poor
working conditions have reduced their interest.



Appendix, continued

Hiring Teachersin New York’s Public Schools:
Can the Principal Make a Difference?

Introduction

Schools across the nation are searching for ways to improve student performance. Rightfully, much
has been written on theimportant rol e that teachers play in this process. We know relatively less about
the role of principals in altering student outcomes. The principa’s position has evolved so that in
addition to being aleader in curriculum and instruction, the principal oftenisresponsible for managing
the human, physical and financial resources of the building, representing the school to the public with
respect to avariety of issuesincluding assessment and accountability, and representing the interests of
the school within the district. So, effective principals have the potential to affect student outcomes
through a variety of paths. Arguably, the hiring of new teachers has the potential to affect student
outcomes as much as any decision made within aschool system. What are the teacher hiring practices
of schools and what role do principals play in thisdecision? This paper providesinformation on these
issues by addressing the following questions.

< What are the teacher hiring practices employed by public schoolsin New York State? How do
these practices vary by the type of school or principal ?

< How do the qualifications of teachers hired vary by the hiring practices employed and the
attributes of principals?

A better understanding of these issues may provide insights to the improvement of student outcomes.
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