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          Principals as Leader-Managers
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Principals often view leadership and management as two different roles, but the most effective principals know how to blend the two. Included: Tips for combining leadership and management skills to be a more effective administrator.

Successful principals learn to seamlessly blend their roles as managers and leaders and understand the importance of both tasks, according to educators, authors, and consultants Dr. Harvey Alvy and Dr. Pam Robbins. The pair, co-authors of The New Principal's Fieldbook: Strategies for Success led a session at the recent convention of the Association for Supervision and Curriculum Development (ASCD).

"Principals are responsible for both leadership and management," said Dr. Alvy, a former principal and professor in the department of education at Eastern Washington University. "A lot of principals separate the two roles and do not realize how the roles go hand-in-hand."

Many leaders view management responsibilities at a lower level or lower "rank" because they have little to do with vision, mission, culture building, and instructional supervision, according to Dr. Alvy. But management goes hand-in hand with leadership; many of the culture-building and culture-shaping aspects of the job are accomplished through combining leadership and management.

HOW TO LEAD AND MANAGE

For example, when a principal is "monitoring" student dismissal at 3 p.m., that responsibility should be viewed as both management and leadership, Dr. Alvy said, because the principal is making sure students are safe as they are leaving school and taking the opportunity to talk with students, teachers, and bus drivers about the day and important educational issues -- such as, "Monica, I heard you did great on your math test yesterday; well done!"

In assessing their skills as managers and leaders, administrators should not separate the two roles, Dr. Alvy added.

 


			"One principal had a sign that said 'Out Learning' that he would put on his door when visiting classrooms. He had note cards with every teacher's name on them and would mark the date he visited a classroom and what the teacher was doing."
					
		"It is hard to determine [a principal's success in those roles] unless a principal has a clear vision and mission of his or her job -- one that is focused on instructional leadership," he noted. "We cannot determine if we are successful unless we have a target or standard to judge our performance. The leadership vision needs to be about helping students succeed academically and as citizens, and helping faculty and staff develop as professionals with a common vision and mission about school and student success. Based on the vision and mission the leader needs to set goals, and assess whether the goals have been addressed during the year."

According to Dr. Alvy and Dr. Robbins, successful school leaders combine management and leadership strategies effectively by

maximizing quality instructional time.
	using data.
	managing their time effectively.
	using faculty meetings to leverage professional learning.
	reflecting.
"Also consider the emotional needs of the child," Dr. Robbins said. "You need to build heart into the school plan. Remember heart in the equation of learning."

According to Robbins, one principal noticed a few months before graduation that certain kids were at risk of not graduating. So the principal ordered graduation robes early and took pictures of the kids in the robes, put them in frames, and gave them to the kids. "That inspired many of them to complete school."

MANAGING TIME, DATA

A simple way to maximize learning time is by observing how effectively teachers use the first five minutes of class time, Dr. Alvy said. "Look at how the first five minutes of class goes. If you lose five minutes a day, that's 15 hours of instructional time a year." He also recommends principals pick up examples of student work as they walk around the building.

"One of the most valuable management tools is data," Dr. Alvy added. "Make sure you make decisions based on research. Consider what do on a daily basis to improve student achievement. Remember to put data in context."

 


			"Another principal had blue cards. As walked around the building, he jotted down maintenance problems and gave them to his secretary, who called the custodian. The secretary passed on the cards to the custodian. When the work was done, the custodian returned the card to the principal, signed and dated."
					
		To successfully use data, combine leadership and management roles, Dr. Alvy continued. "While managers are concerned with generating and collecting data sources, leaders go beyond merely connecting, and scrutinize the most valuable data sources given contextual realities and perceptions," he said. "Leaders then make decisions and act in the best interests of students, faculty, and the school."

One new principal, for example, in reviewing student referrals, noticed that kids only were referred to the office for negative reasons, said Dr. Robbins, an educational consultant who lives in Virginia. The principal told the teachers that he wanted to change the policy so kids were referred for good things as well. He papered the wall in his office with notes from kids who wrote about the good things they did and signed their names.

"It changed the climate of the school," Dr. Robbins noted.

Principals also should take the time to walk through the school, a strategy Dr. Alvy and Dr. Robbins call Leading and Learning by Wandering Around.

"One principal had a sign that said 'Out Learning' that he would put on his door when visiting classrooms," Dr. Alvy noted. "He had note cards with every teacher's name on them and would mark the date he visited a classroom and what the teacher was doing."

Another principal had blue cards, Dr. Alvy added. As walked around the building, he jotted down maintenance problems and gave them to his secretary, who called the custodian. The secretary passed on the cards to the custodian. When the work was done, the custodian returned the card to the principal, signed and dated.

"Ask yourself, 'What parts of the school should I be visiting but I'm not?'" Dr. Alvy said. "Where you go in the building says a lot about you."

To help manage time, Drs. Alvy and Robbins recommended Covey's time management matrix. This suggests dividing tasks into categories urgent and important, urgent and not important, not urgent and important, not urgent and not important

"You need to organize and execute around priorities," Dr. Alvy added.

He also suggested administrators establish a Tickler File with information they will need for the month, and for more long-term planning. "You also can put notes on file for next year, such as 'shorten the graduation speech' or 'don't invite someone back because of crude language'."

FACULTY MEETINGS AS STAFF DEVELOPMENT

Faculty meetings also should be treated as prime opportunities for staff development. "They should not be times to review items that can be delivered via e-mail," Dr. Alvy said. "They should be planned with the idea that every teacher can gain valuable information from the meeting."

 


			"One principal noticed a few months before graduation that certain kids were at risk of not graduating. So the principal ordered graduation robes early and took pictures of the kids in the robes, put them in frames, and gave them to the kids. That inspired many of them to complete school."
					
		Use faculty meetings to leverage learning time, he said. To do that, use meetings for instructional curricular and assessment issues that foster student learning, such as analyzing data to make decisions about needed interventions for students. Also, foster opportunities to analyze student work and showcase students. Start the meeting with a student who received an award or who plays an instrument; something inspirational.

One possibility is for teachers and administrators to read an article together and discuss it.

Principals also should provide opportunities to build trust, collaboration, and individual and organizational capacity, as well as employ celebrations to call attention to treasured school values.

REFLECT, REFLECT

Many principals would say that reflecting on their job and what they do is a luxury they can't afford, but Drs. Alvy and Robbins insist it is critical to being good leader-managers, because reflection deepens learning perspectives.

As an example of the value of reflection, Dr. Robbins noted that one principal realized that kids referred for fighting were being teased about body odor. The principal did some research and learned that the students reported for fighting were receiving free or reduced-price lunches, and thought the families might not be able to afford certain hygiene products. The principal asked people who traveled to collect the soap and shampoo hotels leave in the rooms and donate them to the school. The principal made it known to the students that the supplies were available. "No one has abused the supplies, and the fights dropped to zero," Dr. Robbins said.

For principals who say they cannot find time to reflect, Dr. Alvy said he would sympathize with their frustration and time management constraints. "I then would ask them to talk about their typical day," he told Education World. "We would engage in a conversation about their vision, mission, and goals for the year. If instructional leadership and supervision for student growth and teacher success are not part of the mission and vision, I would suggest strongly refocusing their priorities."

At the same time, Dr. Alvy noted, principals need to remember that there are days in which the best plans go awry -- that is just part of the job. "The daily surprises are a reality, thus it is essential to focus on the mission and vision," he said. "The mission and vision serve as a compass to guide one over and around the hurdles that occur each day."
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          Education World is pleased to present these professional development tips shared by author and educator Jim Gomes.

 

Have a Student Secretary for Parent-Teacher Conferences*

 

Select a volunteer from one of your classes to act as your secretary during parent-teacher conferences. Thank the student for volunteering. Familiarize the student with both the benefits and the secretary’s role as outlined below.

 

Benefits:

The student secretary accumulates valuable volunteer hours.
	The student also gains experience dealing with adults.
	This illustrates to parents that teachers see their students as valuable by empowering them and by providing growth opportunities.
	It sets a professional tone for the meeting.
	It helps the parent-teacher conference process run much more smoothly.
	It saves the teacher time.
 

The Secretary’s Role:

Greet parents in a friendly manner.
	Set up appointment times if not prearranged.
	Distribute a welcome sheet (see Tip 87).
	Take down contact information of parents who arrived but were unable to stay.
	Keep the teacher on schedule.
 

There may be no better time to make a good impression on parents than on this night. Having a student secretary can help you make the most of it.

 

 

Provide a Welcome Sheet for Parent-Teacher Conferences

 

After welcoming parents, the student secretary should supply them with a welcome sheet that may contain:

 

a warm, inviting title such as Welcome to Parent-Teacher Conferences;
	your name, subject, meeting room number, and conference time;
	an introductory paragraph that thanks parents for attending and lets them know you are looking forward to the opportunity of discussing their child’s progress with them;
	contact information such as phone number and extension (and/or professional e-mail address at your discretion), and times when you can be reached;
	times when extra help is available for any student who seeks to improve;
	information regarding tutoring programs that are available at your school—high achievers may wish to become peer tutors (see Tip 64);
	a MEMO section that provides information about policies or procedures you wish to highlight (e.g., frequency of major tests, the need for parental signatures and the meaning of the year-to-date mark), upcoming tests and assignments, and what students are currently studying; and
	a NOTES section where parents can write important information discussed during the conference.
 

[image: ]A well-designed and informative welcome sheet demonstrates that you are organized, well prepared, and thoughtful. It also helps to set the tone for a professional encounter. As an added benefit, the welcome sheet is a huge time saver, cutting the length of many conferences in half.

 

 

What Parents Really Want to Know

 

This list is based on my personal experience of teaching full time for 35 years and conducting in excess of 1,000 parent-teacher conferences. Parents want to know:

 

current grade and most recent results;
	behavior—positive or negative;
	homework completion;
	participation, including how students relate to their peers;
	areas for improvement, both academic and behavioral;
	upcoming evaluations; and
	action plan to improve student grades and resolve other issues.
 

Being able to address each of the above items accurately will require some record keeping in the form of checklists and anecdotal comments.

 

Hint: Don’t be surprised that the majority of parents who show up for conferences are the parents of high achievers. Therefore, it is a good idea to either send a note home or call the parents you need to see the most to set up a conference..

 

 

 

How to Shine When Conducting the Parent-Teacher Conference

 

Smile and thank parents for coming in. Begin by accentuating the positive, touching on any of the items from What Parents Really Want to Know (above). Next, bring to light any areas for improvement of the student in question, e.g., incomplete homework, lack of participation, and behavior issues. This provides a framework for developing an action plan. Then, ask parents for their concerns and keep an open mind, even if they are critical. Once again, accentuate the positive then formulate an action plan along with the parents; their involvement in the process is often fundamental to your success.

 

Having made at least one previous phone contact with parents is extremely helpful when conducting a formal parent-teacher conference. You can still follow the outline above if an action plan already exists. You will need to provide updates and modify the action plan if necessary. It is paramount that parents realize that your primary goal is student success.

 

During the conference, listen carefully, and make pertinent notes. Obtain any contact information you may require. Let parents know how and when you will be in touch with them. For example, tell them when the next important evaluation will be sent home for signing and when they can expect either a note or a phone call to update them on their child’s progress. Follow through on your part of the plan and if the student fails to cooperate fully, contact the parents immediately. If the time allotted for the conference turns out to be insufficient, make arrangements to contact the parents the next day to complete your discussion.

 

*Note: This book was written for Canadian readers who are familiar with the term "parent-teacher interview." Where applicable, Education World editors changed the reference to "parent-teacher conference," more commonly used in the United States. British spellings may also have been altered.

 

 

This text was excerpted from "Communicating With Parents Is Essential," a chapter in Jim Gomes's recently released book Ready, Set, Teach! 101 Tips for Classroom Success. Gomes taught for more than three decades in Ontario, Canada. He has coached youth sports teams and has mentored new teachers on a personal basis and through his educational resource company: J-Go LEARN Inc. Gomes is part of the Professional Learning Series at the Faculty of Education, University of Windsor. To learn more about Gomes and "Ready, Set, Teach!" visit jgolearn.com.
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