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THE PRINCIPAL ‘SHORTAGE’
RECONSIDERED:

The Problem is
Conditions, Not
Lack of Candidates
S T R AT E G I E S D E S I G N E D S O L E LY to attract and
prepare more candidates for the principalship are unlikely to
solve the problem of getting enough leaders to the schools and
districts that most desperately need them unless far more attenMichael A. Copland (left) and Michael S. Knapp of the Center for the Study
tion is also paid to improving working conditions and incenof Teaching and Policy, University of Washington
tives, according to three independent research reports on the
current labor market for principals.
All three reports, commissioned by The Wallace Foundation,
challenge the belief that there is a nationwide shortage of certified principal candidates and suggest that policies focused solely on adding more candidates into the job pipeline are therefore unlikely to succeed in supplying all schools and districts
with the leaders they need. Instead, the reports suggest a new
balance of policies and practices that focus on:
W Adjusting incentives and working conditions to enable
non-competitive schools and districts to attract qualified
By Michael S. Knapp and Michael A. Copland
leadership candidates;
University of Washington
W Bringing local recruitment and hiring practices into line
F R O M C O N V E R S AT I O N S W I T H
with heightened expectations for
educators across the nation and our own
principal performance; and
working experience, we know that educaW Redefining the job itself in ways
tional leaders are hungry for insight into
that allow principals to concentrate
This edition highlights early
the huge challenges they face in ensuring
on student learning above all else.
products of The Wallace
that all students learn to high standards.
The reports—by research teams from
Foundation’s education
How can leaders decide how they can best
Rand, the University of Washington’s Cenleadership initiative – new
exert a continuing and positive influence
knowledge, tools, insights and
ter on Reinventing Public Education, and
lessons that can help make
on learning and teaching in classrooms,
the State University at Albany (SUNY)—
better school leadership
in the face of the thousand things that
analyzed data concerning the supply of
a broad reality.
confront them daily?
principal candidates, job incentives and
Our new report, Leading for Learnhiring practices. They did not seek to ading: Reflective Tools for School and District Leaders, offers a
dress whether candidates who are “certified” under state law
range of answers to these and other questions facing leaders who
to be principals are also “qualified,” in the sense of being up to
care about promoting powerful, equitable learning. The report,
the challenges of leading wide-scale student achievement gains.

Leading for Learning

NEW REPORT OFFERS
SCHOOL LEADERS

‘Reflective Tools’

to
Promote Achievement

Sharing What
We’re Learning
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Leading for Learning continued from page 1
produced by the Center for the Study of Teaching and Policy at
the University of Washington with support from The Wallace
Foundation, presents ideas and probing questions that help
school leaders visualize and plot out ways to connect their efforts more directly with teaching and learning.
The report, and a longer companion volume, Leading for
Learning Sourcebook: Concepts and Examples, is based on an
extensive literature search and consultations with more than
300 scholars and practitioners. Designed for practicing school
and district leaders, the report zeroes in on specific areas of leadership action—“pathways ” — that advance student and professional learning, while building a system that connects and
sustains these efforts. (See “Off The Presses,” on back page for
ordering information for both publications.)
How would a leader actually use these documents? Some
are already using them to stimulate their own thinking, shape
plans for their school or district, validate some of the approaches they have already committed to, imagine new courses
of action, create a focus for dialogue among colleagues, and set
up formalized professional development sequences.
Leaders in Nooksack Valley (WA) School District, an
1,800-student district near the Canadian border, have found
these ideas critical to breathing new life and direction into their
strategic planning process. As Assistant Superintendent Sandy
Austin noted, “We are aware of what we are doing, but we are
still working to understand how it all connects coherently. Leading for Learning offers tools that help us see how our current
efforts come together and where the holes are.”
Austin and Nooksack Valley’s superintendent Mark Johnston found a way to organize what had been a laundry list of
functions. Now, in conjunction with staff and community members, they have restructured their planning around the three
learning agendas outlined in Leading for Learning: student,
professional and system learning. The report helped them both
organize their future efforts and understand better what they
had already done, and crystallize a professional learning agenda

that would engage their colleagues in new learning to support
standards-based practice in the classroom.
Leading for Learning can also help guide professional development, as Donald Eismann, superintendent of the 7,700student Sumner (WA) School District, discovered. Eismann
found that working with these ideas and tools opened his eyes
to rich learning possibilities for his administrative team. He is
now in the midst of a year-long self-study process for all the
principals and his central office team, in which Leading for
Learning provides the core “curriculum.”
Through this work, Eismann and his team members have
recognized the need to focus on key “pathways” of leadership
influence. As he put it to us, “These pathways, or leverage
points, include factors related to the quality of our teaching
staff, distributed instructional leadership, the advancement of
professional learning and the development of efficient and effective support services. Leading for Learning offered us ways
to develop a common vocabulary, and to start to see the system
we work in very differently, more holistically. I receive very enthusiastic feedback from my leadership team members.”
Our reports try to honor the complexity of leaders’ work in
schools and districts, as well as the variety of contexts in which
they work. Experienced leaders know recipes don’t work, and
that there is no substitute for figuring out a strategy for
improvement that fits the unique needs of their place of work.
Leading for Learning provides a picture of possibility that reflects the intricate nature of leaders’ work. It clarifies the goal—not
only student learning but also learning by adults and by the system
as a whole. And it gives leaders strategies for getting there. B
Michael S. Knapp, lead author of Leading for Learning, is
director of the Center for the Study of Teaching and Policy
(CTP) and professor at the University of Washington College
of Education.
Michael Copland is an assistant professor at the University of Washington College of Education in Educational Leadership and Policy Studies. B

Leading for Learning: FIVE AREAS OF ACTION
School and district leaders can advance powerful and equitable student learning by:

❶ Establishing a focus on learning – by persistently and publicly focusing their own attention and that of others on learning and teaching.
❷ Building professional communities that value learning – by nurturing work cultures that value and support their members’ learning.
❸ Engaging external environments that matter for learning – by building relationships and securing resources from outside groups that
can foster students’ or teachers’ learning.

❹ Acting strategically and sharing leadership – by mobilizing effort along multiple “pathways ” that lead to student, professional, or
system learning, and by distributing leadership across levels and among individuals in different positions.

❺ Creating coherence – by connecting student, professional, and system learning with one another and with learning goals.
From Leading for Learning: Reflective Tools for School and District Leaders
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Moving Leadership
TO THE FRONT BURNER
By Gene I. Maeroff
Senior Fellow, Hechinger Institute on Education and the Media,
Teachers College, Columbia University

A

superintendent announces her resignation. Articles in the daily newspaper speculate
about her strained relationships with certain
members of the school board. The head of the
teacher union says in one story that the
superintendent never gained the trust of the
teachers. Very quickly, the newspaper starts
running articles about the search for a successor, leaving discussions of the departing
superintendent behind and striving to get the
“goods” on candidates under consideration
for the job.
This is the way that the media often cover a school superintendent’s work. The word
“leadership” appears infrequently in the articles. It is not foremost in the minds of those covering education. This should surprise no one. Even the federal government’s
major initiative for improving elementary and secondary
schools, the No Child Left Behind Act, scarcely takes leadership into consideration.
It is not as if journalists do not mention principals and superintendents. They write about them constantly. However, the
intricacies and mysteries of leadership do not readily yield themselves to dissection by journalists, who tend to deal with the
most tangible, most outward actions of those situated in positions of influence. Reporters really are not sure what constitutes leadership or how to interest readers in articles about this
arcane topic. They are not even persuaded that it matters in
schools. School people hardly talk about it and usually fail to
draw lines connecting the leadership of superintendents and
principals—or the lack of these links—to student achievement.
Test scores, the role of charter schools, teacher quality, school
finance issues and the future of vouchers command much of the
attention. Journalists usually write against deadlines. Column
inches and air time are finite. Readers and viewers seek pat answers to the problems set before them.
In the interest of more thorough, more penetrating reportage, the Hechinger Institute wants to encourage journalists
to reflect on school leadership and its implications for student
outcomes. This is not apt to occur, though, without providing
some time devoted to helping journalists identify these connecSpring/Summer 2001

tions. Professional development is
the raison d’etre of Hechinger. It
publishes materials and offers
seminars so that journalists may
deepen their knowledge on all
matters educational. The goal is to
produce coverage that is as fair, accurate and insightful as possible.
An upcoming series of
Hechinger seminars underwritten
by The Wallace Foundation will
allow journalists to delve more
deeply into the many aspects of
Gene I. Maeroff
school leadership. Those who
work for news organizations located in school districts and
states where the Foundation has its direct investments will be
among the journalists invited to the seminars. Hechinger will
offer a series of three such seminars in each of three regions, nine
seminars in all, from 2003 through 2005. We will encourage
journalists to attend the seminars in cadres from each news
organization, including both reporters and editors. This
approach aims to create a more durable core of informed journalists at each participating newspaper and broadcaster.
The goal is to get reporters to look at school leaders in a
fresh light. Coverage will delve into the style and quality of the
superintendent’s work. The reporter, armed with deeper
insights, will look beyond the horse race of test scores. He or she
will examine the obstacles to leadership inherent in the system
and in the ways that the superintendent approaches his work.
Readers will gain a stronger grasp of why some initiatives succeed and others fail, why learning increases or falters. The public
will come to a better understanding of why it should care about
the leadership abilities of those in the school system’s top leadership posts.
In the end, this can’t help but make leadership count more
in the schools. B
Gene Maeroff’s latest book is A Classroom of One: How Online Learning Is Changing Our Schools and Colleges (New York:
Palgrave MacMillan, 2003)
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Wallace Awards Second Round of
LEAD Grants
GOAL IS BETTER DISTRICT LEADERSHIP
THE WALLACE FOUNDATION
has approved a second round of “Leadership for Educational Achievement in
Districts” (LEAD) grants totaling
$16,250,000 to enable high-need districts to continue their pioneering work
in improving education leadership. The
goal of LEAD is to support districts in
developing comprehensive approaches to
attracting, preparing and placing a more
able and diverse corps of superintendents, principals and other education
leaders, and to improving the conditions
that enable leaders to support the
academic performance of all children.
The 18-month renewal grants, which
run from January 2003 through June
2004, bring the total of Wallace’s support
to the 12 LEAD districts to nearly $27 million since they were selected in 2001. Each
LEAD grant is renewable for up to five
years, provided each district demonstrates
significant progress toward achieving its
leadership improvement goals.
“These districts have demonstrated
the will to take on the task of helping to
build up the field of practice and policy
that links improved leadership to student
learning,” said M. Christine DeVita,
president of The Wallace Foundation.
“Against a backdrop of tight budgets, demands for higher student achievement,
and shifting local political conditions,
each district has an ambitious agenda for
translating their plans into stronger
school leadership that results in achievement gains by all students.”
LEAD is one of two key components
of The Wallace Foundation’s state-dis4
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trict strategy that links state-level
reforms of policies affecting leadership—
from selection, licensure requirements
and certification rules to professional
learning and governance practices—with
innovative district-level plans and practices. The 12 LEAD districts are: Atlanta,
GA; Eugene, OR; Fairfax County, VA;
Fort Wayne, IN; Hartford, CT;
Louisville, KY; Community District Ten
in New York, NY; Providence, RI; St.
Louis, MO; Springfield, IL; Springfield,
MA; and Trenton, NJ.
The state component of the strategy,
the “State Action for Educational Leadership Project” (SAELP), includes 15
states that have demonstrated a willingness and capacity to comprehensively review and revise state regulations, policies
and practices so that they support better
school and district leadership.
Each LEAD district is located in a
SAELP state and a critical goal of Wallace’s state-district strategy is to promote
stronger connections and better coordination between the leadership work of
districts and state regulations and policies. For example, the LEAD team in the
Eugene, OR school district has begun
working with the Oregon SAELP team to
increase the pool of high-quality administrator candidates through a more flexible licensure process.
Taken together, the goal of LEADSAELP over the next five years is to
develop and share policies and practices
that influence many other states and districts beyond those getting direct support
from Wallace. To that end, The Wallace

Foundation has awarded a two-year,
$3.7 million grant to the Education
Development Center, in Newton, MA, to
assist LEAD districts in building greater
capacity to define and realize specific
leadership goals, evaluate progress, create new resources and tools to improve
professional practice of principals, superintendents and others in leadership
positions, and form a national network
enabling LEAD districts to share knowledge more effectively with each other and
with many other districts.
Among the objectives of LEAD in
2003 will be to:
W Ensure that the new leader prepara-

tion programs being developed in
LEAD districts are high quality and
based on the best available knowledge
of how leaders can improve student
performance.
W Work on reforming the governance

structure in each district so that a
climate supportive of leadership
for learning develops.
W Concentrate on improving condi-

tions and incentives affecting leaders.
W Examine new ways to assess the

performance of principals and
superintendents.
W Involve local business, government,
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community and school leaders more
directly in this work. B
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(Left to right): Walter V. Shipley, Chairman of The Wallace Foundation; New York City Mayor Michael R. Bloomberg; David Banks, Principal at The Bronx
School of Law, Government & Justice; Misha Ross, New York City teacher; Former Mayor David Dinkins; Lisa Belzberg, Chairman of Pencil; New York
City Schools Chancellor Joel I. Klein

Wallace to Support
NEW LEADERSHIP ACADEMY

T

HE WALLACE FOUNDATION has agreed in principle to
provide up to $15 million over the next three years to help
establish a New York City Leadership Academy. The academy
aims to attract and prepare a new generation of principals
capable of helping all children achieve at higher levels. Details
of the final agreement are being worked out.
“This is an historic moment for the nation’s largest school
system,” said Walter V. Shipley, chairman of The Wallace Foundation at a news conference last December hosted by Mayor
Michael R. Bloomberg and Schools Chancellor Joel I. Klein.
“New York City’s sweeping reform agenda, with its focus on
effective teaching and learning, will bring together expertise,
resources, and the right partners to the benefit of 1.1 million
students attending some 1,200 schools.”
The new academy is part a series of initiatives designed by
New York City’s Department of Education to promote leadership, accountability and increased autonomy for principals in
the city’s public schools. At the news conference, Mayor
Bloomberg stated, “By making principal leadership a core
element of our strategy to improve New York City’s public
schools, we will be better able to recruit, train and retain principals who have superior leadership skills, know how to draw
upon the expertise and dedication of quality teachers and staff,
and are fully accountable for the performance in their schools.”
Spring/Summer 2003

in New York City

“To achieve our goal of 1,200 effective schools, we must
focus first on principal leadership,” added Chancellor Klein.
“As school leaders, principals are the key to overall school performance and to the kind of fundamental change that many of
our schools require. It is critical that we begin work immediately
on building a team of 1,200 great principals: people who are
true instructional leaders that can inspire and empower teachers,
students and parents in their school community.”
The Leadership Academy will recruit, train and develop
high-quality principals as strong instructional leaders and
managers, drawing from a nationwide pool of candidates and
restructuring training and support of those who show great
leadership potential, including teachers and assistant principals.
The city has also pledged to address the challenge of creating
new incentives to draw principals to high-need schools and to
take steps to improve overall conditions and support for school
leaders throughout the district.
“For the past year,” said Shipley, “The Wallace Foundation
has invested in twelve large, mostly urban districts—
including Community District 10 in the Bronx—to discover and
adopt new ways of strengthening leadership and to have those
changes improve the prospects of students in districts across the
country. We are pleased to support this timely, bold venture.” B
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Staff TRANSITIONS:
Richard D. Laine To Direct Wallace Education Programs
Three Senior Officers Appointed
Mary Lee Fitzgerald Retires

Assessment Program Report and the
1994 Quality Schools Initiative, the
state’s blueprint for improvement.
Laine served as executive director of
the Coalition for Educational Rights in
Chicago, a collaborative of organizations
created to achieve the goals of adequate
and equitable funding for all Illinois

Sabrina
Hope King

The three new senior officers appointed
to the education unit are:

Sabrina Hope King, Ed.D

Richard D. Laine

RICHARD D. LAINE, who joined
The Wallace Foundation in December 2002 as Deputy Director of
Education Programs, was named
Director, effective April 1, 2003. He
succeeds Mary Lee Fitzgerald, who
retired in April after having led the
successful launch of LEADERS Count.
Three new senior program officers also
were named to the foundation’s education unit: Sabrina Hope King, Jody
Spiro and Ronald Thorpe.
Previously, Laine was director of
Education Policy and Initiatives at the
Illinois Business Roundtable. He also
provided leadership to Illinois’ Baldrige
in Education Initiative and was instrumental in bringing a stronger focus on
using data to improve student learning
and involving the business community to
improve public education. From 1994 to
1999, Laine was the associate superintendent for Policy, Planning and Resource Management at the Illinois State
Board of Education. He led the codevelopment of the Illinois Learning
Standards and “Project Jumpstart” to
assist low-achieving schools, and coauthored the Illinois Standards-Based
6
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Mary Lee Fitzgerald

schoolchildren. In 1992-94, Laine was
executive secretary of the Committee for
Educational Rights in Chicago, which
brought the Illinois school funding lawsuit to the state supreme court.
Dr. Fitzgerald has served as Director
of Education at Wallace since September
1999. Her distinguished career began
with several teaching posts. She was an
assistant superintendent in both Phoenix,
AZ, and Norwalk, CT, before being appointed superintendent of schools in
Montclair, NJ, in 1981. She was New
Jersey Commissioner of Education from
1992-94. Thereafter, Fitzgerald was a Senior Fellow at the Carnegie Foundation
for the Advancement of Teaching and
Founding Director of the New Jersey
Principals Institute at Princeton. She has
taught at Columbia University and was
a visiting fellow at the Harvard Graduate
School of Education.

Dr. King spent the first nine years of her
career in the field of urban education as
a teacher of ESL and high school equivalency (GED), and as a high school history teacher and dean in the New York City
Public School System. For the next nine
years, she was a tenured assistant and
associate professor at the University of
Illinois at Chicago and Hofstra University, respectively. For the past three years,
Dr. King worked as a principal and
assistant superintendent for curriculum
and instruction, most recently for Mount
Vernon Public Schools. She has published
widely and consulted with numerous districts on improving urban schools and is
committed to issues related to equity,
diversity and standards-based reform.

Jody Spiro

Jody Spiro, Ed.D
Dr. Spiro was director of Education Development Center’s New York Office of
Global Learning, where she led educa-
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The Principal Shortage
continued from page 1

the principalship much beyond 55, as
Rand points out, it follows that this trend
may create shorter careers in the principalship, exacerbating turnover.
Practically all principals (99.3 percent
as of 2000) have been teachers and average
14 years’ teaching experience—more than
four times the minimum amount of
experience required in most states.
As the Rand researchers noted:
“Formal barriers such as certification requirements and informal barriers such as
district hiring practices all but exclude
those without teaching experience from
consideration for administrative positions. If policymakers are serious about
drawing people from outside education
into school administration, those barriers
must be addressed.”

Dr. Thorpe has been a consultant to the
Bill and Melinda Gates Foundation and
the George Lucas Educational Foundation, and has served as vice president for
Institutional Advancement and senior instructor in Education at Cambridge
College. A widely-published author of
education commentaries as well as
poetry, Thorpe was program officer at
the Geraldine R. Dodge Foundation
(1990-93) and senior vice president for
program at the Rhode Island Foundation
(1996-2002). He spent 16 years as a
teacher and school administrator in two
independent schools. B

While there is no nationwide shortage of certified candidates, the University of Washington’s analysis of 83 school
districts revealed wide disparities in the
number of candidates per school. In
some, schools averaged as many as 40
candidates for principal job openings.
Others just a few miles away that were
perceived as troubled drew fewer than
three. “The districts with the fewest applicants were those with the most challenging working conditions, higher concentrations of poor and minority students, and lower salaries for principals,”
the UW study concluded.
UW researchers also found striking
disparities within districts. In Philadelphia, for example, schools seen as academically competitive receive as many as
30 applicants for principal job openings,
but the least preferred schools draw half
a dozen or fewer for vacancies.
All three studies agreed that hiring
practices and policies in many districts are
making it harder to expand the potential
pool of high-quality candidates. The increasing age of principal candidates is one
symptom of hiring practices that tend to
place a higher premium on the amount of
educational experience than on leadership
skills and attributes. Rand’s analysis
found that between 1988 and 2000, the
proportion of new principals under 40
shrank from 38 percent to only 12 percent.
The University at Albany’s report
presented similar findings about New
York State, where fully 66 percent of
principals hired in 2000 were at least 50
years old, yet there is a large pool of
relatively young individuals certified to
be principals but not holding those jobs.
“It appears that many districts’ hiring
practices have focused on short-term
needs rather than seeking a younger
workforce that could continue to provide
school and district leadership for a longer
period of time,” the report said.
When one considers that in the public sector, principals tend not to remain in
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tion reform technical assistance teams in
several countries and managed programs
in educational leadership in New York
City and Yonkers. Spiro was Executive
Director at the Soros Foundations,
where her work involved educational
leadership development and curriculum/textbook reform across the former
Soviet Union. She served as University
Planning Officer at Long Island University and managed leadership development at the New York City Board of
Education. Spiro is an associate adjunct
professor at NYU and at the College of
New Rochelle, teaching courses in
change management and educational
leadership.

Ronald Thorpe

Ronald Thorpe, Ed.D

Meeting The Challenge
If, as these reports document, there is no
shortage of certified candidates for the
principalship nationwide, then strategies
focused mainly on adding more certified
people to the job pipeline miss the real
dilemma: that untold numbers of wouldbe candidates both inside and outside the
education field are being weeded out by
inflexible hiring practices, or else are
shunning these jobs altogether because of
the stressful conditions, inadequate incentives or regulatory hurdles.
Districts are now searching for
characteristics in principal candidates
“far beyond minimal state certification
requirements,” according to UW’s researchers. Defining the shortage problem
solely in terms of certified applicants, it
continues, “is only part of the story. Clarifying what districts really want in school
leadership applicants is the other part.”
See “Off The Presses” (back page) for
ordering information for all three research reports, as well as The Wallace
Foundation’s policy brief, “Beyond The
Pipeline: Getting The Principals We
Need, Where They Are Needed Most,”
which synthesizes the key findings and
policy implications. B
LEADERS COUNT report
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OFF THE PRESSES
Beyond The Pipeline: Getting the Principals
We Need, Where They Are Needed Most, by
The Wallace Foundation, 2003. Available in print
for free from The Wallace Foundation, Two Park
Avenue, 23rd Floor, New York, NY 10016; order
online or download: www.wallacefunds.org
The Attributes and Career Paths of Principals: Implications for Improving Policy, by Frank C. Papa, Jr.,
Hamilton Lankford, and James Wyckoff, University
at Albany, SUNY, 2002. Available in print from James
Wyckoff, Center for Policy Research, Milne 300,
University at Albany, 135 Western Avenue, Albany, NY
12222; or download: www.teacherpolicyresearch.org
A Matter of Definition: Is There Truly A Shortage
of School Principals? by Marguerite Roza, Center on
Reinventing Public Education, Daniel J. Evans School
of Public Affairs, University of Washington, 2003.
Available in print for $10, or download for free,
from the Center on Reinventing Public Education:
www.crpe.org
Who is Leading Our Schools?: An Overview of
School Administrators and Their Careers, by Susan
M. Gates, Jeanne Ringel, and Lucrecia Santibanez,
RAND Education, 2003. Available in print for
$28.50 from RAND Distribution Services, phone
(310) 451-7002; fax (310) 451-6915;
order@rand.org; or download for free:
www.rand.org/publications/MR/MR1679

For further information contact:
The Wallace Foundation
Two Park Avenue–23rd Floor
New York, NY 10016
Telephone: 212-251-9700
Fax:
212-679-6990
Website: www.wallacefunds.org
Email: wrdf_education@wallacefunds.org

Leading for Learning: Reflective Tools for School
and District Leaders; and Leading for Learning
Sourcebook: Concepts and Examples, by Michael
Knapp and Michael Copland, Center for the Study
of Teaching and Policy, University of Washington,
2003. Both available for download free of charge at
www.ctpweb.org.
Effective Superintendents, Effective Boards: Finding
the Right Fit, by the Education Writers Association,
2003. Available in print, free for reporters and EWA
members and $10 for all others (contact 202-452-9830
or ewa@ewa.org), or download for free at
www.ewa.org/offers/publications.
The Role of School Leadership in Improving Student
Achievement, by the National Conference of State
Legislatures. Available in print to members of the
media by emailing NCSL Public Affairs at pressroom@ncsl.org. Legislators or other interested parties
can obtain a copy of the report by contacting Frances
Groff, Senior Policy Specialist, NCSL Education
Program at (303) 856-1415.
Good Principals Are the Key to Successful Schools:
Six Strategies to Get More Good Principals, by Kathy
O’Neill, Betty Fry, David Hill and Gene Bottoms,
Southern Regional Education Board, 2003. Available
in print from SREB at (404) 875-9211, Ext. 236, and
on the web at www.sreb.org.
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