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Preface

During my thirty-eight years of being directly involved in Latin American international schools within nineteen nations I became very intrigued why certain talented educational leaders were extremely successful and why others were partially or blatantly unsuccessful.   Some of the most predominantly ineffectual were, in fact, perceived by reputation to be the most traditionally gifted during certain tenure parameters.

I gradually reached a clear conclusion that successful educational leadership was not universally predicated upon historically “sound” formal training, advanced levels of professional based education, or normal performance expectations.  Rather, that uniquely high and renowned leadership achievements were frequently reflective of non-complicated and common sense styles of strategies interspersed with atypical tactics and unexpected pronouncements and/or actions and strong interpersonal relationships.

In truth, the strategies highlighted within this document and spliced throughout peripheral pertinent verbal analysis in no manner should be interpreted as discounting the importance that successful educators must be extremely competent within the indispensable arenas involving student achievement, finance, evaluation skills, reputable standards’ based accreditation, curriculum, communication, recruitment, and scheduling.  Yet, it must be clearly recognized that there is more to master, more to intertwine – so very much more.  These separate, but essential (in some instances even more vital) additional competences are reflective within the boundaries of pragmatism, unique styles of unselfish commitments, and extensive and respectful humanistically sound relationships.

This document with accompanying subsequent sharing premises may assist those who are receptive to broadening their current styles of leadership and abandoning some safe approaches which have been considered to be the only acceptable routes for maintaining prominence.  Please trust me when I convey that educational leadership does not have to be complicated or profoundly dogmatic.  In fact, long term successful administrative essences can be somewhat unsophisticated, unpretentious, and even enjoyable to deliver.

                    


Frank Anderson


Seminar:  Phase One
Gems of Gems – Integral Features of Leadership Successes
A. Jeff Keller – Monterrey, Mexico

“Say what you mean and mean what you say.”  All constituents of a school community - teachers, students, parents, Board members, support staff, suppliers, professional colleagues from other organizations, etc. must have confidence in your word.

B. Charles Skipper – San Salvador, El Salvador

Effective leadership is about building leadership capacity, and thus sustainability, in an organization.  The one key element in leadership is really a realization.  The realization is that a leader’s success is measured not by his or her actions in isolation but rather by the actions and success of those around the leader.  The cult of personality leadership style is more about personal power and aggrandizement.  The one key element in management is judgment, in all things, but especially in the ability to maintain a vision of the future while making decisions in the heat of the moment.  Poor managers, like poor Boards, often either focus on the horizon and fail to adequately align current practice with future goals of they focus exclusively on the present and fail to adequately plan for or anticipate the future.  In either case, the institution suffers.

C. Jean Vahey – Caracas, Venezuela

For me, relationships are one of the main keys.  I try to personally [image: image3.jpg]N
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know each person with whom I work with.  I am accessible to parents, students, faculty.  I call people by their names and greet them.  I try to be fair and consistent in implementing policies.  Having clear guidelines so that everyone knows what is expected is another key.  Finally, I inspect what I expect.

D. Ettie Zilber – Guatemala City, Guatemala

One of the numerous approaches, skills, and characteristics necessary that I think have contributed to my leadership achievements is a keen understanding of human behavior and the ability to analyze and understand organizational culture (specific to each organization).

E. Peter Cooper - Rio de Janeiro, Brazil

I think that persistence is one leadership trait that helps me to be successful.  I follow through on tasks I undertake, whether they be grandiose ones such as relocating the school or more routine ones such as careful screening of teacher applicants.

F. Bill Johnston – Quito, Ecuador

I believe that the most important aspect for me is being able to develop and articulate a vision that can be shared with, and assimilated into, the whole community.  A concrete vision, characterized by specifics that people can understand and that creates excitement and drive, is what I find allows the broad-based mobilization one needs to be able to get it down to the brass tacks needed to actually generate results.

G. Joe Walker – Valencia, Venezuela

Effective schools (and other organizations) utilize goal setting as a means to link and align the efforts of the members of an organization towards desired outcomes.  The goal setting process is most effective when shared with other leadership groups inside the school.  Obviously, there are the various levels of goals: organizational or school wide, divisional, departmental, individual, and so on.  When organizational goals set the tone for the school’s goal setting process, and shared leadership provides the opportunity and mechanism for the involvement of others in the school to identify their goals in line with the organizational goals, the focus of the school is placed on areas of maximum benefit.  Therefore, one important aspect of effective school leadership involves goal setting for the entire organization and goal setting for the shared leadership organizations that operate in their own areas of influence inside of the school.  A word on the timing of the goal setting process: when goals are identified prior to the end to the school year for the next school year (for example, goals identified in May for the next school year), then that allows for the faculty to assess their progress in accomplishing their identified goals and to use this information in the identification of goals for the next school year.

H. Jack Delman – Santo Domingo, Dominican Republic

Establishing and maintaining a clear coherent vision and using it in the daily  decision making process is paramount for the [image: image6.jpg]
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staff and faculty.  The collaborative approach to arriving at that vision and then continuing to adhere to it collaboratively helps assure the greatest buy-in and least amount of undermining of the direction that the institution is going.  Recognizing that amongst the staff and faculty that there is great talent and leadership potential and giving those people opportunities, inspires them and others to support the vision and contribute to the growth of the school.

I. John Ciallelo – Sao Paulo, Brazil

I think, act, and behave as an educator first and an administrator second.

J. Steve Sibley – Maracaibo, Venezuela

Honesty and Integrity:  There is no substitute for conducting one’s professional affairs and business interactions with the highest level of honest and integrity.  To do otherwise would bring into question the motive for any decision and lessens the confidence others have in one’s leadership. The task of providing leadership is difficult enough.  Operating with honesty and integrity provides a rock-solid foundation on which to build one’s leadership skills in the effort to become a more effective leader.

K. Liliana Jenkins – Tegucigalpa, Honduras

Being honest, transparent and being able to say what you have to say professionally and from the heart.  I believe that people think of me as a straight shooter, no cover ups.  You get what you see.  This I have found is very much appreciated by all members of our constituency.  That keeps them coming back for advice, support or a simple I need to tell you something and I know you will tell me straight.  This opens the door to success in my opinion.

L. Michael Adams – Bogota, Colombia

Administrators and leaders of U.S. accredited Colombian schools who utilize just one style of leadership are sure to find that they are only meeting the needs of a particular subpopulation of their staff.  The diverse cultural nature of these Colombian schools requires a diverse use of multiple and situational leadership styles.  The more diverse or “pro-team” a leader is as they work with their staff and their community, the better chance they will have at meeting the needs of all their stakeholders.  Lifton (1993, p.5) states that the “capacity of bringing together incompatible elements and involving then in odd combinations” is often the capacity of providing effective leadership or not.  With this in mind, leaders must be aware of the varying needs and natures of their staff and as a result adjust their behaviors and styles to meet these needs.  Leaders who are new to Colombia and to these types of schools must take great care in learning about the Colombian culture and also quickly learn how to manage their school with both subcultures in mind.  Leaders who are veterans within this Colombian school environment must not lose sight of the needs of the internationally hired staff.  Even though they are living and working in a foreign country they still maintain expectations and personality traits characteristic of their own country.  Here too, these veteran leaders must adjust their style to accommodate both cultures.  In addition to the need to adjust leadership styles to specific situations and cultures, the sharing and distributing of leadership is also a factor of U.S. accredited Colombian schools that can not go overlooked.  The results[image: image11.jpg]&
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 of my doctoral research study in Colombia clearly indicate a preference for a distributive style of leadership.  Staff members want to be included in decisions, planning and the administration of these schools.  It is very important in this setting for school leaders to remember, however, that the nature of the Colombian staff is much more collectivistic (Hofstede and Hofstede, 2005), and as a result this shared leadership will most likely be preferred under a more team-like atmosphere.

M. Joe Nagy – Cali, Colombia

My firm conviction and belief that education is the single most powerful tool to cause positive social change is what guides me.  Based on that premise, I act with passion and joy.

N. Linda Niehaus – San Jose, Costa Rica

In a small school like Marian Baker School we have an open door policy and are always accessible to the students and the parents.  This has facilitated a high level of confidence and open communication.

O. David Deuel – Montevideo, Uruguay/Dallas, Texas

Effective leadership styles can be obtained through scholastics and probably more often through on the job training.  However, an effective leader should rely on “gifts” of innate strengths.  If an individual aspires to become an effective leader in her/his school community, then she/he must be a benevolent human being maintaining veracity in every decision that  she/he makes.  An effective leader cannot waiver in these  qualities, no matter where the pressures come from - inside or outside the school community.

P. Les Landers – International School Services

Our lasting contributions are not the curriculum guides we produced, the materials we purchased, or even the buildings we help construct.  Rather they are the people whom we touched through our ability to listen to them and the capacity to have them feel valued for who they are and what they do.

Q. Phil Joslin – Buenos Aires, Argentina

I believe I have stayed as Head of School for a number of years largely because of my ability to work smoothly with the various School Boards I have worked with.  I believe too many Heads are confused by their relationship with the Board.  We begin our jobs after being hired by the Board, and most of us are assessed annually by the Board.  As a result too many Heads continue to feel they work “for” the Board and therefore do not apply the same confident management skill to that important element of the school.  The Head is hired to be responsible for the management of all aspects of the school.  School Board members are “elected” to work on behalf of the school.  Therefore, once the hiring is done, the roles reverse and the Head must assume CEO responsibility of managing all elements of the school – the Board included.  Most School Board members begin their jobs with little previous School Board experience.  They want to do a good job and are looking for cues at each meeting regarding what the job entails.  Once the head realizes that they have the responsibility to manage the Board just as they have the responsibility to manage all other essential elements in the school, I believe we may see more long term success in He[image: image14.jpg]


ads of School.

R. Andrew Sherman – Mexico City, Mexico

People should always come first.  The prime material of any organization is the human resources.  Therefore, the school director must search for strategies to clearly communicate their expectations of employee behavior, foment collaborative relationships, empower leadership in others, strengthen decision-making abilities, facilitate the circulation of ideas at all levels of the organization and recognize and reward the accomplishments of others.  In participating in these activities, a school leader must always serve as a role model exemplifying the essential values of the organization, act in accordance with these values to establish credibility, and encourage others to be comfortable with change in order to stimulate personal and professional growth.  If educators are provided with a clear understanding of organizational goals and their personal worth as an individual is recognized and their contributions assisting the school to arrive at institutional goals are valued the educational institution will prosper. When attempting to manage the human capital of the school, the school director must then focus on understanding the motivations, feelings and needs of the individuals in the organization in order to develop appropriate projects and undertake responsible decisions that utilize and highlight individual and team strengths.

I. Seminar:  Phase Two

Pragmatic Leadership Essentials Which Will Permit an Administrator to Survive with Distinction at a Latin American Region Institution or within any other International Zone.

A. Personal Commandments, Hints, Tactics  (from the original Ten and are subsequent which have erupted). 

         Frank Anderson – Nassau, Bahamas; Valencia, Venezuela; Atlanta, Georgia
1) Handle little occurrences prior to their becoming major situations; do not shy away from potential unpleasantness. 

2) Intimate involvement

a) Teachers’ personal and professional problems

b) All student activities – typical and atypical (intramurals, major and minor)

c) Arrivals and departures – daily

d) Wakes, first communions, baptisms, funerals, weddings, hospital visitations, non-traditional contacts, etc.

e) Students/teachers: perception of a perpetual open door policy

f) What about extent of social invitations/acceptances?

g) Extra and unusual types of commitments (bus routes, special home visits)

3) Procurement of the best possible faculty, administrative and staff support.  Diversity of approaches.

4) Subtly but persistently be an indirect/direct part of the Board membership selection and other leadership groups’ process; active “behind the scenes” with suggestions which are valid.

5) Use of parents on the administrator’s terms re: the perceived best interests of the institution; development of mutual respect (confront the reality that it will never be universally possible).

6) Retain and attempt to expand upon a sense of humor.

7) Develop a healthy and productive relationship with the professional colleagues with whom you have the most in common, trust, and enjoy.  If we can completely depend upon three or four such special individuals, we are fortunate!

8) Exercise to relieve stress; healthy eating habits, etc. are more important as we age.  Find a  bit of time each week to get completely away from institutional responsibilities.

9) Spouse importance (only if applicable).

10) Some form of contact or comprehension with everything related to the operations.

11) Respectful interaction (within reasonable limits) with laborers, bus drivers, security force, aides.

12) Do not take oneself too seriously, but do recognize the truth of the importance of our leadership roles.

13) Keep everything in perspective.

14) Support staff members in an unobtrusive or obtrusive manner when they are confronted with personal and professional significant problems.

15) Prayer.

16) Follow-through immediately with operational problems or at least convey the perception that “everything” is being reviewed and/or attempted to be solved promptly.

17) Do not sell our professional or personal “souls” to get ahead.

18) Communication – Develop an appropriate, multi-faceted style which works best under particular circumstances (formal, “parking lot”, personal notes, etc.).

19) Attempt to convey that everyone associated with the institution is important at all times – notes, spontaneous dialogues, regular conferences.

20) If appropriate, be aggressive, rather than neutral or passive (initial recruiting, questioning of judgments, security issues, etc.).

21) One can learn as much or more from colleagues who repeatedly experiences leadership disasters.  (See Phase III; Page 23)

22) Do not forget to look with some degree of frequency deeply into the “eyes and souls” of your students and faculty.

B. Superficial Review:  Highly Respected Educational Strategists – Several sources represent long term successes at one  site

1)
Herm Penland – La Paz, Bolivia/Belize


a)
Patience


b)
Understanding


c)
Cooperative


d)
Consistent


e)
Fair


f)
Available


g)
Flexible


h)
Organized


i)
Motivator


j)
Financial Background


k)
Communicator

2)
Martin Felton – Cali, Colombia/United States

a) Understand the culture within which you are operating and remember that while school cultures are open to change, national cultures are not.

b) Develop a special relationship with your Board President as well as with other key Board members.  If you allow them to share your successes, they will be much more likely to accept your failures.

c) Have a medium and long term vision for the school which fits your perception of community needs and desires, share it with “key players” both formally and informally, and adjust it when necessary in accord with political and economic realities.

d) Find the best administrators, educational and operational, available; invite them to share your vision, and give them room to operate within obvious limits - treat them the way you would have the Board treat you.

e) Create the concept of the administrative team, nurture it through daily communication, formal and informal, and don’t be afraid to let your administrators meet without you.

f) Have ready access to accurate financial data and at a reasonable level of detail.  An operating budget is an annual plan which allocates resources; if you don’t construct it and monitor it, you are giving up enormous leverage.

g) Always keep the Board informed of important happenings, successes, budding problems.  When in doubt as to whether or not to inform them, inform them (or, at least, the President).

h) Don’t hesitate to take risks if the cost-benefit calculation so dictates, but do your best to share the risk with others, most usually the Board or your administrative team.

i) Don’t confuse your own authority with what is best for the institution (and best for the maintenance of your real authority in the long run).  Concerns regarding your own authority should be most often reserved for your relations with the Board and rarely asked in terms of your relations with those who report to you.

j) Keep your eyes and ears open for what works elsewhere and don’t hesitate to beg, steal or borrow, although it never hurts to give credit when it is due.

k) The single most important resource a school has is its teachers and while it’s often true that “the more you give them, the more they want”, nurture, nurture, nurture!

l) As a manager of people, from students through administration, nothing is more important than empathy, the ability to see and feel things from someone else’s point of view.  It often overrides, and almost always, modifies issues of who is right and who is wrong.

m) Requesting should always precede directing.

n) There are few right answers in education and there is always more than one way to achieve results.

o) After establishing a shared vision or direction, the Head’s job is simple: to provide and maintain the ethos, setting, and resources to allow that vision to become reality.

p) Admit your mistakes and reverse field when necessary.

q) When it comes to changing people’s perception of reality, convincing never works as well as demonstrating.

r) Have at least three or four fully achievable goals each year; it makes the high risk efforts much easier to undertake.

s) Build, and when you build, do it right.  School communities love results which can be seen.  It won’t override a deteriorating program, but it serves as a great complement when the program is going well.

t) Be nice to parents.

3) John Schober – Medellin,  Colombia

a) Board members come and go; a committed superintendent in a good school stays.

b) Always be honest and truthful.

c) Be patient and understanding.

d) Gradual, planned and communicated change is always better than the quick (even if dramatic!) reform.

e) Respect and listen to everyone; no matter how absurd or idiotic someone may appear to be, look for the valid reasons behind his thinking.

f) Excellent communication is a sine qua non; pay extra careful attention to the wording of all communications.

g) Never threaten to resign as a way to convince or win approval for a policy, program, etc.

h) Hire the best people you can and give them the freedom and support to do their thing.

i) Pay attention to detail and always follow-up to see what happened with your instructions, decisions, etc.

j) Let everyone be a winner!  Try to achieve consensus even if you have to delay your decision or its implementation.  Voting produces both winners and losers.

k) Have clear and consistent principles, but be flexible when and how to apply them.

4) Gil Brown – Rio De Janeiro, Brazil/United States

a) Be first on campus in the AM and last to leave in PM.

b) When you wish to speak to a teacher, make an appointment to see them in his or her room, not in your office.

c) Return all phone calls.

d) At least once a month, invite teachers, students and parents, Board members for lunch with you in your office.

e) Have a strong, flexible philosophy of education.

f) Have a strong, flexible philosophy of leadership and administration.

g) Give people power to make decisions as an indication of your faith in them.

h) Develop a sense of humor.

i) Ask advice of your administrative team, and accept it.

j) Be visible around campus and town; get out of your office.

k) Attend the extracurricular activities of your students and cheer them on, telling them how great they were!

5) Jeff Keller – Monterrey, Mexico

a) Keep the best interest of children at the forefront of all decisions.  Do what’s right for kids.

b) Your “word” must be gold.  All constituencies:  Board members, parents, students, teachers, and support staff must know that they can count on getting a straight answer and that they can trust that you will do what you said you were going to do.

c) Be fair to all, don’t play favorites, and if you have to make exceptions, be sure you can justify it in your own mind and that others would consider it “fair, reasonable, logical, and just”.

d) Treat everyone with the respect that they deserve as human beings.  Make sure that all school employees feel valued and that their work is recognized as a necessary part of establishing and maintaining a sense of excellence throughout the school.

e) Care passionately about the people and programs of the school.  Set an example for effort, commitment, dedication, and excellence.

f) Have high, but reasonable, expectations for your own performance and for the performance of everyone else in the school organization.

g) Do not accept mediocre effort or performance from anyone.  I have never regretted firing anyone, but I have regretted not firing certain people.

h) Surround yourself with highly competent and caring people.  They will make you look good every single day.

i) Don’t be impressed with your own position and title.  As chief administrator, my job is to support the principals and teachers who work directly with them.  If they are not successful, I can not be successful.  They are the real heroes.


j) When recruiting teachers, my first “cut” is to find people who I think will connect with kids.  I want them to be competent in their subject or grade level, but I’m most concerned that they are the kind of people that will connect with kids and be a good addition to our school community.

k) Try to be a good listener.  Even though someone else’s burning issue may be way down on my priority list, be sensitive to their concerns and at least hear them out.

l) Don’t make promises you can’t keep.

m) Even though you may be incredibly busy, find the time to give an encouraging word; say thank you and recognize people for the excellent work they do.

6) Elsa Lamb – Barcelona, Spain/Asuncion, Paraguay/Managua, Nicaragua/AAIE Executive Director

a) The essential bottom line in all decision making is “what’s best for students?”

b) Administration is 90% people.  A Head’s effectiveness is usually proportional to the amount of time dedicated to people.

c) Leadership is a shared endeavor, i.e. power and authority have to be shared if the job is to get done.

d) Perception is reality; make sure that accurate information is communicated to all sectors of the school community.

e) Effective leaders make time to celebrate, recognize, reinforce and reward accomplishments.

f) Achievable goals are clear, reasonable in number, and shared.

g) Never forget that the most important job of a School Head is hiring qualified, caring teachers.  Teachers are the single most important factor in student learning.

h) Some visible improvements in the school must be made each year.  Tangibles equate progress to a school community (buildings & grounds, science & computer labs, sports areas, etc.).

i) Make use of collective brain power when tackling difficult issues.

j) Time is an important component in decision-making; take time to analyze and reflect before making decisions.

To all of the above, I would add that a healthy sense of humor and the ability “to see the forest from the trees” is essential to maintaining the Head’s mental health … easier said than done!

7) Rick Spradling – Vienna, Austria/The Hague, Netherlands

a) Keep a sense of humor!

b) Try to maintain attention to detail while keeping the big picture in sight at the same time (a difficult task).

c) Be prompt in your responsiveness.

d) Build a strong administrative team and then delegate responsibility and authority to those others (you can’t do it all yourself).

e) Keep in touch with your students even in a larger school (I alternate taking a MS or HS homeroom, where I am a student advisor; I accompany MS and HS class trips sometimes; I take lunch duty several days each year; I open doors for ED drop off in the morning sometimes, etc.).

f) Build a close relationship with the Chair of the School Board (you need a mentor and confidant and supporter).

g) Have high expectations of yourself and those around you.

h) Choose your battles carefully; prioritize what’s really important and spend your political capital wisely.

i) Ask lots of questions, listen, and then make clear and firm decisions, explaining the rationale to those affected.

j) Maintain high personal standards of ethics and behavior.

k) Always consider the impact on students of all decisions.  (No one speaks for them except you.)

8) Peter Cooper – Bogota, Colombia/Japan/Rio de Janeiro, Brazil

a) Remain calm

b) Remember that teachers need to feel appreciated

c) Keep the Board informed but not overwhelmed with information

d) Help the Board members keep their eyes on “big picture” issues

e) Don’t spend a lot of time developing a policy manual

f) Trust your administrators

g) Remember that kids will be kids

h) Recruiting good people is the most important part of the job

i) Treat parents like customer/clients.  Happy parents make for a happy working environment

j) Try to remember what Gil Brown tells you

9) Alan Conkey – Quito, Ecuador/Rotterdam, The Netherlands

a) Make the school the center of your life



b) Work hard

c) Be first in and last out each day

d) Be the best listener at the school

e) Be flexible

f) Always support the staff

g) Be honest with parents, staff and the Board

h) Communication is a key at all levels

i) Laugh a lot

j) Say no only when you have to

10) Robert Sills – Israel/Far East/Beloved Friend/Colleague Forever

a) Board – Thou shall:

· Train the school Board annually

· Send Board members to regional conferences

· Agree that there should be no surprises…keep the Board informed and apprised

b) Personnel – Thou shall:

· Recruit faculty that are intelligent, flexible, child centered, and have a sense of humor

· Recruit faculty that I can sit down and enjoy a beer or wine with after school

· Recruit faculty that are learners

c) Budget – Thou shall:

· Budget for the minimum number of students in the spring so you always have more money than expected in the fall

· Take care of the Maslovian needs of faculty in and out of school so they can then create programs

· Budget for a strong professional development program with faculty in charge

d) Curriculum – Thou shall:

· View teachers as curriculum developers and designers

· View teachers as curriculum implements

· View teachers as those in charge of the educational program with administrative oversight

e) Administration – Thou shall:

· View administration as high paid gophers, those who clear away the garbage in the way of faculty

f) General – Thou shall:

· Have a vision that is shared with the community

· Open door policy

· Establish goals for school

· Never be satisfied with the status quo

11) David Cardenas – Campinas, Brazil/Medellin, Colombia

a) Never over-relax on the recruiting trail.  The quickest way to undo oneself is through unfortunate recruiting.  As it becomes increasingly competitive, the School Head has to become increasingly keen, diligent and intuitive in his hiring.

b) Be close to your Board President but not to the exclusion of less influential members.  Underestimating the politics of the quiet minority can be painful in the long-term.
c) Market yourself, your work and the school, for no one else will.
d) Positive reinforcement, with faculty, administration, support staff and even Boards of Trustees, when precisely directed, is the most effective organizational behavior at inspiring the school toward bigger and better things.
e) Be transparent with the Board.  You can hide a little for a long time but can make the deepest of skeptics when you’re found out.
f) Involve parents through programmed, in-put activities (i.e. focus groups, advisory groups, etc.).  Such activities can keep those very damaging squeaky wheels at a minimum.
g) Be humble.  A little humility can help you gain support when the tide turns.
h) Listen to everyone when evaluating your Staff.  The old models of teacher evaluation are warm and friendly but one-dimensional.  As teaching grows in its professionalism, so too must our ability to gather objective data from students, parents, administrators and other faculty.
i) Caring and Encouraging.  Encouragement and the simplest forms of kindness are at the heart of the most successful teaching and learning.
12) David Randall – Lima, Peru/Rabat, Morocco/Sao Paulo, Brazil/

                                   China/United States

a) Be honest with folks.

b) Admit mistakes.

c) Don’t take the credit.

d) Set the stage for principals and teachers and then get out of the way and let them do what they do best.

e) Realize you sometimes have to eat crow in public and support your staff – disagree with them in private.

f) Even though busy, always try to have time for folks – remember birthdays and other special occasions.

g) Understand that constant interruptions are part of the job – quiet time comes in the early morning or late afternoon.

h) Keep laughing – a sense of humor is essential.

i) Our decisions have to focus on students – that is why we got into this in the first place.

j) Academic preparation and knowledge of budgeting, for example, are important, BUT our successes and our failures are most likely attributable to how we dealt with people.  We are in the people business and we have to be sensitive to the needs of students, parents, and staff – not easy.

k) None of us are indispensable.

l) Don’t forget your family and your health.  No job is worth a heart attack and no job is worth sacrificing your family.

13) Daryle Russell – Several sites in the Middle East

a) Always tell the straight-forward truth!  Diplomacy helps people accept the “truth”.  Politics is no substitute for the truth.

b) All individuals need to be respected for their worth and dignity – students, teachers, staff members, parents and even Board members.

c) Learn to anticipate – work out all the best case/worse case scenarios.

d) Believe in team management.  There is always strength in numbers.

e) Always do what it takes to support teachers and classroom instruction.

f) Be prepared and willing to work the long hours.

g) Recruit with serious intent.  Develop strategies that will enable you to be successful in recruiting quality teachers.

h) Everyone can get himself or herself into a little trouble; ego is what keeps you there!!

i) All circumstances are not the same.  Don’t be afraid to make and defend the tough exceptional decisions.

j) Think “corporate” about decisions and responsibilities.  Always seek to see the bigger picture.  Don’t allow yourself to get bogged down in minutia and pettiness.

k) Learn to solve problems, not cause or prolong them.

l) Seek always to be “professional” – ethics, membership, contribution, etc.  Model “executive behavior.”

I just remembered five more “sound management practices” that were given me by a Board member several years ago.

m) Attract the best staff; motivate them; develop them; retain them.

n) Build, review, update and protect curriculum excellence.

o) Seek to guarantee long term financial stability for the school.

p) Foster open communications with all of the School’s constituencies.

q) Stay in close contact with the School’s surrounding environment, anticipate change; plan strategically.

14) David Tully – Sao Paulo, Brazil/Friend and Mentor/Colleague Forever

a) Hiring and Developing Talent

· Hire the most talented people available; make this a priority

· Develop the talents of the people you employ

· Work around weaknesses in the people you employ – don’t keep trying to “fix” them

· Empower people and encourage creativity

· Promote high standards of performance amongst employees, and reward them through salaries, benefits and professional development

· Confront low performers directly and honestly

b) Financial

· Root out inefficiency in the system

· Invest in people and educational resources

· Balance the budget

· Generate non-tuition revenue

· Don’t believe you can’t raise tuition: people want quality and will pay for it

c) Infrastructure

· Keep improving facilities and plan for maintenance and renewal
· Show an interest in buildings and grounds: don’t neglect the appearance of the school
d) Community

· Be visible, but be economical in appearing at social and other events

· Build up parent and alumni organizations

· Promote the school in the wider community, nationally and internationally

· Communicate to all constituents regularly using the spoken and written word

e) Personally

· Maintain a healthy life-style: intellectually, physically, emotionally and spiritually

· Take time to work on close personal relationships, especially with a spouse

· Leave problems at the school gates when you go home, and understand that not all problems can be solved

Maxim:
Keep the Board informed of what you are doing and add value to the school and its goal of educational excellence.

III.
Seminar:  Phase Three
Pertinent Insights by International Superintendents Who Have Experienced “Close Encounters” with Termination or Who Have Been Terminated on One, Two or Three Occasions.

A.
Dateline: Central America

· Refusing to terminate a teacher without proper documentation.  I clearly remember the day the Board President said:  “Are you refusing to fire so and so?”  It’s my feeling she was waiting for me to refuse so she could report my refusal to the Board.

· A Board President who loved “Being in Charge” and who was on campus almost every day.
· A system that allows the Board to be self perpetuating.

· A system that allows the Board president to stay in office forever.  She had eight years in office when I was asked to leave.

· Failure on my part to be able to convince the Board of the importance of annual Director/Board workshops to review respective roles and responsibilities.
· Failure on my part to “read” the entire Board’s perception of my performance.  I felt I had the support of the majority of the Board.  As a matter of fact my contract was renewed by unanimous vote in December and I was asked to leave in June.

· Where I really messed up was failing to realize that my relationship with the Board President, which was not good, was key in the minds of the other Board members, even though they knew she was regularly interfering in the day to day administration of the school.

· My stubbornness in dealing with a Board President who was known for meddling was also a factor.

· There is a necessity for continuity but the system should prevent the Board President from being in office more than two years.

· I feel that the terms for Board members should be a maximum of three years.

B.
Dateline: South America – Central Tier

1) Never for one second trust the loyalty of U.S. Embassy Board members or U.S. Government office representatives.  They come and go.  The power of the Head of School is vested in the local national and local expatriate long term residents.

2) Run a tight ship.  Benevolent dictatorships work best in Latin America.  Make clear and articulate faculty expectations known from the first day.

3) Don’t try to win support from faculty by being their buddy.  Get their respect from being consistent and professional.  Teachers compare notes.  If it is perceived that you play favorites – it will come back to haunt you.

4) Don’t use logic to base your decisions.  In Latin America you will be further ahead by basing decisions on perceptions, trust and established relationships.

5) As Machiavelli would say “Keep your enemies close to you.”  Latins will seldom face off on issues if they can avoid it.  They will do it behind your back.  Grant them the same courtesy.

6) Be persistent.  Don’t give up.  You will win most battles by being diplomatically persistent.  They will bend first if you refuse to bend.

7) Never start a meeting on time.  Always start it 20-30 minutes late.  If you start it on time, you will have to go over the information twice.  If you wait too long they will come even later for the next meeting.

8) When you sign your next contract, make sure there is a clause that you will attend all Board Meetings.  You are after all, the Chief Executive Officer of the Board.

9) Don’t give the PTA meaningful things to do.  Let them decide on school uniforms, (they never will), operate the school cafeteria (this will keep them busy), have parties (they will do a great job), etc.

10) Most of all – Develop relationships with the locals and learn to talk with them in their language.

C. Dateline:  Europe
Obviously, breakdown in communication between Heads and Boards are chronic problem areas.  In my experience this is greatly exacerbated by constantly changing Board membership.  A Head can receive a mandate or sense of direction from the Board, and in an amazingly short period of time, find himself at odds with the Board because new members do not necessarily hold the same views as previous ones.  Those shifts in Board position can occur abruptly or more slowly and subtly.

Another potential problem area occurs when Heads and Boards disagree.  It is the wise Head who knows when to bend and when to stand.  The Head needs to choose carefully which issues he/she will defend.  It must be remembered that not every issue is necessarily a challenge to one’s authority.

In international school settings it is critical to be aware of cultural, ethnic, or national differences represented on the Board and in the school.  The “American” way is not always the best way.

Understanding the Board’s perspective is valuable to any Head.  If you have a Board made up of type A personalities, primarily representing the business community, then you will need to prepare to discuss educational, financial, and personnel issues from a different perspective than if you have a more culturally diverse Board.

A problem which can cause much grief to a Head is to have a new Board member with a single item or private agenda---in other words, a Board member who gets on the Board with a single purpose in mind.  That member can be a divisive force on the Board.  In that case, the Head should seek the support of the Chair to deal with the situation.

D.
Dateline:  South America – Southern Tier

Years ago I gave my Board an ultimatum, either get rid of a certain principal or me.  The offshoot was that the principal was released, but it changed my entire work relationship with the Board simply because I had backed them into a corner.  A wise superintendent would not have drawn a line in that fashion.

Several of my colleagues and I have gotten into some difficulties when we enforce Board policy in disciplinary matters regarding Board members children.  Now I try to bring to the Board’s attention at the beginning of the year and rather frequently that they have to be prepared to deal with such an event since their children are normal kids capable of getting into trouble just like everybody else.

It’s easy to run afoul of the U.S. Embassy group if they perceive for any reason that they aren’t getting preferential treatment.  I always try to let them know that they will not receive “special favors.”  Hold the line and do not admit their children if not qualified – plus I try to make it clear to the Regional Educational Officer (REO) that the Embassy won’t get special treatment.

At schools where there is a union, chief administrators are pretty constantly under heavy criticism from union leadership, if any disciplinary action regarding a union member is taken or if contracts are not renewed, etc.

Board’s efforts to be day by day managers or to supersede the power of the Head are probably the most common areas of conflict.

By the way, we change yearly in how we deal with a situation.

E.
Dateline:  South America – Southern Tier

a) Corporate executive school Board members pressing to bend school rules regarding drug possession by children of other corporate executives.

b) Local Board members pressing for school maintenance/construction contracts.

c) Spouses of Board members and members demanding special treatment for their children.

d) Spouses of Board members becoming a lightning rod for a malcontent teacher and a conduit for information directly to the Board.

e) Pressure from corporate Board members to “bend” the truth for the school to gain some advantage.

f) Board Committee Chairperson challenging the Superintendent’s authority to order building evacuation for student and teacher safety.

g) Board Chairman attempting to brow beat and intimidate a teacher when student referral led to the student’s expulsion.

h) Attempt by Board members lawyer to stack a meeting to force a Board override of the Superintendent’s student discipline decision.

i) Board Chairman directing Business Manager to report directly to the Finance Committee Chairman.

IV.
  Seminar:     Phase Four

Refreshing contemporary sentiments from a cadre of highly successful administrators within and beyond Latin American boundaries:    “The Magnificent New Dozen”


1.    Kevin Glass – Uzbekistan/American International School of Atlanta

a. Put kids well-being and learning first always, in all things, and at the center of all you do every day in every situation—if you cannot break down what you are talking about or doing into a simple answer to the question, “Why will this be good for our students and their learning?” do not go there if you can at all avoid it (recognizing, of course, sometimes shrinking finances, or other external factors get in the way)
b. Adopt and love the school and community as your extended family—you must throw your heart and soul into the school and community and adopt the “identity” of the organization.  There is no more use of the word “I”, only “us”, “we”, “our school”, “our community”.  The challenge is to subsume your own ego into the greater identity/ reality of the school and the community.  Easier to do if (1) above is central to who you are and what you do, no?  If you can manage (1) and (2) then articulating a school’s Vision and Mission—living/ modeling/ breathing it on a daily basis also becomes easy too, no?
c. Only hire educators for whom teaching is their life, their vocation, their passion—and thus (1) above is central to who they are too.  There are many “jobs” out there and teaching is not one of them.
d. Empower and support those above (3) and say to them, “Take it and run.  Tell me what you need and how I can help.”  Collins talks about first “the who” and then “the what.”  I could not agree more.
e. Strategic thinking is better than strategic planning.  Let me elaborate.  You know “kids first” is who you are.  The school and community already feel like a part of your family.  You have hired wonderful, passionate educators.  You now want to know best how to empower and support them and move the school forward as described in (4) above.  What to do?  You need a strategic plan, yes—but not one that is rigid or fixed or becomes the means to an end in itself.  Thus feel free to tweak, discuss, adapt and modify your planning as you go along—if you can engage the community and some of your key staff in strategic thinking, you will find that egos disappear from passionate conversations all about the next steps needed to reach our shared vision.  Wonderful stuff.  A cliché springs to mind here!  “If it is to be it is up to us!”   It works though—strategic thinking with the school community will determine what “it” will be, what “it” will look like and how to build the steps to get there.
f. Communicate, communicate, communicate—and recognize that you are always “on” no matter where you are and what you do—open, transparent and continuous communication between the Head of School and the various constituents or stakeholders in the community is a MUST.  Nothing destroys moral or a school climate more than rumors, half-truths, suspect factoids, personal agendas.  Collins mentions confronting the brutal facts—in a culture of open communication and dialogue, this is so much easier to do in an ego-less fashion.
2.     Fred Wesson   -   Lima, Peru / Kobe, Japan

My father used to say, “The most effective form of government is a benevolent dictatorship. The problem with that, though, is when the leader leaves. So we have democracy as the best option over the long run.” Following from this reasoning, I think effective school leaders make sure that when they leave structures and people are in place to ensure that the mission and objectives will continue to drive school improvement. Given that our schools tend to have turnover within the faculty and among leaders (and sometimes within the board and parent communities), the need for inclusive and comprehensive planning is critical.

Further, strategic planning is often needed initially to get everyone aligned and working toward a desired future. I know that strategic planning that involves the whole community and that takes up to a year before implementation is even started is falling out of favor with those who prefer other more nimble models of planning. However, other forms of planning often end up on the shelf because there hasn’t been sufficient community buy in. The quality of the plan and the capacity to actually implement it are directly related to the degree to which the process was inclusive.

Of course, not every school situation a leader steps into affords the luxury of a long planning process. Sometimes circumstances require bold action. Just ask Barack Obama!

When circumstances allow, however, I would say processes that encourage conversation, sharing of responsibility and transparency are always better than processes that concentrate authority in the hands of a few leaders. Top down leadership has never worked for me. 

Finally, I often remind myself that as the faculty goes, so goes the school.. There is nothing more critical than having a free hand with, and the time to concentrate on, hiring the most inspiring teachers.

3.  Lee Fertig   -   Barcelona, Spain  /  Sao Paulo,  Brazil

a. Being clear, concise, and purposeful in communication while, at the same time, soliciting and processing community input about important topics has enabled me to successfully move schools forward using a mutually agreed upon agenda. I relentlessly invoke the institution’s overall vision and mission in my frequent communication with teachers, students, parents, board members, and community partners so that all stakeholders have the same goals in mind as the school evolves. 

b. It is important to visibly exhibit a commitment to sound organizational oversight-- efficient management that keeps a school on the right track without compromising the community’s values. Faced with significant budgetary challenges in several of my administrative positions, I have refined my ability to work with a school community both to strategically allocate limited resources and to seek out and generate alternative sources of revenue (through grants, donations, gifts, etc.). Solid professional judgment, combined with my use of shared decision-making processes, keeps the school’s mission and instructional goals at the core of operations and policy while at the same time allowing the school to maintain its fiscal solvency.  

c. Every administrative position that I have held has had as a focus the fostering of diverse perspectives and the goal of increased intercultural competence. Devoting most of my academic and professional career to these issues, as well as being a student of cultures and languages myself, has enabled me to successfully inspire and motivate others to collaborate so that schools harness the strength inherent in diversity.  Whether it was by leading students on world tours when I was in my 20s, or living and working abroad in my 30s, or leading schools committed to diversity and internationalism in my 40s, I have continued to encourage all members of a school community to engage in dialogue about the critical forces that help shape the lives of students.  I firmly believe in the transformational power of education and am humbled by all that I have yet to learn. 

d. The democratic and constructive nature of facilitating meaningful dialogue within a school community, utilizing carefully obtained data as the catalyst for this discussion, is at the core of my leadership style…by articulating a coherent vision, building strong relationships with stakeholders, and sharing knowledge in a professional learning community, I have been successful in leading schools through significant transformations.
4.     Susan Barba   -   Quito, Ecuador



a) Try to get a clear idea of the reality of the school environment and climate.  One of the best pieces of advice I received from Mary Virginia Sanchez was:  “Don’t do anything until you know what needs to be done.  Sit back, observe and then act when you are ready.”

b) Train your board:  Work with your board ensuring a common set of goals and how do go about attaining those goals. 

c) Make sure the Board Chair is your greatest supporter and confidant-you both need support and need to work together.

d) Make sure the students are the center of your decision-making.

e) Stay informed and in tune with what is happening in the community and in your school environment.

f) Be careful of those “sacred cows!”  The can come up behind you and bit you in the……

g) Understand that your role is to improve the school and student achievement, but you may not be able to change the school climate or politics so make sure you are willing to live with them.

h) Take care of yourself….stay healthy….centered….make time for yourself and your family….

5.     Don Bergman   -   Santiago, Chile

a) Be a Positive, Enthusiastic Cheerleader for Your School: These characterisitcs have a contagious affect on those around us. Think about it. It's hard not to like the Dallas Cheerleaders even when the Cowboys are getting pounded into the ground. Even when we make mistakes or others disagree with our decisions, it has been my experience that when faculty, parents and the Board perceive you as positive, energetic and enthusiastic, they are much more forgiving when you have "stuck your foot in it".
The Ability to Anticipate and be Prepared for the Unexpected: When I had the orals for my doctorate, the committee asked me several questions about what qualities I thought were most important for successful leaders. I offered several of the standard responses like participatory decision making, communication skills, professionalism, knowledge, being a good listener, etc. But, it was clear that the committee members had something else in mind that I had not included. So, at one point I simply asked them what it was they were hoping I would say. ANTICIPATION! Like a chess game, one's ability to plan several moves ahead, and to evaluate and anticipate both the intended and unintended consequences of a decision, and back up plans if the first or second moves end up being unsuccessful are essential to the successful leader.

No Good Deed Goes Unpunished: Perhaps there are no words that better express school leadership in our highly diverse, multi-cultural environments. No matter the decision one makes and how beneficial one believes it is, you can be assured that not everyone will agree. This should not, however, keep one from making the right, and sometimes unpopular, decision when necessary. Simply acknowledge that criticism comes hand in hand with leadership and that you may be punished even when you do good.

Be a Lightning Rod: When the storm clouds are gathering around a school issue and lightening is looking for a place (or person) to strike, that's the time for the Leader to step up and take the bolt! Without it, a school's version of mutiny on the bounty is probably on the horizon and the school Head is the likely candidate to walk the plank. At such times, and even when faculty, parents or the Board are most unhappy, it is important that the school community be assured that someone, and who better than the Head, accepts responsibility, offers no excuses, and commits to do as much as possible to make things right. 

b) Remember That It's NOT Your School: Many Heads fall into the trap of thinking that it's their school. This is especially true when one has been at a school for a number of years and has invested more than just time and energy into their work. For many of us, the school becomes a part of us and we, a part of the school. However, it is important to remember that the school belongs to the community and that as the Head, our role is to offer our expertise and wisdom in service to the school community. Failure to be responsive to the ever changing and elusive needs and priorties of a school community will get you into trouble, no matter how much you have contributed to the school in past years. Someone once told me that you're only as good as your last decision. Good advice for those of us who might begin to think of our current school as "home".
6.     Rick Detwiler   -   Sao Paulo, Brazil

a) Integrity -  Without the trust of your colleagues, you are lost..., and absent actual and perceived integrity, consistency, and honesty, there is no trust.

b) Openness - Our communities are made up of people just like us - we just have a unique job.  It is important that faculty & staff, students, and parents see us as one of them, a real person who does not have all the answers and does not live in a separate galaxy!  That connectedness promotes the kind of interactions that will enable us to be successful leaders.

c) Clever - We cannot jump to the first conclusion, revert to the conventional response, or assume things are simple.  While a successful leader does not have to be the smartest guy/gal on campus, he/she had better be the most clever!

d) Humility -  Kind of a summation of numbers 1-3, Humility serves us both practically (humility enables us to see and hear others, opening us to the wisdom of the collective) and symbolically (immodesty results in respect accorded simply due to our positional authority; humility promotes genuine respect and loyalty).

e) Educational Philosophy/Knowledge/Skills -  Last on the list, but basic to all, is that good leaders MUST possess a solid and clearly articulated belief system about learning, schools, organizational development, and group dynamics, AND carry with them a repertoire of skills to lead.  These "Educational Leadership 101" competencies are not sufficient for success, but they sure are necessary.

7.     Ginger Apple   -    London,  England

a) Caring - Much work gets done if others think that you care for them.  Be at the buses every morning, stay in touch with staff who are away with long term sickness, and be available to listen when a staff member asks to see you.  

b) Open-minded - There will be many times when ideas do not seem to be what is best, but I have found that some of the most "way out" ideas turn out to be the best solutions.

c) Principled - When times get tough the best bet is to follow your ethical principles and be consistent at all times.

d) Thinker - Email is a great tool but think about what you are sending and wait 24 hours to be sure it is the right reply.

e) Innovative - Surround yourself with innovative people who want to move the school forward.  Innovative people are great change agents.

f) Communicator - There is never enough communication so be sure to put a system in place that allows for very consistent communication to parents, staff, and students.

g) Balanced - Get viewpoints from the faculty by having a "steering committee" at all times - not just for accreditation.

h) Risk taker - Do not be afraid to bring young, talented Principals into the school.  

i) Reflective - Set up a school development plan and yearly goals.  At the end of the year reflect on what has been accomplished and ask staff to do an evaluation on you.

j) Knowledgeable - Be a life long learner and continue your own professional development.

8.     Gerry Selitzer     Puerto Vallarta,  Mexico

Leading an overseas American or International School in Latin America is essentially an exercise in politics. That is to say that all communities including school communities are composed of different interest groups and the secret of a peaceful and productive tenure for a school director is learning to identify, work with and balance the needs of these different and often times competing groups. 

A quick glance at most school communities will show some groups that are common to most; students, teachers, parents, administrators, maintenance staff, school boards and the outside community. But a closer look, for example, at the parent group will show U.S. Parents, locals, third country nationals, wealthy, super wealthy, middle class, scholarship holders and others easily identified through observation.  It has always been my position that the identification of these groups, and their needs and concerns, through open, honest and amiable communication and the ultimate balancing of their diverse interests, is the key to a successful administration of an overseas school. One must be vigilant by keeping a hand on the pulse of the community and respond in a timely manner to the changing ebb and flow of the interests of all the different groups that comprise the community. Woe to the director who disregards or ignores these groups and the balancing act that is necessary to maintain them as a positive force for the good of all.

9.     Janet Heinze   -   Guadalajara, Mexico

Leadership Tips: 

a) Be optimistic and maintain a positive sense of humor at all times! Enjoy the people around you, your   day and work.

b) Talk to students at every chance .. keep a candy supply for visitors.. 

c) Promise less, deliver more

d) Surround yourself with the very best and brightest and encourage  them to  be creative. Support and celebrate new learning projects and experiences  with resources.. pilot as many projects as possible.  Incorporate the winners  into the school culture.  The challenge:  take something off the calendar! 

e) Build your credibility:  Truthfulness is golden.

f) If you don’t know say so… (not too many times however)  Find out the answer  and share it if there is one!

g) Actively listen and acknowledge all stakeholders issues and concerns.  Utilize cognitive coaching enabling people to arrive at their own solutions when appropriate.  

h) Remember… When you are having a discussion with someone you are sharing with at least 50 people. 

i) Always keep a surplus in the budget for those unexpected things that happen during a year or for a new special  “must have”  item or project.. 

j) Maintain a balanced budget. 

k) Keep your door open as much as possible....  a good portion of the job is listening and counseling.. 

l) Keep your door shut as much as possible… to get important planning and communication work done. 

m) Keep time in your day to just think and reflect

n) Have conversations on a regular basis with stakeholders about the school’s  vision and how to walk the walk. Be open to change..

o) Repeat what is good and positive.. do not repeat what is not.. tempting though it may be… tell stories that create community

p) The relationship between the director and the school board is perhaps the most important one for the health of the entire school community.. nurture that relationship.. they need information and your time. 

q) When presenting bad news, present an improvement plan in the next breath. 

r) When dealing with sickness or death, forget the policies.. people need support. 

s) Be willing to ask for forgiveness, sincerely and in a timely manner when necessary. 

t) Take care of yourself first..  That this is at the bottom of the list tells where I am on this one… 

10.     Jack Bimrose   -   San Jose,  Costa Rica                                                          

”A wise mentor once told me: “Jack, never forget that no matter how hard you work, how talented you may be, and how successful you have been, in school administration your job is only as secure as the last board election, your most recent mistake, and your worst teacher.”  

“In educational leadership every decision should fit all the following “Rule of Five Criteria”:

· Do the right thing

· For the right reason

· In the right way

· At the right time

· To always benefit students.

And never forget that that successful leadership is more often a matter of timing than it is of substance.” 

“In school administration (and in my life), I try to apply ‘Socrates Standard,’ which I learned in college Philosophy 101 class, to filter everything I say and write by asking myself three questions:

· Is it true?

· Is it good?

· Is it useful?

If it does not pass all three of these standards, I try to leave it unspoken and unwritten.”

11.     Pete Woodward   -   New Hampshire/ Executive Director New England Association – International Division

a) Redemption  People make mistakes, fall down, fall short—both students and teachers.  The job of education and schools is to help people grow through errors and experience.  Our Board of Trustees included many successful people who were in tough disciplinary situations as high school students.  

b) Humor.  Humor brings perspective on what is important and what is not important.  To laugh is to be human.  I have preached several sermons on the close relationship of humor/laughter to faith.

c) Love kids.  This is at the heart of the joy of being a teacher or administrator.  I thrived in 34 years of boarding school life because I enjoyed and loved kids.  Every September when students returned to the campus I would get an incredible rush of joy in every fiber of my soul.  I so enjoyed remaining child-like; oh, the fun I had.

d) Love teachers.  Like many of my colleagues I went into teaching because of teachers who influenced me.  My colleagues were my heroes.  I wanted to be like them and I wanted my kids to be like them.  Every day was a joy, working alongside, with, and for them.

e) Servant.  Above all, the Head of School is a servant.  He or she is there to enhance life for students, parents, teachers, and staff.  Humility is a key part of being a servant.  

f) Hard work.  God calls us to give our all, even up to exhaustion.  We are to expend ourselves to fulfill the gifts and responsibilities given us.  And a by-product is the example set for others.

g) Taking risks.  Just as we ask our students to step out of the comfort zone in order to grow, the Head should be a risk-taker, willing to be uncomfortable or to fail, in order to achieve bigger and better things.  It is an example the teachers and students deserve and need.

h) Prayer.  Nothing beats it for staying focused, staying grounded, weathering the storms, keeping the eye on the prize.

12.     Harlan  Lyso   -   Seoul,  Korea

a)  My fundamental premise is summarized in the famous Spinoza quote, “Let unswerving integrity be your watchword.”  I as head of school must model the qualities we hope our students to develop.

b) Another famous quote, the old Holiday Inn commercial, summarizes my belief about communication:  “The best surprise is no surprise.”  Regular, clear, meaningful communication to all segments of the school community must be the norm.  I have found parent and faculty “town meetings” where all topics other than personnel issues are free game have been effective tools.
c) Abraham Lincoln’s cabinet has been described as “A Team of Rivals.” While that concept may actually go too far, ensuring that the admin team brings varied perspectives and talents to the school enables me as the head of school to make better decisions.

d) Hiring outstanding staff is the single most important role of the head of school.  Creating means through which the school is effective in becoming aware of and then attracting great/caring teachers is critical to this effort.  While recruiting fairs are only a part of this effort, I may have attended more teacher recruitment fairs than any living human being – averaging eight fairs for each of the past 16 years.

e) A collaborative, mutually respectful relationship between head of school and school board is fundamental to a school’s long term development.  One must ensure that the board is informed, focused on the school’s long term stability and recognized for its contributions.

f) We all do better when we are known and recognized for our contributions.  I want every employee at the school to know that her/his work is recognized, appreciated and honored.  Part and parcel to this is a comprehensive staff appraisal process through which the staff member is honored for exemplary work done and provided with opportunities  to continue to grow professionally.

g) Trust.  This actually is an extension of number 6.  If we hire good people,  provide them with meaningful responsibilities and trust them to fulfill those responsibilities they will regularly exceed our expectations.  They need to know that I care about what they are doing and am eager to be informed of their efforts.

h) Remain focused on the school’s mission.  No decision should be made, including the establishment of new programs, without affirming that the decision is consistent with and moves the school closer to fulfilling its mission.

i) Plan, implement, assess and plan again.  Despite the uncertainties that are the reality within the international school context, simply responding to what happens to us (an important skill in itself) cannot move the school forward.  A plan that is regularly evaluated and revised can.

j) Live the vision.  The head of school must sometimes develop the vision, but must always be the cheerleader for and primary implementer of the vision.  It is far too easy to get bogged down in the day to day “stuff” with which we must deal.  This is important, as failing to attend to details often derails the vision, but if the head of school doesn’t keep the vision on the forefront, it is unlikely that anyone else will.

V.     Closure

