
Leaders of Operations
The primary responsibility of central office staff members is to develop the collective capacity of the organization to assure that all students are successful.  One of the functions of these individuals’ work to assure the capacity of the system and the success of the students is their leadership in effectively and efficiently organizing and sustaining resources in the implementation of processes and systems to support teaching, learning, and organizational effectiveness.  
Effective central office personnel assure a learning-focused allocation of resources.  Key issues that must be addressed include targeting achievement gaps, organization of schools and the district to enable alignment of resources with learning improvement agendas, managing the politics of learning-focused leadership, and development of human capital of the school and district. The “tip offs” that these are not happening include uniformity in approach to resource allocation and demand for the “old way of resource allocation” because it benefits programs and adults, but not necessarily the students in the district.

The process of learning-focused resource allocation requires developing learning-focused theories of action, championing options that favor learning needs, and monitoring and evaluating resource effectiveness, equity, and adequacy.  

Common practices and emerging strategies address allocation of people and expertise, money, and time.  

· People and Expertise:  The trend is toward allowing school-level decision making with respect to hiring staff.  It is important to seek to level the playing field for high-poverty schools that often get the new teachers and really need the experience.  It is also important to recognize the impact of leadership and organization of the school in the attraction, recruitment, and retainment of qualified teachers.  Dissatisfaction with administrative support is the number one reason teachers leave the schools where they teach.  Therefore, it is important to provide your building administrators with skills for the “support gap” for novice teachers in schools with high learning needs as the implications are huge for young students.

· Money:  While allocation is often based on state formula and driven by student enrollment and staff-to-student ratios, we must strive for vertical equity, ensuring that schools serving students with different levels of needs receive differentially appropriate levels of resources.  As we increase spending authority to schools, we must provide the necessary support to assure school-level leaders have skills in resource matters.  

· Time:  Rearranging time for instruction and other interactions with students requires creativity and should address both within the regularly scheduled day as well as through extended day and/or year opportunities.  In addition, making time for collaboration and professional learning requires a focus on both processes and monitoring to assure the time is used appropriately.  This requires the central office team showing, not telling, staff how to use the time effectively.  Our job becomes guiding the use of restructured time toward a learning improvement agenda.     

Our work in this area demands we can answer these questions:

· Have we altered policies and practices that foster the status quo and impede success for all students?

· Have we built the capacity of building leaders to address individual and institutional beliefs and values, alter entrenched cultural norms, improve their technical capacity and understanding of how to use resources, and create ownership of their building’s problems and solutions for those problems?

· Have we ensured the leaders have the power and resources to make and support good decisions to assure that programs are efficient and effective with the ultimate impact on students and their learning?
· Have we assured the most highly qualified staff that results in improvement and success of all students?

· Have we helped leaders in making the best decisions and holding people throughout the system accountable for performance?

Our job as leaders of operation – organize resources, processes, and systems to support learning!

Descriptors Aligned with Iowa Standards for School Leaders

· Designs and implements a systems approach for effective use of data (e.g., achievement, perceptual, processes, demographics, financial) to improve improvement process. (ISSL 1a)

· Supports the collaborative, inquiry-based approach for the design and implementation of plans informed by data, addressing root causes of strengths and challenges, and including performance goal. (ISSL 1a)

· Promotes collaborative processes with staff and is involved in reciprocal relationships with principals and other leaders to learn together. (ISSL 1b)

· Utilizes theory, demonstration, practice, and feedback for professional development that substantiates the improvement initiative. (ISSL 1b) 

· Develops capacity in others to understand and increase knowledge of content and research-based best practices. (ISSL 1b)

· Creates and promotes a vision for high expectations and builds collective responsibility for the vision. (ISSL 1c)

· Operationalizes high expectations and assesses progress toward those expectations through performance assessments linked to clear standards that all must meet. (ISSL 1c)

· Eliminates initiatives that are not aligned with district goals or student learning needs and/or are ineffective in meeting those goals or needs. (ISSL 1d)

· Effectively and efficiently organizes and sustains resources, and implements processes and systems to support teaching, learning, and organizational effectiveness consistent with the district’s vision and goals and student needs.  (ISSL 1d)

· Fosters a culture where productive relationships among stakeholders charged with leading or supporting targeted change results in intended improvements/changes consistent with district’s vision and goals.  (ISSL 1c)

· Lou FIX:  Supports distributive leadership

· Provides coaching.

· Participates in co-learning while modeling willingness to change.

· Promotes communities of practice

Promotes communities of practice.

· Learning requires that supervision is frequent, rigorous, and focused on the effectiveness of instruction. Therefore, the majority of efforts of effective administrators must be on evaluating, coaching, and supporting teachers to do a first-rate job.   Learning walks is one avenue to address effectiveness of instruction, but does require central office administrators’ clear definition of attributes of quality teaching for learning as well as training and feedback for administrators in learning walks to assure a district-wide and standards-based approach in achieving the shared vision of teaching for learning.  (Iowa Teaching Standard 4)
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Designs and implements a systems approach for effective use of data (e.g., achievement, perceptual, processes, demographics, financial) to inform the improvement process.  (ISSL 1a)


Supports the collaborative, inquiry-based approach for the design and implementation of plans informed by data, addressing root causes of strengths and challenges, and including performance goals. (ISSL 1a)


Collaboratively develops and builds the capacity of others to develop performance foundations, including mission, vision, values, and beliefs in the district.  (ISSL 1d)


Eliminates initiatives that are not aligned with district goals or student learning needs and/or are ineffective in meeting those goals or needs. (ISSL 1d)


Effectively and efficiently organizes and sustains resources, and implements processes and systems to support teaching, learning, and organizational effectiveness consistent with the district’s vision and goals and student needs. (ISSL 1d)


Ensures accountability for successful implementation of initiative/change through fidelity and consistency (ISSL 1e)


Communicates data, both internally and externally, in a clear and concise manner to appropriate stakeholders.  (ISSL 1f)


Sets expectations to develop and utilize accountability processes, including processes for monitoring, managing, and communicating indicators of achievement for district goals.  (ISSL 1f)


Ensures accountability for implementation with fidelity and consistency of processes and plans.  (ISSL 2c)


Ensures the evaluation of all programs and initiatives for both efficiency and effectiveness.  (ISSL 2c)


Develops and implements process(es) for monitoring, coaching, and evaluation of programs and initiatives. (ISSL 2d)


Selects and supports technology systems to collect, analyze, and report data in a timely and effective manner.  (ISSL 2d)














Descriptors Aligned with 


Iowa Standards for School Leaders (con’t)





Provides for collaborative, sustained, job-embedded professional development for all staff aligned with student needs and district goals. (ISSL 2f)


Manages, allocates, and distributes resources equitably to provide ongoing, research-based, job-embedded professional development.  (ISSL 2f)


Demonstrates an understanding of current research and theory regarding effective leadership and practices (e.g., learning, nutrition, finances, transportation). (ISSL 2g)


Assures compliance with district/school rules, regulations, and policies, and state and federal laws.  (ISSL 3a)


Provides a system, based on district vision/goals and student learning needs, to recruit, select, hire, and retain highly qualified personnel.  (ISSL 3b)


Uses data in a timely manner and with appropriate groups to address issues in a timely manner. (ISSL 3c)


Develops, executes, and monitors, a system for district-wide safety and security for students and staff.  (ISSL 3c)


Uses data to inform budget decisions to equitably and adequately allocate district resources to support district goals and student learning needs.  (ISSL 3d)


Focuses the use of district resources, including time, people, and finances, to effectively implement the district’s goals based on student needs. (ISSL 3d)


Maintains facilities to create positive learning environments that support teaching for learning.  (ISSL 3d)


Develops and implements policies and procedures to maximize student instructional opportunities. (ISSL 3e)


Communicates to both internal and external stakeholders the efficient and effective use of district resources (e.g., time, people, money, expertise) aligned with district priorities and students’ needs.  (ISSL 3f) 


Sets up structures to assist families in accessing appropriate community resources.  (ISSL 4c)
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