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Beyond the Teachers
Throughout this conference we have heard some of the very
real concerns regarding the probable teacher shortage over
the next decade. In my own state of Oklahoma, the regents
have prepared an excellent study of teacher supply and
demand in the state. This study reveals many of the issues
and possible solutions that have been discussed at this
conference. However, before I came to the Oklahoma
Commission for Teacher Preparation, I spent 25 years in
school administration. I have worked extensively with our
administrators' organization in Oklahoma. I have concerns
over a potential shortage of administrators, an issue that
often gets overlooked as we examine the teacher shortage. I
would like to spend a little time here to address my concerns.

At the education summit in October 1999, two comments
were made that struck me in particular. The comments may
not have been revolutionary, but I think they warrant
repeating. Louis Gerstner, Jr., the CEO of IBM, noted, "If we
don't have great teachers, we won't have great students."
Thomas Harper, governor of Delaware, observed, "I've never
been to a great school where they don't have a great
principal." With these two statements, especially the latter, in
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mind, I think it is important that as we discuss the supply
and demand of teachers, we look at the supply and demand
of administrators, particularly of middle school and high
school principals.

The Underlying Reasons
What difficulties do we face in attracting or convincing good
teachers to become principals and administrators? Let us
identify some of the factors underlying a certain reluctance
on the part of teachers to move into administration. Certainly
compensation is an issue. The longer hours required of
administrators, which I can attest to from my own experi-
ence, is a consideration. A third factor is the stress level.
While I would never deny the stress level found in most
teaching positions, I think it is safe to say the level goes up in
administrator positions. These three elements—compensa-
tion, hours, stress—routinely appear in surveys conducted on
the topic as the three primary reasons for avoiding
administrator positions. After all, if we tell good teachers that
we can give them a job that does not pay especially well,
demands long hours, and operates in very stressful situa-
tions, how would we expect them to respond? These three
reasons are probably sufficient deterrents, but there are other
disincentives as well. By its very nature, an administrator
position is highly political, an aspect a lot of people would
just as soon avoid. The increased accountability is another
factor. If students' test scores do not meet standards, it is a
reflection on the teachers, but even more so it is a reflection,
and not a favorable one, on the administrators. Another
reason cited by teachers is that administrator positions entail
less involvement with the students, with a resultant decrease
in job satisfaction.
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Another important factor is the increased risk associated with
administrator positions. With the recent incidence of violence
in schools across our country, many would-be administrators
decide they simply do not want to deal with that level of
responsibility. Another critical, and somewhat related, reason
is litigation. Years ago litigation was scarcely a consideration,
and now it is virtually part of the daily agenda. In a survey
conducted by Gerald Tirozzi, the executive director of the
National Association of Secondary School Principals
(NASSP), and published in Education Week in September
1999, out of 523 principals polled, 20 percent said they spend
10 hours or more per week on documentation to avoid
lawsuits. This documentation is not related to any actual
lawsuits; it is documentation merely to try to stave off
potential lawsuits in an environment that has become so
litigious. Moreover, 25 percent of the surveyed principals
were currently involved in active lawsuits or out-of-court
settlements. So litigation is a significant deterrent to a teacher
considering the role of an administrator.

This litany of reasons to avoid administrator positions can
look discouraging. However, I spent 25 years as an adminis-
trator, so there must have been some tangible rewards. I do
not regret a single one of those 25 years, but I think that it is
important to recognize the problems that do exist. The other
point to be made here is that when we discuss these issues
and how they can produce a shortage of administrators, we
are talking about quality administrators. Despite these nega-
tive aspects, we probably will always be able to find a body
with which to fill a position. Such an approach, however, is
clearly counterproductive, so when I talk about attracting
administrator candidates, I am referring to people who are
willing to take risks, to be part of our national reform
movement, and to display the type of leadership that is
necessary within our school systems.
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The Solutions
An observation made by Abraham Lincoln seems as relevant
today as it was then. "The dogmas of the quiet past are
inadequate to meet the stormy present. The occasion is piled
high with difficulty, and we must rise with the occasion. As
our case is new, so we must think and act anew." So how
must we think and act now to avert a shortage of school
administrators? How can we encourage good teachers to
assume administrator roles?

The most obvious response is to rectify or dilute those factors
that deterred them in the first place. We need to examine
salary structures, for instance. Another solution could be to
institute mentoring programs. In Oklahoma we have a
program to assign mentors to new school superintendents. It
is an important process; the follow-through is critical. We do
not presently have a similar program for principals, but I
think it would be extremely useful for us to implement one.
Another program we have in Oklahoma consists of
workshops for aspiring principals and superintendents. This
type of professional development helps encourage people to
pursue administration, as does peer recommendation.
Establishing leadership programs that give administrator
candidates the skills and confidence necessary to develop
curricula, develop and guide teaching teams, and handle the
pressures of the position is critical to our success in attracting
quality personnel to the field.

Our charge is to seek and find the best talent possible and
then provide them with exceptional education, training, and
support. Our attrition rate for administrators currently
mirrors the attrition rate for teachers, i.e., we lose 30 to 40
percent in the first three years. A solid foundation and
continuing support system to retain those administrators we
manage to attract to begin with is critical in addressing an
administrator shortage.
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In conclusion, our vision at the Oklahoma Commission for
Teacher Preparation is to prepare and develop outstanding
Oklahoma teachers and administrators, with our ultimate
goal being our students' increased learning and scholastic
well-being. It is absolutely essential that we find adminis-
trators with the leadership skills to organize quality, caring
teachers into a group that successfully promotes positive
student learning. It is important to remember that final factor
in the equation. Quality teachers are key, but if they are not
organized, if they are lacking inspirational leadership from
their school administrators, they are not going to realize their
full potential. So as we discuss and examine processes for
developing a sufficient cadre of quality teachers, we must not
overlook the administrators.


	Applying the Supply and Demand Equation to School Administrators
	Beyond the Teachers
	The Underlying Reasons
	The Solutions




