Grant Wood Area Education Agency’s Leadership Development Program: ORGANIZATIONAL LEADERSHIP STRAND

CONTEXT:

External:

Recent studies by groups such as the School Administrators of Iowa indicate that a majority of Iowa’s educational leaders will be entering retirement age in the next 3-5 years.  As leadership positions open across Iowa schools are often finding their candidate pools shrinking.  Additionally, recent legislated demands on the profession add stress to the recruitment and retention of qualified leaders.

Internal:

The trend seen across Iowa is reflected in the demographic makeup of Grant Wood as well.  Last year saw the retirement of two regional administrators and this year the announcement of one associate administrator’s intention to retire in December, 2005 and several of the remaining executive and management team are within 2-5 years of retirement eligibility.   Additionally, there is a desire to see qualified candidates for leadership positions apply from within the Agency.

CALL TO ACTION:

Based upon the aging demographic of our employees, particularly those in formal leadership positions, an immediate focus of the leadership development program should be to provide those interested in future leadership positions with an opportunity to have an experience in organizational leadership through Grant Wood.  Since the personal and role strands our the Grant Wood leadership development program are designed to provide everyone with leadership opportunity, it is necessary that the organizational strand is designed for those interested in and who are actively preparing for future formal leadership positions.  

DISCLAIMER:

Participating in the organizational strand of leadership development in no way guarantees, ensures, or promises participants future employment in positions of formal leadership within or outside of Grant Wood AEA.  This program is meant to provide another opportunity for employees interested in future positions of formal leadership to engage in leadership development experiences which may serve to round out their formal and informal preparation for such positions.  This program in no way replaces the need for expanding ones personal experiences and education but rather serves to enhance, deepen, and/or support it.  Participants would be wise to connect to the statewide leadership standards and work to enhance, strengthen and/or deepen their skills and abilities in these standard areas.

Initially, this strand should focus on closing the gap between internal and external candidates for such jobs.  As we develop a larger and larger pool of interested and qualified candidates some consideration to spreading a deeper understanding of organizational development across the Agency will be appropriate.  It is important to remember that the Chief Administrator has a responsibility to the Board and the taxpayers who support our Agency to recruit and hire the very best available talent possible for leadership positions.  While it is expected that the leadership development program will increase the number of viable and competitive internal candidates for such positions the Agency will always conduct regional, and oftentimes national, searches for positions of formal leadership.

PURPOSE:
An internal leadership development system is needed at Grant Wood to ensure the purposeful development of future leaders throughout the Agency.  One such need exists in helping to prepare people interested in future positions of educational leadership.  Such a program will operationalize a key Grant Wood vision statement:  “Cultivate people for roles and positions of leadership.”
The Organizational Strand of the Leadership Development Program exists to:
· Develop knowledge and understanding of organizational-level issues, contexts, and dilemmas.

· Create a foundation built upon systems theory and application to equip future leaders with the tools necessary to understand and influence larger organizations.

· Network future leaders with current leaders.

· Provide opportunities to observe and debrief with leaders as they tackle real problems and issues.

Measures:

· Participants move to leadership positions within the Agency and/or AEA 10. (success)

· Participants point to program as a key to their leadership learning and work to move other candidates to the program. (success)

· Participants drop program and/or indicate a lack of value in the experiences provided.  (failure)

· Internal candidates consistently “outpeRAormed” by external candidates for leadership positions. (failure)

FUNCTIONS:

· Produce leaders capable of assuming key organizational positions in educational institutions and settings.
· A growing body of internal leaders trained in systems science and methodology.

· A stronger network of leaders and educational professionals.

· Create a critical mass of capable educational leaders for Grant Wood AEA and the schools it serves.
STRUCTURES:
· A cohort not to exceed 5 people enters a two-year custom learning program.

· A Selection Team makes selection of members to each year’s cohort.

· Year 1:  

· Upon acceptance, participants complete a “Philosophy of Leadership” paper and select a mentor who agrees to help develop their personal learning program. 
· Participants will work through a focused study of systems thinking either through a program like Contemporary School Leadership or as a cohort group in learning sessions.

· Several experiences are provided the participants which help them to broaden their perspective and engage in dialogue with position leaders.  (Example:  group accompanies Dr. Fielder to a legislative session; accompanies Dr. Hagen to state special ed. Directors meeting; sits in on a superintendent’s leadership training day; shadows several Regional administrators, etc.)    
· Participants follow such experiences with a meeting to debrief and dialogue before and after the “event” to develop an understanding of the leader’s thinking about the event and implications for the organization.
· Exposure to the leadership titles, descriptions and requirements of Agency and district administrative personnel.

· Year 2:

· Deeper learning in systems theory and application (Ackoff, Argyris, Deming, Forrester, Gharajedaghi, Senge, etc.)  Members work to learn the material by teaching it to others and/or implementing the methodology in their work.

· Executive team facilitates meetings to share, teach, discuss issues/ideas/concepts important to organizational-level leadership.  
· Continued field experiences to watch position leaders at work.

· A culminating experience which pulls together their two years of learning.  This could be but would not be limited to a specific project or Agency dilemma.

· Appropriate college and/or recertification credit is available.

· Technology, such as WebBoard, will be utilized to facilitate communication.

PROCESSES:

Selection:

A set of criteria for selection into the program will be devised.  This includes the criteria as well as the formalization of the group who make the selection decisions.

Initial Criteria (in order of consideration):

1. Qualifications (1st groups will be focused on individuals who have or are nearing completion of necessary administrative or management-level certifications and/or training.
2. Diversity of experience and perspective they bring.
3. Availability of open “slots.”
Selection Criteria:

· A minimum of two years service at Grant Wood AEA and five years of professional service.

· Possesses a strong set of professional references:

· Immediate supervisor (past or present).

· Co-worker/colleague or client.

· 3rd of candidate’s choice.

· Experiences indicate an attempt to diversify their professional experiences.

· An expressed interest in holding a position of formal leadership.
· Past/current leadership experiences (internal and/or external) demonstrate positive results.

· A pledge of commitment to the process and a track record which backs follow-through of commitments.

Selection Team:

The selection process will follow the Grant Wood AEA Hiring Procedures Flowchart.  While not a hiring situation the selection team will follow the standard protocol for Agency hiring in order to provide all participants in the process opportunity to practice and experience the structure of such a protocol.  Members of the selection team provide a written narrative of each candidate’s strengths and the types of leadership opportunities and experiences of most benefit to the candidate.  The Chair then matches the available needs, opportunities, and resources with the candidates and makes cohort selections.

The Selection Team for the Leadership Development Program will include the committee chair and equal representation of management and non-management staff not to exceed 11 total members:
· The Chief Administrator – Acts as committee Chair.

· Executive Team

· Management team.

· Contract staff.

· Classified staff.

· Salaried staff.

Commitments:
Participant Commitment:

· Will attend all sessions/meetings.

· Will engage with group and leader-facilitators to create meaningful and rich discussions.

· Will remain open to new learning, the challenging of personal assumptions, and to experiencing differing perspectives and viewpoints.

· Will contribute in meaningful ways through own personal experiences, thoughts, writings, projects, etc.

Facilitator/Leader Commitment:

· Will attend all sessions/meetings.

· Will engage with group and other leader-facilitators to create meaningful and rich discussions.

· Will remain open to new learning, the challenging of personal assumptions, and to experiencing differing perspectives and viewpoints.

· Will contribute in meaningful ways through own personal experiences, thoughts, writings, projects, etc.

· Will thoughtfully construct experiences and topics to stretch cohort members thinking and perspectives.
Supervisor’s Commitment:

· Agrees to support member by working with them to make their schedule conducive to the requirements of the work.

· Helps to protect participants’ time.

· Supports member in their work and learning by incorporating work into their Professional Growth Plan.
