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FOREWORD

This report was prepared in response to House Resclution No. 212, H.D. 1, adopted
during the Regular Session of 1992. The resolution requested the Legislative Reference
Bureau to conduct a study of the salary and benefils package of public school principals and
vicg-principals including an examination of the: training, job description, placement, hiring,
and professicnal development of the principals and vice-principals. In addition, an evaluation
of the impacts of: Articie 10 of the union contract, site-based school management, and the
decentralization of the Department of Education upon the principal and vice-principal was to
be undertaken. The findings and recommendations in those areas are the conclusion of this
report.

The Bureau extends its appreciation to all who cooperated and assisted with its
investigation, particularly those individuals fisted in Appendix D.

Samue! B. K. Chang
Director

January 1993
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PART I

Introduction and Background







Chapter 1

INTRODUCTION

This is a study into the levels of compensation for public school principals and vice-

principals.

This study was conducted pursuant 10 House Resolution MNo. 212, H.D. 1 (see

Appendix A), adopted by the House of Representatives during the Sixieenth Lagisiature,
Regular Session of 1992. The Resolution requests the Legislative Reference Bureau to
conduct a study on the salary and benefits package of public school principals and vice-
principals, in so doing, the Bureau was also requested to consider the following criteria:

(1)

(2)

(3)

#

(3)

(6)

()

(8)

The implications of Article 10 of the Hawaii Government Employees Association
bargaining contract Unit 06, educational officers;

Compensating principals and vice-principals for their years of gsrvice with the
Department of Education, merit, credentials, and the size and type of the
school they reprasent, and job responsibilities to stimulate and encourage
competition in the seiection of principals for the varicus schools;

Developing and impiementing a compensation and professional developmant
package that would aliow principais and vice-principals to become
professionais in the truest sense of the word, with considerabie decision
making capabilities and leadership powers (o lead the schools;

Reevaluating and updating the jcb description of principals and vice-principals,
in the light of the expanded scope of work wrought by Project Ke Au Hou and
SCBM;

Devising a fair, balanced, and eguilable safary scale and pay levels for
pringipals and vice-principais;

Examining the piacement, appcintment, and hiring practices of principals and
vica-principals;

Looking at giving principals five-year contracts (or ionger term contracts) so
they can pian and implement short- as well as long-term programs and poiicies
for their schools; and

Examining the screening process and training that applicants for the positions
of principal and vice-principal must go through.

The resolution also asks the Bureau to "develop a list of steps and a time frame fo
fully implement the salary and benefits package of principals and vice-principals;..."
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Objectives of the Study
Accordingly the objectives of the study are to:

(h Assess the positions of principal and vice-principal in light of what the ob
actually entails as compared t¢ what the job description published by the state
Department of Education (DOE) specifies the job to be;

{2) Evaluate the existing methods of screening, training, hiring, and continuing
development that principals and vice-principals are put through;

(3) Examine the various proposals suggested to make the present systam more
equitable in terms of the positions of principal and vice-principal;

{4 Review the proposed changes in the public education system in Hawaii and to
evaluate the impacts that those changes will have on the position of principal
and vice-principal;

{5) Make recommendations for the adjustment of the method of compensation for
the position of principal and vice-principal as indicated by the findings; and

(6) Develop a list of steps and g time frame ¢ implement the recommendations.

Scope of the Study

This study focuses primarily on the position of the Hawaii public school principal: the
job description as specified by the Department of Education, the methods presently in place
to compensate for the work performed at the position, the training and qualifications, and the
methods for evaluating job performance.  Additionally, the current thinking for the
restructuring of the public school system is examined with regard to the potential impacts on
the positions of principal and vice-principal.

The bargaining unit contract which covers the principals and vice-principals was
examined 1o discover the latitude, if any, afforded the implementation of new approaches to
compensation. That same contract was studied as to the methods by which principal and
vice-principal positions are filled. Finally, methods of compensation frem other jurisdictions in
the United States were analyzed for their appropriateness for consideration in the context of
the compensation system extant in the State of Hawaii.

While this report locks at the salary and benefits aspect of public schooi principals and
vice-principals, it does not recommend specific salary ranges and benefits. Such a task
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should be appropriately addressed by persons trained and skilled in job classification and
pricing, and therefore requires a level of expertise not pessessad Dy the Bureau. This report
does, however, point out facts and considerations that should be considered in a job
classification and benefits review of the affected positions based upon data uncovered in this
study.

Methodology and Conduct of the Study

in the preparation of this study, emphasis was placed on person-to-person interviews
and the responses to a survey guestionnaire which was mailed directly to each public schoo!
principal and vice-principal. In this report the position of principal acts as the subject of the
discussion. Changes to the duties and the compensation package of the principals will, by
definition, impact the vice-principai. There are, however, instances where specific attention is
paid to the position of vice-principal and impacts are noted as such.

The field work for this study included the following:

(M Interviews with Hawaii public schoo! principals and vice-principals, and state
and district level employees of the state Department of Education who are
involved in the day-to-day operations or future planning for the State's public
schools, or both.

(2) interviews with managers of the Department of Education charged with the
responsibility for the implementation of new programs having direct impact
dpon the schoois and, thus, on the principals and vice-principals;

(3) Examination of documents and publications concerning the issue of
compensation for principals and vice-principals both in the State of Hawaii and
glsewhers;

{4 txamination of documents and publications concerning (a) the proposed
restructuring of the public schoot system in the State of Hawaii and {b) the
system of educational preparation provided 1o public school principals and vice-
principals in the State of Hawaii; and

{5) The survey questionnaire of the public school principals and vice-principals in
the State of Hawail.
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Terminology

The foliowing abbreviations have been used throughout this report and have the
foliowing meanings.

BOE State of Hawaii Board of Education

COE State of Hawail Department of Education

LRB State of Hawaii Legislative Reference Bureau

EOQ Educational Officers (not rastricied to school level principals and vice-
principais)

AFL American Federation of Labor {labor union)

CIo Congrass of Industrial Organizaticns (labor union)

AFSCME American Federation of State, County and Municipai Emplcyees (labor
urion)

HGEA Hawaii Government Employees’ Asscciation (labor union)

SCBM School Community Based Management

CSLP Cohort School Leadership Program

HSLA Hawaii School Leadership Academy

COE Coilege of Education - University of Hawali at Manoa
SASA School Administrators Special Assistant

Organization of the Report
The study is presented in ten chapters and appendices.
Chapter 1 intreduces the obiectives, scope, conduct, and organization of the report.

Chapter 2 provides the introduction to the repcrt and iterates a statement of the issues
surrounding the report and the context for these issues.

Chapter 3 covers the background to the repcrt which is the organizational structure of
the Department of Education.

Chapter 4 detaiis the position of the principal as described by the Department of
Education and the HGEA bargaining unit contract.

Chapter 5 reviews the education, tramning and professional deveiopment of the
principal.

Chapter 6 looks at the present method of compensation for the position of principal
and vice-principal as stated by the Department of Education’'s Office of Parsonnel Services
(DOE/OPS) and the HGEA bargaining unit contract.
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Chapter 7 examines the duties of the principal and vice-principal as described by the
DOE/OPS, the Conort Scheol Leadership Program, and responses gleaned from the survey
questionnaire.

Chapter 8 outlines the factors working in the decentralization of the Department of
Education and describes some of the projected outcomes.

Chapter 9 discussas the survey questionnaire in context with an analysis of the
impacts of the decentralization of the Department of Education on the positions of principal

and vice-principal.

Chapter 10 contains the findings and recommendations of the study which include
delineation of new cpportunities for compensation.

The appendices conclude the report.

~d



Chapter 2

AN OVERVIEW

Introduction

Hawaii's centralized public schools system has come under heavy scrutiny during the
past few years as indicators of student proficiency in the basic subjects of reading
comprehension, writing and arithmetic i.e., national test scores have realized new lows. The
pubtic school system is faulted for failure 10 produce a delivery system that achieves iis stated
missicn--aeducating the chiidren of Hawaii's society.

Private sector initiatives, such as the Berman Reports, have engendered legisiative
action and support which, in turn, have catalyzed a proposed basic change in the State's
pubtic school system--decentralization. Thae two methods chosen to achieve this
decentralization are: School Community Based Management {SCBM) which brings the school
closer to the community it serves, and Project Ke Au Hou, a management restructure of the
Department of Education which brings the Department closer to the schools. Both of these
methods purport to have the school at the center of the new Hawaii public education system.
Both methods are transitioning from the design to the implementation stage.

As this scenario was developing a vital component of the existing centralized system,
as well as the proposed new system, (the public schoo! principals and the principals’
assistants and potential successors in position, the vice-principals), was weakening.
Complaints were surfacing of dissatisfaction with working cenditions, lack of support from the
system, poor pay and benefits, long hours, and lack of career opportunities. The principals
and the vice-principals are keys to the smooth functioning of an education system; be it
centralized as Hawaii's school system is now or diversified and community-based as Hawaii's
public school system is proposed to becoma.

The Legislature realized the importance of addressing the issues surrounding the
position of public school principal in Hawaii by requesting, during the 1992 Regular Session,
studies geared to restoring the balance to the principalship.

Issues Statement

The Resolution which asked for this study brought to light issues which bear upon the
functioning of the principals and vice-principals, as follows:

{%) Salary ievels of school level educational officers {principals and vice-principals)
are lower than those of educational officers at state and district leve! positions
within the Department of Education;
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(2) School level aducational officers (principals and vice- principails) are migrating
from the schools to positions within the DOE with more lucrative salary levels;

(3 School ‘evel educational officers need 1o receive continuing professional
development training (¢ ensure the highest level of professionalism in public
school administration;

(4) The method by which vacant educational officer positions are bid for and filled
under the present colieciive bargaining contracy;

(5} The relevancy of the existing job descriptions for principal and vice-principal;

(6} The initial screening and training for potential future principals and vice-
principals;

(7 Five-year contracts for principals at one school;

6] Existing methods for establishing salary levels based upon size and type of
school and applicants length of service with the DOE.

Context of the Issues

Today there are educational officers to be found in administrative positions throughout
the Department of Education at school level positions as principais and vice-principals and at
the state and district lavels as administrators in divisions that directly support the schools.
The educational officer career t{rack was designed primarily {o service the needs of the
school, and then secondly, the support mechanisms that are in place o serve the schools at
the district and state level offices of the Department of Education.

School! tevel educational officers are compensated on a ten-month year which includes
the schoo! instructional yvear and a period of mobiization and demobilization. District and
state levei educational officers are compensated on a tweive-month work year. The top salary
for the educational officer at a state or district leval position © almost 37,000 more per year
than the top salary paid to a principal. This is the result of developing a career track for
educational officers which anticipates the principals or vice-principais leaving the schoof at
some point to pursue higher career leveis at state or district DOE positions. This pool of ex-
principais and vice-principals serving in state and district level positions aiso provides a hedge
against future shortages, unforeseen or otherwise, that may arise for school levei
administraters.
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With the present push to decentralize the State’s public school system a new dynamic
has been put into play in the educational officer's domain. The Governor, in his State of the
State address to the Sixteenth State Legislature on January 21, 1992, said, in part:?

I believe that <the nighest paid administrator In our system
without the titl of Superintendent should be ocur school
principals; likewlise, teachers who enjoy teaching and do it well
should be able to realize their full economic potential and still
remain in the classroom....

To accomplish this goal of having the principal be the highest paid administrator in the
State’s pubiic schools the existing system which has been carefully constructed. negotiated,
and agreed t0 will have to be changed. 1t is to¢ scon o tell whether the restructuring of the
Department of Education wili, in fact, eliminate positions. Should department and state level
administrative positions within the DOE tegin to be eliminated, the pool of trained educational
officer talent may shrink. Without this pool or potential "buffer” in place within the non-school
levels of the Department close attention will need to be paid 1o the level of applicants for
educational officer positions that are inductad into the system each year. This possibie
shrinkage of educational officer positions may eventually back up into the upper levels of the
classroom teacher ranks as educational officers are, hy design, drawn from the classrocom.

ENDNOTE

1. John Waihee, Governor. State of Hawaii. "State of the State Address (o the Sixteenth Legislature of the
State of Hawail." Janvary 21, 1992,

10



Chapter 3

BACKGROUND

Department of Education

The State of Hawail's public schools system celebrated its 150th anniversary in
October 1990, Initiated during the reign of then King Kameghameha ill the system persisted
under a variety of names, finally emerging as the Department of Education following a
restructuring of Hawaii's government shortly before statehood in 1859,

Structure of the Department of Education

Hawaii's public schools are administered and operated by the state Depariment of
Education. The operation of the Department is directed by a fourteen-member elected Board
of Education which oversees approximately 40,000 full- and part-time employees. !

The schogt system is broken up into seven departmental school districts within the
DOE. Each of the neighbor island counties is a separate school district--in the case of the
county of Maui, the school district covers the three islands of Maui, Molokai, and Lanai. The
county of Oahu is broken into four departmental school districts: Windward; Leeward; Central
and Honoluiu. Each district has its own superintendent and staff. There are 237 schools
within these seven districts. Each school has a principal and, as the size of the school
population warranis, one or more vice-principals.

The Board of Education is responsible for setting educational policies and overseeing
the administration of the school system. The Board prepares a budget which appears as a
portion of the Governor's budget presentad to the Legisiature for funding. The Board's
authority is open to adjustment by the Legislature as it approves budgets and passes laws
which may set educational policy. The Governcr may coverride Board authority through the
Governor's fiscal and administrative controls in addition to the pcotential use of the broad
general power of the office.?2 An organizational chart of the Department of Education appears
as Chart 1.

DOE Relationship to the Union

All full-time employees of the Department of Education, except for those non-unicn
persons hoiding appointed or excluded positions, belong o & state-approved iabor union.
Three major unions are party to coliective bargaining agreements with the Board of
Education:  Hawaii Stats Teachers Asscciation: United Public Workers, and the Hawaii
Government Employees’ Association.

11
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Chart 1

State of Hawaii
Department of Education

SCHL DISTR ADV COUNCILS (7)
LIBRARY ADV COMMISSIONS (4) ]
STATE ADULT & COMM ED ARV COUNCH.

EO CLASSIFIC & COMPENSATION
APPEALS BOARD*
PERFORMANCE STDS COMMISSION®

BOARD OF EDUCATION —

QFFICE OF THE SUPERINTENDENT OFFICE OF THE STATE
OF EDUCATION®* LIBRARIAN*+

TEACHER EDUC COORD COMMITTEE
CH 2 EBEA STATE ADV COMMITTEE

LIBRARY SVCS & CONSTRUCTION
ACT STATE ADVISORY COUNCIL

OFFICE OF
PERSONNEL SERVICES

OFFICE OF
BUSINESS SERVICES

* Attached to DOE for Admin Support onfy per Act 380, SL.H 1988
and Act 334, SLH 1991

**See page C-| for internal organization of Ofc of Supt

*+¢See page G-1 for internal organization of Ofc of State Librarian

OFFICE OF
INSTRUCTIONAL SERVICES

: i E ! l !

HONOLULU CENTRAL LEEWARD WINDWARD HAWAH MAUL KAUAS
PESTRICT OFFICE PISTRICT OFFICE DISTRICT OFFICE DISTRICT OFFICE DISTRICT OFFICE DISTRICT OFFICE DISTRICT OFFICE
SCHOOLS SCHOOLS SCHOOLS SCHOOL SCHOOLS SCHOOLS SCHOOLS
54 Regutar 19 Regular 36 Regular 30 Regular 32 Reguiar 28 Regular 14 Regular

1 Special 2 Adult/Comm Fd I Adult/Comm Ed I Special 7 Adwl/Comm Ed 1 Adult/Comm Ed 1 Adult/Comm Ed
3 AdultComm Ed 1 Adult/Comm Ed

State of Hawail, Depantment of Education, Organization Chart, Office of the Superintendent, Communications Branch, November 13, 1992,




BACKGROUND

Of direct intarest to this study is the relationship between the Board of Education,
acting for the state Department of Education, and the Hawail Government Empioyess’
Association representing the educational officers. The educational officers are Unit 06 of the
HGEA whose agreement with the Board covers all aspects of the position of principal and
vice-principal except the actual description and duties of the job itself. The DOE retains the
prerogative of setting salary levels or "pricing” the position's compensation as a
"management” prerogative.  However, very racently a cooperative effort between the
Department of Education and the Union has resuited in the advancement of a new category of
educational officer 3

The last negotiated contract between Unit 06, HGEA (educational officers) and the
Board of Educaticn was signed on July 1, 1989 and expires June 3G, 1993. The contract
recognizes twelve saiary range levels sach with nine steps within a range. There are two
salary schedules in the contract--one for 10-month employses and one for 12-month
employees. The salary schedules for 1992 are shown in Table 1.

DOE Betlationship with the Legislature

The Legislature can. if it cheoses, set ecucational policy by way of provisions placed
upon the Department's budget and through the passage of laws which bear upon policy.

Tre Department of Education is a portion of the Executive Branch of the state
government; however, unlike any other state departments it is governed by an elected Board.
The Board of Education enacts policy as well as overseas and directs operations of the
Department.

13
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TABLE 1

SALARY SCHEDULE
BARGAINING UNIT Q6
10-MONTH (D9/01/97}

SALARY LONG., LONG. LONG. SYEP STEP NEW STEP NEW STEP NEW STEP NEW STEP
HANGE 4 4(ET) 4(E8} J K L M N Q
200.32 208 .62 218,13 227.M 237.77 247 .28 257 .17 267,45 278.15
EQ 3,07y.58 3,204 .92 3,344 .68 3.481.50 3,645.76 3,791.58 3,943, 28 4,100.92 4,265.00
36,859.00 38.,4%9.60 4%, 136.00 41,8988.00 43,749.00 45,499 .00 47,319.00 49,211.00 51,180.00
209.02 218,13 227,711 237.77 248 .33 258 .28 268 .59 279 .33 296,651
EGZ 3,204,982 3,344 .68 3,491 .50 3.645.76 3.807.68 3,960.00 4,318.34 4,283.08 4,454 .42
38.,459.00 40.136.00 41,.898.00 43,749 .00 45,692.00 47 .520.00 49,420.00 51,397.00 53,4%3.00
218,13 227.1 237.717 248,33 259 .41 269 .79 280,58 291 BG 303.47
EQd 3,344 68 3,481 .50 3,645%.76 3,807.68 3,877.568 4,136.76 4,3G2.18 4,474.26 4,653.26
40,136.00 41 ,898.00 43,749, 00 45 ,692.00 47.,731.00 49,641.00 $1,626.00 %3,691.00 45,839.00
227.M 231,77 248,33 2569 .43 271.05 281.89 293.17 364.89 317.09
E04 3,491.50 3,645.76 3,807.68 3,977.58 4,156.08 4,322.34 4,495.26 4,675.00 4,862.00
41,898.00 43,749.00 45,692.00 47,731.00 49,873.,00 51,868.4G0 53,943.00 56,100,00 58,344, 00
237.77 248,33 259,41 271.0% 283.2% 294.5%9 306, 38 318.63 331,38
EDS 3,648,786 3.807 .68 3.977.58 4,156.08 4,343 .34 4,517.08 4,697.76 4,885 . 68 h,08%1.08
43,749,080 45,692.00 47,731.00 49 ,873.00 52,120.00 54,205.00 56,373.00 &£6,628.00 60,973.00
248,33 259 .41 27Y.05 2B3.26 295,99 307.84 320.15 332.96 346 .27
EO& 3,807.68 3,877.58 4,156.08 4,343.34 4,538.58 4,7z20.18 4,908.92 5,10%.34 5,309.50
45,692.00 47,731.00 49, 873.00 52,126.00 54 ,463.00 56,642.00 58,907 .00 61,264,00 63,714.00
259.41 271.6% 283.26 29% .99 309. 1 321.68 334.58% 347,93 361.85
EQ7 3,877 .58 4,156.68 4,343 34 4,538 .58 4,742.76 4,932.42 5,129.76 5,334.92 5,548 .34
47,731,900 49,8B73.00 52,120.00 54,463,000 56,913.00 59,189.00 61,557.00 64,019.00 66,580.00
271,05 283.:26 795,99 3ce .3 323.23 336.16 349 .61 363,59 378.14
£048 4,156.08 4,343.34 4,538.58 4,742 .76 4,956, 26 5,154.5%0 5,360G.68 5,575.08 5,798.08
49 .873.00 52,120.00 54,463.00 56,913.00¢ $9,475.00 61,854.00 64,328 .00 66,801,00 69,577 .00
283,26 295.99 309.31 323,23 337.78 351,29 365 .35 379.96 395 .16
EOD 4,343.34 4,538.58 4,742.76 4,956.26 5,179 34 5,386.50 5,602.00 5,826.08 6,059.08
52,120.00 54,463.060 56,.913.00 59,475.00 62,152.00 64,638.00 67,224.00 69,913.00 Te.,109.00
29% .99 309 .31 323.23 337.78 352.99 367. 11 381.79 397,07 412,.9%
g0 4,538 .58 4,742.76 4,956,286 5,179 .34 5,412.50 5,629.00 5,854,118 6,033.34 6,311.84
54,463.00 56,9213.00 59,475.00 62,152.00 64,950.00 67,548, 00 10,25%0.00 73,060,006 75,982.00
309,31 323,23 337.78 352,99 368.88 363.64 398 .98 414.94 431.54
EGTt 4,742,176 4 ,9%6 .26 5,179.34 5,412.50 5,.856.18 5.,882.42 6,117.68 6,362,472 6,616.92
56.213.00 5%,475.00 62,152.00 64,950,060 67.874.00 70,589.00 73,412,00 76,349 .00 79,403.00
323.23 337.78 352,99 368 .88 385.48 400, 80 416,94 433.62 450 .98
g0y 4,856.26 5,179,34 5,4312.50 5,656, 18 5,910.76 6,147,118 6,393.08 6,648 .84 6,914.7¢
59,475.00 827,152.80 64,95¢.00 67,874.00 70,229.00 73,766.00 76,717,00 T9,7TH6.00 82,977.00
Source: Bargaining Unit 06 Contract (Educational Officers) HGEA-AFSCME local 152 AFL-CICQ (May 25, 1989)

Exhibit

A4,
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ENDNOTES

Hawaii, Department of Education. Superintendent of Education. Annual Report, 1990-1992. Leadership
Mow and for the 215t Century. Building a Winning Team (Honolulu: June 18913, o 3.

Hawaii, Task Force on Educational Governance. Final Report (draft) {(Honolulu: March 1992) p. 12.

Interview with Donald Nugent, Assistant Superintendent. Department of Dducation, State of Hawail,
November 16 1992
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The Principal







Chapter 4

THE POSITION OF PRINCIPAL

General

Under the present centralized public school system the principa!l is responsible for the
total operation, administration, and management of the school. Much like the plant manager
of a farge private sector manufaciuring organization, the grincipal is held respensible for the
success of the total plant--in this case, a public school.

The public school principal reports to and is supported by the District Superintendent
and the staff of the district in which the school is iocated. The principal will have assistants in
the form of one or more vice-principals, a School Administrator's Special Assistant (SASA),
and clerical help for the operation of the coffice. Additionally, there will be food sarvice,
security and maintenance concerned with the physical operation of the schoof, and the
teachers and student population,

Vice-principals are assigned to a scheol on the basis of the schoof student population
alone. The minimum population thal rates the assignment of a vice-principal to any given
public school is 500 students. Each principal has one SASA with no minimum student
population requirement.

Renovation and/or expansion of the school's physical plant is carried out by a separate
state department, the Department of Accounting and General Services. The principal has a
voice in the planning of any rencvation or expansion of the physical piant of the schoo!
however, the actual implementation of plans, specifications, and schedules respond {0
pricrities set by a leve! of state government that is usually out of the reach of the principal,

Curriculum development support is generally handled by specialists focated at the
district office level who develop curriculum within the parameters established by specialists at
the Office of Instructional Services of the Department of Education. The principal is charged
with ensuring the successful implementation of this curriculum in the classroom.

Al of the personnel in the school (except the students) beiong to a state-approved
laber union. The ieachers have their own union (The Hawaii State Teachers Association)
separate and apart from the representation accorded to the principals, vice-principals, special
assisiants, clerical, food service, maintenance, and security personnal,

The principals and vice-principais fall into a bargaining unit category referred to as
"Educational Officers” and are represented as Unit 06 of the Hawaii Government Employees
Association which, in turn, is local 152 of AFSCME (American Federation of State County and
Municipal Employees) a portion of the AFL-CIO (American Federation of Labor - Congress of
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Industrial Organizations). As such, the principals and vice-principals are a part of a very large
and powerful nationwide labor organization made up of unrelated trades and professions.
Members of HGEA and AFSCME are all public sector employees.

Educational Otficers (EQ's) are to be found at aii levels within the administration of
Hawaii's Department of Education.

Job Description, Duties, and Qualifications of the Principal

The job description for the position of public school principal developed by the Office
of Personnel Services of the Department of Education oifers a concise view of the
responsibilities assumed and the work expected. At present, there are six levels of
classification for principais (not to be confused with the 12 salary levels discussed later in the
report). Under the Duties Summary for all six levels of ciassification the following description

is found.?

(The principal)...has immediate responsibility for the total
operation, administraticn and management of a publilc school;
directs a professicnal staff in carrying out the curriculum
development and instructional programs for the school; may
supervise administrative personnel and supervises a staff of
clerical and support serviece personnel 1in  administering and
managing the business, teacher personnel, pupli personnel,
facilities and ground maintenance, lunch services, and auxiliary
programs and functions of the school; and performs other related
duties as required.

The position description continues with a section titled Distinguishing Characteristics
which notes in three different piaces that the principal has the immediate responsibility for the
schoo! (5) and, further that;

..a position in  this class performs with considerable
independence and authority under the general supervision of a
Bistriet Superintendent in operating and malintaining the plant
facilities and administering and managing the on going programs of
a public school within prescribed departmental policies and
objectives.2

Twenty-five examples of the duties of the principal as found in the DOE/OPS position
description are listed below.

t. Organizes the staff of the schoot for effective conduct of the instructional program,
co-curricular program, and auxiliary functions.
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2. Appraises staff competencies and assigns personnel in accordance with curricular
needs and other necessary services.

3. Interviews, selects, places, and orients new personnel, inciuding instructional and
support service personnel,

4. Promotes empioyee welfare and morale.

5. Evaluatas, rates, and assists all personnel in job performance.

6. Recommaends disciplinary action or dismissal of incompetent personnel.

7. Promotes and encourages in-service training and self-improvement efforts.

8. Coordinates and schedules pupil activities and programs, including extra-curricular
activities.

9. Provides for the proper registration and release of pupils and makes decisions on
district exception requests.

10. Provides for the proper evaluation and placement of pupils, the lustification of
special needs, and development of programs 1¢ meet their needs.

11. Provides for the counseling of pupils and parents and disciplining, suspension, or
recommending dismissal of students.

12.  Provides health services for emergencies and ceordinates the provision of
services in vision, hearing, and dental examinations.

13. Estimates future student enroliment and maintains student records.

14. Keeps abreast of curriculum changes and new ideas and encourages innovation
and experimentation on the part of the staff within the limits and policies prescribed by the
Department,

15. Makes available access to and insures the proper care and maintenance of school
facilities, supplies, equipment, and materials necessary for the operation of the school and
the conduct of an 2ffective instructional program.

16. Conducts class visits, evaluates teacher performances, and holds individual
conferences to help teachers improve in their performance.
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17.  Consults with district and state personnel in planning capital improvement
programs and repair and maintenance projects.

18. Conducis a safety program to provida for the safety and well-being of students
and staff.

19. Approves and schedules cutside requests for the use of school facilities and
grounds.

20. Compiles anc¢ reviews budgetary requests of the instructional staff, gstablishes
priority of needs for equipment and supplies, and develops the annual budget for the school,

21. Develops the school expenditure pian and monitors its implementation.

22. Administers the school's bus subsidy program, schoaol lunch program, and other
similar activities.

23. Meets with parents and community groups to develop interest and participation in
schooi activities and to promote understanding of school programs.

24. Participates in community activities as the Department's representative.
25, Resolves conflicts and complaints arising from the operation of the school.

The position of the vice-principal covers the same area as the principal except that the
vicg-principal assists the principal and is not held to the same level of responsibility. The
duties of the vice-principal muror those of the principal except that the word "assists”
qualifies the description. There is an additional duty listed on the vice-principal’s job
description: "Serves as Acting Principal in the absence of the Principal "3

There are six classes of principal and four classes of vice-principal. The job
descriptions for these positions were written by the Office of Personnel Services--DOE in 1979
with the latest revision cccurring in May of 1981,

Minimum qualifications for the position of public school educational officer (future vice-
principals and principals) are that the applicant must meet the requiremeants for the State of
Hawaii Professional School Administrators Certificate.® The program now offered for the
satisfaction of that raquirement ig the Cohort School Leadership Program {(CSLP), The CSLP
is a postgraduate program offered by a ioint venture betwesen the College of Education at the
University of Hawaii at Manoa and the Department of Education.

Admissicn to the CSLP requires that the applicant possess a Hawaii Basic or
Professional Teaching Certificate or squivalent specialist certificate.  Additionally, the
appticant must be a full-tims state Department of Education certificated (teaching certificate)
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personnel with a minimum of five years acceptable K-12 teaching or related experience.® The
average Educational Officer has 15 years of teaching experience at the time of application to
the program.®

The job description of the principal and vice-principal coupied with the typical work
experience of the CSLP applicant describes an individual who has a strong interest in the
delivery of the curriculum to the students.

The Cohort School Leadership Program is described in greater detail in Chapter 5.

Article 10 of the HGEA Unit 06 Contract

This portion of the bargaining unit contract between the HGEA and the Board of
Education deals with the method by which vacant educational officer positions are fillad--how
a new principal is chosen. As in most union contracts, fength of service and previous position
play a significant part of the aligibility requirements for any applicant for vacant positions.

As an example, say that a principaiship position becomes vacant at the level of
Principal Il which might represent a medium- to large-sized elementary school. The
prioritization of applicants for that position according to the contract is:

(1 First choice would go to a tenured educational officer who hoids a Principal i
classification and who is willing to make a fateral transfer or accept a voluntary
demotion from a higher level school (the numeric rating of schools by size and
the ramifications on the ciassification of principals is discussed in Chapter 6);

(2) Second choice goes to tenured educational officers in other Principal
classifications;

{3 Third, to tenured vice-principals, and

{4) Fourth, to other qualified educational officers.” (This last category draws from
the "pool" of former principals and vice-principals who are serving at state and
district tevel administrative positions.)

The applicant roster for the example used above comas from the educational officers
who have taken the tims to fill out the form, "Request for Educational Officer Assignment for
School Year™ and have filed the completed form in a timely fashion.

Should there be no applicants who have filled cut the appropriate Request for

Assignment form, the position may be advertised ¢ notify the educational officer cadre of the
vacancy. If no applicants come forth after the advertisement, the position may be filled by a
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non-educational officer appointed by the Board of Education for no more than a one-year
period.

Articie 10 also applies to educational officer positions at state and district levels within
the DOE. The procedures for filling job vacancies (application, order of consideration) are
identical with those outlined above,

Later in this report the decentralization of the State's public school system is explored.
One of the points of contention in the public discussions concerning that issue thus far has
been the msthod by which the proposed new community based schools will select their
principals. At the heart of the matter of principal selection are the procedures and constraints
of Article 10 cutlined above. A potential problem area in the staffing of the SCBM scheols
may be the conflict between a selection system based upon seniority and a system, not yet
defined, that may wish to use other measures.

ENDNOTES
1. Hawaii, Department of Education. Principal VI (Rev. May 29, 1881), p. 1.
2. ibid.
3. Hawail, Department of Education. Yice-Principal I-IV (Rev. May 29, 1981}, p. 3.
4. Ibid.
5. Hawaii, Department of Education/University of Hawaii at Manoa Partnership. Cohort School Leadership

{CSL) Program (Honolulu: July 28, 1892) (Pamphlet), p. 3.

6. interview with Donald Nugent, Assistant Superintendent, Department of Education. State of Hawali,
September 3, 1992

7. Hawaii, Unii 06, Educational QOfficer Contract {Honolulu: HEGEA-AFSCME Local 152 AFL-CIO, May 25,
1989}, p. 4.
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Chapter 5

COMPENSATION

The present salary portion of the compensation system for educational officers is
established by position neid and time of service with the Department of Education. The rating
of the position itself establishes the salary range for the person hoiding that position. The
exact salary level within the range is established by the promotional pay increment step the
person qualifies for based upon the: (1) length of time in the system; (2) level of initial
educational officer appointment; (3) way that the person moves through the school
administrator ranks; and (4) collective bargaining provisions which consolidate, delete, or add
steps which impact the individual's position on the schedule.

The result is a salary matrix (see Table 1), which is established by negotiation between
the Bpard of Education and the Hawaili Government Empioyees’ Association representing the
educational officers bargaining unit.

Rating and Classification System

The Department of Education's Office of Personnel Services has established a
classification and compensation program which is documented in DOE manual #RS 7853933
and titled, "Educational Officer Classification/Compensation System”. The portion of the
manual that deals with administrative regulations has been used to describe how the various
principal and vice-principal classifications are created.

There are six classes of regular school principals and four ciasses of regular school
vice-principals. These classes are established by a rating scale which is the numeric sum of
three school-related factors. Every school is rated according to the sum of three factors: (1)
student enroliment; (2) staffing fevel; and (3) grade level category. The tables shown below
produce the rating scales used in classifying principal and vice-principal positions for regular
schools. Similar tables are available for adult community schools. Schools of any category
having unigue conditions are rated by a scale set by the Board of Education acting pursuant
to a recommendation of the Superintendent of Education. Ratings for unique schools are to
be reviewed on an annual basis when and if that category is ever used.

For purposes of illustration the rating system for regular schools is used beiow.

1. Student Enrollment, Each school is rated accerding to the number of students
enrolled.’
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STUDENT ENROLLMENT

Number of Students Rating Scale
Up to 459 2
500 to TH9 4
750 to 999 6
1,000 to 1,249 8
1,250 to 1,99 10
1,500 to 1,749 12
1,750 to 1,846 14
2,000 to 2,249 16
2,250 to 2,499 18
2,500 + 20

2. Staffing Level. Each school is rated according to its authorized certificated

staffing or total staffing, whichever will place it in the highest category.?

STAFFING LEVEL

Cert. Staffing Total Staffing Rating Scale
Up to 1l Up to 19 i
15 to 24 20 to 34 2
25 to 39 35 to 49 3
4o to 54 50 to 64 4
55 to 69 65 to 79 5
70 to 84 80 to 94 &
85 to 99 55 to 109 7
100 to 114 110 to 124 8
115 to 134 125 to 144 g
135 + s+ 10
3 Grade Level Category. Each school is rated according to the grade levels

inciuded in its program.3

GRADE LEVEL CATEGORIES

Grade Levels Rating Scale

K or 1 through 2 or 7 {e.g., K-2,

K-5, K-6) e
K or akbove through 8 or 9 {e.g., K-8,

K-g, 1-8, 6-8, 7-8, 7-9} i
K through 12 8
7 or above through 12 {e.g., 7-12,

8~12, 9-12, 10-12) 12
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The ratings for the factors contained in the above three groups are iofaied for each
regular school. The total points then determine the ciassification of the principal and vice-
orincipal positions in accordance with the two tables shown below.

CLASSIFICATION OF REGULAR SCHCOL PRINCIPALS®

Class Title Eating Scaie
Principal I 5
Principal 11 6 to 11
Principal III 12 to 26
Principal IV 27 to 3
Principal V 32 to 38
Principal VI 39 +

CLASSIFICATION OF REGULAR SCHOOQL VICE-PRINCIPALSS

Class Title Rating Scale
Vice-Principal I Up to 26
Vice-Principal II 27 to 31
Vice-Principal 111 32 to 38
Vice-Principal IV 29 +

As an example, the Imua Elementary Scheol with a student enroilment of 1,325
students and a total staff of 75 with grade levels K through 6 would accumuiate a total rating
score of 17 {enroilment = 10; staffing = 5; and grade level = 2). The principal of this s¢hool
would be classified as Principal Il and the two vice-principals would be classified as Vice-

Principal i.

The majority of the principals and vice-principals fall into the regular school categories.
There are three exceptions (o regular schocls each with its own rating system.

1. Special Schools. Principals of special schools are placed within a salary range
commensurate with the unique responsibilities of their wark assignments.®
The special schogl principal positions are reviewed every semester at the same
time as regular schools are rated for classification purposes.

2. Schoots Having Unigue Conditions. This ¢lassification recognizes that certain
schools are affected by special circumstances not common to most schools.
Exceptions to criteria ratings are considered on a case-by-case basis by the
Board of Education.
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Community Schools (Adult Education). The community schocis are rated on;
(1) student enroliment; (2) staffing level, and {3) number of classes conductad.

Student enrollment for the community schools has a maximum rating scale of
5,000 + enroiiment as opposed to regular schools' 2,500 + enroliment. There
are ten ievels within gach rating scale with the minimum and maximum rating
values being the same on each scale. The difference between the rating
factors is that the community school student population is measured by totaling
the number of students enrofled in each ciass (one individua! enroiled in three
classes equals three total students) whereas regular school enrollment is the
total of students attending the school.

The staffing level rating factors for a community school are quite different from
the regular schoot as the table beiow depicts. The staff level for the community
school is a count of full- and part-time certificated staff during the previous fall
and spring semestars,

STAFFING LEVELS

Total Staff Rating Scale
25 to 44
B5 to 64
65 to 89
30 to 114
115 to 144
145 to 184
185 +

o B o MR § R et S T A 6 )

The community school has a rating factor on the average number of classes
conducted {(during the previous fall and spring semesters) rather than the grade
level rating factor used for the Reguiar Schogis.”

NUMBER OF CLASSES CONDUCTED

Average Number of

Classes Conducted Rating Scale
30 to 69
70 to 129
130 to 209
210 to 319
320 to 499
500 +

O AT B Y s
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The clagsdication of community school principal and vice-principal positions
differs from those of the reguiar schoo! in that the point totals required for the
various principai and vice-principal classifications are iower.

CLASSIFICATION OF COMMUNITY SCHOOL PRINCIPALSS

Class Titie Rating Scals
Principal I 2
Principal II 3 to 4
Principal III 5 to §
Principal IV 10 to &
Principal V 15 to 1§
Principal VI 20+

CLASSIFICATION OF COMMUNITY SCHOOL VICE-PRINCIPALS®

Class Title Rating Scale
Vice~Principal I Up to §
Vice-Principal 11 10 to 14
Vige-Principal II] 15 fo 1§
Yice-Pringipal [V 20 +

Specifically, the Office of Personnel Services has a data gathering and analysis
system in place which reviaws the rating system of each regular school and its impacts on the
classification of principal and vice-principal positions. The school enrallment and staffing data
are forwarded from the sevan district offices to the OPS-Classification/Compensation Section
each January and September. A ciassification review is conducted on this and other data on
student enroliment and grade leveis of sach school. The Superintendent then nctifes the
district superintendents of each district of any changas o the classification of a school in their
district. 10

The Educational Officers Classification/Compensation System provides a procedure
for appeals to classifications set forth by the Office of Personnel Services. Two arsas of
specific appeal are provided for: (1) the allocation of a position 10 a c¢lass, and (2) the rating
of a school (numeric sum) as it affects the allocation of a principal or vice-principal position. 17
Appeals are heard by the Educational Officer Classification/Compensation Appeals Board
established by state law [HRS 297-31.3) which consists of three members, one appointed by
the Governor, and one member each appointed by the HGEA and the Board of Education. 12

The current number of positions within each classification of Principal is:13
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Number of Percent
Class Title Pogitions of Total
Principal I b 1.7
Principal II 121 51.7
Principal III 80 34.3
Principal IV g 3.8
Pringipal V G 8.1
Principal VI 1 O

Fuily 85 percent of the principal positions fall into the classes of Principal Il and
Principal HI.  This "bulge” has ramifications on the functioning of the career track of
aducational officer which will be discussed in greater detail in Chapter 10 of this report.

Range and Step

The second portion of the educational officer salary determination is the positicn of the
individual on the Educational Officer Salary Schedule which is negctiated between the Board
of Education and the Union. A salary schedule for 10-month Educational Officers for the year
commencing September 1, 1992 is shown in Table 2.

The ieft hand column of the scheduie shows the salary ranges for the educational
officers as SR-1 through SR-10 (S8R = salary range), or in this case, EO1 through EOQ10. The
next coiumn to the right shows the way that the positions of principal and vice-principal, as
determined by the rating scale, correlate with the salary ranges. The example of the position
of principal at the Imua Elementary School with a student population of 1,325 and a rating
scale of 17 was determined o be a Principal Il position. The position of Principal Il in the
exampie would fall within the salary range EO6. The position of Vice-Principal | at that same
school falls into the EO2 salary range.

The columns to the right of the Position and Salary Range are the promotional pay
increment steps, three longevity steps (called such for historic reasons as longevity in any one
position is no longer required or relevant) and six pay increment steps "J" through "O".
There is a four and three-tenths (4.3) percent difference between the steps.

As an exampie of the way the salary system works, imagine a teacher who is earning a
salary of $3,508.26 per month. This teacher decides to leave the classroom and become an
educational officer. Upon the successful completicn of the Cohort School Leadership
Program the new educational officer applies for and is assigned to the imua Elementary
School as a Vice-Principal |
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TABLE 2

1G-MONTH EDUCATIONAL OFFICERS® SALARY SCHEDULE (MONTHLY RATE)
VICE-PRINCIPALS AND PRINCIPALS
Effactive September 1, 1982
Act 170, SLH 1989

ST EPS

SALARY (EQ) (E7) (E8)

RANGE POSITION LONG, 4] LONG. 4 | LONG. 4 N K L M M 0

t 3071.58 | 3204.92 | 3344.88 | 3491.50 ] 3645.76 | 3791.58 | 3943.26 | 4100.92| 426%.00
vPe 1 (1-26)

2 COMM SCH vP T {(UPF TO 9) 3204.92 § 3344.68 | 3491.50 | 3645.76 ] 3IB0O7.68 | 3960.00 | 4118.34 | 4283.08 | 44%4.42
VP II (27-31)

K] COMM SCH vP 1T {10-14) 3344 .68 | 3491.50 | 3645.76 | 3B07.68 | 3977.58 | 4136.76 | 4302 1B | 4474.26| 4653.286
WP I11 (32-38)
PRIN I (1-%)

4 COMM SCH vP 11t (15-19) 3481.50 | 3645.76 | 3807.68 | 3977.58 | 4156.08 § A322.34 | 4495.26 | 4675.00 1 aB62.00
COMM SCH PRIN I €2)
VP IV (39+)
PRIN 11 (8-311)

54 COMM SCH VP IV (20+) 3645.76 | 3807.68 | 3977.58 | 4156.08 | 4343,34 | 4517.08 | 4697.76 | 4885 .68 | 5081.08
COMM SCH PRIN 1@ (3-4)
PRIN III (12-28}

& COMM SCH PRIN III (5-9) 3807.68 | 3877.58 | 4156.08 | 4343.34 | 4538.58 | 4720.18 | 4908.92 | 510%5.34 | 5300.80

1 COMM SCH PRIN Iv (10-14) 3977.58 | 4156.08 | 4343.34 | 4538.58 | 4742.76 | 4932.42 | 5129.76 | 5334.92 | 5548.34
PRIN IV {HIGH $CHOOL 27-31)

B COMM SCH PRIN Vv (15~-19) 4156.08 | 4343.34 | 4538.58 | 4742.76 | 4956.26 | 5154.50 | 5360.68 | 5575.08 | 5798.08
PRIN V (HIGH SCHOOL 32-38)

a COMM SCH PRIN VI (20+) 4343.34 | 4538.58 | 4742.76 | 4956.26 | 5179.34 | 5386.50 | 5602.00 | 5826.08 | eosg.08

L PRIN VI (HIGH SCHOOL 39+) A538.58 | 4742.76 | 4956.26 | 5179.34 | 5412.50 | 5629.00 | 5854.18 | 6033.34 | 6331.84

*The negotiated AGREEMENT BETWEEN THE STATE OF HAWAIL BOARD OF EDUCATION AND THE HAWAI{ GOVERNMENT EMPLOYEES’ ASSOCIATION
{7-1~B9 10 6-~30-93) provides for the following: deletion of Step Longevity 3; addition of new Step 0O;
incumidents to next higher Step; and an across-the-board adjustment of difference between cost of Step movement and 5.25%,

Soeurce: Ten Month Educational
September 1, 1982, Act 170, SLH 1989,

Officers’ Salary Schedule (Month!y Rate), Vice-Principals and Principals Effective

advancement of
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The salary computation is thus: the teacher's pay of $3,508.26 per month s inCreased
eight percent to a new rate of $3,788.92 per month to reflect the transition from teacher to
aeducational officer. The new sducational oHficer's appsintment o Vice-Principal | iccates the
position in the salary range EO2 on the ten-month educational officer’s salary scheduie.

Next, the new salary of $3,788.92 per month must be located and established as a
step within the salary range EQ2. Moving through the promotional pay increément steps in the
right-hand column one finds step "J" as a monthly salary of $3,645.76 and step "K" as a
monthly salary of $3,807.68. The salary step closest to the new educational officer’s salary of
$3,788.92 per month is step "K" (position movements must never result in the individual
taking a reduction in salary). S0 the new educational officer's salary classification is EOZ,
step "K". The Classification/Compensation System caps one-time promotions to a limit of six
pay increment steps at a time.

incumbents on the salary schedule, under present contract, are advanced one pay
increment step annually (September 1st). The most expeditious track, from a purely
monetary viewpoint, through the educational officer salary schedule is to be "upwardily
mobile"--constantly pressing for advancement through the vice-principal ranks ¢ the principal
fevels and then on 10 the twelve-month educational cofficer salary schedule which represents
nigher salary levels.

The distribution of the higher-level positions of Principal 1V, V, and Vi is unbalanced
with the majority of the Principal positions (85 percent) occurring at the lower paying Principal
It and Principal 1ll. Oniy 12.3 percent of the principal positions (29 each) occur at the
Principal IV through VI levels. There is only one Principal VI position in the schooi system.
Advancement to the top three levels of the ten-month salary schedule requires one of the
incumbent 29 pringipals to retire or transfer to another position.

This "bottleneck” in the career track has caused many of the mid-range educational
officers to jump to the twelve-month salary schedule thus leaving the schools and migrating to
the district and state office positions within the DOE. 14

The migration was slowed somewhat in 19839 with the introduction of the After-School
Plus (A+) Program designed to support tatch-key children in grades K-8. This program
extends the schootl day until 5:30 p.m. during the regular school year. The program targets
children of working parents or parents in job training programs. For a nominal monthly fee
($28) the children are placed in a caring environment which offers homework assistance,
enrichment activities, and supervised recraaficn. The principal of the elemantary schools
delivering this program may elect to be a site coordinater for the program which produces up
to $8.900 additional per year in salary.

The example of the Principal |1l at the 1,325-student Imua Elementary School s used

to ilfustrate the impact of the Site Coordinator payments. Suppose that the Principal lit in the
example was at salary range EOS8, promotional pay increment "K" and earned $4,538.58 per
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month or $54 462.96 per year before the advent of the A+ program. In 1888, the A+
program is implemented at the school and the principal elects to take on the job of site
coordinator for the A+ program. The A+ program compensates the Site Coordinator for this
school at, say, $8,800 per year. The principal at the school now garns a salary at the rate of
$63,362.96 per year or $5,280.25 per month. This is the equivalent of a salary promotion to
the level of Principal V, salary range EOB, between promotional pay increment step "K" and
"L

This development was welcomed by the elementary school principals at the mid-ievel
positions on the ten-month educational officer's saiary schedule; it did cause some comment
at the high school principal level.’™> The migration of schoo! level EQ's was slowed for the
year 1990; perhaps as a result of the A+ program. However, the figures for the migration
increased in 1991 with the 1992 totat of 18 transfers being almost double those of 1990.16 A
graph which depicts this activity is shown below.

Graph 1

School Level EQ Transfer to

District & State Positions

) N

1580 1991 1992

m School {evel EOs m Others
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Benefits Package for the Ten-Month Educational Officer

1. Health Bensfit Plans. The ten-month educational officer is eligible for six health
pltans offered by the Hawaii Public Employees Health Fund. In four of the plans the employee
contributes to the payment of the plan. The State pays completely for two of the pians. The
employee is offered the opportunity to elect individual or family coverage. Eligibility requires
that the empioyee be with the DOE for a periocd of three consecutive months at ieast 50
percent fuli-time equivalency (FTE) or more. The plans offered are.

Medical The employee is offered four pians to choose from and may
elect individual or family coverage. The employee contributes
40 percent of the monthly premium cost of the pian.

Drug The employee may elect individual or family coverage.
Employee contribution is 40 percent of the monthly premium.

Vision The employee may elect individual or family coverage.
Beginning July 1, 1992 the State is responsibie for payment of
$2.58 for each employee electing selif only coverage or $5.08
for each empioyee electing family coverge.

Adult Dental The employee elects individual or self/spouse coverage and is
responsible for 40 percent of the cost of the monthiy
premium.

Child Dental The empioyee may enroll members of the family below age 19

in this program. The State pays 100 percent of the monthiy
premium cost of the coverage for each eligible dependent
enrolied in this plan.

Group Life Insurance  The employee elects this coverage con an individual basis.
The State is responsible for 100 percent of the monthly
premium cost of the coverage.

Article 28 of the Bargaining Unit 06 Contract for Educational Officers specifies the
amount of monthly premiums to be paid by the employer on the above plans and provides
protocois for the rounding of numbers. The employee pays for the designated plans through
a payroll deduction. As of January 1, 1880, EO's may designate this deduction tc be a
"before tax” reduction of salary. (IRS Code #125, 1/1/90)17

2. Retirement. Two plans (contributory and non-contributory) are in force at the
present time which apply to ten-month educational officers. The plan for those employed
prior to June 30, 1984 and whe remained in the contributory plan is a caiculation of two
percent of the average final compensation (three highest years salary earned) multiplied by
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the number of years of service in the State. For EQ's employed after June 30, 1984 and for
those who switched from the contributory plan 1o the non-contributory the formula is the same
except that the percentage factor used is 1.25 percent. The first plan (contributcry) which
phased out in 1984 was partially funded by the employee. The new plan (non-contributory) is
completely funded by the State. The empicyee must have ten years of servics in order ¢ be
fully vested in the non-contributory pian.

3. 8Sick Leave. The ten-month educational officer is granted a fixed 18 days of sick
ieave for the full ten-month period. i the empigyee is hirad after the commencement of the
schoo! year the sick ieave period is reduced as a ratio of the time remaining in the school
year.

4. Vacation. The ten-month educational officer is granted the normal school holidays
including winter and spring breaks and the summer break, less the time required to cpen and
close the school.

5. Tax-Sheltered Annuity Plan. The employee may specify contributions to this plan
which operates as a seif-financed retireament fund. This fund operates under the guidslines of
Section 403(b) of the Internal Revenue Code and the amount of employee contributions are
set and governed by the Code. The EQ's are sligible, as a class, for this pian by virtue of
their employment by the Department of Education.

6. Deferred Compensation Plan. The ptan administered by Hawail Benefits, Inc., is an
employee contribution plan operating under Section 457 of the Internal Revenue Code.
Contributions may not exceed 25 percent of the employee's salary nor exceed 37,500 in tax-
year contributions. The ten-month educational officer also receives free of charge worker's
compensation and temporary disability insurance.

Other "benefits" are spelled out in Article 25 of the Bargaining Unit Contract for
Educational Officers. Where feasible during renovation or construction of schools the plans
and specifications are to include: air conditioning; cold water fountains; restrooms for
employees separate from public restrooms: and areas for meals. Adequate lighting , security
and protection for educational officers, where it is reqguired, is specified in Article 25.
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Chapter 6

TRAINING AND PROFESSIONAL DEVELOPMENT

Training the Future Educational Officer

The educational officer is inducted into and trained by the State of Hawaii Cohort
School Leadership Program, a joint venture of the Dspartment of Education’s Office of
Personnel Services and the College of Education at the University of Hawaii at Manoa.

The Hawall School Leadership Academy, a unit of the DOE's Office of Pearsonnel
Services plays a major role in providing support for the training of the educational officer
candidate as well as providing professicnal development courses and training for educational
officers established in school administration.

The Cohort School Leadership Program is a combination of: mentoring by principai-
mentors; on-the-ioh training; course work; and, integrative seminars. The CSLP requires two
continuous semesters 10 compiete and, in that process, provides course work and research
opportunities for the compistion of an advanced degree in schogl administration.

Cohort School Leadership Program!

The Cchort School Leadership Program is the certification program for educational
officers in the State of Hawail's pubiic school system and was established in 1989. The
candidate for certification is immersed in the program for a period of one year. The
successful applicant is enrolied in the CSLP as a candidate during the summer following the
adjournment of the regular schooi year. The candidate is assigned to a school and a mentor.
The mentor is the principal of the schooi the candidate is assigned ¢ who has been trained in
mentoring skills by the Hawaii School Leadership Academy. The functions of the Hawaii
School Leadarship Academy are discussed later in this chapter.

The certification process conducied by the CSLP is broken down into six phases which
commence for the eligible candidate during the summer fcllowing the reguiar schoof year. To
become an eligible candidate for the CSLP the applicant must possess the following
gualifications: a Hawaii Basic or Professional Teaching Certificate (or equivalent specialist
certificate); be employed as a full-time Department of Education certificated parsconnel;, and
have five years of acceptabie K-12 teaching or related experience.

Phase one of the program is a pre-screening for commitment and readiness. This
phase consists ¢of a review of the applicant’s completed CSLP Self-Assessment Form with
their present school principal or supervisor and the submission of a completed CSLP
application form to the Program.@
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Phase two is a screening procedure to ascertain the applicant’s potential for schaaol
administration. The Miller Analogies Test is administered to test the appiicant's critical
thinking skills.  Writing skills are tested and assessed. The applicant must possess an
advanced degree in Educational Administration or have registered as a candidate for a
Masters Degree in Education at UH-Manoa. The applicant is screened two more times with
recommendations from the principal or supervisor of the school or office where the applicant
serves and an interview by a panel convened for that purpose. At this point, the successful
applicant is inducted into the program and assigned a school and a mentor, and the
educational officer candidate's salary is adjusted upwards by eight percent from their former
salary fevel.

Phase three is the beginning of the on-the-job training, mentoring, course work and
supplemental seminars which last for two weeks during the summer months. During this
phase the course work is aimed at preparation for schocl administration and, concurrently, the
candidate is evaluated on a continuing basis for leadership skills, writing skills, and
proficiency in the course work. The course work program is provided and delivered by
nrofessors from the Coilege of Education at the University of Hawaii at Manoa and DOE
personnel at HSLA facilities at Puuhale Elementary School.

Phase four introduces the educational officer candidate to courses and seminars in
staff development, planning, curriculum, and instructional leadership and schoo! law.

Phase five begins two semesters of on-the-job training, menioring and course work in
schoo/community relations, school supervision, curricuium administration, and organizational
factors. Seminars, case studies, and development of a school improvement plans complete
this phase.

Phase six is conducted over the summer following the candidate's immersion in the
program. This summer is used for the completion of the requirements for the advanced
degree in Education. The program strongly recommends that the educational officer
candidate use this summer ¢ complete advanced degree requirements as the pressures of
work that begin the next school year seldom leaves time for advance degree compiletion
activities. The educational officer intern is appointed to a vice-principal position at one of
Hawaii's public schools and the one-year prcbationary status begins. At the successful
conclusion of this probation year tenure is granted and the applicant/candidate/intarn s now
an educational officer.

The entity that supports the Cohort School Leadership Program as well as providing

continuing professional development training for educational officers is the Hawaii School
Leadership Academy.
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The Hawaii School Leadership Academy*

The Hawaii Schocl Leadership Academy was created in 1983 and became cperational
in 1990 as a division of the Department of Education. The mission of the Academy is "to
upgrade the skills of aspiring and practicing school administrators, to improve education.”

The objectives as stated in a pubiication of the academy are to:S

1. Disseminate knowledge and provide training in effective school leacership for
practicing schoo! administrators.

2. Assist teachers on the neighbor isliands with a strong desire to become school
administrators to prepare themseives for the DOE's Cohort School Leadership
Program (CSLP).

3. Serve as drop-in center and maintain the Ecdward Nakano Library for aspiring,
beginning, and established school administrators who are pursuing research
and other self-directed professional improvement activities.

4. Davelop mentors from the ranks of practicing school adminisirators o help
induct administrators-in-training (CSLP) into the profession.

5. Form a Pacific region network made up of Hawaii and the Pacific Islands to
develop school administrators with a perspective that is strongly iocal as well
as broadly regional,

The Hawait School Leadership Academy presently has a 22-person advisery group. Of
this group 15 are affiliated in some way with the DOE, two are from the College of Education
at the University of Hawaii at Manoa, including the Chairperson of the Educational
Administration Department and the Associate Dean of the College of Education. Two are
from the private/parochial schoot community and three are from the private sector including
one member wito IS a trustee of the University of Hawaii Foundation,

The following programs are offered during the year at the Hawaii Leadership Academy.

Mentor Principals Academy.® This unit develops in-service pubiic school principals as
mentors to the candidates being tfrained as schoo! administrators by the Cohort School
Leadership Program (CSLP). Mentors are assigned an educational officer candidate for a
year. For four days a week the candidate works with the mentor at the mentor's schoot.
Mentors are trained in mentoring and coaching skills to increase their effectiveness with the
CSLP candidates. Mentors participate in workshops sponsored by the Hawaii Schoo
Leadership Academy in topics such as school improvement planning, self development and
professional growth.  Additionally, mentors participate in the segments where school
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improvement planning case studies are used 1o instruct both educational officer candidates
and in-service scheol administrators,

Reflective Seminars for CSLP Interns. Interns in the Cohort School Leadership
Program participate in ten sessions covering various toplecs and issues in school
administration. The Academy staff and director work with teams of mentor principals ang UH
professors in producing and evaluating these seminars.’

Aspiring Schooi Leaders Program. The academy assists teachers, espacially those on
neighbor islands, with a desire to become school administrators to heip them prepare for the
DOE's Cchort School Leadership Program. Orientations and conferences are held with
interested teachers throughout the State. Workshops on the Principalship are co-sponsored
by the Academy, Hawaii State Educational Officers Association and Hawaii Elementary and
Middle School Association, Workshops are presented by teams of practicing principals on
each isiand using Naticnal Association of Elementary and Middie School Principals materiais
to help teachers fully understand the role and responsibilities of school administrators.
Teachers considering enrolling in the Cohort Schooi Leadership Program are assisted in
understanding and preparing for the Miller Analogies Test which is a requirement for
admission to the CSLP .8

Academy Class Il - Curriculum: Effecting Change and Change Strategies Modules.
Throughout the year a series of eight workshops are presented for up to 30 principals who
wish to be maore effective leaders in their schools. Topics include: schoal culturs; facilitative
leadership; Concerns Based Adoption Model; and Total Quality Management @

New Principals Academy. Consists of three workshops for first and second year
principals to acquire "survival skills”, understand and effect change, and learn what works
and what doesn't work from each other. These workshops are staffed with mentor principals
1o provide additional support and advice. 10

Pacific Administrators Intern Program. HSLA provides coordination as well as training
activities and internships for school administratars from the Pacitic Islands. 11

Edward Nakano Library. Library services in schooi leadership fo school
administrators. Resources include books, monographs, periodicals, and videotapes.
Consultation and guidance are available on masters thesis topics, doctoral program and
effective schooi teadership. The library is tocated at Puuhale Elementary School as part of
the Hawaii Leadership Academy.'2

The Academy publishes quarterly monograpns on timely topics and a monthly
newsletter for principals and vice-principals. A monthly mentor dialogue for principals in the
mentor program and a quarterly review of the latest publications in school lgadership is also
avaliable.
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The Hawaii School Leadership Academy prepares the applicant to meet and pass the
entrance requirements for the Cohort School Leadership Program for the development of new
educational officers. The HSLA tfrains the mentors who will guide the educational officer
candidates through the year of internship with the Cohort School Leadership Program. HSLA
also provides a venue for the course work and seminars required for compietion of CSLP.
Additionally, HSLA presents workshops for the interns as well as assisting them in completion
cf the requirements for higher degree.

Additional opportunities for professionai development courses are available through:
course work offered by the College of Educalion at the University of Hawail at Manoa;
seminars produced by state and district offices of the DOE; and seminars availabie through
tha wvarious educational officer professional organizations and societies. Additional
compensation is not available for completion of professionai development courses at the level
of educaticnal officer. Professional improvement leaves are available at full saiary for one
semeaster's attendance at DOE approved courses; the alternative option to one semester at
full salary is two semesters at half-salary. The educational officer becomes eligible for
professional improvement leave after seven continuous years of service.!3
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Chapter 7

DUTIES OF THE PRINCIPAL

Situation in Transition

"School based management, local ¢ontrol of schools, and enhanced parent and
student choice ars a priority with the Hawaii Siate Board of Education, Department of
Education, and Legisiature."! This statement, which forms one of the major themes for the
implementation of the Hawail Scheo! Leadership Academy characterizes a basic change that
is affecting the principaliship in Mawaii's public schools.

The existing structured system which delivers a centrally-determined instructional
program is about to be replaced with schools that, more and more, will shape their

instructional program to reflect the needs, characteristics and aspirations of the children in
the community they serve.

Duties of the Principal-DOE/OPS

The description of the principal found in the position description used by the
Department of Education's Office of Personnel Services reflects realities that are undergoing
fundamental change. The position description was last updated in 1981 and describes the
principal as an important cog in a very large centralized systam.

The principal's duties outlined in the DOE/OPS position description quite likely will not
change much under the ethic of school-based management--thay will, however, operate from
a different perspective. It is quite likely that additional duties will be added and that, initiaily
at feast, more time will be required to parform the job of principal.

At present the principal’s tasks are:

e Organizing the staff of the school for the effective conduct of the programs of the
schooi;

s Assigning and evaluating staff;
e Selection and placement of new personnet;
e Coordinating and scheduting student activities;

e Evaluating pupils’ performance and development of programs to meet their needs;
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e LOOKINgG after the welfare of the school's staff; and
e Pianning for the futurs of the school;

to name a few. All will remain tasks to be accomplished by the principal no matter what the
structure of governance of the schoaol, or school system, turns out to be.

The basic competencies required of the principal--knowledge of principies and
practices of schooi management, supervision, principles and practices of public relations, and
budget! preparation, will continue to be the building blocks of the principalship. The particular
difference may be in the way that the principal administers this knowledge in a new school-
based management context. A change in the way the principal administers requires a change
in the way the principal is trained to be a principal.

Hawail is aiready moving in that direction in the training of new educationat officers in
the Cohort School Leadership Program.

Duties of the Principal--CSLP

The Hawail Task Force on Educational Leaders for Mawaii's Schools was formed to
evaluate and suggest directions for the development of a preparation program for school
administrators which could invclve a partnership between the Hawail public schoeol system
and the University of Hawaii.? The final report of the task force, produced in 1988,
recommended the development of a field-based preparation system for the training of future
educationai officers.3

Up until the advent of CSLP, qualification for certification as a public school
educational officer consisted primarily of completing courses offered in a university
environment (in addition to teaching experience). These courses werg not presented in the
context of realistic events and tended to promote isoiation, competition and an acceptance of
conventional practice and knowledge.*

The new vision for schooling in Hawaii places the principal in the center of the system.
The new principal needs to bDe an active participant--aiong with the community, school staff
and students--in school improvement. Expectations of the principal in this system wiil be
high. Fiexibility and creativity will be requisite basic skills of this new principal.

The Hawali Cohort School Leadership Program used four majar themes in the design
of their program.>

1. Adaptation of leadership to the local context. Local control of the schools, school
based management, and enhanced parent and student choice change the strategies of school
administration dramatically. The school designs and exscutes an educational program pased
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on and adapted to the needs, aspirations, and characteristics of the children in the community
it serves. These reform initiatives call for the principal’s involvement in the design and
development of curricuia and in the sefection of instructional materials and personnei.

2. Shared decision making. Locally adapted education requires a participative
ptanning process which involves principals, teachers, students, parents, and cother members
of the community. This coliaborative approach to education is an indispensable ingredient in
school success.  The outiock for reform depends upon the talents and motivations of
principals as key participants :in collaborative planning and shared decision making.

3. Scheol renewai. The school is the center of change rather than the target of
change. School renewal is fong-term and involves a continuous seif-examination of program
assumptions and effectiveness by all parties. The principal’'s capacity for independent and
collective seif-criticism are prerequisite to ongeing school renewal. It is the principal who
makes the difference in leading a school toward excellence 6

4. Use of knowledge. The ability to improve schools from within depends upon
principais and teachers having access to pertinent research findings. The ability to translate
these findings to the unique needs of the students is a requisite skill.

The profile of the "new"” school administrator as envisioned by the CSLP is:7

o Full personal and professional commitment to student growth and development
and school improvement;

s Clearly defined responsibilities in relation to student achievement;

o Works to enhance teacher-student interaction;

e |5 central to school administration;

o Ability to clearly define the curriculum;

e Focused on classroom instruction and management;

&« Consistent in discipling;

+« Closely monitors student performance;

o Provides strong instructional leadership;

« Able to articulate the mission of the school to the staff and community;

s« Able to uniy the staff in pursuit of effective teaching;
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e Abie to astablish high standards of achievement:
e Able to create a safe and orderly school envircnment.

The characteristics of a strong school leader as defined by the CSLP are that the
nerson:®

1. Demonstrates a strong commitmeant ta scheol improvement;
2. Demonstrates achievament-oriented and supportive leadership;
3. Utilizas effective management strategies to unify staff, build a sense of

ownership and commitment to high performance goals;
4, Manages the full scope of school administrative responsibifities.

The CSLP attempts to moid a self-motivated, skillful, reflective and participative
individual to assume the leadership of Hawaii's public schools. This sort of individual will
anhance the schooi system n¢ matter what the method of system governance turns out to be.

fn summary, the "old" and the "new"” view of the duties of the principal are both
different and the same. The introduction of field-based experience coupled with mentorad
university course work on school administration is hopeful. The principal-mentoring program
is useful as it contributes to a real-world sharing of experience for the candidate educational
officer and introduces the established principal to the new paradigm of school administration.

The CSLP has complsied two cycles of training since its inception in 1990. Each
cycie has included 40 candidates. CSLP estimates that this level of production does not stay
aven with the demand; one of the measures of which is that there are still forty tempeorary,
uncertified, individuals in vice-principal positions within the statewide school system.®

ENDNOTES

1 Hawab, Department of Education/University of Hawaii at Manoa Partnership, Cohort School Leadership
(C5L: Program (Hoactuiu: July 29, 1892y (Pamphiet), p. 1.

2. Dr. Chartes Araki. Education of School Leaders for the 215t Century in Mawait A Developmental Mode!
{Honolutu: Hawaii School Leadership Academy. Department of Education. Summer 1992) (Monograph).
p.t

3 Ibid.

4. ibid. . p 3.

48



o]

DUTIES OF THE PRINCIPAL

Hawai, Department of Education. OCffice of Personnel Services. Prgfile of an Effective Scheool
Administrator (Personnet Series #5002 June 1, 1986) (Pamphlet: p. 1.

ibid. . p. 2.

Interview with Richard Sagawa, Director. Hawaii Leadership Academy, Department of Education. State of
Hawaii, December 16, 1992,

19°






PART IV
Restructuring of the DOE






Chapter 8

DECENTRALIZATION

The decade of the 1880's produced a nationwide movement of school renewal. The
basis of the trend was an enhancement of the school! as the epicenter of the schoat system.
This "site-based management” was presented in a series of reporis on school renewal
commissioned by the private sector organization, the Hawaii Business Round Table, and
nroduced by Berman, Weiler Associates.! The first series of reports was delivered in 1989
with subseguent reports following in 1990 and 1981, The idea of school renewal gained
momentum and was modified by the Board of Education to become school/community based
management.

In November of 1983, the Board of Education issued draft guidelines of a school
community-based management policy, the preamble to which read "To further its efforts in
strengthening public education, the Board of Education (BOE) will initiate School-Community
Based Management (SCBM) in January 1990, by which a school's community consisting of
principals, teachers, support staff, parents, students and other community members, will be
given great latitude in, and responsitility for, deveioping educational programs that fit their
neads. The BOE believes that this approach, along with other reforms, can improve student
performance. The implementation of SCBM is intended to enable the BOE and the school
communities to adapt the SCBM management process to produce substantial educational
improvement. "2

The Legislature, during the regular session of 1991, passed Act 332 which created The
Task Force on Educational Governance whoss purpose was to: (1) conduct public forums to
eiicit discussion and debate the issue of governance of Hawaii's public school system; and (2)
1o examine the roles of various departmenis, organizations, and agencies of the State,
including the Governor, the Legislature, and the Board of Education that affect Hawaii's
public school system.?

In December of 1991, the Department of Education presented a report which outiined
the decentralization of that department. The report entitled "Restructuring the Pubiic School
System for Our Children's Future - A Draft Report for Public Discussion” proposes that the
management of the Department of Education be brought closer 1o the schools {0 nurture the
community-based, decision-making brought about by SCBM. 4

As of this writing, ali of the factors of diversification are in motion. None of the factors
nas peen compieted (0 the point where results are visiblg, let alene measurable.
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SchoolfCommunity Based Management

Through the efforts of many individuals and crganizations, and with the support of
Superintendent of Education Charles Toguchi and Governor John Waihee, the Legislature in
1989 enacted Senate Bill No. 1870 which enabled school/icommunity based management to
become a reality. The bill was codified as Chapter 296C. Hawaii Revised Statutes. The
Board of Education organized a task force 10 set up guidelines and o initiate the program into
the community's public schocol system. S/C-BM is being guided by this set of beliefs:

o S/C-BM will involve major changas in the way Hawaii's school system is run.

s« Organizaticnal flexibility and empowering school level decision makers are key
factors.

e Schools are the basic units of change.
« Traditional roles and relationships of educational providers wili change.

e« Change is generally more effective when decisions are made closest to the point
of implementation.

o Persons affected by decisions perform best when they feel ownership and
responsibility through shared decision-making.

¢ Members of a school’'s community possess the expertise and competence to
decide what is best for the school.

« Responsibility for decisions made collectively requires accountability for resuits.d

The S/C-BM school process beging with a letter of intent from the school to the Board
of Education. The letter of intent arises out of a consensus of six groups of people connected
with the school: (1) the principal; [2) the teachers; (3) the support staff; (4) the parents, (5) the
students; and (B) community members.

Once the schocl has submitted a letter of intent which has been accepted by the
Beard the following chain of evenis is set in motion. The Board offers discretionary resources
to assist the school by considering the school’'s requests for waivers of rules, policies,
regulations, procedures as well as exceptions {0 collective bargaining agresmentis.
Additicnally, the Board may award cash grants to the schoo! 1o assist in development of its
SIC-BM preposal. In exchange the participating school must adept a shared decision-making
process, submit a proposal for improving its educational program, and be evaluated by the
Board.
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The S/C-BM School Council is formalized and operational guidelines are adopted. As
the consensus mode of decision making is tasic to the system, complicated guidelines, or by-
laws, are not calied for. All of the six groups that comprise the Council have equal power in
the decisions of the Councii. Initial, and/or critical matters reqguiring Council agreement and
adoption are: the setting of school goals; the general content of the school's curriculum; the
design of instructional practices and schedules; the aiflocation of the school's discretionary
rescurces; the initiation of innovative programs: and the fiiling of new and vacant positions of
schoo! perscnnel. A shared decision-making model showing how each of the Council's six
groups will participate is developed at this juncture.

Mext, a propesal to implemeant is developed and submiited 1o the Board for review and
approval. Each proposal must inciude: (1) evidence that the Council has the support of the
schoot community; (2) a design for strengthening the educalional program and its shared
decision-making model. A schoal's requast for waivers and assistance, if needed, is included
with the proposal to impiement.

A complete proposal to implement must contain the following components. 8

1. Description of the school.

2. Mission statement of the school, vision statement, phifcsophy, goals and
objectives, school standards, and program amphases.

3. School improvement plan.

4. Sequence of events for deveioping S/C-BM. A historical sequence from day-
one of S/C-BM to proposal.

5. Implementation problems and solutions.  Anticipated problems and proposed
solutions in implementing S/C-BM.

6. Action plan. Action plans for implementation of three to five areas of emphases
chosen by the school.

7. Requests for waivers and exceptions.

8. Staff development and training for S/C-BM.  Utilization of grant money
{suppiied by the Board until funds run out) to train the Council, staff and
community members.

9. Expenditure pian. A pian showing now the grant wiil be spent.

10. Organization of S/C-BM Council. Group representation model, decision-making
maodel, and cperational guidalines.
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As of December 1992, 117 schools have submitted letters of intent to the Board and
41 schools have complated their Proposal to Implement.” With the S/C-BM process underway
the Board turnad s attention 1o the deceniralization of the Department of Education o be
bettar able to serve the S/C-BM schooi community.

Project Ke Au Hou—The Decentralization of the DOE

In the report "Rastructuring the Public School System for OQur Children’s Future,” the
foilowing description of Project Ke Au Hou was presented.

Departmental Management. SCBM has caused the departiment to
rethink the relationship of the district and state offices with
the schools. If decisions are to be made by people at the point
of implementation, the structure and relationship of the district
and state offices must be changed. Project Xe Au Hou was
initiated to reorganize inhe district and state offices of the
department with the following aims:

e Heduce the size of the state and district offices.
e Shift state and district rescurces to the schools.

e Provide schools greater flexibility in making site-based
decisions.

e Focus the role of the central office as a standard-setting,
assessment and support structure for schools.

s Promote coliaboration and teaming as a norm Lo remcve worker
isclation and attain group results.t

The desired end state of this decentralization is the foilowing new organization of the
Depariment of Education.?

ok

The school system would operate with two management levels. One level
would be a “school level” which would consist of the individual schoois and
area support centers. The existing seven adminis{rative school districts would
be reconfigured to nine educational service areas. The two additional service
areas woulid be the result of adding a new West Hawaii Area and breaking the
existing Honolulu Administrative School District into West Honolulu and East
Honolulu Service Areas.
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The second fevel would be a systemwide support levei. This level would
consist  of the Board of Ecducation, the Superintendent, Associate
Superintendents, and divisions or offices for administrative services, human
resources, mformation  and  telecommunication  services, renewal and
assessment of lgarning, and schooi-commurity relations.

2. Educaticnal Service Areas would replace Admunistrative Districts.  (i.e., the
departmental schoot districts.)

0

Schocis would be backed up by Support Ceniers. Examples of services
otfered by a School Suppoert Center wouid be: (1) assistance to the teacher in
develeping lesson pilans or instructional units; (2) providing resources and
models available 1o teachers developing curriculum,; (3) on-site resource
assistance to the school; {4) using teachars and/or principais as members of
project teams; (5) providing linkages (o other support centers; (8) seminar or
workshop assistance to school $/C-BM Council groups.

4. The school system would be unified and supported by a systemwide support
organization. This support organization would provide those activities
benefitting from a centralized organization such as: (1) payroll processing; {2)
employee benefits administration; (3) issuing purchase orders; (4) provision of
school maintenance services such as iandscaping and lawn mowing; and (5)
the deveiopment of telecommunication infrastructures for the schools.

5. Additiona! authority would be shifted to the school levei. SCBM schools will
have greater flexibility in determining how budgeted funds are used. As an
example, funds budgeted for a position may be used instead {o buy
instructional equipment without clearance from a higher level.

6. Rescurces of the stale and district leve! offices (of the DOE) would be re-
assigned to the school level. About 1,563 educational cofficers (12-moenth),
resource teachers, and classified personnel are presently assigned to state and
district offices. Abcut 80 percent, or 353, of these positions would be re-
assigned toc the nine school support centers and used as decided by the
schools.

7. Teaming, networking, and collaboration would be operating norms in the public
school system.  This organizational framework seeks fo move the schodol
system to an organization that stresses teamwork, mutual support, commitment
o student fgarning, and change. innovaticn and risk taking are encouraged
and supported.

As the Department of Education is reorganizing and decentralizing it is also being
computerized. Tha Department’'s Office of Information and Telecommunication Services is
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coordinating the set-up of a computerized network for the statewide school system designed
to facititate the independence of the individual schoct.10

The program contains the foliowing sieps:

1.

The Financial Management System operates from a ceniral data bank and
provides the school the opportunity to set-up and track its school accounts, as
well as issuing school purchase orders. Eventually the system will be moved to
the school, as on-site computing capability is implemented, and networked with
all schools systemwide.

The School informaticn System computerizes ail school files dealing with
student records. This system is being implemented.

The Personnel Information System containg data files on all certificated
personnel in the system, aliowing the schools to identify resources available to
it. This system is under development,

Eventually, ali of the schoocls will be networked through a system of iocal area
networks, with the systemwide offices and with each other. As this becomes
operationai an electronic mail system is being installed. The goal is to allow
the school to be in control of all ¢f its information and be able to access other
data bases to support its on-site responsibilities.

Finally, a document management system will be installed which aillows
communications now handied through written memoranda, letters, and reports
to be ptaced into an electronic server system and accessed by the addressee
through the electronic mail system. The amount of paper handling that this
feature has the potential of eliminating is attractive and may eventually lead 10
the "paperless office",

As of December 1992, Project Ke Au Hou has not been implemented. Presently, there
are thres Department of tducation task forces each studying segments of the proposed
decentralization. The threse task forces; District, State, and Integration have completed a Mid-
Point Conference in October of 1992. The State and District task forces are to be complete
with their work by the end of 1992 with the Integration task force scheduled to be finished by

April of 1993.

In summary, these events are shaping a school system that appears to ve radically
different than the one which exists today. The principal will be called upon to re-configure his
management style to this new delivery system and at the same time expand those basic
segments of the principal's knowledge of curriculum, instruction, and acknowledgement. s
clearly time for a redescription of the position of Principal and Vice-principal in Hawaii's public
school system.
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Chapter 9

OVERVIEW AND REVIEW OF ISSUES

Survey Questionnaire

Beginning in the summer of 1992, a survey guestionnaire was sent ¢ ali school level
educational officers (see Appendix B). The recipienis were asked tc answer 39 gquestions
covering: current position; length of service; reactions to situations dealing with the schoo!
system: and the respondents written suggestions for betterment of the system.! Of the 491
surveys mailed out, 261 surveys were returned compieted for a 53 percent response. A
summary of the demographics of the respondents is discussed below (see also Appendix C).

Sixty percent of the respondents were principals and forty oercent were vice-
principals. The majority of the responding principals were from K-6 grade level schools (sixty
percent). Vice-principal respondents came from two significant sources: grade levels K-6
(forty-four percent} and 9-12 {twenty-six percent). A majority of the principals responding had
been educational officers for five to ten years (sixty-four percent). A majority of the vice-
principal respondents had been educational officers less than five years (eighty-six percent).
The median time spent as a teacher before becoming an educational officer was 17 years for
the principals and 15 years for the vice-principals.

Two of the questions called for an opinion to be expressed in "essay” form. The first
essay question (#29) asked the respondent to list the task items that should be under the
direct control of the principal and a iist of those items that should be under the direct control
of a subordinate with general oversight provided by the principal. The responses to these
questions provide a view of the way that the school level educational officers prioritized their
efforts and, to a certain extent, view their jobs. These responses are discussed at a later
point. The last questicn of the survey (#39) asked the respondent 10 {ake a moment and
share additional comments that might assist the study. Of the 261 returned surveys all but 36
responded to question 39, a response rate of eighty-six percent. A sampling of the comments
received are listed below with muitiple responses on the same subject reprasented in one
instance.

« Educational officers are not appreciated

s Principals are not consuited by district and state offices befors new initiatives are
implemented

¢ More support personne! are neaded in the schocls

e A position of business manager is needed to handle the day to day fiscal
operations of the school

e A pay adjustment should be made for continuous service at one school
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e More resources needed at the school with less buregucracy
e Formalize the sabbatical procedure for educational officers

e Ramove politics from education (i.e. district office, state office, department of
education, school system)

e Teachers are paid more than vice-principals {principals) at certain schools
e A new pay scale is called for
o Al schools should have a vice-principal regardiess of enroliment

e All schools should have a basic toundation stalf, regardisss of enrcliment, to
consist of: principal; vice-principal, SASA c¢lerk; counselicr; and librarian (other
respondents added maintenance and security)

e Recognition of a career as vice-principal

The gssay comments coupled with the multipie cheice responses to questions on the
rest of the questionnaire begin to give dimension to some of the concerns being experienced
by the school level educational officers. A picture of the school level educational officer that
is presented time after time is one of a job that is never dgne, and that job whose original
purpose was the leadership for the instruction of the student has now become a job where
time is consumed by responses to the procedures of the system. The principal and vice-
principal in Hawaii's public school system are essentially teachers who have spent a
significant amount of time in the classroom and who have opted for school administration to
further advance the instruction of the students.

First, an accurate recognition of the position of schooi level educational officer as it
exists today is needed. Once that is done, choices may be made as to the future direction of
school administration in MHawaii's public school system.

Issues
1. The Job of Principal has Changed

A primary task of the position of principal is to provide leadership in the delivery of
instruction and curriculum in the school as well as to be tha advocate for the teacher and the
student in arenas where that is necessary. The range of the principal's responsibilities has
broadened significantly as well as increased in complexity. Required responsas {0 the school
system have aiso greatlly increased (one elementary schoo! principal documents over 1,300
responses required during a single semester; to inquiries, memoranda, surveys and requesis
for compliance).
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Implementing, tracking and complying with federal programs in the school adds time.
Facilities management, lunch supervision, trangportation, security, maintenance, custodial,
and extra-curricular student activities take even mare time. In addition, attention must be
given to school records, financial accounts, and supervision of classified (non-teacher staff).
Student discipline with all of the attendant forms and observance of the rights of the parties
involved additionally consumes time. Finally, communication with parents and the community
at large about student affairs and school matters is also time consuming. The rasult is that
aithough the mission of instructional ieader has remaimned the same, the distractions of the
system, i.e. the additiona!l "duties”, are beginning 10 make the achievement of that mission
exceedingly difficuit. Many respondents to the survey characterize the principal's job as
“crisis management”.

Question #13 of the survey asks "Aside from extra-curricuiar activities, do you find it
necessary to work over 50 hours a week in order to complete your job?" Ninety-sight percent
of the principals responded "yes" with vice-principais responding "yes"” ninety-nine percent of
the time,

When asked if the DOE position description of the job of school level educational
officer differed significantly from the actual practice of the job, principals agreed or strongly
agreed eighty-four percent of the time, and vice-principals agreed seventy-eight percent of the
time .2

An indication, perhaps, of the extent of the time distractions on the job of principal
were the responses to the statement postuiating that a major element in time allocation in a
principai's week should be for curriculum development and instructor support. Only sixty
percent of the principals agreed with the statement and barely forty percent of the vice-
principals agreed.3 Further substantiation of the distractions might be implied with the
responses to the statement: "in the proposed restructuring of Hawaii's pubiic schools the
duties of the principal and vice-principal positions shouid be left as they are now.™ Sixty-
eight percent of the principals disagreed with the statement and sixty-five percent of the vice-
principals disagreed.

One of the respondents to the survey included a typical time breakdown for the
principals week. It is included here as an example of one person's schedute (although it is
impossibie to ascertain how “typical” this person is).

Activity Hours Per Week
Supervision of curricutum and instruction 10-15
Review and route mail 8-10
Intra-school communicaticn and parent communications 3-5
Student supervision (lunch, recess) 15-18
Facilities, repair and maintenance 5-10
Supervising classified staff 2-8
Student and parent concerns (health, discipline, etc.) 4-8
Totals 47-74
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The respondent, who appears o be a principal of an elementary schooi with twenty
years teaching expserience and less than five years as school administrator, stresses that this

is a partiai list.

Question #29 of the survey suggests that it might be wise to re-define the
responsibilittes of the principal as teing directly responsible for some tasks and retaining
general oversight of other tasks. Respondents were asked to list tasks under the two
headings, "specific responsibiiity” and "general oversight”. It was hoped that the responses
would provide an insight into some of the priorities being thought of, o used, in the sthools
today.  Of the 261 surveys returned completed, fifty-four respondents did not answer this
question, or answered the guestion in such a manner so as to be unusable. The rankings
below were obtained by noting the frequency that each of the tasks or task areas was
mentioned 10 the responses to the question.

Principais: Specific Responsibility

item Frequency
Curriculum leadership/instructional support 172
Teacher evaluation/cert. staff development 128
Budget 95
Personnel matters 93
Community relations/SCBM 67
Student achievement/affairs 42
School improvement plan 38
Student discipline 22
Master schedule 10

Principals: General Oversight

ftem Frequency
Repair and rmaintenance/faciity management 155
School business operations {fiscal, records, etc.) 66
Planning/budgeting/CIP 46
Classified staff administration 38
Security/custodial 30
Bus/iunch/JPO 26
Student distipline 25
Coordination with cutside agencies 22
Student extra-curricular activities 18
Public relations 13
Currigulum development 10

From the above responses it seems that the respondents seek 1o retain direct control
over what has always bean the core of the profession--instruction, curriculum, school budgets,
personne! matters, student achievement and community relations. Tasks to be "done by
others” with general oversight by the principal are in the broad area of facility management
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and repair and maintenance as weil as the day-to-day operation supervision of the schooi and
the administration of support staff.

In summary, it appears that the pressures on the position of public school
administrator in Hawaii's school system have increased to a point where resistance is being
expressed. Essay responses incicate references to "burn out" and a distinct dissatisfaction
with the support being extended to school administrators by the Department of Education.
The majority of the principals and vice-principals responding to the survey indicated no desire
to change school administrator positions to a twelve-month employee status.®  Written
addenda to this gquestion indicatas the need o use the summer months to reconngct with
family and self. A suggested working hypothesis is that the job of principal has changed,
expanded, and become more complex, and that a new definition and a re-allocation of
resources is needed to restore the balance to the principalship.

2. The Career Track of the School Level Educationat Officer

The existing career track of the educational officer is to remain in the classroom as a
teacher until good progress through the teacher's salary schedule has been obtained;® then
apply and go into school administration.” For most, the track leads through the levels of vice-
principal and on to the principalship. Average time in the vice-principal position is three years
in neighbor island schools and five years in Oahu schools.® Once a principal, the choices
narrow to those of: (1) attempting to gain admission to the Principal IV through VI ranks by
being lucky encugh to break through the "bulge”; (2) moving on to twelve-month educaticnal
officer positions at the state and district level within the department of education; (3) staying
in place and awaiting attrition or migration to open up new higher level positions; or (4)
leaving the educational officer track completely.

The "bulge” in the position chart of the public schogt principal career {rack was noted
in Chapter 5. The "buige" referred to arises from the fac! that eighty-seven percent of the
principal positions in Hawaii's public schools are classified Principal HI or below.

Two questions from the survey are appropriate to consider at this juncture. Questicn
#7 states "my present intention is to continue as an educational officer untii | am eligible for
retirement from the sysiem.” Ninety-three percent of the principals and ninety percent of the
vice-principals responded "yes" to this question. Question #8 asks "I would consider
accepting a DOE staff position outside the school at either the district or state level.” Seventy
four percent of the principals and eighty-five percent of the vice-principals answered "yas".
From these two responses, it appears that the portion of the educationai officer cadre who
responded to the survey is committed to the career track.

The Office of Personnel Services of the Department of Education, in concert with the
HGEA, is in the process of advancing a new level on the principal career track, Principal VIL.9
The net effect of this strategy will be to raise all school leve! educational officers” salaries one
notch.
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Tre rate of attrition within the ranks of school level administrators has not dbeen
charted by the Department of Education. An informal and private study of this maiter was
done by Richard Sagawa, presently agministrator of the Hawaii Scheol Leadership Academy-
-DOE, as an attempt to get a definitive handle on the "flow" of the educational officer career
track and, thus, attempt to tailor the size of educational officer candidate training classes.

His findings, taken from the computerized records of the Office of Personnel Services,
revealed that as of 1990, 132 educational officers were 55 years of age or clder. Annual
projections of educationai officers attaining age 55 were extended until the year 201%7.
Educational officers may be eligible and may elect to ratire from the system at age 55. There
is no "mandatory retirement age” in the state school system, so there is no finite method of
forecasting when, in fact, any one individual might choose to retire. Personnel planning is, at
best, difficult under these circumstances.

The Office of Personnel Services of the Department of Education provided recent
information on a migration within the educational officer's career track by noting that in 1990
there were nine school level educational officers who moved from schools to state or district
level jobs with the DOE. in 1991 that number increased to 11, And, in 1992 there were 18
educationat officer transfers from school level positions to district or state level positions (see
Graph 1 on page 33). No information is available as to where these migrants criginated, what
classification they heid or where in the system they were transferred to.

An ancillary aspect to the migration of educational officers out of the schools and the
attendant potential for a down-the-road shortfall in this area, is the fact that: at present there
are 40 vice-principa! positions that are being filled by temporary appointments (non-
educationat officers) as provided for in Article 10 of the educational officers’ bargaining unit
contract.'0 This indicates an apparent shortfall of qualified educational cfficer applicants for
existing schoo! level administration positions right now.

In conclusion, the forces of the restructuring of the school system will have great
impact upon the educational officer cadre. There is no way at present to predict what those
impacts might be. There is, however, an opportunity to prepare the basis for orderly change
when, and if, it appears. In addition to the redefinition of the educational officer position and
the re-allocation of school rescurces mentionad earlier, basic data should now be gathered
and made availakle for analysis. Actual numbers of educational officers transferring cut of
the school shouid be compiled sach year along with destination ang classification data; actuai
numbers of educational officers retiring from the system should be made readily available;
and actual numbers of educational officers leaving the cadre--aither as z return to the
classroom or to seek empicyment in other fields--should be compiled. In short, an accurate
and up-io-date demographic profite of the educational officer cadre shouid be developed and
maintained for planning purposes.
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The guestion of salary, career track and frade union work ruies are inextricably
intertwined and, as such, should be viewed as a whole. it is quite possible that the SCBM
councils will not be able to resoive these and other gusstions acting alone, and the
discussions may turn into confrontations  Transition from the Known (o a new system Is
always difficuit and this transition may be further impacted by long-term bursaucratic
territoriality, built-in frustration arising out of the attempt to make an unwieidy system work
and finally, long held expectations assumed by dependence upon unicn representation to
make things turn out right.

3. Salaries

One survey question asked respondents {0 agree or disagree with the statemant: ™
feel that the present compensation structure for principals and vice-principals does not
adequately compensate one for the work performed. “Ninety-five percent of the principals
and ninety-six percent of the vice-principals agreed.!'l Another statement: "A principal
should as a rule receive a salary that is higher than that of the nighest paid teacher in the
school” found principals in agreement ninety-two percent of the time and vice-principals
ninety percent of the time.'2 Presently, it is not unusual to have school level educational
ofticers receiving ess salary than senior teachers at the same school.

Hawaii's public school system today is the outgrowth of years of centralized instruction
and administration. The guideiines of the compensation system used by the Department of
Education reflect a striving for an equal and fair system. In Hawaii's educational officer salary
schedule the position receives the classification, not the individual in it. !n a changing and
increasingly mohite society there is bound (o be conflict with such an appreach. The
educational officer compensation system offers no recognition to individual effort in terms of
advanced degrees, outstanding performance or acceptance of "hard to fill" positions. The
educational officer salary schedule is still tied to that of the teachers by the simple device
that, in order to be considered as an educational officer candidate, one must be a certificated
Department of Education employee. A certificated employee is one who has met all of the
requirements to be a t2acher in the State of Hawaiti. Upon acceptance into the educational
cfficer candidate program one receives an sight percent raise from their previous salary on
the teacher's schedule. Most jurisdictions in the United States have long since discontinued
the practice of indexing teacher and schooi administrators salaries for reasons which the
school system in Hawaii demonstrates everyday.13

Referring to the conversation concerning classification and the "bulge™ chart in
Chapter 5, the foilowing example can be constructed. Assuming that the position, or "bulge”
chart, reflects reality and taking that information and applying it to the classification and
salary schedule the following picture emerges. Eighty seven percent of the principals in the
public school system in the State of Hawaii earn between $41,898 and $63,714 per year for
their work.
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There have been a number of approaches initiated in other U.S. jurisdictions to
gxpanding a classification system based solely upon longevity and schooi size factors such as
Hawaii's public school educational officer salary system. Some of the methods in use
elsewhere include: {1) knowledge-based pay where advanced degrees and professional
davelopment credits are recognized; (2) variable pay, or incentive plans, where measurable
rises in productivity are reflected in increased salary; and (3) two-tier pay plans where new
employees doing the same work are paid less than employees with more experience on the
job.14

An excerpt from the International City Managers Association Practical Management
Serigs may describe the tone of Hawaili's existing classification and compensation system for
educaticnal officers.

Current approaches to pay: Employers have beccome increasingly
concerned about the way they administer pay. Traditionally, pay
is established by marketplace surveys of salaries for specific

jobs or by negotiations with unions. Traditional pay systems
focus on meovement up the salary grade ladder rather than on
improved performance. They may reward managers for bulilding

empires rather than cubtting and controlling costs, and they may
not be conducive to creating an entrepreneurial spirit in an
organization. Changing employee expectations and the need to
control costs are forcing employers to reexamine the structure of
existing pay systems in terms of fairness, productivity and
cost.18

A survey question asked: "Presently the DOE compensation leveis for Educational
Officers consist assentially of two elements: type of school and fength of service. Would you
agree that additional indices should be applied to develop salary level?" Eighty-seven percent
of the principals and eighty-nine percent of the vice-principals agreed with that statement.16
Ancther question in the survey dealt with acknowledgment of advanced degrees acquired at
the time of candidacy for educational officer. Seventy-five percent of the principals and
seventy-seven percent of the vice-principals agreed that additional compensation should be
awarded as acknowledgment of advanced educational degrees in the educational officer
salary schedule.'” Further, principals and vice-principais responded in agreement over
sighty-five percent of the proposition that professional development credits earned by
aducational officers should result in the adjustments in compensation '8 An incentive pay
increase for those sducational officers willing 1o take on “hard 1o fili" schools received
agreement from seventy-eight percent of the principals responding and eighty-five percent
agreement from the vice-principals.'® A less enthusiastic response to a question concerning
additional compensation for superior results at a school, or "merit pay"” had the principals
agreeing at the rate of forty-four percent and the vice-principals agreeing at the same rate.20
A suggestion from the essay portion of the survey was to allow the principals to select their
own "administrative team” to put in place in "hard to fill" schools.
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Of ancillary application and interest at this point were the responses o the survey
question which asks: "Educational officers should have their own union separate and distinct
from HGEA". Both the principals’ and vice-principals’ responses spiit almost evenly between
agree and do not agree/don’t know.2? Much attention and enlightened leadership will need to
be paid eventually to the relationship of the union and the educational officer cadre with the
SCBM councils. The ability of the "new” schocl counciis 10 pick and choose their staffs may
potentially run aground on Article 10 of the Unit 06 (educational officers) coilective bargaining
contract.

In conclusion, a new appreoach needs to be developed with respect to the classification
and compensation system used to establish salary levels for educational officers.
Additionally, the previously discussed factors of new position descriptions for educational
officers and new ways of allocating resources to the schoois will come into play. A new
compensation system may allow younger teachers to enter the educational officer cadre by
lessening the present system’'s dependence upon length of service as a primary determining
factor of compensation level.

4. The Training

A new method of preparing educational officers for service in Hawaii's schools is in its
third year of operation. Reflecting the need for such a new approach are the responses to
question #14 of the survey: Sixty-nine percent of the principals and seventy-one percent of
the vice-principals responded no to the question "Do you feel that you were adequately
prepared by DOE's training program for the purely administrative duties of your position such
as accounting, budget pianning and personne! management?”

The new approach io preparing candidates for school administration appears to be
well suited to the recent moves fo decentraiize the public school system. The fraining
program stresses flexibility and innovation, attributes not otherwise likely to be emphasized in
a highly centralized public school system such as the one now being dismantled in Hawaii.
And for the first time, the Hawaii School Leadership Academy will offer the opportunity for a
continuing professional development curricuium for educational officers.

Should the idea of increased pay increments for professional improvement fraining
credits be adopted, the Hawal School Leadership Academy will be avaiiable to provide the
training. The present system of professional improvement training originates mainly from the
district superintendent’s office and is heir to all of the competing distractions that facs the
person in that position. The opporiunity to place this important element in g discreet and
somewhat detached branch of the educational system should be supported and nurtured.

Professional improvement leaves are available to educational officers and there

appears to be no established program in place that schedules this opportunity. The
profassional improvement ieave is granted with the concurrence of the district superintendent
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upon the request of the educational officer and appears to be contingent upon many factors,
not the least of which is replacement staff for the person requesting the eave. A suggsestion
that came from the essay responses m the survey was to grant the educational officer
professional improvement leave every five years with the understanding that, upon completion
of the sabbatical, the officer wouid return to the same school for a set period of time.

Ancther suggestion from the survey was t0 have the Hawaii Schoo! Leadership
Academy be responsible for the evaluation and rating of each educational officer's
performance. Presently, the educational officer is evaluated by the district superintendent of
the district where the educational officer works. The idea of new approaches to pay systems
discussed eartier in this chapter will depend in great part on an accurate and unbiased
professional evaluation system for the educational officers. The opportunity to place this
important rating function in a specific area outside of the day to day arena of school
cperations shouid be supported.

As the educaticnal officer cadre balances out against the unfilled positions, it will be
possible to consider a system of "substitute” educational officers. This part of the cadre will
sarve as backup to school level educational officers attending professional improvement
training or on professional improvement feave. Should the Hawaii School Leadership
Academy progress to the point where on-staff "trainers” are required, the substitute
educational officer function would be ideal for providing the "trainers” with refreshers at the
school level. In any event, the standard for "substitute” educational officers should be held to
a higher ievel than for the rest of the educationai officer cadre.

5. Decentralization and Restructuring

The initial impact of the conversion to school site-based management will mean a
dramatic increase on the demands of the time of the principal and vice-principals. The
principal is to be the coordinator and faciitator of the school counctl made up of teachers,
classified school staff, students, parents, and members of the community, aill charged with
the structuring of the "new” school. The council is responsibie for the creation and
actualization of the "proposal to implement” for their school.

Decentralization brings the focus of the sducational system down to the school and
intends that the school level educational officer will be at the apex of the educational officer
career frack. This new focus, weicomed by many, is a2 complete departure from the historic
career track for educational officers. Decentralization will represent a time of great hope and
tremendous uncertainty for the educational officer cadre. Restructuring of the Department of
Education will complete the dismantling of the present career track for educational officers. A
new hierarchy of pay and position will need to be created and become custom. Details of this
new educational officer career track construct should be a portion of any planning for the new
educational system. Oid and established union ralationships wiill need to be addressed sarly
and continuously for success in the evolution of the new system.
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6. Other Considerations

The implementation of the restructuring of school operations is called for. This has
been referred to as rescurce allocation in other parts of this chapter. It can be seen that the
present system of requiring the principal to be directly responsibie for the daily operation of a
complex public school may result in there never being enough time to do any part of the
principal’s job completely.

Two areas of short-run improvement appear: (1) the DOE is implementing a pilot
program within each school district that would place a business manager within one school in
each of the seven administrative school districts;22 and (2) plans for computerization of
student and staff records coupied with the financial management framework--partially in
ptace--and the projected slectronic mail system provide hope for the eventual modernization
of schoo! operations. The analysis of school operations and the creation of a management
plan to address those operations is a final important piece of the solution matrix for the
State's public schools.

By now it is apparent that discrete and specific initiatives serving a special interest
group or perceived probiem are not the answer to the problems facing Hawaii's public
schools. All of the problems mentioned in this report: compensation; career track; training
and evaluation; school operations; and union jurisdiction are integral pieces of a iarger puzzle.
To attack one piece and claim success is short-sighted and self-defeating. The probiems
addressed in this report are intertwined and, as such, need to be considered holistically if any
hope of overall eventual success is 1o be realized.
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Chapter 10

FINDINGS AND RECOMMENDATIONS

Findings
The Bureau finds that:

1. The position of public sChool principal has become increasingly compiex with the
escalation of duties in areas of support personneg! management, scheol fiscal and physical
plant operation, response to increased requirements of the overall school system and growing
requirements of coordination with parents and the school community.

2. The move toward site-based school management and the intended decentraiization
of the Department of Education places increased demands and responsibility on the positions
of public school principal and vice-principal--initially through the coordination and facilitation
of the enabling initiative proposal, and secondly through the added tasks and responsibilities
brought about by the move t¢ site-based school management.

3. Foreseeable potential conflicts between the present union contract-based public
scheool principal and vice-principal positions and the stated desire for autonomy in the staffing
and operation of the individual schools under site-hassd school management will add to the
confusion surrounding the positions of schoo! administrators.

4. The present school-level educational officer compensation schedule appears to
favor movement from classification to classification within the scheduie to reap the greatest
gconomic reward for the individual, to the detriment of long-term affiliation with any one
school.

8. The present school-leve! educationat officer compensation system does not reward
individual efforts for professionatl improvement nor does it recognize advanced degrees held
upon entering the system.

6. The continuing short-fall of certified school-tevel educational officers makes
individua!l efforts toward professionai improvement extremely difficuit where qualified
"substitutes™ are necessary.

7. The present schoci-level educational officer cadre relies heavily upon the ranks of
classroom teachers for school administration candidates. The schocl-leve!l educational officer
compensation schedule is indexed to the classroom teachers’ salary schedule.

8. Existing reguirements for admission to the school-level educational officer cadre
preciudes applicants from areas other than the classroom.
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9. The carear track of the schooi-level educational officer is proposed to undergo
radical re-orientation by making the schoo! principal the highest paid position in the
educational officer cadre. Classical pathways through the career of schooi-level educational
officers will nsed to be redefined to ensure that the broad base of total school system
experience becomes part of the principal’s vernacular.

10. The various segments of personnel pianning, such as: (1) demographics of
migration of school-level educational officers to state and district level positions; (2) projected
retirament schedules for educational officers; (3) number of non-educational officers hoiding
temporary schooi-level educational officer positions; (4) number of potential candidates
awaiting educational officer training; and (5} number of candidates undergoing training for
school-leve! educational officer positions are not aasily avaitabie within the DOE.

The transition pericd from centralized school system to site-based school management
will be a iong one. Careful and continuous planning for personnel requirements will be a
necessity especially in light of the complete reconfiguration of the school-level educational
ofticers career track.

11, There does not appear to be a formalized system for school-levei educational
officers to acquire professional improvement leaves. This may be the result of a short-fall
within the school-level educational officer cadre which precludes extended absences from the
school.

12. The Hawaii School Leadership Academy is now training approximately forty
school-level educational officer candidates per cycle which is sixty percent of its present
optimum capacity. This program can become an important part of the "new" school systeam
and can function as candidate trainer, professional improvement resource, and school-level
educational officer performance evaluation center. The academy at fuil operation is
additionaily capable of developing a trainer cadre which will be able to provide substitutes for
school-tevel educational officers participating in professional improvement seminars or
courses.

13. The decentralization of the present Department of Education is being assisted by
the recommendations of several task force groups made up of a majority of DOE empioyees.
The individual schools are being restructured with input basically from employees of the
school system. There dces not appear to be provisions for information from a technically
knowledgeable source compietely detached from the operation of the local public school
system.
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Recommendations
The Bureau recommends that;

1. An outside professional managéement consuitant be retained by the DOE to study
the operations and workings of the public schoois, at Igast to the extent of the school level
administration. The product of the consultant’s work would be a recommended managament
system, complete with job descriptions for the school administration unit. Each class of
school {i.e., elementary, intermediate, high school, and other ciasses recognized by the DOE),
should be part of the study. The consuitant wouid consider all initiatives presently proposed
for the support of school operations such as computerization of the schools and the school
business manager proposal. The work of the management consuitant should focus on: (1)
the operation of the school as it now is; (2) the effect of the proposed initiatives on school
operations; (3) the effect of site-based management on school operations; (4) support
activities required for the schools' operation with recommendations for a support delivery
system; and (5) recommendations for a management system for the public school unit.

2. A new position description be developed for the public school principal and vice-
principal reflecting the management system adeopted for the pubilic school.

3. A new saiary schedule for school-tevel educaticnal officers should be developed
upon adoption of the school management program. This new salary scheduie should be the
result of several factors: (1) school-level educationat officer’s salary that is free-standing and
not indexed to the teachers' salary schedule: (2) recognition, through classification, of
advanced degrees held upcn inducticn into the educational officer cadre; (3) recognition of
professional improvement activities by the individual;, {(4) additional classification factors
reflecting "hard to fill" positions with resultant salary level adjustment; and (5) assuming
stability is valued by the Department, incentive for educational officers to remain affiliated
with a particular school,

4. The DOE investigate and develop an integrated school-ievel educationai cofficer
training program that is coordinated with:

(a) A personnel management plan,

{s)] Reguiarly scheduled performance evaluations of schooi-level educational
officers;

{c) A concerted program of school-devel educational officer professional
improvemnent seminars, workshops and courses requiring extended leaves from
school positions.  The training program should be conducied by the Hawail
School Leadership Academy with support extended to the appropriate
expansion of the Academy.
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5. The DOE should seriousiy consider changing the gualification requirements for
school-levet educational officers to delete the requirement of a teaching certificate and,
instead accept persons holding degrees and qualifications in management. PFresantly, a
successful chief executive officer of a multinational corporation who does not have a teaching
certificate would be deemed gualified ¢ be appointed Superintendent of Education, but not as
a schooi-ievel educational officer. It would appear that the qualities that made this perscn a
successful corporate admunistrator are at least as relevant to a career as a school
administrator as prior teaching experience.
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Appendix A

HOUSE OF REPRESENTATIVES H R NQ

SIXTEENTH LEGISLATURE, 1992
STATz OF HAWAI

HOUSE RESOLUTION

REQUESTING THE LEGISLATIVE REFERENCE BUREAU TO CONDUCT A STUDY ON
TEE SALARY RND BEINZFITS FACKAGE OF PUBLIC SCHOOL PRINCIPALS
AND VICE PRINCIPALS.

Ih)
Uh)

WHEREAS, as part of efforts to better Hawaii’s public school
systex to prepare students to meet the needs and challenges of a
coentinvally chana'ng and dynamic¢ society--~policymakers,
educators, community ﬁeade*s, and the public at~-large must
cooperatively look for ways to improve the guality and
effectiveness of education in the State; and

VHEREAS, the forus on educational reform centers on severil
critical and a4¢"ewcompass;ng issues, such as governance,
accountability, restructuring, and administration ¢f Eawaii’s
puriic schools; and

WEEREAS, not only bhave governance and administrative issues
regarding public education surfaced, but rescurce, service, and
staffing issues have emerged as well, including those entities
and indivicduals who wield weighty and long-lasting influence over
the educaticnal exXperience ¢f students; and

WHEREAS, if public educaticn is to improve, thean no
individual nor can any facet of education be immune from the
efforts, pians, and changes underway to create an effective and
conducive learning environment; and

WHEEREAS, not only have teachers undergone public scrutiny
and extensive public discussion regarding their role, expertise,
and gualificatiens, but sc have principals and octher school
administrators; and

VFEREAS, to a overvwhelnming degree "good achools™ are
charac verﬁzed by the effective, dynamic, and reliable leadership
cf the school principal, who sets the tone and atmosphere for
learning and excellence for both faculty and students; and

WHE? , if efforts to decentralize educational decision-
¢ are to succeed and if school/community~based management
) is to enhance efforts to create an effective learning
ircnment, then these individuals who are ‘argely respcns;ble
ne day-to-day administration and operation of Hawaii’'s
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Page 2 H.R. NO: fﬁé.z

schools must be well-gqualified and purpose-bound to carry out the
immense responsidbilities of serving as schocl principals and vice
principals; and

WHEREAS, one of the cornerstones to improve public school
education and to support an effective learning envircnment lies
in the overall leadership and management of each scheool; and

WHEREAS, in the State of the State Address= to the Sixteenth
State legislature on January 21, 19882, Governor John Waihee
placed noteworthy emphasis on the vital role of Eawaii’s school
Principals on public school education:

"? believe that the highest paid administrators in our
system without the title of superintendent should be
cur schoeol principals; likewise, teachers who enjoy
teaching and do it well should be able to realize their
full economic potential and still remain in the

CLASSTCOM « + . 72
and

WHEREAS, despite their immense responsibilities to manage
and lead student populations of several bundred, and in some
instances, several thousand, including school faculty and ataff,
principals and vice principals are paid less than Department of
Education administrators; and

WHEREAS, due to the lack of an attractive salary and
benefite package that is commensurate with the skills,
responsidbilities, and other professional reguirements of
principals, very often, principals and vice principals are
leaving the schools because of more lucrative salary cffersz and
other attractive economic incentives, and not for personal and
professional reasons; and

WHEREAS, education, to a2 large degree, is a high intensity
huran resource and service "industry" that reguires careful,
prudent, and wise investment in "human capital” that will yield
the best results and the highest returns to students; and

WHEREAS, increased salaries for principals and vice
principals is seen as one way to retain and reward gualified and
superior principals and vice principals; and

HR21Z HDL 80
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WHEEREAS, therefcre, the salary and cther employment benefits
cf schocl principals and vice principals should be reexamined to
attract cqualified, adle, and experienced applicants to £ill these
"principal” and "vice principal” positions; and

WHEREAS, another proposal to enhance the gquality of public
educaticn is through the estadblishment of 2 merit pay system to
recognize superior principals and vice principals and to serve as
an incentive for increased productivity and effectiveness in the
schools; and

WHEREAS, salary increases that are commensurate with the
reguirements and duties of a principal’s and vice principal’s
positicn, as well as salaries that are on a financially
competitive level with other professions would enhance and
elevate competition among applicants interested in serving as
school principals and vice principals; and

WEEREAS, attractive salaries would alsc reward and retain
superiocr principals and wvice principals to effectuate long-term,
pesitive change within the schools; and

WEEREAS, to ensure that the best principals and vice
principals are employed and retained, merit, senicrity, work
experience, educaticnal experience, communication skills, and the
character and personality of applicants applying for the
positions of principal and vice principal are essential job
cgualifications; and

WHEREAS, schocl principals and vigce principals, by virtue of
their vital role and immense responsibilities within the school,
as well as the influence that they wield on the acadenic and
prcefessicnal climate and standards of schools, should also be
eguipped with the essential skills and training to lead,
administer, and cperate the schools they represent; and

WHEREAS, moreover, principals and vice principals should
possess abilities, cualities, and expertise necessary to ensure
that students receive the highest quality of education that they
deserve; and

WEEREAS, enacting prudent, well-thought, and effective
change for the benefit and welfare ¢f Hawaii’s schools and
students regquires an openness on the part cf the entire community
to change and a willingness t¢ do away with those obstacles that
hinder and thwart educational success; now, therefore,
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H.R. NO. &%,

BE IT RESOLVED by the House c¢f Representatives of the
Sixteenth Legislature of the State of Hawaii, Regular Session of
1982, that the lLegislative Reference Bureau is requested to
conduct a study on the salary and benefits package of public
school principals and vice principals; and

BE 1T FURTHEER RESOLVED that the study examine and take into
consideration the fellowing criteria before the salary levels of
public school principals and vice principals are determined:

(1)

(2)

{3}

(4)

=)

(6)

(7}

(B}

and

HR212 HDI

Reviewing implications of Article 10 of the Hawaii
Government Employees Association bargaining contract,
Unit 06, educaticnal officers;

Ccepensating principais and vice principals for their
yvears of service with the Department of Education,
merit, credentials, the size and type ¢f the school
they represent, and job responsibilities to stimulate
and encourage cormpetition in the selection of
principals for the warious schools;

Develceping and implementing a compensation and
professional development package that would allow
principals and vice principals to become professionals
in the truest sense of the word, with considerable
decisicn-making capabilities and leadership powers to
lead the schools;

Reevaluating and updating the job description of
principals and wvice principals, in light of the
expanded scope of work wrought by Project Ke Au Hou and
SCBM;

Devising a fair, balanced, and eguitable salary scale
and pay levels for principals and vice principals;

Examining the placement, appcintment, and hiring
practices of principals and vice principals;

Leooking a2t giving principals five-year contracts (or
longer term contracts) so they can plan and implement
short as well as long-term programs and policies for
their schools; and

Examining the screening process and training that

applicants for the positicns of principal and vice
principal must go through;
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EE IT FURTHEER RESQLVED that the Legislative Reference Bureau
develop & list of steps and a time frame to fully implement the
salary and benefits package of principals and vice principals;
and

BE IT FURTHER RESOLVED that the legislative Reference Bureau
submit a report o¢f its findings, recommendations, and activities
undertaken pursuant to this measure to the Legislature at least
twenty days before the convening of the Regular Session of 1993;

and

BE IT FURTHER RESOLVED that a certified copy of this
Resclution be transmitted to the Directer of the Legislative
Reference Bureau, the Superintendent of Education, the Chair of
+the Brard ¢f Educatiocn, and the Executive Director of the Hawaii
Government Employees Association.

HRZ1Z ED1
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10.

Appendix B

Principals - Vice-Principals Questionnaire

My present position is: (Circle one)
a. Public school principal b. Public school vice-principal
My school's grade level is: (Circle one)

a. K-5 c. 6-8 e 9-12
b. K-8 d 7-9 f. 10- 12

| have met the requirements for the State of Hawaii Professional School
Administrators Certificate. (Circle one)

a. Yes b. No

| expect to complete the requirements for the State of Hawaii Professional School
Administrators Certificate. (Circie one)

a. Within 1 year c. Within 5 years
b. Within 2 years d. Do not plan to attempt qualification

| have been an educational officer for: (Circle one)

a. Less than two years

b. Less than five years

c. Less than ten years

Prior to becoming an educational officer, | was: (Circle one)

a. A teacher for years
b. Other. Please specify

My present intention is to continue as an educational officer until | am eligible for
retirement from the system. (Circle one)

a. Yes b. No

| would consider accepting a DOE staff position outside the school at either the district
or state level. (Circle one)

a. Yes bh. No

| feel that the present compensation structure for principals and vice-principals does
not adequately compensate one for the work performed. (Circle one)

a. Strongly disagree b. Disagree c. Don'tknow d. Agree e. Strongly agree
Based on my experience, the DOE position description for public school principal and
vice-principal (as appropriate) differs significantly from the actual practice of the job.
(Circle one)

a. Strongly disagree b. Disagree c¢. Don'tknow d. Agree e. Strongly agree
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t1.

12,

13.

14.

15.

16.

17.

18.

A principal should as a rule receive a salary that is higher than that of the highest paid
teacher in that school. (Circle one)

a. Strongly disagree b. Disagree c. Don'tknow d. Agree e. Strongly agree

Do you favor making the position that you now hold into a 12-month position? (Circle
one)

a. Yes b. No
Why?

Aside from extra-curricular activities, do you find it necessary to work over 50 hours a
week in order to complete your job? (Circle one)

a. Yes b. No

Do you feel that you were adequately prepared by DOE's training program for the
purely administrative duties of your position such as accounting, budget planning, and
personnel management? (Circle one)

a. Yes b. No

Would you attend additional professional development training in administration?
{Circle one)

a. Yes h. No

Professional development classes or trainings attended during nonworking hours
should be supported with a stipend for the attendee. (Circle one)

a. Strongly disagree  b. Disagree c¢. Don'tknow d. Agree e. Strongly agree
Presently the DOE compensation levels for Educational Officers consist essentially of
two elements: type of school and length of service. Would you agree that additional
indices should be applied to develop salary levels? (Circle one)

a. Strongly disagree b. Disagree c¢. Don'tknow d. Agree e. Strongly agree
In order to expand the indices used to establish compensation levels for principals and
vice-principals, an initiali credit for educational level altained at time of entry to
Fducational Officer should be added. (Above and beyond the existing percentage
advancement beyond present grade and step). (Circle one)

a. Strongly disagree b. Disagree c¢. Don'tknow d. Agree e. Strongly agree
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18.

20.

21

22.

23.

24

25.

26.

27.

28.

As principals and vice-principals earn professional development training units,
adjustments in compensation should be made to reflect this extra individual effort.
(Circle one)

a. Strongly disagree  b. Disagree c. Don'tknow d. Agree e. Strongly agree
The benetits portion of the compensation package should be a "design-your-own"
type where the individual selects the benefits from an agreed upon list and tailors it to
her/his needs. (Circle one)

a. Strongly disagree  b. Disagree c¢. Don'tknow d. Agree e. Strongly agree

A major element in time allocation in a principal's week should be curriculum
development and instructor support. (Circle one)

a. Strongly disagree b. Disagree c. Don'tknow d. Agree e. Strongly agree

School operations and facilities maintenance should not be part of the principal's
primary task. (Circle one)

a. Strongly disagree  b. Disagree c. Don'tknow d. Agree e. Strongly agree
Each school should have a position called "business manager” who would be primarily
responsible for school operations and who would report directly to the principal.
(Circle one)

a. Strongly disagree b. Disagree c. Don'tknow d. Agree e. Strongly agree

All vice-principals should be placed into a formal training program in school
administration in the shortest possible time, say within a year. (Circle one)

a. Strongly disagree b. Disagree c. Don'tknow d. Agree e. Strongly agree

Vice-principals should continue 10 be primarily trained by the particular principal and
system where he/she is assigned. (Circle one)

a. Strongly disagree b. Disagree c. Don'tknow d. Agree e. Strongly agree

The district office should have the primary responsibility for curriculum development
serving as a consultant to the individual school. (Circle one)

a. Strongly disagree  b. Disagree c¢. Don'tknow d. Agree e. Strongly agree
Facilities planning, school repair and maintenance are functions best handled by a
separate entity responsible only for these functions operating out of a district or school
complex office. (Circle one)

a. Strongly disagree b. Disagree c. Don'tknow d. Agree e. Strongly agree

in the proposed restructuring of Hawaii's public schools the duties of the principal and
vice-principal positions should be left as they are now. (Circle one)

a. Strongly disagree b. Disagree c. Don'tknow d. Agree e. Strongly agree
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29.

30.

31.

32.

33.

34.

in the proposed restructuring of Hawaii's public schools it would be wise to re-define
the responsibilities of the principal as being directly responsibie for some tasks and
retaining general oversight of other tasks. Notice that the accountability for the total
school operation will still rest with the pringipal. List those items that you feel are
specitic responsibilities under that heading and those tasks to be the responsibility of
others who report resuits to you under the heading of "general oversight”.

Specific Responsibility General Oversight

The index used to assign vice-principals and certified staff to a school based purely
upon school population should be re-evaluated and, where appropriate, lowered.
(Circle one)

a. Strongly disagree b. Disagree c¢. Don't know d. Agree e. Strongly agree

In assigning vice-principals and certified stafl to an individual school a matrix of
school population, grade level and say, amount of extra-curricular activities and clubs,
should be factored into the evaluation and establishment of the threshold for these
assignments. (Circle one)

a. Strongly disagree  b. Disagree c¢. Don'tknow d. Agree e. Strongly agree

The same matrix as described above (Question 31) should become part of the
evaluation undertaken to establish compensation levels for principals and vice-
principals. (Circle one)

a. Strongly disagree b. Disagree c¢. Don'tknow d. Agree e. Strongly agree
What is the ultimate goal of your career ladder in education? (Circle one)

a. Principalship of the largest high school in the State.

b. Principalship of the largest lower education school in the State, other than a high
school.

¢. Your present position, if other than a or b.

d. Other (please specify)

The position of Educational Officer, or school administration, should be set-up as a
career track separate and distinct from teaching. Time in the classroom as a teacher
would remain as a basic requirement for this track and study towards administration
(educational officer) could start immediately. (Circle one)

a. Strongly disagree b. Disagree c. Don't know d. Agree e. Strongly agree



35.

36.

37.

38.

39.

Educational officers should have their own union separate and distinct from HGEA.
(Circle one)

a. Strongly disagree b. Disagree c. Don‘tknow d. Agree e. Strongly agree

An incentive pay increment, in addition to the existing level and step, should be
awarded to educational officers willing to take "hard to fill" positions. Examples of
*hard to fill" situations would be positions at remote, busy or, unruly schools. (Circle
ong)

a. Strongly disagree b. Disagree c¢. Don'tknow d. Agree e. Strongly agree
Principals should be additionally compensated for superior results at their school.
Superior results could be measured by improved student scores on standard rating
exams, diminished incidents of school viclence, misbehavior and so on. (Circle one)

a. Strongly disagree b. Disagree c. Don'tknow d. Agree e. Strongly agree

Do you favor a 5-year contract at the same school for Principals. (This question is for
Principals only) (Circle one)

a. Yes b. No

Please lake a moment and write any additional comments that you may have
concerning the issues raised in the survey or any other items that you feel will benefit
this effort. (Add additional sheets if necessary)

Thank you again for your time and effort. WHEN YOU ARE THROUGH PLEASE FOLD AND
STAPLE THIS SURVEY WITH THE ADDRESS SIDE OUT AND RETURN TO YOUR POUCH
MAIL SYSTEM FOR DELIVERY.

88



My school's grade fevel is:

{ have met the requirements for
the State of Hawaii Professional
School Administrators Certificate.

| expect to compiete the
requitements for the State of
Hawaii Professicnal School
Administrators Certificate.

[ have been an educational
officer for:

Appendix C
QUESTIONNAIRE RESPONSES

18.18 60.61

6.08

6.59 40.68 16.48

Within
1 year

72.73

Less than
2 years

2.54
33.96

Yes
100.00
80.74

Within
2 years

9.08

Less than
5 years

21.18
52.83

Prior to becoming an educational officer, | was a teacher for:

Principal Vice-principal
2 years 0.73 1.06
4 years 0.73 0.00
5 years 438 4.26
6 years 4,38 426
7 years 3.65 4.26
8 years 8.57 3.19
9 years 438 0.00
10 years 7.30 428
t1 years 8.57 0.00
12 years 511 851
13 years 292 319
14 years 438 213
15 years 13.87 6.38

16 yeary
17 years
18 years
19 years
20 years
21 years
22 years
23 years
24 years
25 years
26 years
29 years
30 years

89

227 9.85

Aduit
10-12 Educ.

0.78 2.27 Principal

220 3077 0.00 3.30 vice-principal

No

o.00 Principai
8.26 Vige-principal

Within
5 years

9.0

Lass than
10 years

64.41
12.26

Principal

9.43
511
8.49
3.85
292
0.00
0.73
1.48
.73
0.00
073
0.73
0.00

Do not pian
to attempt

gualification

8.09 Vice-Principal

More than
10 years

11.86 Principal
.04 Vice-principal

Vige-Pringipal

4.26
745
6.38
213
1.70
532
5.32
532
4.26
213
2.13
0.00
213



10.

11.

12.

13.

14.

15.

My present intention is 10 continug
as an educational officer until

i am eligible for retirement from
the system.

| would consider accepting a DOE
staff position outside the school
at either the district or state level.

| feel that the present
compensation structure for
principals and vice-principals
does not adequately compensate
one for the work performed.

Based on my experience. the DOE
position description for public

school principals and vice-principals

{as appropriate) differs significantly
from the actual practice of the job.

A principal should as a rule
receive a salary that is higher
than that of the highest paid
teacher in that school.

Do you favor making the position that
you now hold into a 12-month position.

Aside from extra-curricular
activities, do you find it necessary

to work over 50 hours a week in order

to complete your job?

Do you feel that you were adequately
prepared by DOE's training program

for the purely administrative duties

of your position such as accounting,

budget planning, and personnel
management?

Would you attend additional professional
development training in administration?

Yes No

83.88 6.12 Principal

80.48 9.52 Vice-principal

74.00 2600  Principal

85.05 14.95  Vice-principal
Strongly Don't Strongly
Disagree  Disagree Know Agree Agree
268 1.34 0.00 871 89.28
093 0.93 1.85 12.98 83.33
1.35 11.4% 2.70 3:1.08 53.38
3.70 12.96 4.63 38.89 39
3.38 3.36 0.67 9.40 8322
4.63 278 1.85 25.00 65.74

Yes No

43.97 56.03 Principal

38.00 62.00 Vice-principal

88.00 200 Principal

99.07 0.93 Vice-principal

30.20 €980 Principal

27.38 7170 Vice-principal

96.64 338 Principat

896.26 374 Vice-principal
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Principat
Vice-principal

Principal
Vice-principal

Principal
Vice-pringipat



17.

18

20.

29,

22.

23

Professional development classes or
trainings attended during nonworking
hours shoutd be supported with a
stipend for the attendee.

Presently the DOE compensation levels
for Educational Officers consist
essentially of two elements: type of
scnoot and length of service. Would
your agree that additional indices
shouid be applied to develop salary
level?

In order to expand the indices used

1o establish compensation levels for
principals and vice-principals, an

initial credit for educational level

attained at time of entry to Educationat
Officer should be added. {Above and
beyond the existing percentage advance-
ment beyond present grade anc step.)

As principals and vice-principals

earn professional develfopment training
units, adjustments in compensation
should be made to refiect this exwra
individual effort.

The benefits portion of the compensation
package should be a "design-your-own"
type where the individual selects the
benefits from an agreed upon list and
tailors it to her/his needs.

A major element in time allocation in
a principal’'s week should be curriculum
deveiopment and instructor support.

School operations and facilities
maintenance should not be part of
the principal's primary task.

Each school should have & position
called "business manager" who would
be primarily responsible for school
operations and who would report
directly to the principai.

Strongly

Disagree Disagree
342 3.42
377 660
4,05 270
374 1.87
4. 11 8.22
3.8 6.67
2.68 6.04
3.70 5.56
272 10.20
2.80 3.74
19.05 2721
16.98 28.30
887 27.33
6.54 2710
2.68 537
2.80 §.35

91

Don't
Know

4.79
5.66

5.41
467

12.33
12.38

4.70
0.93

28.57
26.17

8.84

10.38

3.33
083

£.04
8.4

Agree

31.51
30.19

2095
23.36

28.08
29.52

34.23
28.70

31.97
31.78

23.81

20.75

3087
34.58

28.86
29 91

Strongly
Agres

56.85
53.77

66.89
£6.36

47.26
47 82

52.35
81.11

26.53
35.51

21.08

2358

000
3084

57.05
4353

Principal
Vice-principal

Principal
Vice-principai

Principal
Vice-principal

Principal
Vice-principal

Principal
Vice-principal

Principat

Vice-principal

Principal
Vice-principal

Principal
Vice-principal



24,

25

26.

27.

28.

30.

31

3z

All vice-principals should be placed
into a formal fraining program in
schoot administration in the shortest
possible time, say within a year.

Vice-principals should continue to be
primarily trained by the particular
principal and system where he/she
is assigned.

The district office should have the
primary responsibility for curricuium
deveiopment serving as a consuftant to
the individual school.

Facilities pianning, school repair and
maintenance are functions best handled
by a separate entity responsibie only

for these functions operating out of

a district or schooi complex office.

in the proposed restructuring of
Hawaii's public schools the duties

of the principal and vice-principal
positions should be teft as they are now.

The index used to assign vice-principals
and certified staff to a school based
purely upon school population shouid be

re-evaluated and, where appropriate, lowered.

In assigning vice-principals and

certified staff to an individual schooi

a rnatrix of school population, grade
level and say, amount of extra-curricular
activities and clubs, should be factored
into the evaluation and establishment of
the threshold for these assignments.

The same matrix as describecd above
{Question 31} should become part

of the evaluation undertaken to establish
compensation fevels for principals and
vice-principals.

4.90
3.74

408
10.28

8.00
11.21

8.05
2.78

18.92
15.74

0.67
1.87

270
1.89

2.78
374

92

25.17
17.76

2568
37.38

25.33
23.81

17.45
27.78

50.00
50.00

2.01
4.67

9.46

3.77

1111
4.67

17.48
21.50

8.78
8.41

8.00
487

268
8.33

8.11
12.98

1.34
2.80

g.08

1.89

684
467

29.37
38.25

4392
30.84

38.00
36.45

31.54
31.48

14.86
17.59

21.48
22.43

33.78

35.85

34,72
33.64

23.08
17.76

17.57
13.08

24.67
17.78

40.27
29.63

B.11
370

74.50
§8.22

47.97

56.60

44.44
53.27

Principal
Vice-principal

Fringipal
Vice-principal

Principal
Vice-principal

Principal
Vice-principal

Principal
Vice-principal

Principat
Vice-pringipal

Principal

Vice-principal

Principal
Vice-principal



33

34

35.

36.

37.

38

What is the ultimate goal of your career ladder in education?

Principais Vice-principals

{a) Principalship of the largest

high school in the State. 355 571
{by Principaiship of the largest lower

education school in the State,

other than a high schoel 213 20.00
{¢) Your present position, if other

thanaorb 4113 14.71
{dy Other 53.19 47.55

Strongly Don't Strongly
Disagree  Disagree Know Agree Agree
The position of Educational Officer, 541 13.51 15.54 38.51 27.03 Principal
or school administration, should be 16.82 16.82 14.95 3925 12.15 Vice-principal
set-Up as a career frack separate and
distinct from teaching. Time in the
classroom as a teacher would remain as
a basic requirement for this track and
study towards administration (educational
officer) could start immediately.
Educational officers should have their 10.27 10.96 26.71 17.12 34.93 Principai
own union separate and distinet from HGEA. 7.69 12.50 3173 20.18 27.88 Vice-principal
An incentive pay increment, in addition 5.48 10.27 8.16 28.77 43.32 Principai
ta the existing ievel and step, shouid 561 3.74 5861 33.64 51.40 Vice-principal
be awarded to educationa! officers willing
to take "hard to fill" positions. Examples
of "hard 1o fill" sitvations wouid be
positions at remote, busy or, unruly schools.
Principals should be additionally compensated  19.05 27.21 8.84 23.81 21.09 Principal
for superior results at their school. 16.98 28.30 10.38 20.75 23.58 Vice-principal
Superior results could be measured by
improved student scores on standard rating
exams, diminished incidents of school
viplence, misbehavior and so on.
Yes No

Do you tavor a 5-year contract at the 37.67 6233 Principal
same schooi for principals? 50.00 50.00 Vice-principal
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Mr. Henry Artyoshi
Principal

Lahainaluna High

380 Lahainaluna Road
Lahaina. Maui 96761

Mr. Richard Asato

DP Specialist
Department of Education
P.O. Box 2360
Honoluly, Hawaii 96804

Dr. Philip Bossert
Assistant Superintendent
Department of Education
P.0O. Box 2360

Honolulu, Hawail 96804

Mr. Wallace Fuijif
Principal

H.P. Baldwin High
1850 Kaahumanu Ave.
Wailuku, Hawaii 96793

Dr. lchiro Fukumoto

Resident Scholar

Hawaii School Leadership
Academy

345 Puuhale Road

Honolulu, Hawaii 96819

Mr. Douglas Holt
Principal

Kihei Schoot

250 East Lipca
Kihei, Hawaii 96753

Mr. Arthur Kaneshiro
Director 5/C-BM
Bepartment of Education
P.0. Box 23680
Hongoluly, Hawail 96804

Honorablg Bertha Kawakami
Representative, 14th District
State Capitol

Honoluiu, Hawail 96813

Appendix D

Individuals Interviewed

Mr. Ciarence Lavarias
Education Specialist

189 Lunalilc Home Road
Honoiulu, Hawali 96825

Ms. Cecilia Lum
Principal

Koko Head Schooi

189 Lunalilo Home Road
Honotuly, Hawail 96825

Ms. Meredith Maeda
Personnel Specialist
Department of Education
P.0. Box 2360
Honolulu, Hawaii 96804

Ms. Marian Muller
Principal

Lokelani Intermediate
250-A East Lipoa
Kihei, Hawaii 96753

Ms. Gaei Mustapha
Director of Communications
Department of Education
P.O. Box 2360

Honoluiu, Hawaii 96804

Ms. Marsha Nakamura
Vice-Principal

Lahaina intermediate
871 Lahainaluna Road
tahaina, Hawaii 96761

Mr. Donald Nugent
Assistant Superintendent
Depariment ¢f Education
P.O. Box 2360

Honolutu, Hawait 96804

Ms. Kathieen Rozmiarek
Personnel Specialist
Department of Education
P.O. Box 2360

Honolulu, Hawail 96804
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Mr. Richard Sagawa

Diractor

Hawaii School Leadership
Academy

345 Puuhale Road

Honoiulu, Hawaii 26819

Ms. Beverly Stanich
Principal

Lahaina intermadiate
871 Lahainaiuna Read
Lahaina, Hawaii 36761

Mr. Wendeil Staszkow

Personnel Specialist Department
of Education

P.0. Box 2360

Honolulu, Hawali 96804

Ms. Carol Suda
Vice-Principal

Kihei School

250 East Lipoa Ave.
Kihei, Hawaii 96753

Mr. George Yamamoto
Principal

Farrington Community School
1101 Kalihi Street

Honoluly, Hawail 90818

Ms. Amy Yamashita
Personnel Specialist
Department of Education
P.O. Box 2360
Hongluly, Hawali 96804

Mr. Thomas Yamashita
Director

Froject Ke Au Hou
Department of Education
P.O. Box 2380

Honolulu, Hawaii 96804

Ms. Beatrice Zane
Personnel Specialist
Depariment of £ducation
P.G. Box 2360
Honolutu, Hawail 98804



