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Introduction

Introduction: Leadership as a Continuous Learning Journey

Leadership is not a fixed role but a process of ongoing growth. In schools and districts, principals and superintendents influence
teaching, learning, and community trust in profound ways. Yet the complexity of leadership often exceeds the preparation
and support leaders receive. This book takes up that challenge. It argues that leadership development is not optional—it is
essential—and it must be nurtured through deliberate systems that combine professional development, evaluation, mentoring,
and emotional intelligence into a coherent whole.

The importance of this work lies in the fact that effective leadership is the difference between schools that merely function and
schools that truly flourish. Leadership influences whether teachers feel supported, whether students have equitable opportunities
to learn, and whether districts can sustain improvement over time. If principals are second only to teachers in their impact on
student achievement, then the growth and support of leaders must be one of education’s most urgent priorities.

Equally important is the use of leadership standards at both the local and national levels. Standards serve as benchmarks that
enable leaders and systems to assess their alignment with the spectrum of research-based educational leadership practices.
They provide coherence across professional development, evaluation, and mentoring, ensuring that leadership is not defined only
by local preference or immediate context, but by principles grounded in scholarship and effective practice. Standards also foster
accountability and comparability, helping leaders align their growth with the broader expectations of the profession.

Throughout this book, readers will encounter a holistic and developmental vision of leadership. The discussion highlights how
professional learning opportunities can be designed to meet leaders at different stages of their careers, and why equity in access
to growth matters just as much as the learning itself. It considers how evaluation, often treated as a bureaucratic hurdle, can be
reframed as an instrument for reflection and renewal. It examines the role of mentoring and coaching as ongoing lifelines for
leaders, and how emotional intelligence enables school communities to navigate conflict, build trust, and collaborate on shared
goals. The text also reflects on the systemic conditions that districts and superintendents must create to recruit, support, and
retain leaders over time.

This work is not only about strategies but also about mindset. It invites reflection on leadership as part of a learning ecosystem,
a set of interdependent practices and relationships that together make growth possible. Just as teachers and students learn best
in supportive environments, so too do leaders thrive when their professional journeys are embedded in systems of care, feedback,
and collaboration.

This book aims to provide both a conceptual framework and practical insights for strengthening leadership at every level.

Educational leadership is a continuous, collaborative, and committed pursuit of excellence. The following pages present a vision
of leadership development that honors individuals, empowers communities, and fosters long-term growth.

This page titled Introduction is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Mary Zaharis and Denise
Glasgow via source content that was edited to the style and standards of the LibreTexts platform.
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1.1: Objectives

Objectives

Chapter 1 Objectives: Examinations of Leadership Standards

After reading this chapter, readers will be able to:

o Define leadership standards and explain their significance in guiding superintendent practice and principal supervision.

e Trace the historical development of educational leadership standards from ISLLC (1997) through NELP (2018), identifying
the roles of NPBEA, CCSSO, and CAEP.

e Compare ISLLC and ELCC standards with PSEL and NELP, noting shifts in emphasis over time.

¢ Analyze how superintendents apply NELP District Level Standards to supervise, evaluate, and support principals.

e Evaluate the Illinois Principal Evaluation Plan and School Leader Paradigm as state-level applications of national standards.

e Apply knowledge of leadership standards to design or critique a principal supervision and evaluation framework.

This page titled 1.1: Objectives is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Mary Zaharis and Denise
Glasgow.
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1.2: Narrative

Narrative

Chapter 1 Narrative

"Standards give us a common language and a shared understanding of effective school leadership. Evaluation tells
us where a principal stands. Neither is enough unless the superintendent understands their true purpose — standards
exist for clarity, not compliance; evaluation exists for perspective, not judgment. Together they answer the only
question that matters: How do we help this principal grow?" Dr. Mary Zaharis

Introduction

Leadership standards are more than policy documents. At their best, they provide a shared language. This common set of
principles clarifies what educational leaders must know, believe, and do to serve students and communities. For superintendents,
this language forms the foundation of effective principal supervision. Whether a superintendent is conducting a goal-setting
meeting, observing classroom instruction, or delivering a summative evaluation, standards define what matters. Without this
shared framework, supervision becomes subjective, inconsistent, and disconnected from school improvement.

Compelling research grounds the importance of this supervisory work. Two landmark Wallace Foundation studies established what
practitioners intuitively knew: leadership is second only to classroom instruction among school-based factors affecting student
learning (Leithwood et al., 2004). A subsequent synthesis of two decades of research extended this finding. It demonstrated
that a principal at the 75th percentile of effectiveness generates nearly three additional months of student learning in reading
and mathematics compared to a below-average principal (Grissom et al., 2021). Unlike a teacher's impact, a principal's influence
distributes across an entire school. In short, the principal is the second most powerful school-based lever for improving student
outcomes. Consequently, a superintendent's supervision, evaluation, and development of principals represents a high-leverage
district action (Learning Forward, 2022; Sergiovanni et al., 2006).

Yet, districts often overlook principals in their professional learning cycles. Districts routinely invest in teacher professional
development, curriculum adoption, and instructional coaching. Meanwhile, they treat principal evaluation and growth as an
annual compliance requirement rather than an ongoing developmental priority. Research suggests this is a significant missed
opportunity. Grissom et al. (2021) found that principal effects extend well beyond student achievement. Effective principals
positively influence teacher satisfaction and retention—particularly among high-performing teachers—while improving student
attendance and reducing disciplinary incidents. A well-supervised, continuously developing principal creates conditions that
benefit everyone in a building. Conversely, a poorly supported principal can erode those conditions over time.

This chapter examines the standards-based framework that structures how superintendents supervise and evaluate principals.
Beginning with the founding of the National Policy Board for Educational Administration (NPBEA) in 1989, it traces successive
frameworks: ISLLC, ELCC, PSEL, and NELP. The chapter gives particular attention to the NELP District Level Standards (2018).
These standards define what aspiring superintendents must know and do upon completing a leadership preparation program.

©@® 4 (1.2.1)
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Finally, the chapter illustrates how national standards operationalize through state evaluation systems, using the Illinois Principal
Evaluation Plan (IPEP), the Illinois Performance Standards for School Leaders (IPSSL), and the Illinois Principals Association
(IPA) School Leader Paradigm as examples.

As you read, consider three recurring questions:

e How do leadership standards define what a superintendent needs to know and be able to do?

e What does it mean for a superintendent to supervise a principal through the lens of these standards—not just evaluate, but
genuinely develop?

¢ How do standards change over time, and what does that evolution tell us about shifting expectations for school leadership in
a diverse and changing society?

A History of Educational Leadership Standards

The development of national educational leadership standards has been a deliberate, iterative process spanning more than three
decades. It began not with a policy mandate but with a question: What does an individual need to know and be able to do to lead
an effective school? That question, posed by a coalition of professional organizations in 1989, set in motion a sustained effort to
define, refine, and institutionalize expectations for school and district leadership across the United States.

The National Policy Board for Educational Administration (NPBEA) was founded that year as the convening body for this work.
NPBEA's membership drew together major national organizations with a stake in educational leadership. These included the
School Superintendents Association (AASA), the Council of Chief State School Officers (CCSSO), the International Council of
Professors of Educational Leadership (ICPEL), the National Association of Elementary School Principals (NAESP), the National
Association of Secondary School Principals (NASSP), and the University Council for Educational Administration (UCEA). From the
outset, stakeholders understood standards development as a collective enterprise, not a top-down prescription.

Over the next three decades, four major frameworks emerged. Each built upon and departed from its predecessor in important
ways. The timeline below traces key milestones, from NPBEA's founding through CAEP's adoption of the NELP standards in 2018.
The sections that follow examine each framework in greater depth.

Table 1.1 History of the Development of Educational Leadership Standards, 1989-2018

1989 The National Policy Board for Educational Administration
(NPBEA) is founded as a national consortium of major
stakeholder organizations. Its mission is to advance policy
and program standards for practitioners, states, professional
associations, and leadership preparation programs through
collective action.

1997 The Council of Chief State School Officers (CCSSO) creates
the Interstate School Leaders Licensure Consortium (ISLLC)
Standards in collaboration with NPBEA—six standards
organized around Knowledge, Dispositions, and
Performances. Concurrently, the Educational Leadership
Constituent Council (ELCC) is appointed by NPBEA to serve
as the Specialized Professional Association (SPA) for
accreditation review under NCATE.

©@® 5 (1.2.2)
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2001

2008
2011

2013

2015

2016

2018

ELCC Building Level and District Level Standards are
approved by NPBEA to guide planning, implementation, and
accreditation of educational leadership preparation programs
under NCATE.

ISLLC Standards are revised to reflect advances in research
and practice.

ELCC Standards are revised, continuing their emphasis on
Content Knowledge and Professional Leadership Skills.

CAEP (Council for the Accreditation of Educator Preparation)
is formed when NCATE and TEAC merge, becoming the sole
national accrediting body for educator preparation.

PSEL (Professional Standards for Educational Leaders) are
approved by NPBEA, replacing the 2008 ISLLC Standards.
The ten standards shift the framework toward student well-
being, equity, and culturally responsive practice.

NELP (National Educational Leadership Preparation) Program
Standards for Building Level and District Level Leaders are
approved by NPBEA, replacing the 2011 ELCC Standards.

NELP Standards are approved by CAEP for use in national
accreditation program review, establishing them as the
current standard for evaluating educational leadership
preparation programs.

ISLLC Standards (1997)

The Interstate School Leaders Licensure Consortium (ISLLC) Standards, approved by NPBEA in 1997, were the first national
leadership standards to emerge from this collaborative effort. Developed by CCSSO in collaboration with NPBEA, the ISLLC
standards aimed to strengthen preparation programs and inform professional development for practicing school leaders. For the
first time, they provided a nationally recognized framework describing the functions of effective educational leadership. States,
districts, and policymakers could adopt or adapt this common model (Van Meter & Murphy, 1997).

The ISLLC framework rested on six standards, each organized around three dimensions of effective practice. Knowledge
described what an administrator must understand. Dispositions identified the values, beliefs, and commitments the administrator
should hold. Performances articulated the observable actions a skilled administrator would demonstrate. Across the six standards,
ISLLC identified 43 knowledge indicators, 43 disposition indicators, and 97 performance indicators. This created a
comprehensive, if sometimes unwieldy, portrait of school leadership.

©@®
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The six standards addressed the full scope of school administration, from developing a shared learning vision to managing
community relationships and engaging with broader political and cultural contexts. Table 1.2 summarizes each standard and its
central focus. Standards 1 and 2—Vision and School Culture and Instructional Program—were particularly influential. They shaped
how subsequent frameworks conceptualized educational leadership, and both persist in updated forms within today's PSEL and
NELP standards.

Table 1.2 ISLLC Standards (1997): Six Standards for School Leadership

1 Vision Promote the success of all students by
facilitating the development,
articulation, implementation, and
stewardship of a shared vision of
learning supported by the school

community.
2 School Culture and Instructional Promote student success by advocating,
Program nurturing, and sustaining a school

culture and instructional program
conducive to student learning and staff
professional growth.

3 Management and Organization Ensure management of the organization,
operations, and resources for a safe,
efficient, and effective learning
environment.

4 Families and Communities Collaborate with families and community
members, respond to diverse community
interests and needs, and mobilize
community resources.

5 Ethics, Integrity, and Fairness Act with integrity, fairness, and in an
ethical manner in all aspects of
leadership.

6 Political, Social, Economic, and Understand, respond to, and influence
Cultural Context the larger political, social, economic,
legal, and cultural context affecting
education.

The ISLLC standards represented a significant advance, but they had limitations. Critics noted that the knowledge-dispositions-
performances structure was difficult to translate into measurable program outcomes or accreditation criteria. Indicators were
numerous, sometimes overlapping, and not always clearly actionable. These limitations set the stage for the next iteration of
standards, developed specifically for accreditation and program evaluation.

©@® 7 (1.2.4)
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ELCC Standards (2001, 2008, 2011)

Building directly on the ISLLC framework, stakeholders developed the Educational Leadership Constituent Council (ELCC)
standards to serve a specific institutional purpose. They guided the accreditation of educational leadership preparation programs
under the National Council for Accreditation of Teacher Education (NCATE). Where ISLLC described what effective leaders
should know, believe, and do in practice, ELCC translated those expectations into program standards. They specified the content
knowledge and professional leadership skills candidates should demonstrate upon completing a preparation program.

The ELCC standards maintained the same six domains as ISLLC but restructured them around two organizing dimensions:
Content Knowledge and Professional Leadership Skills. Each of the six standards was further disaggregated into Standard
Elements, breaking the standard into specific, assessable sub-indicators. Acceptable Candidate Performance criteria supported
each element, describing what programs must provide as evidence. This layered structure made ELCC far more useful as an
accreditation tool than ISLLC, even as it preserved the substantive content of its predecessor.

The original 2001 standards were revised in 2008 and again in 2011, incorporating advances in research and practice. By 2011,
the ELCC standards existed in both Building Level and District Level versions. This acknowledged that the knowledge and skills
required of a principal differ meaningfully from those required of a superintendent. Table 1.3 summarizes the six ELCC Building
Level Standards from the 2011 revision.

Table 1.3 ELCC Building Level Standards (2011): Summary

1 Vision and Mission Collaboratively develop, articulate,
implement, and steward a shared school
vision of learning through data use,
organizational assessment, and school
improvement planning.

2 School Culture Advocate, nurture, and sustain a school
culture and instructional program that
supports student learning and staff
professional growth.

3 Management and Organization Manage the organization, operations,
and resources in a manner that
promotes a safe, efficient, and effective
learning environment.

4 Families and Communities Collaborate with families and community
members, respond to diverse community
interests, and mobilize community

resources.
5 Ethics and Professional Act with integrity and fairness in an
Responsibility ethical, legal, and professional manner.

©@® 8 (1.2.5)
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Political, Social, and Cultural Context Understand, respond to, and influence

the larger political, social, economic,
legal, and cultural context affecting
education.

Taken together, ISLLC and ELCC addressed the same six domains of school leadership from different vantage points. One
described effective practice; the other specified what preparation programs must produce. Table 1.4 places the two frameworks
side by side to highlight their parallel structure and key distinctions.

Table 1.4 Comparison of ISLLC and ELCC Standards

Vision

School Culture and Instructional

Program

Management and Organization

Families and Communities

Ethics, Integrity, and Fairness

Political, Social, Economic, and
Cultural Context

Vision and Mission

School Culture

Management and Organization

Families and Communities

Ethics and Professional Responsibility

Political, Social, and Cultural Context

Both begin with shared vision. ELCC
adds explicit data use and school
improvement planning as mechanisms.

ISLLC explicitly names the instructional
program; ELCC centers on culture while
treating instruction as embedded.

Parallel emphasis on safe, efficient,
effective environments. Nearly identical
in scope.

Both address community collaboration.
ELCC adds greater specificity regarding
program planning.

ISLLC anchors ethics in integrity and
fairness; ELCC broadens to professional
responsibility and legal awareness.

Near-identical in focus. ELCC updates
language to reflect accreditation
expectations.

As this comparison suggests, the six domains of leadership identified in 1997 proved remarkably durable. Successive revisions
changed the precision with which expectations were articulated, not the fundamental scope of leadership. When CAEP replaced

©@®
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NCATE as the national accrediting body in 2013, the stage was set for a more fundamental reconceptualization. This shift would
introduce new domains, not merely refine existing ones.

Professional Standards for Educational Leaders (PSEL, 2015)

The 2015 approval of the Professional Standards for Educational Leaders (PSEL) by NPBEA marked the most significant
reconceptualization of educational leadership standards since 1997. PSEL was not simply an update to the ISLLC framework;
it was a fundamental reorientation. While ISLLC and ELCC organized leadership primarily around administrative functions and
organizational structures, PSEL placed the academic success and personal well-being of every student explicitly at the center of
every standard. This shift from a systems focus to a student-centered focus carries direct implications for how superintendents
supervise and evaluate principals.

Three additions distinguished PSEL most sharply from its predecessors. First, equity and cultural responsiveness became a
standalone standard rather than an embedded value. PSEL Standard 3 requires educational leaders to actively strive for equitable
educational opportunity, not merely acknowledge its importance. Second, PSEL introduced a community of care and support for
students as a distinct domain (Standard 5). This recognized that academic achievement depends on creating environments where
every student feels known, safe, and valued. Third, PSEL articulated leadership as intentional, strategic, and moral work. It framed
the educational leader not simply as a skilled manager, but as an ethical steward of a community's most important resources: its
children.

PSEL's ten standards describe the knowledge, skills, and attributes that practicing educational leaders need to promote student
academic success and well-being. Notably, each standard is framed around the phrase "each student." This signals that aggregate
outcomes are insufficient; effective leadership attends to every individual. For superintendents, this framing raises an important
evaluative question: Does your observation of a principal reveal a leader who attends to all students, or only to those easiest to
serve?

Table 1.5 presents all ten PSEL standards. As you read them, consider which standards will most frequently arise in conversations
between a superintendent and a principal about instructional leadership and school improvement.

Table 1.5 Professional Standards for Educational Leaders (PSEL, 2015)

1 Mission, Vision, and Core Values Develop, advocate, and enact a shared
mission, vision, and core values of high-
quality education and academic success
and well-being of each student.

2 Ethics and Professional Norms Act ethically and according to
professional norms to promote each
student's academic success and well-
being.

3 Equity and Cultural Responsiveness Strive for equity of educational
opportunity and culturally responsive
practices to promote each student's
academic success and well-being.

©® 10 (1.2.7)
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4 Curriculum, Instruction, and Develop and support intellectually
Assessment rigorous and coherent systems of
curriculum, instruction, and assessment
to promote each student's academic
success and well-being.

5 Community of Care and Support for Cultivate an inclusive, caring, and

Students supportive school community that
promotes the academic success and
well-being of each student.

6 Professional Capacity of School Develop the professional capacity and

Personnel practice of school personnel to promote
each student's academic success and
well-being.

7 Professional Community for Teachers Foster a professional community of

and Staff teachers and other professional staff to
promote each student's academic
success and well-being.

8 Meaningful Engagement of Families = Engage families and the community in

and Community meaningful, reciprocal, and mutually
beneficial ways to promote each
student's academic success and well-
being.

9 Operations and Management Manage school operations and
resources to promote each student's
academic success and well-being.

10 School Improvement Act as an agent of continuous

improvement to promote each student's
academic success and well-being.

Several patterns in the PSEL framework deserve attention. Standards 1 through 3—mission and vision, ethics, and equity—form
a moral foundation for leadership that precedes and informs all other work. Standards 4 through 7 address the core technical
and relational work of school leadership: curriculum and instruction, community of care, professional capacity, and professional
community. Standards 8 through 10 focus outward and forward, encompassing family and community engagement, operational
management, and continuous improvement. This architecture reflects a sophisticated understanding of what effective school
leadership requires. It also provides superintendents with a useful organizing lens for principal supervision. Superintendents must
ask not just whether a school is well-managed, but whether its leader has built the ethical, relational, and instructional foundation
that sustains genuine improvement.

When stakeholders developed NELP to replace the ELCC standards, they built it explicitly on the PSEL framework. This aligned

©® 11 (1.2.8)
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preparation standards with practice standards. Consequently, what aspiring leaders learn in their programs reflects what
practicing leaders must do in schools and districts. The following section introduces that alignment and the NELP standards that
define preparation expectations today.

National Educational Leadership Preparation Standards (NELP, 2018)

The National Educational Leadership Preparation (NELP) standards were approved by NPBEA in 2016 and adopted by CAEP for
accreditation use in 2018. They replaced the ELCC standards as the framework governing the review of educational leadership
preparation programs nationwide. Like ELCC, the NELP standards specify what program graduates should know and be able to
do. However, they do so within a framework explicitly aligned to PSEL, creating a coherent continuum from preparation through
practice.

There are two parallel sets of NELP standards: one for candidates preparing to become building-level leaders (principals) and
one for candidates preparing to become district-level leaders (superintendents and other district administrators). Both sets
share seven of their eight standards. The critical distinction appears in Standard 7. At the building level, Standard 7 addresses
building professional capacity—developing teachers and staff within a school. At the district level, Standard 7 addresses policy,
governance, and advocacy—navigating board relations, implementing policy, and representing district needs in external arenas.
This single difference reflects the substantial shift in scope and responsibility between leading a school and leading a district.

Before examining the district-level standards individually, it is useful to see how the two sets relate. Table 1.6 places them side by
side. The bolded row marks where the two frameworks diverge, underscoring the expanded scope of the superintendent's role.

Table 1.6 NELP Standards (2018): Building Level vs. District Level

1. Mission, Vision, and Improvement (2 components) 1. Mission, Vision, and Improvement (3 components)
2. Ethics and Professional Norms (3 components) 2. Ethics and Professional Norms (3 components)

3. Equity, Inclusiveness, and Cultural Responsiveness (3 3. Equity, Inclusiveness, and Cultural Responsiveness (3

components) components)

4. Learning and Instruction (4 components) 4. Learning and Instruction (4 components)

5. Community and External Leadership (3 components) 5. Community and External Leadership (3 components)
6. Operations and Management (3 components) 6. Operations and Management (3 components)

7. Building Professional Capacity (4 components) 7. Policy, Governance, and Advocacy (4 components)
8. Internship (3 components) 8. Internship (3 components)

With this comparison in view, Table 1.7 provides a summary overview of all eight NELP District Level Standards. This is the

©® 12 (1.2.9)
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framework within which this text is organized. Each standard is listed with its number of components, which specify the particular
knowledge and skills programs must develop in candidates. The sections that follow examine each of the seven substantive

standards in greater depth, connecting each to the practical realities of superintendent leadership and principal supervision.

Table 1.7 NELP District Level Standards (2018): Overview

1 Mission, Vision, and 2 Collaboratively lead, design,
Improvement and implement a district
mission, vision, and process
for continuous improvement
reflecting core values.
2 Ethics and Professional 3 Advocate for ethical
Norms decisions and cultivate
professional norms and
culture throughout the
district.
3 Equity, Inclusiveness, and 3 Develop and maintain a

Cultural Responsiveness

4 Learning and Instruction 4

5 Community and External 3
Leadership

6 Operations and 3
Management

©® 13 (1.2.10)

supportive, equitable,
culturally responsive, and
inclusive district culture.

Evaluate, design, cultivate,
and implement coherent
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7 Policy, Governance, and 4 Cultivate relationships, lead
Advocacy collaborative governance, and
represent and advocate for
district needs in broader
policy conversations.

8 Internship 3 Engage in coherent,
authentic, sustained field and
clinical experiences across
diverse district settings under
qualified mentorship.

The NELP District Level Standards: A Closer Look

Every NELP District Level Standard begins with the same stem: candidates must understand and demonstrate the capacity to
promote the current and future success and well-being of each student and adult. This stem makes three commitments explicit.
First, it insists on both understanding and the capacity for action. Knowing about leadership is not sufficient; candidates must
be able to lead. Second, it attends to both present conditions and future consequences, framing leadership as a responsibility
extending beyond the immediate school year. Third, it encompasses adults as well as students. A district leader's work is as much
about developing and sustaining professionals as it is about directly serving students.

The following sections examine each of the seven substantive district-level standards. For each, the core expectation is described,
the components are summarized, and the implications for superintendent practice are identified. The goal is to build the
conceptual fluency that allows an aspiring superintendent to work with these frameworks meaningfully in practice.

Standard 1: Mission, Vision, and Improvement

For Standard 1, capacity focuses on the ability to collaboratively lead, design, and implement a district mission, vision, and
process for continuous improvement that reflects a core set of values and priorities including data use, technology, equity,
diversity, digital citizenship, and community.

A superintendent who has internalized Standard 1 understands that mission and vision are living commitments. Leaders must
build them collaboratively, communicate them consistently, and use them as decision-making filters across the district. In
principal supervision, this standard raises a recurring question: Does each principal understand the district mission well enough
to align their building-level goals with it? Are principals helping faculty see how their daily instructional work contributes to
that shared vision? Goal-setting conversations grounded in Standard 1 situate every principal's work within a coherent district
direction.

The components that define this standard are summarized in the table below.
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Table 1.8 Standard 1 Components and Descriptions

11

1.2

Collaboratively design, communicate, and evaluate a district
mission and vision that reflects core values including data
use, technology, equity, diversity, digital citizenship, and
community.

Lead district strategic planning and continuous improvement
processes that engage diverse stakeholders in data
collection, diagnosis, design, implementation, and evaluation.

Standard 2: Ethics and Professional Norms

For Standard 2, capacity focuses on the ability to advocate for ethical decisions and cultivate professional norms and culture.

Ethics is the ongoing practice of a leader's daily choices. Standard 2 places the superintendent in the role of moral steward for the
entire district. This responsibility is most visible in small moments: how a principal handles a difficult parent complaint, whether
resource allocation reflects equity commitments, or whether a leader's public conduct matches expected professional norms. For
a superintendent supervising principals, this standard is a reminder that character is evaluated. The superintendent must model

the ethical conduct they ask principals to sustain.

The components that define this standard are summarized in the table below.

Table 1.9 Standard 2 Components and Descriptions

2.1

2.2

2.3

Reflect on, communicate about, and cultivate professional
dispositions and norms—including equity, fairness, integrity,
transparency, trust, collaboration, perseverance, and lifelong
learning—across district and school cultures.

Evaluate and advocate for ethical and legal decisions,
including stewardship of district resources.

Model ethical behavior in personal conduct and relationships,
and cultivate ethical behavior in others throughout the
district.

Standard 3: Equity, Inclusiveness, and Cultural Responsiveness

For Standard 3, capacity focuses on the ability to develop and maintain a supportive, equitable, culturally responsive, and inclusive

district culture.

Equity is not achieved by declaring it a priority. Standard 3 challenges aspiring superintendents to examine whether district

©@®
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practices systematically advantage some students over others—and then to act on what they find. This standard also requires
cultural responsiveness: an active commitment to creating schools where every student's background is treated as an asset. When
supervising principals, Standard 3 asks the superintendent to look beyond aggregate data and ask: Which students are not being
reached? What barriers persist? What is this leader doing about them?

The components that define this standard are summarized in the table below.

Table 1.10 Standard 3 Components and Descriptions

341 Evaluate, cultivate, and advocate for a supportive and
inclusive district culture that is fair, safe, healthy, caring,
responsive, and respectful.

3.2 Evaluate, cultivate, and advocate for equitable access to safe
and nurturing schools and the resources—instructional
materials, technologies, qualified teachers, interventions, and
adult relationships—necessary to support the success and
well-being of each student.

3.3 Evaluate, advocate for, and cultivate equitable, inclusive, and
culturally responsive instructional and behavior support
practices among teachers and staff across the district.

Standard 4: Learning and Instruction

For Standard 4, capacity focuses on the ability to evaluate, design, cultivate, and implement coherent systems of curriculum,
instruction, data systems, supports, assessment, and instructional leadership.

Instructional leadership extends beyond the school building. Standard 4 positions the superintendent as the architect of district-
wide learning systems. Superintendents must ensure curriculum is coherent, professional development is useful, and assessment
data is organized for principals to improve instruction. Component 4.2 explicitly includes the superintendent among those whose
professional development must be supported. In supervising principals, a superintendent informed by Standard 4 evaluates the
quality of the instructional systems a principal has built and the professional learning culture they have sustained.

The components that define this standard are summarized in the table below.

Table 1.11 Standard 4 Components and Descriptions

4.1 Evaluate, design, and implement high-quality curricula,
technology use, and other services and supports for academic
and non-academic student programs.
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4.2 Collaboratively evaluate, design, and cultivate coherent
systems of support, coaching, and professional development
for educators and district leaders—including the
superintendent—that promote reflection, digital literacy,
distributed leadership, data literacy, equity, improvement, and
student success.

4.3 Design, implement, and evaluate a developmentally
appropriate, accessible, and culturally responsive system of
assessments and data collection, management, and analysis
that supports instructional improvement, equity, student
learning and well-being, and instructional leadership.

4.4 Design, implement, and evaluate district-wide use of coherent
systems of curriculum, instruction, assessment, student
services, technology, and instructional resources that support
the needs of each student.

Standard 5: Community and External Leadership

For Standard 5, capacity focuses on the ability to understand and engage families, communities, and other constituents in the
work of schools and the district and to advocate for district, student, and community needs.

A superintendent's relationship with the community is different in kind from a principal's. Superintendents navigate boards of
education, civic organizations, municipal governments, media, and state-level policy conversations. Standard 5 reminds aspiring
superintendents that community trust is relational and strategic. When supervising principals, the superintendent asks whether
each building leader communicates proactively with families, engages diverse community members authentically, and builds
public confidence in the district.

The components that define this standard are summarized in the table below.

Table 1.12 Standard 5 Components and Descriptions

5.1 Represent and support district schools in engaging diverse
families in strengthening student learning in and out of
school.

5.2 Understand, engage, and effectively collaborate and

communicate—through oral, written, and digital means—with
diverse families, community members, partners, and other
constituencies to benefit learners, schools, and the district as
a whole.
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5.3 Communicate within the larger organizational, community,
and political contexts and cultivate relationships with
business, civic, and policy community members in support of
advocacy for district, school, student, and community needs.

Standard 6: Operations and Management

For Standard 6, capacity focuses on the ability to develop, monitor, evaluate, and manage data-informed and equitable district
systems for operations, resources, technology, and human capital management.

Operations and management are the infrastructure through which vision becomes practice. Without coherent systems for
budgeting, staffing, scheduling, and communication, equity commitments remain aspirational. Component 6.3 is particularly
relevant: designing systems for hiring, supervising, and developing school leaders is a core superintendent function. A
compliance-driven principal evaluation system undermines the district's capacity to grow. Standard 6 frames the development of
a rigorous supervision system as a strategic investment in collective instructional capacity.

The components that define this standard are summarized in the table below.

Table 1.13 Standard 6 Components and Descriptions

6.1 Develop, communicate, implement, and evaluate data-
informed and equitable management, communication,
technology, governance, and operation systems at the district
level to support schools in realizing the district's mission and
vision.

6.2 Develop, communicate, implement, and evaluate a data-based
district resourcing plan and support schools in developing
their school-level resourcing plans.

6.3 Develop, implement, and evaluate coordinated, data-informed
systems for hiring, retaining, supervising, and developing
school and district staff in order to support the district's
collective instructional and leadership capacity.

Standard 7: Policy, Governance, and Advocacy

For Standard 7, capacity focuses on the ability to cultivate relationships, lead collaborative decision making and governance, and
represent and advocate for district needs in broader policy conversations.

Standard 7 most clearly defines the superintendent as distinct from the principal. District leaders operate at the intersection
of governance, policy, and public advocacy. The four components describe a complex set of responsibilities: maintaining
productive board relationships, designing participatory governance, navigating policy, and representing district needs externally.
For principals, a superintendent who has developed these capacities is a critical resource who translates external policy demands
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into manageable expectations.
The components that define this standard are summarized in the table below.

Table 1.14 Standard 7 Components and Descriptions

71 Represent the district to the school board and cultivate
productive board relationships to support the district's
mission and vision. Engage the board and others in shared
understandings of educational systems and the district's work.

7.2 Design, implement, and evaluate effective systems for district
governance and stakeholder engagement that involve multiple
and diverse community stakeholders and support
collaborative decision making.

7.3 Evaluate, engage in decision making around, implement, and
appropriately communicate about district, state, and national
policy, laws, rules, and regulations.

7.4 Evaluate the implications of larger cultural, social, economic,
legal, and political interests; represent district needs within
broader policy conversations; and advocate for district needs
at the local, state, and national levels.

A State-Level Application: Principal Evaluation in Illinois

National standards describe what educational leaders should know and be able to do. However, standards only improve practice
when translated into coherent evaluation and development systems at the state and district level. Illinois offers a well-documented
example of how national frameworks become operational guidance for superintendents. Three resources illustrate this translation:
the Illinois Principal Evaluation Plan (IPEP), the Illinois Performance Standards for School Leaders (IPSSL), and the School Leader
Paradigm developed by the Illinois Principals Association (IPA) in 2024.

The Illinois Principal Evaluation Plan (IPEP)

The legislative foundation for principal evaluation in Illinois is the Performance Evaluation Reform Act (PERA), signed in 2010.
PERA required Illinois school districts to develop evaluation systems combining multiple measures of professional practice with
evidence of student growth. It represented a significant departure from cursory, compliance-driven evaluation processes.

In response, the IPA and the Illinois Association of School Administrators (IASA) jointly developed a Guide to Implementing
Principal Performance Evaluation in Illinois (Illinois Principals Association & Illinois Association of School Administrators, 2012).
The Guide established the Illinois Principal Evaluation Plan (IPEP) as a structured, legally grounded annual timeline for principal
evaluation. Districts could develop their own plan, adopt the state model, or work from a plan provided by IPA or IASA.

Illinois law has since changed regarding student outcomes. Public Act 104-0020 (Senate Bill 28), effective July 1, 2025, made

the student growth component optional rather than required in principal evaluations (Illinois General Assembly, 2025). Districts
may continue to incorporate student growth at their discretion. Aspiring superintendents should review their district's current
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evaluation plan to understand how it addresses this change.

The IPEP timeline, which structures the annual evaluation cycle, remains in effect. Table 1.8 summarizes its key dates and required
actions.

Table 1.15 Illinois Principal Evaluation Plan (IPEP): Annual Timeline

Day 1 of School Superintendent issues written notice to each principal that
they will be formally evaluated during the current school year.

By October 1 Goal-setting meeting between superintendent and each
principal. Goals are established for professional practice and,
at the district's discretion, may include student growth
indicators.

Throughout the Year Minimum of two formal observations; informal walk-throughs
and artifact reviews as warranted; ongoing coaching and
feedback conversations.

By February 1 Principal completes a self-assessment using the Illinois
Performance Standards for School Leaders (IPSSL) Rubric.

By March 1 Superintendent completes the written summative evaluation
and conducts a summative conference with each principal.

By April 1 Superintendent notifies the principal of any proposed
reclassification in employment status.

The School Leader Paradigm and the 2024 School Leader Evaluation Plan

In 2024, the IPA expanded on the IPEP with the School Leader Evaluation Plan. This comprehensive resource is rooted in the
School Leader Paradigm, a framework that deepens the IPSSL by identifying essential behaviors across three domains: cultural,
systems, and learning.

The School Leader Evaluation Plan helps districts build growth-oriented evaluation systems. It defines the supervisor's role
through four interconnected functions: coaching, mentoring, leading, and evaluating. These functions are simultaneous and
mutually reinforcing. A superintendent who reduces supervision to the formal evaluation cycle will likely find that principals comply
without genuinely growing.

The plan specifies effective district practices to support principal supervisors. These include developing universal norms, creating
district-wide protocols for regular meetings, and adopting common tools for coaching and evidence collection. Furthermore, the
School Leader Paradigm provides a framework for understanding principal practice that complements the IPSSL rubric. Its three
domains offer a way of organizing observation evidence that goes beyond checklist compliance.
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1.3: Summary

Summary

Chapter 1 Summary

This chapter traced the development of educational leadership standards from NPBEA's founding in 1989 through CAEP's
adoption of the NELP District Level Standards in 2018. Each successive framework—ISLLC, ELCC, PSEL, NELP—built upon its
predecessor, reflecting advances in research and evolving understandings of effective leadership.

ISLLC established a common language organized around knowledge, dispositions, and performances. ELCC translated those
expectations into accreditation-ready program standards. PSEL broadened the frame significantly, centering student well-being,
equity, and cultural responsiveness. NELP brought these commitments into the preparation arena, defining what aspiring leaders
should know and be able to do.

The NELP District Level Standards define the framework for this text. Their seven substantive standards describe the full scope
of a superintendent's professional responsibility. Standard 7 is particularly distinctive, reflecting the superintendent's unique
obligation to navigate governance and advocate for district needs.

Illinois's IPEP, IPSSL, and the IPA School Leader Paradigm illustrate how national standards become operational guidance at the
state level. The recent change making student growth an optional component of principal evaluation reminds us that standards
and legal requirements evolve.

The central insight from all these frameworks is consistent: supervision, evaluation, and professional learning are an integrated,
continuous cycle oriented toward the growth of every principal and the success of every student.

Chapter 2 builds on this foundation by examining the research on what makes principals effective and the growing crisis of
principal burnout that makes sustained investment in the principalship an urgent superintendent responsibility.

This page titled 1.3: Summary is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Mary Zaharis and Denise
Glasgow.
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1.4: Discussion Questions and Exercises

Discussion
Questions &
Exercises

Chapter 1 Discussion Questions & Exercises

Discussion Questions

1. How have educational leadership standards evolved over time, and what factors—shifts in research, demographics, policy,
and accountability—have driven those changes? Which shift do you consider most significant, and why?

2. What does effective supervision of principals look like when it is grounded in current standards? How should a superintendent
balance the evaluative and developmental dimensions of that role?

3. How does the Illinois Principal Evaluation Plan reflect national leadership standards? Where does it align most clearly, and
where, if anywhere, do you see potential gaps?

4, How do PSEL and NELP address equity and cultural responsiveness? What are the practical implications for how a
superintendent evaluates and supports principals in a diverse district?

5. How do the cultural, systems, and learning domains of the IPA School Leader Paradigm connect to the NELP District Level
Standards? Where do these frameworks reinforce each other, and where, if anywhere, do they diverge?

Exercises

1. Create a visual timeline of the development of educational leadership standards from 1989 to 2018. Annotate at least four
key transition points, explaining what drove the change and what it meant for how school leaders are prepared and evaluated.

2. Construct a comparison matrix of ISLLC, ELCC, PSEL, and NELP. Identify at least three themes that persist across all four
frameworks and at least two themes that are substantially new or expanded in PSEL or NELP. What does the pattern of
persistence and change tell you about the field's evolving understanding of school leadership?

3. Using the Illinois Principal Evaluation Plan timeline as a structure, develop the content of a goal-setting meeting between
a superintendent and a principal. Draft two goals: one tied to equity and cultural responsiveness, one tied to instructional
leadership. For each, specify what evidence would demonstrate progress and what coaching conversations you would expect
to have at mid-year.

4. Reflect on your own current leadership practice using the School Leader Paradigm's three domains—cultural, systems, and
learning. Identify one strength and one growth area in each domain. Draft a professional learning plan that addresses your
growth areas over the course of one academic year.

5. Draft a one-page position paper advocating for a district-level policy change aligned to NELP District Level Standard 7.
Identify a specific policy issue, describe the governance process you would use, name the stakeholders you would engage,
and outline the evidence you would present to the school board.
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1.5: Case Study

Case Study

Chapter 1 Case Study: From Compliance to Coherence in Prairie View

Dr. Maya Thompson arrives as the new superintendent of Prairie View School District, a mid-sized Illinois district serving
approximately 8,500 students across eleven schools. Prairie View reflects the demographic complexity of the broader region.
Nearly half of the students qualify for free or reduced lunch, over twenty languages are spoken at home, and growing populations
of multilingual learners and students receiving special education services have put pressure on existing systems.

When Dr. Thompson reviews the district's approach to principal evaluation, she finds significant inconsistency. Some schools
operate with language drawn from older frameworks; others use fragments of PSEL without a coherent structure. Timelines vary
by building. Feedback to principals ranges from detailed-but-inconsistent to cursory end-of-year summaries. The system meets
minimum legal requirements but does not appear to drive growth, and there is no clear evidence that evaluation conversations
connect to student learning outcomes.

Dr. Thompson believes the district can do better. She commits to aligning Prairie View's supervision and evaluation system with
PSEL, the NELP District Level Standards, the IPSSL rubric, and the IPEP timeline. She convenes an Evaluator Cohort—herself,
the assistant superintendent, and two directors—to build a crosswalk between observation evidence and standards, update job
descriptions, and establish common protocols for goal-setting, observations, and feedback. She issues day-one evaluation notices
to all principals and schedules individual goal-setting meetings by October 1.

By mid-year, the results are uneven. Some principals respond well to the clarified expectations and more structured feedback
cycles. Others feel that the new system adds burden without adding meaning. Two evaluators in the cohort give feedback that
is technically accurate but fails to push principals toward deeper reflection. Furthermore, several principals raise a concern that
surfaces frequently in districts trying to improve their evaluation systems: equity goals are treated as a compliance requirement
rather than as genuine instructional work.

Discussion Questions

The questions below are designed to support extended reflection and discussion. There are no single correct answers. They ask
you to reason through the tensions and competing demands that characterize real superintendent leadership.

1. How should Dr. Thompson address the inconsistency within her Evaluator Cohort—particularly the gap between technically
accurate feedback and genuinely developmental feedback? What would you do in her position?

2. Several principals feel that the new evaluation system adds burden without adding meaning. What conditions or practices
might explain that perception, and what might Dr. Thompson do to shift it?

3. How can the district embed equity and cultural responsiveness into the goal-setting and feedback cycle in a way that feels
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integral to instructional leadership rather than an additional compliance layer?

4. The IPEP timeline structures the formal evaluation calendar, but principals' growth happens throughout the year. How might
a superintendent design a supervision system that honors the timeline while also creating space for ongoing, informal
professional conversation?

5. Reflecting on the NELP District Level Standards introduced in this chapter: which two or three standards do you believe are
most directly implicated in the challenges Dr. Thompson faces? What evidence from the case supports your reasoning?

This page titled 1.5: Case Study is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Mary Zaharis and Denise
Glasgow.
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2.1: Objectives

Objectives

Chapter 2 Objectives: The Principal Difference: Leadership Qualities of
Effective School Leaders

After reading this chapter, readers will be able to:

e Explain the relationship between principal effectiveness and student achievement, citing key research findings.

e Describe how principals influence school climate, teacher quality, and student outcomes through instructional and relational
leadership.

o Identify the three core leadership domains of effective principals: interpersonal skills, instructional leadership, and school
culture and climate.

e Analyze the components of emotional intelligence and their relevance to principal leadership practice.

e Evaluate the implications of principal turnover for school stability, teacher performance, and student achievement.

e Propose strategies for districts to support principal well-being and retention, including mentoring, coaching, peer networks,
and differentiated evaluation.

This page titled 2.1: Objectives is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Mary Zaharis and Denise
Glasgow.
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2.2: Narrative

Narrative

Chapter 2 Narrative

“An expanding base of knowledge from research and practice shows that educational leaders influence student
achievement by creating challenging but also caring and supportive conditions conducive to each student’s learning.
They relentlessly develop and support teachers, create positive working conditions, effectively allocate resources,
construct appropriate organizational policies and systems, and engage in other deep and meaningful work outside of
the classroom that has a powerful impact on what happens inside it.” (NPBEA, 2015)

Introduction

School quality links closely to leadership effectiveness. Strong leaders and strong schools tend to appear together, just as weak
leadership and struggling schools reinforce one another (Grissom & Bartanen, 2018). Decades of research establish that among
all school-based factors affecting student learning, leadership is second only to teaching. Furthermore, the gap between those two
factors is smaller than commonly assumed. A principal at the 75th percentile of effectiveness generates nearly three additional
months of student learning in reading and mathematics compared to a below-average principal. Unlike a teacher, whose impact
concentrates in a single classroom, a principal's effect distributes across every student in the building (Grissom, Egalite, &
Lindsay, 2021).

This finding is consequential for aspiring superintendents because it demands action. If the principal is that important, then how
a superintendent recruits, places, supervises, evaluates, and develops principals represents the highest-leverage work a district
leader can do. The research is unambiguous: the difference between an average principal and an effective one can account for
up to 20 percentage points of academic achievement (Grissom et al., 2021). Effective principals are not born. Districts develop,
support, and retain them through deliberate investment.

This chapter examines the leadership qualities that define effective principals. It explores the interpersonal skills, instructional
leadership practices, and culture-building behaviors that distinguish leaders who help schools thrive from those who merely
manage them. It also confronts an increasingly urgent challenge that superintendents cannot ignore: principal burnout and
attrition. Understanding why effective principals leave, what it costs when they do, and what districts can do to keep them are
central concerns for a superintendent.

The chapter unfolds in three movements. The first establishes the research on principal impact and the qualities associated
with effectiveness. The second examines the growing crisis of principal well-being and retention. The third turns to the
superintendent's responsibility: building, supporting, and sustaining a stable, effective principal workforce. Throughout, the
chapter connects to the NELP District Level Standards introduced in Chapter 1. It particularly emphasizes Standards 4 and 6,
which address the superintendent's obligations for developing school leaders and managing human capital systems.
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The Impact of Principal Leadership

Researchers have built the modern understanding of principal impact over several decades of rigorous study. A landmark 2004
study commissioned by the Wallace Foundation, How Leadership Influences Student Learning (Leithwood, Louis, Anderson,
& Wahlstrom, 2004), established the foundational finding. It concluded that school leadership is second only to classroom
instruction among all school-related factors contributing to student learning. That report catalyzed a national shift in attention
toward the principalship. It prompted states to adopt leadership standards, districts to invest in principal pipelines, and
researchers to study principal effectiveness with the rigor previously reserved for teacher quality.

A 2021 update to that work drew on 219 high-quality studies and six rigorous longitudinal analyses tracking over 22,000 principals
across Miami-Dade and Chicago. It found that earlier research likely understated the importance of principals (Grissom et al.,
2021). The updated evidence showed that an effective principal generates nearly as much additional student learning as an
effective teacher, but across an entire school. The principal's effects also proved broader, extending beyond test scores to include
teacher satisfaction and retention, student attendance, and reductions in disciplinary incidents.

Principal effects on student learning are largely indirect. They flow primarily through the principal's influence on three channels:
the quality of teachers the school attracts and retains, the professional development those teachers receive, and the conditions
for teaching and learning the principal creates (Leithwood et al., 2004; Grissom et al,, 2021). Understanding these channels
has direct implications for principal supervision. Evaluating a principal solely on student test scores misses the most significant
mechanisms of principal influence: teacher quality, professional culture, and organizational conditions.

The principal's importance amplifies in schools serving students with the greatest needs. Multiple studies find that effective
principals have their strongest impact in high-poverty, high-need schools. In these settings, strong leadership often becomes
the decisive factor in whether a school improves or declines (Chenoweth & Theokas, 2013; Miller, 2023). Conversely, principal
ineffectiveness in these settings proves especially costly because students have fewer compensating advantages. For the equity-
committed superintendent, the quality of principal placement and support in challenging schools is a moral imperative, not just
an operational question.

Today’s School Leader

The principal's role has never been simple, but the contemporary principalship is notably more demanding than a generation ago.
Earlier principals primarily managed buildings. Today's school leaders must simultaneously serve as instructional visionaries, data
analysts, culture builders, family engagement specialists, human capital managers, community liaisons, and policy implementers.
They often do this without adequate administrative support and under significant public scrutiny and political pressure (NAESP,
2013).

Table 2.1 illustrates the breadth of the modern principal's responsibilities. As you review it, consider the scope of expectations
and the degree to which these domains require distinctly different knowledge bases, skill sets, and modes of engagement. No
individual principal excels equally across all of them. This reality underscores why effective superintendent support, coaching, and
differentiated evaluation matter so much.

Table 2.1 Domains of Principal Responsibility in Today's Schools

Domain Principal Responsibilities

Instructional Leadership Setting academic vision and high standards; overseeing
curriculum and assessment; conducting classroom
observations; building professional learning communities.

Human Capital Management Hiring, developing, evaluating, and retaining teachers;
fostering a collaborative professional culture; managing
succession.
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Domain Principal Responsibilities

Culture and Climate Building relational trust among staff, students, and families;
creating safe, welcoming environments; sustaining a shared
sense of mission.

Community and Family Engagement Communicating proactively with families; building
partnerships with community organizations; representing the
school in the broader district context.

Operations and Administration Managing budgets, facilities, scheduling, and compliance;
overseeing student discipline; coordinating special programs.

Data and Continuous Improvement Using assessment data to guide professional development
and instructional decisions; monitoring progress toward
school improvement goals.

Policy and Advocacy Implementing district and state mandates; advocating for
school needs with district leadership; navigating legal and
contractual requirements.

Understanding the full scope of principal duties is essential for effective supervision and evaluation. A principal's job is an
integrated set of responsibilities that interact and amplify one another, not a collection of discrete tasks. When instructional
leadership suffers, culture suffers. When culture suffers, teacher retention suffers. When teacher retention suffers, student learning
suffers. The superintendent who understands these interdependencies can identify where a principal needs support and provide
it before a downward spiral begins.

In Illinois, districts draw on the Illinois Performance Standards for School Leaders (IPSSL) and the PSEL (2015) standards to
evaluate practicing principals. They use the NELP Standards (2018) to evaluate aspiring school leaders in preparation programs.
The growing national interest in school leadership—reflected in 45 states adopting leadership standards by 2015—signals a field-
wide recognition. Effective school leadership cannot be left to chance or assumed to develop without deliberate preparation and
ongoing support (Miller, 2023).

Core Competencies of the Effective Principal

Research consistently identifies three interconnected domains of competence that distinguish thriving principals from those who
merely maintain the status quo: interpersonal skills, instructional leadership, and the cultivation of a positive school culture and
climate (Krasnoff, Leong, & Siebersma, 2015; Barkman, 2015). While individual principals bring distinctive styles to each domain,
effective leaders develop and deploy all three. This section examines each in turn.

Interpersonal Skills and Emotional Intelligence

Interpersonal skills form the foundation of school leadership. Before leaders implement strategies, launch data cycles, or form
professional learning communities, they must establish trust. Principals who build caring, communicative relationships grounded
in mutual respect create the relational conditions necessary for school improvement (Barkman, 2015; Fahey, 2013). Effective
principals treat every member of the school community with consistent dignity. This is not a leadership technique, but a reflection
of genuine conviction about the worth of every person.
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Central to interpersonal effectiveness is emotional intelligence (EQ). Research defines EQ as the ability to identify, understand,
and manage emotions in oneself and others (Goleman, 1995). Emotional intelligence proves as important as cognitive ability in
determining leadership effectiveness. It is especially consequential in schools, where work is inherently relational and emotionally
charged. Principals face a constant stream of high-stakes, high-emotion situations: a grieving teacher, an escalating student
conflict, a confrontational parent, or a demoralized faculty. How a principal manages their own emotional responses—and how
they read the emotional states of others—determines whether trust grows or erodes.

Goleman (1995) identified four dimensions of emotional intelligence particularly relevant to school leadership. Table 2.2
summarizes each dimension and its specific meaning for a principal's work.

Table 2.2 Dimensions of Emotional Intelligence and Their Meaning for School Leadership

Dimension Meaning for School Leadership

Self-Awareness Recognizing and understanding one's own emotions,
strengths, weaknesses, and values. A self-aware principal
knows how their mood and reactions affect the people around
them.

Self-Management Effectively regulating one's emotions and behaviors,
especially under pressure. Leaders who manage themselves
well model the composure they expect of others.

Social Awareness Perceiving and empathizing with the emotions of others.
Socially aware principals read the room—whether in a staff
meeting, a parent conference, or a student discipline
situation.

Relationship Management Using emotional intelligence to build and sustain nurturing,
productive relationships. This dimension underlies trust-
building, conflict resolution, and collaborative leadership.

Beyond Goleman's foundational framework, educational research highlights the intense emotional labor required of school
leaders. Emotional labor refers to the effort required to manage one's own feelings to create a publicly observable facial and bodily
display that supports the organization's goals (Hochschild, 1983). Principals constantly engage in emotional labor—projecting
calm during a crisis, showing enthusiasm for a new initiative despite personal doubts, or absorbing the anger of a frustrated
parent without retaliating. Mahfouz (2018) notes that when principals lack the emotional intelligence to process this constant
labor, it leads directly to the burnout and attrition discussed later in this chapter.

Furthermore, a principal's emotional intelligence is highly contagious. Boyatzis and McKee (2005) describe this as resonant
leadership. Because staff naturally look to the leader for cues, a principal's mood sets the emotional tone of the entire building.
Resonant leaders use their EQ to tune into the feelings of their staff and guide the emotional climate in a positive direction.
Conversely, "dissonant” leaders—those who lack self-awareness or empathy—create toxic climates that drain teacher energy and
focus.

This emotional resonance directly impacts the instructional core. Tschannen-Moran (2014) demonstrates that a principal's
emotional intelligence is the primary driver of relational trust in a school. When principals demonstrate empathy, vulnerability,
and emotional consistency, they foster teacher collective efficacy—the shared belief among faculty that they can positively impact
student learning. Without the EQ to build that trust, even the most technically sound instructional strategies will fail to take root.

Emotional intelligence is not a fixed trait. Leaders develop it through intentional practice, honest self-reflection, and feedback
from trusted colleagues. For superintendents, this implies that EQ development must be a visible component of principal
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coaching, not an assumed prerequisite. When supervising principals, observing how a leader handles conflict, manages stress,
and builds relationships offers the most revealing evidence of their actual effectiveness. Furthermore, superintendents must
monitor their principals for the exhaustion that comes from chronic emotional labor, providing the support necessary to help
them process the emotional weight of the job.

Building Teams with EQ

A principal rarely leads a school in isolation. While individual emotional intelligence is essential, effective principals must also
cultivate the emotional intelligence of their leadership teams. Bradberry and Greaves (2009) established that while individual
EQ drives personal performance, collective EQ dictates organizational success. Building on this foundation, Greaves and Watkins
(2022) introduced the concept of Team Emotional Intelligence (Team EQ). They argue that a team's EQ is not merely the average
of its members' individual scores. Instead, it represents the shared norms, habits, and emotional culture the group develops to
navigate challenges together.

For a principal, this means intentionally developing the Team EQ of their administrative team, instructional coaches, and
department chairs. Greaves and Watkins (2022) identify core skills for team EQ, including team emotion awareness and team
emotion management. A leadership team with high EQ recognizes its collective stress levels during a crisis. It establishes
productive norms for managing conflict during difficult data meetings. Furthermore, it maintains healthy boundaries and
supportive relationships, both internally among members and externally with the broader faculty.

For superintendents, this research adds a critical layer to principal supervision. A superintendent must evaluate not only how a
principal manages their own emotions, but how they build emotional capacity within their teams. Coaching conversations should
prompt principals to reflect on their team's emotional habits. When a principal successfully builds a leadership team with high
EQ, they distribute the emotional labor of school leadership. This reduces their own risk of burnout while creating a more resilient
school culture.

Instructional Leadership

Effective school leaders engage in instructionally focused interactions with teachers consistently, not episodically. The
instructional-focused principal shapes a vision of academic success, sets direction based on high standards, and continually
seeks to improve teaching through evidence-based professional development (Grissom et al.,, 2021; Leithwood et al., 2004).
Instructional leadership is an orientation toward the work, not a checklist. It requires a persistent focus on whether students are
learning and what adults can do to improve those outcomes.

The instructional leader creates a hospitable climate for quality teaching and learning. In this environment, leaders encourage
professional risk-taking, provide honest feedback, and model the highest standards of practice. They manage the hiring and
retention of quality teachers with the same intentionality they bring to curriculum adoption. They cultivate leadership in others so
the school's vision distributes across a professional community sharing responsibility for student success (Krasnoff et al., 2015;
Leithwood et al., 2009).

For superintendents, instructional leadership is not simply a checkbox on an evaluation form. It is the domain most directly
connected to student outcomes. Supervising principals through NELP District Level Standard 4 requires the superintendent
to have a clear picture of instructional practices in each building. The superintendent must coach principals toward deeper,
sustained engagement with the instructional core.

School Culture and Climate

Strong principals understand that sustainable academic improvement requires a healthy school culture and a positive climate.
Culture refers to the shared values, beliefs, and norms governing behavior. It answers implicit questions: Are teachers trusted?
Do students feel safe? Is professional learning taken seriously? Climate is the lived experience of those values: the tone of the
hallways, the quality of faculty meetings, and the degree to which families feel welcomed.

Principals contribute to a positive culture and climate through specific behaviors. They empower teachers to make classroom
decisions, create a sense of collective responsibility, build structures for professional learning within the school day, and model
expected professionalism (Grissom et al., 2021; Habegger, 2008). In high-achieving schools, teachers describe themselves as
valued professionals with the latitude to exercise expertise, not as compliant implementers of mandates (Leithwood et al., 2009).
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A positive school culture does not emerge from a retreat or a mission statement. Leaders build it through hundreds of
daily interactions demonstrating consistency between stated values and observable behavior. Parents feel genuinely welcomed.
Teachers receive honest, growth-oriented feedback. Students experience their school as a place of belonging. The superintendent
assessing a principal's culture-building effectiveness must look beyond survey scores to these observable patterns of relationship
and behavior.

Principals Who Excel in High-Needs Schools

Chenoweth and Theokas (2013) provide highly instructive research on effective principals. They examined 33 principals in high-
achieving, high-need schools across 19 states. These schools served predominantly low-income students and students of color
yet consistently outperformed district and state averages. The researchers found that these principals shared four common
characteristics explaining their schools' exceptional outcomes.

First, instruction remained genuinely at the center of their daily focus. They believed the school—not the student—held the
responsibility to ensure high-quality instruction reached every child. They managed time and resources accordingly. Second,
all principals in the study had spent at least ten years in the classroom. This experience provided credibility, a grounded
understanding of practice, and the ability to distinguish excellent teaching from mediocre performance. Third, they applied
a systems-thinking approach. They understood student outcomes as the product of interconnected organizational elements
and built collaborative structures to address problems simultaneously. Fourth, evidence drove their professional development
decisions. Student learning data guided what professional development was offered, who received it, and how its impact was
assessed.

A disciplined orientation toward results and an unwavering belief in student capacity unifies these four characteristics. For
the superintendent, this framework offers a useful lens for evaluation and coaching: Are feedback conversations anchored to
instructional quality? Does the principal approach improvement as a systems challenge? Is professional development grounded
in data? The answers reveal whether a principal operates at the level of effectiveness required for genuine school transformation.

Principal Well-Being and Retention: The Superintendent's Responsibility

The research on principal effectiveness justifies sustained district investment in principal development. However, a second,
increasingly urgent reason demands superintendent attention: the profession is under significant strain, and the consequences
of losing effective leaders are severe.

Post-pandemic surveys document a troubling convergence of pressures on school leaders. Principal burnout—the exhaustion
accumulating when demands chronically exceed capacity—has been called the "invisible crisis" of the K-12 workforce (Better
Leaders Better Schools, 2023). Unlike teacher shortages, principal attrition occurs quietly, one building at a time. Yet, its effects
ripple through the entire school community.

The Scope of the Problem

The scale of principal turnover is significant. Estimates indicate approximately 16 percent of principals resigned or retired during
the 2021-2022 school year. This rate ticks upward, particularly in high-poverty districts (Diliberti et al., 2024; Diliberti & Schwartz,
2023). An earlier MetLife (2012) survey found one-third of principals actively considered leaving their jobs, a figure preceding
pandemic stressors. Recently, Illinois Principals Association data suggests 42 percent of principals are considering leaving the
profession—a figure that should give every superintendent pause (IPA, 2024).

The School Leaders Network documented that only one in four principals remains in a position for more than five years. Fifty
percent of first-year principals do not survive past year three (New Teacher Center, 2018). In Illinois, schools average two
principals every six years. This turnover rate makes sustained school improvement extraordinarily difficult. Nationally, principal
turnover matches or exceeds pre-pandemic levels, suggesting temporary stabilization has dissipated.

The forces driving this exodus are clear. Principals report working over 60 hours per week. They describe a mounting list
of responsibilities—instructional visionary, data analyst, disciplinarian, budget manager, compliance officer, and crisis
manager—that no single individual can execute well simultaneously (NAESP, 2013). A recent PDK Poll (2024) reported that 31
percent of principals received threats from the public, primarily from parents and community members. The polarization of public
opinion about K-12 education adds political pressure that falls directly on principals (Gallup, 2022).
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The consequences of high turnover extend beyond the $75,000 replacement cost (New Teacher Center, 2018). Table 2.3
summarizes the broader consequences of principal instability for schools, teachers, and students.

Table 2.3 Consequences of Principal Turnover: Research Evidence

Consequence Research Evidence

Time to Build Trust Research suggests it takes three to five years for a new
principal to build the trust of the faculty and school
community needed to provide a stable foundation for
learning.

Time to Impact Achievement It may take an average of five years for a principal to fully
establish a vision, mobilize staff, and implement practices
that produce measurable gains in student achievement
(Grissom et al., 2021; Levin et al., 2019).

Cost of Replacement Conservative estimates place the cost to develop, hire, and
onboard a new principal at approximately $75,800, not
counting the disruption to instructional continuity (New
Teacher Center, 2018).

Teacher Performance High principal turnover creates instability in teacher
performance. Teachers who work through multiple principal
transitions show lower professional satisfaction and higher
attrition rates.

Student Achievement Schools with higher principal churn consistently show lower
student achievement, with the lowest-performing schools
typically experiencing the shortest principal tenures.

Disproportionate Impact High-poverty schools, rural districts, and schools serving high
proportions of students of color bear the greatest burden of
principal turnover—and therefore its consequences for
students.

These findings underscore a crucial point: principal turnover is not a neutral event. Every time a school loses a principal who was
building trust and developing teachers, that work must begin again. The new principal inherits a wary community. Aligned teachers
may quietly disengage or leave. Students in schools with chronic churn may go their entire enrollment without experiencing the
stable leadership essential to achievement.

What Districts Can Do

Principal turnover is not inevitable. Research identifies specific district practices that meaningfully reduce attrition and improve
effectiveness (Grissom et al., 2021; Levin et al., 2019; IPA, 2024; New Teacher Center, 2018). These practices share a common
orientation: they treat principals as professionals deserving deliberate development, not as replaceable operational assets.

Superintendents must lead efforts providing individualized coaching, establishing differentiated performance expectations, and
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delivering formative feedback with genuine growth intent. Creating learning plans based on evaluation findings transforms the
evaluation from a compliance event into a continuous professional learning cycle. Table 2.4 summarizes six evidence-based
strategies districts can implement to support principal retention.

Table 2.4 District Strategies for Supporting Principal Retention and Well-Being

Strategy Description and Rationale

Principal Pipeline Programs Structured pathways that identify, prepare, and place qualified
candidates—reducing the disruption of unplanned vacancies
and improving the match between leader and school context.

Mentoring and Coaching One-to-one support from experienced practitioners focused
on instructional leadership and problem of practice. Effective
for both novice and experienced principals; critical in the first
three years.

Peer Networks Structured groups of principals who meet regularly to share
challenges, build accountability, and problem-solve
collaboratively. Research indicates that peer networks
improve leadership tenacity and retention.

Differentiated Evaluation Performance rubrics and feedback processes calibrated to
career stage—distinguishing between the needs of a first-year
principal and a veteran leader in need of stretch goals.

Workload and Capacity Supports Administrative staff, clerical support, assistant principals, and
distributed leadership structures that free principals to focus
on instructional and relational leadership rather than
operational tasks.

Well-Being and Recognition Explicit district attention to principal morale, mental health
resources, professional recognition, and the conditions that
allow leaders to sustain their work over time.

The Illinois Principals Association's report, Effective and Sustained Principals for Every Illinois Community (2024), makes the
stakes plain: a stable principal workforce is an equity goal. Schools in communities needing sustained leadership experience the
highest turnover. Until districts treat principal well-being with the urgency they bring to student achievement, the cycle of churn
will continue to undermine desired outcomes.

This connects directly to NELP District Level Standard 6. This standard requires district leaders to develop coordinated, data-
informed systems for hiring, retaining, supervising, and developing school staff. Principal retention is a strategic responsibility
embedded in the superintendent's core obligations. A district investing in principal pipelines and differentiated support is doing
exactly what the standards describe as the foundation of collective instructional capacity.

This page titled 2.2: Narrative is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Mary Zaharis and Denise
Glasgow.

©® 38 (2.2.8)


https://socialsci.libretexts.org/Bookshelves/Education_and_Professional_Development/The_Superintendents_Role_in_Supervision_Evaluation_and_Professional_Learning_of_Principals/02%3A_The_Principal_Difference-_Leadership_Qualities_of_Effective_School_Leaders/2.02%3A_Narrative
https://creativecommons.org/licenses/by/4.0/

LibreTexts"

2.3: Summary

Summary

Chapter 2 Summary

This chapter established the research foundation for understanding why the principal matters. It demonstrated that principal
effectiveness generates nearly as much additional student learning as teacher effectiveness. Furthermore, its impact distributes
across an entire school, reaching teacher retention, student attendance, and school climate.

The three core competencies of effective principals—interpersonal skills, instructional leadership, and school culture
development—form an integrated repertoire. Interpersonal skills create relational trust. Instructional leadership defines the
direction. A healthy culture sustains the conditions under which both can be practiced. The most effective leaders in challenging
settings bring all three domains to bear simultaneously, anchoring their work in the belief that every student can learn.

The chapter also confronted the growing crisis of principal burnout and attrition. Principal turnover is costly financially,
academically, and relationally. Effective superintendents respond by building district systems that actively support principal well-
being, growth, and longevity. Mentoring, coaching, peer networks, differentiated evaluation, and workload supports form the
infrastructure of a sustainable principal workforce.

Chapter 3 will turn to the practical architecture of principal supervision and evaluation: the frameworks, tools, and cycles that
allow superintendents to hold principals accountable while genuinely supporting their professional growth.

This page titled 2.3: Summary is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Mary Zaharis and Denise
Glasgow.
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2.4: Discussion Questions and Exercises

Discussion
Questions &
Exercises

Chapter 2 Discussion Questions and Exercises

Discussion Questions

1. The research identifies principal leadership as second only to teaching in its impact on student learning—yet principal
professional development often receives far less systematic attention than teacher professional development. Why do you
think this gap exists, and what would it take to close it?

2. How can emotional intelligence be developed in practicing principals who may not recognize their own deficits? What is the
superintendent's role in creating conditions where that development can occur without undermining the principal's authority?

3. The research on high-needs schools suggests that the most effective principals share four characteristics: instruction at
the center, substantial classroom experience, systems thinking, and data-driven decision-making. How would you evaluate a
principal against each of these characteristics? What evidence would you look for?

4. Principal turnover is highest in the schools and communities that most need stable, effective leadership. What does this
pattern tell us about the relationship between equity and human capital policy at the district level? What specific actions
would you take as a superintendent to address it?

5. How should a differentiated evaluation system for principals work in practice? What would distinguish the goals, feedback,
and growth expectations for a first-year principal from those for a veteran principal in their eighth year at the same school?

Exercises

1. Using Goleman's four dimensions of emotional intelligence as a framework, conduct a structured self-assessment of your
own EQ as a current or aspiring school leader. For each dimension, identify one specific strength and one growth edge. Draft
a personal development plan that includes two or three concrete actions you will take to build your EQ over the next six
months.

2. Review your district's or a fictional district's principal evaluation rubric. Analyze how well it captures the three core
competencies described in this chapter: interpersonal skills, instructional leadership, and culture and climate. Identify any
significant gaps, and draft language for one new rubric indicator that would address the most important gap you found.

3. Design a district-level Principal Support Plan that addresses the six retention strategies described in Table 2.4. For each
strategy, specify what the district would do, how it would be resourced, who would be responsible, and how its impact would
be evaluated. Present your plan as a proposal to a fictional school board.

4. Using the Chenoweth and Theokas (2013) framework—instruction at the center, classroom experience, systems thinking, and
data-driven decision-making—analyze a school you know or have read about. Where does its current principal demonstrate
these characteristics? Where are the gaps? What would a targeted growth plan for that principal look like?

5. Research the Illinois Principals Association's report Effective and Sustained Principals for Every Illinois Community (2024)
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or a comparable state or national report on principal retention. Identify its three most important findings and explain how
each one should influence the design of a district's human capital management system for principals.

This page titled 2.4: Discussion Questions and Exercises is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by
Mary Zaharis and Denise Glasgow.
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2.5: Case Study

Case Study

Chapter 2 Case Study: The Weight of the Principalship at Westbrook High
School

Dr. Maya Thompson has been superintendent of Prairie View School District for three years. One of her eleven schools, Westbrook
High School, has been a persistent concern. It serves approximately 850 students, nearly 70 percent of whom qualify for free or
reduced lunch, with significant populations of multilingual learners and students with disabilities. For the past four years, student
achievement has remained well below district averages, teacher turnover has been elevated, and the school climate survey scores
have been among the lowest in the district.

Two years ago, Dr. Thompson appointed Marcus Rivera as principal of Westbrook, believing his track record of strong instructional
leadership at a middle school made him a strong candidate for the turnaround challenge. Rivera arrived with energy and genuine
commitment. In his first year, he launched a new professional development structure, restructured the school schedule to increase
instructional time, and began making classroom observations a daily priority. Several veteran teachers responded positively;
others were guarded.

Midway through Rivera's second year, the signals are more mixed. Student achievement data shows modest improvement in
mathematics but no movement in English language arts. Teacher turnover remains high—five teachers left at the end of Year 1 and
three more have already submitted resignations for the end of this year. Rivera himself has mentioned in two recent check-ins with
Dr. Thompson that he is feeling overwhelmed. He is spending the majority of his time on student discipline, parent complaints,
and operational issues, leaving little time for the instructional leadership work he was hired to do. He has not used the district's
coaching resource in six months. In their most recent meeting, he said quietly: "I believe in this school. I just don't know how long
I can keep doing this at this pace."

Dr. Thompson faces a set of decisions that capture the tension at the heart of principal supervision in high-needs schools: how
to hold Rivera accountable for outcomes that are not yet where they need to be, while also recognizing the genuine structural and
personal challenges he is navigating. She is aware that replacing him would be costly, disruptive, and likely to repeat the same

pattern—Westbrook has had four principals in seven years. She also knows that the students of Westbrook cannot afford another
cycle of turnover and restart.

Discussion Questions

The questions below ask you to think as a superintendent, not just as an observer. There are no single right answers—the goal is
reasoned, evidence-grounded thinking about genuinely difficult leadership decisions.

1. How should Dr. Thompson structure her support for Rivera in the short term? What specific resources, adjustments, or
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conversations would you prioritize in the next 90 days?

2. Rivera's time is being consumed by discipline and operations rather than instructional leadership. What organizational or
structural changes could Dr. Thompson make at the district level to free him to focus on instruction? What role does NELP
District Level Standard 6 play in your thinking?

3. How should Dr. Thompson approach Rivera's upcoming summative evaluation? What evidence would you want to see
collected, and how would you frame feedback that is both honest and growth-oriented?

4. If you were Dr. Thompson, what would you need to see from Rivera over the next twelve months to believe that Westbrook
is on a sustainable improvement trajectory? At what point, if any, would you conclude that a leadership change is
necessary—and how would you make that decision?

5. Looking at Westbrook's four-principal-in-seven-years history: what district-level factors beyond the individual principals
might be contributing to the pattern? What would a systemic response look like?

This page titled 2.5: Case Study is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Mary Zaharis and Denise
Glasgow.
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