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INTRODUCTION
If your school has been fortunate enough to have the same head for many years, there are likely to be few, if any, members on the board who previously participated in a search for a school head. When continuity of leadership is not present, it means that the school can rely very little on shared wisdom based on past experience. But, this means the school can think through the strategy for finding the best candidate and making the best choice for the future unencumbered by the past. If your school is searching for a new head after only a few years since your last search, it perhaps has to consider how to make better choices; how to improve its process, and perhaps, its final results. If it has been fortunate to have the same head for many years, it has to consider how it is going to go about the challenge of choosing the best candidate.  What follows is meant to help a school to plan for and execute a search for a new head whether this is the first time in many years or whether your most recent search was just awhile ago and ensure a smooth succession.

THINKING ABOUT THE ROLE OF THE HEAD
Schools develop and change over time and the role of the head in your school ten years ago probably is not the role of the head today.  Even now, the role of your head might be evolving into something new. Therefore, you should not try to mirror the present but rather project ahead 5-10 years. What is most true is that good boards and good heads grow together through time.

Depending on the size of your school and its history, there are at least two ways of categorizing the head's role. While not mutually exclusive, they emphasize different sets of functions. One is that of instructional leader.  In this model, the head is the educational leader in the school.  Giving direction to teachers and curriculum, the instructional leader is the source of the educational direction and the embodiment of Jewish values in the school.  The instructional leader, working closely with the faculty, is directly involved in creating the ambiance of the school in terms both cognitive and affective. The instructional leader is involved directly in issues of pedagogy.  The second model is that of institutional leader. In this model, the head, together with the chair of the board of trustees, has the responsibility for seeing the school whole and moving it forward. As institutional leader the head chooses and manages the faculty and administration and works to educate the board as to the issues the school presently faces and will face in the future.  The institutional leader focuses on the development of capacity and resources  the ideas and policies which will guide the school; the human and financial resources that will make it possible for the school to fulfill its vision.  Just like the instructional leader, the institutional leader exemplifies and represents the school’s values to the staff, students, parents and the extended school community.  

Instructional leadership sees the head as working much more directly with teachers and students. Schools that are in earlier stages of their development and/or smaller in size often emphasize the role of instructional leader while seeking some evidence of abilities in institutional leadership. Large schools, because of their complexity, their need for middle-management, and a host of other factors, tend to locate their requirements for a head along the institutional leadership end of the spectrum.

Institutional leadership puts emphasis on:

· The recruitment of administrators.

· The leadership of the administrative team.

· The development of planning and its implementation.

· The cultivation of friends of the school.

· The cultivation of future trustees.

· The raising of funds.

· The managing of finances.


Whether the school is looking for an instructional leader or an institutional leader, the head of a Solomon Schechter Day School should have:

· A personal commitment to Jewish learning and observance
· A vision of what a Conservative Jewish day school ought to be.
· A Conservative Jewish role model for the community.
· A mentsch with good leadership skills.
Even where there is greater emphasis on institutional leadership, the head still has to be versed in education and have an understanding of the needs of students, their parents and the faculty.  Of course, in either model the head must understand the board’s role in the school.  For that to happen, the board must understand its own role.

.

PREPARING FOR THE SEARCH

The USCJ/SSDSA Placement Service is here to assist Schechter Schools in their search for the best possible candidate to meet their needs.

Though ultimately an obligation of the board of trustees, the board must see to it that the selection of a head is accomplished in a way that is least interruptive to the business of the school. This means that the board must continue its work while taking all steps necessary to assure that the process of selecting a head is one that is well thought out and will meet the school’s needs at the present time and in future years. The search process also provides an extraordinary opportunity for the school to revisit and, if necessary, focus anew on where it is and where it wants to go, articulating for itself the strengths of the school and how the school wishes to function in the future. Simultaneously, the board has to maintain morale and, in some instances, re-establish morale. 

A key to a successful search is a clear understanding by the Board and the members of the search committee and its chair of their collective and individual responsibilities. To assure clarity in this matter and that the search will move forward, maintaining its sense of purpose, both the board and search committee have to spend up-front time organizing themselves and articulating a process and time-line.  All must recognize that the search will be a time-consuming activity. 

During the preparation stage the school will:

· Prepare a position paper on the state of the school

· Prepare the job description

· Develop a budget for the search

· Contact the Department of Education of the United Synagogue of Conservative Judaism and its Solomon Schechter Day School Association  (212-533-7800 ext.2500; cohen@uscj.org)

· Develop a time line

Depending on the school, the board or the search committee or both together, might work on the position paper, job description and budget.  Many schools have found it best to use a study day to work on the crucial steps of clarifying where the school is and wants to go (position paper).  If the tasks of preparing the position paper, job description and budget, are delegated to the search committee, it shall bring the results back to the board for approval.

The chair of the search committee should bring to the search process qualities of strong leadership, a good sense of system, an eye for detail, and the ability to delegate. Members of the committee should be chosen for wisdom, good judgment and for credibility. They should be committed to the overall welfare of the school and not be special pleaders.  Members of the search committee must be informed ( individually in the course of being appointed and collectively at an orientation meeting ( about the range of responsibilities of the committee. These include: recruiting potential candidates, screening of candidates, maintaining contact with candidates, interviewing, possible school visits, checking references, negotiating the contract, and implementing a transition. It is a complicated job which will take extensive time.

Whatever role staff may play, the search is the responsibility of the search committee and, ultimately of the board. Where the present head of the school has served the school for a length of time and is leaving under the best of circumstances ( either for retirement or because of self-betterment ( the head will not have the time to function in his/her present capacity and as staff person for the search committee. Under other conditions, the head certainly should not staff the search committee. The present head may, however, play an important role as advisor to the committee, helping it think through the process. The head might be asked to sit on the search committee. In deciding how the present head will function, it is important for the search committee to weigh the fact that candidates must clearly perceive that they will be responsible to the board and, that even if the head is being granted emeritus status, the present head will no longer function as leader of the school.

A turnover in leadership can be destabilizing for the school community. It can create a great deal of anxiety. The board and the search committee have the obligation from the beginning, to recognize and address that anxiety by focusing the school community on the future in anticipation of new professional leadership. The board and search committee should work together to assure that the school community becomes future-oriented. It must not respond to anxiety by moving hastily.

The board has the obligation, working through and with the search committee, to assure that:

1.
The members of the school community have confidence in the search process.

2.
A process is set in place to assure that the school achieves the kind of results that it wants.  


Communications to the school community via periodic updates help to build and sustain confidence in the process.

THE POSITION PAPER

The board and/or search committee has to set aside time for future thinking. It is the first step in assuring that your school moves from being re-active to pro-active; moves from discussions about the last head to reflection about where the school wants to be the contributions of the exiting head to deliberations about where the school strives to be five years from now.  Past patterns might be informative but they should not be determinative of future action. Reflection will also help the school avoid looking at the choice of a head as the panacea for all the ills of the school.  It should focus the search on looking for a head who can help the school move forward in partnership with the board.

It is important for the board and/or search committee to pause and, using the presence of this significant change in the school, reflect carefully before moving forward. The position paper should contain a description of where the school presently is — its fundamental beliefs and commitments and its present strengths and weaknesses.  In doing so it should gather and, when missing, commit to writing the school’s vision/mission and goals; the school’s challenges; strengths of the school; improvements needed; and, in broad strokes, what the role of the next head will be. This position paper, together with a job description, that describes the head’s role in greater detail will guide the search.  Soon, these will become useful tools in recruiting potential candidates and in determining information you will seek about candidates.

In the past, the school might have undertaken some planning processes and have literature that will be of use in developing the position paper. This material should be assembled and re-visited. Such materials are:

· Materials prepared for accreditation.

· A strategic plan that was developed in the last 5-8 years.

· The results of any board retreats to re-articulate the school’s vision/mission.

· The school’s public relations materials for a fundraising campaign.

· The minutes and reconstruction of discussions surrounding major renovation or the building of new facilities.

· Records of discussions and rationales for the need for additional staff positions.

If your school does not have much planning and policy committed to writing, this is the time to articulate your vision/mission and to discuss openly the school’s challenges in the areas of education, administration, governance and funding. It is important for clarity and for continued reference that this be articulated in writing.  If you do have a lot of the documentation, it should be revisited and reviewed, reaffirmed or changed, and formulated as the state of the school position paper. 

To summarize, this stage of reflection should culminate in the development of a state of the school position paper. It will provide:

· A brief description of the school and its place in the community.

· A vision/mission statement articulating the school’s beliefs and commitments.

· An understanding of the school’s strengths and challenges.

· A statement of consensus on school priorities.

· A clear statement of future goals.

· A description, in broad strokes of the head’s role.

With the position paper as a foundation you can move to the job description, elaborating the head’s role in greater detail. The state of the school position paper and the job description provide the basis for the committee's search for the right candidate.

JOB DESCRIPTION


The job description should be from 1-2 pages.  Basing itself on the position paper, it should contain a brief description of the school, its beliefs and commitments, salient issues and challenges; the role of the head and expected qualifications.


In developing a job description, the search committee will want to take into consideration the views of various stakeholders in the school. If an advisory committee (see p. X) has been formed, it should be the source of stakeholder input.  The search committee would do well to listen to what the advisory committee has to say about the key issues that a new head will need to address.  It might also have some important things to say about the head's qualifications.  Some sample Head of School job descriptions from Solomon Schechter Day Schools will be found in Appendix I.


After a draft of the job description has been completed, it would be good to share it with the advisory committee for additional comment and input.  The final version will, together with other information, be sent to candidates.

BUDGET

The search process needs to be supported by a sufficient budget and adequate staffing. The search, with its attendant cost of advertising, travel expenses, record keeping, and hosting candidates, can be costly.  In its early stages and throughout the process, the search committee will generate much paper work.  It is best if the committee has secretarial help assigned to it.  A well executed search is a critical step in assuring the quality and character of the school. It is not a time for frugality.

TIME LINE


It is important to set a timeline with benchmarks for the search process. It will help keep the committee on a clear path and avoid conflicts with other school and community activities.


A time line is best developed by working backwards from the targeted completion date.  (When do you want to name the school head?  When do you want to interview finalists?  When do you want to interview candidates? etc.)  You will also want to set dates for future committee meetings.  A time lines can be flexible but its existence will help you keep on course.
Once the preparation stage is completed, the objective of the search process is to find candidates, willing and able to serve as head of the school. For assistance and to aid you in facilitating this process your school should turn to the Department of Education of the United Synagogue of Conservative Judaism and the Jewish Educators' Assembly and to the Associate Director of the Department of Education of the United Synagogue, who is responsible for placement. 

As the pool of candidates is developed, the goal becomes to choose the right candidate for this moment in the school’s history.

A Word of Caution
There are certain dangers that schools often face during the search process. It is essential that you avoid them.

1.
Disintegration of cohesion on the board which is often reflected within the search committee. The symptoms of such disintegration are trustees and/or members of the committee who: (a) lobby for particular constituent groups; (b) breach board/committee confidentiality; or, (c) create a division on the board and/or search committee between factions which remained fixed and do not shift with time. The search committee must be peopled with individuals who seek, individually and collectively, the well-being and advancement of the school as a whole.

While there is no simple remedy for this situation, it is important to reiterate over and over that trustees and search committee members bear responsibility, individually and collectively, for the whole school. They must separate their board and committee roles from other interests ( personal or those of subgroups of the school. Sometimes, a well respected member of the committee can function as its conscience, reminding all, at the right moments, of their collective responsibility for the welfare of the school.  At the same time, it is important for the chair to assure that each member of the committee's voice is heard and do everything possible to assure that the sole venues for decision making are the meetings of the search committee and the board as a whole.  This means that there is a sense of discipline and that the only search committee deliberations are those convened by the chairperson (no inner-group meeting and calling the shots).

2.
Inadequate communication. Rumor tends to fill the void of information.  It is very important that the board and search committee, from the beginning and throughout the process, communicate with the school community as a whole. The community should be informed as to what the process will be and where matters are in the course of the process. This can most easily be done by regular updates.  Such updates can go a long way to reduce anxiety.

THE SEARCH COMMITTEE

THE SIZE OF THE SEARCH COMMITTEE

Search committees vary greatly in size from as few as 5 members, made up only of trustees, to as many as 15 persons, sometimes representing all constituencies of the school.

The following structure can be effective in permitting both efficiency of deliberation and the input of stakeholders. The search committee is made up of some 5-7 people, appointed by the board chair with the approval of the board.  Some schools appoint board members and non-members to the search committee. The chair of the board sits as an ex-officio member of the search committee. A separate advisory committee, made up of stakeholders, is established. Its mandate is to have input into the development of the job description, including qualifications and to meet with candidates on the short list who are invited to the school. It provides input to the search committee but, from its inception, it is made clear, that it will not have decision-making power.  Further, it should be mandated to select its own chair and develop its own set of questions to ask candidates.

THE ROLE OF THE ADVISORY COMMITTEE

The advisory committee might include: several faculty members (elected or chosen); one or two staff members; one or two parents (appointed  perhaps the immediate past-presidents of the PO and/or the person most likely to be the next president, if the current Parents Association president is an ex-officio member of the board of trustees); and an alumnus. The advisory committee ranges from 6-10 members.  

It is important to clarify from the outset the expectations of the advisory committee. The purpose of establishing an advisory committee is to help the search committee as it evaluates final candidates. The chair of the search committee should in person clarify this role with the advisory committee’s members.  Its job is to provide input to the search committee. Its insights, thoughts and reactions will be valuable additions to the total information weighed by the search committee in its deliberations.  However, ultimate responsibility for the review of final candidates and making a recommendation to the board is in the hands of the search committee. It is the search committee, and only the search committee, that has the full range of information, including confidential recommendations, on which to base a decision. The advisory committee should be asked to make a report on the strengths and weaknesses of the candidate (including the range of its member' perceptions).  It should not vote on the candidates.  The distinction between feedback and advice, as opposed to a vote, needs to be made clear.

THE DUTIES AND FUNCTIONS OF THE SEARCH COMMITTEE
When accepting membership on the search committee, individuals should commit themselves to attending all committee meetings and all meetings with semi-finalists and finalists unless there is an unavoidable conflict.  

The First Meeting of the Search Committee:

The content of the first meeting of the search committee will depend on whether the board, in preparing for the search, has developed a position paper on the state of the school, a job description and budget. If it has chosen to delegate this to the search committee, these will be the committee’s first order of business. Whatever the case, the first meeting should begin with the chair of the search committee providing its members with an overview of its business.

Amongst its first order of business is the formulation or approval (if developed by the board) of:

· A budget. 

· State of the school position paper.

· A job description for the head.

Other business to be carried on at initial meetings will be:

· Adoption of the time-table.

· The clarification and delegation of areas of responsibility. 

· Setting in place a process for informing and updating the school community.

· Identifying the liaison to the USCJ Education Department’s Placement Service.

Other matters to be taken up early on are:

· Approval of the announcement of the vacancy.

· Determining the information to be sent candidates.

· The establishment of a system for acknowledging applications and notifying candidates of decisions.

As the process continues the following steps must be taken:

· The determination of how many semi-finalists and finalists will be invited to visit the school.
· Developing ways to gather as much information as possible regarding the potential fit between serious candidates in light of the position paper and job description. This will include but not be limited to creating sets of interview questions to be asked all candidates with whom the committee will talk and meet.
· Designating one or more point persons to answer telephone inquiries from candidates.

· Designating who shall be responsible for checking candidates' references. This task must be confined to members of the search committee to protect confidentiality.

· Preparing the candidates — visiting schedule and organizing accommodations for candidates.

· Planning for hospitality that is caring and gracious. Remember you are not only evaluating the candidate; the candidate is evaluating your school and community. (Schools have been known to lose a candidate because they focused only on the efficiency of the interview process. They forgot that all contacts with candidates are also part of the recruitment process.)

· If there is to be a visit to the finalists schools, selecting those who are to make the visit and preparing for it.

· Issuing the announcement of the appointment within the school and the community and any press releases.

· Assuring a good transition for the chosen head.

· Either as part of its final recommendation of the choice of candidates to the board or subsequently, the committee will provide the board with a description and evaluation of the search process.  Remember, that while everyone hopes that there will not be another search for a long time, sometime in the future there will be.

· The chair or one delegated by the chair must take responsibility for purging the files of all the candidates who were not selected to assure that confidentiality is maintained subsequent to the selection of the new head.

· It is good practice to recognize the contributions of the outgoing Head of School and to reinforce public perceptions of a smooth and professional transition.


In summary, it will be necessary to divide the work among committee members.  Make sure to take and keep minutes.  The state of the school position paper will have to be drafted and written.  Ads will have to be prepared and placed (unless you use an agency).  Notes on each candidate will have to be maintained.  Candidate’s visits will have to be planned.  There will be correspondence with candidates.  In addition there will be the preparing of packets for candidates, public relations work, maintaining records, the notices for meetings and preparation of agendas.  Even with secretarial help, committee members will have to do a great deal.

RECRUITING CANDIDATES

The search will now move forward along two lines which, though distinct, might overlap: 


(1)  Recruiting candidates. 


(2)  Evaluating candidates and selecting a head.

PRESENTING THE SCHOOL

Before commencing with the recruiting of candidates, the committee will want to determine what information will be useful to prospective candidates and help attract the right ones.  Having developed a school position paper and job description, part of your work is done. You will want to provide candidates with all, or at least a good amount, of the following data:

· The position paper
· The school.  Provide information about the school’s curriculum, activities, and fundraising.  Prospective candidates should be encouraged to visit the school’s website.

· The students. A chart of enrollment by grades over the last 5 years, a 3-5 year picture of admissions trends, and a 3-5 year chart on attrition. Include an application for admission. Assuming the financial aid policy is stated on the application, you will only need to include additional information about the amounts and percentage of financial aid over the last 3 years.

· The faculty.  Provide a chart with the numbers of faculty (full time and part time) indicated; give the breakdown by numbers of Jewish studies and general studies faculty.  Also provide a statement of tenure policies and indicate the number of faculty with tenure (if this applies); information about salaries and benefits, education, attrition of faculty over the past 3 years, and the number of new faculty hired in each of the last 3 years.

· The administration. Provide an organization chart of the administration, description of the various administrative positions, and information about the background of those holding the various positions.

· The area.  Provide a written description of the area.  Don’t forget to talk about things like weather, housing, cultural resources, the extent of Jewish culture in the area, educational possibilities for the candidate’s children, and other matters that may be attractive to the candidates or their spouses.  (Some of this will be available from the Chamber of Commerce, local bureaus of tourism and from the local Jewish Federation.)

PREPARING AN INFORMATION PACKET

It is important that the materials you provide make a careful distinction between the school’s present state and where the school wants to be.  This will mark your school as being truthful and wise, forward-looking, attractive qualities to any worthy candidate. 

In a cover letter, to candidates who will be interviewed, you might also want to mention the reasons for the opening, the make-up of the search committee and advisory committee. You will certainly want to describe the qualifications for the position and what kinds of professional and personal characteristics are considered desirable. 

Once the packet and the cover letter are formulated, it would be appropriate to share the draft with the board, the advisory committee, and perhaps the present school head to assure that the facts are accurate and that there is a consensus about the school’s self-presentation.

When recruiting, you will want to offer potential candidates an opportunity to speak to someone on the search committee.  Some members of the search committee should be designated point persons to field questions in telephone conversations with potential candidates.  When answering, they should represent the position of the search committee.  Therefore, before you move actively into recruiting, make sure the search committee has consensus about and its members have taken ownership of:
· The mission and vision of the school.

· The personal characteristics and professional qualities it has identified as desirable in the


next head.
· The Jewish background and way of life that it has identified as desirable in the next head.
· What is considered to be the appropriate relationship between the head and the board.

At this juncture, the search committee should have also brainstorm the problems that might be perceived by various candidates. They should then do an honest assessment of the problems and develop responses.  The problems can range from weather conditions to job opportunities for a spouse or a lack of a range of educational possibilities for the Head’s children of a certain age. Time spent on such problems and responses will enable the school to put its best foot forward in advertisements, letters it circulates, and in responding to telephone calls from potential candidates.

Those serving as point persons should be prepared to discuss in greater depth information about local conditions.  (A comparison of local housing costs with housing costs in the area in which the candidate lives can be made on www.homefair.com/homefair/cmr/ salcalc).  Contact persons should also be prepared to discuss some of the outstanding features of the school and some of the challenges that the school faces.  They should emphasize that the school acknowledges the challenges and is looking to work together with a head to meet them. Contact persons will also want to be prepared to discuss the general way the school goes about developing policy and planning and the role of faculty in the school.

RECRUITING

In articulating the qualifications of candidates, particularly those it wishes to make explicit in advertisements and other written material, it might be worthwhile to think of the set of qualifications as being like a net.  The thicker the strands and the more there are, fewer will get through.  The number and difficulty of the requirements you set forth will, to some extent, form a preliminary screen of candidates.  When you announce that 4-5 years experience as an administrator of a school is required, you tend to get candidates with at least that amount of experience. If you indicate 3-5 years of experience, you might get a broader group of candidates.  Determining whom you want to apply and whom you wish to screen out is a balancing act.  Remember, this is a preliminary stage, and a letter of interest does not mean that you cannot eliminate a candidate with a polite note.

At the present time there are not a great number of professionals qualified to lead a Conservative Jewish day school. Therefore, you might not want to make the net too tight and you might want to do some recruiting “outside of the box.”

Placement Service
At the time when the search committee is established, the school should be in touch with the Joint Committee on Placement of Educators of the United Synagogue of Conservative Judaism and the Jewish Educators' Assembly (United Synagogue, 155 Fifth Avenue, New York, NY 10010) and take the steps necessary to list the position.  Few, if any qualified candidates do not know about the Joint Committee, aka the United Synagogue Placement Service.  Qualified candidates who use the service are aware of Solomon Schechter Day Schools looking for heads. In addition, in order to make sure that qualified candidates know about the existence of Solomon Schechter Day School openings, the Placement Service maintains a close relationship with JESNA (Jewish Education Service of North America), another venue for placement.  By contacting the United Synagogue placement service and listing with it, you are also listing with JESNA, and reaching nearly all qualified candidates with sufficient Jewish and education background to lead a Solomon Schechter Day School.  The United Synagogue Placement Service is available only to affiliated Solomon Schechter Day Schools and congregations.  It is provided at no cost to member schools.

Experience has taught that there are rarely, if ever, qualified candidates who turn neither to the United Synagogues or JESNA’s placement service.  Therefore, it is probably wise, if you are also using an executive search consultant, to avoid entering to an exclusive contract which might necessitate the school paying considerable fees for a candidate which the school learns about through the USCJ/SSDSA Placement Service.

Advertising
You will likely want to advertise.  Many schools choose to run an ad in the New York Times.  Some schools have chosen to advertise in the FORWARD, Jerusalem Report and the Jerusalem Post (English edition) since these are widely-read in the United States and Canada. Advertising can be costly, so you will want to determine, early on, the budget it will require. 


Schools generally require prospective candidates to send a resume and/or a letter of interest.

Networking

Many schools use personal contacts to network and cast the recruitment net more widely.  They make personal contact with those who work in the area of Jewish education to inquire whether they know of people who would make outstanding candidates for the opening at their school. Those contacted might make suggestions.  Also, they might not be looking to change positions but might become interested as they come to hear about it.  Be aware that it is inadvisable to consider candidates whose contract with their school extends beyond your hiring target date. 

Preliminary Contact
Although advertising has a role to play in the recruitment process, not the least of which is to assure your school that it has sought the most qualified candidates by casting your net as widely as possible, not all qualified candidates will be prepared to submit a resume without some discussion.  They might want to have a preliminary conversation to determine whether there is a mutual interest and a possible good fit before making themselves available as a candidate. This is why advertisements and other communications should not only provide an address but a “for further information contact” name and telephone number. 

You will want to send to qualified, interested candidates the information packet about the school along with the cover letter.  To help them vet candidates, some schools subsequently request that candidate send a statement of their Jewish commitments and their educational philosophy.

Assessing the Pool and Looking Ahead
Having used the placement service of United Synagogue, run advertisements, and networked using personal contacts, you will be in a position to assess your pool. If the school’s point persons have listened well as they networked and spoken to potential candidates, they will have a good amount of information as to how your school is perceived and questions the candidates have.  Point persons need to keep good records of conversations with potential candidates.  These records will become part of the candidates' files.  When the pool starts to grow, it is a good time for a meeting of the search committee. The focus of this meeting is the refining of the case for candidates considering your school.  Has your school received bad press about how the board has related to the present head?  It is best to acknowledge the perception and indicate the direction in which you tend to move. Are several candidates concerned about employment opportunities for their spouse? Be pro-active. Get in contact with some placement agencies or network within the school community so that you can show that you will work with the selected candidate’s spouse.

You will want to assess carefully how many “real” candidates you have in the pool. Don’t be disturbed if the number is not large. Solomon Schechter Day Schools usually do not have more than 3-5 good candidates. The school needs a few candidates who represent a potential “right fit.” It will choose only one Head of School.

When a candidate does make himself or herself available to you by sending in a resume or letter of intent, get back to them very quickly and inform them about the time frame with which you are working. Let them know when they will hear from you regarding the next step. 

There is no reason to wait until you feel that the recruitment stage is completed to begin interviewing candidates. Interviews can begin as you continue to identify additional candidates. It is possible that some good candidates will make themselves available as the year moves on. 

The recruiting phase of the search the school, in reality, begins an initial evaluation of the candidates.  The Committee decides which candidates to proceed with and those in whom it had no interest.  To those candidates, it is important to write a short, polite letter thanking them for their interest and indicating that "upon review the school does not feel there is an appropriate match."  Wish them well in their future endeavors.

There is a tendency in the search procedure to form impressions of candidates when interviewed early with an ideal image in mind. If you keep careful records of what was said and what were your positive and negative impressions, you will be better able to recreate the interview, and not be boxed into the impressions that were formed before speaking to or meeting several other candidates. This will help when the time comes to compare an early interviewee with later ones. The recent impression the later interviewee makes will be more memorable, not necessarily better.

A Frequently Asked Question
There is a candidate who has expressed orally some interest but is reluctant to send a letter of interest unless we are very serious about considering him/her.  He/she has spent several years at his/her present school and is quite satisfied. She/he does not want to contaminate her/his relationship with his/her school at this early point. He/she is interested.  Our school would be a considerable advance in salary and responsibility.  What should we do?
For a while there might be some “off the record” confidential discussion between the potential candidate and the head of the search committee.  The discussion would provide an opportunity for both parties to do a little “courting” and find out how serious they are.  If the potential candidate is ready to move forward, the school must receive a letter of intent and/or whatever else it requires. This is a delicate matter. Until this time, the potential candidate’s name should not be made known to members of the search committee.  Our world is rather small.  However, when he/she becomes an active candidate, he/she needs to inform his/her school president.  The school could extend the candidate the courtesy of not contacting references until after an interview has taken place and the person is clearly on the short list but, at least, the candidate owes his/her school the courtesy of informing the president that he/she is considering another position.

A candidate in this early "courting" stage will perhaps not have listed with the United Synagogue’s Placement Service.  When the candidate and the school are considering an interview, the candidate should contact the Placement Service.  Candidates can specify that they wish to be listed only for one position and want that kept confidential until an interview takes place.

CONFIDENTIALITY
It is important for all members of the search committee to understand that from the beginning of contact through a point when the candidate is clearly in the running — when the candidate is invited to the school for a first interview — each and every applicant is entitled to confidentiality. This means that the names of candidates should not be discussed beyond the confines of search committee meetings. At the risk of sounding redundant, we reiterate that confidentiality should be absolute.  This means that committee members should be asked not to mention names to friends or a spouse.  The fact is that the Jewish world is small and connected. The mention of a name of a candidate could do them harm if their interest in another position becomes prematurely known in their community. Until the school is going to interview an applicant, its responsibility is to refrain from all acts that might jeopardize a candidate’s standing with their present school.  Likewise, references should only be called when the candidate has given permission to do so.  Ordinarily, this should be before the candidate will be interviewed.  Occasionally, the school might agree to wait until a second, final interview. Candidates must be informed when the school will check references and be told that the school will seek information from others whose names have not been submitted.

Another Frequently Asked Question


We have someone whom the school is very interested in.  We have invited the candidate to an interview.  The candidate insists that references not be checked until such time as we make him/her an offer.  This, of course, includes making independent inquiries.  What should we do?


The most that a school can do is to maintain confidentiality until a candidate becomes a finalist.  This is to extend an unusual courtesy. The truth is that once there is an interview, a candidate's school is likely to hear about it. When the candidate has reached the stage of being a finalist, as a professional, he or she cannot expect the candidacy to remain confidential.  As a finalist, he or she must expect your school to make extensive inquiries.

EVALUATING CANDIDATES
The school has been gathering information about candidates in written form and through personal contact.  Because conversations are sources of information and impressions which will need to be considered later, we emphasize again that written records of conversations be kept, dated and placed into the candidate’s file along with all written communications.

GATHERING INFORMATION


Generally, you will want to check the references of candidates in whom you have an interest before you begin interviewing.  In exceptional cases you might wait until later in the process.  As time goes on, you will use a variety of methods to develop the candidate's folder so it will contain the information you need to decide if the candidate fits the position.  The interview is one means to learn about a candidate, but it is important to remember, throughout the evaluating process, that it is not the sole means.

At this point the folder of the applicant should contain a resume and/or a letter of interest, notes from any conversations held with the candidate, and copies of any written correspondence.  Keep careful written records of all contacts.

Interviewing References and Others

Committee members should all use the same set of questions when calling references about a candidate. Working with the same set of questions will permit easier comparison in the future.  Of course, some questions will not apply in every case and additional questions may always be asked. In preparing themselves for making calls for references, members of the search committee should review the position paper and the job description.  This will provide a very good idea of what information they want to seek.  Then, together, they should develop a set of questions to pose that will reveal as much as possible about the candidate's ability to fill the position as envisioned. You want to learn about strengths and weaknesses.

Your search committee, in the course of time, ought to seek information from all sources which may yield important and valid information. This should be after the first interview.  A word of caution! This does not mean that people in your community should be permitted to call relatives in the city in which a candidate works for information, even if the relative has a child in the school. On the contrary, this must be discouraged and you will want to communicate to the school's constituency that this is not to be done.  In an "update” that is sent before names of candidates become known make sure everyone knows the policy.  Calls for information are the sole responsibility of members of the search committee.  People can offer the names of people whom the search committee might decide to contact.  

The committee must refuse to listen to or encourage gossip.  It should adamantly refuse to hear information from someone who called on their own. While maintaining the Jewish values of not damaging someone’s reputation (motzi shem ra) and not gossiping (lashon hara), the search committee must also do due diligence. It must gather information that might affect its judgment of the candidate’s ability to do the job and represent the values of the school.  


In addition to the references provided by the candidate, the search committee will want to make sure that it has interviewed the person whom the candidate has worked under.  In the case of a current school head, this would mean the chairs of the school's Board of Trustees, present and past.  You will want to speak with people with whom the candidate has worked ( committee heads, administrators, and faculty members.  You might want to speak with a couple of parents in the school.  You also might want to be in touch with some of the Jewish leadership in the community.  A member of the committee might contact one or two of the Conservative rabbis and the head of the Federation.  You might even ask a rabbi in your community to do this.

Questions and Probing


In interviewing references you will want to describe a bit about the school. Let the reference know what will be expected of a person who will be retained as head.  And then begin to ask specific questions.  Try to clarify how long the person has known the candidate and in what context; whether the person is drawing on personal knowledge in response to a question.  Offer vignettes or situations and ask how the candidate might respond to it. People are often hesitant to make recommendations in today's litiginous society.  Therefore you will have to listen closely for hesitations and interpret the silences.  Better still, ask explicitly whether the silence should be interpreted as a negative or a lack of knowledge. Reticence, when it is not a matter of lack of knowledge, often can indicate a "damning with faint praise."


Towards the end of the interview, the interviewer can pose some pointed questions such as, "Can I consider your recommendation to be an unequivocal endorsement of so-and-so's candidacy?  Is there anything else we should know about the candidate?"

FOCUSING IN ON CANDIDATES

 In the process of deciding whom to invite for an interview you might want to have a more in depth conversation with some candidates. This can be done by inviting the candidate to meet face-to-face with one or two members of the search committee.  If distance does not permit, there are other alternatives. A conference call can be arranged with one or two members of the search committee. Some schools have used video conferencing for this purpose. Once again, those interviewing should use the same interview schedule. 

Always remember that your job is not only to get information for future evaluation but to give the candidate a sense that you are interested in him or her. Therefore, look to establish a warm tone and expect to also be interviewed by the candidate.

Reference are one means of getting information about a candidate. You might also ask candidates to respond in writing to one or two specific questions. These might be related to the school’s values and commitments, as articulated in the position paper on the state of the school.

THE INTERVIEW

Interviews take diligent preparation.  You want to use them to learn about the candidates' Jewish and educational commitments and vision, their ability to communicate, their knowledge and intellect, their leadership style, their analytical ability, their understanding of people, and their sense of humor.  Questions have to be developed that will probe these areas.  Help in formulating questions can be found in the appendix.  All interviews should be guided by a previously developed list of interview questions.  Before meeting, the questions should be parceled out to various members of the committee.  However, follow-up questions and additional questions are in place at the discretion of the chair.

By now you should recognize that the interview is an important but not the sole means of gathering information about a candidate. Certainly you will want to know how candidates express themselves orally and you will want to know how they relate interpersonally. The interview serves well for these purposes.  There are, however, other things which you will want to know about a candidate and you should go about gathering information about these matters in a systematic way. You want to know how candidates think on their feet but you also want to know how they deal with topics when they have time to prepare. You want to know how they express themselves in writing.  Ask to see a writing sample, an article from the school bulletin, a position paper or a published article.  You might also ask them to prepare a brief presentation (about 10 minutes) on a topic of the committee's choice for presentation to the search committee and advisory committee.  The candidate can be asked to present a model lesson so you can get a feel for the candidate’s educational style and/or to present a D’var Torah to the search committee or faculty.  All this written material and notes on presentations becomes part of the candidate's folder.

In totality, the folder of each candidate with its record of conversations, reference checks, written materials the candidate presents, records of interviews, and notes on presentations should form a comprehensive picture of the candidates various qualities of personal and professional leadership.

STRUCTURING THE INTERVIEWS


There are several variations on how to structure the interviews.  Much of it will have to do with the number of serious candidates which you have.  In general, the school will want to narrow the field down to two or, the most, three finalists.  In variation #1, there are more than three serious candidates.  The selection will be done in two rounds (  a semi-finalists' round and a finalists' round.  Using this procedure, you will want to invite all the serious candidates to a first round of interviews.  The semi-finalist round will consist of an hour to an hour and a half interview of each candidate by the search committee.  Often schools find it best to do this on a Sunday because all the members of the search committee can make themselves available for a protracted amount of time.  Another reason is that the school is basically vacant.  If you do it on a weekday you will want to use a facility such as a hotel and not the school.  You do not want a whole bunch of candidates traipsing in and out of the school. It will be awkward for them and the school.


It is important that all the interviewers on the search committee be present for all interviews.  In the process of narrowing down the candidates, you will be comparing one to another.  Therefore, there needs to be constancy of participation by members.

In addition to the packet that you have sent out to all those who have shown interest, previous to the interview of semi-finalists, you will want to send each candidate to be interviewed the names and bios of the Search Committee and a school budget.


When scheduling more than one interview in a single day, make sure to leave sufficient time so as to provide a relaxed atmosphere both for the committee and for those being interviewed.  No candidate should have the feeling that the goal was to interview as many as possible.  Each candidate should have time to ask some of his/her questions.  All interviews, now and in the latter round, should have a warm, not adversarial, tone.  Interviews should be scheduled with at least fifteen minute buffer and a fifteen minute period for the committee to have a brief discussion about their immediate reactions.  If possible, you should arrange the schedule and the physical structure of the meeting so that candidates do not meet each other going and coming.  It is a good idea to have somebody not on the search committee serve as the candidates' host.  The host should be present to greet the candidates, offer some light refreshments and answer any general questions that the candidate might have.  

At the completion of each interview, members of the Search Committee should fill out a brief reaction form about the candidate.  This can be a rating scale or it might list the attributes for a head which the committee has agreed upon and leave space for comments after each attribute.  You may choose to combine both the rating scale and comments in the same document.  

NARROWING DOWN THE FIELD


After the Committee has met with all the candidates, it will want to meet again to narrow the field down.  (NOTE:  If there is to be a hiatus of more than a week between meeting one group of semi-finalists and another, it is recommended that the search committee discuss the first round of semi-finalists before too much time elapses.)  If a rating form has been used, one method which will facilitate systematic discussion is to go through the attributes asking committee members who have rated a candidate very high or low in that dimension to explain their reasons.  Ask them to refer to what was said, not said, tone and body language.  After the Committee has gone through all the candidates in this way, it is time for general conversation and to zero in on those who will become finalists.  Sometimes, a ready consensus emerges as to who the top two or three are.  Other times, you might want to use the following technique.  Ask each member of the committee to rate candidates on a scale of one to six.  On a flip chart, record the scores under the name of each candidate.  Sometimes a clear picture will now emerge.  However, it is always worth having some discussion to see if there is a true consensus.  Sometimes it's easy and sometimes it's hard, but ultimately the committee should come down to two or three finalists.

FINALIST ROUND ( SCHOOL VISIT


If you began with more than three candidates and the first round semi-finalist interviews were for about an hour, the round of finalist interviews will bring the candidates in for a day and a half to two days to visit the school and for further interviews. No two candidates should visit at the same time.  The visit will enable the search committee to meet again with the candidate for a second interview and for the advisory committee to meet with each of the finalists.  It is also a time for the finalists to get to know the school and the community.  

When they are being invited to visit the school, travel arrangements should be worked out with the candidates.  One or two people should be assigned to host each candidate.  Out-of-town candidates should be picked up at the airport.  Previous to their visit, they should receive a schedule for the two days with information about each person whom they will meet.  The candidate's input should be solicited regarding the individuals and groups they want to meet; what they want to see in the community in general and what is of particular interest to them in the school.  Sometimes schools want to house candidates at a member's home.  It is better to make reservations for the candidate at a hotel near the school.  Candidates will need "down time" to relax and put their thoughts together.  

During the visit, the school will want to provide opportunities for the candidate to meet with the various administrators (meetings of at least 30-45 minutes) ( the present school head, principals (coordinators of Jewish and general studies), admissions director, development director and business manager.  Candidates should meet with some members of the faculty, some students, and parents.  Some of these meetings can be in small groups or perhaps over lunch.  Certainly the chair of the Board should have a chance to spend considerable time with each finalist.   Of course, you will want to arrange for the candidate to meet with the advisory committee for at least a two-hour session.  The afternoon or the evening of the first day will provide a good time for the search committee to meet with the candidate for a second round interview.  The candidate’s impressions and observations of the school will provide valuable data.


In developing the questions to be asked by both the advisory committee and the Search Committee during the candidates' two-day visit, you will want to focus on questions which will help distinguish between the finalists. Nevertheless, the advisory committee should ask many questions similar to those asked at the first round.  However, they will also have their own questions to ask. 

The crucial thing is that you keep focused on your two goals: 1) to present the school as a very attractive opportunity so that, when you are ready to make an offer, the person will already have chosen the school.  2) after finalists' visits, you will want to be able to choose whom you want to head your school.  

Gathering Information about the Candidate's Visit


After each visit, the chair of the search committee or some members delegated by the chair should interview each person who has met with the candidate.  You want description rather than just opinion, of what was impressive and what were the weaknesses.  The advisory committee should be asked to keep its own records of its interview with candidates.  The chair of the advisory committee will be invited to a meeting of the search committee to make an oral report with as much descriptive information as possible.

VARIATION #2 (  FOR WHEN THERE ARE TWO TO THREE SERIOUS CANDIDATES


In cases where there are only two or three serious candidates, most schools still choose to hold two rounds of interviews.  However, the order of school visit and shorter interview can be reversed.  First, each candidate is invited to spend a two day visit at the school (as described above).  Then some or all are invited back for a second interview.

A VISIT TO THE FINALIST'S SCHOOL

Some search committees choose to visit the finalist’s current school and community with the candidate’s agreement. This should always be arranged by the Chair of the Board/President contacting the Chair of the finalist's school.  The visit should be used to see how the school is run and for brief visits with all those listed for interviews on page 17 (Questions and Probing).  You will likely gather much information.  Remember to take careful notes.

CHOOSING THE HEAD


Whichever variation in the interview process is used, at the end of the process, the search committee needs to make a recommendation to the Board.  Of course, choosing the head will take considerable deliberation.  At this point there is a lot of information in each candidate's folder ( records of conversations, written materials from the candidate, references, conversations with people in the candidate's community ( which will have to be reviewed by all members of the search committee.  There have been the two rounds of interviews.  Take into account the input of those with whom the candidate met and of the advisory committee.

It is important that very little time lapse between completion of the interviews of finalists and the offering of a position.  The candidate you want can end up at another school if he or she is left hanging with a sense of not being a first choice.


A clear favorite might emerge.  In this case, it behooves the search committee to clarify its reasons and the perceived weaknesses of the candidate.  There is no perfect candidate.  How the school can help a candidate grow can also be part of the committee's recommendation. 

If a consensus does not clearly emerge, it will help to re-visit the school's position paper and the job description.  Enumerate the directions projected for the school and the key attributes the school is looking for.  Then, each member of the search committee should rate the finalists for their potential to meet the challenges, accomplish the tasks, and their attributes.  Composite scores for each dimension should be developed followed by a conversation about who should be offered the Head of school position.

In some rare cases, the search committee might bring two names to the Board.  Most often they will recommend one candidate.  It is the search committee's chair's duty to present the recommendation and to answer all Board questions.  In some schools, the Board will want to meet with the final candidate before giving its approval. In other cases all or many members of the Board will have sat at interviews or met the candidate during the two day visit and the Board will not find it necessary to bring the candidate in again except for purposes of negotiating and house-hunting.  


Either the chair of the board, together with the chair of the search committee, or the chair of the search committee negotiates the contract.  Sample contracts are available from the USCJ Department of Education.

While it is unlikely at this point in the process that you will not reach an agreement with your preferred candidate, it remains a possibility until the contract has been signed. It is advisable to bring two names to the Board of Trustees in the event that negotiations with the lead candidate break down.  The Search Committee should not have to go back to the Board for approval of a second candidate, but should have the prior support of the Board and the flexibility to proceed with a back-up plan and extend an offer to the second choice candidate. Confidentiality in this situation is of utmost importance.  The school needs to make its announcement of a new Head of School with full confidence and enthusiasm whether or not the candidate was initially the school’s first choice. 

MAZEL TOV! NOW THAT YOU HAVE A NEW HEAD, YOUR WORK HAS JUST BEGUN!

Placemnt/SSDS Headsearch (b)
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