
1 
 

 

 

Administrative Structure Study 

Kenilworth School District 38 

October 7, 2019 
 

Part 1  Background/Introduction   2 

 

Part II  Review of Research    3-6 

 

Part III  Benchmarking Study   7-10 

 

Part IV  Focus Groups/Surveys/Interviews  11-13 

 

Part V  Summary and Recommendations  14-18  

 

 

 

 

 

 

 

 

 

 

  



2 
 

PART I:  BACKGROUND AND INTRODUCTION 

In June 2019, the Board of Education of Kenilworth School District 38 requested that School 
Exec Connect conduct a study of the current administrative structure and develop 
recommendations for a possible reorganization or modification to the existing structure.   

The study combines academic research, comparisons to other similarly structured school 
districts, and responses to focus group and survey questions to aid in determining 
recommendations for the Board of Education.    

As the consultants assisted in hiring several interim administrators in the summer of 2019, 
discussions about the administrative structure naturally arose during focus groups and interviews 
with teachers, staff, Board members, parents, and community members.  The past decade in 
District 38 has been characterized by frequent administrator turnover, and interested constituents 
discussed whether major or minor changes to the administrative structure, including position 
titles, job descriptions, and assignment of major responsibilities could bring about improvements 
in leadership effectiveness and job satisfaction.   

Frequently cited problems associated with the high turnover rate included overwhelming 
workload in some positions, lack of clarity in lines of authority and job duties, and poor 
communication and teamwork among the administrators.  Positions that should be highly 
desirable jobs in district and school leadership seemed difficult to fill and likely to be abandoned.  
A strong teaching staff, committed community, and excellent students keep academic success 
high, but a strong desire for consistently effective, long-term leadership exists among all 
constituencies. 

After school began, the Administrative Structure Study was formalized and implemented, 
including all elements noted above:  academic research, benchmarking, focus groups, survey, 
and individual interviews.  The focus groups and survey for the Administrative Structure Study 
were completed in conjunction with the research for the Superintendent profile.   

The study also included a review of research done in recent years at Sears School, including 
previous profiles developed when principal and Superintendent jobs became available, the 
Educational Audit conducted last year, and surveys administered in previous years.   

As a result of the study of Kenilworth School District 38’s administrative structure, the 
consultants have developed specific recommendations for Board of Education consideration, 
including a major re-shaping of the Superintendent role and reversion of business and HR 
functions to a management position.  The new Superintendent should be an established 
educational leader who exemplifies instructional leadership shaped by a strong vision.  The 
building-level leaders should help carry out the mission and must work collaboratively with the 
Superintendent, other leaders, and faculty to optimize student development and growth in all 
areas.  The administrative structure must enable District leaders to experience unlimited success, 
not hamper their effectiveness and deployment of their skills.   
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PART II:  REVIEW OF RESEARCH 

Initiating a study of the administrative structure in Kenilworth School District 38 at this time is 
propitious, with several open interim positions and a superintendent vacancy providing an 
opportunity to make major changes in position titles, responsibilities, and reporting relationships 
if necessary.  A goal of this project is to establish a structure for the administrative team that 
functions effectively in the service of students, staff, and families, working together 
collaboratively to create a strong community within the school and in partnership with the 
residents of Kenilworth.  

Three lines of research were explored:  organization and activities of effective leadership, 
especially in small elementary (K-8) schools; workable relationships among administrators, 
particularly between superintendents and principals; and specific leadership strategies in the K-8 
school structure.   Each was relevant in some instances, but each also was limited in its 
applicability to Sears School and the issues facing the District right now.  The research contains 
valuable insights into school organization and leadership but does not provide a concrete answer 
to the question of how many and what kind of administrative positions Sears School needs in 
order to effectuate a stable, effective leadership team.  Relevant research, however, does provide 
guidance as the Board considers the best configuration for the administration, and can be used in 
conjunction with the other parts of this study – benchmarking, survey, focus groups, and 
historical practices at Sears, to make decisions about the ideal administrative structure for 
District 38. 

Organization and activities of effective leadership: “A considerable body of quantitative work 
on school leadership has shown that the effects of leadership on student outcomes are statistically 
significant and that these effects are largely indirect, mediated by school organizational features” 
(Sebastian and Allensworth, 2019, p. 4). Published just last month, this study follows a long line 
of research about which organizational features support successful leadership and positive 
student outcomes, with special attention to small or single-school districts. In 1924, the U.S. 
Bureau of Education conducted a study about the use of personnel and the organization of 
schools in small cities, at that time making up 41% of U.S. cities.  Each of the 838 school 
districts had slightly different configurations for personnel and the study admitted that 
standardization of practice was nearly impossible (Ganders, 1926, p.1).  Leaders in very small 
districts face challenges as identified in studies in Washington, Illinois, and Texas, citing 
administrative role ambiguity, multiple demands on time, and coping with variations in 
constituency expectations as barriers to success.  Conclusions from these studies point to the 
importance of the lead administrator participating in activities that support the District vision and 
support effective classroom instruction.  Schools with less effective levels of 
superintendent/principal leadership and poorer school climate have greater room to grow 
academically as well, and effective leadership behaviors include communicating a focused 
mission and goals; creating an environment of trust and collaboration; and actively supporting 
instruction (Sebastian & Allensworth, p. 14).   Prioritizing these activities and explicitly naming 
them as job responsibilities are important not only to the leader’s success, but to student growth 
and development as well.   Districts need to organize “people, time, and money in ways that are 
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likely to accelerate student performance,” including creation of a growth-oriented adult culture 
(Miles, 2019, p. 2-3).  Teachers need to see the superintendent and principal as the true 
representative educational leaders of the district, exhibiting the ability to reconcile conflicting 
demands, tolerate uncertainty, persuade teachers to take up important work, and clearly 
communicate priorities and expectations (Canales, Tejeda-Delgado, & Slate, 2008, p. 2-5).   

Workable relationships among administrators:  Establishment of empowering relationships is 
a key for the lead administrator, relevant for both fellow administrators and the teaching staff.  
Lower level administrators are highly dependent on the superintendent and/or principal in 
establishing their own effectiveness as a leader.  An effective assistant principal, for instance, 
will function well as a ‘player-manager,’ able to take part equally in instructional matters and 
school leadership, creating close ties with teachers but retaining their ability to supervise and 
mentor.  This teacher-AP relationship, however, is dependent on support and modeling from 
their principal/head of school, a leader who involves the assistants in decision-making and 
encourages managerial as well as leadership responsibilities such as curriculum work and 
professional development implementation (Beltramo, 2014, p. 122-125).  Absence of strong 
relational leadership can lead to the phenomenon of “teacher mobbing” and “organizational 
depression,” characterized by teachers and/or staff who intimidate one another, leading to 
systemic isolation and depression among the staff (Toytok, 2017, p. 168).  Strong relationship 
skills, effective team functioning, and perceptive monitoring of staff will lead to more productive 
and satisfactory working conditions, and most importantly, to better student outcomes.   

Single School K-8 Leadership:  Columbia University professors Weiss and Kipnes extensively 
studied the effects on 6-8 grade students who attended middle schools versus those who attended 
the same school from grades K-8.  They found significant evidence that middle grade students in 
K-8 schools had better grades, less course failure, better attendance, higher self-esteem, and felt 
higher levels of safety in their schools (Weiss & Kipnes, 2006, p. 254).  Additional studies note 
higher levels of parent involvement when their children are in the same school for grades K-8, as 
well as lower levels of student discipline issues and stronger connections between teachers and 
families.  Students appear to do better when they experience fewer transitions from building to 
building during the K-8 years.  Some challenges include the challenge of outfitting buildings to 
meet the needs of the disparate ages of students and the difficulty of finding leadership that can 
effectively manage all ages of students and types of faculty and staff.  Indeed, researcher Paul 
George asks, “What are the attributes of the most effective school leaders for the K-8 setting? 
(George, 2005, p. 11).  Should leaders be equally knowledgeable about elementary and 
secondary education?  While the effects on students attending K-8 schools is strongly positive, 
there is no clear research that addresses the characteristics of the effective leader in a K-8 setting.   

This brief overview of academic research related to school organization and management 
supports findings from our own discussions with staff, parents, and community about the type of 
leaders needed in Sears School.  Leaders at every level should be collaborative team-builders 
who express a strong vision for academic and personal growth in children and spend time visibly 
supporting classroom instruction.   
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PART III:  BENCHMARKING STUDY 

 

Administrative Structure Study 

Kenilworth School District 38 

Study of Similar, Suburban School Districts 
Throughout Illinois, as well as throughout the country, there are a variety of school district 
configurations that represent how schools within those districts are managed.  Probably the most 
unique type of district structure for schools is the Pre-K through 8th grade district in which the 
entire district is housed in a single school.  These districts are unique primarily due to the size of 
the overall enrollment (typically anywhere from 100 to 900 students), as well as the 
administrative structure that is required to maintain both the District-level and School-level 
responsibilities.  This study will identify how similar one-school districts structure their 
administrations to address and accommodate the unique needs and roles in this type of school 
district. 

The Study 
The focus of this study is based on other suburban single-school districts primarily located in the 
Chicago area.  Although there are a number of single-school districts throughout the State, most 
of the single-school districts outside the Chicago suburbs are in rural areas that are not 
comparable to suburban areas for numerous reasons, primarily based on district finances.  Rural 
areas are taxed at a much different rate, and the budgets of rural districts are often considerably 
less than those in suburban districts.  As a result, administrators in these smaller, rural districts 
wear all or most of the administrative hats in their respective district—superintendent, 
CSBO/Business Manager, Curriculum, and Principal—and are typically paid at a much lower 
rate than administrators in the suburban areas.   

For this study, 19 suburban single-school districts were surveyed to determine what their 
administrative structures were, the approximate cost of that structure, and how effective they 
believed they were with their current administrative structures in place.  Of the 19 districts 
surveyed, 16 responded (84%), an excellent return for this type of study.   This study will address 
the roles of the Superintendent, the other administrative roles/positions in districts, the 
approximate cost of those administrations, and the overall effectiveness of the various 
administrative structures. 

The Superintendent 
The role of the superintendent in each of the 16 districts that responded is different in each of 
them, depending on the size of the district as well as the other administrative positions employed 
in those districts. 

In 15 of the 16 districts that responded, the title of Superintendent as a stand-alone title is 
dominant, regardless of the other roles each superintendent plays in those districts.  The only 
exception is one district in which the superintendent also serves as the principal, and therefore 
carries the title of Superintendent/Principal.  This was not the smallest district that responded, but 
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their structure simply reflects the way that district chooses to describe their superintendent’s role.  
It should be noted that this district has an enrollment of 310 students. 

The only other unique structure reported was that of a part-time superintendent who works 120 
days, but also has full-time positions for CSBO, Curriculum administrator, and Principal.  This 
district was the smallest district reporting (based on enrollment) with a total of 165 students.  
Aside from being a part-time superintendent (who is a retiree serving a maximum of 120 days), 
this superintendent also serves the function of Human Resources for the district. 

The remaining 14 of 16 districts are all served by a single, full-time Superintendent who, in each 
of the 14 cases, serves the district in at least one (if not multiple) capacities.  Two (2) 
superintendents solely identified themselves as superintendents without listing any other specific 
administrative function they may be serving.  Both of them reported having a total of 6 Full-
Time Employees (FTE’s) serving in administrative roles in their districts, with enrollments of 
453 and 930, respectively. 

Clearly, the majority of the superintendents who responded serve in other significant roles in 
their districts.  Of the remaining 12 superintendents whose roles were not yet specifically 
identified in a previously unique way, 6 of them (50%) serve as the CSBO/Business Managers, 
while 8 of them (67%) serve in Curriculum/Assessment roles.  In addition, 13 of the 16 
respondents reported being responsible for Human Resources, while only 3 of them (25%) 
reported being responsible for Special Education/Student Services in their respective districts.  
Even lower percentages were reported for superintendents being in charge of either 
Transportation or Technology, although these roles were identified by superintendents as their 
responsibility. 

Based on the responses to this survey, the role of the superintendent in a single-school district is 
expected to be one that will serve in more than one official administrative capacity, but that 
depending on that superintendent’s areas of strength, may vary from district to district.  Other 
roles assigned to the superintendent are typically not a part of the Superintendent’s title, with the 
exception of the Superintendent/Principal designation.  Based on this researcher’s experience, 
this is also consistent with superintendents’ titles across the State where more than one major 
role is served by the superintendent. 

Other Administrative Roles/Positions in Districts 
Since it has been established that superintendents in single-school districts typically wear 
multiple hats, the researcher surveyed superintendents to determine which roles are most typical 
for superintendents to serve. 

Reviewing our initial sample of 16 school districts, 6 superintendents (38%) reported serving as 
the CSBO/Business Manager, 8 reported (50%) serving in the Curriculum/Assessment role, 
while 3 of them (19%) reported serving in Student Services/Special Education role.  That 
comprises over 100% of those surveyed, demonstrating that all superintendents serve at least in 
one of those three capacities. 
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However, of the three additional roles identified—CSBO, Curriculum, and Student Services—6 
superintendents reported being responsible for 2 or more of those three areas identified.  In other 
words, in addition to serving as superintendent, they are also responsible for the CSBO and 
Curriculum responsibilities, or the Curriculum and Student Services responsibilities.  No 
superintendents reported being responsible for CSBO and Student Services duties. 

Finally, the surveys showed that the Human Resource component is typically a superintendent’s 
responsibility, in that 13 of 16 superintendents (77%) responded that they are responsible for the 
Human Resources in their districts.  This is in addition to the other responsibilities mentioned 
earlier that superintendents are responsible for. 

Approximate Costs of Administrative Structures 
To establish some baseline costs for the administrative structures, the survey asked 
superintendents how many Full-Time Employees (FTEs) their districts designated as 
Administrators (based on the roles outlined earlier in this study).  For this part of the study, the 
results will be shared in ranges, along with some specific data that will attempt to demonstrate 
some patterns to the ranges. 

Of all districts surveyed, two (2) FTEs were reported as the fewest number of administrators in a 
district—namely a superintendent and a principal—serving a total of 220 students, at a cost of 
$320,000.  In that district, those two administrators are responsible for serving all the roles and 
capacities outlined earlier in this study.  This equates to $160,000 per administrator.  Costs 
reflect base salary and District-paid TRS. 

On the other end of the range, almost six and a half (6.4) FTE’s were reported by another district, 
which is the highest number, but it was from the district that also had the highest total enrollment 
in a single, Pre-K thru 8th Grade School—930 students—at a cost of $930,000.  This equates to 
$145,000 per administrator; less than the smaller district listed above. 

With those districts being the highest and the lowest districts reporting, the average enrollment 
for all the districts responding was 478 students.  The average reported number of FTEs was 
3.58, at an average total cost of $468,000.  The average cost, therefore, of one FTE administrator 
was approximately $131,000.  Although this number is less than either of the samples cited 
above, it demonstrates an average cost of administrative structure for single-school districts.  
There are a multitude of variables that can also be considered to determine the overall costs for 
an administration, but the benefit of doing so is minimal as one reviews the cost of an 
administrative structure in a district. 

Effectiveness of Administrative Structures  
Each of the districts reporting are pleased with their current administrative structure as it is now.  
In those 16 districts, the average tenure of the superintendents in their single-school districts is 5 
years, with three of the superintendents being brand new in their districts this year, and three 
other superintendents planning to retire from those districts at the end of this year. 

With regard to which of those districts has a structure that has been most effective, this 
researcher would have to conclude that each of those districts reporting recognized the 
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challenges of addressing the needs within their districts, and have created the administrative 
structures required to meet those needs effectively.  Each of the districts responding are thriving, 
high-quality districts that have experienced relatively low administrative turnover compared to 
other school districts in their respective regions, regardless of size. 

A superintendent in a single-school district must recognize that he/she will have to utilize his/her 
talents to be successful in that role, and must be willing to surround him/herself with quality, 
capable administrative team members who are also willing to collaborate closely and share 
responsibilities to ensure that student, staff, and community needs are being met in an effective 
and responsive manner.    

 

Responding School Districts: 

Komarek School District 94, North Riverside 
Pennoyer SD79, Norridge 
Rockdale SD 84, Rockdale 
Lindop SD 92, Broadview 
Fairview 72, Skokie 
East Prairie , Skokie 
Bannockburn 106, Bannockburn 
River Grove SD85.5, River Grove 
Taft SD 90, Lockport 
Rosemont District 78, Rosemont 
Hillside School District 93, Hillside 
Rhodes School District 84.5, River Grove 
Central Stickney SD 119, Stickney 
Oak Grove 68, Libertyville 
Union Ridge School District 86, Harwood Heights 
Emmons 33, Antioch 
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PART IV:  REVIEW OF SURVEY AND FOCUS GROUP DATA 

Survey and focus group feedback for the Administrative Structure Study was gathered in 
conjunction with the collection of information for the Superintendent Profile.  Five questions 
related to the Administrative Structure Study were asked on the survey and in focus groups.   

The first question on the survey asked participants to identify their role in the District; focus 
groups were organized according to like-groups (teachers, staff, administrators, parents, 
community, etc.).  The chart below groups participants into two categories, but the two largest 
groups of survey respondents include parents (80) and teachers (31).  The number of focus group 
participants was slightly higher among staff.  The breakdown of participants/respondents is as 
follows:   

Survey 
Group Respondents 

Parents/Community/Board 87 
Teacher/Staff/Administrators 40 

Other 5 
Total 132 

 

Focus Groups 
Group Participants 

Parents/Community/Board 47 
Teacher/Staff/Administrators 54 

Total 101 
 
Combined Total:             233 respondents/participants________ 

The second question about the administrative structure asked participants how frequently they 
interact with six administrators:  Superintendent, Chief Academic Officer, Director of Student 
Services, Principal, Assistant Principal, and Assistant Director of Education.  The most frequent 
response for all administrators was “Never,” ranging from 25-49%.  The Superintendent and 
Principal had the highest rates of interaction with teachers and parents, with the lowest 
interaction numbers for Assistant Director of Education (especially from parents).  In the focus 
groups, participants were asked to describe positive interactions with administrators, or times 
when problems were solved and responses were prompt.  A wide range of responses 
accompanied this question, with many parents expressing frustration that they had to talk to 
numerous leaders before getting an answer. They noted that the administrators were polite and 
friendly – but often did not have solutions for their problems.  Parents based responses mostly on 
experiences from last year since the focus groups took place at the very beginning of the school 
year.  Teacher responses were more related to the current administrative configuration, and there 
was a strong recognition that this school year started extremely well.  Teachers and some parents 
appreciated the distribution of the document listing administrative duties and responsibilities, and 
they had a clearer sense of who they should see for each issue. Teachers felt that administrators 
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had a more reasonable distribution of duties this year, noting the addition of the Assistant 
Principal position and the designation of two people to oversee 504 plans, relieving the Director 
of Student Services of some responsibility.  A significant number of teachers commented on the 
increased presence of administrators in classrooms, hallways, and outside areas, and indicated 
that concerns were addressed directly and quickly.   

The third question about the Administrative Structure Study asked participants to identify aspects 
of the current administrative structure that are confusing or ineffective.   Parents and community 
members frequently cited the number of administrators as being excessive, pointing out that the 
District used to be served by a Superintendent/Principal and one or two other leaders and that 
they did not understand the need for so many administrators now.  A significant number of 
survey respondents and focus group participants expressed the hope that the Superintendent job 
responsibilities would no longer include being the CSBO and the head of Human Resources.  
Parents were more likely to cite confusion about the various positions and to express frustration 
with communication.  Another frequently noted problem is a perceived inconsistency in student 
discipline and enforcement of school rules and policies.  Many respondents expressed for 
increased clarity on the Superintendent and Principal roles, perhaps combining them into one 
position or at least clearly delineating authority and responsibility, but with both being seen 
primarily as educational visionaries who model collaboration and cooperation.   

The fourth question in this study asked participants to identify what changes (if any) they would 
recommend to the administrative structure.  Clear delineation of duties, separating the 
finance/HR role from the Superintendent’s job responsibilities, and combining the 
Superintendent and Principal roles were often suggested.  The idea of having two building 
administrators who each specialize in either elementary or middle grade teaching and learning 
was frequently mentioned as well.  The idea of an ‘upper school’ and ‘lower school’ is attractive 
to many respondents, but there was a clear imperative to adhere to a single-school, PreK-8 
structure.  Accountability and fiscal responsibility were mentioned often in parent and 
community groups, though there was also a strong sense of commitment to the school and a 
desire to see stability in leadership and programs.  In fact, a strong community connection to the 
school is prevalent, with parents and community members frequently expressing concern about 
the high turnover in leadership.  Parents and community members spoke of stability and quality, 
they did not always have specific suggestions for the leadership structure.  Parents and staff want 
clarity in leadership roles, and they want administrators to have time to work with them on the 
fundamental mission of the District – teaching and learning, student growth and development.   

The final question for both survey respondents and focus group participants was a catch-all 
question that asked them to relate any additional thoughts they had on how our leaders can most 
effectively serve our students, staff, and community.   Many of the same items mentioned above 
were repeated, including combining Superintendent and Principal jobs, removing finance and 
HR from the Superintendent’s direct responsibility, increasing accountability for teachers and 
administrators, and establishing more open/honest communication and clear delineation of roles.  
Teachers strongly advocated for time for administrators to be in classrooms and to participate in 
educational activities.  Stability in leadership and possession of strong relationship skills were 



13 
 

mentioned frequently.  Some discussion about troubled relationships among teachers emerged in 
this question and other places, with a strong desire to hire administrators who can address these 
issues fairly and firmly.   

While the survey respondents and focus group participants expressed strong concern for the lack 
of stability and other issues related to frequent turnover in leadership, the participants in focus 
groups and interviews also expressed a fundamental hopefulness for the future of Sears School, 
fondly relating stories from their childhoods or telling about amazing teachers who helped their 
children navigate everything from learning to read to coping with adolescence.  A strong belief 
in the capacity to develop a consistently effective and successful school (by any definition) exists 
among the parents, faculty, and community, and despite recent setbacks, they express hope for 
the future of Kenilworth School District 38.   
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PART V:  SUMMARY AND RECOMMENDATIONS 

Summary: 

Recommendations for the administrative structure in Kenilworth School District 38 are based on 
a synthesis of the academic research, benchmarking study, focus group discussions, survey 
responses, and individual interviews held this summer and fall in the Sears School community.  
More than two hundred people provided input about leadership in District 38 and their input was 
combined with the other elements to create a set of unique principles upon which to base 
decisions about the administrative structure.  The following general ideas emerged as strong 
themes during the study, shaping the recommendations for the revised administration structure. 

1. The Superintendent should be an established educational leader who is 
knowledgeable and experienced in teaching and learning. 

A. Research supports the idea of top leadership embodying the school’s vision and 
taking direct action to support instruction and learning. Studies consistently show 
a direct link between leadership and student learning, emphasizing the necessity 
of hiring leaders who understand the intricacies of effective classroom instruction. 

B. The superintendents in the benchmarking study were more likely to have duties 
related to education (curriculum, special services, teacher hiring/development) 
than business services, and some who served as CSBO also had responsibilities in 
curriculum or student services. 

C. One of the most frequent responses in focus groups and surveys was concern 
about the District 38 Superintendent continuing as the CSBO and head of Human 
Resources.  A strong consensus indicated that staff and parents specifically wish 
for the Superintendent to be a seasoned educational leader who can oversee 
financial services and human resources, but who is more focused on academic 
elements of schooling.  

D. Participants in focus groups who were asked to describe the ideal administrative 
structure almost universally pictured the Superintendent as an educational leader – 
whether that meant combining superintendent and principal duties or adding 
curriculum or student services responsibilities.  
   

2. The building leadership structure needs to include enough positions to meet school 
and community expectations for high-quality administrative work in this unique 
setting. Three full-time administrators at the building level can cover building 
operations, teacher supervision, student discipline, special education services, 
student activities, community engagement, and parent relations, among other 
duties. 

A. Many community members and parents commented on what they called an 
excessive number of administrators in District 38.  In contrast, teachers attribute 
this year’s smooth start (at least in part) to the addition of administrative positions 
in 2019-20.  Parents frequently cited the lower number of administrators working 
at Sears in past decades and wondered why more administrators now seem to 
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struggle.  Fiscal responsibility is critical to continued community support of the 
school. It is important to acknowledge both the fiscal concerns of taxpayers and 
the needs of students and teachers when deciding on the number of administrative 
positions in District 38. Communicating the complex demands and high 
expectations faced by administrators today can help people understand the 
District’s needs: 

i. State and federal requirements for Special Education services demand 
increased testing, reporting, planning, reviews, placements, and creation of 
support systems.  The number of student services staff at most schools is 
five to ten times what it was thirty years ago, and laws continue to be 
enacted that require additional administrative attention.  The good news is 
that student needs are being met more effectively; the flip side is that 
meeting those needs requires additional resources in the form of time. 

ii. Teacher evaluation processes have changed dramatically in the past ten 
years. Again, the positive news is that new state requirements help schools 
rigorously assess new and experienced teachers more effectively, creating 
high expectations for teacher performance.  The evaluation processes, 
however, are more time-consuming and intensive for administrators as 
well as teachers. 

iii. Since the onset of No Child Left Behind, requirements for state and 
federal testing have affected schools significantly, requiring more 
attention to curriculum alignment, teacher development, and testing of 
students every grade level - even kindergarten!   

iv. Parent and teacher focus groups who were asked to identify strengths and 
challenges in the district frequently mentioned a high level of parent 
engagement as both a negative and a positive element.  Parents and 
teachers value parent involvement, but both groups also noted that parents 
have high expectations for responsiveness from and involvement with 
teachers and administrators.  They expect quick responses, effective 
problem-solving, and face-to-face meetings; there is wide recognition that 
these demands are more intense than in other communities this size. 

B. The benchmarking study indicates that the average administrative FTEs of the 
comparison districts is 3.6, close to the recommendation for a total of four 
administrators for District 38.  The recommendation for four total (including three 
building administrators) for District 38 reflects consideration of the unique 
expectations of this community. 
 

3. Assignment of job responsibilities and duties for all administrative positions should 
be guided by the need to foster close working relationships among administrators; 
the structure must foster collaboration and communication. While assignment of 
duties may be divided by grade levels or other factors, the importance of 
administrative collaboration and maintenance of the PreK-8 single school is of vital 
importance.   
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A. Research emphasizes the importance of effective administrative teamwork and 
collaboration in schools.  Relationships among administrative team members must 
be based on good communication, self-reflection, and risk-taking, elements that 
are based on trust and mutually agreed upon priorities.  Development of teams 
takes skill and time.  

B. Focus groups and surveys frequently mentioned breakdowns in administrative 
relationships and communication as being harmful to school cohesiveness and 
effectiveness.  The quality of district administrators was cited by 91 of 132 
respondents as the biggest challenge faced by the district; 75 of 132 people 
indicated that it is important for the new Superintendent to build good teams and 
bring out the best in others.  Job duties for all administrators must indicate the 
expectation of collective responsibility and collaboration, prioritizing the 
establishment of a caring community among all constituents and the importance 
of working as a leadership team. 

C. A source of pride in the community, the PreK-8 configuration is important to 
maintain, and all administrators should recognize this fundamental fact as they 
approach leadership in District 38.   
   

4. Job titles and delegation of responsibilities are important elements in recruitment 
and retention of the Superintendent and building administrators.  While a position 
of Superintendent/Principal reflects how many people wish to see the lead 
administrative positions structured, it is a title that would likely make recruitment 
and retention more difficult.  Having multiple assistant principals would likely lead 
to more frequent turnover (and difficulty recruiting) since assistant principals 
normally aspire to become a director, principal, or assistant superintendent. 

A. Stability was perhaps the most frequently used word in focus groups; parents, 
staff, and community want to hire administrators who see Sears School/District 38 
as a destination district in which they wish to stay for a significant amount of 
time.  Job titles signify levels of responsibility and authority, and any changes to 
the administrative structure need to recognize that titles and responsibilities 
convey meaning and affect stability.  Superintendent/principal is no longer a 
common designation for the top administrator, especially in the Chicago suburbs, 
and it is problematic that the title signifies a wide range of responsibilities that 
could be overwhelming.   

B. While some assistant principals are satisfied to stay in that position, it is much 
more likely that an assistant principal will seek a higher-level job within a 
relatively short time.   
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Recommendations:  The following pages include recommendations for the administrative 
structure for Kenilworth School District 38, taking into account the findings from the study 
conducted over the past several months.  Job descriptions need to be fully developed, but the 
notes within the recommendations convey important points gleaned from the research noted in 
the report.  

1. Superintendent:  The Superintendent should be a hands-on, visionary leader with a 
background in teaching and educational leadership.  The Superintendent should be 
inspiring, knowledgeable, and collaborative (see Profile).  Duties include: 

a. Vision – Educational leadership 
b. Strategic Plan 
c. Board relationships/liaison 
d. Policy updates and implementation 
e. Community engagement 
f. Development of a strong leadership team 
g. Curriculum development and professional development accomplished 

collaboratively with other leaders 
h. Evaluation of administrators 
i. Human Resources work that involves addressing personnel issues and assisting 

with problem resolution and making final recommendations on teacher and staff 
hiring, retention, and non-renewal  

j. Oversight of business services and human resources department, including help 
with budget development and other financial management issues 

k. Final appeal for harassment complaints or grievances not involving the 
superintendent, with two other administrators being assigned as Complaint 
Managers to handle the first step in the formal complaint process 

 
2. Building Administration:   

a. Two administrators will work collaboratively with each other and the 
Superintendent as well as other school leaders to implement the vision and 
mission of the district.  These two positions can be configured either as 
Principal/Assistant Principal or as two equal positions such as Associate 
Principals who divide responsibilities along grades PreK-5 and 6-8, but it is 
expected that in either configuration, both administrators will share operational 
and educational responsibilities, including supervisory duties and management 
of special events.  Each administrator is expected to know students and families 
at all grade levels.  Articulation and collaboration are essential expectations.  
Belief in the value of a PreK-8 school configuration is fundamental, and 
leadership practices should support continuance of this structure.  Duties for the 
two administrators include: 

i. Teacher and support staff hiring (working collaboratively and with final 
approval of/interview by the Superintendent) and new teacher mentoring 

ii. Teacher and support staff evaluation, including recommendations for 
retention and non-renewal 



18 
 

iii. Scheduling, supervision, building operations 
iv. Extracurricular activities 
v. 504 plan creation and implementation 

vi. Assisting the Superintendent with curriculum initiatives and professional 
development 

b. Director of Student Services:  A full-time Director of Student Services is the 
third building administrator. Primary responsibilities include oversight of 
student services in all grade levels, including all aspects of the development and 
implementation of all IEPs as well as all other issues related to the delivery of 
Special Education Services to students at Sears School.  Duties include: 

i. Assessment of students who are identified as possibly needing special 
education services 

ii. Development and implementation of IEP plans 
iii. Assistance with hiring and evaluation of teaching staff in collaboration 

with the other building administrators 
iv. Outside placement 
v. Coordination with outside agencies such as NSSED 

vi. Assistance with 504 plans as needed 
vii. Oversight of grants related to Student Services 

viii. Oversight of RtI and other academic support programs 
 

3. Chief Education Officer:  This position will remain in place for the 2020-21 school 
year, with the same job description/duties as now.  The Superintendent and Board will 
assess the status of the position for the 2021-22 school year in late fall or winter of the 
20-21 school year. 

 
4. Business Services and Human Resources Manager:  This position is not 

administrative, but the Manager must have CSBO licensure and human resources 
experience.  The Manager reports to the Superintendent, and he/she will assume all 
duties related to financial management of the District, including budget development, 
levy, audit, and all financial reporting.  The Manager will supervise staff who prepare 
the payroll, administer benefits, and perform all other duties of Business Services and 
Human Resources (such as benefits administration).   

 

Timeline:  It is recommended that the Board complete the search for a Superintendent before 
filling any other administrative positions, with the goal of naming a new Superintendent by mid-
January 2020. Other administrative positions can be posted beginning in November-December 
2019, but final decisions regarding the rest of the administrative team should not occur until the 
new Superintendent can participate in the hiring process.   


