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_Abstract

A STUDY OF THE ASSESSMENT CENTER AS A PROCESS FOR
IDENTIFYING PROSPECTIVE SCHOOL PRINCIPALS AND
ASSISTANT PRINCIPALS

An important factor in the quality of education within a school sys-
tem is an effective building administrator who establishes a vibrant,
innovative, child-centered climate for learning, who sets an optimal le-
vel of professionalism, and who creates a center for effective human re-
lations. The difficulty arises when one attempts to distinguish the tal-
ented from the untalented in administrative potential.

One procedure for identification of effective educational admini-
strators is known as the assessment center. which is a complex series of
job-related activities designed to elicit skill behavior identified as
essential in the successful performance of a particular job. Candidates
simulate on-the~job activitiles and during the process are evaluated by
a team of trained assessors. A standardized evaluation of an individual's
behavior is derived from multiple inputs.

The purpose of this study was to investigate and determine reasons
for the utilization of assessment centers. It was hypothesized that as-
sessment centers were established because the nature of the process is
objective, for reasons of expediency, and because of the predictive el-
ements of the content.

The methodology used in this case study included an examination of
records of the National Association of Secondary School Prinecipals,
scrutinizing and interpreting writers of the movement, interviews, cor-
respondence and oral testimony involving key people who participated
in assessment center activities, observation by the researcher of as-
sessment center procedures, and review and analysis of dissertations re-
lated to the topic.

The study reported the design of assessment centers, selecting and
training assessors, and validation of assessment centers in six models:
NASSP; Dade County Public Schools, Florida; Peel Board of Education,
Ontario, Canadaj Broward County, Palm Beach County, and Panhandle Area
Educational Cooperative, Florida; Montgomery County, Maryland; and
University of Mississippi Bureau of School Services.

Throughout the study there was significant evidence to support the
hypotheses. Objectivity is promoted through utilization of multiple
assessors who arrive at a global decision through consensus, through mul-
tiple methods of evaluation in a variety of settings, and through caut-
ious selection and intense training of assessors. Objectivity was esta-
blished through the validation study of the NASSP model. The study con-
firmed that the process can predict behaviors on-the-job. The assessment
center process satisfies the stringent demands of the Equal Employ-
ment Opportunity Commission guidelines and is expedient since it esta-
blishes a known talent pool from which school systems can select as need-
ed. Conversely, yet of significance, is that the ‘assessment center pro-
cess determines those individuals who should not be recommended for
promotion,



TABLE OF CONTENTS

Page
LIST OF TABLES . ceatesscscrssscsssscssasasssncssanse 5
LIST OF APPENDIXES . eetesscsectcasrsoscscssesassccs 6
Chapter
I, INTRODUCTION.eessossvsocsacasssssnsanss 7
Statement of the ProbleM...sccescecssss 7
HypothesesS...escesseactcsccersscsconss 11
Significance of the StudY.csecceccsacs 12
Definition Of TEIMS.ceeccsassassascesnse 13
ASSUMPLtiONSececcesccacessnsssscsnsssanse 17
LimitationS.ceesessceasccccscsscacecns 18
MethodologYevecsascassosnsscasscncsnnsne 18
Related StudieSi.cesceessesasvcascscassnae 24
Organization of the Study.....cce0e0.e 34
II. HISTORY OF ASSESSMENT CENTERS.cesesscesa 35
IntrodUuCtioN.sceeceenssacscssscssonsans 35
History of Multiple Assessment in
the Military.eceseeoscscsasssvcennas 35
History of Multiple Assessment in
BUSINESSeeesccssoscnvescoscssosscsas 38
History of Multiple Assessment in
EdUuCation.ceecesssesocasssonesassone 43
Assessment Center - NASSP Model....... 43
Assessment Center - Dade County Public
Schools, Florida.sceeceseascoccssccss 51
Assessment Center - Peel Board of
Education, Ontario, Canadd.ececesas 53
Assessment Center - Broward County,
Palm Beach County and Panhandle
Area Educational Cooperative,
Florida...-.l-.l......ll.'.lIC.l.. 53
Assessment Center - Montgomery County,
Maryland.i.eceecesasesssacscsssscsans 54
Assessment Center - University of Mis-
sissippi Bureau of School Services 55
SUMMAYY aeoesanossnansnssssasssnasssesssncs 56
III. DESIGN OF ASSESSMENT CENTERS:scesssascsavase 59
INtrodUCtioN.ecescsssscscssvsesccsscssssca 59
Historical Perspective.ccsecsscsasecese 59
Assessment Centers in the Field of
EAUCAtiON.sseeeeecosssosnasassannes 68



Design of Assessment Center -

NASSP Model’...l.......l...C...II.' 68
besign of Assessment Center -
Dade County Public Schools, Florida 71

Design of Assessment Center -

Peel Board of Education, Ontario,

Canad@ceeesacescctsssssssocsssacccss 72
Design of Assessment Centers -

Broward County, Palm Beach County,

Panhandle Area Educational

Cooperative, Florida.ceseececessses 73
Design of Assessment Center -

Montgomery County Public Schools,

Maryland........................... 77
Design of Assessment Center -~

University of Mississippi Bureau of

SChOOl SerV].ces *® 0 & 8 e P 8 00 S0 PSS E S e SN 78
Summary..llI..IO..I...DI..‘.‘.‘.....II. 79
IV. SELECTING AND TRAINING ASSESSORS.ceecececas 82
Introduction.....Q.‘..'l..l'....'...-.. 82
Background Perspective - Selecting
Assessors....-.lll.‘.........'..l... 82
Background Perspective -~ Training
Assessors.ltloc..ii...IO........I.. 84

Selecting and Training Assessors:
Educational Assessment Center Models 87

Sumary......l...ll..ll'..'l.....l..." 93
V. VALIDATION OF ASSESSMENT CENTERS..csssscess 95
Introductionl S ® 9 ® » 5 5 5 00 9P % s BSOS TR S N 95
Validation Study of NASSP Model........ 96
Sumaryl.....O.-...I’I.......‘..l.'...l lGG

vi. SUMMARY, CONCLUSIONS AND RECOMMENDATIONS... 108

Sumary.ltil‘...l...ll.....‘...Il...‘... lga
CQnClusj.onS. 2 ® 8 & 9 9 8 & & 8 5 00 O " E S S " 0w T RN lll
RecommendationS.ccceeesscscsncsesossscsas 114

APPENDIXES...I.‘.l...'..ll..’ll...l...l....l.'.. 116

BIBLIOGRAPHY‘..C....I...'..I..l......l..l....'.. 142



Table

1.

LIST OF TABLES

Response Frequency to Evaluation
Parameters as Reported by Bender.......

Interrater Agreement of Evaluation
as Reported by Coefficient Alpha.......

Correlation Between Supervisor Ratings
of Performance and Assessment Center
Ratingsﬁollll..l‘.lll.'......‘.ll.l..0.

Correlation Between Teacher Ratings of
Performance and Assessment Center
Ratings.-...I.....I...l...!...l....l...

Content Validity Ratios for the
Assessment Center Skills Across the
Major Performance DimensSioNS...csceceeas

Page

63

99

101

192

106



Appendix

A.

LIST OF APPENDIXES

Standards and Ethical Considerations
for Assessment Center Operations
Endorsed by the VII International
Congress of the Assessment Center
MethOdll.......l..'.li'.i..l....l...'..

National Association of Secondary
School Principals, Listings of Pilot
Assessment Centers, Directors, Numbers
of Assessors Trained, Numbers of
Participants Assessed...ecceccsascaccss

National Association of Secondary
School Principals Assessment Center
Schedule - Model #1, Schedule -

Model #200-.0o-oon-oc.-oo-on.oooooo.no-

Assessor Training
Behavior Example EX€rCiS@...eesccessass

National Association of Secondary
School Principals Assessor Training
SChedulel.I-.I.I......-.".......IIIIQC

Page

116

132

135

138

140



CHAPTER 1
Introduction

Statement of the Problem

One factor in the quality of education within a
school system is an effective building administrator who
possesses capabilities for maximizing human resources,
who leads subordinates to achieve beyond expectation, and
who manipulates, cajoles, directs, and manages the school
environment effectively and productively. He/she 1is an
analyst - a catalyst - ‘a synergist., The difficulty
arises when one attempts to distinguish the administrator
who possesses strong leadership abilities from the gen-
eral group of leaders. Part of the trouble lies in the
fact that state departments of education certify an ad-
ministrator on the basis of knowledge alone rather than
on trying to discern other factors such as talented
leadership.

In addition, it has been demonstrated through re-
search that building administrators are neither trained
effectively nor inspired to enter the field of educat-
ional leadership. Principals have revealed that "admin~
istrator training does not always match responsibilities
of the job, the role and tasks of principals are seldom

clearly defined, systems for evaluating principal per-

7



formance are often ineffective, and opportunities for
continuing development are inadequate."l

In 1970 the United States Senate Select Committee on
Equal Education Opportunity delineated the significance
of the building administrator, and emphasized the re-
guired talent.

In many ways the school principal is the
most important and influential individual in
any school. He is the person responsible for
all of the activities that occur in and around
the school building. It is his leadership that
sets the tone of the school, the climate for
learning, the level of professicnalism and
morals of teachers and the degree of concern
for what students may or may not become, He is
the main link between the school and the commu~
nity and the way he performs in that capacity
largely determines the attitudes of students
and parents about the school., If a school is a
vibrant, innovative, child-centered place, 1if
it has a reputation for excellence in teaching,
if students are performing to the best of their
ability, one can almost always point to the
principal's leadership as the key to success.?

In the past school districts have relied heavily on
subjective evaluation of administrative candidates -grade
transcripts, past job performance, recommendations, in-
terview, politics, and "gut" feelings. These techniques
could be interpreted as being biased and as a result a

potentially strong candidate could be overlooked. Law-

lvphe School Principal:  Recommendations for Effective
Leadership", Assembly Education Committee Task Force for
the Improvement of Pre- and 1In-Service Training for
Public School Administrators, California, September,
1978, p. 2.

2ynited States Congress, Senate Select Committee on Equal
Educational Opportunity, Toward Equal Educational
Opportunity, a report pursuant to Senate Resolution 359
(Washington, D.C.: Government Printing Office) February
19, 1970.




suits charging discrimination in hiring practices flour-
ished during the past decade as courts ruled that all
candidates for leadership positions be given equal con-
sideration. Furthermore, the courts have required proof
that there was no intent to discriminate. Thus it has
become evident that school divisions must develop fair
and effective methods for selecting principals and assis-
tant principals.

It is observed that pressure has been brought to
bear on school divisions to develop and implement equita-
ble methods in the selection of building principals and
assistant principals. Subsequently school divisions
have adopted a concept known as the assessment center.

The assessment center is a comprehensive,
standardized program in which participants are
evaluated for selection, training, or career
planning purposes. Multiple observational
techniques are used and each participant is
evaluated along a number of previously deter-
mined management dimensions. A team of asses-

sors observes and evaluates each participant on

the dimensions and makes an overall judgment of

each participant's potential £for advancement,

development, or placement.3

Proponents of the assessment center process believe
that there is an enormous amalgamation of talent in pub-
lic educational institutions which is untapped, and which
can be developed to further enhance organizational goals.
In 1975, the National Association of Secondary School

Principals (NASSP) with assistance from the American

3parry M. Cohen, Joseph L. Moses, and William C. Byham,
"The Validity of Assessment Centers," Journal of Indus-
trial and Organizational Psychology (Summer 1973):1.
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Psychological Association, put into practice the concept
of assessment centers as a method for tapping and identi-
fying thése talented administrators, According to Paul
Hersey, Director of Professional Assistance, NASSP, "what
was once a ripple has become a tidal wave,"4 as school
divisions become aware of the significance of the NAaSSP
project and seek adoption of the procedure. JoAnn
Pritchett, assessor for the Jefferson County (Alabama)
NASSP Assessment Center, stated that:

We are accountable for those leaders of our
children and (the assessment center) gives us
an opportunity to choose the best people...the
very legal, vocal public is going to guestion
our administrative appointments and the deci-
sions and actions made by those administrators,
(The assessment center) gives us a foundation
based on fact rather than political or social
pressures and is going to be of great benefit
as the years go by.5

A three-year validation study of the NASSP assess-
ment center model, completed in fall, 1982, and headed by
Professor Neal Schmitt, concluded that "...the assessment
center is a valid predictor of the job success of admin-
istrative personnel in an educational setting."6

The purpose of this study is to investigate and

determine reasons for the utilization of assessment cen-

G .t o o Sy T e -

4paul W. Hersey, "Good Schools Require Talented Leader-~
ship," Educational Leadership (Fall 1981):5.

S5Recorded interview with Jo Aann Pritchett, Jefferson
County {Alabama) Assessment Center and Principal of Berry
High School, Birmingham, Alabama, 4 March 1982,

6Paul W. Hersey, The NASSP Assessment Center Project,
Validation, New Developments (Reston, Virginia: National
Association of Secondary School Principals, [1982]), p.
4.
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ters. The following questions provided a sense of direc-
tion for the study:

1. Have assessment centers been established to fill
a void for school systems which must make expe-
dient and intelligent decisions in regard to
employing building administrators?

2. Have legislation and/or court decisions estab-
lishing equal employment opportunities placed
traditional personnel policies in jeopardy?
Have assessment centers been established in an
effort to attain compliance with Egqual Employ-
ment Opportunity Commissions (EEOC) gduidelines?

3. What are the predictive elements of the NASSP
assessment center? What are the implications of
the NASSP validation study?

Hypotheses

The following hypotheses form the basis of the
study:
Hypothesis 1l: Assessment centers have been established

because the objective nature of the process enables the
selection of talented administrators.

Clarification: The selection of administrative
talent is the result of consensus of several evalu-
ators and is based on a variety of dimensions such
as leadership, decisiveness, judgment, and organiza-
tional ability. All of the dimensions are job-re-
lated.

Sub-hypothesis: Objectivity provides a more accu-
rately measured knowledge of a candidate's abilities
as compared to traditional subjective opinions,

Hypothesis 2: For reasons of expediency assessment cen-~
ters have been established to assist school divisions in
identifying talented administrators.

Clarification: Often school systems must move
quickly to employ administrators. The assessment
center alleviates the time factor by establishing a
known "talent pool",
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Sub-hypothesis: 1t is further hypothesized that the
"calibration of minds"’7 in the evaluation of abili-
ties is reliable. The final report of the assess-
ment center, therefore, can be substituted for the
traditional and lengthy announcement, first inter-
view, final interview, and notification process,

Hypothesis 3: Assessment centers have been established
because of the predictive elements of the content.

Clarification: A horizontal three-~year validation
study of the assessment center process has deter-
mined that future successes in administration can be
predicted.

Sub~hypothesis: A positive prediction would encour-
age school officials to select the individual where-
as a negative prediction would discourage such
selection.

Significance of the Study

The position of the top building administrator is
critical since it is he or she who influences the qual-
ity of education provided for successive dgenerations of
people., 1It, therefore, becomes obvious that the selec-
tion of this individual must be done through a process
based on objectivity and equal opportunity.

There has been a considerable degree of profession-
alism utilized in the development of assessment centers.
The skills or dimensions upon which a participant is
evaluated are job-related and are the same skills neces-
sary to carry out the daily operation of an educational
institution. The assessors who evaluate participants are
professional educators themselves who have been trained

ity S L T S 08 g P W B - —

7'Ccalibration of minds" is a term that was used by
assessors during a consensus discussion observed by the
researcher during the operation of an assessment center
in York, PA, 4 October 1982.
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to evaluate, judge, and counsel assessees with objectiv-
ity and care, Finally, to guide the implementation of
assessment centers, ethical and professional standards
have been formulated. "professionally designed and de-
veloped centers are viewed by both management and par-
ticipants as a fair and objective method for identifying
potential of an individual."8

The assessment center is a process that warrants
investigation since the implications for its effective-
ness can establish a standard for school divisions to

pursue.

Definition of Terms

In order to comprehend and clarify the concept of
assessment centers, the following terms unigue to the
topic are defined, utilizing extensive field research by
NASSP and other notable researchers, such as Byham,
Cohen, Moses, and Bray:

Assessment Center

The term assessment center generally refers to a

process for "identifying individual strengths and weak-
nesses for some specific purpose such as promotion, up-

grade, development, or placement."? Specifically, "an

8Joseph L. Moses, "Developing an Assessment Center Program
for School Administrators,™ NASSP Bulletin 61 (September
1977):p. 77.

9Joseph L. Moses, "The Assessment Center Method," in
Applying the Assessment Center Method, ed. Joseph L.
Moses and William C. Byham (New York: Pergamon Press,
1977), p. 3.
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assessment center consists of a standardized evaluation
of behavior based on multiple "inputs. Multiple trained
observers and techniques are used. Judgments about be-
havior are made, in part, from specifically developed
assessment simulations. These Jjudgments are pooled by
the assessors at an evaluation meeting during which as-
sessment data are reported and discussed, and the asses-
sors agree on the evaluation of the dimensions and any
overall evaluation that is made."10

Assessee

An administrative candidate for selection, placement,
promotion, and/or development within an educational set-
ting: for purposes of this study an assessee is a can-
didate for a principalship or assistant principalship.
ASsSessor

"An 1individual, usually in é practicing administrative
role, who 1is trained in observational techniques and
assessment methodology and is responsible for observing
the behaviors manifest by candidates on specific assess-
ment exercises., He or she is usually a member of a team
of assessors charged with developing a comprehensive
profile of the strengths and weaknesses of one or more

candidates."ll

— o L .

10rask Force on Assessment Center Standards, "Assessment
Center Defined", Standards and Ethical Considerations for
Assessment Center Operations (New Orleans, Louisiana:
International Congress of the Assessment Center Method,
1979), p. 4.

llronald Francis Stone, "Florida's Administrative ~
Assessment Centers: A Descriptive Study Examining the
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Assessed Characteristics/Skill/Dimensions

1.

10.

11.

Problem analysis - ability to seek out relevant
data and analyze complex information to deter-
mine the important elements of a problem situa-
tion; searching for information with a purpose.
Judgment - ability to reach logical conclusions
and make high quality decisions based on avail-
able information; skill in identifying educa-
tional needs and setting priorities; ability to
critically evaluate written communications.
Organizational ability - ability to plan, sched-
ule, and control the work of others; skill in
using resources in an optimal fashion; ability
to deal with a volume of paperwork and heavy
demands on one's time.

Decisiveness - ability to recognize when a deci-
sion is required (disregarding the guality of
the decision) and to act guickly, .
Leadership - ability to get others involved in
solving problems; ability to recognize when a
group requires direction, to effectively inter-
act with a group to guide them to accomplish a
task.

Sensitivity - ability to perceive the needs,
concerns, and personal problems of others; skill
in resolving conflicts; tact in dealing with
persons from different backgrounds; ability to
deal effectively with people concerning emotion-
al issues; knowing what information to communi-
cate and to whom.

Stress Tolerance =~ ability to perform under
pressure and during opposition; ability to think
on one's feet,

Oral Communication -~ ability to make a clear
oral presentation of facts or ideas.

Written Communication - ability to express ideas
clearly in writing; to write appropriately for
different audiences -students, teachers, par-
ents, et al.

Range of Interests -~ competence to discuss a
variety of subjects -~ educational, political,
current events, economic, etc.; desire to ac-
tively participate in events,

Personal Motivation - need to achieve in all
activities attempted; evidence that work is
important in personal satisfaction; ability to
be self-policing.

—— Ay - — - —— -

Development, Implementation, and Perceived Validity of
Florida's Three Centers by Former Assessees and District
Superintendents" (Ph. D. dissertation, Florida State
University, 1975), p. 6. ‘ '
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12. Educational Values - possession of a well-rea-
soned educational philosophy; receptiveness to
new ideas and change.l2

"Furthermore, the assessment center technique con-

tains the following characteristics:

1. Multiple assessment techniques must be used. At
least one of these techniques must be simula-
tion,

A simulation is an exercise or technique design-
ed to elicit behaviors related to dimensions of
performance on the job requiring the partici-
pants to respond behaviorally to situational
stimuli. The stimuli present in a simulation
parallel or resemble stimuli in the work situa-
tion. Examples of simulations include group
exercises, inbasket exercises, interview simu-
lations, fact-finding exercises, etc,

2. Multiple assessors must be used. These asses-
sors must receive thorough training prior to
participating in a center.

3, Judgments resulting in an outcome (i.e., recom-
mendation for promotion, specific training or
development) must be based on pooling informa-
tion from assessors and techniques.

4, An overall evaluation of behavior must be made
by the assessors at a separate time from obser-
vation of behavior during the exercises.

5. Simulation exercises are used. These exercises
are developed to tap a variety of predetermined
behaviors and have been pre-tested prior to use
to insure that the techniques provide reliable,
objective and relevant behavioral information
for the organization in question.

6. The dimensions, attributes, <characteristics,
qualities, skills, abilities, or knowledge eval-
uated by the assessment center are determined by
an analysis of relevant job behaviors.

7. The techniques used in the assessment center are
designed to provide information which is used in
evaluating the dimensions, attributes or quali-
ties previously determined.l3

— — —— o — S, M W, o Sy

12vgkills to be Assessed" National Association of Secondary
School Principals, (Reston, Virginia, n.d.)

13pagk Force, "Assessment Center Defined," pp. 4-5.



17

The following kinds of activities do not constitute

an asseésment center:

1.

5.

Panel interviews or a series of sequential in-
terviews as the sole technique.

Reliance on a specific technique (regardless
whether a simulation or not) as the sole basis
for evaluation.

Using only a test battery composed of a number
of pencil and paper measures, regardless of
whether the judgments are made by a statistical
or judgmental pooling of scores.

Single assessor 'assessment (often referred to as
an individual assessment)} - measurement by one
individual ‘using a variety of techniques, such
as pencil and paper tests, interviews, personal-
ity measures or simulations.

The use of several simulations with more than
one assessor where there is no pooling of data;
i.e., each assessor prepares a report on perform-
ance in an exercise, and the individual reports
(unintegrated) are used as the final product of
the center. .

A physical location labeled as an "Assessment
Center" which does not conform to the require-
ments noted above,l4

Assumptions

This study was based on the following assumptions:

1.

— .

The quality of education in a public educational
institution is greatly influenced by the leader
of that institution,

The , selection process for talented leadership
mandates objective, fair, and effective tech-
nigues.

The preferred selection process techniques are
job-related.

There are within public educational institutions

individuals who possess administrative talent

l41pbid., pp. 5-6.
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but whose resources are not being utilized due

to faulty or biased selection procedures.,

Limitations

1, This study focused on the assessment center
technique which is only one method for identify-
ing administrative poténtial.

2. This study is limited to models currently in
operation with particular emphasis on the NASSP
model which claims vélidity as a result of com-
prehensive research.

3.- This study covers the time span from 1975
through.1983, a period of time whep interest in
application of the assessment center process
became apparent with development, implementa-
tion, and validation of the NASSP model.

4, This study is limited to models in public educa-
tional institutions in the United States and

Canada.

Methodology

The methodology used in this study includes examina-
tion of records of NASSP, scrutinizing and interpreting
writers of the movement, interviews and correspondence
with key people, oral testimony of key people, observa-
tion by the researcher of assessment center procedures,
and review and analysis of dissertations related to the

topic.
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This study is.unique as compared to related studies
of assessment centers in that it is designed as a case
study with its focus placed on the impact of assessment
centers in the identification of principals and assistant
principals in public educational settings.

The confirmed content and predictive validity of the
NASSP model will provide a strong case for widespread

application of assessment center techniques.
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Related Studies

Writers of the assessment cehter movement report a
growing interest in applying the assessmént center tech-
nigque to the educational arena since the early seventies.
In 1973, Merinold reported a comparison study of thirty-
eight individuals who 1) participated in assessment cen-
ter activities, and then 2) were rated by subordinates
and superordinates in a work environment. The relation-
ship between the two activities was subjected to statis-
tical analysis in an attempt to determine the suitability
of utilizing the assesshent center technique for analyz-
ing behaviors of school administrators. The researcher
concluded that administrators who were given high ratings
bj assessors were also given high ratings by local indi-~-
viduals in a school district. The assessment center
process was perceived by the participants as being a true
and meaningful experience, a good evaluator of skills,
and a preferred method of selection rather than a per-
sonal interview by a personnel director or committee,
tests, or recommendation. An outcome of Merino's study
is similar to one of the hypotheses in the current study,
i.e., success in assessment center activities can predict
success in a work environment, A dissimilarity of Me-
rino's study and the current study is that Merino's study

B e e e el )

15p1fred Merino, "The Development of an Assessment Center
for the Selection of School Administrators" (Ed. D. dis-
sertation, University of Massachusetts, 1973), pp. 18-20,
119, 177-178.
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was based on pure research with n=38, whereas the current
study is a case study of all assessment centers known to
be in existence with n in excess of 1000. A large n will
produce a mére accurate appraisal of the assessment cen-
ter concept.

In 1975 Streitmanl6 compared simulation-based tech~
niques in a one-day Jaffee assessment center, which is a
commercially prepated program developed for use in as-
sessing managerial potential in business, to a "Block- -
of~-Time" program, a two quarter course which assesses
school administrative potential at Georgia State Univer-
-sity. Thirty-four subjects participated  in both the
non-educationally oriented Jaffee assessment center and
the "Block-of-Time" program and the results produced
comparable evaluations. Streitman's study is similar to
the current study in that techniques to identify poten-
tially effective educational administrators are investi-
gated, However, Streitman's study was based on pure
research and the current study is a case study. The two
studies are different in that Streitman compared the
results of two specific models, the "Block-of~Time" pro-
gram and the Jaffee assessment center, whereas the cur-
rent study surveys all models known to exist. Another

dissimilarity between the two studies is that Streitman

léyilliam Henry Streitman, "The Use of Simulation Tech-
nigues to 1Identify Potentially Effective Educational
Administrators," (Ph. D. dissertation, Georgia State
University, 1975), pp. 42-54, 75.
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utilized a technigue known as the Jaffee assessment cen-
ter, which was specifically designed for business, not
education, The Zurrent study investigates models design-
ed only for education.

In 1975 Stonel7 described Florida's three administra-
tive assessment centers and perceived validity, which
were initiated in compliance with the Florida Educational
Leadership Training Act of 1969, Broward County, Palm
Beach County and the Panhandle Area Educational Coopera-
tive created and field tested unique approaches in as-~
sessing educational administrative talent modeled after
designs utilized in industry. Results of a Florida ad-
ministrative assessment center survey indicated that the
participants perceived that the assessment center had
potential in staff development, professional renewal and
personal growth, but it remained doubtful that assessment
centers could ever supersede present promotion and selec-~
tion practices, Stone collected data on the Florida
centers by interviewing key people, participating in
assessment center activities and by surveying 67 dis-~
trict superintendents and 131 former assessees, His
study and the current study have similar methodologies in
that the current researcher also interviewed key people
and participated in assessment center activities. The
two studies are dissimilar in that Stone studied assess-~

l7stone, "Florida's Administrative Centers," pp. 29-52
passim, 109,
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ment centers in the state of Florida, whereas the current
)

study investigates assessment centers in all areas of the
United States and Canada. Concurring with a dissimilar-
ity enumerated in Streitman's study, the number of people
surveyed in the current study far exceeds the study com-
pleted by Stone (n in excess of 1000 vs, n=198), thereby
producing a more éccurate appraisal of the assessment
center technique.

In 1976 Zubayl® compared ratings of 42 administrative
students in a one-day assessment center with ratings
received during the "Block-of-Time" program at Georgia
State University previously referred to by Streitman,
Admission to the Department of Educational Administration
program at Georgia State University is conditional until
the student has successfully completed the ten-hour
"Block-~-of-Time" course. If similar evaluations were
obtained from the one-day assessment center, then the
admission process could be accelerated, and the student
could be admitted to the program without taking the ten-
hour course allowing "faculty members, at a much earlier
time, the opportunity to plan graduate programs of study
and to devote more time to other graduate teaching as-
signments and research".l® In developing the assessment

center, Zubay utilized an educationally-oriented assess-
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18alan Hunt Zubay, "The Use of the Assessment Center to
Identify Potentially Effective Educational
Administrators" (Ph. D. dissertation, Georgia State
University, 1976), pp. 5-17 passim, pp. 64-65,

191pid., p. 60.
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ment center created by William Britt and added a conflict
management exercise and SRA verbal test. He concluded
that the ocne-day assessment center and the "“Block-of-
Time" evaluation had a moderately high relationship.
Zubay's study and the current study are similar in that
Zubay utilized an educationally oriénted assessment cen-
ter as a selection technique as does the present study.
The two studies are dissimilar in that Zubay utilized the
assessment c¢enter technique to select administrative
students whereas the current study utilizes the assess-
ment center technique to select principals and vice prin-
cipals. The studies are also dissimilar in that the
number of participants in Zubay's study (n=42) is mini-
scule compared to the present study (n in excess of
1060).

In 1977; noting inadequate selection procedures when
appointing building level administrators, Reighard2? con-
structed an assessment center model for identifying ele-
mentary school principals incorporating research based on
six questions:

1. What are the duties and responsibilities of the
elementary school principals?

2. Which skills and characteristics distinguish
effective from 1ineffective elementary school
principals?

3. What are the most recent criteria reported as
important to the selection of successful elemen-
20cynthia Hamilton Reighard, "A Procedural Model for Se-
lecting Elementary School Principals Utilizing the As-
sessment Center Technique" (Ph. D. dissertation, Miami
University, 1977), pp. 128-129, 131, 286-291.
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tary principals?

4. What are the procedures and devices typically
used by school district personnel to select
elementary school principals?

5. What are the components of the assessment center
process used to select middle managers in busi-
ness organizations?

6. What simulation activities have been developed
to select or train educational administrators?

The model was submitted to professional educators at
Miami University and to a jury of seven persons consid-
ered to be authorities in the field of elementary school
administration, who offered suggestions és to its fidel-
ity, consistency, and completeness. While the procedural
model's face validity has been substantiated by the jury,
in question is its predictive validity since the study
was liéited to its development,- not implementation.
Reighard's study is similar to the current study in that
the assessment center model is based on selection of
building administrators. However, the two studies are
dissimilar in that Reighard narrowed the selection tech-
nique to elementary principals only, whereas the current
study examines the assessment center technique in identi-
fying elementary and secondary vice principals and prin-
cipals. The studies are also dissimilar in that Reighard
developed, but did not implement an assessment center
model, whereas the current study is conﬁerned with not
only development but also implementation of assessment

center models, which will provide predictive validity, a
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concern raised by Reighard.

From a study of an industrial assessment center
utilized in managerial selection and developmént, in 1978
Gallagher2l drew implications from this method and ap-
plied them to the selection of school principals, noting
that the assessment center technigque had not been ade-
gquately tested in the selection of educational adminis-
trators. Top management served as assessors of six
candidates in the two-day pilot assessment center, known
as the "Management Skills Workshop". Drawing from her
experience with the technique, Gallagher developed a case
for the use of the assessment center method in the selec-
tion of school principals as it relates to the quality of
leadership in the schools, compliance with EEOC regula-
tions, community involvement in the decision-making proc-
ess as it pertains to the school principal, and cost
effectiveness as it reduces the likelihood of selection
of inadequate management. She suggested that profession-
al expertise needed to administer an assessment center
could be shared by school districts and/or university
placement services. The researcher warned that without
careful introduction, the assessment center method can be
seen only as an evaluative tool, and as such, a threat.

Gallagher summarized her study by stating that the as-
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2lMargaret Gallagher, "The Development and Pilot Operation
of an Assessment Center with Implications for the Selec-
tion of School Principals" (Ed. D. dissertation, Western
Michigan University, 1978), pp. 49-60 passim, pp. 119-
130 passim.
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sessment center method improves management's ability to
predict successful managerial performance. Gallagher's
study and the current study are similar in that they both
deal with the selection of quality building administra-
tors. The studies are dissimilar in that Gallagher
gleaned the basis for implications in education on her
experience with a two-day business-oriented assessment
center operated by a Eprtune 506 company, whereas the
current study focuses on assessment centers operated by
educationally-oriented organizations. Simulations and
activities in assessment centers investigated during the
present study are job-related, and it stands to reason
that an educational assessment center should feature
activities related to the job itself, i.e. to education,
even though leadership behaviors in business and educa-
tion could be more alike than different., In addition, the
number in Gallagher's investigation equalled 6, whereas
the current study is in excess of 1400.

In 1978 Boyer?2 reported 6n the operation of a rural
cooperative -assessment center in Mississippi run by a
group of school districts which was designed to identify
individuals in rural school districts who had administra-
tive potential, but little or no opportunity to demon-

strate their capabilities. Eighteen participants and

- e ——————— - ——

Roscoe A. Boyer, Use of Assessment Center in the Selec-
tion and Training of School Administrators (Toronto,
Canada: ERIC Document Reproduction Service 161134, 1978)
pp. 2-11 passim,
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nine assessors were the maximum number involved in any
one assessment center. The assessors consisted of school
board members, junior and senior high school counselors
and principals, junior college professors, and personnel
from the state department of education. Training of
assessors was accomplished throughout the day on which
the assessment center was held. The assessment center
lasted one full day with two additional sessions of two
hours each. The full day was spent in training assessors
and evaluating candidates. Each candidate was given a
report of his/her evaluation approximately three weeks
later in a two hour session at which time the partici-
pant could decide whether the center should make the file
available for placement purposes, A final session, held
two weeks later, was designed to develop programs for
professional advancement of the participant. Boyer cau-
tioned that whereas the major accomplishment of the as-
sessment center was diagnosis of weaknesses, the emphasis
should be on treatment of those weaknesses. He suggested
that as the assessment center expands, guidelines need to
be formulated for writing prescriptions, monitoring
treatments and destroying out of date information, and
that validation 1is long overdue. Boyer's study reports
on one assessment cente? in one state. Whereas his study
and the current study both examine the assessment center
technique to identify administrative potential, the stud-

ies are dissimilar in that the current one investigates
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all assessment centers known to be in existence, which
will result in a truer picture of the value of the as-
sessment center Eechnique. Boyer's observation that
validation is long overdue is timely, since the basis of
the current study is a three year validation study of the
NASSP assessment center,

Facing as many as twelve openings for school princi-
pals in a year, the Montgomery County, Maryland, school
system developed a principal candidate's assessment cen-
ter which set as its goal to give administrators a close
and realistic look at those persons who want to become
school principals. Candidates were practicing assistant
principals currently employed by the school district who
expressed a desire to be promoted to the position of
principal. In 1978 McKay23 described the two day assess-
ment center at which time twenty-four principal candi-
dates were assessed by twelve evaluators (two school
principals and ten administrators}). The main exercises
involved drafting an action plan to a hypothetical prin-
cipal's problem, simulating supervision utilizing a vid-
eotaped lesson, preparing and delivering an 9oral
presentation, and organizing a principal's inbasket. The
evaluators completed and reviewed detailed rating forms
on each candidate as an aid in clarifying assignments and

defining goals. In evaluating the assessment center

23p. Bruce McKay and Robert G, McCord, "Consider This Neat
Little Way to Size up Your Would-be Principals", American
School Board Journal, 165 (April, 1978):p.37.
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process, assessors rated the program somewhat higher than
did the candidates, who were critical of the high-powered
pace, but both groups said that the experience had a
tangible value. McKay's report of an assessment center
reveals that the technique was utilized to select poten-
tial school principals. The current study differs in
that the assessment center technique is utilized to se-
lect potential assistant principals and principals, In
addition, McKay describes one assessment center in one
particular community; the current study describes many
assessment centers in many different communities.
Capitalizing on research in which a relationship is
drawn between administrative behavior and school produc-
tivity, in 1980 Geering24 reported the need for principals
to participate in a staff development program that would
identify areas of need and enhance professional skills,
Furthermore, because of less job mobility due to stable
or even declining positions in many school districts,
Geering contended that "training and retraining of prin-
cipals must become a high priority so that schools can
meet the challenges of the future,"25 and therefore, exam-
ined the potential of assessment centers as a device for
selecting and developing school principals. Citing a

survey completed by Bener in 1973 of thirty-four organi-

24pdrian D. Geering, An Examination of the Use of Assess-
ment Centers to Select and Develop Principals
(Australia: ERIC Document Reproduction Service ED 241
@33, 1989) pp. 2-28 passim.

251bid. p. 6.
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zations in the United States and Canada utilizing assess-
ment centers, the characteristics of assessment centers
were identified. Geering recommended refining assessment
center technology by conducting research on "construct
validity, content validity, predictive wvalidity, and
reliability of assessment center design, practices, and
operation."26 Geering's report and the current study are
similar in that both emphasize the selection of educa-
tional administrators, however, Geering theorized the
importance of assessment centers without the benefit of
practicing assessment center research. The current study
is dissimilar with Geering's in that practicing assess-
ment centers currently in operation form the nucleus of
the study. Furthermore, the current researcher will
present results of extensive research on "construct va-
lidity, content validity, predictive validity and relia-
bility of assessment c¢enter design, practices, and
operation,"27 as recommended by Geering.

In a paper presented to the American Educational
Research Association, Donald Musella28 described a pilot
program of an "assessment centre" involving the Peel
Board of Education in Toronto, Canada. The concept evol-

ved from original ideas in industry and from NASSP.29 pata
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2671bid.
271bid.
28ponald Musella, "Improving Administrator Selection
Procedures," a paper presented at the American
Educational Research Association, Los Angeles,

California, 16 April 1981.
29ponald Musella to Carolyn J. Van Newkirk, 3 March 1982.
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collected on the candidates was to be used in a summative
sense - for the purpose of advancement. Musella was cau-
tious about the subjectivity of the evaluations - the
contamination of personal style and the influence of
one's experience on the perception of another. He,
therefore, emphasized thorough and careful training of
assessors and monitoring of candidate's scores. Due to
reorganization of the Peel Board, the assessment center
was not used other than for a training function, however,
early data on the pilot was considered most successful
and valuable.39 Musella's study and the current study
both deal with the assessment center as used for advance-
ment within a school setting. Musella's study and the
current study are not similar in that Musella's assess-
ment center was used only for training in one school
division, whereas the current study investigates the
development and utilization of numerous assessment cen-
ters. The current case study is unique because it is
based on opérational assessment center and no other study
of this type has been executed to date.

In summarizing, it is generally felt that there is a
definite relationship between the evaluation of school
administrativeypotential as identified through assessment
center techniques and on-the-job performance. The as-
sessment center model must be characterized by a repre-

sentation of skills, activities and dimensions selected
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as a sample used in the operation of public educational
institutions., Development of the assessment center re-
éuires careful analysis with emphasis on selecting.crite—
ria for successful managerial performance, on designing
activities which elicit behavior reflective of those
criteria, on intense training of assessors to achieve
high degree of agreement, and on communicating objectives
of assessment centers to participants to avoid the proc-
ess as being perceived as a threat and thus, taintiné
results.

In reviewing the related studies, there appeared
little, if any, information on the objectivity and expe-
diency factors of assessment centers,  which comprise two
of the hypotheses of the current study. The current
study is, therefore, vital as these two areas warrant
investigation.

A need for longitudinal validation studies of as-
sessment centers is indicated in the literature. Such
validation studies would track assessees in their profes-
sional careers and would prove or disprove evalyations.
The current study is unique in that the results of a
three-year longitudinal 'validation study of the NASSP
assessment center will be reported which will provide
predictive credibility in this identification process of

school administrators.
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Organization of the Study

The purpose of Chapter I has been to state the prob-
lem, to present the hypotheses that form the basis of the
study, and to enumefate the significance, the assumpt-
ions, limitations, review of related studies and the
organization of the dissertation. In order to test the
hypotheses as they relate to reasons for the use of as-
sessment centers, it is necessary to review the history
of assessment center in Chapter II. Chapter III will
present the design of assessment center as they evolved
during the development. Chapter 1V will examine the
selection and training of assessors. In Chapter V there
will be a discussion of the validation of assessment
centers. Chapter VI will contain the summary, conclu-

sions and recommendations.



CHAPTER II
History of Assessment Centers

Introduction

The development of assessment centers can be traced
to three sectors: first, the military sector which util-
ized the technigue to select intelligence personnel dur-
ing World War 1II; second the business sector which
selected managers and supervisors using a similar proc-
ess; and third, the public sector, specifically the
field of education, which identified administrative per-
sonnel to operate elementary and secondary educational
institutions, The purpose of Chapter II is to present
the history of assessment centers, This will be done
through a study of these sectors with emphasis on the
relationship of the hypotheses of the current study to
the reasons for utilization of the assessment center

process in the three sectors mentioned.

History of Multiple Assessment in the Military

The concept of multiple assessment in the United
States originated in the 0Office of Strategic Services
(0ss), later known as the Central Intelligence Agency,
which involved the selection of personnel to carry out

intelligence activities during World war II. Plagued

35
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with too many cases of bad recruitment, the assessment
and selection program developed as a result of genuine
need. The head of the 0SS, General William Donovan,
visited a Wwar Office Selection Board (WOSB) in Britain,
which conducted aﬁ imaginative program that had been
devised by a team of psychiatrists and psychologists for
selecting officer candidates for the British Army. Im-
pressed with the technique, the concept was propcsed and
accepted by the 0SS staff who hastily and miraculously
designed an assessment program with implementation in
slightly more than two months. 5391 men and women re-
cruits were studied intensively at assessment headquar-
ters known as "stations"l, and were evaluated in one
and/or three day programs as to mental, emotional, and
physical abilities. These assessments occurred between
the years 1943 and 1945, 1In developing the 0SS assess-
ment program, the following characteristics of the system
of assessment were advocated as essential:

1. SOCIAL SETTING: The whole program is conduct-
ed within a social matrix composed of staff
and candidates, which permits frequent infor-
mal contacts and, therefore, many opportuniti-
es to observe typical modes of response to

other human beings.

2. MULTIFORM PROCEDURES: Many different kinds of
techniques are employed, running all the way
lugtations" is a term used to identify the location of
facilities where evaluation occurred, e.g. "station sS" (S
was synonymous with secret) was located on a country
estate forty minutes outside Washington, D.C., "station
W" was set up in Washington, D.C., "station WS" was set
up on a Pacific beach. 0SS Assessment Staff, Assessment
of Men (New York: Rinehart and Co., Inc., 1948) pp.
3=-5.
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from standardized tests to uncontrolled situa-
tions, special attention being given to the
intexrview, to projective techniques, and to
performance tests.

3. LIFELIKE TASKS: Assessees are given lifelike
tasks in a lifelike environment: the tasks
are complicated, requiring for their solution
organization of thought at a high integrative
level, and some of them must be performed
under stress in collaboration with others.

4., FORMULATIONS OF PERSONALITY: Sufficient data
are collected and sufficient time is available
to permit conceptualization of the £form of
some of the chief components of the personal-
ity of each assessee, this formulation being
used as a frame of reference in making recom-
mendations and predictions.

5. STAFF CONFERENCE: Interpretations of the
behavior of each assessee are discussed at a
final meeting of staff members, and decisions
(ratings and recommendations) are reached by
consensus.

6. TABULATION OF ASSESSMENTS: The formulations
of personality, the ratings of variables, and
the predictions of effectiveness are system-
atically recorded in a form which will permit
statistical treatment and precise comparisons
with later appraisals.

7. VALID APPRAISAL PROCEDURES: Special attention
is devoted to the perfection of appraisal
technigques, so that reliable measures can be
obtained of the validity of each test in the
assessment program and of the ratings of each
variable.2

Early reports on the 0SS assessment program were
favorable and generated interest in the use of the as-
sessment center method "not only for predicting future
performance, but also as a research method for the inten-
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20SS Assessment Staff, Assessment of Men -(New York:
Rinehart and Co., Inc., 1948) p. 464.
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sive study of highly effective individuals."3 The pro-
gram also provided a known talent pool of personnel who
were expediently placed into intelligence situations.
Furthermore, objectivity of the evaluations was promoted
by several methods: recruits were dressed in Army fati-
gues to deprive assessors of cues commonly utilized in
judging character, and each invented a pseudonym to re-
tain anonymity.4 In addition, assessment was completed
by a team of evaluators utilizing a variety of techniques
with final evaluation reached by consensus which promoted
objectivity. Both expediency and objectivity form the

bases of hypotheses in the current study.

History of Multiple Assessment in Business

The application and experimentation - of multiple
assessment procedures in industry 1is credited to The
American Telephone and Telegraph Company (AT&T) with the
"Management Progress Program". A longitudinal study of
the program began in 1956 and assessed the developmental
managerial potedtial of young men in American business.
Reasonable predictive validity was established and the
foundation for future application of the assessment cen-

ter technique was ensconced.>
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(Greensboro, North Carolina: Center for Creative
Leadership, 1975) p. 2.

40ss, Assessment of Men, pp. 21-22.

Spouglas W. Bray and Donald L. Grant, "The Assessment
Center in the Measurement of Potential for Business Man-
agement," Psychological Monographs, vol. 8@, no. 17
(1966), pp. l1-24 passim, '
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Michigan Bell began operating assessment centers in
1958 and results were so promising that the process was
established in over 58 centers throughout the Bell st—
tem. Approximately 8,000-10,000 candidates were tested
annually.6&7 Standard 0il (Ohic) began an adaption of
the assessment center process in 1963, followed by Inter-
national Business Machines (IBM), General Electric, Sears
Roebuck, and Co., and J. C. Penney Co.

Cohen, Moses and Byham have divided the history of
the development of the assessment center applications
into three separate periods: Initial, when multiple
assessment methods were introduced and a foundation was
established; EBarly Industrial Period, which began in the
mid 1956's when assessment centers were utilized and
researched in industry; and General Application Period,
which began in the late 1968's when a widespread adoption
of assessment centers appeared in goverhmental agencies
and numerous industries.8 9 & 18 programs to identify
managerial potential were initiated in agencies across
the United States with variations and adaptions in imple-
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.6pouglas W. Bray and Richard J. Campbell, "Selection of
Salesmen by Means of an Assessment Center,” Journal of
Applied Psychology, vol. 52, no. 1 (1968), pp. 36-41l.
Robert C. Albrook, "How to Spot Executives Early," For-
tune, July 1968, pp. 106-~111.
BCohen, Moses and Byham, "Validity of Assessment Centers,"
p- 4-5o
W. C. Byham, "Assessment Center for Spotting Future Man-
agers," Harvard Business Review, July-August 1978 pp.
158-160.

16p. w. Bray and J. L. Moses, "Personnel Selection," Annuai
Review of Psychology, vol. 23 (1972) pp. 545-576 passim.
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mentation. Byham reports that one thousand or more or-
ganizations throughout the world are making use of the
assessment center method, at least 38,00¢ individuals are
assessed yearly, and that the method is expanding rap-
idly.1l1

Cohen, et al. presented summaries of nineteen va-
lidity studies of assessment centers in industrial set-
tings. Among the business represented in the report were
AT&T, IBM, Caterpillar Tractor Co., Standard 0il (Ohio),
Sears Roebuck and Co., three manufacturing organizations
and a bank c¢ombined into one study, and a hospital. The
studies occurred between 1964 and 1972. The number of
participants ‘totaled 9301, and the studies revealed
"strong relationships between assessments and job per-
formance,"l2 which supports the hypothesis of the current
study that assessment centers have been established be-
cause of the predictive elements of the content.

MacKinnonl3 questioned why there had been an explo-
sion of interest in the assessment center method in the
seventies. He hypothesized that perhaps the increasing
need for effective managers and the realization of how
costly it was to hire managers who failed demanded more

llwilliam C. Byham, "Application of the Assessment Center
Method," in Applying the Assessment Center Method, ed.
Joseph L. Moses and William C. Byham (New York: Pergamon
Press, 1977), pp. 31-32.

12cohen, Moses, and Byham, "Validity of Assessment Cen-
ters," p. 25.

13ponald W. MacKinnon, An Overview of Assessment Centers
(Greensboro, North Carolina: Center for Creative Leader-
ship, 1975) pp. 4-5.
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efficient methods of selection over traditional ones. He
believed that the 'Civil Rights Act of 1964, which pre-
ceded the Equal Employment Opportunity Commission guide-
lines, had a significant impact on forcing employers to
seek fair (objective) and effective selection techniques.
Such a technique is the assessment center. He also
credited an increasing interest in assessment center to
the establishment of numerous conéulting companies who
are prepared to set up assessment centers in any type of
business or public service organization.

Huck and Brayl4 researched the objectivity of as-
sessment center evaluations of minority groups, and re-
ported that the "assessment center method is especially
attractive for affirmative action, such as the acceler-
ated advancement of minority groups and women... Sub-
jects in this study, both white and black, who were rated
high at assessment showed excellent job performance and
high potential for advancement with almost four times the
frequency of those rated low. The assessment center
method appears to be hithy useful in providing opportu-

nity to the most capable in an unbiased manner."15

l43ames R. Huck and Douglas W. Bray, "Management Assessment
Center Evaluations and Subsequent Job Performance of
White and Black Females", Personnel Psychology, vol. 29,
(1976) pp. 13-29.

15

Ibid. p. 29.
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Moses and Boehml® researched the objectivity of as-
sessment center performance of women and reported that,
", ..the assessment process predicts the future perform-
ance of women as accurately as it does that of
men...Since the proportion of males and females who do
well in assessment centers are nearly Jidentical, the
assessment center method appears to be a logical means
for providing equal opportunity to women for promotion
into management positions and advancement within manage-
rial levels,"17

It is significant to note that by 1973, at the
first meeting of the International Congress of the As-
sessment Center Method, it was disclosed that rapid
growth had taken place in assessment center technology,
and practitioners deemed it advisable to establish stan-
dards and/or guidelines for implementation, Therefore,
the Third International Congress on the Assessment Center
Method meeting in Quebec (May, 1975) established a pri-
mary set of guidelines.l8 Based on professional experi-
ence with the guidelines and expanded usage of the
technique, the original standards were revised in 1979 to

16J0seph L. Moses and Virginia R. Boehm, "Relationship of
Assessment Center Performance to Management Progress of
Women", Journal of Applied Psychology, vol, 60 no. 4
(1975) pp. 527-529,

71bid. p. 529.

18gdgar A. Kelley, "The Use of Assessment Center Techniques
for Personnel Decisions in Preparation Programs and Ca-
reer Planning Programs for Educational Administration:
Needed Research and Development," paper prepared for
University Council for Educational Administration,
Columbus, Ohio, January, 19840,
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include further definitions, clarification of impact on
organizations and participants, expanded guidelines on
training, additional information on validation and a
special section on rights of the participant.l® The re-

port is reproduced in its entirety in Appendix A.

History of Multiple Assessment in Education

Assessment centers applied to the field of educa-
tion and utilized to identify administrative personnel to
operate elementary and secondary educational institutions
appeared in the seventies. The assessment centers re-
ported to be established and subject to scrutiny in the
current study are as follows:

1. Assessment Center, NASSP model which is in

operation in nineteen locations in the United

States

2. Management Assessment Center, Dade County
Public Schools, Florida

3. Assessment Center, Peel Board of Education,
Ontario, Canada

4, Assessment Centers, Broward County, Palm Beach
County, and Panhandle Area Educational Coop-
erative, Florida

5. Assessment Center, Montgomery County Public
Schools, Maryland

6. Assessment Center, University of Mississippi
Bureau of School Services

Assessment Center - NASSP Model

In 1974, buoyed by the success of the assessment

—— — v — v — = —— —

197ask Force on Assessment Center Standards, Standards and
Ethical Considerations for Assessment Center Operations,
Endorsed by the VII International Congress of the Assess-
ment Center Method, New Orleans, Louisiana, June, 1979.
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center concept in the business world, the American Psy-
chological Association's Public Policy and Social Issues
Committee in Action developed a strategy to share their
expertise in an arena in which services of industrial
psychologists would not be available. This strategy
consisted of offering professional services, on a small
scale, to an agency in. the public sector which subsequen-
tly could enhance that sector's organizational effective-
ness. The project which became known as the Technical
Assistance Program (TAP), was managed by a subcommittee
headed by Joseph L. Moses, Director of Research and De-
velopment, AT&T. The objectives of TAP were to develop
and provide professional services and to serve as a model
and provide training opportunities to a public agency.
Guidelines were established and the search for a "host"
agency was undertaken. TAP wanted to work with a nation-
ally based organization which had adequate resocurces for
replication and continuity of their services and one that
had considerable influence in a major public area. After
many meetings with representatives of candidate organiza-
tions, TAP members chose NASSP as the recipient agency,
an organization which not only met all the criteria,
"...it appeared to offer the climate and resources of a
dedicated public service agency, impacting on virtually

every community in America."2@

———— " —— -

2030seph L. Moses, Bernard M, Bass, Brenda D, Gurel, George
W. Henderson, Hal W. Hendrick, Thomas A. Jeswald, The
Technical Assistance Program, A Review of the Public




45

Discussions with NASSP ultimately led to an assess-
ment center pilot project, directed by Paul W. Hersey,
Director of Professional Assistance for NASSP, who for-
mally accepted the TAP offer in August, 1975. Two target
school districts, Prince William County, Maryland, and
Charlottesville, Virginia, were identified and two sepa-
rate but similar assessment programs were initiated: one
program emphasized selection of administrators and the
other focused on developmental needs of current adminis-
trators. Twelve practicing administrators were trained
as assessors and a director was named for each center.

Thomas Jeswald, a member of the TAP committee and
Manager of Selection and Placement for R. R. Donnelly and
Sons, supervised the design of the model (described in
detail in Chapter 1II1I) that was implemented within an
educational context.

The culmination of the pilot assessment center was
the compilation of a comprehensive report on each asses-
see which was produced by a team of assessors after care-
fully directed observations and discussions of those
observations. The report itemized strengths and weak-
nesses of the assessee based on the targeted characteris-
tics and became a part of the personnel file in the
candidate's organization. One of the pilot school divi-

Policy and Social Issues Committee in Action, report for
distribution at the Division 14 business meeting, 84th
annual Convention of the American Psychological Associa-
tion, Washington, D. C., Sept. 4, 1976.
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sions established the following guidelines in regard to
the utilization of the reports:

1. The assessment report is reviewed with the
participant within one week after the assess~
ment.

2. The report becomes a part of the participant's
personnel file for two years. After that pe-
riod, it is considered obsolete and is des-
troyed.

3. As administrative openings occur, assessment
reports will be part of the information con-
sidered. However, participation in an assess-
ment center does not guarantee a person's
selection. Likewise, persons who do not par-
ticipate are- not automatically excluded from
consideration.

4, Although the assessment center is designed to
bring out administrative strengths and areas
where improvement is needed, there are no
"pass—~-fail® standards that apply to all open-
ings in the district. For some positions,
strength in certain areas could compensate for
weakness in others.21

By December 1983, the NASSP assessment program had
expanded to include nineteen centers situated throughout
the United States. 588 assessors had been trained and
the centers had processed 1432 "“threshold" administra-
tors.22

In 1979 a three-year validation study of the pro-
ject was initiated, partially financed by the Rockefeller
Family Fund and the Spencer Foundation. The team of
psychologists who conducted the study were composed of

2lphomas A. Jeswald, "A New Approach to Identifying Admin-
istrative Talent", NASSP Bulletin 61 (September,1977):pp.
82-83.

22Report of NASSP National Assessment Center Activities to
Carolyn J. Van Newkirk, 1 December 1983 (Typewritten,)
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Neal Schmitt, Chairman, Raymond Noe, Ronni Meritt,
Michael Fitzgerald, and Cathy Jorgenson. When the study
concluded its report in the fall of 1982, Schmitt et al.
announced, "...the assessment center is a content valid
procedure for the selection of school administrators."23
A comprehensive report of the validation study is pre-
sented in Chapter V.

Refer to Appendix B for a listing of NASSP pilot
assessment centers, directors, assessors trained and
participants assessed as of December, 1983,

The Administrative Assessment Center (NASSP model)
is one of seven components which comprise the Austin,
Texas, Independent School District's Administrative Lead-
ership Program. For two or three days, twelve candidates
are observed by six trained assessors to evaluate general
administrative skills, A written report and recommenda-
tion about the.candidate is composed and remains confi-
dential and is available only to the candidate and to
district administrators responsible for filling vacant
positions. An overall rating scale from 1 to 5 is used
with successful completion identified as a.4 or 5, Can-
didates who received a "successful" rating have their
files placed into the district's administrative "bank",
providing a known "talent pool" for expediency, and are

23Neal Schmitt, Raymond Noe, Ronni Merritt, Michael Fitz-
gerald, and Cathy Jorgenson, Criterion Related and Con-
tent Validity of the NASSP Assessment Center (Michigan
State University: n.d.) pP. 2.
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considered for future vacancies and in addition, have the
opportunity to do an internship and plan a personal pro-
fessional development program.24 In the fall of 1983, all
administrative vacancies at the level of assistént prin-
cipal, principal, and supervisor/coordinator were filled
by candidates who successfully completed the assessment
center .25 The assessment center is also seen as having
great potential as a professional development process for
administrators already on the job.26

The Jefferson County, Alabama, Education Assessment
Center (JEFCOED) (NASSP model) is designed to pinpoint
specific strengths and weaknesses, rather than evaluate
on a pass/fail basis, 1t helps the school system in
placing the right person in the right job and promotes
professional growth. The six-member assessment team,
carefully selected to provide balance in three areas
-male/female, black/white, elementary/secondary princi-
pals, spends 65-78 hours evaluating each assessee's per-
formance. Those participants who receive favorable
recommendations are given preference in job promotions.27
By 1982 JEFCOED had run nine assessment centers and eval-
uated eighty-four participants. Their only modification
was to lower the number of assessees to be processed at

24pyustin Independent School District's Administrative As-
sessment Center (Austin, Texas n.d.)

251bid.,

267im W. Patterson to Carolyn J. Van Newkirk, 5 March 1982,
27Better School Management: The JEFCOED Assessment Center
(Birmingham, Alabama n.d.).
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one time to six.28 It was made clear to JEFCOED that they
did not just join the NASSP assessment center program,
they had to apply and be accepted through visitation to
NASSP headquarters in Reston, Virginia, and in effect,
they had to sell themselves to Mr. Hersey, in that they
were genuinely interested in the assessment center con-
cept.29 Jones and Pritchett both emphasized the assess-
ment center as to its objectivity. "Even those
candidates who are unhappy with their performance express
appreciation for the objective process used in gathering
data."39 "as an assessor I am forced to be completely
objective in my approach."3l The NASSP assessment center
\has been credited as being "a very competent guide toward
the development of better administration..."32 in the
Jefferson County Public Schools.

Portsmouth, Virginia, began an assessment center
(NASSP model) in 1978 which features activities that are
keyed to practical work situations. Assessors look for
manifestations of managerial, educational, and interper-
sonal skills., A benefit of the assessment center, as
viewed by administrators, is that it diffuses emotions in

the promotion process, and advances objectivity. fTradi-

28Rron Jones, Director of JEFCOED Assessment Center, in a
recorded interview, 4 March 1982.

299illiam Dodson, Assessor JEFCOED Assessment Center, in a
recorded interview, 4 March 1982,

@Rron Jones, "NASSP's Assessment Center," NASSP Bulletin 64
(Qctober, 1988): p. 95.

31JoAnn H. Pritchett, "NASSP's Assessment Center", NASSP
Bulletin 64 (October, 1980):p. 97.

327pid,
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tionally, vacancies are advertised and expectations are
raised; unsuccessful applicants are disappointed. As-
" sessment centers are scheduled at times of the year when
vacancies do not occur, therefore, expectations are not
raised. A more accurately measured knowledge of a candi-
date's abilities is supplied. Principals and supervisors
participating as assessors are pleased by the objective
way the process works to identify prospective talent
without bias. "I wouldn't have believed that the system
would have worked with seven assessors as different as we
were, but it did work," said one.33 portsmouth officials
contend that assessment centers have withstood the scru-
tiny of the courts, in fact, a federal court in New York
appointed a consultant firm to set up an assessment cen-
ter for New York City's schools, establishing the basis
that the assessment center is fair in techniques.

The assessment center provides information about
candidates which normally would not be available, thus
allowing the employer to make hetter Jjudgments about
hifing and promoting. In addition, the information gen-
erated by the center identified areas for individual
improvement, which could be used in planning employee
training and inservice.34

The San Diego County, California, Assessment Center
555515;;EIEIES~assessor, The Assessment Center Toward More
Practical Promoting (Portsmouth, Virginia: n.d.).

34Raymond A. Hale to Carolyn J. Van Newkirk, 19 February
1982,
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(NASSP model) was organized because of a large number of
retiring administrators and the subsequent need for a
known "talent pool" of candidates, because of the Dennis
Mangers Task Force Report which issued a strong recommen-
dation for educational institutions to take a look at the
assessment center as a possible means for selecting per-
sonnel, and because they currently run a prescriptive
administrative training center, and therefore the as-
sessment center would be a logical diagnostic preceding
step. Eventually the goal is to provide an assessment
center to assess practicing school administrators, to
allow that person to have their needs and skills identi-
fied, and then be able to develop a professional growth
plan to help them acquire the skills they need in order

to do the job better.33

Assessment Center - Dade County Public Schools, Florida

In the spring of 1982, Dade County Public Schools
established a Management Assessment Center, and have, to
date, conducted a total of 655 assessments. Kenneth G.
Michaels,36 director of the center, stated that he sees
nothing wrong with traditional selection procedures, such
as, application forms, personal interviews, or written

evaluations, However, from this information one "...must

35Ronald W. Hockwalt to Carolyn J. Van Newkirk, 24 March,
1982,

36Kenneth G. Michaels, "Our Assessment Center Benefits the
Entire Management Team", Executive Educator, November
1983 pp. 23-25.
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infer...how well a candidate will perform as a principal
or assistant principal...none of the usual selection
methods gives candidates a chance actually to function in
the role - to be observed objectively in that role, and
to be rated on uniform performance criteria. An assess-
ment center...provides that opportunity."37 Because the
simulations in the assessment center are job-related and
the exercises require skills that have been identified as
essential in the successful management of a school, the
results will definitely predict performance on the job.
In addition, requirements set forth by the EEOC's "“Uni-
form Guidelines for Employee Selection Procedures" dic-
tate that criteria used to select candidates must be
job-related. The process is objective in that each can-
didate is observed by a different member of a three-mem-
ber assessment team during each exercise. The assessment
teams meet to discuss their candidates' performances and
agree on an overall score for each one, which provides
for a more accurately measured knowledge of a candidate's
abilities. When a principalship or assistant principal-
ship vacancy occurs, the system has a ready pool of tal-
ented candidates to be considered for the position, which
expedites the selection process. Objectivity and expedi-
ency form the bases for two of the hypotheses of the

current study.

371bid. pp. 23-24,
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Assessment Center - Peel Board of Education, Ontario,

Canada

Responding to a concern with a less than desirable
selection process that was being used to appoint princi-
pals, the Peel Board of Education, Ontario, Canada, agre-
ed to serve as a pilot school district in the establish-
ment of an ‘'assessment centre' which was designed to
improve that selection process. Musella38 reported that
procedures needed to be developed which would, "...pro-
vide some assurance that judgments (were} based on data
that (were) job-related (validity) and consistent (relia-
bility)."39 He felt that if careful attention is paid to
training assessors, and to monitoring the sessions in
which consensus decisions take the form of candidate
scores then subjectivity would be minimized, and objec-
tivity increased. Furthermore, care was taken to develop
real-life experiences for the candidate to ensure a high
degree of content validity which would predict behaviors

on the job.

Assessment Centers - Broward County, Palm Beach County,

and Panhandle Area Educational Cooperative, Florida

Phe Florida Educational Leadership Training Act of
1969 encouraged research and development of administra-
tive competencies and as a result three assessment cen-

ters were established to identify school principals.

— i ek oy o o Sl i S} W S

391bid, p. 3.
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Stone4?d surveyed superintendents and assessees who were
involved with the assessment centers and reported find-
ings which involved the establishment of a known "talent
pool" which would provide applicants in an expedient
manner when a vacancy occurred, referring to one hypo-
thesis in the current study. However, this was viewed
negatively by assessees in Broward County in that many
more individuals were assessed than the district could
possibly place in a reasonable span of time. In the
Panhandle Area Educational Cooperative assessment center,
the relatively low turn-over rate of administrators in
this rural and sparsely populated district makes it im-
practical to assess and train prospective administrators,
knowing that they may never be promoted. 1In Palm Beach
County candidates felt that they had received relatively
objective evaluations on their performance since asses-
sors had been selected from outside Palm Beach County.
Furthermore, 91 percent recommended that assessment cen-
ter performance be used as a criterion for selection of

school administrators in the future.

Assessment Center - Montgomery County, Maryland

The aim of the assessment center established in

Montgomery County, Maryland, Public Schools, as reported

40stone, "Florida's Administrative Assessment Centers," PP .
28, 111, 115, 119.
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by McKay,4l & 42 is to give administrators a close and
realistic look at those persons who want to become school
principals. The school division faces up to twelve open-
ingé for school principals per year and therefore, it is
essential that a "bank" of known administrative talent be
established which makes reference to one of the hypothe-
ses in the current study. In one assessment program
twenty-four principal candidates were assessed by twelve
evaluators. Using this method the selection of adminis-
trative talent was the result of consensus of several
evaluators which provides for objectivity and thus a more
accurately measured knowledge of a candidate's abilities
which again makes reference to cone of the hypothesés in
the current study. The exercises and simulations are
job-related and are used to identify candidates who pos-
sess competencies needed by effective principals. With

this method behaviors on the job can be better predicted.

Assessment Center -~ University of Mississippi Bureau of

School Services

A cooperative assessment center was established in
Mississippi to identify individuals in rural school dis-
tricts who had little opportunity to demonstrate adminis-

trative abilities. Whenever eight or more participants

4lp. Bruce McKay, "The Montgomery County Public Schools
Assessment Center", Clearinghouse for Applied Performance
Testing Newsletter vol. 5 no. 1 (September 1979) pp.
11-12.

42McKkay and McCord, "Consider this way," p. 37.
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are nominated by a superintendent, a center is establish-
ed, Boyer43 reports that the assessment center has al-
. lowed school divisions to establish a bank of known
talent and has encouraged a system for weeding "...out of
the applicant pool those unqualified for administrative
positions, and (has) made available on regional and state
levels the names of those so qualified - thus making it
easier to coordinate the supply of administrative talent
to administrative need."44 administrators perceive an-
other benefit of assessment centers to be the objective
nature of the process. Not more than eighteen partici-
pants and nine assessors are involved in any one assess-
ment center, The final report is a result of consensus
which provides objectivity in the evaluation. The simu-
lations and eXercises are related to activities on the
job. Therefore, success in the assessment center can
predict success on the Jjob. The Mississippi model pro-
motes expediency and objectivity which are two of the

hypotheses of the current study.

Summary

In reporting on the history of assessment centers,
three sectors were studied: the military sector, the
business sector, and the public sector, The three sec-
tors were analyzed in relationship to the hypotheses of
the current study and the reasons for the utilization of

— i L . S - — o ——

43poyer, Use of Assessment Centers, pp. 3-6.
441pid. p. 3,
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the assessment center process in each sector.

The current study hypothesizes that assessment
centers have been established because of the objective
nature of the process, the expediency factor, and the
predictive elements of the content, In the military
sector these were found to be true as multiform proce-
dures for assessment were developed and the final evalua-
tion was the result of consensus of staff members which
promoted objectivity; a known talent pool was developed
through the assessment process and solved the need for
hasty and perhaps inappropriate evaluations and thus
promoted expediency; lifelike tasks and simulations were
designed in a lifelike environment which could be used as
valid predictors of behavior in a real situation.

In the business sector two of the hypotheses were
also found to be true. The Civil Rights Act of 1964
was cited as having a significant impact on employers in
developing objective selection techniques. A study deal-
ing with evaluations of minority groups and another deal-
ing with assessment center performance of women were
reported and supported the hypothesis that the assessment
center technique promotes objectivity. Other studies
were reported that determined that the process has pre-
dictive validity, i.e., that there is a strong relation-
ship between assessments and performance on the job.

In the public sector the hypotheses were also

found to be true. Assessment center models that were
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developed to identify potential educational administra-
tors were reported as objective in nature, i.e., evalua-
tion is the result of consensus of several evaluators
which provides for a more accurately measured knowledge
of abilities. Objectivity is also established in that the
assessment center process diffuses emotions in the promo-
tion process. The hypothesis dealing with expediency was
supported as true with the reports of the establishment
of banks of known administrative talent through the as-
sessment center process; perhaps of equal importance is
that the process "weeds out" those candidates unqualified
for administrative positions. The third hypothesis which
refers to the predictive nature of the process was con-
firmed with the validation study of the NASSP model.
Other educational models reported that success in the

assessment center can predict success on the job.



CHAPTER III
Design of aAssessment Centers

Introduction

The design of assessment centers which identify
administrative potential is known as the "master plan"
and comprises several essential components. The skills
to be assessed or dimensions as they may be labeled, are
critical ingredients, and may vary depending upon the
objective of the assessment center. The exercises or
activities which are designed to elicit the targeted
dimensions are preferred to be Jjob-related and thus,
should reflect routines and tasks which are characteris-
tic of the desired position. Other factors included in
the design of assessment centers are purpose, length of
time, personnel involved, and evaluation profile. The
purpose of Chapter III is to describe the designs of six
educational assessment centers in the United States and
Canada. Since this identification process was adapted
from designs initiated in the military and business sec-
tors,an historical background is presented to establish a

frame of reference.

Historical Perspective

During the time of crisis in World wWar I, when it

59
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became critical to select only the most effective intel-
ligence personnel to ensure the survival of the United
States, a selection process for same was devised and
implemented which was later copied and modified by busi-
nesses, industries, and many sectors of public serxvice,
including the field of education. This selection process,
for the purposes ¢f the current study Kknown as the as-
sessment center, which is utilized to identify supervi-
sory potential, spread to many fields in response to
demands for accountability and organizational effective-
ness.

It is appropriate to investigate the design of the
0SS assessment program in order to comprehend the impact
of its implementation into other fields,

The 0SS assessment team consisted of psychologists,
cultural anthropologists, sociolodists, and psychia-
trists. The team ironically agreed on a systematic
scheme of assessment: "multiform" because it involved a
large number of procedures and "Gestalt" because it took
the results of these procedures and used them to arrive
at a picture of personality as a whole. Utilizing this
information made it possible to predict one's behavior in
a given situation. The scheme was set forth as a series
of eight steps:

Step 1. Make a preparatory analysis of all the Jjobs
for which candidates are to be assessed.

Step 2. On the basis of the preparatory analysis of
jobs list all the personality determinants
of success or failure in the performance of
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each job; and from this, list the variables
to be measured by the assessment process.

Step 3. Define (in words that are intelligible to
the personnel officers and administrators of
the organization) a rating scale for each of
the personality variables on the selected
list, as well as for the one over-all vari-
able Job Fitness.

Step 4. Design a program of assessment procedures
which will reveal the strengths of the se-~
lected variables.

Step. 5. Construct a sufficient formulation of the
personality of each assessee before making
specific ratings, predictions, and recommen-
dations.

Step 6. Write, in non-technical language, a person-
ality sketch of each assessee, which pre-
dictively describes him as a functioning
member of the organization.

Step 7. At the end of the assessment period hold a
staff conference for the purpose of review-
ing and correcting the personality sketch
and of deciding on the ratings and recommen-
dations of each assessee.

Step 8. Construct experimental designs as frames for
assessment procedures so that all the data
necessary for the solution of strategic
problems will be systematically obtained and
recorded.

AT&T was the first to apply the assessment technique
in 1956 in its Management Progress Study, in an attempt
to evaluate managerial ability. Bray? reported on the
effectiveness of the assessment center method, which was
a modification of the 0SS "model", and pointed out the

steps that had been taken in designing the process: thor-

ough study of the total situation for which the assess-

Ibss, Assessment of Men, pp. 28-56 passim,

2Bray and Grant, "The Assessment Center in Measurement,"
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ment was being made, variables derived for which
judgments were to be made, definition of assessed char-
acteristics, methods developed for eliciting behaviors,
selection and training of competent assessors, selection
of assessees, evaluation of assessees, and evaluation of
results of the assessment.
Cohen, Moses and Byham3 simplified the design of
assessment centers into three steps:
1. determining the dimensions to be assessed by
conceptualizing worker requirements for the

positions studied

2. Jjudging the assessee's standing on those dimen-
sions from assessment center performance

3. combining these judgments into a global, over-
all prediction

The skills to be assessed or dimensions Or parame-
ters as they may be labelled, are those vieﬁed as impor-
tant for success on the job. The standard parameters and
frequency of their use, as identified by Bender, are

listed in Table 1.

— A S —n — — — —) T — -

3Cohen, Moses, and Byham, "Validity of Assessment Cen-
ters" p. 4.
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TABLE I

RESPONSE FREQUENCY TO EVALUATION PARAMETERS
AS REPORTED BY BENDER

Evaluation Parameter Response Frequency
Oral Communication Skills 30
Leadership 29
Organizing and Planning 27
Decision-Making Skills - 25
Problem Analysis 24
Resistance to Stress 24
Written Communication Skills 23
Energy 21
Use of Delegation 21
Oral Presentation gkills 21
Behavioral Flexibility 21
Forcefulness 19
Impact 18
Creativity 17
Perception 16
Salesmanship le
Management Control 16
Risk-Taking 16
Independence 14
Range of Interests 12
Listening Skill 12
Attitude Toward Peers 12
Attitude Toward Superiors 11
Self~Evaluation 11
Inner Work Standards 19
Attitude Toward Subordinates . 8

SOURCE: J.M. Bender, "What is Typical of Assessment
Centers?" Personnel, 5@, 56-57,.
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Once the skills to be assessed are established, the
next step in designing an assessment center is to select
the methods or exercises which will elicit targeted be-
haviors. Crooks4 reported on tﬁpes of exercises commonly
used as inbasket exercises, management games, leaderless
group discussions, analysis/presentation/group discussion
exercises, interview simulations, other interviews, fact
finding and decision making, writing exercises, and pen-
cil-and-paper tests.

Kelley and Wendeld described activities and exex-

cises that could be included in the design of an assess-

ment center:

1. Inbaskets. In an inbasket exercise, a partici-
pant is asked to respond to a number of written
memoranda, letters and notes within a specified
period of time. The participant assumes a spe-
cific role, and 1is given the opportunity to
display skill in several behavior dimensions
related to on-the-job performance.

2. Leaderless group discussions. Participants are
given background information for study and are
then asked to perform a specific task or reach
consensus on a decision,. Participants may be
assigned a specific role in a competitive lead-
erless group exercise or may, instead, have no
particular role to £ill. These exercises are
usually designed to measure leadership behaviors
and other behavior dimensions.

3. Interview simulation. 1In this type of exercise,

a participant may be asked to conduct a
one-on-one interview with an irate customer or

4Lois A. Crooks, "The Selection and Development of Assess-
ment Center Techniques"™ in Applying the Assessment Center
Method, eds. Joseph L. Moses and William C. Byham (New

York: Pergamon Press, 1977), pp. 72-77.
SEdgar A. Kelley and Frederick C. Wendel, The Use of As-

sessment Center Processes for Personnel Selection and Ca-
reer Development in Educational Administration (Reston,
VA: NASSP, August 1983), pp. 13-14.
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client, an insubordinate employee, a candidate
for a job, an employee with a problem, or simi-
lar interpersonal situations.

Schedule making. Because managers frequently
schedule the work of others, this type of exer-
cise provides participants with an opportunity
to demonstrate this type of supervisory and
managerial skill.

Case studies. The use of case studies permits
participants to analyze data about a specific
situation, prepare alternate strategies to re-
solve the issue presented in the case study, and

"select one or more rational solutions. There

are several variations on how participants may
be asked to present their findings, ranging from
written reports to superordinates to giving an
individual oral report to an assessor who inter-
views the participant about the report present-
ed.

Management gJames, These games often use teams
of participants in investing or managing a com-
pany's stock in trading or acquiring orders,
other businesses, etc.

Background interviews. In an assessment center,
a background interview serves as an information
gathering technique. The assessor who conducts
the interview may provide a written report which
offers information about several dimensions of
behavior. A structured interview format is
usually used to establish consistency in the
types of information gathered by assessees.

Paper-and-pencil tests. Tests and inventories
on personality, intellectual ability, verbal and
quantitative skills, aptitudes and interests, as
well as other aspects of personnel psychology
may be used to provide information about par-
ticipants.

Fact-finding exercises. This type of exercise
requires the participant, working alone, to read
a brief description of a problem, seek addition-
al information from an assessor who serves as a
resource person, and then arrive at a decision
and solution for the problem. A report must be
prepared and given. The report is given to the
assessor who serves as an observer in this type
of exercise. Usually the differing phases of
this exercise are timed, and the participant is
expected to complete activities within the al-
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lotted time. Analysis and stress behaviors are
two common behavior dimensions assessed by this
type of exercise.

10. Staff meeting. In the staff meeting exercise,
the participant assumes the role of a unit head
and meets with several staff of the unit (with
these roles being played by trained personnel)
to obtain information prior to a meeting with
the chief executive of the agency or firm.

11. Negotiation. This type of exercise generally
requires an assessee to bargain with another
person (an assessor or a person trained for the
role) who portrays a superordinate, subordinate,
peer, or someone external to the work unit of
the assessee.

Not all the parameters or exercises are included in
all assessment centers. The aforementioned are a repre-
sentative sample.

A critical step in the design of assessment centers
is the selection and training of assessors. The major
aim of this training is to ensure fair and objective
evaluation of assessees, s0 that the end results will
reflect a high degree of acceptability. (Training of
assessors is extensively described in Chapter IV.) Byham
and Wettengel® report that a typical center has one as-
sessor to every two participants with a six-to-twelve
ratio most common.

An important phase in the design of an assessment
center is the evaluation report and how it is dissemi-
nated. The profile of strengths and weaknesses is the

— - T — v — =

bWilliam C. Byham and Carl Wettengel, Assessment Centers
for Supervisors and Managers, (Public Personnel Manage-
ment, Sept.-Qct. 1974; reprint ed., Pittsburgh, PA:
Development Dimensions, Inc.) p. 353.
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result of lengthy consensus discussions by the assessors,
As a group, they evaluate the overall potential of the
assessee and render a global decision about the asses-
see's performance during the center.? Byham8 reports
that companies handle dissemination in different ways;
candidates can request feedback (between 68% and 90% ask
for it), some companies give feedback to all candidates
automatically, most companies plan career developmént
strategies. Feedback can occur prior to the candidate
leaving the center as in some companies or a candidate
must wait weeks. It is obvious that the sooner the feed-

back, the greater the impact of the assessment center.

71bid. _
8william C. Byham, "Assessment Centers for Spotting Future
Managers", Harvard Business Review, July - August 1984,

p. 158.
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Assessment Centers in the Field of Education

Design of Assessment Center - NASSP Model

The NASSP assessment center model was designed by a
team of industrial psychologists headed by Thomas A.
Jeswald who integrated the model into an educational
context. The design of the pilot program addresses the
issues of the major objective of the center, assessees
and assessors, compilation and dissemination of reports,

feedback interview and possible outcome of the evalua-
tion. Also included in the overall design are skills to
be assessed, exercises which elicit specified behaviors,
and role of assessors.

The design is reproduced accordingly:

1. The objective of the NASSP Assessment Center -is
to assess the potential of candidates for assis-
tant principal and principal positions.

2, The pool of eligible participants for the Center
includes all current district employees who have
attained (or will soon attain) the legal gquali-
fications and credentials for the position of
assistant principal or principal.

3. A team of six assessors for each scheduled Cen-
ter will include principals and other district
administrators. An administrator in the dis-
trict's personnel and/or staff development of-
fice will act as the director of the Assessment
Center program,

4. Twelve participants will be assessed at each
Center.

5. Assessment reports will be written by the asses-
sors with the assistance of the director of the
Assessment Center., Each assessment report will
contain:

{(a) A summary of the participant's strengths
and improvement needs.
(b) Developmental suggestions for the
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participant.

(c) A recommendation from the assessor team as
to whether the participant should be placed as
an assistant principal or principal.

A positive recommendation by the assessors will
indicate that a Center participant is considered
to have significant strengths overall and is
likely to succeed as an assistant principal or
principal. A participant who is not recommended
by the assessors may, nevertheless, be placed in
an administrative position, 1if that individual
has specific abilities which are required.

Each participant will receive a confidential
feedback interview, in which strengths and im-
provement needs are discussed. During this
interview, a copy of the assessment report will
be provided to the participant.

An additional copy of the assessment report will
be kept in the district's Assessment Center file
for a period of 4~5 years. Besides the Assess-
ment Center director and participant, the fol-
lowing persons will have access to this report:
the superintendent, directors of instruction,
and the principal or other supervisor under whom
an administrative opening has occurred.

Center participants who perform poorly will not
be disqualified for future job opportunities,
Participants who request to be assessed a second
time will be required to wait at least two years
after their initial assessment,

Potential participants will be notified through
posted announcements when Centers are to be
held. Scheduling of Centers will be done irre-
spective of the, occurrence of administrative

openings.

The skills to be assessed and definitions of the

NASSP model were enumerated in Chapter I, page 15. How-

ever, it is deemed appropriate to list the skills again

(definitions have been deleted):

1.

—— ——— S —

9"NASSP
vA. n.d.

Problem analysis

Judgment
Organizational ability

- — —— —

Assessment Center General Design Model" Reston,
(Typewritten.)
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Decisiveness
Leadership
Sensitivity

Stress Tolerance

. Oral Communication

9, Written Communication
1@2. Range of Interests
11, pPersonal Motivation
12. Educational Valuesl®?

-~
s e

To assess these skills NASSP designed five exercises
- four simulations and a semi-structured personal inter-
view, The entire set of eéercises requires the partici-
pant to be on task for-ten hours. O©Of that time six hours
are observed by assessors., Two of the simulations are
" "inbasket" exercises, in which a package of mail, re-
ports, etc. are presented for organization and decisions;
another involves analysis and group discussion of a case
study, which concerns the problems faced by a fictitious
school, The fourth simulation is a fact-finding and
decision-making exercise; the participant is given a
small amount of information about a problem and must
proceed to investigate the situation to arrive at a solu-
tion. Refer to Appendix C for daily schedules of assess-
ment center actjvities.

After the assessors observe.the participant during
the exercises, they record their observations of behavior
and later meet as a team to discuss and compile an evalu-
ation profile. The final written report describes stren-

gths and weaknesses 0f the candidate in relation to the

- — . o — — Y — — o -

10"Skills to be Assessed," NASSP, (Reston, Virginia, n.d.)
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twelve skills.ll

The director of the assessment center shares the
final report with the assessee in a two and one half hour
meeting within two weeks after the completion of the

center.l2

Design of Assessment Center - Dade -County Public Schools,

Florida

Dade County Public Schools contracted with Assess-
ment Designs, Inc. of Orlando, Florida, to create the
design of their Management Assessment Center, which is
used to identify potential principals and assistant prin-
cipals. Nine skills are considered essential for satis-
factory performance as a building administrator:

Leadership

Organizing and Planning
Perception

Decision Making
Decisiveness
Interpersonal Relations
Adaptability

Oral Communication
Written Communication

WOSIYWL & Wb
" & & e @

Three simulations are used to assess the skills; an
inbasket exercise, a parent conference exercise, and a
teachier observation exercise. 1In the inbasket exercise
the would-be principal is given two hours to deal with an
accumulation of memoranda, letters, and reports that
range in importance and urgency. Thirty minutes of that

lljeswald, "A New Approach," 61:82.
l25ack ¢. van Newkirk, NASSP Trainer of Assessors, inter-
view in York, Pennsylvania, 1 December 1983.
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time is observed by assessors who interview the partici-
pant to clarify deciéions. In the parent conference
exercise the participant reviews background information
for thirty minutes dealing Qith a behavior problem, and
then role plays the part of a principal. An assessor
takes the part of the parent and follows a carefully
designed plan - one that introduces conflict. In the
teacher observation exercise the participant role plays
the part of a principal and evaluates instruction by a
teacher via a videotape.

The three simulations take one full day to complete.
During one assessment center, twelve candidates and twe-
lve assessors participate. After the candidate completes
the simulations, the assessors meet on the second day to
discuss individual performances on each skill. They pre-
pare an evaluative profile on each candidate in the form
of a written report. Feedback to the candidate is pro-
vided at the end of the second day.l3

Design of Assessment Center - Peel Board of Education,

Ontario, Canada

The Peel Board of Education considered ten skills to
be assessed in an ‘'assessment centre':

1. Decision-making

2. Judgment

3. Teacher evaluation
4., Communication.

5. Problem solving

6. Organization

7. Motivation

8. Planning

- e —— T — —— ——— — ——

13Michaels, "Assessment Center Benefits," p. 24.



73

9. Program implementation and evaluation
12. Team-building

Five exercises were developed to elicit behaviors
which would indicate levels of competence: inbasket,
structured interview, leaderless group, teacher evalua-
tion, and program implementation and evaluation. The
'assessment centre' was developed into a three-day work-
shop-like format, including a pre-session orientation
and a post-session review. Assessors would be trained in
observation and evaluation techniques and would write a
report on each candidate eliciting performance, strengths
and weaknesses, and suggestions for development.l4 (The
Peel model was utilized as a study model, since it did
not reach an operational stage.)

Design of Assessment Centers - Broward County, Palm Beach

County, and Panhandle Area Educational Cooperative, Flor-
ida .

Three assessment centers were initiated at about the
same time in 1973-74 as a direct result of the Florida
Educational Leadership Training Act of 1969 and amended
in 1973 to encourage development of programs to identify
administrative and supervisory personnel. Matching funds
were made available to participating agencies and work-
shops were held to explore methodologies in the identifi-
cation process., Three assessment centers were

established by mid-1974 and since the design and ‘organi-

iy S — — A —— -

l4Musella, "Improving Procedures", pp. 7-9, 15-17.
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zation of each center were subject to scrutiny by the
Florida Department of Education before funding was ap-
proved, many similarities exist and therefore, it is
appropriate to report the designs of each center under
one global heading. |
Broward County sought the expertise of Nova and
Florida Atlantic Universities in designing the format of
its assessment center. Competencies were selected and
corresponding exercises were created in the initial stag-
es of development. The five exercises and a description
of each are as follows:
1. Madison Public Schools Inbasket Series. The
candidate role plays the part of a building

principal and then responds to a variety of
routine administrative tasks.

2. Leaderless Group Discussions. Assessees are
placed in a group situation in which they must
persuade other members to vote in favor of send-
ing their particular candidate to a workshop,
The purpose of this simulation is to identify
emergent leadership behavior.

3. Grant Exercise. Six assessees interact, within
a ninety-minute period, in a hypothetical situa-
tion in which a grant proposal must be drafted
according to established parameters.

4. Scheduling Exercise. Six assessees cooperative-
ly develop the schedule of classes utilizing a
set of variables.

5. Paper and Pencil Testing. Four intelligence and
psychological testing batteries were administer-
ed. Bach was specifically designed to provide
data to round out the personality profile.

Assessees were observed by teams of trained asses-~

sors during the first four simulations. The entire as-

sessment process was accomplished in a two-day,
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concentrated period.l53

Palm Beach County combined the resources of both the

school district and Florida Atlantic University when

their assessment center was designed. Five functions

were identified as essential to district administrators:

The

Administration, management and supervision
Educational program development

Public relations

Interpersonal relations

Research and evaluation

functions generated sixteen competencies or

personality factors which were elicited by ten exercises:

1.

— - ——— — ——

Administrative Inbaskets. The candidate. role
plays a principal who must establish a school
advisory committee,

Oral Presentation, The candidate role plays a

principal who must address his school advisory
committee on some educational concern. -

Written Communication. Candidate is required to

write memoranda, letters, reports and announce-
ments relating to establishment of school advi-
sory committee.

Program Evaluation. Candidate must design an

action plan in regard to lag in an instructional
program,

Leaderless Group Discussions. Candidate inter-

acts as a member of groups of assessees charged
with resolving various educational tasks.

Goal Ranking Exercise. Candidate is member of a

group who ranks through consensus priority items
formulated by school advisory committee.

Scheduling Exercise. Candidate is a member of a

group of four who plan schedule of classes for
hypothetical school.

Supply Room Simulation. Candidate is member of

group of four who draft a memorandum to a hypo-

15stone, "Florida's Administrative Assessment Centers," pp.
37, 39-41,
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thetical faculty regarding abuse of supplies.

9. Keeping Informed of Educational Practices. Can-
didate lists sources of educational information
and current topics of interest.

1¢. structured Interviews. Candidate is interviewed
for purpose of evaluating knowledge of field of
education, personal and oral communication
skills.

Groups of twenty assessees completed the evaluation
process in two days. Assessors were assigned in pairs to
evaluate and record data objectively yet with profes-
sional subjective judgment.l6

The Panhandle Area Educational Cooperative (PAEC)
was organized to serve a nine district area of nor thwest
Florida, and worked cooperatively with University of West
Florida in designing the assessment center. Prepackaged
materials developed by Develépmental Dimensions, Inc.
were adapted to the assessment of educational administra-
tors.

Exercises which elicited dimensions are listed:

l. Background Interview. The candidate completed a

Background Information Form which covered educa-

tional and work history, future plans, values
and attitudes.

2. Personnel Director Inbasket Exercise. Candidate
simulates activity of a personnel director of
the hypothetical Woolex Company and reviews and
organizes letters, requests, and reports. This
activity requires decision making, delegation,
writing ability, planning and scheduling.

3. The City Council Leaderless Group Discussion.
Candidate simulates role of a member of a branch
of city government and is given assignment of
persuading other members of a six-member group
to allocate to his branch all or much of a one

.

L Y ——

l6nplorida's Administrative Assessment Centers" pp. 46-48.
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million dollar federal grant.

4, Writing Report on Collective Bargaining. Candi-
date writes clear and concise document related
to role of principal in collective bargaining.

Through consensus the assessors rated candidates.
The assessment center itself was conducted over a five-
day period, two of which involved candidates in exer-
cises, and three of which involved consensus-seeking by
assessors and writing of the final report.

Three assessors rated six candidates or six asses-
sors rated twelve candidates, twelve being the maximum
number served at one time.l7

Design of Assessment Center - Montgomery County Public

Schools, Maryland

The Montgomery County Public Schools selected five
behaviors to be assessed in the design of an assessment

center to select school principals:

1. Skills in group problem solving and communica-
tion

2. Supervisory skills

3, Oral presentation

4., Written communication skills

5. Organization and management skills

To evaluate the behaviors, five exercises were de-
signed:

1. Principal's Problem. The candidate is a member
of a six-member group who must discuss and then
draft a written outline of solutions to a prob-
lem,

2. Exercise in Supervision. The candidate role
plays a principal who analyzes a lesson plan and
conducts a teacher conference.

3. Oral presentation. The candidate prepares and

— A —— oy — — . — T —

171bid., pp. 49-52.
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delivers a ten-minute talk explaining pupil
achievement scores for a hypothetical school.

Written Reaction Task. The candidate composes a
written response to the problem of how to im-
prove and implement a reading program,

Principal's Inbasket Exercise. The candidate
reviews and organizes a packet of materials,
assigns priorities, makes recommendations, and
supplies rationale for actions.

Twenty-four candidates are evaluated by twelve as-

sessors in the two-day exercise. The assessors completed

detailed rating forms on each candidate and shared them

with the participants in an individual interview.l18gl9

Design of Assessment Center, University of Mississippi

Bureau of School Services

An assessment center design organized by the Missis-

sippi Bureau of School Services, identifies twenty vari-

ables or skills:

WO & Wi
. @

18McKay,

General Education

Oral Communication Skills
Written Communication Skills
Forcefulness

Likability

Perception
Self-Objectivity
Adaptability

Need Approval of Superiors
Need Approval of Peers
Inner Work Standards
School Attitude

Resistance to Stress

Range of Interests

Energy

Organizing and Planning
Decision Making

L.eadership Skills

Racial Relations

- —ma - ———

"Montgomery Assessment Center," 5:11-12.

19McKay and McCord, "Consider this way," p. 37.
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28 . Demeanor

Six different exercises have been developed to elic-
it desired behaviors:

1. Simulated exercises in groups

2. Inbasket exercise
3. "I've got a secret" exercise conducted with a

student and parent

4, Problem finding
5. Standardized tests
6. Interview

The maximum number of people involved are eighteen
participants and nine assessors in any one assessment
center, The assessment center occupies one full day and
two additional sessions of two hours each. Approximately
three weeks following the full-day assessment, a report-
ing session is held with the candidate. Questions are
answered, reports are edited, and the candidate signs a
consent form to file his record and make it available for
placement purposes, if he so desires. The final session,
held several weeks later, is designed to share develop-

mental plans to enhance the administrative potential of

the participants.Z29

summary
The purpose of Chapter III was to present the design

of assessment centers as an integral part in the process
of identifying administrative potential. Five operation-
al models and one study model were described as to skills

to be assessed, exercises that elicited these skills,

. — vy — ) i — il b e

20Boyer, Use of Assessment Center, pp. 5-6, 1@.
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ratio of assessors to assessees, length of time involving
assesgors and assessees, compilation of final reports and

methods of assessing. The six models were as follows:

NASSP

Dade County Public Schools, Florida

Peel Board of Education, Ontario, Canada

Broward County, Palm Beach County and Panhandle
Area Educational Cooperative, Florida

Montgomery County Public Schools, Maryland
University of Mississippi Bureau of School Serv-
ices

» . . »

A wu = VI S

The skills to be assessed and exercises which elic-
" ited specific behaviors were similar in all the models
reported and they were all job-related. This would sup-
port the hypothesis of the current study that assessment
centers were established because of the predictive ele-
ments of the content; behavior in job-related simulations
could parallel or predict behavior on-the-job. The num-
bers of the skills to be assessed ranged from 5 to 24,
however, the smaller number listed topics that covered
broader areas such as organization and management skills,
whereas, the larger number 1listed very specific areas
such as forcefulness and adaptability, which could ac-
count for the discrepancy in numbers. The exercises
which were developed to uncover certain behaviors were
more alike than different, All the models had at least
one inbasket exercise, simulations in oral and written
communication and problem solving leaderless group exer-
cises, Three of the models used teacher observation and

evaluation as a simulation and three (plus two of the
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Florida models) utilized semi-structured and/or struc-
tured interviews. Two of the models employed sgandard-
ized tests as an evaluative tool.

All of the models used the consensus method in com-
piling the final evaluation report. The culminating
written profile is the result of a synthesis of data by
multiple assessors which encourages objectivity and sup-
ports one hypothesis of the current study, i.e., assess-
ment centers were developed because the objective nature
of the process enables the selection of talented adminis-
trators. Objectivity is also promoted in that a variety
of skills are assessed through a variety of activities.
The process is multiform: several different techniques
are used in a variety of settings. Through these methods
a global picture of a candidate's abilities can be de-
rived rather than a narrow, subjective judgmental evalua-
tion completed by one person should traditional

selections procedures be utilized.



CHAPTER 1V
Selecting and Training Assessors

Introduction

The purpose of Chapter IV is to present a back-
ground of methodologies in assessor selection and train-
ing programs that were initiated in the business sector
and then proceed to describe the process as it applies to
the six educational assessment center models under study.
The selection and training of assessors 1s an important
element in the design of assessment centers. Byhaml re-
ports that a lack of emphasis in assessor training can
lead to unreliable judgements by assessors and thus lower
the validity as assessment centers. Thus it is critical
to devote time and space to this component, Two of the
hypotheses in the current study, assessment centers have
been established because of the objective nature of the
process and because of the predictive elements of the
content, will be discussed as they relate to selecting

and training assessors.

Background Perspective ~ Selecting Assessors

Assessors in the business sector have been tradi-

. - — . —— D — - o

lyilliam €. Byham, "Assessor Selection and Training" in
Applving the Assessment Center Method, Eds. Joseph L.
Moses and William C. Byham (New York: Pergamon Press,
1977), p. 38.
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tionally two or three levels above the candidate being
assessed. Byham2 reports that by selecting assessors at
these levels, they are more familiar with the jobs for
which the participant is being assessed and can therefore
better judge the participant's abilities. He also re-
ports that involvement of a higher level person as an
assessor greatly increases the acceptance of the program
by peers and by the candidates themselves. Furthermore,
exposure to the assessment center as an assessor increas-
es familiarity with the process and guarantees the most
effective use of the results.

MacKinnon3 adds that not only can assessors be two
or three levels above the assessees (managers), assessors
can also be psychologists or a combination oﬁ psycholo-
gists and management. Byham4 states that some organiza-
tions include personnel department staff as assessors.

In the assessment center known as Bell System's
Management Progress Study (AT&T)3, the assessors were
primarily persons who had been trained professionally in
observational techniques. Later a few compény managers
served as assessors, however, none had been in the same
division as the assessees. A clinically trained psy-

chologist reviewed the assessor reports and subsequently

—— T . > — Sy — -

2William C. Byham, The Assessment Center as an Aid in
Management Development (Training and Development Journal,
Dec. 1971; reprint ed., Pittsburgh, PA: Development
Dimensions, Inc.) p. 13.

3MacKinnon, an Overview, p. 13.

4Byham, The Assessment Center, p. 13.

5Bray and Grant, "The Assessment Center," pp. 4-5.
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prepared individual reports on each participant.

Background Perspective - Training Assessors

Training of assessors varies and there is little
consensus on how assessor training should be conducted or
how much is required. 1In the AT&T model assessors were
taken from their jobs for a six-month period to work full
time as assessment center staff. Due to this commitment,
AT&T spends thrée weeks in training assessors and they
reach a near-professional status in their expertise in
observational techniques. On the average most organiza-
tions pull their assessors from their regular jobs one to
four times per year. A typical training period requires
a minimum of three days and a maximum of one week.6

The most efficient ratio of assessors to assessees
is one~to-two. This fatio may vary due to limited staff,
limited number of dimensions being evaluated, or little
need for extensive documentation.?

Assessors traditionally work in teams of two or
three and in some models an assessor staff of six can
meet during the evaluation period to share.results and
reach consensus.8

The concept that assessors work in teams and rotate
individually or as a group among the assessees during the
assessment process, minimizes individual judgmental bias

6Byham, "Assessor Selection," pp. 96, 96, 98.
71bid. p. 96.

81bid. p. 98.
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and therefore encourages a fair and objective evaluation,
which supports one of the hypothesis of the current study

in that assessment centers were established because of

the objective nature of the process.

Assessor training focuses on the following skills
required in the assessment process:

- Understanding the organization's dimensions

- Observation of behavior in exercises

-~ Categorization of behavior by dimensions found
important to the organization

- Rating behavior by dimension

- Processing information from various exercises to
reach consensus among the assessors for a quality
or quantity rating on each dimension.

- Determination of overall judgments relative to
part%cipants, promotability, training  needs,
etc. ,

Tasks which may be assigned to assessors during

training in order to generate the desired behaviors may

include:

- Conducting a background interview

- Playing the role of an employee being interviewed
in a simulation

- Conducting an inbasket interview

- Playing the role of a resource person in a fact-
finding exercise

- Playing the role of a top executive receiving a
report from a subordinate in an analysis exer-
cise.l0

In essence assessor training involves many of the
same actiyities that assessees experience.

The critical skill that 1is taught in assessor
training is observing and recording behavior - what a

person says or does during the simulation. Byhamll states

91bid. p. 14@1l.
l0"assessor Selection"

llibid., pp. 1@2-183.
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that it is not acceptable for an assessor to say, "Mr. X
was definitely the leader in the group." He must give
examples of how that leadership behavior was revealed.
An example of a behavior exercise is reprinted in Appen-
dix D. In addition, multiple exercises evaluated by
several assessors and shared in an assessor discussion
will help to formulate a more global picture of the.as-
sessee.

Once behaviors have been observed and recorded,
they must be categorized by dimensions in order to.make
the assessment center meaningful. After this has been
done, the next step in most assessment center programs is
for the assessors to rate the dimenéions according " to
observed behavior. Byham suggests the following 1 to S

rating scale:

- a great deal of the dimension was shown (ex-
cellent)

- quite a lot was shown

- a moderate amount was shown (average)

only a small amount was shown

- very little was shown or the dimension was
not shown at all (poor)

- no onortunity existed for the dimension to be
shownl2

= N W wn
1

Byham further states that assessment center direc-
tors report good consensus by assessors in assessor
training programs as to appropriate behavior ratings. 1In
effect a set of standards develops during the course of
assessor training programs and reliability increases,

The training of assessors in observational tech-

lzlbid., p. 108.
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nigues and the complex processing of that information
into a structured set of concrete ratingé form the basis
for evaluation that are objective and relatively free of
bias. This supports one of the hypotheses of Ehe current
study, that being objectivity as a reason for the devel-
opment of assessment centers.

A final phase of assessor training is to simulate
assessment of candidates. This can be accomplished by
live actors or videotapes. Regardless of the method
used, some practice should be provided.

In many centers an assessor manual is issued to
evaluators. It may contain schedules, dimensions, exer-
cises with answers, copies of forms given to assessees,
general jinformation about the center, hints on observa-
tions, etc.l3

Not all assessor training programs contain all the
variables described, however, the aforementioned provides

a preferred "sense of direction",

Selecting and Training Assessors: Educational Assessment

Center Models
In the NASSP medel assessors are selected from

practicing administrators within each school system,
They are initially screened and selected by the partici-
pating school district and must have maintained an out-

standing record as a school administrator, functioning at

—— S L ——n S — =
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1 Ibid, p. 113.



88

least two levels above the center participants.l4

In the Dade County model assessors are selected who
are already at or above the level of the position being
assessed and therefore, are principals, area directors,
and central office staff personnel.l5

In the Peel Beoard of Education model, assessors
were to be personnel who through training sessions were
to be instructed in observation Eechniques.l6

In the Broward County model, individuals selected
to serve as assessors consisted of principals and central
office staff personnel from Broward County proper. The
rationale for the selection of these assessors was that
the best assessment of performance in an administrative
capacity could only come from practicing administrators
who understood the complexities of the system being
served.l?

In the Palm Beach County model, assessors for the
most part were selected independent of the school system
and of their cooperating consultation agency, Florida
Atlantic University. The assessors were chosen because
of their known expertise in the field of educational
administration.l8

—— Dt —

l4paul w. Hersey, "The NASSP Assessment Center," Clear-
inghouse for Applied Performance Testing Vol. 5, No. 1
(September 1979):14.

15Michaels, "assessment Center Benefits," p. 25.
l6éMusella, "Improving Procedures", p. 12.

17stone, "Florida's Administrative Assessment Centers," p.
38,

8
Ibid., pp. 45-46.
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In the Panhandle Area Educational Cooperative
model, the assessors were practicing administrators who
served as principals, assistant principals, assistant
superintendents, and other central office personnel.19

In the Montgomery County model, assessoré are prac-
ticing administrators who are classified as principals
and administrators,28

In the University of Mississippi Bureau of School
Services model, assessors are personnel currently serving
in responsible educational positions, such as school
board members, junior and senior high school counselors
and principals, junior college professors, and personnel
from the state department of education.Z2l

Generally assessors are managerial personnel who
are one or two levels above the desired position for
which candidates are to be assessed. Employees in these
aforementioned categories possess a knowledge of the
necessary skills for the desired position and have an
understanding of what is required for job success. The
selection of these people to serve as assessors helps to
promote valid evaluations as they are in prime positions
to predict success on the job. This supports an hypothe-
sis of the current study in that assessment centers were
established because of the predictive elements of the

process.,

S A —— S — — — - = ——

191pid., p. 56.
20McKay and McCord, "Consider this way,™ p. 37.

2lBoyer, Use of Assessment Center, p. 4.
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The training session for assessors in the NASSP
model is in the form of a rigorous three-day program
which concentrates on observational techniques and writ-
ing objective reports. "The major purpose of the train-
ing program is to prepare individuals who can provide
valid and reliable observations of assessee behaviors
pertinent to the targeted skill dimensions."22 Further-
more, the training program should seek to develop for the

assessors:

1. An understanding of the meaning of each skill
dimension and an understanding of the "look
fors™ in the exercises used in the assessment
center.

2. Observational skills related to both the skill
dimensions and to each activity or exercise
included in the assessment center,

3. Skill in classifying or categorizing behaviors
observed.

4. Skill in rating behaviors, i.e., differentiat-
ing between varying levels of skill on the
part of assessees.

5. Skill in assuming roles necessary for the
operation of the assessment center, e.g., as a
resource person in a fact-finding exercise or
as a subordinate in a "staff meeting" exer-
cise.

6. S§kill in writing reports which carefully re-
cord and document the behaviors demonstrated
by assessees.

7. Skill in evaluating and integrating data re-
lated to a skill dimension, when the data are
from multiple activities or exercises, and
when overall ratings of skill levels must be
made during the "jurying" of assessee perform-
ance.

8. Skill in providing recommendations for inclu-
sion in reports to participants, including
recommendations about selection, promotion, or
development .23

—— G ST TS g S M T v — —

22gelley and Wendel, The Use of Assessment Center
Processes, p. l5.

231bid..
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Uniform processes such as training manuals and
standardized report forms are provided to increase relia-~
bility of observations and written reports.24 NASSP rec-~
ommends that trained assessors be used in that role
frequently (two or three times per year) so that the
training in observational skills and writing objective
reports remains current and up-to-date,

For a detailed schedule of NASSP assessor training,
see Appendix E.

In the Dade County model, potential assessors are
given forty hours of training in observing, recording and
rating, and are also briefed on the center's materials
and procedures. Dade County utilized the services of a
consulting firm, Assessment Designs, Inc., to conduct the
training and certification of those who showed ability
and aptitude for the task. A few of the original one
hundred candidates did not meet certification require-
ments, 25

In the Peel Board of Education model, the major
objectives of assessor training were (1) to reach high
reliability in scoring, (2) to become familiar with the
materials and criteria to be used, and (3) to be skilled
in the process required,. Assessors were to be put
through the same procedures as assessees, using the same

materials. Role-play simulations and videotapes were

—— . ——— t—— — — ——

25Michaels, "Assessment Center Benefits," p. 25.
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utilized in the practicing process, in order to achieve a
high degree of reliability in observation and reporting.26

In the Broward County model, assessors were trained
through encountering simulations and testing that was
identical to that of assessees, Two days are spent
"walking through" the exercises followed by in-depth
analysis of the process.27 |

In the Palm Beach County model, no formal training
of assessors was .provided, however, orientation in the
selected materials and simulations was conducted to fami-
liarize the assessor with the process.28

In the Panhandle Area Education Cooperative model,
assessors were trained with respect to assessment tech-
nigques, behavioral observation methods, utilization of
assessment exercises and writing the narrative report.29

In the Montgomery County model, assessors (known in
this model as evaluators) met in advance of the assess-
ment center program to discuss their roles and responsi-
bilities and to examine the process of the evaluation
program. It was emphasized, ", ..that the judgments of
the centers' evaluations be applied fairly and equally to

each candidate."39

26Musella, "Improving Procedures," p. 8.

27stone, "Florida's Administrative Assessment Centers," p.
38,

281bid., p. 45.

291bid., p. 50.

30McKRay and McCord, "Consider this way," p. 37.
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In the University of Mississippi Bureau of School
Services model, there is no formalized training of asses-
sors. Instead, on the day of the assessment center, the
assessor is presented a notebook containing all the ex-
amination forms, guidelines for completing the forms, and
detailed descriptions of the exercises. after a brief
study of‘ this notebook, the assessment center begins.
Throughout the day the director of, the center conducts

brief training sessions for assessors.3%

Summary

The selection and tfaining as assessors in educa-
tional assessment centers was described in Chapter IV, A
background of assessor selection and training in the
business sector was initially presented, to establish a
standard for educational models to follow.

The review of assessor selection procedures reveals
a wide range of techniques yet commonalities used in
assessor selection and training in the six selected edu-
cational models. The assessors range from practicing
administrators within a school division, to school board
members, junior and senior high school counselors, junior
college professors, and state department of education
personnel, Training of assessors can range from a brief
orientation of a manual or exercise to forty hours of

intense formalized training through simulation of identi-

. . .y — S G T v -

3lpoyer, Use of Assessment Center, p. 4.
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cal exercises of assessees and through instruction in .
observational techniques.

It is generally agreed from the study of the selec-
tién of assessors, that these designated personnel be
knowledgable in the field of education and be in supervi-
sory, specialist, or practicing administrative positions
within an educational institution. Selection of asses-
sors in these categories will encourage accuracy of ob-~
servations in the job-related simulations and should
insure a fair and objective assessment, which suppeorts
one of the hypotheses of the current study, i.e., assess-~
ment centers have been established because of the objec-~
tivity of the process.

Furthermore, the training of these assessors in
observational technigues and the transferral of those
observations into concrete categories that can be applied
to the prediction of behavior confirms another hypothe-
sis, i.e., assessment centers have been established be-~

cause of the predictive elements of the content.



CHAPTER V

Validation of Assessment Centers

Introduction

The process known as assessment center which has
been utilized.to identify talented public school princi-
pals and vice principals as report in the current study,
must possess credibility in order to encourage widespread
applications. It is imperative that that credibility be
established through a strong research base which confirms
its effectiveness.

In the business sector are a respectable number of
validity studies which have been reported on the assess-
ment center process and they reveal that success in an
assessment center can predict success on the job. In the
public sector, specifically in the field of education,
there has been reported to date only one validation study
of an assessment center model., A three-year longitudinal
validation study of an educational assessment center
model developed by NASSP began in 1979 in an effort to
confirm outcomes,

The purpose of Chapter V is to report the valida-
tion study of the NASSP model and relate findings to two

of the hypotheses of the current study: assessment cen-

95
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ters have been established because of the objectivity of
the process and because of the predictive elements of the
content,

vVvalidation Study of NASSP Model

A three-year validation study of the NASSP assess-
ment center model which was begun in 1979 was conducted
by a team of researchers at Michigan State University
headed by Neal Schmitt, professor of industrial psychol-
ogdy. He was assisted in the study by associates Raymond
Noe, Ronni Merritt, Michael Fitzgerald, and Cathy Jorgen-
son.

The study reported four areas of interest: inter-
nal validity (is there interrater agreement? are the
skill dimensions appropriate? are there demographic
differences?), criterion-related validity (does perfoim—
ance in an assessment center predict performance on the
job?), climate ratings (how do peers and subordinates
rate climate as related to assessment center ratings?),
and content validity (do skills and tasks in an assess-
ment center parallel skills and tasks on the job)?2l

The subjects were 425 individuals who had been
assessed through the NASSP assessment center model that
was in operation at the following locations: Prince
William County, Virginia; Portsmouth, Virginia; Lee
County, Florida; Pinellas County, Florida; Jefferson

A ———— " - —

lgschmitt, Noe, Meritt, Fitzgerald, and Jorgensen, Crite-
rion-Related pp. 1-64 passim,
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County, Alabama; San Diego County, California; and Howard
County, Maryland.

Of the 425 individuals, performance data in at
least one area was collected on 165 individuals who had
either been promoted or were in an administrative role at
the time the study was conducted. Performance evalua-
tions were gathered on fifteen work dimensions plus an
overall rating from the individual's immediate superior,
two teachers, two support staff and the individual him-
self. In addition for each of the 167 individuals there
were seven dimensions which related to school climate and
were evaluated by four students, two teachers, and two
support staff. Content-validity.was determined by eight-

een assessor-administrators.

Internal validity: This category was divided into three

sub-areas: 1) interrater agreement, 2) appropriateness
of skill dimensions, and 3) the effect of race, sex, and
job experience. In order to determine interrater agree-
ment," ratings on skills given by one assessor to a par-
ticular candidate were correlated with another assessor's
ratings on the same candidate. Correlations of ratings
among assessors were high, with most'in excess of .60.
utilizing a coefficient alpha (&) which can range from
1,00 to .00, there was a relationship of all skill dimen-
sions at ,98 or greater which translated means there

was significant agreement among assessors as to skill
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ratings of individuals. A listing of skill dimensions
and interrater agreement as determined by coefficient
alpha is reported in Table 2.

There was a significant correlation among rating
abilities of assessors. This could be attributed to the
intense training of assessors as described in the deign
of the NASSP assessor training model in Chapter 1V.

in effect a standard 1in evaluating candidates
evolves among assessors during high gquality assessor
training and ensures reliability of judgments. Because
of this significant correlation an assessee can be com-
fortable that an evaluation will be objective. This
re~confirms one of the hypotheses of the current.study,
i.e., assessment centers have been established because of
the objective nature of the process.

The appropriateness of skill dimensions in the
assessment center was established by determining the
degree of correlation between them. A low correlation
would indicate a difference existed which is desirable
whereas a high correlation would indicate sameness (not
desirable). Correlations ranged from approximately .38
to .60 indicating low to moderate relationship. It 1is
interesting to note that intercorrelation of judgment
was .70; the intercorrelation of organizational ability
was .65; it would be difficult to separate these two

skills as they are naturally homogeneous.
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TABLE 2

INTERRATER AGREEMENT OF EVALUATION
AS REPORTED BY COEFFICIENT ALPHA (&)

N=340
Skill Dimensions Interrater Agreement
Problem Analysis & = .93866
Judgment & = .92935
Leadership & = ,95605
Oral Communication & = ,91872
Written Communication & = ,93785
Organization Ability & = _93375
Sensitivity & = ,91850
Educational Values & = ,90529
Stress Tolerance & # .92894
Personal Motivation € = 91686
Placement Recommendation & = ,96503

SOURCE: Neal Schmitt, Raymond Noe, Ronni Merritt,
Michael Fitzgerald, and Cathy Jorgenson, Criter-
ion-Related and Content Vvalidity of the NASSP As-
sessment Center (Michigan State University: n.d.)
pp. 6-9.
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Relationship between assessment center ratings and
participants who were male/female, white/non-whites and
job experience (counselor/mon-counselor, assistant prin-
ciPal/non-assistant principal, teacher/non-teacher) was
analyzed. It was determined that female assessees re-
ceived higher ratings than males in the areas of judg-
ment, educational values, oral communication and written
coMmunication. White assessees were ranked higher than
noh-yhites in the areas of problem analysis, judgment,
decisiveness, leadership, written communication, organ-
izational ability, and placement recommendation. Non-

teaching Personnel ranked higher than teaching personnel.

Ccriterion-related validity: Performance'ratings of as-

seSsment Ccenter participants who were promoted. to admin-
istrative positions or who held administrative positions
at the time of assessment were statistically compared to
ratings derived from an assessment center., Fifteen rat-
ing scales plus an overall rating were developed during
the planning stages of the validation project and were
used to solicit evaluations by the candidate's supervi-
sor, two teachers, and two supportive staff. Tables 3
and 4 report the correlations of two of these ratings,
i.e,, those completed by supervisors and teachers,

In the supervisor's ratings there is a significant
relationship between performance ratings and assessment

center ratings in the areas of leadership, oral communi-
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cations, organizational ability, problem analysis, judg-
ment and decisiveness. In addition curriculum as it
related to objectives, support services, community rela-
tions, and community relations as it relates to parents,
coordination with districts and the overall rating are
most frequently related to assessment center ratings.

In the teachers' ratings there is a significant
relationship between performance ratings and assessment
center ratings in the areas of judgment, organizational
"ability and leadership. Additionally developmental'ac—
tivities, community relations, parents, structures commu-
nication, interpersonal effectiveness and overall rating
are most frequently related to assessment centex ratings.

It has been demonstrated that ratings of an indiv-
idual on the skill dimensions derived during an assess-
ment center evaluation are significantly related to
performance ratings of that same individual by supervi-
sors and teachers which means that performance in an
assessment center parallels performance on the Jjob.
Stated in another way, one can predict how an individual
will perform in an administrative position based on one's
performance in an assessment center. This confirms one
of the hypotheses of the current study, i.e., assessment
centers have been established because of the predictive

elements of the content.
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Climate ratings: "Climate", which refers to the atmos-

phere of a school, was examined in relationship to rat-
ings in an assessment center by four students, two
teachers, and two supportive staff in each school. It

was felt that evaluation of a building administrator
should include a climate rating since it is the person in
that position who establishes the tone or atmosphere in
the school. Nine climate dimensions were identified as:
curriculum and instructional leadership, student activi-
ties, support services, staff selection, evaluation and
development, community relations, coordination with dis-
trict and other schools, fiscal management, school plant
maintenance and structures communication. In correlating
these to assessment center ratings, it was determined
that the areas of problem analysis, judgment, written
communication, and sensitivity were most strongly related
to climate ratings. 1In essence all the assessment center
dimensions were related significantly to one of the cli-
mate dimensions. This supports the hypohhesis of the
current study that assessment centers have predictive
validity, i.e., high ratings derived for an individual.in
an assessment center will parallel the positive climate

he or she establishes in a school,

Content wvalidity: The content validity of assessment

centers, or determining whether the assessment center

skills parallel skills on the job, was determined by an
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evaluation performed by 18 '"experts" in the field of
education., In the preliminary job analysis of a princi-
pal's. job, nine major dimensions were identified. A
statistical procedureAwhich resulted in a content valid-
ity ratio (CVR) was used to determine relationships. CVR
ranges from +1.68 to -~1.80 with +1.60 indicating high
correlation and -1.60 little or no correlation. Table 5
relates assessment center skills to dimensions as re-
ported in CVRs.

It is noted that all of the assessment center di-
mensions are rated as important to at least one of the
performance dimensions. This means that the assessment
center does indeed measure skills needed to be a building
administrator. 1In short the assessment center is content
valid. This supports the hypothesis in the current study
that assessment centers have been established because of
the predictive nature of the content. The assessment
center does simulate behaviors on the job, therefore if
an individual does well in an assessment center then it
can be predicted that the individual will do well as a
building administrator.
summary

The purpose of Chapter V was to report on the va-
lidity of educational assessment centers. To date there
has been only one reported study: the NASSP assessment
center model was analyzed over a three-year period and it

was concluded through statistical research that the as-
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sessment center model is content valid and also has cri-
terion-related validity.

It was determined that the NASSP model is objective
due to its high interrater reliability and can predict
behaviors on the job due to its criterion-related valid-
ity. Therefore there is substantial evidence that two
of the hypotheses of the current study are true, i.e.,
assessment centers have been established because of the
objective nature of the process and because 0of the pre-

dictive elements of the content.



CHAPTER VI

Summary, Conclusions and Recommendations

Summary
The purpose of this study was to investigate and

determine reasons for the insurgence in popularity of
assessment centers as a technique to identify talented
public school principals and assistant principals. As-
sessment centers are multiform: they utilize multiple
evaluation strategies to assess behavior and performance
through simulations of on-the-job activities. Multiple
trained assessors critique assessees using a variety of
techniques and arrive at judgments on predetermined skill
dimension through consensus,

It was reported that assessment centers were ini-
tially begun in the military sector during World War II
when personnel who were to carry out intelligence acti-
vities were selected through intense one and three-day
assessment programs. The concept was later'adapted.by
the business sector, when in 1956 AT&T began identifying
managerial potential through its "Management Progress
Program”. The process spread rapidly in the late 196@'s
to many industries and governmental agencies. It was

reported that by the mid 197¢'s at least 36,060 individu-
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als were evaluated per year through the assessment center
process.

The assessment center as a technique to identify
talented educational building administrators was first
reported in the mid 197¢'s. In 1974 NASSP initiated a
pilot program in two school divisions, Prince William
County, Maryland, and Charlottesville, Virginia, to de-
termine the feasibility and effectiveness of the process.
The number of pilot assessment centers in the NASSP pro-
ject expanded as the process was adopted by school divi-
sions across the United States. By December, 1983, NASSP
reported that there were nineteen operational assessment
centers in all sections of the United States ‘utilizing
the model designed by that organization. The idea spread
to other educational agencies during the time span from
1974 through 1983, Models of educational assessment
centers that had developed were reported by the following
agencies:

1. NASSP

2. Dade County Public Schools, Florida

3. Peel Board of Education, Ontario, Canada

4. Broward County, Palm Beach County, and Pan-

. . handle Area Educational Cooperative, Florida

5. Montgomery County, Maryland

6. University of Mississippi Bureau of School

Services :
In the current study the education models were described

as to the design of the assessment center, training and

selecting assessors, and validation of the process.
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Relafed'studies reported interest in the utiliza-
tion of assessment centers in the field of education. In
1975 Streitman compared a "Block-of-Time" program at
Georgia State University to a non-educationally oriented
assessment center in order to aséess educational adminis-
trative potential. He found that the evaluations were
comparable. In 1975 Stone described three educational
administrative assessment centers in Florida and report-
ed that the assessment center procéss had potential 1in
staff dévelopment, professional renewal, and personal
growth. In 1976 Zubay also compared the "Block-of-Time"
program at Georgia State University to a one-day assess-
ment center and found they had a moderately high rela-
tionship. In 1977 Réighard constructed an assessment
center model and submitted it to a jury of seven authori-
ties in the field of education who substantiated its face
validity. In 1978 Gallagher studied an industrial as-
sessment center, drew implications from the method, and
applied them to the selection of school principals, re-
porting that the process did indeed have merit.

These studies provided support for the current
study in that the sample sizes as reported by the six
educational assessment centers are significantly greater
than in related studies. A larger sample will more accu-
rately appraise the assessment center process,

In speculating the reasons that educational assess-

ment centers have become popular the following hypotheses

form the basis of the study:
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1. Assessment centers have been established be-
cause the objective nature of the process
enables the selection of talented administra-

tors.

2, For reasons of expediency assessment. centers
have been established to assist school divi-
sions in identifying talented administrators.

3. Assegsment centers have been established be-
cause of the predictive elements of the con-

tent,

Conclusions

Throughout the study evidence was presented to
support the first hypothesis that assessment centers were
established because of the objective nature of the proc-
ess. In an assessment center, judgment of an individ-
ual's performance in the various activities is determined
by several evaluators who discuss strendgths and weakness-
es and through consensus arrive at a global decision.
This process promotes objectivity and assures an asses-
see 0f a fair evaluation. The consensus variable was
reported as integral in the development of assessment
centers in the military and business sectors. It was an
important feature of the 0SS design and was a factor that
appeared in the educational assessment center designs
under study.

It was reported that because of the objectivity of
the process, the assessment center satisfies stringent
demands of the Equal Employment Opportunity Commission
guidelines. Research reports were cited which stated

that the assessment center method appears to offer equal
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opportunity to minorities in an unbiased manner.

Objectivity is also promoted through assessment
centers because the technique utilizes several different
methods in a variety of settings, as compared to tradi-
tional methods of selection which are unilateral. All of
the designs of educational assessment centers reported at
least three different activities such as an inbasket
simulation, leaderless group exercise, and written and
oral communication activities.

The selection of assessors from the field of educa-
tion and the training of these assessors in observational
techniques also promote objectivity of the results. The
assessors are seasoned '"experts" in the field. Their
extensive knowledge 'in behaviors unique to education
encouradges fair observations., The training of assessors
is vital according to experts in the field and concen-
trates on understanéing the organization's dimensions,
observing behavior, categorizing and rating behavior
according to the dimensions, and the processing and shar-
ing of that information in consensus-seeking discussions.
Due to the complexity of the training high interrater
agreement can be achieved which produces substantial ob-
jectivity of observations,

The validation study of the NASSP model confirmed
that the process is indeed objective because of the sig-
nificant correlation among rating abilities of assessors

(.9 and above as reported by coefficient alpha).
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The second hypothesis stated that assessment cen-
ters were established for reasons of expediency., BSchool
systems must move quickly to employ administrators and
the assessment center provides a'known "talent pool" from
which to choose. This hypothesis was confirmed in most
of the models under study. Conversely, yet of signifi-
cance, the assessment center technigque "weeds out" those
unfit for administrative positions.

The third hypothesis, which states that assessment
centers were established because of the predictive ele-
ments of the content, is confirmed throughout the study
with particular emphasis in the validation study of the
NASSP model. 1In the designs of the six education models,
care has been taken to create job-like simulations. Be-
havior in the simulations should parallel behavior on the
job which means that the assessment center can predict
job success or failure. NASSP's validation study refer-
red to the predictive content as criterion-related valid-
ity. There were significant relationships between
ratings derived in an assessment center and performance
ratings on the job. The study also reported that the
NASSP model is content valid, that it measures skills
needed to be a building administrator. When one combines
these two validities it can be stated with confidence
that if an individual is judged as a high performer in
assessment center activities that simulate job-related

skills and behaviors, that that individual should be
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successful as a principal or assistant principal,

Recommendations

It has been revealed that the assessment center
process is a technique that was proven to be successful
in the military and business sectors and subsequently
spread to the educational arena, The concept has been
documented as valid in the business world but there is
only one reported research study in the field of educa-
tion. The process is in its infancy stage in the educa-
tional area, yet warrants consideration. As the process
expands, several recommendations are sanctioned:

1. There is a need for additional longitudinal
validation studies to substantiate the effec-
tiveness of the assessment center selection
process.,

2. There is a need for continuous "quality con-
trol" of the internal mechanics of an assess-
ment center to ensure consistency and validity

. of the outcomes., Assessors should be utilized
frequently to keep the techniques fresh ‘in
their minds, refresher training should be
offered to them, and the rotation of assessor
personnel among centers should be encouraged.
Over a period of time the skills to be assess-
ed in the design of the assessment center

should be re-evaluated as to appropriateness.
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Times change, people change and the position of
principal or assistant principal may change,
therefore, the need for a reappraisal of content.
There should be encouragement in the development
of regional assessment centers so that smaller
school divisions and private schools could utilize
the concept.
There is a need for security of assessment center
center activities. It is possible that an individ-
ual could obtain copies of the simulations and
exercises and therefore, could "study" for the
assessment center. This could contaminate results.
There is a need for research into utilizing the
results of an assessmeﬁt center as a developmental
tool for professional growth. Once the strengths
and weaknesses of an individual are identified,
processes to remediate those weaknesses should be
developed.
There appears a need to establish a centralized
placement service for successful assessment center
participants. As the number of individuals who
are assessed increases then a need for placement
of those individuals into administrative positions
develops. Along with this need is a paralleled
requirement that school boards be made aware of and
recognize the assessment center as a vital method
in selecting talented principals and assistant
principals who will ultimately affect the quality of

educational systems throughout the world.
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APPENDIX A

STANDARDS AND ETHICAL CONSIDERA-
TIONS FOR ASSESSMENT CENTER OPERA-
TIONS ENDORSED BY THE VII
INTERNATIONAL CONGRESS OF THE AS-

SESSMENT CENTER METHOD
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STAND.ARDS AND ETHICAL CONSIDERATIONS
FOR ASSESSMENT CENTER OPERATIONS

TASK FORCE ON ASSESSMENT CENTER STANDARDS

Endorsed by the VIl International Congress of the Assessment
Center Method, New Orleans, June 1979
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Background

The rapid growth in the use of the Assessment Center method in
recent years has resulted in a proliferation of applications in a
variety of organizations. Assessment Centers are currently being
used in industrial, educational, military, government, and other
organizational settings. Practitioners have raised serious con-
cerns which reflect a need for standards or guidelines for users of
the method. The Third International Congress on the Assessment
Center Method Meeting (May 1975) in Quebec endorsed the first set
of guidelines. These were based on the observation and experience
of a representative group of professionals representing many of the
largest users of the method.

Recent developments concerning Federal guidelines related to test-

ing, as well as professional experience with the original standards
suggested that the standards should be evaluated and revised. The

revised standards do include the essential items from the original

standards. The changes made have been in the direction of:

Further definitions

Clarification of impact on organizations and participants
Expanded guidelines on training

Additional information on validation

£ = T ¥V I AN ]
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Purpose

This document is intended to establish minimum professional standards
and ethical considerations for users of the Assaessment Center

method. Principles which may be adapted to meet both existing and
future applications are included. This document is intended as an
aid, not a set of restrictive prohibitions. These standards do not
prescribe specific practices nor do they endorse a specific format
or technique.

References

The standards have been developed to be compatible with the follow-
ing documents:

American Psychological Association, American Educational Research
Association, and National Council on Measurements in Education.
Standards for Educational and Psychological Tests. Washington:
American Psychological Association, 1974.

Division of Industrial-Organization Psychology {(Division 14),
American Psychological Association. Principles for the Validation
and Use of Personnel Selection Procedures. Dayton, Ohio: The
Industrial-Organizational Psychologist, 1975.
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Assessment Center Defined

An Assessment Center consists of a standardized evaluation of
behavior based on multiple inputs. Multiple trained observers and
techniques are used. Judgements about behavior are made, in part,
from specifically developed assessment simulations.

These judgements are pooled by the assessors at an evaluation
meeting during which assessment data are reported and discussed,
and the assessors agree on the evaluation of the dimensions and any
overall evaluation that is made.

The following are the essential elements which are necessary for a
process to be considered an Assessment Center:

1. Multiple Assessment techniques must be used. At least one of
- these techniques must be a simulation.

A simulation is an exercise or technique designed teo

elicit behaviors related to dimensions of performance on

the job requiring the participants to respond behaviorally
to situational stimuli. The stimuli present in a simulation
parallel or resemble stimuli in the work situation.

Examples of simulations include group exercises, In-

Basket exercises, interview simulations, Fact Finding
exercises, etc.

2. Multiple assessors must be used. These assessors must receijve
thorough training prior to participating in a center.

3. Judgements resulting in an outcome (i.e., recommendation for
promotion, specific training or development) must be based on
pooling information from assessors and techniques.
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4. An overall evaluation of behavior must be made by the assessors
at a separate time from observation of behavior during the
exercises,

5. Simulation exercises are used. These exercises are developed
to tap a variety of predetermined behaviors and have been pre-
tested prior to use to insure that the techniques provide
reliable, objective and relevant behavioral information for
the organization in question. The simulations must be job

_related,

6. The dimensions, attributes, characteristics, qualities, skills,
abilities or knowledge evaluated by the Assessment Center are
determined by an analysis of relevant job behaviors.

7. The techniques used in the Assessment Center are designed to
provide information which is used in evaluating the dimensions,
attributes or qualities previously determined.

The following kinds of activities do not constitute an Assessment Center:

1. Panel interviews or a series of sequential interviews as the
sole technique.

2. Reliance on a specific technique (regardless of whether a
simulation or not) as the sole basis for evaluation.

3. Using only a test battery composed of a number of pencil and
paper measures, regardless of whether the judgments are made
by a statistical of judgmental pooling of scores.

4. Single assessor assessment (often referred to as individual
assessment) - measurement by one individual using a variety of
techniques such as pencil and paper tests, interviews, personality
measures or simulations.
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The use of several simulations with more than one assessor
where there is no pooling of data; i.e., each assessor prepares
a report on performance in an exercise, and the individual
reports (unintegrated) are used as the final product of the

center,

* A physical location labeled as an “"Assessment Center" which

does not conform to the requirements noted above.

Organizational Policy Statement

Assessment Centers need to operate as a part of a human resource
system. " Prior to the introduction of a center <into an organization,

a policy statement should be prepared and approved by the organization.
This policy statement should address the following areas:

Objective - This may be selection, development, early identifi-
cation, affirmative action, evaluation of potential, evaluation
of competency, or any combination of these.

Assessees - The population to be assessed, the method for
selecting assessees from this population, procedures for
notification, and policy related to re-assessing should be
specified.

Assessors - The assessor population, limitations on use of
assessars, number of times assigned, evaluation of assessor
performance and certification requirements where applicable
should be specified.

Use of Data - The flow of assessment reports, who receives
reports, restrictions on access to information, procedures and
controls for research and program evaluation purposes, feedback
procedures to management and employee, and the length of time
data will be maintained in files should be specified.
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Qualification of Consultant(s) or Assessment Center Developer(s)
The internal or external consultants responsible for the
development of the center should be identified and their
professional gqualifications and related training listed.

Validation - There should be a statement specifying the validation
model being used. There should be a time schedule indicating
when a validation report will be available.

Assessor Training

Assessor training is an integral part of the Assessment Center
program. The following are some issues related to training:

Training Content - Whatever the approach to assessor training, the

objective is obtaining accurate assessor judgments. A variety of
training approaches may be used, as long as it can be demonstrated
that accurate assessor judgments are obtained. The following
minimum training goals are suggested:

Thorough knowledge and understanding of the assessment techniques
used, including the kinds of behaviors elicited by each technique,
relevant dimensions to be observed, expected or typical behaviors,
examplies or samples of actual behaviors, etc.

Thorough knowledge and understanding of the assessment dimensions
including definitions of dimensions, relationship to job
performance, examples of effective and ineffective performance,
etc.

Skill in behavior observation and recording, including knowledge
of the forms used by the center,

Thorough knowledge dnd understanding of evaluation and rating
procedures, including how data are integrated by the Assessment
Center staff.
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e. Thorough knowledge and understanding of assessment'po1icies
and practices of the organization, including restrictions on
how assessment data are to be used.

f. Thorough knowledge and understanding of feedback procedures
where appropriate.

Length of Trajning

The length of assessor training may vary due to a variety of consid-
erations that can be categorized into three major areas:

1. Trainer and Instructional Design Considerations

- The instructional mode(s) utilized
- The qualification and expertise of the trainer .
- The training and instructional sequence

2. Assessor Considerations

Previous knowledge and experience with assessment

The use of professional psychologists (i.e., licensed or
certified psychologists) as assessors

Experience and familiarity with the organization and the
target position(s) or target level

The frequency of assessor participation

3. Assessment Program Considerations

- The Tevel of difficulty of the target position

- The number of dimensions or skills to be rated

- The anticipated use of the assessment information (immeaiate
selection, broad placement considerations, development,
etc.)

- The number and complexity of the exercises

- The division of roles and responsibilities between assessors
and others on the assessment staff
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It should be noted that length of training and quality of training are
not synonymous. Assessor training, however, is an important aspect of
an assessment program. The true test of training quality should be

provided by the performance standards and certification outlined below.

C. Performance Standards and Certification - Each Assessment Center
should have clearly stated minimal performance standards for assessors.
These performance standards should, as a minimum, include the
following areas.

1. The ability to administer the exercises and techniques the
assessor uses in the center.

2. The ability to recognize, observe, and report the behaviors
measured in the center,

3. The ability to classify behaviors into the appropriate behavior
or skill. |

Some measurement is needed indicating that the indijvidual being
trained has the capability of functioning as an assessor. The
actual measurement of assessor performance may vary and could
include data in terms of (1) rating performance, (2) critiques of
assessor reports, (3) observation as an evaluator, etc. It is
important that assessor performance is evaluated to insure that
individuals are sufficiently trained to function as assessors,
prior to their actual duties, and that such performénbe is peri-
odically monitored to insure that skills learned in training are
applied.

Each organization should prepare to demonstrate that its assessors
can meet minimal performance standards. This may require the
development of additional training or other action for assessors
not meeting these performance standards.
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Informed Participation

The organization is obligated to make some form of announcement

- prior to assessment so that participants will be informed as completely
as possibie about the program. While the actual information provided
will vary from organization to organization, the following basic
information should be given to all prospective participants before
getting their agreement to participate in the program.

Ideally, this information should be made available in writing prior
to the center. A second option is to use the material in the
opening statement of the center.

1. Objective - The objectives of the program and the purpose of
the Assessment Center,

2. Selection - How individuals are selected to participate in the
center.

3. Choice - Any options the individual has regarding the choice
of participating in the Assessment Center as a condition of
employment, advancement, development, etc.

4, Staff - General information on the assessor staff to include
composition and assessor training.

5. Materials - What Assessment Center materials are collected and
maintained by the organization.

6. Results - How the Assessment Center results will be used. The
length of time the assessment results will be maintained on

file.
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Feedback - When and what kind of feedback will be given the

participants.

Reassessment - The procedure for reassessment (if given).

Access - Who will have access to the Assessment Center reports
and under what conditions.

Contact - Who will be the contact person responsible for the

records. Where will the results be stored.
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Validation Issues

A major factor in the widespread acceptance and use of Assessment
Centers is directly related to an emphasis on sound validation
research. Numerous studies have been conducted and reported in the
professional literature demonstrating the validity of the Assessment
Center process in a variety of organizational settings.

The historical record of the v&11d1ty of this process cannot be
taken as a guarantee that a given assessment program will or will
not be valid in a given setting.

Ascertaining the validity of an Assessment Center program is a
complicated technical process, and it is important that validation
research meet both professional and legal standards. Research
should be conducted by individuals knowledgeable in the technical
and legal issues pertinent to validation procedures.

In evaluating the validity of Assessment Center programs, it is
particularly important to document the selection of the dimensions,
attributes or qualities assessed in the center. In addition, the
relationship of assessment exercises to the dimensions, attributes
or qualities assessed should be documentated as well.

The technical standards and principles for validation appear in
“Principles for the Validation and Use of Personnel Selection
Procedures” (Division 14, 1975) and "Standards for Educational and
Psychological Tests and Manuals" (APA 1974).



131

Rights of the Participant

The Federal Government enacted the Freedom of Information Act and
Privacy Act of 1974 to insure that certain safeguards are provided
for an individual against an invasion of personal privacy. Some
broad interpretations of these acts are applicable to the general
use of Assessment Center data.

Assessment Center activities typically generate a volume of data on
an individual who has gone through an Assessment Center. These
assessment data come in many different forms ranging from cbserver
notes, reports on performance in the exercises, assessor ratings,
peer ratings, paper and pencil tests, and final Assessment Center
reports. This list, while not exhaustive, does indicate the extent
of callection of information about an individual.

The following guidelines for use of these data are suggested:

1. Assessees should receive a comprehensive feedback on their
performance at the Center and informed of any recommendations
made,

2. For reasons of test security, Assessment Center exercises are
exempted from disclosure, but the rationale and validity data
concerning dimensions, ratings and recommendations should be
made available on request of the individual.

3. I[f the organization decides to use assessment results for
purposes other than those originally announced, the assessees
involved must be informed.

4, The organization should inform the assessee what records and
data are being collected, maintained, used, and disseminated.
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APPENDIX B

NATIONAL ASSOCIATION OF SECONDARY SCHOOL PRINCIPALS
LISTINGS OF
PILOT ASSESSMENT CENTERS
DIRECTORS
NUMBERS OF ASSESSORS TRAINED
NUMBERS OF PARTICIPANTS ASSESSED

as of December, 1983
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NATIONAL ASSOCIATION OF SECONDARY SCHOOL PRINCIPALS

ASsSesSsors
Assessment Center Trained
Virginia
Prince William County 38
Director: Dr. David Lepard
Portsmouth 19
Director: Horace Savage
Maryland
Howard County 19
Director: Noel Farmer, Jr.
Anne Arundel County 20
Director: Carol Dunigan
Florida
Lee County 17
Director: Weaver Hipps
California
San Diego County 84
Director: Diane A. Yerkes
Orange County 1

Director: Dr, Walter F. Beckman

Alabama
Jefferson County (Southern
Assessment Center Consortium)
Director: Dr. Ron Jones
Nebraska

University of Nebraska-Lincoln
Director: Dr. Edgar A. Kelley

Lincoln Public Schools

Director: Dr., Elizabeth
Dillon-Peterson

Texas

Austin
Director: Dr, James Patterson

31

44

30

Participants

Assessed

114

94

84

24

156

289

12

132

100

54

72
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NASSP (cont'd)

ASS@esSsSors Participants
Assessment Center Trained Assessed
Utah
University of Utah 42 80
Director: Dr. Rodney T. Ogawa
Maine
University of Southern Maine 55 59
Director: Dr. Charles F. Smith
Pennsylvania
York 17 36

Director: Dr. Jack C.
Van Newkirk

Kansas
Wichita State University | 42 ' 36
Director: Dr. M. Claradine

Johnson

South Carolina

Columbia 49 54
Director: Dr. Jim Ray

Wisconsin
Madison 23 12

Director: Dr. Robert Gomoll

North Caroclina

Raleigh 26 12
Director: Dyane Marks

oregon
Salem 24 12

Director: Dr. Wayne Robbins

Totals 588 1432

Source: Report of NASSP activities to Carolyn J. Van
Newkirk, December 1983 (Typewritten).
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APPENDIX C
NATIONAL ASSOCIATION OF SECONDARY SCHOOL PRINCIPALS
ASSESSMENT CENTER
SCHEDULE - MODEL #1

SCHEDULE - MODEL #2
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NASSPAC SCHEDULE - MopeL #1

ASSESSORS
Welcome and Introductions
Formal Introduction of Center

Review Leaderless Group
Exercise and gregare to

FPirst Day
8:00 - 8:30 am

8:30 « 9:00 am
9:00 - 9:45 am

9:45 - 10:30 am Observe LeadeE%ess Group

10:30 - 11:00 am  Break ereise
11:00 - 1:00 pm Write Leaderless .Group
ercise
1:00 - 2:30 pm Lunch
2:30 - 4:30 pm Evaluate In-Basket I
gEvening Complete Leaderiless. Grp. &
Inbasket] reports (if not finished
during the day)
Evaluate In-Basket II and
Prepare In-Basket/Personal
Interview (to the extent
possible)
Second Day
8:00 - 9:00 am
Finding Exercise
9:00 - 10:00 am (Three Assessor Jeams
10:00 - 11:00 am with Two Assessors
11:00 - 12:00 am Working on Each Team)
12:00 - 1:00 pm Lunch
1:00 - 3:30 pm Individually Conduct

In-Basket/Personal Interviews

Interviews Continue
(Assessor day ends)

3:45 - 6:15 pm

Third Doy
8:00 - 10:00 am Prepare Exercise Reports
10:00 - 1:00 pm Consensus Discussions and
Final Ratings
1:00 - 2:00 pm Lunch
2:00 - 6:30 pm Continue Discussions/Ratings
6:30 - 7:30 pm Dinner
7:30 - 10:00 pm Continue Discussions/Ratings

Fourth Dau
9:00 - 12:00 noon
12:00 - 1:00 pm
1:00 - 4:30 pm

Finish Discussions/Ratings
Lunch
Write Final Reports

PARTICIPANTS

Welcome and Introductions
Introduction/Schedules Assigned
Prepare Leaderless Group Exercis:

Perform Leaderless Group .Exerci.
Groups of Six

Break

Complete In-Basket I

Lunch .

Complete In-Basket II

. (Participant day ends)

Observe Individual Stress/FactThrgg Perfor'm Iﬁxlvidual Stress/

Find 1n erclse

Three Perform /
Fact Finding Iﬁ%lVldual Stress,

Three Perform .Iﬁglndual Stress/
t Finding ercls

ac
Three Perform Individual Stress/
Eﬁ& Finding Exercise

Six Are Interviewed

Six Are Interviewed
(Participcnt day ends)

Free Day

Feedback

(Within one week of the
interview on the second
day-~arranged by the
Center director)



First Dev

8:00 - 8:30 AM
8:30 - 8:45 AM
8:45 - 9:45 AM
9:45 - 10:00 AM
10:00 - 12:00 Noon
12:00 - 1:00 PM
1:02 - 1:4% PM
1:45 - 2:30 PH
2:30 - 2:45 PM
2:45 - 4:45 BPM
Evening

8:00 - 9:00
9:00 - 10:00°
16:00 - 11:00
11:00 - 12:00
12:00 « 1:00
1:00 - 3:30
3:63 - 6:15
Trird D
£:00 - 10:00
10:00 - 1:00
1:00 - 2:00
2:00 - 6:30
6:30 - 7:30
7:30 - 10:00
Foursn Do
9:00 - 12:00
12:00 - 1:00
1:00 « 4:30

noon
PM
PH

4L/

NASSPAC SCHEDULE -- MopeL #2

ASSESSORS
Welcome and Introduction

Prepare to Observe Leaderless
. . Group—: Exercise

Observe Leaden#?sa Group
.-Exercise

Break

Write .Leaderlesa TGroup_
Exercise Reports

Lunch

Evaluate In-Basket [ and.
Write Exercise Reports

Observeﬂ,&eﬁgggle#a Group
Break

Write Leaderless Group
Reports Exerc%:se #2

Complete Exercise Reports

Evaluate In-Basket II and
Prepare In-Basket and
Personal Interview

Qbserve Indlvidual Stress/
Fast Tingiag, Brorgise
with Two Assessors

Working on Each Team)

Lunch

Individually Conduct In-Basket
and Personal Interviews

Interviews Continued

Prepare Exercise Reports
Consensus and Final Ratings
Lunch

Continue Discussions/Ratings
Dinner

Continue Discussions/Ratings

Finish Discussions/Ratings
Lunch
Write Final Reports

Break

' PARTICIPANTS

Welcome and Introduction
Studylﬁaderless Group Exercis:

Perform Leaderless Group, . .-
Exercise (Groups of Six)

Break

Complete . In-Basket I

Lunch
Study and Prepare Likron

Perform Leaderless Group
: Exercise

Complete In-Basket I}

(Participant day ends)

Thre%
Fac
Three P

ﬂact
ree

Per‘onn Individual Stres
%,1ng Exercise
orm Tndividual Stres
Fe#%m IE’éeggéﬁel St
act Finding Exl ) Tes
Three Perform Indlv:f.dual Stres
F E Finding Exercise

Six Are Interviewed

 Six Are Interviewed

Free Day

Feedback

(Within one week of the
interview on second doy;
arrenged by Center director)
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APPENDIX D
ASSESSOR TRAINING

BEHAVIOR EXAMPLE EXERCISE
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BEHAVIOR EXAMPLE EXERCISE

Imagine yourself in an assessor discussion session.
Suppose an assessor makes the statement provided below
and offers no further data on the behavieor in gquestion.
If you consider the statement a good example of behavior
(i.e., you would be willing to use it in arriving at your
evaluation of the dimension being discussed) place a mark
in the "good example" column. If you consider it too
vague, deneral, Jjudgmental, etc., and not something you
should use in arriving at a conclusion about a partici-
pant's skill along a dimension, place a mark in the "poor
example" column.

Good Poor .
Example Example Statement

1. Led the group to ac-
complish its goal.

2. Told the foreman to go
ahead and fire the
tardy employee,

3. When the arguments

became heated, he
broke down under pres-
sure.

4, Was very creative in
his solutions to the
inbasket problems.

5. Suggested that  they
not invest all of
their money during the
first trading period.

(© copyright 1974, Development Dimensions, Inc.

Answers to the exercise are: #l, poor example (PE), #2,
good example (GE), #3, PE - didn't describe how
heated or what "broke down" means, #4, PE, and #5,
GE.
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APPENDIX E
NATIONAL ASSOCIATION OF SECONDARY SCHOOL PRINCIPALS

ASSESSOR TRAINING SCHEDULE



e "E de

AsSESSOR TRAINING SCHEDULE

First Day

8:00 - 8:30 am ¢ Welcome and Introductions
8:30 - 9:30 am e Historical review of assessment concept
o Overview of the assessment process used in
NASSP Assessment Centers
e Discussion of skill dimensions assessed
9:30 - 12:30 pm e Discuss leaderless group activity
e Perform one of these exeicises
12:30 - 1:15 pm # Lunch
1:15 - 2:30 pm o Discussion of behavior recording
2:30 - 5:00 pm e Discussion of In-Baskets
: e Introduction of fact-finding, stress exercise
Evening Assignment e Evaluation of an in~-basket '
(2 hours) o Review fact-finding stress exercise
Second Qaq
8:00 - 9:30 am e Discuss assignment and In-Basket Interview
9:30 - 12:00 noon e Personal interview training
12:00 - 1:00 pm e Llunch
1:00 - 7:45 pm e Students prepare leaderless group activitcy
e Assessors discuss fact-finding, Stress exercise
1:45 - 2:30-pm o Students perform leaderless group activity
\ ® Assessors observe
2:30 - 2:45 pm e Break
2:45 - 3:45 pm e Students perform fact-finding, stress exercise
o Assessors observe
3:45 - 4:45 pm e Assessors critique fact-finding, stress work
4:45 - 5:30 pm e Review report writing
Evening Assignment e Write-two Exercise Reports (One in-basket and one other)
Thirs Day
8:00 - 9:30 am e Review Exercise Reports’
9:30 - 12:30 pm e Consensus discussions and rating of a student
12:20 - 1:30 pm e Lunch
1:30 - 4:00 pm e Discussion of and writing Final Reports
4:00 - 4:30 pm e MHrap-up comments and question/answer period
Training Foul W. Hersey Jack C. Van Newkirk
Consuitancs Director ¢f Professional Assistance  Superintendent of Schools
NASS? The City of York, Pa.
1804 Association Drive 728 So. Lindbergh Ave.

Reston, Virginia 22081 York, Penmnsuylvanta 17405
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