Using Position Descriptions


�
Below is a brief discussion on using your position description as an evaluation tool. Three stages are proposed for the evaluation process: First, review your position in light of your own experience (some questions are suggested). Second, write or revise the position description as you see it (a format and worksheet are provided). Third, discuss your proposed revision with the person to whom you are accountable.


	Written position descriptions are natural starting points in the evaluation of school leadership, and, for that matter, of all personnel in the school. If anything, position descrip�tions are interest�ing sources of information for those who wonder what people do all day long in their offices. In fact, rather than staying carefully stored, un�frayed in a file drawer, position descriptions should be pulled out and used more fre�quently as tools of reflection and communi�cation, particularly in terms of sorting through and clarify�ing expectations regard�ing a person's performance in the position. Not surprisingly, evidence from the evalua�tion of school administrators in general points out that (a) faculty and staff often do not know what the admin�istrator's position actually entails, and (b) administrators fre�quently do not have a clear under�standing beforehand about what criteria will be used in the evaluation of their performance. There can be vast differences of perception about the overall nature and function of a position, as in the case of principals, for example, who define themselves as instructional leaders and supervi�sors who see them as building administra�tors.


	Position descriptions are also proper places for specifying perform�ance criteria and methods of evalua�tion and for detailing procedures for periodi�cally reviewing and revising roles and responsibilities in light of new goals and changing expecta�tions. Of themselves, position de�scriptions are in�complete sources of evaluative criteria. Other documents should also be considered, such as statements of purpose, long-range plans and goals that the school has formu�lated. In addition, there is a wealth of material to be found in the publications of the Society of Jesus (at the international, national and provin�cial levels) and the Jesuit Secondary Education Association.� Another com�plement to position descrip�tions for use in the evaluation process might be a descrip�tion of the Jesuit school teacher, adminis�trator or leadership team mod�eled on the school's “Profile of the Graduate of a Jesuit High School at Graduation.”� Last and by no means least, the personal as well as profes�sional leader�ship goals of the person whose performance is being evaluated should be taken into account.


	A position description is a written statement of the elements which are seen by the organization to constitute a particular position. It is a tool for help�ing individuals within the organization to clarify expecta�tions of a position so that they can inter�act appropriately with the person in it. A position description also offers a basis for reviewing the position and evaluating performance.


	Formulation of a position de�scription for an existing position should begin by having the person who occu�pies the position draft a description of the position based on his or her experi�ence and under�standing of it. With the draft in hand, it is then easier to talk con�cretely about what the position should or should not entail. A logical next step would lead to the negotia�tion of recom�mendations relating to the position or the performance of the person holding it. 


	Essentially, a complete position des�crip�tion should contain (a) a statement of the position's overall purpose and function, (b) a listing of the duties for which the person will be held accountable, (c) a des�cription of agreed upon lines of authority and commu�ni�cations, (d) specification of the person's role in planning and decision making, (e) criteria and methods of assessing the person's performance, and (f) procedures for periodically revising the position description.


�
�


�
Reflecting on Your Leadership Position


�
Here are ten questions that you might find thought provoking as you reflect on your experience in the position. Many more questions will likely come to mind as you work on your position description. At some point, you may wish to share the results of your reflection with the person or team mem�bers with whom you work.


�
�





What do I enjoy most about my position?


In what ways does the position call upon my talents and interests?


What one thing would I gladly drop from my position description if I could?


What functions are there that only I can carry out and no one else?


How has my position changed (or not changed) over the years?


Where (if at all) does the position description fail to match the reality of what I do day in and day out?


What functions do I find myself carrying out that more properly belong in someone else’s position description?


What things (if any) should I be doing that are not included in my position description?


Where am I less than clear about what my role should be?


In what ways does my position description address my responsibility for the Catholic and Jesuit identity and mission of the school?


�
Position Description Format


	(1)	DATE 


		Date of the present version of the position description.


	(2)	TITLE 


		The organizational name for the position.


	(3)	FUNCTION 


		A brief statement of the general nature and primary purpose of the position.


	(4)	DUTIES 


		A list of the duties for which the person in the position is responsible and accountable.


	(5)	AUTHORITY 


		The position in the organization to which the person in the position is accountable, and other positions in the organization which are, in turn, accountable to this position.


	(6)	COMMUNICATIONS AND RELATIONSHIPS 


		Those positions or people with whom the incumbent needs to have contact in order to carry out the duties of the position and to serve the best interests of the organization.


	(7)	ROLES IN PLANNING AND DECISION MAKING


		Any or all of four major roles in planning and decision making that the incumbent is expected to play with respect to specific policy or program areas. (Evaluator – responsible for regular assessment in a specific policy or program area; Recommender – expected to develop recommendations about possible actions to take in a specific policy or program area; Decider – makes the final decision about what action will be taken in a specific policy or program area; Implementer – carries out the action called for by the decider in a specific policy or program area.)


	(8)	PROCESS OF CHANGE 


		Description of how new and creative ideas of the incumbent are solicited and brought into the organization.


	(9)	PERFORMANCE EVALUATION 


		Performance criteria and methods of evaluation to be used in assessing the person's performance in the position.


	(10)	REVIEW AND REVISION 


		Procedure for reviewing and revising the position description in light of new goals, policies or criteria.


�
Position Description Worksheet


DATE ________________________





NAME ____________________________________________________________________________________





TITLE ____________________________________________________________________________________





FUNCTION (Brief statement of the nature and purpose of my position)





__________________________________________________________________________________________





__________________________________________________________________________________________





__________________________________________________________________________________________





__________________________________________________________________________________________








DUTIES (List of duties for which I am responsible and accountable)





__________________________________________________________________________________________





__________________________________________________________________________________________





__________________________________________________________________________________________





__________________________________________________________________________________________





__________________________________________________________________________________________





__________________________________________________________________________________________





__________________________________________________________________________________________





__________________________________________________________________________________________





__________________________________________________________________________________________





__________________________________________________________________________________________





__________________________________________________________________________________________





__________________________________________________________________________________________








AUTHORITY





Position to which I am accountable





__________________________________________________________________________________________








�
Position(s) accountable to me





__________________________________________________________________________________________





__________________________________________________________________________________________





__________________________________________________________________________________________





__________________________________________________________________________________________





__________________________________________________________________________________________





__________________________________________________________________________________________








COMMUNICATIONS AND RELATIONSHIPS (People who are not accountable to me but with whom I need to communicate and/or work)





__________________________________________________________________________________________





__________________________________________________________________________________________





__________________________________________________________________________________________





__________________________________________________________________________________________





__________________________________________________________________________________________





__________________________________________________________________________________________








ROLES IN PLANNING AND DECISION MAKING (Evaluator of policies or programs, Recommender of policies or programs, Decider on policies or programs, or Implementer of policies or programs)





Policy/Program Area ____________________________________ My Role in it ______________________





Policy/Program Area ____________________________________ My Role in it ______________________





Policy/Program Area ____________________________________ My Role in it ______________________





Policy/Program Area ____________________________________ My Role in it ______________________





Policy/Program Area ____________________________________ My Role in it ______________________





Policy/Program Area ____________________________________ My Role in it ______________________





Policy/Program Area ____________________________________ My Role in it ______________________





Policy/Program Area ____________________________________ My Role in it ______________________





Policy/Program Area ____________________________________ My Role in it ______________________





Policy/Program Area ____________________________________ My Role in it ______________________





�
PROCESS OF CHANGE (Ways in which my ideas are solicited by the school)





__________________________________________________________________________________________





__________________________________________________________________________________________





__________________________________________________________________________________________





__________________________________________________________________________________________








PERFORMANCE EVALUATION





Criteria (Criteria for evaluating the way in which I carry out my responsibilities)





__________________________________________________________________________________________





__________________________________________________________________________________________





__________________________________________________________________________________________





__________________________________________________________________________________________





__________________________________________________________________________________________





__________________________________________________________________________________________





__________________________________________________________________________________________





__________________________________________________________________________________________








Methods (Methods for evaluating my performance, including who will be involved and how often)





__________________________________________________________________________________________





__________________________________________________________________________________________





__________________________________________________________________________________________





__________________________________________________________________________________________





__________________________________________________________________________________________








REVIEW AND REVISION (Procedure for updating my position description)





__________________________________________________________________________________________





__________________________________________________________________________________________





__________________________________________________________________________________________





__________________________________________________________________________________________


�



�E.g., In addition to The Characteristics of Jesuit Education, there is the companion volume, Ignatian Pedagogy: A Practical Approach (Rome: Society of Jesus, 1993). Both can be found in Foundations (Washington, D.C.: JSEA, 1994), a compendium of major documents on Jesuit education published since the foundation of the JSEA in 1970. Two other recent publications also come to mind: “Qualities of a President” (JSEA CAPE, 1989) and “Profile of a Board of Trustees” (JSEA CAPE, 1992). We have included the CAPE description, “Qualities of a President,” as one resource that might be adapted for use in an evaluation process.


�The Manual of the Curriculum Improvement Process, 3rd ed. (New York: JSEA CORD, 1984). The “Profile” has been republished in Founda�tions, pp. 101-106.
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