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fhe review on which this feporc is based was guided by three
questions: What do public school principals do? Why do principals
behave as they do? \ What are the weducacional and organizational
consequences of the activities of public school principals? The
results of reviewing the empirical research literature indicates that
moée is koown about what principals do than either why they behave in
certain ways or what consequences follow their behavior on thé job.
The review itself was limited to major published reports of research
on public school principals and is thus limited in scope. The review
did not, for example, include in-depth examination of doctoral disser-
tation studies or reports generated by State agencies or by pro-
fessional associations (except for the National Association of Secon-
dary School Principals and the National Association of Elementary
School Pri;cipalg). Appendix A 1lists the authors and titles of
doctoral dissertations, papers presentad at various professional

association meetingé, and other research documents considered relevant

to but not specifically included as part of this review.

Images Guiding Research

There are many conceptions of the role of principal. Those
dominating the research literature include principal as: leader;
instructional supervisor; administrative deéision-maker; organiza-
tional change-agent; and conflict manager. , While most principals
probably incorporate elements associated wich each of these images in
their actual behavior on the job, the mocst prevalent assumption

reflected in the research literature is that of the principal-as-
'Y




leader. Although a number of recent scudies indicate that managing
the school orgaﬁizacion and juggling a broad range of administrative
details is more descrigcive of what principals actually do (Crowson &
Porter-Gehrie, 1980; Martin & Willower, 1981; Wolcott, 1973 for
example), the vast majority of research studies are dominaté@ by a
view of the principal- as-leader, tending to operationalize that image
in terms of scores on the Leader Behavior Description Questionnaire
(Balpin & Winer, 1957), the Executive Professional Leadership Scale
(Gross & Herriot, 1965), the situatibnally contingent Least-Preferred
Co-WOfker Scale (Fiedler, 1967), and a host of researcher-developed
scales.

In short, most studies appear to be guided by idealized con-
ceptions of what principals‘should be like rather than concerptions
/grounded in observation of actual behavior on the job. While there
has been an increase in recent years in the number of Basic descrip-
tive studies of school principals at work, the leadership image
continues tb influ%nce the questions studied by researchers. The
intent in calling attention to the images held by researchers of
school principals is not to denigrate one view as opposed to another,
but rather, to suggest that while "leadership" may be what we hope to
see reflected in the behavior of school principals, over—emphasizing
this dimension of the role systematically obscures many other enduring
and critical dimensions of what it is that principals do on the job,
and tends to detract attention from a wide range of organizational and
environmental factors influencing efforts by the principal to work

effectzively within the school enterprise.
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Approaches to Studying Principals
) , ‘. ] . ) .
me primary method used in the study of school principals is the
survey questionnaire. While this method i1s very helpful in studying
. certain kinds of research problems, it permits only a static and
cr083~sect:ional‘ view of the principal, thus missing the very critical
and essentially dynmamic character of the role—principal intentionms,
actions, and the antecedents and consequences of what it is that
principals do on a day~to-day basis. Questionnaire studies gemerally
have f‘gg:sed on ascertaining the perceptions held by others regarding
various facets of what primncipals do, or should beb doing, as they
enact that role. This épproach is useful‘for certain purposes, but
has ylelded little insight regarding what prinmcipals actually do, why

they behave in certain ways, or what happens as a result of those

behaviors. .

N
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While Static methods dominate research oo the principal, there
has been an increasing tendency over the past decade to employ methods
of study more suitable to capturing the dynamic and wmultivariate
character of the principalship. Opeu-ended interviews and on-site
observations of principals at work have increasingly been used in
recent years, and the results produced by these methods have increased
our awareness of what the role actually encail;. These are positive
developrents and can be expec?:ed to make a major conctribution in

shaping the direction of resezarch in the future.

‘

non~existent in research on the schooi prinmecipal. It is hypothesized

that as researchers and policy-makers become increasingly aware of the

Case studies and longitudinal investigations are practically’
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critical impact a school principal can have on the nature of learning
and the quality of life in schools, more effort will be made to employ

such methods in the study Qf school principals. A4s,researchers.gain a

better undegiganding of the relationships between what principals do,

how they enact that roie, and how the behavior of the principal
influences and is affected by students, staff, organizatiomal arrange-
ments, and eavironmental conditions, case study methods and longitudi-
nal approaches to studying the principalship will be employed with
increasing frequency.

Aﬁhile there has been more research on the principalship during
the past decade than in previous periods, the bulk of the studies are
aimed neither at the solution of pragmatic policy problems nor at the
geheration of theory related to understanding the principalship. The
basic descriptive work noted earlier is a very positive step in these
direcrions, but there has been liFtle vesearch that contributes to the
development of significant policy or powerful theoretical frdmeworks.
While there are exceptions to this gyle to be discussed later in this
report, most of the research c@aé 1s conducted is not guided by
theoretical or policy puzzles to be solved.

There is research guided by various theoretical concepts, but
moct of this work merely validates in varying deg?ees the generaliz-

ability of ome construct or amother to the principalship and variaus

o ’

social phenomena associated with that role. ?he validation »f con-
structs from leadership theory, role theary, organizational theory,
and management .theory have enabled both researchers and policy-makers
to gain limited insights into the nature of school organizations‘and

elements of the principalship, but this research has not yielded
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particularly useful or powerful explanations of principal behavior.
As basic descriptive .SCudies 'provide guidance regarding the
identification of important variables and relationships, and as the
data colliectiom and analysis techniques of researchers become more
sophisticated, research designs will be employed that permic‘ the
investigation of questions which can indeesd produce results that will
make a meaningful contribution to the development of theory and policy
germaine to the principalship. The geunerally incomplete descf&pcive)
base and tge resource limitations characterizing 'fesearch on the
principalsﬁip inhibit adva?ces of the sort that are needed. Approach~
es during the past decade reflect the emergence of a more microscopic
orientation than has been the case in earlier years. To the extent
that this trend continues to flourish, research on the principalship

increasingly will become informed by theoreticaily important and

policy-relevant questions.

Early Studies of School Principals

Scientific study of the public school principal bagan with chs
National Principalship Study at Harvard University in 1959. Research
during earlier decades was limited to atheoretical status surveys
sponsored by the National Education Association. These suéveys‘began
in 1928 and have been conducted on a fairly regular basis once each
decade. While such studies generate data regarding the demographic
characteristics of principals as an occupatiodal group, and categorize
ché opinions and perceptions of principals regarding a variety of

jﬁb-relacad issues, it was not until other studies were completed

1
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during the 1960's chéé a theoretically useful body-of knowledge about
the principalship began to accumulate. ' -

It 1s somewhat ironic that 20 years after the early study by
Hemphill, Griffiths, and Frederikson (1962), researchers are still
plagued by 2 hosg of problems that historically have impeded systemat-
ic study of the principalship: (1) the lack of useful criteria by
which to reliably differentiateé good from poor administrative behav-
ior, (2) the paucity of concepts with which to describe administrative
behavior, (3) the operational difficulties dinherent in actually
attempting to observe the on—the—job.behavic: of administrators, (4)
the reality that every administrative situation differs in some
respect from every other situation, and-(5) the problems of ordering
and analyzing large amounts of data that are difficult tc quantify
(pp.4-5). While there has been only a_sléwvgrowth in the knowledge
base during the 1960's and 1970's, researchers and fundirg agéﬁcies
have more recently beguﬁ to realize the importance of the school
principal as a critical agent of local, state, and national education-
al policy. Not since the inception of The National Principalship
Study in 1959 and, moré recently, iniciétives by the National insti~-
tute of Education and several private phiiﬁnchropié organizations,. has
scientific research on the school principal been recogni;ed as impor-
tant to the development of knowledge and practices useful in enhancing

[

the conditions of learning and improving the consequences of teaching
‘ 3
for our nation's youngsters.
Four studies during the 1960's laid a basic foundation for

research in the ensuing decades. While these four studies by no means

reflect all of the research during that period, the questions studied

J



\*r g

A4

énd the results that those studies generated ﬂpresaged much of the
focus of inquiry in the 1?-70'3 and early 1980'3.':7 The 1962 study by
Hemphill et al., noted earlier, engage’d a nationaal sample of 232
principals in an administrative simulation intended to illun;inate. the
pature of the job, factors important in the seléction of principals,

and idaas and waceriais usetul in the study and training of prian-

cipals. The results of their research indicated that women were more

prone than men " to exchange information, maintain organizational
relat:fonships, and respond to outsiders, snd that men were more prome
to complying with suggestions made by others and to analyzing the
administrative situation; that women more often‘ than men tended to ask
subordinates for information; that superiofs' ratings on knowledge o;‘f
instrugtion and teaching me‘chods and techniques tended to be higher
forfwomen than inén; that women ten to do more work, discussed’:
éroblems more with superiors, and used inforrpgt_:ion in available

:

) ¥
background material somewhat more frequently than men; and that men
O\ e

made more concluding decisioms, followed 'pre-‘estab.‘l:ished structures

more often, and took a greater number of terminal actions than womeh

principals (pp. 330-44).

~
&£ %

While these findings are unoc exhaustive of their research re-
sults, the findings by Hemphill et a.l. suggest that very important
di;‘.ferences may occur between women and fmrincipals. In addition
to factors such as those already noted, the study indicates that
general mental ability, verbal fluency, and qualitative differences in

previous experience are salient factors in discriminating among

principals. With the exception of a 1976 étud}' by Gross ard Trask,

Y
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there has been little research aimed at édxtending and refining the
results of tbis early study by Hemphill et al.
' Several years laCer, Gross and Herriot (1965‘ published a study

3

of the Executive Professional Leadership of 175 elementary principals

-

drawn from 40 large school systems. As parthqf the National Prin-
.- p
cipalship Study initiated in 1959, this research examined the role of
the principal in improving the “instructional performance of teachers.
They defined Executive Professional Leaderghip (EPL) "as the effort pf
an executive of a professional staffed or%anization to conform to a
definition of his role that stresses his obligation to iﬁvrove.che
‘quality of staff performance" (p:S). Several major results discussed
by QrdSS and Berriot are:’a positive relationship between EPL and
staff morale, the professiomal performance of reachers; and puyils'
learning{ the smaller the sthel enrollmenc, the greater the prin-
¢ipal's EPL; principals whose supeciors strongly endorsed their
efforts‘to improve teachiné methods exﬂibited more %?i than those
vhose superiors did not} principals who”haE’che greatest amoun’. of
formal education did not provide the greatest professional leadership
to their teachers; and sex and marital status showed no significant
relationship to the EPL of principals. Gross and Herrioc'suggeec four
personal characteristics pf principals which may have some predictive
value in selecting principals who promise a high degree of Executive
Professional Leadership: (a) a high level of academic achievepent in
EOllege, (b) a high degree of interpersonmal skill, (c) the“motive of

service, and (d) the commitment of off-duty time to ome's job (pp.

150-57) .

I
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Their study was conceived in part as an effort to clarify the
validity of.\ the historically controversial assumption suggesting that ]
principals displaying a high degree of professional leadership will
have schools that are more productive aq&; staffs experiencing higher ‘
morale. Gross and Herriot conclude that their research supports that
assumption and undermines the view that school principals should
provide only routine administrative services to their staffs (p. 151);

A third major study completed duriné the 1960's but receiving *
litcle atét:ent:ion Py researchers since that period, is Fos\kett:'s 1967:
‘scudy of t;he norms, of rules, surrounding the elementary princi.paiship.
"Foskett administered a2 &4S-item role norm inventory to 22 ele:ment:ary_
principals, 367 teachers, 7 school board members, 603 community mem—
bers, a select population of parents, and 56 coummunity leaders in omne
school district. The results of his study indicate a great deal of
\ambiguit:y associated with the role and.a low level of agreement
between the principal and others for 'several critical norms (p. 95).
Foskett suggests that '"whemever a position is inrerstitial and no well
defined guidelines exist for the occupant and for ochers: with whom he

1 interacts, moraie may suffer, performancg may be less eifective, and
Q others may become critical™ (p. 95). Foskett makes a number of other

observations, suggesting that "if the actual views of the central

" administration are different from what the primcipals think they are, .

the behavior of t'ie central administration may appear capricious and .

unpredictable....to the extent the principals are not aware of the

views ¢f- the central administration, the influemce of the central .
i

administration will be minimized" (p. 95).
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While there have been hundreds of studies of principals' ar'
others' perceptions of the school principalship, there has not been

any major research since 1967 which seeks to refine, clarify, or

Lxtend the results of Foskett's study in a systematic and reliable.

way. Yet, it 1s clear that the "rules" have changed considerably
during the past 15 years. lThe advent of collective bargaining, legis-
lative mandates in the areas of desegregation and special educationm,
and changing community demographics and student expectations are
examples of several of the changes that have occurred which, hypothet~
ically, could be expected to influence norms associated with the
principalship. The prescriptive 1literature has reflectkd these
changing conditions, but the research literature has not.

A fourth study conducted duriné the 1960's was a rather unique
investigation by Lipham and Franckg (1966) of the nonverbal behavior
of principals and military executives. F;rty-two promotable and
nonpromotable principals and 18 Navy executives identified as innova-
tors and noninnovators were studied in their regular work settings.
The researchers classified nonverbal behavior into three dimensions;
structuring of self, interactioh, and environment. The promotables

and innovators differed <in important ways from the others: "

the
offices of promotable, as contrasted with nonpromocab%e, ﬁrincipglé
contained numerous personal iCems;.nonpromogable principals allowed
themselves to ge intefr?pted more often than promotables; status
symbols differed among promotables and nonpromotables; and promotables
in contrast to nonpromotables took pains to extend éhemselves and be

_courteous and helpful to visitors" (pp. 103-106). The researchers

suggest the importance of nonverbalkbehawior and its influence on the

15
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"images" projected to others, and that inferences drawn by others
based on nonverbal cues from principals can be an importamt factor in
how effectively pringipals communicate to others.

Although there were other important studies conducted during the
1960's, these four illustrate a ‘number of issues that are salient to
understanding the focus of research during the 1970's and early 1380's
and suggest areas of inquiry thaF have only lightly been tapped but
which promise to be fruitful avenues of study in the years ahead. The
Hemphill et al. study is useful in the hints it offers of the impor-
tance of personal characteristics of principals and the consequences
of such differences among principals in the execution of their role
responsibilities and their interactions with other critical actors on
the school scene. Gross and Herriot's study systematically sought to
identify activities 42relevant: to the role of the principal in the
improvement of the quality of staff performance, and offered empirical
data challenging the efficacy of the argument that school principals
should provide only routine administrative services to their staffs.
Foskett's study illuminated the highly ambiguous character of the
principalship and the results of normative disparities for the person
"in the middle.” The effort by Foskett to understand the highly
normative world of the primcipal angicipated the increasingly diver-
gent and often conflicting valhes and percepiions characterizing the
téaching force, students, parent and nonpareqt community groups, and
even various members of the adminiscracive reference group. Lipham

and Francke's observational study of principals at work foreshadowed a

number of more microscopic studies of principals, and hinted at a

1
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complex range of personal and interpersonal factors critical to
understanding the principalship.

While research dé%ing the past decade has not systematically
built upon the results of earlier studies, researchers have increas-
ingly focused upon what principals actually do on the job, and have
sought in a limited way to understand relationships between the
performance of principals and various group, organizational, and
environmental conditions. These directions represent a major departure

from the more limited focus of researchers during the first half of

the century.

Principals at Work: Problems, Perspectives,
and Personal Characteristics

On a more microscopic level researchers are just beginning to
generate useful descriptions of what principals actually do on the
job, in specific school contexts. Although there has been an increase
in the number of studies examining relationships between principal
performance .and other factors, few studies systematically relate
performa;ce to organizational contexts, outcomes, Or eanvironments.
More 1s known about the problems that principals face than about
principals themselves, aﬁd very few studies reflect any effort to
understand what person-specific variables might usefully be incorpo-
rated into descéiptions or explanations of pfincipal behavior. This
is somewhat ironic given the dominating assumption that the principal,

as an individual actor on the school scene, is a critical determinant

of organizational culture and instructional outcomes.

1!)
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The Principal-as-Persoun

Although the status surveys conducted by various érofessional
associations do not produce research results having explanatory power,
i.e., they tend to be atheoretical and do not seek to examine rela-
tionships among varicus factors bearing on the principalship, they do
offer insight into a variety of demographic characteristics of prin-
éipals and do generate data regardi;g principals' perceptions of
job-related obstacles and problems. At the secondary level, the NASSP
sponsored study by Bymme et al. (1978) reveals that the secondary
principalship continues to be a male-dominated profession; a larger
percentage of principals have completed formal education beyond the
Master's degree than was the case a decade ago; there are fewer
younger and fewer older principals in the field now than in the past;
large high school principalships tend to be held by older ;rincipals;
principals serve in cne position for’an extended period; and, while it
is their choice as a final career field for many, increasing numbers
of principals aspire to higher level positions than was the case in
1965 (p. 18).

In a relateqd sub-study of 60 "effective" principals selected
through a reputationai process, Gorton and McIntyre (1978) report that
53 of the 60 were white males; 53 of the 60 were married; 18 held
doctorates; 30 were involved in teaching and teaching related experi-
ences for six or fewer years prior to entering school‘administration;
and the most common route to the senior high school principalship was
the assistant or vice-principalship, although 15 had served as elemen-

.

tary or junior high principals; prior to their appointment to the

lo
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senior high school principalship (pp. 5~9). The researchers conclude
that "the majority of principals interviewed are hard-working, dedi-

-

cated individuals, concerned about students and involved in improving
opportunities for lear;ing in their schools. These principals are
also people oriented, their strongest asset being an ability to work
with different kinds of people having various needs, interests, and
expectations. They‘seem to understand people, know how to motivate
them, and know how to deal effectively with their problems" (p. 55).

Pharis and Zachariya (1979), studying the elementary principalship
with the support of the NAESP, offer this description of the typical
elementary school principal: "He 1is a white male, 46 years old and
married. He has a master's degree, and Eis professional morale is
high. | He feels secure in his job and sees the elementary school
principalship as his final occupational goal....He is a registered
Democrat but tends to be conservative in his vpolitical outlook" (p.
1). The typical elementary principal has held that role for 10 ;ears,
five of those in their current assignment, having spent all 10 years
in their current district. RHe had 7 years of teaching experience
prior to entering administration, and has worked an average of 20
years in the field of education, typically spending some of that time
as a secondary school teacher, coach or assistant elementary school
principal (p. 19).

A more recent study of the middle level principalshiﬁ sponsored
by the NASSP and conducted by Valentine et al. (1981), reveals the
typical middle school or junior high school principal is a white male
between the ages of 45 and 54, with only 6% being women. The middle

level principal euntered his first principalship from an assistant

1y
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principal position after serving from 4~l14 years as a teacher. ‘
Sevénty-four percent had formal graduate work beyond the master's
degree, with more females than males having earned a doctorate. Over
half of the respondents' reported they were Scill in their first
principalship, and over‘one-third said they would be happy to remain
in their present position as a middle level principél, with about 25% )
of the sample indicating a position at the central office level as
their career goal (pp. 1-33). g
These four studies indicate a fairly stable, white, male~dominat-
ed group characterizes the principalship, with most individuals having
completed formal study beyond the master's degree level. The results
reveal little about the peréonal characteristics of principals,
_although the Gorton and McIntyre (1978) report on effective high .
school principals suggest qualities such as "hardworking" and "people-
oriented." There are a host of person-specific characteristics known
to be associated with effective leadership in general, and it is
unfortunate that sc little is known about the "person" in the prinmcipal-
ship. Future studies would be well-advised to incorporate such
variables as need for achievement, drive for responsibility, initia-
cive, task orientation, interpersonal skill and sociability (Stogdill,
1974) in research on school principals.
This 1is not to argue for a traitist approach to studying the
-principalship. However, denying the influeqca of individual differ-
ences and attributing all variation in the performance of principals
C\\\to situational or environmental factors ignores both the results of
research in other occupations and common sense. Yet, few studies of

P

| the principal include individual characteristic variables, excepting
|

14
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race, sex, and varying indicators of mental ability; even these have
not been examined systematically in spite of earlier findings suggest-
ing that mental abilicx, gender, and other personal characteristics
are significant discriﬁinators among principals (Gross & Herriot,

1965; Gross & Trask, 1976; Hemphill et -&l, 1962).

Several other studies illuminating qualities of the primcipal-
as-person warrant mention. Although none of the studies soughg
initially to iden;ify or ' investigate personal characteristics of
principals, the results are nevertheless revealing. Goldhammer et
al.'s (1971) description oé the difference between two kinds of
principals and schools, characterizes principals in the "beacon; of
brilliance" schools as charismatic, enthusiastic, confident, service
oriented, and hardworking; principals in the "pot-holes of pestilence"
school: were characterized as weak leaders, unenthusiastic, laissez-
faire, and serving out their time (pp. 1-2). Wolcott's (1973) deptﬂ
study of a single elementéry princip;l reveal; much about that indi-
viduai's qualities as a person: his gregarious nature, a problem~
centered orientation, a super-dedication, a wish to perform exc?edingly
well, and a desire to tackle and contain problems (pp. 17f; 316).
Silver's (1975) study wherein §he found that the/principal's level of
conceptual ability was related to interactions with staff, and Lyons
and Achilles (1976) report of the relationship of mood states of
principals to their decision-making behavior hint at the salience of
personal characteristics for perfo?mance on the job. Blumberg and
Creenfield's (1980) study mention qﬁalities like initiative, confi-
dence, security in themselves as persoms, a high tolerance for ambigu-

ity, analytical ability, and other individual characteristics as

I




common to the eight men and women‘principals.they studied. While
other studieslexist from which one might infer the importance of such
person-specific characteristics as those mentioned above for
discriminating among performance patterns of principzais on the job,
there has to date been no systematic or large-scale effort to study
the principal-as-person. Researchers know very lit;le about the
backgrounds of principals, their personality orientations and other
individual chara:seristiecs, or about the relaéionship between such

factors, various organizational and envirommental factors, and actual

performance on the job.

Principals’' Problems

More is known about the problems face; by principals than about
the principals themgelves. While this is true, research on the
principalship nevertheless tends .not to be problem-centered in a
pragmatic sense, mnor do researchers focus in any depth on policy
issues germaine to the primcipalship. When policy issues are studied,
the policy itself rather than the principal as policy-maker or policv-
implementor is the focus. Although the trepd during the past several
decades has been for researchers to study phenomena only indirectly
related to pragmatic problems germaine to the principalship, several
asgociation sponsored studies depart from that norm. While the
results of these studies are not very specigic in a scientific sense,
they are nevertheless instructive.

Byrne et al.'s (1978) study of the senjor high principalship

indicates that time taken up by administrative detail, a lack of time,

and variations in the ability of teachers are the three most serious
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problems faced by secondary principals (p. 25): Valentine et al.'s
(1981) study of middle level principals identifies time taken by
administrative detail, apathetic or irresponsible paremts, and problem
students as the top three U"roadblocks" preventing them from doing
their jobs (p. 43). Pharis and Zachariya (1979) report that elemen-
tary principals identify the dismissing of incompetent staff, managing
student behavior, and declining enrollment as serious éroblems they
face on the job (p. 97). While it is difficult to know: in more
precise terms what these three sets of "serious" problems mean for
principals on a day-to-day basis, further study on aymore microscopic
level could reveal the operational "meanings" of these problems in
terms of how they are responded to by a prinmcipal and what influence
they may have on other dimensions of the primcipalship.

The general issues reflected in ‘these problems tend to get
reflected in other studies of principals. Goldhammer et al.'s (1971)
study indicated that the largest number of problems experienced by
elementary principals were those associated with che instructional
program (p. 66). Wolcott's (1973) study suggests that most of the
problems faced by the principal are "people-problems." Salley et al.
(1975) report that within the four major‘job dimensions identified in
their occupational amalysis of the primcipalship, the largest category
involved the principal's relatioms with people and groups, a category
including 10 of the 17 basic job dimensions identified (p. 29).
Blumberg and Greenfield (1980) indicate that the four elementary and
four secondary principals they studied faced relatively common prob-
lems, although they handled those problems in similarly effective yet

AN

different ways. The major problems these primcipals found were those
2
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associated with organizational maintenance activities and concex:ns
about program change. In a study of 10 pr‘:anipals, Crowson and
Porter~Gehrie (1980) identify five major problem areas: time inadequa-
cies; enrollment decline; challenges to authority; community expecta-
t:i'on; and accommodating role egpectations (pp. 51~65).

While the research resulce: noted above are somewhat vague and
ill-defined, they illustrate the kinds of problems that principals
re;:;ort. With the exception of the studies by Byrmes et al. (1978),
Pharis and Zachariya (1979), and Valentine et al (1981), there has
been little systematic effort by researchers to ident:ify\.and under-
stand the job-related problems faced by principals. Although these
three studies and the others that have been mentioned do not offer
definitive results or suggest clear directions for either researchers
or educational policy-makers, the research cited here suggests that a

problem-centered line of inquiry may be very useful in clarifying and

understanding the principalship. Research aimed at identifying and

specifying the operational and personal meanings of job-related prob-

lenms offers a useful but virtually untapped strategy for describi&g
and understanding the work of school principals. Identifying and
understanding the meaning of such job-related problems would offer a
useful reference point for researchers interested in studying how a
principal raspouds to a problem, why he responds, and the effect of
that response., Further, it may enable res.earchers to more fully
understand the part that intervening variables related to organiza-
tional structure, group culture, and envirormental conditioms play in
the identification and resolution or management of those "probleu-

matics" viewed as serious and enduring by school principals and
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others. The results of such studies also offer school primcipals and

N

educational policy-makefs the prospect of findings that are practical-
ly significant in their view as consumers of research omn the school

principal.

Principals' Perspectives

While a dominant tremd in research on school principals has been
to study principals through the use of a variety of questionnaires and)
concept-specific instruments. of ome sort or another, an emerging
strategy among researchers has beem to study their actual behavior ;nd
to obtain in—de#th personal accounts of their intentions and activi-
ties. This effort to "get closer" to the principal has enabled
researchers to paint a more microscopic and more dynamic picture of
the principalship. Such studie; are illuminating and are essential to
advancing our understanding about what questions and problems may most
profitably be pursued and studied at a higher: level of generaliz-
abilicey.

Wolcott's (1973) ethmographic study of ome principal is extremely
revealing and needs to be replicated at the elementary school level.
Similar studies need to be conducted at the middle and senior high
school levels. Wolcott reveals that the "greatest part of the prin-
cipal's time is spent in an almost endless series of encounters, from
the moment he arrives at school until the moment he leaves. Most of
these encounters are face-to-face, tending to keep the principalship a
highly personmal role" (p. 88). Almost 65% of the principal's day was
spent in face-to-face interactisn with teachers, parents, central
office staff, students, and others (p. 92). Wolcott notes that the

]
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"daily routine" of the principal is reflected in three major catego-
o

ries of activities: receiving requests and handling problems; orient-
ing and greeting; and Faking care of the building (pp. 123-74).

Wolcott describes the principals’ perspective as:

The immediate containment of any and every actual and
anticipated problem that might possibly disrupt the "smooth"
operatjion of the school. More than this, he also attempted
to give at least token recognition to virtually every event,
“comment, or complaint that came to his attention...a con-
scious, almost tangible quality of super-dedication to tIy
to do anything for everybody....remained ever on-call and

“ available for action....guided by an unwritten rule that is
at once the' raison d'etre for the {Eﬁe of the elementary
school principal and the perfect obstatle to ever achieving
a radical change in that role: every problem is important.
(p. 3%9).. :

In contrast to ﬁolcotc's echnogrdphig ‘study of one elementary
principalt Blumberg and Greenfiasld (1980) conducted a depth-interview
study of four elementafy and four secoﬁdary principals. Their results
parallel Wolcott's obsérvation that the principalship 1is a highly
personal role involving a great number of face—COrface encounters with
others, but unlike the principal in Wolcott's research, those studied
by Blumberg and GreenfieidAdid not indicate that every problem was
important in the sense that the principal made it his/her "own"
problem; the principals lthey studied wcrked deliberately to teach
teachers and others to ;olve their problems so that they would nof

become the primcipals' "problém:" Blumberg and Greenfield report that

"success seemed to depend, largely upon their abilicty to listen to and’

dialogue with members of these [teachers, 'stude&ﬁs, and parents]
reference groups. The degree of the principal's interpersonal compe-
tence, particularly ‘those skills related tc establishing and maintain-

ing desired identities, both for the principal and for others, serves
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to mediate much of the prinmcipal's work-world activity, and as a
consequence 1S probably pivotal in differentiating the more effective

from the less effective principal™ (p. 198). Blumberg and Greenfield

3 -

present a narrative portrayal capturing each of the eight principal's

personal views of themselves as principals, and report that the

success experienced by each principal is related to:

(1) their individual commitment to the realization of a
particular educational or Qrganizatiomal visiom; (2) their
propensity to assume the initiative and to take a proactive
stance in relation to the demands of their work-world
environment; and (3) their ability to satisfy the routine
organizational maintenance demands in a manmer that permits
them to spend most of their om~the-job time in activities
directly related to the realization of their personal
vision. They do mot allow themselves to Become consumed by
second-order priorities. (p. 208)

These eight principals are,quite different from each other imn their
general "world view" and in terms of how they presenmt themselves to
others (the ihages Chef hold for themselves as principals--the Orga-
nizer, the Value-~based Juggler, the "Authentic Helper, the Broker, the

Bumanist, the Catalysé, the Rationalist, and the Politician), yet they

A Y

share a number of skills and orientatioms to werk that emable them to

be different _and effective as pFincipals.

Peterson's (1981) observation study of two urban elementary
principals offers evidence regarding the brevity, variety, and appar-
ent fragmentation characterizing the work of primcipals. He obsgerves

that,

(1) the work of ,principals consists of short tasks and the
~day is filled with sometimes several hundred separate
activities; (2) elementary principals do an enormous variety
of tasks...must interact with a wide range of individ-
uals...and work on many activities with differing cognitive -
demands; and (3) the work of elementary principals dis
fragmented...the activities of principals are regularly
interrupted by other tasks, problems, or crises. (pp. 2-6)
20 ’
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Peterson conclndes his report by emphasizing that "before we can
effectively select and train administrators we must make sense of the
work they do.  To this end, broad'generalizations and heroic idealiza-
tions of the_joh are countsrproductive' (p. 11). |
Croweon and Porter-Gehrie (1980) intensively obserned 10 urban
principals and identified a variety of “coping strategies"\that those

principals used in coming to terms with the day-to-day exigencies of

their jobs. In response to the problem of inadequate time the pnin-

- ¥}

cipals engaged in ~cn~the=-spot decision~making, focused on one aspect

of a situation while letting others drop; and paintained a presence in

+

the school by making quick tqurs, dropping in and out of Classrooms;

and geénerally remaining sporadica&ly visible throughout the school?

1

In terms cf coping with the problem of enrollment decline;principals

wénld loosely interpret enrollment policy; court potential school

-

dropouts; and actively engage in the recruitment' of students by
promoting activities which’ increased the attractiveness of one's’

school. In responding to challenges to®>.his or her, authority the
’
principals applied rules flexibly; established a routine _ fér patrol-,

ling cthe school and its grounds; and hastily closed of any matters
that thrsaten the principal's image of authority In dealing with

diverse panent and commnnity expectations principals channeled partic-

ipation and access of groups and individuals; remained flex ble and

adaptive ip response to parent requests;. and focused or . directed

.

external demapds so as to buttress the principal's authoritative

positiod’within the school system. :

:
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Strategies for coping with multiple and sometimes conflicting
role expectations included recdefining the supervisory role into other

endeavors deemed mcre likely of getting results; ecxpanding their role

to fill in gaps presented by the structure of the organization;

adjudicating differences and conflicts within and between the school
staff and outsiders; maintaining control over decision-making by
delegating very little responsibility to subordinates; and seizing

opporfunities to blame "downtown" and share with others the snafus and

mistakes emanating from the district office and not of their own

making (pp. 51-65).
While the study by Crowson and Porter-Gehrie is not definitive
regarding the antecedents and consequencgs of these various coping
strategiles, their éesults highlight thg kinds of problems with which
princ&pals deal, and illustrate a variety of ways in which principals
respond to those demands. They conclude their report by pointing ;ut
the need to more adequately understand the "organizational conditioms
and the incentives or rewards to which the principals are responding"
(p. 66). The relationship between the context of the pr}ncipalship
and the intentioms, activities, and conmsequences @f their actioms is
not understood. It seems clear however, given the range of responses
and perspectives towards the role that are reflected in each of these
studies, that the principalshié is complex, that conditions vary
across context, and that principals may emact a range of strategies
and behaviors as they come to terms with the requirements of their

work situatiops.
Morris et al.'s (198l) observation and interview study of 16
elementary and secondary principals im urban schools indicate that
2y
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individual principals can and do exercise a great deal of discretion
in decision~making and in enacting other aspects of the principalship.
Their study results parallel those by Wolcott (1973) and Blumberg and
" Greenfield. (1980) cthat the principalship is a highly interpersonmal
role characterized by a great deal of ambiguity.and, hence, latitude
for decision-making. The principals studied by Morris et al. were
able to exercise considerable discretion in the interests of "their"
school constituents. The highly gersonal "involvemeat' which seems to
shape tpe;e principals’ orientation to the role is an intersting
finding and one which warrants further study. 1Is it a characteristic
of the occupation,‘or 13 it some sort of‘anomoly associated with
particular individuals or kinds of principalships or schools? 1Is it a
valid basis for differentiating more effective from less effective
principals, or does it aake no difference? The principals studied by
Morris et al. used discretion in: (1) monitoring what was happening
throughout the school; (2). protecting the school system from the
uncertainties of an gnprédictable. clientele; (3) adapting orga-
nizational policies to Ischool needs; . (4) realizing their personal
goals; (5) acquiring power relative to the larger system; (6) adapting
to the reward system of thé district; and (7) protecting their school
from interference in its instructional endeavor. (pp. 217-220).

Martin and Willower ¢(198l1) studied the managerial behavior of
five high school principals through the use of the structured observa-
tion techn%que employed by Mintcberg (1973) in the study of managerial
work. While there are limicatioﬁs to the method and the conception of
mauageriai work on which it 1s based, the technique enabled the

researchers to systematically describe how principals spend their

2o




26

time. Of the 13 primary activities eﬁgaged in by the principals, over
60% of their time was spent in desk work (16%), scheduled meetings
(17.3%), and unscheduled meetings (27.5%). More than 652 of their
time was spent in accivicies that involved either face~to~face inter-
action with or being in the "presence' of others in the school. Both
of these general results support the earlier findings in other studies
that the principalship is a highly interpersonal world of social
encounters with teachers, students, parents, and others. In a subse~
quent study of five elementary principals, Willower and Kmetz (1982)
used the Mintzberg method and found that among the 13 activities being
observed, the largest percentage was the category of unscheduled
meeCIhgs (32.5%), followed by desk work (18.6%), and scheduled meeting
(10.37).

Both of these studies add support to the genmeral observation that
the principal's world is largely one of face-to-face interaction with

»

others, and suggest that the greatest difference between the elementa-
ry and secondary principal is that the elementary principal spends
10.3% of his/her time in scheduled meetings compared to 17.3% for the
secondary principal. The results of studies such as these are de-
scriptive and even at that, may be somewhat misleading. For example,
while data exist regarding the relative distribution of activity over
time, they do not hglp one understand whether a certain amount of time
is too much or not enougﬁ. Further, there is no data of a qualitative
nature regardinf what actually transpires during the course of a given
activity; i.e., the time spent may have been very productive and
worthwhile, or it m;y be spent unwisely or with poor results. Future

research may clarify these questions and thus add data useful in
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interpreting the meaning and assessing the efficacy of spending a
certain amount of time in one activity or another. Research results
at preseﬁc do not give any guidance regarding.what relationship, if
any, obtains between how a primcipal spends his or her time, why this
is so, and what consequences follow those behaviors.

The final study to be noted in this selective review of research

on school principals is the work by Salley, McPherson, and Baehr

(1979) which resulted in the development of the Job Functions Inven~

tory for School Principals. It is discussed last in an effort to
direct attention to the need to clarify and more comprehensively
understand the role of the public school principal. A ¥asic premise
guiding the studg was that the principal's definition of the job would
vary with different operating conditions, different environments, and
differences in the composition of the staff, the student body, and the

experience and backgrounds of the 619 principals studied. The study

, departs from the usual research on school principals in its approach

and in its conclusion. The study views. the principalship as an
occupation, seeks to identify the primary job dimensions, and inte-
grates those with t@e persoral characteristics of principals, school
ph;racteriSCIcs, and ethnic and socioeconomic characteristics of
students, parents, teachers, and the school community. It is a large
scale multivariate study seeking to identify critical job dimensions
and their relationship to thé other factors noted. It is not charac-
teristic of research on the principalship, either in scope or design,
but the approach it reflects is a very promising strategy vis a vis

efforts to understand the work of principals. If replicated, refined,

and further validated it can offer extremely useful guidance to those

J
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interested in training, selecting, developing, evaluating, and study-
ing school principals.

The Job Functions Inventory contains 180 items factored into four
basic job dimensions: relations with people and groups; curriculum;
personnel administration; and genmeral administration. The study
collected data omn three additiomal séts of chgracteristics of the
principals and their work setting: personal characteristics oé prio-
cipals; school characteristics; and ethnic and socioeconmomic status
characteristics of tge school and community (p. 29).

An analysis of, variance interrelating 17 Job Function Imventory

dimensions and 21 personaf, school, and ethnic/socioeconomic status
characteristics resulted in 84 relationships which were statistically
signifi;anc at the .00l level of confidence or better. Salley et al.
summarize three major findings as follows:

Variables relating to type and size of school accounted for
the greatest number of differentiatioms in the way princi-
pals described their jobs, although socioceconmomic status and
ethnic composition of student body and teaching staff made a
sizeable contribution.

Personal characteristics of the principal produced the
fewest differentiations. However, there were some dif-
ferentiations based on race and sex that should not be over-
looked. .

The age of the principal and years in the present
position yielded no significant differemtiacion. (p. 30)

Salley et al. offer a number of important insights in discussing che
implications of their research findings:

Principals are captives of their environments;...unless some
environmental characteristics, particularly those related to
the organization of the school, and school system are changed
the principal rarely will be a change agent and his or her
work will be routinmely predictable....the size of the school
system, size of the school, and number of grade levels in
the school are organizational variables that influence the
principal's definition of his or her work and militate
against his or her emerging as an innovator....ethnic and
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socioeconomic characteristics play a significant part in
defining the work of the principal....the particular race or
sex of a principal is not a determinant of the work of the
principal....that the older principal is wiser than his
young counterpart receives no substamtiation from cthis
inquiry....experience is not a differentiating factor in the
principal's description of his or her job. (pp.34-36)

Salley et al. found what they feel may be four different kinds of
approaches principals use in response to their work:
The principal who places a high priority on the involvement
and support of groups....the principal who emphasizes the
evaluation and improvement of student academic perfor-
mance....the principal who stresses the development of
qualified teaching staff through persomal involvement....the
principal who stresses a managerial approach, involving

tight fiscal control and close working relatiomships with
the central office. (p. 32)

Salley et al. note that primcipals successfully perf;;ming in
different kinds of principalships are likely to exhibit different
interests, skills, and leadership styles: '"principals of smaller
schools are more involved with the students the;;elves....principals
of larger schools more closely resemble managers in other institutions
dealing with staffing and union issues and, at policy levels, with
personnel issues" (p. 32). They conclude fram their analysis of the
principalship that éhe job itself tends to be defined by incumbents in
terms ,of administrative behavior rather than instructional functioas,
and that Cra&itional concevtions of the principal as a change agent or
instructional leader increasingly conflict with overwhelming pressures
to be a "production manager" (pp. 37-38).

Their study 1is a major contribution to the literature on the
princip;lship and staads out as an example of powerful survey research

that yields meaningful results informing our understanding of the role

and the multiple factors shaping performance. In stark contrast to
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the usual surveys of principals, Salley et al.'s research is informed
by theory, seeks to understand relationships among multiple forces
shaping the role, and employs sophisticated data ahalysis techniques.
The results are importaﬁt, relevant, and broad in scope and should
prove quite useful to researchers and policy makers interested in the
work of principals. Finally, unlike most studies of the principal-
ship, school level was included as a study variable.

The following general observations conclude this section of the

report. Research on the public school principal has consistently

found that the principalship is highly interpersonal, full of ambigu- -

ous and conflicting expectations, permits considerable latitude in
responding to situational exigencies and individual dispositionms, and
presents incumbents with a diverse range of problems seemingly beyond
their direct influencé. The historical controversy between principal-
as-instructional leader and prigcipal-as—adminiscracive manager ‘has
not been resolved, and research results suggest that an enduring
challenge to the principal is the necessity of balancing a "cluster"
of competing expectahions in the face of situational forces mitigating
their satisfaccbry resolution. Elementary principals have been
studied more frequently than principals at other levels, and research-
ers have tunded not to be guided by major questions of policy or
theory. The imag; of the principal as "leader" dominates the litera=-
ture, although recent studies have begun to address other functionms,
and also gave begun to focus attention on organizational and
environmental features shaping the work context and the performance of

principals. Atheoretical questionnaires dominate study methods,

although sophisticated multivariate studies reflecting a theoretical
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orientation are Zincreasingly prevalent. Observational studies of the
actual work of principals are gaining credence and have made major
contributions to the literature.

Research and the development of theory about the principal are at
an infant stage, and the necessary synthesis of existing research
which characterizes the advance of any scientific inquiry has yet to
become a focus of attention aﬁong' students of the principalship.
While much has been learmed during the past several decades, th;
results lack organization and integration. Much new ground has been
broken, but there has been little effort to replicate earlier results
or to engage in the hard work of putting together pieces of the puzzle
that are already at hand. 'In a fashion, research on the principalship
parallels the work of principals in its fragmented, disconnected, and
highly varied character. -

Neglected Dimensions in Research
on School Principals

As suggested iq tbe preceding section, research during the past
decade has contributed substantially to our understanding of the
principalship in general, and to the explicétion of particular theo-
retical concepts germaine to the work of educational administrators at
the miidle-management level. Promising trends have developed and
these will, if pursued, contribute basic descriptive understandings
which are fundamental to the development ‘and testing of theory
reievanc to understanding administrative behavior, it~ antecedents and

consequences, at the school building level. While advances have been

made toward more complete understanding, there are at least 10 aggﬁhes
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of inquiry related to the primcipalship which appear important- yet
-
have received only little attention to @aCe.

Tﬁe first of these ccaicerns the study of primcipals at differenc
school levels. While much research has focused on the elementary
principal, there are no recent depth SCugies of the junior ‘high/
middle school and secondary school princiﬁhlship. Differences in the
student culture, school curriculum goals, faculty orientations, and
administrative staffing arrangements may well determine the nature of
the problems faced by the principal as well as the character of the
principal's response to the requirements of the situation. The three
levels themselves offer a natural basis for focusing research, yet
this has not occurred. There are virtually no studies of similarities
and differences among elementary, middle/junior, and semior high
principalships.

A second avenue of inquiry, building on tne first, is the compar-
ative analysis of different levels of the principalship in large and
sm;ll school districts, perhaps further dirferentiated in terms of
their urban, suburban, or rural character. Most research has focused
upon the urban and suburban principal, yet the majority of school
principals work in what 'might best Pe characterized as more rural
school districts. What similarities and differences are there betweea
such principalships? Do rural elementary principals have a role
similar to that of urban and suburban elementary principals?

A third direction that has -recently received some attention but
warrants more, is the primcipal in a private scnool Setcing. Again,
what are the similarities and differences between these and other

kinds of principalships? A parochiai school principal with a predomi-
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nantly religious faculty has quite a diffevent group culture than does

either a parochial school principal or a public school principal with

essentially a lay faculty. Do such differences have consequences for

"the principal and, ultimately, for children? There have been too few

studies of the principal-in-context aimed at understanding situational
factors and che;r relationship to principal behavior.

A fourth qiﬁension that has been examined in only a very liniCed’
way is the study of the personality characteristics of principals,
cheif value/belief system, the consequences of gender, and a host of
other person—-specific variables. The "person qualities" of school
principals do appear to be related to their general orientation to
work, and to have consequences in the areas of decision-makfﬁg,
communication, and organizational change, yet there has cs date been
no systematic study of such phenomena.* The school principalship is a
particularly people-oriented type of role, yet little is known about
the principal-as~person or the individual characteristics associated
with effective management of the school enterprise. Are principals
with a high need for achievement more effective than principais with a
low need for achisvement? Are verbal fluency and sociability inpor-

~

tant for all types of\schools, or are they more essential for the

—
.

* While the '"traitist" approach to understanding and expi}ingng'
behavior has limitations, it is important tg recognize Ehat ;erca%n
traits, personality characteristics, or "person qualities" do influ-
ence behavior. Research on the principal, as a leader in gemeral,

tends to ignore the efficacy of the idea that behavior results from

the interaction between person and situation (Stogdill, 1974).
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elementary principal than for prinmcipals ;t other levels? Stogdill's
(1974) work identifies particular "person qualities" germaine co
research on school principals that seeks to understand why some
principals are more effe;tive than others in similar situatioms.

A fifth element which has only recently bagun to be studied 1s
the managerial role of the principal, and in particular the orga-
nizational maintenance function performed by the primcipal. There 1is
very little known about the factors related to a priﬁcipal's success-
ful or unsuccessful integration of this stabilizing and coordimating
function with activities related to instructional leadership and
organizational improvement. For example, in more instructiomally
effective schools the principal appears to have beer able, unlike his
counterparts in more typical schools, to have successfully integrated
demands for stability with those ofvimprovement. If the primcipalship
is a role requiring the management of a cluster of different demands,
how does ome account for the fact that some principals manage these
demands in a balanced and integrated way while others seem only to be
able to achieve a skewed and fragmented result, usually %nithe direc~
tion of gtability and maintenance of the status quo? What managerial
activities do principals engage in, how, and with what comsequences?

A sixth dimension warranting more attemtion is the externmal
school environment and its‘influence on the school primcipal. That
environmental conditioms have changed and will continue to chagge is
clear. Yet little systematic attention has been paid to how this kas
affected the school primncipal. While the school boundary is highly

permeable relative to other types of organizatioms, little is kmown of

the consequences of this permeability for the school principal.

3
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Community norms and the charackeristics of student populations shift
more and more rapidly, frequently'becoming more heterogeneous, yet the
impact of such changes in circumstances on the principalship is aot S
understood. More is known about condf%ionﬁ within the school than of
conditions extermal to the school; ho&gvar, school; add school prin-
cipals clearly do not exist in a social, économic, or cultural vacuum.
The seventh area of inquiry to be mentioned ié the highly inter-
personal world of the principal at w?rk, evident parEicularly in the
principal-teacher dyad. The basic administrative relatiodship is a
dyad, and practically no attention has been giveg by researchers to
v
this fact of administrative l{fe. I; is through person—~to-person
. relationships that ‘most of the work of school principals is accom—

plished. In a very insightful essay, Coladarci and Getzels (1955)

suggest that three dimensions of this relatioaship are of crucial

importance: "The first of thase is the authoricy dimensfbg%i What is
{

the source of superordinate's domipance and the subordinate's accep-

tance of this dominance? The second dimension pertains to the scope

of the relationship. What is the effective range of roles and facili-

ties covered by the relationship? The third dimemsion is the affec-

tivity dimension. What is the nature of the personal interaction
between the participants in the relationsgip?" (p. Lﬁ). Although
these questions were raised over a quarter of a century ago, research-
ers have only recently begun ‘to investigate Ehem. The effectiveness
of. the school principal in the development and implementation of
$olicy at the school site level is executed through two basic adminis-
trative relationships: the principal-teacher dyad and the superinten-
dent-principal dyad. These are the critical units through which the
3 |
o




36

'york of principals 1is accomplished,' and research during the past
decade has not focused upon either of these in any depth. A dyad can

be conceptualized as a small group. The literature on group dynamics

is quite.exten§ive, bq;'ra:ely does research on the school prinmcipal -

draw on that Eéﬁwledge base (Cohen et al., 1980; Homans, 1950, 1961;
Thelen, 1954, for example).

An eighth avenue of inquiry concerns ethics, or the moral charac-
ter of schHool pfincipals. This goes beyond the psy;;ological dimen-
sion and refers to the standards of conduct By which school principals
guide their actions. Schools in a seuse have become morai agents of
the community and family, and may become increasingly instrumental in

shaping ideas about the nature of justice, virtue, the ideal nature of

human character, and the ideal ends of human action. While Counts

(1932) challenged the education establishment with the possibility of

building a new SOCIEi_Eijr through the schools, little study of‘the
principal has been guided by such concerus. Scﬁools éfe not value-
free, and school principals .may well be instrumental in modeling
character or shaping a moral ethos in the school. Do the ethics of
school principals have consequences fof inétruction, learning, and the
naturé&oﬁ schools? _Research on good schools by Grant (1982) suggests
that the pr:asence of a strong‘posi't:ive school ethos in moral and
intellectual terms positively influences the work of teachers and
students. '

A ninth line of research concerns tHewemotional dimension of the
pﬁincipéiship. Research by Blumberg and Greeafield (1980) suggests

that the "emotional toxicity" (Levison, 1972) of the school work

environment may have consequences for how principals respond on the
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job. Does the nature of the role and how it is defined by the demands
of the system have emotional‘conséququgs for the principal? 1Is an
emotionally ''dead" pri;éipal less effective than one who is emotion-
ally "alive"? How do principa}s experience ‘anger, and what are the
consequences of how tﬂey act ‘when th§y are angry. Are emotionall§
authentic principals perceived/gpre favorably or as more effective on
. the -job than principals who mask their emotions and true feelings?
The job of being a principal éppeérs to be emotiomally taxing, yet we
koow little about this aspect of the principalship.

" A tenth area of inquiiy that could bé quite illuﬁinating is the
socialization and role~learning of school principals. While several
studfes of the tr;hﬁigion from teaching to administration have bean
conducted (Blood, 1966; Greenfield, 1977, 1982; Griffich, 1965,
Mascaro, 1973; Ortiz, 1982), there has beeﬁ very little systemaéic

study of the assistant principal role even though it is this role

which usually proyides the transition for middle/junior and senior

high school principals. The broader literature on the sociology of

work and occupations (Goslin, 1969; Pavalko, 1971, for example) and
particularly the literature on organizational careers (Glaser, 1968;
Schein, 1978; Van Maanan, 1977, for example) are rich with research

results and conceptual frameworks ggrmaine“not only to the study and

PR .
understanding of the transition points and developmental stages and

plateaus of being a "career principal," but also offer valuable
L 3 .

insights intq the problems of selection, .training, and professionmal

P . > L .
development on-the-job. Researchers and .policy-makers interested in

* understanding the school principal will find .his literature ustul.

B
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Directions for Research

The ten lines of inquiry suggested above grow oéz of the three

larger questions posed at the beginning of this report. What do
'

principals do? Were ome to .describe the behaviors, activities,
interactions, and sentiments of school primcipals, what would ome say?
Researchers have begun to amswer this question in recemt years, and
descriptive texts such as those by Wolcott (1973), Blumberg and
Greenfield (1980), Morris et al. (1980), Crowson and ;orter-Gehrie
(1980) and others are the basis for the amnswer to that question.
These descriptive cexts supplemented by large~scale multivariate
studies such as the occupational analysis based on the Job Function
Inventory developed by Salley et al. (1979) offe; promising strate-~
gles. -

_Why do principals behave as they do? This is an extremély
complicated question, and the answer requires extensive understanding
of relationships between the activities of indiwvidual principals and

the organizational contexts .n which those actions cccur. Two fields

of kno&ledge offer a basis for answering this question. The first is

the vast empirically validated literature about the psychology of
individual behavior, and the seccnd is the almost as extensive litera-
ture on the social psychologv of small groups and organizationms.
There have been limited efforts to integrate organizationmal/ environ-
mental context variables in research on schocl principals (Caldwell &

Lutz, 1978; Hatley & Penningtom, 1975; Miskel, 1977a & b; Poppenhagen,

. 1980; Salley et al., 1979; Schmidt, 1976; Silver, 1975, for example),

although most of the studies noted do so in a very minor way, the
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exceptiongkeing the work by Salley é: al. (1979). 1In reviewing the
fésearch literature virtually no published studies were found which
included psychological or group theory as an integr;l and explicit
basis underlying the réseafch questions'posed. This is unfortunate
given the empirical richmess of the lite;;ture in thbge two areas.
What are the consequences of the accivities and social inter=-
actions of principals? This, too, i;.a questioh that is extremely
difficult to study, and research on the school prin;ipal is just
beginning to address the problems in assessing effects and‘ their
causes. There are both design and criterion problems in "studying
phenomena related to this question. For example, what criteria does
one use 1in assessing the e%fectiveness of a principal, teacher,
student, or school. Some researchers establish criteria associated
with student achievement (Edmonds & Fredgrickson, 1978), while oéhers
focus on issues of vandalism, absenteeism, staff’morale; organization-
al climate, leader behavior, and a host of other prospective indica-
tors. The difficulty in part is that researchers need to know some-
thing about both process and output and their relationship; research
on the principalship is in its infancy in these areas. Po§in§ the
issue somewhat differently, research tells us more abouc_what children
learn than about how to achieve or alter the educationai and orgaﬁizar
tional arrangements related to specific learning outcomes. Normative
theories abound on this matter, but little systematic research results
exist that give guidance to principals or others concerned about this
problem. The case study approach offers a useful strategy. For
example, a partnership beraen school personnel and an iqterdisciplin-

ary team of researchers might study one school or a school district

4
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over an extended period of time. This approach to research is promis-
ing but problematic given the vagaries affecting institutional

relationships and research funding priorities. These obstacles are

-not, insurmountable, however, and probably depend more upon the

priorities and commirments of individuals for their resolution than
upon the availability of resources from private or federal agencies.
A good example of inquiry seeking tc understand the complex
relationships between the behavior of principals, the school's
organizational c;ht;;c, and the influence of certain management
practices on childrens' schooling experiences 1s the program of
researchcpn the instructional management role of the principal being
conducted by the Far West L;boratory for Educational Research and
Dévelopment (Bossert et al., 1981). While this project is still in
the beginning stage, i; promises to make a substantive contribution to

our understanding of principals and the antecedents and consequences

of their work.

Implications for Training and Selection

What are the implications of the research on school principals
for practices related to selection, training, and development? In
answering this question ome faces problems similar to those discussed
previously regarding the relationship between process and product.
Because there 1s precious little systematic knowledge available on
these matters, the’discussion to follow may well raise move quéscions
than answers.

In the matter of selection, research does not unequivocally

confirm that factors such as age, race, sex, experience, and formal
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training are predictive of effectiveness as a principal. While early
studies indicate that men and women principals differ in their re-
sponses to the requirements of an administragive situation, the
consequences of such differences are not clear. Although intelldgence
or general level of mental ability are associated with performance,
thefe again are no clear-cut guidelines. Research further suggests
that the number of years of teaching or prior administrative experi-
ence of principals is not a useful predi;tor. Finally, the limited
research on the effect of training in the form of graduate study
suggests there may even be a negative relationship between perceived
effectiveness and number of credits of graduate study. In short,
results are mixed regarding the indicators one might reliably depend
upon in the selection of a school principal.

Although the evidence is sparse, some research results suggest we
may have been asking the wrong questions in efforts to understand the
problems of selection. For example, Stogdiil (1974) and others assert
‘that the best predictor of leadership is prior success in this role.
Building on tkis idea, selection criteria might profitably focus on
such 1issues as the degree of correspondence bétween the requirements
of the situation for which an individual is being selected and tl.e
success that person has had in meeting similar requirements in a
previous situation. For example, the situational demands that a
teacher must satisfy in working with children in one classroom are
quite different from those a principal must ;atisfy in working with
adults in a school. Researgh by Greenfield (1977), Blood (1966),
Mascaro (1973), and others suggests that a cricical factor in ac-

quiring the requisite skills and attitudes for administration is not

4.4



the number of years one has been a teacher but, rather, is a function
of what one has learned about working with adults at an organizatiomal
level during chatcperiod. For example, an administrative intern or an
assistant principal may.learn much or little that is relevant to the
situational requirements of a particular principalship, depending on
the na* .re of the learning opportunities in’ those roles.

Selection criteria often address what one expects or hopes will
be attained educationally or organizationally in ‘& given school
situation. However, selecting an individual solely on the basis of
the similarity between conditions in their current work situation and
what you hope can be achieved in your situation is not a guarantee
that a good match will be made, given that the real task involves
changing the school from its current state to the desired state. The
critical question, and the one rarely asked, concerns the likelihood
of the person hired having the skills and knowledge needed to achieve
the desired state. Phrased differently, it often takes one set of
skills to maintain a given state of affairs and another set to achieve
that state.. Thus, vreturning to the problem of prediction in
selection, the crucial correspondence issue concerns making a match
between the ability and disposition of a candidate and what the
requirements are that have to be satisfied in the new situation.
Experience in doing effectively what it is that one will have to do in
a given job is the best predictor of success in the seleccion/maCChing
process. Research on the assistant principal role has been neglected
in the past, and more attention to studying this role as it influences

preparation or "readiness" for the principalship is warranted.
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In making a selection decision three basic questions need to be
answered: (1) Does the candidate possess the knowledge, skills, and
attitudes required for the éemands of the new situation? (2) Is there
evidence that the candidate has in fact effecciveiy applied the
requisite knowledge, skills, and attitudes in ; previous setting that
corresponds with the new situation? (3) Is the candidate sufficiently
motivated to perform in a manner that effectively meets the demands of
the new situation?

Research results on the formal training or preparation of school
principals are meager. Pitner (1982) offers a good review of this
literature suggesting that while much is known about the content of
graduate education, little is known about the relative effectiveness
of one process versus another, or about factors facilitating the
transferability of learning/knowing to acting and behaving in accord
with what has been learned. Assuming the requisit; knowledge, skills,
and attitudes are taught and learned at a cognitive and to some
degree, at an experiential level, one may reasonably hypothesize that
successful transference from a formal learning setting to application
in a live work setting will depend on the frequency of practice
opportunities that correspond to the actual work setting.

The internship and the field experience or practicum in educa-
tional administration preparation programs are intended to facilitate
transference and application. Research suggests that the more
frequent the practice opportunities, and ch; higher the degree of
correspondence between the practice settings and actual work settings
such as the principalship, the greater the likelihood that effective

transference and successful application will occur. For example, if a

do
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position requires success in 10 dimensions in order for the job to be
done effectively, ome would presume;that an individual having had
extensive practice opportunities om all 10 dimensions would experience
more success than a,peréon haviné had limited practice opportunities
in only three or four of the 10 dimensioms.

Specifically, ome might examine the practice opportunities
(assuming sufficient opportunity has been given to learm the required
knowledge and attitudes) given to prospective principals in helping
teachers teach better, in diagnosing learning problems experienced by
children, or assessing the effectiveness of teachers or imstructionmal
programs. If there are few such-opportunities, individuals are likely
to be less successful at performing such tasks effectively than if
there are many opportunities.

The research reviewed in this report suggests the work of prin-
cipals is highly interpersonal in character, that it is fragmented and
varied, that organizational maintenance demands consume a major
portion of the principal's attention, and that activity directly
related to improving instruction is very limited. One might comstruct
a problem or task oriented training curriculum designed to prepare
principals to address these and other dimensions of the job. Some
training programs reflect such a focus in their effort at "competency-
based" preparation (McCleary), but the dominant practice in inmsti-
tutions of’higher education is less focused regarding the particular
competency areas addressed. In any event, there has not been exten-
sive evaluation of the efficacy of such efforts, and there is no

conclusive research evidence available which might reliably enable ome
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to determine the appropriate substance or distribution of competencies
requisite to being an effective principal.

Without a major increase in time and other resources devoted to
training, the efficacy of preparation programs would seem to depend
primarily on the selection of students. Formal training can extend
and enhance an individual's repertoire of knowledge, skills, and
values, but it is unlikely that any fundamental changes will accrue
under present training conditions. The vast majority of prospective
érincipals in formal preparation programs are not intenselynor exclu-
sively focused’ on their preparation. The typical student goes to
school on a part-time basis driven by a variety of motivations, only
one of which might be to deliberately gain a particular set of knowl-
edge and skills to enable them to be effective principals. Under such
conditions the competing influences of existing norms in their regular
full-time work setting are likely to detract from and may even direct-
ly contradict what has been learned in a formal sense.

Another set of issues pervading Ehe profession and having a major
impact on preparation prog?ams‘is the historical conflict within the
professorship, and in the aaministrétive reference group, regarding
the emphasis given to what might geﬁerally be termed as instructiomal
leadership and school management. There are convincing normative
arguments on both sides of this question, and the empirical evidence
supporting those views is mixed. Recent stuqies suggest it is inap-
propriate to pose the problem as a dichotomy. School principals must
attend to the organizaticnal maintenance tasks inherent in managing

any organization, and research suggests that principals who place a
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étrong emphasis on the improvement of instruction do influencé the
achievement of children in a positive way. )

The reality is that principals must successfully juggle a
fcluster" of different d;mands if they are to be effective. Researcﬁ
suggests that a skewing of attention toward organi;ational maintenance
tasks occurs in most schools, and that this skewing is related to Bne
or more of the following factors: the expectations of superiors; the
norms of teachers; dispositions and abilities of principals;’ the size
of the organization and of the im-school administrative resources;
characteristics of Ehe student population; and aspects of the larger
environment within which schools operate. Research indicates that
somé principals are able to effectively address the "cluster" of tasks
alluded to earlier, in spite of adverse conditions related to the
factors just mentiomed, and that most principals are not able to do
so. Understanding why this occurs and what might be dome about it
depengs in part on the results of research addressing these various
factors and their interrelationship. Training programs may be able to
produce principals better prepared to face the challenges awaiting
them, but it is important to recognize that forces larger than the
individual principal are at play. School prinmcipals and their super-
intendents are key actors in enhancing the principalship and the
productivity of séhools, and it is through "informed" action on their
part that this can occur.

Although the evidence is not overvhelming, the results of re-
search on these matters are available. Graduate preparation programs

for principals could be more effective were they to reflect the

results of research in their training efforts. Imn a similar way,
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school policy-makers involved in selection and in decisions affecting

the role of the principal could inform their actions by what is known \

about these matters, and thereby enhance the effectiveness of school
principals. The unfortunate reality in both instances, however, is

that %gents responsible for selecting, training, and supervising

. principals usually do not pay much heed to what is known about these

matters. Those who do are the exception, and it is, likely that the
students or principals in their charge wili acquire and apply_the
knowledge, skills,f and attitudes needed to effectively meet the

demands of the principalship.
Conclusion

Three general observations conclude this report. First, existing
research on the school principal needs to be organized and synthe-
sized, and new avenues of study need to be initiated along the lines
suggested earlier. There is much that is lnown about the school
principalship, but what we know is not well organfzed; To the extent
that we fail to organize what 1is known, we will have difficyley
understanding the meaning of new results or the efficacy of the

direction of research being pursued. Replication, longitudinai case

‘studies, and large-scale multivariatg studies are needed to verify and

extend our understanding of the principalship. Secotd, research,
selection, and training need to be more adequately informed by the
actual problems principals confront on the job. The school principal~
ship 1is the basic position through which educational policies are
implemented, 2nd an empirically-based problem-centered approach in the
activities of selection, training, and research will emable us to movt

Ll
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beyond the myths and overly-simplistic conceptions of the prinmcipal-
ship and all that it\ entails. -Third, occupational analyses and’
validation of the Job Function Inventory such as that developed by
Salley et al. (1979) are needed .o clarify the principal's role, to
offer an empirically-based reference point for evaluating the
performance of principals, and aé a guideline to personnel respomsible
for recruitment, selection, and training. Exteﬁding this scracégy
promises the possibility of clarifying critical similarities and
differences in the elementary, middle/junior, and senior high
p;ipcipalship, and the identification of critical contextual, human,
and environmental factors intervening in and influencipg the
activities of principals and the overall productivity of schools.
Finally, clarification of the critical job dimensions will facilicate
the development of evaluative criteria and indicac;rs that can be used
to assess the effectiveness Af school principals, and wiil provide
gui&anée to researchers seeking to understand the commections between
the behavior of primcipals, aspects of the organizational/environ-
mental ccnt;%t in which they work, and the comnsequences of schooliug

for children.
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