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The extent of a leader's influence on ofﬁ%nizational

o
a0
T
'gg performance is a complex issue. Social and behavioral
g sc%entists have conducted nume:ous‘ studies and developed a
L)

number of conceptualizations which aitempt to éxpla;n this

link. One area of research has been the change, or succession,

of a leader as an event "bi?h may be related to several

- - - — ]

organizational ‘variables.

~-

& ' . ¢
Succession of the.organization leader provides a stimulus-

L4

for change in both formal and informal.organizational

- 1 . . - ' . . 4
) ‘structures as reflected through communication amung

., organization members, shared organizational beliefs, and

individual and group action. Assessing the changes informal
structures du:ing’a succession event may afford a greater
unde:standing of the influence ‘and function of organizational

leaders. Because adjustments must be made by many both beforge

and after the change of a leéder, the nature of"relationships
among individuals- and the degree of influence a leader has on

the organization may become more apparent *during the succession
Y

e ’ v ’ /"
{™ * event. Through studying succession, one ‘can observe the ai

processes by which individuals "negotiate a common theme that -
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facilitates and makes sense of organfzat;onal events (Gephart,

1978, p. 213)."
©

b .
Culture Theory: Aanalysis of Symbols and Shared Meanings'’ 3

.
H

This study applies theory from both organiz;tional and

Cultural perspectives. It represents a new dimension in ‘the

analysis of organizations by using a cultural paradigm, or.

metaphor of aﬁa;ysis. In this approach to the analysis of an

organization, culture is defined as aiﬁy&fém”df_EHEYéa“E?mbolé

and meanings, and organization is defined as a pétte:n of

4

symbolic language and actions which facilitate shared meanings

' n

and shared realities (Smirciéh,,1983). Assessing
organizational changes from this dual perspéctive requires

thorough observation of action and interaction among

organizatjion members as well.as extensive interview in which

the meanings‘éssigned to certain behaviors may be identified.

\

Thesgoal of such an approach is to identify the shared meanings

and'shared realities of an organization by analyzing language

and action as symbdls of those shared understandingsf ~\‘
4 . ’

-

Succession research, and related sociological and

anthropological theory, has répeatedly emphasized the

" importance of language in assessing the urganizatioh's

culture. Weick (1979) emphasizes language in cultural

(o
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expression through his definition of the organization as "a
body of thought thought\by thinking thinkers." 1In his view, an

6rganization exists only as a body of shared thought. An

alternative interpretation of meaning creation, the
structuralist approach (Goffman, 1962, Gidden, 1976, Pettigrew,

19723, is that meanings are created by individga%s, but that

sdme'meahings may be shared among individuals in a given social

LI |

situatiot. (Pfeffer, 1981).

4

.

It is this collection.of shared meanings which comprises =~

 the norms, beliefs, and operational understandings of an ‘

organization. "since theée norms, beliefs and'ppqugional
understandings are exp;essed tﬁrough'language( thisfépudy
measu;es changes .in sh;red meanings by obse;ving ané'becording
the Language'of the organization members. The significance of
languagé in the aséessient of organizqtional cultures éanAnot
be underastimaged, and sLudies of communicated language as the
'indiqator of shared organizational understandings are essential

to assessing organization members' reactions to leader

succession.

4

Structure of the Study

Y

.The current research on succession has been criticized on

two counts. First, little study has been conducted on how an
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organization prepares for the ‘succession of a major actor in
the organizational scénario'(Gephart{ 1978). The focus has
. been on adjustments of the créanization after the arrival of

] o

the newcomer. Much research has been limited to -forcei

successions’as opposed to nonforced, or voluntary,
successions. Since organization reactions to forced succession

tend to be more negativec the differences between forced and

'
- L)

nonforced successions are important. The study of nonforced . T

-

succession is especipliy imbor;ant to the study of principal
‘succession because the majority of changes in school leadership

appear to be nonforced. Other ;esearchersisuggest dividing the .

succeision'event into pre~ and postrarrival stages aﬁd.
encourage research which addresses the stages separately
(Gordon ana Rosen, 198l). As previously discussed, social

scientists advocate the observation and recording of language

as a measure of attitudes and an explanation of behavior. The

present study blends these research suggestions.

This study applies field research techniques of

, .
observation and interview in the analysis of organizaticnal :

changes which occur prior to the nonforced succession of a
principal in a public school. The selection of a school as the
unit 6f analysis is based on the need for a self-contained unit |

~of analysis for effeétive field research. Studying the changes
‘ L]
which take place in tHfe orgarizational culture of a school

s et '

preceding the succession event may provide the socioclogical

(W
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The putbose of the study is to.identify the ways in which

public elementary school faculty perceive and react to a

’ .

nonforced change of a principal in an elementary school.

‘Summary of Previous Research o~

»

.
'

R;seatéh on Succeision has explored nuhezous
characteristics and va;iables in zelaqidh to éheAsuccqésion . ;
event. Thoaewehazqcterilticé and variables can be o:gaéizgd'
into ;hzee major cagego:ieas leﬁge: behavior and
cha:acte:istics,Vo:ganizatkoﬁal cha:aqtegistics, and succession

precess characteristics. -

’

Leader characteristics which seem to have the greztest

)

infiuencg on a group's willingness to accept a leader afe the
agzéeability‘of'leade: entrance and perceptions of leader

competence. Viewed ;éom the pre-arrival perspective, the _! ¢: - |
analysis of these factors would focus on studying subordinate
and supez&idinate expectations of both the predecessor and the -

[y

successor. As shown in several stu@ies, expectations of the .

5 t
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v . successor often emerge from expectations of the predecessor.
As the ﬁredécessor interacts with the organizatiomn, certain
patterns of behavior and perceptions of competence form, and
the succéssor may be expected tp either co;form to those
.  established orgahizational patterns or to break those which are
. undesirab}e pa£terns. One focus of analysis in the study at
hand,  then, is to ocutline patterns of behavior, attitudes, and
bezqeptions of competency associated with the incumbent

principal which may in turn shape the behavior, attitudes, and

perceptiona of competency of the successor principal.

1
‘

of cours;, organ;zational theorists may argue that the
variables discussed above as leadershib'va:iables are, in fact,
organizational variables. For purposes of clarity in analysis,
howévez, thoase varigblés particularly ass@ciated with leader
behavior are singled out from the broader‘c;tegory of

Y ‘
organizational variables.

Organizational variables that studies have shown may be

!

related to succession are organization size, organization
e
]

perﬁormance and organization stability. The :elationshipé
between succession and ozganizaticn'size or performanceihave
not been established conclusively. Therefore, conclusions are
not be drawn concerning these ﬁwo variables. The variable
organization‘stability bears directly on the study of leader

and group behavior during succession. Using the broadened:
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framework of situational f;vozablenéss (Gordon and' Rosen,
’1981), ghe potential for maintaining orgahizationaluﬂtability
of the school prior to the succession of the principal is
analyzed. 1In that framework, they suggest dpmeroua factors
which may influénce the ability of the organization to r;tain

Yi{ts stability and the receptiveness. 0of the group to a new.

leader. The more favorable the‘situation for the new leader:

- 1. the more rapidly s/he will be accepted by the
group; /
o D 2. the more likely there will be an early

performance improvement by the group;

3. the longer the new leader will remain in the

group; o,

@ 4. the easier it will be to introduce other changes

to the group;

AN

- /‘r
5. the easier it will ‘be to recruit a subsequent

’ leader (p. 252).

Closely related to situational favorableness are \

successicn process variables which mold individual and group

. ' . A
perceptions., Many researchers have cited succession rate as a

!
!

major determinant of thé degtee to which the group is disrupted
by the succession event. Also cited as major process variableas
[

are the selection procedure, the origin of the successor

(inside/outsides, the legitimacy cf reasons for succession, and

>




the posiigle’Qmeolic meanings of succession.: All of these

vg;kifiea are exblored in this study of principal succession.
e :
P
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Research Questions , .

gy

—

Lo e

_The broad qﬁestions outlined below are used ag$ a guide in

-~ ?

-

.thé analysis of.individual and group behavior related to shared

]

“ ’ \
corganizational beliefs in the study &f succession Th a school.

2 The questions’ are not intended as hypotheses to be tested, nor
are they intended to impose limitations on the study. They
were formulated métely as a frawmework for initiating the

[A)

. research.
A. Organizational Characteristica
1. What are the physical characteristica of the

%
school?

2., What areﬁéhb fuﬁction%l characteristics of the -
school (i.e,, instructional goals, formal rules,
etc...)?

3. What are the'faculty's beliefslor philosophy
about the nature of their woik? '

4. What are the faculty's beliefs about the role of

the principal in general?

T O




Characteristics of the Present Leader

l. wWhat are the personal and expe:iential

charactaristics of the present principal as
stated by theé*principal?

What are the perscnal and éxperiehtial \
characteristics of the present principal as

observed by the researcher?

‘What are the leader's stated operational and

instructional goals?
What is the leader's stated‘panagemeht style?
What are the leader's operatibnal and

instructional goals as perceived by the faculty?

4

What is the leader's management style as

perceived by the faculty?
00 what degree does the faculty perceive that the

present leader,has'influenced the schocl or their

\
individual work?

-

Group Experience With Succession

l.

L

What has been the frequency of auccesmion\in the
distfict? | ,
What has ‘been the frequency of succession at the
school?

Do faculty perceive the reason fo?_succesaion as

legitimate?

What connotations does succession in general have

10




g

for the faculty and staff? ' -

;

/1
. What connotations does this particular succession

have-«for the faculty and staff?

D. Selection Process . - , o

l. Describe the selection proZess.

4+

2. Who controls the selection process?

3. Who makes the final cﬁoice &f the gucaésspr%

4. From which groups or individuals is input into
seléction molicited? - |

5. From which groups or individuals is input into,

¢ W

selection received?
6. How does the faculty perceive;the equily and

effectiveness of the gelection process?

E. Expectations of the New 'Leader

L
L}

l.” What bersonal and experiential characdteristics
does the faculty expect from the new }eader

(including inside/ouéside statu§ defined as

U

within or without a.) the district and b.) the
. L g

schoo})?r

‘

[y

2. What personal and experiential characteristics
does the district office expect from the new'
leader?

3. Does the faculty or staff expect changes in

leadership style from the new leader?

10
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4. Does the faculty/ﬁr staff desire changes in
N r leadetship s;yie from the new leader?
5. Does the f culty or staff expect a change in the

: - competence levei of the new leader?
. )

, 6. Does the faculty or'staff desire a change in
Sl »

. competence level from the new leader?
7. To what degree does the faculty perceive that the.
new leader will influence the school or their

' . individual'whrk?‘

B.P'What is thelmandate'to the new leader from

Ai - superordinates?

‘

Findings

Q

ﬁurlng the analysis of the observation and i~terview’

"

data, several significant themes emerged. The findings are

)

reported under the three mzjpr categories of succeséion

g

\ re:;archzidentifiéd earlier: organizational characteristic%,

1e§detship characteristics, and succession process -
characterxs ics. _Themes centering on informal communxcation

A}

and relationships are the most revealinc and meaningful in
interpreting the perceptions and attitides of the faculty
toward the succession evént and ultimately toward the role of

3

the principal in the schooi,

\

11
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Drganizational Characteristics

Organizational characteristics,- because leader

n

characteristics are to be addressed separately, include both

the concrete description,of the school and the themes supported -

) . ’

by'the collective perceptions of the faculty. The school under'

analysis is azgmall elementary school with oné'principal,
seventeen faculty, and approximately four hundred studerts in
grades one through six.‘ No vice principal is assigned to the
schooi. The school is ;ocated 13 an suburban communit§
comprised almost entirely of middle-class, non-minority
fam;lies. The politicallclimate of the neighborhood énd
.surrounqing a}ea is conserv;tive and supbortive of the current
fede:al,adhiﬁiét:atian "The students tend to score aBove

average on atandaqdizéd tests in comparison to national norms.

« The schsol is typical of many s;;;;?bmigxfhe'area and in
the nation.. The decision to choése a middle-of-the-road éather
~th§n an'atypical school was deliberate. Thelresearchers
determined that stﬁdying‘an '%Qerage' school (if there is .such
an ﬁhing) is needed to supplément'researcﬁ which has
concentrated on outlying,,crAatypical, schools. All school are
not alike, Identifying charactéristics-of difgérent types of
gchoois will lead to'lheir'comparative anélysis and the

ultimate developmént of differential theorlies of administration

to accommodate various .types of schools. . ~

12




Iin addition to -the physical-ch;racte:istics of schéols,
collective perceptions of organization members are’ an lmportant
part of assessing organizational charact;ristics. One theme
related to communication patterns among the faculty was the
overriding reluctance to address negative feedback on
administrative practices direetly to the principal. A
contrasting subthemé was thé consistent eagerness of the
faculty to disclose that negative: feedback to the researchers.
This finding is ngt égpecially,remarkablg“in itself, but the
manifestations ;f it afford greater insight.into the
relationship of the principal to the faculty and into the
nature of hxs admxnxstrative influence on instruction in this

]

school.

£

shared understanding that kindness and courtesy was to be
emphasized in allli;teraction amon§ the prigcipal and faculty.
The princibal set the example for such behavior, and it
effectively eliminated exchahge of cénstructive criticism.
SOmélfaculty characterized the principal as "shy" and wished
not to be unduly confrontive. Two or three faculty &Ta express
their opinions openly to the b:incipal by both their 6wn A

{ :
admission and the observation of others.- The majority of

faculty viewed these two or three faculty who expressed
opinions opénly as rebels of a sort. While most faculty

complained about certain actions of the principal, they

13
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regarded those who complained overtly in a disapproving light.

1)
) ) .
- -

. /
In interview data gathered to follov/up on this theme,

faculty revealed the meed for construc;i?e feedbaék from the
'principal on evaluation of instructidn and the need for a
proféssidﬁél vehicle to providg ihput to the administration for
decision '‘making. At the game'time, they expressed a‘feg‘ of
too much interference from the administration in instructional

matters.

’
o

These seemingly contradictory perspectives were
reconciléd through further analysisWOE'thz data.. The faculty
wanted a constructive, two-way communication with the principal
abou; administrative and instructional matters but wished to
maintain autonomy in the classroonm aﬁ well. Théy want
instructiqn;l support not instructional inte;ference. Some

faculty felt that such a relationship.was h{ghly unlikely,_andmi

stated that their concern over interference would outweigh

their desire for better communication if they were forced to

make a choice.

Another related theme which emerged as an Srganizgtibnal'.
characteristic was related to competition among faculty for
recognition in instructional matters from the principal. The 
principal encouraged the competition in three ways although the

researchers could not detect that he was aware of the results

of his actions. The principal emphasized national test scores
14
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and made implicit comparisons about the performance of teachers

based én tée scores. Disczétionazy funds were used to purchase
items for)individual faculéy;'ané the other chulty perceived
the use 6;7those funds as rewards or even favoritism. Finally,
_ﬁégrprincipal'oftén identified # éa:ticular teacher as being
ouﬁd@ﬁnding, ;nd other faculty thought'the praise for deing a
gﬁod job was deserved by many others as well.

T%e emphasis of test scores was by far the stron;est
catalyst of_coﬂbetition‘aqong faculty. Test scores were openly
displayed in-the faculty lounge area, and zesulps we:e“
discussed by .the faculty and the principal in the presence of
whomever was within earshet including a researcher. One
example of test score discussion was tpe ébmpa;ison of scores

from two second grade classrooms. The teacher who was often

praised by the principal was-concerned—that-another second

.
o

grade teacher's class scores were higher than those of her
class. The much-praised teacher questioned both the principal

and the other teacher in an effort to @ete:mine the reason for

[

_the scores being higher. Others in the lounge wefe privy to
the conversation. The résea:che:s refrained from making a
value judgment about whether or notothé scores shqnid have been
disclosed in. such a manner, and tried to concentrﬁte on the
effects such pﬁblic disclosure had on the teachers as discussed

t

above.,

15
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The teachers' geﬂgral reaction was that test scores were
, o a
greatly overemphasized. They felt that the scores:did not

L)

accurately depic; the learning which takes placelin the
~school. Even those faculty who did not make statements
dizectly,oppoaing th; gmphasis of test séores wergl
uncomfortable with the continual attention the scores were
given by the principal. Much of the discomfort expréssed'by
faculty was directed at the inclination*of the principal to
strictly follow district mandates, such as emphasis of test

scores, without regard ;grfaculty concerns or input.

Ih~summa:z, ahalyais of organizational charactefisgics
revealed two shared understandings. bizst, the éhanhe;s for
~.providing constructive criticism on instructional and -
, .
professional matters were restricted by the unspoken cultural
.mandate of exhibiting kindness and gourtesy; interpreted t?,i
excludelconfrontation, to others at all times, second, the‘

faculty shared the need for exchangihg feedback with the

principal on instructional «nd professional matters.

)

Leader Characteristics

Organization and . leader characteristics tend to overlap.
The organizational characteristic mentioned above, competition

fostered by emphasis of test scores, for example, illustrates

. 16




the oyeriap and provide a convenient transition to the a

discussion of leader ch#ractegistica. Discuasioﬁ of
organizational characteristics has egtablisﬁ?d a pattern of
shared.understand;ngs which is supported by anﬁlysié of *
principal'charactéristicq. TO accu;atelj-explain'the
characteriatiéa of the principal, thé princiﬁal's own
asgessment of his behavior, the facultf perception qf‘principal

characteristics, and che researchers' interpretation of the

data are offered.

The principal deacribed himself as an administrator who :
‘ ~»
was concerned about instruction but d4id not interfere in
classroom matters. The pr;ncipa1>stated that achievement tests

<

énq dis;ipline pio?lems were the major problems with which he

is faced. He said that he tried to visit classrooms often and

to conference with teachera abeut theif.discipline'problems. ) '
The distr;ct requires a Qisit to each clissroom twice a year,

and the principal completes that requirement although he - )
admitted that some of the visits are only for four or five

minutes each. ' The principal was pleased that he had some:.funds

L

in the budget with which to provide extra supplies to teachers

"as they see fit." The principal'observed that parents present
him with problems by requesting transfets of students froﬁ_one
teacher to another. He realized that teachers think he dbes
nst support them when he moves the students, but in his

judgment it was "a losing game to resist parents." He used the
J

17
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active P.T.A. as a soundiﬁg board for certain programs and

ideas.

, ¢t

Teéche:3~in£e:pret the pnincipal‘s actions in a di:ferent
way. Teachers have littlé to Qay about discipline pfbblems.
The%: response to the‘copﬁinual emphasis of tpat'sco:esgh;s
already been discussed. Classroom visits were viéﬁed
negatively by the majority of teachers. Their common cémplaint.
was the lack of meaningful feedback about instruction.

Instead, thef ciged c¢mmeﬂts from the principal gbout the
cleanliness of the room prosimila:”housekeeping matters during
the closing evaluation interview. While the p:ingip;l viéwed
disc:etiona;y funds as a way to help teacherq, the teachers
thought the funds we:e.digzributed unfairly. One %eacher ‘
described an episocde whefe seberal teachers were asked to
recommend where ﬁhe funds should be spent, and their
recommendations were ignorea.. The most significgnt'ptoblem
identified by almost every teacher was what they perceive to be
the reluctance of the ptincipel ﬁé.stand‘up to paren;al
p;essure. .Many teachers fe;t the the.principai would not

1

!
support them in a dispute with a parent. One teacher, however,

- gpecifically mentioned an incident where the principal did

support him in a téaqher parent confrontation.

The researchers have concluded that one of the shared

’ )
understandings of the faculty is the belief that the principal

18
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‘behaves in ways éhat are nonsupportive anq éhowing,favo:itism.'
They also share the understanding that the principal is unduly
influenced by external forces, the‘pazent;'hnd the district
administration. The unde:;tandings may be based in fact, . but,
zegé:dless of whether they are factual o:_not, those beliefs
comprise at leasﬁltwo of the shared operational undg:afandingf
which_iniluence the relationships among faculty and between

Ny hd L

faculty and administration. T

L -

e

Althouqh the facuizg'and the principal hgve‘diffé:iﬁg
views of the above actions, they seem to sha:e.the séme
perspective on other administ:ativetactiéns. ‘Throughout the
data, evidence gf the principal's concern for a clean and.
orderly environment ls appa:ent. The initial deéc:iption ;f
tﬁe schoolrbuilding :Aveﬁls scrupulous order of mate:ialrhung
on hall walis and detailed rules goverqipg the appearance °f.
the school as well as the behgvié: and appearance of atudentﬁﬁ
The punfﬁhments identified for student inf:métions of the rules

involve cleaning'activﬁsies such as picking Jp trash or washing

desks. The principal is clear in his emphasis of orderlineas.

Though the teachers mentioned the :ples and emphasis of crder
from time to time in their conversations and interviews, they
seemed to take the ézderly functiqning of the school for
granted. They were cognizant of the principal}s role in
maintaining thé functional aspects of the school, but their

y) T
reactions to it were neither positive nor negative. The

19
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actions of the principal to assure order were simply expected.

¢ 4

1
¥

The ah&lysis of leader chazacge:istics inéicated three
shared understandings among the f;culty. éhey share the belief
that‘the.p:incipal is nonsuppozﬁive in certain situatioqs and ¢
that he is unduly influenced by external forces. Finally, the

faculty views the efficient daily operation of the school as' a

given~-an expected competency of‘the principal.

Succession Process Characteristics

The characteristics of the succession process deal with

the expectations that faculty have for the successor principal

and for the degree of input they may have into the 8selection of -

]

the pgiqcipal. Thé gx?ectations of fagdlty for the succesao}
principal Qinge directly on their assessment of the strepgths
and weaknesses of the predecessor. As indicated'in the

paragraph above, the expectation for orderliness wag implic%t

in the teachers' references to a good instructional
W
environment.
L4
Ot+er expectations for successcr characteristics concern
the degree of input and support the principal will offer to the
instructional program as a-whole. The words of one teacher are

particularly accurate ih describing the general expectations of

1




the facultyofor the new principal:
% X ”

/ , - s

-

I'm hoping for a principal who is more dynamic,
has more positive involvement, a more intellectual-
approach to curriculum, more vitality. I‘wouidﬂ
appreciate gomeone who communicates pride and W
, would like to be more involved in a quality : =
‘ - effort--someone who'll set goals and say here is a o ‘
. Picture of where wé can go, that do you think? '

Admittedly this faculty member was more.thoughtful and

articulate about hislexpecta;iona for the new principai. but

throughout the data evidenr.e of similar expectagion can be

found. ) ’ ' o - .
The only.theme which runs counter to the expectation for

greater involvement is the desire for fittie 1nter£e:ence{from .

N the tu;u:e principal in'natterﬁmwhicﬁ were determined by faculty

to Qe'a tegcher'a‘prerogative. An stated eagliet. these two

apparently contradictory attitudes can be reconciled by the

sﬁared bglief-aﬁong faculty that instructional support is good

while instructional interference is unacceptable. For dany

faculty, evidence of the desire for instructional leadership and )

exprésaiohs of fear of interference can be found in the very

¢ same interview.

Along with expectations about the new principal, faculty
had expectations concerning the selection process itself. 1In

, ehort, those expectations were that they would have little input
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into the decisio;.' Ingervieys with thg'dist:ict'officials who
éid the screening confirmed this expectation. Preferences of
the faculty were not sqiicited by the district office and

» ‘ . .
teachers did not, in general, volunteer their opinions to the .
dist?ict. Some eichange of information did take place, however,
in ways the :egea:che:a were nct able to identify. One tgachetv
knew, for example, that two men and ong woman were finafists for
the positéon. Inte:viewﬁ at the district office did reveal that
opinions of parents were ogteﬁ\considered in the selection of a
new principal. Diat:icg officialé claimed thgt Fhe pa:ths'

input was unsolicited, but one parent stated that someone fronm

the district office. had called her.: e

This last item of information is includedAtp shed light on
~the perception of faculty that the principal Qas uﬁduly
influenced by parents. Though the unit of anaiysis in this
study is the school, the accidental disclosure'in interviews on
the ‘selection process that thé district office has shared the
principal’'s peaction to parental pzessu;e méy explain the

principal's unwillingness to ignorq,pérents.

Two other characteristics Meie identified by teachers as
undesirable in the new principal. To place these expectations
in perspective, the comments were made by only two teachers in

the presence of three others. Support from other observation

and interview data was not conclusive. First, the teachers did




not want a principal near retirement. They felt that the school

may have been used in the past as a ':esting'pléce' for those

¥

- ready to retire.  Second, the teachers did not want a woman y

because “the few other women p:incipala in the digstrict were not
well liked."™ The :gpeakchers were unable to substantiate these

sybthemes with supporting evidence from other sources.

+ ' ¢ -

In summary, faculty share two undefstandings rela;éd to
succession process characte:isticg. They share expectations
that the new prihcipal will p:ov{de more interactive, dynamic:
instructional leadership without interference in areas of
teacher autonony. They also share th'e hnde:stapding that

L]
faculty have little input into the final selection of a new

principal.

Conclusions
. -
Analysis of the data revealed sevgral ahared °
understandings among th; faculty. Some Oof those shared
undizstandings deal‘with perﬁeptions of the current organizatibq
and its leader. A;sessment of the current situation, in turn,

leads teachers toward shared underégandyngs of what will be

expeéted of the successor prin¢cipal.

Teachers clearly expect in the study that the daily

‘
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‘the lim. ed nature of feedback from the predecessor principal on }/v
i

- o | | i "
operational aspects of the aschool will be handled smoothfy and
competenély by the principal. BRfficient organization which
facilitates ;n environment conducive to learning is expeéte&
from both the predecessor and the successor prinéipal. This J
conclusion ih.supported~id numerous other Qtudieq and M T
:heoretical papers (Martin, 1982{. One summary 6E’r§search on
effective ;choo;S*{ndicates robust findings about relationshipa~ -

between effectiveness ahd school-level organization “"especially.

| as it relates fd principais' behavior (Bossert 1983, p. 37)."

The definition of organization in this sumiary, however,
. §

includes elem;nts of instructional organization which were not

!

appareht in the school under study. The differences in the kind

1

and extent of orgénizition/coordination activities undertaken by
the principal may explain the general dissatisfaction of the

faculty with instructional guidance and evaluation.

N\
/

The organization/coordination activities in th. Bossert
< v 3 ]
study include those activities directly related to instruction

such as classroom observation, the discussion of problems‘&ith -
. . A "
teachers, and support of teachers' efforts to improve. In the

L
study at hand, the crganization/coordination activities of the
principal fell short of the instructional components, and ' é&

-

teachers were dissatisfied as a result. They expressed often Fgﬁﬁ
) o -t 1

instructional matters, and, just as often, they stated

expectations of increased and more meaningful interaction in

{




. .

thoge ariag\fith the new principal.

.
\long uith expectationa for more meaningful interactxon,'

,(

X 8 exprassed a need for clearly stated insbructional

Hany studies show that principals in effective school

‘v

T emphagize achievenment. The principal in the scbool under study

W

did emphasize achievement in the form of scores on national

'tesés; Teachers, however, desired more direétion and.guidange
; ',.ih'instruction% They waﬁt;d'st:ong instructional leadérshipl
| The data indic:tea\that’the-teacher.berception of instructional
,K leadership behavior includes more tﬂﬁn the eﬁphasis of high test
-Jﬁcores. According to their pqrception. ig includes a dyﬁanic
and supportive role for the principal with adequate prcfesaional
input ‘from the faculty. Tais finding can be suppcrted in the
literature on effective.achoola as well, but the icentification

: . . P
of the specific behaviors which comprise strong instructional

leadership is not complete and ﬁhy, in fact, be comprised of
diffezent,seth of behaviois'for different types of schoolsa. The
faculty at the school under study méy desire more guidahce than

. n
faculty at other schools, for example.

" The faculty did articulate concern that the successor
.
peincipal did n%t interfer; with classroom functions which they
pet;eived as under their-area of autonomy. Discussion of this
atéitude'is not directly addressed in literature on effective

schoolsg, but it is addressed in analyses of teacher autonomy in

. ' 25
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other research. Traditional literature on school administration

and contemporary le{dership theory Soth provide evidence of the

autonomy of teachers over actual classroom events which is s
inherent to the nature of schools and teaching. The
relationship among the activities of the school are described as
loosely coupled (Weick, 1978). The researchers interpreted the
‘teachers' dual desire for instructional guidance and ‘ .
professional au?onomy as a manifestation of loose coupling which
makes both“approaches Eimultaneously operational. The principal
guides the development of instructional objectives which are

'
then left to the teachers for implementation.

N
The expectation for stronger instructional leade;ship
inplies a persuasive and decisive role for the successor

principal. Teachers in the school under study attribute the

principal's appareat unwillingness to confront parents and his
emphasis of test’acores bhecause of a district mandate to
‘'weakness and a lack of power on his part. They also intefpret
his reluctance to criticize their teaching constructively as a

o weakness, Expectations for firme; support with parents and for
meaningful exch;nge éuring evaluation require strength and
conviction of princlples on the part of the principal. Research
substaﬁtiates the conclusion that effegtive schools have

principals who are perceived to be powerful and decisive

(Bossert, 1982).
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fhnother condition required for school effactiveness is the
ex@iéence of quality human relationships among faculty and
péﬁween faculty and administrators. "Effective principals.
ffopparently recognize the unique styles and needs of teachers and
help teachers achieve tbeif own achievement gogls. They also
encourage and acknowledge good work (Bossert, 1982, p. 38)."
Data indicate that the principal in the host school recogni%ed a
particular faculty member for her wo:k, but encouragement or
recognition of other faculty was not indicated. 1In fact,
‘compefition fostered by particular prindipal behavior, including
lack or botﬁ positive and negative feedback,-enoouraged‘poor
ielationships with and among teachors. In the judgment of the
researchers, a less than deoirable quality of human-
relationships at! the school contributed signié&cantly to the
collective negaﬁive attiFude of the teac:: 2 toward the

administrative behavior of the principal.

L

Ssummary and Comments

Studying a school through the vehicle of succession and
with the benefit of both organiza;ional and culooral theory
revealed many important factors about the shared understandings
which influeoce the operation ‘nd administration of the school.

The researchers found many themes which substar~tiate findings

ff:gm.p:evieuswreSéafthOn'administration of schools. The study
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has contributed Eo the substantiation and developmeﬁt of
succession_thgory as well. Although anﬁlysis of the data from
the perspective of succession is incomplete at this time, a
cémment‘on.the rélationship of the study to previous succession

research is appropriate.

!

4

The most st;:tiing obgservation in relation to the
processes organizational members undergo during the succession

event is that the teachers seemed apathetic or indifferent to

the the upcoming change. Almost a nonreaction, rather than a,i

‘reaction, was observed. LIh many of the previous studies on

succession, reactiona to the succeséion event are pronounced and
sometim%s*emotionally traumatic. Organization members go
through a geries of sense-making activities which include such
behavior as degrading the status of the predecessor (Gephart,'
status degradation, ﬁheiz,sense-making activities werw not

nearly as intense as those reported in other studies.

One explanation for theif néhreaction may be thé
interchangeability of administ:aéo:s and teachers among schools
and districts, The nature of the administrative profession is
tha; people change positions often during their careers and
become, in a sense, interchangeable pa:ﬁs {n the educational
system (March, 1977). The gaculty may be accustoyed to changes

- ’
in principal either because the principal leaves or because they
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\ ;
are assigned to a different school. Theif nonreaction may also
be attributable to the relative autonomy teachers seem to have

in the classrooﬁ. -Relgtivg autonomy makes them immune to a
certain degree to poor administration. In any cﬁse, the initial
assessment. of situational favorableness and organization

stability indicates a high degree of probable new leader

acceptance and organization stability. The nonreaction of

[POpI—— EERTCES

teachérs may be due to their shared underséanding of the
interchangeability of people in education careers and the
consequential lack o%.threat-to organiz;tion stab?lity.' 4he
analysis of the data in relation to sudceasi;n research‘ptomiaes

+

interesting results.

After reviewing the findings and conclusions sections, the
reader has probably decided that the study reports nothing new

in Eelation to'principal behavior in effective schools. That is
eiactly what the researchers hoped to find--nothing new. The

procedure of the study was_tongng}yze the exp;essions"of

organizational shared understandings maaeNEBEE\apggrent by th§
succession'event. The objective of the study was to fdentify
characteristics of schools which explain‘a principal's influence
on the school. Beth a}ms were accomplished»with the added bonus
of having the findings mesh and, in fact, substantiate previous .
research--researcq based on quantitative analysis and case
studies. er of the most poignant criticisms of quantitative

effective schools research has been its use Oof raw test scores
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and the £ack of evidence for the intuitive jum; from the data to
conclusions about qualitative aspects of administration, such as
strong instructional 1eadership. Case‘studies could support the
Iindings in quantitative research, but they do not provide the
detailed and direct data necessary to ground the theories.',

Field research provides that detailed and. diﬁﬁct evidence. ,

Th'°"9h the cultural metaphor of analysis, ths%tesearchers were R

i which correspond tc existing theories on administrative b

b s s

able to identify shared understandings of school administration

behavior. Theories of administrative behavior in effective
. ' [}
i

schools are grounded, by direct observation and interview, §9,. :

what actually happens in a ‘'school. . .

®
b} "'_ .
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