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CHAPTER 1
The Problem

Statement of the Problem

In earlier days, the principal was viewed as a man or
woman who managed all parts of the school operation. This
task still must be done, but the role of the school building
administrator is definitely changing.

Peter Drucker, in the Effective Administrator (1964),
stated that: "the successful principal must exert profound
influence" on instruction through "clear, consistent, well
communicated" overall school policies.”

As principals' roles change, and as needed, the
acguisition of knowledge about curriculum and instruction is
important in becoming instructional leaders.

They should understand the effective methods of
teaching, drawing from several sources:

1, the literature and research on how students learn;

2. clarity of what is to be taught;

3. skills of good presentation;

4. moving on when the concept is mastered;

5. when to teach the whole class or individually

(Frazier, 1964),.
When principals know and can model these basics of

learning and instruction, they can help teachers improve,
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irrespective of the subject field. The knowledge that
principals require also includes instructional processes and
learning styles, so he or she can help teachers gear their
delivery to the styles by which children learn. A principal
needs to recognize what constitutes good teaching and learn
to recognize it in the classroom setting. The principal
should be a teacher of teachers.
Limitations

This project was limited to a specific school district.
It was targeted to K-5 elementary schools., Nine principals
were interviewed to check their perceptions in the process
of change.

Purpose of the Study

The purpose of this study was as follows:

a. to demonstrate the changing role of principals.

b. to describe the characteristics of this new role.

c. to contribute with research and literature in
education.

Importance of the Study

The role of the principal has become more complex, more
demanding, and requires a greater degree of training. The
dictatorial, non-compromising administrator is no longer
acceptable to school personnel, students, and parents. The
principal's co-workers have become much better trained and
able to make decisions independently and cooperatively in a

participating process. The expectations and accountability
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of the entire school community are greater than they have
been in the past. The principal is the center of all things
initiated; therefore, more emphasis on instructional
leadership for academic excellence is demanded. The
principal's role has broadened to include more building
oriented specific tasks requiring skills not formerly
emphasized. These skills include staff development, at-risk
program development, ability to model instruction, and an
almost endless list of needs.

In this project, the role of the Yakima elementary
principalship was examined for the purpose of ascertaining
the current function of the Yakima District balances between
leadership and managerial roles.

Scope of the Study

The project involved nine elementary principals who are
employed by the Yakima School District. They were
interviewed and asked to respond to a questionnaire that
assessed the current function in the Yakima District
balances between leadership and managerial roles.

The writer was not able to control the numerous
external forces affected the attitudes of the respondents.
The information was compiled and compared to identify the
balance between managerial and leadership functions of the

elementary school principal.
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Procedures Used

The literature currently available on the changing role
of the principal was studied. The literature was analyzed
and interpreted. Conclusions were drawn and recommendations
were made based on the materials,

A questionnaire was used for the interviews to identify
both commonalties and individual differences. The responses
were reviewed to establish a preference on the continuum
between managerial and leadership roles.

Observations of these analyses were made. A position
paper for principals possible use was written.

Definition of Terms

Instructional Leader. "One who sets examples for the

students and staff, defines scholastic curriculum and
teaching that promote goals" (Cooper, 1289, p. 25).

Leader. "One who utilizes others in the planning,
organization, performance, and improvement of work" (Finn,
1986, p. 21).

Building Manager. "One who has the ability to run a
school, organize people and resources, to use good human and
public relations techniques, and to utilize effective
communications in promoting the goals of the organization"
(Keefe, 1984, p. 96).

Overview of Remainder of Project

This project is organized and developed along the

following lines. Chapter 2 is a brief explanation of the



current functions in the Yakima District balances between
effective leadership and managerial roles. This chapter
gives the reader basic background information in order to
understand the nature of the principals' role as a manager
and educational leader. It also includes a brief history of
the role of the elémentary principal.

In Chapter 3, the discussion covers report of the
study. It gives pertinent background information regarding
the use of the principals' guestionnaire to assess the
balances between effective leadership and managerial roles.

The results of the study are stated in Chapter 4. The
information and data obtained through a questionnaire an
interview were analyzed.

The final chapter, Chapter 5, is a summary of the
information collected in the study. Conclusions are given
based on the data collected. Recommendations are made for
use of the results or for further study in the area.

Appendices include examples of the research insgtruments

and a bibliography for the literature review.
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CHAPTER 2
Review of Related Literature
Introduction

Throughout the literature review in this project,
there is general consensus that the elementary school
principal has a transformational leadership role. The
writer explained this transformation by giving a historical
overview; detailing what an instructional leader is;
analyzing a managerial role and concluded with what is
considered an effective leader.

Historical Background

"The principal's position in our public school system
originated in the secondary schools of the mid-nineteenth
century" (Smith, 1938, p. 58).

The position had been set by the private academics

during the colonial period. The private schools were

guite small, and the headmaster performed
administrative details and directed a small number of
teachers, while also serving as a teacher (Pierce,

1935, p. 96).

The administrator's role today is more demanding and
more complex. Principals are the critical agents who get
things done. Schools no longer are small, but consist of as
many as 12 to 15 classrooms and more. This does not include
the supportive specialists who are part of the instructional

6



process who supplement remedial instruction for students.
The principal's position requires the provision of
continuous instructional support.

Early in the present century school supervision was

limited largely to classroom inspection. Supervisors

visited classrooms, made judgments on what they
observed, and advised school boards on which teachers

should be retained, promoted, or dismissed. By 1910,

it was being suggested that supervisors should tell

teachers how and what to teach and should visit
classrooms periodically to evaluate teacher work

(Franseth, 1961, p. 27).

Evaluation is an every day responsibility of todays
principal. Walking into a classroom is not enough.
Principals must have knowledge about instructional methods
and techniques. Drop-in visits help principals to determine
which areas a teacher may need to improve. Todays principal
is a person who provides for the comfort and safety of
students, and staff, handling such tasks as discipline
problems, and to staff conflict. There is also the task of
keeping an eye on the budget, and communicating effectively
with the central office.

In the 1930s democratic supervision was advocated.

Some supervisors interpreted this to mean giving each

teacher freedom to teach as he thought best with as

little interference as possible. Others believed it
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meant giving teachers an opportunity to vote on

proposals for the school's philosophy, objectives, and

curriculum (Franseth, 1961, p. 52).

Todays teachers are better prepared for the diversity
of students who make up our classrooms. Effort is being
made to expose potential teachers to multicultural education
and different teaching styles to better educate all
students. No longer can we teach children with the idea
that all students are at the same level. Teachers do have
the freedom to teach as they think best, but only after the
teacher has received input from students' previous teachers,
diagnostic testing, and is provided with any remedial
support needed for the students.

Principals understand that teachers want to have input
on how and what objectives best meet the need of students.
Committees are formed to screen materials to represent all
ethnic groups that make our classrooms.

In the 1950s, the behavioral approach began making

inroads, and by the 1960s, there was a full-scale

theory movement in the study and teaching of
educational administration. There was a shift from

democratic prescription to analytic formulation, from a

field orientation to a discipline orientation, from raw

obgservation to theoretical research, and from a narrow
conception to an encompassing multidisciplinary

research and theory (Hoy, 1978, p. 47).



Schools can teach all kinds of children successfully,
but the leadership of the principal is the key to that
success. No longer can principals just make sure that the
teacher's classroom is warm and ready for the students.
Schools can not be dismissed as being incapable of making a
difference in the lives of children. With the changes in
teacher—administrator relationships, principals must possess
skills which will enhance human relations within their
building. Field orientation used to work by using a pat on
the back as feedback from an observation. In the area of
supervigor, a principal now needs to have a teacher
pre-conference, teaching objectives during observation, and
a post-conference as a follow-up.

Autocracy and good management used to be the qualities
needed to be a principal. Twenty-five years ago, a
principal was asked to walk along behind the superintendent
who led the day. Ten to fifteen years ago, the principal
was asked to walk along beside the superintendent and share
leadership. Now, the principal runs his own race, supported
by the superintendent.

Chester Finn, in "How to Spot an Effective Principal"
stated that society has changed (along with) parents,
pupils, staff, and requires a great deal of administrative
skill rather than autocratic administration. The
principal's role has evolved from that of an authoritarian

with total control who shuffled a lot of paper, to a person
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who must work with diverse groups under trying conditions,
students are required to learn more in schools just to be
able to exist in this world, and the principal is the center
of all this and makes it happen.

The second half of the nineteenth century witnessed

considerable advances in both status and

responsibilities of elementary school principals.

Principals were given greater responsibility for

management of plant and grounds, classification and

control of pupils, authority over teachers, assignments
of teachers to various types of duties, and inspection
to determine conformity to requirements relative to the

curriculum and teaching (S8Spain, 1956, p. 56).

The skills of the principal for the Jjob have also
changed. The job has gotten more complex, and the demands
of the job have grown in number and variety. There are
rules to follow, actions are more subject to public
scrutiny, and principals have less control of their own
schedules. Principals are taken away from their building
because of meetings and they find themselves spending more
time on paper work. Parents take up a lot of
non—instructional time along with students, such as health,
discipline, and custodial care. As a result, they are
spending less time on instructional supervision, collective
bargaining by teachers has also changed the principal's role

by readjusting their relationship with teachers.
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While the changing role of the principal has been
identified, the role of the principal has been identified,
the role continues to be one of the high conflict, and there
is only limited agreement on what the principal really
should be doing. Today, the principal is not only a
manager, but is expected to be an effective principal and an
instructional leader.
The new focus on the principal emerged from
investigations into how schools make a difference in
the education of youngsters. To an unprecedented
degree, the findings chronicle the specific ways that
schools work their influences on students, and
conversely, what is missing when they do not bring
about learning. The major factors turned out to be a
school climate that is safe and orderly and conductive
to learning. This demonstrates good management. The
school's emphasis should be on all students obtaining
all required basic skills with high expectations of
youngsters by teachers. The principal as an
instructional leader should see that students learn
these required skills. A system that tied to the
school's academic goals is needed and strong leadership

by the principal (McCurdy, 1983, p. 56).
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Instructional L.eader

Research has demonstrated that one of the most
important characteristics of effective schols is strong
instructional leadership (What Works, 1986, p. 45).

Instructional leadership, rather than just management
of the school, is now the prime focus of expectations for
leadership of principals. Perhaps the most important way
for principals to exert instructional leadership is to leave
no doubt about school priorities. They must make everyone
at the school very much aware of the importance that is
placed on instruction.

The instructional leaders of the school set the tone in
the school for the business of educating children. The
principal must understand curriculum development, staff
development, public relations, and the business end of
education.

Schools with high student achievement and morale show

certain characteristics:

1. Vigorous instructional leadership.

2., A principal who makes clear, consistent, and fair

decisions.

3. An emphasis on discipline and a safe and orderly

environment.

4. Instructional practices that focus on basic skills

and academic achievement.
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& 5. Collegiality among teachers in support of student

s

achievement,

6. Teacher with high expectations that all their

students can and will learn.

7. Prequent review of student progress (Bancroft,

1985, p. 45).

Effective schools are places where principals,
teachers, students, and parents agree on the vision, goals,
methods, and content of schooling. They are united in
recognizing the importance of a coherent curriculum, public
recognition for students who succeed, promoting a sense of
school pride, and protecting school for learning,

The process of instruction constructs three primary

{' factors within the school building's curricular atmosphere.
They are:
1. Instruction is the school's primary purpose.
2. Instruction is the vehicle upon which the school
achieves its primary goal-—-Educating the
populace.
3. The principal is the school building's
Instructional Leader (Hughes, 1978, p. 97).

Principals can make faculty meetings interesting and
productive, helping to cut back on absenteeism among
students and teachers. Parents can participate in resolving
school problems that may affect their children. Staff

meetings can also be used to help teachers refine classroom
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when they make sure the school has adequate resources,
uphold quality control of the instructional program, and
provide staff development activities on a continuing basis
to maintain a highly motivated faculty.
Leadership that is provided by the principal in the
area of instruction determines (1) the building
curricular climate, (2) the philosophy of the building
administrative team, (3) the instructional staff
outlook, and (4) the student's pattern of instructional
undertaking. Instructional struggles and objectives
can be won or lost by the curricular leadership of the
building administrator.
{” In order to be a:
) 1. Peacemaker,
2. Innovator,
3. Troubleshooter,
4. One who provides orientation,
5. Taskmaster/taskmistress,
6. Communications transmitter and receiver,
7. Instructional logistician (providing services
and support),
8. Personnel manager (staff and students),
9. Training officer,
10. Space manager, and

11. Appraiser.
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Of the building's instructional program there is need
for the principal to set a course of direction. Demand
will indicate a series of tasks that the building
administrator should set out to accomplish.
They are:

(a) Coordinating with the central office
instructional units for the grade levels.

{(b) Constructing, planning and determining the
refining of central office instructional
program.

(c) Teacher personnel administration.

(d) Space management of the building.

(e) Construction and maintaining public
relations of school's instructional format.

(£) Providing for logistical services which
support the instructional program.

(g} Establishing and maintaining two-way
communications lines with central office and
community (Mackenzie, 1954, pp. 127-128).

A complete listing of MacKenzie's tasks appear in

Appendix A, page (MacKenzie, 1954, pp. 129-130).

Instructional leadership at the building level requires
a supreme effort by the principal. There is also a need for
assistance from instructiocnal support personnel such as
counselors, librarians, etc. A principal must never forget

that instructional leadership is his/her primary task.
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Harris listed four tasks required of the instructional
leader.

1. Keeping personnel aware of all situations

concerning the instructional effort.

2. Setting the example by determining the pace which
concerns attitudes, philosophy, work ethic, and
making the effort to go beyond minimal
expectations.

3. A proper carrying out of administrative tact and
bearing.

4. Being fair but firm with all personnel (Harris,
1988, p. 174).

The Manager

The role of the principal is clearly more to managing a
school than simply making sure teachers are doing a good job
and students are learning. Principals cannot ignore their
administrative responsibilities. Much of what is called
management revolves around the instructional mission,
affecting insgstruction in numerous indirect ways (Gorton,
1987, p. 115).

The principal must be able to work long hours in
promoting positive instructional outcomes. Management
decisions have to be made in order to plan out the school
year. Teachers will be asked to set up leadership
committees in order to develop plans to meet certain goals.

Teachers feel better if they are allowed discretion in
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determining how to do their work. The principal makes sure
that all supplies, equipment, support services, and other
resources necessary to do their work effectively are
provided.

The position of the manager has been defined by law and
he/she delegates legal authority given to them by the school
board. The principal is seen as being the central figure in
their overall plan of instruction that takes place at the
building. Every school is different but the difference
between a good school and a poor school is often the
difference between a good and poor principal.

Where job descriptions have been used, many values have

occurred. From the point of view of the individual,

the description contributes greatly to personal
security. He knowg that certain things are expected of
him. He becomes aware of his relationships to others
and their relationship to him. His efficiency
increases since he does not have to waste valuable time

for his niche in the organization (Griffiths, 1962, p.

97).

"Managers are seen as those who inform subordinates of
their duties and responsibilities, clarify rules and
policies, and let subordinates know what is expected of
them" (Hughes, 1989, p. 17). In many cases, there may be
people who may be dissatisfied with their assignments.

Principals must assign jobs according to the needs of the
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school. Principals will also take risks in meeting the
building's needs even if the central office does not agree.
Most often the central office will support the decision of
the manager.

Administrators are line personnel. They are expected

to articulate the official organization goals,

objectives, and values. By virtue of occupying a line
position the incumbent has formal authority and power.

Although principals may be supportive and helpful to

teachers, they also have the burden of making

organizational decisions that may have deleterious

effects on teachers (Sarthory, 1974, p. 81).

The principal must make sure that the school climate is
well established before the first day of instruction. The
climate is determined by how well the principal has taken
the lead in developing the course of action. The
instructional leader should know what is to be taught, how,
and if it is being taught. If teachers need assistance,
then the principal ideally would be able to assist by
modeling actual teaching in each grade level. This should
be done on a regular basis to keep up with instruction, and
to get to know students better.

There is little doubt that the principal is part of the

managerial, not the technical, level, It is the

principal who coordinates the internal affairs of the

school; mediates between teachers, students, and
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parentg; handles disturbances; monitors teacher

activities; disseminates information; and allocates

regources within the school, including the assignment

of teachers to tasks (Hoy and Forsyth, 1986, p. 74).

Managers will benefit more if school and community
members are involved in planning and problem solving. A
principal is not the only one who can or should make
decisions. A principal should feel good about allowing
individuals who manage particular projects make a final
decigion. Sometimes good principals are called upon to be
highly directive, letting people know that they must do
certain things in a certain way.

There are many managerial tasks that a principal must
perform, or else he/she will fall flat on his/her face as an
instructional leader.

Specifying all of these tasks is difficult. They vary

from school to school and district to district,

depending on the size of the school and district. Some
of the primary tasks as managers are to:

{a) observance of districts' responsibilities

(b)Y Handling of confidential information

(c) Engaging in short- and and long—term planning

{(e) Delegation of responsibility and authority to

subordinates

{f) Record-keeping practices

(g) Accuracy and timelines of reports
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(h) Decision-making technigques

(i) Holding one's self accountable for performance

(j) PFacilitating change

(k) 8kill in organization

{l) Knowledgeability in leadership theory

{m) Leadership practices

(n) 8kill in development of subordinates

(Griffiths, 1962, p. 62).

"Administrators need to master a routine of
administration so that more time is devoted to important but
neglected functions such as planning and organizing,
subordinate development, and team building" (Boyan, 1988, p.
14).

One thing that principals might keep in mind is that
people are capable of succeeding and improving. This
applies not only for teachers but also for children and
their potential for learning despite the many problems they
may bring to school. One good practice is to schedule
drop=~in visits to classrooms. This will allow the principal
to make detailed suggestions to staff members to help them

improve a particular aspect of classroom performance.

Effective Leader

The staff is one of the links of the whole process of
educating children. ULeadership is not the power of one
person to decide or contreol in any setting. The school

establishes lead committees which are made up of different
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kinds of individuals with different kinds of ideas and
opinions. The effective leader should presume that all of
his/her staff members are unique and if given the chance,
will contribute to a group decision. Principals need to
know that the most effective form of leadership is when it
is group-centered rather than the centered in the status
leader,

Teachers want to work with effective principals.
Principals are expected to plan and assure the order of the
school building. A safe school provides comfort for all
staff and students. Good maintenance of the building can
provide added comfort. The leader must be prepared to
provide a sense of direction and high standards for
students and teacher success.

One notable approach to leadership qualities has been
made by Ordway Tead. His book has had a profound effect
upon the thinking of people who have been concerned with
leadership in general, including educational leadership. He
lists ten qualities which appear to him to be of paramount
importance. The ten qualities* are:

1. Physical and nervous energy

2. A sense of purpose and direction

3. Enthusiasm

4. PFriendliness and affection

5. Integrity

6. Technical mastery
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7. Decisiveness

8. Intelligence

9. Teaching Skill

10. PFaith

*For a complete commentary, see Appendix B, page

(Weber, 1961, pp. 71-73).

Summary

In summary, the role of the elementary principal has
passed through many stages. First, the principal was head
teacher, next, school manager, then, instructional
supervisor. "Within the past 59 years, 1930-1989, changing
societal conditions and new knowledge altered the role to
that of democratic educatiocnal administrator" (Pierce,
1935, p. 25).

Although trends in the changing role of the principal
have been clearly identified, the role continues to be one
of high conflict, and there is only limited agreement on
what the principal really should be doing. As new role
responsibilities have been added, few o0ld duties have been
dropped. Today, the principal is expected to be an
instructional leader, budget supervisor, plant manager,
counselor, clerk, lawyer, evaluator, record keeper, and
system analyst, among other things. Some groups have viewed
the principal's role as that of an educational leader while
others claim the role is that of a manager. The different

images in which the principal has been perceived affirms the
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varying expectations and perceptions held for the position
by different groups over a period of time. "This phenomenon
accounts for the ensuing 'web of tension.' Certainly, a
principal has a job of many dimensions" (McCurdy, 1983,

p. 34).



CHAPTER 3
Purpose of the Study

The purpose of this study was as follows:

a. to demonstrate the changing roles of principals.

b, to describe the characteristics of this new role,

c. to contribute with research and literature in
education.

The Instrument

The instrument used for the collection of the data was
a survey containing 11 questions selected from 16 original
questions. When the questionnaire was completed, it
appeared that the 11 questions fell quite naturally within
the purpose of establishing a preference on the never-ending
responsibilities of the principal as a manager and
instructional leader.

Gathering the Data

An interview was completed with each principal. The
duration of the interview was no more than 45 minutes. The
principal received a copy of the questionnaire and a cover
letter explaining the purpose of the research., The
interviewer also had a copy of the guestionnaire which was
used to collect the responses. This instrument was provided
at the time of the interview. Copies of the guestionnaire

and the cover letter can be found in Appendix C, page 52.

24



CHAPTER 4
The Project
Guidelines for Change in the Principal's
Role: An Application Process

The following chapter provides a description of the
general consensus of the principals interviewed. All 11
questionnaire statements were addressed and the results of
the responses were offered., A copy of the guestionnaire can
be found in Appendix C, page 52.

All principals agreed that a good vision statement is
needed to provide direction for the building. An
appropriate atmosphere for learning should be provided so
that each student and adult can be successful and feel
effective. The staff needs to know that the principal is
well prepared and able to assist them in meeting the goals
agreed on in the vision statement. A principal should have
full participation of all staff members in making decisions
that will effect all students.

Every principal agrees that a strong leader in the
building is important. It is vital to the success of each
school building that the principal needs to be knowledgeable
in all methods and techniques of classroom instruction.
Teachers will feel better and want to know that they can go
to the principal for any instructional help needed for a
successful year.

25



T

i

26

Principals agreed that all staff members need to be
involved in a continuous professional growth program. This
educational program will coincide with the needs of the
building and decisions made by the staff.

By this professional growth, a quality education will
be provided for all students regardless of the ability and
background that they bring to the school. Students need to
know that a school can provide them with the skills they
need, but also with a caring attitude.

The principal should have the ability to communicate
effectively with all staff, students, and parents. He/she
needs the ability to plan, organize, lead, and control all
major aspects of the school as an effective team leader.
Not only must a principal be a strong leader, but people
need to see that he/she is caring, a good listener, accepts
ideas, and supports the school program. There is a need to
promote all components of the school objectives, and
encourage teachers by modeling a positive attitude. When
teachers feel positive about themselves, it carries into the
classroom and as a result promotes improved instruction,
better school climate, and better home-school partnership.

Shared decision-making was a key ingredient mentioned
and supported by most of the respondents. Programs where
teachers have input will be more successful and teachers
accept the end results with a better understanding.

Principals encourage the use of core teams will keep all
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staff members informed with what's going on at the building
level. This approach is seen as a way to promote growth and
change. The success of an instructional program depends on
how well the principal facilitates its implementation, and
provides support for the program. Leadership is
all-encompassing, but the principal must find ways to
empower the staff so that decisions come from those who must
implement the instruction. Some principals feel competent
to be instructional leaders. Two principals felt ill
equipped to fulfill this role or don't prioritize time to
devote to this responsibility. Managerial tasks can use up
much of a principal's time, but principals feel leadership
can empower other people to strive toward excellence.

The nine principals interviewed believe that an
effective principal is one who continues to broaden his/her
knowledge through an on-going long term staff development
training program. This can be accomplished by attending
workshops, conferences, research review, and the continuous
contact with colleagues. Principals need to train with
staff at the same time and place for the purpose of
developing good communication that is open, efficient, and
effective.

Helpful tips generated by Yakima elementary principals
for the other school districts include making sure that the
district is committed in supporting principals with all

vital resources for staff development, and that principals
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are always included in the process. Colleagues need to meet
on a regular basis to discuss the "nuts and bolts" of the
principalship. It is important that principals be active
members of national, state, or local associations.

The principal can build a climate conducive to learning
by being a strong, positive leader, serving as a good role
model for working with people, and being committed to a goal
or mission.

The general tone expressed by the Yakima principals
indicates in large measure an agreement with much of the
literature on effective schools used by the Yakima School
District in its "Schools of the 21st Century Project." 1In
addition, it appears to be their belief that all school
principal must put both more time and energy into tasks that
are clearly more in keeping with the educational leadership,
rather than the manager functions.

The following are those similarities of the role
perceptions most agreed upon by Yakima elementary
principals:

1. The principal should be a caring individual.

2. The principal should be a good listener.

3. The principal should accept ideas.

4. The principal should be a good manager.
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5. The principal should be an effective leader.

6. The principal should be a good instructional

leader.

7. The principal should support the instructional

process.

8. The principal should have high expectations.

9. The principal should promote staff development.

10. The principal should enforce rules and decisions.
11. The principal should maintain clear avenues of
communication.

The role of the elementary principal is extremely
complex and many expectations are demanded from various
groups of people that he serves. Examination of those
expectations most agreed upon by Yakima's principals reveals
that human, intellectual, and managerial skills are those
most commonly selected. Being a caring individual 1s highly
considered, but being well read educationally was a key
ingredient supported by most of the respondents.

Principals, and prospective principals, need to be
aware of this and allow for opportunities to prepare and
strengthen themselves in these areas. The survey reveals
principals are also expected to be good teachers. Although
school administration and teaching are different processes
and require different skills, the principal is expected to
be knowledgeable in many of the methods and techniques of

teaching.
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This survey has shown that all principals are expected
to be strong in human relation skills. This is a "people"
profession, where one needs to work harmoniously with all
students, parents, and staff,

All respondents felt the principal should possess
supervisory skills. He/she should be the main supervisor of
teacher's instructional performance and behavior. Although
the principal must strive to work cooperatively with the
staff, the school executive is still ultimately responsible
for the building.

Principals and teachers are aware that they are all
part of an educational team whose primary goal is to serve
and educate all students.

These qualities just discussed are by no means the only
important role expectations for elementary principals. They
were the ones most agreed upon by Yakima principals.

The following is a list of differences of the role
perceptions for elementary principals.

1. The principal should devote a major portion of his
time to instructional development.

The general tone expressed by Yakima principals
indicates for the most part, an agreement with much of the
literature on effective leaders' literature. He/she must
devote more time and energy into tasks that are clearly
more in keeping with the educational leadership, rather than

the manager, functions.
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The following information provides an overview of the

general consensus of the principals interviewed. Schools

will remain nameless and responses will be illustrated by

assigning a letter for each school.

School A, Questions 1-1l.

l.

What is your vision for this school building?

To provide the best possible learning climate and
atmosphere for students.

Supportive, enabling behavior and decision-making
ability are three gqualities of a good principal.
What other gqualities should a principal have?

The ability to motivate self and others. The
ability to develop a trusting atmosphere.
Principals need to have good organizational skills.
What kinds of staff development opportunities
should the principal initiate for teachers?

Those which the staff see as a need. The need for
any training has to be felt by the staff at the
building level.

In what ways can a principal allow teachers the
opportunities to share in decision-making and
leadership activities?

All shared decision-making and responsibility are

necessary to effect growth and change.
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By what means and behaviors do leadership and
instructional excellence become implemented in your
school building?
—The principal sets an example for staff to
follow.
—The principal has trust in people and a caring
attitude.
What have been the top three activities
particularly helpful to you in upgrading the skills
you need to be an effective principal?
There needs to be an ongoing, long term inservice
for all staff members. A commitment by the
district to an improvement for all staff members.
A commitment by the district to a process for
improvement for all principals. The support from
the central office.
How can principals build an instructional climate
that provides a better opportunity for student
learning?
Develop a trusting, open climate among building
staff. Help staff look at instructional practices

and develop a need for change with the staff.



CHAPTER 5
Summary, Conclusions, and Recommendations
Summary

The following pages of this chapter were devoted to
summarize the research project, drawing conclusions, and
making recommendations. Both the review of the literature
and the data from the interviews have been considered in
both the conclusions and recommendations.

As stated in Chapter 1, this study consisted of the
review of the literature to:

1. Demonstrate the changing role of principals.

2, Describe the characteristics of this new role.

3. Contribute with research and literature in this
field of education.

The responses of nine Yakima elementary school
principals to the set of interview questions, established a
preference on the continuum between managerial and
leadership roles.

Conclusions

The completion of this study has brought about the
following conclusions:

1. There are similarities in the role perceptions of
these elementary principals as to managerial and

instructional leadership.

33
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2. There are differences in the role perceptions of
the elementary principal as manager and instructiocnal
leader,

3. In Yakima, the self-study program of each school is
directed by the principal.

4. Principals are realizing that they are effective
when they drive the activities of teachers and students
based on the attainment of goals.

5. One of the most important ways in which principals
influence schools is through their relationship with the
teaching staff.

6. The decision making process is used to resolve any
areas of concern.,

7. Principals understand that an ideal leader has a
role which balances managerial and instructional activities.

8. They know that it is important to continue to read
updated research concerning important instructicnal
developments and to share it with their staff.

8, They are expected to be a willing and positive
communicator with all parents and family units of their
population.

10. Principals need to be flexible and willing to take
risks.

11. It is important that principals can ensure safety
and show that they have control of the existing order of

school.
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By what means and behaviors do leadership and
instructional excellence become implemented in your
school building?
-The principal is committed to the staff and
school.
—The principal needs to compromise to get
agreement.
What have been the top three activities
particularly helpful to you in upgrading the skills
you need to be an effective principal?
a. The development of uninterrupted
instructional time at Barge-Lincoln.
b. Self-study
c. ODDM
How do principals build an instructional climate
conductive to learning?
Train with the total staff in the same place at the
same time in a quality program such as ODDM.
What suggestions would you give for upgrading the
skills of principals in other school districts?
I have a concern for the amount of inservice
necessary for both teachers and principals to be
able to do a quality job.
The opportunity may be a closer partnership between

the college and school districts.
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How do you differentiate between manager functions
and leadership functions of the contemporary
elementary principal?
The leader provides a clear vision of what the
school is all about.
The manager accepts and surrenders to the context
of the district but a good leader will master and
alter the context to meet thee needs of the
building.
Describe the balance between manager and leader
functions in a contemporary elementary setting.
The manager will ask how and when and the leader
will ask what and why to any given situation.
Are there any other comments or ideas you have on
the functions and balance of the contemporary
elementary principalship?
The leader learns and grows. Learning has nothing
to do with age. It happens when the individual
commits to be responsible for himself--to be an

active learner and an active responder.

School E, Questions 1-11.

What i1s your vigion for this school building?
—Continued development of school improvement

focusing on specific identified exit outcomes.
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—Continue to nurture the belief that all students
will be successful learners and that success leads
to success.
—Provide the best positive and safe learning
environment for students.
Supportive, enabling behavior and decision-making
ability are three qualities of a good principal.
What other qualities should a principal have?
~Must be a good listener, willing to accept new
ideas and at times a risk taker.
-Must support the instructional process taking
place in the classroom.
—Must nurture and develop colleagues.
—Must have ability to fairly enforce rules and
decisions for everyone.
-Must allocate resources according to
predetermined priorities.
-Must hold high expectations of academic
achievement for staff and students.
—Communicate effectively and efficiently to staff,
students, and parents.
What kinds of staff development opportunities
should the principal initiate for teachers?
Staff development implementation in a building must

be based on a "Staff Needs Assessment Survey." It
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is imperative that staff be empowered to have input
into all staff development opportunities.

In what ways can a principal allow teachers the
opportunities to share in decision-making and
leadership activitiesg?

It is critical that the staff be a team. I believe
the only way to work together as a team is that
teachers be empowered to make key decisions. The
following must drive decisions:

a. What do we want for students?

b. What do we know or what does research tell us?
c. What do we believe?

d. What we do must be based upon what we want,

what we know and what we believe.

By what means and behaviors do leadership and
instructional excellence become implemented in your
school building?

—The principal should be able to handle stress.
~The principal creates a structure for things to
happen and is a caring person.

What have been the top three activities
particularly helpful to you in upgrading the skills
you need to be an effective principal?

a. Conferences, workshops, inservice training

b. Conferring with peers
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Support from "central office."
d. Research
How can principals build an instructional climate
that provides a better opportunity for student
learning?
I believe the following are essential common
factors in schools with winning instructional
school climates:
~Provide a supportive, stimulating environment.
~School must be student—centered.
-Insist on positive expectations from students and
staff.
-Provide for constant feedback.
—Communication must be constant, open, efficient,
and effective.
—-Achievement—great schools are driven by pride.
Success instills pride that leads to greater
success.
—-Trust-the glue that holds the school together.
Trust is the essential element for creative bonds
with staff.
What suggestions would you give for upgrading the
skills of principals in other school districts?
Do a personal needs assessment, then actively seek

out help from local central office staff,
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participate in good conferences, workshops and
ingservice training (WASA, AWSP, etc.).

Work closely with peers.

Set aside a daily time for reading research.

How do you differentiate between manager functions
and leadership functions of the contemporary
elementary principal?

Leaders are a "visible-presence" in the building to
both the staff and students. Managers make use of
other people in fulfilling goals set by the staff
for the building.

Describe the balance between manager and leader
functions in a contemporary elementary setting.
Managers and leaders work closely with teachers on
instruction, thus, teachers are more satisfied with
their jobs and their attitudes are more positive.
Are there any other comments or ideas you have on
the functionsg and balance of the contemporary
elementary principalship?

Learning is not always gaining new knowledge.

Often it is opening oneself to remembering and

recovering what's important.
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School F, Questions 1-11.

1.

What is your vision for this school building?
a. To provide for the best learning experience
for all children, regardless of ability or
background.

b. To support teachers in providing quality
education.

c. To support parents to have their children
receive a quality education.

Supportive, enabling behavior and decision-making
ability are three qualities of a good principal.
What other qualities should a principal have?
—-Have caring attitude for children and their
needs.

—-Good knowledge of instructional techniques and
factors.

What kinds of staff development opportunities
should the principal initiate for teachers?
—-Instructional skill building

-Self-esteem and care giving

—Motivational abilities

In what ways can a principal allow teachers the
opportunities to share in decision-making and
leadership activities?

It is important and necessary
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By what means and behaviors do leadership and
instructional excellence become implemented in your
school building?
Should allow teachers to be part of the decision
process. Is willing to admit to making a mistake.
What have been the top three activities
particularly helpful to you in upgrading the skills
you need to be an effective principal?
a. Inservice Training
b. Travel to conferences and workshops
c. College Courses
How can principals build an instructional climate
that provides a better opportunity for student
learning?
-By promoting staff involvement and leadership.
-Recognize good instruction and reward it.
—Keep an attitude of growth and improvement
without using negatives.
What suggestions would you give for upgrading the
skills of principals in other school districts?
Be open to change. Be accepting of new ideas, keep
abreast of research and apply data to current
practice.
How do you differentiate between manager functions
and leadership functions of the contemporary

elementary principal?
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Leaders are "proactive" and quick to assume the
initiative in directing their schools. Managers
monitor progress, sclve problems, and maintain a
good learning climate.
Describe the balance between manager and leader
functions in a contemporary elementary setting.
Principals need to observe the district
responsibilities and promote the programs that will
meet the needs of each target school.
Are there any other comments or ideas you have on
the functions and balance of the contemporary
elementary principalship?
An organization cannot effectively survive without
public virtue, nor can it progress without a common

vision.

School G, Questions 1-11.

1.

What is your vision for this school building?

A school should be a place that is fun, exciting,
and where growth takes place. This applies to
adults and children in the school.

Supportive, enabling behavior and decision-making
ability are three qualities of a good principal.
What other gqualities should a principal have?
Flexibility, desire to consider and make changes,
enjoy children (when they're at their best and

worstl), enjoy working with people.
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What kinds of staff development opportunities
should the principal initiate for teachers?
"Principal initiated" staff development should get
its leads from staff and building needs that are
present and/or agreed upon by staff (i.e., climate,
discipline, etc.)
In what ways can a principal allow teachers the
opportunities to share in decision-making and
leadership activities?
First, I would delete "allow teachers to share..."
I am very willing to have teacher/staff help and
decide on things/issues pertaining to the building
and staff needs. The only items that their
decision probably couldn't impact would be
district-mandated directives (i.e., ODDM, SLO's,
etc.)
By what means and behaviors do leadership and
instructional excellence become implemented in your
school building?
-The principal doesn't take a conflict personally.
-The principal needs to have and lead with a
positive approach.
What have been the top three activities
particularly helpful to you in upgrading the skills

you need to be an effective principal?
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a. Travel to conferences and workshops
b. 1Inservice Training
Plus, investing in myself. I subscribe to
professional journals and I actively seek books,
tapes, videos, directed at management of people.
How can principals build an instructional climate
that provides a better opportunity for student
learning?
Principals can build a climate conducive to
learning by being a strong, positive leader,
serving as a good role model for working with
people, and being committed to a goal or mission.
What suggestions would you give for upgrading the
skills of principals in other school districts?
a. Constant re-training and training.
b. Requiring principals to develop 3 or 5 year
professional improvement plans.
How do you differentiate between manager functions
and leadership functions of the contemporary
elementary principal?
Leaders know how to communicate what they want to
others in order to gain support and cooperation.
Managers need to know that the principal is
accountable for everything that happens in their

building.
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Describe the balance between manager and leader
functions in a contemporary elementary setting.
Principals need to provide specific support through
lesson plans and meetings, as well as, ongoing
supervisory contact. They model
growth—-facilitating behavior in relationships with
colleagues and draw on their own experience to help
them deal with specific instructional and
management problems.
Are there any other comments or ideas you have on
the functions and balance of the contemporary
elementary principalship?
Managers and leaders need to master their guiding
vision. They need to believe it can become a
reality and believe that their knowledge and skills

can be the difference in making it come about.

School H, Questions 1-11.

1.

What is your vision for this school building?

That the staff, parents, and students of
Barge-Lincoln School believe in striving to reach
our full potential of academic excellence and
individual acceptance of all, by all, in a positive
and secure environment in order to become

productive and responsible citizens.
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Supportive, enabling behavior and decision-making
ability are three qualities of a good principal.
What other qualities should a principal have?
Compassion for people and the ability to listen
effectively to students, parents, and staff.
Another quality that is importaht is the ability to
lead people to their greatest potential.
What kinds of staff development opportunities
should the principal initiate for teachers?
This really depends on the building, staff,
students, and community. It is imperative that the
staff is given a climate of continuous striving of
professional growth. Improvement of instructional
skills and building a positive climate in the
building to nurture students and staff to
excellence is an ongoing process.
In what ways can a principal allow teachers the
opportunities to share in decision-making and
leadership activities?
I believe this is a key ingredient to an effective
building program. The plavers, staff, and
students, must have ownership in the program to be
successful.
By what means and behaviors do leadership and
instructional excellence become implemented in your

school building?
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I really believe we are getting to the point of
serving as instructional leaders, before I think we
were calling ourselves instructional leaders and
actually serving as managers. The principal is the
key to a building's instructional growth. The
building will grow instructional in relation to the
skills the principal has. The principal needs to
keep in touch and not get too far ahead of the
people he or she leads.
What have been the top three activities
particularly helpful to you in upgrading the skills
you need to be an effective principal?
a. Travel to conferences and workshops
b. Inservice Training
c. College courses need to be more in tune with
what is happening in the building.
d. Contact with superintendent
How can principals build an instructional climate
that provides a better opportunity for student
learning?
TOTAL STAFF INVOLVEMENT
Setting a vision for the building with all staff
involved. Taking that vision and developing goals
to meet the vision. Letting the staff have an
active role in developing and implementing how to

reach goals.
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What suggestiéns would you give for upgrading the
skills of principals in other school districts?
I really believe there are a few basic areas where
principals are going to need expertise in the
following: 1) People Skills, 2) Instructional
Skills, 3) Ability to teach instructional skills,
4) Ability to evaluate and prescribe a plan of
growth.
How do you differentiate between manager functions
and leadership functions of the contemporary
elementary principal?
Leaders are resourceful and are not often overcome
by bureaucratic setbacks.
Managers, creatively, find supportive resources to
accomplish their purpose and are willing to take
any risk involved.
Describe the balance between manager and leader
functions in a contemporary elementary setting.
Principals monitor the ongoing activity of the
school. They continually "take the pulse" of their
organization and feel this information into
classroom and building planning, believing in
constructive feedback.
Are there any other comments or ideas you have on
the functions and balance of the contemporary

elementary principalship?
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Becoming a principal requires some risk taking and

at times willingness to make mistakes.

School I, Questions 1-11.

1.

What is your vision for this school building?

That every child can be academically successful, be
responsible for decisions regardihg behavior, have
positive feelings of self-worth.

Supportive, enabling behavior and decision-making
ability are three qualities of a good principal.
What other qualities should a principal have?

Have patience, perseverance, tolerance, caring
attitude, friendly, be relaxed and don't take life
too seriously.

What kinds of staff development opportunities
should the principal initiate for teachers?

Make available any opportunities that are relevant
and that staff is interested in (let staff make
choice).

In what ways can a principal allow teachers the
opportunities to share in decision-making and
leadership activities?

A great idea. They should be responsiblie for staff
meetings, curriculum development, discipline,
budget and other major areas that affect them

directly in the school environment.
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By what means and behaviors do leadership and
ingtructional excellence become implemented in your
school building?
—-The principal needs to be available to staff.
—The principal spends many hours away from home and
needs to have an understanding family.
What have been the top three activities
particularly helpful to you in upgrading the skills
you need to be an effective principal?
a. Travel to conferences and workshops
b. Inservice Training
c. College Courses
d. Contact with superintendent
Some of each, plus updated literature and mostly
talking with other principals.
How can principals bulld an instructional climate
that provides a better opportunity for student
learning?
Express that the teaching process and learning is
most important. It can only be carried out when
everyone is engaged fully in the process. Must be
free of fear and disruption.
What suggestions would you give for upgrading the
skills of principals in other school districts?
Don't be afraid to try new things or back the

system. If you believe in yourself and that what
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you are doing will benefit kids and teachers, go
for it.

How do you differentiate between manager functions
and leadership functions of the contemporary
elementary principal?

A leader promotes staff development activities for
teachers.

A manager must not only have organizational skills
but the ability to delegate responsibility and
authority to subordinates.

Describe the balance between manager and leader
functions in a contemporary elementary setting.
There is little evidence of a struggle for power as
the group operates. The issue ié not who controls
but how to get the job done.

Are there any other comments or ideas you have on
the functions and balance of the contemporary
elementary principalship?

That the principal is the one who initiates
innovation but innovations are only as good as how

much the staff participates in the process.



