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i able to the empha51s on competency-based staff development. Both

. .

Reéponses‘from tHe July issue of the Notebook were highly favor-

7

»

;vhlgher educatlo and publlc school people expreS°ed strong support for

» N ~

competency‘based staff development as ‘the route to . program 1mprovement

‘in pre—serv1ce d in-service preparatlon of educatlonal administrators.

\

)

./ The August meeting of the National Conference of Professors of

.

Educatlonal A mlnlstratlon focused upon efforts to assess-- competence.

Ben" Harrls, The Unlver51ty of Texas, Austln, Al Wilson, Kansas Sxate

pnlver81ty, Ae QlVlan Smith, Quebec, have prepared articles to \n—
G 5

clude<aSSessmeQ§ procedures developed in the prOJects centered at their
v . . " 0

N - 4 ,
1nst1tutlons. Dave Erlandson, Queen's College, describes the work of

’

an

the Interest Group\bn Compe%%hcy Based Educat;on in his ed}torlal "
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/ . R .
FUNCTIONS OF THE SCHOOL PRINCIPAL
: Alfred P. Wilson, Kanpsas State Unlverslfy
D . © Vlvlan Smith, Quebec, Canada
> * . _ Historical Perspective--a Brief Revlew. ‘
J o

To adequately undersfand the prlnclpal's function as ‘it is presently con-
stituted, It I's fmperatlve tha} ene comprehend how the %oslflon evolved.

. The geneslis of “the modern publlc school pr]nc?palshlp occurred In the early
high schoois about the mi e of the 19th century.! 6 However, Jacobson, Logsdon
and Wiegman state that these “high schools were esTabIlshed to cater to the educa-
tional needs -of a select few and~an examination of the principal's functions

-+, _ reveals that the principalship was mot a professional position as it Is today.
They further state that "in addition Yo teaching and administering his school ,
he often served as town clerk, church chorister, officlal visitor of the slck, ~

| bell ringer of the church, grave dlgger and courT messenger, not to menflon

e - other occasional duties. nl6

Edmonson, Roemer and Bacon sTaTe that the evoluflon of the principals#
be divided |nTo five stages. First, one.teacher taught all subjects to the
: students at atl levels in a qne-room school house. . Second, as the towns
T clties grew there was a resGltant Increase in school enrbllmenfs This d velop—
ment necessitated the acqulsition of two ir mQre Teachers one of whom wa
-designated .as head teacher or principal respensible for madintaining disch line

In addition to teaching -a full chedule o? classes.”

./
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Tn 1839, a spec}al committee appointed by the Clnc¥nnati Board of Educa-
tlon to study the position of prlnclpal Teacher outllned+hls responsiblilities
as follows: . -

L.
N

¢ W )
To function as the head of the school charged to his. care; ,
To regulate the classes and course of lInstruction of all the puplls;
To discover, any defects In the school and apply remedies;
To make defects known to the visitor or trustee of the ward or dis-
trict If he were unable to Temedy conditions;
5. To glve necessary instruction to his assistants;
6. To.classify puplls; y , . N
7. To safeguard schoolhouses' and furnifure,
8
9
0
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. To keep the school clean; . - _ : ' -

.-

To Instruct asslstants;
Torrefrain from impairing the sTandlng of assistants, especially ln g
the eyes of their puplls; ‘ “

li. To acqulre the cooperaflon of his.assistants.!® . »

Third, as the school enrol iment conTInued to Increaso several teachers
were hired and the responsibliities and Influence of the principal grew to the
extent that he began to exert a vital Influence over the pupll®, the school pro-
gram, and even relationshjps in the community Itself.4 Thus, at the fourth
stage of development thé principal was Increasingly freed from his own teaching
duties so by 1857 the principals in some schools in Boston were relleved of
their teaching duties for part of each day *o enable them to Inspect and ,
examine classes other than their own.'® By 1867 the principal teacher in New
York City had a class "for whose progress and efficlency he was specially
responsible."! ' :

However, &Pjerce empha§lzes thet the prlnclpals were slow to carry out thelir

" new. funchons.

% .
The principals were slow Individually and as a group to take
advantage of the opportunities for professional leadership which
were granted them. Th tendency was especlially marked during the
perlod 1895-1910. "The principalship was well establlished from’an
. administrative point.of view, and-at that point, principals appeared

content tqQ rest. Excepf for spocadic cases, they did little to
study their work, experiment with administrative procedures g or
publish articles on local administration and $upervision. The Iarge
botly them were satisflied to attend to clerical and peTTg routioe,,
admlnls Ing thelr schools on a pollcy of lalssez faire.!

; Gradually, -as the school enrol Iments contlnued to lncrease and many high- .
schools became complex organlzations, It was necessary for school boards to
create new positions such as those of vice-principal, heads of deparftments,

“and clerlfcal workers. In this flfth stage of developmenf of the principal's a
function, : ,

o

The princlpal bgcame- more ard more a professional leader as
-, detalls of administration and problems of students were centered . ,
T hese various adminlstretive asslstants. His function became
that of.coordinating the efforts of all the Individuals undér him,
. _'lnfeggaflﬁg\the school as a whole, keeping in touch with outside
agencles, and deyofln% attentlion to professional Improvement and
- progressive programs a . b '
a .
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A reading of a.sampling of textbooks and perioclcals written ¢urlng fhe'
1950's anu 1960's dealling with the principal's function reveals that while
thérp were some writers who egsouréged principals to place more »tress on the'
supervisory and professichal l'eadershlp acpects of thelr fuction, there were’

many other writers who did not accept this viewpoint completely. sPanniger dl5w..

covered that the functions of the principal were not generally agreed upon.
- - t : ‘ . .

The following are several/additional examples from the |iterature which -
illustrate this polint. Reavl 18 emphasized that no greater Tesf‘of_leadershlp
exlsts on the part of an elemeptary school principal than his positive in-
fluence on the professional develcpment of his staff. Drummond, Gooalad, and
Spaln3 stressed that the elementary principal holds a_key position In the
Improvement of the professional stgff in his bullding. Corbally, .Jensdn and
Staub ! speaking about the seconda/g school principal stated that 'despite the
frustrations of administration and demands on His time that the lmprovensnf of -
Instruction Is his most Important responsibiiity.” Apd In 1967, Stewart” sald

that the principal's true functlion Is educational leadership and that his primary
~concern must be The‘lqg}rucflonal program of the school. . . :

f

Yet, while these writers were vehemently lns]STlng that the primary business

L4

of the principal was instructional supervision, there were other educational .

writérs who rejected thls thesls. Luclo and“Mq,NelIl presented thelr view of

the changling supervisory functions of the prlﬂcrbal. .They suggested. that the
general supervisory functions of_ the principal hdve diminished.in the wake of
the trend taward enlarged systems with many ,new specialists. ©Other factors
detracting from the principal's key supervisory functlon they state are growth

of professiohal organizations and the Impreved preparation of 4eachers. <
In 1963, -two studlies pointed out the lack of a cleagly defined fupction for-
the school princlpal. The fiwst df, these studies was conducted by the Illlinois
Elementary Schoo! Principals As3eclation.!] ‘ngﬁllgpfed in thils stfidy ‘was the
great diversity-in defiritions of the principal's functidy. It alsb noted that
the expected performance of the principal varied cdns | dera lx Arom one school
district to another. In the second study, Mcfalty and Dean'® stated that there-:

are no clearly defined and commonly accepted criteria enabling one to Identlify
with any degree of certalnty or unanimity those knowledges, insights, and
skills uniquely [necegsary to the proper fq%cflonlng of the elementary school

L

princlpal. - ) . \ s

Writing "in 1964, Erlcksoh5 sald_that he had made a study of recent volumes
on the principaiship and_had been-struck. with the Impresslon that what the
authors 'included and excluded seemed to have been determined rather arbltrarily.
In none of the volumes was he ablq‘fo find convincing arguments concernlng the
competencies -that are cardlinal In the leadership. -

° 7
B Here and there, for -example, "authors emphasize that Thg principal
must "provide leadership' or must concern himself primariy with "the
~Instructional program.' But many of the exhortationg seeg“unreallsflé
In the Ilght of recent developments In the schools. .. .

by the principal seems, then, to.be less and less defens In many 'schools;
in addition, It Is becom|ng less necessary." '

A few months later, Erickson® agafn stated that "ins r;;flonal supervision
ke

v ‘
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. to become N they are to survive. So.serious was-this disagreement that Cronior

" orward toward the role of bullding manager." .

. princlpal an&'fhaf;#he evldence'suggﬂ%fs that the functlon Is lnadequafe}y de-

describe confllicting Ideals- for the principal to follow. An-example of such .
an occurrence Is séen_in a comparison of two articles, one'by Stanavage?! and .

the bThen.by\McNalIy'5 which were written within the same year. In describing

how the principal will function, Stanavage stated that he wil}| devote much of *
hls time to the Improvement of instruction and the curriculum. McNally, on the . .

other hand, suggested that the ‘Instructional leader conception of the prdncipal-

"school dlstricts surveyed. had written policles for the selectiorn of elementary

Iimltations, screening, ,and.selection of priinctpals. » - ) .

research in the area of'rble\expecfaflons for the high school ‘principal.

: ‘.\.f‘ X ‘ ‘ M . .’ \ .. s

. he Qxfenf of the Iack'of agreement amona the ﬁ?]nclbals themselves con- ,
cernlfg thelir functions was. noted by Hamathek’ who stated that even among them-
selves principals are in cqnflict about what thelr job“is'and what they oughf 2
warned that "the school principalship In America approaches a cloverleaf. Elther

I+ veers sharply ‘in turn towards 'instructional leadership, pE“li hurties further

- .

_ After s+udylng the normative.role of thee-é&lementary principal, Foskett
concliuded that there, Is a degree.of "ambiguity In the position of the elementary

flned. i . . . e,

o~

But In attempting to define the prlnclpaT's function writers sometimes

P

ship has become outdated and {nappropriate. -

Thls confusion concerning fhe principal's function Is still a problemﬂwlfh :
which administrators are attempting to cope In the 70's. It Is explained in - .

part by what Wood 3.discovered when he studied the manner in which elementary
school -principals are selected In Indlana. He found that very few of the

school princlpals. Screening committees were used In very few systéms. He
recommended that school systeff should develop job descriptions for-all posi-

tions and “that written.policles should be developed for the recruitment, :

GOUIdBVSTaTed that the |iterature refleqﬂs;@ declded,need~for further .

\

9 K .

Ryan = recommended that a complete examination and review of the prin- )
clpal's function be made in order_to clarify It and to mdkeyt fully under- '
stood by both the prigcipal® and his subordinates. : ,

Commenting on this problem of function amblgulties, Tschlrklzermphaslzed'
that Immediate attention’ should bé devoted to clarification of expectations of

the principal, He concluded that a concerted effort.should be made to lidentify
essential competencies for a more cleariy defined function. ,

The reported studies have shown that there are dlvergent conceptions of
the principal's function and that no thorough-analysis has been made In this
regard. These findings suggested that such an analysls would be most beme= /
ficlal at this time when educators are reorganizing the school systems and
unlversitiks are redeveloping thelr training programs. CoL
Definihg . o ' . . . ]

nadd ' 0

From the above history It .Is relatively apparent that although the are
divergent conceptions of the principal's role, no thorough anJIysls had been
found concerning how the principal functions. in addition there was no

6 - ’
.
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evidonce In the research lndleeflng whether or noT the funcflonJ were :simillar 1

for elemenfary, mlddle school, Junlor high.and -Senlor hlgh*sch001~prlnclpals

.¢
L g

oo To answer these concerns a series of lnTerfaced studles haye been and are
being cunducted by the author and his colleagues in depth repor%g are reporTed;
throughout the fiterature and will continue “to be reported- as'the research: pro-
gresses - ] , -\ o ‘ . =

R . . A brief report of what has been -completed Is, shared helow along with oTher
ST research in progress. 4

* - . : ~

. . Defining Prlnclpals' Funcflons : ] : ' [
= N
From +he above history it_ts apparent that although there are dlvergemf
- conceptions of the prlncﬂpals' role, no thorough analysis had been founc cch-
T ’ »cerning how the principal functlons. In addition, there ~as no evidence In
the research Indicating whether “or not the funchons dwere similar fcr elemen-
.+ .tary, middle school, junior high and seniok hlgh school principals.

. .
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: i : To.answer these concerns a series of Inter{faced studies have been and are
) being conducted by the author and his col leaguef. ‘In-depth recults are re-
. ported as ?he research progresses , !

—

A trief report of whaT has been completed is shared below along with oTher
researeh In progress.

I, A content analysls has been made of the eIemenTary, mlddle, Junlor,
. ahd senior high school. prlnclpal's functions as dellineated ty the authors of
books listed In the most recent edition of Books In Print and periodical
N ) ‘articles listed in Education Index slnce 1970. Thirteen bocks.and 155 .
. periodical articles were ‘selected and were analyzed using the theme as the "
. coding unit, the paragradph as thé content unit; and six major function cate-
gorles whlch consisted of 168 subcategories to classify the data. |In addition,
the results of the analyses were compared, analyzed and summarized. Intercoder
N agreement was established at the .following levels: A. Identlificaticn of, the
' .correct number of categories +1.00, B. Cilassification according to the par-
“ticular behavior, that, s, cognlflve affective, or psychomotor, without
‘wspecifylng the parTlcuIar Ievel or subcat®gory a. cognitive +1.00 b. -affec--
' tive +1.00, C. Claeslflcaflon according to the particular behavior, that is .
- cognitive, affective, or psychomot®r specifying the particular level or sub-
cetegory as deflned by Krathwohi, Bloom, Masla)in thelr books,on the Taxonomy
. of Edycational Objectives (cognlflve and affective). Cognitive +1.00, Affec-
. tive +.77. The psychomofor area had no subcategories.

e

L
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il. A 124 lTem 7 point Likert type ratlng scale was develop frem the
1€8 categories used to do the analysis of writers in books and perliodicays.
The Likert type rating scale whith enables one to determine the degree of
Importance placed on the‘varied functions of principals has alldwed research
on attitudes of superordinates, subordinates, pgers and thé varig¢d groupings$
of people served by prlﬁélpals At this point in- time, natlonat studies have
,assessed hligh school- students percepflons school board members perceptions,
and superordinates perceptions. Research Is.also In progress on perceptions
of university professors, peers, and varled publics such as The Taxpayer’
Association.

»
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I11. - Using the 124 Itemsrearller detined as fuhctions, the Performance Pro-
flle of Principal's Functlons (PPPF) was developed. The PPPE .was agveloped as
a program for fraining evajuators to transcribe deta recorded by aydko tape
recorders to checkllsts with an Inter-rater correlation coefficlent of .985.

The checkllst anc evaluator tralning program have been used efflclent|v and
effectively to provide a profile of Individual principals and principal groups.-

The future research on principal functions should be exciting for with the
bank of infcrmatior gathered, a ¢ore of functlons common to all levels of the

principalship Is beglrning to emerge. Also, functions more Important to speciflc

school Ing levels, (i.e., Elementary) Ceographlc locatlons, (l.e.; North Central
States) Income levels-(l.e., Title | schools) and ethnlc and religious environ-
ments are beginnirg,to emerge. Expectations of the varlous publlcs are belng
compared and analyzed. Hopefully the studies will be duplicated to the extent

pogsible and thus bring Into focys emerglng trends and perhaps allow us addl- .-

tlonally to syétematically project principal functions in the future.

Documents relating to each of. the three projects noted above are avallable
from the Kansas State Unlversity, Department of Educatlional Administration.
These materials are of particular Importance %o those In competency-based
réducat ional program development and to those tonducting research on the prin-

clpalship.
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