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w The research investigation reported in this. document has covered
several years and is ‘the result of the collaboration of. many individuals >
throughout ‘the educatienal community. We, the: research 'team, -are especiall} b

":nindful of our deb. to. Mr. Sam Dolnick President of the Chicago Principals. -
Aasociation at sthe time-of the inception of thLB project.‘ ‘He was instri-

helping us design the: study, select the: sample of subjects and facilitate
. our access to- the schools for on-site -data- gathering.
Mr. Donn Wadley of -the staff of the Chicago Board of Education ‘was;
instrumental in guxding the research proposal through the Board ‘of 'Education.
approval process, culminating ‘in thé official. endorseuent of ‘the project .

by Dr.. Joseph Hanfon; then General Superintendent of the Chicago schools.

We - wish also to mention Dr; Guilbert Hentschke, then Director of the
Board's Center for Urban ‘Education, who facilitated our contacts ‘with o
individual school principals in seeking their participatlon in ‘the stud\,
and- ‘Ms. Loretta Nolan, President of the Chicago Principals Associatioii, :
vho carried forward the cooperation of the Association during the most i
concentrated period of research in the field. 1
In additign, we. acknowledge -a; particular debt to Mr. Tofm. James I
Jof the ‘Spencer ‘Foundation' vho arranged for the Foundation's support of .

a Pilot ‘Project, the results .of which were critical in shaping the: final
research -design into a proposal fundable at the nat!onal level. We are.
especially appreciative -of the liaison role -of Mr. Fritz Mulhauser of
the National Institute of Education who. served as.our Program Officer
~in that agency during the ‘course  of the study. ]

We benefited greatly from the advice of our Academic Advisorv
) Committee consisting of Professors Charles Bidwell Sheppard Kellam, and
PaulﬁPeterson of the University of Chicago, Professor Russ Spillman _
-of, the Ohio State University; and Professor Bruce ‘McPherson, now our .
colleague at Chicago Circle. The study was greatly -erihanced by the guidance

~

T -of_ourel!rofessional—Advisory %ommitter consisting of Mr. Preston Bryant, -

iSuperintendent; District 10; Ms. Joan M. Ferris,. Principal, Dett; Mr,
‘3Hartin Gabriel Dept. of Special Education, ‘Mr, Martin Gray, Principal
‘Anundsen, Ms, Olga ‘Kaszubowski, Principal, Dirksen, Mr. JOSeph LaVizzo,Jr.,
Principal, ‘Bryn Hawr, Hs. Esther Lawson, Principal Hirsch; Mr, Theodore
Lewis, Superintendent District 19; ‘Mr. Charles Lutzow,. Principal Durso,

. Hk. James 'F, Moore, Superintendent District 19; Mr. Lavrence J.. McBride,
_Principal Fiske, Loretta -Nolan, President Chicago ?rincipals Aasociation, ]
Gerald. Being, Asst. Superintendent Dept. of Cutrriculum;. Herschel J. Radér, -
‘Principal,~Jobnson, Mary E. ‘Shannon, Principal; Ogder; Thomas Van Diim,
Superintendent .S¢hool District 151, and -Donn. Wadley, Director, Program
Development. I .
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-who. must, regrettably, rémain. anonymous.,.
‘research, ‘they were gracious in accepting 'us into their work routines
and patiently forbearing in. their willingness to be trailed around,

day .after -day,- by -a stranger. We are pleased to say that these

°

Pinally, we pay special tribute to: our participating principals

As subjects for this

relationships eventually grew into professional friendships as

W:wce.~w-thewinvestigation«proceeded
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We were assisted in the Preparation and |_analysis. of_the data by.

J‘Hiss Sandra Durr, Mrs, Patti Vile Mrs. Lorie: Dinkelman.and--Miss

“"Waltraud Schacher, serving as graduate research :ssistants.
Catherine Morris participated in reviewing drafts of several chapters.

Mrs.

'Hiss Ma"yellen ‘Owens prepared the daily protocols and Miss Sue
. Henderson prepared the final nanuscript.u
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‘have. been changed. In addition, factors. ‘of principal’s .gender,
‘school location, and special identifying circumstances. have been’

scrambled in .order to protect the anonymity of our subjects.




THE URBAN PRINCIPAL
- 'Discretionary‘De&ision%naﬁing'in’a large educational organization

T Chapter Topic ? : .
e et -PART ONE:. OVERVIEw - -
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i;ﬁ_ﬂmnlg__nﬁw_dINTRODUCTION (history -of the study, overall design, analytic

11, REVIEW of the literature on the principalship (with s
s ‘\attention ito ethnographic studies)

spacial

. S PART TWO: . THE PRINCIPAL s. wom\ PROFILE s

111. THE ELEMENTARY PRINCIPAL _ ..
Iv. THE SECONDARY PRINCIPAL . . . . . . v . . . .

PART THREE: DISCRETIONARY. DECISION-MAKING

V. ' PRINCIPALING ANG ITS EFFECTS oﬁn"tiu‘:m
' A. STABILIZATION AND ENHANCEMENT: A
Some of the principal s -activities, -perhaps most,
: -serve -to-make the - -organization-run--smoothly; ‘protecting
R ¥ 2 from disruptions and surprises, ‘Sometimes, hoviever,
:the prinéipal,qants to change things, start new. programs,
_ reshufflz staff or rearrange duties in order to improve
7777 .~ - ‘the $chool"s work. Too .mich stabilization deadens the
- “ enterprise; too much enhancement is disorienting .and

strategies, pla: of the report) o e e e e i e e e

’Manager‘s Ralanciné Act . .

!
73 .

counter—productive How does. the principal find the rizht
balance’ .
- B. THE TRANSFORMATION OF ATTITUDES _Emotional Changes in a

U R Hini-Bureaucracy o e e e e s
" 1In moving the work of the school along, the prin%ipal

must not- only lntrvduce neéw ideas. He/she ‘must sometimes
re-orient the entire mentality of a faculty. What are

°the'strategies‘for oetting people to' change: attitudes

deeply - held, so0: that new educational possibilities can
’be realized° )

e e = e,
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C.. 'CLIMATE coumox.:,xiis:ruci-ionu Leadership by lndirection

-Conventional wisdom specifies that the principal s
~primary job is the evaluation and. upgreding of instruction.

93

—Bu pend—very—little—tiue—in—the—elassroom

observing teeching. Instead, they use their ‘time in
~ other activities, cultiveting ‘good, learning conditions
, by managing the psychic embiance of the .8chool community.
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~~The—layman_has_always_harbored_grandwfantasies as.__
to-'the ‘power of the’ public school. The bulk of these
expectations can never .be satisfied, even. under th~ best
N circumstances. ‘The, principal s managerial work in-
vcludeS“de~educating ‘the public about the school's
caﬁabilit is,.and re<educating parents and other commu-

- nity people as to just what they can_and cannot expect

"A__ R ,A—teams;—dramatic~productions, marching “‘bands--all leading

v PRINCIPALING AND ITS EFFECTS ON 'mn e e e

from their local school. ' : o
CRAZY MOTHER AS MASCOT: Disarming the Volatiie Critic c e o

‘Every school ‘has -a parent ‘whose- self-appointed. task
it is to- bug the principal. This -harassment customarily
focuses on the school's handling-of his/usually her child,
but sometim: s spills over into complaints- about the- school's.
role in ‘the community- at -karge. What are the principal’ s -
bag of strategems for handling this kind of "professional
complainer?"

HOLDIVG THE CUSTOMERS“ Headhunting in Scholastica. o+ «.« o« o

Budgets are now tied direct’ 'y to enrollments.
Teacher allocations are a direct function of bovs and
girls in daily attendance. Accordingly, one .of the new
tasks of the principal is recruitmen:c of students. -How
does- the principal enhance the headcount’ And how does
the principal keep the kids in school instead of home
watching TV or roaming the streéts?

IMAGE BUILDING: Mcking Non-educational Factors -
, Work for You

Every scho6l "has- an advertising problem: How go look
good to the customers. The educational program itself is
not a glamorous article. Hence, the school 8 reputation
as a school: sometimes rides on other things. football

125
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to a good" press. ‘How' does ‘the principal engineer ; this
non-educational visibility to enhance the status of his
institution?

117
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QREATIVE—INSUBORDINATIONT‘Civilized*Disobedience e ¢ e se s
One. Qi_the_pxincipal_s_pri\ar) responsibilities is

143

to protect the integrity and working rhythm of his own
school. Bureaucratic instructions from thd upper echelons
of -the. system often -d6 ‘not reflect an understanding of

fow individual achools function.. Accordingly, on occasion,
and to protect the working relationshi%§ not to mention
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' o the morale, of his/her staff, a principal must inten- \
P <..tionally disregard -or Jeliberately misunderstand an
: order—from-above: —-Such—-insubordination-is- a»managerial——~—- - S
i art form. T :
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B. isnom—cmcu’nmc THE LABYRINTH: To Hell with the S.0.P... . . 151

- After an organization grows £60 a\EErtain size, dedi-
cation to. Standard Operating Procedure- 1s a ‘marginal -
value, sometimes -downright countcrproductive. Such

L. ) bureaucratic line discipline is appropriate -only ‘for

By | "high impact" decisions~ ~For the. day~-to-day- running of

; a :school, the principal must get the job done even if it

: means running around and. outside of -the. chain of command.
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C. THE SHIFTING CHESSBOARD ‘AND THE SCRAMBLE FORbPOWER oo s o o+ o 159

W The term of the present study has &nadvertently
: -coincided with a period of traupatic .apheaval in the
Chicago Public School ‘System=-community-militance,
faculty/administrator -desegregation, system-wide - —— e
"Mastery Learning" ‘mandates, "Access-To-Excellence"
innovations, Department of Justice busing guidelines, and ]
finally, threatened finan*ial collapse. As the system is e

"buffeted, month by month, by external demands and internal

. mismanagement, the. rules begin to change. The chessboard

T shifts beneath. the. player s feet,; but the players must

go on playing. In these circumstances, the principal s,
discretionary areas of action expand. Some principals

v

recoil Jfrom this phenomenon ‘but others, more imaginative, ' . .
usegthis situation to- ‘aggrandize their position and
increase their power. . coe

AZ‘VIIIJ PRINCIPALING AND ITS EFFECTS ON THE PRINCIPAL e s e e o s s e 173 7

' : - A, SHAPING THE JOB- TO SUIT: Maximizing Job Satisfaction
;.,._al-. -L P T ) — - co T b}f“DCSigﬂ“" [} s s e e e, 0 o o o o o 175

e Like other workers,,principals hold attitudes toward i .
-their own job; ‘they like some -parts, dislike other parts. e
As managers, principals can shape the jobsto theirow -

1iking--spending-time -on—the things they are good at or

enjoy ¢ doing. Principals especially enjoy working:on -

problems which they know 4n advance can be solved, that

‘have: an. "end product of some_ sort. If principals

. cannot fully program their: own ‘success, they can at least

‘program ‘their own job satisfaction, which is perhaps the

next beat thing. R .
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IX.  ° PRINCIPALS AND BUSINESSMEN: How They Manage . . . . . . e e o 185

After watching. businessmen at work, -Henry- Mintzberg (in ' C o
his The Natur# of Managerial Work) has analyzed the job of
. the manager 'in the business world into"ten distinet cate~
-gories of behavior.. How do school principals compare with
e businessmen in the way thev conduct -the act of managing a
school? . , S

"X, ° OBTAINING AND USING PROFESSIONAL INFORMATION: The Knowledge .-
‘Producers and School Principaling . . . o . . . . .. .. . +.203 -

The educational literature is full of information on - T
teaching, learning, ‘eval‘ixating.q money management, budget- b ~§-:
making,,personnel practices, staff development, student '
discipl;ne.\,Does‘the‘3chbol.p:inqipal:con§g1;\this.literaé )
ture? 1f so,. how..does..this. knowlédge. work its way' into the, -~
principal's work.  If not, how does the principal acquire and _ = ..
utilize proféssiondl information relevant to his j&b?

) ] B T )

;0 conCLUSIqxg TOWARD THEORETICAL UNDERSTANDING . , ., . . . . . . . 213

- By focusing on- the éffects of principaling behavior--on- the
school, on the community, on the hierarchy, and on the principal's
own céteé; progress~-we are now in a position to generalize
from our, findings and draw this; account to a close- ‘Specifically,
what' have we learned ahout discrétionary behavior which can -
ffﬁuﬁihate’theisfﬁay of school administration? We offer seven
general propositions which emerge from our findings and which, b
in turn, can serve as ‘hypotheses for future inquiries into the K
school principalship. S ‘
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" The study of. school administration over the past forty years
has passed through three définable epochs. In the late Thirties and
Forties, Hanfgerisl Task.Definition was -the dominating focus.
Students of generai management theory such as Mary Follett,. Luther
Gulick, Fritz- Roethlisberger. Chester Barnard and Peter Drucker set
the tone for this early enphasis. ‘Chs:a;;:::stically. these scholars ¥
.examined an organization--usually a gove t bureau-or a business
corporation--as a total organic entity. Out of all the tasks that,
nust{be performed, they asked, what are those specialized types of
. worK’ reserved for those at the top? The culmination of -this effort
vas Gulick's master list of things managers do, celebratea in, the
well-renenbered acronym POSDCORB. Planning, Organization, Staffing,
Directing.*Coordinating Reporting and Budgeting.1 .
1. o
) Following the lead of these‘pioneers and working from these L
prinary categories, scholars’ in school administration like George D.
‘Strayer, Jesse B. Sears, Paul Mort and Arthur E. Moehlman focysed on
‘the work:--of school . principals and superintendents”in much the same -
way, eventually deiineating analogous categories. Thus, in some of
the major works; of the p!riod, we find textbook rubrics in the Gulick

tradition: . ' A
"The Executive Activity (Organization)" - : . .
"The ‘Personnel Activiey" . . : .
"Finance! - : ' i
"Planning as an Element in the Administrative Process .
B "Organization as an Element in the Administrative Process ce

] "Directing as an Element in the Administrative Process"
"Cocrdination as an_ Element in the Administrative ‘Process"
Such were the topics of graddate seminars in educational administration
during this period. '

In_the Fifties and Sixties, attention turned away- fro- these
quasi-theoretical categories in favor of what might be called the
Contextual Interaction Field approach. Instead of focusing on the
strictly in-house tasks :assigned to the adsinistrator, sscholars began
to take an “open systems" view of the organizational landscape.
sutveying the total social environment of the manager, both insgide
and outside the organization. Taking their ccue from social science
research geénerally: and- from the management literature particularly,
specialists in, school administration directed their attention: to the
client-publics ‘with whick a school administrator lmst‘deal--the people’
the principal works for. works with, works against--in perfor-ing

o

-

ok L
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.the -anagerial function._ These are the constituencies to which the

L adlinistrator is -expected to respond--teachers, ‘studencs, superintendent
- and central office-staff, board of education, parents, community -groups,
' governaent agcncies, -courts.. This: array of .client-publics constitute , .

the spectrun ‘of relationships which every school administrator ‘eventually
.4 5 .. encounters. Understanding thése several constituencies, so. argued the |
r’v scholars; would provide a wore situational less technical definition.
r»w-s~»* -of a gchbol adninistrator s performance area, and hence a more realistic
' portraitlof ad-inistrative responsibility.

&L , . ?
- . *
i

-
WA
‘

* Thus,. during these two decades,. the journal literature and adminis-

_tration textbooks increasingly focused on these client ‘groups and

the principal 8. interaction with them. One popular text was Adminis-

“trative.Relationshios~-A Case Book - by Jack Culbertson, Paul Jacobson \
~and Theodorc Reller:4 Perhaps the most widely used and tne paradigmatic
.. of this genre is Campbell, Cunningham, Nystran and Usdan's The' ‘Organization
S and ‘Control of American Sehools3 ~in which the client groups are taken.
{ - up -one by one and: analyzed for thei' impact on administrative decision-mahing..
,a“' In. the Seventies and Eighties, a third mode of inquiry has made : j

: its entry into the Study of school administration. the Ethnqgraphic

. approach The value of:this methodology in the adninistrative arena is
%“ . ‘'still ‘under vigorous discussion, and the ultimate contribution of

. ¥,

is
B
v

. -~
=
-

S - -’, ’Nevertheiess,“tthpromise of”ethnographic strategies ‘has..aroused"

~the interest of -the resear%h community, More important the basic

thesis ‘seems eminently sensible: Instead - of cataloging the intramural

duties of the school administrator or analyzing the constituencies he
! or :shée works for, it would be far. more productive, so it is argued,
- v“'to start out by examining directly what an administrator actually doés
-'during. the work day. Drawing upon the explicitly behavioral -sciences, L
. espegially anthropotogy, the modern researche; sets forth to isolate . '7
, .the rimordial material out. of which an administrator's life is constructed,
¢ . . namelyy units of Hehavior. Once these primary data are.accurately «
2w T set down, they can be sifted, 1abe1ed, grouped and collated in such

T, _ & way' as to. 1emonstrate, in vivid behavioral térms, what a schoo)
: o _administrator 8 reponsibilities and constituencies actually are.
. . No mofeyguess work, .no more arm-chair speculating from outside the. work
C .. site. ‘Through this: medium we. “have the raw. material for generating
CON L definﬁkively accurate account o£ what goes on in the act of administering.

. In‘the general management*field Henry Hintzberg is a formidable
advocate of this approach; his rejearch yielding a.major volume,

Thie Naturé of-Managerial Uork,,in_lgzggﬁ__ggsing Mintzberg's categories, :

L"‘, ‘managers. in the field of business;) In the study of schools and school
b adlinistration, Ray RistS and Harry Wolcott6 are among the more prominent
) ‘ ethnographers of the current period..

< B _ [

i~——j*- - .«The present study was, designed ‘to advance the work..of these
'[:R\Kzscholars by elploying the ethnographic mode of investigation, but

_,éthnography to management theory remains to be -calculated. - e

Chapter IX of the present report compares school principals—and— - __ °

SR SR
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" focusing it on the discretionary areas of administrative decision-making

at the 3chbqi‘building level. It is our -assumption in this investigation
that -the act of principaling is a decisive dynamic in the success or

‘failure of ‘school system-operation.. The school principal is education's ’ *
most visible, "on-1ine" ‘administrator. More than any other single ' S
indi?idﬁal-in.the American school hierarchy, the principal is: the pivotal -

- -exchange point, the working brokér between teachers and students on ;

" - the one ‘hand and the polifical‘establish-entérsuperintqndent, school
‘board, parent and taxpayer--on the other. Through the ‘principal's

of fice pass thé-problems and decisions which affect not only the general
life of the institution but the anxiéties and aspirations of each *
individual 1living and working within it. T
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B. ORIGINS

L4

~ The study reported in, this document origimated in bilateral
talks between the-College of Education at -the University of Illinois K .
. . at..Chicago. Circle and the Chicago ?rincipaLS—Agsqciatioﬂ, Local 2 of -
the -Amerjican Federation of School Administrators. With seed money from
_the. Assoc¢iation, the research team. tested datp-ga;hering~techniques
“with field-trials in two schools during thé spring of 1977. 'With the
techniques proving feagsible, the team then obtained the- support and
~collaboration of the Center for Urban Fducation, a.research arm of ,
. . -the Chicago Public Schools. With: the patronage of the Spencer Foundation,
— - ——a=PilotStudy was-conducted of eight principals during the academic - .
yeay 1977-78. - ' : ’ .. T

¢
.

‘. ‘With the refinement of the research design, and with the tripartite .
collaboration of the Chicage Principals Association, the Chicago Public

" Schools and the ‘University of Y1llinois, ‘the research team submitted
-arformal-ﬁroposal'to the National Institute ‘of Education calling for e T
the extensive, in-depth study of sixteen school principals over the -
course of two school years, 1978-79 and 1979-80. This proposal was
approved with the actuval funding covering the period January 1979 to
July 1980. 'The .present document is a formal report to the National
Institute of Education on the major findings of this study.

-

C. RESEARCH DESIGN

~ < “ . ° «

o Selection of the sample--As is well known in the academic community,™
! ‘éthnogtaphic';esqarghﬂis‘e§§;ege1y time-intensive; it is gg;ipated that

’ each-hour of field observation may generate five to eight hours of T g
4 .write-up;. coding, analysis, cross-site referencing, and fiaal manuscript
writing. Given this condition, ‘the reséarch team.was forced to confine.

o the. active subjects of the investigation to only sixtéen of Chicago's
gpproxilptely,5251bqilaing principals. At the outset, we were interested

— e ~in~a,degrée-of-repreSentatiGeggss.in our.ﬁag%;guvhichﬁneithgt;the random.
method .nor -the hand-picked method could yield. Imstead, we-opted- for
‘avlc;hogolggyfsqmgwhefe:béthggh—theéé—tib—pqi@g—éppésitgsTuhibh_;gge,to,

o ° : . i o
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be referred to ‘as the Variables Grid technique. A grid was established

in which the following variables ‘were incorporated:

iLeyel
Type

ﬁnrollment size
Enrollment mobility

‘Enrollment racial mix
;Geography
:Sex of .Principal

Race of Principal

‘Length of tenure of
principal

Elementary and- high schools
General vocationa‘, ‘special
purpose ‘schools-.

Small, medium and large schools
Stable (low ‘turnover) -and unstable
(high :turnover) schools

‘Mostly white, mostly black,
balanced, large Hispanic contingent
Distribution .among. ‘Chicago's
,primary population/SES sectors
Male and. female principals:

White, black,. ‘Hispanic principals

- Experienced veteran principals
and principals new to the principal--

\Prinripals Association, Mr. Sdmuel. Dolnick. .
*~ by,his wide and .detailed knowledge of the Chicago .system, we developed . ’ ;

.above variables,

ship ard/or to the school building.

s

When all of the schools 'had beén distributed into cells in the :
grid; we sought the counsel of the then President .of the Chicago '
With the insiphts provided :
a pool of approximately twenty-five principals representative of the
les, Under the auspices of the Center for Urban Education,

we approached our subjects on their willingness to participate in the

study, prdhptly £i1ling our subject complémént of sixteen. _Recognizing.
the long history of reclusiveness of -the Chicago system going back

several decades, we were pleasantly surprised at the openness- and

- ready codllaboration of our prospective subjects.

»

“thé" final -consent._ of -each nominee s District Superintendent ‘(of Chicago s

_ by one member of the research team (of four professors) and directly . _VL;

7reports fron the principals on the extent of this activitv.

Only three turned.
down ‘the invitation to Jjoin the study--one becailseé of impending i
retirement, -a second because of a concurrent run for public office,
and a third who was assuming the princ1palship for the first time and Y
had been assigned to a achool with significant community unrest. With o

27 at that time), the final "subjéct roster-was: completed._

~— .

; S R

Data—gathering--Ethnographic ‘techniques require direct observation .
on the site with the researcher ph)sically present at all'times. . ;
Accordingiy——each‘of'the sixteen principals waS‘pErsonalIv accompanied

observéd an the job forup to twelve working days (not necessarilv
sequential) during the two-:school years 1978-80. Typically, the
principal's work day: begins around. 8 a. m. and continues until 3:30 or
43 00 p.m.. ‘In-addition, the principal was- followed into the late.
afternoon and evening if he.or she were engaged in professional
responsibilities related. to the principalship. For work taken home:
for study in the evening. and on weekends, we relied on post facto

- On the job during the regular work day, the researcher was privy
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‘s'

to all conferences aqd communications between the principal and those

‘with.whom he or she interacted,. either face to- face or -over .the telephone..
ﬂhg~oquvexpeptionx;dsthis ggneraltexpectation were those contacts
. of ‘such' a. personal or delicate nature that the researcher's presence’

‘houi@fcdnstithtejapnunpqcéptableudistuibangé, In such cases, and at g

‘the request of the principal, the researcher agreed to absent himself
or herself from the in'eracticn. In two years of observation, such
prggmpgiépS~bf the. data-gathering schedule came to represent less than
ohie percent of the total observation time. o
Dyring each day's observation; the researcher kept a detailed, i
minute-by-minute log- of the principal's activities=-the nature of the
‘ inigfac;idns,—thg subject matter covered, .and the linkage of one inter~ = - °
- action -with the next to record: the flow of managerial decision-naking. -- v
‘From ‘these field notes, the researcher then prepared a written log, -
called a "prétocol,' représenting a written version of the principal’'s
-day. - ' . i

- T -

These protocols were then analyzed further into separate "events,"
each event representing an interaction or a piece of bugiﬁEES‘whtch*—
could be separated out from the surrounding activity. Each event,
of whatever duration (from,five seconds to "two hours) was assigned a L
number ( a typical .work day -comprising. between 50 and 200.-separate - - =l
events), and coded according. to the following characteristics? )

~ .assistant prin¢ipal, .school nursé; etc.) . o
--Race and sex of interactor ’ . :
==Medium_-of communication_(verbal face-to-face, written word, etc.) T
_ ==Subject matter of event _ P T
<“<Locus (in school building) of event =~ - o e e e
- -==Initiator of -event . N ) SRS
--Scheduled or :spontanéous event ' :
- =-Duration of évent (in .minutes)
-~Stability gy.gnhancemgnt.(Qhether‘theme\ent:was'focused'bnﬁA .
stabilizing -the routings of the school or on changing, modifying
or altering the routines) 5 , 3
==Mintzberg..classification of .event (per H. Mintzberg, The Nature i
3

~-Person- with-whom-the principal is interacting (téacher,_ student,’ l 3
’ x

of Manageriél¢quk57 T Teee .

- ) PR

""" With these analytical characteristics available for -each event;

‘the research ‘team then.developed.summations and collations of the B 3
seemingly disparate features of:manageriai activity. Out of these :
-summaries, it became-possible not only to examine a principal's general
work profile; but also to, compare one principal with anotlier in-.terms TRt
-of .overall work patterns: S ‘ e ' o

But, behind these~geﬁét;1 features of principaling activity, the
team was:-specifically inteérested in.discretionary decision-making

behavior  within the general texture of institutional management. How,
that is, does a principal behave- when the institution hds no.routines; <

v 16
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no. ngedures,.po“gegglgpigns~t04éovqr managerial phenomena as they
ﬁnfq%d'hbur by hour in the school's flow of business? These are the

c e -episodic components-of a principal's work day. that reveal .the most

o ' .about’\the job.itself; they exhibit how the incumbent perceives his or
her role being played out in this setting, These discretionary modes of
administrative conduct also serve to illuminate the distinctive features

%*' : ‘from management in business, government, universities, the military,
’ and other ‘institutional environments, -both public and ‘private.
' S A
N - " The e;hnggraphic mode of invgstigatipn is especially suited to the
C e study of these discretionary moments in a principal's work routines.

33,

‘the research- team focused.its analytical eye on just those managerial
Aphéndpena*whiéhlcall~fpr;~indeed:requige,4discret16nat9~génductg To
fgcilitatezthe<§tqdy of these phenomena, we .examine the impact.of a
‘principal's behavior on four sectors _of the human environment: .

* (1) on his or her immediaté colleagues and associates,
~ ' 2) on laymenioutside the school, -
(3) on the administrativé hierarchy in which he or_ she serves
- as a kind of "middle manager," and finally, : )
~ . (4) on himself or herself as-a.professional person. (See Figure. 1.)

- . . B
PR . . »

- D. - SYSTEM ACCESS AND DESIGN CONTROL

B
-

3

As a research team,. the four of us weré interested in gaining .a
fuller, deeper knowledge of the Chicago Public School .system, not only
to facilitate our data-gathering, but to serVe as background-out of which
we could better understand and evaluaté our findings. To this end, we
convened a Professional Advisory .Committee of 17.members, made ip of
some participating subjects, other Chicago school principals, district
superintendents, and s@burban'quetintepdénts and principals outside
‘the. City of Chicago. This group helped make thé study known to their .

» "colleagues throughout the metropolitan area, thus providing a preparation

of this gpecialized form of public administration, showing how it differs .

And. for this reason--to take maximim advantage of the metliodology itself--

e

T for our access to the research sites. The Professional Advisory Committee :
- met three times during the course of the investigation. The roster - . ;
© . of the Committeé appears in Appendix. A, L :

Z

4

In a;;empting“ﬁéapush back the conventional boundaries of ethno-
graphic research and to explore hitherto unreported features of school
O adminiétggffon, we were also desirous of haviag at hand. some specialized

résearch advice: on' the ongoing.design of the study. Accordingly, we -

five scholars in school administration and social science research.

‘This group provided guidance .on the overall design of the study and on
analytical strategies for processing the data.  The Academic Advisoty
Committee met three times during thé course of the study. The roster of

this group also appears’ in Appendix-A.

. 4 . F

S tm s e et e e e -

R

s ‘convened a second. group, the Academic Advisory Committee, mﬁde—up-of—:-————-;;:é




. A R . - . - \\, ) s :
s g S s el o i o o 7, .‘,— e e T TR e i e e e e = e i - e
K - - e - “f\\j‘ 3
. B - N Lt e
) 2. - . 3 N
) - = ha < 1 :
- . . . ) i
PR » - 9 - o ; R
5 I«' R . - . - - 5
i ‘ i - * M
: X , - :
- - :
. ) . )
. ‘ . .- !
: . ~ o _ i y . .
) ‘Figure l--Principaling and Its.Four Sectors of Effect .
o, | ———esmn R -, . H
2 . ’ g
B . . L L *
o v *
"~ @ i ;
=, ) ) . :
- ~ . - :
' - se . N e _,_,L .&e.f I,
oo :
L oo . . "
.- - .
v A ‘
~ A 5
N A5 '
C 3. “The : §
[ Organization
{ Hierarchy L
- ", - ’i
- -, ; :
. )
3 . . SR SRR
R
S *
» - ! R 4
o - ’ . ‘
5 v 3
i + - . -
: E» T
s v "(
+ N
N » . .
S . i —
H - [ B 4
. v =
o < :
¥
S N ’ " A . .
: D T e v 3 e e g e 2
A - ‘ YT T
{ : ' 27 The-Community - oo
:‘ . v N . B . ‘T : . )
3 KR N : ’ N : - "o I
i wyr . - ‘ ) < R 1 8 : T ’ K :
< . 4 — N - . h
N . t . * b s
, o BV . . « S
“.E l ! N . ) ‘ N s . fon
: K N R L. : e :
7+ ‘“ . . e




S . ‘ PLAN OF THE REPORT

\\ . i N
\" .m.noted earlier, the. body. of ethnographic literature on school 1£§
*,,adninistration\is -only now beginning’to- delineate the: texture of -
- nanagerial work in\school settings. By ‘way- of providing .a context ’
- . in which to place the present\study and a base: line :from which to.

. '>evaluate our findings, we: offer‘in\ghgpter 11 (immediately following)

‘a. review of the litérature geérmane to the scope and purpose of our
investigation.,

.%

PR

: Following this reviev we: present in Chapters. III and IV
A ‘general work profiles 6f el ntary and secondary principals. As
i... . .notéd; our summations of the: protocol -materials and -specifically. of
IS © . the "event -analysis .summaries' have provided:-the basic material

"y from which. these ‘tWo. chapters have been developed,

' [
k3
. /
.
? . . .
& ra
B R e e e 2l

s <

e L e

“1," - " In Chanter v through VIII,; we focus on the discretionary managerial
’ n'phenomena discussed above. We devote a chapter each to ‘the four S
""impact 2ones, namely, thé impact of thé principal's ‘behavior on:

LY
L As sy o

—

. * ~~the school (teachers, staff -and students inside the school -
building) " ji = o ;

) -- ==the. community (parents--and other laymén outside the school) o

W, ~=the 'hierarchy (the administrative apparatus established to * )

S operate the system. in which the principal serves .as a

middle manager") e

»

o ¥-the principal ‘himself/hérself (the personal/professional
R focus_of all human conduct: "How does it affect me’")

K m— “ ’ N

[}

v

[

+
- § e

Following these—analytical chapters Chapter 154 examines the .
g comparisen of our“findings with those -of Henry Mintzberg in the studv K
. of ‘business executives. As one. of the indirect progenitors of the R :
I ‘present investigation and as a leading scholar in the ethnographic )
method of management study, Mintzberg provides 4 -suitable foil
~against which to view the findings ‘of this inquiry.

“In Chapter X, ve focus on. an ancillary but abiding concern
of ail scholars in the educational industry=-how does research and
development knowledge: flow from ‘the producer to_the_consumer?—In - LT
e o this~discﬁssion we exumine the degree to-which school principals ’
study their, ogn “jcbs. by consulting professional sources on .administra- ) ;
_tive theory and practice.* ‘How do principals obtain- professional - T
information on principaling’ How is this new knowledge incorporated
PR into ‘their managerial vork patterns’ ‘And what' are the effests of
~ this knowledge on the institutions over ‘which they preside’xt

.

. ’ -
iy

;~‘--z*r~ “—”Pinally*-in ‘Chapter XI, we draw the threads of this investigation <L
g y togéther 4nd bring the story to-a closes ‘By. ‘focusing on the effects
et . _.__-Of principaling behavior, we. conclude this account with seven general

propositions ‘coficerning - ‘the use of discretionarygdecision-making R
4

at the principalship 1evel of -8chool administratiou. - B o

RN 1 ) . ;‘?”“
Al[:R\f: o FOIIOWing the formal - chapters, the repOrt contains a rostey of

Py,
=
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the: advi:ory comnittees, together with two work papers which

xntergtt to other ethnographic researchers.
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. ’ Footnotes Co— :
Q**"’ lLuther 1Gulick; "Notu on the ‘l'heory of Otgon:lzat:lon" :ln L.N. Gul:lck and
i} -L,F. :Urwick,. eds., Popero on ‘the Science of Administration (New
. Yorks:. Columbia Un:lvero:lty Press, 1937) _
N R L\ ’ ~
L :Z(Eoglwood',CIiff’s‘,ﬁ N.J.i Prentice-Hall, Inc., 1960). “
g . 3@1’1’&. :Baition (Columbus: Charles E. H‘ettill‘ Publishing Co., 1965) <
- ’ . : —~—— . : Y , ‘ K
L (e York: uu.-per .nd Row, Publiohero, 1973) _'
D~ ) 5"Bthnograpb:lc techn:lquu and ‘the otudy of an urban ochool." Urbon
Edgcation” Vol““lO“(Apr:ll) ;‘pp. 86=108: T S
4 :6111: !hn in .the Principal's Office == An Ethnography (New. York: ~Bolt,
. Rin:hnmnd_ﬂinston.rfnc.. 1973) i _
. 3 7H1ntzberg 1solated ten managérial categories in three cluotera--lnt:mﬁ eroonaf
s I-'igurehead, Leader, Liaison; Informational: Monitor, Disseminator; o
o Spokemn, Decisional: .Entrepreneur, Disturbance Handler, Resource )
: Allocator, Negotiator. ' ) L. - ~
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- e " REVIEW OF THE L‘ITERAIURE‘

gt et

LY

A, BACKGROUND,
S, - In view of its importance, the school principalship should be the

;.. mosf thoroughly researched and- best -understood-administrative position in
- . education. .AlthOugh the lirerature on the school principal is voluminous,
) it tends much:of the time to be prescriptive and hortatory rather than
descriptive. and empirical. There is yg}yhiittlé research-based knowledge
about ‘the dimensions of ppincibai,perfgrmgpce; there hasn't even been ~

. much attention given, until recéntly, to the question of ‘what it js that
=~ - - school:-principals do during their working day. Most importantly, there

e is little research into the drban -principalship concerning its organizational

. constraint$, institutional structures, and environmental complexities.

The present study was intinded to improve our understanding of the
role by -askipg what iz is that principals” spend their ‘time doing and °
by asking -how principals exercise discretion.within the large-city
6rganizational environment. | = . . o y - o

"7 In the following selected review of the relevant literature on the o
o school. principalship we seek to throw our research into the context of R
i a rapidly de eloping interest in the “natural" (i<e., ethnographic-type)
: investigation of key administrators in education and hopefully add therebx
to a developing. knowledge about the cbserved adtualities q@ administrative
\ iife in. the schools. Our review, following the outline of our report, will N
P first discuss evidence: of the principal's work profile and will then —
: ~ review the literature appropriate to an understanding of the strategies -
; and tactics of discretionary decision-making. f

‘ X

K S —B:—THE PRINCIPAL S-WORK-PROFILE
e R e = - , S . : o
-'-&uchvog/ouroéxistihé~know1edge about the school principalship has '
developed over the.vears.out of investigator. interest in either role :
.",;theqxx;prlgadg:§hin;behavion_(SeéuLiphaﬁfaﬂdvHoeh,~1974)T Among some - T — -
"classic!) studies:have been: (a) Halpin's (1958) use of a "Leadership ’
‘Behavior/Description: Questionnaire (LBDQ)" to pursue qualities of
, “initiating structure' and “consideration" among school principals: (b) the
; 'Halpin—;pd‘grdfi’rgsearéh‘into thé "organizational climate' of schools
T (Organizational Climate-Description—Questionnaire, 1963);-and (e) the
Gross .and- Herriott (1965L‘ihvestigagiqn of the role of the elementary
school’ principal 'in influencing teachers. . ’

.

4 -

& The emphasis on role theory and leadership in past studies of the

L school, principal may have resulted in a body of literature that has -
‘been overly keyed into questions of administrator-teacher interaction,
instructional leadership, and school change, It has become a fundamental

: ‘tenet .of the job, ‘that the site-level administrator in education should

. - . he "instructional leader" of -his..or her school (See Jacobson, Logsdon, and
w9 . Wiegman; 1973; ‘Roé and Drake, 1980; and:Lipham.and Hoeh, Jro, 1974) . _What—
ERIC__pasn'c—been-clear-overthe yeurs, however, is whether tHe_on-the-job

b Ao providnd by i
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’ behavior of the scho~l principal is at ali consonant with such a
\role emphasis. .

-
5

Within the last .few years observational research by Wolcott (1973,
Sproull (1977, 1979), Peterson (1978),. and- Martin (1980) has -begun .
't0’ address the question of how principals do spend their time.

Wolcott's initial (1973) study of a single elementary principal has
been followed by .a number of additional ethnographic-style inquiries
(using samples-of from two to six principals) that have been much

influenced in design by Wolcott as well as by -Mintzberg’ s (1973
study--of managerial personnel in a variety of organizational settings.
In general, the findings..indicate that instructional leadership

(i e .» Classroom observation. csrriculum development, teacher
inservice’ etc:) is not a central focus of the principalship.
Activities ‘that do represent the wmalor commitments of the principsl's
time are: ‘(a) vorking with students and ‘with- teachers* noninstructional
needs. (Peterson, 1978); (b) attending to logistics (keeping track

of things), external requiréments (often imposed by the larger
‘bureaucracy), and social pleasantries (making people feel good)
(Sproull, 1977, 1979); and (c) gqverseeing. organizational maintenance,
pupil -control, and’ extra-curricular activity involvement (Martin, 1980).

RIS o

The findings to date indicate furthermore that the school
‘principal s vorkdav (vhether elementary or high school, uhether city or
small, town or suburban) is very busy and highlv unpredictable Time
usage by the school ‘principal is typicallv characterized by many
activities of véry short duration with .much variety and many changes
of "gears" throughout. the school day (Peterson, 1978; Sproull, 1977,
1979; Martin, 1980). 3 The principalship role is also a highly verbal
one, with much of the{working day spent in locations other .than the
principal's office andyspent reacting or ‘responding to initiatives
from other persons (Woldytt, 1973; Sproull, 1977, 1979; Martin, 1980).

The data from the prese study, vith a larger sample of principals
and a different institutional setting (a major-city school system),
tend generally to confirm the findings of this previous ethnog__phic

researcn ; ; i

-C. PRINCIPAt'S DISCRETIONARY DECISION-MAKING .

-

Research into the on-the-job usage of the principal s discretionars
decision-making power Was not been—extensive. One-initial question

is whether the principalship does or does not permit .much decision-making

latitude. Wolcott (1973) found that the discretionary pover of his
) single subject was quite.minimal, concluding . -

3

For the most part. the exercise of the authority

by policy and directive by directive., His freedom _
was to make-no_serious nistakesvﬂ(p “306)"‘“"

of ‘his office wvas parcelled ~out—to-him-policy-—-- - - - S—

Similarly Rogers. (1980). in a quasi-observatigasg studv of both

- e s s oot 5 5 T e i e s e i e S e« s o s g e




elementary and secondary principals from one large-city school
system, found that principals generally portray themselves as caught
in the middle and "hemmed in" by regulations in having to balance
the layers of school ‘system: hierarchy up above against the needs of
"' students -and desires of the community down below. And in a survey
- of fifty-five principals in six states, a team.of Rand Corporation.

. researchers'(Hill, et al. , 1980), found -that principals consider

themselves to..be ! more’constrained bv rules. more subject to public

23

£ {Ve. years ago

On the other hand’, Seymour Sarason (1971) found that ‘the authorit\
of the principal s office depended very ‘heavily upon the use that
principals were able and willing to make of decision-making opportunities.
that did exist Principals do have considerable authority, but differ
in their knowledge and appreciation of its utility. Sarason néted
that principals in lazge urban systems very often view the srhool

"svstem" as a source of never ending obstacles. but very often are
quite flexible ia interpreting the limits of what "the system" will
allow., In a similar vein, lsherwood (1973) cencluded from his
observatilon of fifteen seconoarv school principals that opportunities
for the: development and exercise ‘of "informal authority seem to

. exteed by -far’ the formall) designated powers and responsibilities
of- the principalship

- : "

The present stud} has focused upon the discretionarv strategies . ‘e
and tactics used by principals to implement school district policy--in
four arenas of activit) These are: (a) the effects of principaling

) upon ‘the school site, (b) the effects of principaling upon the
o surrounding communitv (c) the effects of principaling upon the school
system,hierarchy. and (d) the effects of principaling upon the .
principal himself. Some previous research relevant to each arena
of activity is summarized

a. .The Effects of Principaling on the School--Lortie (1975) has
abserved that interactions within. schools are much greater. than )
interactions across, their_boundaries and that the principal is of
course _the key official wi:hin each school network. An initial line
.of research would -suggest the importance of the "balancing act"

S of the principal in working with faculty and staff. In this regard,

' the principal must seek :to balance the expectations and demands of

. pupils and parents, and the expectations of the organizational
hierarchy, against the wishes and’ expectations of the school staff. - ‘
Becker (1961) and Barsky (1976) have both concluded that a principal's . <
within-school relations, with teachers and pupils (including parents). ‘*
are important to his status and aughggity within-the ‘a?EEFrEchool \
system. Becker found-that,theé principal is expected by his faculty

===~ —""tg "back them up" and: tu respect -their "professional independence."

- 1f he fails to meet faculty expectations in thig¢ role, conflict

o - develops, and whei this happens, both teachers and- principal

— Q are~likely to employ a variety—of—aane%iong—£o~eenerel—one—anoeher—s—————~—--
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behavior--including, on the part of teachers, threats of, or requests
for -transfer, the use of connectioms in the community "to create
sentiment against. the principal,"” and the use of contacts elsevhere
in the organization to circumvent the principal. Barsky found that
beyond “backing the teacher up,” a principal adds to his stature by-
(a) showing interest and ofiering help in the personal problems of e
‘\his‘faculty. (b) offering assistance with individual prolessional 4
matters, (c) handling personally much of the detail .and "paper-work"
of the school. and (d) .assuming responsibility for pupil discipline . )
and control. - i - . i

-

-

- A- second Adine of research has explored the important question of .
the’ principal’s impact upon school outcomes. McPartland and Karweit .
(1979) and Wolf (1979) caution: that because school differences in general '

. have not been found to‘account very heavily for variations in student
outcone, the separate effect of administrative activity mist. remain an
elusive element. Similarly Deal and Celotti (1977,1980) have suggested
that ¢lassroom instruction seems to be "virtually unaffected" by
organizational and administrative factors. There is little evidence of
administrative influence upon the core teaching and 1earning~téchnology.

However, both Deal and Celotti and Ellett and Walberg (1979) g0
‘on to suggest that the school principal can play an important mediating
pk’supportive role-~in which aspects of the ‘school atmosphere and matters
of morale can be linked with school "effectiveness". Brookover (1977)
and -Grant (1980) have both explored linkages between site~level adminis-~
\tration and school outcomes through the impact of school "climate."
ﬁoblit (1978,1979)- has conducted comparative, ethnographic case studies
of principals administrative styles, school climates, and vouth crime
“in the high schooi. ’'Rist (1972) has discussed the role of the principal
as a "cultural maximizer" in a single all black, ghetto school. Stoll :
(1979) compared overachieVin;aand underachieving schools in.the state =
of Florida, i1 -erﬁE/of test results in reading, finding that the more -
effective schools were more likely to have administrators who communicated
the importance of reading, worked toward a coordinated reading program, -
-— .and_took steps_to_provide. sdequate instructional materials. And, Clark,
Lotto and McCarthy (1%80), aggregated some ninetv-seven studies of urban'
school achievement,.:concluding. that: (a) site-level leadership is
crucial in determining school success; (b) this leadership is typicalls
-of an attitudinal and motivational nature (e.g:, the creation of an .
.achievement "climate") (c) successful schools engage in staff develop- _ —
went and establish clearly stated goals and objgctive5° and (d) . - .
" successful schools have high levels of parent contact ‘and garental
; involvenent.

~a,

O - - - N - ~

It is not the purpose of the_present' study to attempt a linkage
betueen the behavior of the achool principal and measures of school
outcones. nor have we attempted to conpare "good" principals with
poor ones. Our research does; however, indicate that the activity
of the principal can affect the work of the school, particularly
through an impact, 'upon, the atmosphere or.''climate" in which teaching

and 1earning take” place.
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“bw. The Effects of Principaling on the Community--lt would seen

that .the days_ of“-safe. encapsulation‘behind a "four-walls-of-the-school'

phrloSophy are at.an end for- most school adminiatratoxs. A “closed=systen" .
view of educatioh's organizarional worid”has been, replaced by the, . NS I
realization that the school is necessarily involved‘fullyfwith its - I
surrounding environment. There has not yet been -a,’great deal or '
research, iowever, into the-school administrator visfa-vis the surrounding - ° ' i
neighborhood. Pryor, et al. (1980) point out that the school site S
is the key point of parental and oommunity contact. that sacisfaction * !
. is sought and problems are raised first at the level of ‘the teacher :
aad the school principal; however, evidence of.. important interactiye N
effects ‘between the administrator and the school clientele has not - -
‘Been. adequately explored ?

[

‘
K] . . S ¥

~ Orie- line of investigation has looked into the activities of 3 .
administ‘ators in representing" ‘the school system to. its community t
constituencL. ‘Mann- (1976), for éxample, "has analyzed the differing S
behav1oral styles of principals in terms of their predominating .. i
orientation’ ito the community (e.g., as:'trustees ,'""'delegates,” _ .
or”pollticos") Both ¥ann.and Summerfield (l97l§ found .that the
school pr1ncipal s.representational role combines characteristics
of style and “situation." Differences’ in the principal s personaljty -
are joined by differences in community organization, differences in e
.the saliency of local ‘issues, and differences in parental perception ‘ .
and expectatlon--in affecting the attitude that the principal takes j o
‘toward the community constituency. e » : g

Recent research has explored the representationalfrole of the '
principal within & framework of clientele accommodation that has been . e
labeled a "theory of street-level bureaucracy” (Sge Lipsky; 1976). I R
VWeatherley: (1979) for example, studied .the" site-level implementation , 5
of special education in Massachusetts--finding that "'front-line o B
administrators vere continually faced with a conflict betweenn the R | B
reQuirements ofathe law and the insufficiency of local ‘resources o § © 3
T (includi 'time) eeded to apply the law. It became necessa;y, in | LR
;m‘t ‘the face of eSource constraints, to ration and routinize services,

~ to short-ci cuit, the bureaucratic requirements for child review
) and child-parent pr0tection, and to develop "Ericks' which facilitated s
“~.— .client mpliance. .Weatherley concludes' "Front-line personnel,
. atreet-l vel bureaucrats as I have called them, unintentionally but i
. .. effectively 'make' policy through their ‘responges to -the multiple ]
defiands placed on them., This street-level policy delivered to the ] T
p‘Bli“‘is at varianceé with formal or official policy reflected in - - ~Tn
lav, r‘gulations, and procedures" (Weatherley, p. 140). Similarly,
“Crov uh and Forter-Gehrie (1980) have. discussed the coping mechanisms ] .o
used by principals to balance such clientele needs s parental oo
expectation, school disciplinary control, and enrollm:nt demahd ¢ ) PR
. against the policies, rules, and p&ocadures of the central -school
organization. ‘From a different point o. view, Wolcott (1973) has
suggested that the principal s.representational role may frequently
exhibit an.important "interface" function between the schcol system N - e
Q areaucracyyand_iis_client_commun*tx::using_the_pnner_ni_the_princingl , .
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position to soften or;anizational "insansitivity" in place of a
-"hunan sensitivity'of the principal"s own.‘(Wolcott. p.. 320).

T A second line of investigation’has explored the Yole of the

-

-site=level administrator in "representing" the community constituency
£0._ the school systen. -This: “research, identifiablYe asan inquiry

{nto the ~boundary-spanning" behavior of. ‘schogl. principals (Moore, 1975)
" treats the activity -of the: school-principal in somewhat mdre. "middle
-anagenent" terms--that is, in consideration -of the administrator s
relationship'to both. the outsidz environment.and ‘the expectations

of the school hierarchy up - above. Peterson (1976). has jsuggested. that

Lo it is the building principal who has beep most affected by ‘the;press
;:;n—4—-—’—~ ‘of connunity interests -ahd expectatio:z/r As_one- noves\up the.
R organizational hierarchy. Tesistance hariug power with outsiders
“grows, (Peterson; p. 226).- It 18 ‘the principal who is expécted A
. be most responsive ‘to the organization s clientele, to be: "opanzﬁi
the comunity, and to inplenent guidelines for parental advisement.
‘While comminity involvement is’ highly valued bureaucratically, the
site-level administrator vho fails,, hovever. to buttress. the larger
. organization sufficiently from clientele demands or who used, parental
' assistance too conspicuouslyuto ‘serve his own- #chool progran is ‘not
' well appreciated by hierarchical superiors (Rogers, ls . Thus
‘e research evidehce to date suggests that principals are proue ‘to
protect ‘the school from parental pressure, to channel parent ‘demands
into non-threatening arenas of involvement, and to.resist community
access to éssential and critical activities (Rist, 1972 Steinberg. .
1975, Davies et al.. 1978 Noblit. 1979) ‘ :
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The Effects of- Principalin;,on the Hierarchy--Recent analysis
has. characterized educational organhizations ss loosely-coupled and
. ambigious: in. design and procedure. (Weick, 1976, 1980; March and Olsen, °
v d2763-Sproull; €t al., 1978). This perspective has much influenced
reneved research interest in the .internal characteristics of school
systems as organizations—and in the OUtCOmEs of products of. organiza- .
tional*procedures. The: traditional bureaucratic model as: a point-of
departure in teaching ‘and learning about. school adninistration is
o under question, as: revisionist interpretationi of the: organizational
environnent claim: that assumptions ofzhierarchical"systems of communi-
cation and command, -of -shared goals and values, of rationally distributed:
systems of responsibility and authority, and even commonalities of
organizational culture-oare not in touch vith realfty.

1
Uith this nore loosely-coupled interpretation of organizational
reality. the'investigation -of the behavibrs. of key sub-units, in -
relation touthe rebt .of the organization, -assumes much- saliency.

An initial 1ine.-of investigatiqn to date has focused upon -the aature
. of "linkages" betueen school site-Tevel adninistrators -and hierarchical

superiors. Hannavay and Sproull (1979). for: exanple found that -
y relatively little of the working diy of each "level" of or ganizational
T'Q T - participant Was in response to the coordination and control activities

f{{ERJ!:;‘- of the other. - Both site-level and;upper level managers: fufth¢"°r‘
e R 6. .




. spent very littie of their time coordinating and controlling . the
"core" tasks of the organization, curriculum and instruction. The

. authors concluded that within the loosely coupled environment of

. education -organizations, “...the activities of management seem to

v ‘be. only marginally related to the production (e.g., student learning)

- ‘ acfiv ties of schools (Hannaway and Sproull p. 4) .

- i further exploration into pronsses and dynamics of interaction
. bkt een principals: and the larger school systeni, NcPherson. Salley,
-"-.an} ‘Baehr (1975) noted that although, as Sarason claims,‘principals

S

.&te very much affected by the "system" inwwhichsthey-uorkw»the}
. nevertheless are able. individually, to adapt their -own administrative
i roles to varving Conditions of employment ‘and circumstance. Barsky
(1975): found (in his case study of .a.single, large-city principal)
that the principal s "knowledge of how the system functions,"” his
grasp of-the. "{nformal organization" (e.g., knowing central office’
secretarie. and’ admihistrative assistant§ .on a first-n e basis),
Lo and his- un erstanding of the organizational ‘reward system (e Bes
RS conformin( to the central office stress upon accurate records)--permittec

> prin ipalship. Rogers (1968), in 3 highly éritical investigation into
org nizational constraints upon administrative behavior in the- New

s re encumbered than most organizations with rules and standard )
W //?zrmulas. He described the effects of an “overcentralization of
decisions' and a "proliferation of specialized administrative
// units” .upon the flexibility and managerial capability of ‘local school
staffs, He claimed that an-over-reliance upon procedural guidelines
= -and: outdated 5.0.P.'s resulted in- long delays in securing needed
.school- services;, led :to: major entanglements in developin -new -or
unusua school ‘programs; -and yielded large gaps between.- headquarters
understandings ‘and the :demands of loczl school conditions (Rogers,
. PP 271-285) Gross and Herriott (1965) found that. the principal's
¢ ability to provide "leadership" 4in his school was, constrained by
: such organi:ationally-related factors as (a) the strength of the

-

3

fé i principal 's- immediate Superior, (b) the procedures used by -the school
By system to .select -and allocate. school staffs, (c) the school system's
7o “rewards" stracture, and (d) school size. In- a larger, national
f study of "what it is: that principals. do." McPherson, Salley; .and’

‘ Baehr (1976) noted that in describing "“key diménsions” of the principal's
¢ job there were varying institutional, .collegial, and community factors
) (differing conditions. of. .operation) ‘to which principals .needed to.

_-adapt. OrJganizationa_L_;.txnmme_zanab_lﬁ_(ezg“;he_sMLth_ S

>

1T

o school system, .the size of each;school,nthe number -of .grade levels
[:R\}: in a school) were. found to ‘be particularly important in constraining
T and influencing the work . of the: principal.
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. some fortwoeight years earlier. It was discovered that the expected

d. ‘The Effects of Principalihg on _the Principal--Fohland and
Higbee (1979) conducted a content. analysis. of formal job descriptions
‘for -principals from 69 local schocl -districts. The results were
~compared with data from a eimilar study ‘conducted by Wang (1931),. .

duties of tne principalship have not changed much in nearly fifty
years. ) .

-~

A

Recent investigation would suggest, however, that while role
expectations have remained relatively unchanged, the realitxes of .
job performance for principals- have changed. . King (1980}, for example,

4axgues_that_the_legal_status~o£_the~pxincipal_hasebeen—much~alterede—————————

¥

- on school principals--arguing that_ as a_consequence of federal

._more emotionally isolated in their jobs, feeling that they are less

‘ administrative team'" (pp. 16-17) .. ~

in the recent past by many new judicial decisions and legislative
mandates; The principal s role has been particularly affected. by
students due process rights, by thé increasing specialization of
professional personnel within the school, -and by the increased attention
given to School site improvement. Similarly, Hill, Wuchitech, and
Williams (1980) -surveyed the effects of federal education programs

initiativés there is now much more paperwork “for the principal; many ;
more rules to .contend with, .and ‘mich more complexity to the job. .Finally,
Mitchell, et al., (1980) have studied the impact .of collective
. bargaining activities upon upper-and lower level managers in eight
local school districts, in two states. Their research suggests that
collective bargaining has led to - a modification of ‘the authority,

. available to school principals.’ Central office administrators are
sensitive to the: potential problems -caused by variations in contract
interpretation and application, and therefore stress a good deal of P
uniformity.’ Principals must balance the pressure for uniformity from
above with the need to treat individual situations at the local level

as they arise. .This combination of a demand for uniformitv and the
need “to maintain opportunities for local flexibility results, claim .
the authors, in :a condition where "...many principals are becoming

able to bring off an effective personal relationship with teachers
. and also. less able to feel like they are really a part of the

‘“ D. SUMMAR.

With initiatives provided by ‘Wolcott (1973) and by Mintzberg -
(1973), there has_ been. a developing research interest in "what it is
that principals do"--as an important step toward a better understanding
~-of the principalahip role, the constraints accompanying the principal’ s
role, and the opportunities for improved gtraining programs for the |
principalship. Our present study parallels and exterids ~ther,
_ Yecent investigations of the principalship that have been -conducted
in a variety of settings--asking -how' and where principals- spend their

time+_nith_uhom_they_inte:aet—and_ebout_admat,—and_asking_uhotekinds. S
of responaibilities and activities are most characteristic of the ;
large-city principalship. . : §
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- s The present study aiso éxgehds“a“dévelopihg'research,inté:es; o
O _ -into-the question. of discretionary béhavior and how such behavior 3
Jn. . affects ‘the school, the community, the school system hierarchy, and
o the natureof the principaslship itself. Research 'to date has beén
. “ .concentrated upon the vithin=school relations between teachérs. and
CL " principals: upon the principal's potential .impact upon school :
: outcomes, upon. the "representational” rcle of the principal bétween - ;
: .school ‘and:community, upon linkages that connect site-level adminis-
: « trators.with hierarchical superiors, and: upon organizational variables
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oo~ groups. | AN . :

~————————their-schools within the; year pr ceding’ the observation, two were recently; %
asgigned-during-_the preceding_two years, and two had ‘been at their schools™ 3
for more than four years. T N . 4

o \ \\\\ or .are assaciated with satellite branckes. serving specific grade levels.

: m..ngk_lbgisticé required a tightening of schedules), six were secondary ﬁ ;

L CHAPTER I S
= THE ELEMENTARY-PRINEAPAL - o

-

- . - . - -

* A. INTRODUCTION -

Elementary schools in. Chicago vary. in size--from 200-300 pupils ’ .

to over 1500, For the most part, théy are neighborhood schools; -serving )
ungsters within walking distance, altliough some busing is' provided k
for- students living -at greater distanceS Of ; ending—sp g rams-

These schools typicallyfcompriééuthg‘cohvéntioha} g:adeé §¥7K th;ough 8; q
in.some situations, elementary schools are linked with middle schools

I} y . .3

. The Chicago principal typically begins his or her administrative i
career in’a swall school at the elementary level, gradually working up
toNlarger and more .complicated aiSsignments as the career advances. The a
}argé( schools are assigned one or two .a sistant principals; especially - ;

. iéstﬁfsﬁthe5ca$e“vhqn a given principal 'has jurisdiction over a branch '
bpi*_ldi,ng\,}-i\xi‘ addition to the.main building. : o _

-'ﬁs noted in ‘Chapter, I, the original target pool cpnsisteé of sixteen
écho61svwhose\principa;s‘were.gg'§egve as subjects of the study. .0f the, 4 .
sixteen, nine were elementary schools (latéf reduced to-.eight when field-

schools and’ ohe was, a special school for the handicapped serving all age [

- . .
! N e

7.Thé‘e1emen;ary schools chosen. for on-site visits-were drawn from the "\
ariables-Grid-described in Chapter 1. Principals..weve selected to exhibit - -

a variety of subject and site catagories. The seven principals in the

.elementary sampleiinclude three males and four females. Racially, three

are ‘black, three white, and one Hispanic. Three were newly assigned t6 gy i

° ~

. - ’ 0

_ The schools s:udigd range in. size rom very small (under 300 pupils)
to large (over 1600-pupils). They include a branch site where one .
principal is assigned to.both .a mediur sized school (900 pupils) and an T
additional smaller school a few miles away.\ Most schools in the sample T
include students from kindergarten through the eighth grade. Student
bodies in the sample -include those which are mostly black, mostly whita, |
and racially diverse. ‘The schools studied are g ographically distributed
on' -the "soiuth, north “and- west_ sides of the city. ‘ W

] ;hpging;the'period_éf this é;ﬁdy, several innovative programs and
curriculum- changes were ifitroduced into the Chicago Puhlic Schools. The

R e e
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‘sites. selected provided observation of principals experience with these

“new programs. Some changes affected all schools. In particular, the
traditional grading/grouping system of first through eighth grades was
replaced. by a systém which groups. students by achievement levels., A
curriculum which the central administration dubbed ° ‘continuous ‘progress"”

‘was introduced in reading. and mathematics. An innovation based on mastery
'learning concepts. and individualized instruction, this system requires A

o every teacher to test students regularly in mastevy skills and to maintain 3

Y. _ extensive records (reported every ten weeks) on student scores on criterion

7" referenced tests. -

v

In ‘addition to these general changes, two -other new programs served
to change the character of the‘schools ‘selected for s*udy. One school
,was officially designated a Title I school and enjoyed the injection of
8 quarter of a million federal dollars worth of programs and facilities
in a single year. Two other. schools were converted from small, neighbor-
. hood ‘schools to elementary magnet schools. Designed to attract a racially
mixed student body from a wide geographic area, these magnets offered
‘a specialized curr1culum to students with above-average academic credentials.

v .
g "%»«Lx Yow e WS

s

) The f1nal elementary’ sample consisted of eight schools with the number
- of observation days and part-days totaling 69. Of this number, 52 days

of observation in seven schools were consideréd representative of the
‘total and were analyzed in detail. In all, the research team logged’

}» over 300 houts of observation at elementary school sites. - . o ,g

e S, . B.__A GENERIC PROFILE : e
‘ P . : ’ Cl

: As noted in Chapter I, the research Pplan was designed to identify v

- . the primordial elements in nrincipaling activity, namely behavioral events. )

In this context, an event .may be defined as a piece of managerial business :
which, for the sake of analysis, may be separated out from surrounding
: activity and examined .from ‘a number of different standpoints .

-=with whom was the principal interacting’

. -~"what medium of communication was employed in the interaction’
¥ -- where physically (in the building or elsewhere) did the inter-
o action take ‘place? - —
W ‘ ~- which party, the.principal or*another, initiated the interaction’ —
f; . -~ what was the duration, in minutes,-of the. interaction’ p .

£

A typical school day for the principal may consist of anywhere from fifty
to.over one hundred of, these events. Of course, they all run together, B
and it is sometimes difficult to determine when one managerial activity
. -.comes to a close and another ‘begins. In providing as accurate an account
gas possible of principaling behavior, we believe the separation of managerial’"
~ events has been successful, We present in the’ follouing sections the :
' fesults of our analysis. - - .
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'ﬂl.e'Interact on Pairings ‘e, "‘“»~ANLKK:H R ) .

-

. Most of a- principal s work -day consists in interacting with other
fpeople. In total, .our eleméntary principals spent 83 percent of their
: -work time in this activity. Table I presents the distribution of these:

,contacts, together with the range ofpthe«seven principals.

“As a group, our subjects spent more- time interacting with students
:than-with any other role category. Most of this time was spent -supervising
. student movement or engaging in conferences with students ‘who had caused
_.___w,__a_disturbance in..class or,pnethe_playgzound*v.Brincipals_spending—the—-—————ef
= most time withstudents did so because thay handled all the routine

.disciplinary -cases themselves rather than referring them to an assistant
i (35 percent), because they had a .special tutoring project with students
_— that lasted nearly an -hbur each day (30 percent), or by virtue of being
fully accessible to students, with no clerk or receptionist bufferin, the .
principal's office from the corridor (23 percept). One principal had little
contact with students, apparently due to perscnal preference. This subject
, ‘knew few students by name and did not interact with students often (14
o, percent).  The prinzipals with ‘the least amount. of student contact had
‘ assistants who were freed-up from other duties in .order to handle discipline
referrals. Such principals typically became involved with Students only
. in potentially explosive circumstances, in supervising student movement
in hallways, or in. giving awards and other recognition for special achieve-
>nent (8 ‘and 13 percent) . v .

NN The second most frequent inteéraction concerned contacts with others
.. or-the researchers, , accounting for 19 percent of the principal's time.
. About one-fourth of .these interactions were with individuals other, than
i* 7 -the researcher. 'Such:conversations were often- lengthy because outsiders
e require’ explanations of school policy, of -organization procedures and of
T ' buréaucratic: routines.. Also, the principal typically handled ‘these- situa-
tions personally from start }? finish_to_be -sure. that_they were properly
‘ - . taken care of. 1In one case, ‘a newspaper photographer showed up after a
oo school. assembly had been completed. The principal, wanting pictures for
c the local papers, spent nearly 'half an hour calling students from their
=" ~classes’ to ‘the stage whefe they, once .again in costumes would recreate
their portions of the program for the photographer.

f»m~ﬁm ‘ Contacts with the researcher, which constituted about 14 percent of

: principaling time, were comprised of (a) briefifig sessions early in the

* o observation in -which the principal was acquainting the newcomer with the

: lite, (b) spontaneous\Eommentaries by the principal explaining certain
-évents, ‘and (¢) longer conversations in which the principal used the

- relearcher as a friendly sounding board for the expression of his or
her innef reflections on the job. These interactions provided the

) researcher an opportunity to .obtdin the principal's point of view on
_pteviously observed events and to catch up on happenings at the school . ‘

between observations. Zhe relationship that -developed between the researcher 1
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) STy o TABLE! 1 - . :
R S :
- Interaction Pairing_ -
’ .(Drawn from 69 days or part-days of observation) . x
Principal interacted SR ange of ‘percent 9]
. - with: Minutes. Percent - ‘Low High- - 2
Student 7 ~ 2966 - ;. 22 < 8 =35 T
—O;hc:s-(inclh_xesearchef) " o253 c 19 17 - 29 . .
%- . _ S S T
'Fa_culty 'negper - 2435 18 10 - 24 fPa
Office clerk: + 1036 8 6 - 10 L
. » . . B ‘ o, . o {i
Parent/guardian 994 7 2 -0 12 0 L)
- A . N . . R . o - -:: . . !
District’ superintendent . ' 891 I - 10/ L

Ogher-prinéipals

. Assistant principal

Cential office staff
f;;cher aide

Adjustment teacher

_ Building engineer

Social worker/nurse

'Cbmmuhify official/police

/

‘~Securt;y?personnel
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and~£ubject during these conversations setmed to put .the principals B ;i
4t ease and to. open access to évents that otherwise ‘may have. been guarded o
or excluded'from observation:™ . . pe e

In one_case, however, thé time spent conversing with the researche.

- clinbed out -of control. This principal was in the midst of a series.of
extremely difficult professional <confrontations: (court -cases,y ,facultv- o
-union grievancés, parent pressure groups). This principal's dav was . %
‘nearly " dominated with’ meetings pertinent to this turmoil. Precisel} o
‘because. of the enotional intensity of thesé events,' the principal i
enjoyed~taikingawith the researcher; ‘expiazning~what—hadrhappened*—~—— = —

of fering the principal‘s interpretation of events, and seeking (from the
. researcher. a neutral observer) confirmation and reéassurance.. The extreme = ..
. nature of this particular situation made it wecessary. to remove .these oL R
. data from. this analysis It is important to realize, however, that e
conflict ‘can escalate until it fills all of an administrator's_ time. .
~ - Most principals ate ‘aware of thi.“ and have a reserve of strategies that -
help them cool out ang diffuse conflict before it monopolizes all their .

:time ‘and energg B - :

~ . * ¥
.y . . > . 4 R N
uJ A #, * » "

. The third most'frequent interaction was with faculty members. ’"..' .
_ These would include faculty conferences, hearing teachers requests,
L giving directions,. seeking reactions, and friendly convercation.. The

principal with the most faculty interaction was a newly assigned principal
. who was - receiving a arg\ number of disciplinary referrals from teachers. A

This -principal felt that'the faculty was using. the referrals to "test"’ s
'—her, their new superior. ‘The principal was on the defensive, carefull)

¢making a written record of each referral and administrative aqtion.a_

following up with a conference with the referring teacher, and filing. )

a written.fecord of the conference. The printipal with the least faculty .

interact was responsible for two schools, thus .being forced to divide ..

principal ng time between tiio campuses with . correspondingly reduced -
'ty for intéraction with each of the two faculties. In this K
situati jn,. faculty at both schools relayed reguests and other inform%tion '
through administrative assistants at each school. The principal,also .
. ¥ssued regular and. lengthy bulletins to both £aculties to communicate “
‘information that might otherwise have been communicated orally. Finally, e
e the pressure of time on this principal meant that in{ormal conversation: L
’ ' with staff had to, be brief._ 1In the principal's office there .prevailed ° 2 H

a drisk and businesslike atmosphere during ind{yidual conferences. . P S

-

an outer office where the school clerk, secretaries|and administrative . JUI
. aides wvere quartered. and a principal s inner of fige “which could-be ...
opened to-°the outer activity or closed off for- privacy... Most principals G
kept. their doors. to the outer gffice -open’ ~and’ ‘kept an ear cocked for = -
eaveadropping on the routine business that the office custonarily handled. ¥
Typically, clerks (a) took Eharge of the arrival -and’ assignment of :
t“]zt}: lubstitute teachers, (b) ‘greeted parents and other wisitors; (c) ministereo- cx LT

- R 3‘.‘ fn

e T T T T L T T T L T T T T N T e T T T T L

In most schools the headquarters area was phy:[cally divided into




]

to the needs of’ill*hnd injured .students by examining them and calling )
their homes. (d) greeted disqiplinary referrals, instructing them whon -
to see-and: vhere to- wait, (eS.gave information to- faculty,*and (f) made
f«appointments ‘to-.see. the princdpal. The clerk vould frequently enter
~the. principaL $ inner office ‘to give an update on: who: had stopped by,
uhen they would return, yho was waiting to. see the principaﬁ who. had

' gone home, and vho was_going where -and_ for ‘how” long. The percentage of
‘time devoted to these exchanges with the clerk constituted ? ;percent -of

) the principal s time, _spread- in small units of a few minutes each through— Lo
K "Out »the day. - . I . ¥ - - . -’ : ‘

e - N e, T -
‘nb‘

The amount -of time principals spenc with parents was almost completely

' devoted Lo conferences. “Frequently‘these concetrned. student misbehavior.

. In a few cases they centered around: complaints by parents of a teacheg,
“of other ‘stisdents, or of a school regulatio@ . . LI

hotiad 3

" In relating.to their superiors,, some, principals work with their o
district superintendent directly, while--others work with the dministrative
staff downtown or in- the district office. One pr1ncipa1 spent .only
: 2 perceént of the ‘time interacting with the district superintendent,

’but 11 percent with headquarters staxl. Another spent 14 percent ‘inter=
acting ‘with. the district superintendent, but only 0.3 percent with: central
'staff : - ST , " o
¢ Our data revealed. that principals spent little time interacting ’
" with other principals. Hhen ‘they did, the conversation u‘ually had to
do with an exchange of' information about -how to respond to a, directive,
_to léarn about a meeting of the principal's professional organization,
“or to ask a favor (i.e., to dcquire a few extra report cards or to borrow
a curriculum guidebook) In one -case, a principal s contact -with fellow .
principals was. increased through service on. committees appointed by the
digerict superintendent (5 percent). Another principal seemed to enjoy .
B caLling his- colleagues, passing the time of .day:.ahd either seeking )
information or extending resources to his colleagues ¢ percent)
PR T |
Host principals had. little -contact with: teacher aides.  An exception

‘was .a black principal vho madé extensive use of a white community aide
to- establish relatiqnships ‘with white parents who had' initially opposed
-the appointment ‘of a.black principal these interactions comprised EA
percent of this. principal's work time. Coordinately, this principal
"had very’little direct contact with parents during the first year at
the echool (2 percent) A similar situation arose in a black neighbor-~
-hood where ‘a white principal used a. black assistant principal as a
conduit for communicating with predominantly black. parents and students.
.”This principal devoted more than 1 percent of ‘the time to in eractions
with“the assistant. - @ , - )

- t i - i

2. iﬁitiatmy.ienaviof: a
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tal TABLE 11“ .

r;—'

Initiato:y Behavior

',4‘ B .’ -

(anGh £rom 69 davs or part-days of observation)n

>

-

oL T T # . - . i  Range of .percent
N Igter;hlngé<in;tiéteq,by: ‘Minutés - Perceént .. Low _ High

k4

A

”Efiinbipii s F 11,192 ‘.‘ 70 # 51 - 76

i -
S
EL )

District Superintendent ) ) 'f": T o 14

:.‘ Faculty -gnber ' N ’ ‘)nri?i" _ N 7

APifgnE/guaidian j: . o -8

Résénfcﬁé; B

"Sguagnt‘ »

" -Office clerk -
';Cénzféi cff&ée,étaff
?@thég.piinci;als

* Teacher dlde
”Aséfstgﬁ% principal

x Sﬁntﬁen?!teéchér
Building engineer

Social worker/nurse

Connunity official/police

e e bt e e
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. ‘the anitiator of the contact. Over tvo-thirds of the principal's inter- .
‘action tine vas: devoted ‘to contacts that he or she initiated (70 percent) Y
Five percent -of the time was devoted to interactions: initiated by ‘the T

. ,principal $ immediate auperior, ‘the district superintendent. Headquarters

B e :staff in the central office account -for an additional three percent.

M Tvo. principals exhibited relativel; low initiating behavior (51 and 56

R ,percent) in both of these cases, their superiors at district ‘and. head- s

-quarters level were correspondingly more evident as initiators--one
~with* the districtrauperintendent initfating interaction time of 14 Coe
percent, ‘the other with the: headquarters personnel initiating interaction i

. < time covering 16 percent. I - S

g . . . ,

: ‘ Ficulty members, it ehould be pointed out, initiate many interactions,
but tend. to do 3o while the principal is on the run--in the .corridors

°or betveen regularly scheduled meetings. These: exchanges are typicallv ,

i transacted in brief bursts and do not thercfore log in at a large percentage

R of interaction minutes. In contrast, parent-initiated exchanges often

' * ... stem from a concern or complaint about the: schopl or its ‘personnel. As

such these can blow up into administrative crises if not quickly défused.
Parent-initiated exchanges are infrequent, but when one does occur the
principal will spend extended stretches of time to calm a parent and
establish a‘cooperative rappott. Most principals know that merely giving
-a parent a chance to sound off is often all it takes to _neutralize
hostility and disarm the angry mother or father.

¢

3. Mediun of Communication . -

*‘ﬂwﬁiﬁv " Table. 111 provides a time. distribution of events employing cdifferent
modes of communication. Verbal communication, either face-to-face or
by ‘telephone, repréesents the primary medium of contact (74 percent).
.For - the most part,-these interactions are brief. Two principals are
representative' the average length of face-to-face contacts for ome is
3 minutes 12 secpnds (3:12) and for the other one minute 45 seconds -
_ (: 45). Telephone interactions for these two principals averaged out
e at 2 minutes 54 seconds (2:54) and 2 minutes 12 seconds (2:12), respectivelv
{ For the entire sample, the average duration of .a verbal interaction was
under 4 minutés. 'A-few, lengthy interactions of 15,27 and 105 minutes
were recorded, but they were conspicuous by their rarity.

. l

: Principals make little use of the public address system 0.5 percent)

o . When it is employed, principals either make general announcéments (reminding
teachers to send student council répresentatives fo. a meeting in five

" minutes) or call’a. specific ‘student from a class. .

3

) The time used by the principal for visual surveys of the school .
(14 percent) is represented by touring through the hallways, supervising :
the exits- and - entrances, cruising the playgraund or observing teachers ;

: in classrooms. : . z
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EHEISY

: 'EKC




- 2 - a4
oo T o CTMABLE I - - e
S R N S S * A
i . Medium' of .Communication
" (Drawn from 69: days or part-days of observation) ]

.

Range in Percent

Minutes .. Low

' 7 Medium o

_Percent -

High - °

-
&

66 .

-

-

51 -

.‘Vérbai,‘f,ég':'e”-;c';-face RN 10,,‘»235

” “Visidl ‘(eyeéballing: N L - :
the environument) | C 2166 14- . 6 - 27

- ‘Written. (reading and e : . ) . .

" -writing) 1837 12 2 -, 26

;%" . ‘Verbal, ‘telephone 1194 8 . 5 - 12
Verbal, P.A. system 69 - 0o - 1 .

15,501
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;- conversation with their-colleagues, either having.lunch.with faculty

© . 4. Locus-.of Eventé A

ERIC

wll Toxt Provided by ERIC

Q
I

- 2 * ) - 75‘ " » . ““f" A..\A z
.TgT”WMng»—~»i"~the"priﬂcipais“in‘ihé'iiﬁﬁié HEVéEeﬁ’jpdut 12'percent.of their time ‘ ¢

~

—— e et

‘tn written work. _Thii‘cqﬁs;st¢d~qf‘urifgngzﬁgges to ﬁeichgr§;,rqddihg
. Teports gigﬁAgistrict,qu.cgn;rgl”heaqqu;:tets, Preparing brief nétices ,
' * for. the'teachers’' bulletin board; &nd filling out the never-ending river -

-of .official forms: ‘ DT ' - ' A

. »
»

Considerable variation among principals is reflected in the range
for each medium-of-comminication: category. The Principal with. the least -
face-to-face verbal ¢ontaét (51.percent) is also ‘the principal with. the -4
mqsfi6i§ualﬂgbmhqnibat1¢n-(27,per¢ght).' This principal spends: the entire: - -’
lunch: hou¥ .éach day supervising students in the. luachroon. Most of

. the other principals devoted the lunch hour to informal facesto-face

L]

'1h-th§.luﬁéhfoomxérJEQting>iéliﬁéif 6ffices as ‘faculty -wembers..drop. by
to-see them, . : ~ - ., e

~

.. Table IV provides a diségibution cf principaling time conducted in
different parts of the school building or off school grounds., The
elementary principal, like his or her secondary counterpart (see Chapter
1V), spends less than half the work day in the principal's office (48
percent). When this total is added to time spent in the outer office

-and .other administrative offices in the school, we see that the principal

is physically present in the headquarters area about 58 percent of the
time. ° ' < ¥ -

g

) It is evident 'that the principal moves about the premises of the .. .
- school building constantly, spending 11 percent of the time in the corri-
dors, 9 percent .in classfootis, and 13 percent at other sites outside -the-
‘headquarters suite. °~ . i o
N i ]
Lgiéven‘ﬁercent of elementary principaling time is’ spent off. the
“school grounds entirely. One, principal who was awvay from the site a .
great- deal (18 percent) seemed to seek -out “tasks that would require
leaving the building. 'For example, this principal personally drove
a-car to the distri¢t ofiice in order to hand-deliver reports and
~bthqr’d§éhﬁ§nts,~and‘b¢fogexréturhiﬁg,‘purchaséd school supplies from C
a nearby discount stationery 'store. This principal also spent the most i
time“éupervis;ﬁglstndehtg in thé hallways, the lunchroom, playground and )
auditorium (wher@ movies are shown), and correspondingly the least time
in the inner office (30 percent). This particular principal r2presented _
an extreme form of "awayéfroméfhe-desk"~dfy1e.qf management, spending - .
wmost .of the work day supervising students, conducting disciplinary con-
ferencés it the'site of the "crime," or personally running school errands -
- to distant points. )

FTTES

R

Principals did pot‘hiways use the pimé location to accomplish the
-same. tasks. During'bad weatler, for example, a“variety of supervision.
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, ‘strategies vere developed to--control students during recess or lunch,

£>.. - periods. One principal sent students to their classrooms for indoor

. . recess, and patrolled ‘the corridors peeking into classrooms. Another

&l rsupervised irdoor recess in ths ‘auditorium where students went ‘to read:
: ,booxs after eating. Yet another principal led students Jin a game of

'BINGO after the tables in. the :lunchroom had been cleared.

- : > * * ok o ' ST A

. i

We can see in the above_ tabular material a generic profile of the o
elementary principal at work. We -turn .now to a single principal's : i
. . work day &s a prototype. -of the- principal's daily encounter with the é

%' oL ‘managerial environment. ,

’ N

. ... CotA-DAY IN THE LIFE... Lo e

-

O - When Mary Stewart arrived at Blaire Elementary School at 8:15 a.m.;

o 'the teachers vere stopping by the office to sign in on their way to their

classrooms. Stewart removed her coat and boots, hanging them in the closet

outside her office. She, put on a pair of medium heeled shoes, explaining

. to the researrher, ...the children like to see ‘the principal a little
dressed up." Joining ‘her clerk in the outer office, the two of them
reviewed the "list of teachers who would be absent and the steps to be -
.taken to secure substitutes. One substitute, sent by the central office
"Sub Center" had already arrived, and Stewart asked the clerk to give

. her the regular teacher s/file containing a class seating chart and R

‘L . lesson plans. C

- Returning to her desk, Stewart's eyes drifted to the Continuous

: Progress Program packet and accompanying memorandum from district offices

: which Had arrived the previous afternoon. It was a remiuder .that the

. . next reporting period 'was imminent and that all forms must be filed this
{ew. .. coming Friday before 'the close of tusiness. This meant that Stewart would K
. . be spending part of each of the next three days buttonholing the teachers
\\\ to get their reports to her on each ~*ild, and then summarizing: these
““'T"“—‘rfigures~in—an—alleschool_report. Stewart anticipated that .she would have

to divert some time from other managerial duties to getthis paperwork § o ——
finished on time. _ . s ) ) ‘

-

. As she reviewed her’ calendar, Stewart mentally prepared for a meeting
with faculty representatives of the Professional Problems Committee.
The Union contract provided that this group, elected by the teachers, o
must meet regularly.with the principal. At 8:30, Stewart left her office Rt
»for the short walk to the school library, where the committee members K
were gathering. Stéwart called the meeting to order .about 8: 35. High
on her list of items was the matter of selecting textbooks for next >
year. But before this discussion got- underway, the teachers wanted to 5
relay questions to Stewart that individual teachers had raised with them:
I a problem in supervising the third floor washrooms, a question about how
Y0 ___pext vear's facnlty advieor to the -eighth grade graduating class was
i‘[ERJ!:‘ to ¥ seuccted, and a problem in getting supplies during a particular

v
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L free period when the office clerk was often not available. After promising

to: work on these problems, Stewart spent most of the remaining time
discuesing plans with the teachers to host upcoming meetings with publisher
representatives. Together they -also reviewed plans-to form taculty

Atextbook review committees, and procedures for selecting a common textbook

" 'fot each grade level., - : :

\. .
After the meeting, Stewart was approached by. two teachers with —
individual questions. Hiss La Pointe wanted .to know whether Stewart
would be available during eighth period Stewart nodded and. invited her

“to:'stop by the office at\that time.” ‘Mr. Fields, 'the gym teacher,
‘;informed her that the, basketball team-did well at yeste“day 's: game.

‘They came close to: beating Doyte, which is one, of. the best teams in the
vdistrict. ~ Stewart congratulated him, and took the opportunity to ask

" ‘how. Harvin ‘Goth was behaving in class lately. Fields said that Marvin
.‘still got "edgy," but in general was "doing a lot better."

‘As Stewart walked through ‘the hallway back to ‘her office, Mrs. Noyes ";

motioned to her from inside the classroom. The students were already
in ‘theif classrooms or moving quickly through the halls in' the last

"moments before the class bell’ rang. Noyes told Stewart that she was
‘scheduled to take the students on a field trip this morning, but that ’

one: of the parents had called at the last moment to say that she would
not be ‘able come. This left Noyes one parent volunteer short. Should
she cancel the trip? Stewart remembered that Mrs. Case would be volun-
teering in the reading center this morning. _She offered to ask her if
-she would £111 in. '

'
\
v

-On the way to the reading center, Stewart peeked into several
classrooms. As s"i2 passed the student washrooms she quickly looked into

each, checking to see that no students weére present and that .the rooms , _'

were in order. As one student hurried past her, she asked him why he
was not in class. He said that he had arrived late,. She checked to
see that hé had a late admittance slip, and then urged him to get to

school on time in the future. - ° | o

i

—_— 3

. When she entered the reading center, she nodded.in the direction

.

of the reading teachier and“motioned—thathhe_wanted_;o speak with Mrs.

Case. Mrs. Case quickly joined her and agreed to help with the fie T

trip. On her way out the door, Stewart cbmplimented the reading teacher
‘'on a bulletin board entitled "Read for Experiencé" R
2 YUY

instead of returning to her office, cStewart continued to walk the

"halls on the second and ‘third floors. On-the third floor, she spent

few minutes studying the washroom situation Then, stopping briefly
et each classroom, she asked the tearhers to, be sure that only one student

.at a time was excused to use them. On her way back- down the stairs,

she detoured for a moment on the_ second floor, to swing by a classroom .
+*~h a ‘substitute teacher, Yjust to see ,how he's doing." Finding the

Q
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Students somewhat unruly, .she stepped into the. c1assroom,-£ixing.the,-L_mwwmm“w“
“well-known principal s ‘stare on: the children. As. expected, her preésencé :
quieted the room.' She greeted the substitute ;and inquired whether ‘the
regular teacher's substitute file ‘was: in order. ‘He said. that everything

;seemed fine, they' re just testing a little bit." .

\ .Hhen Stewart returned to the office. she spoke briefly with the
clérk reviewing ‘the arrival and ‘assignment of substitute teachers.
.Stewart asked the. clerk to inform ‘the librarian that she -would' have to
cover one of the classes during second period,. if the substitute teacher
'did not arrive by then. Then Stewart picked up the mail that had. arrived
via the school systeém's delivery -service, She asked the clerk to inform
L _ Mrs. Noyes that Mrs»»Case would -come on the: fieIa trip. She -also asked'
2ol the clerk to-'be sure .that a teacher. aide was available during ‘seventh

: . period to give . oug teaching supplies. ‘As they: ta1ked the clérk handed
“her _two' telephone’ messages.“ ' _—y ~
a . . ‘» ) s -
Steuart entered her . office, 1eaving the door-to the outer office
"open: (A second doot connecting directly_to the ‘hallway. was kept closed. .
) -In 'this way, anyone who ‘wanted- to see Stewart had to go through the clerk..
e Stewart, ‘herself, usually passed :through the outer office ‘in order'to - ,
exchange Anformation with the clerk on’thé way in or’ out of her own g
. private office.) She- quickly wrote a.note to Mrs. Reynoldsa—on the: second
floor, informing her that .the teacher aide ‘would be available during seventh
périod to give out supplies, ‘'She also wrote a_ bu11etin to all teachers
in longhand: "Teachers. It -appears that students from different classes
i ‘@re meeting at pre-arranged times in the third floor washrooms again. ot
When excusing students to the_washrooms.,please be sure they use the
".: “nearest washroom, only. Thank you." She got up, walked to the outer
‘office and taped the bulletin to the counter by the sign-in book. She
a1so ‘placed the note to Mrs. Reynolds in her mailbox.

[

LTS o

ST Stewart returned to her office and placed a call to another. principal -
) " who had left a message. ' The principal told her that he was ca11ing a :
et meeting of the district's -science fair -committee -and--would appreciate .
Lo knowing when a convenient time would be for Stewart. They agreed to meet
-at 10:00 a.m. the following day at Blaire school. After the phone conver-
-sation, Stewart wrote a note to the cafeteria director, asking that coffee
;5 ~and some rolls be available the next morning in the conference room
adjoining her office. She consulted the teachers' schédule and then also
““‘—-‘-———Hrote—a"note_xo Mrs. St. Antoine, asking ‘her ‘to come to her office during

e
4

A
-

—tls e

i seventh period. She got up, walkéd to the outer office and-placed _the
. notes in St. Antoine's -and the cafeteria director's mailboxes.

oo . Returning to her office, Stewart once again picked up the te1ephone

’ and dialed the number 6f a representative from a photography. company that .
took students yearly pictures. No answer, so Stewart left a message -

that she called. She set the phone message at the .corner of her desk,

80 that she "would remember his name when he calls again,” ’
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___.._She then began. to look at the{mpfn;ngimail and some items the.bierk .%
‘had’ placed in her "in"“boxi.._; ; ' _ T e

. — ¢

-h?:i'pqt$onhq1abhi}étiﬁ listing 3§veral<opé;1;és in the systenm
‘for teachers.and administrators. . : :

_ ‘== ‘an, annountement.-of -a -conference for. reading teachérs.
3 . -- -a set of rating cards to be completed for each teacher. These S ‘
. f—e... + . teacher’ rating cards were filled out éach year by, the principal, ) i

""personal files. : ' ) .

' .and.placed :in’the teachers

Stesiart plargid the rating cards to one side 6n5he: desk, then got up, @

> taking the other items to:the outei -officé with her. She placed the

z;: ‘_cdhfergggg;gnnqﬁg¢gmeht in .the reading teacher's mailbox and tacked the E
;?; personnel pqlletin\FGAthéfgeaqhet{s bulletin board. As she did so,’ f
e . the cletrk.informed heér of an incoming telephone call, o

o, "-“- . . " . Y L - oo . . ) L :
PRI ‘Réturning to her desk,. she picked up the:phone and. heard the voice .
=0 of the photographer's representative, glancing in recognition at the K

"+ "fagfe- on 'the. earlier phone meéssage. After some preliminary pleasantries,

° | this{ “Mr. Haskins, every year we make a selection from among several _ _ .
G - -.8chool photographers to take -school pictures. You say. you'd  like to be

-]

':qqﬁéiﬁgfgdr;his year? ¥ine, I'll be glad .to include you-in the group.
. - Could:you geind me some matérials—-a list of the size and kind of photo

< to be included in each studert's packet...maybe a sample packet, 0.K.?
- "Algo. the .cost to the student, and the amount the school keeps for each
‘packet sold. Also any other items that you make available, such as class
, * pictures. and teacher. photographs.” _ , »

o mp—— R L
o T *

Stewart went on to ex?laih$t6_§heﬂphotographgrrthat the eighih .
grade .faculty sponsor oarticipated. in the selection. However, the
sponsor for the following yesi’ had not yet been picked out. "I'11
: . make sure’that you get the information on the selection process and the :
date‘and’time of .the meeting when we ask all photographers to_come to . 3
' the. school to. demonstrate their work. However, I1'd appreciate it if ;
%%éww~~:ybquouldwnbt‘meet{digecgly;wiqh the faculty sponsor, éxcept of course
) ;t.tbé*dembnspggtioQ,session. 1 look forward to seeing your materials,

e S

i’ _ ‘and thanks for your “interust in the school.” - . "
§~2; . . - Stewart put downthe phone and turned to the researchér: - "You o S
: know, it's a pleasuve dealing vith these photographers. They really Ty

enjoy coming to the school; and I must say, the kids get a kick out of
= tﬁgge‘sesbibns‘too." Theri, turning to another subject, Stewart explained
———to_the_researcher that she had gotten a hurry-up phone call from downtown
heéadquarters a day OF so“ago 2alling-her to a special meeting on the
.Access to Excellence program. "1t?'g gcheduled for Friday at eléven, and _
that's just when I'll be putting the finishing touches on the Continuous ;
P Progress materials.. I hope'l can get ihem. done in ‘time. But, you know,
L these meetings...they're having more .and more of them. They want fo

L ‘turn this school into-an "academxf'whatever that-is.” And we've got to
o -to.go downtown and sit around for a couple hours to be toid what it is.

MC . - "‘ . ) ) “'4‘\‘-‘ ) R .
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Then, no doubt, there'll be more meetings at district (headquarters)
setting it up. Seems as if I spend mcre and more of my time away from
here; going to meetings,’ meetings. Hard to keep on top of things here =
when 1'm not around " ) . o
H - / <
L~ o The researcher listened intently; -and the two of them discussed
i d the posslbility of "academy" status .and- what that would mean for the
school and for the. community. .- .

U After .a discussion of fifteeo minutes Stewart looked at her watch .o
{ - ) and saw that it was nearly ‘time for the primary grades recess. Breaking
off the conversation with ‘the researcher, she got up; walked through the
outer office, and went to- stand by the exit doors to the primary play
.area. When ‘the ‘bell sounded; ‘the. children were - escorted through the
building touard the exit.. In the gnsuing” commotion, Stewart spoke sharply
to a few boisterous children, telling them to "walk, don't run," and to. .
"move’ slowly down the stairs.” e : i

‘She. explained ‘in an aside. to the researcher that ‘her customary
practice was to accompany the youngsters out_ onto the playground where
she and: the teachers could supervise their play. ‘However, today, she ) :
hagd to get back to the office to prepare a schedule for teacher rating . &
con{erences with each teacher. Returning to her desk, she assembled " “f
the ‘teacher evaluation materials and got from her drawer the teachers'
daily schedules. Allowing 20 minutes for each teacher, she began
) making up a conference schedule. In the middle of this activity, she
rupted by three boys entering the outer office, with a teacher
aide foll wing close behind. One of the boys was crying and holding . oo
- _the back of his head. The aide explained that the injured boy-had
fallen and hit his head on a patch of ice near the rim of the play area.
The other two, boys, she reported, had been chasing the injured boy:

Stewart moved to the outer office and told the 'two chasers to sit.
down at a bench nside the hallway door. She inspected the_ head injurv
and found that it was beginning to swell at the point of impact. .Sending
a student helper to the cafeteria to fetch some ice, she asked the injured :

e ~boy-—-for—his- name, his home- telephone number,~and‘his mother's name. -
: She then dialed the- number and spoke with .the mother. After hearing what '
had happened, the mother said that she would come pick him up as soon
as she could get a neiihﬁzr to drive her to the school. The helper

‘soon arrived back with the ice, and Stewart wrapped it in a paper towel
and gave it ‘to the boy 'to lace on the bump. She told him to sit down

oh the bench and wait for s mother, whereupon she invited the two
chasers into the inner of fi e, and closed the door. "Now look, you know
you're not supposed to run where there is ice...it's too dangerous.

Now that someorle' 's hurt, the matter is serious. I want your parents

to know about this." She £il1led out a form that requested a parent to

T come to- school~with -the boys thé\following morning. * With the boys still
at her desk, she telephoned their homes and: ‘orally requested that a parent
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. comeito sée her the next morning: She explained to the boys' ‘mothers,
'”_'}""”“jfﬁéfé'i”bgenyanxinjﬁ;y and. your son was involved. Something must be
T .done about their wild behavior during recess.” -She then sent the boys
PRI . ‘back to their classrooms, explaining that she would see them again.in”®
the morning: . . )

As ghe gave them their hall ‘passes, the injured boy's; mother
arrived. §téwart‘explained‘to her that two other boys had' been <4nvolved
and that ‘she would be meeting with their parents in the morning. The
mother: asked her son, "Who did {t?" and: he replied- it was "Jeff and
:Hichaé;i":.”Thoée,boys," the mothét said, "why do they pick ‘on him: so
much? Last week.'they pushed -him in:the bushes on the Way home from--
.school.” Now they've gone too far." 'Sgewart asked The motheér to "let me

. See if.I~cén't.wprk'sémbthing;qut." She”promised to call her back in

~ .. the morning.-after she met~with the other parents:

S ;39‘3”7 _As the boy and his mdther lefs, Stewart looked up and saw that it
. . was béginning to snow heavily. She went to. the public address System
. .and announced that students eating lunchlag sipool would remain inside

! -the building during the lunchtime’ recess. -

e

‘ o, ‘Stewart returned to her .desk and worked on the conference schedule.
~_but: was shortly interrupted'by two phone'calls. One concerned the placement
. _of a'student teacher in the school. The other was from her husband,” =
asking. if she would like to meet him downtown for dinner. As Stewart
“was finishing the scheduls, the clerk brought in a master copy of, the
parents' bulletin for her to approve before it was duplicated. She set
-aside “thé sched.fe and read through the bulletin as the clerk waited ~

-

w7 _ to one .side. - She pointed out two typos; and then placed her signature )
% on the copy master. The clerk took it and left. A moment -later she E
- * retutned with the"U.S. mail. Stewart took a quick glance at the envelopes :

bafore setting them to one side and continuing to finish the 'schedule.
.’ ‘Stewart neatly copied the final schedule by hand' and then asked the clerk
to place a copy of .the scheduye in each teacher's mailbox.~ . S e
Tt ] Stewart then headed toward the caféteria, speaking with students . R
H . ih_thg'héll on the way, telling them to "slow down" and 'go to' your -3
L recess areas.' She todk a tray and moved through the lunch line. Instead T
of going to the faculty-%oom, she returned to her office .to eat.’ Thére, ;
she was' available for téachers who might want to stop by. As she ate, T :
- she ‘looked through the U.S, mails: promotional material for textbooks,
school administration booklets,. and instructional supplies. Also an
announcement of a tea at a local Catholic High School, for the eighth .
- gradets. Stewart set this aside and threw out the rest. ' . s

-

A student asked to see|Stewart. . As student council president,
she wanted to know whep the next student council meeting would be (the
.~ # last. meeting had been cancelled because of snow.) They.,picked* a date
O -~—-and-the.student sa.d that she would inform the council members. Stewart
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chattedforia few minutes'with-the girl abOut her plans for high school.

. Getting up from her desk Stewart ‘carried her tray and tke tea
. announcement to the outer office. She left the announcement in the .
2 ' :eighth gradg_class ponsot.'s mailbox and returned her tray to the
s ‘. cafeteria. Then she began her tour of the: hallways, ‘inspecting the.
; ,building ‘a8 the students returned. to their classes fo settle down for
the afternoon s courae work.,. - o
- a When ahe returned ‘to her office, the clerk handed her a phone message.
Stewart -dialed the phone for an in-house call and reached the ‘building
: -engineer. .He ‘told -her that a. small window at the back of ‘the building
: had- been -broken during the lunch hour by some loitering high- school

atudents. He said he had covered

‘thought you should know about it.
) shades in there. have been damaged
-~ . go wild in there during seventh a
. talk to him." Stewart agreed to-

it vith -gome heavy cardboard, "but I
Also, you know the art room...the
The (art) teacher just lets the kids
nd eighth periods. 1 think you should
check on it. : ,

Miss La Pointe arrived.

She had agreed to start a dramatic program |

in the school and wanted to report to Stewart the.plans she was making
‘for a Spring: production. They discussed’use of the auditorium, rehearsal
schedules, the play La Pointe had 'selected, and the tryout announcement ’
La Pointe had prepared.
ence was concluded and la Pointe left to refurn to her classroom. Stewart
got up’and, checking to make sure that the teacher's aide was on station
in the outer office to give out supplies, headed’ for_ the art room to

.see the damaged shades and to make sure the students were. under control.‘

SYAL S e B

» . When -she returned to the office, Stewart found Hrs. St. Antoine
waiting for her in the outer office. Stewart invited her into her own
office and asked for an update about the plans for the”eighth grade tea,

+ dihner and other graduation festivities. St. Antoine discussed with her

) . the results ‘of faculty and student committee meetings to that point.

. Then_ Stewart asked St. Antoiné whether she was thinking about remaining
eighth grade sponsor next year. St. Antoine seemed a bit embarrassed.

Shé said that she 2njoyed working with the students.weryumuch but that

™
kY

Toward the end of the seventh .period, the confer- °

)

there was some jealdusy from some of the other eighth grade teachers

who felt excluded. They digcussed how some of the other eighth grade
teachers might be brought more closely into the plannitig, and St. Antoine
left agreeing that she would try to mend some of the fences that had
been neglected.

Seeing that it was near the end of the day, Stewart checked bar
desk to see what remained to be done. Noting the stack of material in

s . the "in" box, she looked through it. It contained several forms that
‘ qrequired signing; they pertained to the ordering of supplies, teacher

but one. It was a request to order a film, Stewart was unfamiliar
with the film and wanted ‘to discuss its natutre and use with the teacher

4

§;} absences, and a fieid trip permission. Stewart signed all of the forms . h




~ -before signing., -
S *””T“*;-*éijﬁirfﬁpuq~on—her-hd;nand“cgagﬁgng;gé}ked to the main exit doors’ ;
A Just as -the dtudents were beginning, to leave. Stationed just outside
"1 _ the.exit,.she called to the students inside the hallway :and out on the 7
¥ playground: to "slow. down," -and."watc out,.it's slippery."” When the
T studenty- were gqu;she-re;ﬁrned‘to;ber'office to.find a tiny kinder-
DL gartner: sitting with tear=filled eyes next to the teacher aide. The
- aide explained that the girl's father yas supposed to pick her up from
school, -but had: not arrived.’ They tri _to ‘make sohme phoné’calls'to: -
“find out who was coming for the girl, but could not get jan answer. The
,ggflwgogggs;ed“that they call ‘ier aunt, which they did. The "aunt agreed
tor take the girl, but said no one could come and get her right ngw.
Stévart agreed to-bring the girl by the aunt's hobse..'vTherg'hqw;" the @
C aide-told the girl, "the principal will take' you tb'youﬁ aunt's house."
> Stewart placed a few items in a small brief case and was ready to leave.
. She-waited .as. the aide and clerk prepar€d tn leave also. As they put ox « -
their coats, she, checked ‘the teachers' sign-in sheets: to be sutke that they
*- were.all out of the building. ‘Then. she locked "the office as .they left
“togethér. Stewart reached for the small girl's hand and helped: her down .
; .~ the'slippery steps. Beforé going to her car, she'mutfered tg the researcher; .
“~~__* "I suppose I-shouldn't be doing this...liability and all. But someone '

- [1]
has -to. t .t . . . ..
- . - ’ - A ~
. . s ¢ ’, . '-'_ Lt
> » -
L d
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a .D. DEALING WITH THE EXTERNAL - ENVIRONMENT K ‘ ) e
A§~ghe'foregojng account indicates, the principal's managerial
‘ﬁoutine consists partly of responding to gemands’frqm outside the -~
.§chool. Principal Stewart sensed an increasing load. of paperwork, -
pg§i,of it attributable ;d/the Continuous Progress, Program. As with - °
the record-keeping apparatus in general, the tracking of Continuous ot

Progress statistics wa¥ handled by.headquartérs’staffxpeog;éAdbwntown, )
and as..the Program matured and gradually accumuiated a data base, o
‘¢entral staff statisticians were all .the'more interested in accurate, ’
;precise, bn*tfne‘rgéortS-qn each child in every school every ten weeks,
in order to find out if the Program was working. Accordingly, the ..
pfingigaI"BEEEmeythe~cencral-cosniﬂmxhg?ggghinery for collecting i
. these numbers, 9rganizing.them into system—wiEE_Yorms,'checking~che
forms for accuracy; and-then preparing them for delivery to district

/ ¢ - . .

offices: e

’

N
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",-7 The seven prircipals-examined in the generic profile above devoted' -
about 12 percent of their time to writtr conmunications at their desks. - ST
Half -to three-quarters of this time was consumed in processing docu ents .
for headquarters personnel. The general perception of the principals Ce
‘was- that the load of this type oiﬂpapetwork was indeed ‘on the: ipcrease. ’ j
: OneAp:;ncipél reported that it was necessary to take work homevirtually .
;gvgni.night E?Zstay on top-of the task. Many‘pr;ncipals stayedf?I\\\“‘

- -
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i T in thd transition. Which is to,say that program innovation, especially

. :Suspicious and skeptical community,

their desks after schodl or reéported early in the morning. in order to
:Stay ‘ahead of the mail.  Others.divefted time from -other activities
' Hﬁ:iﬁg.;he‘dax to handle.déta-ggtheving.for,each child. '
4 Principal Stewart,’as we have .seén, alsd sensed an fncreasing tempo; :
of meetings céli}ng her away from her 'building. The Chicago Public Schools.  :
“Yeadership has been. churning -out new program initiatives virtually without - .
let-up since the mid-1370s. _Most. of these,.programs;-as principals see Co
it, have béen.developed by plawners, lawyérs, technical specialist$ and, . '

educational politicians ‘who bave little understanding of. the, realities
of eléméntary ‘school management. Once: the programs are désigned, the
prifcipals are called to district or:central headquarters meetings -

vwhere ithey aré instructed on_how to implement ‘these programs in their o

_ With reéference to Table IV above, the principals spending” the
"Qagpgg;ﬁé~avay,frdmxiheii«bpildiﬁgs (22 and 19 percent) were attending .- .
meetings. concerred vithxgmp;qmenting’ney programs for their schools, . *
, including interviewing faculty candidates, inspecting materials .and o
ficilities, and discussing arrangements-with Superiqfs. . . R
Albeugh not req@;géd to .physically leave their buildings, many ;ﬂ
Principals discovered that their work configuration was sharply :
‘affected: by, .gecisions made: elsewhere in the svstem hierarchy. A casé ’
dn’ poipt: the magnet school concept. .Vis-a-vis Table I above; those: . o i
préﬁcipals gxhibiting’mo§tnpargnt’iptérqctioﬁ (12 percent each) turned
°, ‘out"to be those wrestling with .the conversion of their hitherto neighbor- E
"hood schobls into combination neighborhood-magnet schools. Inevitably ‘
in such a conversion, many_ parents contacted the school for information
*éb&p enrollment and ';prégrams, uneasy lest their children be shortchanged

‘that, originating at central headquarters, i3 more than an educational
Aenteipgisé; it is in essence a'galifical enterprise in convincing a

} ~ ‘

On- occasion, "the principal is unwittingly drawn into outright

political battles for power, either in the community or the school

" system at large, and discovers that the school itself becomes the arena

‘2" in- which these struggles are acted out. In Table II above, we see

-that oné principal’devoted 26 percent of principaling time to written ,
communicatiéns. An analysis of this particular case reveals that some i
disruptive confrontations between teachers and.pupils had occurred, e
"recently in the school’, .and that-the -principal's. handling of these. ... ~ o
d}étﬁrbances was being challenged by a self-appointed group of teachers
:;nd:patents~ps:ensib1y-;ryiqg“tbi"ﬁgﬁﬁéé?ffHE%EFIHEiBET‘E;}eﬁoya1.

. The: principal's defensive response to this challenge was a heavy N
.bfépqﬁaergnce of desk work devoted to the preparation of detailed N
hggbtaqguﬁs and other documents in which the principal was ekplaining.

-

+ .

'thé~teachsr:pupil.al@e;cg;iqnsﬁandfdeﬁending theﬁmannerfinfwhith—thvséf“‘f‘i"f<¥~§
were adjudicated. L . - ! :
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“fFinally, the principal's relationship to the external environment
is .complicated by understandable career ambitions. "In our investigation,
ue/have been .reminded ‘that the principal, as- a matter of -survival 1in- ..
-the . hietarchy, must use the. principalship for quasi-personal reasons. :
:He -or she must ‘be. attertive to the administrative reward system, . B
«tOsthe plus-and-minus schedule wielded bv the district superintendent '
and higher-ups. Principals 'know :that advancement in: the ranks sometimes o
goes-to "the good soldier." Accordingly, principals try hard to keep ‘
/problems of f their boss desk, to respond promptly to orders .even
{ when. they disagree with them, and in other ways exhibit their lovaltv
. ‘\‘-to_thesorganization in its encounter with sometimes hostile constituenc es-.
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T THE'SECONDARY PRINCIPAL

-

<
‘A._ INTRODGCTION L o
. High schools in Chicago are large enterprises. In enrollment,
.they: range from. a low.of about 700 to -almcst 5,000. Many high
schools are in the 2,000 to 3,000 bracket, Together with faculty,
.staff andisecurity personnel, these totals suggest a sizeable
organization requiring adninistrative leadérship of 'a sophisticated
. order., 'Moréover, -secondary -schools are.complex, in program -and
. organization. The faculty is: customarily divided into departments,
_.gubject. disciplines:-or program areas: At the secondary level, ! .
advisement and guidance  emerge as major adjuncts to the instructional
,program, "and. student -services for course scheduling, attendance
monitoring;- and recordkeeping become major auxiliary support systems
.fggﬂﬁﬁg,scﬁool's work. Add to these the specialized curriculum areas
of band.and orchestra, computér,pgogrammiﬁg,‘Reserve Officer Training.~
Corps, language laboratories, arts and drama, an interscholastic
athletic .programs. From this array of offerings, one can begin to
appréEia;eﬁthe far-flung reaches of .American education over which
the secohdﬁry school priné¢ipal is expected to preside.

i As-ié many other systems, Chicago high school principals advance
to this level of .administration through prior service at the elementary
level. "Typically, their elementary principaling begins in small
schools and then, with developing maturity and experience, they

are moved along tp larger and larger schools. Those tew who demonstrate

successful performance at this level are then "promoted" to the
high’ school principalship, sometimes by way of staff positioms as

" assistant or- associate principalships under experienced principals.
Assignment to a large high gchool is generally regarded as the top
rung of site-level administration in' the Chicago system. Advancement
beyond this level is usually taken to mean assignment to a district
superintendency (in 1980, the districts 'were reduced in number to
20) or to a headquarters staff position downtown. However, since
these posts tend to be administrative in a paper-shuffling, rather
than: a personnel management, sense, many high school, principals
-spurn-these promotion possibilities, -believing instead that their
site~level line positions actually carry greater prestige and status in

~ T the profession at latge. As-in military organizations, the combat -

colonel in the field enjoys a certain credibility not granted to°
deskbound officers back at HQ. : ’ ’

. -
v - -

-u:,Wwwdit%isrimpartantzto-remembergalsowthat;éécondéry-schoolfpnincipals

differ from their colleagues at the elementary level in that their >

4n :pushing'into adulthood with their characteristic adolescent ,
feistiness and arrogance. Being physically larger and intellectually
moré.clever and- devious, high school students represent a potential

et R s e e o ot edten

students’ are older, more savvy about grownups, and feverishly engaged
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for mischief which is far more threatening to the school's stability
than is. true in most elementary schools. This means that-the principal
as. chief manager of. &n educational program‘must also serve as first
officer of a control apparatus, sort of a miniature police force,
‘whose task it is to keep students in line, maintain surveillance

over. their behavior, and take corrective, punitive action when
necessary. with the increase in crime in- the wider society, and

with the growing street wisdom of many high schoolers, the principal’s
control functiom in large metropolitan areas is necessarily magnified.
Nowadays parents look more and more- to the high school to govern
their: youngsters cqnduct. recognizing that they are graduall}
'-losing control ‘at home.

. e -

We.see then the picture of the urban second_ry school prircipal
‘a5 the chief administrator of a large, complex organizatiocn. The
ostensible mission of this organization is education, but the modern
definition of this term is so broad and all-encompassing that the
school must be thought of, in real-life terms, as a multi-purpose
Ainstitution: Education,éyes< but also: - . , .

--custody (baby-sitting on behalf of parents and keeping young
people off the streets and out of the labor market on behalf
of the wider society) ) '
--behavior control (exercising police discipline over adolescent
conduct) ’
--career planning (through guidance and advisement helping
yourng people map out their future)
<=psychological support ("hand holding,'
through the agonies ofiadolescence) )

--gntertainment (serving as a production center for football
games, band concerts, Christmas pageants, dramatic productions,
international food bazaars, senior proms)

and helping teenagers

The modern, urban secondary school is a true center of community life,
not only for the young who attend it, but for their parents, friends
and neighbors. It is no wonder that secondary school principaling
.now takes on a sociological and political, as well as an educational,
dimension in the ongoing life of one of our major social institurions.

T~ B. A GENERIC PROFILE

1. Interaction Pairings = \

In managing this large, complicated enterprise, the secondary
principal moves through the day in contact with large numbers of
people.. The typical work day begins at_about 8 a.m., and “concludes
about 3:30 p.m.. In these 450 minutes, the principal is in direct
interaction with other individuals for between 200 and 300 minutes.

——This—means-‘that, for a ‘typical work day, the principal spends a
half t¢ two-thirds of the time talking or listening. ., .

g¢ =r’ ilythm ot these interactions vary enormously.

: o&meleCb, cf course, the snippet of conversation may last only

.,’i_"’i':i, “58 T e e o e e ey
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At other timé&, there is more to talk over and

five. or. ten seconds. .
+On very rare

‘" :the interaction covers five, tem, or twenty minutes.
.occasions;, the interaction covers a half hour or more.

.

o . 0ut clocking, of face-;o:fécé ifnterchanges reveals that principals
: diffe:'quewhat~dmpng themselves on the pace of these conversations.
- . ’qugexg@ple,‘o@é:’fiﬁé.wprk days, one secondary principal engaged

" in 148 face-to-face contacts covering 789 minutes, for an’average .
P »qf&§:ﬁih@tesaqu:20\sgépgds (S;ZQ)‘ﬁé: conversation.. Another principal
Lo in five:days: of work -engaged in 4;4:inggfac;ign§'bové;ing 1085 minutes
.. " -.for an average-of only 2 minutes and 30 seconds (2:30) per contact,

LT less .than:half that of his‘éollgggue.';Eprgthécsixv§ecohda;y principals

;" o .1 :observed: over 54 days.or part-days’ of activity, the average duration

e . 9f iqué§6QO9£aqg,encoun;er was approximately two minutes and - T
" 50 ‘seconds 1.2:50). - . . :

~. . 1 I
T On the telephone, the principal'in;éracqs'dith'aq unseen party.
i Understandatly, these interchanges are typicall?fnogfegtéﬁﬁed;‘ﬁn;ess_ , ,
S the principal is entangled with a long-winded §uger§gi\6%—&olpblé_”“‘ L. C g
ce parent who 15 better dealt with on the phione watheﬁ%fhan-in%f%régp,T", . :
. .Over four work days, one principal conducted 36 ;glgphonE5gohveréa;iohs Taed
: covering 73 minutes for an average call time of just. over 2 mihutés g
.(2:03)% Another principal, over four days, held 40 phone conversations -7
. for a, total of 140 minutes, or .an_average of three minutes, thirty - L
seconds. (3:30) for each conversation.’'.For all six principals, -
: rhe average duration of a telephone.conversation was two minites ) :
o and thirty-five seconds (2:35). S :

i

N -
i p3 - > N

_ These data of interaction time reveal, perhaps mere vividly
: .than ‘any other measure, the fractionated,;piece-meal character of "
R managerial life in a secondary school. The principal must absorb, . .
“ digest; and disseminate information in véry small lots to very =~

, - small- audiences, usually an-audience of one, sometimes repeating ot
o the same-information many times each éﬁx to many individuals. _ TG

In our research design, we wanted to know more explicitly the
exact nature of these interactions, and specifically which individuals R
in the principal's environment constituted the primary media of
managerial activity. Table I presents in descending order the categories
of people (by position) with whom the principal interacts.
Lo It is clear from this breakdown that the bulk of the principal's S
T “personal exchanges occur with teachers, administrative’ aides, L
' students and of fice clerks. Taken together, these individuals -
account: for 60 percent of the face-to-face contacts of \the principal
- .during the work day. It is pertinent to point out that the principal .
'--*-spends~tough1y‘equiialentwtime with. teachers, with administrators R
and with students. T

i

i \ TS e - . S e
gElil(j Conversely, the principal has very little contaét with the T e e e
-build . ;

ihéAéﬁgineeiﬁ This 'is partly due to the fact that in Chicago, i
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i ‘ ‘ : Interaction Pair;ggg '
P ’ _ (54 days or part-days of observatzon)
L The Principal , ) _
gz@: . -interacted wigh: . “\ginutes Perceq;
;_ v Faculty aember : . . 2365 i9 ' "
2 " .. Mssistant principal’ - 2178 - 18
[Researcher. 1802 T 14)%
o .. scudemt . . 182 15
Office clerk a- T g "8
%f f‘/ o " Other principals 844 Y A
s < . District Sgperintengent '“é;6 5
Counselor ' 421 3
Parent (or guardian or sibling) ' 292 2
: Central office staff . 207 F |
] Building engineer (Hé;d janitor) 161 1
Community oékicial. police 146 i
Teacher Aide 102 1
3 Security personnel 7é 1
Other - 201 2 A
12,166 100
T T Unavoidably, ;he feseéiéﬁérfﬁeﬁom;s part of the interactive

environment, and falls into the role of an ad hoc colleague of

the principal, receiving information, impressions, interpretations
‘and administrative insights from the principal as the day proceeds.
Although these interactions pre-empted about one-sixth of the
typical work day, they do not appear to have disturbed the general
flow of work or the distribution of interactions with the prznc1pal s
regular associates. See text, : (3() ——
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. extended .contact.with this person.

T S

the eygineers\belong to & parallel hierarchy, all the way to head-
quarters; 'downtown, and are not. answerable to the principal. As the
chief,gdqéatibnél.pff@cer.at the school site level, the principal
" xust operate by. persuasion and negot 'ation with his counterpart in
thé engineer .corps:. Although.in some schools this two-headed
-arrangement. creates some problems, for the most part it seems to.
~work., In any.event, the principal finds it agreeable not to have v

The principal also spends very little of the work day in contact-
vith:-his staff or line. superiots. ‘Only 7 percent of the time is =
devoted to interchanges with the district superinténdent, the district’
staff, or. the downtown headquarters staff. We-have noted elsewhere
incthis report that thé big-city school system is a loose-coupling -
of relatively autanomous units.  The infrequency of contact with

. administrative superiors would appear to fortify the legitimacy
.of this gefleralization. v ‘ ‘

.As noted iu the footnote to Table I, the principal’s interactions
with ‘the researcher took up 14 percent, or about 63 minutes, of the
typicai work day of 450 minutes. Some-small portion of .this time
.consisted, of interchanges early in the observation schedule during
which the researcher was attempting tq get quickly acquainted with
the school and sought background information from thé principal on
the.observation site. .. However, as the observation proceeded, it
was. increasingly the principal who voluntarily diverted himself from-
school, business to offer spontaneous observations, interpretations -
and speculations as to what was going on. Toward the end ﬁf the

T

observation schedule, these voluntary comméntaries by the principal
increased in frequency and duration, scmetimés stretching into
Jengthy bull sessions toward the end of the school day on what

principaling is all about.

Like many other positions in managerial settings, the job of
principal is solitary and lonely. As rapport begins to build between
the principal and the researcher, as trust grows, and as the principal
increasingly identifies with the research project itself, he finds -
in the researcher a professional companion with whom he can share
hitherto private impressions of his work. As data-gatherers, we
made no effort to shut off these conversations, even though they

- did not strictly represent "principaling behavior;" certainly the .

principal would not have engaged in these commentaries 'had we not

been there. We allowed them into our work schedule because we believed--
correctly, as it turned out--that through.such observations and

insighis, we might obtain a more human picture of the administrative
-art. It is readily acknowledged that any involvement of the researcher,
however inadvertent and unintended, does revertheless serve to disturb
the. integrity and purity of the observation. Indeed, our mere

— presence ineluctably =2lters the situation being observed (see

O pendix C). But it is out ccnsidered -judgment that these special

v

.alogues with the principal provided a much-needed counterpoint

iy B
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to our otherwise bloodless and matter-of-fact reporting of their

conduct. In the.end, we were convinced that these special .discussions
- were well worth, the disturbances caused by minor deviations from

the principal's ‘work schedule. C y T

.

o

2. Initiatory Behavier - . ' . o N

. 1a developing the overall plan of our study, we were interested in
leérging.which of the two parties in these ifiteractions was responsible- ] L
_fnpmini:ia;ing‘;bg”p;ggé°p£3§psingss which was to be transacted ) ] ;
between them. Table IZ provides-a distribution of initiating o
‘behavior.. S . ‘ S ’

’ . . -

-

It is clear from this tabulatioh that the principal takes the
initiative in the vast majority -of interchanges with others in‘ the -
managerial environment.  :Considering the principal's leadership
rolé, this finding.is not surprising. Once again, there appears

- to be a rough equivalence between faculty members, adminisﬁrative -
“aides, and students in the role they play-in initiatory eonduct.
Here also is further evidence of the relative autonomy -of the
principal; only 5 percent of the work' day consis*s in reéponding
to initiatives from the district superintendent or the downtown staff.

PO S

o

. 3. Medium of Communication

] In carrying on the administrative function, the secondary school -7
principal conducts the verbal interchanges in a face-to-face mode.

The work day, however, embraces many other means of communication:
..conversations on the telephone, vVisual inspection of the environment,
reading and writing of memoranda, and occasional use of thel|public

address system. Table III provides a distribution of time through

the fivé different media. v ° K

As noted elsewhere in this report, the principal is a Jalker and o
listener. We see from Table III that a total of 83 percent kf
principaling time is devoted to these activities. Coordinately
the principal is nét oriented to print, either in producing or . :
consuming it. As he or she moves through the-administrativquork :
day, the principal is a quintessential paradigm of what Marsh 11

_ McLuhan -would have..called the "cool mediun” (non-print) communicator,
. relying almost exclusively on the spoken word in conducting the N
work &f the school frum hour to hour. -~ -~ - \ DR

4. chg;7pfvAdministrative.Activitx

Where is tine job of principal performed? We decided to get a
~ literal answer, namely those .physical spots in the school build\ng
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. - _ TABLE 11
Sl } : ~initiatingﬁ%agties i;?interaétaop ?ﬁiggngs’m AR
- (54 days or part-days of oEse;yatioq) -
y ° : | -
i . Interchange initiated'bv: Minutes Percent ’
?f“*in\._ : i i T . “ N . ,
l o Principa% . ;; . '5421 ’ ‘ 68
I "~ Faculty member _ 977 - .6
Assistant prihcipal - 625 [ y
Student ) T 591 R 4\
N ;Researcher - , 585 A 4];
‘ é D;stricﬁ Superintendent 53¢ . &
\ C;ffice‘)clgrl‘c 387 3
. other principals e YY A
Parent (or guarqian or sibling) 242 2
. Counselor‘ ‘ 200 1
Central office staff ' 28 1
Coumunity of ficial, police 86 1™
) . Building engineer . " 55 ’ 1
- ¥ - -
’. 13,931 100

" % As noted iu thém;}eviOus section, the researcher inevitably gets
caught up in verbal. interchange. Most of these conversations
e ‘are ‘initiated by the principal. On rare occasions (47.), the

researcher injtiated the discussion. . o
4
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. TABLE IIT
Medium of Communication in Principalgggfﬁehavior - B

(54—days ot part=days of observation)

-

Medium - — " Minutes Percent S
V;rbal,‘fage-to-face ; 1i;0&2 75 ) . _f
'.Visb;1 (eyébailing the‘envirqnmeht) | 1,501 ' © 10, ‘ ‘?
“ Verbal, telephone o 1,071 7 |
K;itten (reading or wr%ting) ' ; ' 1,007 ' 7

:
.
’ H

Verbal, public. address system - 87 1

Provided by ERIC.
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nnd elsewhere which serve as the princ1pa1 s work sites. Conyentional
wisdom might suggest that .the principal, as the chief officer,:

enjoys the special privilege of a private office, and that_ the bulk

-~ of- nnnagerial work would typically ‘be conducted in that place. ‘This

e tutns out ‘not. to be the case. Table IV provides a breakdown of

physical sites where the principal carries on the business of the
schooli \ $ -

]

. . . s
We see immediately from this table that less than half of N ’ .

principaling activity among secondary principals takes place in the

. principal's office., For 55 percent of the work day, the principal

. is somewheré else! -

- Much of this time is off schoo1 grounds altogether, attending
ueetings, cOnferring with the district superintendent, visiting

-other (feeder) schools, or going d1rect1y to downtown headquarters
to straighten out a problem. ) , . \\

%. About a tenth of the time, the principal is in the corridor. Add :
3"r‘ to this the time spent in’ ‘student- -frequented areas--lunch room,

’ classrooms, auditorium and gymnasium--and we see that almost one-third .
.of the principal s work schedule is in close proximity to students.

Principals typically avoid the teachers' lounge, apparently . '
_agreeing with teachers that this area is a retreat, a sanctuary '
away from both students and administrators. They also spend little
time in gymnasiums or on the playgrounds, leaving these large
instructidnal areas to the special faculty a551gned for this purpose.

' Secondary principals are also conspicuous by their re1ative

absence from the site of teaching and learning, the classroom.

In professional circles, it is generally thought that a primary o
responsibility of the principal is the evaluation and improvement .

of instruction. However, out field work revealed that secondary

school principals do not spend much time doing this. Of course,

in large high schools, the principals turn over much of .he observation’
- and evaluation of teachers to assistant principals. But the principal
knows, as we all do,_that evaluating teaching is a generally ‘unpleasant
task. Standing in judgment of other people is always difficult;
playing God does not suit most of us, especially when the judgee

(the® teacher) has attended the teacher training institution and

knows as much about’pedagpgy as_any principal. Also, teaching is

a highly -personal art,' and what may. work for a teacher with his’

or her students, may strike the ebserver-eyaluator as unorthodox,

or worse, counter-productive. who, therefore, is the competent
judge’

Princigals_have pointed out to us on numerous sccasions that
‘they do not spend much time evaluating teaching because, when one
2ts to the bottom line, such monitoring has only a marginal impact

[N
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TABLE IV. '
e e ' : Locus of Principaling Activitj"’
(54 days or part-days of observation)
o : . N . L ‘ . . “ / '
- /
- © Locus L. > Minutes Percent
;'8: oo . Inner office ) ‘ T 6396 45 -
T g
L . Off school grounds (District. office, '
Lo downtown headquarters, other .
: \,  schools, other agencies) 1670 12
f«- - N ¥
: . . by B ‘ - ,
: A . ‘Corridor 1304 9 §
. " Lunch room - . ‘1220 8 .
- R L d 5
N Classroom B 1073 o 7
) Other administrative offices (Assis-
: . tant principals, ccunselors, etc.) B66 ° 6
Outer office (Front counter) 770 -5
Auditorium B ) ‘e 696 5
. ‘ Gymnasium 187 - ]
N n -
s Faculty lounge, restroom, etc. 91 1
Social room 53 i 1 .
. Playground 12° -
€ -
i -t - ’ 14,341 100 ‘
N ’ »
j :
: / ;
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-on the .overall quality of instruction in the 'school. Even in the
_ case of gross incompetence, the principal is required to spend weeks
and numths in carefully staged observations, teacher conferences,
consultations -with the district superintendent, not to mention the
piece-by-piece -accumulation of supporting:documents-~the "paper
. trail"--to prosecute the case. And these.long hours, pérsonally : -
i unpleasant and emotionally draining, custemarily lead nowhere: 1
g the. impossibly incompetent teacher is simply transférred to another
+ school by cegtral headquarters to inflict his or her stupidity
. on. another group of unsuspecting students

ES - ’

3 .So; whys, they argue, spend these precious hours on the critical ¥
upgrading of teaching when the bureaucracy above renders this effo ,
) all for*nough§° The. principals answer 'by staying out of the claia\oom
e : . .
P C. A CASE STUDY . . v
What we can. discern from the foreégixy ‘sections is a gengyic
b profilefof life as a secondary school principal. What needs ng
- pow -is to bring these statistics to life by. showing a prototypical -
principal in- action. One of the four-researchers in the present
*+ Study spent teén days (five of them consecutive) -at one of the high
. schools under review. During these days, observing frowm & a.m.
‘2 to 3:30 p.m., the researcher observed a progression of events which
gives substance to the,general view in this report that the principal
of the urban secondary school is a face-to-face’ communicator,
paripatetic commandant over his domain, a semi-autonomous site-level
officer in charge of a unit only loosely,coupled with the remainder
of the system, and typically an individual who has engendered among
his faculty and students that special blend of fear, love, and overall
respect which is the magic ingredient d&f managerial leadership in
' -\\organizational life. Here is how a, day went:

L]
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\ The principal, Mr. Geller, is in his forties, a wiry, agile
'alumnus of athletic exploits in earlier days. Like other male
p incipals, Geller has come up through the coaching ranks and has
.served his administrative apprenticeship in several elementary
o schools Now he cversees a large, complex high school with over
4,000 studerits and more than 200 faculty and staff. He likes his
work and appears to have an easygoing, comfortable relationship
with those around him. This particular morning; he arrives at his
desk around 8 and sits down to glance over some mail placed there
.———.by--his-.secretary..who had--arrived a few minutes earh%:r. As he studies
an attendance report, the doorway darkens with the figure of a youth
"wearing a distraught, hang-dog look on his face: 'Mr. G%lle -
I've been barred from class. My gmom hasn't got here yet’to 'bail ~—
me out.' They've got me in the 'Bar Room' (a holding pen‘90r
malingering students). Can you d somethzng’" Mr. G. cofsoles *
rhe boy., informing him that his first stop should be his counselor; - ——
[:R\f:l a friendly smile, he waves the boy off and returns to his mail.
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- He soon tires of this activity and decides instead to take off
on his ‘dafly ritval, a,first-period cruise of the: corridors t- .ze,
‘how the ‘school fares this morning. As he strides dowm,the hali. g,
he greets teachers,, asks students to produC°/t\eir .D. cards, .tells ]
"a boy to take off his hat. Moving on to the journalism-téacher's T
room, he stops the teacher and says: "Joe, you kno those yearbooks T
" .last June...we weren't able to unload them because. they arrived after . o
thé kids had finished school. - It's Christmas season. What do vou . ¥
_say ve put an ad in' the school bulletin that we're’ selling *last
year's yearbook for the bargain price of $3? Think théy'ad sell as . =
- gifts?™ The two of them discuss this briefly,'and then Mr. G. continués ” )
on ‘his sojourn through the. corridors. - . . B <

Checking the walls for Magic Marker graffiti picking up a stra\ I
‘wad of paper, glancing in;an ‘occasional classroom to see how things® L. 8
are going, he moves briskly through the halls for a visual check T '
of the premises. It is a large, five-level structure that, has been .E*;;
remodéled and added on to frequently down through the decades, so ez
he does not. expect to cover the entire domain. But he gets the, o
feel of a Tiew day, and after about 20 minutes,’ eventually works his .
way back to the first floot and to his office where he sits ﬂown
for another go at the mail. Ll

An assistant principal .comes in and says “that the Fire Marshall
is here, that ‘he wants to-hold a fire drill this morning because
the weather is good, even though -the temperature is about 30.
This means that it must be an announced drill, so the kids can get
their coats. After a brief discussion with his assistant principal & ... 7
and the marshal, Mr. G. anndunces the drill over the P.A. system ; )
and sets it for later that morning. The drill will be complicated
- by the fact that about tén minutes ' ° re the drill signal is to be ' .
" sounded, an assistant principal rece .cs a. telephone call from an |
unidentified caller informing him that there is a bomb in the ;
girl's-washroom. Mr. G. and his aides ponder a course of action, ,
calling downtown HQ for standard operating procedures in circumstances
of this sort. Geller. muses ‘aloud: "This is the worst thing that
could ‘happen right now...once they see us empty this building, Lo
they 11 think they're responsible. ﬁ' Eventually, the bomb threat turns T
out to be a hoax, and the drill proceedzgz:{schedule ol . i

[

Mr. G. spends the time before and aret' the drill conferring - ' o
"vith his assistant principals, handling clerical materials with the i
secretaries,,aisuering questions of siudents who drop in unannounced,’ H

Geller has his|mind, however, on a scheduled meeting .of the social

studies teachers set for 10:00.- They drift in, one byrone, and sit” ‘.~
down in the circle of easy chairs. Around 10:15, after some small ., e
talk, Geller opens the meeting. The problem centers on the drop 4n © =
enrollnent in traditional hiscory classes, with the students ) oL

opting for the more "relevant" and prdbably easier courses .in - - ;
conteuporary problems. If something 4Asn't done about this drain of. .. ‘f
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deuts-away~from standard history courses, there is likely to -be R
*cut-offsin budgetgslots -and: . Some, faculty will lose their jobs. s
S All those present recoghize the basic cause of the problem: the ’ 5
b5 }J cchool.s clientele.is changing becau5¢ the attendance area is..changing. '
ey Hinority students. in increasingunpmbers are entering the freshman N
_ - ‘class, :but they are -not doing well in::the regular, craditional o
éfﬁ uy»turricul - ‘And; ifuthey become discouraged during their freshman
- theystend;to drop,out -and typically do .not return. If ‘thése :

S e e e

A Gelier,.there is a ggod chance that the school -could keep o
s ”lfgthem through the full four years; until graduation. -Can the. ‘history ‘.
:’f*, w\and aocial studies faculty assist in redesigning the -freshman
Sf; fj offerfngs :80°.a8 to ‘eénable the school ‘0. hang on. to these students’
' Q“Understandably,,the history teachers inethe group are both worried
2 andUangrY Why-should they "be. expected -to shift to courses for which
>their training did’not _prepare them’ Why must_ the school change
its programs simply because a new_type »f student is showing up?
mh hour s4discussion.focuses on. the ramifications ‘'of different
remedies. No consensus; But ‘next week there will have to be some €

o - ¢
”\ctipn started on this problem.. ) A . . ‘

T The teachers slowly rise from their cha1rs, grumbling about f
" {louering\standards, and watering down ‘Tequiremeats. But the message

has been,delivered and they- appear .to ‘have gotten it. In a’head~shaking

-

gnation—they~depart—to—return~to—therr‘classroom54* - —- =

Y
a3
-

" >With the,meeting concluded Geller .confers briefly with the ]
assistant principals in a Dost-mortem on the meeting. Gelier assigns

B

%j.l.r,ope of :them the task of following up. on this problem and helping.

.. ithe teacners to, work out with: the1r department head some ideas for
«resolving the difficulty. . - . : N

o . L] LI
Y ~ ¢ -

As!the .aides legve Geller turns his attention to the drafting
of his Performance Appraisal Profile (PAP), a document which each
principal 1s.expected to submit annually to the district super- ] ‘
intendent as.a guide to a performance evaluation during the. coming
year,. *Headquaxters downtown has specified several all-systemgoals
"that.each ‘principal is toﬂyork tpward This’ year, ong of them is R
) the eduction in, vandalism. Geller glances at lastayear s figure and

ds! puzzled ito rgad "5 cents per pupil.‘ He ‘surmises that this must

15

be a typo, .since vandalism for a school of this type usuallyqruns

[t

‘ 60 to 20 cents per pupil* As a goal he jots devin the figure of ten
‘*7»° cents. RPN

[ . . - .
oo . ! ~ - N . .

ok Lo sowo L, o A . . ) N . ‘("".

e As he works on other sections of the PAP, several students drop °

. dn. withfspecial scheduling problems, a teacher sticks his head in the door

to report ‘that. the, photocopying machine is not fuﬁctioning, a student

messenger appears'bearing an eligibility list of the bowling team ’
hich‘Geller.must sign,iand*an assistant comes in; asking for a
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51gna$ure on a crowd control form—-a basketball gane is imminent and .

special manpower is required;to handle the crowd. As the gide 1eaves,' :
Geller returns to his paper work, jotting down ideas for the PAP. ¢
P Over and beyond the system—-wide goals each principal is fo set down .
; his .or her -own personal goals for the comivg year. Geller decides . ' T4
L on. four. [ / v ¥

; * (4) implementation of Access to Excellence proﬂramé \ .
o _'(b) in-service training £or his teachers, o ' _ o}
. Xc) implementation of theZHorth Central recommendatlons from ) ) o
: a visit by the Associgtion a year ago, and N
(d) development of better communications with the school community. ’

S T -~ ._) .
Geller mentally catesses thislast one; he knows his district superintenderit
is. especially interested in it. Furthermore, e knows that it is N
. the kind of _goal that lends jtself to self-enhancin ,documentation—-
X schedules of contacts with ommunity leaders, minutes of meetings

. held, letters from parents and political figures extolling the school;

|
{
§° etc. It is the kind of goal that can be Supported by a body of 1

"evidence."

As Geller scrawls the most convincing wording for these goals R
. on his working draft, he.is; interrupted by a secr ftary coming in o '
to say that there is a man in the outer of fice: who is asking to put
health foods .into the lunchroom; can she usher him in? Geller waves -
- her_o££4_telling.ber_xc,sa imlto“thealunchzoom_direcxorl__As {
' the secretdry leaves, a teacher (the student council sponsor) and .
S . an assistant principal come in to discuss arrangements for a rock L 5
R *. .group. scheduled to periorm atizhe school next week. This is the : -

kind of event which will require very careful planning After about 2

. fifteen minutes, the two depart and G. turns once agaln to-his .
. \ desk'papers L
He looks at the vandalism i tem on the PAP Realizing he needs ) . f
e more information on this, he get§ up and takes a hundred-yard hike f
through the back passageways to the engineer' s quarters. The engineer i

_ greets him, and they discuss the gra‘fiti problem and the worsening -4
vandalism of the auditorium. The engineer reports -that balcony ‘ 3

. seats are being torn up by student$ when. they are forced to use that s
" area for a study hall. S$ince these seats are no longer manufactured, S
L .and cannot be replaced, some existfhg seats must be cannibalized to S
- . make repairs on others: .This means\that the ‘seating capacity of o 3
o the auditorium is gradually declining. I , TR

e
e |

Geller returns to ‘his officc but, then /leaves almost immediately B
for a general. tour of the building. ins first stop is the “Bar Room, : s
where he peaks to the students briefly abput their infractions and !
. ‘his hope that’ they will shape up, get yeinﬁtated, and get on with their
o . -studies. The students resrond with stares and smirks, resentful of
B iucarceration and this "pep talk' by the chief ‘warden. Sctto voce, the .
B ~tescher expresses her frustration to 6eller "When I call th their -
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————irate-parent-claiming that her daughtef has been falselV accused of ' —t

‘parents, asking them to come down to school to bail out their kids,. -
they hang up on me'" Geller commiserates, and compliments her on her o
efforts. ’ . : . ‘ -

’ - . B

Geller departs and continues on the tour of the school, stopping

"to look at a teacher putting up a bulletin board display, then moving
‘on to watch a.musical rehearsal in the auditorium, then into a classroom
*«@o witness a one-on-oné tutorial lesson for a student learning

English as a foreign language, and then to the gym for a soccer game.

As -he. moves, Geller peeks into various classrooms en route, seeing

‘how. things are -going: At one classroom, he gently taps on the door and

motions. the male teacher to step out. The teacher emerges, and Geller. -

whispers in his ‘€ar.: "Your fly is open;"

\

~

L3 .

- Geller moves on toward the: lunchroom, where he-gets his tray and
then sits with his regular toterie of staff friends in the cafeteria.
(One of them offers an explanation to-the resear”her. "We have a
rile: No shop talk at lunch!") They discuss the weather, gambling
trips to Las Vegas, the fortunes of the Chicago Bears and Chicago Cubs, -
thé shocking murder of aecolleague a month previous)i Thirty~five . '
minutes is enough for lunch, so Geller takes, his tray to the collecting
point and with the engineer (one of the lunchroom coterie) he goes
to check out the boilerroom where some, repair worL is in progress.
" About one o clock he arrives back at his office. Among his messages
is one marked "personal and confidential." It is a letter from an

. «
it

calling a teacher "a fucking bitch." What is the principal going
to do about this?

A clerk comes in .and reports that a teacher is complaining that
$26 has been incorrectly deducted from his. paycheck. Can Mr. G. look
into this? Then a phone call from downtown headquarters comes in--it
is a staff person returning the call. Geller say&i:\ "Yes, Lucile, I've
got this Social Mal (socially maladjusted) kidﬁ§ ﬁ é been suspended,
but he's due back Wednesday. Do we open up a spegial class for him?
He's the only one we've got at the moment. Or do we put him in with
some other Special Ed classes?". A discussion ensues as to how to handle
the placement of this: one student when he arrives Wednesday morning. —
.'When he gets his instruction. Geller. hangs up. -————*“"_‘ﬁ_———’f_f—tj
i GeIler turns again to his desk work and jots a note to himself on
the $26 paycheck deduction. As he turns to the other papers, he inter-
rupts himself, turns to the researcher, and says: 'Remember last time
you were here...those fellows ripping out the seats in 204? Look, ¢
here's what they found stuffed into the metal posts holding up those
old desks." He hands the researcher a crumpled, aging piece of note-
book paper: In the upper right-hand coriner.is ile notation: "Raymond’
Voss, March.19, 1930." It is a student's theme on Edgar Allen Poe's *
."Th Telltale Heart." Geller cont’nues: "You know, the 50th reuvnion
o °r this guy's class is ¢oming up. Maybe we could locate Voss~-if he's

JRIC e
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still alive...He'd be nearing 70--~find out what he's doing now, and y
have him come to the reunion. I'm sort1ng out the stuff the men bring

me as they tear out these seats.. It's quite a collection--a school 5
newspaper. from 1948 book reports from the fifties, scrawled notes - :
. to classmates ) . .

The researcher looks ovér the Poe- theme, and remarks: "This is
fascinating. Why don't you get vour history department to make a student
projéct out of this...get these papers together, track down the people
who wrote them, .bring them into class to tell the students what has -
happened to. then since leaving, high school. It would make a great oo
teaching unit!" Geller ponders this for a moment, then with resignation Cod
in his voice, says: "well, no chance of that, I'm afraid...the history .
teachers are not interested in that kind of history. They want to stick C
with what they ve been trained for..the English Kings, the industrial
revolution, .the Civil War...you know...history in books'!" Geller
lands hard on this last word, but then his voice trails off as the
researcher hands. back to him the rumpled 1930 theme paper. The idea
dies aborning, as Geller and the researcher turn to other topics for®
a ‘ten-minute exchange on recent events in the school.

Findlly, Geller‘returns to his papers, ,* then picks up the phone
and asks a couple of his assistant principale *» drop in. "They enter
and he shows them the "fucking bitch" letter anc dsks fer sowe back- ok
ground on the situation. After a discussion on how to handle “this mother, “i
he asks one of* the aides, ''Look, you get the mother in here, get the giri, -
and_ask the teacher to come down. We'll talk the whole thing out right

YIRS

" today...Mr. G., 1 know you need a parent here to reinstate, but our _ . _ﬁ_e_w;

here. You be here too." As they depart, there is an incoming phone
call from a parent complaining that her daughter was"not allowed to
leave school for a family trip. Gellrxr listens, then responds;

"Well, Mrs. Kladany, the teacher is absolute boss on excusing students.
You know that. 1 just can't overrule a teacher on something like this.'
They discuss the problem for some minutes, Geller holdinj his ground. :
.Then, to ease the tone and hopefully bring the telephone call to a ' :
conclusion, he says: \Is—your\leg still in a cast? How's it coming?" :
Mrs. K is appropriately disarmed and concludes the conversation so that’
Geller can get back ta erF

The next hour or so i taken up with continued work on the draft
PAP, and with students popping in to get their schedules changed. ~
As he deals with these individuals, G receives a phone call from a
woman in the Mayor's office asking for a room in which to hold a
meeting. For most “outside groups, the answer would: be no. But a room
will be found for this caller, to be sure. A girl student comes in;
she is accompanied by her sister (not a student in the school). She -
needs to be reinstated after being suspended for too much cutting.
Her sister says: "1'm here in placé of my aunt...She can 't come in v

~

father doesn't 1ive«with us and our mother is in Central America
visiting her sick father...he just had a stroke...and we don't know
when she'll be back." Geller interrogates the student, ponders an
.answer, then writes 2 note for the girl authorizing her reinstatement,
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"and sends the two of them on their way.

<
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Geller returns to the desk, jots a note to the engineer asking ) .
him to remove some broken hardware from a swinging,door on the third
floor, it is sticking out iA the hallway and -is a hazard to those
. passing\bY. He then takes a look at a report from downtown on alterfhative

programs for job-holding students who want to get a high school diploma B
., in the evening: school. | - N -

4 ‘Picking up. some.papers, Geller then moves to’the administrative .

Lo "outer office; delivering. some end-of-the-day materials and giving .

i instructions for clerks and secretaries. Then he decides to take another

short spin through the corridors. Almost immediately, two girls spot

Do ‘him, and come up to report ‘that there arg cockroaches in the locker 3

W -room. Cani ‘he check on- this? After another hundred yards of walking, L

C ~vatching the students put on their coats for the: trip home, he decides’ ’ ) :
tc return ‘to his office. On arrival, he phones the engineer regarding '
the cockroaches, and then turns once again to his paperwork A sealed tot-
envelope to ."Mr. Geller, Principal" confronts him. He opens it and \ ,

= reads a long, rambling memo from a teacher complaining about his treat- ) . A

i, ment the previous day when Geller had t& criticize him for allowing ;

.- *° 'his study hall students to wander out into the hallways. The last

paragraph of the letter carries a mild threat: "I am forwarding: copies

~of ‘this letter to ine district superintendent and to Operation PUSH."

ottt

'Geller.is non-plussed by the letter, coming as it does from an ., .: :
“otherwise competerit; responsible, coopérative teacher. One phrase in. . i
the letter is particularly cryptic. The dissident teacher accuses ' 7
Geller of "abusing my professional experience." This phrase makes no
: sense. Did someone else write this letter for the teacher? If so, R
. what is the motivation? And why the intimidating tactic of involving :
N an outside organization in such a complaint’ e

3¢ 1 vwons o %7 K
‘ . s

Answers to these questions may come in time, but for now. thev L.
can wvait. Geller knows \that this kind of complaint must be dealt with !
promptly. He places the letter on top of the others on the desk..."I'1l
get to that first thing in the morning."” Gathering up some other materials
and putting them in his briefcase, Geller, pondering how he could have

"abused a teacher s professional experience," heads for the parking lot. -

\
3

-

D. CONCLUSION ‘

We 'see from the previous sections and from the above case study
that the tempo of life in a principal's work day is not conducive to
serene reflection. There is .a certain tumble of events, one after
ncther, which requires a quick’ facility to move abruptly from one
subject matter to another. The principal is expected to store in his

"memory drum” the contents of hundreds of conversations, many of them
not related to one another, and to retrieve the relevant elements of
o ‘these conversations later the same day, tomorrow or next week.
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There also seems to be-little rank-ordering in the importance of
events, everything seeming to blend together in an undifferentiated
jumble of activities presumablv related however remotely, to the
ongo1ng vitality and purpose of the larger enterpr1se.
must deal with a critical problem in the school's curricular prograr,
i.e., the freshman history sequence.
elbowed aside, denied a position of deserved prominence, by a cascading
farrago of other concerns--auditorium seats, a foul-mouthed girl,
botib threats and.f

.

cockroaches!

And yet, the entire matter is -

The principsal

Ay e e v

Management, whatever else it is, is the art of being the br1dge oo

Dbetween the long view and the nitty _particulars of organizat1onal
. life. As we have seen, this truism is no better illustrated than in T
%ﬂ-—w—~'w~w—~theﬂsecondary school principalship.. . ‘
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V-A:" STABILIZATION AND ENHANCEMENT: A Managers-Balancing Act

N . ° [

-

1. Introduction: - i

It is difficult to convey in print the charged atmosphere of site-level s
administration in a city scKool system. Yes, there are daily routines, L
long .periods of uneventfulness and much procedural ‘répetition. But
the management of ‘a city school (whether elementary or secondary)
.occurs withiq an environment of considerable tension and anticipation.
Many -events are unpredictable and can edsily drift out of control.

'Thiqgs'héppgq fast, without warning. A neqr-dgowping'in the swimming
pool; a.stabbing .on a second floor stairwell; a school assembly that
becomes a mini "riot!"; two children lost on a field trip to the zoo;
a student, or a teacher, "gone berserk’; and the usual rash of fights,
cuts and. bruises, and disciplinary incidents--are all very much part
of the job, and very much on the mind of the principal on even the
‘most ‘placid of days. .-

+

>

. The-building principal's first responsibility is to harness and get
control of the unpredictability of the school community. As the managerial o
official mosg consistently in contact with the school system's pupil,
parent and neighborhood clientele, the principal is most. critically
~ concerned with the maintenance of a controlled and orderly learning
environment. ) :

Py —

The building principal .is also the person most authoritatively in
charge of .the teaching and learning activity that comprises the )
essential purpose of schooling. The principal is expected to be the :
"institutional leader," to encourage new curricula, foster change, .
encourage experimentation, upgrade staff quality, add programs, and T
alter attitudes. The principal must constantly search for additional
school resources, rearrange personnel and institutionalized structures;”
improve the image of the school, and encourage parent involvement.

Thus, both stabilization and ernancement activities are essential
elements. of the principalship role--and both must be pursued simultaneously,
with much tension between them. Principals are given the difficult job I
of maintaining organizational stability and at the same time changing”™
and improving the school environment (see, Moore, 1975)d Too much
'stabilization could deaden the enterprise; too much enhancement can be
disorienting and counter-productive. How does the principal find the

~ right balance? Three key areas in which the principal typically)seeks
to establish a balanze between organizational improvement/enhancement
and organizational stabi;it?/control are: First, school discipline and
control; second, parent/community involvement; and third, teacher/staff

capability and conduct. —
- .

- e

2. Discipline and Behavior Management

_A key responsibility of every principal is the supervision of’ school B

-
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deccrum and disciplinary order. Styles, of course, vary. Some principals
give much personal effort ro the strict control of pupil behavior, the
cleanliness of the school, etc.; others are more willing to accept a .
bit of noise, confusion; and untidiness while nonetheless overseelng R
tiie maintenance of control. Although d15c1p11nary structure can be :
maintainec for its owa sekg, and certainly is a necessary sccompaniment to
pupil safety and classroom efficiency, many principals extend the
maintenance cf control to enhance the school's learning atmosphere.

In this strategy they concentrate upon: (a) the anticipation of 1likély ;
problems, (b) the effective control of events and crises that do occur, oL
and (c) the. development and enforcement of school rules as guides to i
.proper institutional behavior.

°

. Problem Anticipation--Principals tend to spend a good deal of
time "on the go." : Much of each day is spent in motion--a tour of the
“halls, a monitoring of the cafeteria during the lunch period(s), a
quick check upon and observation of activities underway (classroom -
learning, schopl assemblies, the library, physical education)
throughout the building; checking items of information with the scheol
staff; making sure individuals (e.g., aides, hall monitors, playground
supervisors, street crossing guards) are on duty; being generally °
available to both staff members and pupils who have questions or items
of information, comments, and special problems.

~ Much of the movement of the principal around the school and its
environs is in the nature ¢f a "search routine'"~~involving both the
maintenance of a physical presence in the school and an attempt to
anticipate and quell potential trouble. A common observation by the_
- principals is that this—aetivity-permits- them to gauge the school climate. ...
A halls tour of just a few minutes, with merely seconds listening to -
the sounds coming from each classroom, gives a quick reading of 'what's
going on," how well the school has "settled down to its bus iness, ¢
what the "temper and mood of the student bodv seems to be today." Most
princ1pals quickly develop a "sixth sense" coacerning possible trouble--as
Principal Decks explains while detaining some students in the halls, - -
allowing others to pass undisturbed: "Some kids_you don't Teed to ask
you know they're .akay.!l Elementary and’ high school principals alike ’
will commonly position themselves near a main entrance at times of pupil
‘entrance and exit and typically walk the halls and corridors of the
school at various 'passing period> " Frequently, at these moments a .
fight is stopped, a bit of excess noise is quelled, the disciplinary :
rules of the school are made manifest, potential accidents are spotted
and averted.

By being on-thé-go and very visibly in charge at times and places
of potential disorder, the principal sustains an atmosphere of purposefulness
and control in an environment of volatile uncertainty. Many occurrences
call for adroit, careful handling by a principal who is on the scene
and ready to act decisively at a moment's notice. Restoring order and
-calming frightened youngsters after rocks have sailed through se§nd- s&or\
, vindows, showering classrooms with glass; -tracking down school buses

that are nearly two hours late in claiming pupils at.the end of the day,
while simultaneously soothing frantic parent$; :meeting with and attending




to .outraged parents who have suddenly descended upon the school with
'~ @ complaint about a teacher--all these require a person in authority to
.be-"on" call" and very much "in charge" at all times. Similarly, the.
heading off of complications before they develop are critical, anticipatory
elements of the job. Some very recent racial incidents at ‘a neighboring
high school cause a concern for tightened security in planning an upcoming
dante; rumors of a coming gang battle at a local park lead two, elementary
_ principals to warn pupils away from the park qver the weekend; a field
~ trip being planned and. conducted by a not overly responsible teacher
prompts efforts to make sure that an abundance of conscientious parents
and school aides go along; a very busy intersection near the school is
checked each day to make sure that an adult crossing guard, who has <

a rather poor attendance record, is.in place. - e

b Evfnt'MABagement--In the midst of a constant threat of unforeseen -
events and--potentially disruptive occurrences, principals commonly
engage in some categories of behavior which seek to control and order the
parqmeiqtg of unintended activity. One stratégy is to seek to keep
the "fallout™ from any unusual event to a minimum. For example, when
‘Principal Smith’léarned that a large rock had been .thrown through a
-second ‘floor window, spraving a room_ with glass, his initial response
(after making sure there were no injuries) was not to send persons
looking for those who threw the rock; instead, he sent staff members
to the second floor to enter classrooris and explain the incident, herd
Pupils now in the halls back into classes, quiet things down, enforce
order. "They'll all be excited and keyed up on the second floor now,
and that tension will build and build if we don't quiet everything down’
right away." 1In another setting Principal Gordon stressed upon his
teachers the importance of not referring to yesterday's student outburst
in the auditorium as a "riot." If we use the term 'riot' then wejfve

o

o

e

created it." The teachers were urged to drop all further discussion of
the incident: "It's over; you can't run this thing into the ground.
Shift your talk to the students wn -~erformed well all day long at the
festival, not to the problems that lasted just a few seconds at the end."

By managing the "fallout" from the unpredictability of school life,
- the principal copes with organizational expectations of order and control
amidst an ever-present danger that events will get out of hand. As
earlier research by Sarason (1971)2 Wolcott (1973, 1977),3and Blumberg
and Greenfield (1980)4stress, the mark of an effective principal from the
central office perspective is to "keep things calm" and.to see that the
work of the school system proceeds “smoothly. )

c. Rule Enforcement--Despite the existence of security aides,
.assistant principals for discipline, tea.hers on hall duty or cafeteria
duty, plus even city police officers on full duty"in some schools,
principals personally spend a good deal of their time each day in the
enforcement of school rules and in the maintenance of an orderly school
environment. " Principal A (in an elementary school) spends an average of
seventy-five minutes in his working day- supérvising the movement of
pupils into and out of the school building, overseeing pupil behavior
in the cafeterfa and in the halls during the lunch hour, and "touring"
the- school corridors during passing periods. Principal B (also-in an
elementary school) spends less time policing the school during the. day




A but islcareful to eat his lunch each noon with the students in the
N Vo , cafeteria and to exit the building with the pupils at‘iggernoon dismissal--
v \ stopping fights, shooing pupils off the school grounds towards home ¥
= f (devoting an average of twenty~-five minutes in his day). Principals C
- A and D..(both in high *schools) spend SB\ezzrage of thirty minutes of

their worKing day similarly superv1s1ng nd regulating student_ bebhavior .
("hats off please,”" "hurry or you'll be late to class," "where's your
1D badge’") as pupils enter and leave the building, eat lunch, exchange

IR classes, and group for special occurrences (e.g., an after-school dance).

A common problem for high school principals is the maintenance of

: school security v1s-a-vis tbe surround1ng community. Often a continuous .
E» : battle 1; waged to keep ogts1ders out of the school and to enforce
;o a rule that legitimate "ins‘ders" must wear their ID tags. Both

{ \ elementary and high school principals typically also do a bit of

housecleaning while patrolling the halls (e.g., asking pupils they sce

to pick up loose papers, occas1onally gather a bit of trash themselves
and throwing it away). More than simply a<c ncern for cleanliness, this
\"houseﬁleéning' activity, along with the ru*ﬁ enforcement effort,
communicates an important message of environwental quality., Although the
physical plant in much of the city is in urgenit need of repair and
- Fehab111tat1on, school principals commonly do their best with limited
resources amidst unattractive surrcundings to communicate an image of
é\well-ordered'learning environment.

Y
l

, Agaig, there is tension created by the need to_balance orderliness 1 st
and stab®ity against institutional development and improvement. As :
the school attempts to control and regularize the behavior of students
in'the name of a stable environment, 4t also must be sure that the
enﬂorcemen' of rules is responsible and orderly; if inconsistency
in rule enforcement develops in a school, that can produce as much .

5and disorder =s the,original disorderly behavior of the pupils. -

A ’
!
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3. Tostering Parent and Communitv Involvement While Maintaining
\ Control Over "Outside" Influences ]

[

City school adm1n1strators have been traditionally wary of establishing
L too open and accepeing a relationship with their SUrrounding community -
— (see Hann, 1976) .5 hevertheless pa%ent and neighborhood involvement has f_
) now become a major focus of the school principalship. Parents as never T
N .before are being used as aides and volunteers in the instructional
work of city schools. It is well understood, however,  that parent
. ] involvemment and 'outside" influences upon the school are to be kept
o in balance. Principal e expecded by the school system to establish
‘ friendly and useful relationships with their local neighborhoods bg&é /
are similarly expected to buttress the larger organization from the —»
demands and pressures of commun1ty groups. Principals come to value !
both the political power di the extra help that a very active an
supportive neighborhood cah p.ov1oe but are conscious of the need to
,maintain a distance between the school and its community clientelle in
critical decisions of s¢aifing, resource allocatfon, pupil contrbl pelicy,
and school curriculum. Parent involvement 1s, almost by definition, )
' \a destabi liziﬁg’influence opon the school. However, SURBprt1ve parents, o
Q f,,.shafiﬁgfihe goals of the institution (say in enforcing homework rules e .
N\ S, __ 80 o
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" -enhancement effort!

. and organd ational values. (a) tﬂe use of the community to protect

P R R T I <
Voo

or‘helping to monitor the playground) can add considérably to the

Principals employ thﬁie strategies to balange constituent interests
-and: parental involvement gainst the stability/demanded by professional

areas ofly ncipalship authority and/or resource control, (b) the
discretionary use of the principal's office to build ,community support,
agd (c) the orchestration of community involvement in. such fashion as
to engender interest in the work of the school without generating
schooi-community conflict.

a. Using the Community to Protect the Work of the School--Occa61ona11v
groups of parents will "pack" a school board meeting, flood headquarters
with .mail,. or oickeq the board of education offices--expressing concerns
.about a particular school S program, staffing, or resource allocation.

The principals serving in schools where these drastic, actions develop

\are not highly regarded however, by their superiors and peers. The

overt. use of conmunity support to pressure a school board response

is much frowned upon. L Mhen Principal Carter fostered, as a last resort,,
letter writing campaign and the development of articles in the communit)
newspaper in order' to acquire some critically needed textbook funds,

the funds were forthcoming but in company with.some very direct criticism.
"You shouldn't have done that, you embarrassed us," commented his immediate
superior. . . () '

———

Generally, approaches to the use of the community to protect the
work and the resources of the ividual school are much more subtle. %
In the course of involving pa€§:§s in fund-raising (8.%., bazaars,
bake sales, candy sales), in pageants (e.g., .a Christmas performance,

a science fair, an art fair), and in field trips (e.g., a state capitale
trip; museum and zoo trips)--the school channels parent en2rgy and
invoivement into supportive acETvities and activities that increase,
sometimes considerably, the stafi resources available to ‘the principal.

Some principals will cultivate nearby residenty (often some
grandmothers in the area) as "spotters" for the school--persons who know
the community well and ’can warn the school of unusual developments P
(e.g., there's a rumor-of drug dealing at a corner grocery; two gangs ' _
had a f‘ght over the weekend at a nearby park Mrs. B's husband was.
arrested last night and her four children "are very much "of edge")
Occasionally, principals will "politicize" a few parents in their community,
to the extent of keeping them informed. of board of education actionms,
letting them in on rumors of policy change, and providing them with
“inside" information about the larger bureaucracy. These parents are
frequently active on school advisory committees that serve higher levels .
of the organizational hierarchy and constitute a political force of some

potential, a force that helps protect the school from "harassment"” within o
the school s/stem. ° R :
b. Building Communitv Support--Many principals devote a substantial _ : é

amount of time to the cultivation of the surrounding community. Principal

p
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Masters schedules a series of coffees in the homes of parents over'the
course of each year--inviting a few parents upon each cccasion to thc
home of another, to discuss thé work of the school and to become better
. acquainted. Principal Mercer uses a battery-operated ' allhorn each

; ! _ morning and noon hour to herd, students into the school--expla:n;ng

x that he hates to use the thing but the parents expect it and watch to

. make sure he does use it. Principals Harper and'Cory devote a good deal -
o "

. of attention to outreach efforts--organizing visits to nearby senior
: citizen's homes and clubs, arranging food baskets for needy families
; “in the neighborhocd at Christmas. Principal Johnson is active in‘“a local
- businessman's organization and has secured the agreement of, a neighborhood
bank to sppnsor prizes (e.g., sav1dgs bonds, cash, awards), for academic
excellence in his school. . , ,

- - . (‘-1 \-‘
~ One’ of the moet effective means for solidifying community support, .% "
however, is the principal's discretionary response Eo requests for '
spegial consideration. Most ofteny such d1scretion involves the
: . \provision "of access to the school and its programs through unusual channels
P " or procedures. A father makes a personal request to Principal Roberts,
. for ‘example, asking that hig son be admitted to the school's special

edycation program, even though the school district's testing proczdures
b have not 1nd1cated-the ne~d for special education. Roberts tells the
2 father he'll go ahead and start the boy 1n specidl education anyway. In
the meantime, the father sHould secure a letter from the familv s own-
medical authority, requesting special education plaqement. In such
;oo an action, the princ1paI obtains a political friend in the student s
. zatner " A oY .
] : O ¢ "l -':5 ‘
Similarly, discretionar) authorit) mav fnequentlv be used to copen:
— Loap -school enrollments, despite’ school district rules governing the - -
allocation of pupils to schools in terms of attendance-area boundaries.
* When there is space awailable, when there is a previous relationship .
4 between a family and the school (e.g., a relative attends or has )
: attended),” and when there is.clearly some legitimacy to the .parental
request (e.g., the family does live fairly close to the school but -is
R just beyond thé attendance bOundarv), then the principal will commonly
s be open .and flexi¥le ir admissions decisions. -
c. Orchestrating Community Involvement--As mentioned above, parental
« ¢ participation in the life of city scsools\appears to be greaterythan 2,
ever before. The'"four-wal) " inferpretation of school life as a bastion *. '
of professional activity that is to be kept most carefully closed to L
o all "outside" participation and influerce has been replaced by a3 new
attitude of much local involvement and a rather considered community .
responSivenesg. Paxents are now playing valued, formal roles in the
.. inStructional prograr, often as paid aides to, teachers ahd staff, and
verj frequently as volunteers in areas c;osely pssociated vith matters ;!
of classroom instruction Aas tutors, teacher aides, library assistants.
L. and sponsors of speczal p?bgrams (e. g., Reading is FundamEntal RIF).
- PR --\ . .
In roles less closely associathd with instruction. parents are = .
. ' increasingly involved in school fund raising, pageants and sthool .
; Q assemblies, field trips, and the sponsorship of extrafur:;cular .o ?
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: ;v acagvi:ies. “iIn decision-makiug and gpvexnancé at the school 51te~1eyE1 ,
) n«wgarent advispry eéun*?ls Are now concerned with an increasxng range of o
Mxeséutce allscatxon and.programmatic décisions that were not, long agol‘ ",
considered ‘tha, :esponsildlaty of unfettered ptofessionalism. The schools
sare,. additiouall reaghing out”. 1ncreasing1y to parents throuel ! Lo-

,aedsle:teré’ home visitsﬂ.recree;ion nights, and open houses.

k2 3% s U . p)
o i v Of importance to :he pvdncipal in maipcalning *he stabilicy of tne
schnpla.howeyer, 15 ihe combinaﬁion of communitv 1nvolvement wzth very
; 4“i. realﬁparentalaoower in schoal ppllcymaking As we have observed
ibovéy dtcan, be. $ugge$ted thic the school’ princ‘pal is expected by \i oL
tﬁe ia:ger orgapization to be responsiVe to, but protect the §chool ' o
: < svStem froms communiqy in:eré%cs .and demands. The principal WUSL‘balanCE .

o uparén:al ;inyolvenent - _against his or her peed for authoritive .controY * .
) ,,rover tﬁe schoal.; Ptinéipal Russgll, for example, explaxns 5hat he has
Y xﬂ;aﬁtive‘qeore,of :patent volunteers and that. many persons f;om
X ig&borhood are. interested in.apd are involved, in’ :he vork &f o,
L Ee e_,s.~.,_9p)..;,:‘lx.xssen goe? on; to mentiouv however,;that the school s, L
"ﬁo:mal' “arent advigory gouncil hasa't- me; much over the, Jast fen e
3 .aFS"ﬂQV&; since che‘couﬁcil oggap pushing to, have avoice in the
‘evaluatzonﬂaf the’ séhool*s teachers.- Principaf Harper, ip anotHEr . Al
s example, cbmplains ebaut his difficulty in getting parencs ‘to becofie = T
R aociveplneschool affairs--mentionlng that few persons atténd parent ‘ : ,
A€»~\ad'isar\ gounu?ﬂ me :ings and_that, the “council bas even been unable, LD

cf
2

o epm..vo years*nowtgto elect. a coqgeil president. Harper indicates hé T u
X . 4s quite ¢GRgerned at this monencg though, because a number of parents’ :
; »)are yerv dxs§&,zs£ied"with cne,of the»School s teachers and have threacened

(-«-

T
B

- Sp briﬁgﬂthg grievance to t%e, ttentiod of a higher-levél adM1nlstraton.
.ggt?‘z.ﬁav 5/"1 dos't want thems&ashing our 11nen ins public lzke that "
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ile “reventing Scaff Conflxct ‘ ‘ .
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i gThereihds bgea a. good deol o: ;nterese 1n che»g1ve-and :ake relat~on-
' shgf betvecn. thé school pxincipal and his teaching staff. Waller (19326 ’
s »ae azdng the first.to cutline & patnern of neeiprocicy between admlnlstratlve L
'~-.‘and iﬂscructianal petsonnel--a reciprccitv ba:ed upon “an essential 1 -
conflict of Anterast.betveen ﬂxofesslcnal;and buteaucratit norms i 7 .
zhe. n&&st‘of an organxzatioxal ‘fied for cooperacivq oehaviona Both  * ’ o
Beckor (l?éiiTand Lortie ’Iﬂésiihave similar1v>;hvest)gated the interactions
P Qiugeachers and. principals “and the baianp; of power that exists between .
... thes, JIhe prineipal £} Beckex,no:e-,gus éxpected by his £aculcv to N
P "baechhen up and to respect thqir professional iuéegendence ’
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oy Tﬁ@ or 1ncipaL iﬁ also expected by ghe larger organization, to
- supervise and -evaluate: his reaching stiff--to upgrade the quality of
. Jnstrugiion-and to egercise overall instruceional leadership wichin o
Sthe sc;oq,. Again, the yrincipal is forced inqn a balancing role;
‘~v“£for:s to - enhanee thes quality of teaching and. “the ‘tasl. perfortance, of
#he sthopk staff myst be balanced against the need to stabilize the
principnl»staff relaz ionsrip. Ptincipal Greene for exarple, actempted ] )
. B serﬂeus and tough :e-eva}ua:iqn of he; ceachers. in the spring of ) -
--che year, in her anneai evéluat&onhnoticer to. indlviaual nbacﬁe;s, she- S
inxetcd.manv ratingw A«sizsble number oﬁ he: faculcy respéﬂded bv
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appl§ing immediately for transfer to other schools wffhin the system,

¢ .
' .

M 4

"The pr1ncipal s balancing act (at least 1h most ldrge-c1ty contexts)
‘must alse—be. undertaken amidsc constraints of legal an organizational
authority. The teachers' union contract speéifigﬁ,glea limits upon
class size on-duty and off-duty hours, and the amount aof extra work

that. éan be expected of staff (e.g., curricuium committees, lunchroon

. supérv1slon) Procedures for the eva} uation and eventual d1sm1ssal of
/eachers are most elaborate, enormouﬁg) time~consum1ng, and filled
w1th organ1zational pitfalls. Add1t1onallvn a number of categories '

o: school staff in many systems are not directly respon51ﬁle to the
bu1lding prlncipal (e. g., maintenance and cafeteria person el, plus

a number of specialized. teachers who? move f’om schdol to s hool)

in’ tne m1dst of stafflng constraints the principal must nevertheless
be responsive to. and have suff1c1ent flexipility ava1labl~ éo care for,
the demands. that surface. Despite classes, that are "up to ‘the limit"

in pup1l enrollment, new arrivals must be @ccommodated Despite an
agrf-ment on unassigned. teacher—time (e.g,, "preparation periods"), the
personnel avallable to the school must be used fully to insure that order
prevaals and the children are always superv1sed Despite the, assistance
of clerks, assistant principals, aides, and others, 'ne administrative
‘work "bf the school demands that classroom teachers also cooperate freely
in .taking .on committee ass1gnments, club or activity sponsorship, pupil
superv1s1on duties (e.g., at sporting events, dances, festivalf, before
anu after school), curriculum development, and the never-gnding filling
“out of reports and classroom statistics. 9

T o l

In the _gourse. oi .sustaining a balanced relationship with the school
i staff, pr1nc1pals concentrate attention upon: (a) the commynicdtion
. of role-performance expectatidéns to the 'scnool staff; (b) the fulfillment
of teacher expectations regarding professional autonomy, and (ﬁ) the
development and maintenarce of a reward system for cooperative rehavior.

° ¥

a. Commun1cat1ngﬁ?r1nc1pal Expectations--In efforts to enhance the
quality of instruction, principals spend rather little time in }nserv1ce
tralnﬁng or curriculuir development. Although periods of inserv1ce ‘
trainingt re built into the annual calendar, both principals and teacﬁers

‘ general]v« go thiough the mo@ions? of planning and carrying out'teach

‘~inseqyiceﬂrusing the sime very often for sales pitches from textbook
publishers; for a talk by someonz from "downtown," or for some administra-
tdve announcements and procedural Jexplanations (e.g., an explanation of
the special educatlon'prov1sions I f PL 94~ 142) Similarly, classroom
_visitation and. the. supervision oé instruction are not stkessed very
heav1l% by most princ1pals. It is not uncommon to hear a principal

; mentiOn that he feels guilty about the little time given to t.eacher
observanion‘ ‘but a ‘typical excuse is that one really. doesn't accomplish
much by siccing *n classroons all day.’

Z

Principal° do spend their energies on 2 variety of aﬂtivitleé that

. seek to communicate to the faculty and staff{ thet the principal is very
_much around and "on top" of events in the school and that the pr1ncipal s

"exoectations of stafi performance fuxthermore are being checked—up upon.
f
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~ weekly lesson plans from their teachers: Altﬁough the plans may not

‘activities is_the protection he affords the teacher from 'outside"

"new teachers Just before the ehd of the first (fall) marking period, Ty

With the principal’'s many tours of the school environs th;oughout the
day, there is a constant bobbing into and out of clagses in session,

a brief glance t%rough the clasbroom door at activities underway inside,
-an occ¢asioral stop in the back of a room for a few minutes-to watch

a- téacher briefly. Principal Bachman notes that it takes just a few
seconds for him to tell whether learning is going ons Is the teacher
standing or .sitting? 1Is the room orderly and.quietly at work or very
noisy and ‘obviously out-of-hand? Are the kids at their desks and working
or is there too much movement around the room or into and out of the
classroom? Are there books and-papers or work-sheets in evidence?

With the weaker teachers, savs Bachman, he'll %pend extra time--making
'sure they know his expectat&ons and arg managing their work vell.

ity s e e T . + .

ﬁéﬁy principals (both high school and elementary) a1§9_collegt'

be:-checkedvery carefully, the activity does communicate the message

that the principal is interested in and is watching what's going on..

At points of time in the day when teachers and staff must perform many
“extra' duties (e.g., lunchroom supervision, pupil entry and exit at

the beginning and end of each day), most principals "spot check" to

make .sure the staff is on station as scheduled and is performing correctly.
Anyone who is not in place or is late in.arriving on station is made’ :
aware that the principal has checked up. - o ) . e

~ [

S. Fulfilling Expectations of Teacher Aut%nomv—-A fundamental norm
of teacher-principal interaction is that'df respect for the professional
autonomy of the classroom teacher. One of the principal's key balancing

interferenc» and the_actions he takes to 'back ;h&\teacher up" in ) o X
problematic situations. : y \ )

. Much professional autonomy is, of course, structured into the . i
procedures and contractual obligations that surround the administrative p
setting. The union contract places clear and strict limits upern .he v
principal in teacher evaluation, dismissal, and allocation of work
assignments. Other school system regulations and guidelines are similarly
careful gg recognize boundaries that traditionally restrict the demands
that can be made upon the teacher. Beyond these legal or contractual and
procedural guarantees, however, the classroom teacher is rather ~ften

in need of the additional "protection” tha{ the school principal can .
provide. Principal Andrews, for example, visited all ten of his school's

cautioning them to be sure they had lots of evidence to support each ‘.
grade. Andrews cautioned each teacher that the pupils and their parents . .
in this school aren't reluctaut to question a grade, and the teacher
"had, better make sure he's covered.” . Dr. Robinson, principal of the -
Copley School, encolntered an angry parent who claimed her son's teacher
had hit him across the nose with a ruler. After discussion pf the
incident, the parent and principal went to ‘sge the teacher. As thex .
left the office, Dr. Robinson remarked in an "aside: "I've told her ~
before, 'put that ruler down.'"- Robinson added, however, that she feels -
it's her responsibility to def&ndi her teacher. ’ . -
; - !
85 ,
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¢. Rewarding Cooperative Behavior--Bridges (1970)9 has described

the extent to which the building administrator is in many ways much ) .
more- of a "pawn" of organizational relationships than he is the origin ‘
- of meaningful activity, Constrained by professional norms, the union .
contract, board rules, funding formulae, and state or federal legalitle ;
the school principal frequently expresses a feeling of powerlessness. ln f
 a Tesponse to a survey by a local Jewspaper, one principal in the :
communltv under study said that the principal is really no more than
E a "toothless tiger. Every conceivable responsibility is placed_oq
. his shoulders, but he is not giyen sufficient authority to do the job." &

Ly

"\

: Despite some severe -restraints upon his capacities for rewarding .

’ and punishiag, she principal does have some "hard.currency" available ° .

I for distribution to those who are most cooperative. In the midst of . ’ '

e Tesoutrce aliocation by formula and Job placement. by central office .

directive, there are many decisions by principals, in the distribution of

" ' " dollars and emplovment, that add significantly to their maintenance

of authoxity. Principals Banks, Crowder, and Donmelly illustrate,

below, three key mechanisms that can he used. . . . '

. . . .

Item: Principal Banks receives a c;}l from the district offiice, informing

him that six,teaching positions for the summer will be available

. " for the facéity from his schoodl. Banks, now off the phone,

s ‘ e expisins that a large number of his teachers have requested summer

- . contracts and, this is one area where.he has an opportunity to )

. “acquire a-fiold" over his faculty. - Bank says it is totally his,
decision as to who receives a summer appointment, the teachers ’

. ' knpw this and it makes ,a difference-~especially, of course, to

T those who have applied and need the money. In a few minutes;’

- ° Mr. Banhs leaves his office and begins a tou- of- classrooms to

check with a number of teachﬁgz\iéom he is identifying for

summer -school, some of whom hacn't ev applied. Upon return
: . to the office, Banks says, 'They~were all exgited."
¢ - N ¢
.Item: Mr., Crowder, principal of fhe'Warner School, mentions that he
finally received the approval needed to "firm up" the school's
oSsistant principal position. Mrs. Stallings, the acting assistant,
- - can now become-a fyll-time assistant pripcipal, freévd from all
: ' classroqm duties. What he his to do now- though, says Crowder, o
is.go through all of the ‘motions of opening the job up to evervene
-, and interviewlng all of the eligible caadidates. ' Thus, all .
. last week he spent time interviewing peoprle in his office. Some
. twenty-three persons applied and he gave them about fifteen to
twenty minutes apiece~-asking all applicanfs the same set of
six questions. He remarks: "It was rather funnv, of course,
because 1 had to 'give Mrs. Stallings an interview too and we (he
anﬁ‘Stallings) had sat down together earlier fo put together :
the six questions.”" Crowder goes on t¢ mention’ tbat he would,
have had to ipterview more people, but some who called bowed out -
. ‘'when they frund out there was an inside candidate. Now, says !
Crowder, he has-to write up his evaluations and send his request
for appoirtment of Stallings in-to personnel. As soon as this
+ goes through, he wants to move Mr. ‘Wilson out,of .the classroom ]
; part-time to the 2djustment teacher position that.will become 4
be g R
. = , . . . Fl .
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T available. Wilson is a very sharp and hard-working young man
who should 'be guided into administration. -
ften: Principal 'Donnelly is, roaming from one committee meeting to
' - another, as his teachers meet after school in groups to develop
and improve curricula. Dopnelly explains that the faculty meet
. once .each week after school for forty-five mintites. Participation
is ‘totally "voluntary"; -however, says Donnelly, he does consider
attendarn._e and involvement in committee work in considering
. staff ratings for the year. On the way between classrooms, from
one connittee session-to another, Donnelly remarks that the teacher
chairing the group we just saw is doing a topnotch job——reallv
enthusiastic. Donnelly says he gave her a "satisfactory" rating .
last year, and she came weeping into the office askiny what she
could do to raise her rating. Only the two highest ratings
(superior and excellent) qualify a teacher for many opportunities
for cafeer advancement within the school system. ;

2. Summa ry . " \ /‘/\.

%Z key 1ngred1ent in the work-a~dav world of the school principal is

%the need to balance role’expectations of school improvement against

expectation> of ‘contrpl’ and stability. The principal must seek simultaneously
to pursue. organizational maintenance and enhancement ubjectives.

Our research would =uggest that building principals employ a number
of administrative strategies and interpret school system rules, procedures,
and policies in such a manner as .to accomplish this balancing role. 1In .
seeking to maintain order in their school buildings while simultaneously”
trying to enhance the school's atmosphere for learning, principals

' concentrate energy upon: (a) anticipating likelV crises, problems, R

and occurrences; (b) effectively controlling events that do ocgur, and ]
(c) enforcing school rules as guides to proper institutional behavior.
In trying to foster parent and community involvement in the school while

" simultaneously maintaining a conttol over "outside' influences, principals .

employ strategies of: (a) using the community to protect areas of
principalship authority and/or resource control, {b) using the discretionary
prerogatives of the,principal's office to build community support,

.and (c) orchestrating community involvement in such a fashion as to

. engender ‘interest in the work of the school without generating school-community

conflict. . ' g -

In attempting to upgrade staff quality and improve i‘struction while
" preventing staff conflict, principals commonly concentrate much attention
upon: (a) communicating the principal’'s expectations of staff performance,
(b) fulfi: .ling teacher expectations regarding professional autonomy, and
(c) developing and maintaining- a reward svitem for cooperative staff behavior.
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b o V-B. THE TRANSFORMATION OF ATTTTUDES:
T . Emotional Changes in a Mini-Bureauctacy-iﬁ\sfse Stuiy

\

¥ 3 .

2o Thé principal in a large school bureaucracy receives many\directives

: from the central office. Although each directive can be undegkgood as

5 a specific instruction with a limited purpose, it is also imbedded ’
' within the conceptual framework of school policy. 1In order for a

; ‘instruction to be effective at the site levél, it may be necessary for-

; the faculty and staff at a specific school to comprehend the purposg\\\e

N and policy behind the directive. As ‘unit leader, the principal is often

- ;the "key person who can vlace a specific,directive within the larger. \
- framework of school policy. ‘o do so, theaprincipal must introduce new °
ideas about schools and their purpose to the school's staff. Specific
changes at the unit level that reflect these ideas can then be 4nterpreted
to the. staff within this framework. Underlying this function is the

- belief that directives, even when carriel out to the letter, may not

have the-effect that was intended if school staff do not interpret them
within the spirit of the policies they reflect. -

.

1. Introduction

2. The Gon;e£t of Attitudes

° * Principal Anderson called her assis ant principal in charge of

scheduling into her office, instructing him to bring along his schedule .
for the teacher aides. When he arrived, she told him that the district
.coordinator for bilingual teacher aides had visited the building the .
previous day. The coordinator had complained that Mrs. Garcia had too
much hall duty in her schedule. Anderson said that Garcia's schedule’ :
must be changed so that "the amount of time she'll spend in the corridor |,

. is minimal." The coordinator really "harped on that," she emphasized.

LN

. Anderson invited her assistant to "sit down," saying that they would 3 :
'"go over thﬁs together." They examined the program schedule for all ‘
of the aides which included bilingual aides financed with money from
the State, aides in training financed through government CETA ‘funds, and
. " regular aides who were part of the budgeted school program of the
e Bcard of Education._\éft»r studying the schedule, Anderson concluded,
: "We can't use Garcia this way. We'll pyt her on phones calling bilingual
youngsters who are not in school.. We'll put her tb work getting students
into those programs."

-t became clear however that there was‘®a gpnd deal more that was .
. ﬁron%.with the aides' schedule. The two regular aigss who had been o :
b with’the school for many years were assigned to office duty in the :
: ' atten?ance office and the >rogram office. The never aides who were part it
At the bilingual and CETA programs spent most of the day guarding the ;
'halls and keeping exits secrrre. When questioned about these assignments,
her assistant's reasoning was simple. The regular aides had worked in
of fices for years, knew tne ropes and could be counted on to do their -
jobs. *he never aides vere assigned to fill a neﬁd for greater securjty
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in the halls. Pe points out that the teachers refused to sit at thc -
exits and guard the halls, the student mbnitors could not be given that
responsibility, Ynd that left the aides. '"How could we cover our exite
without the aides?" he asked, and added, 'We do need security in this
building." ' ‘

. . -
. Anderson rcsponded by pointing out that, "we depend on the a1de=
that have proven themselves." The new aides would like a chance to prove
themselves, too. That way “they can get some of the arrangements that
the old-timers have been able to.get for themselves.'" She told him that
frankly "You wouldn't want to be in the halls all day and neither would
I1." The aides who. are in the halls all day resent those who never have
%iall duty. Furthermore, if these assignments are not balanced better,

- she warned,"We «-e going to haye a grievance, because that's what it's

boiling up to." She suggested that they revise the schedules b} assigning
the experienced aides some hall duty, putting the NETA aides in the office
vhere they could be trainkd, and placing thesbilingual aides under the
supervision of the bilingual department chairman for more periods

during the day. They agreed to meet as soon as possible with the
experienced dides to explain the change in Schedule to them.- They also
reviewed their schedules, analyzing when the lighter periods were in

~each office, when the experienced aides could be out, reasonably leaving

a trainee in _charge. Finally they began to identify specific oifice
tasks that \wouldbe appropr1ate assignments for a trainee.

After the assistant principal geft, Anderson provided the researcher
with additional information related to the situation. She explained
that the aides come to the job with different backgrounds and experiences.
The two office aides were white females and one was a former, teacher.

Their skills were well developed and they were needed in the offices

where they work. The other aides were mostly black and Latin. They ™

40 not have office skills or experience, but are eager to learn. They

want the opprortunity to grow in the job so that they can upgrade themselves
within the job. In fact, the guidelines for the CETA program stressed

that these jobs were supposed to be training positions that could move
unskilled workers like corridor guards into more skilled kinds of

positions like office work.

Later in the day the assistant, principal returned to Anderson's office
with one of the old-time aides, Mrs. Bocea. They sat at the conference
table, which was in an alcove of the principal's cffice. Anderson
wanted to know whether her assistant had filled Bocca in on the situation.
Bocca nodded "yes.'" Anderson then said to Bocca, "What the whole thing
boils down to is that you and Marie Johnson (thezother old-timer) are
burrs in everyone's side." She complimented Bocca by telling her that
in comparison to the other, newer aides, "the skills are obviously
not comparable, the things you are able to do are far greater then

the other aides aie able to do." Furthermore, she let Bocca know that

her work was appreciated by the administrative staff "We, as administrators e
of the school, look upon you'as staff’that we c:. count on." "But,'

she said, "Look at this, I want ro show you something -dereon then

placed the aides' schedule on the table before Bocca, so that Bocca could
seé the different e§signments of all the a%?es side by side. The principal

@~
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aperiod. "You know,
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pointed out that some aides were scheduled for hall duty period after
“§ " she said, "having three periods in a row at an
exit is really a bore."

Bocca responded by explaining how hard she worked, that even thougr.ﬁ
she spent the day in the program office, she still was not able to
finish, and brought work home eyery night. She indicated that if she
wé(§ given hall duty to satisfy the other aides, ther she would fall
even farther behind in her work. Once again Anderson assired Bocca’
that the contemplated .change in schedule in no wav reflected a lack of
appreciation for her hard work. The reason they had to make changes
was that the other aides have complained that assignments are not being
distrvibuted in an equitable manner. The "animosity is now building toward
a grieﬁhnce on behalf of the other aides.' Anderson pointed to the
schedule and did not mincé words as she said that "anybody from the ..
outside who would take a look at the program schedule for the aides would
look and say that it's not fair," She said that the schedule must be
re-written so that it is '"more presentable." Anderson .told Bocca,

"The problem is that your assignment on this program sheet simply does
not reflect the hard work that you do. You need to be assigned to
a corridor in order to make this more equitable."

. Anderson then turned the discussion to how they might make these changes
with the least possible disturbance to Bocca's office duties. They
discussed periods of the day when the office duties were lightest.

They talked about chores that she did that a trainee might be able to
learn. - In this context, Bocca volunteered that she spent a couple of
periods a day delivering materials to various rooms. Perhaps this activity
might be conoified with hall duty. Following this suggestion, her

first period assignment was changed from "program office,"” to "corridor
duty on the first floor." Bocca was pleased, saying, "Sure, I'm doing

that anyway. There's no change; we're just cdlling it something elses"

A few minutes later the assisfant principal told Bocca that one
aide was complaining that she wa3 at exit five for three consecutive
periods. This prompted Bocca to say, "Since Dora is complaining
so much, give me exit five and then put her some place else during
third pgriod." They decided to put Dora in the library third period
where she could help catalogue new books. Bocca cheerfully added, i
that exit five is near tHe program office, "that way if sdmething comes
up in the office and I am\needed I can run over to the office, if

- someone is in dire need."

N

When ‘the schedule chang-~s were settled, Anderscn moved to the
traiping issue. She told Bocca, "you know, we rely on you very heavily.
We need you to :rain Somebody who will be your back-up." And then she
added, "If_ygu try and train somebody and they don't make it, then it's
up- td me to talk to them and tell them that they haven't made it.
Bocca was unhappy. She told Anderson that last year shéT??TEQf*-~N~‘~__

to work with Garcia, but Garcia "could not alphabetize.anything."
Furthermore, when the other aides came into the office they "just-'sit

) E[{l vait until you tell them exactly what to do." She ‘complained that

IText muuivm . . _ . M O :‘
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they have "no initiative for getting work done."

" Anderson explained that "that may be," but that the purpose of tne
CETA program is to train people. She imstructed Bocca that 'the way
to train people is to show them how to do the things that you want ther
to do. First you .show them. Then you let them try to do it two or
three times, and yoy watch them and see how they do. Then, if they
can't do it after a while, you let 'me know that thev're not capable
of learning that skill." She explained that Bocca coueld not expect
trainees to be able to do the office skills, but they ne~>ded to determine
which aides would be able to learn office skilis. Anderson stressed
that the idea behind the CETA training program was to provide the .

"

opportunity to-learn. ''We have to try people.

4, Bocca said that she has tried before. She brought up Natalie who

was supposed te help in the library, but "couldn't even read."” Anderson
countered by stressing that their responsibility was to offer the chance
for the aides to get the new skill®. Bocca was not won over. "I :

know what the problem is," she responded, "they feel it's discriminatory.”
"Well,'" ‘Anderson. sighed, "it is discrimjnatory, in a way."

Anderson continued te reinforce her p051t10n on this problem
"Now this aide that will be assigned to’ your office, if she #sn't
capable then that's oné thing. But we really have to ask ourselves
whether or not we're currentlv using her effectively. The changes wex -
will make will be tentative. If somebody is mnot workin@?out in a new
- assignment, then the: won't stay there." Bocca was stil} unhappy. She
complained, "The trouble with all these other’ aides is that thev think
that working in an office is easy. They don't reelly know what goes
into this." - ' -

\

3 . later in the day the other old-time aide met with Anderson on the

same’” issue. Anderson asked her to sit down at the conference table anc
introduced the problem by 5aving te Mrs. Johnson, "As you know, we've
had a problem and you and Bocca are the targets." She added, "Tt's
.going to be a hassle unless I do something.' She explained that the
current programs did not look fair or equitable because it looked as
though some people ha're better schedules than others. Bocca's schedule
had already been changed. She would be at exit five during fifth period’
and in the corridors during the first periods. Anderson then tpld
Johnson that she wanted her out of the attendance offlce during fifth
and sixth periods., Also, Derek would be taklng her place during-fourth
period.

Johnson explained_that she had been working on student registration
all week.* She said*of Derek, "If you put her in the attendance office,
be sure that I'm in there at the' same time." She felt that Derek could
not be left alone because, "she can't even answer the phone to talk to .
anyone." Anderson said that they must give Derek a chance. She emphasize@ - —

that either Derek wocld make the grade or she would lose the job.

Anderson explained that she thought fourth period was a light time in

the attendance office, which is why she chose that period to assign Derek.
Johnson softened, telling Anderson that "Derek can handle the tardies.'

-
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‘security at the schoo ‘s-ten exits. . ' k

* EKC

.(the office) with some intelligence, but Derek doesn't have it."

‘scheduling patterns for every scHool aide. Instead of assi

Anderson pressed for more responsibility for Derek. She told Johnson, Ce ag

"Jell, maybe she can handle the transfers out too."” And Anderson added ' -~
"Teach her how to do it' spell it out to. her in words of ome syllable."

° » - ° ¢

~ Johnson rep11ed,r"WQll,-yeah, but she messes. it up and that's -~ . -

" why I get_upset." ~ -

Andersen told Johnson, "Well then you tell me when she messes it -

" up. That's flor me to deal with.' .

Anderson said Johnsdn had to-be willing to be pulled out of the

. -attendance office during fifth and sixth periods to cover hall duty

vhep it was needed. Johnson.said that she didn/;/ﬂﬂnd the idea of hall
duty. Then .she added, ™I wouldn't care if you put someone in there

Andersgn told her, "Listen, if you give somebody a job and they -
do it wrong, then show them how to do it right. And watch them try o
to do it right. Then come to me. You've got-to realize that it takes ‘
time to learn everything that's involved in working in an office."

Johnson replied, "1 knoy, but thev .ke mistakes and then the teachers
come down velling at me.' ’

Anderson switched the subject, inquiring after Jehnson's family.
They talked briefly about recent *weddings, births, etc.. Then Johnson
wanted to kncw if the changes were going to start the next day. Anderson -
said, "vas." and concluded the meet1ng by saying, "I want ¥Qu at exit’
one during fourth and fifth periods."

\

3. Comment

e
.

.. Prior-to the visit of the district bilingual coordinator, the

schoel's inexperienced dides weie scheduled to guard halls and maintain

security at building exits for most of the school day., Although this

filled a gap in manpover at the srhool, it ignored the purpose behind’

the aide programs. The CETA aides were supposed to learn new skills,

so that thev.could upgrade themselves and find ‘office jobs elsewhere. * .
The bilingual aides were supposed to directly assist students in bilingual '
classes. When it came to assigning work to these dides, theSe purposes s
were overlooked in favor of the need to guard hallways'end provide

At the same time, two experienced aides were totally assigqed to
clerical duties in the school's attendance and program offices. 1In
order to meet the demands of the aide coordinator, and head off a .
grievance by the CETA and bilingual aides, the principal ch;;ged the

ing aides
to either hall duty or office-classroom duty on the basis of experience,
each aide was re-assigned a balance of hall duty and office-classroom
duty. The re-assignment was seen as more equitable to the new aides

oo _— . . 'q')“’ ' \ ' )
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.the experlenced aides to some hall duty as well as to reduce thé hall

~would be messed up by the new aides) and their time would Be wasted. - '
" Yet, Anderson stood her ground. At the conclusion of each confefence, ~ = (0
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and as providing them training opportunltles to upgrade the1r skllls,

Of course, principal Anderson had every right to ?@a551gn the aide-.
But she recognized that this action had elements that4should be. addressed
if the stability in the aides' performance were to be faintained. To
sati->fy ths CETA and bilingual aides, and help them ré -focus on their
duties instead of tbelr shared complaints, it was nepessarv to reassign
duty of the newer aides. - By treating the old-timers with the same ~ .
gu1de11nes as the newer aides, Anderson reduced the appearance of hlerarch\,,

£

an important consideration 51nce the h1erarch\ also followed racial &
lines in this case. N ‘ - Pooe
' / . ‘:)

Whereas it was more. fair to remove the spec1al privilege enJoved ij

bty the old-timers, anderson could not ignore ‘the fact that the school 9 ‘ ﬁg
administrators counted on these old-timers tc carry on with their office y
work. To maintain the productivity of the ‘old-timers, Anderson took ‘
several steps to smooth their feelings in the ‘face of change. They
were irvised to meet personally with Anderson to discuss the changes.
In this context, much praise was given to their work. Appreciation for
them by the administrators was plainly put; and it was emphasized that
their services were sorely needed. Aiso. the extent of the cthanges were
minimized. The administrators were careful to reassign the aides during .
the light periods of the day.. Hall duties were selected that overlapped "
with the old-timer's current schedules. Both aides vere unhappy abput
the changes, but sere willing to go along because the conference informally ,
reaffirmed their sense of being “special.’ v . ! ‘
4 A v T o
It is to Anderson's credit that she did not limit these changes to/ .- - .-
mere alterations in assi_maent that reduced the appearance of favoritisr. .
Andérson went further, attemptlnz to win over the old-timers and to ' R
obtain their help in establishing a valid training program for the CE*A '
aides. She pressed them to actively train the new aides and help them -
upgrade their skills. She outlined 4 step by step tvaining technique
that the aides were to use. Twd gfround rules were establishgd by Aanderson,
to win the old-timers to the spirit\of the training objectives The ‘
assignment of new aides to office work would be tentative. Furthermore,
Anderson promised that if an aide failed to learn new skills ofter a
reasonable training opportunity was extended, then the aide would be

Temoved. It was more dlfficult to win over the old-timers on the ’ o

training issue. They weré afraid that proGuctivity would suffer (things

it was clear to both old-timers that the re-assignment was more thar
for appearances. Both experienced aides would be expected té carry )
out the spirit of the zraining programs by extending opportunities to L d
the new aides to learn office skills. Tn this manner A.derson attempiel ‘s
to enhance her staff. The enhancement took the form of ‘training new a.ldes =
in office skills, and thercoy developing back-up personnel for the dutiges
carried out by the old~timers o
. 7 T

Finally, and probably the most significaﬁg policy issue in this - o
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This question is . " -
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example, is the question of whether the inequitable
assignments was motivated by vace discrimination.
ippropriate in as much as a hierarcHVvof assignment was evident, with .
. the high s:atus,*office positions distributed to the vhiye aides and | RS
. the low~status,bguard Lubies assigned, to the black 'and latin ajdes: - o °F S
~From the .data available»in this® example, it is clear that the adm‘nistrative ‘f:A
- t€am- distributed assignments according to. skill, and possiblv also with -
regard to seniqrity./ “The. old-timer wvas aware, hoquer, that since the .
distribution of assignments .also corresponded to race, “rhey feel wtts - By

. N - 4

] discrimihatory. It is. not unusual to find policy. on, race discrimination _f;{
5, ine conflict with the senioritv guideIines in a school system. The old-time’ T

white stafi tend to argueé for . privilege on. the basis of seniorit), the .

L - neéwer black and Latin staff argues’from the. basis of equitv X B

A‘/" “& i . B e, W
Anderson was avare of the role that seniority assignments play in
perpetuating the mtstribution of pr1vilege along racial lines. ‘This
. is evident in’ her observation that the assignment prbcessﬁfor aides’
. "is discriminator\, in a way.! By pressing for training opportunities
that would distribute office skills among aidées of all races, she was
remov1ng the rationale for keeging ‘same aides Ain the office and otbers o v
guarding the halls. Once the,newer aides had oxfice skills, they- could
be assigned a bglanced schedule on' the basis of thase 'skills. Once this -
‘was .possible, the skill diStriBution that, made ineguitable schedyles ;
rational would disappear. Final‘v by resigting the old-timer s . N
.attempt to brand the newér aides as unteachable, she'vas affirming thé )
e essertiak ratiodale~for'equity in all organizations--that when given N
. *he opportunity, ‘persons wili demonstrate‘their capacity, and appropriate
lit\«will be'evident among members £from all racial groups.k' Co,

_",//’,_,, /
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3' o We see fro thg~above series of enisodes a f*'anifestat:ion‘\g.i)}‘h ' -
- might be called:imaginatlve manageﬁent, namely, using the presale: !

‘u

attitudes towar

bﬁt
woperate, The .t
. their own “work

:tsf.; prinzipal in tr
: * and the needs of

, : occasion of re33

larger ethic of ithe organization.
a larger purpose 18 being served if other criteria are allowed tq

signing duties as.a meuium for changing two employees
their work tgwakd their colleagues, and toward the
SénioritV‘has its privileges, yes,

0 women - gccepted the changes and made adjustments in

atterns. But in doing so, they wer -¢-assisted by A

nsfgrming their attitudes tBward theiv fellow workers
the larger enternrise. ‘
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2. o The acid cest of anv school 5. whether its stud:*ucs leavn appropriate .

‘ , sourséwork within a reagsonable, period. bf time. i’:gnci_pals ‘have the' -
tesponsibility of judging uheche teachers can and. do t¢ach well, . ;'. Yo q.

;e ,,!}ggch 1iterature in education adminxstracfon 1’5 therefore deyoted to . , .

Lhe seiecéion] evaluation and- improvemen: of a- school's iaculf.%\?.‘ he . - .
princivats in this study did not deuote much £img vo _thesa supewislng LS
) acmvities-. QIn (;.ox:.garison, much; more-. time was spent. en student disciplinc, w o5
paren: concact and gener’al mon:ltoring of “the school bqildihg., e s s TS
i\ ' It bécame apparenr.. ‘over-the courde of the scua\, thst- the princxpazs e
) lieved ‘that these non-superwisory, activities ere i@pox:an: supparts. | .
fowﬁjent achiévement. An implicit division of labor vas in effect, N

Jéachers vere requnsible for presenting 1essons. -and seft Bg “studs ’!ts Pt ' y
f. o pay ttenuon and participace in 1ﬁatniﬁg qctis.-ities. f'1e orinc;pal Tl L
4 super»ise{l:h teachers, tut was additianally res;:onaible,fnr esgablis‘bmg e
and dainga¥ging a fone in che .scheol bitlding that.vas suf yortive of )
r.he -leaming qctiviu that occurred ir cIasnas ‘i’*le'twu tase studigs . . ¢,
i chis, chapeer, exempufy two- pri‘ncipalp\ underscanding " this uidcl}"
“accepted responz;‘b‘lxty They also 1nd{wte swae: aﬁeciﬁc e,fforr.s
. they mhdb ry-jbprove and maintain & c.n::m:n tha r.he" .%:eliev.cd to b
supporcive of Sns:.ruc:ion,\ o _ ‘ .
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7 knen 1ia Har ,;:}mns_ becane prim.ival ats t.hc Gtove Elme*nta:} Scbool, . )
things had been out of con:tpl for some time. The:last pérzanently .. Y.L
" assigned ptfncipal had been removed frt\a hi.a posf.’::ion by the Board- T PP
of Educatién. - He 'lefy, téking cvery, sehool record ang. admini.stmti\": v ’
docuném with hiw. nuring the . -intervening tvo years thc vdca;xcy was. . . ..
filled w:t:h interim prlnnipﬂs. Kore of thea-did guch to oseablish. . .
anp adeinistrative *presence. .. For those ‘whe wonder vhat a gchool mighc . Y

T be Yike if theyé vere %o principnl, th czove t«choo} of fered sone - .
possible‘insigh:. C e ST 3 AR
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The: tcnuhe;‘s cosk msponsﬂniw only for ;!mir owR éassmon and EEERN S
tudents, vhen school u3s in aession.' Toe teachcm oot in the, Iar:ul:\- N T
Xounge U] :.11 the class, bell.: Then they wm\ to their ﬂaasrocm- ‘where .. - .. A

soné stullénts walted ard others still srraggled inside,, !ii,sbphsving T e
p&pﬂs vere shooed f¥3a the c}ass. They vandgred in the halls where there ¢, .
was fw aupervision. At remsﬁ, sturx;m:s mshed upcacorzea frem theix :

»
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classes ‘o the playgrodind . g‘aachers ¥ont €o e, lounge. ,(I‘he fomp -~ ; W\-'.‘hé
&y pattern vas ‘£olioved m:,’ lmx‘htam whan, studehts either eft for hoze or . i
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‘ ordered for the school in two years: The building, built in a class1ca1
,‘style at the turn of the century, was in ‘disrepair. Many windows were
broken. Walls and floors in one hallway were grige covered: and water
stained. The desks and chairs. ‘which- were permanently bolted to the floor,
were badly broken and marred. One of Hutchen s first -acts as principal
‘was to stop random student. movement in the halls and restore order to
the school s publlc areas -

Hutchens established ‘rules. to regulate student movement to and fror
‘classrooms.’ No. atudent could leave a class without the teacher's perm1551on
‘Students with permission ‘would carry .a pass with them in the halls

- ‘ Students would -remain on.‘the playground before school, at recess and. %
I . after lunch until their teachers joined: them ‘there and escorted them i
) “into the building Students could only use the door and -play areas.

to: which they were assigned. Students would gather in class groups on vi

»

; ' the playground to wait for their teachers After class, teachers would
escort their students through the halls and out of the building for R
‘recess, ‘lunch or to go home after the school day- . . N
i - T -

. -To enforce these rules, ‘Hutchens -roamed the -school, reminding
‘students and teachers of their duties. She greeted students and teachers .
, . -each morning on the playground before they: entered the building. She stood
L in:hallwa\s and -at the exits, making suce that ‘students did ndt enter
i the buiiding early and that they used the correct door when they did
- come inside with their teachers She. asked to- see passes as students '
walked in the halls during -class time She frequently met with students
who ‘broke the new rules, explaining the rules to them. and letting them
know that rules -would be- enforced ,When students repeatedly broke the
rules, she met with their parents and she explained the rules to- them:
*Further offenses were rewarded- with Suspension and additional ‘parent
T conferences All outsiders were forbidden to enter the school without
: first securing a permit in the cehtral office‘w4ho permits were. issued
By ] ‘to past students or students who/did not attend the school. Hutchens
S stood in ‘the hallway and near the exits at recnss, lunch and after school.
She also-toured thée school .at least once a day. during_class_time B
—-—-———"‘-""'— '”

. At Hutchen [ invita ion, social vork students from-a nearby universit\
and a social service agency gisited the school. As part of their training,
they initiated ‘a counseling .program. for children ‘who. were constantl}
breaking school riles. Hutchens also took: steps to remove the most
troublesome students from regular classrooms They and their parents
were encouraged’ to apply for .special programs: available at other campuses.
She requested that they be tested ‘by. a school psychologist in preparation
for removing. them from regular classes and placing them in special

. classes for disorderly gtudents..

Although“Hutchens hagdled the discipline problems herself she .
""" . to handle some of the frequent, routine -student .

problems For example,fwhen a student fell ‘and. skinred her knee during
: recess; the clerks were/directed to 1look up the child s emergency
: {ERJ!:« phone fiumbér and to notify her parents. -
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Hutchens also Lackled the rundown, neglected appearance of the
- school ”After much complaining to the district office, a new engineer
L was’ assigned to the building. With his arrival, windows were _replaced
and ‘the building scrubbed. Hutchens instructed teachers to work with
students ‘to. plan bulletin boards for the harlways. She worked with a
:group of parents and teachers to buy paint and work after hours to paint
the more ‘unSightly -areas. o .
1.»', .
She began to build a: curriculum. resource area in. one corner of
her 'large office. Here she. stored catalogues and samples of textbooks
‘and’ teaching materials. She formed teachers curiiculum groups which
Anvited pub‘isher representatives to .make presentations at facultv
imeetings. Another problem: she: faced: 'was -that the teachers ‘who had ‘been
at -Grove for years did rot follow the Board of Education -curriculum .
guidebook. Neither did they use the criterion reference tests that ‘had R
'been developed for system wide use in reading for all elementary schools.
s To introduce the official materials to these teachers, Hutchens enlisted
‘the help of two newlv assigned teachers. These newcomers were familiar
with the materials, learning objectives and tests used throughout the
system. They shared their knowledge and experience with the other
teachers informally in the lounge and in scheduled workshops. o
- N “ A\
Hutchens explained that it was her philosophv to be availa ble to
~ teachers and children. She ‘wanted them to. feel that "someone cares." -
Although this: approach allowed Students and teachers to disrupt her
continually during the school day, she felt that it was the only way
‘to make. the changes she had introduced become the normal ‘routine in
the school The’ paperwork she was’ expected to complete, especially
e that ~wWhich" requived concentrated periods of time and much care, could
not be done -during school hours. It was her habit, therefore, to stay
after the others had left to. work at her desk in the late afternoon,.
and‘to ‘bring unfinished items home. She spent .many evening and. weekend.
‘hours at home working on these tasks. These were the two sides to her
principalship. While school was in: session, she was constantly on the
move in the halls, on the playground, seeing that her routines were P
followed. After the school had quiéted down in the afternoon after
dismissal, she turned. ‘her attention to reports and other paperworkr

Hutchen's principalship foIlowed ‘a theme that was also expressed
, by other subjects., This was that the principal mnst concentrate ‘on- the
relationship ‘between students and ‘the schodl as a whole. . When students
do not feel a part of the school and do not follow .school norms. and
routines, then. their entire sense. of membership is confined ‘to -their
own class and ‘their classroom teacher., When the authority relationship
with one's ¢lassroom téacher is broken, then students’ are likely to move,
uncontrolled dn. class and through the school: Even when a teacher has
_an excellent ‘rapport. with the stutlents in class, the students may- éxpérience
cthe .téacher"s.:absénce :as: a lifting of limits. unless more.general Jimits.
-are .part of the building routines. The authoritv to: enforce more general
limits rests with .the principal who-miist. extend it effeotively to -ail
[:R\!:lts in the faculty and staff. The following example illustrates
. Es point. . .
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One early afternoon, three girls ‘burst into. Hutchens office. ihgv {
- L told ‘her 'that. upstairs, ‘a high schogl boy had: entered the classroom where Lo
o there was a substitute teacher. They said he was: sitting in class, i
‘ throwing things at people. The subst1tute had lcst control. ‘ ¥

Hutchens rushed upstairs to the second floor. A female teacher.
was standing, helpless in front of the class. Students were walking
and running about at will, talking -and shouting to one- another When
Hutchens entered the room she told ‘the students to get ''into your own

_ seats," Immediatelv she approached the teacher's desk and looked. for
. ..the seating chart. It was not. there, co she asked°each .child, in turn, N
‘/(ET " to give .their name. After completing :a new seating chart, she asked tne i
’ class, "Where is your work’" ¢ ; T

»
3

- et e s

X ”“Hutchens told the students to- pay .attention. Even though ‘their L
T ' regular teacher was absent, thev $till had- to-behave in the same proper )
: manner . with the substitute. She- -checked the classroom and the cloakroom .
for the high school student. There was -none. Before leav1ng the room i
shée told: the subst1tute to use the seating chart to be sure that no e
- other studénts came into the rocm.. The substitute began to complain N
that the students were throwing fader clips, Hutchens told the 'students T
: to 1mmediatelv pick up any paper clips that were on the floor near the'r‘

L seat. Then she left and returned to ‘her office. S .

.About one‘half hour later, Hutchens noticed. that two boys from the
¢lass were running down the. hall. She called to them and. asked why they .
-were not in class. They said thuy were just now returning from the ° Lot
bathroom., She reminded them. that they were supposed to have .a pass if 5
they ‘were in the.halls. Suspecting that students were walking out of %
‘class and roaming the building, she went back upstairs. ‘Once again, the :
students were all over “the place, out of their seats. The moment thev
saw Hutchens, however, they réturned-to their seats. She told two boys .
_to. pick up some paper -that was scattered around their desks on the floor. i
She checked the seating chart to learn who was missing. She arbitrated {

a fight betweev -a girl and a 'boy. . . :

She checked the halls cutside the classroom, then returned to verify
_that the students were. still quiet inside. She walked. among them, up ..
“and down the rows of desks. She told ‘the substitute that she wanted C
the: rames of students who did not complete the day's assignment. She :
reminded the: 8ubstitute that no more -students should leave the ¢lassroom.
On the ‘way back to her office, Hutchens spotted séveral more students
~r?fﬁom“theyglasswandwdigected.them.to return. :

L

- :. ‘At one point during the » _study,_Hutchens_turned to. the researcher . =

=, .and, remarked, "If I were younger, I could not do this job." She felt - ,i
ER that it took her combined experience of on the job training at other - ——qfﬁ
— ) schools to-know what to do in a school where one was starting from scratch,

: A administratively It was with great pride, therefore, that Hutchens
’ announced: at the end of the: first year that reading scores in her “school” Lt
veré up 35%. from the. ‘previous. year *s. :She felt that_her relentless efforts S

QO to establish school-wide order and routine had. begun to pav-off.
Bun o pav-offs

SR




iu T . The spacious main--hall ‘has been: equipped with tables' and chairs o -'vé

R AR AR

Voo withind the .past. five years. The addition of modern 1ighting,>fresh

3 h ., and, hallways Manv bulletin boards and display areas decorate ‘the
TON -public areas. ’ ) e . . o N

.ar bright, friendly atmosphere. The. school was. completely rehabilitated

S =97 =% : . .
£ . ' .« - %
E ' 3.4 Prototype B :
;iﬁ:, The. Spring, Elementary School is 'a turn.of the century building with f

paint and numerous repairs enhanced the .generous. proportion of classrooms®

where volunteer tutors.méét with students ‘before school. Welcome signs

2‘ i greet VlSitOIS in Spanish and: English. It is:a. large: s¢hool,. ‘serving i
2 ... .mnearly 1000 students from Kindergarten through eighth grade.
LR . ;

- 1t is also & strictly_neighborhood -school., ‘The_ houses. and two flats - -

Ct of white families from the- working. and middle c1asses make up most of

_ .the neighborhood. Although many Asian, Middle Eastern -and Latin ‘children
.can ‘be seen in the hallways, -the parent counc11 and PTA 1eadersh1p is
'firmlv held by the white group.. This group is against ‘busing students
.out.-of. the ‘neighborhood to.achieve integration. When Jose Lopez was
.assigned -as’ principal he met. several times ‘with these parents They
‘made it clear that they éxpected the principal of their school to-be .
‘strict and a strong. disciplinarian He was to suspend any studentmwhoﬂmgﬁ’ -
caused trouble, even for minor infractions. They spoke glowingly of his: R,
,predecessor who supervised the playground using a bu11 ‘horn to ca11 out
to students engaged in rowdy play or who trespassed into the wrong play

2 ... area: He soon learned :that "he would be held responsible for -any trouble

t . at the .schesl. He also: realized that many parents wat “hed the playground.

' from theirawindows, looking to see whether he was there enforcing the

rules They liked a principal they could. see “on the job."

st A v - . e Ko e e T o = — _—r m m mm mm e e - - =

N,

[ ——— R

: Another ‘group that greeted Lopez when he became-principal was his

R - admlnistrative ‘team. Three white females who comprised the team were the -
assistant principal (and 1earning disabilities teacher), the reading 3
teacher and the adjustment teacher. 1 Generally referred to by Lopez .

{ .as "the girls in-101," they kept a pot of hot coffee and ‘a., generous :

YL .supply of fresh Tolls in their busy, friendlv office. Lopez explained i 5

bl that they all had been at Spring school for many vears. They functionedV ~%

. 3 . »
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as his "brain trust" " during his first ‘yéar as principal. The) offered
adv1ce, let him know when ‘he was stepping on someone ‘5 toes' and. filled .
him in on “any scuttlebutt that waé "going. around." He respected tnei.

: ‘abilities in their specialized areas and felt ‘that they were.a staff he 'é
P .could "fall back on." In a si lar vein, his clerk knew the ropes and S
SR could handle- the. paperwork .and. cderiedl routines of the school. The - -

; ‘faculty ‘was experienced and,..he feit, generally competent. The students
e reading scores were respectable, placing the school's academic record .
i we11 above ‘average, though not at the very top T R

e eenon e i . e i A AT A
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\
— —— -As.principal, Lopez 'spent most of his time iooking. for any ,trouble

that might be smoldering amg putting it out before it spread. He told ~1~%
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. the researcher that he was aware that most pr1ncipals et their freed

Y assistant principal handle d1sc1p11ne matters. He pointed out that his

‘ assistant principal was a teaching specialist whose duties were needed
inuthat .area. He preferred to leave curriculum .and 1nstruct10nal

¢ ‘matters to.the "brain trust," while He handled the .discipline. His (
P approach included several patterns. He personallv handled any disciplinar:
1 referral made by teachers .or other staff. He always personallv arbitrated
) problems that arose between teachers and parents. He was.a dependable
andcfreqUent presence throughout the school bu11d1ng and plavgrounds.

chez conducted three or four tours of the :school each da\. .These

P S,

alSo checked washrooms and the cafeter1a/aud1tor1um areas. Before
s ' school started hé was siire -to ver1fy that students who -had been admitted
‘ early ‘to’ see their teachers had gone to the1r classrooms .and that the
teachers. were with. them._ He also checked in.on the "breakfast _gang”
L the cafeteria. He.spoke with the cafeter1a worker and. the. small group
;o of children who part1cipated in. the free breakfast program. He returned
3 to hlS officé and checked with the clerk to be sure there was a teacher
in -each class, but left the securing and -assigning of subst1tute teachers
to. her d1scretion. When cLasses started, he looked in on all classroom
- where there were Substitutes. He commented that he liked to "show up"
A in these classes.. s

‘When parents entered the school ‘he spoke with them personally .
.-about thé reason for their visit. Spanish speaking parents looked to
I him-to translate bureaucratic matters “for them. When parents telephoned
s ; «the 5¢hool, he took the call. ~One parent told him at an open house that
his -daughter was receiving obscéne phone calls because someone had
wr1tten her name and phone number on one of the tables ingqthe school's
11brary ‘The next morning Lopez went to the library, checked the tables

P

v

Lopez personally telephoned the parents. -
" . — .
., At recess, lopez followed his predecessor s example and carried the
S bulgﬁhorn ito the playground. He called to students to be less rowdy
P nﬂvstopped fights. After recess, when students were forming lines to
o entet the :building with their class, he called to them to be orderly. N
.He. explained that children tend to push and shove' at these times because
they are. "jockeying for position," in lines., He would remind them that the
"bell ‘has rung," and.to "get in line," and "make the line straight”

%;i‘w’ygnd “faée front.' L

?_; At lunchtime, Lopez took his place on.the stage ‘above the tables and

e benches where the students sat, He hooked up a microphore to the stage

i sound system and supervised. Students waited with their class at their ‘

‘. table until he..called them to get in line to_ buy ‘milk.. When students -~

o , nisbehaved,_he ‘called them- by Tiame and they had to finish eating thein

H lunch at the base of ‘the stage. After lunch the misbehavers weat to

o the<principa1 'S office instead of to the playground. When the students

“'{ finished eating; he dismissed one class at a time to go to the plavground
m ‘rainy -days, he distributea BINGO -cards: and called out numbers over the micro=

: [:R\}:>hone. After the play period he- allowed the -misbehavers who waited: in o

reconnaissance "walks" took h1m by every classroom on ‘every floor; ‘He —

?*"' -and scraped out -the: offending—words When -children- were ill or ingured,”,_.__lﬁ__:




I 7 his.office to 8o c,q-va,ass. ,
i ' o K
. Lopez personally announced any departure from the usual school
L routine.. When an indoor recess was necessary because of ‘bad weather,
""" he announced ‘the fact ‘himself over the school intercom: He personally
i made other announcements, such as reminders for school representatives
to. attend the student council meeting. He also. organized all special
) ,‘events. When some - .classes ‘were invited to attend a film ‘because their
¥ 'f students. had the best attendance records, ‘he ord red the films, notified
: ,.i the teachers and raw the movie projector himself. a
LA .
In addition to- these daily routines, Lopez met with students. who
had' been referred for discipline His. most consistent tools during
. these conferences were ‘the ‘threat of suSpension and. the. threat that
. their parents might be notified of ‘their misbehavior Through a masterfu1
. uses of these two tools, he -was ‘able- to gain the cooperation of most
o ; students. During his: first year at Spring, in fact, ‘he suspended only
o -.one student These: disciplinary conferences °ventually convinced both
. parents and teachers that he was a strong disciplinarian The following
ﬁamples illustrate his use of these tools with students from several
N ) ;ge levels.

b ¢

< I

) .a._ _ExampleyOne--A teacher aide who was supervising students during
' recess sent Tom-to the office.for playing with matches. After speaking
with the aide to learn what happened Lopez invited Tom into his office.
) He took a blank index card from his file arid wrote down Tom's name,
. telephone nvmber and address. Then he looked up from the card and
1asked Tom to: "Tell me ‘how. it happened LU o

o Tom' explai ed that he saw a book of matches on the playground, S0
he picked it up. “He Tit them awdthen he-dropped--them. —Then~his—friend
-hit ‘him, so he threw the matches at his friend. Unfortunately, they

_ ‘it .a girl instead. "But," he added, "The pack was already out," when

i ‘he threw it.

, Lopez sat for a few minutes in silence. Finally, he said, "You'
know, even though- the matches are out, they're still hot

Tom tried to defend himself by saying, "But I didn't mean for them
to land on her.

Lopez ‘told him, "Well, I know. But, one thing ledﬂtgﬂgggther which— —-

- 'led to: another. 1f you«hadnwt-lit -the matches, Jou wouldn't have: thrown
:£7~wuthem at your friend and they wbuldn t. have -hit the girl. It's 1ucky for
"+ you that the girl was not burned.”" Then he added, 'Maybe tomorrow a
parent will come and complain that a boy burned their daughter. 1'11 have

‘your name here and that way I won't have to come looking all over the -
. -school for you." Lopez handed Tom a pass to Teturn -to his class. As
~Tom. 1eft ‘Lopez added, "We'll call you if we have any reports

b.. Example Two--Lopez read a note that a boy brought ‘to- the office
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) craygns in your;class.
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from his teacher. The note explained that Roger was throwing crayons.’
Lopez inv1ted Roger, a second grader, into ‘his office and solemnly - ~ .
vompleted an index card as Roger -answered the routine questions. Thex R
Lopez ‘turned to Roger. and said, "I understdnd thdt you were throwing . d

X

; . .
Roger denied it, claiming instead tnat "I was throwing an eraser.

—
XS

A

ey

i

.

"Was it a pencil eraser or a blackboard eraser°" Lope7 asked ;
i i

Roger held up. his thumb and’ forefinger, 1ndicating a\small eraser. -
i "Well wh\ ‘wereé yOu throwing it?" Lopez wanted to know

Roger sa1d that a girl was putting paper by hlS desk

Lopez tried to_discover what this was all about. ‘He prodded Roger )
by saying So, this girl was putting papers on your desk”'

Yes;" Roger said.

w— t -
Al LY

Lopez was s:lent for 2 moment. Then fe asked Roger, "Your mother,
. did she say to- throw erasers at this girl?" «
WNo " Roger answered.

then vour father was

¢ Somekhat sarcasticall\ Lopez continued, 'Oh,
the one who sa1d to throw- erasers”' . -
"No~“-Roger answered. L . ' N e

<«

"Well then, who did say it?" Lopez wanted to know

,.——-- S et St e b o e o e . e e & =
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‘"No one,' Roger told him. . )
"Well," said Lopez, “'Then you must have told yOurself to throw them.
Whv‘did you tell yourself to throw them? Don't vou -have any control?
¥ho Ehould be’ punished_for your throwing .them?" . ‘
5 t .
‘"Me," ROger said. "I should be punished. ‘

And

e

e

"Not your ioth;r—or your father, but y»u." Lopez reiterated
‘then he wanted td know when -Roger Had gym class.

Roger did not know, so Lopez asked for Roger s room number and went
,to check his schedule. Meanwhile, Lopez explained that he will write a
note ‘to. Roger's ‘teachex that said Roger was not to have gym class this week.

" As Lopez ftnished—wri*ing«the note he asked Rogér, "Now who is a

supposed to be punished for the erasers?"
&,

"Me," Roger repliedn S ‘ .




; Lopez handed Roger the note and sent him back—-to- cl1ass.

e -

c. Example Three--When Martin came into the principal s office

‘with ‘the playground supervisor, the skin. beneath his. xight eye was

Aalready beginning tp darken. Lopéz questioned Martin about what

happened Martln expla1ned that Jerry had pushed him into some bushes.

As he got. up Jerry hit him in the face. Lopez motioned for Martin to sit
~in the outer off1ce as Jerry entered from the hallway. Lopez invited —

‘v- Jerry into the grlncipalfs offlce, ¢losed the door and conpleted *he

usual index card.‘,°v&- ~ s .

Jerry rushed to tell his side of .the story. He sa1d that several
.other boys were: there -and they weré all pushing one another into: the
T busheS' It was a Joke and -everyone was laughing. But when Martin
~ was, pushed into the bushes he got mad Seeing that Martin was mad,
‘,Jerry pushed h1m 1ntb the bushes aga1n, and then "I hit him," Jerry
.sald., = - : ;

'Lopee asked qerry,.ﬁso how d. you feel?"

Jerry was silent. .

Q

"You must feel something. You know this is not an everyday
occurrence ‘with you," Lopez told him.

"Well we d1d it for a Joke," Terry answered

"What happened to your good nature, if it was a joke?d Lopez
wanted to know. g
‘vderry began to cry. "I didn't-do nothing,“ he whined. _ P

. N PR

m e e M You know,'": Lopez said, ' sometlmes the neighbors. call anuthoys
being in their bushes. You weren't satisfied to simply push him into
ﬁtr———the\bushes. Do “you see-what you did to his eye?"

% "Yes," Jerry replied. , ) -

"How do you feel abotit’ that? How would your mother feel?" Lopez
wanted to know. : " s

-

'_derry was silent. .

"MAre you proud?" Lopez asked.

"No," Jerry answered.. \

"I could call your mother. I could suspend you." Lopez explained.
"What should we do about it? Do you have any suggestvions? You could :
apologize, but will Martin accept it? I 3on't know how angry Martin is )
with you. Shall we try an apology?"” T : - .-

! ]
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Jerry, who had. been looking down at his hands and silently crying
answers, "Wes.' . ) s -

—— .

LOpez went to the door and asked Martin tc join them in the principal's
- office. He asked Martin, "What should® we do? Should we-call his mother?"

<

1

™ _ "Yes," Martin said.

"Should 1 suSpend‘h1m°" Lopez asked.

~ ——
~

T . Martin was s11ent . - T

e :
"W1ll you .accept an apology" Lopez wanted -to know.

" "- \\ o ) : . R
Yes,' Martin sa1d.

<

oo "Well what s it going to be?" Lopez asked seriously
) e
- "You could suspend him " Martin replied

r - . -

"Would it make you feel better’" Lopez inquired.

~-

"Yes," Martin Saldu .

-

. . Then Lopez asked Martin how Jerry might feel about being suspended.
"Would it make Jerry happy? Would it make his parents happy?" He
added, '"What if after the suspension he would try to get you again?"

<

"Then I'11 get somebody to get him, Martin said excitedly.

"Well, we 11 have a small war. Do we want that?" Lopez asked.

: ’ "No," Martin respondedt_‘ﬁevthought for a few moments and then MR
suggested to Lopez, "You couldtkeep him in from recess for a few weeks

o Lopez turned to Jerry and asked "Would you rather stay in from recess .
.77 ‘than bé suspended?"” .

X "Yes, K Jerry said. . - .
- t 4
"~ The boys agreed on this punishment and they promised to apologize
Lopez sent Jerry back to his class with a note instructing the teacher )
to Keep ‘him in from recess.. He told Martin t\ sit in the principal's Ty
outer office and hold ice on his eye until the swelling was reduced. :
After this incident, Lopez took a tour of the school, The researcher
: inquired how he began these se_"walks,' .as-he-called them. He explained
. —-— -— -that-years ago he was an ‘assistant principal in another elementary
. " school. The principal he served under took these walks and that was |
where Lopez learned about it. The researcher also asked ow Lopez learned
.to handleé student conferences on.discipline problems: Lopez replied that
he learned by doing it over and over as an assistant principal in charge
of discipline. Eventually a prinqual developed a style that worked in
'most cases, Lopez explained. .1 _

Lo ' n [ N




35.» Cémment

. These cases’ i11usttate many aspects of the principal's tesponsibilh@y
for cteating a school atmosphete that they believe will support classroom
T learning. Principals strutture the order _of movement of students in

the halls;. playground and other public areas of the school. This is
mainly aPcomplished through rules that regulate behavior in these areas

* : _ and. through widely accepted norms for student behavior. An important
norst for student behavior is the expectation that they obey directives
issued by __1_adu1t on the faculty or staff. Students must.recognize
the -authority of all adults not just that of their owil teachet and the
“ptincioal.

5

. . - &R
. . Ptincipals arrange for the maintenance of a building. They set

- the schedule.: Any variations ftom the regular ‘schedule are either

: ..~ 1initiated_or approved by- the principal. The principal decides whether
ithe weather is bad .enough to hold recess i&doots. The ptincipal adjusts
fthe schedule to ‘make space for an assembly. Textbooks and other
instructional matetials are ordeted by the principal. 1In this way
-new sttuctute and tesoutces are inttoduced into normal school patterns.

The ptinc1pa1 s office is the ttaditional destination of misbehaving
_ students.  Here, the principal meets with students and urges them, to
follow the school's rules and norms. The principal instructs the
misbehavers that they must participate in the school's social systen,
that they cannot bé a law unto themselves. .The principal initiates steps
to remove chronic, extremely disorderly students from regular %lasses.
. They regulate access to the schoal building. As a genetal .rule,
ouzsiders can only enter .the building with the principal's permissicn.
Non-students are usually denied entry ‘because they may break. rules and
ot norms unawares, or, worse, intentionally undermine the school s sense of
order. ~ Principals serve as a buffer between teachers and parents. They
negotiate conflicts and do not allow parents to disrupt 1earning activities.

The ways in which ptincipals -meet these tesponsibilities are varied.
.The school sptuation and the ptincipal s own style have a great effect
on the means “selected. There are some general tieans of establishing and
maintaining a school's climate, however, that were widely shared by

the ‘principals in this study.’ . . . .
B a " o -
& |
- First, the ptincival was a "presence"” within the school. This

presence was 2 concrete representation of the authority behind rules
and' norms. The principal listened and’'looked for misbehavior. The
sense that one would be noticed if one brcke the normal pattern of
behavior was believed to be the essencé of enforcing order and routine.

Second, the ptincipal knew how to act to process administtative
decisions in the larger school system. This included arranging for-
testing and placing special education students, ordering textbooks and

_ other supplies, and submitting eligibility documents for a schoql'

atnletic team. . . .
106 e

o Third, .the principal built a mental image of .the entire school
[:R\!: that -was based .on frequent exposure: to the events and peoplexin the

PArulText Provided by enic [N
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- as they developed. )

building and on the playground. This reservoir of knowledge_ about the
school,its customs and people helped the principal solve problems anc .
take: initiative. The principal knew for example, the places and times s
when trouble was apt to bteak .out. Whén vpossible, the principal was
on-the-spot to _assert the presence of .order and .authority. Lopez
knew that when students formed lines during recess they often pushed
and’ shoved ag they jockeyed for position in line. He stood guard ano
stopped fiEst by shouting a halx to rowdy outbursts.

. ] ‘
. - Fourth, the principal created and estagiished a system for administer- -
ing disc1p11ne in the-school. Lopez s index cards were a good exanple :
of such ‘a.system.’ Students learned that there was a written record of
their misbehavior. This record would also be useful administratively
if deécisions were appealed at a higher level. The system also included
a method' to ‘inform teachers and staﬁf how- the principal reSponded to/9~———- *

referral.- ' . e - . Lt
) - The individual principal developed each of these tools on the ]Ob. .1r‘
In some cases they copied a technique they observed another principal ’

using. Q}strict meetings and bulletins from the_central office heiped
keep principals up to date on forms, deadlines? routing and other
elements- in proce551ng*adm1n1strative.decieions. Most principals
~developed systems that work for them by repeatedly facing situations

5 R - - . r~ .

0f course, maintalnlng order and establishing a working atmOSphere
was but one of a principal's responsibilities. The completion of reports
and other paper work was another majcr responsibility. The feeling of
one principal, that the pace and state of mind required for paperwork
was ‘not compatible with the active process. of maintaining a climate.
.of order, was shared by many prineipals in this study.” Thegbifurcation
of the principalship infos active and'sedentary 51des»1s a d’men51on of
the&job that requires special skill and attenbion. -
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VI-A. SOCIALIZING THE CLIENTS: o
~Shaping -Comminity Expectations

1. lntroduction':‘ - . . . ..

has
o

Principals spend.. some 5 percent ‘of their. -time interacting with
persons from the immediate community, usually the parents of youngsters
in~their respective schools. - Often the contact 1s initiated by the.
parent, -and  the principal is in; a: reactive position. It may be a request
for information or. assistance, or a complaint concerning a teacher or
‘other pupils in the school, or a complication developing out of the
school 5 program and student activity. .

»

e, s s

Alternatively, .many. contacts are initiated by the principal and are R
part of a formal structure- established by the_school system to insure ’
. community involvement. Typically. these interactions: (a) are required
B f0r~pupil placement,in special education under the provisions of PL'94-142,

or (b) grow out of parental advisement within the framework of ‘the PTA
oY the'advisory ‘council provisions -of .some- federally-funded programs;
or (c) accxue as a consequence of utilizing parent ‘volunteers in some
. programmatic .areas (e.g.,. Reading is. Fundamental-RIF) Other. ‘more
. informal contacts initiated by the principal -most often involve
episodic ‘matters of pupil ‘behavior, achievement, or illness, or -special
requests: ‘from the principal for paren.al assistance (e g., field trip
i supervision)

P . . - - - B . .

el wPws
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e

Throughout the ‘range: of parent and- community interactions, the
"printipal 1is actively engaged in shaping and guiding_ (socializing) :”______”%
comnunitv*expect"tions. Ine_layman_has.always harbored grand fantasies :
as to the power of the public school. The bulk of these expectations’
¢an never be satisfied, even under the best of circumstances. "The ) -
principal's_managezial_uork~includes de-educating‘the publié about the -
~school's capabilities, and re-educating parents and other community .
people as to just what ‘they -can -and cannot expect from. their local school,

i This socializing role has been discovered in other research on )
1ndividuals who.work -at -the- boundary “between_an- organization “and its
key clientele. ‘Blau's "classic!' study (1963)lof bureauorat-client
interaction in.an employment office, Skolnick's (1960)2research into
the decisions. of ‘patrolmen while "on-the-beat", and Prottas’ (1979)
more recent investigation of "people-processing' in a variety of
public .service agencies show that cljent behavior -and attitude is
differentially shaped and rewarded by those in boundary-spanning roles--in
a manner that serves .to. protect—the larger organization from unpredictability
.and uncertainty. Similarly Katz and Eisenstadt (1973)* have provided
a, fascinating account of how new immigrants to Istael were socialized
‘by persons in ciient-service roles. Israeli bus drivers, for example.
would.step down from their buses to teach new arrivals how to- queue -and
would carefully explain ‘that the bus cannot transport each. individual
to the -door of his or-her destination but must operate only between
-designated bus stopping: points. ..

‘.,qut‘ ~ 110 . . _' ‘;i.
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In our -study of school principals, the soc1a1izing role is manifest
in- three key areas. These are: First, efforts to mold parental expecta-.
‘tions vis-a-vis the school .and to guide parental behavior; second; .
-efforts to help parents with special, non<school problems; and third,

) efforts £o foster and orchestrate parental involvement in the. work
B ’ of the #chool.

3:;: T 2. .MoldingaParental Expectations

:Few. public aervice organizations enjoy the active concern :of their

3 ] key clientele _as - nuch»as—the~public'achool The- 1ives of é¢hildren,

«m————gg———the—habits*and”attitudes of a 1ifetime; the "1life chances" and societal
opportunitiesrthat -‘become available -over the years of an uncertain
future are much affected,. in the eyes of most parents, by thé nature

X |+r

T “the school to the needs and’ personalities of their offspring is central

to both the responsibility and the reward that constitutes "parenting."
Unchecked houever, the press of parental concern -could. swamp

the teaching and administrative staff in a morass of special appeals,.

‘explanations. of action, -and ‘unusual "cases." Onme key activity of the

'building principal therefore, is: the ‘molding of expectation. and the

L

-of ‘the elenentary “and’ ‘Sécondary™s chool*experience*-The‘response of - Ave;;_;

»

PR

 of parentalidenands from the teaching ‘Staff while simultaneously

) being responsive to parental needs_and concerns. Teachers-expect—— ~ —

—"Drincipals:adai:1ona11y—to—respect and assist their autonomy, their

. - freedom to-‘teach unhindered by parental control. ,Mrs. Jenkins, a

. parent, is concerned for example, about her:son's declining grades,

-and’ aaks ‘her son's teacher to send home a ueekly report on the boy's

. progreas. The principal James. Rickards, .explains to the mother that

- ) ‘the"Union’ contract requires teachers ‘to report upon each child’s

"7 progress ‘only :once every ten weeks; he therefore cannot ask. for weekly
,unnaries. ‘Richards ‘tells the mother ‘that he;, personally, however, _ .
vill check on. the boy's progress from time to tiwe and.give the mother

an occaaional ca11. c . . L

, Principals will similarly "cool off" parental demands.in areas
such as disciplinary action, homework -or grading policy, teaching

R " commonly call again for the principal to "back the teacher up."!
’ Sueh "cooling .off" procedures require a good deal of the principa1 s
tile liatening to upaet parents and ‘providing a aynpathetic ear without
conproliaing organizational or profeasional values, . 'eXanple of
: "the: fedlure of one principal to. perform this role satisfactorily (in
. " 'the-eyes .of hia‘staff) vas. observed, at the Rockland School. Mrs. ]
s fron achool, ‘angrily asks the principal why parents are not informed when
o youngatera have ‘been abaent .several days in a row. Rokach the principal,

.Arnold, having juat learned- that. her son has been consistently truant -

é' L guiding of ‘parental interest in such a way as ‘to channel client ‘behavior.
- into acceptable .and manageable styles. - —
IR wff-—Aucentral focus of thE‘p?i'"ipalship, in this regard, is a screening .

style, and .curriculum emphasis--areas in whizh organizational norms -
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tells Mrs. Arnold placatingly that he will ask the ¢lassroom teacher to do
“this for the motner. Later, when he communicates the tother's request to

the tedcher (Mrs. Samuels), she consents grudgingly, asking why a
truant officer or the 'school administration cannot ‘provide this service
- and expressing hér disgust at the "extra duty" that ‘Rokach has
unthinkingly assigned to her. .
A ‘second, sibilég expectation-molding activity -of the principal
is' the’establishment of limits to s¢hool responsiveness.. These limits
.ate oftén interpreted and applied in a mannér that communicates "proper"

_“parental :and pupil behavior’ vis=a-vis-the school, At an “open Rouse",

for example, a stndgﬁt_in_tzéub;e~qsksﬁPrincibai—Ho6f€*t6“3t6éfsome“ D

Y. on_Monday,_and-his father is _very-displeased, Moore responds: "You

time ‘that evening to a-meeting with himself and his father, Moore savs
no, he doesn't have -time and open houses are ©ot foi this purpose; the
father must come in ‘on 'Monday as planned. The -student égﬁplgins that .
his. father will have tp give up a day of ‘work. to come to the school

should have thought 6f that before getting, into trouble, " T

- +A similar response ;S;giveﬁ‘by‘?rinc;pgl,Rutléége to a parent
who is complaining that a gym teachér has refused to accept ‘her request
for.an excuse from gym :for her daughter, The gym teacher claims that
the required physician's statement must be written on a proper Board

of Education form rather than on a separate prescription note. .

Ritledge mumbles that ‘the prescription note could probably just be

h__m,*stay1§a;tq”;hewfbrmjk@tﬁ§6€s off to check with the gym teacher before

_‘adopting: that solution. The gym teacher explains, privately,—that the

' fﬁmilyfhas:Bgenjh;problem~fgg:him:@ﬁaifﬁiiffﬁgtggiI‘hiE“BEEH‘bragging

———to-her friends that she is about -to be exempted from P.E.. Rutledge

. . assisted in gaining admission to a special math program at another school.

* - credits for graduation or Who are in grave need of extra .tutoriels

‘returns to the waiting parent and explains that there is notbingfghe

scbodl‘gaﬁ do, the physician's statément must appear on the form .
(Initially reported in Crowson and Porter-Gghrie, 1980, p. §2)-5

N L .

~

3. Helping Parents.with-Special Non=school :Problems . -

A significant and time consuming aspect of principaling in large-city
schbols;fsgthg»hélping“relq;ionshib that principals establish with )
parents and pupils in dealing with "welfare needs." The areas of .
.involvement are wide-ranging, and run _far beyond what might be considered
the typical responsibility of the local échgq;.official. Much atten{ion

11§ given to' -adequate clothing and good health, Principals will especially
take time to help youngsters find clothes necessary to school participatior
(e.g., tennis shoes;, warm coats) and will assist parents with. access. to

needed medical and psychiatric services that are available (e.g., a_- *~ °
. free eye clinic) in’'various parts: of the city. Thé helping activity™of
" the principal also frequently involves attention. to extensions of :

-educational opportunfty to particular families. A gifted .child is

.

Summer séhool programs are located for pupils who.are short of needed

S ~eading.

3
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The attention of the principal often, however, goes far beyond
these "simple" school-related welfare services. Principals may
be observed helping parents interpret and fill out an insurance form
y for reimbursement for doctor’s expenses, assisting parents with legal-
S . and police problems, intervening and assisting in marital disputes
ce ~(e~g~, a child custody battle), offering help to parents in coping
with language problems, and entering deeply into the special crises
faced ‘by some children and their families (e. g., a child repestedly
. . threatening suicide, a youngster who is. an habitual runaway, .a. ''good’
A o »kid" who has. been engaged in thievery). Occasionally ‘a principal may.
come to regret involvement in a matter that later gets out of hand,"
but most often the assistance. provided is. valued and appropriate.

Hany ‘principals- vill :in addition; go beyond helping actions to
. provide outright ‘protection for parents and pupils. A football player,
u for example, fails to return home all night after a school dance; and
the "high school principal "calls around" (including calls to the student's
T ,‘—*'Hispanic community turns down _a_request from a television producer for
o _ two Latin boys to be suggested for -parts .in .a forthcoming £film. .The
principal—has discovered- that~the~story—involvedethe 'shake:lown" of

3

‘*known girl friends) to locate his whereaboutsl,_Aepxincipalmin‘an—M-A— e ey

1
<

a vhite youngster .by Latins, -and- he doesn't 1like it: An elementary
principal keeps' an eye on-a rather heavy-set boy in the school, and
.takes food (e.g., a bag of popcorn or some candy) away from him

ot e e 5
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Cln i ”6.__Guiding;Parenéal.Involvenent
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Opportunities for parental access. to schools have expanded
Formal structures for parent involvement, in an advisory capacity,
., AT NOW vell established as part of the procedural requirements of
) w»many state, federal, and. even locally established programs. -Employment
fnitiatives (particularly CETA). have increased the roles of community
?esidents as aides or paraprofessionals. Informal access has expanded

opportunitieS*for -classroom observation by parents.

5 N
£ . In. spite of -enhanced- opportunities for parental access building
. i principals still find ‘that much of their attention must be given to .
-, encouraging greater parental interest and participation in the life
: < of the school, Schools vary widely in the extent of,parental concern
Y and involvement. In situations where there is a concern for and )
an attempt at increased involvement, we find that principals schedule‘

~encourage parent participation as -sponsors of field trips for pupils,
and. efforts to encourage an active: fundraising effort (e.g., ‘candy

) sales, bakery goods exchanges, Christmas Lazaars) by parents on behalf L
of the school. In schools—with ef‘ective levels of 4interaction with
parents and with the surrounding community, one -may- find that, in
_..addition ‘to fund’ ‘raisings and field: .trips, there is much parent volunteer-

. 7" pfrequent "festivals" -and PTA meetings that are centered on some form =
N of pupil performance (a. "hook" to- get parents to. ‘show). Not ’uncommon .
. also are informal ' coffees with parents in their homes, efforts to ;

_"[:R\f: isa in' the form of (a) aseistance to the instructional program (e.g., as

PIESES
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' tutors), (b) as "spotters" for. the: school .around the-neighborhood (e.g.,
warning .of drug dealing), and even occasionally (¢) as’ "caretakers' for
the school (evg., volunteering to paint and: repair)

- .As. we have observed’ above in .the molding of parental expectations,
principals also communicate to the community a "proper" parental role
in the .arena ‘of parental involvement. Mr. Simpson, principal of the
'Fostoria School for example,. sought and encourageéd parental participation
I but ‘was very. upset when a group of parents threatened to go "over his
. “~head" 'to- a:- district-wide advisory council\with a complaint about .one

.of the séhool s teachers. ("1 don't like them: washing our dirtv 1inen

~in pub@tc like tnat"). Another principal, noticing that sever 11 parents

escorteu their youngsters .to and from the building each day, \gked ‘them
. to- "stay -around” until &1l-of the children. had. filed into the school, .
- thereby- increasing the responsibility of thewparent-community fgr -decorum: =
_____-—and order-on-the- school’playground.,

’ Such socialization initiatives can .cut both ways; of .course. e
Principal Leonardi .used a battery:operated bullhorn each day. to herd
*-pupils into- and .out of the Melmont School every morning and afternoon
and to: 8upervise“pupil behavior~at~lunch~and_recessg__Leonardi, \b

R

L | a very ‘mild-mannered: -and soft-spoken individusl, hated the use- of t

)

=", bulThorn ‘but ‘had been made very much aware that the instriment (a ,M. g
““——Tvoice*of”authoriry—rhat-had—been—employed~by—Leonardi—s-much-liked Geme— o em

\predecessor) was'expected_hy_the_surrounding—neighborhoou.

——— o

o The orchestration of parental involvemenq .£an be a‘critical activitv
‘fraught -with the danger of ."too much" involvement,and"he possibility .
_of parentai "input" -that becomes disruptiveaf Principal ‘Daniel Evans, . N
- newly :assigned.to the Tucker School, explains for example that he has X <.
to "tread. very carefully. A few key parents, in control of the school's
PTA, 7nd in league with a number of the teachers in the school were. ‘
,'successful in forcing the former principal out. Similarly, ‘as the
: following example demonstratés, Martha Brazelton, principal of Eisenhower
-~ ‘High School -finds herself embroiled in-a. "take .over"” .effort. by a militant
" .community .group and works to’ deflect the pressure that has been genetated
into acceptable channels of behavior: Eisenhower High School has recently
. sufféred an auditorium fire, cauging much damage but no injuries. The
vfire -appears to have been set by some-arsonists over :the:past weekend.
The school's parent council is much concerned ‘has . distributed a flyer
4in the community asking for help in identifying the culprit(s), and. 1is ;
‘now meeting at the school to discuss the matter. There 1s concern about B
whether the auditorium can be repa.red in time for graduation, and there
P is a motion to be considered--a~parents council reward for the capture
of the fire bug.» T -

=g AN m Ak m e s

The turnout for«this morning 5. meeting is. fairly large. The president,
‘Mrs. Conroy, opens the meeting.py reporting to the perents she has ‘been
assured that the auditorium can- be repaired in -time forwgreduation and - S
- - she ismyery glad. to hear ithis because there was fear they would have to _
: raise funds to rent a. hall. Hrs. Conroy’.goes on to suggest that the school

g nd .the parent council each contribute a hundred, dollars. in- ‘reward
[:R\!:oney for information leading to,’ the‘arrest of the arsonist.

1*1 7 - — ‘ — Lié
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‘f e \\\\At this point a number of people begin to speak up. The discussion

. - ‘NOW begins to.-be: directed not at Mrs~ Coxnroy but at Mrs. Brazelton, the hd
«school's principal. One ‘person - asks how ‘they can .bé so sure someone '
from the community set the fire and that ‘the. community has knowledge of .

L ‘it. The school ‘has been undergoing some rehabilitation lately; it might )

AL _ not be someone from ‘the community,. perhaps somebody involvéd on the ) ' 3

contractor's ‘end 1s. t6 ‘blame; T - oo

— - P

i o . A second, a third and a fourth person speak. The flyer that went PR
.out said that we must seek out ‘the.person among us who- set the fire.' - -
: This asSumes»that the guilty party. is from the community. Jt is ~_]
» : inappropriate, someone ‘says, for .the flyer to. blame -the community for - .
o the fire. ‘Others add: "Do 'you-*have copies_ of_the_reports from-the—- —
-———-——”“—police and fire departments? What: do. ‘they say? We need the facts not .
z"Q‘ assumptions Why ‘would a community person Just set. the fire and not
) steal. anything° It must -be someoie with a different motive--maybe a worker
involved in the rehab who. has: a complaint against ‘his employer’, -or
somebody elsé who is angry at the Board’ of Education.

(\}

o

A -At this point ‘Mrs.- Conroy asks for a vote on the reward money, but

; . this simply aggravates ‘the issue, no vote is‘taken, and tempers - begin

: to flare. The most: outspokenﬁcriticS‘are not_parént council reg_lars.
,;_;;______and.one—o£—the—regulars—ask5'§6me of the newcomers if they .are from .
. . ‘the community. Addresses aré given to show they are; but there is a.

hostile atmosphere now, .

S S,

s

i .
P -

At a question as to why the night watchman did not guard the auditéiem
*properly, and: why the alarm system did not work, Principal Brazelton takes
“the opportunity to redirect the discussion to the school s security
.problems in general. There is constant theft from lockers, there
is insufficient security staff to cover the many halls and exits, there
have’ ‘been recent -cuts in security aide respurces. The discussion-does
shift, and many questions are now asked about the school s security.

. R

Soon, one ‘person suggests that the communitv -can get help .only if
‘they go to" the Board of Education offices as a group and demonstrate in
favor of ‘more. gecurity for the school. Brazelton quickly intervenes
"-and. suggests that at the next moeting they ask Mr. Forman (who is ip
_charge of securitv for the school system) to come and talk with the )
council to answer their questions. Mrs. Conroy jumps in to say that the
parents, for one thing, must start helping with security. ‘Another regular
council member adds:. "The parents can come to this. school to volunteer, .o

rreT I

L that's .a'great Adea; we've got to take a first step here, pledge ourselves - .- -
= to assisting -security, not just .discuss- this as' something‘somebody should ey
. ‘be- doing." An -additional council regular continues pointedly' "We- * s

) sit and talk but who shows up: to-do the. work? There s_a big difference
in saying_at a. meecing~that you want to be involved in something. and

o “actually showing up._ for work to be done. ‘You’'ve got to get -up, put.your, _?
T clothes on, and get yourself going." Thére's no. response from the -
- ) -previoasly vocal newcomers. and the principal offers, &s the meeting o f

,cloaes, to. walk: .over to the auditorium with any.who wishes to take a - o

‘_)'EMC‘,slook at' the damage‘ that was done.:_ 115 - L




5. Sumsaty = o ]
;;::~ A key, activit\ of the principalship is-the ' socialization" of %
- the parent clientele. Although parent participation is becoming increasing- o
L Vly accepted and valued in urban education, the principal finds that a x,,i
: managerial respoﬁSibility beyond the encouragement .of parental involve- - o
: . _ ment is (a) the molding of parental expectation vis-a-vis the work of :
;:~f”, the school, (by helping both parents.and pupils with a variety of "welfare' :
e sproblems unrelated to- schooling, -and (¢) guiding. and- channaling parent ';Q
g. involvement in acceptable etyles and directions of behavior. . :

] "/A:
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L A -~ VI-B. CRAZY MOTHER AS MASCOT: -* "
o A Case.Study’ in Disarming the' Volatile Critic - -
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AR P Introduction | \ : Cz
. A principal s. encounters with- p;rents—are~usuallebrief and : —
focused on a. ¢lecr purpose. Parents may ask the principal's assistance
onwprocedural matters -such as- registering their‘children‘for school.
Parents may meet ‘the ‘principal :at .a moeting called to decide whether
special education: services are appropriate for a child. Parents
frequently initiate meetings with- the principal when they want to
-discuss pgoblems with their child's scheédule. Parents who .come to

- pick up’ 411 or injured children at the school will frequently be

. introduced; tolthe principal. ) -

o

°

. AWhen a student chronically wisbehaves, it is usual that the parents
will confer with the principal several times. These parent conferences
are designed to- impress upon the child the seriousness of “school ‘ .
disruptions and the need to bzhave better in the future. A string of 7 - L
disciplinary conferences involving parents, the student and the principal
; : is initiated by the school in order to seek solutions to behavioral;:ﬁ, -
: disorders. The fact that’ parents are called to the school for'a
disciplinary conference may, in itself be a punishment for some childien.
. . But in addition -to those parents who visit the school for either
K procedural or disciplinarv .reasons, there are alwavs a few who repeatedly
* enter the school in order to participate in the school's program. :
: . These participants ostensibly .come to lend a. hand. They volunteer L s
.. to tutor students or to assist.a. teacher: -Frequently .they participate o
: in enrichnent prograns that_give special trips, materials or entertain-
nénts- for children. Parents sometimes participate in. fund raiding projects
such as donuat .sales_or carnivals. .o - .

-
. .
. T—

Among these 4elpers there occasionally emerges a regular volunteer
vhose self-appointed role goes. bevond augmenting the staff. These
parents seek- to participate in’ the administration of the school.

This usually means that they want to haye a say in the evaluaqﬁon of
. teachers and programs. Ve have comé to refer to, -such a parent as
VN Cxazy Mother:

<,

- . -.,,

TT'“"‘T_‘M”‘What is crazx about Crazy Mother? She approaches thé school with
= an over-riding -need to explore. and improve her children's instruction. .
.She is not interested in schedules, -union contracts, central office Tr
bulletins or other coristraints of organizational life. Her suggestions,
thérefore,. seem crazy, because they fly in the face of what is possible
organizationally and what is consistent with the school s esteblished

~
-

ipractices. o
: 118 -

[:R\}: And yet, crazy nother is more ‘than. just a complainer or trouhle maker.

- —
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»Her position as uolunteer makes her more knowledgeable about the teachers,
rograms -and students dn_the school than most parents. Her concerri

?““"“-—'"f children is respected: ‘”She—dzrumre~o£~a ‘member_of ‘the school's ;~—§
' staff than most.outsiders. ‘Her presence, enduring interest a nerally
s ‘good motives give her a position somewhat like a ‘mascot. She is not
) a membér of the team, but she’ has -won herself a place with -the team X
+ . . that is firmly affiliated with its spirit and senst of purpose. s

“Though usually f*ﬁale. ‘the existence of. craz\ father is certainl\
possible. It dis-typicallyy ‘however, the‘ﬁofher who has the leisure
time to devote many hours of eervice to the school during the day when
classes_ are in session.

.
> . . A

. 2. Prdtotype . C . T

The John -Dewey Elementary School was unusually large. ‘Most of --- - - ——

its lAOﬂwstudents—were*bl:ck“”ﬂhiT"?OO students were from low income s

:.Vhouses and, qualify for a free lunch ‘program, the remaining students

g © came from middle class families. For many years the middle class parents

N ‘pressured the scaool's administration fo establish stiff academiz .
standards for ‘teachers and students. In the past they organized community

— denonstrations and protests when they felt -that teachers were poorly -
prepared ‘and incompetent. The active involvement of payents in. school )
life 1ed to so much conflict between parents and teachers that a former
principal was driven from the school. e :

i )

* The current principal, Mrs. Owens, was a black female who lived
in the neighborhood. She was offered the job repeatedly before she
agreed to accept it, Capitalizing on her popularity vhen selected;
her first priority was to restore the principal's authority. As a \
,first stép she established- ground ru1es for_parents' participation in R -
academic programs. At a meeting of ‘parents and faculty where the rules
were annaunced she told them\that "either I run the school or you can
get somebody else." ’ :

A She underStood that ‘many teachers felt attacked by the parents' ;

_ constant surveillance and criticism. The rules helped. Once having ; ;

;gained:control of parents' access ‘to teachers, she also became the . o
‘mediator .of conflict that developed between parents and teachers.
_Although she allowed parents to observe .classes, they were not permitted
to. speak with a teacher while the- téacher- conducted class. When a
Parent: had-a conplaint about a teacher, the. parent was to meet with
Owens and: allow Owens to work with .the teacher to improve the situaticn.
w In order to keep the school out, of family disputes, particularly over
the ‘custody of children, Owens refuaed to meet with any relative who
. _was not-a child s legal guardian to discuss the child's placement,
- achievement or other school: matter:- - oo

e

Over the years, the parents came to trust Owens. Théy generally )
¥ felt that she struggled to keep acadenic standards. high. The student
[:R\f: body did -score above the city average in reading, although they tested
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below the national norm. There vere' many students <houever, whose math

-and reading.scores. were far above the national norm.. 'Owens developed

" an array of advanced and enrichment courses in arft, film making, foreign
language -and black history Original plays and musicals performed by
the students in school wérz also presented at community meetings and

. religious services. The special programs. were jtructured so that all

studesits at least got a taste of them for -one period. each week.
More intensive exposure was! provided for ‘the older, brightest students.

AN

Sinc Owens became priacipal seven years ago, she has fired three
tenured teachers. The process of dismissing a teacher is extremely
complex and time consuming. Observation in the classroom, documentation
of ‘teaching inadequacies, conferences with the teacher, visits by
district office staff, and follow-up reports on the teacher's repeated
failures to improve take months. to complete and can fill file drawers.
Owens believed that removing these poor teachers had an impact on theé

as effective, her own authority in the school was ‘strengthened by her

Y;;——school that’ justified the effort. Both parents and teachers saw her

" and face to face in the neighborhood askwell -as .the_school building.

"

demonstrating the grave conaequence of poor teaching performance '

Rk

Owens maintained communication with parents in three ways. €§he
attended monthly PTA meétings where parents asked questions about the R
school. She sent a. newsletter to parents each month; an important <
tool, the newsletter contained information about schedule changes, )
school routines, fund raising events, staff changeSeand volunteer
posts. She encouraged parents to communicate freely with her by phone

Ménv.parents volunteered. to assist teachers’ in classrooms and.- _
learning laboratories: They organized a book distribution program;
~and’ they raised money for cultural events. Owens set. aside a social
‘room where parent volunteers could meet, eat lunch and visit. 1In
addition to being a courteous gesture, the room directed parents away
from the faculty lounge vhere teachers wanted to relax and ‘speak * *

-

j'Ec

1nformally about the dav's events.

.~ When parents work in a school, they are apt to-witness events
that. stray from the standard rules and. Procedures outlined by the
Board of Education. After one such occasion, Owens informed a teacher
that -a parent had complained that she smoked in the classroom when the
children were at the gym or receéss. Owvens said that,the parent had
also 1nformed the District Superintendent and he had said that the
smoking must stop. The teacher and Owens exchanged a knowing look as
‘Owens. indicated that "you know who' had turned the teacher, into the
district office. A smoker herself, Owens saw nothing wrong with the .

teacher smokinﬁétas long as the children were not present. Still they
‘had’ to feXlow:
who'' ‘would probably be watchinga X -

rules to the .etter--especially since “you know

Mrs**Washingcon'“a mother-of “two™ outstanding:students;«had
volunteered at Dewey school for two and one~half years. - When her
.1y moved to the neighborhood, she felt at first that the school




< was unresponsive to her requests and inquiries about ‘her childien's——
program. When she told Owens that she felt that teachers "wouldn't

o listen", Owens encouraged: her to get involved in some of the volunteer

- efforts in the school and to '"come 'see me whenever vou havé .a question.'

i Over the years Washington has visited ‘Owens many times to ask questions

and offer opinions about-how the school should be run. .

A recent issue concerned the problem of entering the school after
* the class bell had rung.. While in the building the previous day,
Mrs. Washington had -affgued with a teacher's aide over the matter of
. admitting children who returned late from lunch. To resolve this
.« encounter, Owens .asked the aide and Washington. to meet with her.
washington requested that the meeting be held in the early morning
" so that her husbandgcould attend, as well.

At 9: 05 AM the Washingtons arrived for tBeir meeting with Owens
and Mrs. North, the aide. Mr. Nashington, an attorney, appeared well
dressed, relaxed and handsome as he chatted with Owens about community
events. H¥s wife was somewhat prissy in_her crisply tailored Suit with

. her hair drawn neatly into a bun. She did not join in the friendly
conversation, but tapped her fashionable high heels as they waited
for the aide to arrive. N

X ) o . After a few minutes there was a knock at the.dpor and Owens invited
the aide, Mrs. North, an older black woman, into the principal's office.
Mrs.--North was overweight and had a rumpled, worn appearance. She
shuffled as she walked to the far side of the office and slowly lowered

5\\\ herself into the. empty chair. She smiled nervously as Owens asked her.

- to explain, from her point of view, what had happened the previous day.

Mrs. North said that yesterday she was showing several children
T how to open the outside doors. She said that there were children who
e fad arrived late, and she was shouing them how to operi the door.

.She said that the children often come to the door and do not know hot
to open it. Then, according to Mrs. North, Mrs. Washington began to
interfere by opening the. door for the children herself -and letzing the

~ones that were outside come in. Mrs. North told her not to open the
door_for the children, and this led to a disagreement between the
two women. . ) ,

a
'

~

Mrs. Nashington then gave her side. She said that she heard °
children outside and went to let them in. Mrs. North stopped her by
telling her '"Do not open the door, the children know how to open the
door:"  She said that Mrs. North did not explain that she was giving

v the éhildren a lesson on the use of the door. Furthermore, -on Several
occasions, Mrs. Washington claimed to have seéen children locked out
. at this exit. She regretted that there had bee :n a disagreement. The
N real’issue she explained, 'is the door. The lock is témperamental,
it is not always open when it should be and it is hard fo open even
- when the door is unlocked.

‘,‘.

i

- * Owens admitted that "1 know that it is a difficult lock " She
‘ promised to check the lock immediately. She ddded hoviever, that she




vas. zroubled tPat Hrs."Washingtbn was‘upset and that there had been, .
“an argument betueen her -and Mrs. North._,Mrs. Washington said, "It -
.- is upsetting not to be able to bring my child dinto -the building when

it is. supposed to be’ ‘open."” She added that' the School clocks- are

.often off from the correct. time by several minutes, which contributes

to children returning iate from lunch., Then Mrs. Hashiggtgn‘asked,

"Why can't Mrs. North be there to let us-in?" She believed tﬁ“t‘Hrs- .
~ . -North should be at rhe door, . aamit;ing the children instead of teaching .
o ‘the children to. let themselves' in, "1 bave frequently stood out there
) and banged on' the .door.," she explained. - . . -

-Owens turned to Mrs. North -and indicated that she ca..'t'be - every- -
where.'- She said that she ‘has instructed Mrs. Ndr to .open-the door
from the inside if she hears sgmeone. knocking. Hohever, Mrs. North
has an: assignment in a classroom after the class bell, ‘and she is not
¢~ - supposed to be in- the hall once. the beil has rurg. Mrs. North admitted,
¢ - ' however, that .sometimes she is.not at the door beforc.the class.bell .

’ because she has been. delayed at her previous assignment.‘ Ouens instructed
Mrs. North to. let people in until the class bell rang. She also promlsed
to fix the lock. Then she asker” Hr. Washington uhether he_ had any
suggestions. : . . ) . . i o

; He suggested that the chtldren ‘be callsd fromathe playground and
1§§ ‘bgpught into the building just before the ‘class. bell. He said that

e Nd

3

e in, the past the .assistant pr.incipal used to calJ; th‘e, children Anr f'rom y 2

g the playground*every day, but recently.no one ﬁisadone it. . T his had .
N left many children still playing on the playground after the class, o
bell rang. . ;, L . ' o ot < T

R ©

was raised at last ‘night's PTA meeting. She scheduled a meeting with
the: security guards this morning and will instruct thém to call .the
children in from:the playground. Also, bulletins would be issued to"
- teachers‘instructing them to remind children of playground procedures.
: “Mrs. washingtonxagreed with the need to do this. She said,‘"Children
don't think very‘far ahead. Some. children will just stand there -and _
cryif - they see that the door is locked. They won't know or think
of how else to enter the building." Owens agreed,. saying that teachers
should remind students which exits are .open after the class bell. She
then asked vhether there vere any more issues. The Hashingtons said

there were none, so Ovens sent Mrs. North to her assignment. L .
-~ " - )

R

Once Hrs. North had left, Hrs. Hashington had ‘a great deal to say.
"Mrs.»Owens, this has been going on*ail vear, it is extremely. irritating,,
and'itﬁgorces«ne to come to -the school and put my child info. that door.
Ovens promised to taﬁe immediate action on the lock. Mrs. washington
- - then concludedawith the comment, "I don't thir. Mrs. North understands
- the problem....she just refused to listen!. She didn't tell me that

she was teaching the children to open the lock." o ) A

s

At this point, Hr. washington pointed to the reaearcher and isked .

[Kc, | o
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¥ Owens’ fully?agreed. She told him that, "in fac the same issue’ o
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for aome identification.ﬁ Although the researcher had. been introduced

‘to the>waahingtona when' they arrived; he: vanted to hnow wore- explicitls

uho the-. rcaearcher represented. When he 1earned -that it‘\ls the .

o . University of 11linois, .not the Board of Education, ‘he relaxed a bit,

. - ‘Thén he - explained that; "In that cise; I have aomething to" say; Mri.
Owens.aand it may aound,ver) aerious and negative but T think 1 need to

T, -say it." Hrs.'Owens aaked him to, go*ahead» ,

e

Hr. Washington then proceeded as follows. "This uhole“thing ig
e ~ -\ -not. ‘a physical problem with the’ lock It “has to do with.aomething else...
BT " . .someone- -should ‘be: there at that door. aupervising that-entrance as the
C. PR kids'come dn, ‘She (Hrs..North) or someone should be there\in fact.
oy “For the ‘first three weeks: of the .school year, I/made a habit ‘of wa. ‘walking
E;am-i.-.-----n—m~m—\—chi—ldren-—to-schoo-l--mytel'f""“’rhings worked dut very well with Hrs‘i‘F
.* - .North. 'Thé assistant principal “also uaswof;en there to he1p get the
Lo '*kids into the: building. Ihen. after about three ueeks. I, decided to* - .
S -send ‘theé - cbildren by themselves. ‘But. after I stopped. going .and- helpihg '
IR Mrs. North and the assistant principal, I, discovered that the .assistant
: principal -stoppéd’ helping. Then Mrs. North -didn' t ‘shaw up: - \ow..the
HEEPES children sta)ed on the plavground:fand when the class bell rang, there
S e was o one to- bring them in. Furthermore. becausg there was no one
letting the children.in the door. the’ .children: ‘would. bunch around the .
.., "door and cause a disturbance. Sonetimes a ‘group of children at the. door
W ‘~?.¢kept other ‘children out.ip the’cold weather.A Several times, 1 have. brought
. my‘own' children ‘to the school and found ‘this.. situation._ I have -beat on. -
“-the ‘doo¥- untdil ,my knucklesxare wed, * waiting for “someone to open, thé °
door from the inside to let us in. T'wé seen- children on the. playground o
- a full fen minutes’ after the class bell:.. and nobody there to let then.
e in ‘You" know Mrs.. Ouens. children around here are treated as non-people.
S Something has got to.be- done about this situation "

PR

, o
4o .

) .Owens thanked him for bringing ‘this situation to her attention.
3 »+ She promised “to definitély work on. this." After the Washingtons left,
T she,iunediately asked the school engineer to her office. She explained
’ " - that the door must ‘be repaired so that it could -be .opened easily. el
Y want that done: immediately. if not sooner," she told him, Be .
;replied that he would call,the,carpenter "right,n {

: H
Then Owens turned - to the*reaearcher and reparked,” “You were asked

i -4n her high heels and blue -eye ahadou.t Ordiﬂarily she doean t wear . >
ou T mmake up.t

': e
P

. o

- . ~ f
« -t 4
» 5 <

, The preceding anecdotes tell a atory about how a ptincipal handles
parents who. take -an overactive.intereat in the affaira -of the school.

sssss

[:R\}:-The~aaokiqg—incident depicts an unexpected finding about the. inpact -of.

] . . R

A -ﬂwhat you' were- doing here, ueren 4 you’ Before Mr’. W would say anything
jfj;" .:negative, he wanted to- know vho: you were. 2 see... he was going to :
S, ﬁprotect me. just in ‘case there vas a problem And then she- seemed ®
ter Tt amused. “i"You ‘know, ! L she aaid. 'l vas surprised to see Mrs. washington
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+ of belonging anong ‘the staff and adninistrators.“ *
?

* parental crizicisn ‘on school personnel. ‘Such, criticisn can- heighten
pcnitive bonds ‘between teachers and the principal. ‘The parent's
critical ‘eye’ becane a shared burden. enong ‘the staff, Although

Ouens indicated that the ‘teacher’ should go along with the no-smoking
rule, she urged this not because it vas a good rule, but merely

. to ‘smooth. over potential conflict with ‘a’parent. The: "you know
vhos", ‘the. crazy nofhers, who continually -complain  about school .
personnel and procedures contribute to a group feeling and sense

L

S, .

The incident involving the washingtons illustrates some strategies -
that this principal used when responding to parents. An inportant
first task was ‘to reduce the intﬂrpersonal conflict between Mrs. .
Washington .and Mrs. North so that ‘the 1issue could be released from the
grips of their bad feelings. It would appear that Hrs. Washington -
‘had felt ‘for some time that Hrs. North was letting down .on the job.

She had not been covering .ground ‘the way she/should nnking sure that - .

she had time to watch the ‘exit as she moved. fron.one: ‘classroom
assignment ‘to another. Seeing children trying to get into the door,
‘Mrs. Washington had’ -stepped in, burdening herself with the role .of

" bringing children inside the building. She was outraged when Mrs.

‘North.-told her not ‘to open, thé. .door for- the children. 1f Mrs. North
‘was not going to -let the children in herself she, certainly should
not have interfered with ‘Mrs. Washington 8 doing so.. If Mrs. North

_ wvas too .Slow .and lazy to stand her .post, she should not have rebuffed
- Hrs. Washington s industry and assistance.
é .

” v T ) r
Interestingly, Owens reduced the interpersonal conflict by having
Hrs. North and Mrs. washington confront one another in her office.
Although Hrs. Washington was. surprised and skeptical of Hrs. North's

' fexplanation that she was teachir3 the. children to open- the door for

themselves, she accepted the explanation. Hrs. Washington responded

by redefining the problem as the faulty -lock. Owens picked up the

, =0

less personal ‘definition of the problem;. pronising to fix the lock
inmediatelz. :

r

L3

Then Owens began to uork on. repairing the relationship between
the two_ women. . She made it clear that Mrs.,North “can't be everywhere,"
and ‘that she hnd given Hrs. North.instructions to be at her classroom
assignment on time Mr. Washington suggested that the problem ‘was
one. of playgrpund supervision and 'the-assignment of staff. He then
went farther, (clatming that the problen vas ot "a physical problem .
with the lock. " As a parent,,he wanted someone ‘at the-exit to ‘bring
children in from the: playground and open_ the door to pernit .an orderly
entrance into the buiiding. The humiliation of stending in: the snow,
trying to gain -entryand. "beating ‘on that door until my; knuckies

are red; had to stop.- Insensitivity to ‘the: frustration of ttying

to get 4nto the huilding atounted ‘to. treatirg children (ahd parents
for that matter): as "non-people " ‘The ‘message was clear. Somebody
had better start to. care. about lanag{ng that exit nore fully. or there

—_—
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vould beftrohole.

Aaide from offering some . eupport for Hre. North, Ouens in no

. way defended the situation.at the exit, She did not offer any of

the poaaible, reasonable explanationa as to why it was difficult to
'cover all exits or adequately supervise the playgrounds. Ina\ead
. she.pronised to. "definitely work on this." She thereby kept & Sree
hand.in determining how to ellocate her staff. .'Solving the situation
-Was her problem; and by accepting the retponaibility for it she 1eft
‘her authority dntact: Her _plan was to get the lock .fixed so that .

" children ‘could let thenselves in when they artived late, and to assign

the tecurity guard to. the troubletone exit. In. this way . she felt
she could get results. S '

It ia interesting to note -the effort that Mrs. Waahington wvent
‘to with her appearance for the meeting. By dressing :up she enphaaized
her- social status. This, and the fact that she brought her husband
along, made the point that the problen ‘was important and her -concern
should be taken terioualy. Yet, the Washingtons did not really want
to make trouble for Owens. ‘This is’ inplied by their reluctance 'to .
reveal eerious and négative infornation in ‘the presence :of a possible
representative of the Board of Education. The Haahingtons were interested
_and involved parents. They wanted to have an.effect on their children's
‘school, but _they did not ‘want to be destructive. Their protective
‘attdtude toward Owens: signals their general good will.
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2. " o One of the’ imperatives -of aanagerial behavior is the protection
~ .of resource allocations. Jnit administrators, no matter -what the
organizational-context, typically strive ‘to "hold the 1ine" on staffing
levels, budgetary allotments, and: overall resource capabilities. Very s
- often’ a- manager's standing -among’ both:-subordinates and. peers, ‘the manager's i
L ,; right 'to demand. the ‘allegiance of emplovees, and a manager's capacity Lt
for-creating a climate of . good morale: and high productivity depend
‘considerably upon both the image and evidence of .resource stability that
‘he or she is able to communicate. Organizational units that ‘are losing o
budget\r\\resournes typically suffer a decline in purposefulness, A
:-,  security, and confidence that goes ‘far beyond the mere loss of operating
) funds.»' . . . i . \
y . . . .
. * N commonly used criterion for resource allocation in education is
~ student enrollment.’ Levels- of staffing ‘(both professionai and . . Lo
’ non-professional), distributions of instructional. materiils and B
IS office supplies, allocations -of furniture and equipment, and ‘even: ’
. the: salary categorizations of some key adminis rrators (e.g., building :
principals)--are frequently keyed .to indicators of the number of o 2
W pupils. attending school., It is to -each building principal's decided 9 - ’
2R advantage to maintain his level of student enrollment, for an énrollment - -
- 16ss” is- very quickly translated into redistributions of valued o
instru¢tional resources.l: -
One of .the kev tasks of the building principal, accordingly, is-
the monitoring, protection, and stimulation .of his school's student
headcount and. daily attendance. It is an area of principaling that
involves frequent and often sensitive interaction with the community,
involves an occasionally’ competitive give-and -take with other -building-level
administratorsﬂland involves some elements -of conflict vith ‘hierarchical
superiors. Thrée. areas of activity in which the. principal -8 efforts to
"hold the’ customers "have been most. observable are: First, attempts
‘ -to increase the attractiveness of the school program; secord decisions :
: ~'to "bend" Board. of Education rules -and procedureS' and third, efforts. C¢
to retain, court, and counsel individual school clients. s

N *
S R T PP ISR L

C 2 ﬂodes.of Enrollment Control~(ﬁolding-the.Customers)'

-

! a. Mode One. Increasing -the- Attractiveness of .the: School=--Schocl e
district enrollment policies .provide.clear—cut attendance boundaries . ‘ e
~and’ pupil. idenfification -and - spec‘fy‘enrollment procedures for each -of
the city's. schools._ Nevertheless; - principals (both elementary and high
- school) have discovered::that :programmatic and. curricular.slterations
e can affect ‘the clientele appeal :of ‘their building. A first strategv
o to differentiate or*exphnd the achool's -program in some attractive
[]z\ﬂ:shion. ‘The- idea is to. reorient or, revise the curriculum in a marter
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s ' that better ‘holds. the intereat of pupils enrellcd in the school, promotes i
; : better pupil :attendancé, and guards against dropouts. Mr. Halters, . P
¢ - for example principal of the: Westmont Bigh School, met Tepeatedly "
throughout the ‘school year ‘with the schosl's faculty. members in & number
. ] of acadetiic. departments (e.g., ecience. hiatory, foreign languages).. .
5 Halters pointed out that the school was in severe difficulty :in pupil
' httendance and- enrollment, and ‘sope - curriculun changes ‘to modernize

the ochool'e offerings, ‘had’ to be nade. "We may. have to cut physics, for
- ( inetance. and ‘add environmental .science. It s in.?
[ A Yoot
‘ ' Later, after a neeting with his faculty,‘walters said he's got to
; get his faculty to see that they. have to re-shape the ‘traditional curriculu"
Do of the school. "Their. Jobs are at. stake.,” .

~

[y

A variant of the. progran developnent strategy. is an effort to

"reach out" with curricula that increase the attractiveness of one's
v ’building to -the school-entering clientele. The idea, as.one principal
expressed it, is to develop "a hook to get kids into this school," .
‘Mrs. Jennings, for: instance, worked carefully with her faculty in the
S Wilson High School to inaugurate "early involvement classes" for
.y . academically gifted seventh -and eighth grade pupils in ‘8 nunber of nearby
: - junior high schoolﬁ., The younger stidents would travel to the high
: school for part of .each. day to take advanced classes in eelected subject

: areas. (e, 8. ma math, science). In an elenentary .school aetting, Principal
"Farnsley. newly ‘appointed to the, ‘Larson School, devoted considerable. ’

~ - .attention in his first year to the: achool'a kindergarten program,’
- indicating that he was. working with the teachers to. move the kindergarten
5 curriculum toward -a more rigorously structured learning experience,

away" from a. loosely organized aocialization-into-achool experience.
- 'Farnsley explained that -he had become aware that in the heavily Catholic
y neighborhood surrounding his school nearly every five-year-old attended
: the public school kindergarten (no parochial school program was offered
S in the area) but that only -about ‘half the. area youngsters continued into -
. N first grade in the public school. By re= ahaping ‘and enphaaizing the
P - academic side of—th‘e‘ktndergarten ‘year,. ‘Farnsley hoped to ‘increase the
;o appeal of the public 8chool to-area families. .
Additional atrategies for increasing the attractiveness of the _
_school program commonly involve efforts to affect (a) ‘the pupil reward
system and/or (b) the: image of the school. “The school district under
i ‘otudy kept a: record of, -and' partially evaluated principal performance .
" ¥ in terms of, nonthly reports of student ‘attendance. Consequently o
principals would often ‘seek neans for rewarding pupils (esgey apecial
- -popular film showings) for excellent -attendance. In coneidering
. the inage .of the school, principale were -ofgerved. to be well attuned
L - to_events and. opportunities that. offered a coununication of their
: ' schoolls ' nessage.' PrincipalfLeavitt. ‘for exanple, was very upset when
he learned that only two pu)ila from: the ‘Greenbriar High School would
_ be participating in_ the: city-wide ecience fair this year. The science :
- _fair, 1like- excellence 4in-'high. achool aporte. engenders nedia attention o
: EKC to: individual .achools. - S Ly~ T T
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b. Hode Two:. Bending the Rules--There are clear-cut procedural
guidelines governing the ‘allocation of students to. schools and the

' _,docunentation O inoculation records, evidence of a age: and residence)

that must accompany the admissions gecision. Under the' press of enroll-
ment ‘and‘ resource heed, ho‘uever, ‘principals are very often open, "
flexible, -and responsive in special situations=-they bend the rules for :
student. admissions, they’ take liberties with ‘enrollment reporting, and

they are: liberal in interpreting district instructions on attendance
Tosters.?2

.
PR

When there ds space available, and particularly when. there is
sone prior tie to the school (e. g., younger siblings’ attended), principals

" -as they are flexible- about: school attendance boundaries.

M

h*"**“”enrollment ‘situation are simply"bypassed*
: example—~te11s~his ‘secretsry to just~go-ahead~and enroll a number of students -

——r‘—‘iiiﬂirants.

O

wll Toxt Provided by ERIC

pupils,.

‘admit them.

[]2\!:in building their resource allocatianﬁplans. The principal will

,vill grant . "

boundaries. Elementary principal Foster, in illustration, indicates
that this.approach gives her a rather good "hold" upon some- of .her

Foster admits: ",..in general I'm not picky about where the
students in. the school live." However. she adds that if a youngster

‘begins to ‘present a behavioral problem. she always checks the home

address and if it is outside the school 8 attendance boundary she'll
insist upon- a transfer.

Similarly, Principal Hartinson comments, after a parent conference,
that he's fully aware that the father actuslly lives. in a nearby suburb

e and drives his children to -and from the Froebel Scheol each day.

Martinson_says he is perfectly ‘'wiliing to "look in the other direction,"
‘since the children are extremely bright. High school principal Greer
smilingly comments, after -an incident in the hall, that many students
are very reluctant to give their home addresses for fear they will be
forced to transfer to their "rightful" school. Greer says-he always
has to reassure them that he doesn t really care where they liva.

on. an individual case—by-case.basis, principals are as willing
to overlook ‘many prohibitions governing school admissions documentation
‘Some .of ‘the
restrictions such as a proper inoculation record or a birth certificate
are occasionally waived or at least given -8 long extension for compliance.3
Occasionally, the procedures and paper work necessary to a special
Principal Bachman, for-

(withotut :proper records. and papers) whom .he. is convinced .are illegal N
Bachman: does mention that district policy requires him

to direct the issue -and the individuals to the central office, if there
is a probable question of illegality but this would probably create
much more of a "hassle" than he cares to deal w‘th so why not just

Eal

The- illegal immigrant‘exa-ple, above, also typifies angbpportunitx

for information control that becomes useful to principals in bending

<rules on enrollment in their own: favor. Bigher regions of the bureau-
-cracy depend upon.- enrolllent and attendance data supplied by principals,
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consegquently give csreful thought to his comunicstions with "downtowr."
Geraldine Marks, for example, principsl of the Neeley School, nentionc
. one: day’ that final- enrollment figures for the fsll*ﬁke ‘due tomorrow..

__ﬁHsrksssvs she £ going to,gsnble -2 bit and over-report her actual .

.enrollment becsuse new.Kids .are still coning 4in. every day and she is

, J_.sure ‘her enrollment will essily reach her reported: figure. Othexwise, ﬁw,‘é

© ' way up. | ] ) ) ; .o : .

2> I

o area produces -enough kindergsrten children to £111 the tvo clssses.

‘there night be a move to cut & position sonewhere. -Once they cut a
‘position, ic is long struggle to get it bsck. even if enrollment ‘goes

. ln a somewhat similar situstion. but with a reverssl .of informatio“
origin. Principsl Orestes Martin temarks benusedly that. hesdQusrters
figures for the enrollment in his bilingusl classes are badly inflated.

“He-is not going to say. snything. though, because: corrected dsts would

probsbly cost. hin,s cut in staff. And,. in snother exsnple of infornstion oo
error,. elenentarv principal Johnﬁpowker tells his sssistsnt principal T
‘to "sit" for svhile on the files.of eight ‘newly entering kindergarten ;
_Pupils. The parents of -the eight pupils brought ‘their youngsters to

‘thé ‘wrong .school,. incorrectly thinking Bowker s school served their

portion of the neighborhood rather than the "next :school over." Bowke: <
tells the assistant to wait for i\hile. ‘to. see if their own attendance -

»before deciding whether ‘to direct the psrents to the ‘proper school.

-

e . . e

c. Hode Three. Retsining, Court ng, Counseli:gflndividusl Clients--
Principals spend a ‘considerable amount ‘of ‘their.own time talking with
pupils and parents about enrollment concerns. At ‘the elementary level,
parents will frequentl\ “shop" for a school with a reputation for either
-quality .or disciplinsry control. Or. slternstivelv. ‘parents will seek’
to send .their children to a school that is familiar. The family has moved
‘but’ older siblings all sttended the. Elnwood School, and the family would
like the younger ones. to go .there-also. L "

>
¥

As indicsted esrlier. principsls vill show puch leniencv in enforcing‘

.attendance boundsries. Generally, however. there is considersble 3ele_tivity
on the _part of the ‘principal in filling svsilsble clsssroon space from
.out-of-district spplicsnts. A lengthy conference'with parents stresses ¢
‘the favor that is being done afnd communicates standards of behavior and ;
schievenent that are ‘to be met. Principsls ‘are more likely to admit )
youngsters- whose parents are able to cosnunicste. during the conference.

a seriousness of purpose. -

Selectivity snd 'y "building" of the student bodv are also a kev
‘to, .the personql sttention given to student enrollnent matters by high.
'school principals. In a ‘telephone conversstion wvith Mr. Samuel Tavton, ) 3
Principsl -of Hannaway ‘High School for exsmple. Mrs. Williams threatenéd CE
to- withdrsw her - dsughter -and send her to snother school elseuhere in T
the edty.. Tayton-urged the fsnily not. to tske that sction. pointing R
out that the dsughter vas. the top student in the Junior class, a leader
in the school. and: inportsnt to the school pjﬁ!f'.°' Alternstivelv.

-
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Principal L. S. Hampton rgspoﬁded;tg*a‘coﬁnsélor who: had- informed him p
‘that a- particular student: was in: that morfiing asking for a transfer:
"Let him-go, that guy's. been nothing but trouble for us." Just a few .
minutes earlier, Hampton had finished & conversation in his.office with

FoTe

another pupil=-urging the student .to wait until summer before transferring,

finishing the year out énd’s

eeing. "how-things go.'
Principal James Arnasé, similarly, agreed: to see a parent_and a
prospective studeént who had .arrived without :appointment eirly in the school
year asking for a’ transfer iato Coolidge High Schocl. Arneson explored the
“stated reason for transfer with the family, then went .to the outer office
to.call the former school.to chéckwbqéthekiggqghtfs'schp&l;r@dord.
discovering :that the pupil had:-had-a: problem. of chronic truancy from

~ 'school. ‘Whereupon Arnéson returned to.his office and “cooled out" the

transfef request, gaying, nio he won't consider a transfer at this time

‘and that the student should vait till: the béﬁiﬁning'df*qeit-semestgr.‘
at the earliest. . -t ' : . S \

Many idait;onél éphsultatiohﬁfﬁith.pupilé qnd‘pgreuté'(among both
elementary and high school principéle) centered-upon the implementation

. of ‘a voluntary pupil transfer -approach :to school desegregation. While,

principals throughout. dur study sample attempted conscientiously and
‘with commitiient to carry out. the intent of ‘the- ‘desegregation initiative,
At was videly recognized by principals that they,.as “middle managers,"
were in a conflict situation. Board of Education policy in encouraging °
-the transfer of pupils into deségregated facilities with space available
was: at' " variance with Board oqfsdpqafion policy that awarded school ©
‘bpi;ding-bz-building‘resdhtcgs on the -basis of ﬁupil.rgteh:;ph.

Most. principals sought to encourage the transfer of their pupils
to-‘the special schools and facilities that formed the crux of the
desegregation effort (e.g., ‘classical schools, magnet schools, career
development centers) in -such a manner‘as’to hold intact their present

. levels of staffing and other resources. While a number of pupils were

o " encouraged and assisted in transferrisg, a large outflow of students,

" and. forth:

© 3. Sumrary . g
P e : - 130

‘éﬁdangéiing pupil-teacher ratios, was a cause for concern. Occasionally
“prificipals would caution their colleagues on established norms of polite
behavior in "raiding" one ‘incther's schools, as when one principal
"'kiddingly"- remarked "0h, you want to drain me 6f my white kids," in
‘Tesponge to the sales pitch of another principal concerning a new . -

-program. Occasionaily, as well, principals would hold conferences -with

interested parents and find that a full disclosure of information °

- about .an. innovative program might raise more doubts than it satisfied,

‘as when Mrs. E. decided not to enroll her daughter in a new program when
ghe‘discqvergd it mégﬁt'all"day»in'inoqhereschobl, with busing back

N -

‘v‘\l?hé dtst:ibqtionfof,igbqbl gnft-levgl‘gggoﬁices‘is keyed to studeuf

El{jkzﬁgolliént. Not only ‘the staffing and equipment /material resources .are

IText Provided by el [

~




I N R B |

.~of -unsideration to the principal in this distrihution.but also the : 'f
‘aura; of . conpetehrv and control that the principal is able to project: ‘
. Principala vho ®manage .£o hold steady or increase the flow of resources

to their reapertive achools have.nuch greater stature and authority than
thoae wﬁo do not. . ' ‘

Althouuh Board of Education po1icv is.fairly explizit on pupil
enrollment procadures. and the g . are’ cloaely monitored, we find
that building principals have de-r ing discretionary opportunities
> for affecting ‘thedr- enrollnent 1evels and “student body mix. “There is
lufficientfflcxibility An student transfer and attendance procedure
to. warrant. spending ~time_to_ increase the appea1 of one's school to,

selécted groups. of clienteler ‘There. 18 toom within. the set of rules Ly
surrounding student enrolinent ‘for a ‘breadth of" interpretation ef o
: apecial cases and. situations and. ‘MOSL inportantly. for a nanagement T

~ of the flow of. enrollnent/attendance information that goes forward
from the school huilding to the headquarterfrhieratchv And,. there-
is- much opportunity, because ‘the principal is the key managemen; official
in touch. with pupils and parents, for & counseling of and assistance

-£0 individual clients in such a nanner as to insure school _resource
maintenance. ) e . s
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Footnotes

1as e have noted elsewhere the site-level administrator (the.
°building principal) may- gain or lose control over the immediate
vork environment -as pupil enrollments and- consequently resource: o
levels ‘ebdb and flow. During good times administrators have a greater ‘
call upon special favors and "chips" for use in bargaining for =
cooperation of lover-level workers .and clients. (See R. Crowson ‘

-and C. Porter-Genrie,,
\ in Large-City Schools,"

"The Disrretinnary BehaVior -of Principals

- Vol. 16; No. 1 (Winter 1980)

Educational Administration Querterl .

45-69:):

“fion " 21q nuch of “this' program development and rule bending activity, there
.77+ igha videspread sense of competitive stress. As one principal put
: ) e, "Other, -nearby echools ‘are working hard to attract pupils from" -
£ - " our area, from our clientele; we've got to get, busy. too." Much of ‘ P
= . . ‘this competition between schools may have been more a result of :
recent policy initiatives on the part -of tne school district to open
up pupil and parent voluntarism in school choice (for desegregation
purposes) than it was a resultant of dkcli ing enrollment (a A
‘smaller ‘pupil pool) throughou. the city. Whatever the cause, the . o :
coneequence was a decided battle for enrollment "turf" among the o ‘
city's: schools and principals.- ‘ . . o

A}
’ -v.,.,.\. ‘ 3

Ter e 3The school district under study later (1980) enforced rigorously
: . _the state law that requires a proper immunization recerd. All-
cchool records (pupil~health folders) are being examined in every
city school by a central office team and proper documentation is
now bél ing enforced., .
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‘1, . /Introduction L. -

Buildingaschool'simage is of prime importance ‘to prlncipals“
Mucl: of their energy is devoted.to ,this ‘task Ynd much of their behavr6r
" can ‘be interpreted in relation to image building efforts:. In this
segment, the findings of our research will illustrate how principals -
:are able to control certain variables vithin thé, school environment
“dn order ‘o create their notion of what the school image -should b=,
‘More lpecifically, ‘the purpose is to,examlne selected discretionary - .
decisions of principalswand~to anaIyiE_Ehem_in_;g;ms of their effec.
‘on—image building. .

o - -

!
There is no agreement among principals as to what the "proper"

, ~school image—should be. But -there’ is consensus that only two gfoups

of people matter to the principal SO far as school image is concerned: (a)
.the- éxternal clients, the parents or the community at large, and (b) the
internal professional cadre, the school bureaucracy, including the
district and central office adpinistrators. Our Tesearch reveals,
numérous illustrations of the $rincipa1 in the process of conscious

image building with these two constituencies. For ease of analysis,

T we will -deal with external and'&nternal image building separately
although in practice, they may not be easily separated.

¢ * -
- s e ]

2. Building the External Image of the School ' ’
. “The principal is reSponsible for how the school looks to the public.
"How does;hé help the school achieve visibility to enhance its status in the
community? ‘Let~us begin with an illustration of aschool in which
-external. image building is relatively easy. This particular elementary !
school has a unique curriculum for children interested in the fine arts. -
It is-a Special‘ academy," known as the Miller Fine Arts Academv and .
is: a part of the. "Access to Excellence" program of the Chicago Public :
Schools. Even though ‘the school has a fine educational program contribut-"
Q,ing to its .community image, it is the non-educational factors which-have ~
?{brought wide acclaim and increased community ‘support to- thé school. The’
principal is a master at gaining visibility ‘for the-~school. _He .knows
how to make his institution look good to the»public. * nr
Miller Acadeny was eonverted from a regular elementary scbool to
"magnet"” school: as a part of the city-wide Access to Excellence

Program. it was a school of decreasing enrollment in & rapidly changing .
k.neighborhood. But there was an active, integrated community group led . .

by some determined young parents- who were struggling to keep the school "
open., _They were convinced that with the proper ‘leadership-and a committed
~ifacu1ty, this School could become a.: model for the entire city. The

N . ) N 130 .




* ‘the image of the school could ‘not bc'ﬁ;inta;hgq solely.on its "academ+"

-
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principal, Mr. Sil§§ Herbéft,‘éas’brdught in. to convert the school te . . .3
an academy when it reopened with—a. city-wide attendance area.
- . » ¢ - "

L3
¢ . e

- Herbert's first act @as to meet ‘with the community people who had L
urged conversion of the schcol to an academy. He was convinced that : 3

Status. He recognized the political vulnerability.of the Access to
Excellence Program and the program's ti€s to the. city's controversial
desegregation policy. For ‘this ?eason, he. began iomediately to build

a political foundation for the school within the neighborhood. He mct .
with the group of liberal lawyers and other community people who had

been the prime movers in the conversion of the school. He allied  -- —
himself with the community leadpr whG was. .soon to: -become the president

TN
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. 48 principal’of the nearby federally-funded Matks Child-Parent Center

of the school ‘parent council. Along with this association came access . -~ -
to. the local press and visibility wighin. the community, . - N
. ‘Beéause Herbert had'hemonstrhted his ability (through. his contacts)
to get a good press, hé was continually approached by community> people
with ideas for the schcol. For example, several of the local community
leaders felt that the school should sponsor an. exchange program with -
-a school in Italy. Through an international organization specializing
in such e&chaﬁgeé, forty children from Italy came to Miller Academy
for thrée weeks. Each child lived in the home of a Miller student and
‘even the Italian teacher; counselor and agﬁihistrigb:s stayed in the,
neighborhood. The exchange at Miller Acadefy was widely covered in the
press including the'majot~ChicagQ,nqyspapers. The principal was even
.pictured in a Chicago newspaper as he greeted the Italian children upon
their arn{va} in Chicago. IR .

°
14

Another example of the aBility of Miller Academy-to attract press
coverage was the .presence of reporters and photographers at .most of the
routine school functions. A call from the principal to |the leading
Chicago papers resulted in coverage of a Halloweer party| or a Miller
Science Fair. This influence with the press was cértain}y the resulr
not only of Herbert's perguasivgribili;ies but alsp to the community ) .
support and aid of the influential citizens with whom he \cooperated.: —_—
There is no question that such success with the press is lrare and that
the situation is somewhat unique, but still it illustrates the extent
to, which a principal can g0 to enhance the status of the scho:l.

-

‘A-more typical example of external image building on \the part of.

‘the principal is that of Mr. Barber, principal of Langford Elementarv
School. Langford School is’ on ;hg'nearEVes;gfide of Chicago and has )
a predominantly black and Latino student population. Barbér also serves

for pre-school children. This center is designed to involve loqer-incqﬁe

parents in the early phases of school. _Langfqrg‘Schooikhqs‘no glamorous
educational nrogram and Marks .Center, .while addressing a critical community
need, was undistinguished in its ‘Fademic and parental involvement :

activities. -




So ‘what.did Mr. ‘Barber do to enhance the ‘status of his two institu-
.tions? .First, he recognized the deteraination on the part of parents

in the coalunity to. see thé school establish a nodel for discipline.

The absence of ‘good’ home- models made this: need very critical. Thus
-Barber- did.everything possible to let the parents see how the school
took discipline seriously During the lunch hour, for exanple, he
conspicuously stood in the school-yard with a battery-operated bullhorn.
shouting orders to children at the top of his lungs. Hhat was important .
" about .this exercise was not whether he had any effect:on the children -
but vhether he ‘was -heard by- parents in nea =by apartaent buildings. e
Barber'was so avare of the value of this form of dmage building that “hé

the children-as he shouted'

,a

parental involvement in.decision making.
. ways to’ promote parental participation.

pointed his byllhorn toward the apartment buildings rather than tow’rd

>

2

, ~Another resource available to Barber in his effort to- build a .
positive inage for Langford School and the Marks Child-Parent Center. is.

Ed

Barber was continually seeking
parental involvement is. avail-

ol

able to all principals as a resoyrce inwinage building, “but” ouxs research *
shows that it is seldom: used. Barber used it extensively. "He was
avire that a local hospital had ‘a federally funded program 4in ‘post~
partuﬁ -care and that a small portion of the money was ear-narked for.

a sex education. program for children 12-16 years, of age. After learning
of this-program, Barber invited ‘its director to. meet with him -and his

_—

LA

PTA president, Ms. Gosage.

The PTA had: expressed -concern about the teenage ‘

pregnancy problem “in’ the area for several months.

Barbeér saw this -

program’ as an opportune way in which to respond to a critical- comnunit\
.need.

~ 3 -
". > :" -
- ‘: z

o

Barber asked Ms. GOSage, to bring the issue of the sex education
“progran to a neeting of the PTA. :To achieve success as an inage building
activity, , Barber felt that it wvas necessary to have pa;ents involved.
directly in the sex. education program. For this _reason -he asked the
‘program director- to develop a. one-session program. in.addition?to the
five classes for children,,vhich would require ‘parents: to be present
with their children. The -hospital sex education program director felt

" that thia was -an. excellent idea and was willing to devote ner time to

L
- .0..

n 'Y <
-~

_run this session ‘herself. .

“She alsojpronisea to bring £o the session for

parents & Latino doctor who would answer questions;

The PTA president

:becane very enthusiastic about the program.and pronised to call a special
-eeting of the PTA to- discuss the - ‘matter. e

T It was clear ‘that Barber had. found a. vehicle for improving the‘
image of the school in the coununity._ Seeking pernission from the PTA
to. pursue the program guaranteed ‘the necessary parent involve:ent and
locked the PTA into a cooperative arrangenent with' the Jchool.
The sex educationaprogram turned out to be a great success._ Barber
received much appreciation from parents and ‘was comménded by the PTA for
bringing & good educational experience for children and parents into
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. ..school, a

. ‘speak to a single parent.

’

. —the counuhity,_ By inéélvipg the pa;éﬁ;s in the ﬁrég;am, Barber was able

to;eitqﬁli‘ﬁ the. school as a Center for addressing real social probleias.
Although not. all principals would; accept this responsibility for thé
‘scheols, .Barber -vas committed to the igea philosophically and was able
to implement a very successful activity demonstrating his (and the
school's) willingness to work with commhnify’groblems. ’

. Our regearch revealed that parénctal involvement, particularly
through theé, PTA, is not considered by all principals to be necessarily’
desirable. The PTA, and parental involvement generally, ranged in
popularity as .a tool fot image building from one extrepe to the other.
‘Mr. Batber -at Langford School and Mr. ‘Herbert at.the Miller Academy
iwere-gndn;'those,bripciﬁ;ls'qoﬁt willing ‘to work with parents to enhance
‘theistatus .of the: school in the community. In contrast to. those .

_principals -anxious to work with- the-parents vere several vho felt that

the parent. groups were either .conspiring to have them temoved from office
or simply unreliablé when it came to helping the school -solve a probler.
Very few principals, however, were willing to opequ:ignote‘th@j;:paient
groups.even if .they found them useless. While visiting one elementary
i researcher was taken to & PTA breakfast. During the entire
hour-long péeting and social gathering ;he'pfincipgg managed not to
‘He spoke only to the teachers present at ‘the
weeting:; When asked by the researcher why he behaved in such an insulting
manner, he said, "I never talk to parents. Thete is something wrong
vith people who meddle so closely in school affairs.’ I don't trust most
of them.". This attitude is certainly unusual but it reveals the lack of
.comnunication and geneyal distrust existing between ‘local school '
administrators and the public in some communities. It should be noted
sfshi;.the:g.is a history in Chicago of parent organiziations campajgring
against lucal principals in an effort to have then transferred. Thus
the, fear. of some principals of getting too: involved with parents is
based in reality. Nevertheless, the overyhelming majority of principals
do depend on close working relationships with parents to aid in school
image building. = ot . O
S . A g . . : ’ -
-° +0ur.résearch provided examples of many other practices which enhanced
the imagé of the schggi in the public's mind. Following are a few of
.these. i : . : .

-

3
L]

4 (i’- - .

] _—

'a.jﬁAt one—hféhwaghoql~thg principal hééxencqgrigéé an elaborate . °

L3 -
o
v -

s

~of athl€tes. The system is quite complex empldying a network
of "alumni" groups and athletic coaches to visit 2ach eleméntary
_schobl.  The "farm systen" also cleverly involves the administra-
tors and PTA's of the feeder elementary schools ‘in the recruit®
‘ment process. The overall result of this recruiting -effort,
" as ‘stated-by the principal, is improved athlétic ‘teams.and-a—

o _ greatly -enhanced status.-for. the-high-school {n the comaunity. .

h

Another imageé building tgéhnique used bykq@nﬁgpééh schools is
the fieshmen orientsiion to familiarize eighth graders from

s
- .
4 4 )

- bo'

< "farm system” within feeder .elémentary schools for recruitment -

T
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. 'feeder schools with the programs qu‘activities they will BB
) ‘experience the folloWing year. This type of .orientation - d
o e = program is aimed as much at the parents. .of -the, eighth. graders - L

‘ as it is at creating favorable att&t:des among the children "~ .

’ themselves. The overall goal of sych.orieptations for big-city .
high schools is tq show the parents hat the school cares about ¢ R
each: -and:" ‘every chi‘d.f o - » v L o Ca

ML S i ’ . . S

S T Several principals in our research sample were found to- favor ) Y
- “uvcareiully organized "benefits" of. one. type or -another &s.a’ v

means of image building. For example, ‘the principal of ‘one ' T i

‘school personally organizes each year a Christmas Pageant for “.Jﬂ

. senior citizens :in the neighborhood. This is a.gmajor musical .

.production participated in by students. and parents and coordinated -
by the: Mayor's- office. It usually attracts press covetage: and’

*draws positive attention ‘to the school., S , . . )

. 4 - e

Toodd In ‘recent years, the Chicago Public Schools have publishedqthe

results of standardized reading test scores®school by.school. N

Principals recognize‘the image ‘building potential inherent in S

this: practice. There is no qu°stion that schools -showing high L

. levels of improvement in test scores look good-:to the public. .

- There is’ evidence in.our research data to indicate that some ° :

principals place considerable pressure -on teachers to work

‘hard in. improving the scores. A guotation from a memorandum

sent to eachers early ‘in -the academic year by one principal .
I is illustrative of ‘the seriousness with which the reading N
- test stres are- taken: T .. ; '

14
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‘ "Aﬁrybu know, 200 new students transferred into our school

this yea Therefore, our (school statistiés) do nmot show the >
movement of last year's .student body adequately because one-third . ,‘\'f
of our students .are new. - . co I

- " . - -

‘We have received many children who are several years ) T
pbehind in their reading skills. Qur work is cut out for us. . e

It is- extremely important that each child be taught the
skills at 'his’ level. Do not wait until the end-of-level test o
is given to réteach unlearned'skills. ' : - d P

Lot

2 ° .
Daily intervention is nécessary . . . . it is crucial
that classroom iutervention techniques be employed by teachers
_prior ‘to- end-of-level testing. Our children can succeed with

' your help.- y < oo . H
,!oth the tone and the content of this memorandum from the principal } ,aif
1ndicate the importance of improvement of reading scores as an image ° !

lbuilder for‘the schools- L - | . . F

Z N N > * . -

. %
.

i - < . A
3.-,Building the School Imgge within theJSystem I - -
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jthe system such -as. district administrators, and the various offices o
and- departments at the Board ‘of ‘Education. . Our research findings ,f}
-suggest ‘that, principals. often g0 tO great extremes to enhance the image

, within the system are often considerably different -and usually unknown ‘te
«the general public.
fprogram with proven success in ‘the- annual publication of . test results,
was ‘able: to-parlay this success and improve the image of this schocl
,good namefto obtain certain favors from the' district superintendent.
‘was- uade to "look good" and she. vas nore ‘than willing to eftertain special
) superintendent always brought important guests to the échool. Often ;;é

‘particular principal was. not' unusually ‘ambitious, it is certain that
his .own .career within the ‘system was enhanced by the attention his .school

.-~ principal whose school did -not enjoy a .good insge -within the system.

: terms with the district supérintendent, it was necessary for her to do
‘a8 the -engineer wished in order’ to avoid an: enbarrassing situation.
After_the engineer left the office, Ms. Enis went into a tirade about .

ihe- is never supportive -of what I try to do. It was clear from the

-pride in completing all forms correctly and in doing his reports and
fother .paper work‘perfectly. He spent évery evening doing this sort. of
‘homework :and bragged about how- he spent -every weekend on-school ‘paper “work.
,;For his efiorts, ne-was Tecognized within his district as. the-model .of
efficiency. ETY }as pointed out by the district superintendent as ''the

- J . - Vi ¥

e in creating the external, public image of the school Ve ‘now turn -
vur, attention to:the image of :the school .a§ perceived by those within .

of ‘their school within the bureaucracy.. :Strategies to achieve visibility N

.....

still further. The principal simply capitalized on his, and the school's, h:.;
Because of the fine reputation ofxthe school the district superintendent
-requests: from the successful principal. For instance, the district

‘they were top level administrators from;.the .central office. Thus the
image ‘of the’ school spread through the hierarchy Even thoughothis

was receiv1ng. Thus we have here a case of the "image-rich' getting
'richerf '

‘ . - —_—

’ In order to better understand the effects of having a good 'image’ .
within the system,, it is 1nstructive to note the problems faced by a

Ms. Enis was engaged in. -2 conflict with the building ‘engineer regarding
“ome, repair work. The- engineer suggested that the matter be taken .>
th trict level for adjudication. Because Ms. Enis was not on speaking

the district superintendent. "I never talk to him: He does not like ‘Tne; -

comments 'about the district superintendent that he was ensuring that.
those above ‘him would aleo have a negative image of Ms. Enis' school.

In contrast to the previous exsmple, no visitors were ever brought to
the school all cormunication wae. transacted in writing, and no services
were ever offered other than those required by the district office. N Y
Thé situation was difficult for the teachers as well as the -principal. R

One#upwardly nobile principal tried very hard -to »establish -a good
image within the system by ‘being an-exemplary bureaucrat. Be took

nan to see" 1if you need: help ‘on forms. etC, . This principal enjoyed

L&B e B - m«ww:*;*z;m
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L the "psychological strokes" he ‘was getting for being the best, It was

_. _-not. clear to.the researcher, houever, what -¢oncrete rewards he was
’ a‘getting as a result of this image. ’

) Several :principals in our study vere anxious to demonstrate. their

politicnl.influence within the -system. There seemed to. be some. status

associated with having an image of being able to "get things done.

‘In ‘mOSt cases, however, getting things done meant msnipulnting the

'Albureaucracy. A good example is that of ‘a principal whose image rests

_-on.the fact. that she 1is :able :to. get anything -she wants'' for her school.

She- is successful in: getting .supplies and even extra help by: calling

' 'upon an elsborate netuork of friends in ‘the.system.. She pointed out to
the. researcher that even the most difficult problems can be handled

through her network.\ : .

“Then she proceeded to demqnstrate her ability and- the reason. she
and her school ‘enjoy ;a good ‘image- within the bureaucracy. During ‘the
,time she was being observed,. a. bilingual teacher resigned from her school.
It is a well ‘known fact that bilingualuteachers, fluent in both English
and Spanish are hard 'to find. ‘But this principal saw the problem as °
. 8 minor one: and with only a few phone calls was able to find at least
‘three ‘bilingual teachers willing ‘to:work at her school. When she told
“this news to the bilingual office at the Board of Education, the staff
was very surprised. ‘One of the associate directors told the principai
that she ‘had not seen an applicant fluent in ‘both languages in weeks.
Because of ‘her long history of developing relationships and working .

_with people in. the system, this principal had acquired an excellent
-, dimage for berself and had made her school a desirable place in which
L0 teach.. . : . . .

4. Summary ) o .

“In’ this chapter, the efforts by principals to build an image for
their schools has been analyzed. It can be concluded, that principals -
have considerable discretionary decision- making power to influence
,the image of their schools both publicly and within the school system.
Examples: were presented to show how principals use various factors to
enhance the.status of their ‘schools.

-
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~ .  VIi-A. . CREATIVE INSUBORDINATION: Civilized Disobedience R

RO . i e
N . DA . LN
1. . Introduction. : .

.

S

_— -.”_'One‘cflfhé.ért;cles.of faith in Amer{cén institutional life is the
. © - - dogma. of "q‘e chain of command."” Every organization, because it involves
. ?“*““hY’définition—a—g:pupwofMQQOple collected together for a supposedly

N ) common‘pp;pp¥e,\hust'bé glued together with some sort of apparatus .

designed to make all individuals. move more or. less in the same direction.

. The name we conveéntionally give to this apparatus is "the chain of
command,” a generi¢ phrase meant to -imply a linkage between individuals, to,
i.e,, -thé "chain," -and a rank order to the individuals specifying who '
can tell whoﬁvwhat‘tp do, i.e., the "command.”, It is conventional .

Ze ,fﬁisdom»tha; organizations work. because individuals voluntarily submits

- ‘their actions- to the discipline of this netuwork. There_prevails a common
consent t?ﬁt the chain is what holds people tggether and that the command

s

SRS -

* .structure /is legitimate and necessary.

. 3Inuép gducatidndl bureaucracy, as in any bﬁreauéracy, the need for -
2N the chﬁfh-ofecdmmand apparatus is directly proportional to the size of
"+« the undertaking; the more remote and impersonal the decision-makifg
':. . becomes, the more reliance must be put on organization-oriented{ as against
‘ person-oriented, considerations in deciding what people should be -doing.
\thce, the. larger the educational system bécomes, the more it beginé
: to ‘simulate a-military tablé of organization in which orders and instruc- _
.~ " -, tiohs ‘are handed down from & central headquarters, through various _ ’
echelons of administrators, finally reaching the operating unit of the

. collectivity where the clients aré served. - ,
. - The need for the.manager to be bound by’ the command chain is the L :
5 .conventicnal wisdom. What is not so commonly understood in organization .
&"ﬂ‘ - theory is. the companion, and somewhat contradictsry, idea that the ’
; need to ignore the chain of command also increases iniurgency as the

bureaucracy becomes larger. _Precisely because decision-making relies

on impersonal, -apparatus-relatéd expectations: in large .organizations,
. - . the need to disobey orders, in order to dilute their dehumanizing -
o effects, .becomes more compatible with principles of good management.
: . The wisdom of knowing where and how to disobey is central to-discretionary
- decision-making amang school principals. ' . :

T

A@gpg;sophisticate& administrators, particularly those who are
~ sehsitive to the human needs of their surroundings, such disobedience
o to the chain of command has. been developed into an art form. The )
:  ,skillful practitioner strives for subtlety and unobtrusiveness in suc’
; ‘behavio , alw.ys working at low-profile posture. The object is to

5 = . -

_disobey in such a way that the disobedient behavior produces the maximum<

. - effect. locally, i.e., within the school, but minimum impact on one's .

‘l’appyériqua .Ihét is, disobedience must serve its basic purpoﬁe, for




.
G .
LA

. :exgmple the'haihténqngéfpf_ggod morale, but do. §0" with the least flur.y ) K
e .. ‘feathers amopg,commaqdforien;ed‘exegutiveb above., If this ratio is ;-3
: allowed;;psbeArevérsed; then the administrator is_obviously in~trouble.

- “ oy

It is important to remember that the form of disobedience here

under. examination-.does not grow-out of mére personal pique. The ‘principal '
may 6g‘m@y~ﬁpt‘beféomf9rtiﬁle with -some instruction from his or her o
district superintendent, but. what makes disobedience a workable option :
1is.the perception of that instruction, if carried out, as inimical to ' :
the welfare of the school. If :this assessment of the impact of ann . _ . ::

-order reveals potentially significant damage to the organization; then- o
;thgﬂprinciQQI\begihs»the_rgyiéw‘gf\how.io—disobey the order in the s
__most artistic, i.e., least obtrusive, manner. - b ' A S
X ! ] ) . > : i ' TR £

Lad
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-

" 2, Modes of Inshbofdinétibn: : C ’ R N

4. Mode -One: The Ploy thatsFdfied-<In our observation of school - v ?
principals we have idértified several modes of disobeédience, many of

" which .are understandably mild and benign in their overall impact on " :;

the. hierarchy. These forms are harmless perhaps because (a) the principal
lacks standing with his immediate, superiors and is timid’ about reaching
too far, or .(b) he or she is unwilling to take the punishment for being

caught, and therefore exhibits only a half-hearted defiance, or ‘(c) the

_issue is trivial and not worth.the expenditure of credibiiéty "chips"
N in administrative maneuvering. , ) ' C
ot ‘ AN

u\\ In one instsnce, for gxampie, a high school principal &Ps ordered
by his district superintendent to reduce his cadre of assistant principals
from four to three as a cost. cutting move, the reduction in force (RIF)
to be accomplished within thirty davs. Of the four APs, two wére well P
- matched for their jobs and their.removal would have béen excessively” :
. disruptive. The other two-therefore became the targets of the Principal's
attention. . : . t o ce

AP McNerney was the least compefent and, in fact, very much in the
way of the Principai in running the’ school, Hoygver; he was senior
té all the APs and held a valid Principal's. Certificate. He was,
at that moment, waiting for ar assignment, although the glacial rate
of turnover led the principal to expect that it could be months, perhaps
years, before McNerney would get .a school of his own: AP Norton,. on
the other hand, was aext to the most junior of the four, but although -
relatively new to administration;-he was extremely effective, very )
valuable to the principal as a "deputy principal” and quite obviously
on his way up in the system. Norton therefore was clearly the principal's
choice for retention, and he tentatively settled on McNerney as the AP
to be "riffed." U * S u
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* » Privately acknowledging tb;t seniorityl would doubtless play some

role in the systemfwidg'"riffing" process, the principal neverthelé€ss

of ficially sent .forward McNerney's name to the District Superintendent :

as ‘the ‘AP tc be dropped. Not surprisingly the District Superintendent . .
T e A ﬁlflg} - o ;‘K " fag
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gently blew the whistle, inquiring by telephone to. the principal about o
‘the rationale for such a recommendation, Without mentioning the real, vi
-hidden agenda--"Hey, here's my chance .tounload deadbéat McNerney! . . .
~Now- if I..can just get the DS to go along."--the principal ‘spoke firmly

: into the telephone and proceeded to make. a8 case for his decision as o ;
follows.‘"Yes, Charlie, (the DS),. I know HcNerney is senior, but L . 3
‘he's the only -one of the APs with a Principal 3 Certificate. He'd :
.be the easiest to transfer to a-principalship or at least an assistant
;principa]ship in another school. For all the other three,. ‘and particularly .

for ‘AP Norton, being let go would mean being demoted to classroom-teacber .
status. I'm thinking.of the people here...what's going to happen to
them. I want to be humanitarian in all this. For morale -‘over here, .
and for the welfare of the school it would be better to:cut McNerne\

'than Norton....}

In the exchange with the DS, it was clear that the DS did rot know
the -four APs well enough to see ‘through this subterfuge of the principal,
,namely, the attempt to sack his weakest assistant. Nevertheless, the
DS ruled against the principal, telling him in effect that the seniority
criterion, ‘although not hard and fast, must be the primary guideline,
unles$ extraordinary reasons--not visible to him here-—were offered.

. _Well, no .harm. done. The principal [ attempted insubordination did
not wash with his superior and he complied with the order to let the
axe fall on. Norton, as painful as that was for him. For all of the
dissembling, the principal was looking out for the welfare of his school K
and for'his own welfare as a principal in need of high caliber assistants. . J,i
The system remained faithful to its rules, but .a principal and a school )
lost a little in the process. McNerney's incompetence continued as an
administrative feature of the school.,

b.. Mode Two: The Gentleman's Agreement--Exercises in disobedience
-are sometimes games of chance, initiated by the principal who gambles
-on a five-percent expectation that they will succeed. It is well known,
for exanple, that the enrollmeat figures for a school can be manipulated
in oxder to protect the school's standing in head-rount comparisons .
with other buildings. Customarily, when a high scnool opens in September,
the number of students who show up represents approximatelv 80 percent
-of»the peak -enrollment of that school and as the weather cools, as
youngsters quit their summer jobs: and return to schooly the attendance
gradually builds to its maximum around November lst when the official S
"héadcount for the year is taken. From this point to ‘the 'end of school ' Lt
in June, the attehdance curve is in a long glide to about 70 percent i
of the November péak. Tne principal isobviously concerned about the )
reading on Novémber 1st since that provides the base-line data . for .
,allocation of teachers. i ’

\.

Like "Ratings Week” in the television business, the principal

‘ concentrates all of his attendance enhancement devices on the pre- .
}Novenber lst Pperiod. ‘One of the most reliable of these strategems is |
the manipulstion of the suspension policy. If a student misbehaves , 4 3
during this interval his chances of suspension from school are ‘minimal;

; the princips1=will tske extrsordinsry nsssures*to'keep the youth somehow




in the school, perhaps in a detentiorn center--called the "Bar Room" in
_one achool--where ‘he sits with other miscreants bprred from attending
class but officially still a "member" of the student body.

¥

By Union contract and therefore Board policy, the working ratio

- calls for ‘one teacher for each 28 students. Under the force of this

*arithmetic, the princioal counts students like gold pieces, and uses
_ his or her discretionary powers to pad the numbers when the occasion .
Epresents itself , .

\ - , .
Principals are sometimes put off by the dislocations engendered v

by Board of ‘Education directives._ In the late Seventies principals
throughout the system were instructed to provide for "permissiVe transfers

of their students ‘to other sdhools in order to enable them. to take, advan- L

tage of special programs in those schools. ‘Dubbed. "Access to lixcellence,.2

the program's advertised. objective was to enhance educational opportunitv,3 -

but its primary purpose ‘was to increase the voluntary cross-flow- of
races throughout -the system in order to foreclose the possibility of
Justice Departmént-ordeéred. or, worse, court-ordered desegregation .
schemes._ However, those transfers yere to be for only part of a school
day, with the students being bussed to and from the receiving school

'within”the normal schedule. ‘_ . =

A
A

. Twc principals in neighboring schools, each with a receiving
"Access" program, recognized immediately that_full compliance would’ .
affect their two scnools markedly. Since one school was predominantly
black, the other predominantly white, heavy transfer traffic between
‘the two would make a significart contribution to desegregation, cf students.:
However, the part-day arrangement meant, that the participating students
would lose the equivalent of a class period getting to the alternate
school and another class period ;eturning, thus canceling approximately -
20 percent of their inztructional day. Recognizing this'as an unconscion-
able price to pay for even so laudable an opportunity, the two principals !
quietly decided between themselves that they would take steps to discourage:
transfers between their two schools. By this action, the two principals
werz, of course, frustrating Board of Education policy, but in so doing
they were also protecting the educational instruction time of their _ s
own students, a- bargain they both felt\rorth the risk of defiance.

*  c. Mode Three: Planned Delinquen;y on Deadlines--Our observationc
of school principals also reveal a more substantial form of counter-
bureaucra'ic behavior: The deliberaté refusal to meet deadlines set by
superiors. As is well kaown in the education business, ~school principals
are inundated with paper work in the course of managing a school. Some
of the paper, to be sure, represents vital and important subject matter,
e.g., requisitions for supplies or equipment, vouchers for reimbursement

of expenditures, paysheets authorizing the 1ssuing of checks to subordinates,:

ete. But at the other end of the spectrum are the endless memoranda
from superiors or their staff people requesting a hundred kinds of
information about the school. To the working prineipal, concerned with

4

e
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students, faculty and the vitality of the educational program;, these requests f

have no. re1ationship to teaching and. learning. They seenm to have.come
fron another planet and,.in,the principal'a e es, represent nake-work
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“for "the bureaucrats downtdwn.'s A steady analvsis of ‘the paper flow
of'i-lérgeuséhqpl*qyé;em‘&oes‘ingég‘5qgge§t @bazia major part of the . :
motivation for requesting information {s simply the realization that “L
it can be ¢511eg§e§. A Parkinson's Law. therefore operates in which .
the mere availability of information becomes a major criterion for its

- necessity. 7 . C

»

- -

e In .the qhaip-df-qohmand;nexu;, the principal is expected to mobilize
"the resources in his or,tier school -to gather the information requésted.
.- In some casés the manpover required for 'such work 1% considerable and '
is not -confined to .clerks and stenographers (for whom information retriéval
1s ;part of the job). but spills over 'inté the routines of busy staff and fed

“faculty personnel. Can the principal afford to divert the .energies
.« . 7 vof'highly paid professionals to this kind of ,labor? If the information
i «. " _asked for is perceived to .be merely raw. material for the make-work -
I "staffers downtown who look for something to do and therefore generate their
. ", own work, the answer is clearly No. In this circumstance, the principal
b " must devise some method for protecting his staff from such trdvial intrusions
. and concoct a low profile avenue of defiance toward-the system.

» 5

-

« 7 ~For some principals, this takes the form 6f refraining from providing . . &
~.the information at ‘the appointed deadline. In the abétratt,ﬂzh;s may - !
sound: risky. But the principal knows from experience that some deadlines .
are firm and others are soft, some information requesters are "data mad" - -
and serious, while others are nine-to-five time-servers. The .principal
therefore cocks an ear to await the first call from the downtown staffer
asking "Where is the information?" The promptness of this_call following
. the déadline is the key signal to the principal. If it takes days or .
..+, weeks for this call to arrive, the principal can be reasonally certain
that his delinquency has paid off; the system does not really need this
g " information. If the call comes quickly and_the voice on the other end

has a timbre of urgency, then the forces can be mobilized for gathering
the data, )
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_-Sometimes principals can léarn.to manipulate the-deadlines on their
oén'behalf. The refusal to meet a dqu;ine, if practiced by enough
principals simultaneously on thé same piece of business, can effectively
render the- deadline megnipglesé. .Thus, principals in league with one

- another and sensing the pointlessness of the information asked for,
can agree to draiffheir feet in hopes that a more reasonable, postponed
deadline can’be set, or that thé request can be abandoned altogether.

_ Finally, thé astute principal' can sometimes forecast a postponefient
ordered by the staffer himself, thus rendering the original deadline ‘
. empty :of force. On one occasion, a principal was asked to submift in

- 48 hours. the names of teachers on the school's staff designated for « ‘
" 'summer school service. ‘Through other channels, the princiral was ' 3
 already iware that such a réquest had né purpose since the curricsium
of the summer~school program had 720t yet been set. Since staffing always
o follows upon program decisions, the principal ignored the deadline and
RJ!:‘qg;e;;y waiigd'fo% the downtown staffer to announce that the information
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~ would be collected at a later date. Once again, the routines of a busy
: school had been shielded from the invasions of the bureaucratic mentalit\.
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_ Mode-Four: The Literal Re;ponsev-Our eh=site participation in

the uork of the school principal also reveals that principals are sopetimes
prepared to ‘play "hard ball" with their insubordinate conduct. Perhaps o
the most artistic and foolproof mode of this more strenuous form of ] et
disobedience ‘consists in. disobeying an instruction by following it
literally. In this situation, the principal, on.receiving an -order -
from a superior, understands. full well what information is called for. ’ :
-However,  a .close reading of the- detailed instructions reveals that if s %
‘they _are followed to the letter, the desired information will not be i
forthcoming Thus, instead of taking:the ‘trouble to inform the superior 6
of this.'flaw in- the instructions or unilaterally correcting the instruétions
‘and responding to them in their new, edited form, the shrevd principal

will quietly inform the assistants to put together a report following———-—— -

'.the guidelines‘precisely..

e

’WLat is eventually forwarded to the suverior is therefore useless
"garbage,". and the principal knows it. But<he or she also knows that the
problem will ‘be spotted evemrtually among those who originall) asked for
the informa ion, and that @ new, more carefully written instruction:
will soon be promulgated.

+  The value of this strategem is that it has two edges: As a defensive
tactic, it protects the school's staff from unnecessary hours spent on -
gathering the more spphisticated information (what the superior reallv
wants), and as an offensive weapon, it embarrasses the superior s staffers,
puts them on the defensive, and temporarily neutralizes their ‘enthusiasm
for thinking up new studies and ' reports requiring more exasperating
data. i :

N

“

During the late Seventies, 5 “Tﬁ_ol svstems throughout the nation,
especially those in large, urian centers, were required to file periodic
racial composition reports with the Department of Health, Education and

oWelfare. These reports were ostensibly designed to provide base-line
data by which- desegnegation programs could be developed. .
On the occasion of one of these Federal requests, the. Superintendent s
- headquarters personnel, customarily referred’ to as "Downtown," issued a®
---~comprehensive command. to_the city's twenty-seven school districts. -
Each principal was to cause t¢ be ‘conducted in his or hetr school a census ———
of the student body to identify the race of each student. The forms . :
‘sent forward to facilitate such & census employed the standard categories -
of the-U.S. Census Bureau, and in other ways resembled the routine :
language of government-generated questionnaires -
-~ The District Superintendent's stsff further instructed that at the ' 3
high school level, the forms were to be filled out by the students :
themselves, a apecification betraying the District staff's paranoia i
in deaiing with such sensitive information as race identitv. A . <§
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When the students got the forns, snd as the principal had half
expected, they béegan to ‘make a game out of the question ssking them
. directly sbout their race.. Seeing 4n. the smsll print some of the
-,sub-heidings under the major categories, many -of, them became intrigued
‘with..the sound of "Ssmosn, "Eskimo," and "Aleut," and sccordingly
identified thenselves 4dn* the sppropriste ‘box: as a lelber of .one
“of these ‘groups: -As word -got - -around:.the. school,. the prsctice of
-is-identifying oneself came .to be a bsdge of sild -protest by -the
'students sgsinst this kind of intrusion into their lives.

The. results, of course, were. -chaotic. In a large ‘highi school
with spproximately sixty percent white, thirty percent black snd
‘ten- percent ‘Hispanic,. the: principal’s cyrgory inspection of the
queitionairres revealed that in "actual f ct” over -one-sixth of
the students were Aleuts or Eskiuos' With a straight face and
: ithout comment, the principsl .boxed up the questionnaires .and returned
Tt em for tabulating to. the District Office.

£

eative Insubordinstion and Administrstive Theor
) I .
‘ It is obvious that in the ongoing dynanic of principsling,.ss
_ of othet ‘modes" of nsnagerisl work, there is considerable rocm for
maneuver f£or which the table of orgsnizstion does not make provision.
-, In.these ar as of lstitude, discretionary behavior becomes both )
more possible and more visible. One principsl, counenting on.this .
phenomenon, spoke very directly about ‘her own' style: "I don't break
sny rules; I just bend a few now and then."
For the cons ientious principal, the objective is to use the orgsnizs-
tional apparatus in such a way that the ultimate client, the student,
‘18 most sdequatelyns rved. This may mean, at times, that the organizational
spparatus, and the ain pf command in psrticulsr, must be used against
~ itself in order to ren ler the institution's actions humane as well as
,efficient. What is referred to above as counter-bureaucratic behavior
is not only a a survival mechanism for belesguered principals byt a balance
weight to counteract the eeningly anti-educational forces constantly
st work in large school ‘systems..
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. 151tbough‘assiﬁtaht principals aie not unionized, it is custquary ‘to

‘the aside: "This is vhat 1 call.my 'Access to Exit program.”
- 3The.Mayor called it h\"puff'pfece.ﬁ o ; e N
- ’ L ) . R . N -
1

‘goligu'thgaprbggdurgs of the Teachers :Union and the Principals

__Association, both gf whom operate on the seniority principle. °
B . ! N - _—.,' . . o ‘\

20ng principal, teviewing‘with his assistant principal the records

_of :students’ recommended for being.dropped from Q9hboﬁh offered
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o "« ° Vil-B. SHORT-CIRCUITING THE LABYRINTH /
R L . To Hell with the S.0.P.

T . . : " .

1. Introduction _ “ -
-~ P

.

v The conyentional view ‘of a large city school system conjures
up, an image of a vast” labytinth, an intridate rat s maze containing '
'conplex sdbunits akaardlv interrelated. and difficult to manage.
Finding one's way- through this labyrinth ‘has been 8 perennial pre-
occupation of administrators. Necessarily, uhen patience flags, the
tvpical administrator will attempt to speed up the routine processes
of’the bureaucracy by maneuvering through spur-of-the-moment shortcuts

= "to. get the’work done. . , i : o

.

In our modern-day understanding of organizational“dynamics, this -
well-established practice of short-circuiting the bureaucracy may RS¢
;i ‘be all bad. In fact, school bureaucracies survive partly because good
administrators are not afraid to .use “their discretionary decision-making
powers to- speed up otherwise tedious: #nd turtle-paced procedures..
Such actidbns help school systems reach their goals in spite of the
‘hard-to-manage bureaucratic structure. Thus, short-circuiting the..
labyrinth may be a form of anti-bureaucratic behavior that actually
n»ensures the survival of the system itself. . .

M

Our research has shown that school principals use their discretionary
decision-making powers in relation to the community inside the school =
; building. the community outside, the overall organizational hierarchy, .
. ' and on belialf of their own occupational ‘needs and career aspiratiops.
i Short-circuiting behavior may affect several of these spheres o .o
,simultaneously, as we see in the following examples. : . oo

2. Hielding “Ehe connunity" as -an ad'hoc weapon

~— The ability of a principal to -obilize connunity support often
‘has corisiderable impact upon his effectiveness. The school building,

- or subunit within the system, gains power vig-a-vis the larger system
-‘Wwhen -communiity support is available. Thus a strongly supportive -
community is'a valpable resource which the principal can use to accomplish

school goals. One principal uaed her discretionary decision-making
pover “to force a decision that the bureaucracy refused to make until
) connunity,pressure was brought to bear.
" Dr. ‘Faye Daniel, the principal of a near-westside elementary
school, night be described as ambitious, aggresgive and definitely
the "boss" within-her building. Because of dual chains-of-command ‘
for educational progran and building maintenance, Dr. Deniel found .
‘rﬁe had no.direct juriadiction over the building engineers with whom .

o 149
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“3. 'Manggenent by loophole . . . ‘ .

LTS

‘she 9orked every day Most pr ncipals are able, by using good personalh

Telations, -to work effectively within a system that separates building\ _-

aaintenance from the instructional activities. Dr. Daniel, ‘however,
because of her idiosyncratic personality and her apecial style of
principaling, required: full and complete control .of .every activity . ..

- in her school building. This led\to increasingly difficult confronta— SO

tions vitr the chief engineer, Mr. \Joseph Fried. Eventually, the .
relationship deteriorated to a point at which the éveryday functions
of the engineer atopped He would nbt, for exampie;. ‘allow his’nen .
*to. enter and clean the schéol officea nor w0uld he- respond to anv of:

¥

- Dr. Daniel's requests. . . L. s

.“As time’ passed, the situvation grew increasingly embarassing, LT
and the teachers and parents began 't talk openly about the problem.
At first, Dr. Daniel sought the assiscance .of ‘her" diatrict euperintendent.

But ‘he could not be.of much help._ Because of the dual’structure, ‘he -t

‘had, .No- jurisdiction over the engineerS»either. He had ‘to work with

his. counterpart at the .district level in resolving a. problem.such as
the one. created by Dr. Daniel and Mr Fried Taking another tack,

Dr. Daniel requested the district superintendent to. prevail upon the
district engineer supervisor .to transfer Dr, Fried.. But the super-.
intendent refused, claiming that Dr. Daniel would have t5 learn to )
get along 'with her engineer. As Dr.-Daniel was ‘trying to ‘resolve *
t'{he probler through the bureaucratic structure, aervices performed )
by ‘the. engineering staff came to a virtual standstill This brought
parents and teachers into the controversy because snow was not getting
properly removed from the sidewalks nor were certain necessary “classroom
#epairs being made. _ When an incident grew out of ‘the failure of the
-engineering staff to tepair a classroom closet lock for a teacher, it
became clear that the principal would have to abandon her efforts

I
fto work within the school/hlerarchy.-
-

The principal, Dr/ Daniel, had excelient community\support in
this’ struggle to get the. ‘engineer transferred because parents were

concerned about the /safety of their children. Four parents. came to LT

Dr: Daniel askinp her to write a letter to the General Superintendent of -
Schools to-facilitate solution of the problem. Dr. Daniel quickly
suggested that such a letter would have more impact if it came from

the communify. ‘Further, she subtly offéred to aasiat in the- Hriting‘%a
of the letter if they would agree .to have it aigned by as many community .
people as possible. The letter was written and sent, with a copy to

the district superintendent. Within days the engineer was transferred.

) -
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In the Chicago schools, the procedure for obtaining substitute
teachers “specifies that the prin ipai must first ‘alert the central .
office “Sub Center" of his, needs each day, and then avait the arrival

_l ) v L ' "(‘l R » 4 .
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."Ta, of the substitutes designated by the Center. Ihe procedure -seems- tO

; ", 3roder ‘was: principal of a large westside:school in a neighborhood

“»

’ Broder) withheld important information needed to maintain the established

.‘4 Shortcuts to image" building

5 to requests for additional help,:needed supplies or special favors.

" om ‘the’ South side of Chicago was assigned two additional reading teachers.

.~ “chose’ to put those two' teachers to Hork in -a way . that was not intended.
- In sending out*the notice concerning additional reading manpower,-

3 th uould the principal'specify that the better students be sent to
NC , ‘,

. . N - .
r- . . .- i - ; . .

uork~ve11 in some parts of the-city but not in. others. -Mr.. James

uhere substitutes were reluctant to. come. Thus he found that he was
fortunate 1f. one out of five of his empty ¢lassrooms was covered on

2. typical day. It became apparent to Mr. Broder that he would have

to devise an alternat ssubstitute hiring procedure ‘that would. alloa
him to: develop his. .own ‘cadre of peoplé to fill vacant teaching positions.
Hr. Broder‘discovered after careful study of procedures, that the
Central Office did’ ‘not compare ithe; records of the 'Sub Center ‘with the
pay authorization forms s1gned by the principal and submitted -eaclf

pay period by substitute teachers._ This ‘was; of course, the . loophole
that Hr. Broder needed ‘to-establish his -own cadre.of substitutes.
Since there was no check made on the pa)wauthorization forms, it was
possible for Hr. Broder to- call directly ‘those substitutes who were
willing to. work dn. his school. This loophole meant*that Sub - ‘Center

had -no- record of his cadre. and therefore was .not in a position to
challenge his "private employment agency. . .

: ) . . © '

“The: short-clrcuit procedure worked because the subunit (Mr.

procedure. ‘By denying iaformation to the system the school gained the .
power itsneeded to manage its own system for ensuring that classrooms:
were adequately staffed with gubstitute teachers. Again, in 1 othis. example,
the discretionary decision-making power of the principal allowed the

instructional program to. fxnction-normally even though a form of
short-circuiting was being employed. P
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image building is important to local school principals. ‘Our -
research indicates that schools with.a good reputation get special
consideration from the Certral Office. Thus, a principal's ability,
to advertise the ‘special qualities of his sch)ol ensures attention

Ihe extent 0 which a principal will go to short-circuit the system
in order to build his school's image, is illustrated ia the following
example. ’ .

Jc
- h »

»

A school in a lower middle-class, predominantly black neighborhood

They were provided*mainly because of .the .serious need for remedial .
reading help in the. school. .But the- principal Hs Grace Lights,

s Ao T -

M3, Lights instructed ‘teachers to send ‘for special help only -those
children who already were reading very nearly at grade level rather .
thau‘the really “poor. readers. This decision uysti‘ied the researchers. CC

5
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these special tegghers’ How -could the principal explaln such a decision
professionally, even motally’ Eventually, the question was, answered

’ and the principal provided a justification, or at leést a rationali-

“

za;ion, for ‘her aétion, This-ﬂudgment can- be understood only in the
.context of- enhancing the schoo% s image within the larger educational
organization. . *%, _ .

5 -
= on
i > 3
H

As noted above, _resources are sometimes allocated to the schools.
abased on the reputation of the school. At the. time the researchers

' were observing ‘this principal, the Chicago newspapers. had’ just published

the reading‘scores of all schools 'in the city. 'Considerable acclaim
had -been accorded ‘those lower middle-class schools which showed -sharp,
increases in reading test scores. It alao became ‘apparent to ‘Ms..
Lights that the 1ong-run attention of headquarters officers, and .
;permanent upgrading of resources would beaaccorded those achools vhich
exhibited significant increases in reading scores. " Ms. Lights studied
what happened ‘when far-below-grade-level readers had ‘been provided
additional heélp. The answer: Not much. She reluctantly concluded .

I

_that little reading gain. could be expected from these very 'slow

children. Instead, she calculated ‘that she could get. more ‘messurable
increase‘in reading scores by concentrating on the near-to-grade-level
'readers.  Hence, she felt she could get more mileage out of the two
reading specialists by putting their services at the disposal of the
‘better . students. ) . L

'.2;' ﬁew wine in old.bottles . ' _ ' :

Our research indicates that principals must often modify policies
and -adapt them to the needs, interests and "tolerance levels" of
local parents. The principal is in the critical position of under-
standing what the school system, -qua system, ‘is, trying to accomplish
through a particular directive or order; but he or she is also in
the critical position of knowing what the community will "buy.
Often it is not possible to adapt policy without, either deliberatelv

T . oor accidentally short-circuiting the sy?tem.

Several years ago, Chicago Public Schools adopted a competency
based: reading prograr known as the Continuous Progress Program.
Students are expected to master a sequence of competencies within
fourteen. specified competency levels (levels A-N). This program was
introduced to the systemeafter decades of using the traditional
K-8 system of grade levels. The new system pésed serious problems
of interpretation and communication both with teachers and with
parents. ~For the teachers, it introduced a very unpopular system
of record-keeping which required considerable time for recording
1arge numbers of competencies. For parents, it seemed to cause
unnecessary confusion at a time when the traditional K-8 levels were
well understood. The role of the principal became crucial both in
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'helping the teéachers find efficient neans of record-keeping and in | . <’~'fJ4‘\ é

~ ;vorking with paremts.., <+ .7 . A

- n working with the Continuous Progress Program, the principal ) :
) ﬂ‘*translated the curriculum :dnto different languages depending on the v
g ﬂ;audience With teachers, of course, the principal alwayvs spoke in. - )
terms of ithe new categories: Lewels A,. B, c, D, etc.. To make tk
'rprogram work, that is to say, the teachers had to be educated in a . ’ o
. new terminology But since parents vere most comfortable with the - .
traditional grade level designations--First, Second Third, etc.-- . o
. "the principal -often’ -saved -time .and effort by showing how Continuous : -
) ’“Progress worked vithin the conventional grading ‘sSystem, fearing that “{
s a technical explanation wouldnonly stir up ‘trouble. In a major
| directive of this sort; headquarters: planners expect that the principal
will educate not just the teachers, but parents and interestgd 1laymen,
in ‘the ‘new system But the. short-circuiting behavior, in which new
:concepts are deliVered to the community under old rubrlcs, gets thL
job done with the' least fuss : . o 4

- . . . P

" . . —

' 6:' The spontaneous policy statement‘ . .. - T , .

-

School principals ‘have discretionary power to mold parental
'expectations of the school in a way which will enhance the school's . : ‘
repute in the neighborhood. Principals areé also expected to anticipate . .
the’ problems and uncertainties surrounding the school system and to
.-manage to ward off or deflate-potential trouble befqre it gets out ..
of control. .

Ms Janet ‘Gross, principal of a large elementary school on the’
near-north side of the city had left the school building one.evening
at 4:30 p.m. not realiZing that a seven year old girl was still waiting
"to be picked up by a parent. The child had been sitting down between
_the inner and outer doors of the main entrance so she was not visible
tO<Ka Gross as Ms. Gross left the building through a rear door.
When~Ms Gross -arrived at school the next morning, she was greeted .
by an extremely ‘angry mother vho said that she was going to have Ms.
. Gross arrested for leaving: her child in the doorway. The angry
¢ -mother ‘had already alerted the Parent Council.president and the
. " distriet superintendent's office. Ms. Gross could see that this .
" ‘'was going -to be a difficult matter to resolve. -

o

The angry parent came into Ms. Gross' office in a state of high
agitation. The principa1 apologized and promised that such a thing
would not happen again. The parent finally left after promising not -
-« ~-to-let-the'matter drop. .

: A aumber of thoughts went through Ms. Gross' mind. 1Is it her
'+ .responsibility to take care of a child at 4:30. p. m.? Where was the
~ ';clean-up crew? What could be done to estahl}sh a school policy to
SO re that -such an incident as this did not recur? Ms. Gross turned




:emgineer s office,

immediately to the chief engineer in the building‘with whom she got
along extremely well. 'In fact, he thought very highly of her and
wanted to show ‘his appreciation for a nunber of kind words she had
spoken .on his behalf to his supervisor. When told the story, the

'engineer -said that after' 4:30 p.m. hé and his staff. would serve.as

"sitters for children whose parents were delayed picking -them up.

- He. said that this promise could ‘be written up and sent to parents in

the school newsletter. The parents were to be informed that after
4 30 p.m. they could in an emergency, pick up their child in the -

~

. Hs. Gross ‘thought that the procedure created by the engineer would

*solve the problem and accordingly sent out such: a notice to all ‘parents

that day. She acted" ‘hastily in order to prevent .an uproar 1n the
community over the incident but also to quickly establish a, ‘school

K policy ‘statemént. Upon careful study of the Board of Education _policy

e e Y

' legal responsibility for children after b: 30 p.m. and‘further that

£

establishing such policy was\frouned upon by the Board. But she felt
in this case, her policy was necessaty and she also felt that she
knew the. community demanded- responsiveness rather than legal opinions

-on this matter., Thus she maintained and defended her policy.

3
H

Here is .a case of a principal short-circuiting the hierarchy

N by actually acting without consulting with superiors prior to announcing

her decision. Such action is unusual on the part of. principals but
it demonstrates Ms. Gross' determination on this matter. 1In effect,
Ms. Gross short-circuited the system by quickly creating a policy
statement, then publishing it before it could be questioned. -She
used her discretion boldly in this case of child safety. We shall
not here question the wisdom of her decision. The point is that the
system of checks and balances on the principal was short-circuited
in this case. The goal of warding off a potential community problem
was achieved by the principal's swift decisiveness. -

3

&

7. The old=-crory network R

Principals, our-research reveals, are often frustrated by the
lack of reward and absence of immediate gratification in their
efforts to improve the instructional programs .of. their schools.
Frustration :and defeatr are much more common than success as the principal
vorks to improve the school. For this reason principals seek tasks
which will lead to an "end product,"'a sense of closure in an otherwise
open-ended routine. -

We draw here upon an example used earlier in this report in which
we illustrated how a principal can create an excellent image internally
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within: the gys;em“by,bgingfi'?mhnipylito;",of the bureaucracy.
The: same ‘example illustrates how a principal can short-circuit the

" systém to accomplish a job which ﬁgshconéidgréb1e~pszchoiogicil
- satisfaction as its reward. ’ a -’

"0 ’

) ?ﬁe‘rgédgf wmay ;ééall gﬁejgtinéipal whose image rested on the
fact that she was ablé to get "anything slie wants" for her school.

upon ‘an: elaborate network of friends in ‘the system, She pointed

. She is succéssful at gi;tiﬁg'gqpplies,ingﬂgvehﬂgxtrauhelpwbyucalling

buta;o-gﬁe,rgsearphets'that~hhe‘cQuIQ‘éhbr@-giréuit the bureaucracy—

to-accomplish even the most difficuiﬁfgggighmégtﬁ*tﬁé?ﬁagfﬁabmplex
Aprbb}émﬂtouldibéAhéﬁgleﬂgghfbﬁéh“hﬁ?*hétﬁorka During the time she
was. being’ observéd, a bilingual teacher resigned from. her-school.

" ‘Bilingual teachers, fluent in ‘both English and Spanish are hard to

find. But. this principal saw thé problem:-as & minor one. She knew

" that'a call to ‘the B 'ingual Office of the Board of Education would

be fruitless;, so she put her informal network of friends into operatior.

~ “With only a few telephone calls she was able to find at least three

qualified bllingual teachers willing to work at her school. Because
of hér long history of developing relationships. and working with

people in the system, this principal had acquired a good reputation
for her school. The good reputation and Ker image as a "doer" made

It should be noted, though, ihat this example again illustrates that
some short=circuiting of the bureaucracy has a pésitive effect on

the gchool as.a whole. "A bilingual teacher was found and the childrer

" were well served.

.
|
1

{

.

8. Short-circuiting from necessity

Short-bircuiting of the bureaucracy is often expected, as standard

operating behavior, by both principals and hierarchical superiors.

Principals are of course constantly on the, receiving end of the school

-district's distributions of instructional materials, office supplies

- payroll checks, items of school ‘equipment, and the never-ending flow

of records and report forms. ‘The bursaucracy makes frequent errors
in the distribution of all of this, and it is usually left to the

.building principal to sort everything 6ut, to find the materials

needed by or intended for his school, and to let fellow principals
know when he has something intended for them. ' .

2~ Ruth Donegan, the principal of a south-westside elementary
school, was- informed by her clerk that -they -were hundreds of ‘report

cards short in preparing for the first (fall) distribution of student ]

reports "this coming Friday." ‘The new cards had just arrived from

" the downtown printing office this morning (Tuesday)., and a quick

count .ad revealed the shortage. Donegan qui~kly began phoning
fellow principals (acquaintances around the city), asking for extra
cards. She»founthwentyefive~cards;here, another fifty there, etc..

. short=circuiting the system easier than it would be for other principals.

b
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; ‘ Arrangements were then made to pick 'the cards up or have them droppe¢ . @
B ‘of£; the’ regular school-to-school mail routes (known as "The Pony . :
;o ~'£xpress") couldn't be deperidéd upon: to accomplish the transfer in

c T time. In responding to the redearcher's question about all of this

-2 . (for it tock the principal most of .the .morning. to find the extra. ———
. . caxrds she needed), Donegan éxplained that thislhappens a1l the time,

: " that it wouldn't help: to ask for-extta cards to be sent from downtown
AR ("it’ggpld take Heeks'jjvknd ‘that “aayway, everyone expects the principals -
NI 7Y just handle thase kinds of prob lems - ‘themselves. "

@

N e ' : ‘ eor

Conclusion--short-circuiting'and administrative theory

‘e In all of the .above examples, ve see. illustrations of the

i mid-bureaucracy administrator wrestling with the practical realities

o of organizational life. The bureaucracy above grinds out its directives,

: commands, policy initiatives and marching orders. But when these

- pronouncements arrive at the front“lines, their meaning acquires a .

N / new complexion. Seen in the light of real people jockeying for

£ position in a complicated environment-~students, teachers, parents, -
: / adm1n1strators--these directives sometimes appear workable only

with on-the-spot maneuvers. designed :ad hoc by: the principal.k

TN B It is clear that such short-circuiting behavior can often facilitate
. . the workings of the bureaucracy. As we have seen, the job got done. [

yoo - and got done mére swiftly and expeditiously than ,would have been the |
) case*had the principal allowed ‘the bureaucratic machinery to churn / Lo
out .a solution. . But it is also clear that counter~-bureaucratic o T
" behavior, even that done for the best of motives,. is only a marginal :
category of discretionary decision-making. For one\thing, in the ;
5 hands of an inept prineipal, short-circuiting can create more problems :
) than it solves. Moreover, precisely because it is ad,hoc behavior, E
At is dangerous to generalize it .to the larger sphere of | management
_as a whole. Finally, short-circuiting conduct, for all its benign

benefits, typically does not sit well with superiors. They are

responsible for the working of the whole, and too wmany shortcuts

may, in the end, compromise the integrity of the larger enterprise.

Short-circuiting, therefore, like other discretionary gambits is

3 an art form. It must be practiced only with a keen eye out for all
of the consequences -that it can lead to in the hurly-burly of school B |
principaling. : {
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VII-C. THE SHIFTING CHESSBOARD: A Case Study in Productive Survival.
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e Amidst Bureaucratic Foul' Up
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1. Introduétion = - . . .

'Dufing«the iate Seventies and early Eighties, Chicago public school

" .principals were subjected to-a steady drumbeat of official commands frorm
cgntral-headqugrters: . '

=~ ImpTove- student achievement - ' '

‘-~ =='Désegregate faculties . :

, == ‘Inaugurate bilingua} education , N

=<' Provide for racial integration of student bodjies in magnet schools
~== Comply with Public Law 94-142 _ '

=~ Make budget .cutbacks in a financial erisis

In résponsp~;o each new command:order, the principals of the Chicago
system have struggled to acquaint themselves with new regulations and *

" procedures handed .down through the hierarchy. They have tried to bring:
‘their schools into compliance with each new guideline, to acquaint their
staffs with complicated changes in Procedure, and to integrate the new BT
requirements into the ongoing instructional program of the school. The \
broad scope, intensity-and number of new programs has made managerial - |
difficulties sometimes seem insurmountable. :

. For one thing, in manysc¢hools there brews a deep anger-and resentment
toward the new programs. Teachers have been required to divert enormous
energy away from regular programs in order to accommodate the new demands;

-at the same time, staff and clerical‘resources_have been reduced. Also,
the principals themselves have bridled at the seeming bureaucratic
aimlessness of many .of these directives, wondering with each new onslaught
of papervwork, just how many evening hours are going to be chewed up
trying to stay on top of the task.

Nevertheless, in spite of all, many principals seem to -have made
gains during this period when there seemed to be every opportunity for
losing ground. - In this segment, we explore some of the features of a

"survival® strategy and we focus on an individual principal's. productive
response to administrative overload.

2. The Shifting Chessboard

e .8

Mastery Learning--The isgue of academic quality has stalked the

Chicago public schools for decades. Within the system, the folk wisdom

has*nlways*hpteptia“tﬁé‘iﬁé@IEéBlll??“GY"i mixed system of some poor

"~ schools, many good schools, and a few schools serving as outposts of :
- excellence. Traditionally, students have been assigned to schools or the . .

;- - ibasié of their home .residence; therefore, a family's selection of a :

- k‘«GithﬁchQDdqu,bhyﬂorwrent;in.wms:ap;iqportln§:11nk~tp>;he~nnticipated .

[ERJ/ uality of instruction. The exception- to the residency rulg has been ‘
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had arrived at independently, namely, that a substantia

represented by those few, specialized schools that a cepted only the finest
applicants from throughout the city. These instituti{ns cnjoyed outstanding
reputations, and competition to enter them has typica ly been stiff.
In the late 1970s’ nationally normed. achievement tests revealed that

the average public school student in Chicago scored well beloy the national
norm. These statistics documented a conclusion which the system's critics

S} number of public
schools were inferior academically. Part of this was due to the perpetuatiod
of outmoded practices such as the social promotion of failing students to
higher grades in order to keep them with their age-nates. The situation -
became s0 bad that year after year, students who had bee promoted -
through the grades accordirg to this policy were graduated from high

Betause students were graded in comparison to the performance of their
c1assmates. students in some schools were promoted with Aiand B grades
who had learned far less than their counterparts in other schools with
c and D grades.

-sthool: without being able- to read, even at an elementarzm;chool level.
A

To address this situation a system-wide instructional program was
adopted for every elementary school classroom in .the city. The elementary
school was thoroughly restructured. Grades ohe through eight were
aboliched and replaced with age groupings. In this way classmates ‘could
be agemates regardless of academic achievement. 1In addition, beginning
with the reading curriculum, hundreds of individual reading skii s were
identified and classified at levels ranging from A to K. Criterion
referenced tests were developed for each level. It was then\determined

’ ~which levels corresponded to which groups for students to be considered

"on level" . (the right number of skills- for their age),"over age"
(too few skills for their age), of "above level" (more skills\than
would be expected for their age). BRI )
i \

Once this elaborate testing and classification system was developed
the problem of bringing students to their age level in reading was
addressed. Teachers were instructed to test each student to diagnose
his‘or her reading level, to develop a learning plan for each student
outlining which skills were to be taken up next, and then to retest to .
learn whether the new skills had been learned. In this way the |learning
program would be individualized and each student could show “continuous
progress in reading achievement. Benjamin Bloom, the architect|of
the plan, lectured a required gathering of all Chicago school principals
to teach them sbout mastery learn‘ng so that they might better guide
their faculty in implementing the concept. . -

Many found the new system to be intellectually stimulating and
promigcing: Others criticized it. Regardless of their enthusiasm,|however,
every principal was soon confronted with the practical realities o
testing, constructing programs, re-testing, charting progress and
otherwise documenting the reading levels of every student in every
elementary classroom. ‘Principals were soon. asked  to report to thei
district superintendent every ten weeks in summary reports of their
students' mastery levels. _These reports included the percentage of

-. students’ at each reading 1eVe1. the percentage over age, on level an

abovg,age. and the number and percenta;e of ‘students in each category
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> at each level.
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; Uhich entailed uobilizing teachers to;ts;g}and score the diagnostic "f e
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Since these reports were summaries of teachers' records, the principal
- hounded teachers to finish their reports every ten weeks. Understandably,
some disenchantment with the plan developed. But not all teacher resistance
vas mere recaléitrance. Often the most competant teachers offered : ;
substantial critiques on rhe number, of tests, the timing of tests, and ‘_ ;
the. validity of matching specific skills to‘ their assignad levels. An ‘
additional ruling prohibited teachers from giving A or B grades in reading
to- students who were not "on level." .

~ -
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\\\\N Later the system- was -expanded to mathematics instruction. Principals

were issued goals for the number of students in their school who should
#ove from "over age" "on level”, and ‘from ."on level“ to "above age".
Their yearly evaluation from the. district ‘superintendent ‘heavily
refhected their success in reaching these productiun goals.

b, Faculty Desegrggation--Concurrent with the introduction of the
mistery learning program, the Board of Education implemented a massive
desegregation plan to. integrate the faculties of all schools. The plan

_calléd for en masse transfer of thousands of teachers and was followed up
by complex regulations and guidelines for the subsequent transfer and
reassignment of teachers to enhance desegregation. Every school suffered
the loss of some teachers who were transferred to other buildings.

Many tedchers thus transferred "out" filed formal grie»ence appeals; in
each of these cases, the principals of both the losing and receiving .
schools found themselves entangled in the problem. X W

For those t ichers transferred "in'", special orientation activities
had to be designed. Often, such teachers needed help in adjusting to
cultural differences in parents and students in their new school. Many

“had to travel long distances to their new assignment, a situation that
contributed to tardiness and absences among some teachers. The younger P
teachers were often transferred out of a school where they were comfortable,

i enjoyed good peer ‘relationships and had found t*eir niche. For them ,

a new as51gnment represented starting over wit* . new group, where many
old timers had established peer norms and were anxidus to protect their
turf if the new teachers stepped onto their territory. In order—to
re-establish a cooperative spirit within the faculty and reinfor .e the
norms for behavior that prevailed in the school, many principals felt ¢
obligated to take special steps to socialize new teachers. They also

vere forced into the necessity to arrange reassignments for new teachers

" .who-could not or simply would not fit in.

- Bilingual Programs-- Bilingual programs were added to many schools
in the late 1970s and early 1980, Although the largest nunber of programs
were for Spanish speaking students, programs in many other languages were
introduced. In addition to the bilingual teachers, teacher aides were
assigned to- the bilingual Pprograms. Special funds were -appropriated for
instructional materials. To locate students for these programs a
comprehensive testing program was developed to determine the English
language proficiency of every student from a home vhere a lanRiage other
" than. English was._spoken. The tests. vere conducted at the school: level
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“instruments. The special programs were administered through a separate

. Welfare on the-student desegregation 4iséue. - To hold off an order to

- they should be graduated into-the regular program. This fight for students

‘upheaval of all took place. After years of deficit spending, and
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set of regulations, e.g., purchasing forms for materials were different

from the usual order forms. - . ’
In- addition tc housing these programs, principals had to ease relatiqns

between the teachers in special programs and regular teachers. In one

case, regular teachers demanded to know,why the bilingual teachers did

not take their share of ssupervisory duty. In ‘another case, regular teachers

felt that students were being held too long in the special program when

was heightened as regular teachers were let go because of enrollment
declines and bilingual teachers were added or dropped according to the
number of bilingual students. . . -

d. Student Desegregation--nuring the same period, a student desegregation
plan was announced. The Board of Education had for several years been
engaged in negotiations with the Department of. Health, Education and

achieve integration through mandatory busing, the Board of Education
expanded the magnet schooql concept inhopes of integrating enough schools
to satisfy federal requirements. Overnight, several schools were declared
lpecialty schools and students were enicouraged -to apply.

e. Special Education Handates--The same period saw a growth in
special education programs and the passage of Public Law 94-142., “In
addition to housing special programs and adding non-regularfteachers to
the faculty, the principals. were responsible for administering the programs
using a complex set of regulations and procedures. Stringent documentation
was required for testing and evaluating students, placing them in .
appropriate programs, involving parents, planning instructional programs
for each student, maintaining achievement records, conducting yearly
reviews of each student's placement and ‘achievement, and comprehensive
re~testing of each student every three years. In addition to maintaining
the documents related to these tasks, principals were asked to coordinate
the various professipnals whose participation was required.' These
included the teacher, parents, psychologist, nurse, social worker,
speech therapist, and various coordinators from the district offices.

f. .Declining enrollments--The passing of the baby boom bulge in the .
early 1970s affected all schools but was especially devastating to the r»
high schools. As the number of students plummeted, the Union contract
staffing formula forced the administration to cut staff subject by subject.
These cuts reduced the breadth of offerings in high school programs, and
put a premium on "utility infielder" types of teachers. For example, unless -
a teacher could teach both German and French, a position cut in foreign
languages meant losing either the German or French teacher. When these
teachers were dropped, they had the right to replace a teacher in that-
subject with less seniority anywhere else in the system. This ‘Ysupernumerary
rule" and the consequent "bumping" process engendered chaotic staff
turnover throughout the system. ' R

g. Fiscal crisis-—ln the winter of 1979-80, the most traumatic
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roll-omer borrouing (borrowing funds to repay debts fron‘earlicr ‘
borrouius). and using ‘protected accounts for operating expenses, the
Chicago. Boarad of Education was. threatened with bankruptcy uhen major -
, banks refuséd to extend further credit. - The _immediate effect: of this

‘ crisis was a shortage in cash flow in which teachers paychecks could not
> "~ be issued. Teachers were not paid for several weeks; the. General Super-
e - intendent resigned. The teachers, frustrated by uncertain paydays, struck
P “the schools and shut them down. The Mayor dismissed the old school -
board and: appointed a .nev one. } \

. The long-tern éffect was soon recognized by everyone. The school
systen was living far beyond its means, and massive cutbacks in the*
anhual: operating budget were seen as necessary.. -As the field work for
the Ppresent study drew. to a close, the entire school system-<with V¥
25 000 .teachers and several ‘thousand other employees--was thrown into a,

- state of disconcerting ‘shock.. As the disinterested ‘outsider viewed the \
systeu s threatened disintegration and collapse, it. seemed apparent that
the role of the principal in holding the lumbering apparatus together
would turn ‘out to be critical. .

o . . i
‘3, The Principal's Predicament . R ' ST ﬁ\

—;

Understandably, the’ buffeting and upheaval of several years running
left their individual marks on each principal. Taken together, however,
these events began to point to major, strategic changes in the administrative
role of school principals ip the system. 4 . :

First, principals have been forced to commit a large share of their
administrative time to the study of instructions about new programs, -
regulations, procedures and documentation. Time spent learning new
administrative tools is necessarily time spent out of the school in
district meetings, special in-service meetings, and at workshops. As
these responsibilities increase, the traditional role of principal 4ds
a "presence” and as a personal embodiment of a school's tone and ambiance
is dininished.

Second, a ‘new language and instructional framework accompanied each
program. Principals were responsible for instructing their staff and
seeing that the new programs were followed. 1In the mastery learning
program, for example, teachers often were required to.change,their
entire framework for teaching Those who conceived of teaching in

-~ terms of textbooks, workbooks, lessons, presentations, practice exercises,
recitations and (eventually) tests, had to adopt a new framework that
stressed skill development, behavioral objectives, criterion referenced
tests, resource centers and teaching specialists. Principals first had

* to learn and adopt the new framework themselves, before they could teach
it to their staffs or administer it competently.

. /

- Third, and more troubling, many of the changes introduced in recent

‘é“““ years were wot compatible. The seniority rule, for example, continually

- collides-with the faculty integration guidelines. A black gym teacher,

: may be bumped by a.white supernumerary. The 1loss of. the black teacher
o  W®ay nudge the school out of compliance with the integration guidelines-

[:R\!: that establish the ratio of -inority to -ajority teachers. These
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A "damned if you do and damned if you don't" attjtude arises from such
experiences., There is a growing doubt whether the system is systematic.
often appears as a free wheeling confusion of proliferating policies,
procedures, formats and’formulas. z ,

‘ ,_{'/ CoLen C o
Fourth and perhaps most devastating. ‘each program carries on'its’ .
coat~tails new requirements ‘for reports, documentation and processing
forms. The increased paperwork is a constant comp1a1nt Principals !
must instruct their teachers in the use -of each sutvey or report form, _
browbeat them to complete it, check each teacher's entry for accuracy, and
* reduce these data to the correct report format. The time devoted to these
;asks, by teachers and principals, .can be extensive, particdularly if
many different programs are introduced at the same time. *

inconsistencies contribute to a more 3enera1 cynicism about the‘system. s
It \\\

RN

The ;paper work is given high priority by the central adm1n1stration.

These renorts lupply the critical information by which central officers o
. gauge the effectiveness and utility of ‘new programs. In addition to .
their emotional investment in successful programs, these headquarters

-officers arg driven by their need to show a credible response to the -

demands and criticisms of externa; groups and agencies. They expect

the principal to manage the paperwotk from the school, making sure it

is accurate and turned ‘in on time.

4. A Case Study in Productive Survival Amidst Bureaucratic Foul Up

" When enrollment at the Baker elementary school dropped to 350
students, the Board of Education decided to close it and distributc its
students among other schcols in the nearby community. This decision met
with such public outcry, however, that the Board relented and agreed
not to close the school. Instead, Baker was reclassified as a branch
of the Palmer school which was one mile east. Faye Harris, principal at
Palmer, thereby became principal of two schools that served the same
white, middle class community on Chicago's north side.

Later in the school .year the Superintendent announced plans for a

student desegregation program. Harris was astounded when she read the )

description of the plan. It named the Baker school as a specialized =

Liberal Arts Academy. At first she assumed that a new principal would

be appointed to develop the academy. Then she was informed that she .

would remain principal at both schools, placing her in the unique position  '-°_
. of concurrently principaling a neighborhood elementaty school and a ‘

specialized magnet elementary school.

» All special reports and surveys would be done twice. This would
dnclude administering the Functional Language Assessment for bilingual
students, and .all racial/ethnic surveys for both schools.

Harris would meet with each faculty, conduct in-service training
for each, and write weekly bulletins that included instructionms to
both faculties. Yearly calendars and deily.schedules would be naintained for
both schools. Bus schedules would be issued and updated for the magnet
and for special programs introduced at the neighborhood school!




: There were two PTAs, each wyith separate meetings and projects. Each -

. ®chool had an open house, a science fair, an art fair and book fair. Each
’school sponsored fundraising ‘events. Newsletters were written for

parents of children at each school. . :

+

Harris wrote yearly goals for each school and separate principal's A
objectives. She had an office in each school where she spent gome o
time each day. In addition she tried to tour each school at least once
each day. 1In particular she concentrated,on "hitting the spots where -
we have new people." o ' ' . '
, During the time when the academy took form as a specialty school,
several new programs ‘were also introduced at the neighborhood school. . S
These ‘included a program for gifted students, a pernissive transfer -, « - ,
program that brought black students from the inner city to the Palmer :
school, special education programs for children with. learning disabilities 2
+ and emotional disorders; and several bilingual programs. These programs
diversified the studerit population at the neighborhood school and added ..
2 nimber of non-regular teachers and staff. - )

5

_. Converting a branch school into a magnet academy was difficult because
of many ambiguities concerning the nature of the magnets and their oL
rglatignship to. neighborhood schools. It was not even.clear at the \
. .+ onset what a Liberal Arts Academy for elementary students was. Was it a
" school for outstanding students where they learned faster than they would.
iat a neighborhood 5chool? 1If so, did that imply that neighborhood schools. 1
“failed to serve their better studerts? After many meetings discussing !
these questions with principals of other new academies, Harris maintained
that the liberal arts emphasis of the magnet school made it fgifferent3' ’
- not better” than the neighborhood school.. The academy combined the regular ,
‘curriculum of the. Board of Education with a humanities perspecg}ve that
\ included critical® thinking skills, music, art, literature and foreign
\ language. Better students from thisughout the city might benefit from
these enrichment opportunities. 1In this way -she tried to generate
egc}tem'/t over the new school without appearing to criticize the quality
_ of insttuction 'in neighborkood schools. Furthermore, she stressed the
2 fa@ial integration of the school as an asset in planning instruction
and, building’ a positive school image. :
\ -
, \aving settled on what the academy would offer, her next step was
to develop a prograr that matched. Harris was disheartened to learn
thq;_ghe;transition would have to be made with no change in faculty at ] B
.the branch. Some additional teacher aides,-a little extra money for '
- materials and an extra administrator who would work on recrviting and
transporting students to the magnet were added. Furthermore, since the
branch school already had”a student body, these students were given the
opfion of rémaining at the magnet for at least one year, regardless of
their ability. Students in the upper stanines from around-the city were .
added to this original group. ) . - W .-

x

' Hafris complained about these constraints. Still, during the summer
. .-> before the magnet.opened, she took sev;ral steps that established a 3
Rii:«basis:for making the transition from branch school to magnet academy. - -
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’ She&ﬁé%isted that she select her administrative team, consisting of -
a tedcher counselor, a curri lum ‘specialist and a teacher administrator. o
" She restructured the organization of the school along departmental lines.
. - She initiated a French and music program, emghasizing‘strengths of ‘her
.  branch .faculty. She initiZted a parents' board of governors for the
school that included parents of students from.throughOut the city as
, well as those from the neighborhood. Sheput in motion tgquests_té
’ . replace come current faculty ith teachers who"possesfed strengths
that would further diversifyjthe enrichment 6ffe§ings of the academic

-~ progran. i
3 . [} t * ‘ S

I - . When school started she ;nstructéa teachers to begin work iémediately
.'¥ with parents whose children might not be able to keep pace with the ‘
ot ,academic intensity at the magnet. She also worked to upgrade the

faculty through a series of training-sessions .at faculty meetings.

... . Although she acknowledged. the difficul;i,in}nakiﬁé'the“ttansit;on from .
. ~branch to magnet, she. saw.two strong items® in her favor. {0ﬁg;¢as that. b
both neighbdrhood.and bussed. students were at thé magnet because they- -
and their parents chose to be there. Thgﬁglgmeﬁtg%f.choice_ga?e the

§choq1 a unigue edge in that;if created enthusjasm for the school and its
L purpose. 1t also implied that students who did mot fit in could be -asksé
S to leave. The second advantage was the extremely smdll size of. the school..
s She felt that'this friendly and more intima@e size would, of itsel?, R
make the school ‘seem special and desirable. ‘ -

-

- v L

. . “ % M .
\',Harrf;’also requested that she 'be given é“full-tiée;As;isuaqt
) ?riﬁgigg} at the neighborhood school. She ‘continued to press her
. district superintendent on this until mid-year when her'reqpest was
- granted. In’this way a constant administrative presence was maintained

. ¢, in fhe neighborhood school, .even though Harris' responsibilities to  <° B
oo ‘the magnet took ‘her out of the building for‘j;out one-half of each* ‘. ¢
S schobl day. . . ; <L 4 ; .
: ’ ’ ’ : Py
et , Barris felt that a princiﬁal could become bwried in paper@ork r”
: ».without a plan to manage it. Her system cente on 'seeing every - - ¢ T

piece of mail that comes into this office.'" To do soy she ‘personally /
opened the mail that, arrived at each school. 'Before routing materialsjon - :
to her staff, she took note of all requests for information, due dates,
reporting formats and other instructions. She also maintained files of
. bulletins, policy changes and newly issued forms. From this -information,
ghe formed a picture of all the’ things her staff was working on, what . °

) their time tables were, and where they were in their worg: These,items
were stored in her memory. .As deadlines approached, she.\cued her staff .to -
peet their timetables. She would not allow people to ‘put things off or *
\ . set. things aside to be forgotten. She described herself -as’
- is. "pushing the.train down the paper trail.” Hsrris also Ffequired that '
- her. staff wyrite down every record or report that tpéy'sent“from_tpé school.
: Exit files included the item sent, the day and to whom it was sent. C

P PR

Occasionally, some ngterial\reached her desk'tﬁgt had to be studied™ A
. carefu'ly before it was sent to the appropriate staff. Harris took this >
material home to read, a practice consibtids with iaer open space concept S
, for monitoring administrative events. Her ffice door was kept ope, Tl
: o enabling her to overhear what took place in the main. office. She also 4. °;
i‘[ERJf:} kept open space between her desk and her assistants' work areas.:tgﬁis‘}l'.é“
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enabled her concurrently to listen in ‘on a conversation between parents E
" and a elerkin the main office,. between the adjustment teacher and a child T
T i the%administration room,sand between a teacher and her assistant .t
;9 principalieoncerning a disciplinary matter. She thereby stayed in 23

- e o e e ce——

contactfvith the "central Nervous system" of the school and awvare. of the

proble-s that uere brought to her staff. -

’ Barris vas careful 'to divide Her tine betveen the two schools. “When

o she vas at -one. school, she did not do business for the other school. C,

Parents. teachers -and central .personnel vere asked to raise items with N

s Ahe ad-inist:ative -assistants, who then brought them up with Harris. In this i
. she.-ould ;cover several items 4n_a; brief. catch-up leeting with the -

sosistants, rather than.have to. sake phone cills to learn what each :

person needed from her. ‘Most tasks ‘vere delegated to- her assistants.

Hsrris did offer advice, authorize resources: and observe their work. ©

Uhen.aituations proved 0 be particularly troublesome -or difficult,

. she stepped in and addressed: the problem. This troubleshooting style el
. .liwalloued ‘her to save her personal involvement for those .circumstances .

R

O that sight,nbt uork out: welliotherwise. _' I y T
P Over the years, Harris built several files that covered all the R
routine administrative tasks in schools._ She maintained files of past ’ ke
iaterisls pcrtaininﬁ to;such repeating events as graduation, promotion, -
discipline, parental permission, registration, -and. -awards banquets. )

2° wWhen & routine: task ‘came up; she Teferred to the file and used her i :

. “bac c10g: of - ‘matérials to help 'her quickly compose letters, bulletins, o
c instructions and invitstions. Instead of starting from scratch, materials

~;h thatfserved‘vell in the past were updated by changing the - names, dates,

This helped them quic

L v »

K{y,learn how 'such things

y

Barris“wag constantly looking for effective vays ‘to short cut time Y
uming papervork. For example, during one school year several different )
w‘&vadsinistered ‘to, determine different trends in the racial and ;
ceup. 6f the student body. Each ‘survey ‘yas distributed to eacl s

ThiS ° %
s i;ed Harris ;o request that 4n the future the tacial and _ -
ethnic origins'of students -be: noted at registration, when parents are §
prescnt to provide accurate information. The rlerks could’ colplete surveys i §
,;;. ~in the fnture by looking ‘up the student s file, aaking it unnecessary . A

S5 to disrupt the teschers to adninister a survey.fs - a ~ CoE

vvvvv " [ g e
. ., _—

¢ﬂ% Harris g ] style uas efficient, fast paced and crisp. Shz -anaged toa ‘ ek
}ksep:upkuithnthe papeiucrk at tHOgschools by delegating tasks .to her - - &
20 - 'Y sistanta, prodding ;hem.’ ‘meet deadlines _and, vhere necessary, :
: leshooting difficult situations persondlly. She kept track of the | A
‘v;rsquests and inforaatioo that circulated into the .8chool; the route R

ey s,

¥ took' v:lthin the 8 ’hoo'f,band wben and bo':rl e left the ‘school.
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Her. open -space concept helped her learn what her assistants were working

.on_and the problcns that had surfaced in the school. Finally, she/
.- .—established routines for. getting routine paperwork done quickly and _ .
R <accurate1ysm These procedures helped reduce the feeling in both stools
: that paperwork vas. overwhelming the' staff. . In the following examples,
these aspects of her administration will be examined more closely.

s
L
ol

i
L
2
]

3
1

x

?

s

P Exanple One: The Paperwork Makes 1Z Legal~-Before scthl closed in

: _the spring, Harris drove ‘ker staff in ;he neighborhood school ;o prepare

oL -all the. paperwork?for the . special education students. Securing Certificates’

T . of Eligibility for each student was a tine consuming task that. required

L extensive diagnostic testing, a placepent conference, planniﬂg an
1ndividua1ized ‘instructional program, and parent signatures indicating

v their approval -0 the placenent and program. Several pages of write-up )
: .. were prepared for each student and -gent to the district office to be [
boos g,p'ocessed by the district 8 Special education coordinatorsn |

LN M

V. . During the ‘summer, the special education services were.reorganized
i :Special education coordinators vere removed from the district offices .
and consolidated into five Studend Service Centers. The coordinator
that had. worked .with the Palmer school was not assigned to its new
,,Service Center. When school opene d in September, Harris }had not yet
C o been assigned ainew coordinator and the Certificates of Eligibility
3 for the school' s ;programs had notlarrived. Technically, children could
not be registered in the programs until the certificates were on file
in the: school. f /

4

Gvecers ve 4im
A
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The day school opened Harris|was at the magnet school during the
e morning. She knew that there was \always confusion over bus pick-up
and drop-off procedures at the magnet on the first day. She felt she
should 'be there to direct the bus drivers and students in the proper
procedures. It was not long, however,_before her assisrant principal at the
neigkborhood school called for help. ¥e8everal speciaﬂ education children

,and their parents had shown up at the school to register, but there were !
V no- Certificates of Eligibility on fil for them. What should she do? ;
. Harris told her assistant that there had been some instructions from the ,,44mf’*
o \ special education coordinator before he left the district office. Harris o
o 1 told her to find them and see what they said. Her assistant drew a blank,

'{not rencsbering any instructions. She ‘promised to 1ook for them and

?
\
1

hung up. . x

. At noon, Harris arrived at the Palmc school. fShe~found her assistant ;
i in the supply c1oset looking through boxes of papers (the school had Tl
L |- long since outgrown its supply of metal file cabinets) Harris began to ~ |-
[ slook through the boxes herself for "any coumunication" that offered :

e instruction as to what was to be done to enroll students this fall. As

3 - she searched she asked rhatorically, "thegidn 't they listen to us and

N not set up those centers until October when the students would be in

R Place"" . . ,

P Harris abandoned her search through the boxes and went to her own

s ‘files on special education. There she found\ “legal" 1ist of students

P ‘that were coming to the programs at Palmer. \The instructions said that ' :
O ~although the Certificates of Eligibility uere\not yet at the school, it o

ovdedo enc [RGAIES - . ‘
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would be legal to enroll these students. The document confirmed the

'(names of students to be included in each program. The assistant asked
“what“folder ‘they were in. Harris told her, "We put that in there in

June for September

Hartis then. dialed the phone, calling the downtoun centr.l off1ce
for special education. She spoke to one of the as51stants to a special
education director. She explained that she was from the Palmer school
which had programs in 1earning disabilities and behavioral disorders. She
requested information about paperwork concerning incoming students. Her

'problem was that she did not have a certificate of e11gibi1ity for students
~who her prev1ous coordinator- had: listed as this year's students. She

explained that everything was in order for these students .except for the

. _certificate The parents and students were in her office now, wanting to

register. "I assume I'should enroll them now and follow up with the

- ;certificates later.'

- ERIC

direc
r£uucation Harris

}' The woman downtown told her to go ahead and enroll the students.

.However, she instructed Harris to get each parent to sign a statement

that read, "I agree with the placement recommendation for my child -
pending receipt of certification of eligibility." After the parents
gigned“thewstafément, the students could be legally enrolled.

) Harris ‘then raised a third issue She explained that this pertained
to the child of the president of her neighborhood school council. This
child _was supposed to be in the learning disabilities program at Palmer.
Last spring she was assured that the placement would be ready by September.
Todav the parent came to register his son and learned that things were

not ready. He was furious and is likely to call the special education

! vith-at -the-Board of

€ child!s name once again and suggested that
town look up the chi&d in this case.. "Very soon," she

the

“explained, "you're going to be getting some questions about it from

somebody and will be in a better position if you know something about

" the case when the question is put to you." She spelled out the situation

once again for the woman downtown. "'The child is supposed to be in a
learning disabilities class and is also supposed to get speech therapy.
Nobody seems to know the status of the case, though the parent was assured

.last spring that it was all arranged. Let me know what is happening. We

need to locate the paperwork on the case $o that the child can come into

the program. .
Example Two: Gettingﬁthe Right Tools is Half the Job--During the

first year that Baker school was a magnet academy, Harris spent many

hours meeting with other magnet principals to plan the development of -

the academies. Their first priority was to select staff who could :

strengthen the 1iberal arts curriculum in each school. They realized

that the supernumerary rule, and to a lesser extent the faculty desegregation

guidelines,interfered with their free selection of fa~ulty. Still,

they advertised openings and spent many hours interviewing candidates

. who ‘taught at other schools. Just before the end of the year Harris was

inforued by the personnel office that none of the teachers she had
O »cted could be transfered to Baker. Furthermore, three of her
t- teachers were to be bumped and replaced by teachers vith more
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| 'ienigrity: Harris was discouraged. She had hoped that the time she and
‘L the other. academ; principals spent planning would lead to something. Now
: ~ she said disgustedly, "1 keep thinking, all that work for what?"

: Harris did not take no for an answer. Before the end of the day
R she was on the phone speaking to the personnel office. She wanted tc’

: know what was the "easiest, fastest way to get the people I selected to
£111 thg.position?" She was told to write a letter requesting them and
explaining why they were necessary to developing the academy. "I don't
mind sending another letter,” she told the personnel office. Later she °
told her assistant thdt things were Tooking up, they might get some of
the staff they selected after all. : .

©. .. A few weeks later it was announced.that the Baker school would no
- . Tonger house the academy. It would move to the Waverly. school; ‘Hatris
s ‘would rebain principal. The.Waverly s¢licol was located in the same
¢ . _-p_neighborhood ‘ahd- had been rented for several years to, a private religious
o group. Harris remembered the school and was pleased to recall that it
¢« had a few more classrooms than the Baker school as well as a library,
gymnasium, and parking lot. Immediately, she made an appointment
to see’ the ‘Waverly school. s
. . Rt -
. Later that afternoon she and her &ssistant at the academy arrived for
o their appointment to tour- the Waverly site. They both were shocked at-
: the terrible .condition 'in which they found the comparativel, new building.
_There was evidence of extensive roof leakage and poor ventilution. The
building was filthy. Garbage was dumped in closets and the ragged,
dirty remnants of shades hung at the windows. Checking revealed a

disconnected fire alarm system and many destroyed locks:

After the tour Harris and her asSistant returned to the Baker site
to review their impressions. They did not dwell ou the dirt and disorder
they had seen. Instead they talked .about the way the school could look
when it was fixed up. They talked about how nice it would be~to have a
gyonasium and ample playground space for the students. They talked about
how much easier it would be to unload the buses on the school's quiet

¢ residential street. They made two lists. The first priority list

included fix thc roof, get thé ventilation system working, connect the
fire .alarm. The second prfority-list—includeg_ggg_ghades, repair for the

auphone system, and planning the move. . -

¢

- The week before -school opened in the Fall the_researéhﬁ?“ﬁrranged K
to beet Harris at the Waverly site. The change in the building was
remarkable. There were new shades'at the windows. It was freghly painted.
-The classrooms, incliding the library were already set up. In each room
there were new displays on the bulletin boards, books were neatly arranged

* on shelves and materials were placed in cabinets. A teacher explained that
she had been working for the_past week to get her room ready. The school .
was aglcw with enthusiasm and excitement. . )

P

"Well, how did you do {t?" the researcher inquired when Harris
appeared in the hallway. Harris explained that three weeks ‘before school;

@  was to start the religious group ‘was still in the building. One week

- she npngged to get them to start ?zvé%g. althgugy they were

B e . *
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. fg;i;i moving things out of storage areas until a few days ago. Several o
. CETA workers were assigned to clean and prepare the buildiné),but~none ' -
of them had any experience with heavy cleaning or painting.” It was. Y

" clear ‘that the building would never be ready for the start of school. -

‘Harris began to do a lot of "kicking and screaming” to get things ;
going.. She telephoned the teachers and invited them tg come on a "voluntary -
" basis" to get their rooms ready. She explained that it would be in -
their own interest to "preserve their own sanity" so that they would
"have things ready when the children arrived. Though the teachers recgived.- -
"no pay, of course,” they were all eager to come _to..schooland set
things up. o )

™ - E

~7~*“””““i€7§2§ the building clean Harris spoke daily to the district ‘super- v
' intendent and “the district mainténancé head. At first she was getting T
nowhere. TFinally she told the maintenance. head, “Yop know, just wait )
until Septembér! Wait until the. .parents see the condition of this )
. wonderful magret academy, this showcase school. Just wait, until .they
see the precious option that the Superintendent is giving to them for
their special children. Just wait until they see this dirty school,
vith raggy shades hanging at the windows, that this wonderful desegregation
plan has -brought- them.” At the same time, Harris insisted that the . \
district superintendent help her out. She urged him to visit the school .
- himself and see what the conditions were. He came and was disgusted by .
b the’buglding's’appearéncq. He later told the researcher that it was
". "so bad, I.couldn't believe it."  After this point things began to move.
" A maintenance crew was sent tc clean and paint the school. The new
shades arrived and were installed. The critical repairs were ‘made.

Example Three: Things may be bad, but we'll still be here tomorrow--
Harris examined the staffing formula for primary (grades 1-3) and
intermediate (grades 4-6) teaching positionms. The regulations were
compliex, but the outcome was clear. She did not have enough students for

- " an extra intermediate position. When she combined the number of -extra
students at both levels, however, she did qualify for an extra primfary
position. The problem was that she needed an intermediate teacher, not
a primery teacher. She completed the paperwork which would open the new
position. but she requested an intermediate teacher. Then she wrote a
note that explﬁfhed this deviation.. The note read, in part, "I hereby '
request -an intermediate opening Ain lieu of a primary opening because e
1 really rieed an intermediate teacher."

e e 4t s
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She explained that the position request\GEETE—EE-?BEFEB“T?BE“her——“ e
office through the district office ‘and on to the personnel office downtown. .
Before it would be forwarded downtown, her district superintehdent had

_to sign and approve the position request. Since she knew that there was
an irregularity in ‘the request, she could not send it to the district
office w thout an explanation. Otherwise they would send it back to
the school for correction.

L]

After completing the forms and note, 'Harris telephoned the district
office and spoke.to the district administrator. Harris began to )
joke with him. Referring to the growing financial crisis in the school
© Ssystem, she said, "I know that this probably won't go anywhere for a while,
- E o ‘want to .get this off of my desk and on- to yours."” He listened to
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her rationale and agreed to go along. He assured her that the request .
would be forwarded on to the personnel office with the district superintendent's o
approval.

”~ rw__,,.,“-‘-;
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5. Commentarx - -

Although Harrisis well aware of the changes that have altered the

__——~*—* ‘school system, she is also aware of those aspects of the system that
seem to stay the same. One aspect that does not change is the need to
get approval for variations in procedure. In fact, knowing how to
get others to. approve irregularities is an important element of Harris's

“ability to expand her areas of personal discretion. She expands her

. options by getting central staff to use their discretion to allow deviations

- - from standard procedure. Furthermore, she accepts their 1nstruct10ns

. on the right way to successfully alter procedure.

o When Harris went ahead and enrolled special education students o
: without Certificates of Eligibility, the downtowr office not only :
approved her plan but instructed her 'in the wording of a parental waiver
that would lend legal protection to the deviation in procedure. *ihen
b - ‘shié renewed her request for new faculty at the magnet school, she asked
; the ‘personnel office for the "easiest, fastest way to get the people
I.selected.' She took their instruction, not minding writing yet another :
letter. Harris is expert at prevailing upon the discretionary povers R
of others to shape procedures to the specific needs of her schools. :

P Ty

These examples also provide some hint as to how she manages to win

the cooperation of central staff. She is persistent. She carries a

situation through regular channels until a request for variance is

appropr1ate She often indicates that meeting her request will help her

——'—benefaetor-s—improve—their.omposimwumuimmalntenance head
‘would look better: in the eyes of parents, for example, if the magnet C e
schools were clean and repaired. The teachers would preserve their own '
"sanity" if they prepare their classrooms before the children arrive.

- The downtown special education staff would look better:- when inquiries

; - .are made about a case if.they have looked it up and can speak about it

‘ in an informed way.

Taking the time to complete the forms for a position opening that is
irregular when teachers-are being cut to.save money and the system is
in financial chaos may seemsout of touch. But Harris is not out of
. touch: She acknowledges the present crisis when she tells the ass1stant
———-~ —.district superintendent that it "probably won't go anywhere for a while.'
Still, she will get it to him and-get-his-approval of. the irregularity
At contains.' In. the future it may be approved. In the meantime she has —
nothing:to lose by carrying on and getting her moves into position.
When things improve and a new direction is set, some of her requests just
may be granted. 1It's worth a try.
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VIIi-A. SBAPING THE JOB TO SUIT:
Maximizing Job Satisfaction By Design -
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1. Introduction

1he§é are widely accepted normative viewpoints regarding the

' proper role of the school principal. First, there is general agreement .

* 1980).1 :Additional re

that a"top priority, and the major focus of time usage, should be the

" provision of instructional leadership; the improvement of learning

is regarded as the major task of the principalship (Roe and Drake;,
sponsibilities of importance include attention

‘to program-and facility/resource Planning, community relationms, -
‘stud

‘ nt:services, and school site management (Tipham and Hoeh, Jr,,
1974¢;Hughes and Ubben, 19783). ' :

- Second, there is a widely accepted viewpoint that the building
Principal’s role in practice is "all.too often defined by people
outside the principal's office" (Pharis and Zakariya, 1979).f The
control that building administrators have over their own work-a-day
lives has suffered considerably from the impact of state ard federal
regulations, of increasing central office control, of growing legalism,
and of a much intensified poljtical environment hat now surrounds -

.the principalship (King, 1980°;Hill et al., 1980°).

There is, third, the view that the set of role expectations
surrounding the principalship exceed by far the practical resources
of time and capacity that are a#gilable to most individuals. 1In order
to oversée_effectively the learning process, to be fully engaged in

school-community relations, to manage the flood of paper work, to

- guide ‘staff development and improvement, to meeét student needs, to .

-

oversee, the financial and physical resources of the school, to plan
and innovate as well as handle the crises and unusual occurrences
of each day, the building principal requires (if fully attentive to
eaca area of expectation) a pace of activity and involvement that
surpasses good personal health (Rogers, 1980).7

Each of these views of the“principal's job portrays well the source
of some of the dilemmas and tensions surrounding the principalship.
However, we _find that .like other workers, principals hold attitudes
toward their own role; they like some paris of the job and dislike
other parts, and they shape the job to sui’ their own interests and
inclinations: Most principals will spend time doing that ‘which they
®most enjoy, think they are good at, or believe’will most-1likely
"make a difference.”" Other aspects of the job or of the expected and

~»nofmative~role~are~notwnuch.emphasized.

2. ”Redefining the Supeivisory Role o e
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of their time observing teachers. Most take very seriously their
vvvvv ) responsibility for the evaluation of teachers and the improvement
Lo - -of instruction, and many express some giilt and frustration about
the lack of time given to teacher supervision. However, a common
feeling is ‘that long hours in classrooms have little payoff and draw
. attention away fromthe many piessing demands of each workihg day.
Rather than sit and observe for any appreciable length of time, a
_ frequent mode of supervisory behavior is to "spot check" teaching * ;
activity in the school while engaged in daily patrols of the school's - :
‘ corridors. .An example drawn from the observational log of High 0 ,
: School Principal Dan Rutledge shows, below, that teacher observation
.. is often well integrated into” thé daily routime of overall school
P control -and organizational maintenance. ‘
7:55 a.m.-~Rutledge finishes a cup of coffee and starts to leave the
. office for a walk through the hallways.

7:56 . ==In the outer -office, Rutledge glances through a sheet %
showing the attendance records of the school's teachers . '
for the year thus far. ’ J

7:58 --Two teachers approach, one after the other, both asking
brief questions about the scheduling of school events.

8:01 --A male student approaches Rutledge, asks to speak with -him,
C o and mentions that he's having trouble getting along with'
one of his teachers. Rutledge admonishes the student to
improve his attendance, to buckle.down, and to make the -
most of the situation.

8:05 ".-~Rutledge enters the first floor hall, says hello to students

. as he walks, stops one student to ask for a pass, stoops
to pick up some pépef scattered along a portion of the
corridor. N

i

8:08 --Rutleﬁi:\Bpots five students moving together down the
hall and asks them where they've going. They explain
they're on an errand to help set up the gymnasium for
a special program ("Eestival") later that day.

8:10 --Rutledge enters the gym and looks over the preparétions
made so far for the Festival.

8:13 '--Rutledge moves again through the halls, looking into class-
rooms in session through the window in each door, gtopping
(8:17) in one class to observe a teacher giving a geography

lesson. )
v < 8:20 -=Rutledge enters a'depértmental office to confer with a
S . - teacher heading a committee that's preparing for an .
P  upcoming North Central Association visit. -
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8:24 --Rutledge moves again into the gynnasium:balcony overlooking
preparations for the Festival. A student approaches gnd
informs him that a shop teacher is absent today.

- 8:26 --Rutledge enters a music room, observes for a few minutes,
nods to the teacher and leaves.

8:29 --Rutledge re-enters the school office and gives. some
instructions to his secretary, then begins some desk work
in his inner office.

8:41 —‘Rutledge returns to thé'hallway and is stopped by a teacher
‘who tells him about a problem student.

» 8:45 -—A cafeteria worker stops Rutledge and asks a question.
- While talking, Rutledge sees a student wearing his hat
and asks him to take it off.

8:47. -=4 student approaches Rutledge to ask about his reward for
winning a poster contest

— -

8:50  --Rutledge re-enters his own office) 'makes a phone call to the
school engineer, talks briefly with a student who pokes
her head in his door, receives a teacher who informs
him she'll soon be taking a maternity leave, and places
a Brief;call to the district administrative office.

-

9:06 ~--Ru.ledge walks again out to the hallway and up to the
third floor, entering a biology classroom to observe.
9:11 ~--Rutledge returns downstairs to the school office and confers
- with an assistant principal regarding an upcoming teacher
institute.

A major comstraint in fulfilling the supervisory role is. the

elaborate and legally inflexible set of procedures that “surround
- teacher dismissal. A series of written indications of unsatisfactory

performance and a-series of classroom observations by both the
principal'and higher~level administrators must be instituted within
very rigid limitations of time and protocol/procedure. At any point
in a long process of competency review a case may be, and very frequent-
1y is, "tossed out" ¢n a legal technicality (e.g., a final notice of
unsatisfactory performance wasn't handed the teacher on exactly -
the fifty-first working day following a first notice.)

Although some principals give considerable attention to the
very time consuming and delicate process of weeding out their poorer
faculty, and most principals have an occasional dismissal case, the
more common behavior is”to concentrate on other routes to staff

@
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improvement. Anne Johnson, Principal of the Mayfair School, reports
that she has given a first notice to one of her teachers but has decided
to drop the termination process for this year, giving the teacher more
time to improve. Johnson says that she “really would rather work -on
changing people who show potential but are not; producing, rather than
hafiging people.” George Alfero, another principal, complains that he
already has one teacher who was formally terminated last year but has
been in her classroom_tbrodghout this year, hanging on through a
technicality. Alfero says this happens lots of times. People are ) .
dismissed but just keep teaching; and as they keep their“jobs other ____ * __.:
- people realize that all of this supervision and these ratings are '
peaniﬁg1e§s,' Alfero says: "I get very weary trying to keep the pressure
up;. especially when there don't seem to be any teeth in what I'm
. doing." -

o

3

e
e -

3. Getting Things Done--One alternative to a close attention to teacher
observation, evaluation, and dismissal is to redirect a good portion

of the- supervision component of the principalship role- into other
endeavors that relate in some way to the supervisory role expectation
but appear to have a better chance for some payoff. Principals
concentrate.on activities that have an “end product" of some sort,

that givé evidencé of accomplishment.

Some prinéipals give much time to curriculum improvem§pt--in the

form of textbook and instructional materials selection or in the form

of rearranging the scheduling and flow of learning activities (ezg.,
Soe

inauguratiag a "walking reading

" or "walking math" program).

principals take a special interest

in pupil testing and evaluation;

" others spend a good deal of their own.ta.

tutoring underachieving

pupils; and still others will become heavily involved in the kind of

program developmen* that offers the' hope of ‘bringing new, outside

resources to the school (e.g., a new program for the gifted, a cooperative
vocational education venture). Many principals take a special interest

in the bulletin board activity of the school--urging the display of . .
“ student work throughout the school,- and often “plastering” the school -
with learning-related slogans and sayings. Teachers rise or fall in’

favor with their principal at least in part according to the conscientious- .-
ness -of their attention to bulletin boards and student exhibits.
Nearly every principal redirects the observation and evaluation of
instruction into a "checking up” on staff activities that have an
objective and “measurable" side, thus making &Jre, for example, that
teachers are on duty at the correct time and place, checking on the,
preparation of weekly lesson plans, watching over attendance records.

4. Building Staff Cooperation--A second alternative to direct supervision - .
is to sp-.ad time buildi:g staff morale and-cooperation. Without :
resort to evaluation procedures with "teeth," principals will zive

time to the development of "their within-the-school authority by

satisfying staff welfare and resource needs. ¢
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: \ Although their styles and their degrees of “openness" vary,
SN \ ‘both elementary and secondary principals commonly balance their

.- -\ supervisory (spot. check) activity by spending a good deal of time
~—~"‘ \ agtending to. the individual and professional concerns of their school
\ staff members. Nearly every principal. positions himself at’ the front
desk each -day_ as,teachérs are signing in or signing out. Pleasantries
9re -exchanged, messages are communicated, questions about schedulesL
er procedures are asked and ansvered, concerns about friends or loved
-ones are expressed, some banteringfand joking occurs, a few .rumors
are passed on. Nearly every tour«bf the halls by the principal result
iq‘at least a couple of exchanges’vith staff members, wherein the/

back -after having responded to a request,
9 - ”

\ In addition to their help with 'welfare" problems (e.g., paynoll
sicklleave. etc.), principals also give much of themselves to assisting
thei -staff professionally. A book order is all mixed up and the
'principa1~quick1y .arranges a loan of texts from a nearby school to
insure each teacher enough books for ali of ‘her pupils. An elementary
school receives an unexpected increase in its number of teaching staff,
"Tand the principal decides to use the new positions in such a way as
to give some of his most heavily burdened teachers a non-teaching
(2prepa ation") period. The school suddenly runs out of ditto-masters,
and the’ principal makes a run on his own to an office store, to purchase
an emergency supply. A youngster in Miss Jones' class i oversize
for-his age, and Principal Swmith spends part of one morning locating
an appropriate desk and chair for the boy y

Inte estingly. the staff assistance'provided by the principal,
both welfare and professional, zan be just as effectively used as
punishment rather than reward. With those staff members who don't
reciprocate, who don't cooperate fully in meeting ‘the principal's

L |
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5. - Focusing the Prin;ipalship Role J

Despite the reactive quality of. the' jo (i.e., much of the day is
spent in response to the initiatives of others), and despite their very
vide arena of managerial responsibility, principals nevertheless focus
their activities toward personal/prbfessional objectives. They find
_the time to emphasize things they are gobd bt and that producet a
.measure of satisfaction in a role that seldom produces much recognition
of a “job well done.” Again, in the midst of responsibilities that
leldon give hard evidence of success, time .is focused on that which
letds to an .observable end,product, a payoff.

\ Arthur Robinson, for example, spent many hours over the course
of two full years striving to obtain the allocation of a new hot
lunch facility for the Exeter School. The bureaycratic battle to

principal receives a reguest for ‘aseistance in some form’jr/is/reportingA

goals, -administrative help with personal problems can be nicely vithheld.

B
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obtain the facility and to get it installed was a source of much y
satisfaction to Robinson, who enjoyed telling the story of his effo;:.
Similarly, Susan Collins was able, with hard effort and a good deal of
» politicizing, to obtain the designation of some vacant land adjacent
L to the Willow School as natuvral prairie, to be preserved for environ-
% mental education. Other principals focused upon cou:mmity relations,
- . new program developnent, principals’' professional association involve-
. C ment, or the school''s instructional equipment. .Principal Marmor,
- for example, pointed with great pride to the very extensive layout
of computerized and programned learning equipment that he had obtained
over the years for the Oak Lane School. Lo .
+ 6.. Expanding the Role To Meet Responsibilities
[ t *
g Principals also focus and concentrate’ time upon "gaps" in the
. .organizational or procedural structure of the school system. Some
‘. .+ . of the most important elements of the institutional: environment .are
not under the di ct control of the building principal. 1In the system
under s§qdy.thes elements may include the school janitorial staff; -
many 'traveling" professionals (e.g., social workers, psychologists,
- some instructional specialists); and persons working in the schools
) who are paid by other city agencies (e.g., security officers, some
community relations workers). One principal personally repaired
" e (sewed up) the curtains in the school auditorium rather than to "hassle"
- any longer-with the appropriate repair personnel. Another Spent many @
— hours smoothing conflicts between school faculty and construction <
vorkers as the school underwent major remodeling in the midst of the .
school year.

$

P

—— xr;ucxpais—frequentiy—must—negvtt"té“ﬁervices with‘indiiiduals 7
) . or organizations that are needed in the school but are not readily ° '
available. One principal established a special relationship with one
, of the city's major teaching hospitals, and obtained psychological -~
.o sexvices for his students that, he thought, exceeded the quality and
availability of regular school system respurces. Another principal
) negotiated at length with the city park district to repair and- improve
Nl some playground equipment serving the school but located on park
district property. A third attempted "through channels" to bring an -
. unattended, busy intersection to the attention of the police precinct
\ (school crossing guards are paid by. the polite department) and eventually
negotiated the matter on his own using citizenry and local political
leadership help. ] S,

-

.

One important manner in which the principal "f£ills in gaps" is B\
: evident in the time a principal devotes to "exceptional” students, #
! usually either "problep students or very able students--persons who : ‘
tend to‘fall through the cracks in the school production process. Both
elementary and high school principals ‘give & substantial portion of
their day to student. interactions. Many principals eat their lpzch in
l the student cafeteria and otherwise make themselves vigible and available
;‘IERJ}:«\ at passing periods Although styles vary, a number of principals spend

o Y e
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+ The- problens will often invVolve issues of class scheduling, of teachers’.

grading policies.-of needed graduation credit' but the students, problems g

are Jﬁs: as likely to. involve .very personal natters of home envitonnent,

peer- relations, psychological tension, ‘or school-related stress. N

Returned runaways, drug -or -alcohol users,- atudents with poor, attendance
habits, pupils vith estranged parents--all becone the personal consider-
ation of the pripcipal, particularly if the individuals involyed can

be considered 'nice" kids who-simply need»a bi; of help. Similarly,,
exceptionally-able students will also receive the principal's personal

o “\‘ﬁ:ttention--vith apecial awards and recognition cerenonies (e.g., a

coffee" vith the” principal), with the arrangement of addeo educational
opportunities (e.g:, a special poetry reading group neeting weekly

* with the principal), .and with additional individual guidance from. and

conversations vith 'the principal(e g., about .college plansj). it
would: appear that the principal sfeks to make sure that each. "tail"
(both problem and excepfional ends) of the normal distribution of.
pupils {3 not allowed to slip beyond the boundaries of his school's
.influence. ; . :

. . .
0 . e

\
, . . £
-

7. . Summary P ' ) TN
Despite the commonalities of principalship responsibility, the
largely reactive nature of much of the uorking day; and the well under-
stood normative sense of what-'principaling should be all about, we

find that principals do as individuals shape their ‘jobs' to suit.
‘Pridcipals especialiy enjoy working on problems which they Kpow_in

aany hours in the work week assisting students with _special problems.,' 2

advance can be soived, that have an "end product” of some sort. If
‘principals cannot fully program their own 'success, they can at least
program some -of their-own job satisfaction, which is ‘perhaps the’
next besq thing. . I3

>
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' organization executives as they go about their daily work. Spending
_a week with each of five.chief executives,l he recorded minute by
“ minute ‘how they spend. their time, who they talk with, what’ they talk

B e ./
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CHAPTER IX ° o L
PRINCIPALS AD BUSINESSMEN * R

"
»

- - -
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A. INTRODUCTION-

$ or

The Harvard Business Review routinely’ publishes articles on
manageément ‘theory and administrative practices. In 1974,,the editors
of the Review received a manuscript from Professor Henry&Mintzberg
of MeGi1T University detailing some findings of an unusual study of
chief executives of large orgsnizations. Unlike previous investigators
using questionnaires, diaries, activity sampling and other indirect
modes of investigation, Prof. Mintzberg had decidkd to go directly to N
the source, that is, to study management bx,personally accompanying

about, -and where these\conversations take place. . ) . e
o *
. ~ . P
The article was published ‘under the title, "The Manager's Job: [;
Folklore and Fact" in the July-August 1975 issue of the Review and : ’
immediately stirred up provocative comment in the management community.

. Its approach was so unorthodox and its results so revealing, that the

article was awarded the coveted McKinsey prize for the best artic1e°

in .the Review in 1975. - i

3

i The publication of the article served to attract widespresad

interest in the basic work from which much of its material was drawn, }5

namely, Thé Wature of Managerial Work, published by Harper and Row

in' 1973, In this volume, Professor Mintzberg provided not only a detailed
presentation of the overall findings of his study of chief executives

but also a comprehensive review of previous research strategies in ‘this T
field. It goes without saying that he believes his approach an
unarguabiﬁ’improvement over. the Farlier conventional research procedbres.

As he put 1it: T ~
: T, . .
A review of the literature undertaken before designing my ‘
study revealed a lack of “escriptive material on ‘the content of . .
managerial work. f.In simple terms, there was 1itt1e to tell us -

what ‘managers actually do.? . i , .

Because Min.zberg 8 book provided such a direct glimpse of the manager

at work, and because it extrapolated these data into a comprehensive

theory, it has been widely read and has won general reccgnition as a - . . }

definiti\e work ‘on-management .heory. It is not too much to say ‘that

"the volume now serves as a guidepost for investigations dnto adminis- - {

trative practice \in many organizational settings, g
i
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The present study on school principals was inspired, in part,
by Mintzberg's approach—to thé study of managerial activity. In the -
- .——- -developient of our research’ design, we wanted to examine the behavior-
Lo of school principals in a manner that would make possible an analysis

of their daily activity in light of theﬁﬁintzberg categories. The
& present chapter is such an analysis.

. \ ’
B. COMPARATIVE WORKLOAD ANALYSIS ' -

1. The Mail . )

Prior to the onset of his five-day observation of each executive,
. Mintzberg conducted a detailed analysis.of the incoming and outgoing
e mail of his subject. - He determined that the average amount of mail
processed per day came to 36 pieces and ‘that the reading. and answering
of this mail consumed 22 percent of the executives' time. In cohtrast,
we have learned that school principals conduct their managerial work
almost totally through oral communication and coordinately spend much
less of their work day ri:ding, digesting or answering mail. Typically, .
on an average day, the e mentary school principal receives fewer than
five incoming formal documents requiring systematic attention and forwards
to outside parties only one to threé written communications. The study
of incoming documents and the drafting of outgoing memoranda and letters
consumes less than 12 percent of this principal's time. In like fashion,
the secondary principal receives fewer than tén incoming documents and ¢
generates four to seven such documents on an average day. (Long-hand .
nofes- to teachers or ‘pupil-hand-carried notes to parents, of which
. there may be several during the day, are not included in these totals.) .
X .On the whole, secondary principals devote only 7 percent of their managerial |
A time to paperwork of this sort. - ’ \

o . N
-

[

It must be kept in mind that the chief executives studied by

. Mintzberg have far more occasion to communicate in writing, especially
: - to outside parties, chan do .middle managers working within a routinized
- ‘hierarchy. Nevertheless, we were surprised at how infrequently _school

prirccipals turned to the written word ‘either for incoming or outgoing
; information. They seemed uneasy with print, and found the drafting
: of memos, letters or reports an unwelcome chore. As a group, school
principals, are comfortably at home primarily with the spoken word.

-

LS
A -

.. <9
.2._ _The Telephone . . ) .

- The Mintzberg five may have spent a fifth of -their time on paper
work at the desk, out it was learned that they spent only*6 percent
of thei: time on the telephone. Taken by itself,. this figure may come
t .as something of a surprise.to the layman who has acquired a picture of .
the executive officer as partly a creature of the-telephone and expected )
therefore to work through this instrument ¢ good’ p:rt of the day. g
Snch, however, appears not to be the case. ‘ v
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[Equally with school principals, the telephone is a relatively -
anobtrusive feature of their lives. .We have' discoveied that only 7
percent of the typical work day of both elementary and secondary
principals is taken up with comnunications on th1s medium of contact. °

o

3. . Scheduled meetings

From Mintzberg's datE, it appears that the scheduled encounter with
associate$' i{s the primary medium of managerial actlon among businessmen.
" In the course of 202 hours of observation of five exec: tives over 25
work days, Mintzberg founted 105 meetings averaging 68 minutes in length.
In all, the executives spent .almost 60 percent of their time in such
meetings. School principals do sometimes schedule some of their contact
- with their associates, but these premeditated encounters are of much
shorter duration (ayeraging less than 30 minutes), and count for a much
smaller percentage of princlpaling time (abaut 3 percent) The only
geneial exception to this ic the amount of time spent in meetings
called by the superior, the district superintendent. Typically these
: meetings occur once a month and generally last all morning and through
1T the lunch hour, a span of three to four hours. .

-

4. _Unscheduled neetings

It is in the area of the unscheduled meeting that the difference— - —
between business executives and school principals becomes more pronounced.
. The businessmen had ‘101 unscheduled encounters during the 202 hours,
i ——— .with an average duration of 12 minutes per meeting. Howeve:r, they .
L spent only ten percent of their total work time in these unplanned
encounters.
. For school principals, almost the oppoéite is true Cruising the’
: ~ corridors, as we shall see in the next section, is:one of the principal's
habitual, recurring managerial activities. At the high school 1level,
these tours, not surptisingly, are peppered with short interchinges between
',principal and faculty or principal and student. Even Wwhen sittZag in
the office, the principal is frequently interrupted by staff colleagues,
by office clerks, or by a wandering student oy a teacher with a quéstion.
We clocked over ninety such spontaneous encounters in a typical work 5
day, with an average duration of less than three minutes. The high school
; principal characteristically spends 76 percent of his or her time.in
- these unscheduled interchanges
At the elementary school level, the ha}l tour is moge typically
a solo voyage through relatively empty passageways, except when classes
* are convening, changing, or letting out. Nevertheless, the principal -
seeks-out teachers and particular pupils for short conversations, and
. +-on the average records up to seventy or“eighty such contacts during to
T o the regular work day, with an average duration of under three_minutes. |,
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The elementary principal devotes 65 percent of the managerial day to
these encounters.

- 5. ..The Tour
. L -
Mintzberg made a point of logging the minutes spent in walking
tours of the businessman's environment and learned that in the business
world this does not seem-to be a very prevalent managerial strategem.

The tours were few in number, lasted only an aveyage of eleven minutes
and accounted for only three percent of the chief executive's work day.

. _ In contrast, the school principal is seemingly in constant motion,

a paripatetic scavenger of information, visual impreesions, and general
feel of the institution over which he or she presides. We found that
cruising the hallways is a common, almost necessary feature of principaling
%ork. The day begins with a general tour of the building, and ends
with- a similar checking out of the physical facilities--to close doors,
put out lights, and chack for the condition of the furniture and equipment.
. .Over and above these two general tours, the remainder of the day is
interspersed with unannounced cruises throughout the school building;
it is the principal's way of "showing the flag" of authority--a mild
form of intimidation--to both- students and teachers. 1In our observation
of principals, we found- that a typical schooY day includes seven to
ten of these sojourns through the corridors, with attendant stopovers
in classrooms, gymnasiums, staff offices, and--a general favorite--the
lunchroom. The pxincipal, both elementary and secondary, is physically
in the hallways about ten percent of the work day with another-15 to
. 20 percent of managerial time devoted to stopover visits in the above
mentioned areas.. ' Tk e

In this connection and with regard also to the previous .section

on unScheduled meetings, it is important to keep.in mind that unlike
-other kinds of managers in businesses, in government agencies, in the
military, and even in hospitals, the ‘school principal governs not one
but two constituencies--teachers and students. These’ groups both inhabit
the institution over which thie principal presides, but they are distinc*
constituencies with sharply differentiated psychological and intellectual’
needs. The principal uses the unscheduled meeting, the spur-of-the-moment
encounter, and especially the corridor cruise as a way of opening
himself or herself to these two constituencies; in this way, the principal
in effect carries the office of the middle manager out into the field
where it 'is more accessible. than when physically tucked away into a
four-walled office. : ‘

‘In the setting of a bwusiness establishment or government bureau, the
corporate boss or agency-chief actuafly cultivates the sense of eminence
and distance by physically staying away from "the troops," transacting .
. most of nis or her business in the.private office or an adjoiuing

conference room. Even a hospital directog, presumably with two cohstitu-
encies, nevertheless carries on the manaétrial function in the relative
privacy-of the administrative suite, having very little contact with

T
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the patient in the ward.

All of this suggests that the school is basically unlike other

I organizations in two fundamental ways: First, it is the host for two

‘ relatively distinct sub-populations co-existing within it in aquate

of uneasy harmony. Managerial adroitness must be developed for fo

. hdm}nistratibn of each of these sub-populations and for the control of
the relationship that prevails between them. Second, and perhaps éhie
decisive, the school's ambiance vibrates to ah@unsophisticateq social
perspective, i.e., that of the young. Although the principal deals

: with adults (teachers, staff, clerks, janitors), the principal's primar

v client is the-student. The student and his world command the foreground

L. of attention. Thus, the school a3 an organization, even though operated
by adults, conducts its business in resonance with the immaturity,
naivete and éasy intimidability of young people. It is for this reason ¢
_that. the school principal is obligated to manage in a more open, more
casual, literally more visible fashion. Accordingly most pringipals
are gregarious, sociable, voluble people for whom ‘he face~tc—-face
encounter is the only one that counts.

.

o o

T _ C. THE MINTZBERG THEORY

o

As noted earlier, Professor Mintzberg went beyond the time-motion
dimension of managerial activity to set forth a rore general theory of’
: managerial work. It is Mintzberg's thesis that { anagerial behavior can
: be classified into ten working roles, and that "these ten roles are
. common to the work of all managers."3 The ten roles are clustered °
in three generic spheres of activity and can be summarized as follows:

Interpersonal ¢
o Figurehead
—_ Leader S

-

Liaison '

Informational

**Monitor .
Disseminator
Spc..esman

De:isional
Entrepreneur
; Disturbance handler
. p ‘Resource allocator -
: Negotiator

Because these categories repreient.the yield from rather than the
a priori frame work for his research design, Mintzberg did not provide .
a time breakdown of his executives' work day in terms of these classifi-
. cations. Indeed, in the hectic conrse of a manager's day, it may be
S difficult to ascertain whe? one role ends and another begins.
ERIC . .
"" ‘ - ' . . . .~ 1_8'5 "
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\ Nevertheless,.in ‘our study of principals, we wanted to find out
how usefu this taxonomy would be in understanding the work of the!
educational middle manager. Accordingly we decided to force the data
into these rubrics in order to determine if &z role-distribution picture
of principaling could be drawn. Our first task of course,-was to
convert the ten categories into educational terminology, and then to
develop analognus behaviors of school principals which would illustrate
prototypical performance in each role! Pursuant to this objective we

developed the following scheme as a frame for this sector of ours
investigation‘

{ ’
| BRI .
_ THE MINTZBERG CATEGORIES4

Their application to educational qgganizations"

, [INTERPERSONAL)
FIGUREHEAD Y

Mintzberg Description. "Symbolic head; obliged to perform a number
of duties of a legal or social nature. Identifiable Activities:
ceremony, status requests, solicitations," - K
Educational Illustrations: Principal...

Makes welcoming speech at assembly.

Socializes with students. -

Receives potential benefactor who wants to give .$10, 000 to
school for band uniforms. |

Serves as master of ceremonies at assembly when check is handed
to school. Principal symbolically receives check for
school.

. Handles request from neighborhood group for donation of time

or money from school to help clean up neighborhood.
Signs graduation diplomas, plaqufs, ceremonial documents,etc.
* \ . N

KEY IDEA: Ceremcnial or social activities in which the principal
serves as the symbol of the school.

. -

Mintzberg Description: ''Responsible for the motivation and activation
of ‘subordinates; responsible for staffing, training, and
associated duties. Identifiable Activities: Virtually all
managerial activities involving subordinates.”

Educational Illustrations: Principal...
Interviews and recommends assignment of prospective teacher.
Sits in class observing and evaluating a teacher. :
Recommends salary increments.
Explains ‘tules of school to teac.her.-l 86

ar
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Criticizes or commends téacher's work. {

Directs subordinates, giving instructions.

Holds in-service training workshop for teachers or clerks

' Promotes, demotes, or dismisses‘a subordinate.

Socializes with faculty and staff (giving clues of approval
of disapproval). N

» 2

—
iDEA: Whenever the principal is dired¢ting, instructing,
_ supervising 6r evaluating (commending, or criticizing) a
subordinate, the leader activity is going on.

¢ - ~
s i

Mintzberg Description{ _"ﬂaintains self-developed network of. &

Educational Illustrations: Principal...

outside contacts and informers who provide favors and infor-
mation. Identifiable Activities: Acknowledgements of
[external‘ mail external board work other acti&ities involving
outsiders.'

*

Cultivates friends and informers in Board of Ed Headquarters
offices or area businesses or city governmgnt

Compares notes with other school principals.

Befriends operators of nearby restaurants and eateries to
augment "eyes and ears" network of informants.

Works with police department in neighborhood.

Cultivates alderman of ward where school is located. S .

Works with Operation PUSH.

Works with local churches or social agencies.

L4 ' . P

KEY IDEA: Principal collaborates with organizations and individuals

outside the school, including fellow principals, ‘to enhance
work of the school. . :

’ JINFORMATIONAL]

-
-

Mintzberg Description:  "Seeks and receives wide variety of special

information (much of it current) to develop thorough under-
standing of organization and environment; em.rges as nerve’
center of internal and exte.aal information of the organization.
Identifiable ‘Activities: Handling all [intra-organization] .
mail and contricts categorized as concerned -primarily with
reteiving information (e.g., periodical news, observational
toursy." " o .

187
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Educational Illustrations: Principal..,
Receives info through mail or telephone.

= - "Cruiseg hallways to keep in touch with what's going on.
Gets briefing from APs or otners in school on what is going on.
Asks for regular reports from. dept. heads, teachers, or APs.

Reads routine réports from -higher offices. “
; Gets info from. parents, police, local newspapers bn how. his/her
students are behaving. s T

Picks up rumors from students.
: KEY IDEA: Principal obtains, knowledge about school which does
Ly not require action btut is informational in charactﬁﬁb

oL = s Knowledge is gained through spoken or vritten work,™or by .
ce * 45«  observation. : “ .

i [ [y

... . DISSEMINATOR .

\ ' Mintzberg Description: '"Transmits information received from

“ outsiders or from other subordinates to members of the organi- ..

zation; some information factual, spme involving interpretation

< - and integration of diverse walue positions of organizational
influencers. Identifiable Activities: Forwarding mail into
organization for informational purposes, verbal contacts é.
involving information flow to subordinates (e.g., review sessions,
instant communication flows)."

-

L4

. Educational Illustrations: Principal...
Routes mail to teachers and staff.
¢ ] Attaches notes to bulletins and reports and forwards to staff.
Calls subordinates on phone to relay info. ’
Relays info to APs, teachers or clerical staff in offices

or hallways. ° .
S KEY IDEA: Passing on info orally or in writing to others inside )
: S ' the school. .

~

SPOKESMAN

Mintzberg Description. "Transmits information to outsiéers on
organization s plans, policies, actions, results, etc.;
serves.-as expert on organization's iindustry. Identifiable
Activities. Board meetings, handling mail and contacts
involving transm1551on of infotmation to outsiders.

Edwcational Illustrations. Principal...

Files personnel report with DS.
, Explains school's bilingual-program to Aspira.
Explain3 school’s Access. to Excellence program to Operation
RUSH.

/ ° ) | . _légég | . -
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Fa— Gives invited talk at Kiwanis/Rotary luncheon to describe
’ : vocational preparation curriculum.

Gives info to a newspaper reporter. /

‘ .Provides info to.pglice on school incident.

1{ ' m

: KEY IDEA: When Principal is giving 1nformation about the school
to people outside the school, including hierarchy superiors,
hp/she is serving as spokesman.

/

LY

&

‘DECISIONALI

ENTREPRENEUR

Mintzberg Description: '"Searches organization and its environment
for opportunities and initiates 'improvement projects' to
bring about change; supervises design of certain projects
as well. Identifiable Acfivities: Strategy and review sessions
involving initiation or design of improvement projects."

. -~
\

Educational Illustrations: Principal...
» Convenes ad hoc faculty committee to deve Lp new program.
Appoints a teacher to draft a new studenr handbook with
. never~before codified rules of conduct.
Creates a new duty for one of his/her APs and provides small
budget . to get the job .done.
Convencs businessmen in neighborhood to help develop vocational
program. -
KEY IDEA: Developing new courses, new programns, new expectations
in school community among participants.

DISTURBANCE HANDLER o -
Mintzberg Description: "Responsible for~corrcctive action when
organization faces important, unexpected disturbances.

~ Identifiable Activities: Strategy and review sessions iﬂvolving
. disturbances and crises." :

Educational Illustrations: Principal..
Settles fights between students:
Adjudicates ‘dispute betrreen teachers.
Mobilizes treatment and. ’spitalization of injured person,
apprehension of assailant, and fact-finding to get the
full story from witnesses after a stabbing in the’ school.
Counsels teacher and relieves her after she refuses to assume.

hall guard duty because she claimg sae was orally mistreated
by students on previous day.

Disburses crowd of studeats in the hallway trying to bay
class rings., Establishes orderly procedure for ring sales.

o
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‘ ) KEY IDEA: Principal handles misconduct, controls envitonment 80 . . ,
o i that disturbance is held to minimum and routine of’ Bchool - :
: can continue. ] S / )
. . ' /
RESOURCE "ALLOCATOR . S J |

i /

\ II

Mintzberg Desctiption.\ “Responsible for the allo ation of otgani-
zational resources of all kinds--in effect the making or approval
of all significant organizational decisions. +Identifiable
Activities: Scheduling requests for authorization, any -
activity involving budgeting and the progtaming of’ subordinates‘ * .
work."

- '\

N - ‘ -

[X-4

Educational Illustrations. ?tincipal.... . ' '
Cversees class schedule. ) . _ o P Y
‘Deploys staff to different duties. | ' ’ -~
Oversees covering.of classes by subs, staff, or self. ' o

\

Works on budget. i

)

~ Instructs hall guard to change.stations and coyetnnnothe;;dopx. :
Delegates an ad hoc task to a svhordinate (e<g., handling e
. . a parent complaint) ‘ ;

KEY IDEA: Any activity of assigning petsonnel allocating dollats,, ! :
assigning equipment or material is resource allocation. K

) . - .
. . . -
’ ’ ? : . .~

. ] o . - . !
.+ NEGOTIATOR A . ‘ -

Mintzberg Description: 'Responsible for teptesenting the organi-
zation at major negotiations. Identifiable,Activities:. . ‘
Negotiation." - X R

“Educational Illustrations: -

Negotiates'school rules with Ptbfe381ona1 Problems _(Union) ,
Committee. \
» ,Participates_in Union contract negotiations with central
office staff.

. Negotiates with.police department on precise duties of, officer B

sfationed inside the school building. T
Works out deal with local snack shop manager to p'ohtbit . oo

i / drug use on his premises. " -

' . Bargains with District Supt. on quid pro quo favors fn tetutn o

: . for budget cuts. %

L -

oo,

-
v o,
B VIR e Ees

3 .
4 R

|

KEY IDEA: Negotiation with' any "outside" group orn behalf of the _
school, ‘ i N - h

. 4 oo .

. lad N N ——-L~ :
. In working through our data using the above ten rubrics, we came A
,actoss some behavior of principals which did. not seem to fall into any . e %
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of the ten, namely, those occasions on uhich the principal is bein
given orders, instmctions or directives by his' or her superior.
This-might be. expanded .to include the times, admittedly rare, tihen the
superior--—in ‘the Chicago case, the di\trict superintendent-—-is evaluating

4:

s the principal s performance, That is to say, sometimes. the district L
superintendent is engaging, ‘4n vhat Mintzberg, would wlassify as Leader -1

behavior--directing, instructing, supervising or judging a subordinate :
(the,principal) On these occasions" what is, the }rincipal doing" e e
4 s B

— The failure o£ the list of ten roles ‘to includ.e this behavio"r A At
is_ erhaps explained by the fact that Hintzberg s subjects were all . o

’ ¢ bady\: Although Hintzberg found that these -chief. executives spent seven — ‘\{
£ percent of their time with their directors,‘ e did fot. explicate“ the < TR
-e, significance of this 'behavior ‘in ‘the managerial spectrum of” activi'ties, L.

' 1Ay

. and: it goes unmentioned in his detailed e*tplanation' of—«each ro le. . N
Sofe : [ P B
. % : In order to accommodate our data gt—his lacuna in the- taxonomy, S
we decided to. create an eleventh category, de.,ignated by the’ rubric, '3

= i, “Subordinaté Behavior." Inte this bagket we, placed al'l,,behaviors of, ' A
R j.. the pr“ncipal during episodes in which the district superint’endent was
playing the Leader rqle toward. the principal--directing, ;instructing,

[— & -

supervising, 0T evaluating che pnincipal. v R L Te

. . . o e
. . i t .-A‘ . - 2 a , . ) . 5
. . o . .. A . LN RS .

EE ‘ o

1. Elementary Principals - ,-v' ‘ . L . s

{,( ‘ : Using “he foregoing schema, we tabulated the princi-pal s uork :.-\ . {...: N
-, schedule . =ach gchool. ‘A sumation' of observations in out eleperitary - ’
N schools i8 p‘rovidj in Table L. ¥ cel L e / A

L N

) "k’e can disce) from this ’t;l:lation that interﬁers’onal role - ¢ 07 ‘:,f

O
RN Sy AT

. Behaviot is promindnt in the prijficipal’s work life, coupxiging ahnost .
"+ a third of" \the a,anageria) ‘work day! Bire predominant activity of, the ,

" sthool nanager. I'never, turns out_to be serving as.a.’clearin house *, | /
ot inforsnat:fon-—receiving, digesting, interpreting, and then gis*minating '
Bits, of % (Hledge oncem ng the. onggj.ng ‘business. .of the mini—éomunity R 4
inide ‘the schog uiId ng (Monitor, Disseminator. S; skesman). ~Over .. '

. hal\~ of. the work- ddy, 56 percen » 18 dewted to* this infomazmn-han ing , o
s fun'ctiou., Ir ~cont ast, ‘the | decis;lonal {eatures of the® principa 8 liﬁe, ’
. at’least pér Hintzhery, aye réparkably lim? ted,,th‘ts typn of bvehavinr' =~ © .
’ compnsing only 1l jpercert’ of the ml/a@gerit 1 3ork day. . oo v % BRI
DR ‘0 Y - . . / .o ‘ C)’
U ) As noted in ;ﬁ@ I oux; ele';.,nbh categorv turned out o be more -,
e *l]uninating for wHat %t did mbt. ‘vveéal than for what it dia, namely, | P
<hat’ the elementar)f school principal play. rut gubordinate, behavior . = ¥~

b T od

e

o A A 3

onlﬂ %ne percen- of the time wkile princ:ptldng. .o / T « i
. v [ - . P 3 4 . ‘ N *
R ] < . 3 . - . ; . LY
- - e e s .« * . & ! LR SN he ., :
S Secondary Principal/s s N ‘ . PR / ) S
’ 2. \ // < - - ,,‘ .
: -l{lC L “l'ablg II shows alogous r;rle hehawim: Jmong secpndnry school
e é | - e ; <
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,ApfinciPSls. From these figures we can see that at the secondary level,
‘the categories under the "Interpersonal” behaviors constitute somewhat °
’higher figures than at the: elementary- level, 42 percent of the principal's

, ‘work .day being devoted to: these activities Coordinately, the secondary

W“_‘ws_“principal~ ~function -as--an- information 'processor is slightly léss

£ g pronouuced ui*h 51 percent of principaling time committed to these

PR activities ‘Finally, the secondary school principal appears: to be

a0 engaged in. decisional activities only half as often as the elementary

principalj only gix. percent of the high school principal's work day is

devoted to these activities.

Here again, thé subordinate behavior -of -the-'sécondary school
\ prlncipal is conspicuous by its infrequency ‘with only one percent of
' principaling time be1ng devoted to this- type of activity. Although- -
both élementary and secondary school principals find themselves following
organizational rules and regulations (most of which are promulgated
by their superiors) it is rare for a principal .at either level to
be directly instructed. to do something or to réfrain from doing something
by echelons above: him. We have noted elsewhere in this report that
s1te-level school administrators have .more leeway and ‘freedom of action
than is generally -.supposed. The ‘stark infrequency of receiving orders .
e or evaluationé from those above them, as shown in these tablés, . provides
further support ‘for this generalization. R .

~ +

3. ..The Mintzberg Categorieskand the School Manager i =

f; ) In superimposing ‘the Mintzberg rubrics onto school situations,

" it 1is ‘understandable’ that the transfer may not be altogether compatible
"with what we already know . about educational adminiStration For one |
thirig, ‘the term "Interpersonal" as a generic rubric may ‘be - misleading
in. looking at ‘the. principal's work. -We have noted: above that school
principa\s are typically gregarious, sociable ‘people and that they manage
in a spoken-word, person-to-pérson. style. One might gather from
this characterization .that virtually the entire day of a principal is

. interpersonal in. ‘character;. and indeed it 1is, so far as we understand
the dynamics ‘of school life. Why, then, is only 30 to 40 percent of
e a principal's behavior - described as "interpersonal" in‘the Mintzberg
T formulation’ C, -
) We believe that the -answer. may lie in the fact that in cataloging

- the roles of chi¢f executive officers, Professor Mintzberg was searching _,

for a-term which. would: draw attention to the manager ‘as .a personal

preseénceé’ in contrast to the notion of a manager as an -information. bin

or answer ‘box.” Ina direct communication from Professor Mintzberg:

regarding this, he makes a distinction, for -example, betveen Resource.

‘Allocator -and Leader, eaving ‘that the latter is "more concerned with

the affective side." This suggests that the "Ihterpersonal" zones of .

T wanagement, as-he- .seés. .then, are person-oriented whereas "Informational"’

and’ "Decisional" activities are ‘more ex,officio, more depersonalized

‘more strictly organizational and structural in character -
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}4 o In reviewing -our: findings, we are not altogether sure ‘that such ’%g
s & distinction would fully hold in school situations. So ‘much. of a ;

\
: ©od
U principal's conduct in- the act of managing & school community 8. personal—- . ﬁ

: sense, naaely, tbat ‘the end result (the product) of an. administrative \ .ﬂ
& -act. as well as its Aode of conveyance - (the process) is personal in - ;
content.x An educational institution is essentially people interacting. ) j

\

|

|

There may be books paper and: pencils, bell .schedules, hierarchical
ot -structure:in the bureaucracy, and-other trappings of non-personal .
- ‘apparatus. But in:a school setting, these -count for ‘very little. . B
A ’ Teaching and learning are phenomena of people interacting. So likewise e
%  Twith: nanagerial ‘behavior Wwhich oversees these phenomiéna.” A principal'
i) life 1in -the "Informational"tand ‘even ‘the "Decisional" realm is-"Inter-
personal" in the MOSt profound gense, - T L
. . ; ¥ . ; o
A ) We -have found also that theé word. Leader causes some trouble. In 5
the. management literature, it is :a: favorite category and indeed is _W
sometimes treated as- virtually synonymous -with - ‘management. As noted:,
o Mintzberg has chosen to: separate out leader behavior £from nine other
~types of manageria% conduct. We believe this separation to be analytically = -
-gound, and.-a; move in the right direction. However, it is possible that ] ¢
something ‘may have been left behind in the .surgety. In trying to get a solid ‘
grip on- Leadet activity, Mintzberg has chosen to restrict it to only
certain. forms of behavior, namely: motivating, directing, instructing,
supervising, training or evaluating subordinates. It is possible that
these behaviors do indeed constitute the heart of leadership, ‘as ‘we use
this term: in institutional life. But in a school setting, it seems
unwarranted to exclude other things, e. 8o (to use Mintzberg's rubrics) :
: Figurehead ceremonial conduct at school assemblies, Liaison. with the ™ 4
Pao police department 4in curbing drug traffic, Spokesman conduct serving
. .as' titular representative of the. school at a P.T.A. meeting, or,
’ Entrepreneur behavior in obtaining funds for a new curricular program.

Are not’ these; one- might -ask Professor Mintzberg, prototypical activities

of ‘a. leader’ . -

It is possible that the word 'Leader is too broad. Perhaps
Mintzberg ‘was trying to find a term which would focus on- the--command
* features . of management, those behaviors in which the manager is directly

orchestrating the behavior of other people ‘On behalf of the organization's
¢ larger goals.‘ In a school setting, -and perhaps even in a business o
3 setting, the word command is perhaps too, strong, but it nevertheless_
! provides a. more precise target for the kinds of behavior that Mintzberg
0 is apparently thinking,of.

it ) Finally, in transposing the Hintzberg schema to educational settings,
o ue are’ uncomfortable vith the restrictive u:e of the term Decisional.

this mode only six to eleven nercent of the time. Hou can this be?
1s a. middle manager,_ unlike Mintzberg's chie. _executive officers, not
~ . 4in the business -of making decisions’ _Barring this explanation, what
’ else happened uhen ve carried 2d the Hintzberg -rubrics from the executive




‘fsuite in the business setting to the paripatetic middle manager in the
urban school system’_

o . ", “The- answer is not clear.
e X .principal (or. -any middle ‘manager, for that matter) to be as free of

o R *decision-making as these data would. suggest. Indeed, the very focus

: ‘of the present study is discretionary decision-making in the principal s
-chair, and our findings béar out our assumption. that decision-making

1is a constant, contlnual activity of the school-site manager.

Here ‘again, the ‘term 'decisional' in Minczberg s lexi<on may have
been chosen to carry only a limited, restricted sense,. namely those
behaviors which exhibit a dramatic visibility, for example, developing
a new product (Entrepreneur), settling a grievance (Disturbance-
Handler),mdrawing up the organization s budget (Resource Allocator),
or heading off a. crippling strike (Negotiator) To,-what extent does

Ly Well 4t is certainly true that the school principal ‘has plenty of
; disturbances to. handle, and: at the ‘secondary level with young adults
on the: loose, this activity will likely increase in the coming years.
But ‘the other three areas- -are only partly germane to the principal’s
- scope of -operations; the principal participates- only sporadically
i \in'situations of such ‘high visibility. W
Ww&}
, All -.of -this suggests that school principals make decisions ‘in
small, unootrugive ways and that what these. multiple, individual acts
., . of management eventuvally add .up to is the ongoing art of principaling
- .a school:. We have detailed some of these ‘behaviors in the preceding°
pages, and, although these acts do not seem to show up on Mintzberg s
radar screen, _they constitute none...eless the basic texturtwsf school
) ‘administration.

It is difficult to imagine a school ’,

a: school principal participate in: events .of this high-voltage .character?

s e
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L . CHAPTER X ~/
i -— ~ OBTAINING AND USING PROFESSIONAL INFORMATION o
| The Knowledge Producers and School Principaling -

k. - .- ~ : =
o S e e e e

%3

S fntroduction- “

. ey
; - . The purpose of this chapter is (1) to examine the extent to which i
T school principals are exposed to, and gware of, professional information N
» ) relevent to " their jobs and (2) to determine whether such knowledge influences a
i " the principal '8 work Our research reveals ‘that school principals C-
S are exceptionally well informed regarding professional information R
' pertainlng to ‘their work. They are .not very successful, however, in
utilizing this information to ach1eve ‘the -goals--of the- ‘school-ner -are——--
‘they effective in using ‘this knowledge to enhance their performance.
. This- chapter presents evidence from our research to ‘support these two
findings. ‘The problem of underutilization of professional information
. by well-informed ptincipals limits the productivity of schéols and has
£, a significant impact on the morale and the professional. esteem of middle .
‘managers in education. ‘But, before the data related to obtaining and A
S using professional information is analyzed, a brief discussion of .the Co
- concepts of knowledge dissemlnation and utilizatlon is in order.. .

- J—,

. Dissemination is defined as the process of "knowledge transfer." ' ¢
‘The “purpose of dissemination is to link decision~-makers with information
useful ‘to them:l In the next section of this chapter, the various means ,
. of dissemination used by school principals to obtain professional .infor-
a mation will-be discusséd. Our research focused on how principals obtain

" information, not on the method of dissemination itself. The researchers
recognize that the problem of underutilization of professional information.
.¢btld fesult from inadequate distribution of information, but this .aspect

. of knowledge transfer was. not studied. .The study revealed no evidence

- : that. dissemination was inadequate and /did not suggest that one solutichi

5 to the problem of undérutilization of professional info-mation by principals o

; © may | be that of improved dissemination procedures. It was assumed that

dissemination is adequate and this analysis was carried out using that

assumption.

©

There is, however, a distinct relationship between dissemination
- of information and the utilization of that information.. Dissemination is
“ the first step in the process of helping the decision-maker become aware . ;
H of new knowledge. In this regard, dissemination, seen as the flow of K
@ informatlon, can bé thought of as the’ first step in utilization of new *

? knowledge. , : T i
R if-"Utilizatiop" is the-other key- concept ‘that -has. particular meaning ~————{
i in this. chapter on- the use of professional information by principals. !
_— In the literature, utilization is defined in numerous ways. Knott and /

Wildavskylreview the widedrange -of definitions given-to. this ‘term. They
: ‘point ‘o4t ‘that onc common view of the, term "ytilization of information"
[:R\!:Ls that decision-makers utilize information when they read, digest and




‘understand it. That is, becoming cognizant of information is a form of .
o utilization. But practitioners such as principals cannot ‘readily accept

" ) this definition of utilization. of information. For the purposes of the
T “'“analysis of our research data, utilization 1s thought of as an attempt to _
apply new information to proposed-actions. Thus,. a change in practice
ution to have taken place.2 ‘More specifically,

in- the case of the school principal, utiltization of information occurs-
when ‘there is a change in school procedure, the installaticn of a new
program or a reallocation of professional resources. Later in this
«chapter it will be. -shown, using this definition, that there is under-
-utilization -of professional information by the principal 9 -

. )
;
1 v " - - . - *

L Obtéining:?rofessional‘Informationa-~

about professional information related to their jobs. There is’ evidence
that they: are generally well ‘aware of.recent trends in teaching practice,
curriculum, evaluation, financial management,. budget-making, personnel
'practices, staff development, student -discipline and simila.’areas.
Furthermore, they become aware -of réecent trends in numerous ways such
. as the education literature, professional conferences, and direct
observation. In this" section; the various means of obtaining professional
{ information are described whereas in the following section ‘the problems.
i__"ea——e-associated with utilization of information are. discussed. The research
éf shows: that principals pride themselves on béing educated, knowledgeable
& professionals. Here are some of the ways .im which rhey obtain knowledge.

. a. The Professional Literature--The data from this study indicate that
-~ ".the majority of those principals-studied spend at least some time each
P B week reviewing professional journals. Most claimed to .subscribe to at
;  least oné professional journal. or to read those journals available at
. ‘their school. The ‘level of commitment to reading the literature varied
widely.— At one extreme were those principals who considered themselves .-
to be "scholars:" This was the small group that identified with the
. -"education profession” rather than ‘the day-to—day running of a school.
= These people were usually partitime lecturers at one of _the local colleges
£ or universities in the Chicago area. They sezmed to find satisfaction
ie- in ‘their association with an ifistitution of higher learning and even-
{ . seemed to ugse it as a means of escape from the trials %nd tribulations
of being a principal. The case of Dr. Mildred Gordon is informative
regarding this type of principal whom we might call "the scholar."

. Dr. Gordon arrived at her inner-city school at 7:30 a.m. each day.
For the first hour she was not to be interrupted. She had a very carefully
planned study schedule from which she would not be diverted. Dr. Gordon
was .a very intellectual type. It was cleatr that she wished she were a
professor rather than a principal. Each day 'she studied either a recent
journal such -as the Harvard EducationclReview or the Educational Administra-
tion-Quurterly~ .If she were ot reading one of these ‘sophisticated
journals, she would be reading the most recent 'in" book on the professionil

.
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féducation»best seller list. 2%; ) 0
In addition to: her duties as a principai, Dr.'Gordon taught one courseé -
i» each year in administration at a local university. Her interactions#_;tn_l__"-———f
the ;esearchex,_nho_also-was—a—professor—of-school*administration, were * .
: geared toward the professor-professor relationship rather than the ¢
prinéipa%Hteaearcher relationship. Dr. Gordon was constantly asking the
i researchEr what ‘books" he used in class and was always providing names, ..
¥ ana e\ rhotocopies, -of .articles that she thought would be helpful to .
) “the researcher 4n-his teaching. ‘ ) o

Dr. Gordon ‘took advantage of every opportunity- to acquire professional
literature for herself and for her teachers. Hers: was one .of ‘thé few

5%71«_,~y50f88810n31 libraries seen: by ‘the researchers in an elementary school
) 'building. She obtained professional information in the tradirional ways:
. . such. &s. ‘by journal subscriptions and book purchases, but ‘she also was.

quite imaginativ’ in her efforts to obtain professional information for
- herself ‘and the school. One researcher was preseht when Dr. Gordon was .
" speaking wvith a- representative of-a major publish1ng house who wag trying = *
to interest her in some supplementary teaching materials such. as: film
T strios. She made a deal with this representative that if he would-
oL donate certain classic textbooks published by his. house, she would allow .
: him. to talk to -the teachers about ‘his materials. Dr. Gordon was extreme
in her attitude toward being exposed ¢o, and awaré of, professional
1nformation related to her job. She had recently received her Ph.D. and . -
was hoping to move to university work in the near future. . .. - T
- .
C L *  But Dr. Gordon was not the only principal in our study who had a
. .7 * regular regimen for consultlng the literature. Another was Ms. Gilda
Hermann who was - determined to change the system.

N

—

§n~ Hs. Hermann read profusely. She was probably one of the most
) intelligent and best-read individuals ever met by the researcher. She
..., was.a dedicated principal of an "academically advanced” schonl who :
- honestly believed that she could bring about change in the school gystem, . :
or at least in her own school, by trying to implement some of -the latest
“educatioral innovations she read in the literature. The results of Ms.
Hermann's attempts to inncvate will be described in ‘the next section on
. utilization of professional information.

Loary

LIRS N

Ms. Hermann aubscribed ‘to numerous journals and professional news-

letters in her effort: to keep -abreast of current trends. She took advantage )

of every effort at diaaemination of information available free of charge.’

‘She was so successful at this that she was called by colleagues who were S

uorking .on research projects for supgeations on how to locate particular . .
——-—documents in ‘the 1ibrary. In other words she was seen as an expert on
N ‘the: Hhereabouta -of certain professional information. In addition to her
. other talents, she was also skilled at locating school law .cases involving .
-- _: principals: For this- reason she served as the "u- official law librarian"
2 for. the 1oca1 principals association.

Q
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' ~As noted earlier, -the cases of Dr. Gordon .and Ms. Hermann. -are extremé
" cases of familiarity with.the liteérature. Such cases are unusual. Also
 apparent- to the researchers: were principals who did little reading of
‘theé literature and paid only casual attention to recent professional
information. A good example of this type of principal is Mr. O'Brien. .
v Mr. O'Brién-was an-experienced principal. He had served ‘at his
present elementary scﬁbol;gg?\égght years and previously at another
* .school for nine years. He vaé\g<gdn who knew evety child by name and -
who ‘knew almost every parent. He spent long hours in the community and
had excellént relations. with the parents. Mr. O'Brien had not tsken a
ptoféésiohal‘clihs~9; read ptofegsionatglfteta;u;e, according to his
own admission; 4n. fifteen years. He showed disdain for professional
educators and .claimed that the only information a principal needs is
éb-qon‘sgnqe in'.dealing with people. It is this knowledgé and hard
-work that l€ads to succéss, écqordiug.tbggpg O'Brien. >
‘Needless ‘to say, between the extremes described above most principais
vglued*the'exposute“to‘ptofessional’infotmatiqp that they could squeeze
into their bugy schedules. ‘They did not read much in the way of literature
but they did take advantage of conferences and other dissemination efforts
madé available 'to them. ' . :

.
<

b. Professional Conferences--Our research revealed that the professional
conference is a very popular way for principals to become aware of
professional information. Some conferences are scheduled by the Board.
of Education and attendance by principals is.required. A recent
conference of this nature was one called to discuss the implications of
PL 94-142, 'This was a two-day conference to provide ‘principals with the
information they need, to conduct parent conferences and other matters
related to special eduitation children. " B n

Another conference attended by most Chicago principals is the convention °

of the Chicago Principals Association. ,THis_annuél two-day event is
a highly professional meeting at which a variety of professional matters

are addressed by outside speakers from local unileisities, Board "

members, school administrators and principals thelbiselves. - From the

" standpoint &f obtaining professional information,. this conference is
critical to the Chicago principals. It is taken seriously and is run
as a truly professional meeting. For some Rrincipals, it is the only
professional meeting they attend during the year.

Theré are also smaller conferences on specific topics sponsored
by the Board for principals during the year. A recent example of this
~ type. of meeting was a day-long seminar at the Center for Urban Education.:
for 100 principals dealing QithAmanagemenc-techniquqs. ‘Here were tactjcs--
not. so-much ‘theory-~being presented to principals in a workshop format.
) Co. . .
In addition to these local conferences and ﬁéetinés; grincipals
are quite active in various national associations. The Chicago Public E
Schoblg usually have -good representation at the Association for Supervision

: ' o - 201
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and- Curricilum DeVelopmant'(AscﬁS; the national associations of elementary
and secondary school principals, and others such as the American Association
- of School Administrators (AASA). IR . . o

L.

»

. c. Direct Observation of Educational Practice--Another means whereby
. the principal obtains knowledge is-through direct observation of certain
- ¢°  innovations or practices. In actuality, much I%arning of zhis nature
' takes place through informal networks of fellow principals. Furthermore
much of what is observed .and called professional information may better
be described as recent .practices for circumventing the system. Since
these practices are ‘described eaélier in this report, they will not be
dwelt on here. The point of importance for this section is that many
’ principals take part’ in a network of peers which disseminates the latest
) information on how to "survive" as a principal. This direct observation
LA through the -peer process is. of considerable value to the principal in
his day-to-day work. . L T

v - N
«

A}
é

3. - ﬁqigg»?rofessional'Information
The preceding section has outlined several of the many ways in which
principals gain professional knowledge. It is clear that professional
information is readily-available to the school principal. The use of °
this information, by the principal is ancther matter.. Does this professional
- information. or knowledge influence the principal's vork? Knott and -‘Wildavsky
. observe that :thére are many factors which determine success other than .
the availability of information. For example, decision-makers ‘at the .
-middle- management. 1evel who: are. responsible for making local decisions
are often inhibited from obtaining information by the complexity of their
organizational setting. These people are deluged by so much information
thae professional .information is simply lost i their in-baskets. Often
oo »when administrators at this level do actually,g t the informational .
;de"n.naterial, they . are too busy to read it. Their frame of reference or ' .
"~ 7 psychological state may further prevent these middle management personnel
from giving carefu1~consideration to the matérial)thej receive.

* *

S -Even thﬁugh our research provided z  examples of the ways by

- " which principals obtain professional information, there are few direct
exa-ples -of how this. information was utilized. The’ observations by Knott
and Wildavsky about -middle managers may, provide a partia1 explanation for
‘the failure of ‘most principals to purspe actively and use professional
inforlation. Our research data show hat ‘most principals are overvhelmad
by the welter of’ inco-ing material crossing their des s and needing

. i-nediate attention. The de-ands of the larger organization, the District
,Office .and the achool system generally, make it Lt necessary for most of - .

the prin cipals studied in_this project to €ake home each night large )

amounts of paper work. When asked specifically which journals she. read,

one principal said "You know, I feel very guilty. I dom't really read »

ny journals. By the time I finish all theknger work those no-good-niks

o
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N create, I juat have no more time in the day." i

Lot usﬁreturn now to ‘the exanple of principal Gilda Hermann for it | -
i11ustratea some of the system-wide problems associated with ustnt e :
profeasional information. Ms. Hermann, as notéd, is the principal, < .
of_the "acadenically advanced," special;. model -school who attempted. a . el
program innovation based on professional information she obtained from e
the literature. Ms. Hermann took her position as principal of this model
-school in & changing neighborhcod with the. understanding that she would
‘have a- free hand-to. do program innovations. Since she was jntexested
in social studies ahe made her first change in the socia1 studies program.
. It was & change which required some limited in-service training for ‘che |
T ‘teachers selected to- be ‘involved. The in-service sessions were conducted
‘ ‘by Ms. Hernann herself. The _project was begun smoothly; the innovmtion
was .made following the in-service training. Ms. Hermann had the ¢ coopera-—
t*on of most of the teachers involved. But there were a very few .who
s Would' not cooperate for Various reasons._ g

] Hs Hermann fe1t ‘that she had. the support ‘of the District Superinten-
: » dnet; who appointed_her to her position, to “clean house" of those
e - teachers who would not cooperate with the change in_the social studies -~ .
Lo program. ~ With this unwritten understanding, Ms. Hermann evaluated these
; ' teachers<gery low at the end of the year in the hope that they would
request. a transfer from this model school. But sﬁnce they had all
volunteered and:been selected to come to the school, there was a matter ’
of pride involved and they chose to fight Ms. Hermann rather than ° .
transfer. . \ . : .

¥

-

~.

) « Even though Ms. Hermann had the full support and understanding of
4 the school parent-council, she learned that she did not have the support

of the District Superintendent. Ms. Heimann wds not told directly, but

<8 decision was made by the District Superintendent to . have the teachers

. in questiocn evaluated by the District social studies coordinator
o rather. than by Ms. Beruann. Pulling the rug out from under the principal °
in this fashion wes done after Ms. Hermann had already notified ‘the
tcachers -involved of their low evaluations. The social studies super-
visor rated them much higher than did. Ms, Rermann and the situation
became intolerable. 1In fact, the entire progran was abandoned at the
end of the school year. . \
ere vas no question of the«authority of the District Superintendent .l

"to haye the teachers evaluated by the social studies supervisor. But :
the political maneuvering aurrounding the episode made the principal's.
position untenable. Knott and Wildavsky provide an explanation for such _
decision making. They -observe ‘that possessing good information, such ac'* o
that which Ms. Hermann used to initiate ‘change in her school, is only P
one component of the process that 1eads to effective utilization of
profeasional ‘knowledge. Political power, cpecial skill, and organizational
capabilities to act all enter the final outcome. 4 ‘The example of Ms.
Heruann and the sccial studies program innovation illustrates that political
- power within the°Chicago school hierarchy became a force which blocked

oy
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‘> implementation.of a sound idea. In this case'inrormation gained: from .
the literature by the principal ‘made.a real difference .and, in'fact, - St
did influence hér decision making. Her effort to~implenent ‘the. social - L.
studies program innovation ‘was, in. effect, an prganizational struggle N ST
resulting from a change in- her thinking :brought” about by new professional R
Anformation. Even though “the _program ‘change had. to- be abandoned after . 2 '

" the District Superintendent undermined the: authority of the principal,
the exanple does show how the principal gained information then used L
<+ it in a,constructive way. : . - *

<
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Our research indicated another type of. -problem with utilization of
knowledge which is closely related to -the preoious,example, Ic can be SV A
"argued, by using the research data, that the-svstem: °1mply does not ailow . PR
the principal to use the vast amount of professional information that LT .
__'he or she¢ can acquire. ‘Theré are too many system-wide constraints which )

. ‘prevent the use of this knowledge . 2 - - e : t

» -
g o= . . <

-

The contract between the Board of Education and the Chicayy e ‘
Teachers Union represents an excellent example of this type.of constraint oo :

’ the -principal feels. In one case in our data, this problem is vsvidl}“ a &
illustrated. Our principal recognized, after about six weeks of school;" .. .= .
Eﬁat the ‘best vay to help a particular child with his reading problems . - N

s to change his classroom. The principal knew that. there was one R <
ine teacher who c%uld perform miracles with reading_ problems of -this
particulat ndture. The previous year the principal had obtained profes-' °
. sional information about a special reading program and had encouraged L .5~
‘this teacher to study the program. The teacher did so. and has been . TR
very Siccessful in impleienting the new ideas she learned.- When-the ,* - e
principa] went -to “‘he teacher, the teacher was willing to take the ney- v ¢
child- even though she already had 33 children, the maximun allowed in e e
the ‘Union contract. The school building union Tepresentative heard ’ i -
about ‘the impending transfer and urged the teacher not to.be a "rate v . | ¢ 4
‘breaker."” The ‘teacher acquiesced when she -was told that the original S
class}oom téacher was fully competent to deal with ‘the- child's 's _problemn. - . .
Even though it was clear that this child would penefit from. the.teacher Tt

S - e Uy

who studied the new information obtained. by the principal, the transfer - o
uas never completed. Here is a situation in which information was L
. obtained and even being used but organizational constralnts interfered .« t
with full utilization. ~ o v N
4. ‘Sunnaﬁif . -t ' ) . ‘.

*
- F

- This research study concludes vith mixed findings related to (a) .
. the extent to which school principals are exposed to, and aware of, o Wi
). -professional inforlﬂtion and. (b) the degree to which this knowledge
influefces the:principal s work. The study indicates that -efforts are L
made to disseéminate professional information within the system and that ‘ ‘%
a select group of principals ga1ns information from this form of dissemination ’
and from .tudy of proféssional’ literature. The vast aajority of’ principals, R
: houever, ‘Seem togain li:ited professional information and, further; : :
they seem ‘unable|or unwilling to use this information in their work. It

— . N .
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i . has been suggested in this chapter that various factors such as organization-

.

‘al. politics and other constraints _hamper the utilization- of knowledge ]
: gained by-: certain principals. The difficulty of influencing change in '
*—--—-—---—-the~ -systen. ‘was. found to. further discourage principals from actively .

- pursuing chsnges ‘based -on' the professional information they do have. D

) The genetal inpression one gets from the research- study is that professional

S inf: vmation is Xeadily: -obtained- but utilization of this infogmation

, by principals is frustrated by political attitudinal and structural
A factors mherent in the school system.. 9.
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CHAPTER xu R

o

B A INTRODUCTION: - S -

CONCLUSION TOWARDS THEORETICAL UNDERSTANDING

.Our study was inaugurated without a tightly fashioned theoretical T
\framework Two central,. and complementary, questions guided the field Lt
work: (1) ‘What is it that large-city principals do during their T
working day? and (2) How do building- principals exercise ‘administrative -
discretion within the loose framework of a large-city public -school L
system? We explored the first. question with; the aid of time usage
rubrics and administrative role -categories: developed by Mintzberg
4in his inquiry into the nature -of managerial work

_ on the belief ‘that administrative ‘behavior at the critical "site-level"

S hierarchy are cumuJatively just. 28 important as :thé "key decisions
: ,:.made -at the. t0p.2_ From an imprecise sense of initial research emphasis,

T

for an improved theoretical. understanding of theeprincipal'scdiscretionary

. xxdertaken with a view € ‘ntinuous testing—for—theoretical_adequach

Ve examined the second question (discretionarY‘dectsion*making) —-

of service delivery in education’involyes~important -questions. of o
policy interpretation -and jmplementation amidst the vagaries of organi- y -
~zational and. .environmental constraint. We followed Lineberry's cue ¢
that -the ‘many "iictle decisions" made at the bottom of an organizational

our study has subsequently moved toward an. appreciation -of the- -organiza-
tional world: of the large-city principalship, offering an opportunity;
after our years of ethnographic research, for us to tender some suggestions.

. behagior.

. ' a. sonmcunnc DEAS S
_—B IDING IDEAS

In his study of thé federal bureaucracy (the U.S. State Depart- .
ment) Warwick concluded: ' S )

Rather like the anthropologlst about to enter an unknown
" community, the student of public organizations would do well ’ . f
to -assemble the available information .about the agency and
its public setting ‘andwarrive at no hasty -conclusions about $
the -applicability of existing theories and conceptual structures.3 B {

* Similarly, both Wifson and Greenfield5 have ‘urged the use of
methodologies in.education rxesearch that are not prematurely over- - .
structured by theory or previous research. "These-autliors and others N
(e.g., Glazer ‘and Straus,) are careful to point out, however, that

an unplanned and ‘haphazard sryle of -data collection is not an acceptable (tAd—T
approach either. \Qbservations of organizations and, their behaviors g

must be: guided by orough knowledge of theory and must be systematically




-

s

P ' Our Tesearch on ﬁhéf@is@retionary*béhéviprfdf principals, while——— -
conceptually looseé overall, -was guided from the beginning, by the
‘following notions of managerial life in a public school bureaucracy.

First, we recognized quite -earIy that théré was mich disagreement -
among key organizational actors regarding just -how-much authority :
and: discretionary decigiOnémaking_powetﬁbuildipg administrator's
actually haveé., 1In 1976, ja .city newspape: published the results .of

' a questionnaire that it‘Zéd distributed among..public school principals.

. A key finding (anJ‘neWSﬂ;per,beadline)udeglated that seventy percent -

-, " of the rgspbndénts.reéompgndéd~increésing the power .of building. . T

. principals. The newspapér claimed that the gityfs«p:incipqls consider o
Ty ‘themselves "toothless tigers," who are asked to face increasingly = -

.complex social prebléms but -are very uncertain as -to héwvmudh authority
- they have to draw upon. -

. . . i :
T jThiS“viewpoint‘is«éqhéed?1ﬁ»Daﬁié1LCtiffiths'<obsétvatipg that
: "School -principals, long- considered ‘men~in-the-middle, have been
La deprived -of virtually all authority, -and now only_the most astute o
ERE survive through a finely tuned political acumen."’ It is in this A
o area of "fine tuning," howéver, that one finds considerable opportunity

o C for principal discretion. Although the formally designatéd prerogatives

. of the city principalship are quité.limited and rather unclear, - et
Anfermally the system sgems to provide corsiderable.leeway. For .
e - ——example, -a seeringly "tight," formula~based system for assigning

. ’ the 5chqdl-by~school budget becomes, uhdet’inggstiggtion, more open
to-negotiation between principal and superior than at first appears:
We were cautioned to look for theé subtleties; the nuances, and.the

Mpolitics" of principals’ behavior. in "bending" organizati®nal rules :
g and procedures that appear. on the suzface to be rather clearcut and y

& 7 **< inflexible..
. A second notion guiding. our investigaticn was that discretionary

" -behavior ‘can be profitably studied within thé boundaries of a sense
Co -of ‘managerial constriint.. As:Sayléssjand others (e.g., Argyris,? “
o Pattenl0) have suggested, the "first-line supervisor” in an-organi-

zation: commorily finds himself placed in the middle of a.gystem of
~conflicting relationghips. The school principal, like ‘the industrial
foreman, occupies -a kind of cross-fire .position within the organizational’
‘hierarchy--caught between the needs .of ﬁagggémentAabOVe and the needs
- of employees and ‘thé organization's clients (e.g., pupils, parents)
ST T below. ‘These conflicting relationships operate to-constrain the R
: decision-making of each site level administrator. The principal is

pulled in-one direction by his awaréness of local school interests :
" but_ is pulled 1nﬁahothg:»djfgétioh by the.-requirements of the larger ‘ ¢
-organization. In studying the principalship, ve tried to. find and’ :
s »identify'thosé1diléhmhsA6£(conflictinguigterestuahdﬂcoﬁstraint,chét ] o
P were most often -at wo;E"Ti“aIEE?ETTBEET?*ET%GEETEnstf—Hovrffqr"—-‘*—t"*f-i"-€

-example, does a principal ngdlé'iréqé parents. who are upset over the

1
.
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Z ) . ) 'gx;remeZinstqpility of teacher assignments to: their school (e.é.;l
‘. four different first-grade teachers .assigned.- to one classroom in the
.- first eight weeks _of the year)? ‘He must balance this parental corcern

against ghe-geqﬁiremeqt that he is bouad by the union contract (class
. -8ize .and job seniority) and must yf21d-to: feceral government..specifi~
cations (faculty desegregation guidelines) in assigning teachers. .

e e .

' Third, we gave special attention; from the beginning-of our .
research, 'to the "interface" position of the principal between clientele
“and ‘bureaucracy. The principal ig education's most visible, "on=line"
administrator; workirg managerially at. the ‘pivotal poiiit of exchange
‘between ‘teacher, pupil, parent; and ‘educational bureaucracy: In a
role that has been given the 1ﬁbéls“Qﬁqundary-spanpipg"“(Hpérg)ll
ind?"it:eetélével'hgréﬁuc:at"“fyipsk?);lz‘the’buildihg;principgllfinds
‘that ‘he "is ‘surrounded by situational uncertainty. .Organizational
rulgg“aﬂd.pr¢qédpres,nuét'béiadéptgd\tb"ﬂeigﬁbérhoqd‘éoﬁditiodg
but the-organization must also. be buttressed. and protected from
o meighborhood-generated disturbances ‘to organizational equilioriom,— -
2 Thug, -our data collection concentrated heavily upon the principals’
T applicatidn$~qf'sqhoollﬁplicylat~oé§ahizd:ioﬁalxbéundaries,fggking‘
. 'héy:digcr@tionaiy“aié1éién-m§king“?éspoﬂdqd to the special circumstances-
' -that characterize each school's immediate. "community." How, for example,

e

JE

dbés’p pringipal'ihplement pupilidesegregation guidelines in a T
; neighborhood that is most vocal in its opposition to the desgegregation
e -idea? . : R "

e
R » .
O : A}

C. ok‘cmxz;_mom RULES

&
.

. B ] . — .
. ‘A common image. .of large-city .public~school bureaucracy is that
of an otrganization bogged down (see Rogers, 1968) by a mass of '
‘restrictive and tightly woven rules, regulations, .and standard
opétating procedurés. One of our first findings was ‘that although
... ... sSome rules are in fact fully developed, very specific, and "tight,"
~ much of the procedural policy 6f-§heaschoql'$ys:em contains -considerable
looseness and: flexibility. Complaints by principals about organi-
;étipnalAprqcedurés aremore,likely to center on. the vagueness of
"language and the latk of clearcut administrative direction than upon
the. rigidity and restrictiveness of "tight" rules ‘that provide too
little administrative discretion. An order from school headquarters
‘to-building principals, for example, directed them to begin laying.
off teacher aides in their schools ‘as a result 0% a budget cutback.
Nb;ﬁing‘in the order; however, specified how. Were the layoffs to.
- be-based- strictly on seniority, or was there room to be more selective
) (e.g., keéping the harder workers)? Upon request, little additional
‘help was” forthcoming from ‘headquarters; thus some principals used a
séniority criteérion, and others used the merit criterion, many of
them complaining ubout lack of guidance from higher up.

%
A

W omd

7 Evei in’ those areas .générally. acknowledged sél.lie:;mgs.&\hsﬁé!i}ym
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"bounded" pidcédu£éily (é.g., teachers' contract provisions regarding
‘teacher dismissal) principals’ cqncerﬁs*aboutftestriq;ivgpess fogus _
-upon rigid time limitations rather than limits in the substance of CE
\cheir"administrqtive actions. For example, notices of unsatisfactory :

-day following the receipt of a first unsatisfactory eévaluation, then

teacher pgffbtm&nce,vgnd classroom visits by: both the -principal and a
highet=level supervisor, must be: undertaken within. a clearly specified :
period of ‘time. 1If a second notice-of unsatisfactory teaching is ®
\nétlreééiVed«by~the“tgachér'by~:he €nd of ‘exactly ‘the Slst ‘school o

:bé»ﬁﬁéiéféiéﬁiséal:procedute is voided. Un%pedifiéd,;howeVer, in

-

" 1s left .to each principal.

-schools, large and small schools, inner-city and city-periphery
- -s¢hools)- interpret and: implement -phe ame"bodyrggwofganizqtibnal

eiﬁhg;_the;unionmCOﬁEract_or;otherﬁadministr tive-guidelines.is_- ..
Jjust what constitutes unsatisfactory clgss:oqi teaching. That judgment

It égs fhe-intgnt.of'phr research to find'butAhogﬁp:inéipals in
varying situational circumstances (e.g., both elementary and high

f:ules—ahd;prqeeduﬁesv——We?ébbgrv

allocation, sig&én;'dfscip;iné, peréonnel.managémehi, community

- each. category.

récognized--areas. of priﬁcfPJJshiﬁ?diﬁétggion;14

‘Propesitions about the school principalship. These _proposit’.ons

- - must be ‘tested further in other settings

7 : d—how nincipaLégdéilx;witb.éomwnn
categories of ruIes.gndergcgdgrgs;(g.g:! budgetin and resource

i ere ableé ‘to.‘watch the discretionary behaviqp‘of - jj;:j
principals on a range of i5SUes 1n Varieties of situations within R

lAgaiﬂ; we were struck more by the lack of specificity in.thé e
organization's rules and procedural guidelines than by their rigédity,‘

. comprehensivéness,. or pervasiveness. There was a considerable d Bree

.of principalship disétetion‘built‘intg the school district's adminis-

trative system--in contrast tojmany elements of procedure permitting :
little discrétion (e.g., the time réstriction in teacher dismissal).l3 X
Annual budget allocations to each building, for example, -are keyed to :
student enrollment. Yet many important ‘ingredients in the enr6llment

measure (e.g.- .attendance area boundaries, student transfer policy,

school learning policy),.are not_firmly défined»on.regqlated'and,are

¥

by building principals and Gk ther some principals "bend the rules"

more than-others, opn&attépt_dn'bégame more -centrally focused on the .
effects of principalship diggtetion. Recognizing that building i T
adminisftatbis'havé,wideimaﬂagerihl’;@tituﬂé under ‘the school district's” :
rules and'procédures,1? we asked what kinds of effects the principal's
,disctétiOhary‘behaviof'had‘dnjéhe‘1ndividqa1’schodl, on the surrounding
community, on the orgaqizgtiOnil?hiera:éhy, apd;qn,thenprincipql§s.~ ToLn
own' .career progress. From this study of ‘the effect of principaling E
behavior, ﬁe,have~drayn.tb§é;hér the following set of theoretical ‘

‘From an ihitial’intéreéggih;hgﬁ ﬁuéh'discrgtioh can be exercised T4
¥

ko

-~

are put forward‘as:tentgtivn conclusions from our one-city study and-
with a variety of methodologies. .
"« ~ S e e o "w_A .
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~ _'D.._PROPOSITIONS .ON PRINCIPALS' DISCRETION «
Q(\,\.{..:u“w.‘.l’.\x« ) PR RER . n,\- . -

1. . Principals use -discretionary opportunity to-maintain their school AN

: ‘We observed principals devoting large- amounts ‘of principaling tdme oot

Eite‘in—an‘acceptable~equilibriumlwith”the organizational enviromment. AN

&

“‘The building principal plays an grgani;ation~maintenance role. S

to'the roliowing. a L . ‘\\*\‘\\\\\\\;\\ R

of authority - t-
| makingxroutine searches of washrooms, storage areas, stairwell
closets ‘where disruptive-students sométimes hang out.
~-'showing. up unannounced at ‘chronic "trouble sites" to anticipate -
., or ‘head off disturbances o - ® .
C - managing "fall-out" from disruptions and holding further N

|

- — cruising the corridors, sometimes just to "show the flag , \\\\\J
|

|

R . unrest to a minimum. g i

-

N

\ v rt—..c—-—-..._.c,‘v

We interpret—these—behaviors—to~oe_manifestations “of an effort to. ;
keep things' in- -equilibrium and to maintain an atmosphere of control - B—
amidst a generally unpredictable environment ’ ;

The: principal also bends. the rules to retain staff to hold on ‘ ',f
‘to or enhance budget resources, to keep. enrollments high and' to ' ‘f
reward cooperative teachers with désirable assignments. ‘or special :
favors These behaviors also provide evidence that a major component
of successful principaling is the ability .to keep the school-site
workplace operating smoothly under effective administrative control.

. «“ . I -
B L . ©
a

2 - Principals use discretion to protect the school gsystem from the

‘ uncertainties of .an unpredictable clientele. :

e « R

The building principal is generally expected both to be responsive ; -
to.and to protect the organization from its parent and community :
clientele.’ Teachers expect:the principal to buttress them from 2 :
parental "harussment”; but both teachers and principals want. parents
't6 be "‘involved” and open ‘to -the’ instructional program. In balancing
interests of parental involvement and’ institutional autonomy, principals
use discretion to. mold parental expectations, to guide.and channel :
parental involvement -and” to .either .reward or puaish parents who seek ;'
assistance. Additionally, through close attention to the information e
supplied by the immediate neighborhood (e.g., through an. adroit ; :
handling of "crazy mother as mascot" or' through the use of 'spotters" e
in homes near' the school) principals -anticipate the problems and —
uncertainties surrounding ‘ther school system at its: service delivery L
boundaries and manage to ward off or neutralize ‘potential trouble -
before it "gets 6ut -of hand." : . ) ERaies

e E28 el e am B el i e &
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3. Principals use discretion.to adap;,organizational policies to
the needs’ and interests of the local community clientele.

—

i

Principals interpret organizational rules and procedures in a
. ) manner that blends organizational purpose with community receptive-
f— ness.q,Jhe _point is not- unlike Wolcott's claim that -the principal L
_plays an "interface'" role of softening organizational "insensitivity" ——
L 5 by providing a "human sensitivity of his own."16" The proposition. T
~ i ouggests -that the princ1pal applies organizational directives. to fit
O .clientele interests. New curriculum procedures. (e.g.,sa mastery *
T learning initiative), new organizational policies (e.g.; a change from
v ] holding students in school over the 1unch ‘hour- to sending ‘thén home ;
- — — - —from- lunch), or .new school attendance policies (e.g+, an open enroll~ ;
: ment plan as part of a desegregation initiative) are-often 'pushed". | =
by the building principal only to ‘the point of community acceptance
(or are .at least softened a bit or are implemented ‘more slowly and* T
‘tentatively. than organizational timelines have called for). .Although '
“the use of principalship discretion cane bias educational policy .
towar -implementation (a point made by Rogers) » it can- dlso
<7 provide a ‘f1e) -bility -and- adaptiveness that meets local needs. and
. ) protects. theaorganization\from attack :

FERYE SN

R

.
+

s - ) s L *

B 4. Principals-use. discretion to. realize thiir own personal goals ' ,ﬁ
: “ .and- to_provide themselves-satisfaction. and direction amidst a complex, if
A . ' disordered organizational environment. o . o

-
- - W

The role of the city principal is highly varied and Very y unpredict-~ :

Sl able, | The official job. description is loosely worded, “and the d duties _. . '
. -and responsibilities of the. position are, to say the least, open-

ended; e.gt, principals are the "responsible adm:nistrative heads of

their respective schools and are ‘charged with the organization,

supervision and administration, and discipline thereof "

-

v LR . In the actual work situation, the principalship turns-out to
. be an uneasy blénd of reactive and initiatory elements. On the _ 1
et .’ reactive side, .the principal is congtantly alert to “what's going .
s T - to happen next?" The job consists to a great extent in. responding ..o

N . to events as they develop minute by minute in thé ongoing life of ‘a
Smae school; But there is also .a widely accepted normative sense that -
i > ) the principal should be actively engaged in instructional improvement, :
staff development;. and curriculum innovation., Thus, in the day-to-day
. ‘ reality of the job, the flexibility and autonomy of the position
e “ engender ‘a proactive attitude which finds.expression in a. variety
c of avenues toward job satisfaction. 5 .

‘Some principals enjoy working with teachers. and tinkering with i
strategies for instructional improvement. They often experience a _ . T
gease of frustration, dnd ceféat in these initiatives, but they find
fulfillment in. making the effort hoping that theré will be 8 :




. pedagogical change for the better "in. -gome-way." ' Other principals

‘:‘"'J"::." - . . . = 2195_. C e ,,,_._'.,,;v.. - s ' ST i i
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avoid activities which have o end product, and orient their -energies
toward those activities uhich seem to exhibit some obsetvable pay-off.,
They‘Bocupy themselves with fund raising, with procurement - -of materials _
or equipment, with the development of extra-curricular activities

(e.g., .pupil performances at assembly, festivals, sports events)

‘Still—other~principals seem—to~anjoy the "law. enforcement" -or_pastoral -z
-:aspecte;, of their job. They:.devote energles .to student ‘counseling,;
. to -school discipline, -and. to the: never-ending task of straightening

out miscreants and, -directing. them,through father-figure ‘therapy,.

into positive channels of adult life. Finally, still other .principals
enjoy the quasi-political aspects: of their position. They: like to
"work the~streets" by. spending time‘with community people, with pTa - et

. . méthefs, ‘with local: politicians, ahd-to parlay this "public affairs"
“behaV1or Anto. high visibility for their schools: .and themselves. with. -
" the: district superintendent and those in higher echelons.

The job of principal therefore*takes on the coloration of the
.practitioner 8 own value set and personal preférences. As a group,. :
Vprincipals share with one. another a kind of upbeat gregariousness. o e
Typically they are not reflective, nor are they intellectuals; instead'. -4
-they- are oriented to person-t o-person re1ationships, most -of which’ ’ '

A ? g A nrA iyt

%,f\g\ ‘the larger educational organization. : .

SN -, . . i N
fr f\\\\ Each of a school district 's buildings (school sites) is .a "subunit"

(as noted elsewhere in this report) are—conducted an—a—direct verbal,,
face—to-face ‘manner: Néverthéless, they play out their gregariousness .
in .a number of diffcreq;—directions.‘*As -noted above, some.enjoy ' S
spending their time with ‘teachers,_others much prefer interacting

with youngsters; ,and. still others face outward to. the community,

" to ‘local politicians, and of course to their hierarchical superiors.

Every principal has a “prime sector" for job-satisfaction activities.
iXthough. some time is spent in every sector, the typical principal

tends -to- exploit the opportunities in the favorite sector for maximum

Hob fu1fi11ment. o~ -

o : . .
. . - . s

~
.

5¢ . Principals use discretion to acquire subunit power vis;a-vis .

of “the 3arger organizational system. Power -(status, authority, prestige)
is no distributed equally among £chool subunits; principdls .
work ‘hard_to try to 'better" the competitive position of their school

in comparison with other school sites.. Three key. discretionary
activities “ena le the site-level administrator ,to enhance his relative .
jposition An the arger system. A first activity is the banking or -
"stockpiling" of -available resources despite the. constraints 1mposed

by the:- crganizstion rules "and orocedures -(see Thompsonl8) . Wherever
possible, ‘both extra ‘students and- staff members, for example, will be.
kept_on.'board by principa (often through -manipulations -of allocation
xprocedures or through "loOp 1es" in the provision of information to

s T L TELamnt Lt Cesn s ety o nneca il aaPa e o — S ST v, NouEy S S |
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upper=level adminlstrators) second activity is the development of ,
strong politica] ties within fpe local community. A dangerous s,
‘strategy at times (for upper-level_administrators do not appreciate
the blatant use of community pressure), a strongly supportive community
is nevertheless a valuable resource that can be used selectively and
judiciously 'to protect or-enhance .the local- -school. A -third activity
is image, buiiding.; The school system is influenced by reputation.

A principal's ability to advertise the special qualities of “his or

her .school (e.g., excellence in -sports, academic success, an unusual
curriculum) insures special consideration and attention from “downtown"

in teacher placement, facilities renovation, even snow removal. v

-~

-

6. Principals use -their discretion- to- adapt to the career advancement/
reward system of the larger educational org;nization.
- ’ f\,.\?f
Principals are conscious of opportunities for reward and advancement.
Advancement generally involves a transfer to a 1arger school (for the

[IRRSRPNI PRSI, 1,4

v R -
VRIS ooy g Formriin = % el g e e A 4+ i ey e s Bt hmc A A o e g S e e e e oo

large the school the higher the principal's salary), of it involves
_.an appointment to- an -administrative :position.-at. a district office.

OF "downtown. Among those principals not overly attuned to career
advancement in this manner, there is still an interest in holding on ,
to. what -one -now has or in avoiding transfer to_a "dead end" adminis-
trative job. -

, - Neither the criteria nor the procedures employed in evaluating :
principals ave very. clearly specified. Nevertheless building p.incipals =~
take care to present a favorable, sometimes _glowing picture ol their
school in each category “of measured. outcome. Similarly, it is well \
understood informally by administrators throughout the -city -that the ' <
building principal 8 1lmmediate: superior, the district superintendent (DS)
:generally expects each school to be well under control, free of
"sticky" problems that must be brought to the district superintendent's
constant attention. Thus, principals take steps to suppress teacher —————
griev nces, parental complaints, 'or ‘teacher  dismissal proceedings- et
that\require the DS ‘to take action. ; - '
7. Principals use discretion to,protect the school site from interference B
in«its instructional endeavor. . ¢

A significant norm; shared by both the building principal and
his profess1onal staff is that the principal's job is to protect the
_ instructional work of the schéol from undue interference. In communi-
cation with parents, principals vill interpret and apply school o
rules in a manner that "backs® up" the. school's ‘teachers, .Similarly: . -
principals wili attempt to. fulfill organizational demands_(e.g., '
forms to_be completed, Students to bo placed in instructional programs)
in ways that minimize .the burden upon the teaching faculty. Complicated ™
-and’ time-consuming procedures for special education. placement, for

\‘5
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example, miy be shortcut in order to reduce the ihteneity of teacher
Anvolvement. A R

7

Principals also protect. the instructional wotk of ‘the school

_ T _the distribution of textbooks~and~supplies, r trouble-shooting a
personnel problem for a .classroom teacher. Schools often experience :
shortfalls in the numbérs of needed textbooks or vital materials
(e.8., report cards or attendante forms), or occasionally a vital
document has not been delivered on schedule. ‘Princivals soon discover
that "going through channels" to remedy these shortages is inefficient.
Instead:j;hey short-circuit the organizational labyrinth .and, on. their
own, negotiate a textbook exchang with a. feliok principal, or search -

' BF personally track down a missing
such an extra-bureaucrétic maneuveér c
program of the school on schedule.

check* for. a teacher. -Only with
a principal keep the educational

. Chaptéi' su‘afna‘g‘-

~epvironment is only 1oose1y constrained y organizational rules and
s operating procedures. There is much room at the school site-level .
(education's point of service delivery) for flexibility and adaptability
in the- application of scho ol system policy. We studied the effects
of principals" discretionary behavior on .the school, the community,
the organizational hierarchy and‘the principals own career advancement--
and have offered a set of propositions to encourage further study:
Buildins nrincinals—use—discretion (a) to maintain the school site in
: - environmental equilibrium, (b) to _protect the school system from the
o - uncertainties of an unpredictable clientele, (c) to: adapt scliool
C - 8ystem policies to the unique needs of each local community:, ()
“to’ providé for their own job satisfaction, (e) to acquire subunit
_power vis-a-vis the iarger school .system, (f) to adapt to the career
advancement mechanism of -the -8chool system;.and (g) to protect the
school from iuterference in ‘its instructional endeavor. .

L3

LS : e e A

by lubricating the school district's ‘flow_of paperwork« faci’itating [
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d 13Sone }ecgﬁgfdevggopqents suggest .that this condition is- rapidly
- "changing. Wise (1979). .cautions -that .state and federal program
‘requiréments are seriously impacting upon the autonomy of local -
... . schools, -and Kérchner, et: al., (198C) warn that collective .
+ Dbargaining is increasingly facini,build{ng,prinﬁipa}Swwith demands
¢ - for uniformity from central office .staff in conflict with a push ‘ ;

for flexibility at the-school site level.

~ . . .

'%‘Integestingly. we discovered that infsituatién;,where procedures are
very highly specifiéd,¢pr;ﬂcipals will often (with a bit of perverse
Pleasure) 'get back" at the system by sticking rigidly ;to "the
letter-of-the-law." 1In £illing out forms (e'.g., a su:ﬁey.gf{sch&bl .
enrollments by race), standards, definitions. of terms, andgprocedﬁres :
may be followed exactly as written even though principals know - to
well that the guidelines are out of phase with reality and that .
incorrect information will flew upward through the system.

|
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Bthis is not; to suggest, again, that this discretionary latitude is
as. broad| today as it was some years sgo. Principals ‘complain
loudly that the system is steadily "closing in" on them. Most
often mentioned is loss of choice in the assignment of teachers
' to schqo{q and the burden of state and federal. procedures for
special education placement, plus the legal constraints surrounding

”dqenprocess””1ﬁ;§tﬁdent’ﬂifcipiine.’ - . e W
16Holcott. HﬁF.. {The Man in the Principal's Office: An Ethnography -
(New York: Holt, Binéhart‘and~ﬂ1qston. Inq.1.1973). p. 320. . ( .
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THE-DECISTON-MAKING-OF RESEARCHERS - _ . v
: . ' A Look into the Process of Ethnographic. ) -
e s e-= —Research-in-School-Administration-

¥ .

-
v« EL - -

i. Introduction ex < . ] '

o ' In recent -years aeveral articles written for .educators have R
_ offered explanations of ethnographic methcds of research.l 4As a :

& .. "group, ‘these works present excellent introductory information about

T ethnography. EdUcators are likely‘to be“tnterested—in—these*articles*~*—-

* for two -reasons: Some may want to.consider the data and findings .
o that the: method produces as a supplement to other research in education.
T Other educstora want_to use ethnographic techniques in their own
o research._ What follows is. addres ed to the second .8TOUp.
-, 'r . pi
The .research team for this study consisted of professional e

a

educators, not ethnographers. Only one of the four had previous .o
experience‘with ethnographic research. Each was inspired by the idea s g
of o¢bserving principals on. the job. ‘Three 'of the :team:had a long o T
standing intereést in -school’ administration wnd had- focused their :
graduate studies in that area. The fourth team member was an experienced -
ethnographer and not a specialist in school administration. This
i \°_' contrast ‘vas. séen as an advantage by the group. The experienced
De . ethnographer emerged .as the methodologist focusing on. data collection
i and: record keeping. The -professors of administration sought to place
their research -experience and. field data within -the framework of-their
) understanding of" educational administration and related management “
a2 theory. During the three. and one half years of the project, these . e
—_____roles eventually chame blurred--as the educational administrators <
became interested in issués concerning the method' and the method-
ologist began to explore administrative patterns that were reflected . :
in the field- ‘data. | L —
LY, ¢ 3 is_ difficult to. reconstruct how the team came to work together
- as ai research unit. There are, however, several experiences that
- were-shared as a group that -seem to have contributed to the working
o structure that the .group developed. . -

B .

Ne

-~

S . L ‘ -
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< " a.. Team. fieldwork--The first field experience was .a team: experience.

™o -school principals ‘volunteered. to help gét the project started..
. Each: ‘team member’ spent three days. with both principals. Team meetings
* vwere acheduled before, during and after the field days. The discussions
. that sprang out of these meetings helped the group share their impressions
of both principals. They .discovered .that impreasions of each: subject -
= ‘were prctty ‘much the same, although the language ‘style and. decail of
(€] description in. the field -motes varied greatly among these . members. L n
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The shared impressions also helped in the subsequent selection of

new: subjects, in planning for .starting up new research sites, and in
forming initial” research .questions basedron early. : =
'Furthermore, the act of getting into the field and starting observations

) noved the group from interesting but aimless hypothetical discussions

-\,place, focused on the same issue, and testing its ideas before an n

" notes from a site and discussed issues related to research method and

about fieldfresearch to- problem solving and planning related to-
questions that had their genesis 4n the field experience. - h
b.. . Tentative finding_r-From the earliest field days the team has
been.reporting out tentative findings as they relate -to research .
design, field data, data analysis and. the work' patterns of urban school
.principals. Several benefits ‘have been received. ‘Feedback from
conference audiences and -advisory- groups on these findings has been
a Valuable addition ‘to the ‘process. of thinking about .and seeing into
field data.
to seek intervals of closure in a reséarch process that pushes the
researcher into ever widening .and expanding channels of data collection.:
The pressufe to recheck tentative findings while still {n -the field
‘helped keep the researchexs attuned to the outcomes of the project 3
in- addition to .documenting: and recording the conplexities of adminis-
trative behavior at each site. At national and local conferences,
the full team participated»in presenting findings. ‘This practice
underscored the,team effort, emphasized ‘the sense of ‘mutual support
that had developed, and inspired the members to explore and examine
issues that' vere raised-during each presentation. These conference
presentations sarved as ‘points- in- time when the team was in the same

Pl

-

audience of experts. v

c. Site analysis-Several approaches were used to encourage
team members to become f&miliar and. work with.data generated by -
colleagues. The most .formal technique was a site analysis approach.
During a series of scheduled meetings; reséarchers. focused on field

administrative practice. .One outcome of the discussion was the paper

in Appendix c on the Heisenberg “problem, which examines the effect

the researcher has on thé site. The field notes,’ themselves; were L
-also scrutinized- ‘during these sessions. The attention to time notationms,
reporting- of detail, identification of actors during an event, and -

. information about the flow of events were recurring, topics during these

- ounership~of a site. - . . .

sessions. Such comments took on increased importance :as analytic - -
instruments were developed to code interactions at the school site.
As a result of thése meetings the field reports became more complete
and- useful. As field data were shared, the body of data developed
into a pool to- which each researcher had access. The right of each’
.researcher to freely dip into the team's data pool was established
early in the project, and there was never a sense of individual

.

Preparing for ‘the preseéntations has ‘forced the researchers e




d. Division of labor--Initially, the need to fund the research.
project led the team to divide up tasks and assign responsibilities
in writing proposals to funding groups. As proposals ‘were churned out
a division of labor developed in the team, K Different members repestedl)
wrote the first draft of sections on relatedwtheory, design and method,

‘management plan, research schedule, produc: dissemination, budget and
.80 on. For each proposal an éditor .pulled -the various drafts together

to. give ‘them one voice. This. approach has carried over to the Writing
of results and .réports.

7 . -

. e, Theoretica‘ variety--To'balance the blending -of effort that .

»a’divisionnof labor engenders, there kas also developed a sense. that

a variety of theoretical approaches and methods .of handling and

«synthesiziug data could be encompassed within the structure ‘of the

project. This ‘has allowed each team ‘member to pursue his or her individ-
ual interests within the total framework No one point of view, no .one-
disciplinary theory or language, ‘no single interpretation has been
imposed by the group. This .prism. approach to reportingwgbg findings
allows individual inspiration and insight to guid° the,?se £ data.

By 2
- S e
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2. Decisions about the Application of Ethnogr;phic Techn ques
0
.The process of planning an approach to the studv of’ urban school
principals eventually ‘turned the research away from a pure use of
ethnographic method.. Still, important elements of 2 traditional

.approach were in many ways preserved, Principals Were obgerved while

they went about their jobs, in schools and elsewhere, as_they proceeded

through their daily schedule. Every effort was made to learn the

.:subJect s interpretations of events and interactions, At each site,’

the researcher sought to. .understand the principal s perspective on

‘how ‘he or.she functioned in the school and in the superstructure of

a ldrge urban schosl system. Finally, topics of research later used

. 1in data’ analysis were not determined—a—priori~—but—werewderived—from—— -

field experierca.

-

Other elements of ethnographic research were adapted to the .

. requirements: of the subjects ‘and their organizational life. In the

typical study a. school .site is developed. by .observing behavior in
each: subgtoup (teachers, students, administrators, parents) and

) rendering a wholistic¢ picture of how these -groups interact to form

a social system. In his ethnograpnic study of :the- principalship, )
Wolcott adapied this. approach by focusing on one principal, observing
his interaction with the various subgroups in the school. In ‘order té
create a wholistic account, he approached each subgroup to learn its
opinion of the principal 2’ The selected principal he thought was

. "véry representative” ‘of most principals.

H N
It would beé difficult to rind a representative school within a
large urban system. Schools vary widely. according to their size,

EKC L R22
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<organization and the student population. Principals, ‘too, come- from -

a wide range of economic and racjal backgrounds .and. the percentage

of women principals is much 1arger than in other systems. The: wholistic .
focus of the study shifted from getting the, broad: ‘understanding of

a Jchool site through the eyes of - many subgroups, to getting a broad
understanding of ‘the principal's Job through the eyes of many principals
with a variety of origins administering a variety of school sertings.

‘The decision to focus on the. job of principal within the organization !
of a school system, ‘rather than on a typical principal in: a single school
site, had. further ramifications for the .design of the study., It directed
the team toward organization nd management theory, rather than social
and. cultural theory, for the interpretation of data. Eventually, this
led to the study of Henry Mintzberg and-his-—classification of -managérial
work based on on-tlie-job. obsefvations of managers.3

—— i e, 3 L

3.. Gaining Access to-Research Sites N
In many cases the mostfdirect ‘way to obtain permission to "conduct
research in a school is to agk the principal's-permission. In the >

case of this study, the researchers _were reasonably sure that tndividcal
principals if approached. directly, “would agree to being - observed as-
they conducted business in their school building. In order to follow
the principal etings at the district office, with bureaucrats
downtown or wigh fellow. principals, it was necessary to seek a more
general and inQiusive access to the system, as- a whole. Considerable
investigation V! aled that in order to obtain access to the range of '
n-the-job acti itYes of principals it would be necessary to have (1) '
Board of Educati n- approval of the study and permission_to ccnduct >
research (2) pergission of the subject's supervisor, the district.
superintendent, an ) agreement, from each individual subject to
participate as a subject of research :

,e

k]

of -access. The decision, early on, to seek co-sponsors for the research
project and to enlist the help of the co-sponsors in obtaining access, ‘5
proved to be essential to the success of the project.

The first group that was invited to co-sponsor the research was

the Chicago Principals Association. The idea of getting a picture of 2
the job of principal appealed to the CPA. They offered seéd money to :
initiate the study. With this help, field studies were eventually y :
undertaken with two volunteers. Also, an- advisory board of principals L
and central administrators from the city was appointed. At the -gsame '
‘time, an advisory board of academics was appointed and meetings were .

" held with both- "groups. .

While the study was in its earliest phases, a new superintenZent
of;pchools was® appointed din. the city. It was possible ‘to meet with.
one of his newly appointed assistants who liked the idea of the project
and promised to raise the idea with. the superintendent. Although the

SUNU) ¥ 5 Y 5 SO PSSO |
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“ ) superintendent was said to approve of the idea, months went by without

»o ‘the matter being brought before the Board of Education.

) -7 1In-the meantime, the new superintendent formed a Center for Urban

. Education to conduct in-service trainipg for personnel. It was

. possible to speak with the newly appointed ‘Director of the CUE. He -
liked the idea for the project -because he felt it could eventually
_provide direction for in-strvice training of principals. He shared

s - With, the researchers the fact that. the CUE-was underwritten in part

: . by the Spencer roundation;and that:Some of that money might ‘be directed

- toward ‘the research project. When “CUE adopted the project and agreeéd

to. apply $20, 000 to the study of eight principals,. the research design

was“brought before the Board of Education and approved. ) .

4

-

Once subjects were Selected through use of the variables grid,- .
. access .was secured in the following way. Subjects were first approached
%ﬂ___,,_b}“anlofficer -of the CPA and asked to participate. All but one agreed
; ‘to do so. The Director of the CUE then contacted the subjects'
District Superintendents and asked their permis51on for the principal
to participate. All but gne superintendent grantéd- permission. The
fact that CPA .and. CUE co-sponsored the research and that the project
had Board of Education approval were important elements in obtaining‘
permiss1on. The researchers followed up with 6fficial letters inyiting
tparticipatiod ‘of the principals and acknowledging permission by the
" District Superintendent.. Then thg,researchers met with the subjects '
and explained the procedures and ground rules to be used during research.’
Rather than gaining access to a‘l sites at once, subjects were identified,
- access secured and the site started up, a few at a time. Once a group
. was active and working, a new set of subjects was selgcted. 1In this . .
o way, the pressure of time. and of numbers did rot contqibute to a sense L
© that subjects were being ‘rushed or processed. ¢ )

- ¢
- . B R . . M R
P N [

4. .Data Collection and'Record Keepihg

s 0
.. The construction of field notes proved to be more of an individual
matter than had been anticipated. ‘Team members .employed, various
methods of writing- up their field notes. Some members dictated notes
.- to be transcribed by a’typist, another preferred to handwrité the
protocols to. be. ‘typed later, and .dnother typed the protocols directly
from notés made on site. In these variousgways, a typed document of
. each field day -was produced. § ¢ . -

-
(2

} Each ‘team member ‘was released from some teaching and administrative
e time to work on the project. Two researchers werezreleased for one-half
. ... ‘time and:‘two fortone-quarter time. - Research sites ‘Were assigned to
. , reflect ‘this difference in releaséd time. ‘During  the most fully scheduled '

period of research, the one~half time researchers carried five sites
. ach, and the' one-quarter time researchers carried ‘two. ;

e SN

" For each day in the field, at an average of 7.5 hours per day,

13

it took another full day to prepare field notes. At léast one half .
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" 'to preparing preliminary papers and reports. At this pace, it was

" in’ school administration can thereby be seen .in relationship to one

+

) ‘.;.,234::..' ) ‘ ‘ - ‘ . LS

- - _‘f, ..»“;““f‘“ «a~—~m«u*“~!_~:‘//

\qayfeagﬁ'weék was devoted to»rgadinggprotpqols; to data analysis or

.reasonable to expect the one-half time reséarchers to complete one °
sita visit per week Qnd~the~ope-quérter~tiﬁg*te§gé;chers to complete
- @ visit evary cther week.4 * - e . .
" "These averages reflect the cver-all time distributions, however,
“And not the actual working -patterns of each researcher: A researcher ;
might. -spend three days observing in one week and preparihg field notes ---- - °
-and-drafting a conference paper the: following two:weeks. 1In reality, i
Mo one limited work on the project to the hours paid for by the National.
Tastitute of Education. T : T

[}

AN

5..-Data Analysis ™~ v }
. .As Exemplified in this report, three kinds of data analysis. are
used in this project. A data reduction instrument has been used to
profile elementary school and high school principals., The percentage
of time different principals spend at different managerial functions .
. is presented.. These data are used to point out differences among
principals’ as well as to look at trends that reflect the principals’
use of time in-both groups. Becatise each event is described in field. -
notes, it is possible to examine unusudl or unexpected trends in the
context of event description. This bridge between the event in the _
field notes provides the researcher with~access to the context in which
‘each event occurred, and theraby, insight into its purpose, its cause,
/and its ultimite effect. - .. .

n

Patterns of discretionary administrativé behavior are illustrated ..
thréugh.desériptiopsqu events. Since patterns are varied andAgomplex”

a range of events is frequently sselected in order to explicate the

range of administrative behavior in & single pattern. By drawing on
events from field descriptions of behavior by many principals, the £
reséarchér can illustrate a number of outcroppings that indicate the ° »
presence of an underlying structural element that shapes the activity

of school principals. ) N

~

" The case studies provide a third vantage point on the data. There,
thé behavior of a single administrator is presented within the context
of the site, the principal'’s view of the job and the school system,
and-.the particulars of the case situation. These_ cases illustrate
the interrelationship of individual style, organizational structure. _
and thé specific context for administrative decision-making. Patternms

work setting and the routires of particular individuals. 2
. . . ¥ . i .

By offering three different treatments of field data, three _
perspectives on the data are presented. The data reduction instrument
aids in constructing work profiles that express- patterns derived from
examination of every single event obsetved over three and one-half

years. The pattérns ;llustratéﬁ“ghibugg exemplary events show.‘the .

pomeng
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unality of the pattern .as it was observed in different forms. The i
case studies répresent a synthqsis of the’ administtator '8 personal e -
style, patterns by which princibals respond to the démands of events, )
' and the constfaints -on administrative decision making set by the

o organization and by the. principal's undetstanding of it. )
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As ve,. the research team, engaged in this ethnographic job analysis
.of-the school principalahip, we: were mindful of the fact that ethnogranhy,
as a methodology, has a long history, stretching back to its anthropological
beginnings in Bronislaw Halinowski, Alfred Kroeber, Ruth Benedict, and--
the ‘grand dame of the discipline--Margaret Mead.. Throughout the long .
career of ‘direct-observation research,, by these pioneers and by more .
. recent ethnographic students of human organization, there has been a
\\\ persistent unease regarding the objectivity of the data} ‘This doubt
. about scholarly detachment was thought traceable to the Subjectivity of
the researcher, more specifically, the tendency of the researcher to
observe (and record) what he or shejwants to record rather than what is
actually there in‘the phenomenal situation.
recent years, a second explanation has come “in for more sustained
) attentipn, -namely, the degree to which, the -observer, through the mere
9(1ﬁ?b serving. actually changes what is being observed. This problem- ;
was first™ ght\Fagzéientific attention by Werner Heiaenberg, a German
micro-physicist, nunciated in the Twenties his now famwous Principle
of. Indeterminacy\ According to this. prin:iple, there is a certain
uncorrectable randomness to the behavior of sub-atomic particles because |
there is .no way for a physicist to observe and’ catalogue their movements -
without simultaneously disturbing ‘those movements. - The very energy '
dcroscopes.-to illuminaie the target area alters )
. the energy configuratio‘ of particles under study. ) -
To consider a more- hom ly illustration, this principle was once
explained as: the’ inhereént difficulty of taking thé température of a flea.
"', Even if a thermometer could’be\made so small as to fit into one or
canother orifice ‘of a flea,. the't peratur° of—the—thermometer would
change the .temperature of the fle rendering the reading essentially
\neaningless. Thus, according to th principle, physics i3 forever for :losed
from understanding certain natural phenomena Jnder its otherwise atudyab-e
*domain. - .

§ e

When this Heisenberg principle is tra sposed to the social sciences, e
‘a whole set .of technical problems develop, egpecially those_conceraed .
'with the authenticity of -the data and the extxaction of meaning from
5 those data. Nowhere 1i$ this difficulty more pronounced than in the

. _methodology of ethnography, 4n which a human beihg is observing the .
‘ 1behavior not of electrons' or fleas bur that of other ‘human beings like C e

_himself. In its most -extreme form, ethnography is forced. to turn human

subjects into things, and to 'study -them in such a wa§\§s to make- it possible
[:R\f: describe their behavior in -the most detached and bldodless of language.
t short of that, how does the ethnographer .detect andQcorrect for any
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.examine how they affect the research process:

. . principals under observation paturally tend to.direct their observed

failure of de;aépment brought on by his mere presence? . :
. \ .« . ) - O. Pl

i-

T

In ‘the .Chicaéo study, we entered the outskirts of this problem
very early in the !"access phase," namely, at that point when the pool
of target ptiﬁcipa?s had been narrowed down and we were about to make
direct inquiries to -gain the cooperation of our final sixteen.. Having
~come to khow ‘the Cﬁécagoh?ublic‘School<System over; the years and its ..
‘reputation for being a cicsed society, often defensive and soretimes, _—
‘pararioid with outsiders, we were initially surprised that the resistance
to- cooperating with-'us was not stronger.l But as we continued our initial -
contacts.with the final-group of sixteen, we detected one unreported
variable in this- type of endeavor: School people areé in. awe of .university
p:ofessors,Aeapecigl{i.prqfessoia»who do no teaching but are engaged in
a magic term , . . Research. . .

. Thus, as we gaingd access to the schools and to the principals' qfficés,E
we, as. researchers, represented a condition we could neither alter nor ° :
control; namely, a status differential with our subjects. But whereas °
this differential is commonplace ‘and represents no disturbance in other
studies, say, in the -study -of street gangs, business executives, or
policemen, in the present study it appeats*to-gehérate‘sone psychological
"noise." ‘This is. true, we believe, because unlike sther ethnographic

. subjects, school principals aspire to university ievel work themselves,
and they want to be like, the researcher with his or her putative high )
level of knowledge ‘and anlyti@&l skill., We discovered  that school principals
are romanced by the prospect of.associating closely with university
types and are drawn to this participation by personal/professional s
ambitions. Trobriand Islanders have no interest in assimilating their i
"lives to the likes. of Margaret Mead and what she stands for, but school - :
Principals-positively wish to identify with the next. aspiration level
of their own profession--the university--and particularly with those .
who inhabit the magic hingdom-of research and scholarship.
v . . ~ s

This means that ‘the presence of the.researcher in a principal's
of fice does indeed consti;uée‘an”priginal disturbance factor. This
disturbance factor may be uhavoidable; we may, that is, be too close in -
an occupational sense to our subjects. Principals work in a world not
altogether different from -our own, and the proximity of our work environ-
ments--at least in a 18ychological sense--may interfere with perception.
On the other hand, this very proximity may be made to work in our favor.
We cite the following fouf types of impact on the observation site and

v ’ Y.
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~ In-our visits toAthe';cbwol, we insist that the principal go about
‘his or her business in a normalway ard to ignore .our présence as much
.as possible. This injunction 1§xgén9tally followed,. except that the
activities into areas in which (a) they feel comfortable, (b) they - _
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ccisider themselves especially competent, or {c) where conventional wisdom

- A year la{er the researcher returned to the school and reported the

‘Pfesence4would'Sisnificantly interfere with such exchanges. In actual

T .- 239 =
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dictates. that their time should be spent. -
A blatant example of (c) above is. the principal who apparently ’

altered.his plan for the day by setting out repeatedly, researcher

in tow, on tours of the hallways, inspection of the cafeteria, checks

-of the washrooms, and short stops in several classrooms as the researcher

reported

The principal exp]ained that this was-the very first opportunity ‘
that he'd had that year (the visit was in jate October) to get out
into the schcol, and my (the researcher s) presence was the. catalyst.
He seemed quite shocked by what: ‘he found~-a number of staff (e. g.,
cafeteria supervision aides, teachers on study hall duty) weren't .
found on station. The halls were noisy, dirty, and few students
were displaying the1r ID cards.

following

In my first visit to X school this fall (in November, some ,
ten weeks .into the school year), the principa1 took time to visit PO
classrooms (conducting brief teacher observations) throughout the ;
school. Again, he mentioned that this was his first.opportunity (‘) ’
all year to get around to the classrooms.

2. Intimidator-in—Residence

Far more common, in;our experience, is the role of the researcher
as,a catalytic agent which alters the situation--a deflector of interruptions LN
or a tension-reducing “blanket"” for otherwise unpleasant interchanges. ’
As .one researcher has reported:

. ‘ N & .

One of my subjects had his desk situated so that he- faced
" away. from the door connecting with the outer office. 1 typically

sat on a. couch, with a view, of both. the principal. at the desk and

the door, with easy view of all who came .to the doorway. Throughout

each day, many persons came to the doorway and saw the principal

at his desk, but seeing me as well, they rctreated I would often

_moticn to the person to come in, but more often ‘than not, the "intruder'
would just back away and disappea . The principal's style of working ot
with his back to the door had the effect of discouraging interaction )
as a matter of course, but my presence added significantly to this.

In more volatile situations, ‘thé researcher is often deliberately
used by. the. principal to cool off an irate parent or a disgruntled teacher.
* The.presence of a third party, no matter how neutral, detached or disinter-
ested, works wonders in ameliorating and "rinsing out" the sometimes thick
confrontational anger. in a principai—parent conference. In the Chicago
.study, our policy has been voluntarily to absent ourselves when our

Q
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fact, such se1f~imposed absences have been very infrequent and we are
fortunate to have sat in on some very hot sessions. However, our very.
presence ineluctably made such sessions significantly more serene than
they otherwise -would have~been.

. » - - .
° 3 \

3. The‘Co-opted Emplovee

As ethnographic re-earchers we are conscious at all times,that our
task is to remain as observers of the principalship. This has often,
however, ‘become extremely difficult' on numerous occasions we have become
“participant” observe's. Three example’s are: oy :

-
N

. The Halloween vontest--School N §s an elementary school on the

south side of the city serving a racially mixed student population. Prin- ~

cipal Jones had served several years elsewhere in the system as a princi—
pal, but was new to School N this year. During the researcher's early
visits to the school, he had tfied to establish rapport with Jones by
listening to his problems and letting Jones use him as an underltanding
fellow professional. A comfortable re1ationship had developed, with
.the researcher being included in all aspects of the principal's work,
including private meetings with parents and the district superintendent.
In return for this full access, the principal had requested small favors
on occasion. For example, could the researcher talk the head of the
University's Spanish Department into being the graduation speaker, or
could the researcher devote .an hour to judge a science fair? One such
"small favor" developed into an incident vhich raised the question. of
where to dray the line between establishiny good rapport and gathering
accurate ethnographic data. The incident grew out of a Halloween costume
‘contest. . . S ‘
. On an early Visit to the school, the researcher had agreed, on the
urging of the principal, to serve as costume judge at the Halloween

.- assembly. Some weeks later on a return visit and just prior to the

start: of the assembly, the researcher 1earned for the first time that
two other Judges would join him and, moreover, that’teachers' costumes
as well as children's would be in the competition. The two other judges:
were also qutdiders, one an accordionist (who would turn out to-be the
"hit" of the progfam) and the other a local leader of the League of
Women Voters. Both were pleasant, amiable persons, easy to work with.
Selection of the winner from among the children was readily ‘accomplished.
But, as the researcher and his two judge colleagues awaited the parade
.+ of teachers in costume, the principal -approached the relearcher and,
sotto voce, made it clear to him that he wanted the Spanish teacher,
_Mrfs. G., to win the contest. Jones said that he felt that Mrs. G had
worked long holrs on the Halloween program, that she was going ‘to retire
soon, and that her contributions over the years would justify some public
acknowledgment., The problem was that her costume was. not.nearly -as good °
- as those of several of the other teachers. 2 3[

Qo ”  The researeaer weighed the risks. of being manipulated ‘in this .
[:R\}: fashion against the loss -of rapport with Jodbs and access to the gchool.
amme He needed the access, and’ there seeued to. hin little risk in trying to

.
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' _*in the auditorium that the decision “wag being, questioned. A couple of ,. -

_turned out to be aquestionable decision on his part. Bit even in this case

persuade the other two judges to go -along. ‘ The researcher. prevailed and

Mrs. G-was. announced as-the winner. . o \‘ ;
S

The decision to go along with ‘Principal Jones was soon ro become . v

a serious mistake. Immediately after Jones announced that Mrs. ‘G was. Y.

the. uinner, several teachers huddled in a corner of the auditorium and, . .
"decided to ask the Judges to explain the‘decision. Even though the _q5;
request to the ‘judges was not made pablicly, it ‘was--apparent to everyone

teachers became angry and’ accused Jones of influencing the decxsien.
Race. became an issue with one teacher noting that Mrs. G was,a known LT e
bigot. and should not bé honored in such:a way, especially when her )
costume was not even nearly as good as others. ., The researcher was .

. approached directly by one: black/fémale teacher arid asked why- he would i\“,
haveé se1ected her when it was obvious that my costume is much nicer . .
than hers." The researcher deflected ‘her hostility with a smile and C ey

ipretended that he was not a party to .the decdision,all the while hoping R

that . the assembly would end 1mmediate1y. e
: /-" - P R

Fortunately it did, aut the trouble was not over.‘ During lunch in the. . -

teachers' lounge the researcher was again asked to explain his decision.

He simplv sa‘d that the judge's decision is final ind that there was

nothing to discuss. - This teacher then approached the Principal and

-acéusad him of influencing the contest. Jones reminded the teacher that ;

HMrs. G was a particularly deserving winner but did not admit nor deny .o

that he had influenced the decision. Jones privately admitted to the o =

researcher Somewhat later that influencing the judges was a mistake S

amd that ‘the incident probably was-a step backward in his relationships

with the teachers.

- - -
.

- What Lgssons can we learn from this incident? _Benny, Riesman and .

:Star in a recent article struggle with the question of how to. establish .
"“a relationship of rapport, which encourages the researcher and his:

subject to speak as freely and frankly as may be without at the same ) )
time diverting the researcher from his reportorial duties or compelling s
the continuance of the re1ationship beyond the qptimal point."2 The .
Halloween éxample illustrates how tenuous, yet critical, the rapport . .
factor ‘can -be. What could have ‘been a routine intervention in the life .
of the school, causing no upset in the researcher's role as observer, . -

-the  decision may ‘have had a more positive than negative effect on the A
quality of the data recorded by the observer. Consider the following C e s
points: . ‘ e T

P

. ==By allowing himself to be manipulated -and co-opted, the -
researcher got to-see tlie "real principal,” to Witness how this »oa
principal gets his job done. The .behavior patterns observed after . -
this ipcident took on'new meaning; they revealed that this-tactic . W
was not uncormon in the workings of the school. The researcher :
was- not aware of the practice until after he himself °xperienced Tt
it. The ezperience. made him acutelv aware of the subtle _cues for i
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> whioh ‘he; 'should be: a )t. T —wa;(rtherefore, easier for the .
C . researcher to. identif his type of decision-making once he had -
had xhe experience. .
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}--Once ‘thé researcher ‘was familiar‘with this. type -of principal
behav:or, there was: no- longer any‘need for- ‘him- to exclude it
from his nQrmal behavior. In retrospect, the researcher concluded

-®

S.0" %&@ that the p?incipal ‘was reluctant to admit that such influence -and

pressure politics, or. game-playing, occur in the school until after

‘ - #he: researcher ‘had been, "initiated" ‘himself. In Heisenberg Lt

terminology, one might say-* that in‘this case the researcher ‘got o

to ‘ktiow -his fellow "atoms" better by’ becoming one of them temporarily.

= . s *

'--The interaction between observer and subject in this incident

AN

c¢an also be explained in terms: of a.subordinate-superior relationship. -

The principaI felt comfortahle with ‘the researcherﬁbecause he -
allowed himself ‘to be manipulated by ‘hin* in much the same.way

. that a teacher might ‘be. "The ‘researcher was willing to- take ‘orders
as.-a subordinate”or to ‘do. as--hé was told. In many schools the
rewatds go to teachers who ‘behave in this manner. The rewird:

for the researcher here. was continued access .to the research site.,

L~

--Principals areseverehrlimited in the discretionary powers they‘:.

‘have to reward tegchers for dedication and: service to :the. school.
Since so few options were available to Principal Jones, he -was -

. willing ‘to- risk his repuégtion to. reward Mrs. G 4in’ this instance.
Not the least of the incentives for .the principal to arrange the .
‘outcome. is the: prestige f. having a research professor from the.

7 University among .the judges. ‘The presence of the researcher, and

principal's understanding of his desire to maintain*a J- 34
Y rapport,,supplied .the principal with a useful lever to use
‘to reach his objective. ]

H N - IR
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Since the underlying motive for becoming a participgnt-observer
in. ‘the ‘Hall oween.-example (or in: other examples-to be de ribed later)
‘15, ‘the practical need to ensure access by ‘maintaining good rapport,
some of the findings by ‘Benny, Riesman and Star should be more.carefully
reviewed here. Benny, et al. tudy the tendency among people for:
friendships to form; and‘theyalook at this-in terms of its effect on
an observer and his subje ‘They note that an observer "often finds

*. canons -of intimacy and- pri acy already established... '3 In the case

of the researcher and Prin ipal Jones, there was considerable potential
‘for friendship to form. Both ‘were similar in age, professional achieve-
) ment, cafeer goals and even. personality. There was also a Hesire to

-, listen to--éach other which 1ed to excellent understanding of each :

s

other .S problems. ”

TS
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AQ noted by Benny, et al., common group affiliatiOas among the

. researcher and ‘his subjects tend to affect results as much as what

f -

the subject says°or does.4 In this case both researcher and- principal
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neighborhood, religious faith--and the likelihood .of this affecting
the findings is very high. Principal Jones may have seen this incident
not . as one of .manipulation but more as "a. friend helping a friend."
. .
””'““According to Benny, et al., good rapport sometimes operated against
the bést. interest of those valuing it.5 1In the Halloween example,
the qpsearcher ‘'was so anxious to establish and maintain good rapport
L that he refused to disturb the camaraderie ‘he had -established with the
Lo principal even though he knew that .what he was -doing was inappropriate,
perhaps outright -dishonest, Benny, et al., given this case;. wodld® go
: .. ‘on:to, show. ‘that there was ‘poor’ communication between  the principal ‘and
PR the ggferver even though the rapport wa$ good . They so”much enjoyed
) " the ifteraction thev were: experiencing and“the results it produced
- - -for each other that they failed to. co1municate. This. failure to
' communicate caused them tp éxperience .a situation which was not
beneficial ‘to either. nor probably to their educational institutions.

= Thus if the principal s effectiveness in ‘the sc¢hool 15 in the least
5 diminished or if the researcher's objectivity is tarnished, neither

i

has been weIl -served. - : - 3
b. . The Researcher as Teacher During the Strike--The Chidago Public
School. teacher strike which occurred during the research period placed
the, research team in -an. unusual .position. The members of the team wished
to continue to collect data during the strike because the principals
.were ‘on duty-at their schools with.a small uumber of students.present.
. One researcher s experience indicates the level of rapport and trust '
. that had developed betweerl” her and her subject principal. When she
; arrived to observe, she discovered that there were about sixty students
§:§) present in a high school usually serving 3,000. Only six teachers had
reported for work. Shortly after taking, -out her note pad and commencing °
the  observation, the researcher was asked. by ‘the principal -to take
_;f— . over-a class of students. The researcher agreed to do so, but only

. -

gyt

.on .the condition that she would be allowed to interview the students
and, by so doing, .learn some background information about the school,
including .of course the principal. The prancipal complied with this
request. In this situation, sthe principal was obviously very low on
re80urces but his request to the researcher for non-research’ duty

revealed that a level of mutmal trust had developed between the two.

% ~
) . . \

" This *ncident probably had 1little. effect jon the objectivity of

the data, ‘but it did have considerable effect on ensuring futurz, access
i in the school. A gpurist might argue that,:the researcher crossed the

i fine line which protects against cohtamination of data by saying that

i any actions -other .than obsérving and -recording serve to change the
“context within which observations aré made. The- pxactical researcher
realizes, however, that there was really no choice in this case} nor
in most other 'similar instances. Thg researcher simply must do what

is obviously necessary ‘to maintain rapport with the principal.

c. " The: Researcher as Personal Advocate--A final illustration of
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an _attempt to cq;épt'the researcher shows what happéns when the researcher,

at first reluctant to sacrifice the reportorial task to serve a purpose
' desired by the subject principal, agrees.to do so when \ghe (the. researcher) .
tggli;esyihpt new kinds of data .can' thereby be ogéhed'si;. -
In this Ei;uatioﬁ, the researcher would -show up at the school to
‘bqgiq~the_day'5xob5e;vati6h, wheveupon the principal would in effect
supsend his normal principaling activities and launch into.-a long,
detailed monologue on his policy differenceés with the school 'system and
~ some ‘of his personal victories against .his supériors. Since the:
'researcher's previous visit, the, principal would have collected and-
have réady -an: assembly of files..and -documents designed to -support
@ particular complaint or to portray him in.a positive light regarding

, Some recent confrontation with his district -superintefdent .6r downtown- . -
fs;affgfsf In these episodes, the principal used the tesegtghgr.as_a \\:
one-person jury, and expected herjtz!}istén~to his-account, check it * -

~with the-documents provided, and "ru¥e" in his favor. Throughout these

‘monologues, he;spoke rapidly arnd in?isted that the researcher-get - - -
everything  down on her note pad, even showing irritation with the

researchér for not writing fast enough. The principal was. distressed .
that ‘when the research ‘team"s write-up-of his school came tq be drafted ,
it would not fully tell "his story." He was concerned that thé researcher "
" might fail to live up to. her end of the bargain, i.e., to tell the
§to§z of the'admﬁa}Straiiqn of his school from his point of view.
,Needless to say, there was no bargain. But the researcher decided
‘to go along because, through this avenue of listening to and recording
the'apologia of the principal, she gained further insight into- his
principaling .behavior. The princip#1 may have thought that the feverish.
note-taking would eventuétenin,a public stétement, or-at least an '
internal memorandum, supporting his position. However, the researcher
had; other goals in mind. Data about the system, obtainable” in no ¢ :
othér way, was'being gathered through this seemingly self-serving mono-
logue of the principal. These data, different from the behavior log .

-of the project's ethnographic techniques, would provide a special- - “
insight into organizational relationships as seen from a principal's ’
. perspective. . - 2

)

4. :Se%uél Management ' s )

A final exarniple of the‘effect of the researcher on the research

) ) site centers on*the}§ex roles being played by both the researcher . i .
o - . and the principal. . Sociologists and ‘anthropologists have foéund: that -
: ’ - sex roles in ourjcﬁlggre‘are'clearly_differentiated and- each has its

-owfh set of behavior ‘expectations. Thus researchers can be trained

to minimize disparities of social class but rot of sex.6 We found in .
‘our research a particularly troublesome situation which seemed to-defy

‘nterpretation. We sought numerous explanations!‘qven scheduling a
; second researcher into the sité to collect more data. It was finally
RS -conciuded that sex roles may have affected this situation.’ -

by . M ¢ . . ., . »
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In this part1cu1ar casEj‘ﬁ'tETT*“athletéc, popular male princlpal

of a large high :school exhibited -an admlnistrative style which was
difficult to ‘characterize. He obviously had good control of his

situat:on and his ‘subordinates responded almost too -well to his leadership.
After six days in the school with the principal, the female researcher
“was puzzled and mystified° there was. some ambiguity to the principal’s .
mode of management which introduced a. slightly jarrihg tone to the
ambience of the school, but sle was unable to specify this ambiguity
précisely. This .much was known: The principal did use his sexuality

in relating to his female subordlnates, both c1erica1 "and professional,
‘and the researcher thought she deSpcted some unspoken irr1tation7and -
resentrment among the females over this behavior. But, on the hypothes1s
that'.she wds seeing only one side to the situation, she asked a male
colleague~researcher to spend some time .in the school.

N

This second researcher observed for three days, looking spec1f1ca11y
for instances of 'sexual management' "behaviors. He reported back to

the research team on a few but, to him, benign instances of the principal's
sex-oriénted banter, with his colleagues, €.8., jocular’asides to

‘his secretary on her split skirt, jestlng with a teacher on-closing

the doer for a pr1vate conference." The male researcher concluded

that these behaviors were unusual but prooablv not the cause of the

‘problem of 1nterpretatlon encountered by the female researcher.

. The answer seemed ‘to lie elsewhere. Du ing his final v1sit,

the male researcher, according to a scheduled routine, engaged the. .
:princlpal in a late- afternoon wind-up interview; asking specificallv e e T e
. whether the presence of pr1nc1pa1 watchers"” in the school had altered

the situation in any way. * He responded in somewhat the following
manner: ’ .

Well, I don't think so. The two of you have stayed out of
the way... Of course, -(the female researcher) is a striking .
woman. She's tall, well ~'gréoped and rather statuesque. When she
is ‘accompanying me 2bout the building, obviously she is noticed
by peop1e.. I think they see her and wonder about it. But, no,
I don't think her presence had much éffect on the way people
reacted to me or how they went about their business.
After rhecking his notes again, the male researcher came to the
opposite conclugion. The principal may or may not have been persona11\
" attracted to the female researcher, but it is clear. that her presence
did introduce a sexual element into the situation. Consider: Here is
a v¥irile, ‘good-looking male principal being followed around day after
day by an attractive woman paying close attention to everything he
does and says: What do staff, students and teachers make of this?
=Certain1y they cannot be indifferent to this sight.” Whether there was
physical attraction or not, members of the School commurity perceived one;
in essence, their response was to introduce the sexual element when
1n‘fact it may not have been present. Their relations with the principal
were both more guarded and more lighthearted, both more cryptic and
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moté‘jpdﬁlaf;,bqth more professional but also more socially duizzical-—a

- curious plend of school ‘business .and inquisitive innuendo hoping to
. Pump out/cf the principal, by indirection, &n ahswer to .unspoken

ns: "“Who 'is this good-looking woman following you around,

hangi/ g on your every word? Where did she come. from_and what does she
want?" The principal turned-the situation into a game. He kept the
secret, but encouraged his colleagues to draw other, more provocative
conclusions. He used the ‘secret to .charm his..associates! Here we
feel is"the source of the Puzzlement. Out of this vibration in human
relations comes the ambiguous ambiance of the school, reported by the -

' .

_‘fgwale~reseérchér’in,hgr‘early visits. . . b,
. C. ,OursRéébongé to the Heisenberg Problem
: . Py = \ — = - *

2

"we ‘maintained a woikigg relationship with our itarget sites.

We are adbare that as ethnographers, our mere presénce brings about
changes in the environment we are observing. How have we corrected for
any aberration of objectivity that our presence’has caused? As the
gbéxquarrative indicates,. corrective measures may be only partially
successful. But there are, we feel, compensating advantages which
afe not. insignificant in jifdging the overall integrity of this kind——
of research: L . : ) e ‘ '

I e
i =

— - - D

© .+ __1.. Access=“Access to the research site is recognized throughout

thé’etbnogréph;c community as a central problem in research design.
In light of the special situation in the Chicago schiools, we believed .

as a team that access to bafticipating schools and -even access to altérnabivéLg

sthools miﬁht be jeopardized, possibly summarily cut off, by any ;
behavior on our part which indicated .lack of coéperation.. As noted
above, some concessions seemed to us appropriate .in return for which

3

e - » -

" 2. New data--The principal's behavior toward the researcher is
itself the source of a special kind of data. That- relationship reveals

-a good deal about the pPsychological security of the principal, his or

her willingness to entrust éonfidences-to the researcher,, and by .
implication, to other peer outsiaers. In the case of the Halloween 5

Contest example, the: principal's co-optation of the researcher not V.

only revealed a hidden side of the principal's behavior but alerted
the researcher to a new dimension of data gathering. The research site
was affected,’ but the obserwvational sophistication .of.the researcher

-was deepened and.sharpened as a result. of the. incident. Hitherto .
-unnoticed tactics 6f the principal_came to the surface and became part

1
L

of the formal record.

3: Self—ievelation--Aﬁ'argument can be made for. relating to the
principal in such a way as to provoke that person into-self-revelation .

An the job. Solipsism may not be .good for the soul, but it certainly :

-is gobd for the ethnographic ‘data gatherer. The more the researchex

can get the oboervee to talk, to expatiate -on the trials and excitements

.of the job, -the deeper is our understanding of what we are looking

at. .In méhyfresearcher¥principal interactions. we have detected an
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S expanding volubility of the principal as the two individuals become
SN nore comfortable with one another. From the researcher's standpoint,
e hurrying this development along by deliberately cultivating a trusting
e relationship is an ultimate plus for the reséarch effort. This means
that, 1n some situations. we actually learn more about the job under

45' view. by turning away from a cold, clinical approach to engage in' a
i . human. *nterchange with 'the occupant.

H

4 In sum, we have concluded that the ethnographic strategy does
- indeed engender some disturbances in the site. But these are not “all
: . bad or counterproductive. In our dealings with- 51yteen principals we
have found that if we -are unable ‘to maintain an antiseptic distance.
- o while observing them,, we- can neverthelgss acquire a kind of intellectual
v rapport with them as people. Without getting identified with their
job or their personalities, We have been able to worm our’ way more .,
t completely into the principal s feelings, satisfactions, anxieties and

overall responses to his work'than ‘would ‘be possible in a more strictly

L M"disciplined approach. This body of somewhat more affective material

provides us with a fuller, richer texture in which to study the
phenomenon of discretionary decision-making at the principal level.
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- Footnotes ) : ,
é{' e lAs tings turned out, we teceived only four turn-downs to our
13 - invitation. to. become a. subject principal for the study. Two begged:

of £ because ‘of impending Tetirement.. A third principal was about
: . to run for -public office, and he :and. his district superintendent.
L. . ‘egreed that inwolvment -with the project uould represent .an undesirable
‘ ‘~distraction. A fourth principal graciously declined because she _
- ‘was -assuming: her first principalship in a- difficult nchool with a
hostile community organization,—and she 1 felt that ‘the presence of a
#__rgpearchernvould only complicate an already volatile situation.
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;] 2Mark Benny, David Riesnan and. Shirley A, Star, "Age and’ Sex ‘in -the
e T ‘Interview," The American Journal of Sociologx Vol. 62, 1956
Lo L pp: 143-152, .
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