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Number 64, February 1982

HE The Best of ERIC presents annotai:nns of ERIC literature
l on important topics in educational management
The selections are intended 10 give educators easy access
; to the most significant and useful information available from
ERIC Because of space imitations, the items listed should
be viewed as representative, rather than exhaustive, of liter-
ature meeting those cniteria
Matenals were selected for inclusion from the ERIC
catalogs Resources in Education (RIE) and Current Index to
Journals in Education (CIJE) ’
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The Effective Principal

l Benjamin, Robert. ‘The Rose in the Forest A City
Principal Who Beats the OcJs” Principal, 60, 4
(March 1981), pp 1015 E) 243 873

At Garrnison Elementary School in New York City’s South Bronx,
the students are poor, are either black or Hispanic, and have grown
up 1n a harsh inner-city neighborhood “But student achievement
has always been high at Garnison,” says Benjanun, “and 1t remains
50

Garnson 1s one of what educational researchers have come to
call “mavericks * or “outliers * low-income neighborhood schools
with exceptionally high student achievement In this excellent
article, Benjamin describes Garrison’s instructional program, inter-
views Carol Russo, Carnson’s dynamic principal, outlines the
characteristics of effective principals as identified by recent
research on outhers, and discusses ways that the principalship
might be revitalized to provide the kind of effective school leader-
ship that 1s 1n such sho.t supply today

Benjamin's description of Russo— er total commitment to siu-
dent achievement, her ability to get things done through politics,
her long hours, her involvement and extensive communication with
teachers —is refreshing and inspinng More impressive still 1s the
intricate educational program Russo has devised An “encyclopedic
range ot progrems, services, and instructional approaches’ 1s
ottered at Carnison Students group and regroup frequently during
the day tor reading, crossing “‘grade and <las lines to torm small
clusters with almost every ava 'able teacher ” Groups meet “in the
s¢ hool s stairwells onits atticlike top floor, anywhere there's space

Numerous researchers who have studied maverick schools agree
that ‘as the principal goes, so goes the school ” These researc hers
have dentified effec tive principals as those who take strong ritia-
tive In setting school goals. “understand the school’s educational
program inside out,” “spend about half their time in the school’s
halls and classrooms,”  care more about their school’s academic
progress than human relations,” and "'set a consistent tone of high
expectations tor their staff and their students
Clark, David L.; lotto, Linda S.; and McCarthy,
Martha M. “tactors Associated with Success In
Urban Elementary Sc hocls ** Phi Delta Kappan, 61, 7
(March 1980}, pp 467-70 E) 216 077

Most urban elementary schools have students who perfarm at
very low levels There are cxceptions, however urban schools do
~xist in which students exhibit high academic ac hievement

E lC The existerce oi these “mavericks” or “outliers” stimulated
’
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Clark, Lotto, and McCarthy to examine ciosely the evidence
accumulated about these schools and to identify he v .nables that
seem to be associated with succe,stul urban elementary schools
They screened over 1,200 studies of urban schools and found 97 (59
case studies and 38 research studies) that provided pertinent infor-
mation on outhers In addition, the authors interviewed leading
researchers and writers on urban education to determine their ideas
on success factors In urban elementary schools

Strong agreement was found for the idea that “the behavior of
the designated school or program leader 1s crucial in determining
school success ™ Specifically, “effective leaders did more, they
framed goals and objectives, set standards of performance, created
a productive working environment, and obtained needed support

Little evidence was found for the notion that professional or
peisonal characteristics of leaders had anvthing to do with school
success What was cntically important, though, was “the leader’s
attitude toward urban education and expectations tor school or
program success ”

Several other factors associated with school success were
directly related to administrator behavior For example, successful
schools made trequent use of staff development and inservice
training to reach their goals, had programs charactenized by clearly
stated curriculum goals, and frequently employed tec hmiques of
individual-zed instruction

3

What personal traits or behaviors are charac teristic ot eftective
elementary principdls? What ditference do particular situations
make? What cnteria should he used to measure principal eftec-
tiveness?

If the answers to these questions were known with ¢ ertainty, says
Cross, researchers “could generate a sophisticated «ookbook tor
principal selection and performance ” Untortunately, Cross
concludes after a review of available research, “studies on principal
effectiveness have not generated enough knowledge to write even
the first chapter” of such a book

Some studies, based on the ' somewhat disc redited trait theory of
ieadership,” have attempted to correlate personal ¢ haracteristics of
principais—such as age, experience, training, and personality

Cross, Ray. “"What Makes an Fttectve Principal?”
Principal. 60, 4 (March 1981), pp 19-22 ] 243 875

Editor's note: for summanes of additiornal ERIC publications
related to this issue’s theme see number 62, School Fffectiveness,
which 1s available from the Clearinghouse
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with certain principal behaviors or school attributes These studies
consistently show no ¢lear relationship betwe *n prinaipals’” charac-
teristics and any principal behavior or sc hool attnbute

Studies attempting to relate principal bebaviors with school
attributes have had more success For exampie, two dimensions ot
feadership style - task onentation and human relations orientation
- were consistently related to positive school crganizational
chimate teachermorale and school innovativeness, a tinding that
supports the ntuitive notion that ‘the principal makes the
Jitterence

But how then should principal etfectiveness be measured? Cross
rerunds the reader that *ettectiveness atter all, 1s an aruticial
comstruct  that always represents  someone « values and biases ”
This being the < ase principals should have their own 1as about
Mmeasures ot ettectiveness, integrate their ideas with others expec -
tations and  develop them into an otficially sanc tioned basis tor
pertormance  Successtul administration requires a tolerance for

ambiguity  Crass concludes

Gorton, Richard A., and Mcintyre, Keneth E. The

@ Senior High School Principalship Vo'ume Il The
Ettective Principal Reston, Virginia National Asso-
aation ot Secondary School Pracwypals, 1978 98
pages D 158 440

171977 NASSP conducted a large-scale study of the sentor high
wtool principalship In addition to charactenizing the “tvpical”
principal the researchers conducted indepth interviews with sixty

ettective’ principals and the students, teachers, parents, and
central-ottice adminsstrators around them The information gained

trom these interviews 1s summanzed i this volume, which
describes the personal charactenstics, professional qualities and
competencies, and stuational conditions which seem to be asso-
(rated with ettec tive exemplary senior high school principals

The main tactor characterizing this group of prinaipals, say
Gorton and Mcintyre, 1s their diversity Such a finding “would seem
to support the situational and contingency models of leadership
and cast additional doubt on the notion that there s a single set ot
pe ronal qualities or a unique leadership style that 15 eftective tor
all situations

Despite the range ot leadership stvles tound, however, the
resedrc hers were able to identity certan “central tendencies” ot
etfetive prinapals they are bardworking, dedicated individials
and are people onented”, they enjoy strong support trom students,
teachers patents, and the district office and retain a reasonable
amount of autonomy, and, despite their dedication, most ate not
planning to stay in the principalship

The exemplary principale gave strong support to teachers,
imvolved them in important decisions, and maintained “open com-
munications  Communication with students was largely intormal
in style. with the brincipal relating with students “in a posttive,
enthusiastic manner” 1p a variety of settings

There was substantial agreement among those intervie sed that
the exemplary principals were etfective problem solvers particu-
larly in the areas ot student discipline and extracurnicular programs
The principals also saw themselves “as initiators or tacilitators of
change but seldom as consultants or evaluators  This excellent
report desc nbes numetous other chasactenstics ot the exemplary
principals studied and concludes with several recommendatic 1s tor
making the principalship more ettective

f Gretchko, Seymour, and DeMont, Roger A The
5 Prncipal Makes the Difference”
the National School Boards  Association  annual
meeting San Francisco April 1980 11 pages D 196
11

Paper presented at

The publication ot the Coleman Report in 1966, combined with

other events of the 1960s, shattered the notion that schools and
their principals “make a difterence ” ‘Can’t do” replaced “can do”
in the vo: abulary of educationai administrators, “survival”
behavior replac ed “change agent” behavior as the modus operandi
ot principals N

Recently, however, state Gretchko and DeMont, research has
demonstrated the existence ot important and sigmficant relation-
ships between student ac hievement and key school variables —
including principa: behavior A 19,7 study, tor example, found that
in schools with rising student achievement scores, principals regu-
larly spent time in the classroom Principals in “effective” sc hools,
researchers have found, are greatly interested 1 curriculum and
instructional matters and are committed to working with the sta’f to
improve instruction

Principals of successful schools also maintain discipline in the
school and provide a sysiem of evaluation of both objectives and
teacher performance In addition principals of successful schools
have high expectations for their students and communicate those
expectations to students and teachers alike

from a series of interviews with successful urban principals,
Gretchko and DeMont have identified several other characteristics
of eftective building administrators The most 1mportant are a
positive self-image and a prde in the principalship Successful
principals “do not behave as if the principal’s role 1s away station to
the central office, but rather a signiticant goal in and of it<elf ”
Successful principals also genuinely enjoy therr relationships with
the students in the school, manage their schools with the belief that
everyone can and will learn, and have a clearly defined sense of
mission and purpose ’

@ Marcus, Alfred C.; Wellisch, Jean B.; MacQueen,
Anne H: Duck, Gary A.; and Lee, Dean R. Admins-
trative Leadership in a Sample of Successful_Schools
from the National Evaluation of the Emergency
Schoo! Aid Act Santa Monmic  Calforma System
Development Corporation, 1976 37 pages ED 127

123

What s the relationship between a school’s administrative
charactenstics and student achievement? To find out, Marcus and
his colleagues conducted an indepth study of twenty-four selected
elementary schools that had receved funds from the Emergency
School Aid Act, enacted by Congress in 1972 Fifteen of these
schools had been successtul in raising student achievement during
their first year of funding The researchers interviewed the principal
of each .school admmnistered questionnaires to teachers and
principals, and observed each school’s functioning for two weeks

Schools that were surcessful in raising math scores had principals
who gave tirst riority to and took more responsibility for, decisions
about the selection ot basic instructional materials These success-
ful schools were also characterized by teachers who accurately
percewved and agreed with the pr.ncipal’s instructional norms

There was much less consensus between teachers and principals

in cther areas, however, such as long-range objectives of the school
and prionities of policy development The -~uthor- speculate that
agreement on behaviorally specific teaching practices 1s more
importan: for scl.ool success than agreement on long-range objec-
tives “which are nearly always behaviorally vague Adminis-
trators who advance an educational philosophy 1n concrete terms,
who succeed 10 communic ating this view, and whose concern and
energy focus sharply on instruc tion are those who are more likely to
‘nanage successful schools ™

The authors present a cross-tabulation of the organizational
dimensions they measured and conc fude *hat, in general, “adrini -
trative leadership 1n instruction 1s strongly assoc lated with success
in raising academic achievement ”

4
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Mazzarella, Jo Ann. “Portrait of a Leader " Chapter 1
in School Leadersip Handbook for Survival, edited
by Stuart C Smith, Jo Ann Mazzarella, and Philip K
Piele, pp 1736 tugene ERIC Clearinghouse on
tducational Management, University of Oregon,
1981 ED number not yet assigned

7

.he volume on school leadership ot which this chapter 1s the
tirst, 1s based on the assumption that the survival of the public
school system depends on effective school leadership The intro-
duction reviews research showing that “it very much matters what
school leaders do, who they are, and how they operate ~

This imtial chapter focuses on what 1s knov/n about leaders, and,
ot most interest to educational administrators, what 1s known about
ettective school leaders

Afte, reviewing research on all kinds of leaders, Mazzarella
reports findings about particular kinds of leaders, speciiically,
etfective principals She h.ghlights studies showing that good
prircipals are people-oriented One, a study by Keith Goldhammer
and his colleagues, looked at principals or outstanding schools and
found that principals of good schools had an ability to work etfec-
tively with people and to use grcup processes effecuvely

One of the most provocative new studies cited 1s by Arthur
Blur.berg and William Greenfield, who looked a. characteristics of
principals labeled effective by colleagues, teachers, and students
These researchers make a case for a theory of the characteristics of
ettective leaders that 1s an updated and refined version of the old
trait theory They found that effective principals, althotgh different
inmany ways are alike in a few significant characteggtics They are
highly goal-oriented, ar~ not threatened by new ideas, and do not
accept rules and customs that get in the way of needed changes

Effective educational leaders, as portrayed by Mazzarella’s
sumnmary of the research, are “outgoing, good at working with
people, and have good communication abilities and skills They
have initiative are aware of their goals, and feel secure As
proactive people, they are not afraid to stretch the rules but also
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New York State Office of Education Performance
Review. School! Factors Influencing Reading Achreve-
ment A Case Study of Two Inner City Schools
Albany 1974 89 pages D 089 211

To pinpoint just what school tactors influence student achieve-
ment, the New York State Office of Education Pertormance Review
st ied two innerCity elementary schools —one with low student
reading achievement and one with high achievement The schools
were matched on median family income, percentage of families on
wellare, pupil ethnicity, percentage of pupils with second language
difficuities, percentage of pupils eligible for free lunches, and pupll
mobility

The primary conclusion of this study was that differences in
pupls’ reading achievement scores in the two schools were
attributable to factors under the school’s conirol, specifically
administrative policies, behavior, procedures, and practices
Teacher characteristics —such as effectiyeness of teaching, training
and experience of teachers, appropriateness and availability of
materials, and approaches to teaching — did not differ significantiy
between the schools

In the successful school {school A}, the administrative teadership
was characterized by stability principal A had been there for twelve
years and the school ran in a predictable fashion Instability of
administrative leadership charactenized school B the principal here
was serving as an interim principal until a permanent buiiding
administrator was chosen

Principal A was not particularly charismatic, but knew how to get
things done through people He bunt an effective administrative
téam with diverse skills and permitted team members to participate
in decisions

Instructional leadership in school A was provided by an assistant
principal who had an ext<nsive bac! ground in reading and elemen-
tary education in school B, there viere 1,0 “educationally oriented”
assistant principals, so that “teachers worked in an intellectual
vacuum, programs were fragmentary, and instructional purpose
and creativity seemed to wither

The authors of this enlightening report also discuss several other
admimistrator practices and policies that diftered between these
two schools

9

Shoemaker, Joan, and Fraser, Hugh W. “"What Pninci-
pals Cann Do Some Implications from Studies of
Effective Schooling” Phi Delta Kappan, 63, 3
(November 1981), pp 17882 EJ number not vyet
assigned

"

“As we move Into the Eighties,” say Shoemaker and Fraser, “a
new belief 1s gaining credence among educators —schooling does
make a difference ” The authors here review ten of the studies on
which this belief 1s based, derive fror  them four implications for
effective school leadership, and make recommendations for further
research znd for modifying current practice

Wone of the school effeciiveness studies the authors review
directly addressed the relationship between the principal’s
behavior and student achievement, but “most concluded that
principals were clearly important in determining the effectiveness
of schools “"For example, “assertive, achievement-oriented leader-
ship” emerged as one of four characteristics common to effective
schools Instructionally effective principals also appeared to be
concerned v ith good human relations within the schoo!, but “did
not allow achievement and evaluation to take second place to good
human relations and public relations

The authors also found that an orderly, purposeful, and peaceful
school climate and a well-defined system of nstructional objec-

5}



tives and evaluation were tectures common to high-achieving
schools But the most consistent tinding in the studies reviewed 1s
the ¢, ucial connection hetwoeen expectations and ac hieve ment
Study atter study reintorces the tact that students and teachers live
up to our expedctations ot them

1O

Stanchfield, Jo M. A Place to Stand in Literacy Or
the_Principal ( in Make a Ditterence  Thrust tor
Educational Leadership, & 2 (November 1976) pp
2223 31 F) 156 384

A concerned principal involepd in curnicular activities can
signiticantly intluence the achievement (evels ot the students
his or her school This beliet Stanchtield explains, developed over
tourteen years ot classroom research on teac hing reading skills

fn one study tor example o program to feach prereading skills
was introduced to several schools and the building administrators
in these schools were asked to lend their active support  As
expected, sume adnunistrators participeted mimmally  some par-
ticip rited intermittently  and still others tollowed the resedrc her s
urgings and became tully invoived with the program —visiting
classrooms attending meetings bec oming fam:har with matenals,
and so torth

At the end ot the kindergarten vear, the children were v en a
reading readiness test Test scores revealed that halt of the highest
scoring children were trom schools i which the administrator had
been wholeheartedly involved in the program °

The results of this and similar stuelies along with observations ot
administrators inaction, have alfowed Stanchricld to dentity

several roles that ettective adminsstratars fill in tne pertormanc e

ot their duties ” For example, an etfective adrinistrator acts as a
developer of an emotional (himate tor growth ' Such actions as
being visible smiling, speaking to teachers and students, and
talking about the curriculum ac tvities of the day help engender thys
kind ot positive climate, which in turn, “has a protound ettect upon
student achievement  Stanchtield also discusses the ettective
princip b s roles as a stimulator of teachers a communicator and a
Creator of vision
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Th~ Zcucational Resources Information Center (ERIC) 1s a
~- . onal information svstem operated by the National Institute
o! Education ERIC serves educators bv disseminating research
results 4nd other resource Mlormation that can be used i
developing more elfective educatonal programs The ERIC
Cleaninghouse on Educational Management one of several such
units In the system was estabiished at the University of Oregon in
1966 The C earinghouse and its compamon uMits process research
reports and journal articies for announcement in FRIC s mndex and
abstract bulietns

Besides processing documents and journal articles  the
Clear.nghouse prepaies biohographies  uterature  reviews
monographs and other mterpretive research studies on topics in
115 educational area
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Weber, George. Inner-City Children Can Be Jaught to
Read Four Successful Schools (Bt Occasional
Papers, Number 18 Washington D Council tor
Bast Education 1971 41 pages FD 057 125

tn nearly all inner-city schools reading ac hieverent in the early
grade . 1s very poor But, as Weber tound out exc eptions do exist He
identified tour exceptional schools whose suc cess shows  that the
tatlure in beginning réading typical ot inner-ity «c hools s the tault
not ot the children or their background - but ot the schoois

Iwo ot the successtul schools Weber tound are 1in Manhattan,
one s in Kansas City, and the tourth 18 in Los Argeles All are
nonselective public schools In the central ity attended by very
poor children, and each had reading achievement medians in the
third grade that equaled or exceeded the national norm

After studying these four schools, Weber identified eight ¢harac-
teristics they had in common The tirst was strong le. ‘ership All
tour schools had “clearly identitiable individuals who wou J be
regarded «s outstanding leaders by most people who are knowl-
edgeable about our public schools ” in three schools this individual
was the principal, and in the tourth 1t was the area superintendent
In all tour cases, this individual ““specitically led the beginning
reading program and made sure 1t stayed on a produc tive track

All four schools also held high expectations for the ac hievement
ot the inner-city chikdren in attendance This expectation, of course,
1 necessary for success Weber points out, though 1t s not
sutficient

Each successtul schoor also had a ‘good atinosphere, “ meaning
“order sense ~* purpose, relative quiet, and pleasure in learning
Other distinguishing characteristics were a strong emphasis on
reading, additional reading personnzl, use of pho individualiza
tion and caretul evaluation ot pupil progress ( .ractenstics not
common to the four schools were smail class size, achievement
grouping ethnic background of principals and teac hers, quality of
teaching, ~xistence of preschool e”ucation, and good physical
tacihities

Prior to pubhcation this manuscript +as Submitted to the
Association of Calformia Scrnoo: Admrustrators for critical review
and determination of professiona! cosnpetence The publication has
me! suCh standards Points of view or opINIoNS however do not
necessaiily represent the official view or opr ons Of the
Association cf Cantornia 3chool Adminisiraiors
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