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ABSTRACT
d

The. purpose -of this study waé toﬂinves;igafe the
administ;ativé role of the elehentary school assistant =
‘principal in selecCted schools in Alberta. Six assish;nt.
P?incipals within’three.school districﬁs weré’purposively
selected as subjecés for the study. Kdditionally, thé
princibéls of the‘respecﬁive SChools,'ana°supervisory ¢central
_office staff were 1nt9rv1ewéj.

The fLeld research qualltatlve methods of in- depth

intervxewlng,,obser%atlon, and categorical analysis resulted

in the formulation of categories from which five themes

emerged. ; i ‘ /

The themés which emepged from analysis-of the’'data were:
(1) Assistant prlnc1pals have a v1§1on for the improvement of
educatlon; (2) Assistant principals experlence a number of
cﬁanges"upon becoming an administrator; (3) Ass%stant‘
'principals view the essencg of the éoéition as beiné a
training ground for ;'future principalship; (4) Assistant
principals aré‘jacks—of—all-trades; (5) Assistant principalé

“
view their-role as hav1ng great potential,

Conc1u51ons were drawn from the flndlngs. Based on the
"subjects in this study, it appears that: (1) These assistant
'principéls arelenéfgetiéq highly motivated people who are
expeéting'to bé traineéd for higher:administrative ppsitibns;-

(2) The positiqp islg valuablé one for d;:e;ted training; (3)
_Thére.gs a<p6£eﬁtiaivfor conflict in time and interest

~

-

iv

/\ﬂ



bet&een'administrailve duties and. teaching duties due to a
change in focus; (4) Thé?e may be a sense of isolation and
separation on the job; (5) The job is intéresting, filled

. , . , R S C e ‘
with variety, has many interruptions, and is often shifting

hY
-

,oﬁ changing; (Q).The'position is viewed by the»aSsttant
principais as essential and as fulfilling é real‘ﬁeed in the
,school; (7)KThe éssistant'principal is largely dependent onm
the‘principal for training, duties, and aavancement;“(S)
Assistant principalslfeel'a need forvfurther‘tfaining
particularlykin teacher evaluation‘and.budget; (9) Assistant
principals feel a need for greater ynteracﬁibn with other
administratopp; (10) Although thefe are frustrations
associated with the position, the assistant principals
generally view their positions as rewarding and fulfilling;
(11) The optimum use of the assistant principal is as a
ﬁember of an édministrative team.

The findings and chcldsionsvof‘the study hald
impliéatibds: for gchool districts regarding the training,
selectiony and role clarification of assistant principals;
for‘principals éegarding>thé training, development, and
Ltilization of_their assistént‘priQCipaléj for gniversities
régérding't%e‘areas in need of furthér administrativé
training;. and for individuals who are aspiring to séhpol
administrator pésitions.-

There are also recommendations for further research and

study.
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CHAPTER 1

IDENTIFICATION OF THE RESEARCH PROBLEM

CONTEXT QE’THE PROBLEM

/

Today in gﬁucation, school efgectiveness is of prime
concern. Studiés have been done to assess the
characteristics of schools which are, relatively Speakiné,
most efggctive. These schools have been judged outstandidg
by scholéétic achievement, by social_standa:ds,'aﬁd by‘
community support. The studies éuggest that the
characteristics most frequently a;sociated with effective
schools Minclude: - strong leaderéhip, clearly understood
objectiQes,_an orderly climate, high expectations, and an
oyerall positive»attitude_(Edmonds, 1978; Ru;tggrlMaughan,
Mortamore, Ouston, and Smith, 1979; Brundage:'l981). .A
dominant and consistent finding is that strondg leadership is

/ ‘ .
the key characteristic_of excellent schools. Recognizing the

imporﬁance‘of leadership to effective schools, it is

‘necessary to know the state of leadership positions, their

t

potential, and areas in need of "improvement. :

Leadership in schools is assumed primarily by the
principal and the assistant principal. While there appear to

*

be specified school district policies for the duties of



[

)

principals and many studies on the principalshié; relatively
little has beén done to specify the role or to investigate
the existing and poténtial role of‘the assistant ';
uprincipalship.
The assistant principalship‘in téday“s schoals could be

a significant position contributing to the effectivé
functioning of the thool. As part of the school's
administrative teab;éthe assistant principal can have a
direct influence o%.scho?l effectiveness. As a partner in
leadership with the principal, the assistant principal can be
a valuable asset‘to the principal whose administrative
duties have inéreased with greater demand for supervision,
recard keeping, productivity, and accountability; Since the
position of the‘assistant principal may be a preliminary
pasition to a brincipalship, this position can be a valuable
training ‘gxound for future principals.

| Howévgr, much of the literature suggests that the
assistant principalkposition is poorly- conceived, péorly
specified, and ysually depeﬁdent almost entire}y upon the
Endividual school for its. structure, Th{s has resulted in a

haphazard approach to a position which has the potentiél for

being significant to excellent leadership in schools.

STATEMENT OF THE ‘PROBLEM

The purpose of the study was to investigate the

administrative role of the elementary' schc-1l -assistant



principal

- ' ' (N
in selected schools in Alberta. _ R

v .

\

)

Research Questions

o

More specifically, the researcher sought to answer:

What perspective d6 selected elementdry assistant

principal

s hold of their position?

Within this majér question were possible sub-questions:

1.

2.

the position?

How did they get the position?

What were the feelings of the assistant princfpal

upon receiving the appointment to the position?

g
.What are the current feelings regardlng the role of

assistant prlnc1pal7'

What are the duties of the assistant principal?

v

.What'contributes(to the fulfillment or rewards of

~

'what are the frustratlons assoc1ated W1th the

p051t10n?

To what extent is the assistant principalship
perceived to-be.transitdry to a'principalshiégg
To.what extent is the asslstant pr1nc1palsh1p
percelved to be a tra1n1ng gr0und for a future ’y'

principalship?

What do assistant principals perceive thbe the

Ce L ! C . .
future of the position of assistant principalships

10.

in their school jurisdiction?

What do assistant principals consider the botentiai



of the position to be?
11. How best may the potential of the assistant
principal posSition be achieved?

These questions provided the framework for the interview

\ .
guide which was used in the interviews with the agsistant

~

principals.

\\ ) SIGNIFICANCE OF THE STUDY
'\ Previous studies on the assistant principal focused
\ , | .
prim%rily condary assistant principals, utilized survey
S\ § i :
instrdTent re large hypothesis testing studies, and most

in Albeﬁta were,der ten to twenty’years ago.' There appeared
to be a ;eed for a éualitative,"in—depth investigation of the
role of the assistant pringipal in élementary schools in
Alberta todqy. \

It was hoped thatran in-depth investiéation of
perspéc;ives'of this.role could serve Eo_difect thinking and
future stﬁdies with?resgect to the feasibiiity,‘poééntial,
gtilization, and de;elopment of the assistant pfihcipgl folem
in élemehtary schools. |

Leadership has been i@entified in school effectiveness
studiéﬁxgsfa key comppneht in effective sch&ols. It is
anticipated that findings from this study may b;\of value to
'assist;nt principals, principals, suﬁerintendentgk schobi

boards, educational administration staff ahd students, and

educators desirous'ofbbecoming school administrators by



providing inisights for future thinking, policies, and
programs which may lead to greater effectiveness in the
utilization and development of school administrators.
|
4

N

LIMITATIONS

The main limitation of tnis study was that thlevthe
small sampie size of six subjects was valuable for
deecription leading to greater understanding and generation
~of implications; the subjects described may not be .
representetive of all elementary school assistant principals
and the study may not.be‘broadly generalizable. -

\‘AEditionelly,tit wes assumed-thet the assistant
principals inyolved as subjects were open and honest in the
infonmatien that tney supplied, and that the researcher
:analyzed and presented the information accurately"and.
objectively.l

|
: SELECTION OF SUBJECTS
|

The study Qas delimited to include six snbjects: two
purposively'selected elementaryvschool assistant principals
from eacn of three school jurisdictions. The sample‘sizeAyas
befievee by the reeearcner to be reasonable.and workable fer
this quaiitative stud& intending.;hick rather than thin
descfiption and intensive rather than fleeting interaction.
Further, the three'jurisdict@ons were anitgerily seleéted?”’

1
‘



Crem

'

, % . : ‘
Manageability Qf'the study and time constraints ‘required the

selection of only three jufisdictibns. These were chosen for

1

\ i .
ease of access. A variety of type land size of jurisdiction

w

was intended to provide wider persp ctives of the role of the

assistant principal in the elementary school.

\
\

. \ )

DEFINITION OF Taéms /
Ny .
Assistant Princiéal: The person ﬁext in authorit; to
the principal of the schoél. In this study the term
"assisﬁant principal" was considered to be éynonymous with

the term "vige principal.”

Administrative Duties: Duties to be performed by the

v

principa1~or assistant érincipal, related-to'their_positiom,
“that woJld not be requireduof a classroom teacher. ° |
Adminisﬁrati&e Time: : Time 6tﬂef than teachiné time,
évailable to principals and assistanﬁ-priﬂ%ipals for the
performance of admin}strative dutiés. | ? |
‘-_Administfator: An educator who is designated as
prinéipal or assistant prinéipal.

Elementary School: A-school in wh;ch education is

provided for pupils.from kindergarten to grade six.

Perspective: "A co-ordinated set of ideas and actions a
- .. 4
‘person uses in dealing with some problematic s: ‘on; a
person's‘ordihary way of thinking and feeling abr .nd

acting in such a situation." (Pansegrau, 1983:.0)
Role: The functions assumed by an individua. - ise < f

N
N

N

~—



his position. .
j

ORGANIZATION OF -THE THESIS

- The conteﬁt of this‘chapter focused on the context of
the proBlemy the statement of the problem, the significahce
of the study, the limitationss the selection. of subjects, and -
the definition of terms. |

Chapter 2 reviews the literature and related studies on

1

the assistant principal.
Chapter. 3 outlines the research dééign and methodology

used in this study. Both a rationale for and description of

the - use of qualitative methods, particularly, in-depth
intefviewing, observation, and categorical analysis aré.
discussed. | h

Chaﬁter 4 presents the context of the study: - a

description of the setting or situation of each of the
 »subjects.

Chapter 5 provides‘the_findings based on the éategdrical
-analysis of the data. The perspectives of the subjecté aré
presented thfpugh~quofations,from the interview tapes to

provide an accurate account of their views within each of the

< . . [

categories.
’ .

Chaptér 6 presents the summary; conclusions; comparison .-

.of findings to the literature and related research;

l

discussion of the'findings; implicati‘.s; and recommendations

for further.research.

£



CHAPTER 2

REVIEW OF RELATED LITERATURE AND RESEARCH

The review of the relaggq}literazure and-studies_iﬁ this
chapter includes pertinent iﬁgormation on‘assistant
principals at all levels since mpch of what has been written
about assistant principals in junior high and senior high
séhools is applicable to elementary school assistant

principals. Relatively little has been written specifically

~about elementary assistant principals.

The literature related to the assistant principalship

-

generally focuses on the importance of the position, and
problems associated with the position, ,
. J . 4

|

Importance of the Position

. The importance of the position was suggested by Clements

(1980:15) :

All educational leaders, but particularly the

assistant principal, serving in that unique

position which often bridges the gap between

management and faculty, may well be the most

effective educational leader to spearhead a

rededication to positive action.

Some writers have observed a change in function of the
assistant principal. Rankin (1973:73) recommended that the

title of assistant principal should be replaced with the term

"associate principal" because "the job of assistant principal



no longer exists but that we now have one of
co-administrators." |

Many of the articles sugéested ways to enhance.the role
of the assistant princiéal._-The-use of an adhinistrative
team apbroach to &chool administration was often;advocated;
Gross; Shapiro, and Me€ehan (1980:27) dbserved that reduced’
administrator mobility and closed schools have incréased the

- ~—1length of time many assistant principals remaih in’their
positions and suggested that the assistantship can be
enHanced by utilizing a management team concept in which
aSSistaht principals are real working partners in the
management of.the School. Rénkin (1973) stressed cooperation

vand-COmmqnication rather than competition between principals
and‘assiétént principals. In concurrence with Rankin;
Sprague (1973:28) stated:

Not oﬁly'doés the team approach have the ‘

potential of alleviating many frustrations of

assistant principals ‘and making the job a more

attractive career position, but it enhances

effective communication, decision making, and »

supervision within a school.

For the administrators ﬁo fﬁnction‘as a team, Sprague
suggested, requires cooperative setting of roles, |
résponsibilities, and goéls; weekly ‘administrative meetings;'
opennéss'and honesty among members of the administrative
team; and commu;icatioh with other‘membérs of the staff.

Childress_(1973:9) also stressed thé-deSirabli,y of an

aaminfstrative team, but in addition felt that .role

definition for the assistant principal is essential.
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Oother suggestions for enhancing the role of the

assistant principal included begoming‘involved in student

relations activities, and curriculum and instruction. Stokes

-~

(1973:65) urged that through becoming copmjtted to and

involved in student relations activitiefs, the a551stant

principal can establish an image as af instructional leader.
Burgess (1973:52) advised that throu tensive work in
curriculum, assistant principals can gain‘on-the-job
satlsfactlons as well as become qualified for additional
career opportunities "such as "director of 1nstruct10n,
cons%itant on currlculum or schedulingsy program analyst, or
coordinator of new programs." Turner (1973:55) stated that
the assistant prlnc1pal can help the pr1nc1pal meet the
demands of accountablllty and assessment in an 1ncrea51ngly
complex school system through coordlnatlng currlculum and-

instruction. Potter (1980:13) stated:

The utilization of assistant principals shou'ld

be designed to best serve the needs of a given '
school community. They should have

opportunltles for a wide range of professional
experiences which will provide the- best

possible preparation and training for upward

mobility and/or ‘a career assistant ‘

principalship. 3

valentine (1980:43) suggested that principals have an
ohligation to groom and help develop their assistants ﬁor the
principalship. He further suggested that the meashre of
success of principals "will be those persons whom you.have
employed and helped to develOQﬂinto outStahdingi

. 1
administrators."”
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Some Jf the literatﬁre focused on how to beéome an
assistant principal. Gallant (1980:31) repo:ted én a stgdy
of fehale assistant principéls; "The éséistant prinéipalship
is often the initial*administrative appointment on the career

ladder of school administration." It was found that prior

-experience as a guidance counselor or active roles as coaches

or activity sponsors will increase the likelihood of

i

appointment to assistant principal.

4

Problems Associated With the Position-

The problems associated with the position of assistant -
principal tend to dominate the literature. Culver (1978:112)
stated, "There is an injustice being committed in school
administratidn, and unless some determined steps are taken to

) E ‘

correct it, a vital member of ghe‘administrativewteam'will’be.

rendered virtually ineffective."” This author maintained that
. - . . .

~the assistant principal should function as more than merely

the school disciplinarian as is _often the case. Bordinger

7

(1973:11)'suggés;ed that since the assistant principal does

3

largely clérical'and disciplinary work, "He has little

‘positive contact with students and is rarely recognized for

his contributions." ‘He maiptéined that there is now a Stigma
attached to the positioh of assistant pfincibal. Bordingér
{1973:11) stated: |
| This hés created alprofessional with a
negative self-image, .who is generally

dissatisfied and unimpressed with his role. - »

\
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As a result, few intend to make it their
career.
Significant also is the void in meaningful
" college courses and- in-service training
programs to prepare professionals for the
‘position of assistant principal. Practitioners
have a difficult time explaining such a lack .
of professional preparation. Perhaps this,
. too, is an indication of the attitude
'regardlng the 1mpbrtance of the 9051tion.

'In a study conducted by Black (1980), it was found that

. , : : o
. there was a sense of frustration associated with a lack of,
. . o : - . o A
time provided to complete assigneg tasks. Seven years. \

s .

earlier, Bordinger. (1973:11) ‘stated:

* Of the many concerns a551stanq principals have
regarding their position, non‘ seems to
concern them more than the work load or ‘time
involved in discharging thelr :
responsibilities. 1In most school systems, the
tasks assigned far ex#eed a reasonable time
allotment for tHeir completion.

" Another problem area identified in-:.the literature is the
dependency of the essistant principal on the principal for

his work aséighment end.traihing. Bevan (1573:82)} an
aSsistahthrihoipal yho_sees himself as a hidole ﬁan, ¢
listener,.discipiinarian; and'jack—of—allétrades,,stated;.“It'
is the principal's view of the assistant principalship that
will: determlne what. the a531stant principal Foes and, to a”
.,degree, how he does<1t. | Brown .and ReELSChler\(1973 :39)
reported that the part1c1pants of a7)adm1nlstrat1ve workshop
-/jcon51st1ng of 120 elementary and secondary administrators and.
schooi soperintendents‘fe}t that»ofteh the assistant
prihqipal does not.get.é desired;promotion to principal

2

u\\.because he is hot prepared to assume the principalship. They

o
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n

~suggest that maﬁy times éhe principal has not given thought

4

to preparing the assistant principal, or that“”TheY‘prefer to

’

assign him thoseuduties with which they feel most
unqomforﬁable'and which have. little visibility to the
students, facaiéy, ana general public.” Brown and Rentschle;”
make recommendatio;s for as;istaht piincipals.to-gain mgrea”A~r .
control ovér their own professional development. .. - v
Bordinggr (1973:12-13) identified the principal as being‘ e

in a positio% to change the'imaée and responsibility of the

assistant principal when he stated:

_ However, if the principal views the. position
,as~essentia10to the functioning of a modern
secondary school, if :he is interested in
changing the position to one of positive
experiences and satisfactions which will tend
to make the role rewardir and permanent, if
he is interested in enhar. .ng the character of
the position 'so that it is not just: to be
endured, if he’ believes in the team approach
to administration, if he insists that
‘principals need training “in working with the

_developing job descriptions for assistant
principals, if he feels that there needs to be
‘more uniformity from school to school
regarding assignments essentially in the same
manner of uniformity in the position of
principal and superintendent, if he realizes
that he needs<fo recognize and praise his
contributions,y then there is indeed-an
excellent chance for change.

8
Research in Alberta - o .o
“\
~+ Research studies done in Alberta have identified many of’

the problems. associated with the role and have providegd .

! 7
v

suggestions for addressing these pnoblems.$ :

{

. v .
é ’ !
. . . a
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McLedd  £1959) surveyed 101 principals and' assistant
principals of elementary and junior. high schools. He found
that the duties of the aésistant principal were not clearly

defined, that the function of the assistant principal was
' ] ,\J

primarily one of assisting the principal in his
-responsibilities, and that a great deal was expected of

assistant principals who had heavy teaching loads and little

time)scheduled for administrative duties. McLeod (1959:160)
L

also found that "Principals are largely responsible for the

administrative training received by assistant principals in

v

their sghool system." He recommended that central office
providé principals with definite direction in thyg area.

McLeod (1959:iv) further recommended that "many of the duties
. vl ; ’ S :
assumed by assistant principals could pe delegated to or_

o

shared with the school staff, and many other routine dutfﬁs

could be assumed by competentvstenographic assistance+*" He

3
ca )

also suggested that the assistant principal be granted more
time for administrative duties. 7

i

In his survey of superintendents, principals, and vice
principals, Enns' 1955.7°°) concluded:

/ As presently _» ‘eived, the position neither
provided adequa.: :ssistance for the
principal, nor effective training for teachers
preparing for school leadership. Instead of
receiving carefully planned experience to fit
them for promotion, vice-principals were
either teaching most of the time or performing
duties which could have been carried out by
other teachers or clerical assistants. School

* systems had no clearly defined policies
regarding either the duties or the in-service
training of vice-principals.

- -)
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A N
Fenske's 1963 study of principals,. vice-principals, and

secreﬁariés'who maintained diaries for tﬁree months, found
that thare was an apparent lack of leadérship and generq{ .
| lack of a distinct role ﬁgr the vice—pr;ncipal. | )
Lopgmore's {(1968:iii) British Calﬁmbia survey study of
viée—principals, pg}ncipals, and .district superintendents-in
ninety-«four schoolé§found that although the |

-

vice-principalship was considered a necessary administrative

position, "the lack of definition of the position resulted in

-

vice—pr@ncipalsfperforming a number of functions that were of
a clerical or“routine nature." The analysis of Longmore's
étudy indicated that "school adminis£rators as’a'group have
not recognized the potential of the v}ce—principalship for.‘
Jthe training of school leaders.“‘(iii) Additionally, Longmore
found that few women were appdinted';qd that no increase was
'preéicted. 2\
In Collett's (1969) study of tuhe role of the assistant
principal in one large urban high school, he colieéted data
through a Q-sort‘questioﬁnaire which required six assistant
principals, the prinéipal, teachers, and central office
administrators to rate sixty-ome administrative tasks. He
found that "In general, tasks related to students were found
to be operationally higher‘than they were prescribed or
perceived, while tasks related to teachers were operationally .
. lower than prescribed or perceived." (iv) Collett (1969:175) y
|

concluded that "assistant principals within a large composite '
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high school have left far behind them the roles of ‘clerical’
a551stant and superv1sor of extracurrlcular act1v1t1es;..

- ' WLndsor s (1976:127) survey of sixty-six elementary
principaIS'and sixty-three elementary assistant principals

revealed:
Both -principals and assistant principals
appeared to see the assistantship as a vehicle
through ywhich training to become a principal
should occur. Furthermore, the maJorlty of
administrators were of the opinion that the
position was at least adequate for preparing
"an individual for the prihcipalship.' However,
there were some disparate views as principals
tended: to see ¢he purpose of prov1d1ng
planned, supertised training experiences as *
Toperative within the assistantship whereas
assistant p 1n01pals d1d not hold that
opinion.

i

Windsor consluded that "The most serious drawback~to the

position as a vehicle foX training was the lack of scheduled

time." She‘fufther found that assistant principals seemed to

'
b

be performing all the duties {considered to be meaningful

training experiences except ﬁor "(a) lpoking after the schoot
budget, and (b) assessing teacher performance.” (128)
Powell's (1978:iv0'survey of twenty-nine secondary
assistant principals "indicated a need for additional
trainihg‘for incdmbents and newly-appointed assistant
principals, increased involvement in Currlculﬁb development,

and more rotation of duties." (127) Powell rgcommended-A

Y ‘
institution of in-service programs related to the various.

-3

- ) " - : . . ‘ T,
duties 'of the assistant principal which would "result in a

sharingfbf infor@ation among the participants, in addition to

o
AL



T . :
the knowledge 'gained throuyh the inTtructional content of the

programs. " (109) !
In a more recent survey of 166 senior high school
assistant principals,,Newton (1983:67) concluded that "a
leaderShip—management dichotomy seems to exist‘among .
assistant principals in senior high schools in Alberta.,"
Newton found that assistant pr1nc1pals percelved themselves
to be least competent in areas related to Currlculum and
Instructlon and Staff Personnel, although these areas were
rated high in importance. Further, he concluded that
deficienCies are not likely to be overcome by practical

experiences on the job.~ - , | i

o | SUMMARY | P

lt becomes apparent~upon reviewing the 1iterature that
the role of‘the'assistant princip?l is‘multiffaceted. The-
position“is Qiewed asvfulfilling'an essential role}
' particularly when it is as armember of aﬁ administrative
team. The problems associated with the position include:
lack of role definition, lack of time for administrative
duties, relegation to disciplinary and clerical duties, andﬂa
' dependency'on the principal for trainingtwhich'can result in
a lack of exposure to varied experiences. )

'Generally, the literature 1nd1cates a need for attentlonv
to therrole of the assistant principal’ and for a reassessment

>
of the role in order to have it make a productive
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.

.contribution to the leadership of the school. Kriekard and

Norton (1980:1) suggested that "Defining the assistant

.‘ . ' . 3 . ‘ .
_principalship is elusive, at best. The problem perhaps is
fdue.in part to the Limited attention that has been directed

‘tc the study of this significant administrative role in

education.” The. findings and reports of the related

literature formed the hasﬁs of thinking and the basis for the

investigation of the role of the elementary assistant

p;incipal

-

Although the assxstant principal has been the the
subJect of research studles and the toplc of administrative
conferences it may be that as suggested by Reed and Conners

! ' :

(1982:466) :

...the nature of the role of the vice
principal has escaped clear
conceptualization... This line of anulry has
not been particularly fruitful because most of
the survey instruments are designed around a
conception of what the role ought to be and,
hence, do-not allow for discovering the
“characteristlcs of the role and its
relatlonshlp to the organlzatlon.

In concurrence with Reed and Conners, this study

atteﬁpted to diécQVer the characteristics of the role through

in-depth, ‘qualitative methods.

v



CHAPTER 3

METHODOLOGY
)

The purpose of this.chapter is to describe the design
~ and conduct of this. research, including a rationale for the

use of qgalfiative methods.

Methodology Considerations

- The purpose of this study_was %b investigate the role of
the elementafy school assistant principal. Thé.researcher
wondered if there were aspects of the role that had not been
addfessed by the use.of su}vey instruments, which appéared to
dominate the research done on aséisﬁant,principélships.
Further, it was'thought‘tﬁat in-depth interviewing of people
. in the position could provide greater uhderstanding”;nd an -
| \enlightened_vision of ﬁheir reAfity within the role; The
assistant pr;ncipal's viewé,,feelings, and reflectidns in
théi; own terms might érpvide.othef insights and perspectives
of the administrétive role of the assistant principal in the
elementary school. Baséd on the reality for six assistant
principéls in the field, a clearer undérstanding could
potentially‘provide impiications er future directions in’
educatioﬁal research, policies, and thinking regarding.the

second in command position in school administration. ' This

19
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was’ the thinking which motivated the researcher to select a
field research quaiitative desigﬁ as the most appropriate
method to address the purpose of the study

The selection of approprlate methods for the purpose of

[y

the study was advocated by Patton (1980 19)

The issues of. sélecting methods is no longer

one of the dominant paradigm versus the -
alternative paradigm, of experimental designs

with gquantitative measurement versus
holistic-inductive designs based on

qualitative measurement. The debate and
competition between paradigms is belng

replaced by a new paradigm---a,paradigm of
.choices. The paradigm of choices recognizes ° -
that dlfferent methods are appropriate for |
dlfferent situations.

In 1dent1fy1ng the eSsence of qualitative research,
Glaser and Strauss (1967), ‘Guba and Lincoln.(1981), Patton
(1980), and Bogdan .and Biklin (1982) write in terms of

‘grounded theory, the naturalistic paradigm, emergent design
.

and data with depth, detail, and relevance.
Glaser and Strauss (1967:1) addressed the discovery of

theory from data, systematically obtained and analyzed in"

social reseatrch. They stated: .

We believe that the discovery of theory ffom
‘data---which we call grounded theory---is a
major task confronting sociology today, for,
as we shall try to show, such a theory fits
empirical situations, and is understandable to
sociologists and layman alike. Most
important, it works---provides us with
relevant predictions, explanations,
interpretations and applications.

Guba and Lincoln (1981:65) summarized the derivative

postures of the naturalistic paradigm: the preferred
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techniques are qgualitative; the quality criterion is

relevance; the source of theory is grounded in reality; the

’

quéstion of caulsality is "Does x cause y in a natural
setting?"; ghe.knowlédge types used are propositional and

. tacit; the stance is expansionist; and the purposé is
discover}. Théy further summarized the methodologicalA
characteristics: the instrument is often the inquiqer; the

timing of the specification of data collection and analysis

rules are during and after inguiry;'the design is emergent;
fhe style is seledﬁion; the settingfis naturai; the treatment
is variable; the énalj&ic units aré patterns; and éontextdal
elements are invited intqrferenqe.

Patton (1980:22) déscribed<qualitatime measurement. He

stated:

Qualitative measurement has to do with the
kinds of data or information that are
collected.  Qualitative data consist of

. detailed descriptions of situations, events,
people, interactions, and observed behaviours;
direct quotations from people about their
experiences, attitudes, beliefs, and thoughts; ‘
and excerpts or entire passages from :
documents, correspondence, records, and case
histories. The detailed descriptions, direct
gquotations, and case documentation of
qualitative measurement are raw data from the
empirical world. The data are collected as
open-ended narrative without attempting to fit
program_activities or peoples' experiences
into predetermined, standardized categories
such as the response choices that comprlse
typical questionnaires or tests.

The characteristics of qualitative research were
described by'Bogdan and Biklin (1982:27-30). Characteristics

which are pertinent to this study are condensed and
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sUmmarized. Bogdan and Blklln stated:

1. Qualltatlve research has the natural v
setting as the .direct source of data and the
researcher is the key instrument... In
addition, mechanically recorded materials are.
reviewed in their entlrety by the researcher
with the researcher's insight be1ng the key
1nstrument for ana1y51s.... |

{
H

| . .
2. Qualltatlve research is descriptive. The

‘data collected is in the form of words or

pictures rather than numbers. The written
results of the research contain gquotations
from the data to illustrate and substantiate
the presentation... The qualltatlve research
approach demands that the world be approached’
with the assumption that nothing'is trivial,
that everything has the potential of being a
clue which might unlock a more comprehensive
understanding of what is being studied.,..

3. Qualitative researchers are concerned with
process rather than simply with outcomes or
products. How do people negotiate meaning:
How do certain terms and labels come to be
applied? How do certain notions come to be
taken as part of what we know as "common
sense”? What is the natural history of the

activity or events under study? ;

4. Qualitative researchers tend to analyze

data inductively. They do not search out data
or evidence to prove or disprove hypotheses
they hold before entering the study; rather,
the abstractions are built as the particulars
that have been gathered are grouped -
together... ‘The gqualitative researcher plans
to use part of the study to learn what the
important questions are.

5. "Meaning" .is of essential concern :Evﬁdmy
qualitative approach. Researchers who use
this approach are interested in the ways
different people make sense out of their
lives. 1In other words, qualitative
researchers are concerned with what are called
participant perspectives. . They focus on
questions like: What assumptions do people
make about their lives? What do they take for
granted?... By learning the perspectives of
the participants, qualitative research
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illuminates the inner dynamics of situations
---dynamics that are often invisible to the
outsider,

The researcher was guided in_this’study by the thinking
and procedures presented by the above writers and others in

the field of qualftative research design. /

‘ ' ’ SELECTION OF SUBJECTS

As with most qualitative studies‘conducted by graduate

students, time and depth of focus require limiting the number

of subjects. Six eiementary school assistant principals, two

assistant principals from elementary schools in each of three
school Jurlsdlctlons, with a varied amount of experience and

a mix,of three male and three female, provided the basis for

the study. The subjects were purposively selected primarily

on the basis of availability and accessibility (Patton, 1980)

and (LECompte; 1982). All subjects were volunteers,
approached by the researcher only. They were unknown to the
reeeafchef_prior to ﬁhe study. They participatee in the-
study with the consent of, but not on the request of,~their”
respective priacipal and central office. Their names were

suggested by colleagues who knew of an assistant p:incipal in

the various jurisdiections. 1In one case, the name of the

‘assistant principal was selected from the list of elementary

4

schools in that jurisdiction.

The subjects were contacted by telephone and asked if_

they would be willing. to participate in the study as verbally
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, described. ~Geneqplly) the first reaction was one of concern
about the time involved, however, upon further discussion of
the study and mutually convenient times,bthey agreed to 
participate.

The three school jurisdictions (one public district, one ,
separate district, and one county) in the éamé ge&eral (
geographic location we:e'arbitrarily selected for ease of
access. A variety of type and size of jurisdiction wa§

intended to provide wider perspectives of the current role.of

the assistant principal in the elementary school.

DATA COLLECTION

The major data collection techniqué wasv£he field.
research straﬁegy of semi-structured and 6pen—ended in-depth
interQiews. The obén—ended quespions and emérgént design
were used in an attempt to évoiq directing, contréliing, or o
narrowing the information‘potentiélly available frém the
subjects. The semi-structured qqestions’were used to
initiate the fiow‘of conversation and to gain opinions and
-thoughts 6n areas not iﬁitially and naturally éddreSSed by
participants in the description of the role.. |

f'
Tﬁ-depth Interviewing

The,purbose of interviewing, acco;dihg to‘Paétoh : \
(1980:196) is ﬁto find out what is in and:on soheone else's

/
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mind....to allow us to enter into the, other person”s
perspectiVe."

The advantages of inter.viewing for data ¢collection we’
‘oitlined by Guba and‘'Lincoln (1981:;87): |

The interviewer is likely to receive more

accurate responses on sensitive issues, and

the interview itself is likely to provide a

more complete and in-depth picture than other .
forms of. inquiry.  The interview format is Ty
more flexible than other approaches to data C
gathering and provides wide latitude within
which the respondent's responses can be
explored and fruitful leads exploited. The
technique provides for continuous assessment
and evaluation of information by the 1nqu1rer,
allow1ng him to redirect, probe, and :
summarize. Unstructured interviews in
particular provide a picture of the event or
"thing in question in the respondent's own
words and terms, his "natural language."
Face-to-face encounters of the sort embodied
in unstructured interviewing also allow for a
.maximum of rapport to be built between
interviewer and respondent.

~Pilot Study

The researcher conducted a pilot study with two
assistant principals who were not in the actual'study. ThlS

enabled the researcher to gain experience with 1nterv1ew1ng

for the purpose of thls study and to try out. the lnterview
~

~.

guide,  the use of a tape recorder, the use of field notes
during and after the interview, and. the analeis techniques.
" The researcher was able to refine tWe 1nterv1ew gu1de and

through previous use of the gu1de, gecame familiar with it so

that only a glance at the end of an interview was necessary

\



26 -

‘to check that najor areas had been explored. ~The‘pilot
o . !
subjects felt that the interviey guide questions were helpful

in starting them talking and that there was full scope for

i

expression of their own thoughts and feelings.

The researcher asked for-andﬂwas'given suggestions by

. the pilot‘subjects,for getting4che most out of the interviews
in tne study.' As a result of the pilot study, the |
interviewer,felt more confortable and confident in conducting
interviews. More explanation‘of-the study purposes and
vnrocedures wae given at the beginningvof the interview, as

was suggested by a pilot.subject, so that subjects would

understand and feel less threatened in "baring their souls.,"
The pilot study enabled the researcher to gauge the time
‘reasonably required for the interview which was valuable for
suggesting a time allotment when the'interviews,were being
,scheduled N . .
: : . o
It became ev1dent to ‘the researcher, that having people

who‘were previously unknown to the researcher would be
: : ' K] ' :
preferaule to using friends or acquaintances as subjects as a

means of av01d1ng b1as of elther the 1nterv1ewer or
‘1nterv1ewee. Rlchardson, Dohrenwend, -and KlelA (1965 110)

stated-

+ .,

.
It has long been recognlzed that individuals

who meet as strangers and form a relationship
wh¥ch both know to be transitory may reveal
confidences which they would not reveal to
acquaintances or to anyone with whom they v
foresee a cont1nu1ng relatlonshlp. ‘

The researcher used a colleague in therpilot,study who
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‘was valuable for both perspectives of the role and for _advice

-

regarding the’ research design. “The researcher selected’a
stranger for a secohd pilo® member . to reduce or e11m1nate
fr1endsh1p, and collegial effects of the flrst pilot member..
It was dec1ded that the use of strangers as subjects for the

actual study would be preferable.

<

Procedure: . : :

The subjects were initially contacted to be members of

the study in February and March, 1984. Upon their acceptance

~

and approval, the researcher contacted the respectlve school
pr1nc1pal for permission to énter the school for the study
and to interview the pr1nc1pal for thelr view of " ass1stant
prlnCLpalShlps.. Forms were submitted to Fleld Serv1ces at

the Unlversity of Alberta for approval of the jurisdictions

involved, Approbals were granted.\ The - as51stant pr1nc1pals

‘'were contacted agaln and times were arranged for the

\

1nterv1ews. vThe 1nterv1ews were sch\duled between May 2,\
1984 and May 14, 1984. Typlcally, a ha}f day was set as1de
for the basic 1nterv1ews. The taped data ranged from nlnety
minutes- to three hours per interview. After the interviews
with assistant pr1nc1pals, 1nterv1ew times were scheduled
with the pr1nc1pals and central office staff to dlscuss the

role of the assistant principal. These interviews were -

generaliy one hour in length.
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. The Interview
J " . »

A\‘\/_‘ .

In-depth interviewing, as the major data cbllection
technique ailowed the fesearcher’to meet with the subjects
face-to-face. It allowed phé researcher to establish rapport
with the subjects. As the subjects began talking, various
topics, views, and feelings began to emerge;  The researcher
was able to listen for comparative aspects from one interview
to the n;xt.- Each siﬁuation, each person, had something
significant to offer. Byvlisteying caref%lly, and probing
for clarification and expansion, the researcher was able to -

. oo
build upon what was being said and was able to discover
further aspects'of the role., 'The interviews seemed to flow
and emerge, each one contributing to the next and building on

the last. The initial categories of perspectives developed

throughout the -interviews.

The Interview Guide

The research queﬁﬁionslstated in Chapter One formed the
basis of the interview guide. Ogén-ended questiohs’were

<

used. -Patton (1980:28) stated: "The purpose”of gathering
responses to open—egded questions iS'ég enéble the researcher
to understand :and capture the points of view of other" people.
without predeterminihg those points of view through prior
selection of‘questionnaite categorieg.”

During each interview, other aspects which could be

R
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applicable and pertinent to others in the poeition of
assistant principal emerged. ' These wete added to the general
interyiew guide as .areas to question and delve into in
exhausting everything the‘subjects could say .about their
role. The intetview guide was used in a manner Suggested by
Gorden (1995:75), "It may simply remind the interviewer of
areas to be covered in his i;;EStigation." .

The initial questlon'was one about the subject's
background and tralnlndff Thls‘ea51ly started the subJeét‘
talking. Once- the conversatlon had begun, all of the
subJects appeared comfortable talklng about thelr world. The
regearcher attempted to keep 1nter3ect10ns and comments to a
: minimuo. The subjects were encouraged to do the taiking, the

researcher merely probed to clarify and expand what was being
saids

Although the gulde’was there, often it was referred to
very little because.the variogs'topics were addressed
naturally iﬁ the flow of contersation. When the subject
would come to a stop in conversation in one topic due_to
exhaustive treatment of that topic, the researcher wou;d

allow a reflective pause for further thoughts or comments,
theoowould suggest another area of discussion. o :

By the end of the intervieﬁ, the interviewer could think
. Of nothing further to ask or probe and the subject could '

think of nothing more to say. Comments like: "I am mentally

drained"; "I can't think of another thing I gould tell you";
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"I hadn't even thought about all these things before"; "I
have told you things that I”vé never said to anyone befére";
and "You know‘moré about me and my thougﬁts about my job than
even my-~close griends,know," indicated that the inferview was
exhausfive. According to Patton (1980:252), "A good
interview lays Opeh.thoughts,bfeelings, knowledge, and
experienceginot only té the intérviewer, but also to the
interviewee.,"

There was also an opportunity for subjects ﬁo contact
the interviewer about anything f%rther that came to mind and
for the interviewer to get baék to the subjects for further
reflections or clarification. Thisvcdntgct was made by

phone.

-

The interview guide was kept:open—ended and served as .a
means of probing in an exhaustive mannef. .This gﬁide came to
reflect the majbr aré%s of. the intérvieﬁ dafa. It then : \
‘served as a basis fbr initial coding of the interview

transcripts.

Use of a Tape Recorder

With the consent of the subjects in the study, an audio
tape recorder was used to record the intérviews. The |
recorded tapes provided a verbatim record of what the
subjects said? as suggested by Spradley (1979). They were

also a means of reducing threats to internal reliability as

recommended by LeCompte and Goetz (1982). The researcher's



experience in using a tape recorder wes in agreement with
Patton (1980:247) who stated:

A tape recorder is part of théfindispensable
equipment of evaluators using qualitative
methods. Tape recorders do not "tune out"
conversations, change what. has been said
because of interpretation (either conscious or
unconscious), or record words more slowly than
they are spoken... In addition to increasing
the accuracy of data collection, the use of a

tape recorder permits the interviewer to be
more attentive to the interviewee?q\\ ’

lBogdan and Biklin‘(l982:96) stressed'éhe use of good
quality equipment and stated: J"The tape-recofder must
definitély bé in good wbrking order. You need to check your
equipment ‘both before‘aﬁd during an interview." The
researcher used a Panasonic tape recorder Model No. RX-1960
with a built-in micréphone and ninety minute Maxell tapes
'selectéd for high quality reéqrding. The tape recorder was
very small, ten centimeters by fifteén centimeters, and was
relatively unobtrusive., It was always plugged in to a wall
eleétri@aliouﬁlet to ensure that it would record effeétively
and consistently? The reseaﬁcher éarried a standard length
extéﬁsion'cord for use within a room and afi extra long .

extension cord to use in the event that there was no plug-in:

in the room being used for the interview. This was the case
once, but'the interview was moved to another room, the

counsellor's office, which was quieter, more comfortable, and ,

had a plug-in. 1In every other case, the interview took place ~

in the subject's own office.

At -the outset of thelinterview, ﬁhe researcher explained

1.
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the rationale for using a tépe recorder, assured
confidentiality of the taped material, and asked permission
to tape. All assistant prinéipals agreed Qith littlé or no
hesitatéon. There was an awareness, to a‘Varying degree, of
the tape recorder at the begﬁnning of the interview, but it
‘was apparently ignored and forgotten as the intérview

‘ progressea.

(The tape recorder was placed on a desk or on a .chair
betﬁgen the'ingerviewer an@'the subject. The interviewer
always cheéked that the tape recorder was running, that ;he
record button was depressed, and that thg red light was on.
At the 'end of each side,.the_tape fecorder,made a wpirring
noise and”then an audible click, so that th% sides could. be
changed with little or no loss of converéatiOn.

The tape rec;fder enabled the ihterVigwef to maintain
full eye contact with the subject, to listen inteqsely which
allowed for meaningful probing, and to be assured that
 evéuything wquld be fecorded accurately and completely.

" Immediately upon leaving the school, theé interviewer
went to the car, qute down immediate impressions bf the
situation,a;d the interview, then while‘driving, used an
in-car cassette player to check that the interview had been
recordéd and that the volume was adequate. The taping. had .
been successful iﬁ each case so the review of the interview
allowed for initial analysis aﬁd provided direction for the
next interview., If there had been a problem with the taping,

A . .

Iy
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the researcher was prepared to write as much as possible from
memory and to check back,wiﬁﬁ}fhe subject.. The procedures
followed were suddested by Patton {1980:251) who stated:

The period after the interview is critical to
the rigor and validity of qualitative
.measurement... The period following an
"interview is a time for guaranteeing the:
quality of the data. The first thing to be -
done after an interview that has been recorded
on'tape is to check the tape to make sure it
was functioning properly.: If for some reason
‘a malfunction occurred, the interviewer should
immediately make extensive notes of everything
that he or she can remember... this period
after the interview is a critical time of
reflection and elaboration. It is a time of
quality control to guarantee that the data
obtained will be useful, reliable, and valid..

i
‘In each case, after the interview, the subjects’
indicated approval regarding;the use of a tape recorder and
indicated that they prefgrred the eye contact\to the
extensive‘notetaking that would: be required if a tape

recorder had not been used. .,

Field Notes

| The researcher used field'notés following a modification
of thé forﬁat'suggested by_Sgrédleyv(lQ?Q) consisting of: a
condensed accouht taken during the inte;view;‘an“qxpanded
account as soon as possible after each.field‘éession to £ill

b

in details and to recall things not recorded on the spot; a

field work journal which contains a record of experiences,

ideas, concerns, mistakes, personq;“pjg§ggl_§§d feelings; and

/



_interview. ,In one case, the 1nteract10n observed was
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analysis. and interpretation notes. ihstead of condensed
notes durlng the 1nterv1ew, Patton's (1980) suggestlon for
writing key terms was followed 1n1t1ally. However, although
the researcher had a pen and paper; key words were written
down only on a couple of occasions as a remlnder for problng,
but in most cases nothing was written and the pen was at rest
on the paper;A\The tape recorder provided assurance and
removed potential anxiety at missing anything, to the extent
that the probing came naturally to the‘researcher without
reminders. Additionally, not writing dhring the interview:
added to the relaxed, conversational tone of the interview

which seemed conducive to open communication. The subjects

. commented that the researcher's manner and relaxed, casual

approach enabled theh.toispeak freely and easily.

Notes were made immediatelyuafter the interview, then
expanded notes. were made‘later in.the-dey. A field work
Journal was kept in which the researcher recorded

experlences, ideas, concerns, mlstakes, and personal

vreflections.

Other Data Collection Methods

Observation was used to add to the picture of the

assistant principal's world. The researcher observed

interaction between the assistant principal ahd other staff

members in the staff room and in the main offioe prior to the
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referred to by the assistant principal in discussing

. frustrations. Other opportunities for observation presented

themselves as assistant principals talked on the phone,

responded.to requests, interacted with students, and

interacted with principals. In one instance the researcher

observed the prlnc1pal and assistant pr1nc1pal conferring

about a dlfflcult 51tuat10n regarding the disciplining of a

problem student. ‘Through the interruption of the interview

and the subsequent observation, the team approach indicated

in the interview, was verified as the principal came to the

assistant principal for advice and discussion. The decision

making process and suppdrt"became evident in the slice of .
Addltlonally, the phy51cal settlng of the assistant
princ1palfs office provided an opportunlty to observe

proximity, status, and environment. In one case, where the

-principaifhad the opportuhity to design the administrative

office. space, it was ihteresting to note and later have the
principal verify that' the design of identical office and desk
[ : : oo

size were an indication of co-administration both

symbolically and functionally.

Thirdly, the Subjects nonverbal responses were observed.
. / .. '
As pointed out by Richardson, Dohrenwend, and Klein

oA

(1965:13) : ' \

...careful observation of a respondent ]
‘nonverbal responses———hls tone of voice, the
hesitancy or positiveness of his response, his
general attitude toward the interviewer---can



produce information which will help the
interviewer to appraise the accuracy and other
characteristics of the respondent's verbal
responses. ‘

This form of observation was most valuable for probing,

. \
and for assessing areas of concern or value for the subjects.

Documents, ‘as defined by Phillips (1971:147), "any

-written materials that may be used as a source of information

.about human behavior,"” were obtained from assistant

principals, principals, and central office staff. ~These were

Stydied'to provide a further view of the world of the
\ A :

asgistant principal. 'The policy statements and guidelinés
regarding assistant principals from the central offices of
the jurigdictions'aré referred to in ‘the description of
"context in Chapter Four. ~Written role descriptions, when
available, were obtained from principalé and assistant
principals. They too, are referred to in‘Chaptef’Four.

Y

DATA ANALYSIS

The data were anwlyzed thrdughltranscribing the (tapes

and coding the data to provide the findings of the study.

Transcribing the Tapes

The tapes were transcribed by the researcher. The time
spent was extremely valuable as the researcher was able to
think about what had been said at each of the interviews and

was”ablewtb,get,both”a microscopic and a panoramic view of
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A

the role of the assistant principal through the eyes of the
subjects involved. The pime spent in isolation, listeﬁ%ng to
the interviews allowed the researcher to evaluate her eéfect
and interaction with each subject. There was a great deal of
listening and.replaying of certain sections of the tapes.
The reséarcﬁer was ablé to réflect on what was being said,
listen for the whys, make notes on possible categorréé and
themes, as well as maké notes-on the imglications for‘future
thinking, policies, and studies. |

The résearcher;psed a word processor for the typing and
printing of the interview data. A combination of summary and
edited transcription Qas used fqllowiﬁg procedures outlined
by Bogdan and Biklin (1982'), patton (1980), and Gorden ‘
(1975). Tﬁe‘interviews startéd with general, factual;‘
background facts, such as years of experience, education, and
so on. As rapport developed and the conversation pfogressed;
the interview data became more reflective, revealing'
thoughts, feelings, and experiences. Thérefore; the
transcription of the tépes were in a sﬁmmary form at the
beginning-of the tapé, pulling out the facts that described
the setting of.the subjects, the context of the perspectives,
as presénted in"Chapter Four. As the interview progressed,
the conversation was more reflective, so the transcription of
the remainder AE the taped material was done largely in

edited form where the taped materialvwas'essentially

‘transcribed word for word, editing out irrelevant words. The
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"word for Qord guotations formed ﬁhe basis of the perspectives
presented in Chapter Five.l

All tapes wereltranscribed making note of'the'footage on
the tape recorder aﬁd typing in that footage_on'the
transcription, so that sections of the tape could easily be
found. Also, any quotation which was used in. the
presentation of‘pérspectives could be double checked for
accuraéy.

The sections were well spaced out to allow for coding

and notemaking during the analysis.

Coding and Categorization

Patton (1986:246) stated: V"Data interpre;étion and
analysis involve making sense out of what people have said,
vlooking for patterns,ibﬁtting together what is said in one
place with what is said in another place, and integrating
what different people have said." In order to interpfet and
analyzé‘the data as suggeéted by'Patton (1980);'coding ahd
categogization was done as recommended by LeCohpte and Goetz
(1982:59), "Creating categbries for coding is the first step
of'analysis, it is vital to the proéess of organizing the
naturally occurring étream of behavidr intolménageable
units."’ The précedures sjggesﬁed by,Bogdaﬁ and Biklin (1982)
were essentially followed. The interview ggide and notes
made fdllowing the interviews provided the initial’basis.for

the categories. The trénscriptions were read through making



unote of the wignificant topics that emeryged from eacﬁ one.
These topics were added to the list of potential categories.
The'codeé were nuhbered on a §eparate sheet, then the
transcriptions wére read word for word,Land appropriaté tépic
numbers were assigned and written in the margin. Anything
that did not fit into the topiés that had‘emerged wefe reaaA
rand reflected upan to sée if they would require creation of a.
new topic heading. ‘ ¢

Once the| topics hag been assigned_to the transcriptions,
the reseafche reflected on the essence of the categories to
see what themes were evident from the déta. 'Bogdan and'.
'Qiklin (1982:i73) discussed themes and topics. They stated,
"A theme is some concept that émerges from your data: 'some.
signal trepd, some master conceﬁtion, of key distinctdon;'
(Mills, 1959, p.216)." They defined a topic, "Like the
theme, the topic isﬁpervasive~iﬁ your notes, bﬁt it is more a
unit of a particular aspect of what yoﬁ were studying than an
idea about it. A theme is conceptual; a tdpicAis
descriptive." They further added that, "These wdrds seldom
can be applied definitively'to a focus in a given,paperf
Often the focps will be a hybrid, haviﬁg elgments of all
three (thesis, a proposition you put forth and then argue;
theme; and topic)."™ Five major themes emergedoerm the |
categbfies and comprcr:nsivély covered the general’ |
perspectives of ﬁhe Subjects. With the theme€s in mind, the

coded transcripts were reread to check for relevance and fit.
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The subjects were contacted,uand the analysis and
'emergent themes were presented for.comment and verification.
The verification for Valldlty by member checks was descrlbed
by Guba and Lincoln (1981:186) "Host ver1f1cat10n or member
dgecks involve checking the experiences the researcher has
had against the experiences and understangings‘of members of
the. group.” Leéompte'and GoetZ'(1§82:47) stated:r ‘Finally,

. in cases where presentationvot;tﬁe perspective of

. participants is importamt, ethnogfaphets must demonstrate
thHat the categories are meaningful to the participants,
reflect.the way participants- experience reality, and actually
are /supported .by the data.”;BBdgdan and Biklin (1982:30)
stated that, "Qualitative.researchets are concerned witﬁ
making sure they‘cathre perspectiVes\accurately." The
themes seemed to reflect tﬁe feality of these subjects witﬁ
‘minor 1nd1v1dual differences or variations. All subjeets.
reported that they could see themselves and that the themes
presented an accurate plcture of their perspectlves.

- Through interaction with colleagues & ~:t this ‘study,
other administrators in the fielq and other qua;itative
researchers provided verification of the techniques and of
the perspectives; "The amalySis procedures,,emergent.topics
and themes Qere'diScussed with one of the pilot.su?jects,
‘with colleagues doing similat research, and particularly with
-a‘member of the thesis committee for,suggestions and‘for

verification of the utilization of suitable  techniques which
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would address both the purpose and trustworthiness of the

>

study

PRESENTATION OF THE FINDINGS

@t

The context Gf the perspecti&es are presented through a .
description of the situation or setting of each of the

~assistant principals involved. ‘This includes a description

of their time allotment, duties, training, experience, and of

the policies»and guidelines regarding the . assistant principal .

‘within their school and their school district. Verbai
conflrmatlon of the accuracy of the 1nformation was, also
obtained from the subJects. The context of the perspectives
is presented in Chapter Four. .

The perspectivesvof the six assistant principals are

presented through the themes described in.Chapter‘Five."

These -perspectives are .provided through the use of' direct

quotations. Patton (1980:28) stated;”

Direct quotations are a basic source of raw
data in qualitative, measurement, revealing
respondents' level of emotion,; the way in
. which they have organized their world, their
-~ thoughts about what is happening, their ©
‘experiences, and their basic perceptions. The
task for the gualitative methodologist is to
provide a framework within which people can
respond in a way that represents accurately.
and thoroughly their points of view about the
world, or that part of the world about which
-they are talking...

The researcher attempted to include sufficient quotation

to ensure understanding of the perspectives of the subjects
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and to promote the credibility of the findings. Patton
(1980:343) indicated that, "Sufficient description and direct
‘quotations should be included to allow the reader to enter

into the situation and thoughts of the people represented in

the report.w

TRUSTWORTHINESS OF THE STUDY

Many of the measures employed to ensure the

trustworthiness of the study have been presented throughout

the methodology chapter. However, a summary is presented.
here to outline the techniques utilﬂ;éd by the researcher.
Guba and Lincoln (1981:103~127) presented yéys‘that
qualitétivevresearchers can meet the teéts of rigor. They
‘summarizedﬂthe asﬁécts anq appropriate terms as: truth value
--— credibility; applicability_?—— fittingness; chéistence

+ ——=auditability; and neutrality “-- confirmability. In their
v?iscussion of teliab?lify and vaiidity'in ethﬁodrabhicv
feéearch, LeCo@pte'and Goetz (1982) indicated that

comparability and translatability are crucial to the’ ® /)

)

application of ethnographic research.
" The reliabiliﬁy or replication of the interviews woui@l\v
be difficult to guarantee due to the human element of both

the intef?iewe} and the interviewees. LeCompte and Goetz

kl982:3%) stated, "because human behavior is never static,xno
. study can be replicated qxactly, regqrdless of the'metﬁodsi
- ané designs empldyéd.“ It is acknowle@ged*that the

a
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interaction and rapport would not be identical for even the

same interviewer and interviewee. Additionally, people's

perspectives can shift 'and varyiyficom time to time depending

upon their'situation~andxframe§g%m‘ind. .fhe study design
could be replicated by other reseerchers using the same or
 .other eubjects and perhaps the sameApefSpectivee‘would\be
found, ahd/or perhaps new perspeetives would be discovered.
Howe&er; through description of those who provided the
data and the setting or context where the data was eollected,
comparability is possible. Guba and Lincoln (198{:150)
indicated that.appliéabiiity could be assessed by considering
the degree of fit)between the working hypotheses, |
propositions that arise from a particular investigétion, of
the context in which they we;e generated and ef the context

in which they are to be applied. Through description of theh

research methods and:proeedures, translatability or

auditability is possible.
wBased on the data collected duriqg thie st“gy,ethe
ycredibility er truth value of the studylis crucial.
‘Credibility and neutrality'were.addressed by: structurad
corroboration through member checks and triangulation;
'eaﬁareness of effects of the researcher's presence and
iévoldement with thersubjects; awareness of possible .

researcher or subject bias; traininyg of the researcher in

interviewing and research techrnfgrues: -areful recording and

—~

the "'1gs

rh

scrutiny of the data; and presentaf o

o et S A s oo
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through direct quotation.,. Internal reliability was addressed
through the use of mechanically recorded data, and beer
examination. The field research interviews were done during
'h‘the same month, thus reducing hist;ry and maturation thjeats;
The rgsea;cher was trained in interviewing techniques through
univeréity courses: nEducationa1 Administration>521,
Supervision of Peréohnel; and Educational Administration 512,
Reseérch Design. The researcher was aware of and’aﬁtempted
to minimize researcher.effect and researcher bias.. The
fesearchef was of:a similar age, educational background and
professional position as were the subjects. The researcher
waswfamiliar and comfortable with the language'used énd the
si?Lations described by the éubjects. |
As sources of triangulation; people in different’
, e
.L:: "~ administrative pbsitions, principafs and centfal foice
staff, who had an influendg on thé assistant principal were
’//inferviewed; documents of_statéd'policy and guidelines
///— ‘regéifing uhg assistant pr}pcipal were studied; and
. obser&ation of interac£ions, p%yéical setting, and nonverbal
communicatioﬁ were used. Thesé.provided other views of the |
assistant principal and served to provide a more éomplete |
.picture of their world. |

The researcher agrees with LeCompte énd'Goet2<(1982:55)

who stated: ' o ' ) *

Attaining absolute validity and reliability is
an impossible goal for any research model.
Nevertheless, investigators may approach these
objectives by conscientious balancing of the
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various factors enhancing credibility within

" the context of their particular research

‘problems and goals.

The methods selected for this study were chosen in an
attempt to appropriately address the purpose of the study in
the most credible, valid, and truthful manner..

ETHICS

As the researcher began interviewing, the sense of
respoﬁéibility‘fef being highly ethical became profoundly‘
evident. The ethical principles suggested by Bogdah and
Biklin (1982), 'Guba and Lincoln (1981), and Spradley (1979)
were adhered to by éhe researcher. Spradley's (1979:34439)
principles inféummary forh are: \consider informants first;
safeghard iﬁfofmant's rights, interests, and sensitivitiee;
cohﬁunicatevresearch objeetiQes; protect the privacy of
infermants; do not exploit informanﬁs;'and make reports
available to informants. |

The fesearcher needs to assure coAfidentialiey 56 that
‘tﬁé ;ubject’feels cemfortable ig'talking about the negative
.,dﬁbeets as well ae'the positive aspects withoat.threat.. The
reeearcher described how the study would be presented, that
there would be no names' used, that the pe;spectives weuld be
gfouped fer presentation ia a chapter separate from the E
'eﬁéjeeb.deggfiptions, and bhatvanythingvthat could
'potentialiy make a subject vulneraele wodld be concealed or

its use would be dependent upon approval of the person

“«



involved.

The su;jects appeared very open and honest, particularly
as the interview progresséd and trusé‘was estdbliShed.
Confidential’thoughts and experiences emerged at times, ‘and
the researcher felt a keen sense of -responsibility to be
highly ethical in the handling and preéentation of the data.
The transcriptioﬁ was élways;done in absolute priva;y and the
subjects were aware of who would "have access to the
information fqr validity chegks.

Ethics are of/prime importance in any research but

. particularly in a situagion where.prust is developed and

confideﬁtiality is assured.

“En




CHAPTER 4
»
THE CONTEXT
The purpose of this chapter is“tO‘prdvide a description

of the professional environment of the six assistant

principals. It is anticipated that through this description

of the context of the. perspectives presented in Chapter 5,

14

greater underst 1ding of the study, and to a certain extent,
generalizability, will be possible. | |
The chapter has a description of the school district

'incldding the approximate size!, and policies regarding thé
vroie of the aséistant principal. - Information on selection,
‘training, job déscribtion,.and evaluation are provided for
each distriét, This information is baéed on interviews with
.assistant superintendents, area éuperintendents,‘df'
'supervisors of personnel in eaéh 6f thé central-offices, as
Qell'as writtenldocumeﬁts from the respective operational
handbooks. .In some cases, the statements are taken'verbatim
from the handbooks, however,'to assure confiaéntiélity the
source is not named. | |

| A brief description of each aséistant principal's
situatioﬁ, including the séhool size, and administrative and
\peaching dutieé, as welliés their educational training.and
experience, is provided. |

A description of the respective principals' comments

47
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regarding the assistant principalship, based upon both their
own past experience and present views is 1ncluded
All names have been changed or omitted to assure

confidentiality.

SCHOOL DISTRICT A

This school district has a total teacher count of
approximately 760 and a pupil count of approximately 12 5600.
Of the twentylone schools that offer kihdergarteh to grade
six, one does not have an assistant principal. Many have
both an assistant érincipal who is secend'in authority to the .
psincipal’and a vice principal who is third in authority.

Minimum administrative appointments policy states that. there

shall be "an assistant principal at eight teachers and a "

RN

Vice—principal or additional assistant principals before
twenty-two teachers." The-administrative time granted to
schools is one thlrty -minute perlod for every nine students.
The dlstrlbutlon of administrative time 1is dec1ded upon by

the princ1pal usually 1n'consultat10n ‘with the a551stant

g f

~principal and vice- pr1nc1pa1 if. appllcable. Assistant

e

,pr1nc1pals receive an admlnlstratlve allowance equ1va1ent to
60% of the principal's admlnlstratlve allowance.
Vice4prinicpals receive the equivalent of 50% of the

o

principal's administrative éllowance.
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. Selection

Persons interested in administrative careers eubmit a
general admlnlstratlon appllcatlon which is kept on file in
" an admlnlstratlve pool When interested in a specific
positiOn,'candidetes notify central office fequesting.that

their file be activated for this position.

There is a written policy in the opefétional handbook
for schools-regafdiné the appointment of administrators.y»The
criteria fer selection include:’ education; traihingfapd.
preparation; experienCe;'personallattributes; leedership
potential; organizatienal ability; position suf?ability;
'pr1nc1pal S expectatlons, career plane;‘publicdrelatiops; and
.references. The welghtlng of the criteria used is not
necessarily uniform‘and is dependent upon -the specific
position ﬁo'be filled. |

‘fhe method employed is as.EOllows:

1. The 1n1t1al paper screening is done by a
committee consisting of the Deputy
Superintendent, Assistant Superlntendent
(Personnel), and Assistant Superintendent
(Curriculum and Instruction). .
, 2.° The "short list" is presented to the
Superlntendent. ' _
3. If the position to be filled is that of an
assistant or a vice-principal, input from'the
principal is obtained.
4. 1Interviews are held if.deemed necessary by
the Superintendent or his designate.
5. Prior to the . notification of employment,
.the name is presented to the school trustee
for the area concerned and if time permits
also to the Personnel Committee and/or to the
School Board,

-There have been rare exceptions, but experiencé as an

5



assistant pridcipal‘is usually a prerequisite in the

selection of princ&pals.

Training

There is no formal training program at present.'
Training is considered to be on tpe job,, through the
. : /|
principal. School District A anticipates that a specified

training program will be established within the next two

years. .

Evaluation

The assistant prindipalship is an acting position for
the first year. A'supcessful evaluation is;required for the
 actihg positién ta become ; continuing assistant
principalship. ,The,eValﬁation ts informal énd consists of an
interview with fhe principal and thé assistant principal by
central office sgaff; ‘

o

Duties

There is a generél policy statement of the duties and
responsibilities of assistant principals and vice principals

in the operational. handbook for schools. It states that:
The assistant pr1nc1pal and the v}ce -principal
assist with the administrative duties and
responsibilities as assigned by the principal.
Although their responsibilities vary, the
broad categories of their fupctions may be:
[




educational, executive, managerial, and public
relations. Even though each member of the
administrative team may have specific assigned
'dutiesjand responsibilities, each has the .

‘additional responsibility of contributing to
the efﬁective and efficient operation of the
school. When the- principal is absent,, the
assistant principal shall assume the duties
and responsibilities of the principal. When
both the principal and the assistant principal
are absent, the vice-principal shall ‘assume
the duties and responsibilities of the
principal. ' ~

a

General Comments ‘ . .

' . ’ ' ; B )
- School District A felt that the assistant principal does
Lk ~ ‘ . i

fulfill a definite need and that the positidn is a training

ground for futureap}incfbals. Also, that perhaps not enough

is demanded of principals in providing a variety of tasks‘f¢r

the assistant principa1 and vicé-prfdcipal{ This may be:éj’
requirement in future school evaluations. 'Séhool efjluations
and administration evaluations now assess the exteng}to which
the'adminisﬁration within a school oberates'as an
administrative team, | |

e . .
Inter-visitations of the assistant principal to

different schools are possible and are done at the request of

individual as§istaht principais.
It is prediéted that there will be a change in the.role
of the assistant principal. Since there is a tfend_tbward a
, 0
greater emphésis on the evaluation of program and staff
within schools, the assistant- principal will need to become.

more involved in evaluation.
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' Assistant Principal 1-A

" Assistant Principal 1-A has taught for twenty-one
years, fourteen of which he has been an elementary school

assistant principal. He has a Bachelor of Education degree.

He was an assistant principal at one school for eleven years
and has been at his present school for three years.

This school has 284:students in kindergagﬁen-to grade

oA

six. There are 16. 6 certlfled staff equ1va1e 4 ;"Ling

the prlnc1pal and the- assxstant prlnelpal*”’

learnlng a551stance teacher who has 60%*t

room teacher. who is;full-tlme, auqounsellor'dﬁonb

and a speech therapist whs”hés 10%-time.V,Theté ié‘élsé.a
library clerk who has 70% time..

The assistant principal is assighed 58% administrative
time and 42% teaching tihe.v He teaches grade si# math,
séiencé, health, and grade five Sciencé.

The principal has 70% administrative time and 30%

teaching time. He teaches grade six math.

KR
SO0,

The principal and the assistant principal mutually
deciaéaon the distribution of dufies,based'on what has to be

dbne éﬁd who is best able or would most like to do it. :The
basic duties of the aésistant'principal inclﬁde: making

morning announcements; coordinating grade group curriculum -
meetings, track meet, and science fair; setting up *

timetables; and communicating with staff and students for the

smooth running of the school;-The principal and the assistant

a

1
. :_cf.
Co
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principal Qork together to develop the budget, then the
assistant principal keeps track of the budget book.
Discipline is handléd by both thg assistant principal and the
principal, depending on who is available. Serious cases are
decided md;ually{ Thé\assistant.principéllassume§ the dutiés

[}

and responsibilities of the principal iﬁ his ‘absence.

The'Principal of 1-A

‘ o ]
The principal of 1-A taught for 14 years before getting

an assistant principalship. He was an assistant principal”
for six years, three years each with two digferent_ |
”férincipal one of tﬁose sSix years was'fruétrating-——he had
-little re-ponsibility and_littfe administrative time. The
other yéars were véry good. . His best experience was where he
‘was assignéd jobs and was given the ré#ponsibility to dé what
“he had been assigned. He has beeﬁ a principal for eleven
years.

One of the changes he has seen through the'years '
regarding thé assisgént principalship haé,been direction from
central office as to administrative timé allotmeht. éentral.
office suggested a three-way split whereby the principal gets
two-thirds of the administrative time‘and the assistant
,‘priﬁcipal gets one-third-bf the‘adminiétrative time.

He credits central offipe\with»selecting, fof a'sghOOl,

+

administrators who complement one another. He;also thinks

G-

that they pick principals who can train the next round of -

.‘/‘

T
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o | ' T .
administrators as well as run the school effectively.

|

He feels that the assistant principalship is a training'
éround for future principals and definitely sees.it-es his

job and hisvchallenge to efféctively train his assistant o
principal for_promption. | |

He feels that the;assistént.principal role is essential
to the running of the school _ Also, ag a training ground for
future pr1n01pals, the a551stanﬁ pr1nc1palsh1p cannot be
matched. ' In the principal's absence, an assistant principal -
canvbest,see to the runnind of the school. He feels strongly
that the principal and the assistant principal should be
partners, working as a teem. ,"W ' "

AWhen looking for an assistant principal, he wants
sdmeqne who: épmplements his strengths andoweaknesses;‘has
epinions and is willing to express them; is organized, |
industrieus, and wants'to learn; and is willing to‘try-out

ideas,” and to take risks.

Assistant Principal 2-A"

¢

Ass1stant Pr1nc1pal Z=A has beenAteachlng for ten
years, three years of which she has been an elementary school
assistant principal-at her present school. .She has a
Bachelor of Arts'deéree and a Bachelor of Education degree
from India and a.Baehelor of Edueation,dégree'inlcanada, as
.well as six half—coursés in Educationel Admrnistration.l

ISy

\

y - | ¢
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Apresently. It is considered to be an elementary school, but

the grades shift according to the need and facilities in this

area. There are 27.7 teacher equivalents including the
coupsello; who is full-time; a full-time corrective
:eading/iearning assistance teacher; a teacher librarian who
has 70% time;. a fuil—time:eaelosed learning assistance

teacher: and a full-time opportunity room teacher,‘the

. principal, assistant principaiy and vice principaI,

- The assistant principal has 64% admlnlstratlve time and
36% teachlng time. She teaches language arts to a grade six
homereom elass.» A ' o,

.The principal has 868 admiﬁistra;}i\ye time and 14% .
teaching time.v There is also‘a vice éfiacipal who gas 36%

...A

A

) T
admlnlstratlve time and 64% teachlng tlmé'
P S -h'

The admlnlstratlve tlme 1s dlstrlbuﬁed by the pr1nc1pal
A
The” admlnlstratlve duties are decided by the three

administrators. The assystant-prlnc1pal 1svreSQOn51ble for

ordering supplies and materialsf supefviSien of instruction

u.

in language arts and special educatlonuacbordinating,

I N "

,Janltorlal'serv1ces, screenlng secretarlal services; and

classroom supervision. The disc1pllne duties are shared ahd

are handled by any of the three administrators, depending

> -
. - . - r

upon'who is available. The assistant principal assumes the

duties and responsibilities of the principal in his absence.
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The Principal of 2-A

- . , ) / [
©  This principal taught for three years before becoming an
l ) 4 ‘
a551stant pr1n01pal He was an assistant principal for fid®
| iR

years but was not granted any administrative t1me. Hisi

|
responsibilities were.minimal, but any duties were performed

outside of school hours since he was teaching full-time. He:

T
has been a prlnc1pal forynlneteen years.

Over the years he has seen an 1ncrease “in 1nvolvement

“with curriculum and. supervision of teachers. He feels that

- can run'the school and.&ag

as the demand for evaluatlon of schools and programs

increases, the assistant principal may be required to take on

’moﬁe of this in the future.

He sees the a551stant pr1nc1pal as being very essent1al
to him as a prlnClpal espec1ally as a llason person between
teachers and the pr1nc1pa1 The a551stant pr1nc1pal is able

to sense the posltlon of- the StaLf on various 1ssues and
v .

fw'therefore prov1de valuable advice. The assistant pr1nc1pal

is also valuable as someOne to bounce ideas off———tb prov1de

‘s

that other p01nt of view. The ass1stant pr1n01palsh1p should
" be a learnlng experlence ‘for leadershlp in the school He

sees 1t as part of his role to train the. a551stant prxnc1pal

o

e

S by prov1d1ng a varlety,of’experlences so that the a851stant

. oY
» . X

> T o

of the prlnClpal. &e fevls that there is a, lot to learn, but

in four or flve years,

/

il
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The'characteristics that he looks for in an assistant
principal are:- someone who is hard-working, who can get along

with most of the staff most of the time, and who can

3

complement the strengths and weaknesses of the principal.

’

. : . . |
: , e -SCHOQI; DISTRICT B
ol - S N/ AR :
This school dl&Lrlpgqhas approximately 1500 teachers and
¥ PR
~<n “'
a pupll count ‘ofy agﬁto«lmately 27 400 of tne ?4 sdhools

that prov1de educatjbn for klndergarten to q&ade 31x, nine do
Y

not have an a551stant pr1nc1pa1 SchOOlscwgth e;ght or more

- teachers have an assxstant pr1nc1pal L Schools w1th
twenty flve or more teachers have’a secogduasS1stant

Jz‘ o
pr1nc1pal The general admlnlstratlve;tlme granted to .
schools ds.ong fuLl ty%e equ1valent admlnlstrator for every

5

300 students. The dlstrlbutlon of the admlnlstratlve time 1s

u

worked out between the pr1nc1pal and the a351stant pr1nc1pal' s

. C .

w—land is based on what their reSpectlve dut1es w1ll be. The ',

L

a551stant pr1nc1pal recelves an allowance equxvalent to 60%

A [l
§

- N o2
of the pr1nc1pal s admlnlstratlve allowance, a second )

a551stant pr1nc1pal recelves the equ1valent of . 50% of - the_

principal‘s allowance._

£y
"y

Selectiond o .
“ﬁk

Ind1v1duals ‘who.are 1nterested 1n pursu1ng an
©

admlnlstratlve career are. requ1red to complete the

ﬂ@ C :.:.Q., .
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guidelines for administrative appointments. There are

58

application forms for an educational administrative position.
school District B has a comprehensive wri;tén policy

O . |
booklet regarding the application, regulation, -and

criteria fgr selection with point$ allotted for eéch
criterion outﬁig a tQtai of 57 .oints. .The'critefig

for selec?ion and the weighting ofbboints include: the
princibal”s recommendaﬁién --- ten points; a school staff

opinion survey --- fifteen points; a central administration

assessment interview --- ten points; faith

_commitment --- five points; philosophy of education --- five

points; pfbfessional'training --- five points; e?ucational

experience --- five points; extracurricular, co-curricular

and community involvement --- two poilnts. e

The procedure is implemented‘by an administrative
.33

candldates committee, con51st1ng of three central office

. administrative staff ‘whao are app01nted by the superlntenden;

H A

and three.teacher‘representatlves sho are selected by the -
A.TWA. Local and who are . ineligibie for- an admlnlstratlve

appoin;ment during their term of_offlce. The functlon of the

s

administrative candidates committee is:

_ 1. To screen initial applications for -
. 7 eligibility.
2. Tq. establish a rank ordering of eligible
dministrative candldates for prlnclpalshlp
and a551stant pr1nc1palsh1p from the numerical
«value&aplaced on the required data received
'from each candidate.
'3,  To confirm that the- rank orderlng, as
;prepared by this committee, is utilized to

| .
| o . : . '




and are selected for prinéipalships. In rare occasions

LA

¢ -

make new school administrative appointments.

4. To enable teacher representatives to

report to the A.T.A. Local.

The committee prov1des the rank ordering of

the administrative candidates to the
superintendent for placement prior to the
recommendations 901ng to the Board of Trustees .
for ratification in the spring of each year.

In the majority of cases, assistant principals apply for

principals may be drawn from other.positions such as

department heads.
SEENE

e e '
L 1~71ﬁ%~ - Training

) . . D
» ) *

.}"
There is no ‘formal training program for a551stant
/

kpr1nc1pals. The tralnlng is consldered to be done on the job
'through the principal. 1Inservice programs are conducted

quéky second year for interested candrdates prlor to

submlttlng applications. First year principals and
3551stant pr1nc1pals attend an 1nserv§ce program of

approximately twenty hours consisting of sessions ong’

s

finances, budgetfng, evaluation, student services and
A

‘records,\rellglous programs, and staff personnel. School

Dlstrlct B ant1c1pates that these se551ons w111 be 1ncreased

and broadened as evaluation within schools becomes more

evident.

Evaluation .

2 :
* persons who are in First year administrative positions

e A
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are considered to be in acting positions. They are appraised
during that year and must indicate in writing whether or not
they are 1nterested in being con51dered for a permanent

¥

admlnlstratlve position the following year. The appralsal

consists of a general written statement by the'principal

regardlng the a551stant pr1n01pal s effectiveness in that
role. The report is submltted to the area superlntendent and

one copy is given to the assistant pr1nc1pal Based on the

L
VCFW‘“W
IR

”eontinﬁing designation to the superintendent and the board of

~ report, the area superintendent makes recommendation for

7

. trustees. ‘ ,

Duties 3

There is a genefal poliCY'stetement for the duties of
the assistant principal. It states that:

' T
. 1. The assistant principal, in adéition to
H teaching duties, shall have administrative and .
supervgéory duties .assigned by the principal -
~and he 8hall be responsible to the principal
in the discharge of such- dutles and .
responsibilities. ! -

2. 1In the absence of the pr1nc1pal, the
assistant principal shall assume the duties,
responsibilities, and authorlty of the
pr1n01pal. S . R

: The role dejcription is. worked out between-the principal

~

, ¥
and-a;ggetaht principal as each‘school is th0ught to be

\‘4/'; ot } /“
uniqu%. ' ':::2.;_ X
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',' : - General Comments

The assistant principal role is seen as essential to the
successfpi operation of the schools particularly as part of
an adm%nislrative team. It_isha‘supportive role for
_principaLs who have an increased work load cgewto added
reSpcnsibiligy for COmmhnity involvement.and for professional
development\bf teachers. The role is also COnsidered to be a
.necessary'training ground for future principals. |
It is thought that}in the futhre, the assistant
‘principal will take on more of theiprofessional leadership
rele as ;he prihcipal does'more in the area of evaluation.
Assistant principals are now assisting in rhe appraisals of

' teachers in some cases.

Assistant Principal 3-B

4 . .. . . . ’ .
Assistant Pr1nc1pal 3—B has~taught for ten years and is

-

presently 1n her f1rst year as an elementary school as51stant
pr1nc1pal.~35he has a Bachelor of Arts- degree, aJProfe551onal
Diploma After Degree, and a GraduateaDlpipma in Reading and

Language, -.

~

This school has 250 students in kindergarten to grade
six. There are 12.4 teacher equ1valents 1nclud1ng the
pr1nc1pal, assistant prlnclpal, a counseLlor who has 50%

tlme- two resource room teachers who have 50% t1me each.

Lo

There is an aide who has 40% time in the llbrary and 40% time
Y ,
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4

as an assisting aide for.split classes.
The assgs@ant'principal has 20% administrative time and
' NS | ) ,
80% - teaching time. ‘She has a'grade'six home room class in

which she teaches ‘all subjects except French, social studies,
N ‘ T

and retigion.

fhe prineipal has 70% aqministrative time and 30%
teaching time. He teaehes the assistant principal's class
social studies and religion, as well asxteaching an,’

enrichment class.

™

The principal and -the aSSistaQt principal talked about

what the assistant pr1nc1pal would feel comfortable d01ng in

tk\

S
determining the duties of the as51stant pr1nc1pal The
assistant pr1nc1pal has been requnsLble for: patrols,

textbook rentals, the literature: program, llbrary ac';VEtles,,l?

spec1al events such ‘as contests and fleld days, materials and

' AR
. testing supplies, working informally. with teachers(and

N coom

students}'and working on a d¥scipline program stressing

responsibility. Discipline preblems are dealt with by both

the_prinCipal and the assistant prineipal. The assistant

~principal assumes the duties and,resbonsibilities of the

principal in his absence. 2
i e
‘v';k‘“ . . _ ) | . N X .
e o The Principal of 3-B.

'The principal of 3-B taught for five years‘before,
\

becoming an assistant principal. He was an a551stant

;prlnc1pal for. four years in three Q1fferent schodﬂs. He
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basically enjoyed his experienceés as an assistant principal

but remembers that he worked “awfully hard" particularly for

the first and secdﬁd*years. He)was,doing programming,

'

timetabling, and many extracurricular activities. He
favorably remembers that he had the confidence of his first

‘principal who gave him a lot of authority, and let him have a
S ;
"lot of rope." 9
s ‘ :

He feels that Ehrough the years the“schoélsjhayegtaken

.

on much more of the total eddéation of children and that )

administratorS'spehd a great deal of time programmin§~and

1

T ' C e . ,
manqging all the extras that seem to fall on the schools now.

He feels also, that administration is much more aware of the

qualities and eﬁfectiveness_ofiteachers.
He feels that the role of the assistant principal is

essential to him primarily as a liason with staff and_

students. He sees the training of,the‘aséistaht principal as

an~imporbant part of h;s role; He feels that‘aésistant
principals tend té:p?gkbup afiot through observatibn put thaﬁ
. they also need.td talk about and anélyze wﬁat they Are
learning. » ) S . ',h‘

If he had the opportunity,to select an ggagstant,

principal, he would look for someone whoJcoUlé'see a number
of viewpoints,‘wﬁo was flexible, a jack-of?all—trades who
wouldn't mind moving about.with_coUrses and curriculum,

someone who was willing to do extracurricular activities, and

someone who has discretion,

Q
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In view of the limited number of principalships
available to aspiring édu%ators, this principal feels that,
there may be a need to redefine the role.and to use a
different title for those wishing to move ub into a
principalship and those wishing to be career assistant

principals. The title "assistant principal," he feels should

AY

‘indicate an internship program for.those intending to and

~

‘preparing for moving up to a principalship.

Assistant Principal 4-B

A

Assistant Principal 4-B has taught for ten years, three

of which he has been an assistant principal. He was an

——

assistant principal in an elementéry/junior high school for
twolyears and has been at this;elementary school for phe

current school year. He has a Bachelor of Arts degree and a

Bachelor of Education deggee.

This school has 263 students in kindergarten to grade

six. There ‘are sixteen certified Staff'including the

-

prfnqipal and the assistant principal. There are eleven

full-time teach%rs‘@nd three part-time teachers including a

Lt e -
s # U

counsellor whé ‘has 40% time, a resource room teacher who has

40% time, and a full-time learning.center teacher. There is

a clerk typist librarian who has 30% time.

The assistant principal has 40% administrative time and
teaches 60% of the time. He teaches a grade five homeroom

class’ language arts, math, and physical educatioh, as well as

%
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a grade three physical education . class.
The principal has 60% administration time and teaches

W )

™sthe 40% resource room time. ' N\

\

1
‘pﬁﬁkprincipal wrote out what she wanted the assistant
princiégi to do, they talked about it andtrevisedv;he list of
~duties to include working with the budget. The assistant
principal's duties include: textbook rental; oraering of any
textbook related supplies; playground-reléted-discipiine;
teacher supervision schedules; curriculum and supplies for
upper elementary languége’arts, and all of the school's
science and physical eéucaéion; some éiassroom'obServation
and first year teachers appraisals} aﬁd finances in
' cohsultation with the principal. General discipline brobiems
may be handled by éither'adminis;réto:‘and serioﬁs’casés‘are
handléd by boﬁh'the aséistant principal and-pfincipal. The
N assisﬁant'principal assumes the duties and fesponsibilitiés
ofithe principal in her absence. s
C “ ‘ _
The.Principal of 4-B ey
The principai of k—B‘was grénted‘an hbﬁofaiy posit Hn
as an asSistanE;priﬁcipal when sﬁe'was nineﬁeen’years old.
She ﬁad.a Bachelor of Arts_degree then and feéls that is why
she,gpt the'position;‘ She was noﬁ granted any administ;at¥§e
'tihe nor' duties.. Following that she waéﬂén assistant =4
principal in an,elementary/junior'high school for three
AYeaps. Sﬁélhad:tWO"thiftYinve minﬁtei p¢p£ods a week for

)



administration time and remembers it\as an unhappy times She
made up her mind not to have anyone experxence what she did
as an assistant pr1nc1pa1 She has been a principal for
sixteen years,

She felt that pr1nc1pals in those days were looked on as
demi-gods but today feels that is not so, that admlnlstrators
are more servants to teachers. She‘feels that administrators
today operatevmore as a team, but that the final
responsibility still rests with the principal. She feels
that assistant.principals should bé included as members of
the admlnlstrators' assoc1atlona\ | h

The role of the a551stant pr1nc1pal is essentlal to the
nrinCLpal, she‘suggested because besides ‘the added strengths
and abblltles, the ptln‘01pa}sh1p can’ be § lonely job, and the
sharlng through an admlnlstratlve team can.be a real assetﬂ

L . 5
she feels that'there should be a balance(between'meﬁ'and
women in an administratiseiteam and éhat their,abiiigies
should complement on€ another. .

She sees it as her role to train the a551stant
iprindlpala She talks to them to determine what they:haVe
»done, ehat they would like,toAdo and tries to ensure that
'everythindeould be covered over a three'year perfod as |
-preparation for a pripcipaIShip. She has not yet met anxone
'who wants to be a career-assistant pr1nc1pal She feels that

the assistant pr1nc1pal role should be more; deflned at the

system level, P
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If she was able to select her own assistant principal,
she would look for someone who is energetic, "has‘lots af
personality," cares about children and teachers, has a broad

experience and knowledge of programs in order to be an

educational ﬂeader, and who has a de51re to be an
=

adminlstrator because of commitmehx to students and teachers.

-

SCHOOL DISTRICT C

\ | >

This school district has approxlmately 4206 teachers and

a pupil count of approxlmately 67 200. Out of 125 elementary

schools, 43 have a351stant principals. The general guideline "

tor adding an as51stant pr1nc1pal 1s when a school has 300 or

N

more students. No elementary school in thlS distrlct has

‘ more than one a551stant princ1pal Administrative time is

'granted to the school generally on “the basis of number of

classrooms.D For example, three to five classrooms would get
one—half day per week;‘sir'to seven classrooms'f~— one day
per week; eight%to‘nineiclassrooms --- one and one~half day
per weeh; ten to‘thirteen classrooms =--- twohdays'per Qeek;
fourteen to sixteen classrooms —-éhthree'days per week;

seventeen to nineteen classrooms. --- four days per week;

twenty to thirty‘classroomsv:—- fiGe and one-half days per

S S ,,-i-v PR

week; and thlrty—one and over. classrooms - 51x days per

week. The pr1nc1pal, usually in consultation w1th the staff

regarding priorities, determlnes the amount of adminlstrative'

v . . d B
time allotted to the assistant principal. The assistant

SEPRIUFS S

PERIONINESET P VIOE I
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- e | 8

 principal receives an administrative allowance equivalent to

50% of the principalfs administrative allowance.

‘selection . ‘ .

There is a written policy for the appointment procedures
R . ' . .

for positions Qf 1eadership. Interested employeeé may attend
a career opportunities informati&n session held éérlnggn_the
school yeér prior to a call for general appliCations, The
infdghation includes types of posiﬁibns, qqélifdcations

1%
required, job expectations,yandFQrOCedures for appointments;v',‘,¢

Sah

_Intereéted candidatés submit a general appliéation at the .

nginning of each school year. A written note to Personnel
; : . : ot

Services re-activates ap
' : X

lications from the previous year.
. . [ i ':-K . .

‘Each candidate must have!
‘ B v o A B :
certificate; an undergraduate degree from.a UAiversity; three

4

.minimum of: a teaching

years of successful experience; as an educator: a current

written evaluation; and assessment on leadership experience,

evaluations, and references. "The procedures for-the
. . :

assessment of candidates is determined by the supervisor

(principal} having the vacancy," or, as is usually the case,

the principal requests "thg assistance of support services to

A

ey

review caﬂdidate'information, screen dutside reférehces ahd
se* .Further screening procédures;" |
adership exéeriehce is assessed by a member of
: ;'sé;vicés, oﬁ the basis of the candidate's
'applicatioh énd”gesume. ~Credit'rs'giv§n.fof dehonstrated

-

4
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leadership in,school, district, community, and professional
. ! " \-d‘
groups.,|"
' ) :
Each district has 3 committee for screening,

interviewing, and short iisting'candidates for school

1)

admlnlstraLlon, con51st1ng of four members, one selected from .

each of the follow1ng groups: teachers, school
administrators, pakents,.and central services administrators.

"Committee members indepéendently complete their ratings of

‘candidates interviewed." The committee is chaired by a

member of the personnel department, nho does not rate the
candidate. Generally, all assistant pr1nc1pal appllcatlons
go through pexsonnel services, who short l1st, then send all»

the information to the area associate superintendents, who

make recommendatlons to the superlntendent and the board of

~

trustees. They may refer their choice to the pr1nc1pal for

~ o
i N ~

concurrence.

- . B ‘m‘_
"

" In specifying the qualifications for prineipale and

assistant principals, the board states that they recognize:
, : " :

-he primary function of principals and
assistant principals:is educgational
leadership. = Candidates con%idered for these
positions shall demonstrate™a readiness for: - .
curricular and instructional :leadership;
developing and malnta1n1ng‘p051t1ve o
relationships and attitudes; developlng,
implementing and evaluatlng concepts an -
programs; developing, a551gn1ng and eva uatlng
staff; and planning and organizing humah and

'phy51cal resources to provide optlmal learnlng

-

environments- for students. : . , o~

5 <

<

R




S R : = S o " ’
L A 5 ARl
. i v‘z"xy

, : . ’7 ";'\ . ) :
= T 1_£g§ining ) ' S

-
2 -
.

'/ There is no ﬁormal tralnlng program. Traiﬁing is On‘tﬁe'

job through the‘pr1nc1pal. A551stant prlnCLpals may call

central serv1ces -for adv1ce if they need it. There is no. ]»“
o~ . , B : : v

EOrmal statement of the a551stant\pr1nc1palshlp be1ng a

i -

tra1n1ng ground although 1t can be used that. way. A551stant

wt

‘pr1nc1pals who are consxderlhg thelr position as a tralnlng

o

“’ground are encouraged to talk to their pr1nCLpals about

A B u

:‘133, gettlng erlence 1n all aspects of the pr1n01palsh1p.

orlentatloaﬂse551ons may be set up. “at the’ request of
/1 ,

¥

'ntendents -or prlncxpals, or may be done by

-

4
- assocxate°su e_

\

aSSOC1ate superlntendents. Some are u51ng a bdddy system forfi

u

. M : - l""" . i - - o Ry
people who are, new. to the aSSlStant prrncxpalshlp. » . :

K . v o
E . oo Lo s N

e T ; g BEBvaluation. =~ . % 2. T

<. . .

L oo g : : . A . .

_ A ‘ w N . ,

: . . U ,

. s / » e e,
:

;the flrst year There is an evaluatlon done by - the

X ; ‘ i
¢ﬁ’“ prrncipal‘ The assesLmentéls passed on tqvthe area assocaate 5
L 2. ' R :
ﬂv superlntendent who makes recommendatlon to the board of e K
Ly “ :
géﬁ?tr- trgstees for, confirmation of designation. - Upon theqapproval
b ‘ / _I)f a’ . ) " . N ' L : 4 ° . ’
gé’*' ~of the board,: the position..is then considered to be ourgoeing. e N
3 : S o : S T 3
: - _ .- Duties ‘ "
VA e . \ N Lo

There is no general pollcy statemght.for'the dutles and -
: . 3.
respon51b111t1es of the. ass1stant er1nc1pal it is con51dered \

»

| 4
&
R
e

J

- . e » i
i

S
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NGER C
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’ : SRR T e e g :
to be the=Same‘as'that £ ified fok the principal. The
£ ~
8 N .
.dutles areé%s a531gned by che principal, usualLy in
consultatlon with the assistant principal. .
e e T ~ General Comments e : '
Y o comier ooy )
% : Co : L oy - g
i “—:3% . . N at ,_e ) 5 v )
- The principal has a grea: deal of al in the

runnlng of. the schodﬁl in consulbatlon with aff, parents,
»and students. The ‘budget is schoolnb : , and diversity to |
meet the needs of the students 1n that~school‘iS‘encouraged;-" v

In this school dlstrlct, the a551stant prlnclg?l fble as é’ ‘}'lﬁ%%

. . Y
btralnlng ground is apparently changing somewhat.ﬁ“There are , ¥ @iﬁ
” few a551stant prlnc1pal pos;tlons in efimemtary suhools | "
;%ge ly because although there are more schools new,‘they 5&?
Adaﬁ _,_‘,"t: .There 1s red%Fed mobllLty fbf”a5s1stant o *i’kﬂé

r~pr;nc1pals _ﬁugh to prghdlpalshlps. Consultants,

Al
~

department head§ and central offlge SUperv1sors may be

J R R o
app01nted to prlnClpalShlpS Mlthout prev10us experlence a%
asslstantuprlnc1pals. S & 2 AT 'x'ﬂ :
R »34 LY : . . o ‘ ) . R '
ER e
o Assistant Prfneipali5¥C .
M O : o X . .'. ' . » - - ’ Y 'lz - lu, )
N R
A531stant Pr1nc1pa1 5-C has taught for elghteen years S
- and 1s n.w completlng her first’ year as an elementary school ‘
. a531stant prlnC1pa1.‘ She has.a Bachelor of Sc1ence degreeJ‘a? frif
o Profe551onal Dxploma After Degree, and two full and three
" half-courses in Educational Administration;
. ‘ : %, S, ‘o —
. 1‘ * ¢ - : | —; N .
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pr1ncf§al s expectatlons and cr1te¥$a for evaluatlﬁp them. L S

fé

et

‘]’V‘

,gre a librarian who has,70% time, and a,resoUrce“roomjteacher

L b‘l N . ’
_Jgrograms, to assist in the seleConn, ay

.evaluat1on, and”retentlon,,transfer, promotlon, reprimand,

uand‘demotion and separation of all staff; to manage the

TR

v

ar ' VY .. \ ‘ . X 3 .')A
This,.¢chool has 450 students and elghteen'classrooms for
/ oo ‘ i ..,
i . VA .») -

kﬁndergarten to grade six.: There are twenty fxﬁe teachers,

f Vo
many of whom are part-time, Included in the twenty flve staff ”

v
N .

who has:70% tiie. There is.Ho counsellor; R R

B

The assistant:principal is assigned 30%“ddminlstrative‘ L
tine and;?d%ﬂteaching time. She teaches a orade four’ | ; N .
honeroom class language arts, math, sclence, health? aﬁﬂ art, S
pas welft;s grade "two- sc1ence. ;‘ . . "i;éi o ;,' ﬁ”‘J
;he pr1n01pal has 100% admlnlstratlve tiﬁe;f,
The aSSlStant pr1nc1pal and the prlncloalysat dgwn in’ iy
'the fa l to 3or$ out a dlvmslon of " dutles ahd -"o&‘ f":‘-'ﬁ~ vQ' .

respon51b111t1es. The dutles wore wrlgﬁ%n out along wlthﬁtheh

B N Lo,

<

The a551stant pr1n01pal s dutles are.,rto act a% pr1nc1pal 1n,' L

52
N £}

his: absence- to develop, 1mplemenﬁ*and monlt&r Qpe teacher N o

9 -

superv151on oﬁ”students, g parent volunteer progra@,-and-a ,,;‘i

DR

étudent safety patrol program» to prov1de leadershlp, advice,

v‘ A
and a551stance in the school s mathematlt- and gl&ted

{ 4

.nment, tralnlng,

)
/

performance, pro£e531onal growth and advancements,jg‘

a s A

7

2

« Sy
parent-teacher conference program; to order, schedule, and

g

_return results of testing;’ to 'coordinate concerts and special’

¢

" events in-the gym; and io share in discipline.and the writing .

’

of newslettersf

<; p . ‘-i j | “,4 4 , f‘ v.;
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%The Pgincipal of 5-C

A ' e ) h L ) R ‘_,—\,.

[

s
-l

'The pr1nc1pal of 5 C was made an assistant pr1nc1pal in

; oL, : : _f A . !

-

“h1s second year of teachmng in a Junlor hi jh school. Then he -

NS
was the a551stant br1nc1pal of an elemenr’ ary/Junlor high

¢ ¥

school for three years., zFollowing th: . =2 was the prlnc1pa
‘oann elementary school for several y ‘rs.N_For the last
seventeen years, he has been in centralloffiee."This‘is his™ )
flrst year back 1n the schools as a school admlnlstrator.

He enJoyed some of the extra dutlesiassoc1ated with his

E] N

.-ass1stant pr1nc1palsh1ps and did not enJoy others, namely the

.strapplng he was respon51b1e for as- part of his JOb as

‘}Jobs, the jobs that nobody else wanted“ In the second cdse

. PR ¥
- ;.l - T Lo R
; exper?gnce._jf~, N o0t B

fa-

s
> o
@ R v -.‘ .

dlsc1p11nar1anm In the’ flrst 51tuat10n, _he had more “go for" - " xi
:7 .

"he got more Q;anlngfu"

'o&s and found he really enjoyed the

»
.,3:(4,
&

Kvd 3 : o
He sees maJor changes 1n~the role todaygfrom when he was

) 3 z’-ﬁ - .

L o (

'gﬁ assistant pancipal. He feeld® that there has been a. <
v A ‘ - :
maturing'of administration in spét1fy1ng goals and P o '

e%pectatlons, and in g1v1ng ré%pon51bll1ty to a551stant

pr1nc1pals. He feels that her\jole today w1ll prepare her
*

for a pr;nc1parsh1p more than his a551stant pr1nc1pal role
because he was ba51ca11y dlven second ‘class JObS. The Job is
o '

much more comprehenslve now. He sees his, a531stant prlnc1pal 1‘,,

v -

e N
as a partner. As partners of a team, the prinCLpal ‘and the

.
+ £y - . "u

9-
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assistant princfpal must know one another well, be.able to

pred1ct thoughts, concerns, and behavior, as well as have a

VR ’
c {dence®in one another.. He feels that although the

‘assistant-principal has,the problem of "riding the fence" .

"

between staff and administration, they cannot afford to sit

5 e

‘on the fence’ as ‘much as they used ‘to.” They must work as part

9

£ 3"
; smgfler schools w1th llmlted budgets
ﬂ¢ -

of a cohe51ve team to run the school as effectlvely as

possible. f = - e ' g

The pr1nc1pal of 5-C feels thaéﬁthe role of the
assistant principal is bgpacally eSSentlal if the school.i&:
i i ; s "
large and/or has multiple programs. 1But he feels that in

one admlnlstrator is

po551ble. -In-the eVent th&tw’here is no. assistant pr1nt1g§1 s

He suggests that there ayﬂg®%6ther ways to get helg,f b

Espec1ally if handlcapped stu&énts aﬂd other Spec1al prggeams
’ I - C j;*):'»r,s‘ . \,
are 1ntggrated 1nto the schools, one person& such as - the w3 &

S, Ty

a551stant pr1nc1pal cannot have all the SklllS and expert1se

needed, so there may have to be ‘multi-teacher leader roles.

vThese teachers, with specific kinds of expertise, would ber

recognized and would  be paid@g&;ough time off to do the work
of helping other teacherskyork more effectively. g o

However, he feels that a good a351stant prxnc1pa%sh1p

¢

experlence is one ofUthe best ways to- become prepared for a

. ] -
- -

'prlnc1palsh1p,'and prlncxpals must be recrulted-from . o

7

‘ ,1f tﬁd pr1nc1pal does not g1ve the assxstant pr1nc1pal

Qﬁ@ ngp& He hoted,that 1n a school based budget 51tuatlon,

‘\}
g o~ l@A -
. - -,xa»?( gt ‘v”" L '-»../. o imhx -3
N

N
’
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. " . ) N o ']‘ . id

:’:\3‘?: - el t“ \ v
meanlngful work, the staff will want.to know why they are

there, since staff are aware “that a551stant principals cost
N p

4 T
more than. teachers. He sees it as part of his role to train.

and develop a551stant pr1nc1pals for future pr1nc1palsh1ps.’

In selectlng anaa551stant gr1nc1pa1 he would lo§k for
&
someone who ‘is strong in helpﬂng children do .as well as they

Lt

can; who has a genu1ne 1nterest and ab111ty to help teachers

do as well,as Ehey can; who has an ab1lhty‘to work with

.-y

“ parents; who is a self -starter and shows a lot of 1n1t1at1ve,

>

who is creatlve ‘and is w1111ng to take risks; who is- honest-

-

mf
who has -a strong background 1n educatlonal a1n1ng, and whdh*
1é*fam111ar with what should be taugﬂ% as well as o g}ih' .
government and dlstflot plans ‘for monltorlng and R “
4¢Qmmun;cat;ngg§esults. 7;; E . ‘.?a o ‘ o
Bl D S \}%a - Y
"+ - Assistant Principal 6-C & o

S

Assistant Principal 6=C has taughtvfor nineteen years,

“four of which he has been-an assistant principal at this

5 ) : . . » | S, '
school.. He has -a Bachelor of Arts degree and-a Master of

' Education degree in Educational Administrﬁtion. ,
This school has 225 students in klndergarten to grade

six and spec1a1 educatlon programs in&ludlng a Tralnable
. ~
Me_-‘lly Handlcapped Program and a Behav1or Dlsorder Program,

-

There are 23 &ertlfled staff 1nclud1ng a counsellor who' has

30% tlme,\a speech therapist wno gasl§p§kt1me,;a language*
] ' ‘ ) » »_ '”..l vr.«ql - ‘_s ,‘ ...- . ) ,,‘.'-"' v .
arts'resougce teacher who ha¥ 60% time; the pr1nc1pal,,anr

) a ’ ' ‘ - ‘ ° ~ l’

W .
! T
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-

the assistant pr1nc1pal There'are"ten teacher aideS* elght:

'work with the spe01al education programs, one ‘works 1n the
11brary, and one does secretarlal work.

" The a§51stant prlncipal has 30% admlnlstratlve t1me and

tgg;hgﬁ 70% of E&e t1me in a grade flve homeYoom class."z‘e

teathlng math language arts, art,: and phy51cai educatlon.

15

:&‘a"y . The pr1nc1pa1 has 100% adm1nlstratlon t1me. - Jﬁ'f

] e The first year the pr1nc1p§¥'wrote out the thlngs that

.‘ L - . ] N . __'3 ..‘y 4 . ,11 s

Tprincipal's“dﬂtiés are still-muchﬁthé%same, howevér; ‘he sets

»Ar

‘his- an d1rectxons to do*what he <ees that needs to be done.
.s 3»«\ 2 " Y J .".""} ‘_d "y : ( B
be areas that he 1s e

1

prlnc1pa1 1n'hls/abse

'e&ggr 1nclude: 'actlhg as

Q!Q ,ﬂ“\

13 .ih> char%fgof teaqher,a

Al
> &

§
@ superv151on of students,\ 1ng care of the houSeleague

‘l N u o N . 1
program belng on the" budget commlttee- reSpondlng ,to”ﬁ'
. 1 T ® : v
‘”spec1al problems, and working on’ spec1al themes and programs

ER
)

for the-school. The pr1nc1pal and the a551stant princrpal
~both handle dlsc1p11ne problems“dependlng on who xs‘u

e ‘_.,’—‘._;*_

ava%lable. P e o fj%%: “ ' 4 T N

9 L L o [

The Principal of 6-C

" .The principal of .6-C was never an assistant principal.

fosy
)

teaching for severallyears, he went back to university

R Y.}

x

r a Master of Education degree in Reading. He then worked

"in central office as a supervisor for seven years. He was
- t

"« appointed principal of this school seven years ago.

-

he Wanted-the assistant br1nc1pal to do. The”assrgtant, ;o J:”



' to a pr1nc1palsh1p.

:,he thlﬂRs 1E§maght be adv1sable to. be an‘\Ji o

.

“Jnncipal flrst, he feels that it is not the only
q

r1nc1palsh1p. In his years as a q‘perv1sor he

BN

‘worked cﬁosely wlth pr1nc1pals, parents, teachers, senlor

admlnlstrat government offic1als, and the board of
trustees,,sovfrOm that po1nt of view he felt he was prepared
for the pr1nc1palship. The deta1ls of runnlng the school,
such as schedullng and procedures, he felt he was not fully
prepared for. However, . when ‘he came to this school,*the"‘

a551stant pr1nc1pal, wﬁ% had been on the job for two.years,

helped a great deal "He feels that given comparable tra1n1ng

'jor experlence in some other way, the gap-can be bridged and

.other p051t10ns be51des the a351stant pr1nC1palsn§g;can lead

K

o Pt B N A‘; x ¥ ¥ . .
"This pr1nc1pal considers it as part of hlS ré"‘to traln

-y

the a551§éant pr1nc1pal for. promoR}on.‘ He .always consults

2.

with the a351stant pr1nc1paI’on a confldentlal basis.. He

'feels that it is good, tra1n1ng¢for the assistant pr1nc1pal to

be anuactlve part of everythlng that goes on 1n the school,

IS

at least .in a consultative, adv1sory manner. k @gg«

'to‘ggnflde in, .to advise hlm, and to share the admlnlstratlve

:'.dutles. Since he has a d1f¥ere t re&atlonshlp w1th the staff

o

.

than the prlnc1pal does, the - assistant princ&pal can offer

valuable_adv1ce; and 51nce he has a351gned adm1n;strat1ve

..
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duties, he can take some(éf the pressure off the principal.
This‘principai felt that if a school was small, with

. g .

aboot 200 sthdents, had a small staff, and a straight
kindergarten,to grade six program, an assistant,prihcipal'
might not be necessary. However, it would depend on the
icircuhstanceszandithe variety of programs offered in the ~*

school whether or not there should be an'assistant principal.

¢3 He hopes that the assistant principal role is maintained

L

o

<5 . ' . ' . ' o .
because of what they can contribute .and what. they can learn.

Good administrators are needed in the schools and the
'assistantgbrincipal isya positive route to assuring that. He

suggests that perhaps an apprenticeshlp prOgram for %%

13

rﬂ{ - princ1pals and 3551etant princ1pals;would be a good idea. 4
‘ Also, perhaps ass;stah: prihc1pals could be glven a half day'
s here.and there to wd&k wlth other princ1pals who were
‘ 1Qentif1edlas_beingrparticulariy'capable in varlous areas. 'A
”Qhroader experience, being anha%sistant principal in a couple
oflschools hefore_hegbming a principal, might be valuable inﬂ
/ 7\he training of administrators. - e o » ;:}jt_

The characteristics--that this principal would look for
in selecting'an assistant principal are: vsomeohe Who}is

Chlld oriented, .who likesf’dﬁderstands, and puts out for .
FO N ‘n
children; someone who has a feel for curriculum, who has - ;-

4

v R : |
expertise ‘in order to take jgra leadership role ‘in the. T

(N

[ 4

L -

. school, to help organlze materlals andrto counsel teachers,

}%bmeone who is a public relations person, who cam deal with

- . -



.
w

":"V .
people, being rational, reasonable, and flex1ble, hp will
A7 1 L '

llsten and bend when necesseﬁ%&,and someone the pr1n01pal can

e

get along thh

-
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CHAPTER 5% o p .

, o : . C "
THE PERSPE&TTVBS OF. SIX ASSISTANT PRINCIPALS

o
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L

‘The purpose of this chapter is to present the

perspectlves of six elementa@? school assistant pr1nc1palsh
: The expression of their thoughts and experlences allows a

wiew of their world'as asSistantvprincipals which may promote

‘Q .
greater understandlng, 1ns1ght, and perhaps dlscovery of

F)

1mp11cat10ns for further study, thlnklng, and pollc1es ST e

relatlng to school admlnlstratlon.
- The perspectlves are presented through major themes

~
»

wh1ch emerged from the analys1$\of the 1nterv1ew data.;

N o

" Within each of these major themes are related categorles. o _4_;@
The a551stant prlﬂelpals' v1ews of their role are presented

'through d1rect qqgﬁptlon of what they sald in the in-depth
. o [ ’ M
1nterv1ews.. Generally, the quotatlons are indicative of -

support for the theme. However, “in order to present a. . L 8‘
Yg’ ! . .

'%omplete and acpurate portrayal of the flndlngs of the study,

N

xceptions toathe essence of the theme are also noted and
A pproprlate quotatlons are provrded.. oo
X v{} p ’ RS}
The': guotafioﬁ@ are’51ngle spaced and a change of speaker

is-indicated by additional!space.- The researcher srcomments
. u A —‘ . ,,%‘.
for clarlflcafﬁon and exten51on are set in parentheses.

3

. W =,
'Quetatlons have been-edited to the extent that 1rrelevant
. .
J‘—‘) C
pauses, um, uhs, and 1n51gn1flcant a51de comments have been

« "’-:
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omitted, always with an awareness of preséfving.the intent of
. the qudotation. The researcher has omitted details.or has

. o \
substituted general terms for names or places which may
identify the subjects. The pronoun he will® be used
throughout in the researcher's comments, eXCept where the

gender of the eubjebt is significant to the understanding of

the'quotation.g;? _ ‘
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In descgablng why they applled for the 9051t10n, how

"N

i

-
‘they got tmg.p051tlon, and-how they felt when they got the

position, the a551stant principals generally spoke in terms &

..

N v1sua1121ng Improvements in educatlon. They saw ‘ o

. : 4 @ _
@ 'themselves as lead@Ts w1th ‘the potentlal to“affect change
toward better educatlon. They saw themselves as hble to make
A
an 1mpact in a broader way than classroom teachlng. '
. ™ | , . » \ R
e "t - 1 really feel that I -have a focus, a vision of -
‘ v what schools should be and I guess. I have
- probably waited for ten-years because I've o
been sort of putting it all together. b
;/' ! . ‘ Ea ‘ ‘\x- |
| e Why They Applied - ;
4 : N v ; "‘ s N 4 \‘ ) ) v . ‘ .
Sometassistant'principals felt Ehat, as classroom'
J;Dn teachers, they were. not able to make the change ‘or do the _—

. -

E @kands of thlngf they thought shouid be done. They wanted the

c,:Q%uthorlty for éﬁtlSlon maklng that admlnlstratlon could glve'

: g, o
them: . . . RIS




1 applied for it (the position). I wanted it.
There are a lot of things you see when you are .
a teacher that you think, gee, I wish I was in .
authority, that I could change it, or I would
like to try this idea that I have and I can't:
do it as a teacher, I- ' would have to be an- )
administrator. ‘And I like to organlze things,
and try new things and so on. There's a lot
of ¢hance to do that when you are an
_ admisjistrator thatgyyou don' t have in the =~ - =~ . .~
A G CldS? oom. : ‘{,:. e .
- N o : 0 S .
bt ) o o a , _— ‘ i ' . ) .
: “ S
I felt that when I applied for this job that
P one of “the main reasons 1 was-applying was ¢ ,
»that as a tgacher in'the school T was doAng a. €7 . - T,
~ lot of these thip “%s%perV1so??‘ anyway, but® - S
- ,there came a p01n “whére.I didn"t have any. STy
! -authqplty, so' I. couldn t'do a lot of.the thlngs SO R
that I wanted to do.'*%nd I. was‘gfgggmeiy,, i T .
. frustrated by. what %%%bw Qappeﬁing in the | & % o« . .
"schools and .I thouggt' to myself, there's only ~~ * -
.. one. way to do someEhlng about that, and so - . e
Fd that s, reallyathe ma'in thrust for me. applylng : T

»

o

?QOﬁe'peséQn;fwhd wanted'to‘

attr1buted his- experlencq as a coordhna%or as valuablﬁyfor

N - Ty >
) - <,

bulldlng confldence in hlS ablllty .£o™ make good deCLQ&ons.

oy St
. 1’ 1 got somewhat t1red of hav1ng dec1sxons made C S
L 'for ‘me.. .There wdre some things that I, felt ’ -
R . strongly e t that Iﬁfelt the
only way t help bring about changes‘
‘was by beLﬁ jk.ion maker orssomeone who
S g to my way of thlnxlng in _
' S me manner. “did. 1 think what m&y:have -
_ Set me on .the track tdo, was: that I was. a‘.‘ : -
.-~ .+ . Language Arts‘coord1nator~for several#years T
oo v .and there is a. fair bit'of dec151on maklng e
' ‘j:f‘ involved in that.,  While I 'was d01ng that it - L
Lo ‘reahly . helped build. up mymconfldence and a lot -« - - o
. o ;' .of the decisions. that I was making were geod™ - - * . ° .
i dec151ons, I mean, in looklng back at it now, = " ,
and also, {hen, maklng a decision and thengﬁ,' W A
RE RIS o o C L =T
- - ;u?,& . . » - . S ] ;




.admlnlstratlon:

e

sitting back and watching things fall into .
place, and fall into place well. Made me ' o,
feel, well maybe I should give somethlng else '

_ga try. o . 2 =_z ' 23

. Al
.~xﬁ'; . ;

Being 3“%Qc111tator, seelng how dlfferent schools
) ,

\

operateéh stlmulated this: person to ubillze the1r talents in

'y.\ .
. %) , K B B
- RN ¥ T .
+.« previously, in addition to teachlng in ‘the

,clasétoom, before I was vice principal =--- I

R o

was what is ‘known as a readlng fac111tator. I
worked-in twentytho different teachers' T R
classroomg in the area of grade flveﬂbéadlng P
and travelled ¥o five different scHo sn& I a.

ol was oyérated. I, also saw so thlngs S
I really liked.and - thought thatdother - .+
schools could .benef'it from. I saw some things:

that I didn't like and 'I thought I could =~ -~ * = o

change; and im my own, classrobm there were

.times that I was. frustrated and I didn't have~ oy
the money or the... I wanted  to do things'in

.. my classroom and other teachersdyanted to 'do
things in thelr classroom and the priority Oﬁ’l

the school wa§>d1fferent, and. I thought, well-

“if I was 1in admlnlst;atl n maybe I could help

~;ﬂ,them accomplish gome of Fhe thlngs}that they RN

s

t to do. ..-I thought that I . hag somethlng to N f\jsgvl

offer and thought that maybe some of my'
talents would be used better in: an. | S .
administrative role than in the, clasSroom -

‘solely'ln the classroom. o 3 .
' : ‘ ,%' ;", s

- i ~t T
I suppose I feltethat»I had... that maybe/ R
~could get things to go more in thé direction’ ”V"'j?

that yocu wanted thlngs to go as a/teacher,, nd -

" that-as.an assistant:prinkipal-y u. would” have.

a, greater 1mpact on the ‘directioh’ that the

e ]

school would ‘take, that the educating of the

- .ch¥ldren would take, the direction: yourostaff

would . take, having good morale -and: that. song 'f RN

.of thing on the staff, with the teachers 3”

happy, the kids happy 'and enJoylng school dnd

‘wanting to come to school, flndlng 5chool an

83

b§me a'little fasc1nated with how. ch Lo SV
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interesting and a fun place to be, an
enjoyable place to be.

»
-

\One personAfelt he could do a better job than some

peopbg he observed-

And T didn t tell you that one-of the other
reasons that I wanted to become a vice
principal was because I did see people that I
thought I could do a better job than., And it
is unfortunate that people strive for
something and can't realize when they reach
their limit, and please God, help me realize
that if-I reach a position that I'm no good
at, that I will get out of it, and not keep it
because I want to—stay in it, or keep it _
because the social status is there or
something like that...

q

How They Feit When They Got The Job

Most of them wanted an assistant principalship, wanted

. X Y . L .
the authority to do what they envisioned, and were elated at

‘getting the position. Some of them indicated that they felt

very raady for the position and would have been disappointed/'

had they not gotten it:
\".‘ )
I was |elated. My own personal feeling is that
you don' t apply for something that you don't
really want. I know that talking to other-
colleagues that they say to me, "I applied for
a principalship, but I don't think I'll get
it, but I just wanted to let them know I was
interested in that type of work." I have
teachers tell me that, "I applied for a vice
pr1nc1palsh1p but it is just the first time,
so I don't think I'1ll get it." But I don't
"believe in that. I would have been rather...
I wouldn't have beer hurt, but I would have
wanted to know why I wasn't selected had I not
been. I would have wanted to go back and find

" out which areas I scored poorly in so that I



could have improved on those.

Really good, super, . it was a real boost. It
was a real moral boost. You kind of felt
like, well, okay, somebody's finally
recognized me for the gualities you obviously
felt you had or you wouldn't bother to apply
in the first place. It was a terrific )
feeling. It was.an emotional high. s N {

I was happy. I would have been very ' :
disappointed had they not (appointed me

assistant principal). ‘The parents of the

district sent in a letter to the-

superiritendent requesting that I be appointed

when the assistant principal left. I am sure

that had something to do with me getting it.

.

I was quite happy. To tell you the horest

truth, I had applied the year before and

didn't get it. I was really quite _
disappointed because I'm the-kind of person — -
who doesn't apply for something unless I'm

really ready for it. I don't take a lot of

‘risks and I was quite disappointed the first
time around when I didn't get it.
0 . L .

One person indicated a series of emotions:

The first feeling was one of shock, followed
by exhilaration, because, I'd done it! I mean
it's a real high. Then of course, once I'd,
calmed down I started to worry (related to
school programs and large school size)... that
created some apprehensions at first.

« -

s

One assistagt principal, who had been .talked into
applying for administration, felt quite'differently from the ) ‘i

others uppn receiving the appointment:




I had a lot of trepidation; I ‘figured, can I
do it? You know, this isn't me. I thought
I'd like just to be a teacher, and the
responsibility, and you've got to do this, and
that. For the first while there... we worked
all summer, and I figured, if this is what
administration is --- I don't want that. I
mean I enjoy teaching, I really like it, but I
also need my time to do my outside interests.

This person had these types of doubts the first ye

but has "nevéf regretted" accepting the position since.

Types df Visions

86
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The types of visions for better education were varied . '

f

and numerous. The person who was quoted earlier as "“having a

¢

vision of what schools should .be," elaborated on .the types of

improz7ments'envisioned:

-~ I'm really interested in this whole idea of
teaching teachers to teach because it's
something that I've really felt strongly about
for a long time. My big goal is getting into
effective teaching and management, that whole
area; I'm really quite excited about it, have
done a lot of reading about it. 1I'm going to
spend some time this summer in California, Los
Angeles, taking some courses with Madeline

" Hunter, which is a real.thrill.

Another area, in terms of taking this ,
position, that really made me want to get into
it, was working, identifying... I've done a
lot of work with student’teachers, and so that
was something I had such success with —---
working with student teachers, that I “thought
it would be really neat to be in a position
where instead of grooming just a class, what
you are really doing is grooming a group of
!your peers. I really think that a lot can be
done. I found that out with student teaching.
I'm thinking in terms of program development,

and I'm thinking in terms of making the school

1y

e

¢
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effective all the way from the bottom to the
top, not just in one classroom. Setting some
‘sort of standards, schpol wide; setting some
sort of dlsc1p11ne, school wide; setting some
.sort of management strategies, school wide;
doing a lot of professienal development with
the staff, not just well, yeah, I think we
'might have a meeting this week; I don't
believe in it., To me, I really feel I have a
focus, a vision of what schools should be and
I guess that I ‘have probably waited for ten
years because I've been sort of putt1ng it all
togetﬁg. I realize that there are a lot of
rea#i ®dgood schools out there and good
%!ghers out there but they are not always
hed We really have a lot of work to do
in that areaa I don't think it's all that
difficult to get to, especially in our system,
because in (our system) already, the teachers -
~ basically are good, the schools are relatively
“small and well run, When I say well run, I
mean that they have the basics. I don't know
how éffective they are. That's where I really
feel strongly that we have to pull ourselves
together and do something. That's why I'm ./
really excitéd by Madeline Hunter, because
think she's got(strategies 'where you. can say
to a person, "Try this, not only will it
change your day, but it will change your
year!" To me a school and a staff is like a
classroom. You-take them and you say, "Look
this is where we're going this year," and .
granted not everybody wants to go that way,
but there are other schools for those kinds of
.people. I'd like a school to be more than
just a building;.it's got to have a focus. I
don't know, I probably have a lot of . ideals,
but I really think they can be reached ---
slowly, you know, I'm not into revolution.

4

One assistant principal felt strong}y about increesing
parent involvement in echools and visualized cross grading in
language arts:

One thing I feel very strongly abou£ is

volunteer --- getting parents involved in

education. I think that's probably one place
~where our educational system has really fallen



»

down, that parents for.many years have felt-
excluded from the schools. They felt like
trespassers almost, when they came into the
schools. 1I.feel that every parent should be
involved with doing something with the school,
"in the school, because I think a lot of the’
Jcriticism of ‘education is they don't know
“what's going on in the.schools. And I find
o that the more. parents know what's going on in
' schools, the less they criticize, because they
‘understand... I know it's hard because parents
. are working and they don't have the time
but.../the ones that do come are such a
wonder Ful heip. .They can sit down with one
student who is having a problem...
unlnterrdpted... wonderful what they ‘can do. :
One (more) thing that I would like to do, is:
cross grading so that the children would move
from their hHomeroom to some other room that is
at their level of language arts.-.. with the
trend to larger classes that we have right |
now, we need to have less of a spread... can' t
give them an individual program, it's
impossible, so therefore, the next best thlng
would be not to have {that spread in my
clagsroom), so you would have every room dding
lariguage arts at the same time and the.
children would be in whatever level. they
needed to be at. But that would be. a dream
for the future, and who knows, but I would
like to do it though.

‘A school wide discipline policy was envisioned to
’ impro&e the climate of the school:

4 ’ : -
A school wide discipline policy --- when I .was
a Reading Facilitator, I was privileged to go
into five schools. Every.school you go in has : .
, a climate. Maybe as a teacher, you were more

aware of it than a lay person, but I think you
can tell by walking in the door of a ‘'school
and Spendlng five minutes there, what kind of
a place: it 'is, whether there is a set policy
or whether it is a catch as catch can
dlsc1p11ne, whether the entire staff knows.

- this is the way we deal with things... a
policy or statement on dlsc1pllne that 1is
followed ‘through...’
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Increased staff participation in establishing priorities

for  budgeting was another goal: ‘ ‘ .

Establishing priorities, changing the system

of budgeting. 1In some schools it is all done

very democratically... that's the sort of |

thing I would Iike to change, get a little

more input from the staff. SN

-

>

One assistant principal's visions‘fo:;getter education

included a positive refationship with the staff, students,

°
-

and the community:

My goals as an a551stant principal or as an
administrator... if I was to achieve something
that would really make me feel good as a
person, as a human being, would be to have a
staff that respected you and looked up to you,
but most of all, where their morale is high,
where you could look at your staff and think,
now these people are happy, contented, feel
like we are going in the right direction, they
are motivated... the other thing would be to
have kids look at you as an 1nd1v1dual that
they respect, that they admire, look up to,

* that they consider as a friend and as a good

teacher... and the respect of the community,
the people out there, parents who feel welcome
in the school, free to come and discuss,
whether they have a problem or if they don't
have a problem; they feel that the school is a
good place to come, that it is a good place
for their kids... those are the three things
as a teacher, human being, and an
administrator, would really make you feel
good.

Although he realizes that not all of his dreams-can_be

achieved, this person wouid not want the job if he did not
think that at least some of his 1deas could bé 1mp1emented

I'm sure I'll have to make lots of
compromises, because the decisions that you

Y

. : B o
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make don't j@gt affect yourself. They affect
a number of teachers, students, parents,; and
so on, so therefore you never get everybody
agreeing with what you yourself wanteto do so
you obviously have to make compromises. But I

~hope 1 will be able to make some (of the

changes visualized). The fact that we have as
many parent volunteers as we have, I feel, is
because of my influence. If I didn't feel I
could put into effect a number of my ideas, I

" wouldn't want this job.

)

. .
Visions That Have Been Realized

Some assistant principals indicated the implementation

of their ideas fox programs that they had envisioned. A

* school wide discipline policy was initiated by two assistant

principals:

v

We have a discipline policy; that was
something that I initiated, and got (the
principal's) support on, that we.both worked
on, and worked with our consultant through the
.teacher effectiveness program, sSet up a humber
of inservice days where we had (the
consultant) come either for a professidnal
development day or come after school. One of
the things that we wanted to do was develop a
consistent discipline program throughout the
school... it's quite a detailed policy... as
long as the consistency is there, it works...

hasn't been ‘communicated well enough to the - -

parents... the idea was to not lose children's
respect. when you do have to discipline, that'
,they view it as being something -fair,
somethlng con51stent..p

I approached --- (the principal) and said,
"Look, can we start working on some sort of-
discipline program, where we start looking at
what people are d01ng and how they like to
‘work on discipline in their classrooms?"... It
was a very punitive system, puttlng names down
in a book... I had been doing this tthg| more
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~along the 1line .of Barbara Coloroso, the
responSLblllty for actions, consequences, and ,
this sort of thing, so I thought it was time

to make others aware in the school... so we ,
did a big program on discipline and

professional development for about four weeks, ~
then we did some,work on teacher

effectiveness... people from outside,

videotapes, went to see Barbara Cologoso.

»

One person initiated a gifted enrichment program:

This yé%r we set up that gifted enrichment
program... it was my idea, and I don't think
anybody would dispute that, but (prlnc1pa1)
has to be given a great deal of credit (i
"instituting it)... but in the sense of the
educational leadership, the idea was mine, and
developing the idea to a certain extent, and
‘then it was taken from'there, but I see that
as the role of an educational leader. You are
not trying to do everything for somebody; you
are trying to develop the ideas, to develop
the leadership, to develop the guidance, and
then to be able to delegate or whatever is
necessary and let people take over. You can't
do it all- you can't teach the whole school;
you can't run it all. You have to have a
staff to do that. But I don't feel that I do
enough of that sort of thing. .

Another initiated a library improvement project:

The library project, I put in, asking for
money to develop our library, to make it a
more human space...

One assistant principal indicated that implementing
programs requires continual work and building:

I've become a bit disillusioned at times. To

a certain extent I would say I have realized /
some of my dreams. It's one where you're
continually trying to build or develop staff.

We had a big push on here a W years ago to



develop a positive self concept in' the
students, $o that they viewed themselves in a
positive manner, and the school as well. We
worked towards that; everyone worked hard at:
that... you can see progress in measurable
ways; ‘the kids are happier at school, on the
playground; they are happier at ‘home. But
there is always a turnover in staff. You work
hard to develop something, then you get a
turnover, because of declining enrolments, or '
staff transfer. You feel that for some réason

. or 'another you build a program and it gets

, eaten away. You lose key people and then new
people come in who haven't had that '
background... It's a continual building ¢
. process. You just get something built and
then something happens to it.

II. THINGS CHANGE WHEN YOU BECOME AN ASSISTANT PRINCIPAL

The assistant principals all indicated thap there were a
number of changes’that'took piaﬁe'once.they moved from being
a classroom teacher to being an assistant principal. Some
remembered initial feeling§ of insecurity, uncertaintx,'and
loneliness. Some found that ghere was a change in status,
with the kinds of information théy were privy to, with their
reyétionships with the teachers‘and with the principal, and
in somé‘cases, with the students."Some.found tﬁat they
exper%enced ; change in focus from‘just their classroom to
the administration of therentire'school, which affected their

teaching.

First Feelings

The first few months of an assistant principalship were



93

)

often difficult and unhappy ones for a number of people: .

For the first few months I ‘was not.very happy. AN

I was quite unhappy, and sort of lonely, and I \ ]
really was angry because I felt that I'd been =~ . e
put in this position and nobody was giving me C
any help. I have to think about this now,

because it's torgotten almost, it's gone down
that low. But I can remember going into that .
lunchroom, and 1'd never -done a lot of Lo
lunchroom supervision, and I thought to ) : ‘

myself, this is. just crazy; no one even tells . . R S TS
you what has been done in the past. They just PSR
open the door and push you in, sort of  thing. : ,,'Es .

. I don't know what rules and regulations they R T
have... silly little management things but Mgl T

they make or break you'because if one person: - T
does it one way and you do it another way, ‘the '
kids soon learn who's the authority and who
isn't. I really had some difficulty-with that
issue, because I was an authority now and I
didn't know what to do! That disappointed me
because .there was no in-school training to

_speak of at first, it was do or die.,.. I
didn't know where to find the answers... The
first féw months really were not very pleasant
now that I think back. - :

The elation was at getting the job, )

immediately after that... they changed more

to, now that I've got this position, now what

do I do?... sat down with the principal and

hammered out a job description based on what e
he saw were. the needs of the school, and me ' :
sitting there nodding and smiling and
_thinking: I wished I would have asked all

those people who were vice principals where . AN
I'd been just what they did so I'd have an :
idea what I should be 'doing. Maybe I'm taking

on too much, maybe I'm' not doing enough,

doubts kind of crept in. ‘ '

In a situation where the principal and the assistant
principal were both new to their positions in that school,

difficglties were experienced initially:
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The first two or three months were pretty
rough for both of us, but things have settled
down very nicely. -

Feelings of being aione, not knoying what to do, and
be1ng hes1tant to ask, were reported-

The flrst year that I was in the job I didn't
feel partlcularly good about it because I felt
that I hadn't really done that much. I mean, I
was shuffling a lot of paper, and I had admin.
time and I was going intg classes and things
like that, but I really hadn't been
instrumental in bringing about the kinds of
changes that gives one a sense of
self-satisfaction. I found that people
weren't coming to me as much to start off
with. I suppose they were feellng me out as
well., - And so it was almost likeé--- from being
a member of a staff, all of a sudden here I
was, an island. And that was kind of scary
because all of a sudden, you've got no one to
talk to. Youyreally can't go to a teacher and
say,-"This really worries me, what do .you
think I should do?", which I- cou;ﬂ ‘do when I
was just a regular teacher. And I really -
didn't know my two counterparts well enough to
go to them and say, "Well, what should I do, I .
am not quite sure?" I think too, that I was
really afraid that someone-might thlnk that I
couldn't do it. And.that might have been one
of the reasons as well why I wouldn't go. S L'd
try and sort it out on my own. I know now,
that's probably the worst way to go about it.
If something bothers you or you're not quite
sure, you go and ask. But it was my first
year, it was a probationary year, and it was
kind of scary. '

/
' Not having his duties specified create uneomfortable‘
feelings: ; - - oo

I told you the first year I was kind of °
stilted in my manner, and was, not very .
comfortable because I wasn't sure, it wasn't
clarified for me whaq/ﬁy\QPties were... all

N
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kind of vague, nothing that was set out..,. now

that we have Worked out our jobs more

specifically, it's easier for us and easier ' .
for -the staff because now they know who to go .
to for various things. ’ .

One person, who wanted a life outsxde his career;

1n1t1a11y felt that being an admlnlstrator was goxng to
< . §

interfere with the other thlngs he' wanted to do.

I vowed,years ago that teachlng was 1mportant

“to-me and it's my job, but all my friends are
not going to be teachers. I want to go out .

“and meet other people and go out and get ,
involved in other things that are not teaching
oriented... So I felt when I got that job
(first assistant principalship), and the
admlnlstratxon of setting the school up and

“the first year, .getting policy handbooks,
getting the school organized the way you
want--- it almost wiped me out.. And I said,

"This isn't for me; that's too much time to do

what has to be done as an admlnlstrator, I'm ,
just going to go back and teach. I found out
and realized from talking with some people, T
that okay, the first year is going to be like
that, and I've never regretted it since. I '
think I would have a hard time, not that I
cogldn't cope with it, going back being a
full-time teacher. I like .the feaching I'm

. doing, but I also like .the administration
because you can see what's going on and
there's something new all the time. No, I
don't regret it... I'm fairly content.

Teaching Changed ' o .

N | * . € 0 ' -
Many assistant principals expressed concern that/thelr

QUality of teaching has declined somewhat since thej became
) . ' \

admlnlstrators., Although they feel that they are still good—(

teachers, they feel that due to a shortage of time, dual
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utied, and a shifE 0f focus, they are not the excellent ’
eachers~they were Qhen they were classroom teachers.

However, where-more time was granted, one person expericnced
an improvement in his teaching. ’ T
I felt that when I was a teacher, E spent a.
lot more time, and it is no excusq reallya..‘
but I find that my mind is more on
“ administrative tasks, and things that are“
going on... that I feel that the teaching of
my science_ and my math have gone down, the ‘ -
preparation and the work that I used to put .
into it, I st11l feel I do a reasonably good
job; I put time ‘into it. But in the old. days
when I was just a teacher, I spent a lot of
time looklng at different things, and. trylng
,dlfferent methods... not so much anymore.
This is my “twenty-second year of teaching and
my mind is more on administrative stuff than
it is on teaching. . 1 Kick myself somedays
about that and I sit down and I rewrite whole
new ideas. But sometimes after dealing with
kids''discipline problems, or something has . |
happened, by the time I get‘to class, my mind
is just, whew... I would say in my case, my
. teaching has .gone down, the amount of work _
- that I put into it; I still put the work into ‘-
it, but the enthusiasm has gone down." '

v

A

...which is another difficult area (mainly
‘teaching, little administrative time) because I
came into this with a larger focus. In the’ '
past my class has been my really big focus,
and that medns a great deal to me, because I
am that kind of a teacher.! But this year I
came into it with not only my class, but“thls
school and all these teachers. And it's
really been a strain in some ways because I
have had to figure out how ‘much time I can
relegate. And I wanted to havd, a larger gpcus

» than just my classroom because ptherwise, ™

. nobody's even going to know whg you are.. And

' Hyet, *t's a»tradeoff, because I felt.I lost a.

lgttwe of my class, although -over the months I

/ze it's not really lost. - But you can't

d),all these other things: (reorganlze areas

“
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and ‘organize programs) and keep such close
,touch with your class. Plus the fact that I
lwasn't in my clqié 20% of the time, so the
person who went
~ before, so that was anéther new experience,
because we a {fferent teachers.
I am very curriculum oriented, very program
,  oriented. It's really important to me to
teach well all the time. So that was really
difficult for me because I was afraid that I
was going to lose something in the teaching
end and I didn't want to do that.

b,

At times there are different days or weeks
that I find I am up to here with everything
and I find that if anything gets pushed back a
little bit, it's my class time, preparation,
-organization, and that frustrates me, but
usually it's balanced off very well.

Right now I find that I have a conflict in
that if I ,do a good job in my classroom--- at
one time I considered myself a master teacher,
or approaching that level, a very good
teacher. Now I wouldconsider myself to be a
mediocre to average teacher, in terms of what
. happens in my classroom, how well organized I
am, how well planned and déveloped my lessons
A, are. I can't seem to hit a happy medium. If
1 spend a lot of time in my room or a lot of
_ time after school or at noon hour or before
" school, preparing lessons, planning, being
> - ready to teach, my administrative duties start
to slide. 1 feel like somehow or other I'm
out of touch, or I've lost control, or things
aren't going as smoothly as they could. An-.
_then you bounce back in the other direction,
~and if you spend too much time doing

administrative sort of things, then you find" -

‘that your classroom starts to suffer again.

By and large, I would say I spend an awful lot
of time outside of my assigned administrative
time, doing administrative kinds of things,
before school in the morning... maybe just
reading paper, it's just a paper blizzard!
It's getting to the point where you feel
swamped, you can't stay on top of it all.

n... I'd never shared a class
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when asked if there was any solution to the conflict,

person said:

Yes, give assistant principals more
administrative time. _

y

Another person also indicated that a shortage of time

for administrative tasks was reducing his teaching quality}
' 3

"I don't have enough time. I have had a

terrible feeling all year that I'm not quite

as good a teacher as I usually am because I

have been spending too much time in the office

doing administrative jobs and I haven't, when

I should have, been staying after school ]
helping children with problems or marking; I \-
have in fact been doing administrative work;

so that's been nagging at me all year long.

<

-

One persdn felt that due to the heavy preparation

required for teachiny core spbjects, assistant principals

should possibly ¢9nsider teaching the extra subjects:

In some good ways, in some bad ways (being an
assistant principal has affected their
teaching). There are times, because I'm
dealing with a certain problem, that I should
be in the classroom and when the class sits
and does seatwork _when I should be
instructing. From that point of view it
hasn't helped things. I made a vow at the o
beginning when T started'in administration
that, I always saw these principals. teaching
the "fluff," teaching somebody's phys. ed. in
grade three, somebody élse's phys. ed. in
grade six, art in grade four... I would like
to teach some meat and potatoes, reading,
math, core subjects, which ‘take more work in
preparation. I sort of strangle myself on
both ends, doing preparation for core subjects
and administration. My thinking has changed.
Maybe at’ the next school--- well, I'm not
going to insist that I teach reading or math,

like I did this year.



However, one assistant principal attributed an

improvement in teaching to the allocation of sufficient time:
Having to teach only one subject and being

given extra time, I was-able to research the .
‘subject and work on improving the teaching of
that subject. 'The language arts had been

taught in the traditional skills teaching v
method, which was the way I used to teach it

as well. With increased emphasis on an
integrated &pproach, I had to look into it,

and apply it to my teaching. I had to

convince myself. The extra attention to the
justification for using an integrated approach
and the knowledge of the methodology has made

me a better teacher, and _I have, I think, been
able to help others become better teachers.

The~éssignment'of a homeroom class was mentioned as

. Lo : . s
causing a difficulty due to the requirement for flexibility
and time to attend to administrative tasks:

There are some-hassles having a homeroom. If
things come up and you need to be there, they
(the class) really need to be a responsible
group --— and that takes a lot of time... it
(not having. a homeroom) would take a lot of
pressure off, report card pressure, deciding
where grade sixes go next year in junior high,
. and all those kinds of things. Someoné has to
% look after that group, but it would be nice if
it was someone else. Now that thay not be true
of every vice principal, but my feeling is )
that I have a larger focus and I want to do
ore in the whole school. So I think that's
probably why . I'm feeling this way, because I
don't "spend all my time in my room. That's
one of the problems I have found this year, is
that I have no time for my class. All the’
work I do for them, I do at home. All my
preparation, marking, and everything, I do at
home, because I can't do it at school.

I'm not a theroom'teacher,:haven't been for
years... I was (before). I found that very

o



difficult; problems come ‘up at nine o'clock,
and this sort of thing, and timetabling, you
had to be in the classroom when there was---
yeah, that was a difficult situation? I spent
.a lot of time after school in the evenings
just trying to keep up. Being a homeroom
teacher does have a lot of responsibilities,
parent teacher interviews, trying to set those
up with the administration, and you're
involved, it was really something... if a ..
school gets this size, the assistant principal
should not have a homeroom; there's, just too
many things going on, ‘

There is ‘a conflict if the principal is away, .
like he's away for two days right now, and if

something comes up that they need an

administrator, they have to come and get me.
Occasionally I have t& leave my class, Or she
(secretary) brings me a_cheque to sign.

One assistant principal felt that being the homeroom

1

teacher did not add to the pressﬁrés; but spoke primarily in
terms of the physical set up. He did gtfess that a gréé;
deal of cothnication‘with the relie&ing teacher is necessary
for the smooth runﬁingjof a homeroom:

No, I didn't have a homeroom the last two
years. It really didn't matter... I did all
my preparation in my office... no difference,
not having a homeroom, not having ‘another
desk... Thére's an awful lot of communication
to be doné (with relieving teacher). Our
styles have to be similar, if not similar, we
‘have to agree lon certain things... I didn't
realize that the first year I was vice
principal and we did:have problems...

h]

/

Two assistant principals indicated that.they liked

having a homeroom:

Iz
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' It's kind éf nice to have a homeroom but it
can be difficult as well, but I think all in
all, I quite like haQing a homeroom... there's
a different teacher for every subject, so the
kids really have, to start off with anyway, a
tough time, coming from one -or two_teachers,
all of a -sudden, they've got seven, a hard
adjustment. , v

have always had a homeroom and I always had
relieving teacher, I guess primarily because
was on three-tenths (administrative time).
I don't know if it would really matter,
somebody has to be responsible for those kids.
It might take some of the pressure off,
A I 7 you weren't the homeroom teacher...’
T I'm teaching, the preponderance of the
\\‘ C .s, teaching that class eight-tenths of
the time, I guess it makes sense to be their
" homeroom teacher. :

—Qu

A%

Relationship With Students

.

There ‘was some indication of a change in their

relationship with students since becoming an administrator.

This assistant principal felt that he was not as close

to his own class but that he knew more of the students in the

o '

school, Addixionally, he felt that, as an authority figure,

there is a separatidh, a line that was not there when he was
strictly teaching: ;| . : . |

.1 feel it in/my teaching too (a changey)
‘gﬁc use. I usually am very close to my lass,
huéh closer, and we're pretty close, but
usually I'm a lot closer. And I think %
probably they are looking at me in a different
light because I am an authority figure, and I
think I probably am not giving as much as I
usually give because I've been'too busy trying
to do a larger giving... I think there's
always a tradeoff; this'way there's some

. L :



BN

wonderful feelings in getting to know all the
kids in the school. You get a perspective of
all the kids in the school, you're walking
around and they all know you. Where before,
that wasn't the case, Your class knew you and
loved you really a’'lot, and I'm not saying .
that that isn't the case, I think that there
are a lot who-do feel that we are really

- close, but there is that little line, that I
can't really cross. ‘ ’

AN

The title of administrator makes a difference with

discipline:

I think the title of whatever kind of

" administrator, really helps in terms of
discipliné; like I can be walking by a very
noisy-room, and I'll walk in, and right away,
everything gets subdued; so I think the title
‘does help, but I don't think it has really
altered my style of teaching or handling the
children at all.

This assistant principal was appointed in the same

102

school where he had been teaching. He felt that since both

the principal and assistant principal were new, by moving a ’

classroom teacher within the school that he had been working

in to the role of assistant principal, there was a provision

for continuity. But he is not sure that the students view him

as an assistant principal:

I am not sure sometimes that the children look
at me as an assistant principal. They look at
me as a teacher, which is fine by me, I would
rather have it that way. But if you really
wanted your position to be recognized as
something different... if you needed that
public label to give you authority, it might
be a disadvantage to you to stay in_the same
school... whereas if you come in brand new as
an assistant.principal, you'll be looked on
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primarily as an assistant principal.

y

, \
One assistant principal feels an extra responsibility to

know and be knownnto the students: - ‘ , . }

I feel that administrators should be\exposedv

to the kids. 1If I'm not on supervision, I

walk' the halls after the buzzer and talk to-

the kids and it gets a little tiring saying,

"yi, hi, hi," as you walk'down the hall but as : A
an assistant principdl, you have to be exposed
to the kids. .They have to know who you are
and that you aren't an old--- you knowLa lot
of the little kids, grade ones and twos, are
scared when they are sent to the office, and
that's wrong. I feel that if someone's sent
to the office, they know they are going to be
talked to and it's not a place where, as some
little kids think, they are going to get the
‘strap.

Relationship With Teachers

Several assistant principals have experienced a change

in their relationship with the teachers in the school:
...becoming an administrator --- there is a

big difference. This is the first year, I've.
. been a little more aloof than I usually am.
Usually I enjoy really getting involved with

the staff, but you can't. You have to be a
little more careful of that. You can't just

sit around and ‘talk about things after school
like you used to, sit around criti-izing. the
administration like I used to (laughter), that

was something that changed a lot. I -~ this
year, 1've been a little aloof for me - I
hope to work that out a little bit mor v
don't feel unfriendly to anybody ard I L
feel that I don't get along with anybod e,

but I have been closer to staffs, bul t.

again, I was a teacher and we were all =r

same., ‘ ’

I don't know if there has to be (a separcu. P
but I think probably there usually is. I~

A



was,

just becomes that way because things come up
between you and the principal, and you know
more in a general way about everybody in the
school, so you can't consider sitting down and
chatting or maybe gossiping with someone -
because you are privy to all this.information
-—-- about kids, about teachers, about little
situations that happen in the classrooms. SoO
1 feel, that, yeah, there is a little

difference.

104

This person felt that he was the‘same person he always

but felt that, the teapheré',attitudés.toward him had

changea:

. . / >
To start with, when I first started, I think
it was the teachers that changed, not me,

"because to me, just because I was a _vice

printipal didn't change the basic me. But
they treated me a little dlfferently once I

became an administrator, and I didn't 1like it.

I thought, okay fine, that's your problem in a
sense, but after a while, they found that, as
far as I'm concerned, I didn't change that
much as a person. I -was still me; I could
still talk and have fun. I just had other
things that I was responsible for and I always
tried to go around it in such a way that they
weren't being threatened or they didn't feel

that now that I was ay, ay--—- a vp, he's using

his authority... but I just went on to be the
way I was, at least I thought I was... but I
had teachers tell me that they felt a little
different to me once I became a vp. And I

"said, "I'm sorry about that, because as far as

I'mvconcerned I haven't changed as a person Or
as a personality, I've just got a few more
things on my job list that I have to do."
sbmetimes. I would joke with them, and say,
"Hey, remember, I'm one of your bosses," but
that was in joking.fun... I just carry on and
be myself and they either.accept me that way
or they don't... I found that it was the -
teachers who thought I was going to be
different, not that I felt that I was going to
be that much different.

)
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An -assistant principal needs to be more diplomatic and

subtle with the staff:

AN

In some respects, I feel as though I had more
impact on the staff as a teacher than I do as.
an assistant principal, because you don't have
some kind of a fine line to walk, as a
teacher--- particularly if you are an . Joutgoing
member of the staff, which I was--- outspoken,
but .generally speaking I got“along well with
the staff. I was interxested in language arts,
and if I felt strongly about something, as a
member of the staff, it was very easy to speak
your mind, because you then just went back to
the classroom and didn't worry about what
other people thought or have other people to
answer to. You could have a very profound "
impact on the staff in determining the
direction the school might go and usually I
found that I had the ble551ngs of most of the
_people in the school, particularly the
administrators. Most of the time I was looked
upon as trying to get something going that the
administration wanted tio go. Maybe they were
really exercising good leadershlp in either
approaching me or supportlng me in that they
knew if they" could get the staff members
going, that-is what they .want, that' s an
administrator's job if you can do it that way.
In that sense I felt that I had more of an
impact on my particular school. As an
assistant principal, you have to be
diplomatic; you. can't come right out and tell
teachers that this is what you have to do.

You have to, either by getting someone else on
the staff that is using the particular
approach or whatever, by encouraging that, and
get that to grow and foster in the school; so
it's sort of a diplomatic way of getting
things moving. 1If you try and push it too
hard, and the teachers are unwilling, or
hesitant, or aren't really convinced--- it
won't succeed, so you have got to be fairly
tactful about how you do things or you will
turn people off rather than turn them on.
Whereas as a teacher, I found that if I felt
that was the direction things should go I
could be as outspoken as I wanted to be.
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An assistant principal needsxtd relate to all of the
staff:

When you are just a teacher, you just work
with basically the ones in your grade, _
coordinating, but as an assistant principal,
you have to try apd figure.out-all the
personalities and figure out when they have
had a' bad day and go and try to cheer them up.

This person, who felt alone and left out at the
e S ‘
beginning of his assistant principalship, now feels very good

about his relationship with the teachers:

I really like what I'm doing. I can't
emphasize enough how much I do because I feel
so good about so many things that are .
happening and how comfortable I am with the
staff and how they can come to me with
personal problems, academic problems,.and
dlsc1p11ne problems and not feel that they are
going to an administrator. I think they
realize that there is that step up or
whatever, and therefore the respect is there,
but they come to me with a great deal of ease,
which didn't happen at first.

This assistant principal related his personal technigues

for getting staff to work cohesively:

I learn by sitting in the staff room. I
watch, I'get to know them. I see someone who
needs a little more assurance, and I tell them
that they. are doing a good job. You give as
much positive as you can to them all, but ,

" you\ve got to be there. When they have a
problem that is important to them, you have to:
deal with it as soon as you can. )

!

Several assistant principals talked about their role as

a middle man.
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One persom wondered if it was only him, but felt that he
someﬁimes is caught in the middle. He noted, however, that
he can, in some cases be effective in‘solvlng problems
tﬁrough being a middle man. He also indicated that his
primary loyalty is to the principal:

Maybe it's my nature,*and I don't know whether
you have this with the other people or not, .
but the teachers come to me and express -
frustrations with what goes on in the next
office; the principal comes to me and
expresses frustration with what goes on in
other classrooms; and so I'm caught in the
middle. Maybe that's unique to me but
possibly it goes with the job. Sometimes I'm
powerless to do anything about it because you
don't have final authority over what's going
on. @Even the principal, I guess, doesn't have
final authority. But sometimes. I'm caught in
the middle and sometimes there's advantages to
that because there's a situation where one
.side, the classroom teacher sees the
particular problem a certain way and expresses .
it to me that way, and the principal sees it
in a different light, and if I_can work to get
the two to see the other side's position, ‘
problems are sometimes solved that way. -
That's happened here, Christmas concertS... . .\
being privileged to both sides of it, I was
able to solve the problem... But we present a
united front; if there's anything we don't
agree with, we talk about it; we decide on a
course of action, and then regardless of each
other's feelings on things, we mutually
support each other.
I know teachers come to me w1thfthe1r problems
more than they did before; a¥though they did
come. to me before, but- they come to me more ’
now, I suppose that the relationship has to
change because the role has changed. Now I'm
expected to help them solve their problems
whereas before I wasn't, only if I felt like
it. You know so many confidential things ‘
about the teachers when you are an assistant
principal that you don't as a classroom
teacher, just simply because they have to
bring their problems to somebody. And of

" course there are times that you havé to make

i
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‘while a new principal gained the confidence of the staff.

"to elther one of us

decisions or make announcements that teachers
don't welcome. I would hope that this
summative evaluation thing is not pushed
through because that will change the :
relationship very badly. It will destroy the
collegial model because the minute you walk in
the classroom, your presence is going to be -
suspect. '

" Oné person felt that he was a middle man temporarily

strongly feels that he does not care to be a midaie\man:

This year we got a new principal, and he was a
little suspect because he came from central-

office, and people weren't Quite sure that

they were prepared to trust him, so they would
come to me... at the beginning of the year it
was a fair amount, but as the year is going on
he is gaining their trust; it's becoming less
and less. I am relieved, because I don't want
that as part of my gob. I want people to come
I don't want to hear
anything about the principal that they're not

"prepared to state to the pr1nc1pa1- so I
-would hope I never have that as’ part of my

duties... I don't want that role, for me it
would be wrong.

a“n

As a liason person, what I have got tosay is

that that's the way its got to be done because
that's the. policy of the school or that's the

way the principal wolild like it to be done.

or if what that person is saying makes‘alot of
sense, I might say, you can go and talk to the
principal about it or if you would like me to

.do it, I will see if he wants to make an .

exception in this case. You've got to know
when to say no... you have got to be : .

assertive. Can't be wishy washy... a positive

assertiveness rather than a negative
assertiveness.

Teachers' requests for confidentiality can pose a »®

108
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problem for assistant principals in the middle man position:

It isn't as intense (the problem of being a T .
middle man) in this school as it was at the
other school. And T don't mind, as long as
the staff know that if they want it to be
confidential, they let me know before they
- start.  Also I say if it's a. problem that I
think the principal needs to know about, I :
tell them. .They know. I will talk to him about
it and they can comz’5§ék to me or go to him
about what we decided. It is a tricky thing
being that middle g%rspn, because you have got
to watch you don't-‘- well, you hurt people's
feelings sometimes whether you want to or not
Sometimes I will say, "If you are saying that,
the principal has. to know about it. There's
no way I feel that can be kept." And if they
make a big fuss, .I say, "Fine, then we had
better drop it right now, I don't|want to hear
~about it unless you want to let (the TR @
principal) know about it also." ~I find that
the hardest part, where to determine what
should be passed on and what should not be.
We are supposed to be working together on
this. Their problems are important, but if it
affects the whole school, then the principal
should know. o

Oone person reported that he is rarely put in‘the middle
- man position|anymore:

That has happened to me a bit in the past,.

§ where teachers have come to me _and put me in a
middle man sort of position, and that was a
couple of years ago; I can only think of one
incident. - I am not in that position at all
now. :

Relationship With the P#ﬁhdipal e

)
!

Aftér becoming an assistant principal, there is a change
in the relationship with the principal. Several assistant

pfincipals'indicated proudly‘thét tﬁéy felt that they were
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partners with the prlnc1pal, that they were treated

LS

profe551onally, and were given a great ‘Jeal of freedem. Many
described the constant sharing and communicating”with'thea

principal that they experience as assistant principals., Many
referred\to their relatlonshlp in terms of an administrative S

team, acknowledglng that the pr1nc1pal always has the

” I

_ultlmate authorlty-

I think we have moved a long way to working as o,
~a partnership and I expect next year, it will '
be more so, that we will be Operatlng as a

.team. When I say operating-as a team, I don't

say that we have equal authority, because we

don't and we never will, because. the pr1n01pal

Stlll is responsible for the school... he is

the senior partner, I am the junior partner.

]
o

"sort of person: He so treats you like a
professional, so I cua go ahead and do
whatever I want. He hasn't got a pile of
things laying on my deskwevery day, saying I
want you .to do this, thls, and this. Now if
he gets pressured, and doesn't have time to do
somethlng, he may ask me to deal with it, but

‘,bﬁeand large, he leaves me .on my own to go’

ad and set'my own direciion and do what I

‘'see fit. Now there are-some things that I am
responsible for... as the assistant principal
I am pr1v§ to everything that the principal

The principal is a very easy going, sharing ‘

has in mipd in terms of the direction the

school wahts to go and the monetary /
implications that that will have, and vice .
versa. ‘We communicate those kinds of things;:
we have to. 1If I have ideas, he wants to hear
them. ' ’ ‘

I feel free to do just'about anything I want - -
in this school. I don't think that I would, ‘
‘overstep the balance in terms of proprlety...

or do anything that would undérg;2§=hlsl . -
authority. But he is the kind o rincipal

L
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that I am pretty well free: to dlrect myself...
we have such a free and easy relationship that
he doesn't worry about it and neither do I...
The ultimate authority, the ultimate
responsibility is his. If I get into trouble
and do something wrong, if any assistant
principal does something wronyg, the buck 'stops
at the principal. I might get my knuckles
rapped, if something severe, I could even lose
my job, but he's got the ultlmate
respon51b111ty for 1t...

Many assistant principals referred to their relationship

with the principal favorably in terms of the principal and

assistant principal working together as a team:

I am congulted on everything. I am not left
out in -the dark on anything, and if I am, it's
my own fault; I haven't made myself available,
or I simply haven't communica¥ed, gone in and
sat down in his office and said, "Okay,' what's
going on today?" We communicate all the time;
our offices are right next door, and the first
thlng that I do when I come in in the morning, .
., is walk in, sit down, and we will talk.
Generally we talk most, especially if it is
confidentialities, after school, when everyone
has left. We don't like hav1ng our door shut.

4

We have -t time to meet together on the
calendar . wheé. we find is that we meet

. almost ever. v. He and I have offices right
next to each other so we are constantly...
it's a little bit more difficult for the vice
principal because his office is a ways away,
so he's got to make the extra effort to come
out, so with him, we have the formal k1nds ‘of
things.

'The first year the principal was Kind of
feeling me out too... I was new at the job.

I think he just wasn't sure how much
responsibility should be dumped on my
shoulders, so everything I did I cleared with
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him. But it's got to the point now that he
has a lot of confidence in me, and anything
that I do, I let him know, but I don't have to
clear it with him first... it started to
happen at the end of .the first year.

One persan attributed a school evaluation to improvéd

A

" relationships between administrators:- -

Our school was evaluated by central office
last year. I don't know if you've ever been
through a school evaluation, it's the most
horrendous thing, the most debiliﬂating,
a!grale breaking thing that one ever goes
rough, but out of all of that good. things

come. Because they come as outsiders, and ‘
they see things that you might not see or that
you might have tried to change and have not
been successful... they make
recommendations... they recommended that the
duties of the administrators were very vague,
that they should be specified a lot more and
that's when things started to be specified and
started to fall into place... very clear now,
works like clockwork, really.good now...
flexibility within boundaries, that's what one
wants.

One assistant principal indicated that although the
‘administrative style of the first principal‘taught him a lot,

after being in the position several years, and at this stage

of his life, he prefers the more relaxed administrative style
of his present principal? ' -

It depends on the principal you are reporting
to, some of them take complete charge of
everything... others will give you .a general
job description and say go to it... I have
only been with two principals... personally I
prefer the way with (the second principal),
he's much more relaxed. I feel I can take a
little more initiative and carry on without
always having to double check, double check,



be attributed to the right combination of per

o

' When something comes up, he'll come in and ,
we'll talk about it, and I either end up with

double theck. But as a beginning
administrator, the first principal's style
really taught me a lot. There were reasons

- why all the time, lots of meetings. I don't

particularly like long meetings, but (the
first Principal) made sure everybody knew what
was going on, and why. As a beginning
"administrator, I learned a tremendous amount
from her. 1If you started out with (the second
principal's style), you might get a little
frustrated at times, because you will ask him
something at times and he will say, "well,
what do you think? Go ahead and try it." And
if you're not the type of person who would
say, "Okay, I'll take ‘it by the horns," it
could be frustrating. But I prefer (the
secornd principal's) style now. But.as a
beginner, I'd like to suggest somebody who is
very organized and lets you know why* and when.
So 'at this stage of my life now, I prefer the
seco?d principal'!s type.
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He feels also, that their very positive‘relatgonship may

oo

it or he will do itr so I feel that it is a
good type of thing. Some days I tell him,
"Forget it, no more today, I am up to here

" with it, I am not going to be able to handle :

it until next week, so if it has to be done by
‘this week..." He says, "Okay, I'll take a look
at it and show it to you later." I find it a
very good relationship... we work very well
together... we haven't had one of those
(arguments) in the years we have been working
together. Maybe we have the right combination
for each other. -

7
/

.other Changes Related to the Position

The assistant principals mentioned. a variety of other

changes that they have experienced.
at

sonalities:



; One assistant principal reported increased demands on

7/éis time as well as increased interruptions:

/ My Job has certainly changed at school. There
A » are so many demands on my time. There :are so ,
: - many things to remember, I find it very
\\\4////ﬁlfflCult. I write a lot of notes to
myself... You're not ybur own master anymore ’
when you are an administrator. Your job is to

facilitate teacher's jobs; as a result you're
often doing little jobs for Leachers, and you
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have to keep all. those thlngs separate in your Y -

mind as well as all your duties and
respon51b111t1es in your classroom. Unless
you're terrlbly organlzed you wouldn't know
where you're at. .I've found that frustrating
this year, to try and keep everything under.
control... The job of assistant pr1nc1pal‘
forces you to have all these -interruptions,
and ‘disruptions, so you can't be super
b organized, but you have, to be, so you have to
reconcile the two, I have always been the
type of person who likes to finish something,
~and start‘something else and you can't do that E
in this role. That's been a very difficult
adjustment’ for me. Home life,.what is that?
(laughter), no, I have very llttle home life,
but I-would say.that is probably mostly AN
because of A.T.A. '

(

One person indicated that the role itself is dyhamic:
I see that my role is changing, different
needs seem to crop up, and yes, I was in
charge of language arts but really nothing
much needed to be done, so it was stagnant.
Then all of a sudden, we.were going into a new
series, and into this whole integration bit,
and all of a sudden there was a lot of action,
and there's a lot to do, and changes were
happening, so all of a sudden’it was getting

- very dynamlc. So I think there are plateaus,
peaks, and depressions too, I suppose.

One person has felt a strain in his personal life:

>
I am spread way too thin.- It definitely puts
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a strain on me in terms of how well I get
along with my own kids and my wife. I vowed
that if I felt that it was ever interfering to
the -extent that my marriage would break up,
that I would resign my designation and go’'back
to full-time classroom teaching and I think I .
still would. It hasn't interfered to that
extent, either that or I'm very fortunate that
I have a very understanding wife, because the
staff will often comment that if I don't start
going home I'll get a divorce. ’

A few people indicated a sense of isélation and a desire
for intreased opportunities for interaction with other

administrators:

T would like to know, de other assistant
principals feel as pressured as I do or am the
only one that's feeling that way? It could be:
that my situation is diffFerent in terms of the .
- kinds of programs we're running... Do they
feel that they could use more time so that-
‘they could do a better job of teaching and

administrating...

A8 I'm looking forward to reading your study.
I'm hoping to learn from it how other people
view ‘their job.® You only learn from what you
talk to other people about, unfortunately, I
have found teachers to be secretive people...
and I find it the same way with principals and
‘assistant principals, that they come across a
really good idea, there's not enough sharing
. goes into it, and we don't all grow because

someone has a good idea.

One assistant principal, feeling thé_need for
affiliation with other administrators,"formed a group, like a
club, consisting of administrators, many of whom are

assistant  principals. They meet once a month and talk about

i -~
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professional matters and share ideas:

We do get together once a month, in a groupj;
all of us are women. A lot of them are
assistants. It seems to be a role for a woman .”
who wants to move up and they often move into
assistant's role but they don't often move up
to the next thing. So when we get together
it's a very interesting discussion, ,and you
should hear the ideas that they have. But
there aren't a lot of positions open and a lot
of them are held by men, who have had them for .
the last seventeen,'elghteen, twenty years,
who really aren't prepared to make a lot of
different moves, so I'm really not sure what's
gaing to happen, but my personal feeling is
that we need to tap those resources; they
shouldn't be sitting there wasted.
It's very interesting... I more or less put it
(the group) together...”we meet once.a month
and we usually have dinner, and then anybody
who wants to brings something to share, so
they might brlng an article or an idea that
really worked.in the school, or those klnds of
things... most of them are assistant
principals, five.I guess, one is an area
superintendent, and one is a library
consultant, two are principals, all in
supervisory positions... I sent letters to .
people I thought might be interested, that's
how we .started it up, they were all quite
happy about it... It's very informal, but it's
very useful... I'm sure you're aware of the
*old boys club that the men have (laughter)
well this is a young girls club...

One person, who valued the opportunity for interaction
w1th other admlnlstrators, ‘would like' to see a return to
admlnlstrator meetlngs which include ass1stant pr1nc1pals,

T learn more by talking to others... the ideas
that they come up with... when they used to
have administrator meetings, we found we
learned more just by talking... they were
called administration seminars, principals,
assistant principals, and.vice pr1nc1pals all
went, We talked generally about
administration 1n the county We had llttle
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sheets with questlons, "How would you -
handle..." It was one afternoon once a year,
for two or three years, but we don't have them
anymore. But going over those situations was
good. Everybody got out their ideas... we
would go into groups, talk about problem
areas. The ideas that came out in those rap
groups were really good. I enjoyed it.-

III. . A TRAINING GROUND

,

-

The as51stant pr1nc1palsh1p is generally v1ewed as a
tra1n1ng ground for a future pr1nc1palsh1p. The role is

considered tovbe'trehsitory, and the duties are performed and

t
Q

~evaluated as experience and preparation for becoming a

principal. Within this view is a dependency on the principalf

for on—tﬁe-jeb training. However, most assistant principals
feel that they have a responsibility for ensuringvtheir own
_success. Additionally, there'appears_to'be ongoing v
self-evaluation of readiness for prdmotion and areas in need

of further training and experience;

Training/Transitory

Just as a point of philosophy, I think every
vice principal looks at the job as a training
ground to become a principal. Maybe as I get A
older, and 1 continue to realize that there is
more to a principal than I first thought when*
I got into this a few years ago, and I reallze
that I'm not nearly as ready as I thought I

:+ was when I first became a vice principal,
maybe I'll come ‘to the conclu51on that I have
reached my potential, and that's where I'm
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going to end up, as a vice principal, and
enjoy it, and do my best; but I personally
believe that every vice principal, is, I know
in my own case, learning the ropes, learning
all of the things that have to be done to
become a pr1nc1pal

In response to the question of the assistant
principalship leading to a principalship, many comments
throughout the interviews indicated the affirmative:

oh, I think it's totally a training grouhd.'

i

Yes. Yes I do. I,think that anyone who
becomes an assistant principal does so with
the viewpoint of learning the job (of
principal).

Yes, so far it.is .transitory. I look on it as
a learning experience, trying so that I can
eventually become a pr1nc1pal

I suppose I would be very disappointed (if I
was not to become a principal). I am enjoying
my job. There are times that the principal
and I are divergent in our ideas, and I wish
that I could have my way, but I know if I 'do
become a principal I won't get my way all the
time anyway so it won't make a difference.

Definitely for me. I couldn't stay in this
position for any length of time, I'd be too
frustrated. Like, I'don't mind it, because,
as I said, I've been given a fair amount of
scope and I've been able to do some: things,
and I'm_having to work out all these little

. things, like teaching and worklng out time to
do all these other things in the school. But
I couldn't do it forever, because you have no



say in the ultimate running of the school.
And as far- as I'm concerned, the way I feel
about schools and how they should be run,.I
couldn't stay as a vice principal forever, I
just couldn't....

This person indicated the time'frame that would

\

for him to remain an assistant principal:

t

For someone like me, two to three years at the
most. Because the first year, I think you
jearn all the little things like the filling
out of forms, and then I think the second year
you start to realize how you can make yourself
felt in a larger way, and you do start that in
the first year, but it takes time. Then I
would say by three or four years you have
definitely learned how and where you want to
go. And then I think it becomes a point where
you can't do the things you want to do.
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ideal

This assistant princibal, also thought three Years would .

N
)

be ideal:

I think I will probably apply next year! for a
principal position, I probably won't get it
but I will apply. I would say no longer than
about three years. I would say you need at
least one year. I have seen in our system,
people appointed from a consultant position

without being an assistant principal. Some of

them have had a veéery difficult time because
the job was just so new. I felt sorry for
them, some have subsequently left the
principalship and gone back into the classroom
simply because they weren't ready f&h\LELA I
think it was a mistake, I think perhaps our
school board has recognized that. :

<

Some assistant principals felt that it is or should be

up to the individual whether the position' is transitory or

‘not:
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"It can be a training ground I guess 1t just
depends on the individual involved. Hé can be
there forever or he can have his sights set on
a principéﬁship. ' o

I think it is up to the person. 1I'm told
that's why they put you in there as an
assistant principal, so you can work up to a
principalship. One comment that we got back
from central office was that someone up there
‘'was a little put off with some of us, and they
actually brought our names up, that we didn't
apply for some of. the principalships... I say
that's their problem. I am an assistant
principal - and I enjoy it and if I don't feel
~that I want to be a principal, they aren't
Joing to force me. 1I'll determine when, if I
want to go there. And I think it's called a
» Peter Principle, where they push you and push
you and push you until you are inefficient. I
figure it is my decision if and when I want to
, become a. principal... if I did it would have
~ to:be a small school. I like to know the
staff and as many kids as I can, if you get
four to five hundred kids, that's a schmozzle.
I have thought about it the last couple of
years. It comes back and forth so maybe in
the next couple of years, if something comes
up, I might try it. But I don't feel any need
to become a principal now, not for myself, or
my ego or anythlng llke that.

This same assistant principal is wary of the
principalship if it is going to take over his entire life:.

If I had to sit like a couple of other
principals I know, they're there on the
weekends and at night trying to organize all
this.stuff and get it going, and if that's
what a principalship requires, forget it! I
figure I've got another eleven to fifteen
years before I can retire. .I don't want to
wear myself out on the -worry, and
responsibility...
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One person is enjoying the successes in his present

position as an assistant principal, and has reservations

t
v

about what the principalship entails:

The pr1n01pal was asking me if I would like to

be principal and I don't think I would because

I think there's a lot of paper work

involved... right now it's not the thing for .
me..., things are falling into place so well, )
S0 maﬁf good things are happening and I really

feel good about the job and I really enjoy

having to teach... kids* reinforce you... but I

like the variety'the job provides, it's not

all teaching; it's a little of this, a little’

of that. I think if I was a principal it

would be a lot of writing memos or, I don't

know what principals really do, making big
decisions and writing out budgets and that

kind of thing... I might change my mind

later... past experlence tells me that after

three or four years in a job I get bored and

want a change... I'd like it to be a totally
finished picture, then I'll be ready for a

change.

This assistant principal, who is feeling time pressures,
has misgivings about a‘prihcipalsh;p, which he is afraid is.
‘even worse:

I really have misgivings with that (this
position leading to a principalship)...
because I watch and I see my own pr1nc1pal
how busy he is and where his time is spent,
‘the hours, the kinds of hours, and I ask
myself, do I need those kinds of hassles, that
~kind of frustration? I think that the -
principal would like to be more of an
educational leader and would like to spend
- less times in the office, and more time in the
classrooms. That doesn't happen near as much ‘
as he would like it to. He is here by no -
later than 7:30 in the morning, he seldom '
leaves before five, usually between five and ‘.
six. He spends little time in.the staff room
at noon, and is hardly ever there at recess.
He is on supervision every day, he doesn't
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have to be but he usually goes out for fifteen
to twenty minutes every day. He tells me that
too much time is spent in the office, doin
student placement, evaluations, paperwork fo
various programs. As.the 8chool gets older,
the population declines, there is a different
"kind of population, stydents from single
parent families, more social problems, kids
bring those problems to the school. They must
be dealt with by the counsellor or
administration. Invariably, the principal
must sort these problems out...

One assistant principal‘has been discouraged from
pursuing a principalship because of the pressures hesseesfon
a principal ih a school-based budgeting setting: s

Initially when I started, I wanted to be a
principal. I think the one thing that has
discouraged me more than anything else has
*been school based hudgeting. When I'look‘back
on the school system the way it was, the

principal didn't have to concern himself with

budget and money, and staffing... In some

senses, he was more of an educational

leader... Now the principal must interview

people for positions; he may select staff he

feels is appropriate for the goals -of the

school--- he may be. more of an educational

leader in that’ way , but it takes up much of
his time... he either has less time or. less
_energy due to increased.demands, so that he

isn't able to be in the classroom, whereas, in.

the past, they used to provide the principal -

with a short list and the principal could make

a fairly quick selection. In some cases, a

teacher would simply be placed on the staff; .
" now the principal might not agree with the

placement, might not have the input that he

has today, but at the same time, he may have

more free time to be with the staff.

Budgeting, as it presently exists,\in my

opinion, instead of doing it:once,\you are

doing it two, three, fodr times a year. We

start our budgeting process in Feb uary, and

if you leave it go, you find yoursélf in a

real pinch--- because we have to develop

objectives and they're supposed to be in
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v measurable terms, then the objectives have to
be costed out, in terms of not only your

" support staff, teaching staff, your aides,

your supplies, your equipment, services,
professional development, everything, I mean,

right down to paper towels and soap. .
Equipment, furniture, everything, utilities...
you totally run this school... he's got to
budget for it; -he's got to defend that before

the trustees. 1It's got to be approved by the K
associate superintendent... If'your enrolment
changes, then your budget allocation changes
n and that's going to have an impact; depending

on how much your enrolment changes, it can.

have a profound impact on the programs for the

school that you set in February, March, April,

and May. Come September you find, hey, I '
"can't.do that.any longer, or I'm going to lose .

a teacher... the reverse can happen. You can °
declare one or two teachers surplus and come '
back and find that enrolment has gone up, and
it:aﬁnbbody's fault, we have done surveys in

June... There are some very positive aspects

to school based budgeting... you -can try and

save programs because it is valuable to you...

Outlooks On Promotion
@ . ’ i .
3 E

This assistant principai; who is optimistic that
‘opportunities for advéncemeﬁt are available if you are good
enoﬁgQa miéht‘look at‘otber career opportunities if prom%tion
was not possible, or could visualize femaining as an

assistant principal if it was as a member of an |
Id . .

administrative team:

]

L . :
If it wasn't available, I would look at
- possibly moving out of schools, or --- 1 am
: very interested in education, so that ‘wouldn't
* be the first thing that would come to my mind,
maybe I'd consider going to the university and
trying to... I know the job market is.tight.
everywhere, but I still think that they
recognize people for their worth and I really
feel that over the years I have been '
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recognized in small wa§®¥ --- and if you're ) o
good, spmething will come. You may have to
take it at God's time, whatever, but... (if

nothing was forth coming) I probably would
{look for somethlng else) because I would not
want to stay in this position forever; I just
don't think I could do enough ~-- unless I was
working with someone who was extremely ...
open-minded and forward- thinking, where you
could work as a team. Not to say that I'm not
doing that here, but it would take a lot more
work to get to that stage here. But I do know
of a few in our system who are working that
way and there's a lot of scope with- someone
like that. :

. There is optimism that if you are good enough, there

~

be a promotion available eventually:
- :

while things have been consolidating and
probably will continue for the next five or
six years, eventually it will grow again, and
w1th retirements ‘and that type of thing, I
can't forsee not getting a pr1nc1palsh1p,,3ust
now, for the simple reason of size. If it was
a. matter of applying and finding out that in
these areas I was deficient and not being able
to improve them, and the handwrltlng was on
the wall, that.I was not going to be a
principal, then I would have to deal with
it... But I'm good at what I do here and I -
think that maybe I can be good at being 'a

| pr1nc1pal If there's other people better

"than I am and if they get the job, great, but

eventually it will be my turn. If it turns. °

~out that I'm not good enough, I'm not good + .

But there is unCertainty too:

enough.

!

-

I always hope by attrltlon that jobs will
always open up. But the way they cut thlngs,
I just don t know. - . T -
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~, Assistant Principal As a Career

some assistant principals commented on the assistant
principalship as a career position, not leading to a
pfincipalship:

There are people who are well suited to that
position, where they don't have the ultimate
authority in decision making, but they have a
little authority and some of the advantages,
also some of the disadvantages, but they're
willing to take that tradeoff. Oh, I think
there are a lot of people out there who are...
can't fathom it myself, but I see men at
meetings who have Been assistant principals
for the last fifteen years... I'd like to see
it as a much more dynamic position; it
shouldn't be one where you get in and just
stop...

.

Personally, it would pose a problem for me,
from my point of view, because being party to
all the middle man things and all that kind of
stuff,.-I think is one of the negative
drawbacks of the job. There are some good
things about it, but most of it I don't think
is positive and so if it were left to me and I
was told flat out that I would not be able to
be a principal, I think I would go -back to the
classroom... If someoffe was in the position of
assistant principal and decided «that that is
their placé, I don't think I would’'have any
problem working with them... if they were good
at what they did, it would take pressure off
the principal. But I wouldn't advise someone
to become an assistant principal if they *
didn't want to-become a principal because part
of the motivation for doing the things that
you do as an assistant principal,. is the
anticipation of learning for a principalship,
and part of that would be lost if they had no
intention of becoming a principal.

One assistant principal, commenting on people staying in

the.role for extended pefiods of time, felt that they should
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move, laterally, if not up:

I think you would probably get stagnant, d
take the job for granted, and not with so many
kids involved, that one should allow that to
happen... five or six years maybe, and then
either apply for higher up or transfer
laterally, because then you learn from
somebody ‘else.

i
|

One person, thinking of the possibility of not having an

assistant principalship, due to declining enrolments, or

~

other reasons, would find it difficult to go back to straight N

| g

' w7
Wl

teachings:

If they ended it (the position) there would
have to something else available. I would try
to get a position of equal stature, or higher.
If not I would have to go back to being a
regular teacher... I don't think I would like
it very much, because again, when you go back
its almost a routine, this job is not... so I
hope is carries on, for-a while anyway.

-

R ’
One assistant principal, concerned about not being

effective as“an-administratq?, would consider going batk to-

strictly tehching:

Who knows, maybe next year 1'll realize maybe

I'm never going to become a principal. Maybe
there's things about the job that I can't do,

so far I don't think so; it's not a matter of

things I can't do, but things that I have not
learned how to do yet... If I decided that I -

was never going to be one, maybe I'd stay as .
an assistant principal, or maybe I'd go back

into the classroom, I'm not sure... I've

worked with a number of vice principals and
principals that the Peter Principle has caught

up with. And it's very unfortunate that it is
viewed as such a step backward... I'm sure
- there would be an adjustment to go back and be
/tétally happy strictly in the classroom, but - v
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if it came to the point that I made the
decisioh that I had no further ambitions, I
think I could be happy.

One person,,hesitant about his ability to do a good job

T

~of everything associated with a principalship, could see

himself remaining in the_assistaht principal position for a

1

long term:

I don't know if I would go so far as to say I
would like to remain an assistant principal
for the rest of my career, but for the
forseeable future, yes. I don't see anything
wrong with being a good assistant pr1nc1pal
here or anywhere else... I think what I'm
saylng is that I question my ability a bit. I
don't know if others would see it that: way or
not. My principal will often say that I'm
much too hard on myself, that my expectations
are way too high. Maybe they're right, maybe :
I could take over... But I tend to be involved. .
in so many other things that I ‘ask myself
would it be fair to expect to continue on
doing those things and be a principal of a
school at the same time. Could you adequately
do a good job of them all? And I think
probably that's one of the reasons I'm

~ reluctant is because maybe I've never faced it

" bluntly, but more or less subconsciously, -and
thought no, I can't... '

As long as he felt uncertain about wanting a

principalship, this person felt he could be content to rema¥n

as -an a551stant pr1nc1pal.

If I wanted a pr1nc1palsh1p and I couldn't get
it, it would bother me, but because I'm kind
of ambiguous, and haven't made up my mind that
that is what I want... . If I didn't want it
and I was content to be an assistant principal
and nobody ever offered it toc me, it wouldn't
bother me. '



This person, who stated that every job in a school is

N
important, could remain as an assistant principal:

.1 could remain an assistant principal for the
rest of my career. I guess you have to be
realistic, I'm not young and impatient -
anymore, I became a teacher at age 35 to help
children, to teach children. I know that
everybody in the school is 1mportant,
secretaries, janitors... we are all working
for the same thing, to make the school a good
place to learn. -We are all important. I
wouldn't feel less important being a classroom
teacher rather than an assistant principal. I
would feel initial disappointment, but not
everybody can have a (principal's) position...

Dependency On Prineipal

5] N
Ll

Although the extent of the transitory nature of the jop”

varies, the position is viewed as a training ground.

The

type and amount of traihing, which is geihed primarily

through on the job experience, is highly‘dependent‘en the

ot

principal:

I think the training of the assistant
principal is almost totally dependent on the
principal because 'if he doesn't want to give
you any duties, or if he:is dictatorial and
only assigns. you certain duties, then you?
would learn whatever he is willing to have you
learn, or willing to put out the time to. teach
you about. I was really lucky that both
principals have been very willing to share
their knowledge with me and very willing to
give me tasks to-rdo. Both of them have given
me as much as I want to do. So I've been

really fortunate. , -

Last year the Principals' Association got
together to decide on inservices. New
principals are inserviced in our system, new
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vicé principals are not. I let the committee
know, and the area supei.ntendents know that I
think they should be. 1 walked in blind not
knowing what I was supposed to do or what
things I should be doing. It's strictly
between you ‘and the principal. So most of
what I think I've learned has just been
through experience, working with the
principal, having things explained to me when
I mess -up, and that kind of thing.

Depgpding on the principal is depending on
what you do in the school. I would like to
try to make it a little more uniform by
identifying things that are common throughout
the system, and then common to elementary
'schools, things that could be done, get people
together to provide suggestions, for
increasing'communicatioh, making it better,
trying to train people to become principals,
identifying the kinds of jobs, that kind of
thing.

3

-

There should be something that is common
throughout the school system that assistant
principals can be inserviced on; there should
be accessibility, knowing what everybody else
does, could be a little bit more open. . A lot
of people sit in their little cubby hole in
their school and they do the things that they
think the vice principal does to become a ‘
principal and that's strictly because that's
all the principal lets them do. 1I'think there
should be a list of things that vice
principals should be able to do before they
become a principal. And then you are not
just going by guess and by golly, because
right now, we really are at the mercy of the
principal. ' :

A

Some principals, not mine at all, but some
principals are very jealous of their authority
and reluctant to relinquish any of it, and as
a result, the assistant principal tends to
almost be jobless. They are given minor
duties, or social type of duties that really
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aren't administrative duties.

I think too, that how neces;ééy the assistant
principal is depends a lot on the attitude of
the pr1n01pa1 andggtaff, and I suppose their
experlence with pr€vious assistant principals.
I was in a school where the principal wouldn't
give the a531stant pr1n01pal anything to do
and it wasn't a surprise that they did away
with the assistant pr1nc1pa1 because that.
person had no function in that school. It was
no loss. Not that she didn't want the JOb,
but he wouldn't give it to her... He wasn't
really able to handle it well himself, in my

_ opinion, it would have been far better if he
had given her something to do.

F- I

Y

The principals determine a lot the experience
of the assistant, depending on their
‘personality, -how you click, and what their.
philosophy of administration is... from
talking to others, there are some who have had
nothing but bad experiences, and they get out
or transfer as soon as they can...

Y

v

Some comments indicated that there may be a potential

‘were personality conflicts:

What, they are proposing to do is decentralize
adminstrative appointments so that it will
‘depend more on evaluations by associate
‘superintendents and principals... I think it
will make for very inconsistent evaluations if
every principal is, in fact, the ultimate
staffing officer, because of all the varied
personalities involved... the way it is set up
right now, if I wanted to be a principal, I
would have to apply to my principal. If he
gave me a recommehdation’ that was poor, that
would be it; .it would not go any further...
could be a real weakness in that if you didn't
happen to get along with your principal... I'm
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for unfair assessments of the assistant principal if there

sure that they—are going tohave to modify -it:
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If (the principal) gave me a poor ' .
recommendation (for continuing position), I
suppose I could appeal it to the associate
superintendent and he could overturn it; if ‘in
fact he would go against the principal, I
doubt it. I would imagine it depends totally
upon the princ¢ipal. So, that is good because
he probably knows you better than anyone else,
buti that is also bad if you don't happen to
get along with your principal, and there have
been instanc§s I have heard of in the past,
where the principal and assistant principal
‘have not gotten along, personality conflicts I
suppose, and the assistant principal was moved
to another school and got along very well. A
lot does depend on personalities,

Representative of most of the assistant principals, this
person believes that principals will be fair and reasonable

in assigniny the duties and responsibilities of the assistant

principals: !

I think the training of the assistant’
principal is dependent on the principal a
great deal. .I think some principals could be
very narrow in the way they delegate authority
and the kinds of responsibilities you are
given. I have heard horror stories, I have
never run into them, but I have heard where
the assistant principal is given -
-responsibility for the entire discipline in
the school... that could get awfully
demoralizing after awhile if that's all-you
do, if that's-your primary reason for being”
there. Principals could delegate very
narrowly, just have a few specific things that
assistant principals are responsible for and
have very little input into anything else.

But I don't think many principals are like
that---"I would hope not anyway.

'Aspects Of Training
T 7T some assistant principals commented on other aspects of

t : T

15(’
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their training besides on the job experience.
‘There were after school inservice programs:

They sort of instituted a new program where
every Monday, for many months, those of us
wanting to apply for administrative positions,-
went to central office and met with the
superintendent and various associates. It was
kind of an orientation, inservice type of
program. They kept a fairly close eye on us
for a number of months. °

when I went through the after school sessions,
it was a type of training. You were getting a
lot of the inhdoctrination if I can put it that
way. The thing that sticks in my mind mostly
is that the administrators are primarily in :
the school to operate that school for the -
benefit of the students. That's their number
one concern. Everything you do, you do with
the primary objective being the welfare of the
students in that school, what's best for the
students .of that school. That's why the
school is here, that's why the staff is here.
The school is not here to serve the staff, and
" you don't fit the kids to the staff and the
kids to the school, and try to manipulate them
"to fit the school; it is the other way around;.
you don't have the tail wagging the doyg. The
superintendent really believes that, and that .
is what comes across loud and clear.

The value of observation of administrators was

mentioned:
I have watched a number of principals in
action. I have worked under some very good
principals. The ones who were successful,
treated their teachers professionally. They
gave them direction and leadership, then let,
them go... there was supervision of curriculum
by the administrators... the majority of
teachers. are following the curriculum... there
‘'is a certain amount of leeway anyway.
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I really don't know why they asked me to be
the assistant principal. I took the regular
.0ld administration course getting my B.' Ed. I
have not gone back and taken administration
courses; I read administration books and this
sort of thing. 1I've read and I watch. I
watch different people and I listen to !
different people, how they do it. If I think
it will fit for me, then I'll try it...
Sometimes people tell me that you can't move
anywhere or become a principal if you don't
have a masters, ph. d. or something like that.
I say, "Well fine, if that's what it takes to
become a principal, then I'm mot there, so I
guess I won't become a principal." There's a
lot of things ‘that I could learn, but I think
you learn by doing, listening, watching, and
you pick out your own sort of things that you
feel are important in running a school., 1I've
had very little training ‘in running a school,
other than direct observation and.listening
and reading. Maybe it's hurt me in some ways
that I don't know, and I could be better, but
I don't think I need to go and get that.

Courses in administration were not helpful:

Administrative courses didn't help. .They were
too general., _And of course when I took them, .
I wasn't in administration so I didn't have'a
chance to apply any of the things at all.

Responsibility‘for Their Own Success o
i

1

While acknowledging a generél dependency‘upoﬁ the
principal, assistaAE principals also indicated that they feel
a'respbnsibility for assdring tﬁéir own success. Some
indicaﬁed philosophical thoqghés indicating
.self-responsipility aﬁd‘gome4indicatéd actions that they had
taken to assure their success.

The role of the assistant principal is, number
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one, what the assistant principal makes of it.
The role of the assistant principal is what
the principal designs it to be, also. And it
really depends on the rapport that the person
has with the principal, and on the‘other hand,
with the teachers. ‘

Once you get into the position, you're really
On your own, you can make or break the
position, ' o

.I've seen a number of assistant princpals in
action in the schools that I've been at. In
., the one case there didn't seen to be very much
communication between the administrators, it
was kind of a wishy washy situation. 1In the
other case, it was excellent, the rapport and

that kind of thing. and I kind of modelled
myself on this particulariassistant principal.
She was a very effective administrator, so I
tried to emulate a lot of things that she did.
Some of the things I had to drop because it
didn't suit my personality,

I can get myself into a rut and get down, so I
look at my sign, "If it is to be, it is up to
me," When I get down and depressed, I figure,

- okay, it's my problem that I am here, I don't
want to feel like that, so let's work at
somethiang to get out of it.

14
\

- This assistant principal stressed that it is up to the
assistapt principal to do something about their own future

and happihess:

-..Other than stressing that it is up to the
individual person, if they got into the
situation in a school as an assistant
principal, where they could not work with the
principal, and were uptight and didn't want to
come to school, get out as soon as possible.
To me, if the administration cannot work

,
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together, the whole school--- it's going to be

a problem... it is not worth it. You have to

be able to get along, and work, enjoy it, have

some fun in your job, but not if you're

uptight and worried all the time, you've got

to watch what you say, and there's conflict;

1'd get out and I'd suggest to anybody else in

that situation to leave; it's not worth it N
really.

\

-\One assistant principal, when frustrated about the lack
of communicétion between the principal and himself, beéame
assertive with the principal in order to improve the
situaﬁfon: ” . ,  3

I really felt that I had to get to know him
and he had to get to know me, because 1 really
don't think he was utterly convinced that: a)
I could teach, b) I could be a vice principal..
5o it took us until about November to get on ’
the right track, like we weren't even'
discussing things. And one day I just thought
to myself, this is crazy, I don't know what's
going on in the school. I said to him, "We
need to meet on a weekly basis and discuss
what's coming up and discuss staff meetings sO
I know..." It has become a really good time
where we sit down and discuss what's _
happening, who's doing what, what we should do
in the staff meeting, what the agenda should.
'be, what kind of things --- like, he shares
all the principal kinds of things that come
across hi: desk, the information. they get as
principals --- they get all sorts of really
interesting information that I never get to
see unless he chooses to share it. And he
xeroxes it now and leaves it on my desk, which
I felt was a real positive thing because they
don't have to do that. That was probably the
biggest brea.vthrough that he and I had and I
think it was zbout that time that he thought, N
hey, that ¢lass is shaping up, because he knew
it (my class) was a difficult group.... SO
that started to reassure him...
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This persoﬁ transfers to different schools to gain the

desired experiencg:

One of the reasons I left that school was that
I thought I was particularly lacking in that
area (budget)... the principal's past
experience with budgeting in the school was
that it was best that he do it all himself,
and I didn't think that he would be opening up
totally in the next one year... I thought I
could learn the finances someplace else,
that's why I moved here...

I move around because I like to take what one
principal can give to me, and learn from them,
and what they're not strong at I can move to
another principal, and learn what they're
strong at, until I am able to be a principal,
but as I move more and more, I find there's
more and more things I don't know about.  But
maybe ‘that should be identified to people.

This person felt that‘at this level, .the onus for
professional devélopment‘is on the individual:

There have not been ongoing training sessions,
but that is not to say that there are not
things that you can avail yourself of. You
can go to .special sessions, usually those
~things -are provided at conventions. A lot of
the onus, once you reach the position, is upon
yourself, to.avail yourself of different kinds
of inservicing, ‘to read--- we have a good
professional library... as well as other -

' organizations you can belong to that provide
leadership training. Then you can always
upgrade yourself by taking university courses.
The primary onus is on yourself.

Se! avaluation of Readiness for Promotion

ot

!

Assistant principals often referred'to the areas in need

of further training and experience in determining their ~

degree of readiness for promotion. Budget, teacher
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appraisal, and effective teaching strategies were Kkey

concerns. \ Cen

3t

'The need for training in budget and teacher appraisal
was indicated: . g
|
Realizing how much more I need to knoyrbefore
I become a principal, that's one of the =
things, not having worked with the budget, and
‘especially teacher appraisal, I am going to
have to take some courses on that type of r
. thing, otherwise.I am not going to be able to
do a job as well as I would like to do. If I
applied for a principalship next year and got
it, 1'd do the job, but, I didn't apply this
year and I don't know whether I will apply
next year. I don't think I'm ready..

Teacﬂer effectiveness and more university administration

courses:

Lo

Before I become a principal, I've gd; to learn
more about teacher effectiveness, helping good
teachers become better, helping teachers who v
are competent become more competent, helping
teachers who are not competent become v
competent,  and building. skills for helping
those who are not competent and probably never
'will be competent find something else that
‘they can do. . That's number one. I'm still
not 100% sure that I will be able to handle
the finances, that's only going ~ come ’
through practice. - I will probably, in the
" next little while, go back and get a masters
degree|in educational aninistrabion. The
more I|learn the more I see there is to learn.
Those are the basic things that I think I have .
to learn before I think I will be ready, and
then if I apply and don't get it, I will be -
really disappointed, and think maybe I should '
have applied two years ago and get myselt
known. ‘

Budget and more administration courses:

5




1 do have some administrative classes from the
unlver51ty, which I think are 1mportant and
1'd like to have more than I have. But it's a

matter of learning what you have to do. 1In

our system, budget is a terribly big burden
for-any principal. If you went straight from a
classroom to being a principal, you wouldn't
know where to start, There are so many hours
of work, forms, formulas; it's just terrible.

'T wouldn't be ready to be a principal next
~year. I have helped the principal this year,

with budget, hopefully I will take over more
next year, just learn.

Budget:

I think I have done jusgt about everything in
every role that the principal has this year at
some time, when he has- been away. I-think I
am learning about the whole thing; some areas
I have had more experience in than others, and
the budget is one where I do feel I need the
practice. I haven't worked very much with

. parent liason groups, not because I'm not

interested, the meetlngs are on the same nlght
as A.T.A. so I just can't be there.

I wanted to, and-I wanted to this year and I
couldn't because of :time constraints again.
The one thing’ that I have not been able to do
in this school as an assistant principal, is
to actually work with the dollars and cents of
the budget. I have been in on the developing
goals, objectives, priorities, whatever, but
where it actually comes to costing those:
priorities out and doing the paperwork...

going through the budget manual... that part I
‘haven't done, ' .

Generally speaking, yes, (this has been a
training ground and I could assume a
pr1nc1palsh1p) but the only big question mark
is the dollar and cepts... when you step 1nto
that place in the fall, you really have to .-
know what you are doing when it comes to the

budget.
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I don't feel confident enough to do the job

(of principal). He does a lot more PR for i
example than I ever do... the whole budget ey
thing scares me; the writing of newletters and
things like that, I don't like; the running of
the staff meeting is not something that I

would enjoy; so right now I'm just not ready .
for. anything like that.

Not ready yet for having to make the final decisions:

I am not really a pusher, a go-getter, and
people have asked me, “You have been an
assistant pr1nc1pal for so long, why don't you
apply for a pr1nc1palsh1p?" They have
suggested that, "Hey, you could handle it all
right." I say, "Well, maybe I could, but I am
still learning, even though I have been an
assistant principal for fourteen years." I
call myself a slow learner in some .areas. I
am comfortable, and if I get bored or in a rut
then I will consider it.. But here, the
principal gives me enough responsibility and
enough authority if you want to call it that,
where I am basically almost like the principal
at times... But then there's final decisions '
that bother me, they say I'm an old softie at
times, but. I flgure, -£hank goodness,
(principal), you're the principal, you've got .
to make that decision after we have talked
about it. I find that very hard and maybe
someday I will have to learn how to -do it.

But I m not ready for that right now.

B

More knowledge of curriculum: \E\V

The curriculum bothers me. If I ever became a
principal, I would have to check and double’
check... I try to keep up with them but it's
not my forte to read all these pamphlets that
come in.,.. .

More knowledge of learning disabilities:

I am starting to feel that I need to.learn
about learning disabilities, because of the
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going :to be a good M inistrator you have to
understand more abB'},learning disabilities
than I know about... a gap in my education, in

) / everybody's education unless you take those
courses... I do feel that need, that gap in my
education.

ihtegration of theﬁggndicapped... if you're

One person feels that the more they learn, the more they
‘see there is to learn: : .

I am leaving here at the end of the year,

knowing that I am less prepared than I ever

was .to be a’principal and that's not a

reflection on her, it's a compliment to her,

because she's taught me that there are more

. things than I realized about becoming a
principal.

IV. A JACK—OF—ALL—TRADES

a - —
—

When describing what the gfb is like; the assistant
princiﬁals referred to the chSt;ht Qariety;vthe | -
interruptioné; the need to be flexible, to eipect the
uhexpeéted,'to be organized, and-to get along_with
people---to be a "jack-of-all-trades." They identified the
rewards associated with thé,pasigion, as well as the
frdstfatipns. They identifiod.fhe pe€§ona1 chéracteriﬁtiés
and qualifications that‘quld be required to do the job in-

view of what it is like.
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what the Job is Like

L

The assistant principals all reported that the

dynamic, interesting, and varied:

Jack-of-all-trades? Mdster of none?
Everyday is different.

But I enjoy it: It's challenging, it's
interesting, you never know what's going to
happen. '

It's a very dynamic job. I really like it. I
really enjoy it. '

It is routine, but it's not. So many'other
things happen in a day.

-

N

It's kind of a nice pSéition. You're not the
principal who has the final decision,
sometimes that's scary, if you're stuck with
the final decision that affects so many lives,
and yet you have enough decision making that
you feel good about it and that's the part
that I like. '

Well, it's interesting, if you don't like to
get into a rut. You never know what's going -
to happen, and you can plan to sit and mark
tests or do a project on something new one

morning and it might be a week before you can

get back to it... You have to work closer with
the whole staff... you have to be known to the
kids... you have to know about the whole
school, where the furnaces are, where the
power is; the caretakers are here, but the
meter man will come in and want to know
where's this, that, and the caretaker is not
around. You have to know how the school runs,
mechanically, electrically... when maintenance

job is
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people come'I like to go with them and find
out what's wrong so that I would know the next
~time... you have to learn to get along with
central office staff... the parents, both the
principal and I deal a lot with parents; you
have to know when to be firm and when to back
off... you have to learn how to do a lot, of
paperwork... It's an interesting job. As I
~say, if you want to get into a rut, don't

* become an admlnlstrator, because you never
know what's going to happen.

I am very pleased. I would not want to do

anything else unless it was to be a principal.

Have ‘my feelings changed? Yes, they probably

have; things look differently viewing the role |
than actually doing the role; so I'm sure some :
of my feelings have changed, but not my liking

of the position. I haven't been disappointed.

It has lived up to my expectations and _

probably more than my expectations. It has

also been more frustrating than I expected it

to be sometipes. No, I wouldn't change it.

¢ Hours of Work

In describing what their job and their work life is-

like, many assistant principals elaborated on their work

»
< . .
E

- hours: : e

I am usually at my desk at seven in the
morning; I'm a morning person... I always try
to have specific plans one or two days ahead
of time for my class because I never know when
I'm going to be interrupted. I have to be'
prepared to not be in- the classroom, today for
instance, the principal was unexpectedly away;
..-he'sent a sub in for himself; the sub went

: "1nto my class’, and.I came into here... try to

- 'do some marking at noon hour and‘again after
school... if I don't have a meeting after
school, I usually go home about four or
four~thirty,.

-
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I'm not a morning person, so I don't get in
here really early. 1I'll get here about
eight-thirty and then I usually leave. about
five o'clock. As the summer gets closer and I
play more golf, that would be five o'clock
about three days a week. But from the first’
of September till about the first of May, my
hours are generally eight-thirty to five...
four of the five days a week, I am either in
the gym supervising- lunch for half an hour of
the fifty-five 'minute lunch hour or
supervising intermurals... I take very little.
home. I probably should take more home, but I
have a young family and want to spend some
time with them... I come back here for two to .
three hours on Sunday nights,ifrom seven to
ten generally, that's where I lay out my plans
for the week...

1.
»

I like to get to school really early. It .
gives me a chance to gather my wits, plan my:
. day,-and I'm a list maker; I write a list of'-~ :
Aﬁverything that has to. be done that day... the =~ -~ ¥ 6
Principal comes in shortly after I do; we talk -
about what the day holds... I come about 8:00 .
-a.m. so that gives me about thirty minutes
"before the students come. ”

&
Noon hours could be my own but. I choose for it
not to be, but I eat with my class. (bussed o
students), which is not normal, but I do _ L
anyway because. it makes .things move a little - |
faster, then I go into the staff room for a |
little while, -just to pick up on what's going - \
on, or what the latest worries are, or what ' \
the ups are, and that kind of thing, and then
I walk the halls after that... Sometimes I'm
here till four-thirty, five, and other days,
like today, I intend to rush out, because \
there's a hockey game on... I like to stay at ’
school until my work is done, rather than tak
it home... I make good use of my ‘ ' %
administrative time, I do it all here...

.

. y)
One person noted that in administration, you work until

it's done:
®
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That's one thing with administration, you just
keep working until it is .done, sometimes it
continues when you are at home, you get a
call, a child has not cgme home yet... that's
the hardest thing to get used to for me
because I am a very organized person. I find
that my life is very disrupted; you start one
job and you have to leave it and go to another
"job, and then come back to the first thing;
you’can t be terribly organized, to say that
I'm going to work for this long... you can't
.do that because 1f someone needs you, they
need you.

. .
In describing his hours, this assistant principal shared
his philosophy of keeping work- hours reasonable and having

more to life than just your work: _
I like to yet here about seven-thirty. T like ) f
“that half-hour on my own. I get my day S
organized... at eight the staff start coming
in; some come in with a problem; then -about-
eight-thirty I wander into the staff room to
see what people are doing and again, you try’
to read people and see who might be a little
up tight... I wander into the halls, see the
kids, then go down to the office and make
announcements, .. our classes are over at 3:25
p.m. I help on the computer one day a week at
noon and after school.. On those days I get
out of here at four-fifteen or four-thirty.
But usually once the kids are gone and most of
the staff is gone, I'm out of here by quarter .
to four. Once I've done:my jaunt around the
school, I -take off, unless there is something
that has to be done... The principal's
philosophy is that if it can't be done by then
and it has to be done, fine, we will stick
around and finish it, but if we can do it
early in the morning and during the day, then
at quarter to four, why stick around just for
the sake of sticking around... I try to
- organize my time; sitting in the staff ‘room
during lunch time for an hour doesn't really
appeal to me, I use my lunch hours... I'm not
’901ng to sgend my whole life teaching,; like

L3
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some of our staff.’ I keep telling them that
they are going to burn themselves out...'1 try
to stress to them... you have got to have some
fun time, go out and do some of the things you 4
want, have a change of pace, but day after S
day... I couldn'it handle that.. If I had to do

what they do, I would be out of teaching.

‘There's too many things out there that I feel

that you've got to--- that's my little sign up

there, I look at it every morning--- "You only .
live once, but if you live right once 1is %
enough. "

This same person feels that they would chaﬁge careers if
they'needed to give up all their free time, even at this
middle or later stage of their career:

I try not to work evenings and weekends if I
can help it. There's dedication and there's
dedication, and if I can get away with it, and
I'm doing my job in the time I have allotted
for my job--- if I need that time, -fine,. as
long as I don't do night after night after
night. ‘If I did, I would seriously consider .
going back, and even at my age, consider
getting something else. I am not the type of
person who could handle that.

One assistant principal stated that meetings and
involvement in outside activities fill up his time::

I am usually here about eight o'clock, and I
usually leave around four-thirty... I don't
usually take work home, because I'don't have.
the time... usually I have two to four
meetings after school in a week... A.T.A:...
“community... coach hockey... swim club...
liason meetings with . the school board...
school staff meetings... - : :

Most assistant principals indicated, as this person

selaborated, that they start back one or two weeks before
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school starts in the fall: . . ’ 7

We come back the middle of August; this year
it might me a little later, because school
doesn't start until after Labor Day... but
there's a lot to do, timetables have to be
copied out, schedules have to be made, book
.rooms have to be straightened out, plddly
little things....I don't know if I'm required
to- .be here, but how else would I get things
done? 1It's nice. 1It's a leisurely~way of
doing things, and it gets done. That's when I
do my teaching planning for the year as well.
I don't mind coming back at all. ?

Disciplinarian.

The assistanf érincipal as disciplinarian is a domiﬁant
theme in’£he litérature. These assistént principals report
Lhat they‘do deal with disciéiine, but_that the duty, which
nthey report is'not'exéessive,.is shared'with,the princiéal:

We work closely together (on discipline). 1If .
it is anything to do with the playground and
I'm here, I handle it. If it is serious enough
to warrant suspension or if it's an ‘incident
that we see someone's name repeatedly in the
book, then we handle it together; other than
that, verbal communication. We keep each.
~other informed. ‘ .

He does more of the discipline because he. is
around more than I am, and people are -
reluctant to take me out of my classroom, and
rightly so, because when I am teaching, that
is my primary role and must remain that.

Whoever is in the office answers :the phone.
- Whoever is in the office handles the
discipline. . There's not one bad guy among the
administrators. Whoever is there, does it.
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It depends who is here and what's going on. I
tend to deal with the majority of the minor
things... If it's minor the principal and I
don't even collaborate. But if it's some
major thing... we make notes, talk... but
whoever is around and how serious it is...

-

It's handled by both of us. If something

comes up and I am available, and I've got the i
' time, I deal with it. We try to deal with it

right on the spot. We havé a school wide

discipline policy, that I initiated...

One assistant principal stated that although the amount
~of time spent on discipline has been reduced with the
introduction of scﬁool—widé discipline programs, discipline
is not a 5ig issue because the teachers are good:

At the beginning of the year, there was a lot
more discipline. But a lot of people have
been working under the same system, so it's
really eased itself out a lot. I very seldom
deal with a lot of discipline. I think
everyone has sort of taken.another look, but I-
also 'think there weren't a lot of problems to
‘begin with. The teachers are really -good
teachers. :

Clerical/Custodial

The assistant principalé indicated that clerical and
custodial types of duties were minimal and were laﬁgely
handled by the support staff in the School:

I don't do very much of that (running off
sheets, setting up chairs, etc.). Sometimes I
change bulletin boards, but that to me is part
of the role of a teacher, so that I do. We
pretty well have kﬁ@é}doing a lot of those
kinds of things, setting up chairs, those

,
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kinds of things. There are some things, like
cleaning the gym storage room, sort of keeping
an eye on that; I work fairly closely with the
facilitator, who comes in once a week,
checking the equipment... But basically we've
got such good people working in the school,
like the caretaker is excellent, the secretary
is really good. A lot of the stuff I can-do
is over and above that, which is really nice.

Not especially (clerical duties), not the
second year, the first year, yes, but it was
learning those particular things... the
biggest rude awakening, all those things that
I didn't know how they got done when I was a
classroom teacher, I found out who.did them! ,
And all the leg work, and clerical things, I
did them, but a lot of that changed the second
year because I was able to make use of other
staff members, sharing those kinds of things,
so that I would look over the forms that came
: in, and anything that caught my eye I would
ask about, but there was a lot more passing on
to the teachers, the responsibilities as well.

I really don't do, I can't think of what I do

that is specifically clerical. Orders come to

me, but they have been cleared through the -
other channels (subject coordinators); I just. 7
kind of okay it... I write memos once in a

while and that sort of thing, but I don't

really think there is much clerical work.

There's a lot of action... more in the field

kind of action, practical kinds of things.

Supervision

A few assistant principals have had teacher supervision
as part of their responsibilities:

Supervision both of children and of teachers.

With supervision of children, I don't go out
~ on supervision., What I do do, as do both of
"the other administrators, is we constantly

)



Rk

observation very informal, but s

I don't do thpse very much, T'.
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walk the halls, at recess and noon hours, just
to have the extra bodies around... make
ourselves really visible... Supervision’of
teachers means going into classrooms to some
extent... I make up the supervision schedules,
and do some chasing. Supervision of .
instruction, each one of us look after several
areas. I look after language arts and special
ed.

This assistant principél tries to keep teacher

€111 i Fricult:

- e e

Classroom-s&bervisien,'in'tbéfse :
in and observing téachers. mak¥gus kdons
for change, or doing write=up 05 "

write-ups for mYsélf)and'keép‘thémLo_, .
The principal does theé formal write- . - When

an evaluation hds to'go into central office,
he does those. But part of my job is to go in
and make sure that what needs to be done is
being done... I try to go into every class at
least once. With the new teachers, especially
those that we feel need a fair amoung of
guidance, I've been a lot more times... quite
often meet after school, I will make
suggestions, help them write up their lesson
plans better... I think.they probably feel
more comfortable with me going in than they do

with the. boss going in because I try and keep

it very informal. In most cases it is really
easy to be very positive because there really .

. are some super teachers, but there are some

new ones. who are a little raw and need some
suggestions... it's a very awkward situation;
I don't feel comfortable at all, going in and
doing that, because there's a good

‘relationship and all of a sudden, here you are

going in and you're evaluating. I feel
awkward, that's the only part of.the job I

feel awkward -about... it's something that has
to be done and that's what I'm paid to do,
that's part of it, so I do it; but not -
something that I do with any degree of relish.

One assistant principal'would prefer to go into A

-
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teacher's classrooms as another pair of hands:

I would rather spend time in teacher's
classrooms as another pair of hands, helping
out. That is asually how I go in. We are.
very welcome in the classroom. Teachers
really like to see us; they'd like to see us a
lot more. I would say that by and large they
don't see us as any kind of a threat in ‘the
classroom. Now there may be some who feel
that way, but if there are I don't know who o
they are. We don't do written evaluations

- based on any of these visits. The principal
does the written evaluations. I am not the
staff's immediate supervisor, the principal
is; so when it comes‘%o written evaluations,
he does those. Primarily, the written
evaluations would be for permanent
certification or someone going from a
temporary to a continuing contract or
something like that... i

Rewards

In descfibing what the job is like, the assistant
‘principals indicated a number of things that contribute to
the‘rewards of the job, that make~the'job worthwhile.

I would say that feeling of support you get
that people think you're all right and that
you can make an impact.

~

Being able to help other pebple“accomplish
what they want to accomplish.

One person talked about an incident in which a teacher
vpfovided support and positive feedback:

_ A teacher, who is not a critical person, but -

- the type where, if you get her support, you've .
‘really got a lot of support; she doesn't say a
lot; she said to me, in front of the principq}
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and a couple of other people, "You know, I
don't what it is, but since you've come to

_this school, you've really made a difference.”

I was so surprlsed because I didn't think she
felt good or bad about me, but I didn't think
she felt all that good about me... I was
surprised she said it, and that she said it in
front of the people she said it.... That

‘really did make a difference for me; all of a

sudden I realized, hey, you aren't battling
upstream the whole way; some people are, '
noticing that some th{ngs are happening. -
- 14
3

R v
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Helping teachers and being thanked:. -

Being able to help teachers. ‘Everyday there
is some little reward. Just for somebody to
say thank you, that hélps, it's a reward in
itself, so there's lots of little rewards and
some b1g ones.

Positive feedback ﬁrom parents:

We had our spring concert, ‘which was very
successful... we had some phone calls, 4
letters, and .comments from parents, that was J

very rewarding. Every once .in a while, you

get a call from a parent saying thank you,
that is a reward. There are so many rewards,

" so varied; most of them are small.

Not money: o ‘A .

m -4

" If you want to do 1t for money, forget it,

unless you are in some place like Ainley or

something, where you are getting a horrendous ,
allowance; but don't become an assistant -
principal or principal if you are looking at

the admlnstratlve allowance because for the

average school it isn't worth 1t, 1f that's
all you're doing it forL

Being p:ivileged to what is goiﬂéﬁégain‘the school:
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The rewards aren't anything unless you look
for themy like, I took a paycut to come to
this school, but the travelling is better, but
not the money, I may take another paycut to -
go to the next school... There's more to this
business than I thought there was. One of the
thlngs about being a vice principal is that
you ‘are privileged to thlngs- you are able to
find out about things. You are able to do
more things; maybe that's a reward; I ‘don't
know. :

. . -
e

Successful aécomplisnment of an nnpleasant

administrative task:
N »

I was given the choice of appraising that
‘person or not, and I knew it was-going to be
' tough, but I said I'd do it. I did it and it
"wasn’t easy, and unfortunately she resigned.
But it was the best thingi/that happened
overall. Yeah, I did a yood job on that. And
thiat sticks out in my mind ag a tangible
reward... The students benefited, the staff
benefited, the teacher benef{ted, will beneflt

in the long run. But 1tuwasg ﬁ pleasant to

do. ‘ _ B . :
S ¥

0 ) 0

Seeing a pro;ect through from concept1on to completlon.

When you start a pro;ect, and you organize it,
first of all, the idea‘is yours, and you plan
in your mind, then you plad?on paper, then you
talk to staff, you put 'your’ plan into effect,
then finally when it's over, and you can sit
back and you realize that it was successful,
that you accompllshed what you set out to ‘
accomplish--- that is a great reward, just
knowing that you were able to plan somethlng
and. br1ng it to fruition. g .,

' Making a difference:
. One major thing... we're now going into -

expressive language, and receptive language...’ P
finally got the teachers bellev1ng in thlS
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kind of thing; so big changes are happermring
there; so that really made me feel good ~
because that really was initiated by me. And .,
the second big change is that we have just
finished restructuring our report card, and it
has fallen into place extremely well, as well;
so I'm on a real high right now. I'm ~ v -
extremely tired because we put in a lot of

hours.

&

Helping.childreh with prqblem?:

s
[

I think the biggest reward I get out of it, =~
dealing with some of the children who have all
kinds of problems, academically, socially...
: you work with them for three or four months...
o .. the reward I see is when you see them ™
- . changing, and they aren't having so- much
. ‘trouble out in-the playground... the kid sees
-« it is better this way... he sits and cools off
rather than using his fists... The other =~ - a
thing 'is you work hard to try to'get the staff
to ‘work as hard as they can together. There's
% _always cliques, but if you can make itra '
‘comfortable, and reluxing as possible, staff
j,—relaﬁﬁbnship,'then you can just watch and the
. school just seems to click, click, click; ,
. . ‘everybody is doing real good. And when you"
e can get something like. that going for asmonth o
K Pr tWO. o« v . : . . _',.«{." h »

N
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Self‘satisfacﬁion is a reward:

‘The highlights are; for me anyﬁéyg a self
-satisfactiq@ﬁyitﬂ'what I'm doing, feeling good

about thgﬁtﬁ@ﬁgsggpat I.do,"dand the factsythat I. -

& oo
°%

:fjﬁf ' have help®¥d.to_ gfii¥iate changes. Quite often
' staff mémbers

o : Wit 5ay, "That was a super
’ idea," 'of "thahks ‘for that piece of advice." ,
" or if I say £¢ soméone; "You know you really ' S
did a super gb@@“jobhf"orf"l really like -that R G

'bulletin;béa:ﬁgyéu:didni-andwyou see them beam
 then you know®hat you've made their day for
__+< them. Intangibles; 'I cdn't think of a :
“ ' tangible reward. T am:hot -in it for the
" - .money. : There are .a lot of people who are -
‘under- the ‘impression sthat administrators make .,
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o
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huge blg allowances. The amount of allowance
I get is so piddly, I don't think anyone would
want to go ‘into it for the money. But it's
all the intangible things.

“ N P . -

self'satisfactiop primarily I guess.

i e ol ,3 )
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In desémxban what the JOb 13*§mkelkthe asslstant

;~('.

pr1nc1pals 1nd1cated ‘a’ numbar’of ﬁn stratdons.

Lo . i

ThlS person was frustrated mecause he was not able to

V.

_make the flnal dec151ons, and also because he does not,have

. K o
; . i@

ﬁfenough tlme. ,\ , %

LRt

e

My greatest frustration is +the fact that the
"ultimate decision rests with somebody else,
and as much as you may want to do something,
if you don't get 1t passed there, then it
doesn't go. And I think that those kind. of"
decisions made’, particularly those affecting:
the people you work with are the hardest .to
deal with, because y0u do want to treat people
fairly, and I felt that (in one incident) we
were painted’ ‘with/ the same brush because of
the decision that was made unllaterally.
Then, my next- blggest frustration is that I am
dying to dc all sorts of things like '
professional development, or curriculum. across, :
. the grades,uor some Sort of program ) T
Ay development, and there. a) isn't enough. time
‘because I'm teachlng too much, and b) there is
again, th1s llmltatlon—-— like, there seems to
be, if you're willing to _stretch out.and get~
it, there seems to be money- avallabf@‘out o
there because I had no problem at all in- .
getting what I neededy; and there seems to be a
lot of peOple w1ll1ng to support you if you
show a grain of 1n1 iative, but if you're
‘working .with someon€ who isn't all that
_interested in doing it--- like, I'd just like
to get the ‘school year -over w1th, 1t "becomes
. an. Uphlll T .
. ; PR % SRy DL TN

. o4
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9] others felt frustrated by not being able to ﬁake final

decisions:

As a vice principal my hands are sometimes
tied because the principal doesn't view :hat
9 pasticular goal, -t I want to do or th- oo
teacher wants to dou, and therefore it doe. .
get done. And that's frustrating, but that's
his or her professional opinion as well, and
maybe in the long run I'l1l learn that they
were right, and a lot of times they are. N

A

There are some things that I can't make a

decision.on my own and if they come up. when .
the principal isn't here, and I have to wait,

that' is frustrating. |

Not enough time: - {ﬁ S

I don't have enough time. I need more time... ‘
I don't feel that it is ever easy to do two Y
“jobs, but I think administrators should ‘
teach... you\could be a better-administrator
if you had more time. But having said all"
that, I think.it is quite possible: to do both ',
jobs, just making sure that you find the time.
ou could be better - .:h more time, but ;@w
everybody could be. - ' v

Y)_'

Sometlmes ‘I wish I had.a little more tlme to.
’51t‘down and think, and be more 1nvent1ve, and
make some changes. You get going along in
sort of a n1ce rut... :

v

3

- I “like belng an assistant pr1nc1pa1 and I like .
) teachlng.“ I like both aspects of my ’job. B .
-~ mWhat H find frustrating is that'you don't have s \

enough time 'to do an adequate jobh of both,

part1cu1arly when you are working at

three tenths or two-tenths, or somethlng like

that.; You still have .the full brunt of your

admlnlstratlve duties to doj; if .it's cut back,

you ]USt have less time to do 1t 1n, -plus an

.- : ;
: %
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, jhpéfw ygars ago we were able to do some of that,

1ncreased teaching load, plus whatever else
you're involved in. Sometimes I feel that
maybe I should jump one way or the other,
either become a full-tim&é teacher and
concentrate on that, or go into administration
with more time, move to a school: where I could
get more admlnlstratlve t1me.

o 1

Not being able to spend enough time with the
staff, not being in- the classroom enough,
getting to know kids. I would like to go into
the classroom where you know that a teacher
““Keeds extra time, another pair of hands... a

ut the assistant principal's t1me .has:been
“,cut and cut and cut, now we can t do that kind
of thing... it's nice to go in and find out
what they are up against... you can teach a

' class for them, see what their class is

like... at the same time you get a feel for
what is going on; the teacher feels good about

" you being in there; they feel good about you;.

the morale is good... those are the kinds of

_ things that really. bulld staff morale.

Lo

However, three assistant pr1nc1pals 1nd1cated that
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although shortage of t1me was sometlmes a frustratlon, they

'feltvthat overall their allotment‘of administrative time was

P

‘hadequate:v" o o

I make good use of my administration time. I
don't take it home at all... Yes, I think it's
pretty equitable, but then again, I haven't
had that much more so I don't know...

I find that very adequate (allotted'

administrative time)... usually it's balanced

of f very wyell... My schedule has not changed
much at all, that s partly because I think I
do get a generous amount of administration
time. Had 7 less time to do the same dutles,xd
yes, I wc.ild be spendln& a lot more of my own
time.

fo)
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This person finds that he can get most admi#istrative

. |
things done in his allotted“administration time;i

Yes, I take very little home...

However, this person indicated that he goes in most

hSunday nights_fbr a couple of hours to do his marking and

1?#?@‘%@

prepératioﬁ.

Teacher appraisals are frustrating when you are not sure
';what to.look for:

‘ Both (appraisals) caused me a lot of anx1ety.
'It was the first time that. I had ever been in
‘;SOmeone 's class, and my personal feellng is
that as much as you try to make these thlngs
positive, teachers rightly or wrongly feel
that you are looking for something; so I went
in probably with more tre/%datlon than the
teachers I was observing, because having to
write something down, which was somethlng I
did not have to do in the first two years;
this is the first year I am doing it; 1 was
worried about how I would write things down,
what I would look for. ,I tried to find "
'something from our board about things to look™
for, appropriate behaviors and strategles that
good teachers show; - other than that I am just:
looking for things” that: I like,.which may be
& just my personal style... I didn't find
anything from our board. Imtalked to a number
of people, pr1nc1pals, whether or hot there
v were things available.like that... I went to
the library... a wish we‘had things. like L
that. I wish thlings kike Madeline Hunter, and:
teacher effectiveness programs. Yeré more
available to pr1nc1pals and ass 't .o
pr1nc1pals because. Iwknow that appralsal of
staff is something’ that sdme pri 1ﬁals look
forward to with an awful- lot of trepldatlon,
because they're not trained in the SklllS' I'm
not trained in the skills... I found it i@rf
d1ff1cult to go 1nto someone's class and

v\;’
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identify things that were not right, It was
easy for the people who were excellent
teachers; it was just a matter of being
specific... tell them this is what you did,

( this is.why it worked and even if they know
that, it's n1ce to be patted on the back...
but where I found it difficult was the teacher
who was having difficulties... I-would like
checklists, more information readily
available... according -to our superintendent
and what looks to be the trends,
administration is g01ng to be much more

"~ involved in appraising (formative) and
evaluat;ng (summative).

Teachervappraiséls, if not positive, can be very

‘difficult tasks:
The same incident, the appraisal, there were a
‘couple of times that I thought, well, let's
carry her for two months and then make sure
she.doesn't come back -here, but then T1.-
thought, well no, that's not handllng things-
right. Maybe it's time to JUSt ‘head back to
the classroom because I don't like this! .

Neglecting excellent teachers:

Some of the other frustratlng things,  coming
to the ‘realization that, like in a cléss of
thirty students, you always have some that are- -
better than the others and some less able. W
You can get caught in the trap of 'spending -

.your time with the less able students. And

the same thing happens in schools... some

excellent teachers doing a tremendous JOb...

you can neglect them.

Lack:of funding: - ] o . S
Lack of money is frustrating. I might ds well

say, it--- government grants bother me, but I

don't' have any control over‘that; the '

principals~don! t have any control over tfrat.

It's frustrating to want to do something and

/‘ .

a»



“-
2T
ot

" fault. But those days. don .t happen every day’$

like that fortunately...

f;nd;that you don't have the bucks for it.

Parents can be frustrating:

There are times that dealing with parents

. becomes vety frus--ating... we have 99.9%

proof that this boy threw a rock and broke a
window in the school, and the boy just denies,
denies, denies, and changes. his story five
different times, but Dad .says, "My son will
never tell a lie.™ And the frustration of not
being able to teach the student to be honest,
admit it 1ﬁgpe did it...

I got about three naﬁty calls from parents,
not about my studenbs, but about what some
teachers had done or somehody had beat up
their child on the way home from school,
insinuating that® it was.alilsthe school's

fortunately, and there- are .not many parent

SR

-.Sometlmes there are unexpected frustratlons.

You think you are doing something that you ,
think would really help a student and .the
parents complain, but that- happens as a
classroom. teacher too.

Too much of other people's‘responsibilities:

Okay, maybe I'll mention that too. The first'
year I did too much. - I did things. that were

not my responsxblllty. 1 took things:off the

teacher's shoulders, "If you've got any.
discipline problems, send them down to me."

And learned very quickly, that yeah, I got
everybody's discipline problems. All of-
sudden they stopped handling them and that
didn't mean the discipline problems went away,
but they ceased to ¥ able to handle them and
do things that they can do. The secona year I°
changed that a little bit.

%
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Constant interruptions:

I didh't know there were going' to those
constant interruptions. I think that's the
thing that aggravates me the most. are the
constant interruptions. I understand that.
~they have-'to be but .if I could change one

_ thlng, that is what I would change. 4

S

Not enohgh communication with the p;incipal:

- Another frustration is that sometimes he
forgets to tell me something that is going on,
and people assume that I know.when I don't,
and I find that very frustrating... It affects
my job so much... I can't be organized if I
don't know what is going on. That's one of
our problems that we are working on, trying to
.work out .a method so that we communicate
eVerything with each other. Softietimes I do
“something that surprises him. If we did have
a reygular time to communicate and we wrote

down what we were going to talk about...
sometimes I do write a list, and go in and

shut the door and say, "Okay, have you got an
hour?" S ‘

1

Small irritations:

bl
b

Frustrations are just the kind of day I'm _
-having, small things may bug me. Often times
it will be people who are not where they are
supposed to be when they are supposed to be--= "'
_that really frustrates me. Oor people who are
‘late, that really frustrates\me.,Or people who
forget to do what they are sppposed to do. Or
if. suggestions that have been made for change
have not been followed through on. Or not
know1ng what to do with' 1ncorr1g1b1e children
is very frustrating. Or you've bent over
backwards doing things for somebody and they
turn around and make a negative comment... °
sometimes, not very often, but sometimes, it

is almost a thankless job... but not once have
I ever thought this job was not worth it... =~
only fleeting frustrations... it could get
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very frustrating, but I think you've got . to
not let it get to you. *

N

12
I wish they'd give me a phone.

Trying to be fair with Students, making the best
"decision:

Lots of times I have to make the flnal

‘decision... but _when you are dealing with

personal, kids, their feellngs, what is right,-

what will help the most, I find that the most
frustrating p0551ble. I could be a little

. more aggressive with kids; I could scare* them

and so on, but I very seldom raise my voice, ‘
and sometimes flgure, the only way this kid is -

. going to learn is by me ralslng my voice

and... then I figure, no, that's not me.

‘That's the most frustrating thlng, dealing - !
with kids' emotions when you've got them in a :
dlsC1pl1ne type thing... dealing with the &
staff is frustrating sometimes, but nothing

like deallng with the kids. Paperwork, trying ‘
to keep up is another frustrating thing but.

that's part of the job and I don't

particularlysjyl ike a lot of paperwork but it's
there... ano¥her thing is when you have

somethlng planned and you have to get

- something done and you're trying to work on it
: and you get interrupted seven or eight

times... and your train of thought keeps

getting broken, that's frustratlng but I

accept that... to me the only main frustration
1s»dea11ng with the kids as persons, when they

'‘dend five. down and you try to get the stories
straight... five different stories...

When asked if there was a critical incident in the last

_month that made the job seem worthwhile, this person

indicated -a general feeling of low morale as standing in the
AR . . _ Bt
way of positive feelings:

¥
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are forgotten by the next day: ‘ T ;
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Not over the last month or so, I don't think.
The morale is low in schools, not just our
school, every school; subs say the same thing,
because there are so many people that ar
declared surplus, that are worried abouf the r
jobs... teachers are getting bombardedjln the'
news continually either by the Department of
Education, or by the university, or by the
parents, or just by the newspapers in
general... about incompetent teachers,
intolerant teachers, teacher evaluation.
Everybody seems to be kicking teachers lately. -
You take that plus declining enrolments, v
greater social problems, all kinds of things
like that, teachers feel as though they are
under a lot of stress. I think the economy

‘'has something to do with it as well., There

seem to be greater and greater demands put on
teachers as far as all the new curriculum that
is being changed, updatedi.. computers...
evaluation... maybe it just has something to

- do with the way we live... Right now, I feel

A

low,

This person indicated that frustrations are minimal and

I would say three or four times in the last
nine or ten years, have I got'up in the.
"morning and thought, gee I can't stand this;

- you know, my mind has been--- oh,.I've got

this 4nd that to do today, but not to the

_point where I feel that I don'"t want to come

back. There are nights when I leave her&”that

I feel, this isn't what I want,_but you have a

relawing evening, and feel, okay, let's go oo .
back and see. if you can handle that in a ’

" different way so you don't comg,Out SO up

tight af night. But I would say honestly,
_thre )r four times in thé last nine or ten

yearsXis all I have felt like that.

4 -
Characteristics For Assistant Principals

\
'

Whéh describing what'the.job is like, a number of

#

S/ B



_aésisfant prihcipals suggésted the.cﬁaracteristics that they
think would be necessary to be an effective assistant
3 principal.
- They need to have a broad Visionvfor eddcatioﬁ_and be'a
model for others:

I think they have to be able to take on o

_educational leadership. I think they have to
be able to look on a school as .a larger place.
You are a model in your teaching; you are a

‘model in administration, .in whatever you are
doing. You have to be able to show these

_people that are your peers that you have

" something to give, that you have something to
' of fer. : h i :

LI o ﬁ‘
. Good educétional backgtound, varied peachihg

- experiences, good int?rpersonal,skills, and be a leader in
SR ; : . ’ .

more ways- than one:

I would say you need to have a good backing’
‘educationally. I think you have to know
what's being taught in schools; you can't just
know one grade and stop’there. - You have to
have an idea of what's doing on; you have to
know expectations for many grade levels, or at
leasst for one division, know what to expect
from ‘a gradé four, grade five, grade six for
instance. Maybe you can't know every .division
but you have to know at least that... you have
to have a few teaching experiences... in terms’
of education and in terms of discipline... -

, I think you really have, to have good -
interpersonal skills. You have to be able to
tell people what you want them to do in a nice
way. Like this year, with the clerical staff,
you'can't just go in and say, "Will you put
this up for me?" ,because although you may be
entitled to say that, a lot of people can't
‘take someone who's too out front, so you have
‘to be able to get people working for you and *
then when they get to know you, you can be a
little more directive... you have to able to .
take on the authority ang not wear it as a
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heavy rauthoritarian role but wear it with
enough subtlety that you get your point across
but that you don't alienate them...
If you're going to be a leader in this school
you have to be a Yeader in more ways than one.
I think too, in your personal life you have to
be able to model good teaching, fairness, I
don't know,\those kinds of things that we look .
to in people who lead other people. I think \\\
you have to be on th@t leading edge,‘ﬁhether
it's in your personal life, whatever. I

" believe in taking in cultural events, going to
things... staying abreast of life... be
prepared to devote a lot of time...

Good time management\skills, a "strong stomach," and

-2
P4

someone who wants to be a principal:

Someone who could use their time well. The
hlggest thing I'm finding is that my time on
task is pretty critical. I think even though I-
indicated to you that the ymme I'm spending at
school is not a great .deal different than 1t
was when I was teaching, the burden of ,
respons;bllltyvls different.  Someone who is
going to go into administration had better : ~
~have a strong stomach; it's not a place for
ulcers. Someone who can. deal well with the
public. Probably someone who hopes ‘to be a
principala I don't know whether I'd advise
. someone who just wants to be an assistant
principal, just to get out of the bunch, and
~then leave it at that. Because it is such a
middle man position. I don't know if that's "
come through heavy enough or not, but there's
some things you can do .and accomplish and feel
good about, and there are some things that you
feel powerless over, you are just kind of in
- the middle and have no control over and become
frustrated: w1th it.
TS I )

w7
Lo i
'

A successfulfteacher, gooa with people, creative, and
even-tempered:

I think flrst and foremost (an a551stant,
pr1nc1pal needs to be) a successful teacher,



people;‘seif-confident} and a hard &orker;
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somebody who likes children; is well
organized; has good rapport with parents, with
people in general in'the district; somebody
who is creative, has good ideas and will work
to put those ideas to fruition. You have to
remain cool in emergencies. You have to be
able to take a lot of abuse from parents,

" sometimes. And you have to be able to take

that abuse without losing your cool, and try
to calm the parent down... '

Y

A sense of humor:

one thing that you really need to. help you

- keep your perspective in this job is’a sense
.of humor. It's very important that you see '
“the funny side of sSome situations because’if , T

you didn't, you probably would cry... I'm

thinking particularly of the things that are

happening in our economy, that are effecting

the children{sulives.;. hard to believe that

they even exist... pretty important to have- A o
that sense ofifumor; to see the lighter side ’ ’
sometimes, toflieve the sense of despair

that you feel Mometimes. ' :

L0
cd

: Someéne who exhibit® leadership qualities, is good with

)

If they want to get into»adminﬁstration, they
should have shown leadership qualities in some
way, either taking part in extracurricular
activities in the school or working for the
Department of Education on evaluation of
books, or something where you do something
that's outstanding and that's different from
everybody elsé... visibility to get it, then

~ the continuation of the leadership... the

ability to handle people is of prime

importance;..'self-confidence, hard work, when

I got the job I asked my principal what I
should do, he said,- "Pay attention to detail.”

'I understand that now, you really have to read

the fine print before you jump to any
conclusions... you're the boss to an extent,
but you're not a dictdtor; you have to take

S



~other people's viewpoints into account, whigh
you don't have to necessarily do when you re
teaching in ‘the classroom, I mean, you're the
boss, and swyoy run the show the way you want.
Wwhen you are-.an administrator, you have to
know or find out what's good for most of ‘the
people most of’.the time... sometimes we have
“to give up things we feel strongly about
pecause the staff feel strongly the othqr way,
and you've got to be able to-do that.’

Assertive rather than aggressive; a humanitarian;
diplomatics .. o \

Someone who is not aggressive., I feel an
aggressxve person is a poor choice. Someone
" who is assertive but knows when:to back off
and not necessarily feel that they always have
to win, If you have to be a winner all the
time, you are going to have nothlng but . .
"disgruntled staff. Someone who:is not afrald
to take some risks, who will show
1n1t1at1ve... someone who has compa5510n for
' kids... you've got to be able to talk, joke
- ’and laugh with kids, not be up here where
you're next to God. You've got to be able to
‘Have a community type school where kids can
come to talk to you about. just about anythlng
Sometimes it gets to me but to them:it® 8
important, and you've got to be able to talk
to kids. Humanitarian, be able to feel for
the kids, empathy, do your job, but the rat
race ‘'some of theseskids are in, sometimes, all
they need is a touch, a hello. I try to call
them "by name.,’ ‘Dlplomatlc, you've got to. work -
with parents, offlce,'ataff, and chlldren.
You've got to learn to g1ve a llttle, take a
. little, compromise where you. can... deallng
with the people and makg them feel good...
everybody, the parents, make them feel at
home, you watch and the school atmosphere-—~
it's a pleasure being there. I don't like
. disharmony, I try to get rid of it. '

a
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V. POTENTIAL QF THE ROLE'

o

R The.assrstant~principals had visions of what would'beSt e

develop the potential of the role.~ They v1ewed the p051t10n

p051t1vely, saw it as being essential, and fulfilling a. need

v

in the schools. iThey had suggestions for the optimum

ad- Iopment'and utilization ofcthe agsistant principalship,

primarily as a member of an aBministrative team.

OneQ5551stant pr1nc1pal discovered that the 9051tlon had

3 :“fﬁ-yi"ore 'ntial than was first ant1c1pated-

& Iggsomeaways I really hadn t thought of it as being a -
ty effective job; I wasn't sure that I could N

“ ' do anything in it.._TI thought. of the job as a.

. little bit better ‘than a teacher, but not. = *
really what® ﬁhreally wanted, but ‘now after o~
. working imgit for --- I° Jeallze you can do'a '
) "lot of good’ espec1ally§;f ‘you work with - - A
b,\“ ., someone who is willing to give you a«little e

bit of rope. sBut to be horiest,-when I first's
took- the job, I was happy about it but I
really saw it in the category: of sortvof“y
joe- boy, like, you do a lot of: the little 30b$\

' that somebody else doesn't want ‘to do’ and youﬁ ‘:c"s
don¥t really Yéve much authorf?y. That'sfhow -
- I perceived 1t. But a ually, now that IV Y e

- done it for ---1 reallze thatb, yes, there is
: ~...a top 11ne where . your authority stops, there
; . is this one person who you are always subject )
“ ' to'=-- the principal --- but you can do & lot Toe
if you can prove yourself and if you're
willing to try and do things a little
- differently...because I really think they're :
- looking-. for it out there, that teachers are_ .
- more tham happy if you're willing to do 1t.. I
e .. think- we need a whole new model of vice
--?prznc1pal because I don't s@e it- as. ‘just this

-~

- job_where you do the textbook rental and you . Yy
collect up the bal s for ‘the playground. You \Q
» .know,. I really see it As a much more dynamic AN
S rof\\than that and I'm really glad to hear . S\
* soméone's. doing something about it- because + ) \

,,Jf - think people too long have looked at thé v1ce o -[“'11_

iy ¢
¥

S ’
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' principal %s that kind of a person, you know,
* secondary, who picks up all the jobs like
luhchroom swpervision and all the othej*

. ‘garbage.in the.stchoolsh so .to speak, and

Y really doesn't have any authorlty But I

vy ‘think that can realiy ¢thange, lwrtécularly if
‘you 100K at. the school.and lookNawwghd ¥

v administrative team, where 'youfdge#” the strong

s+~ and weak points oig;wo peOple Mher, and

you work as a team'and that's somé&¥hing I've
" really téﬁed to encourage th1s year. |And I : . :
think we've succeeded to}a rtain degree. ‘ S s,

‘ _ . _ s
I think if they (assistant princ¢ipals).have . ¥
_ the support of the principal and, thé sdpport
*and belief of the teagcheys, that they: could _
bring about major phanges... u've.'got ‘to L ‘
' provide’ arguments dnd roof,v d tresearch or '

‘whatever else, and if You can make them gee it~ T
“your way", then you can bring about blg oLt M
changeés. = = . o o L . g£} 'y

R 1 . E .

'You gan have a. tremendous impact on-the B
direction you go in terms of being an T
‘educational leader. For example; our computer
' program.., our teﬁcher effect1Veness‘
.,%)' program... ouy” dlschp%;ne program... our
v gifted program... our’ Whole language ‘_ -
progrém... : . L 2

) 1 .
: . - £« .
- . - M e
s . ‘ -
,

&

BN v ..Essential'Role - ":f”. : .
;o - Co o T
The assistant pr1nc1pals all felt that the.role 1s>

~

essentlal to the effectlve operatxon of. the school L . \Fi

_ I don! trthlnk one person (the pr1nc1pal) can - . -
carry thé load, - I really think it (ass1stant S
pr1nc1palsh1p) .can be a very essential ' - R

position, as much as you make of it. .'I thlnk IR Lou
some people mlght say, why 'do -they even - S P
bother?. But you do need to have someone else, : - . ‘
one-person can*®t be ‘there all the time. So - : s
there! s that angle, and also, if you look at

o

. e . - 1
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5 :
. . N v'—w:' , . . ey
it as a team, it's a lot e&sier for evaerybody )
involved, . One time, when the principal's ‘ ; :
' mother died, he went away for a week, well you < .
(douldn't just appoint a teacher on 8taff,... a
'.iot of things do come up, and I don't think
ahyone would fedl all that comfortable about
it. I think it's important to have two- people - e
at’least., Whether one has to be’a-lot more-
- superior than the other is debatable.
S B SRR
= o . o LT S
I ,think the job as it now is deséribed’ in our  “iy-
system is very demanding and is going to get LT .
even more demanding, and any sch@olyover SiR .y T =
teadhers, even five teachers, needs-, somebody R £
to. take some of the jload off thé principal... &5 :
L ~and I'think if you Ja,away with,t'e'poSition,ﬁﬁf: e/,
% - "®you do away with a very good &ralning‘ground - '
‘ because .to leap -into the position.ofyprincipdl . W )
“£78m classroom teacher--- because e¥en if I/ . ~ . R .2
- had been given extya prep;/¥ime*to do the boaks o
3 an8 50 on, I don't thipk it would prepare me
¥, tor become a princiﬁé{ﬁﬁéébly,as"muchf%s being
_an assistant principal.. = T s SV

*‘{f\u e “ o ° - Wy

. : . J

& T .
ol .. .

&

AR

- A L R S AT

: A lot of schools do dot_eyen_havefgn?as§iét&@; o B .

- - principal -anymote in.the elementary level.. At T

¢ this size wé usually do and we should have.’ S

s It's left pretty well up to the principal and .
. his staff, and with-decentralized budgeting;

" where the schools #te alloggted-so much money
and.they.ganﬁﬁgdwhat';heyu e with it, and I
think because 1t saves pri ;wals ~money, a,lot
of ,them are dispensinfg with the role of the =~ ..

‘ assistant principal, just having themselves as T

' the 8ole administrator; but they ’are the

smaller ones.. 1I.feel very strorgly that it i's

a very bad move, because first of all, ituis'&.

training ground for principalships, also, "

whenever the principal leaves the school for a..

"meeting or anything, he has to designate

somebody to be: assistant principal in-‘his

absence, and’ thdt person is not paid an_ .

administrdtive allowancé and yet they take _

over. the extra duties. I don't think it. = - R .

. should b lowed at all... There have always . :

'.been, in the very small schools, just one ) -
administrator and that is because there was A
not the work [foad, but we see it more and more ‘

A
v
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v since:we went to decentralized budgeting, in ’
% "o, ladger schools. That seems to be a trend\igp - N
o7 wour system. ‘e C : - :
L - S : :
: R | ,
[
I thimk the assistant.pri.c.-al' is quite ,
essential., I am dismayed - the trend that'I
see in our system. At th s sige school you
couldn't, or shouldn't operate without an -
assistant principal; there's a lot of work for

one .administrator. , If a scHool is small, :
ve lan

under one hundred, you can!t afford to ha
.assistant, pngp ipal and there isn't that much
work to go. . o ~ - '

e

v
.

I think it's necessary as a liason between the 4 ,
pt}ncipalgaﬁd the teachers; 1It's also nice 'to . . - o .
A yéVe_three.diﬁferent’peopléﬂwith different -

“a Areas of expertise; and I Suppose, just €o o . ”ﬁk
o have .another person or two'; for brainstorming SRS
o o opxpunning‘ideas\ofﬁ_of, otherwise, it might- LT

i betpme a Mgcgatorship. ° ' A

PRI R ! A
. i TR i
T l§ : " :

R ‘ - ' . ,
_ ’JwNowadays,.no,Z;%dqn't‘thihkya pgﬁncipal ¢ould
., . (be without an aséi&pﬁht)principal), there are
ST just~too many things going on constantly, the.
outside bombardment,_tﬁévinside-bombardment,
the organization, no%..7even if they were a
- full-time. administrator, they would lose . e
contact with something, the staff, the :
*+ students, the working,.. I don't think they
could.. I sure wouldn't. 'If there was only,
.« one administrator. in this ‘school, it sure |
. - wouldn't be me, (§"~ '%.» ’ .

ey

‘oL

)
G

\ : e L ' B ;
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f Probably (a principal could work without’ an Y

- assistant principal) -but he would go nuts. - ‘

. Yeahj he could probably dp it, if~you had'a -~ h .
really dynamic, efficient, well organized,. . ’ ‘
: . general limitless ené}gy sort of person, yes,.

+ maybe. And-a really dynamic staff, people

- willing to grab the bull by. the horns, where

they'll be hére.by seven-thirty every morning.

you would be -asking a tremendous amount of the

“ staff--- and the principal; I think too much. =

-
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‘It could probably be. done, but I don't know
¢ whether I would advise it. I am sure some
things would suffer... How could you get your
principal to deal with all the things that he.
* does plus what I do?

Predicted Future of the Role
> : - ' .
o ' o ' . : : :
Several assistant princ}pals predicted ther»direction

that the role would take 1n§§he future.

Thls person envisions an expanded role for €he
',é‘ - . aw.,

pr1nc1pal, and aWneed for ass1stant pr1nc1pals to handle

3&&. ~adm1n1str1v1a : _ . T B
1 think that as: Our board trles to make _
principals beg dmenmore leaders in, evaluatlngﬁg ws
teachers, Je®%; ,an 1mplement1ng currlcwlum,_

“that a lot of “ts& administrivia is | g%éng to _

“fall on the v1ce~pr1nc1§al-wand that CED
© * » necessary because you hdve to .know how it .
C works before you ‘can glve it to someone else. NP AL Y
o) ,

S 'y . S
LA R . . L . s .

. ' ‘ i , :
With increased cutbacks, two people are worried that - -

assistant principalships will be reduced: o )
. They are startlng to close the smaller
schools: They ameﬁa luxury we can't afford.
. anymore. But I ‘don't think the asﬁlstant
principal w1ll be done away with in larger o S
'schools. But in fact, some of the larger
. , schools have done away with the assistank.
' principal position and I.am not happy with

9 - that., -1 would hope that that trend is ) . 3
T reversed,.but if the school board keeps-on . .
o freezing budgets as they have this year, it . /’/)r

. "will get worse because principals and staffs
‘LWill Have ta cut costs aqx way that they.can.

- .
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> P "L e vm";P. e
Voo ST TV

NI - . A .

. A
N .. Lt

~ -

It seems to be declining, that's my
impression, not only 'in elémentary schools,

”
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but alsc in the Junior h1gh schools to a g
certain extent, and even  in-the high
i' schools... principals are finding that they
are having to declare.their assistants . .
surplus. They don't want to but their ¥

enrolments are decl;nlng, or their budgets are
shrinking, and they've no choice... I gﬁ%nk

-.eventually, possibly, who's to know for™Sure,
but the system may suffer for it “aventually,
beCause if you don't have people out there whp

.. are be1ng trained and you have pr1n01palsh1ps

: ogen,‘who are you going to put in there?...
It's assistant principals that become
pr1nc1pals._ :

R

"

.o

v . ”‘v ) (1;
ThlS a351stant pr1nc1pal hopes the 9051t10n becgmes mor

)
LI hi B N " (RN
. }!ES’- s R
A

s1gn1f1cant- B - : ﬂ? N - o
) N ; - @ {y&,: " i %

I hope they (central offlce) see if should ‘get
- more 51gn1f1cant. They-deal directly w1th the -

'prlnc1pal almost all the tlme. They ahsume

the pr1nc1paibls worklng with the- S

~administrative téam in the school»,. 3 & ‘of bor o
.. the comments ‘that I Rave heard is tha the . L S
>a5515tant pr1nc1pals are part of the team' -ﬁ@»‘;

s

they are doing their job. I don' t see them or
haven't heard any rumors of them cuttlng
admlnlstratlve time. . :

e

I
~ .

-

* Assistant principalsAheve untapggﬁ potential£

' - Given this proyram that's coming up (a teacher -
effectiveness program), and if our school ' ‘
system goes 1ntq¢1t the way our superlntendent
wants to, I really think it's (assistant

, pr1nc1palsh1p) 901ng to become more 1mportant.
I think they're -going to realize that we've
- got untapped potentlal in;assistant principals:
* because-a lot of them are young and very, very - -
energeth, and they re,fresh or more fresh out
of university, and usualry a little more
~ willing to take courses, and when I-think of
- me running this program.next year, I'm not :‘ﬂ S
.. going to negleck. a551s@ants because they!re - 'QE;'“
¥ the people who can get out there and do a lot
of good work., I mean, prlnc1pals, we
deflnltely need to do some work on, but

’7,',.‘.

&
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there's ‘a lot of people out there who don't
want to be. bothered, but their a551stants are
lellxng and able.l : :

(ﬂ“‘ . V] PR >

.@? - . . Evaluation was seen as ,a future ‘§uty and potential

...  concern: ' ey - A Co
SRV ° T i

i

Then the assistant principal and the prlnc1galw ;
evaluate teachers... Well, the: mlnlster has £ ey

. been promoting evalwhtion. I1f he has his way = =~ *

: everyone is.going to~be evaluated every~year_
o . .. forever, Ishope he doesn't have his way, P
' " because you ‘are going {o-have many, ,mahy hours s
“of wort I think evaluatuon is fine depending R I
on wha
_probably everybody belng evaluatedweVery three~ . o
or “fgur. years‘wouid be -fine, 'but not: evgry b P
year--- it qcof t1me.*’Most.tea§hers : ’ '
‘are: véry~ &Bthey don't change from.
year to y ps.<if. someqne Hasg .some= .
probler
but not¥to'd ate the sam@ teacher.year- v @ «-’ v
_after year when they are very good teachers,‘aU' e
very bad use of time. ; o . -

¥ .

" The 1dea of teacher: evaluatlon is new thls
year. It is voluntary this year and -
compulsory next year..My principal Sald “he,

v wanted me’'to be involved with it: What we did a .

s <o #vthis year was tHe first step. We went in for
: " observat¥on. He asked me-how many I could
handle... so I went in.and observed thos&
(three) teachers. I suppose I will be
evaluating those teachers next year; so ‘it is
going to be one of the functions of the
assistant pr1nc1pa1 along w1th the pr1n01pal

IS
o

When asked how they felt about doing thelébServations}
the assistant -principal said: ‘

N

-Well, I didn't mind the observations but the

minister of education's idea of evaluation and
‘mine ‘are at odds, thgrefore 1tvs not going to

¢
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its purpose is; and ‘'I- think that" S S A

o .“' . . . - _‘Q .

school board's idea of evaluation ‘and the ﬁJ'

nsferring g ¥t is" 1mport§nt,;; e

e -

P

A"b -



‘2@&0 have to do what my employers tejl me that I

'/{eve to do and I don't want to in ‘the sense

hat I see teacher superv151on as formative
{ type of ‘evaluation. The milnister sees it as a

be no ¢dmmon meeting of minds over that, 'so
I\will simply have to do as I'm told. It is ~
all>fine if the-evaluation is good, but- if in
fact there is a teacher who needs help, it's
not go1ng to be somethlng I'm 901ng to enJoy.

(R .
R 4

e

|
t#ward educatloﬁﬁl leadershlp was predlctedw i;

A lot of pr1nc1pals received these p051t10ns'
in a time when all you had to be was a
. manager, and a lot of them are still managing
a school and not doing a lot of educatlonal
"~ leadership. So, the only thing that I’
I happening, and I'm not .sure that it g L,
happen in the near future, but I~ sﬂu
o - will happen, -is that school boards LY
to really push the idea that you're %

.. manager; you can 't Just run and count up the

4 paper and the tacks that are used, and this’

' type of- thing, that ifls not:;just to be a-
management situation and if you are not
prepared to become 'an educational leader in
the school... prlnc1pals might rethink whether
‘or not they want' to be a pr1nc1pal forthe

. . -rest of their life... I'think in the past,
“{t's been a very cosy position for a. lot of
.people. They got into it and ‘they sat there
“until they retired. Not to say that they ...
didn't run their schools, they probably ra
them fine. I mean, nothing ever burned downv/
or_anything like the-, but in terms of really

<(/ ' could pose some real questions.
‘/\-_< . : .‘ \:/T\\ . \’\ - N '
N\ o . '

Our super1ntendent>1s keen on the idea of
~moving people around... will be threatening

‘resting on their laurels..,. educational
leadership becoming a major role of the job -

<

t

ummative” type.,‘I suspect that there is 901ngf

o - doing ‘anything educationadyys that is where we °

for some people, beeau e some pedple have been |
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A change in the direction of schoolvadministration

and the idea of yearly reviews for pr1nc1pals
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and not neceé&hrily evaluations, but some sort -

of accountability, where it isn't just a
matter of balancing the budget anymore.

Administrative Team
‘ ‘ . y
Throughout the_interviéws; asfbften'indicated‘iWEihe

quotations, the assistant principals spoke favorably about

working as a team with'their principals. As well, the

assistant principals observed the potehtial valuefof
administrative teams in school administration. .

= - T'think I would:start by ‘looking at -the role C
“and reallyymaking it a more important role in :
the eyes of probably the pr1n01pal becauye
fthat s what it boils down to, that's how fnuch
‘authorlty you get is how much he or she is
going ,to give you, and I'd-like to.see, rather
than prlncipél/a551stant ‘principal, you may
“have to: name them that way, but I'd really ,
3l1ke toaSee ‘more along . the lines of an o Cow
administrative ‘team. Granted, you may have o S
the final say.,- but let's work together as. a
. team; let's agree on what we're going to do.
You pick up my shértcomings, I'll pick up
yours, sort of thing. I reaily think that
team approach is one that w0uld be very
effective,

S

The very best use of the role would be that ,
the principal and assistant principal were ‘the
same, that they worked as a team, th it . =
wouldn't matter who you went to, butatﬁs
© [would never’ happed because the assistan .
) principal is not a full-time position in :
) elementary. ' But as much as it could be, I 5
think that sha g everything, duties, ‘
qrespon51b111t1 .knowledge of what goes on,
" would be the ultlmate. I ,suppose you could go
. to the other extreme, make two separate lists
. of jobs, and have no overlap or sharing. That o N
.to me, would be a very bad kind of thlng, the :
very worst way to operate.
) L : .

o



'y

T : The first year at the other schbol, we were
appraised as team, and the fipst thing that
came through j##sthat each person knew their
job very.cll g but that there was a lack of

B communlcatl “@Mong the three of us as to the-
overall picture of the school. 1t emphasized
to us the need for a team, approach, the

‘communication between the.two (or three)

people, and tHe getting together to discuss .

who does what, was it successful, how is it ' .

going, and consequently what are we goind

to... yes, the team,.I believe in that.

L Q‘ o s :
. M . B v . -

In relating what should be, this assistant principal
‘MIL' descrlbed a team s1tuat10n that thelr spouse is a member of:
@ c

Thelr school has done so much ‘and she's such

an 1nterest1ng lady, like, it's not really, v

"I'm the principal and you're the vice

principal,” ...kthere is a first assistant

principal and a second assistant principal) .
Wﬁ’so they work as a real group; they do a ot.

° - ‘ N ‘ .

LEY A ;‘e

v

A N . o
Thls assxstant pr1nc1pal is satlsfled wfégié%e types of

duties'a551gned feels that .they are largely admlnlstratlve

3

- types of{things, but feels that‘aS'a.team, they need a set.

time to meet: T o o .
I wish we dld haVe (a set time to meet), in
fact, I find it very difficult -being in the ST
clagsroom most of the time,; to be able to meet Lq}‘*’cr«#
with hilmn when he is not busy with other '
"poeple, or out to meetings. - It is - very hard
to ‘det a‘time. I wish that we did have ‘a se ,
: time once or twice a week hopefully next year B :
o we can do that. , , , L
4 L ) . '_1 . -
=Somé in recommendlng an admlnmstratlve teamn elaborated

"+ on the operatlon of t elr team" IR _"'

here (admlnlstratlve team)

L4

< I think we have i

—

< f .
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The administratfyd<team, meaning that the two o
~or three administrator$ are working together,
backing each other uﬁﬁ.providing a joint
ffoq@,&%elping each other in tight situations,

mak ing-suggestions that will keep things ‘
going, or whatever. It's not where, the
prinqipal§5ays, "This is the way we're going

to do it, so you go and carry it out." He oo
says, "Well, what do you think, how should we

do it?" And then the three of us sit and hash

it out. Or wddll ‘say, "Okay, this is how we,

feel, let's go .~ the teachers and see how, .

they feel." g
,{

e

»

We ;grk pretty well as an administrative team. . ' N
I go my way on some things... and he's got , oo
some of his, and the majority of them, we work ' , W
together... we meet regularly. In the morning o
. from nine-thirty to ten-thirty we ate both
of f, and we talk in the morning before school,
for-a-few minutes. We catch each other when
we can or when“we need to.

Gy L
- : : o

?

Assignment . . ¥

' : . RRANE !

'Magﬁﬁkssistant,priﬂd&paiq‘commented on the types of
- N . ’ ,
assignments that they would like to see.,

One person would like to‘teach;drfferent,classés{

oné of the things that I would like to:see, ;
instead of being so devoted to one ‘chass,
»taking my teaching time and spreadiga-it‘ ,
through six classes, because when you deal R
. with kids, it's nice to see how they work all
[« " @ay long, not.just when they come to my office
et sand (they /need someé help or they need to.be, .
" disciplined. So in a way, it would be nice -to,
be on a rotagienal basis, wherepyog‘yorked an

hour with each class,.... T e A T
- : s R : TR L
P 0w . ‘ v :
PR

. Program development:

B

A » N R
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1'd 1like to see the assistant pr1nc1pal a‘lot

S more involved with the program development in

the school.... like getting the library
organized, set wp the materials,... work out
some sort of program so that ‘school is not
just what you do in your classroom everyday.
Those kinds of things a lot of people do in
their classrooms, but you need somebody in a
position like this, (assistant pr1n01pal) to-
‘be able to do that for a school., '

¢ | _

Rhls person would llke to have been a liason person 1n

,theiiibrary and elaborated on the merlts of combining an
& .

)
(]

tant pr1nc1palsh1p with the llbrary'
M AR
ﬁﬁ;One of ‘the things that I thought I'd" like to
~ do was the library... I thought that the ‘ :
«+" " library is a benefit to everybody, and :it's’ N
“  gomewhere ,that I can make a little impact and g e
v« pveryone should feel it. . -
.’} ...as a liason person in the, llbrary None of* - "
our schools have librarians, we can't afford T ﬁ%ﬁ-ﬁ
>>?1t- we ‘have one llbrarlan ip our system. But.® - B
T an a&51stant pr1n01pal could do famous~ things ‘
in the library, because it's ‘a challenglng b
area, and somebody has :to take control of it ,\~

I/ because of the fact that it is so related to -

' the wholle curriculum in the school. To me
that would be an excellent way to use a v1ce o

principal. - » 4
P ¢

Some central office assignment of time‘and\dpties:f
g 'r...1f ‘their Job was w1dened and if it was )
layed out by someone more: than the pr1nc1pa1,' T W
_ obviously he has to-have —--- let's say he had '
? 35% time where he could use thig person to do. _
' testing, or whatever, 'and then:the: ﬁ
~ superlntendent or. whoeyer, had 35% time where =
he said in this time I"want the viece prlnclpal

vh;to dofthese types of things...',‘ﬁ -

B o o B E e

. ' y . . . \ : ° i . B e
. Y - . R | S . . B . L

-a};though.there may beia-change in ‘focus, the desire to

.4 _@Tr,
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continue teaching was expressed. -

If I didn't teach though I think I'd mlss the
teaching. I enjoy working with the kida; "
strictly administrator, unless you put‘a lot

of effort- into.it, you would lose some of that
contact, with what's 901ngdpn with the kids.

- I enjoy the combination, it's just right. I
.",, would have a hard time going back just to
teach but Ialso think that if I ever do
EEW\ ' become. a princlpal I will continue to teach.

‘ ~ . T wouldn't want tQ strlctly teach and I _

wouldn't“want’ to’ be strlctlywan administrator. '

-

o K /’
k)

One persog rq1;erated tggt allocatlon of suff1c1ent

' ha oWt i : T
admlnlstratlve tlme.Ls‘necessary.‘ e S C
]

) ~ - L,
R v

1t they are Bg to ‘have an assistant - R
principal 1ncﬁgschool, they shauld beqardﬁnd RS
half-time..{®when they start getting . o
# . three-tenths ‘or less, forget it. Like next . . f

" .»year,’ when I am down to two-teriths, .that's .« .

going to be bad, [ ve anticipated that it is’

, ‘going- to.be’tough - ',ghvthat ‘I have already
g *looked ‘at the calef to see, when I" am going

b t3 be back here, ‘MO® as e assistant ~ o
prlnc1pal either, but as'—dr the teacher, Just' C
getting orgaﬁlzed for next year. Once #I S

A

: September comesj forget iX.. The minute t e .- - R
- " °+ ' teachers walk in the ddor, I don't, do anything o R
o . for myself for probably the first monthv’ All

ing is doing th1ngs for other

vqghtly SoO. There'areathlngs that
ne.v. -you .are. just . A
g all the tlme; hélping people;.‘
.o transfers... problems... fine

: ¥.. set up scheduledy timetables, |
coordlnate fat111t1es... it looked: great. on -;

» -

. papet,s but sometimesthere are’ confllcts that , S
. must be solved‘,u R SR P
T R -7 Trainingc o - '
k qf Several a551stant pr1nc1pals hag suggestlons for the, = )
:.‘8 . o
R N : '
tkafnlng of. a551stant prlnCJpals.-b e

. N Vo : B
/ N "o i T A
M . . . " :]
4 : Y N .
. . . o L

e . R . . . .
. . . . . -~ . . . . .. o
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A job description for assiétant principals anq a
,tralnlng gulde for prlnClpals to follow was suggested

The flrst thing ‘I would do isi try. to 1dent1fy
»thlngs that are common to all 'schools, that an
s assistant pr1nc1pal does. There' may not be
ihany of them, but by asking for.job
@ descrlptlons from the sChools” you could come
i " up with.:a composite as to-a number of things
that the assﬁg;apt principal does in the
school. “Then I would provide some kind of
- guide for Pprincipals to follow to traln
. assistanty pr1nc1pa1s.\ : 4

# N

B f -
‘One ass;stant pr1nc1pal suggested teachlng effect1Venéss

' qu . ) - /\

" strategles«and 1nterpersonal skllgsﬁg T - :
| % 1 tl‘lnk On-the,—Job is one g the most~ o s
T effective,. especially for tHbse little jobs e

.around. the'¥school; that you don t know; and o

‘that,’ you codld get'easily in a few days just, "

‘being by the side ofwsomeone, being walked _ L e

around and shown. And then, I think.n terms. S

of greater training, you have to be 'dealing -

with a person who, has ajcurriculum focus, who . |,

has a program fogush atid who| really ds an S
: effedtive teacher and effectlve person, who',
s+ Can by attraction rather ﬂn by promotion, - o

to see someone come into 5 school, brand new, -
and start saying this is how it has to- be, and
we're going to do' it this. way, and you're
g01ng do it this way, and we're all going- to
think ‘that in your training you have tq be
: trained to believe that what you. can-”dg is... .
.~ ., you have,to be able to.do.  Now I.don't know | s
" how you train a person to do/that.. I/think. = - _° .« -
.~ ..you:have_ to sfart ‘with a certain kind/ of S [ L
-~ % person; but . there are. effectiveness trategles T
‘ " that you capf. teabh someone._@I thlnk Lo :
f~‘~,,1nterpérson51 skills are a,meally 1argF part h
% - of that, maybe some tra1n1ng in how tb-deal : SR
"®  Jith people, how not to take tKlngs S - j .
' persondlly,. how to deal with. peopl who do * |
.come tO you with their- prablems,” b cause I |
think you have to be pretty obJective,'whether;

1t s k;ds, or teachers., »
.l

- get peogle to believe in them. ' I would- haté ST~

like it. That wouldn't work. But gkre¢lly“4“". B L

B SIS
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to fill out forms:

!
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pirection for administrators on effective teaching so

they can model it for teachers:

I think that there has to be. some sort of
training in this whole idea of effective
teaching. I think it's really going to come
the route of the principal and the a551stant
principal. And they can show it again, and
model it, then it will come down to the
teachers and come into the schools. And
teacherssare willing, willing to try anything
if you can ‘attract them to 1t.

'

One person, commenting on his own training, indicated

training should include more important things than how .~

. ,
wWell, there were a couple of days at the
beglnnlng of the school year where we were
taken and shown all the forms and thlngs, but
you see, that kind of stuff, again to me, is
so peside the point compared to. what'I really

. think the job is. To'me, filling out forms

and tending tb textbook rental --- anybody"
should be able to do that, It's clerical
work, now granted, if it isn't done, you run
into problems... :

S

Courses on evaluation, budget1 and ufilizatioh of

personnel:

I think we should have some kind of courses

for evaluation of teachers, or how do you

write a budget, or how do you make optimum use
of the personnel that you have... different
schools do it differently, and if we could

hear what other people are doing, 'I. think it
would open up more horizons for us and gi7e us
opportunities to try dlfferent thingsw— .

Provision for interaction with other administrators:

M -



person to accomplish desired objectives should preceed

training:

o

I would say that one of the best things to do
is' be able to talk to other assistant
principals, vice principals, and even
principals. Programming, budgeting, courses
on dealing with people, talking in front of
large groups... but to me the most valuable
thing is talking with other administrators;
what they do here; ‘what they do there; to me
that's the most important. '

0

-
H
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Oﬁe person stressed that selectibq of the night sort qi//

»~

When you talk about training to become a vice
principal, I think you've got to look at
people who are really educationally minded,
that are willing to run a school not just in
terms of balancing the budget and counting the

' books, it's got to be greater than that.

However we train them... well I don't know 1if
there should be training prior to a position,
but I think that when you go to appoint
someone to a position, you have to have a R
pretty good idea of what you are looking for

and what sort of outcome you want --- and then

you'll get the right sort of person for the
job --- and that's what's changing. ,
Superintendents are saying, "We don't just
want someone who's going to go into a school
and just sit there behind a desk. We want’
someone who is going to strive for excellence,
and we want someone who is going to manage by
walking around." You .know, this whole search

for excellence is really affecting the whole

‘educational system. They're looking at

schools as though they are private &
companies... it's becoming a consumer's
market, parents driving from school to school
t6 decide where they're _going to put their
children, and making educated choices.
School's got to be more that just a building.

L4

o
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Evaluation

2

Evaluation was repeatedly a concern.
*  This person stressed the use of formative evaluation:

The _province is going to mandate that all
teachers be evaluated, and the systéms,
districts be evaluated, and zou know it's

going to happen. What happens to me now is

that I become both an assistant principal and

an A.T.A. person, and I have very strong ‘»
feelings on evaluation. I am in favor of
evaluation, but not just any kind of
" evaluation. The A.T.A. has a lot of good * - .
policy on evaluation and I believe in it.. v
Basically, except for a few instances, like - o
permanent certification, or someone going from

‘an interim to a continuing contract—-=. those

can be summative evaluation--- but by and :
large, 1 feel our role should be more of a ' '
type of formative evaluation. So that you can
continue to be an educational leader in your

school, in that when you walk into the

classroom the first thought .that pops into - °

that teacher's mind isn't "what's he here for,

// and what's .going to happen, and is this going

to be written up?" But instead, you're

welcomed into the room; you are not seen as a

threat, and then .you can become an educational
leader. , : "

>

~

This‘person sees the teacher effectiveness.prog:am as
‘the best means for formative evaluation:

In our school, I've gone through the teacher
effectiveness program... you had to go as a
team, an administrator and a teacher,, the idea
being, we would do through the course, then I
would conference the teacher. I would go in
with something specific to observe. The .
consultant would be there as well and then I
would conference the teacher and the
consultant would conference me on my
conference, the idea being to build my
adminhistrative skills... we have donea number .
of inservices in the school... sent half of
our staff for irnservices on classroom ’
management... ideally would like to add
different people each year until everyone has
gone through the course,fan67then each person

r
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would be conferencing someone else. We are
going to douple the program in the fall.

2 0y
MISCELLANEGUS CATEGORIES

. A number of interesting reflections did not fit entirely
1

into the.pattern of the themes presented, but they are

signiqgﬁhpt and warrant inclusion. These reflections. are
4 ) 1

pre@&bted under the categorical headings.

Gender

The a551stant prlnc1pals presented mlxed views on gender .
" distinction related to the appointment of administrators.

Some of the gomments 1nd1cated that in some cases gender

{
dlstlnctlon has been reduced or eliminated, but some

indicated ‘that gender distinction may still ‘exist to a

certain extent. : .

A. female a551stant pr1nc1pal ‘felt that it still is a

¢

" man's world:

I thlnk you have to be partlcularly good if
you're a woman. Even though our system really
does try hard to be fair to women, and they
really are, we have a lot of women working,
because they work so damned hard, they get
their money's worth. But I still think that
it's a mMan's world out there, and I
encountered it when I came to this 'school; but
it soon was eliminated because dnce you... a
person is a person as long as you can do the
job, and as long as you don't have a person
who is really biased that will always hold
true. But I firmly believe that a woman
applying for this job has to be extra yood,
‘extra involved, extra outgoing, extra
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4

‘committed. I really do. I don' & think it's
.easy. TIt's easier now than it evér was. But
it's not easy... ;

% .
1 e o ,‘/7

. This female assistant principal feels that improvement
will come with time:

"I think it's a long, slow process in
educatlon, part of the whole deal of women
prQV1ng ‘themselves in soc1ety. I think the
youhyer generation of men coming up are
bettér, more accept1ng of women. And I think
the Situation will improve gradually as the
old, chauvinist type of males retire, and the
younger ones, who are more used to treating

- women equally come along and run society, that
eventually there will be equal1ty... The
school board has been trying in recent years
to promote women... I have no ¢omplaint about -
them... , : ' ‘ :

{/ This same woman hopes that she will be a pr1nc1pal of a

large school whlch she thinks shows confldence in women on

-

¢ the part of the school board: { ' > -

I hope to be a principal ‘in a school that is
fairly large. Women are still having to prove
themselves to our school Board, probably to

. all school boards, because I've noticed going
through the list of female principals that:
they are qu1te often principals of small
schools. I know two exceptions, one in high’
school, one in elementary, but both of those
started off in very small schools. So I think
that women have to be twice as good as men to
be ‘accepted... I think it shows a lack of
confldence on the part of the board .

One male assistant principal recommended that ideally
P

there should be both a man and a,woman "if there is mor€ than

1

one admlnlstrator in a school
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o ' T ' -
I don't think that-the skills and “the, things
that 'you have to learn are related to 'gender.
Although I do think it's very important, in a .
school where there are two admlnstrators, _that
there be one of each f “ <

.~

A male assistant principél commented on the opportunity

- - -

for either gender: *

In the past, as our system expanded, the joke
around here wa: that :anyone who wore pants was.
asked to become an administrator. I see
"things changing, in fact, I see more women
‘being encouraged to go into administration,
but I don't think that it should be any
different, any easier for a man or easier far .
a woman. And I think that now with the
involvement of the A.T.A. and the way times - -
have. changed, I don't think there is any ~
prejudice anymore.

1 £
H

Another male feels that there is little or no

distinction: : 2

u
No, I think probably, maybe women would
disagree with me, but I am aware of as many
women being rappointed:adminstrators, either.
princifpals or assistant principals, as men.
There's an age group of people that I moved ,
along with, and _women that I have taught with, ;o
and men that were classroom teachers that have
become¢ administrators. I don't see a
.tremendaus amount of distinction.

-

This female asSistant prihcipal‘feels that she has been
treated fairly and that there has been no gender distinction:

'The school-di'stritct has been exceptionally
good about treating men and women equally...

&

-

This male assistant principal agrees with the female

5 . . . .?.
N cl <
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‘assistant péincipal that the school 'district treats

end.méles equally: ° f - - : c

As far as I'm. concerned there isn't any
difference in opportunity for men or women.
In this school district there are more lady
principals in relation to other places. I
have no qualms about that. ' Women and men are
equal in their job opportunities and if they
are qualified for it and they can do it..a
I've always felt that in an elementary school,
a man/woman combination is good... we are
lucky that we have a .couple of women teachers.
we can call on since we have two men
admlnlstrators.

s

¢

Two people referred to other types of gender

p

distinction.

adm;nlstratlon influenced the students'

role of women:

187

‘females

This person, who was the first woman assistant principal

™

in this school, observed that not having women in

St

You should have heard some of the things I;got'

from the kids when I got here, like "How can a

woman be a vice principal?"... But it's been a

really good experience, the girls in my room
have such a better concept of themselves... .
like I'm not a feminist or anything, but I
just believe in ~-- like in the school, only
the boys were allowed to take down the chairs,
only the boys were allowed to take out the
phys. ed. equipment, it %as too heavy. So we
changed a lot of those things when I came,

because I don't believe in that. Kids, boys

or girls can do a job, and that I think has
been really good for the kids.

A male assistant principal experien¢ed gender

distinction:

thoughts about the
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'The reason that I applied (for a transfer) is ,
that I found it very difficult to work as a
sole male on a staff... there were things that
were being asked of me simply because of .
gender... that's why I asked for a move.

}

> Personal Futuf%

Two of the assistant principals interviewed indicated
that thgy already knew of changes for the next school year.

One person was transferring as an assistant principal to

-

another school. One first year‘assistant principal- applied
for and rece}ved a central office position as an "animator."
He’felt that his agéistaﬂf,principalship contributed to
obtaining the position in céntral office:

I really do feel that this job was very
instrumental to me getting that job, because
it's been a real learning experience for me,
and just to have any administrative experience
is a good learning experience.

He commented on his future:

This job (as central office animator) is going

to either close doors or open doors... I'd .
like to have my masters finished in the next

year... always wanted to teach teachers, would

like to teach at the university some day...

not boring old ed. admin. classes, I really

think we need teacher training,. and I'm

talking about management training, specific

teaching strategies training, like you can -
‘know as much-as you want about geology and get
out and teach, but it doesn’'t matter how much
you know about geology if you can't teach
it... I really don't think that teaching /
should be at the university. I think yo
should get your background and learn your
subject area but I don't think you should
learn to teach at the university. I don't

PETY RPN
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think it's the area; I think we need to go
back into this_ idea of teacher training where
you actually have teachHing strategies and the
university uses the worst teaching strategies
there are... But five years from now, that's

© an area I'd like to move to or maybe as a _

_ principal of a school... maybe I'll take a-

s year off and travel...

- I can't see myself teaching for ever and ever

and ever... I think you burnout... kids need
someone who is young and dynamic...
I'd like to write sometime, write a book; I
really like developing things.. There's a.lot
of areas I'd like to.-go into, I'd like to °

- study music... _ ¢

-

Most assistant principals saw themselves as principals

in the future:

Maybe I1'll be a principal. I think if I went
for a principalship, I think I would like one

in a smaller school. I don't know why numbers
should make any difference at all, because
policies are the same, you get the same
discipline problems, and everything, but I

have this set in my mind, that if I am going

to be a principal, I'd llke to be one in a ¢
"smaller school.

P

In five years, still in this school’district,
I think. 1I've been here since I started
teaching. I like it. I like the personnel
and the way they run things. ' In five years, I
“could be a principal. If my health steys the
way it is, I want to retire as soon as I can.
Teaching, when you get older, you get set in
your ways and changes become difficult. I
will retire as soon as I can, I think before
I retire I would like to try a prlnc1palsh1p
even for a couple of years,

I see myself as a principal of an elementary
school (in five years time).



school but was uncertain about a principalship:

"have more time, less demands on my time, more ‘ , 1

or go for an administrative position... My 4

I am sure I will be in the system somewhere .
(in five years time), whether as an assistant A\
principal or principal, I don't know; I hope a
principal in a school that is fairly large...

I will retire when I am sixty, in seven.years

time.

Fiv. years down the road I probably won't be
here. It is time -that I left; I've been here. 3
six years, the longest I've been in’ one . s e
school... I will be in another school... you ' a

can become complacent; there's nothing like

moving to get going. In a new situation you o :
feel that you have to prove yourself, show ¢
people that you are a capable person, whether ‘

you are a teacher or an administrator... in

ten years I will be near retirement... I don't

know whether or not at that stage I would be

willing to jump in and face the frustrations

(of a principalship)... right now my family,

my kids and their needs put-a lot of demands:

on my time... Ten years from now, there will

be just my wife and myself. I may feel that I

energy, and feel that, hey, now's the time to
go for it. I know that probably in the next
two or three years'I am going to make up my
mind to either stay as an assistant principal

life is really full... I'm a jack-of-all-
trades, master of none.




* CHAPTER 6 /

SUMMARY, CONCLUSIONS,:-DISCUSSION, AND IMPLICATIONS

Thé,pﬁrpose,of'tﬁis.chapter ig ;ﬁuppesenﬁ: a,sdmmapy of
the.étudy; the conclusioﬁs drawn from the analyéis“of the
findings;‘a'comparisbhﬂbf thé findings of this study to the
related literature diécussed in Chapter TQO; a discﬁssion of,
the findinés related to personhel'adminésifation theories; I
and thé implications for school admiﬁ;stratdrs, school

districts, and universities, as well as recommendations for

Py

‘further study.

N .
‘SUMMARY

-

| ~The éurpose of this study was to in&estigate the
administrative role of the elementary. school assistant'
.principal in selected'schools'in Alberta. Six assistant -
principals within three school dfstrictSowére Studied. gThe‘
field research qualitative meth;ds of in-depth interviewihg,
observation, and categorical analysis resulted in the
N

formdlation‘of 33 categories,‘which then formed the basis’ for

five‘themes. The themes which emerggd from analysis of the
]

"7 data were:

1. Assistant principals have’ a vision for the
improvement of education., This vision generally motivated

the assistant principals to apply for an administrative

N
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p051t10n, and conrributed to their elated feelings upon
rece1v1ng an app01ntment. fhey hoped to ygain the opportunity
and the authority to do some of the th1ngs that they
'visuallzed- such as. increasing school effectlveness, teacher
effectlveness, parental involvement with the schools, and |
instituting a school-wlde dlsc1p11ne pollcy, a ghfted \ 9
enr ichment program, and a 11brary 1mprovement project.

72. The assistant pr1n01pals experlenced a number of
Chenges upon becoming an administrator. There were some
initial feeangs of_fnsecurity and isolation. There were_
changes in their teaching due to a new focus on s

administration in the school There were changes in their

relatlonshlp with' the students and the staff,

'

3. The assistant prlnc1pals view the essence of the

position as being a training ground for a future

\

principalship.” They reported a dependency on the principal

for assignment of duties and for conseguent treining, but

”

- \

they indicated a self-responsibility for ensufing t€heir own
success. | | : o

4. The assistant principal is a jack-of;aii—trades.
The person fulfilling this role needs to be flexible and
‘receptive to change becausevthe joh has COnsgent variecy,
'interruptions, demands, and changes.’ The maJor frustretlons
aSSOC1ated with ' the p051t10n 1ncluded not having the ultimate
~authority for decision making; not feeling prepered for such

S

duties es teacher appraisal and budgeting; and not having

.

e -



sufficient alleCation of administrative time.- éeconda;y"‘
frustrations included having toedeal.with unreasonabile
parents; lack of funding for de51red programs,vlack\of
communication w1th the pr1nc1pal' and constant 1nterruptlons.
The maJor rewards associated with the p051t10n .were
self—satiefaction; positive feedback ﬁrom etaff, students,
andlparents; seeing their ideas_fhplemented;fand be}ng
privileged to all information relating,tb'thé scheoI.

5. "The role is seen as having great potentmal. The

p051tlon is v1ewed as essentlal, fulfllllng the need for the

tralnlng of future principals, as well asvcontrlbutlng to the

effective adminiStratien'of a school. It is thought that the

role should be clarified and expanded. The best utilization

of the position is as a member of an administnatibe team.
The miscellaneous categories of gender ang personal

. N o
future were included. There were mixed feelings about the

»
3

existence of gender distinction in administrative
opportunities. Generally, the 'assistant principals felt that
in some cases there ig evidence of preVious‘gendér

dlstlnctlon, as indicated by the greater number of mele

administrators, but that thlS dlstlnctlon is not as ev1dent

in the appointment of administrators;today. o e s

The a531stant pr1nc1pals generally*bee themselves as

P

prxnc1pals w1th1n the next flve to ten- years. Most 1ntend to

"
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CONCLUSIONS N

= Based on the findings oF this study of the six assistant
principals, the researcher concludes that general ly speaking:
1. Assistant’ principals are dynamic, enefgetic, highly
motivated'peqple Qho are.expecting to be trained for higher
administrativg\ﬁaggtions, particularly a principalship. '
2. The position is a valualle one for directed
trainiﬁg. The assistant principals' mind set and
expectations are receptive to direction and influence; the
assisﬁant principal is expecting to be learning and'training.
Moreover, the assistant principal, as second in ag}hority tol
the pr;ncipal, needs to know all aspects of the principal's
job so that he or she may assume the principal's duties in
that person's ébsenée,\\ | .
3. There is a potential for conflict in time and
interest between administrative ‘duties and teaching duties

dué to a change in focus. When teachers become assistant

principals, it is because they have a :.oac2r vision for

7

Atheir iﬁfluence, that is, a vision bey»>nd their classroom.
There is;aﬁ interest in, and a coﬁmitmeﬁ_ to administfation»
such that it often becomes a priority. , - S

4, There may be a senseidf isoiatiéhi-separation,'and«
even ‘loneliness on the job, éarticulafly for new assistaht
princibals. If there is an increased'emphasis on teacher
evaluation as one of the duties of the assistant principal,

this separation and isolation may become more evident.

e TN - —

~

s
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5. The job is‘interesting, filled with variety, has
many interruptions,'and is often shifting or changing.
6. The position is viewed by the assistant principals
as essential and..as fulfilling a reél need in the school.
7. 'The/ﬁgsistant principal is largely dépendent on the
principal for training, duties, and futuré advancement,
| 8. Assistant principals féel a need for further
training particularly, in teécher evaluation and budéeting.
9. A;sis;ant principals feel a neeq for greatéf
interaction with other administrators. : k
| 10. Alfhough therelare frustrations associated with the
position, the assistant principals generally view their

positions as rewarding and.fulfilling. . —~

11. The optimum use of the assistant principal is as a'

_member of an adminigtrative team, where the assistant

principal is giben increasing authority and responsibility
commensurate with his or her ability and experiencé,

CO»PARISON OF FINDINGS TO THE RELATED LITERATURE

’

In concurrence with other studies and the literature
that:has been writ;en about the assistant principal, this
study found that the role of the assistant principal is -
multi-faceted, that it is Qiewed as fulfilling an essential

role, particularly when it is as a member‘of an'adminstrative

team; that the problems associated with the 'position include
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lack of role definition, and in some cases lack of
administrative time. There was an acknowledgement of the
dependency on the principal for training. However, the six
assistant principals -felt that their principals, for the most
part, have been fair and have provided opportunity for growth

A

and training

In adreement with Powell's (1978) study, there is a need
for additional training for incumbents and newlyjappointed
assistant principals, as well as inservice programs related
to the various duties-cf the assistant principal to provide
both informaticn sharing and interaction.

The view held by the assistant principals that
ultimately they are responsible for their own growth, was
compatible with Brown and Rentschler (1973) who offered |
“advice for assistant principals to gain more control over
theiy professional development.

The,ﬁinding by Newtog (1983) that deficiencies in Staff
Persdcnel wduld.not likely.be overcome by practical - N
experiences on the jcb is coniistent with the expressed need
for further’training on teacher appraisals in this study.

. In“concurrence_with Collett's (1969) ocservation that'
assistant.principals in large composite high schools_have
left behind them the roles of clerical assistants and
supervisor of extracurricular activities, it appears that for

the most part elementary assistant principals have also made

gains toward more meaningful du:ies.

3




The finding in Windsor's (1976) study that pringipals /

. v A
and assistant principals had a difference in perceptidn of ‘\\\
planned training experiences, is ®ifficult to assess in this

study: there was no clear cut difference evident. However,

’

. . l ‘ .
the assistant principals do feel that there are areas in

S

LY

which they need further training.
The preference for operation as an administrative team
was highly consistent with the recommendations of Gross,

Shapiro, and Meehan (1980), Rankin (1973), Sprague (1973),

-and Childress (1973).

¢ , .
» Findings from this study which were not consistent with

the related literature pertalned prlmarlly to the 1mportance of

-

the position .and to the relegation of a551stant prlnc1pals to

disciplinary and clerical duties as suggested by Culver

Ny

(1975) and Bordinger (1973). | McLeod (%959),'§nns (1959),
andyLongmore (1968) Foncluded in theirlstudies that assistant
principals spend muchiet their time doing clerical duties.
The assistant brincipals‘in this study indicated that
éisciplinary dutiesvwere.shafed by the administrators ‘
depending on who was available, andvthét there were few

clerical duties since the sepport staff in the schoo;/ere
Vvery etfective. ' . - /;

There appears to he a change in the appointmeﬁt of women
to ‘assistant principalships when the perspectives of this

study are compared to Longmore's (1968) study.

oy



.198
dT@ere appears to be an improvemeﬁéAin the“allotment of
adequate administrative time in some cases compg;ed to the

.
findings of McLeod (1959) and Windsor (1976).

Indications of a negative self image as suggested by
Bordinger (1973), and,unfair éssignment of duties as
suggested‘by Brown and Rentschler‘(i973) were ‘'not present in
this sﬁud;. The assistant principals held a positive image
of themselves and of their position, and felt that their
prinbipaLs were fair to ehem. They felt that they have an

luence on the direction of the school and theg they can
e a difference. The assistant principals felt that their
position was at least as good es‘they had hOped. ‘

" In concleeion,‘the findings from this study are most
compatible with'the more recehﬁ studies, and indicate that
-although tmeze are still areas ﬁn need of improvement,

N

~
rd . . :
generally gaiﬁe have been made in the assignment of
N - .
. A e Y . . . .
administrative7time, “the assignment of meanlngful duties, “the

preparatlon for principalships, the. reductlon of gender

/
dlstlnctlon in app01ntments, and the worklng of a551stant

principals as members of admlnlstratlve teams.

DISCUSSION OF THE FINDINGS

. :
\’While the intent of this study Wwas not to prove nor
. . \\
disprove existing theories, but rather to discover the
reality, it is interesting to reflect on the relationship of

the findings to the work and thoughts of others in the field,

N
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of personneliadministration. Upon reflection of the
findings, it bécamevapparentkto the researcher’ that the
perspeéctives of the assistant’principals are consistent with
many of the theories and discussions régagding motivation and’

supervision of personnel. : C , .
;o
; Motivation
The thémes, "vision for improvement;? "jack—of—all-
trades," énd "great potential,"” are consistenf with ‘ .
motivation theory, particularly with the work of Abraham
Maslow, Frederick Herzberg, Chris Argyris, Douglas
McGregor ,and others, whose studies and theories suggest that
the most effective way to motivéte employees is not just by
improving work conditions, raising salaries, or shuffling -
tasks,‘but by encouraging growth,ithropgh increasing
expertise, responsibility, accounfébility; sense of S
achievemenn, and recognition. According to Herzberg"
(1968:5;) "The only was tn motivate the employee is to give
him_chéllenging wofk in which he can assume_fesponsibility." .,
Maslow's "theory of an internal need hierarchy has
become one of the more popnlar conceptualizations for human
__motivation" (in Hoy and Miskel 1978?97). In the model based
on his theory, Maslpw propoﬁes five basic degrees of need
priority:” (1) Physioiogical needs arevﬁhose basic biologicaf

i ) /

. . N \/ .
functions of the human organism; (2) Safety and security
l } .

needs relate to a desire for a péaceful, smoothly running,
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. , Lu./ {ﬁk
stable soc1etyl_£})_§e}onging, love, and social needs; {ﬂ)
Esteem needs, the desire for being highly regarded by others.
Achievement, competence, status“ and recognition satisfy this
need level; and (5) Self- actuallkat1on needs where the
individual is working at top poténtlal, peak satisfaction,
e?fort; achievement, and personal and professional success
(Hoy and Miskel 1978:9Q—99)r Maslow identifies two baflc
kings of needs: deficiency'needs, which are the lower.order
needs which must be satisfied pefor% rhe secend, growth needs
can develop. Growﬁh needs, relating to the development and
achievement of one's potentidl, are higher level needs which
become'ac€ivated only as lerr needs become satisﬁied.
Maslow mai?tains that gratification of a loyer order need
 releases~tge person from the domination of one need, allowing

for the emergence of a higher level need.

In this study, the assistant pr1nc1pais' motlvatlon for

Apursu1ng an’'assistant pr1nc1palsh1p, ipd thelr voiced rewards o

of self satlsfactlon and positive feedback from peers is

basically compatible with Maslow's hierarchy of'needs;'where

once secure and reasonably confident in their position, the

individual's deficiency needs are satisfied and'they are’able

to respond to rheir growth needs of =cognition, aqhieyement}

autonomy, responsibility, and accoun. Tty.s . Lo
TheraSSistant principals expresse ~od feelinés about

themselves, and were p031t1ve1y motivats by increased i

\
respon51b111ty, freedom, and authorltv. . is :onsistent



'<treatment, 1nterpersonal relations, salary, and working

‘needs .and job satisfaction, are satisfiers, and includé N
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|
!

with Herzberg s two féctor theory of hyglenes and motivators

P e - i vy |
which has a close conceptual relationship with Maslow's \

hierarchy theory. Sergiovanni and Carver (1980) discusse%
/‘ Do .“ \

Herzberg's motivation-theory. Motivators, related to growth

' |

\

achievement, recognition, the work itself, responsibility, j

~and advancement. "The motlvatlon to work beyond what is

t

necessary to meet minimum requ1rements comes from the

satisfier set --- achievement and recognition, for example.“
(Sergiovanni and Carver, 1980:104)/ Hygiene needs aré

’

dissatisfiers, are rslated to conditions of work, and may
KA . :
contribute to job dissatisfaction if not present. "Since the
dissatisfiers sré,related.to the conditions Of'work rather

than the workAitself, tﬁey have littlé motivational potential
for most people.," (Sergrovaoni ano Carver, %980:103) |

Hygieqic factors, aIthough not motivators, must be maintained

and must meet 1nd1v1dual needs for job securlty, fair

conditions, @ Motivation factors, the higher order, growth

needs, are.ihtrinsic, are associated with the work itself,

" and provide people with opportunities for psychological

success.

The individuals in this study indicated reinforcement

" and motivatiOn’by Heriberg's motivators and Maslow's growth

" needs. The perspectlves suggested a des1re for growth

related act1v1t1es. The rewards ‘Lre recognltlon,
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[

’ ’ .

;responSibility, authority, being privileged to information,

and increased autonomy and authorlty. Ambient factors such

; ’

as pay and working condltlons were neither motivators nor‘P
" demotivators. The asSsistant principals indicated’ that since
the administrative allowance was not large, money was not a
significant reward. Perhaps, as stated by Sergiovanni and
Carver (1980:110):

Feeling underpaid but fairly pald may be the

best that we can hope for. The basis upon

which one decides if he or she is being paid

fairly is comparison. Thus teachers-as

‘individuals and as groups contlnually compare

their earnings with others in the same

district, in other school districts, and in
other occupations.

One of the queétions asked by the researcher, if it was
)not naturally addressed by the subject, was based on
. Herzberg's cr1t1cal incident technique (in Steers 1981 299)
fCan you think of an incident over the last month or two that
madeUYdu feel thqt this job is really worthwhile? The
.responses includéd: positive feedback from staff or .parents,
fgdmp;etion of projects that ‘they had initiated, success with
problem students, and doing a difficult adﬁinistrative
. supervisory task well. Recognitidn and the work itself
. seemed to be most closely related to affectiye responses.
pay and working conditions were ndt mentioned related to
worthwhile critical incidents, supqogtive of Herzberg's
thinking that altheugh these may be diseatisfiers if not

thought to be minimélLy reasonable, they were not satisfiers.
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(1980:85), it was found that the lower level needs are

In a study by Birarda cited by Sergiovanni and Carver

203

generally well satisfied for teachers, but the higher level,

growth needs are not being well satisfied.

There is a

pérceived déficiency in ﬁhe growth needs area, especially at

the esteem level, "Esteem still appears as a dominant -area

of perceived need deficiency, actually. increasing for all but

the oldest group."

/

The researcher hypothesizes that seeking

esteem and other growth related needs may contribute to the

assistant principal's desire for a position which they

perceived allows for greater responsibility and influence.

»

Further though, there were concerns ‘expressed regarding

evalu%fion, parental pressures, and government pressures. In

éirarda‘s'study (in Sergiovanni and Carver 1980:86-87),

security deficiencies were reported and possible influences

were suggested:

But esteem is rivaled in 1977 by important

‘increases in perceived need deficienciess for

all groups at the self-actualization level on
the one hand and (except for the 25-to-34 age
group) security on the other.  Changes in the
work demands of educators and in the work -
environment may well be contributors to these
increases ‘in security., One can reasonably
speculate that accountability, increased lay
participation, state~ and provincial-mandated
competency testing, and general increases in
the political nature of education influence
feelings of security. These pressures,

-combined with the prospect of older educators

facing retirement in an age of e.oromic
uncertainty, can take obvious tolls.



204

Job Enrichment

{ :
Perhaps the assistant principals' general positive view

of their position even though there seem to be many pressures.
and frustrations, can be related to job enrichment theories,

where these people have had their jobs,compared to when they
X . -
were strictly teaching, enriched through increased

oppértunity for task variety, task uﬁcertaint}, task

significance, task identity, re;ponsibility for results, and
'knbwledge of results.. These characteristics were described by’
'Sergiovanni and Carver (1980:126-127):

Task variety implies building into the
teaching job a greater assortment of tasks.
It is assumed that varied work increases
interest. This is in contrast to o
curriculum-building strategies, for example,
which emphasize breaking down teaching
episodes into small parts and assigning them
to "specialists.”

0

| Task uncertainty refers to tasks which iwnvolve
information processing and cognitive »
_stimulation... oo

Social interaction recognizes that individuals
at work generally derive satisfaction from
interacting with others and for many, this
source of satisfaction can be an inducement
for working or at the least a stimulus to
building commitment and loyalty to the work
group and school. Despite the wide acceptance
of importance of social interaction. among
\\ workers, and recognizingrthat significant

" gains are being made in schools in.using
teaching teams, teaching is still a relatively

.~ private activity.

Task significance refers to the perceived
importance by teachers of the work to be done.

It is often assumed that providing teachers t
with detailed objectives increases task '
significance when indeed the opposite may be
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the case. Task significance requires an
understanding and appreciation of what the
educational program as a whole tries to
accamplish and how one's individual efforts
fit into the larger view: ’

Task identity, related to task significance,
~requires that one have a larger view of what

the school is about and that one sees how his
or her part contributes to this larger '
.purpose...

Responsibility for results requires that
teachers be given a great ‘deal of discretion
over task activities but held more accountable
" for obtaining results... :

1

Knowledge of resultsfrefers to feedback as to
the quality of one' slperformance. Clearly,
without feedback it Ps difficult to derive
satisfaction from acicomplishment.

Sergiovanni and Carver.(l980:l27) repor ted suggestioné
by Staw and research by Hackman and Oldham; "Staw suggested

r , ) . L
that task variety, task uncertainty, and social interaction

are characteristics associated with task behaviors which lead
’ ; .

to greater imgrinsic. satisfaction, more voluntary

participation on tasks, and greater‘persistence in pursuing

tasks." The research by Hackman and Oldham (in Sergiovanni.
and Carver 1980:128) sugge€ted: ,
...personal and work outcomes. such as
intrinsic motivation, high-quality work .

per formance, high- .satisfaction with work, and
low absenteeism are a function of  the presence
in individuals of ‘three psychological states:
experienced meaningfulness of the work,
experienced responsibility for work outcomes,
and knowledge of results. :

To a certéin extent, the assistantfprincipalship has
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provided afl\of the above suggestions for job enrichment,

except perhaﬁs, social interaction. It is interesting to

note that this is a perceived area of need expressed by many
i ' \

of the subjects.

g

Herzberg (1968:60) also’ Suggested principles for job
enrichment, which he calls "vErtical job loading" and which
4involve the motivators: responsibility, personal -

. LT . ]
achievement, recognition, growth, learning, aiid advancement.
\

They are: »

A. Removing some controls while reta1n1ng

accountablllty

B. - Increasing the account;bility of - L =
individuals for own work _: S

C. Giving a person a gomplete natural unit of
work (module, division, area, and so on)

D. Grantlng additional authority to an
employee in His activity; job freedom

E. Making perlodlc reports directly available’

to the worker himself rather. than to the

supervisor x
F. 1Introducing new and more dlfflcult tasks

not prev1ously handled '
G. Assigning individuals specxflc or
specialized tasks, - enabllng them to become

eﬁperts

These prlnciples are con51stent w1th ‘the nature o: *“he

v1ews the a551stant pr1nc1pals have about their p051tlon.

Argyr1s (in Hoy and Maskel, 1978 97) suggested a
_contlnua where infants-begin as dependent and submissive w1th

few skills, surface abilities, and- short time perspective and

! , . .
ddvelop toward adult ends of independence, autonomy, many

abllltles, development of a few abilities’ in depth, and a .

1onger time perspective. ' He suggested that JObS should be
|
/
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structured to allow individuals to develop their abilities
leading to increased‘responsibility, independence, -and

autonomy, and thus allowing maximum motivation. In

S e

concurrence, the assistant principals wanted darectlon and
st%ucture to learn the job, and felt rewarded and. stlmulated
when they felt they had earned and were grantedvlncriiied”
respon51b111ty and autonomy.. | ' B
The views of the assistant principals toward students,
staff, and themselves, indicate that they are Operat}ng under
'McGregor's Thedry Y4(in'Steers,‘1981'120): | )

Theory X mahagers assume that the average .
worker: 1) is lazy and dislikes work; 2) must

be coerced and closely controlled on the job;

3) wants securlty instead of responsibility.

Theory Y managers, on ‘the other hand, assume

that the ave: 1e worker: 1) has, the capacity ‘
to enjoy mea: agful work; 2) is self-directed v
and needs little supervision; 3) actively

seeks responsibility; and 4) is capable of

‘being imaginative and creative at work. -t

i

< Particularly when d‘scussing teacher evaluation and

[

presenting their feelings about formative evaluation, the

a531st%ht pr1nc1pals generally suppor ted McGregor s Theory Y

. -
“

view.

The themes, "vision for improvement," "jack-of-alle -

‘

3 e -
trades," and "potential of the position," appear to be

Ty 2 -

closely related to, ‘and consistent with, many of the
motivation theories. The flndlngs of thlS study, as they

‘relate to motivational research have 1mp11cat1onsffor staff-



deveiopment at all levels, particularly if it is believed, as
sergiOVanni and'Carver (1980:xi) suggested, "that the growth
.and development goals whieh we noid for youngsters are best
achieved by teachers and otner adults who are commltted to

these goals also for themselves -—- both as persons and

professionals.”

selection and Training

The themes,n"things change," and "a training ground,”
relatevto the literarure on supervision of personnel,
particularly selection, including characteristics for
effective leadership; and training, including
induction/orientation, traigyng for change, training for

, ,
improved performance, and training for promotion.

Cbnsidering the dependency of the assistant principa{ on
Jthehprincipai for training and developmepb/as acknleedged by
,the subjects, Castetter s (1981:138) recommendation should be
con51der;u. 'buring the past few years, the concept of
central. reC“uitment and screening and decentralized
selection has gained acceptance as a procedure for giving
unit administration a voice in the selection ef the personnel

A
‘for whose direction they will be responsible.!

Induction

The initial feelings of insecurity and uncertainty °




’

expressed by some of the assistant principals substantiate
Castetter's (1981:189) position on induction ofipersonnel:

Induction may be deflned as a systematic
organizatiohal effort to assist personnel to
just readily and effectively to new N
nments so that they can contribute
maximally to the work of the system while
%ealizi personal and position
satisfaction... A school ‘system can recruit,
select, asbign, reassign, and transfer, .
personnel,/ but until these individuals become
fully adjysted to the work to be performed,
the eniézbnment in which it is performed, and

as

the collgagues with whom it is performed, they
. cannot fHe expected to give their best effort
to atfaining the goals of the institution. N

pd

Castetter (1981:193-195) outlined the goals of induction
under the headings: information, need satiofaction, position
compatibility, assistance, support development, accépténce,
assimilation, adjustment, ofienpggion, refontion, security, .

~

and continuity.

-

3

As evidenced by the assistant principals' desire for
upérading and traihing for new needs, such as teacher'

appraisal, budgeting, and school effectiveness, ongoing

~induction as further suggested by Castetter (1981:211) would

be valuable: : v
s

Although induction is commonly thought of as
an activity focused upon personnel new to the
system, it can also be construed as a
career-long activity designed to keep all
personnel abreast, periodically, of changes in
organizational plans and policies, changes in
position function and technology, and --- of
vital concern to all members --- changes in
personnel policies and procedures.
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Trainfng For Changé’And Promotion

The finding that "things change" for tﬁbse mowving into
assista%t.principalships is closely.related to training.
Musella (1§82:8) indi;ated that, "Training purposes fall into
two categories: (1) improvement of performance in the présént
position} and (2) preﬁaration for another position." He
further stated that "All we know about change indiéatés that
all’change requires some amount of successful training."”
Acknowledging the extent of change that an individual may

experience upon entering administration, there is ‘a need for
N M : 4

tfaining and preparation.’ Musella (1982:9) also stressed the
involvement of the school district in developing training
programs:

The other major purpose of training is to
prepare one for another position®--- promotion
. or transfer. The school district must assume
‘major responsibility for the development of
the "farm system," that is, the ongoing
training of staff for positions which the
organization will need filled in the future.
The school district, upon identifying’ these
positions, should describe the type of person
(skills, knowledge, experience, personal
characteristics) needed to be successful in
. the position, and develop appropriate training
programs. Conseguently, this means more than
having aneffective selection process; it
means developing the pool of acceptable
candidates. ;)
/

This is consistent with the finding that the assistant.

principalship is an essential position and that it is or

>,£¢ should be a training ground. Training of assistant

- o
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principals_then, should be dohe to prepare them for the
changes they will be .encountering; to improve their

performance; and to prepare them for promotion.

:

on-~-The-Job Training.

Hinrichs (in Dunnette 1983:854) identified the most
common on-the-job training techniques: : =

1. Job instruction training essentially is
the process of having a trainer explain_ the ////
job to the trainee, observe his performance,
and provide feedback . about his performance.

. 2. Orientation training is merely a

ﬂ. systematic effort to ensure that a new .
employee has all of the basic information 'he
needs to function effectlvely. ‘

3. Apprentlce training is like a period of i
internship in which the trainee works under

the guidance of an experienced superv1sé§ for

a spec1f1ed period of time before achieving

jolurneyman status.

4., Performance appralsals in many

organizations fulfill a training ‘and

development function by providing feedback

about the appropriateness of on-the-job : \
behavior and performance.

5. <Toaching is the process of ewsurlng that
training and learning occur in the day-to-day
man-manager relatlonshlp.

6. Job rotation is widely used in management
development as a technigue to systematically
ensure that trainees are exposed to a variety
of organizational fuhctions.

7. Assistantships or various commlttee
assignments similarly are used to prov1de
personnel development.

A

However, Hinrichs (in Dunnette, 1983:854) ideﬁtified

somé.bf the problems associated with on-the-job training:
All of these on-the-job téchnigues are based
upon the philospphy that people learn a job
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best by doing it. However, this conclusion -
may or may not be justified, and there are a.
number . of obvious problems with many of the
on-the-job-programs: '
« . 1.  They may be inefficient, resulting in low

productivity and waste.

2. There may be low involvement of the
trainee in the training process...

3. The quality of instruction diffused
" through an on-the-job situation may be less
competent than instruction concentrated in the
training department. '

4. Too often.in the on-the-job situation
training takes .second place to getting the job
out. ‘

These ébservations regarding on-the-job training, which
is the usual type of training for assistant principals,
,éombined.with the bbgerva£ions of the assistant principals,
may have implications for a sfstematic training program which
includeé a variety:of approaches and provides direction to
the principal, who is expgcted to play a major part in:the

training.

Qharacteristics of Effective Principals

Many of the characteristics for assistant principals
identified by the.sﬁbjécts’and that they appear to exhibit -
are consistent with characteristjcs identified in studies of
) effécﬁive principals; Perhaps an indication thaﬁ~thesé
individuals may be well suited to their position and to a
_futﬁre principalship 1is their"éverall,viéion for whatJtheir'
‘school should be like.

*

In a review of more than 75 research Etudies, Persell

3 -
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| and Cookson (1982:28) stated that,v“Effective principals
‘-appear to have a vision of what their school\should be like.
Without this mental picture, the leadership role cén too |

« L
-easily fall into the trap:of reacting to negative situations

and not creating positive si;uatiohs." Having a vision for
better education is the foundation .for High'expectations.
Once these individuals have visualiied iﬁprerments; they may
.then form high positive expedtations, léading to appropriaﬁe
b;havior for achieving their visions. This theme ghen, has
implications for the selection‘and‘develoément of
administrators.' Also, individuals who possess and
demonstrate characteristics asgociated with effective
ieadership would likely be an asset.and contribute greatly to
an administrative team situation.

As ‘indicated by their involvemént in many aspects of the
school, their hours of work, their Qill@ngness to be in&olved-‘
in activitieé_both in and out of the school, andptheir

motivation to do and learn‘ﬁore, these indiwviduals are
s

exhibiting other characteristics of effective principalsf

Persell and Cookson'(1982é27) stated that, "The effective

principal is a forcéful; dynamic individual who is Opén to

~ new ideas and has a high energy level."” - These fiﬁdings, that

" these assistaﬂﬁAprincipals exhibit characteristics of

effective principals, may be indicative of existing effective

selection procedures,

ay



Administrative Teams

In expressing their support for, and desire to be part
of, an administrative team, the assistant principals

identified communlcatlon, c00peratien, and trust, as being
{

necessary. They desired a set time, or at least
opportun1t1es for regular communication with the pr1%c1pal

Their desires are compatible with the essential

v

characteristics for management teams identified by Erickson
: R ‘ “ \
and Gmelch (1977:8): | g .
For any management team to operate effectively .
and efficiently, it is essential that team
members ‘possess several basic characteristics.
Team members must:
1. Be able to 1nvest 51gn1f1cant amounts ‘of
time.
2.  Be able to work cooperatlvely rather than a
competitively toward common goals or purposes.
3. Have open and clear llnes of
communication,
4. Have trust in the 1ntegr1ty of their

colleagues.*

5. Encourage and work to understand the full
explanation of minority Oplnlons.

6. Have an acute skill in listening (versus
hearlng) to the opinions of others.

v

Erickson and Gmelch (1977:107 also refer to McGregor's

Theory'Y>manager as being appropriate for team management :

...administrators holding Theory Y assumptions
about their employees would find that the team
management concept provides opportunities for
a more effective operation of their school or
school system. The Theory Y adminstrator
believes that team members are basjcally
self-directed, creative, motivated to become
self-actualized, and that they desire to make
contributions and decisions that will enhance
organizational goals. Team management would,
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therefore, unleash the type "Y" potential in
each member.

It becomes apparent upon reiating the findings of this

v "

study to various related theories in personnel supervision,
that the perspectives of these assistant principals have many
. ) !

implications for the selection, training, and development of

staff in the quest ﬁor effective leadership.

IMPLICATIONS

>

The findingé\and consequént conclu§¥9ns of this\study
have imglications for school districts, principals( assistant
brincipals, universities, and for further research. Howe?er,
since this study focused on the perspectives of only six
elementdry school assistant principals, generalizébility‘must
be consiéered in terms of comparability; and the imglicatiéns
of this discovery study take ;he form of guestions to be
considered, contémplative]suggestions, rather than |

directives.

Implications For School Districts

4

Based on the degree of transferabjlity and applicabiii;y
“of the context of this study to the school district's
environment, thg\kgllowing implications may be valuable in-

the development of policies regarding assistant
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prinéipalships in elementary schools. : o
_ In:view of the findings of this study, including both

the positive aspects‘and'the negative aspects of the'role as
‘perceived by the subjects; and considering the relationship
.of the findingé ofrthis study to the related studies cited in
the literature review, school districts could:

-~--provide for greater role definition, so that less is
left to chance that it wilijbe both a\tréining ground and an
a@ministrative position which'is contributing to the
effectiveness of the school.‘ '

——;identify duties‘which are deemed to be applicable to
the assistant principalship system wide, which could then‘be
utilized as the basis for the job description of assistant
principals.

~--—-provide direction and training on system wide
‘policies and procedures regarding such areas as budget,
evaluation, discipline, effectiveness strategies, and public
relations skills; including orientation for new assistant |
principals and updating inse;vices for incumbents.

---—consider a more structured, specified job description
and training program for beginning assistant principals;.and
less struéture, more flexibility, freedoﬁ}“&uibority, and
responsibility for ekperienced and career assistant
principals. | )

---encourage rotation of duties within the school to

broaden the experience of assistant principals.
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---consider instituting a program for assistant
principals to visit different schools in order to broaden
their prerience and - to expose thém to different methods and
new ideas.

---provide opportunities for assistant principals to
meet with other administrators periodically in order to share
ideés and concerns as a means of increasing awareness of
alternatives and.of providing stimulation and motivation.

-~-provide assistédt principals with a‘éontact person in
central office to discuss issues and concerns.

--—-ensure that éppropriate and adequate’admghistrative
time is granted to assistant principals.

---encourage school administrators to consider
alternative teaching assignments_which could‘ailow for
greater flexibility, and possibly increaséd intéracgion with
a greater number of students in the school.

——lébnsider stfessing formative evaluation of teachers
by assistant pfihcipals to maximize the aavantages of the
middle man position and of the collegial modél.

__-prbvidé career informétion describing the various_
aspects of the position for individualé consideriﬁg an
assistant prinéipalship toeenhance realistic job.preyiews.

__---involve principals in the selection process to

-

_//éhhahce compatibility of the gdministrators within the

<

school.

-—-—provide direction for principals on the training of

.assistant principals.
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———stress administrative teams in school administration;

including prov151on for tra1n1ng on what constitutes an
\

administrative team, and how to work as members of an

administrative team.

;Implicatidns For School Administratdrs ) (

3

\\ School administrators could:

-——ensure thar they are familiar with the advantages of
an.administrative team, including understanding the
characteristics of administrative teams.

———assess their own functioning as a team.

---set up scheduled administration meering times to
enhance communication and understanding.

-—--provide for retation of administrative'duties.

Implications For Future Assistant Principals o

Individuals aspiring to assistant principalships could:

---broaden their experience base by .teaching different

1
\

grades, and accepting a variety of responsibilities.

§ ---assume leadership duties in the school and community.
--—-extend their educational base by taking
" administration courses and curriculum courses.
---develop their personal educational philosophy

---consider their potential for making a cofftribution to

education in a broader way.
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- Implications, For Universities

Universities could: o .

---ensure that courses are available which will provide

~educational training for educatidnal beadere.

-—--offer courses on budgetﬁng, teacher appraisalj;

\

effectlveness strategles, admlnlstratlve teams, and

J i
communication skills. .
+ =—=consult with, and advise school d1str1cts, regardlng
optlmum utilization and development of school p:rsonnel
.j%d
3, e

Implications For Further Research .

This study, which focused on six assistant pr}neipals,

IS

generated findings which could provide the basis for further

‘research in order to determine the degree of genefaligability

of the study; and to gain broader perspectives of

mEt . |

. administrative roles, teaching roles, and other occupational
. . ~ . ]

roles. Some possible areas of further research are studies

to:

-

---assess the advantages and disadvantages of'axgariety
of teaching assignment combinagions with assistant: \
principalships. o

-~-determine the characterhstlcs and experlences which

contrlbute to successful a551stht principalships in

preparation for principalships.
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---assess the advantages ‘and disadvantages experienced
by scﬁools thch have, or do not have, asSiStant principals.

---assess the advantages and disadvantages of
'administfative teams in schools.

———determlne the effect of types of teacher evaluation
on the communlcatlon and relatlonshlp between staff and -
school admlnlstratore.'

-—- relate job enrichment theories to admin;stratrve
\positiohs.

---determine the extent of gender distinction in =
appliig;ion'fof, ahd,aépointment te, administrative
‘pesﬁtiohé.u

---relate adult develoﬁhent theories to such aspects of
the essistant principalship as metivation,,training,
assxgnment, development, and promotion.

--—determlne the feasibility and de51rab111ty of an

o

apprentiCeship program for'assistant pr1nc1pals.

Bpe study could be replicated to:
- -——determine the degree of geheralizability‘of this ~
study “to elementary school assistant pr1nc1palsh1ps.
——-assess whether 81m11ar perspectrves are ev1dent in
other'admlnlstratlve p051t10ns and in teaching p051t10ns.
m&-assess‘whetherwindividuals in other second in
authority-positione in other occupaﬁione hold similar

petSpeetives of their role.
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APPENDIX A. LETTER TO ASSISTA&T PRINCIPALS --- PILOT STUDY
‘ : —

64 Manor Drive . B
Sherwood Park, Alberta '
T8A 0S4 '
April 30, 1984

Dear " ,

I wish to.expreés my appreciation to you for agreeing to
participate in ﬁy study on‘the role of the eiementary school
assistant principal in selected schodls in Albérta.

As we discussed in our telephone conversation, this
study will be gualitative in nature with the intention of
‘ providing insights into the present role of the elementary
assistant principal. Descriptive analysis, based primarily
upon in-depth interviews with six assistant principals Q?%hin
three different school jurisdictions will.be used to generate
categories of perspectives which may leadtto further research
guestions or'fﬁture hypotheses, studies, and policies.

Your part in this study will be as one of two
participgnts in the pilot study, which will assist me in .
defining and refining the techniques for thevstudy.

Agaih, thank you for ,including the participation in this

study in your already full and busy schedule.

Sincerely, ’
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APPENDIX B. LETTER TO ASSISTANT PRINCIPALS --- ACTUAL STUDY
64 Manor Drive - -
Sherwood Park, Alberta \
T8A 0S4 ' ;

April 30, 1984

Dear ’

I wish to express my‘appreciation to you ﬁgr agreeing to
participate in my study on- the rolé of the elementary school
assistant principal in selected schools in Alberta. This
st&dy is the basis for my maéter's thesis in Educational
Administration.

As we discussed in our telephone conversation, the study
will be qualitative in nature with the intention of préviding
insights into the present role of the elementar} assistant
principal. Desc;iptive analysis, based primarily upon
in~-depth interviews with six assiétant principals within
three different school districts wilL be used to generate
categories of perspectives which may lead to'furthe:‘research

Y

quégtions or futuré’hypotheses, studies, and policies.
¢ \

I have received written permission from

School District to conduct’the study.
Again, thank you for including the participation in this

study in your already full and busy scheduie.

Sincerely, -
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@ APPENDIX C. LETTER TO PRINCiPALS

64 Manor Drive :
Sherwood Park, Alberta
T8A 0S4

April 30, 1984

Dear : ’ ' j

Thank you for your permission andvcooperation in
allowing me to work at your school with your assistant
principal on my study of the role of the elementary school
assistant principal in selected schools in Alberta.k This
study is the basis'for'my master's_thesis in Educational
Administration.

As we discussed in our telephone konversation, ;he sﬁudy
will be qualitative in nature with the intentic.. of éroviding
insights into the,present role of the eleﬁentafy éssistant
prfncipals. Descriptive analysis, based primarily hpon |
in-depth interviews with six assistant principals within
three different school districts will be used to generate
categeries of perspectives which may lead to further research
questions or futureAhypotPeses,:studies and policies."

I have received written'permission_from the
School District to conduct the study.

)

-in, thank you for your cooperation and consequent

o

contribution to research in education.

Sincerely,
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APPENDIX D. BEGINNING INTERVIEW GUIDE

. 1., WwWhat has been your educational and profe551onal
background?

:2. " Describe your pre%ent situation: school size, student
'p0pulat10n, staff size, spec1al pnograms, administrative
‘time.... ‘

3. Tell me about the elementary assistant principalship;
what is it like being an assistant pr1nc1pal'>

4. }How did you get this p051t10n?
5. What were your feelings upon receiving this position?

6. What are your current feelings regarding your position?
7. What are your duties as an assistant principal?

8. What contributes to the fulfillment or rewards of YOurl
position? '

9. Can you thlnk of somethlng in the last month or two that
made you feel that this position was worthwhile?

10. What are the frustrations associated with’the‘position?

11. Can you think of something which has occurred within the:
last month or two that made you feel that this position is
not worthwhlle?

12. To what extent do you perceive this position to be
tran51tory, leading to a pr1nc1palsh1p'>

13. To what extent do you percelve thls p051t1on to be a
training ground? g

'14. What do you percelve to be the future of the pos1t1on in
your school district?

15. What do you consider the potentlal of the role to be?

16. What suggestlons would you have for achieving the
potential of the assistant principal? '

ﬂ'\
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APPENDIX E. EXPANDED INTERVIEW GUIDE AND INITIAL CATEGORIES

0 S

5

: Y S o
At the start of“%% *interview, the researcher will:

ProvideAbackground for the study
Describe methodology
Assure confidentiality

Ask for questions

Interview Questions:

l.‘ what has been your educatlonal and professional
background° .

2. ' Describe your present situation: school size, student
population, staff size, special programs, administrative
tlme.... DU _

3 Tell me about the elementary assistant pr1nc1palsh1p,
what, is it like being an assistant principal?

4, How did you get this position?

5. What were your feelihgs upon receiving this position?

6. Have your feellngs‘ﬁhanged since you first got your
position?

7. What are your cdrrent feellngs regarding your position?
8. What are your dutles as an a551stant pr1nc1pal?

9. Who prescribes your duties?

10. What is a typical day like? What is a typical week
like? ' o ) ‘ . .
11. What are yoéur hours of work? .

12. To what’Ex nt ar~ v-our duties disciplinary or
clerical/custodia. i1+ -~ature?

13. What contribut« . to the £ ‘ent or rewards of your
position?
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14. Can you think of something in the last month or two that
made you feel that this pos1t1on was wor thwhile?

15; What are the frustrations associated w1th the position?

16. Can you think of something wh1ch has occurred w1th1n the
last month or two that made you feel that this position is
-not worthwhile? : ‘f

17. To what extent do yQu perceive this position to be
transitory, leading to a pr1nc1palsh1p?

18. What if this position was not transitory, how would you
feel? " S »

‘19. To what extent do you perceive this position to be a
training ground? .

20. What constitutes your training?

21. What do you perceive to be the future of the p051t10n in
your school district? :

22. How essential do you consider assistant principals to be
to the running of the school?

‘23. What do you consider the potential of -the role to be?
« 24. What would you advise someone wanting to become an
assistant principal? :
~ -
'25. What suggestions would you have for achieving the
~ potential of the assistant principal?

26. Where do you see yourself in five years? Ten years?
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APPENDIX F. EXPANDED CATEGORIES FROM INTERVIEW TRANCRIPTS

]

why they applied for the job.

How they got the job.

Feeiings about éetting the job.

Improvements envisioned.

Feelings about the position now.

Improvehents achieved.
Training.

A training ground.
Dependency on priﬁcipal;
Transitory. ’
What if not transitory.

Promotion opportunities.

Duties.

Clerical dutie%ﬂ
Supervision of stafft
Description of the role. =

How dutiés decided;

~Relationship with teachers.

Middle person.

Relationship with students.
Relationship with principal.
Affect oqiteaching.

Hours of ﬁork.

s



241

4
“Critical incident --- worthwhile. | . m:)
Major rewards. ) '
Critical incident - not worthwhile.
Majér frustrations.
Suggesfions for the role} training; duties, evaanEioh.
Role eésential.
Future of the role.
Advice to oﬁhers.
Geunder distinction.
Administfative team. -
Potential of.the role.
 Affect on personal life.
Areas in need of further training, eXperience. . @

Self evaluation.

Future aspirations.
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APPENDIX G. FINAL CATEGORIES WITHIN THEMES

I. VISION FOR IMPROVEMENT

i »

‘1.; Why They Applied

2. How They.Felt When They Got The Job
.3. Types of Visions

4. Visions,That‘Have.Been‘Realized

|

II. :THINGS CHANGE WHEN YOU BECOME AN ASSISTANT PRINCIPAL

»

5. First Feelings

6. -Teaching Changed

7. Relationship With Students
8. Relationship With Teachers
9. Relationship with"Principal )

10. Other Changes

III. A TRAINING GROUND

~1l. A Training Ground --- Transitory

12. Outlooks on Proﬁotion

'13. Assistant Principalship As A Career
' 14. Dependency On The Principal

15. Aspects of Training

16. Responsibility For Their Own Success

17. Self-evaluation of Readiness For Promotion
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IV. A JACK-OF-ALL-TRADES

18. What The Job Is Like
.19. Hours Of Work

20. Disciplinérian

21. Clerical/Custodiél
22. Supervision

23. Rewards

24, Frustrations

25. Characteristics
V. POTENTIAL OF THE ROLE

26, Essential Role

27. Predicted Future Of The Role

28. Administrative Team (Suggestions)
29. Assignment (Suggestions)

30. Training (Suggeétions)‘

31. Evaluation (Suggestions)

MISCELLANEOUS CATEGORIES
. i :

" 32. Gender-

33. Personal Future
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