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ABST’RKCT L PR
Th1s study 1nvest1gated é;e\work that junior h1gh sch001 pr1nc1pa]s
d1d to 1mprove s{hdent Tearnlng in the1r schools by . 1nqu1r1ng _;T/ )

_ V// ——
'spec1f1ca11y how ach1e ment goa?s were chosen, how these goals were Y

- ;ref]ected in the work of the schoo], ‘and what was done to enhance goaT

\]

',success- Four Jjunior h1gh schooT pr1nc1paTs were 1nterv1ewed The :
' ¥
1nterv1ews Were transcribed and trahscr1pts searched for categor1ca1

v

‘rep]1es to each research quest1on . e
- Categor1es seTected in response to the quest1on regard1ng the
choos1ng of ach1evement goa]s revoTved around the pr1nc1pa1 s v1s1on,
the schooT needs, the personaT pTan of the pr1nc1pa1 and .the district
'pr1or1t1es, and the 1deas of the 1nvoTved actors Two categor1es arose [-
’From the data perta1n1ng to the reflect1on of “the ach1evement goals in-
- the work bf the schoo] These categor1es were work1ng together toward
_ the’ same end, and work was, ongo1ng and cons1stent The categor1es
‘ ‘Tder1ved for’ the quest1on on what was done to enhance goaT success were a
‘Lbu11d1ng a. pos1t1ve schooT 1mage, estab11shang and ma1nta1n1ng a
pos1t1ve schoo] cT1mate, and 1nstruct1ona1 effect1veness CategorTes
.lwere not usedcto report the adece the pr1nc1paTs offered to other
seek1ng to 1mprove student ach1evement in the1r schoo]s | k
Transcr1pts and’ data from my log book were used to find common
themes These themes were that the pr1nc1paTs cared about the schod1,
the pr1nc1pa1s knew and Ted what was happen1ng.1n ‘the schooT the schoo]

‘revoTVed arouﬁdJZ sp1r1t of cornun1ty, ‘and the1r was a sense of

‘ ’ach1evement in the schqu

v



"'prov1des an incentive to axm for greater ga1ns

e . . ) . S L ., .'#.._v_ . o . ‘ .

Us1ng these themes and my persona1 experlences in educat1on.-

- |
1mp11catlons were deve]oped The 1mﬁ{k2at1ons were as fo11ow3' the

pr1nc1pals of Jun1or h1gh schoo]s shou]d not\hnderest1mate the (pf1uence o

Agithey have on the work1ngs of the school,Aa team effort may resu]t 1n

greater school- effect1veness,A]eadersh1p from the schoo] d1str1ct has

-

the: pdtent1a1 to 1mpact the 1eadersh1p g1ven by the pr1nc1pa1 goa]s for

1mprovang student achlevement can prov1de a focus for the work of the

' pr1nc1pa] and the s schoo] goa1 ach1evement is very reward1ng and thus '{‘

-

W
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"IDENTIFICATION OF THE RESEARCH PROBLEM

Most peop]e‘think‘that they know what principaTs do because of

‘opinionsfformed when. they wererstUdentsfin the schooT setttng*’However,

"'the use of past persona1 exper1ences wh11e a student s a basis for

dec151ons may 1ead to erroneous assumpt1ons regard1ng the work of RN roe
pr1nc1pals This thesis is abo7a the ‘work that successfu] Jun1or h1gh
schoo] pr1nc1pals do. -

h'The first chapter g1ves the context of the prob1em, the prob]em
o

statement and the spec1f1c research quest1ons, the 51gn1f1cance,_ -
TN
assumpt1ons, ]1m1tat1ons and de]1m1tat1ons of the study, def1n1t1on of

°

terms, and the organ1zat1on of the thESTSm —

*?ﬁi&{jj;fJf; © Context of the Problen
As soc1ety has gradually- come’ to expect schoo]s to be effect1ve 1n
teach1ng a]] ch11dren, the pr1nc1pa1sh1p has taken on a renewed

6 -

;_emphas1s Accord1ng to Manasse (1985) a]] oF the factors cons1stent1y
.-1dent1f1ed as character1st1c of effective schoo1s T;. are either

| 'd1rect1y or. 1nd1rect1y re1ated to the effect1veness of pr1nc1pa1s" (pv
'440) Therefore, pr1nc1pals are 1ncreas1ng1y cons1dered to be ‘the key
-f1gure in the school and . are expected to funct1on w1th competence in

many areas but espec1a1]y as 1nstruct1ona1 1eaders who ensure the.

’;.effect1veness of the schoo]



o fragmentat1on, and var1ety " This wou]d suggest that w1th1

The cumu]at1ve f1nd1ngs of research on school effectiveness are
beg1nn\ng to form recurr1ng patterns. In.a 1983 effect1ve schools
11terature review, Purkey.and_5m1th, from the University of @isconsin,

indicate that: ' , ‘M o B ”fjﬁ_{'

At the moment. pub11c d1scourse on eggzctlve schools is dominated by':

- literature reviews and scholarly editorials. These have captured
educators’ and the public’s fancy by reducing a disparaté .
~11terature to simple rec1pes for school improvement (p 429) .
'Pukey and Sm1th (1983 p 429) go on to state that the- summar¥ prov1ded
| by Edmonds (1979a, 1979b 1981) based on his research and that of v
' Averdh Carro]] Dona]dson, K1est1ng, and Pincus: (1972), Broghy and Good
: (1970) Brookover, Beady, - F]ood Schwe1tzer, and w1senbaker (1979),

- Mayeke, N1s]er, Beaton, Welnfe1d Cohen, Okada, Proshek and Taber "' g

?,(1972), and~weber (1971) 1nd1cates that thereffectlveness of a schoo1 is

vjcharacterized by a. number“ot 1nterdependent factors. These. are‘ strong

adm1n1strat1ve 1eadérsh1p, high expectat1ons for student ach1evement, an

order]y atmosphere condUC1ve to 1earn1ng, an emphas1s on the lTearning of
E
Jas1c sk11]s, and frequent mon1tor1ng of student progress' ‘
The 1mportance of adm1n1strat1ve 1eadersh1p, frequent]y expressed

as. 1nstruct1ona1 1eadersh1p, has - become a qua11ty a1med for by

'-gpr1nc1pa1s and sought for in the pr1nc1pals that superintendents ‘and -

'school boards h1re Far]ey (1983"p 24) descr1bes 1nstructiona1 1eaders

as creat1ve, bo.d, support1ve, and ded1cated to the m1ss1oh of the
schoo]j"dYet on a day to day basis, the work of pr1nc1pa]s 1s var1ed
and; according to Thoms'(1986 p. 199) "character1zed by brevvty,v

e Broad

framework¢of,the prJnc1pa]sh1p, pr1nc1pals perfqrm.a mu]tjtudecof,tasks»f

(



.- ' ‘ T . #
;:asvindicated in-the descrtpttve studies of_B]umberg.andlﬁreenfte1d
(1980) and Wolcott (1973). T o SR
' According to Rutherford (1985) effect1ve pr1nc1pa]s have a c1ear

. vision for their schoo], estab11sh goa]s, deve]op a pos1t1fe 1earn+ng S
: env1ronment mon1tor progress, and 1ntervene when necessary Pr1nc1pa1s |
accomplish, these efforts through goal setting and p1ann1ng, mon1tor1ng,
evaluating, commun1cat1ng, schedu11ng, staff1ng and modellng (Thoms,_'f
1986' Dwyer, 1986) A11 of these funct1ons are focused on ensur1ng an-
effect1ve schoo] env1ronment to enable students to ach1eye academ1ca11y
-Therefore desp1te the mu1t1tude of sma11 tasks- fac1ng the pr1nc1pa1 on /:

- a da11y basis, t he effect1ve pr1nc1pa1 is ab]e to 1ntegrate these tasks .
o with.the goals of 1nstructnonal 1eadersh1p-for schoo] effect1veness.k
Some researchers are only beginning to quest1on whether

1nstruct1ona1 1eadersh1p can, be presumed to be the same for . a]] 1eve1s

of schoo]ing (Le1thwood and Montgomery, 1982 Mu]hauser, 1983) Wh11e

"tmany research efforts either have not- made@an. attempt to d1st1ngu1sh

between the 1evels of schoo]1ng (Dwyers, 1986) or have focused on

' e]ementary schoo]s (Le1thwood and Montgomery, 1982 wo1cott 1973),

. vf
»jun1or h1gh schoo1s may show 1mportant var1at1ons due to the

!

'spec1a11zat1on of the teachers, and the age range of the clientele who .
are affected by the1r prev1ous schoo] exper1ences, and the deve]opmenta]

',1stages of adolescence Mu1hauser (1983 p. 60) 1nd1cates that

1

researchers are concerned that prescr1pt1ons for 1eadersh1p drawn from

freseargh on e]ementary schoo]s not,be automat1ca11y assumed to app]y to
- al] schools "o S

‘..
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Prob]em.Statement SEAN

The purpose of this study was to investigate the work of Junior

..high schoo] princ1pa]s in their effogys to improve studept achievement

: :1n their schoo]s

o ) _ "
.Research QUestion'-‘ _ )
' " The spec1f1c questions addressed by the study were ;
1.1How'here achnevement goais chosen’ » . _ ‘;.. ' o
2t‘How were these 90a|S refiected in the work of the schooi7‘ .‘ '~
,\3.cWhat was done to enhance goai success7 '”515“" . | -7
4, what adVice wouid prinCipais give to othersvseeking to ,; 1&5@5§é”'

vb the student achievement ieveis in their own Junior high schoo]s’ tv"T’);//:t
Significance Of'the Study ‘ '

Studies of effective schoois by Weber (1971), Averch et a] (1972),
.and Brookover et ai (1979) have 1dentified the princ1pa1 as a key
component in enhanc1ng student academic success It is hoped that this -
study will increase the awareness of what Junior high school princ1 1s
, do to enhance 1earning in their schoo]s ThlS study shou]d be of
| 1nterest to Junior high schooi prinCipais and prov1de materia] for
,vseif ref]ection on their own strategies and’ on what’as done routinely

; Teachersumay find the study informative, and he]pfu] in the

\
deve]opment Qf inSight into and an understanding of the pr1nc1pa1 s

3

7
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Super1ntendents and schoo] boardsamay a]so find th1s study of

interest from. the aspect of increasing awareness of what some pr1nc1pa1s

»

_do in an effort to 1mprove student achievement .

Because research at the Uun10r h1gh 1eve1 on effect1ve schoo]s is

11m1ted this study may 1dent1fy 51m11ar1t1es to and: d1fferences w1th

‘ research at the e]ementary and hlgh school ]eve]

' The study may a1so prov1de some d1rect on for future research on -

the work of Jjunior h1gh schoo] pr1nc1pals

Assumptionsnof the~Study

The assumpt1ons made when do1ng th1s study were that pr1nc1pals

were ab]e to reca11 accurate]y what they d1d and that the 1nterv1ews Y

\

brought forth re]evant data to enab]e 1dent1f1cat1on of act1ons that

' contributed to the success of the schoo]

| ;ijitations of the Study

\

There were various 11m1tat1ons to a study of this nature. These
\

11m1tatlons re1ated mainly to the researcher and the respondent Data
were col]ected through 1nterv1ews and therefore the study depended on
“the’ abn]ity of the pr1nc1pa1 to ref]ect ;n past actions. Accuracy of the
data was 11m1ted by the ab111ty of pr1nc1pals to remember the deta11s of
the1r actions and by the1r awareness of the 1mportance of the act1ons f

that may not have he]d re]evance for them dur1ng thé occurrence when

~

' descr1b1ng the work that they do, the pr1nc1pa1s may haye had d1ff1cu1ty

B revea11ngnpersona1<act1y1t1es and:thoughts,iand_there may have,been»a



i ,(;g o ’t o | RV

',: discrepancy between what a pr1nc1pa1 perce1ved to have been done and

what was actua]ly done’™

. - . : _
Lack of 1nqu1rer 1nterv1ew exper1ence was a]so a 11m1tation 1n this
-study. In an effort to minimize @Q1s 11m1tation, a pilot interview was

‘conducted. S .
DeHmitatiofn.s 'o@e-'swdy B

Th1s.study was concerned W1th the percept1ons of four Jun1or hwgh
s&hoo] pr1nc1pals in one urban schoo] d1str1ct, and may not ref1ect _‘('
percept1ons of other Jun1or h1gh pr1nc1pals in th1s or other: d1str1cts |

The study part1c1pants were: de11m1ted on the fo]low1ng bases

1;- the schoo] had a m1n1mum of 50 students enmo]]ed 1n grade 9
- there had been an 1mprovement in the marks of the grade 9
'd1str1ct exams wr1tten 1n 1987 when compared to the prev1ous year.

- the present 1ncumbent had been pr1nC1pa1 at the school for the

two years pr1or to the study R |
z: B LvDefinttion of Terms ‘[._. r: R a

: N o B : .
'gdunlor h1gh/schoo1 o - o S uf_» K ;@I
iy schoo]s that restrict the1r student enro]]ment to grades 7, 8

,and9 ‘
¥

.%' . :Organization Of the Thesié .

The organ1zat1on of the thes1s fo]]ows the fo]]ow1ng format

-

chapter one. 1dent1f1es the research problem chapter two focuses on the

| 11terature reV1ew, chapter three presents the methodo]ogy of the study,
] . .



-

w' E

chapten Four dea]s w1th the categér1ca1 ana]ys1s of data, and chapter _
five gives the common themes arising from the data ‘The f1na1 chapter
comprised a,summary of the study and the f1nd1ngs, persona1 ref]ect1ons,

,and 1mp11cat1ons of the research

S o sumary
:Thishchapter'gave the context of the problem, the problem statement
and the specific research questions to be addressed by the SfUde_S£Udy

':signjficance,_assumptions,'limitatibns; de]imttations; and definition of

"vterms'were alsb given The organ1zat1on of the thes1s conc]uded the

: chapter Chapter two rev1ews some of the ‘abundant 11terature and e

_research ava11ab1e on the work of pr1nc1pa1s

&P
:
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N

E 'characterlst1cs of schoo]s that res‘“

ﬁ‘ EffeCtdveVSChoo1s.

'concentrated-efforts by educat1ona1 re

Y

Chapter Two

f ~* REVIEW OF RELATED LITERATURE AND RESEARCH =

In rev1ew1ng the 11terature and research re]ated to how pr1nc1pals S

b 1mprove student ach1evement in theﬂr schoo]s, th1s chapter w111 consider

the top1cs of effect1ve schoo]s ‘and effect1ve pr1nc1pa1s, the ro]e of

[

the pr1nc1pa1 the ach1evement of an effectlve schoo], and the

‘ un1queness of the Jun1or h1gh schoo] Then the conceptua] framework of

}the research w11] be ngen A summary W111 conclude the chapter

':vEffectiVevSChOO]s -,Effective:PrtncipaTsxf”

Pub11c concern over 1ack of student success at schoo1 has 1ncreased‘

"demand for schoo] accountab111ty in educat1on and has 1ed to :“,ﬁ*#”

archers to determ1ne the

1n 1mproved student 1earn1ng and

;ach1evement Effect1ve pr1nc1pa1s are tha? 1n th1s process bu;fzg;bafus
'effect ve schoo] and effectwe pr1nc1pa1 reseN are subJect | -

~i*fff;cr1t1c]§ Ca "7'A'7”' B N .( |

v

The synthes1s of research conducted s1nce 1972 1nd1cates the :

P

'factors assoc1ated W1th effect1ve schoo]1ng A rev1ew “of effect1ve ¢~'

schoo] 11terature conducted by Purkey and Sm1th 1n 1983 states ‘that

,research conducted by Weber (1971), Brookover et al. (1979), and others

{have noted s1m1}ar f1ndﬁngs on the factors assoc1ated w1th schoo] ).u"'

: j . B e ‘.J e ' . &Y [



'veffect1veness Weber (1971) used the. read1ng ach1evement sc6res of four
1nner c1ty exemp]a¢y e]ementary schoo]s wh11e Brookover et a} (1979)
yused a random samp]e of e1ght M1ch1gan e]ementary schoo]s, four of wh1chw
were used 1n a subsequent observat1ona1 study, to suppIement the.
find1ngs of. the1r prev1ous study Cohen (1982) noted convergent f1nd1ngs
“in h1s accumu]at1on of effective schoo] research ‘These factors are:
strong adm1n1strat1ve 1eadersh1p, h1gh expectat1ons for student
1achievem!.t, an orderly atmosphere conduc1ve to 1earn1ng, an emphas1s on
~ the 1earn1ng of bas1c sk111s, and frequent mon1tor1ng of student )
’progress Other reviews have produced somewhat d1fferent 11sts, however,.fu~
there 1s ev1dence of para11e]1sm in. the resu]ts L o
In order to prov1de 1ns1ght 1nto how effect1ve schoo]s can br1ng
about 1mprovements in educat1on, these factors must be exam1ned 1n more**
‘deta11 ~Several key. leadershlp qua11t1es needed to. prov1de _ '
’adm1n1strat1ve 1eadersh1p, acqord1ng to an art1c1e by Ren1han and
Renihan (1984 p. 81),,are assert1véﬁéss, 1nstruct1ona1 1eadersh1p,
‘assumption of respons1b111ty, high. standards, persona1 V1$10n,
: expert1se, and force of character The effect1ve 1eader, suggests
,Ach111es (1987 p 20), is a be]_ever, is ded1cated to qua]1ty
yeducatﬁon, is comm1tted to schoo] 1éprovement, and encourages staff ,t
‘-iattent1on to key e]ements of effect1ve schoo]s H1gh expectat1ons are

set for the students and staff obJect1ves are set that are expected to

--:»be attalned teachers agree on the bas1c sk1115 to be taught and

mastered ‘and as Ach111es e§p1a1ned (1987 p. 21),‘"The things of schoo]
re1nforce the 1dea that the schoo] is a place where pupils ]earn " The -

_lwork,of students;1s mon1tored.on,a regu1ar and contjnual basis, with ...



' homework po11c1es enforced and the work marked. A]] of th1s 1s done in a

',;c11mate that is safe;

nd order1y w1thout be1ng oppressive "Very~
specific ru]es, re‘
c1ear1y understoo by everyone," contended Ren1han and Ren1han (1984 p

Sdme of these'points?are i]]ustrated in'an artic]e’by”ET]iottu(Jan.’

18, 1988 P A10) wh1ch acknow]edged that students i’ Grande Cache,l =
B A]berta had outperformed the Edmonton students on the Grade 12

'”Departmenta1 Exams The pr1nc1pa1 of the Grande Cache sch001 recogn1zed

N that teach1ng in h1s schoal is focused on the requ1red mater1a1 in f‘: ’

: curr1cu]um Past d1ploma exams are used as gu1des, and tests using. the

same sty]e are glven by the teachers on a continual bas1s The process

'f.used is h1gh]y resu]ts or1ented ensur1ng that students master one th1ng

',béfore mov1ng on to thie next. . :C.' IR
whlle some researchers are comm1tted to the effect1ve schoo]s

f1nd1ngs, others are more skept1ca1 and readi]yipo1nt out the perce1ved

[ . B

-fau]ts

}CritiCism oF Effective SChoo1s Research

EfFect1ve school 11terature does not come w1thout cr1t1c1sm, a ._1"

factor wh1ch is he]pfu] 1n the promot1on of a healthy perspectuve A

caut1on is.given by. Perkey and Sm1th (1983 p. 129) against the b]anket

f,‘acceptance of. the effect1ve schoo] character1st1cs, and the assumpt1dn

that what happens 1n one sett1ng can be transp]anted to another This

»warn1ng note 1s in agreement w‘th the research of Berman and%thaugh]wn .

’ (1976) on mutua] adaptat1on or the adaptat1on of an 1nnovatlon to su1t

1at1ons,-and gu1de11nes are laid down and are N

".lg



Ach111es (1987)

o

agreement of effect1ve schoo1 and schoo1 1mprOVement 11terature, suggest;;.-

“the setting The fo]]owlng caut1ons were out]1ned in the wr1t1ngs by

\.c

“'f~y

aiResearchers who'adherelto‘the‘scientific method believe that the
;effective schoo]s research has not shown the cause and -effect -

: re]ationshlp between what is done in schoo]s and student
rachievement because most of the stud1es are based on case work‘

. Care must be taken in transfer1ng resu1ts based pr1mar11y on-

inner c1ty e1ementary schoo]s

."Most effect1ve schoo1 efforts use standard1zed tests as a’ measure

i

-7of goa] ach1evement and are thus very narrow in focus

R As more schoo]s 1mprove the norm may be adJusted S0 that half"

b'l

again fa]] be]ow the norm

.C1ark Lotto and Astuto . (1984), in"an art1c1e 1nvest1gat1ng the

&

concerns s1m11ar to Arch111es (1987) except. that they are more deta11ed

Achf]]es (1987 p 31 32) prov1des an- 1ns1ghtfu1 summat1on of the

crit1c1sm a1med at the effect1ve schoo]s research

B To the degree that effect1ve schoo] efforts are useful,.and are -not

‘-d1shonest1y employed, they should be used as rallying points. for e
school improvement. ‘Some effective schools methodology does warrant .

- criticism, and the results should be used with caution. But the:
-effective school work has brought to principals some important

~ assistance at a time when schools are harshly under fire. If

i'ix%'-

nothing else, this work gives principals direction in terms of»,.?

school. funct1ons and activities. Principals, for example, .can
:synthes1ze effective school ideas and develop building- 1eve1
in-service- programs to focus on 1mproved 1earner outcomes.

, Penny Jones 19§8, p. 1) makes a 51m111ar comment thCh p]aced empha51s
& v

cooon the Canad1anq§%ene when notlng that despwte the 11m1tat1ons



‘_12;h
There is w1despread acceptance of th1s effect1ve schooTs research
by both policymakers and practitioners.: Although the effective
- schools research may not have become quite jas embedded in current
. educational policy and practice in Canada ds it has in the U.S.

. evidence of its acceptance does exist in such polictes as 1ncreased'
'Mrequ1rements\for graduat1ng students and Province -wide final ‘exams.

The T1§t of factors assoc1ated w1th effedt1ve schoollng is not. 1n
l1tse]f a formu]a for success Ren1han and Ren1han (1984 p. 1) pTace
emphasis on the 1nterdependence of the factors and the need for 4
e;erc1s1ng cons1stent and purposefu] attent1on for ach1evement of these

:factors The pr1nc1pa1 is very vital in- the deberm1nat10n of the

,'attent1on given to these factors w1th1n the school.
. R . . . w// .

:

.Effectiyeyprincipals' ' - ' o e

y i' There does not appear to be any one way for. pr1ncipaTs to behave to
. ensure effect1veness in aTT s1tuat1ons However, . Rutherfordi(1985), ;.ﬁ ;;,-
»Peport1ng on the findings of a f1ve year study of Teadership sk1lls of
pr1nc1paTs started at- the Un1vers1ty of Texas in 1980, 1nd1cates that
there are some d1st1nct1ons between more. and less effect1ve pr1nc1pa15
fhe more effect1ve pr1nc1pa1$ have a c]ear vis1on for thelr schooTs that
focus on students and the1r needs, and use that vision to estab11sh
VgoaTs and expectat1ons for adm1n1strators, teachers and students They
'testab11sh a schooT c11mate that. w1T] Tend 1tseTf toward the ach1evement ‘
| _

of these goaTs and expectat1ons, cont1nuous]y mon1tor progress, and

-1ntervene to support or correct when necessary The exact manner used to l

_ ,;Carry out these act1v1t1es depends on the personaT1ty and ]eadersh1p '

‘thtyTe of the pr1nc1pa1, and% accord1ng to. Dwyer (1986 p 28), w1TT be



influenced by the persona] be11efs and- exper1ences of the pr1nc1pai, and;:i}{

4..
BN P

the commun1ty, 1nst1tut1ona1, and school context. *vae \*tﬁf'3-‘
: The v1s1on‘ based on the pr1nc1pa1’s va]ues, 1nd1cates the ‘path on".
wh1ch the school is going, and must be c]ear]y stated and exp1a1ned to
'i,the teachers, students, and parents (Manasse 1982) As - Greenf1e1d
3(1980) found in the study of e1ght pr1nc1pa1s, effectlve pr1nc1pa1s are
eager to make the schoo] over to suit the1r persona] 1mage of what the
' schoo] shou]d be. Th1s v1s1on ass1sts in gu1d1ng dec1s1ons made about f:
:,:1:the work1ngs of the schoo] Accord1ng to Farley (1983 p-. 25), “th1s
. does not rile ou? shared dec151on mak1ng w1th staff parents, and
students, but 1t does requ1re that the pr1nc1pa1, when necessary, be ‘
_'; prepared to make the tough dec1s1ons a1one K V1s1on may be -what- t1es a11.'}
- of the components together to produce effect1veness because, as Thoms
:j;(lgas P 200) states: | | R |
| Va]ue inducing, va]ue sett1ng, and va]ue fus1ng are the fundamenta1~u
.1eadership tasks that FWL (Far West Laboratory’ S) saw being
- accomplished by effective pr1nc1pals through rout1ne behav1ors
vvcarr1ed out within a context of v1s1on
1fEffect1ve pr1nc1pals trans]ate the v1s1on 1nto goa]s such as,,fi>
h-_“f1nd1ng ways to meet the 1earn1ng needs of a11 students, he1p1ng
teachers: adJust to a’ chang1ng schoo] popu]at1on, and rdising test scores :
1n a spec1f1c conxent area," (Rutherford 1985 p. 32) These goals are
‘~. }we]] deve1oped and we11 stated, and as Kroeze (1984, p 1) ma1nta1ned,

open]y emphas1ze the goal of ach1evement " B]umberg and Greenf1e1d

»
[

§§ (1980 p. 246) put it very we]] when stat1ng that pr1nc1pa1s who 1ead'

seem to be h1gh1y goa] or1ented and have a keen sense of goa] c]ar1ty "

Davad Kroeze (1984), in a review of maJor stud1es of effectlve

‘
] .



& ‘,

";pr1nc1pa1s, noted that effect1ve pr1nc1pa]s dlrect the1r efforts and
*energles toward students and teachers, and become directly ﬂnvolved in
setting clearly deflned and measurab]e curr1cu1ar and 1nstructiona]
- goals that are careful]y 1ntegrated into the total program | |
| _ When re?at1ng these items to the comp]ex and often amb1guous tasks |
) that are performed by the pr1nc1pa1 on a da11y bas1s, Lee (1987 p. 90)
bappropr1ate]y suggests that “mak1ng sense ofwthat und1fferent1ated
‘fJumb1e of act1V1t1es and determ1n1ng the relatlon between those |
act1v1tes and the purpose of the 1arger enterpr1se are the -keys to |
understand1ng how pr1nc1pa1s 1nf1uence 1nstructiona1 programs and
.1processes in the1r schoo]s " Nevertheless, whether respond1ng or .
il1n1t1at1ng, the pr1nc1pa1 s act1ons are gu1ded by the outcomes sought
' and the be11efs he1d about the most effect1ve means “to accomp11sh these
ends (Lee, 1987) B]umberg and Greenf1e1d (1980) ‘came to s1mi1ar
"tconc1us1ons after ana]ys1ng data rece1ved from 1nterV1ew1ng four :
e]ementary and four secondary schoo] pr1nc1palss Accord1ng to the1r
”,iresu1ts,_effect1ve pr1nc1pals were,‘"proact1ve and quick to assume the
1n1t1at1ve, and resourcefu] in belng able to structure the1r ro]es and
the demands on their t1me ina manner that perm1tted them to pursue what
m1ght be termed their persona] obJect1ves as pr1nc1pals," (B]umberg &
Greenf1e1d 1980 p 2. | | !
‘ An env1ronment thaﬁ enhances teach1ng and 1earn1ng is essent1a1 for f
goa] ach1evement Expected behaviors are clearly. communlcated and ru]es -
cons1stent1y enforced (Farley, 1983) S0 that teachers can teach and
students can_}earn W1th1n th1s pos1t1ve atmosphere, student progress 15' o

.v‘.
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r—cont1nua11y mon1tored and the pr1nc1pa1 is ready and w1111ng to prov1de

L

. support or correct1ve act1on when necessary

¥ Dea] (1987), when wr1t1ng on effect1ve schoo] pr1nc1pa1s, caut1ons

3 'y

v ‘:aga1nst educators treat1ng character1st1cs of effect1veness as someth1ng

-to be 1nsta11ed‘rather than to be deve]oped from within. It must be

; remembered that schoo]s ex1st to serve human needs and that the ro]e of
‘the pr1nc1pa1 must be exam1ned in the 11ght of the varlous |
’organ1zat1ona] theor1es before the pr1nc1pa1 s ro]e 1s s1gn1f1cant1y

. v

‘ a]tered $0 that 1n the des1re to 1mprove schoo]s we don t do the f.f_f
Hubfbopppos1te by empha5121ng one aspect at the$EE§§;;t of others Qpea1 .
J1987). o B T
“As w1th a]] research the effect1ve pr1nc1pa1 research has been the.f’

) 'subJect of cr1t1c1sm ‘y-Q; . o {',‘”

'erticism_of Effective Principal Research

wh11e research has made smgn1f1cant contr1but1ons to our o -\';'
:_ understand1ng of the 1eadensh1p g1ven by effect1ve pr1nc1pals, accord1ng"
" to Kroeze (1984) the research exh1b1ts severa] methodo]og1ca1 and

%conceptua} prob1ems that prevent the f1nd1ngs from be1ng of practical

.,'adfva1ue The prob]ems empha51zed by, Kroeze (1984) are descr1pt1ons of the

L

n5f5pr1nc1pa1 s 1nstruct10na1 behav1or in- vague and broad terms, the fa11ure

. to estab]1sh the causa] re]at1onsh1ps wh1ch 11nk spec1f1c pr1nc1pa1

”vg»fbehav1or to student outcomes, 1nsuff1c1ent work on the spec1f1c factors

-i;1nf]uenc1ng,the pr1nc1pals 1nstruct1ona] 1nvo]vement, and the 1ack of

';;je.frecogn1t1on that everyth1ng does not f]ow down from the pr1nc1pa1 'the»

% inpr1nc1pa] s 1eadersh1p has a non d1rect1ona1 aspect

- : l"

cwe o~ e LT .

Foel



It may be that effect1ve schoo] and effect1ve princ1pa] research
iapproaches the ro]e of the pr1nc1pa1 from a view that is too swmp11st1c

L
to encompass the c:gp1ex1t1es of the ro1e

C— "'g »~' The Ro]e of the Pr1nc1pa1 B | ER

.., The ro]e of the pr1nc1pa] appears to be character1zed by amb1gu1ty.
'mu1t1p11c1ty, and complex1ty, and has therefore been .described 1n
f“var1ous ways Morr1s,» owson, Hurw1tz & Ponter Gehr1e (1982) v1ewed the

dro]e of the pr1nc1pa1 rom the-character1st1cs of the work wh11e M1k]os
‘_:(1983) 1ooked ‘at.the ro]e of the pr1nc1pa1 from the. type of funct1ons

‘jengaged in- Descr1pt1ve stud1es of pr1nc1pa1 behav1or have been the

focus- of other stud1es (Greenf1e1d 1980 wo1cott 1973) o

The var1ety and fragmentat1on of the work of the pr1nc1pa1 is

111ustrated by the descr1pt1on of the workday of the pr1nc1pa1 g1ven1by

" Morris et a1 (1982, p 7).

There is a certa1n tumb]e of events, one aFter another wh1ch

. requires the ab111ty to move abruptly from one subject to another.
The ‘principal’s ddy allows Jittle rank- ordering of priorities;
everything seems to blend together in-an undifferentiated jumble of
.act1v1t1es that are presumably-related, however remotely, to the

’ ongo1ng rhythm and purpose of the large enterprise.

Roy. Mendez (1986, p. I), a pr1nc1pa1 of a junior high, schoo] in
Texas, adds credence to the descr1pt1on of the pr1nc1pa1 s comp]ex and .
fragmented work in h1s account of a typ1ca1 work day

After arriving at 7 a.m. and quickly reviewing the student
- activities calendar, the principal attended a two-hour budget
~ meeting at the centra] .office, met with Johnny s parents about_the
.. lost physical education equ1pment in the boys’ locker room,
- answered numerous staff questions and telephone calls,’ rev1ewed
_correspondence, advised the senior prom.committee, discussed
~building security and the alarm system with the assistant-
: super1ntendent joined the gu1dance counse]lor to select the E1k’s -

16
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~C1ub Boy of ‘the. Month wrote severa] .memos to the staff and on. andf
on.. ' , : . ; . L

»,

[} -

Th1s examp]e 1nd1cates that most of the pr1nc1pa1 s work 1nvo1ves o

l

commun1cat1on Approx1mate1y seventy f1ve to e1ght1y percent of the

) pr1nc1pa1 S work day 1s spent -in formal or lnformal encounters (Wo]cott

19733 Morrls, Crowson, Hurwitz, and Porter Gehr1e, 1982) WO1cott s.1973-' -

. ‘.
ethnograph1c ‘study of a'51ng1e e1ementary pr1nc1pa1 s role, indicates
" that during the WOrkday'the principal'spends about 26% of the time in
prearranged meet1ngs or cogferences, 25% of the time-in de11berate but
not prearranged encounters, 15% of the t1me in casua] or chance
encounters, and 9% of the time on™ the telephone Th1s 1eaves on]y about
25% on the: t1me for: ;3l1v1t1es of a solitary nature and for movement
-_from one place to another Accord1ng to the resu]ts of research ,
conducted from 1977 to 1980 by Morrws et al. (1984 p 57) Wn wh1ch data
were: collected by shadow1ng 24 Ch1cago pr1nc1pa1s, of the f1me spent '
'w1th others, the secondary schoo] pr1nc1pa1 spends about one th1rd of
the t1me engaged 1n act1v1t1es w1th or around students 59'<
* Manasse (1985 p. 442) 1nd1cates that'adm1n1strat1ve'work, drahn
from M1ntzberg type stud1es, is character1zed by:
. A low: number of self- 1n1t1ated tasks.
. Many activities of short duration.
. Discontinuity caused by interruptions.
.- The superseding of pr1or plans by the needs of others in the
organ1zat1on .
. Face-to-face verbal contacts with one other person

5
6.fVar1ab111ty of tasks.

7. An extensive .netwgrk of individuals and groups
8,

9

. A hectic and unppkdictable flow.of work. o
. Nuperous unimportant decisions. and trivial agendas
10. Few attempts at written communication.
11. Interactions predominatedly with subordinates’s : L
12. A:preference for problems and information that are spec1f1c (rather
than genera]), concrete, so]vab1e, and currently press1ng ’



.These act1v1t1es are s1m11ar to those of pr1nc1pals, accord1ng to

'Mart1n and Willower (IQBW p. 86), who 1nterv1ewed and conducted a

twenty five day observation of five secondary school princ1pals from a

_.var1ety of sett1ngs 1n a northeastern Amer1can state Strother (1983 p.

‘292-3), wr1t1ng on the pract1ca] app11cat10n of research 1nd1cates that

A pr1nc1pals spend the1r t1me engaged in ta1k1ng, .making judgements,‘

7carry g out orders from above turn1ng chaos into advantage, and

balancing stab111ty and change wh11e Crowson and Porter Gehr1e (1981

-p. 49) descrybe\the role of the principal as that of ma1nta1n1ng

stab111ty, keep1ng outs1de 1nf1uences Under contro], reso]v1ng staff

' conf11cts, and acqu1r1ng needed resources

Mjklos (1983), in an article on the rote.of the administrator;
presents_abbroader»view of’the principa]VaS‘manager,gfaci1itator,
politician, and ]eader;~and advocates‘a'b1ending of the ro]es,‘a |
suggestton Which Ra]iis and Highsmith (1986) agree with,‘in an article‘

quest1on1ng wheather principals can be both managers and 1nstruct10na1

"; 1eaders M1klos goes on to give a br1ef descr1ptlon of each of the ro]es
~and empha51zes~that prescr1pt1on about adm1n1strat1ve roles and
’funct1ons wou]d seem to be best kept at a fairly genera] Tevel to

' emphas1ze that Judgement and d1scret1on must be - exerc1sed 1nvadapt1ng'

role def1n1t1ons to spec1f1c s1tu$£Jons," (p. 273).

When e1aborat1ng on the funct1ons of the pr1nc1pa1 MikTos-(1983)
1nd1cates that as a manager;,the pr1nc1pa1 is in charge and oversees the‘
work of the schoo] while attending to p1ann1ng, dec1s1on making, |
organ1z1ng, co%rdlnat1ng, staff1ng, superv1s1ng, and evaluating. The

facilitative rolg has the principal involved in end1ess tasks and



prob]ems, usua]]y created by someone e1se that requ1re attent1on to .

| ”-keep the schoo] 901ng on a da11y ba51s Somet1mes seen as the person in-

'-’the middle - between the schoo] board and the teachers, between the
histudents and teachers, and~between the parents and teachers - the
"princ1pa1 assumes thé’ro]e of the po]1t1can “The role current]y
receiving: emphasws is that of the 1eader, somet1mes referred to as. the
"1nstruct1ona1 1eader where the pr1nc1pa1 endeavors to 1mprove thev
1nstruct10na1 aspects of the school. ' | "
| A carefu] ‘blending of the ro]es may 1ead to the most effect1ve
vresu1ts, as an overemphas1s on-any. one ro]e ‘may mean the . neg]ect of
another wh1ch could have detr1menta1 consequences Look1ng at how
adm1nistrators view themselves may g1ve insight 1nto the pr1nc1pa1sh1p ,
as it exists today and where 1t may be head1ng in the future

In a.1986 research prOJect_conductedey Brubaker_and Simon with 94
principals from North'Caro1ina, Prjncipals-were asked‘to'identify'their
role as.principal teacher, .generai manager, xb&ofesstonal and scientificA
t_ manager administrator and. 1nstruct1ona1 leader, or curr1cu1um leader.
Seventy one percent “Viewed their present 1eadersh1p ro]e as
'adm1nlstrator andq1nstruct1ona1 leader. However, on]y forty nine percent;

of the respondents be11eved that the three pr1nc1pa]s they knew best

were both adm1n1strators an@P1nstruct1ona1 1eaders “The authors, in

1nterpret1ng the resu]ts, exp1a1ned that f1rst to adm1t to ‘not be1ng an_;

t'tanstruct1ona1 leader wou]d‘r1sk censure from-super1ntendents and

0

‘k

.genera] managers. A second reason for the resu1ts may be that pr1nc1pals

“.dg not Know- whether they are to be leaders or managers Thxrd]y, it is o

-~



more prest1g1ous to be a leader than a manager It may a]so be. that
respondents see a d1fference between themse]ves and other pr1nc1pals

B]umberg (1987), when writing on the work of prwnC1pals, advocates

: :v1ew1ng the work of the pr1nc1pa1 as.a craft rather than ‘as an art or a

sc1ence The. SC1ent1f1c approach to the work of the pr1nc1pa1 has had

11tt1e 1mpact on pract1ce L1kew1se, v1ew1ng the pr1nc1pa1sh1p as an art

' "”1n wh1ch the work ref1ects the persona] sty]e of the adm1n1strator and

_fflg;of the mater1a1s to ‘be worked with, have appropr1ate sk1115 and

the enV1ronment seems resonab]e enough except that it, too, 1s not
L. .

very he1pfu1 if we are 1nterested in conceptua11z1ng an image of a

schoo1 adm1n1strator that wou]d ‘have some re]evance for someone who is

" (B]umberg, 1987, p 40) To back up the compar1son of the

kpr1nc1pa1 to a craftsman, B]umberg (1987) notes: that both know what the

’F1na1 product shou]d Took 11ke, understand the nature and 1d1osyncras1es

‘”w'techn1ques, use their own exper1ences and the exper1ences of others when _

1earn1ng, and app]y the rules of thumb to the1r work

 This account may be prob]emat1c when the creat1ve aspect of a v1510n

s needed for principal- effect1veness It may be that the work of @

pr1nc1pals cannot be assessed in the 11ght of 1/s’ngle aspect but must.

1ncorporate many

B]umberg and Greenf1e1d (1980), in the1r book The Effect1ve

Pr1nc1ga1, seem to best reflect the current thought on the role of the

pr1nC1pa1 when they state:

How principals think of/the1r ro]e, and the conceptions held by
others of the principalship, can be a crucial determinant of their
on-the- -job behavior, their frustration and satisfactions in the SRINE
"role, and ‘their failure or success as pr1nc1pa1s To be sure,.
principals are often expected to be all’ th1ngs to all peop]e to be



instructional leaders; to maintain the status quo; to be-a decision
maker or an organizational change agent, or to fulfill some other
set of expectations regarding the principalship. Most principals
can point out that, to a greater or lesser degree, each of these

" conceptions ref]ects some -of what they do as principals. Others,

- probably the exceptions, think of themselve$ as’ be1ng dominated by
one conception or another (p. 24) k:

———

This lack of'agreement on the roVe of the'principa] certainly does
not hinder those principa]'who have been found to be'effective but is of: o
11tt1e ass1stance to weaker pr1nc1pals who wou]d 11ke to 1mprove and

ach1eve effect1veness in the1r schoo]s
The'Achievement oF-Effecttve Schools

Wh11e an effectlve school is read11y recogn1zed when one is seen,
;"1t is difficult to determ1ne what was actua]]y done- to make them
"effect1ve The review of 11terature sugqests that effect1veness
encompasses may: d1mens1ons and is ho]1st1c however, 1t also 1mp11es

_'that pr1nc1pa]s can make a d1fference and are 1mportant 1n determ1n1ng

&

, the effect1veness of a school. Serg1ovann1, in his.book Ihg_

r]nc1pa]sh1g (1@?7 p. 51), ma1nta1ned that

: Princ1pals are 1mportant| Indeed no other school position has
greater potential for maintaining and: improving quality schools. -
These assertions are bolstered by findings that emerge from
research and from more informal oﬁiquat1on of successful ‘schools.
It is clear that when schools are ctioning especially well and -
- school achievement is h1gh much of the credwt be]ongs to the
principal. : N

When attempt1ng to understand how pr1nc1pa1s make a dufference in
'effect1ve schoo]s, con51derat1on ‘might be g1ven to the forges of
1eadersh1p, ‘the 1nf1uences on the behav1or of the pr1nc1paz; the

. pr1nc1pa1 s 1nf1uence on 1nstruct1ona11y effect1ve schoo]s, and the use

of routine actlons by the principal for 1nstruct10na1 1mprovement



wLast]y, this sectlon argues for the use_ of standard1zed tests as a .

measure of student achlevement _ '.,‘ o 3“*’f

'-Forces of the Principa1’s Leaderhip Which Shape The School

'The‘forces_of the Teadership of the princfpa};'?e,'according to
Sergigvanni (1987); teéhnica] human educat1ona], symbo]1c, and
1cu1t52a1 Techn1ca1 forces p]ace emphas1s on p]ann1ng, organ1z1ng,
coord1nat1ng, and schedu11ng so that order can be ma1nta1ned for the day

to day work1ngs of the schoo], while the human forces are, concerned with

the resources ‘which emphasize human re1at1ons, 1nterpersona1 competence,

'and mot1vat1on as exhibited through such th1ngs as-. support

d“~
encouragement, and growth opportun1t1es Expert1se in. c1assroom and
,9

other educat1ona1 const1tuents are the educatyona]‘forces of }eadership,

‘that are shown by the competence of the principal when dtagnosfng,r
supervising, eva]uating,.proyidingfopport nifies for staff deve1opment,
and'1eadtng 1n‘curricu1um development. Seﬁgiovanni (1987' p. 55) goes on
to equate the symbolic 1eadersh1p force of the pr1nc1pa1 w1th that of
b,prOV1d1ng purpose for.the 1tems of 1mportance to the school through v'
c]ar1f1cat1on, consensus and comm1tment bu11d1ng The sense of purpose
g1ves the people in the schoo] the-knou]ege of what is of.va1ue and
meaningful, and thus prouidesdmotivatﬁon- The ability of the.leader to
prov1de and commun1cate a v1s1on of what the schoo] shou]d be is’ an -

:1mportant part of the symbo]1c force of 1eadersh1p ‘that h1§hTy

‘.successful schoo]s have. Another- 1eadersh1p force that is centra] to the
L4

‘ach1evement of schoo1 effect1veness is the cultura] force 1n wh1ch the

f?lp pr1nc1pa1, accordlng to Serg1ovann1 (1987 p 58), seeks

o

3



to defﬁne, strengthen and art1cﬂ1ate those endurnaga“j :
beliefs, and culturaT strands‘that give the schag] s
»identity over time.. As.a high priest, the pr1né'@r.,raoa;l
 Tegacy’ bu11d1#§, and in creating, 6rtur1n ‘and téq g an.
organizational saga that deffhes the 9ehoo' as a d1st1nc; e%t

k 1t_y
‘with an.identifiable cu1ture f, A.”'e e . 'igﬁ

It is 1nterest1ng to note ;hat in a lgéﬁ;artlcTe Serg1ovann1_

f\“.leadersh1p forces us1ng a pentagom quel w1t{’}Eghiiﬁrce;OCCupy?ng‘a
p01nt-on the pentagon The base of . the pentagon 111ustrates that the
_ symbol1c and cu]tuy%] forces prov1de the mean1ng and s1gn1f1cance for
A.the schoo1 Processes for conduct1ng the work of the schoo] are shown in
. the m1dd1e of the pentagon and are 1nf1uenced by the techn1ca1 and human
leadership forces Educat1ona1 forces are 1ocated at the: top of the
_pentagon. In other words, schools can operate w1th 1eaders who rely on
the techn1ca] ‘and human forces, but 1t is the 1nterre1at1onsh1p of "all.

the forces, symb011c cultura] ‘techn1ca1 human, and educat1ona1 that

3Aa,are the 1ngred1ents of effective- 1eadersh1p

Wh11e there are. ]eadersh1p forces that can contr1bute to effect1ve
‘ schoo]ing, there are also factors w1th1n the school, commun1ty, and

torgan1zat1onaJ context that influence the behav1or of the pr1nc1pa1

The InfTuences on the Principa1ts Behavior :

Effectwve pr1nC1pals may have a v1s1on for the schoo1 and goa]s
R athat they want to implement, but there are factors that 1nf1uence what |
- can be done w1th1n the. schoo] and these must be considered if the

pr1nc1pa1 is to be successfu1 in the ach1evement,of an effective school.
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The main 1nf1uenc1ng factors are the persona]*be11efs and experiences of

ff§%i\the pr1nc1pa1 and the context of the schoo] ‘the commun1ty, and the.

organ12at1on

4.*

The persona] be11efs and exper1ences of the pr1nc€pa1 have a
bear1ng on the decisions made by the pr1nc1pa1 and the act1v1t1es that
- are pursued (Dwyer 1984) Persona] be]wefs w111zaffect the vis1on that

f-thé&pr1nc1pa1 has for the schoo] For example pr1nc1pals w1th strong

democrat1c beliefs may de51re that ch11dren be educated to become

‘se]f re11ant and worthy citizens. Exper1ence may determ1ne the va]ue of
ithe ass1stance that a pr1nc1pa1 can offer teachers on 1nstruct1ona1 ‘and
-'c1assroom management 1ssues This p01nt was 1mp11ed by Murphy (1987 in_v

an art1c1e rev1ew1ng research f1nd1ngs on the extent to wh1ch
. ¥

-~ administrators actua]]y act as 1nstruct1ona1 1eaders and the
identification of barriers that 1mpede 1nstruct1ona] ]eadershlp

.Exper1ence shou1d not be confused with expert1se but frequent]y the two
go hand 1n hand. B

? .

Factors within the schoo1, such as teacher and student _
‘ f}character1st1cs and school ethos, may a]so 1nf1uence the behav1or of the
o i;:pr1nc1pa1 Murphy (1987 'p. 4) offers an examp]e when 1nd1cat1ng that

v In the" absence of strong rewards and sanct1ons, principals must
_find other ways to ensure that teachers comply with alethora of
“rules and regu]at1ons Since, as we noted earlier, many principals =+
. are not comfortable working in the areas of surriculum and . L
L 1nstruct1on, they often relinquish control over these domains . in
order to 1nsure teacher: cooperat1onl1n other areas.

The trade offs that may be. perce1ved as necessary probab]y depend on
the personal charactertst1cs of the teachers and.the pr1nc1pa1.

5
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.District mandates and'expectations are influential in determining
the behav1or of pr1nc1pals In some cases, pr1nc1pa1s are ‘expected by

the d1str1ct to g1ve pr1or1ty to their be1ng managers rather than

'1nstructiona]»1eaders and in other cgges, while pr1nc1pa1s may be told

to be 1nstruct1ona1 1eaders, they are judged pr1mar1]y on their ab1]1ty

blp to manage conf11ct,and keep order (Murphy, 1987) Therefore, it seems

'\'k-

‘that if d1str1cts want pr1nc1pals to achieve effective schoo1s, the

d1str1cts must be- w1111ng to empha51ze 1ea%§rsh1p above management and

<

“‘political functions

Commun1ty'context influences the-behaViors af princioaTs becaUSeié;g'
each commun1ty br1ngs a unique set of prob]ems and constraints that must
be considered by the pr1nc1pa1 when mak1ng deC1iions about how to make
“the schoo] effect1ve (Dwyer, 1984). In order to best meet the needs of -

the students, the pr1nc1pa1 must - be aware of commun1ty aspects that have

" an 1mpact on the- educatTon of the students in the schoo1 and accept

these 1nf1uences as a cha]]enge that w111 prov1de un1que opportun1t1es
for the enhancement of educatlon |

Effect1ve pr1nc1pa]s are. ab]e to f1nd opportun1t1es where others

see prob]ems (Dwyer, 1984) and thus turn ‘the behav1ora1 1nf1uences found-

A 1n ‘personal be11efs and exper1ences and - the schoo], organ1zat1ona1, and

commun1ty 7ontexts 1nto advantages rather than a d1sadvantages In . f_'
acceptlng the 1nf1uenées on the1r behav1or,-$$1nc1pa1s are a1so aware of:w

the1r 1nf1uence on the 1nstruct1ona1 effect1veness of the school. gg‘.“
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i,

THa& Principa1’s"1nf1uence on InstructaonalTv Effectiue Schoo1s.

The behav1or of pﬁﬁnc1pa]s may pe 1nf1uenced by outs1de forces, but
pr1nc1pals also 1nf1uence the/behav1or of others both 1ns1de and 0uts1de |
of the school.. Us1ng 1nf1uence, the pr1nc1pa1 shapes commun1ty 4;,
expectat1ons and bu11ds the 1mage of the schoo] through educatwona] gnd
noneducat1ona1 factors (Morris, Crowson Hurw1tz, & Porter- Gehr1e,. |
1982) Duke (1986) in m d1scuss1on of 11terature on 1eadersh1p 1nferred
that the re]at1onsh1p between the principal and teachers was’ rec1proca1

-Jones (1988), an ass1stant super1ntendent in Br1t1sh Co]umb1a
conducted research 1nvo1v1ng the comp]et1on of quest1onna1res by 892
secondary schoo] teachers from 27 Br1t1sh Co]umb1a schoo] d1§tr1cts w1th
-a var1ety of soc1o econom1c sett1ngs 1n an attempt to 1dent1fy the _

» behav1ors of pr1nc1pa1s that are 11nked to student ach1evement The F}L\
f1nd1ngs contrad1ct the effect1ve schoo] research which suggests that
pr1ncxpa1s can- p]ay an 1mporg@nt ro1§ghn 1mprov1ng student ach1evement :
and that there are certaln behav1ors which shou]d be engaged in by
principals, regard]ess of schoo] sett1ng Jones’ argues that her f1nd1ngs
may differ because secondary schoo]s, in contrast with e]ementary H |
schools, have a broader curriculum and encompass 2 w1der array. of goa]s
Also, the principal cannot be expected to have expert1se in all
~secondary school" subJects, and the departmental organ1zat10n encourages

3 tea ers to interact with each other rather that with the principal.

' fore, by focusing on departmenta] organ1zat10n, and in part1cu]ar".

the eXpert1se and energies of. the department head, the secondary

j ‘ S YL - - T %
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pr1nc1pa] may best be able to 1nf]uence curr1cu1um and 1nstruct1on.
‘(Jones, 988) '

Some 1nterest1ng contrasts were shown by H1gh and Arch111es_'
.(1986a); who, using a sc1ent1f1c approach to researcn$¥§ought to’
determ1ne i there was a difference between ‘the influence- ga1n1ng'
behav1ors of pr1nc1pan of vary1ng levels of 1nstruct1ona1 k
'effect1veness- The 1nf1uence—ga1n1ng behav1ors of nineteen e]emehtary

1‘and Jjunior h1gh school pr1nc1pa1s were Judged as referent expert

‘rewarder, coercér, ]eglt1mate author1ty and 1nvo]ver The conc]us1ons

- reached by High and Archjlles (1986a, p. 117) were as fo]]ows

R Pr1nc1pals of both groups of schoo1s were qu1te aware of their
-"leadership/influence-gaining behaviors and were able to descr1be
.- -and classify these behaviors.
2. Principals of high achieving schools provxded more extens1ve
. leadership because they exhibited six of seven behaviors to. a. .
‘significantly higher degree than did ége principals of other
.- schools.
3. Principals should deve]op expertise in schoo]-re1ated matters which
" teachers vg (Pr1nc1pa1 as.expers.)

4. Principals ﬁith more expertness" exchange this expertness to
g1nf1uence teachers to' improve instructional efforts Th1s seems to
~ result in incfased pupil achievement.

5. Norm setting 15.an important source of influence for pr1nc1pals
with teachers. =~

6. Though cause and effect re1at1onsh1ps are not contended 1ncreased
principal leadership seems to contr1bute to higher- ach- evwng

schools. ' e 4
7. Contrary to some current thought pr1nc1pals do have consudgrab]e '

potential to prov1de‘1eadersh1p for school improvement.

Thus, it seems that research on the pr1§%ﬁpa1 's ab111ty to
influence the 1nstruct1onp1 effect1veness of a school are 1nconswstent
and may contnnue to be so due to the'comp}exity of-the'task. A somewhat
different approach is takenvby~1ooking at‘the]rodtine actions of:

principals that are directe&ﬁtowardfinstructional effectiveness.
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The Use of Rout1ne Act1ons by. the- Pr1nc1pa1 For Instruct1ona1

.Improvement o e :

The principa1’s work is charactertzed by comp]exity, fragmentation
and br1ef encounters, and thus a binding force must be ev1dent for thé
‘work to be focused and d1rected toward the achievement of 90a1s and for
effectlveness to resu1t from the 1eadersh1p V1s1on may be- the key ‘to
the prov1s1on of th1s b1nd1ng force ,’1_M '

Vision, accord1ng to Peterson (1986 ﬁ~\87), is: "the be

concerning what the 1dea1 state of the orga'twn is or what- ought
‘be achieved" and "quides the ways managers spend the1r tlmle the way §
o they d1str1bute resources, and the ways they approach ‘problem- so1v1ng in
thelr ro]e ".A c]ear set of values and beiiefs about the- 1tems that are
of- 1mportance a551sts pr1nc1pa1s in sett1ng pr1or1t1es The exp11c1t
re]at1onsh1p ‘between the V1s1on and the da1]y work of the pr1nc1pa] 1s ,"
not clear (Peterson 1986) but Manasse.(1986) notes that vision helps
1shape the pr1nc1pa1 s.behav1or A pr1nc1pa1 w1th vrs1on may have a.
c]earer concept1on of what the school should be, and - th1s may be

" translated into action. ‘The pr1ét1pa] s vision (Manasse, 1986) prov1des
the direction for the schoo] ‘and out of the v1s73n evo]ve strateg1es for
1ead1ng the school in that d1rect1on Accord1ng to Manasse (1986 p.

- 154): _ "

Leadersh1p involves the. 1nfu51on of. rout1ne activities with mean1ng
and vision. For leaders, the activities of scheduling and
'a110cat1ng resources, communicating with staff and students, "
managing the safety and physical envioazgiist of a school,
-evaluating staff, etc., are used, not simply to solve the immediate
problems or to accomp11sh the task at hand, but also to test and
communicate -a set of values, pr1or1t1es, and meanings that, taken
together represent the 1eader s vision of the organ1zatxon

~.



W1thout v1s1on, the day to day act1v1t1es w11] be seen as separate

fﬁhland w1thout purpose and’ w1thout the commun1catton of the V1s1on the
Ti’f?’\commtment of the staff the students, and the commun1ty may . not be i

}‘iga1ned wh1ch means that a common purpose w1TT be Tack1ng

The v1s1on Teads to the estabT1shment of goaTs that w1TT enabTe the

'.h?vts1on to be fqu1TTed GoaTs are the TOng and short term ends that

- ﬁprinc1pa15 endeavor to achypve in the1r schooTF/Procedures for goaT
‘t2f1dent1ficat1on, ga1n1ng support for the goaTs, and the commun1cat1on of-
Ki:;goaTs must be estabT1shed Letthwood (1986) 1nterv1ewed th1rty seven

) L'secondary schooT pr1nc1paTs from ruraT and urban schoo] d1str1cts in an
;:Tfeffort to deve]op a prof11e of growth 1n secondary schooT pq1nc1pa1'>
':theffectlveness Th1s research found that effect1ve pr1nc1pa15 hmi‘&
Jflfthewr goaT "to provxde the best educat1on and . best exper1ence poss1bTe
f»}ffon’the stddents the schooT serves,“ (Le1thwood 1986 p. 72) Th1s

, 3s1nc1uded shaTTs and knowﬁedge goaTs to be atta1ned 1n a manner that
.7i3enab1ed the students to enqoy schooT and to have a positive feeT1ng of

"'se1f worth More spec1f1c goa]s were also g1ven by effectjve pr1nc1paTs~i'

o

Emphas1s was pTaced on’ goaT cTar1f1cat10n for: staff and the: str1v1ng

.f;for consensus among staff about these goaTs be1ng adopted as the

- schooT s goaTs Le1thwood (1986) e]aborated that the pr1nc1paTs in h1s

;study took steps to’ have schooT goaTs used as the basrs for deve10p1ng

' department goals .and pr1or1t1es, and used as the bas1s for department

:3dec1s1on mak1ng These goaTs were also commun1caﬁ?d¢t9 students,

' parents, and other members of ‘the commun1ty E1§€Feen%factors critical

_for goaT ach1evement were' 1dent1f1ed These factors included aspects of

ﬂ

,;the cTassroom and schooT env1ronment that gtrectly affected the

3
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- - - . . : - 4?‘:
student’s experiences at school. Conditions that must prevail within the

factors were out11ned S0 as to enhance goa1 ach1evement Among the
e1ghteen factors 11sted by Lelthwood (1986) were the teacher ‘program
obgect1ves, mater1als and resources, re]at1onsh1ps among staff, and .
“student behavior wh11e at schoo] Strateg1es or act1ons taken by the
pr1nc1pa] determ1ned the amount and the nature of the influence that’ the‘
pr1nc1pa] had on the factors Some of the stategles used by the
effect1ve pr1nc1pa1s as out11ned by Le1thwood (1986) included bu11d1ng
and maintainjyng 1nterpersona1 re]at1onsh1ps, mot1vat1ng staff and

“ students, prI;1d1ng staff with know1edge and sk11ls, and fac11rtat1ng

fn

j w1th1n schoo]lﬁgmmun1cat1on -
_ Dwzer (1986a) offered more 1ns1ght into whgt pr1nc1pa1s do in the1r
.. efforts to produce effect1v schools and the consequences of these
act1ons Us1ng a case studyij;proach Dwyer extens1ve1y 1nterv1ewed and
observed personne1 in f1ve e1ementary and two Jun1or high schoo]s:' .
throughout the 1982 1983 schoo] year. Schoo]s were chosen on the basws-
of stab]e or 1ncreased student achlevement scores over the f1ve years
pr1or to the studyarN+ne\categor1es of routine pr1nc1pa] behav1ors and
e1ght categor1es at which the behav1ors ‘were targeted were deve]oped by
Dwyer. Prevaous research by Dwyer 1nd1cated that pr1nc1pa1s dxrected"
: their actions towarddthe schoo1{s-instructiona1 organization, climate,
| and. ex%erna] env1ronment as they tr1ed to shape the norma] daily .
act1v1t1es toward desired ends However, in a later ana]ys1s of the

"4research,,Dwyer (1986a, p. 11) arrived at a more specific list of action

targets, and declared that:’
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'The aim was to descr1be as r1cth as possible a]] of the variables .
~ operating within the school’s soc1a1 and technical systems that
affected student instruction. Furthermare, we wanted to show the
corresponding relationship of these var1ab1es to the management
behav1ors ‘and actions of the principal.

Nine pr1nC1pa1 behaviors Tisted were._a) goal setting and pTanning, b)
monitoring, c) evaluating, d) communicating, e) scheduling, allocating -
.resources, and organizing, f),staffing; g) modeling, h) governing, and .

i) filling in'whileﬂthe target,categorfes were listed as: a) work

structure, b)-staff relatioms, c) student/re1ations, df/safety‘and

order, e) plant and equ1pment f) commun1ty re]at1ons, g) institutional
re]atlons, and h) 1nst1tutlona1 ethos (Dwyer, 1986a, p. 10). In
comment1ng on the research Dwyer (1986b p. 69) stated:
Comb1n1ng behav1or with purpose in th1s manner he]ped revea]
patterns in the previously chaotic impressions: of pringipals’
‘actions. Sometimes these ‘patterns were related to contextudl or
personal idiosyncrasies ‘in--the’ settings; sometimes they-co 1d be
attributed to principals’ carefylly reasoned approaches. Bt in all
instances, we found 1nterestnng leadership stories, where.
principals strived within thekr limits to set conditions: for, or
the parameters of, instructio »
Leadersh1p resu]ts from the repet1t1on of rout1ne acts for purposes _
. that are not always read11y apparent, and the consequences that are not
. a1ways immediate, but as Dwyer, 19865 p 82 83) d1sc1osgd

From this analysis has emerged an image of 1nstruct1ona1 1eadersh1p )
“in which the pr1nc1na] s use of routine activities directly :

~ influenced and shaped the context and nature of instruction in the

ifffschool as well as the c11mate in wh1ch teach1ng and 1earn1ng took
‘fp]ace .

Squires et al. (1983), in: comb1n1ng the research on effect1ve
. ;c]assrooms with the research on effect1ve schoo1s, ma1nta1ned that
adm1n1strators and teachers can make a d1fference to student

’ ach1evement Student success. 1s related to an. order]y school c11mate

. ;f



wh1ch in turn is re]ated to the 1eadersh1p Mode11ng, feedback, and
consensus bu11d1ng, reasoned Squ1res et al"(1983\, are the 1eadersh1p

processes used to build and ma1nta1n a schoo] s c]1mate Pr1nc1pals

" model appropr1ate behavwor, prov1de feedback that supports and

| recogn1zes academ1c performance and behav1or conduc1ve to academ\\\\
success. through pra1se, rewards, and encouragement, and a1so der1ve a
consensus about the academ1c focus and behavior- expectat1ons or
d1sc1p11ne

The research mentloned 1mp1“}s that pr1nC1pa1s can have an effect

on 1nstruct1on through the1r da11y act1ons thTersome of these .actions
may be de11berate and requ1re a great ea] of effort,'other actions may
come very natura11y to the principal bed@hse of persona] be11efs and

: va]ues and thus requ1re very 11tt1e, if any, thought But if the
"pr1nc1pa1 is ab1e to have an effect on 1nstruct1on, a method of
measuring student ach1evement must be used ‘and there is a]ways the

question about the va11d1ty of u51ng standard1zed tests as ‘a measure o

student ach1evement

The Use okatandardiEédﬂTeSts-as 2 Measure of Student‘Achiewe'yzvz't

Stahdard1zed tests prov1de an 1nd1cator of schoo] outcomes, and

+
while there may be other 1mportant school goals, ach1evement in

mathemat1cs and 1anguage arts are certa1n1y cons1dered to be - ba51c

v,;-Squ1res.et-a1 (1983 p.. 7) 1mp10red that "we use standard1zed tests'as

l.benchmarks for a schoo] S success because they are more re]iab]e, valid,

L3

- and accepted than any other outcome measure." These authors (1983 p

™

,7 8) gave the fo]1ow1ng three reasons to back up th1s statement
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1. Student achievement on standard1zed tests genera]]y pred1cts
achievemént for succeeding years, and gains or deficits in "
.. standardized tests tend to.have a cumulative effect when viewed ~° * .
“:, across a number of years. :
2. Standardized tests provide a measure of educat1ona1 effect1veness
ifi,the public’s eyes.
'3..Schools that achieve abgve expectat1ons standard1zed tests a]so
" tend® ‘to succeed in other ‘important areas, uch as attendance,
student self concept and participation, lack of student disruption’
and vandalism, and low incidence of de11nquent behav1or in the
commun1ty o « .
. ,w",vé'h ot : .
Cons1der1ng the 1mportance placed on student ach1evement and the
¢

' research 1nd1cat1ng that 1eadersh1p is an 1mportant factor in schoo]

effect1veness, it -is 1mportant when 1nvest1gat1ng the efforts of the '
Jun1or h1gh schoo] pr1nc1pa1 in 1mprov1ng student ach1evement tg 1ook at

the un1que aspects of the junior hlgh schoo]

"fThe'Uniqueness of7the Junior High School

Junior high schooTs are,concerned with the education of students in
grade 7, 8, and ‘9 whose ages nangeifrOm ll'years.to 16 years. Dorman

‘Lipsity and Vernerv(1985 p. 44) 1nd1cated that "mak1ng schoo]s work for

young ado]escents and the adu]ts in them is one of pub11c educat1on s

greatest cha]]enges " TheSe authors also advocate that the f1nd1ngs of

~the effect1ve schoo]s research must be comb1ned w1th know]edge about the‘
deve]opment of the young ado]escent to determ1ne the outcomes wanted for

the junior h1gh schoo] and work must be undertaken to 1mprove the

outcomes Ren1han (1985 p 9) advised that:

T

The most 1mportant and obv1ous aim of the m1dd]e schoo1 11es in the _
recognition of, and the specific provision for, the special :
character1st1cs of early adolescents. Toward this end; the middle-
"“school -is directed at breaking the traditions. estab11shed in school
systems. It is concerned with providing a pupil-centered
env1ronment in which the pupil- can make the trans1L ‘from
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ch11dhood to ado1escence as successfu]]y as possible, without
1mped1ments from ex1st1ng organizational. arrangements

'JIJ A Jun1or h1gh schoo] must be responswve to the.needs of its
students, who are ﬁndergo1ng phys1ca1, emot1ona1, soc1a1, and cogn1t1ve
_changes The deve]opmenta] needs of th]S age group are, according to
~ Dorman et al. (1985 p. 46), 1) d1vers1ty, 2) se]f exp1orat1on agg
Hfse1f def1n1t1on, %%:mean1ﬁ§fu1 part1c1pat1on in the1r schoo]s and |
communities,; 4) pos1t1ve soc1a1 1nteract1on w1th peers and adu]ts, 5)\
phys1ca1 activity, 6) competence and ach1evement, and 7) structure and
~.clear limits. These needs are 1nterre1ated and must be taken into
.Laccount when de51gn1ng’env;%onments that promote hea]thy ]earn1ng and
growth. Because of, the d1st1nct nature of th1s age group, a d1st1nct
type of 1eadersh1p is requ1red and spec1a1 concerns develop. _
Dur1ng a one day sem1nar of~pr1nc1pa1s 1n Saskatchewan, Renihan
(1985) 1nterv1ewed a group of Jun1or h1gh school pr1nc1pals and found

that the concerns spec1f1c to the1r type of schoo] were teacher mora]e,

h.the 1rre1evancy of much of the Jun1or h1gh schoo] curr1cu1um, the

tlﬁiong01ng need to recogn1ze the special needsrof Jun1or h1gh schdo]

students and the examination of the role of the adm1n1strator from thas
'Aperspect1ve, and the fact that some Jun]or h1gh schools were perce1ved |
to be too 1arge Others prob]ems were ment1oned of more exp11c1t concern -
vto the pr1nc1pa1sh1p Thesev;nc1uded the prob]em of teacher performance,h

the unc]ear ro]e of . the pr1nc1pa1 in 1mprov1ng 1nstruct1on, noon hour
_ superv151on of students, teacher work 1oad, and that the school was :

expected 'to be a]] th1ngs to a]] peop]e In order to cope, the pr1nC1pa1k'
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of a junior high‘school probabtyvmust have an'understanding of‘and Tove
for the ‘age- group involved (Renihan, 1985). |

Whi1e the principalship of a Jun1or high school may be very
challenging, it may~a1so be very reward1ng as the pr1nc1pa1 1ntegrates a
persona] v1s1on, the goals to be ach1eved, ‘and the norma] da11y tasks in

an effort to 1ead the schoo] toward 1mproved student ach1evement
Ly e ' " ConceptuaT Framework_

Previous'research suggested that effective schoots had strong

administrative leadership and that these effective prinCipa1s had a
clear v1s1on of the schoo] that focused on student needs This vision,

vaccord1ng to research was used to estab11sh goa]s anqtexpectat1ons for :
'adm1n1strators teachers, and students However, the research also ¢
suggested that the work of the pr1nc1pa] was amb1guous, comp]ex,
S var1ed, and fragmented Therefore the 1mp11cat1ons are that pr1nc1pa1s
must make a consc1ous dec1s1on to act and engage in processes that will
e11c1t 1mproved student 1earn1ng and that some of these processes must |
be a part of the rout1ne behavior that they have designed: to ach1eve R
their purposes and to fit the s1tuat1on These act1ons w111 be e
1nf1uenced by the persona] be11efs and exper1ences of the pr1nc1pa1 the
. teacher and student character1st1cs, the ethos of the schoo], and the |
commun1ty and organ1zat1ona1 context. |

The 1nterdependence of the vision of the pr1nc1pa1 the goals

pursued by the pr1nc1pa1, and the tasks performed by the pr1nc1pa1

| formed the foundat1on of the conceptua1 framework as(111ustrated in

<
a8
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F1gure 1.
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Figure 1.

~The work of the principal is the integration of the vision, the tasks\
and the goals held by-the pr1nc1pa] This work "is affected by the fOTCES
" exerted.on the pr1nc1pa1 and all“of these th1ngs comb1ne to 1nf1uence '
student ach1evement ‘

-Y .
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*

This research interpreted how four effective. junior high schoo]

pr1nc1pals used the1r vision of e schoo] to influence goa1 se]ectygg

h_how the chosen goa]s and the vision were’ ref]ected in the tasks’
_performed by the pr1nc1pa1, .an what was done by the pr1nc1pa1, when

v perform1ng routine tasks that enhanced goa] ach1evement and thus

affected the vision held for the-schoo] Last]y, adv1ce was sought from

these successfu] principals for others seek1ng to 1mprove student

achwevement in the+r Jun1or h1gh scﬁbols

~Summary

The review‘of 1iterature and research presented in thds'chapter was
1n1t1ated by a focus on effect1ve schools and effect1ve pr1nc1pa1s _
research that 1mp11ed a’ p051tfﬁ€ﬂie]at1onsh1p between the work of the
pr1nc1pa1 and student ach1evement Cr1tic1sms were g1ven of the
-effecttvg schoo1 and'prlnc1pa1 research The ro]e of the pr1nc1pa1 was

d1scussed from mu]tap1evaspects, and then the review exam1ned the

ach1evement of effective schoo1s under the head1ngs of the forces of the

pr1nc1pa1 s 193d9r5h19, the influences on the pr1nc1pa1 s behav1or the o

pr1nc1pa1 S 1nf1uence on 1nstruc 1ona1 et fect1veness, the use of rout1nei‘w
actions’ by the pr1nc1pa1 for 1nstruct1ona1 1mprovement, and research was:
presehted which’ argued for the use of standardlzed tests as a measure ofv
.student ach1evement ‘The unlqueness of the Jun1or h1gh schoo] was |
presented to reinforce aspects of the junior: h1gh schoo1 pr1nc1pa1sh1p
'v-wh1ch d1st1ngu1sh 1t from other ‘school 1eve1s To conc]ude ‘the chapter,_ig

_the conceptua] framework of the thes1s was out11ned Chapter three

: out11nes the methodology of the study



~* Chapter Three
METHODOLOGY

| Chapter three d1scusses the spec1f1cs of the methodo]ogy of the
study. First, the de51gn of the. study is out11ned 1nc1ud1ng the research -
framework how . the pr1nc1pa1s were selected and contacted, and how the
"data were co11ected The p11ot study, data trustworth1ness, and the

: methods used in the ana]ys1s of data are then addressed.
Study Design

Research Framework

? The‘designFOf-the study incotporates the interprettve paradigm in an
_effort to- prov1de meaning and understand1ng of the work of the junior
,h1gh school, pr1nc1pa1 in 1mprov1ng»1earn1ng in the school. As Carr,and
Kemm1s (1986 p 99) state | »

The purpose of 1nterpret1ve soc1a1 science is to reveal the mean1ng

of particular forms of Social life by systemat1ca11y art1cu]at1ng

the subjective-meaning strictures governing the ‘ways in which

‘typical individuals act in typical situations.

Recoonizing that the'contextS'd? thehsttuations ;aried and that the

rea11t1€§ of their s1tuat1ons were mu1t1p1e, data were examined for the

}1ntent and the mean1ngs that the pr1nC1pals gave to the activities
:tompr1s1ng their work It s hoped that this study w1]1 prov1de greaterﬁéﬂi
‘understand1ng of what effective pr1nC1pa1s do .and why-they do those

v th1ngs

.38,
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| In 1atevDecember, I contacted senior administratioh'within the
~school dlstr1ct for assistance in the 1dent1f1cat1on of Jun1or high
:schools which. had shown 1mprovement on the previous year S grade n1ne
| year end d1str1ct exams. Junior high schoo]s.w1thvgore than fifty
students enrolled in grade nine and those in'whtch the same"orincipal‘
“had. been in the. schoo] throughout the 1mprovement year and was. still 1n
'.the pos1t1on were g1ven consideration.. Erom‘th1s 11st,of.schoo]s, . };
identification was made of those wh1ch_had made the most-,improv&ment on
'the 1987 year end grade nine district‘eXams This did not mean that
these schoo]s had ach1eved the h1ghest stand1ngs in the district. It
just meant that the1r scores had 1mproved the mast
I- subsequent]y contacted these pr1nc1pals to request an appo1ntment

to exp1a1n the purpose of my study to them. An appo1ntment was used '
because T fe]t that it was 1mportant that we meet each other and that 1t
would be eas1er to out11ne the purpose of the study, give the eth1ca1
cons1derat1ons,_and answer any quest1ons in an interview sett1ng
Vo]untary consent, subJect to d1str1ct approva] to do the study, was
g1ven by the four pr1nc1pa1s with whom I had app01ntments I agreed to
arrange 1nterv1ew times, at the1r conven1ence B

v Ethwca] cohs1derat1ons regarding the . purpose of the study, the use:
to be - made of the data, and the quarantee of conf1dent1a11ty and
 anonymity were out11ned dur1ng th1s 1nterv1ew Pn1nc1pa1s were a1so.

-

1nformed that sources wou]d not be 1dent1f1ed in any direct quotat1on

used in the fina] document and that they cou]d w1thdraw from the study

at any t1me In add1t10n pr1nC1pa1s were to]d that they wou1d have ‘an
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,,opportun1ty to review the transcr1ptsefor mean1ng and 1ntent and make

e

changes ‘as requ1red ’ S o

‘A 1etter was subsequent]y sent to each prknc1pa1 outlining the

%
~ideas presented at. the 1nterv1ew

The 1nterv1ews were arranged'and took p1ace:in March. :

Data Collection

Data uere collected USingltaped,’semtéstructured interviews‘
scheduled at the convenience: of the four Junior high: schoo] principa]s
.The genera] format of the sem1 structured 1nterv1ews was the pos1ng of
the spec1f1c research quest1ons and the prob1ng af answers. Pr1nC1pa1s
a1so willingly supp11ed;me w1th mater1a1s,,such as handbooks, _' o
new]etters, goal statements W1th the action plans and expected resulis,.
‘1and 1nformat1on about spec1a] prOJects, that were referred to in the

,1nterv1ew Fo110w1ng the 1nterv1ews, the tapes were transcribed and the'

pr1nc1pa S’were g1ven the opportun1ty to check’ them for accuracy .and
Llntenti“Changes were made as requested by the pr1nc1pa1 Fo]]ow up
'sess1ons were conducted as needed to c]ar1fy 1nformat1on or to ga1n
additional 1nformat1on .
Throughout the process of wr1t1ng the thes1s, B documented the

happenlngs and my ana1y51s of the situations as they occurred in a 1og

:~book

| _Pi]ot Study

\ U e . .
A pllot study was conducted w1th one Jumfor h1gh Gthoo] pr1nc1pa]

to give.both practice in conductwng an 1nterv1ew and 1ns1ght into- the
. ‘ ) B . = ‘ \ . ‘ . G o o

LR
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'

type'of information that might berbtained 7A‘thorough e?a]uation of the
p11ot study was comp]eted to prepare for the f1nai study

As a resu]t of this eva1uat1on, I rea11zed that I was- 1nc11ned to -~
" become very engrossed in the ‘answers be1ng g1ven and that I needed ‘to ;
deve]op the pract1ce of us1ng non-directive responses to give myself
th1nk t1me The presgntation of the reworded response back to the
repondent as a meanéfof check1ng for understand1ng was another 1tem that
I fe]t was in need of 1mprovement In-add1t1on, I found it usefu] to
'record key words on paper as the 1nterv1ew progessed so that I cou1d
keep. my th1nk1ng organ1zed and to provide clues for follow-up. |

This p11ot study~made me rea11ze that pr1nc1pals wou]d probab]y be |

‘w1111ng to supp]y me w1th cop1es of mater1a1s, such as handbooks, that

had been deve]oped w1th1n the schoo1 and that were mentios

Cinterview. K““'v o o N _ o

@Q& | s : _ o |

- : DataiTrustWOrthiness : ;

Trustworthinesstt the study'was'enhanced by reference.to o

-'-cred1b111ty safeguards as referred to by Guba and Lincoln (1982). Time'

von s1te, peer debr1ef1ng, tr1angu1at1on and member checks, wh1ch Guba
and L1nco]n (1982 p. 2447) suggested were used to prov1de cred1b111ty

‘_‘of the research . ' | | |

- The 1nterpret1ve study: using 1nterv1ews to collect data, |

' 1nvestlgated the: work that Junior high school pr1nc1pa1s do to amproue

_1earn1ng 1n the1r schoo] Unfortunate]y the 1nterv1ews~d1d not prOV1de

g me with a pro}onged per1od of time on s1te however, each of the four’

"yjs1ts to a particular schoo],;nyo]ved a wa1t~t1me.wh1ch provided me
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‘w1th an opportun1ty to observe happen1ngsb1n the schoo] relat1ng to
staff re]at1ons, front off1ce work1ngs, how student related prob]ems
.were dea]t w1th, and on one occas1on, a specia] event that students were
;,1nvo]ved in. Opportun1t?es were also presented to engage in informal
f‘conversation with thevprincipa1 and some‘staff over a cup of coffee.
fThese occasions did prov1de time to identify character1st1cs of the
’ context (Guba & L1nc01n, 1982, ‘p.: 247) Feedback from personnel in the
schools was’ prov1ded by these wa1t and’ coffee times plus other informal,
chance encounters . v | - 7
Using what Guba and Linco]n»(1982> p. 247) called peer debriefing,d
I engaged in d1scuss1ons w1th co]]eagues as a means. of test1ng my 1deas

regardlng the research These d1scuss1ons also a11owed me.to verba11ze -

o some of my anx1et1es In add1t1on, as part of th1s prdcess, ‘my advisor

prov1ded "adV1ce about 1mportant methodo]og1ca1 steps in the emergent
“des%gn" (Guba & L1nco1n, 1982, p. 247).

‘5 “%{ﬁang %1on, as referred to by Guba and Lincoln (1982, p 247),

R A s

was ugéﬁg ‘i,oss check-data. Written material from hand - books, .goal
: ;~. «
statemen%g % other materials co]]ected “from the schools were used to

check data der1ved from the 1ﬁterv1ews At t1mes, I wou]d check the data

'rece1ved in a prior interview with the pr1nc1pa1 current]y be1ng

1nterv1ewed

A In order to test further fer credibility, once again, the ‘advise of

Guba and Lincoln (1982,p. 247) was used regarding member‘checks;
Interpretations‘were checked periodically during the'interviewsibyv

rpresenting to the respondent/a.rewoﬁking,of what was said. After data

were ana1x¢ed,'the categories were checked with the princjpals fbrvtheir:

o,
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‘comments on how much. sense they made. Each orincipa1 agreed that they
‘made sense. v . -
Data Ana]ysis

Using content ana1y51s, transcr1pts were exam1ned for answers to
.the research questions and for other themes that emerged from the data
. The words of L1nco1n and Guba (1985 P §332) gu1ded my th1nk1ng

Within the natura11st1c paradlgm (and in updated versions of the
conventional paradigms as well) data are not viewed as given by
nature but as stemming from an interaction between the inquirer and
the data source (human and nonhuman) Data are, so to speak, the
constructions offered by or in the sources; data ana]ys1s 1eads to
-a reconstruct1on of those constructions.

The transcr1pts were coded, and app11cab1e port1ons of the coded &

',transcr1pts were p]aced in groups accord1ng to research quest1ons
: Categor1es were then formulxted and recorded from the data for each
!

research question. These categoinies were checked with the pr1nC1pa1s to

' Ver1fy that they made sense. Themes that arose from the data were then

) ;out11ned S

+

I found it necessary to read the data many times so that I was
'extreme1y fam111ar W1th each transcr1pt On]y then cou]d I commence the
data ana]ys1s S ) ] : S

’ ' ‘ i . ’ . . . N". "

Summary . -

The methodo]ogy of the study was the focus of*;hapter three Within

L]

the study des1gn, the ‘research framework, se]ect1on -and contact of

respondents, ahd data\col1ectlon were out ned. Then the p1]ot study,
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dafa'trﬁstworthiness, and data ahéTysis were described. The next éhapter'

iconcentrates on the analysis of data.



Chaoter Four

; f*f;i.é;; f . CATﬁGORICAL'ANALYSIS OF DATA

F1rst, a little background on the. s1tuat1ons of those 1nterv1ewed

* The pr1nc1pals had been at the present schoo] e1ther three or four years

and. had a.varied f1e1d offexpert1se, exper1ences, and years in the /

educat1ona1 system' Var1at1on was a]so ev1dent in the s1ze of the school

and the soc1o econom1c background of the students- attend1ng the schoo]s;
‘ Transcripts were exam1ned, using content ana]ys1s, for answers to

the Four research questwons re1at1ng to the work that the funior hﬁgh

' schoo] prnnc1pa}s do to 1mprove student 1earn1ng The spec1f1c research '

'i'ouest1ons were how were.ach1evement goa1s chosen?, how were the goals

' ref]ected in the work of the schoo17, what was done to enhance goa]
success?, and what adv1ce would the pr1nc1pa1 g1ve to others. seek1ng to

d1mpr3Ve student ach1evement in t\§1r Jun1or h1gh scﬁoo17

e

. ’Data re]atlng'to each research quest1on were comp111ed and the

- 5

’categor1es of data were deve]oped from the data perta1n1ng to each
"-";'..

’QUest1on o - | “L F;” o o T

The meantngs that the pr1ncypaﬂs he]d for the research quest1ons,
Lras 1nd1cated by the data, and the resu1t1ng categor1es will be addressed-
"1n this chapter in order to d1sc]ose the 1ntents and the mean1ncs tnat

j t‘pr1nc1pa]s had for the1r.att1ons

. f)' 3

g d

Ji.
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" How Were Achievement Goals Chosen? 144'“"‘ >

‘. ‘f ;;i. . .. . . A.. e .
While a]] schook; that I v151ted, and subsequdht]y 1nterv1ewed the

dﬁ pr1nc1pa1 had school goa1s, the goals were not casua]]y se]ected but
ere the resu]t of a Tot of effort on the part of the pr1nc1pa1 and the

staff. The 1nvo1vement of part1c1pants 1n goals se]ect1on varted

However, in each caSe the goals that were chosen, and in part1cu1ar the
' -»"w i

goals tHat were empha31zed, appearéd to be 1mterwoven w1th the vision

that the pr1nc1pa1 he]d for the schoo] and the schoo] d1str1ct

r ) X AR X

pr1or1t1es

¢

The Pr1nc1pa1 S V1s1on
¥

The pr1nc1pa1 S V1s1on was npt a]ways read11y verba]1zed as T began'

[ . _,,.';

"h&. B

to realize when I enqu1red aboub the1r vision. One pr1nc1ga] 1nd1cated
that "even r1ght now it’s d1ff1cu1t for e to def1ne" and went on to
1nd1cate that "I had to go through that process a coup]e of years ago
. that’ s tough to do. " Contrary to th1s, one, pr1nc1pa1 stated the

v1s1on he]d of the school W1th=ease but Nater on in the 1nterv1ew

. 1nd1cated that "I’ve never st0pped to put :t 1nto words before v
Neverthe]ess, the v1s1on of the pr1nc1pa1s did come through as each
1nterv1ew progressed. e | - % o s .

A schoo] stress1ng student ach1evement was the common e]ement of
the v1s1on_expressed by the fourvpr1nC1pals involved in the study;
"Suctessfu]", ach1eve academ1ca1{y", "h1gh in academ1cs"; and _

1mportance of student ach1evement" were.words and phrases used by the .

principals to indicate that one of the prime funct1onsaof ‘the school was.

w!
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to have students learn. In add1tlpn, the pr1nc1pa1 s v1s1ons stressed

the c11mate of the schoo] as illustrated by the express1ons "happy kids

i?nd teachers p0$1t1ve re]at1onsh1ps", "a fam11y atmosphere“ and

pt]

"student‘deportment" The 1mp11cat10n-1s that in order for students to .
1earn, the school climate must be conducive to 1earn1ng Other
researchers-have termed this a safe climate or in some cases a p051t1ve

]earn1ng climate. Students 1earn best in s1tuat1ons where they are

- happy, respected and respectfu], and in which car1ng is exh1b1ted

When asked 1f there was a particular reason for 1nc1ud1ng these

items in the v1s1on for the present school, one principal replied "No.

That’s basita]]y'my'vision for any school, with the except1on of one."

He went on to exp1a1n that the except1on had a h1gh pebcentage of

‘students who were close to being juvenile de11nquents, and that the

vis1on there was to get the k]ds to behave 1n a soc1a11y acceptable way;-

and to worry.about academ1cs later. When comparing the students, this-

) . N . . L \ N Y

principal indicated'that "The kids hare have the‘sociaT skills and the

des1re to be academ1ca11y successfu], so that makes 11fe easier.

. Arother principal indicated that the success that the students had

- experienced in the school "sort of conf1rmed that it is possible to make

L

vfprogress“, “progress toward that kind of‘idea]" which "serves as an

encouragement to me and a reason to keep plugging."

However, one principal felt that the tasks that were performed

caused the vision to change because the tasks

provide for the creating of the potential in any environment when
you come-in but ‘as it comes closer to home and you become more
familiar with all aspects of the program - staff, students,
parents, curriculum, and the day to day funct10n1ng - you beg1n to

S
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realize that there is even greater potential than where your vision
‘may lead.
The. v1s1oniwasd?ometh1ng "that has unfo]ded" and part of it may come
-with "the com%%rt ‘that you have w1th your env1ronment“ and the
'fconf1dence that th1ngs aﬂt moving in the r1ght direction. As confidence
‘strengthened the pr1nC1pa1 exerted more pressure and 1nf1uence because
of the "support of the people beh1nd me." Th1s confidence puts him in a

vpbsition'where he "can push even further." Another principal added to

., this line of" th1nk1ng on the evo]v1ng of a vision by 1nd1cat1ng that h1s

v1s1on had not changed substant1a11y because it had not as yet been
fu1f111ed He added that many of the smaller issues that were needed for
fu1f1%£ment were 1in p]ace but that it wou1d probably take another three
years before everyth1ng was’ 1n place. "It is Just 11ke.a byg puzzle."
Contrast1ng v1ews are ev1dent In some cases the vision 1s a
-constant wh11e in other cases the v1s1on is an unfo1d1ng process
Another way of 1ook1ng at vision is that the vision is- set by the
: pr1nc1pa] on the bas1s of’personal va]ues and’ exper1ences regard]ess of
the spec1f1c schoGTﬁ@S opposed to the v1s1on be1ng defined by the
situation. The gradua] unfo]d1ng of the vision may bg&more complex and
_d1fF1cu1t to verba]1ze as it becomes embedded in. the school ph11osophy
and mission, and the work1ﬁgs of the schoo] Where the v1s1on starts and
*enﬂsﬁxs not a]ways easy to dec1pher Or, 1t might be that some peop1e
arg %p1e to form a v1sua1 ‘image more qu1ck1y than others due to the
~artistry of the m1nd ‘The one th1ng that does seem apparent 1s that
pr1ng1pafs are se]dom, if ever, asked to express verba]]y the vision of

the scﬁho] However, whether a11 pr1nc1pa]s could c]ear]y express the

3
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aal

. . ] - ‘ ’?\t"‘ " .
vision or not, they all definite1y did have a vision which thégﬂhoped to

Q

fulfill. W1th the vision in the back of. the1x minds, the 1nher1ted
%;%p
!3

school situatmn wad analyzed f)or needs

The_School Needs

As one pdincipa] expTained "When I moved in, it was very important
for .me to reevaluate a11 aspects of the program " He 1ooked not on]y at
the "academ1c deve]opment" but at everything from fac111ty cond1t1ons to
the custod1a1 and secretan1a1 staff. Every "nook and cranny" was 100ked
at to deve]op a "familiarity with what(uas happening."” "There was need
for change. ".The'schop1 had'a gOod standing academica11y "but”certainly
there was need to 1ook at what we were doing on a curriculum basis."

There were changes tak1ng place 1n4the system at that t1me3wh1ch meant

that the school would have a decreased enrolment and teachers would have

'to‘be movedQ'it»was a "very unhappy staff." The‘students that we were
losing might best be described as’ "hardcore de1inquentsf,,"1 was

}Xl fortunate to be able to come in when there uere changes'occuring " After _

‘arr1v1ng 1n September, the pr1nc1pa] began to "s]ow]y deve]op a game

'p]an over the next six. months

' Another principal took more of a ph1]osoph1ca1 approach to his

'arr1va1 at the school because the schoo] a]ready hac a "good

»reputat1on " His thoughts were "I can’t win." If the schoo] cont1nues to

stay "good", then "what have [ done?" and if 1t-get worse then "it’s my
fau]t." So I decided.tol“keepvthings on an even. kee], and just do-what‘I

1 think 1t is better like this." Interest1ng1y, he added "I didn’t

-have to push that much in academ1cs because I was- more concerned with

klds soc1a11y and emot1ona11y That s where I am at."
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Using his beliefs aboyt schoo]ing as a basis for'hisvinip{a1.ideas,
upon arriving at thevséhoo1, one principal disclosed that: .
I wanted td move on a number of fronts in terms of this school. -
" Certainly the academic growth was probably.the most important to
-me. S0 many tjmes, it seems to me, we categorjZed a school based on ¢
9ls clientele. We often settle for ’this is the best we can do’, '
and think that we can’t do any more. It seens to-me that is really
. @ myth bécause I do believe that young people,. the studeng@k:that we .
‘work with, will respond to thekinds of expectations that®# set
for them. ' , ¥ .

Taking these thohghts one. step further, this brinciga] r51atéd fhat‘"I
conc]uded that there were.exbectAtibns that we should be changing, thét
we should be set%ing h{gher expectations.“. , |
Théée_examp]eggsuggest_ihat an évé1ﬂatioﬁ df the schbo] is
updertaken by-the'princfpa1 uponiarrival ‘I1t does ﬁOt SUQQGSt or -
imp1y the ways and'meaﬁs.’Chances arélﬁhat it is done 1'_|'\'a..\'/em/,"r
informai, inconspicudqs;manner through bbservatidn,.questioningg and
.1istening. ﬂhét does ébpéar obvious is that there was mention‘made or
concerh expréssed about the academié aéhievemeﬁt of the;studenfs. It
might be reésbned that during the initial evaluation of the‘sch001,,the :
principal kept‘the vision foremo§t in his mind and wénted to exahjne\how*
'c1ose1y the school, as it exingd then, came ‘to fitting the yisfon and
| what the néeds'Were 50 that ideas could be deQe]oped'for future changés
to gnable‘the-réa]izationzof the vision.

" The Personal Plan and the District Priorities

The‘personaT plans of the principals all felated to tﬁ% academics
in some way but seemed to reflect each school situation as it existed.
: Higher academic expectations, building a positive academic c]imé}e}

incfeasing the focus of .the Tibrary, and improving student assessment to



reﬂec‘t’ the deveTo'nment of#e child-at the Jumor high s%oo] ]eve]

» were,some of the items tal ed’ahout byegpe pr1nc1pa1s rov1ng ‘student

‘ .:behavmr was 1nc1uded m the :}ms of N %48 Others 1‘tems of " &%
o X m‘,u i .9

‘concern were 1mprov1ﬁ% communlcat1on, 1mprov1n§,t e- s&ho
o q g A
. a team approach a; each grade 1eve1, and 1ncreas1ng the‘amﬁv

the comp]ementary courses When talking . about the p]an, one princibat
commented that the deta1]s were not all Ehgught out nor "a11 the means "

B

of 1mp1ement1ng 1t " But ideas were formu]ated about the state of the’

< schoo1vand what areas were in need of improvement. @s part of the

ach1evement goal’, principal’s 1dent1f1ed other aspects - !h]mate, s
ud1sc1p11ne, morale, commun1cat1on - wh1th heeded to be attended to 1n
order to ensure the achievement goa1a Hence the var1ety of goa]s but all
'withlachfevement_as.the major focus. N -

fhis particular schoo] district attempts‘to place principa1siin"
s1tuat1ons where senior adm1nistrat1on feels they would be most .
effect1ve Sen1or adm1n1strat1on attempts to monltor the successes and
needs of the schoo]s w1th1n the d1str1cthso that wise and 1nformed
decws1ons can be made in this regardI An add1t10n, efforts are
--undertaken to- be aware of the pr1nc1pa1 as an 1nd1v1dua1 50" that the1r '
strengths can be used to advantage. Due to the size of the d1str1ct |
there is ‘a great dea] of flexibility whtch enhances the prospects of
- matching'the principa]’s phi1osopﬁy df education with the needs oF'a
schoo] Thus, 1t is probably of no surpr1se to the pr1nc1pa] to, find

" that there is.a matchlng of the school needs and his ideas about how

students shou]d be educated.



However the pr1nc1pa1, as an emptoyee 1n th1s part;cu]ar school
district must recogn1ze and address ‘the priorities ‘established by the

. school d1str1ct, and somet1mes this d1rect1on is g1ven added empha51s by

.(

. senjor adm1n1strat1on An examp]e of‘¢has¢was re1ated by one pr1ncipa]

One of’the district pr1or1t1es was to improve student ach1evement
In:the d®eussion with the principals. in this area, the area
super1ntendent established this as‘a priority for each one of the.
schools in the area - fot for the system. So every school in the
area had to address an ach1evement priority in some fashion. They
could give it any twist or any emphasis that they wanted. So we

. ‘went to our historical data on how our students did on survey tests
) and standardized tests ... and picked the areas where there seemed
‘ to be a pat{ern of greatest weakness.

Therefore, the goals that were set not only f1tted the persona] p]an
that the pr1nc1pa1s had’for the@&choo] but a]so fell within the.
priorities set by the,schoolvd1str1ct. As one principal ‘mentioned "you
have to do all this within the framework of the school board prioritiﬁﬁi
and goals. Anything that you do has to f1t in some how in some area of
the plan that has been communicated to us." Pr1nc1pa]s spent t1me w1th
the Assoc1ate Super1ntendent to discuss the ma1n d1rect1ons or the
1mportant things that ‘the school shou1d be address1ng It was reported
that one Associate Super1ntendent advised fyou can’t cover all the
. territory, let’s make some real gains in some." One principal related
the process thfs way
I make what I call my own personal p1an for 1earn1ng 1mprovement in
‘the school. T share that on an individual basis with our Associate
Superintendent and so he knows what that is and so I’'m committed to
- that even before I go to-the staff. But it’s broad enough so that
-individual concerns can be brought in and addressed as well. It’s
not as though it’s a very narrow track.
Wh11e the whole process mag evolve from the district pr1or1t1es,‘1t

was ‘reasboed by one pr1nC1pa1 that neither he.nor his co]]egues had such
.\'\ . H

[
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'_.a distinct philosophy or plan that it would be "sufficiently different’

from the system or my boss." This was further explained in a rather

-
Pep

‘unique-manner o .
You may be headed west and everybody may be headed west but you

might be a lTittle left or right of west. It’s ndt a matter of just
choosing your own direction, it”s a.matter of adapting to your own
situation so that you create the mo ffect1ve way of go1ng about
1t : S

- The idea ts to use the d1str1ct pr1or1t1es "to move a school a certa1n
d1rect1on of your own choos1ng " This requ1res that cons1derat1on be
‘g1ven to the "means of the schoo] the resources, and the personne] ‘that

u have in the commun1ty" and then the pr1nc1pa1 decides how best to |
§g them. As the resu]t the goa]s may even "d1ffer substant1a11y from
schoo] to schoo] " B

Thus, 1t appears that a pr1nc1pa1 1n this school d1str1ct is given

gu1dance in formu]at1ng broad school d1rect1on by the schoo1 board and

i
by senior adm1n1strat1on U51ng th1s d1rect1on, ‘the pr1nc1pa] ]eads in

the select1on of schoo] goa1s that w111 br1ng to rea11ty the prtnc1paT s” o

vision of the schoo] |

In this district, the schoo] goa]s and budget are used as a

. lanning document Once the school goals are estab11shed~ each schoo1 o

sets a budget re]at1ng to the ach1evement of these goa]s Somet1mes, the
entire process of sett1ng goals is referred to as the budget
Actor Input . o S ';_‘ I

The specific school goa]s, which "are based on the d1str1ct goa]s'
or are certa1n1y re1ated to them", were. se]ected through various means

: But of primary 1mportance was. the "un1que opportunlty to- 1nvo1ve our

staff" that existed in this school dystr1ct because each schoo1 -has



"control over our finances." "Teachers are very extens1veTy 1nvoTved"
‘decTared one pr1nc1pa1, as_ was the Gase with the other schoo]s tak1ng .
part in the research. The methods of 1nvoTv1ng the teachers varied from
schooT-to schooT v
~In one school, -the teachers were Cross. set into groups so that
. "there will be representat1ves in those groups from each different’
subJect area " The reason for th1s was exp]a1ned i
In the past I.have also used spec1f1c subJect groups, ' but the thing -
that ‘I dislike about that is they tend to have tunnel vision and do-
not look beyond their own program area. Now, by going in this
direction where there is a considerable mix of the staff, they must
’cons1der the schoo] as a whole. It forces the .issue.
A similiar, but more:casua}, approach was used by another school as .
thelprincipaT commented "I divided them into groups It'didn’t~matter -
-who, it was JUSt to get the staff into. smaTT groups " Staff meet1ngs and.

- sub comm1ttee meet1ngs, ‘which 1nvoTved dividing the staff 1nto groups of

&

' fours, was used to get another staff involved. Using a: SOmewhat o
d1¢#erent method, anotger schooT prov1ded the staff w1th an opportﬁn1ty
for input and d1sﬁ£gsﬁbn but also had a "budget comm1ttee" on which "any
person on staff who is 1nterested maywpart1c1pate". The reason for- the
vuse of the budget committee wasgﬁnferred from the following:

J

There are, T think, a Tot of teachers who are still part of the old:

' ;7 school and who_are fighting the decision to go to school based
- planning. Theydon’t like the ob11gat1on to have to take time to be
involved in the process. ... but there is a wide percentage of our

staff who acknowlege that some good comes from the establishment of
priorities’and plans and I think that we are also developing a new
breed of. young teachers who have never experienced anything else.
They are- eager to be 1nvoTved 1n the- process and as a resu]t have a .
Tot of say 1n the school. :

Input 1nto the schOoT goals that were selected was»aTsossolicited .

from other concérned.parties. Parents had input in three of the four
: ' . P - . .
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schools 1nvo1ved in the research One school "1nvo1ved the pub11c

extens1ve1y through a survey" %p g1ve “parents an opportun1ty to respond

BT

to,a]] aspects of our program." An effective means was.dev1sed by the '

principal to ensure this 1nput

»

We entice the kids to get thosev(the surveys) back by p1zza .
parties, and as a result we have been able to get about 65% of them
" "back each year for the last three years, and that’s provided us
with some parental input on the budget and directions thaa they
would 11ke to see us go in. .
Another technique to gain parental input was to take the goals "to
. Y . . " - . &
the parent’s advisory meeting." This type of parentdl input‘was carried 4
a step further at another schoo] where the parents adv1sory comm1ttee

was even 1nvo]ved th1s year with the presentat1on to‘the trustees of

our budg‘_ ‘or.thexcom1ng year. "

-Support s,cretar1es and custod1ans, also had 1nput 1nto goa]
'se1ect1on in one 3ch601 wh11e another school brought the 1nput to the

student 1eve1 as "the kids, through the student S couc11 ~got to have a

Took af th (the goa]s) too" and the pr1nc1pa1 added "they at Teast
felt thit t ey werewa part~of the school and are getting some 1nput "

| Vh‘engﬁaTk‘iﬁg about’ goa\lw selection, the pr1nc1pa1s gave the emphas1s
to teachgr input but one pr1no?pa1 seemed to put the pr1nc1pa1 s ro]e

1nto perspect1ve when stat1ng G
_:H*The entire p1an does ‘not’ have to just adopt my ‘direction - in other
" .words it doesn’t - but my plan has to be included in the total
school plan. A lot of the teachers do have their own agendas and we
~can include those in the plam. buﬂ' also make sure that my concerns
~and the areas that need to be add ssed as identified by me would
-also be 1nc1uded in the p1an ‘It works It .works very well.

- Staff 1nv01yement51n‘goa]aselectjon 1ntoneTSChool started:wjth an

"eyaluation“ or looking at "what e did_iast'year and haw we did on the
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areas that we identified last year." Yet anotherqstaff"were repcrted to
"fine tune in terms of 1ook1ng at the d1rect1on that we were taking last
year" and still another pr1nc1pa1 added "they (the teachers) will rev1ew
' ;what we haye in p]ace;" It may be dec1ded that "some goals are repeated
again this year -or modif%ed‘in some way so that it _progresses” or-"we
set new goa]s based on the needs that we may have " Other pr1or1t1es may
vbe 1eft in “ma1ntenance pos1t1ons" because it was felt ‘that they "were
very good, well wr1tten, revised and reV1sed time and time again."
'Brainstorming sessions or-discussions were used_to "disti11" ideas "into
some sort of fdrm'that we could use for our pidnaing documentf orv“to
zero in more,specifica11y'0n that one priority., "-]n general, as‘one
_ principal indicated "theygtteachers) work together in terms-of their
1percept1ons of where the school is gblng,bknOW1ng what the background is
and what we have done in the past "o v ‘ -

Regard]ess of whether small groﬁhs or comp]ete staffs were used for
‘the eva1uat1on, needs assessment, .and goal se1ect1on with action p1ans,
"the staff in a11 four schools were involved”in the f1na1 se]ect1on of
school goals or as one pr1nc1pa1 acknow]edged Swe dovetai]ed 1t together.
for that "t !

Pr1nc1pals have the f1na1 respons1b111ty for the formal wr1t1ng of
thelgoals, act1on plans and the expetted results for the school, and fdr_‘
the presentat1on of these to a committee of trustees. .

- Time to'wdrk'oh goals was estah]tshed'by various neans Staff
,'meetlngs, profess1ona] deve1opment days and teacher s persona] t1me were

3

used An- examp]e of this was g1ven by one’ principal when’ d]SC]OSlng that

. >
.
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The groups get together at whatever is the best timing for them. We
, start that prior to Christmas®We finalize it.on our February
. Professional Deve]opment Day. However much time we need to f1na11ze
that process is used from that day..

~ The dedicat1on and comm1tment requ1red of all personnel to comp]ete‘
“the process was attested to’by the. approach taken to find the t1me in
one schoo]

‘-It,was.a11‘after schoo1'this'year In prev1ous years we sometimes
used part of our professional.development time for this. We haven’ t
this year. It’s all been done outside of 1nstruct1oha1 hours. And’
they’ve been Tong working sessions! We find that the short working
sessions of one or twolhours. were just not product1ve -enough. The -
Tonger meetings went from 3:30 into the evening. We brought in v
supper- and continued working so the school actua]]y prov1ded supper
for the staff on those two occasions. .

- The,organ1zat1on of the staff for 1nvo]wement‘in'goa1 selection
varies from school to school and depends on the size of the school, the
commitment of the_staff, and personal preference5~of those inVo]ved. The
variety of time choices used reflects theimportance of the right choice . .

' | T | , B R
for a particular group ‘ .o 0

It now se;ms very 1og1ca] to ask how the pr1nc1pa1 ensures. that the |
goa]s se]ected will be in line with the v1s1on held for the schoo]7 :
_¢There is not a s1mp]e, c]ear, straight forward Aanswer to this quest1on
As has a]ready been 1nd1cated the vision 1s very: broad so that . ~
individual concerns can be‘fpoysed w1th1n-1t. Another factor is that the
change‘takes p1ace over’a period of time. One pr1nc1pa1 re]ated that the -
>

school had "shown Some reai]y positive growth in that area over the: 1ast
otwo years in part1cu1ar " The f1rst year had been a "fee]er, a 1ook

s‘ " And. then steps were taken "to make changes and I th1nk that
_?cont1nues to deve]op " On a 1ess pos1t1ve note, a pr1nc1pa] 1amented

- that "when 1 presented that to my staff when 1. f1rst came here, because



that was something that I wanted to move on right away, at was Just ‘
. snowba]led r1ght away That was the end of that." Th1s'sam§ pr1ncipa] '

‘went on to add that he has moved much more slowly in the pist two years

that saw the rea11zat10n of the V1s1on had to be‘%oved on sTowly and a

| determined effort had to be made for the 1ncorporat1on of the goa]s into

the oni of the schoo] But ‘it was a]so ewident that without teacher N

- cooperat1on and agreement that 11tt1e wou]d change Hence the 1mportance ,

of teacher\lnvolvement in goa1 setE1ng

™
Hav1ng estab11shed(ach1evement goaTs the next step 1s to 1mp]ement

the plans that wou]d lead to goal fu1f111ment How the ach1evement

goals were ref1ected in the work of the school wi11i%% the next research -

question addressed.

How Were Achievement Goals Reflected In The Work Of The School?
The ref]ect1on of the ach1evement goa]s in the work of the schoo]

1nvo1ved the adm1n1strat1on and the staff work1ng together towards the -

s
same ends. Imp]ement1ng act1on p]ans, team effort de]egat1on of work,

department organ1zat!on;*and a visible and accessible pr1nc1pa1 were a]]

1mportant factors 1dent1f1ed by the pr1nc1pals This work was cons1stent-

’

'and ongo1ng, and a part of the da11y'operat1on that was dr1ven by

focused attentlon, constant eva]uatlon of progress and- at tlmes prodeng '

“to keep the work mov1ng 1n the set d1rect1on oy

e

.
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Working Together Toward the Same_End

Once the achtevément'goa]s had been establis_:p_for the schooﬁ’ he

leadepship of the principal-was needed to keep :?3f‘ﬂii work1ng toward

v the_égilct1ve implementation of these goals because;as one- pr1nc1pa1
related: |

You have to work with your staff and students to the po1nt where
they are also accepting those goals and working in that direction.
Not everybody may be doing that, but I thipk the vast majority
would be working towards them and reminding the students of what
‘the expectations were. -

f It was also suggested that "the 1ead\rsh1p of the guy at the top"
(pr1nc1pa1) was necessary to prOV1de some "common d1rect1on" for.the
work of the teachers. .When the 1mp1ementat1on of the goa]s 1nv01ves many '
peop]e, as it does. 1n the schoo] s1tuat1on, the common d1rect1on seems
_essent1a1 because it would be very easy for the teacher to shut the door
and pursue.a-persona1 direction. Goal ach1evement is brought about'by
- x;he enactment of ‘the act1on p]an wh1ch of course-var1es with the goal

“and. the s1tuatxon v A v

. b -

In order to//ore fully understand the act1on p1an, an examp1e
g1ven by cne of the pr1nc1pa1s w111 be. out11ned -The goal was to
1mprove student. achievement in two specific subject areas whiﬂe the

-entire plan. 1nc1uded the expected results and the 1nd1cators of the
success of. the resu]ts, only the act1on p1an W111 be out11ned as re]ated
by the pr1nc1pa1 ) |

[ I think that the fact that the home was involved to a greater :

degree than it has been before, that we had established a better .
‘reporting system to the parents, and the fact that there was more
" emphasis on the quality of work within the classroom were big
. fagtors. The study habits of the students was a big ome, and we are

'lactua11y continuing it. ... This was a great deal of work. And most
. of the work went into th1s part of our act1on p1an Samp]e)mater1a1v
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was filed 3and revieéwed with parents We made a big thing of hav1ng
good notes’ organ1zed ndtes, and gave marks on the report card for -
having notes. ... There was an effort made to instill some self
discipline. I, ca]] it inten In the program, the teacher might

~indicate that "thisa.is éﬁporta , and just the communication of

that kind of message seems to create a little extra attention in an
area. . _

While other pr1nc1pa1s did not d1rect1y address the actlon plan
. used by the1r school, one pr1nc1pa1 reported that "some s1gn1f1cant
changes" had been 1mp1emented concern1ng "student promot1on and
'evaluat1on " Rather than only using the results; of regu]ar ‘examinations,
changes were made to include student attendance, c]assroom
Qﬁrt1c1pat1on, and the assignments comp]eted in the eva]uat1on of the
student If these items were 1gnored the pr1nc1pa1s reasoned that "weA*-
were 1os1ng out in terms of the- rounded work: or1ented respons1b1e f o

1nd1v1dua1 " It was added that "we are now. 1ook1ng at the contr1but1ons R

3y

that the students bring on a da11y bas1s ovez a per1od of t}me Those
are the th1ngs that -are go1ng to pay off" and COntg1bute to the "tota]

growth of the ch11d " This pr1nc1pa1 had become lnstrUmenta] in mak)ng

these ¢ anges Having brought ai] departments, ercept'one, to ", | »

1pos1t1on where they wantedgto move"‘on?the changés 1n student eva]uat1on

~policies, the one department was' tpﬂd to "make th1s dec151on on. your own
s L e

t_or I'11 make 1t for" you " The department was. 1nstruqted to, come up w1th
X3

a p]an that they fe1t was “reasonab]enbut whﬂch ha54these cr1ter1a and

these components in it." As a conc]ud1ng comm%nt the pr1nc1pa] attesfed

Now I don’t beleive there is anybody , on staff who’ wou]d ever go :
‘back to the other way. Not only thats, but you can see in the daily
work of the students that there is: an emphas1s on. the assignments,
and there is an emphasis on homework that is checked on a regu]ar
basis - as it should be. T : : :

t.



At another school, the principal became very invoTved in the
Specifics of the work for the achievement of some of.the goals.
Increasing cOmmunication;uith the home came under his care as'he
" indicated that "I'check_the attendance myself and I make.a point of
phoning thehparent'" He added " 1ike doing that; It gives‘me contact:

: w1th the parents. Somet1mes when I’m on the phone I'11 have a Tittle

, F~chat abo‘ut the kwd,;’% %m{rse there is the other side as you "phone -
no answer phone‘i, nd’ans@er,.sometlmes you get that." However '
attendance was not a problem because "most of the kids are 11ke (name
,deTeted), m1ssed a ha]f a day or ‘been absent once " The commun1cat1on
.vgoal seemed to t1e in very nicely w1th a goal that "I don’t eveﬁ@ﬁr1te
up-‘anymore because 1 have done it for so many years. It’s part of the
schoo] " This goa] concerned a process whereby teachers made commments
about individuals in the1r class for each c]ass taught throughout the
"day. These sheets prOV1ded the pr1nc1pa1 w1th a great deal of ‘
1nformat1on and "this turns out to be ‘a positive too]" because teachers’

have,fh opponﬁunity’tbfﬁndtw

i 'd“"you re exce]Tent, or you have

*forgotten your work, or you d:dn t do your homework you were Tate you
weren "t prepared“ to the student The pr1nc1pa1 tallies these sheets on
‘a regular bas1s and when needed writes "home to this little fe]]ow s mom.'
and dad. " o S

In work1ng toward one school s. goa] of 1mprov1ng the trans1t1on
.into grade séven, the homeroom teacher was charged w1th the
’respons1b111ty of couse111ng that group of students. A 10nger time was_

%

also des1gnated for-homeroom act1v1t1es The pr1nc1pa1 of this schoo]

,’1nd1cated that “I 100k spec1f1ca11y at who are go1ng to be homeroom
» _ .



62
teachers in grade seven because that is,very criticaTi'There are much

ditferent requirements of the teacher at the grade seven‘1eveT than at

the grade nine ]eve] where the kids are accustomed to the expectat1ons

o and know where . they are go1ng " These teachers have spec1f1c

respons1b111t1es to perform during the homerd6m time such as "helping

,'the class make sure they have all the1r mater1a1s together, that they

8
know what periods are ‘coming in a row and any spec1a1 activities that

m1ght be going on during the day." These teachers wou]d a1so be the

f1rst contact person tn the event of a concern w1th a particular ch11d
Homerooﬁ teachers of grade eight and nine c]asses see the extra t1me as -
prob]ematlc but this time is used for free read1ng if there is noth1ng '

to d1scuss w1th the class. Each classroom has a supply of books for

”th1s The pr1nc1pa1 did recogn1ze the prob]em but fe]t that. it cou]d be

OVEY‘COHIE

A1ong a similar line of th1nk1ng was "the 1nvo1vement of students

'W1th their c]assroom teacher in sett1ng the1r own kinds of expectat1ons

and then 1ook1ng at those from report card t0“report card with the

‘teacher " It 1s a manner of check1ng to see 1f ‘the student "rea]]y .

ach1eved what they thought they could and could they have achfeved

~more.™ This pr1nc1pa1 acknow]edged that it was "one of the things that

we have been work1ng on" but "not un1form1y across. the schoo] " The

,1nvo1vement was exp1a1ned as’ happening "where peop1e are ready to move.

From the above accounts, it seems that pr1nc1pals become at 1east

- :1nd1rect1y 1nvo]ved in the 1mp1ementat1on of the p]ans that w111 see the o

_ fulfillment of the school goa]s, Howvthe~pr]nc1pa1 chooses to becomev.

A

. A A e S o , :
involved may relate to the things that they like to do and to their
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-persona] 1deas on how to 1ead Wh11e some act1ons were taken
un1]atera11y, general]y pr1nc1pa1s gave teachers t1me to assess and try
out the change before mak1ng 1t a standard operat1ng proceduret For the

P

teachers, as we]] as. for &he students, the schoo1 had a é??mate “;

conducive to 1earn1ng The schoo1 1nvo]ves many peop]e work1ng toggﬂher

. and thus the team effort is of 1mportance when determ1n1ng how the gpals ’@l
I . . B " 1 R g
are. ref]ected in the work of the schoo] ,~fe | ,,' ST e 4,&
, o o T

The team concept was very extens1ve1y deVeloped 1n one’ of the :
liarger schoo1s 1nvo1ved in the study The pr1nc1pa1 of th1s schoo]
.1nd1cated that team 1eaders were 1dent1f1ed "for br1ng1ng theseégroups ,_,§3
of teacherS-t ther to d1scuss commen concerns, common 1ssues w1th L
, respect to t%é:rmcu]um, with respect to 1nstruct1on mth respect to
student behavior and att1tude at a part1cu1ar grade O In: add1t1on/to the
‘subJect 1nstruct1on - curr1cu1um emphas1s through one team sett1ng, a B
second team setting ex1sted and. was headed by a grade ‘
coord1nator counsellor at each grade 1eve1 The tasks of the ‘tﬁ[

’ coord1nator counse]]or were "to 1ook spec1f1ca11y at and work'w1th
teachers and students in terms of att1tude, soc1a11zat1on, trans1t1on
into grade ‘seven from e]ementary schoo] and of course at the grade nine
1eve1 their tran51t1on 1nto senior h1gh school." The 1eaders for the ,;?
“latter team come from»w1th1n the-schoo] and are peop]e who wanted to do;
','the'job~and;fe1t *ownership‘for jt,f The?prinCtpal'“indicated to begtng
o with that I was'not gOing outstde" to fill the'p051tions“but that'"Ii
wanted to draw from the poo] that we had here " H1s fee11ngs were "I
think that is go1ng to pay off a 1ot more " To enab]e the 1eader to get

to know.the‘studentsdexten51ve]y, the leader w111‘move through-the .



- grades with the students. And "the students should rea]]y get to know

" them (coord1nator couse]]ors) as 1nd1v1duals whom they can ta]k to about

_imany different kinds of th1ngs "

The use of the department for curr1cu1um coord1nat1on was common

- ;p]ace among the pr1nc1pals 1nterv1ewed One pr1nc1pa1 seemed to sum.it

: ;'up for them all when stat1ng
B , We use them’in the dollar part of our budget* when we have to
determine what the resource needs are. They tell me what curriculum
. materials need to be purchased and 1ntroduced,‘and what changes are
* being made and so on, but I don’t review with each teacher the -
- Jtourse of studies or anything like that. But the department heads
: certain]y do and that is part of" their job.
‘ SubJect area departments in some schoo]s were requ1red to set
. department 3oals re]at1ng to the school goals while in other schoo]s the
school goa]s were Just adopted by the subject areas Regard1ess of the
’ .approach,uthere was_a cont1nu1ty of the‘schoo1 goals to theisubJect
afeas T | - - o | i | |
The team concept was 1nferred 1n d1fferent ways by the pr1nc1pa]s
One pr1nc1pa1 d1sc1osed that "I am us1ng\the word ‘we’ as opposed to
because I th1nk %hat I have that strong support of the schoo]"
wh11e another pr1nc1pa1 1nd1cated "I 've got to de]egate a 1ot to my
staff " Th1s same thought pattern was revealed by another pr1nc1pa] who
Ugranted that "you have to have the ab1]1ty to de]egate and have
l'f1nd1v1duals p1ck up the s]ack and acce t that respon51b111ty And you
bhave to fee1 conf1dent that those w1th&de1egated respon51b111ty are
'-"prepared and ab]e to handTe/mdst s1tuat10ns " These comments were_
've1aborated on by one pr1nc1pa1 when stat1ng B _
I wou]d work W1th the coord1nators (department 1eaders), because
they are. very 1nstrumenta1 1n makxng a change, to get them ‘
"_ | PRRS |



‘j:work1ngs of the. sch001 Department teams were used to coord1nate
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' accenflng of the k1nd of change that’ I wanted/to have in place.
Then usya1ly.what I do, so ‘that .the ownershlp would be there, is
" ask them“td then carry on with their staff and work toward the .
goal. %PWOU]O also Tet them know that if they ran into blocks or

things they could not¥deal with that they cou]d come back and L
would work‘some more with them : ﬁ o , .?

A somewhat nore dogmat1c approach to team work was 1nd1cated by

another pr1nC1pa1 , ’ " o Nf' ' '/' ’q_;‘: f

I think that if the team work -is nurtured and fostered effect1v y
by the administrator, the team will .then accept that there are’
times when the buck stdps here and that the pr1nc1pa1 has -to make
~certain decisions. They respect the fact that there are times when
" they maj~have no: real say in terms of what, comes. down from the
principal, but they will also recognize thatdthere are -other times -
when they are given the opportunity to/g1ve input and have fu11 say
-and decide as a grdup the d1rect10n that we are tak1ng ......
v
This same pr1nc1pa1 continued to expand h1s 1deas on the 1mportance
of team work by,nnd1cat1ng that teachers may not fee1 sat1sf1ed "un1ess
teachers are work1ng together and ‘their is’ some coord1nat1on from the
top" and that if teachers were "f1ght1ng the adm1n1strat1on" it wou]d be
ref]ected right: through the program “ because the students and other
, ‘ s
staff members "wou1d read that " Show1ng a s11ght contrast or- perhaps
making more a]]owances for 1nd1v1dua1 d1fferences, another pr1nc1pa]
- hoped that everyone on: staff was work1ng together towardathe same ends
but added that "rea11zlng that we have a ]arge number on staff 1 am
sure that not everyone is at the same place." As 1f a- conc]ud1nge
: :thought "1 th1nk most are" was added
Team effort was of 1mportance to a11 pr1nC1pals when 1t came to the
curr1cu1um and 1nstruct10n Rea1121ng that one person cou]d not do ‘all
“the JObS 1nvo]ved the pr1nc1pa1s also de]egated out work -However, the
‘team aspect was carr1ed\much,furtherv1n onevschool that*1n others. Size

- . . L
T P . - o . ) .
. . . )



as part of thd team, ha; ; }tx1buted t% the work of the school.
Being visible and acﬁe5;1b1e was important to some of the
principals. 1nterV1ewed _For one pr1nc1pa1 getttng out of the office and
1nto the c1assroom was considered to be a maJor task and when he was not
busy in the off1ce he wou]d go to a c]assroom and 1nd1cate that the
teacher cou]d have a coffee break ‘An examp]e was given of v1s1t1ng an
Industr1a1 Arts class and talking to the §Eudents about what they were
making. "The. kids 1ove it. You have to be visible" commented the
pr1nc1pa1, and,then you get to see what is go1ng on and learn what is
going on w1th the k1ds The fo11ow1ng expresses a-similar line of °
thought |
When I went to school, when I was a kid, you.were afra1d of the
principal. Probably.the reason we were afra1d of him was that we
didn’t know him. He was never out in the school.ySo these kids know
that they can come and talk to me anytime. They’re even w11]1ng to
come in and complain about a teacher, and I 11sten They’re usually
- wrong but T Tisten. : ' _ S
Knewing ‘all the kids infthe schoo] was considered important for one
pfinctpai He ta]ked "to each kid in the schoo] -once a month" and felt
that the result was that "the kids know who I am and what I am all
about." A s1m11ar comment was made by another pr1nc1pa1 in that he too
-spent "a Tot of time v1s1t1ng c1assrooms" and "in the halls." It was'

" also 1nd1cated that "I always talk to them 1 a]ways have good th1ngs to

say to them and about them." As 1nterest1ng bi- products "you p1ck th1ngs

up without even know1ng that you re do1ng it. If there is a prob]Em w1th o

-a teacher you hear the ‘kids grumb11ng and 1 try to step 'in before it
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gets to be a.problem" and "where there have been negative th1%?s, the -
kids have ra111ed in terms of the type of support that I wanted from e
‘them, or the k1nd of coopergtion that I wanted from them "

One'prlnc1pa1 did notvtA)k about d1sc1p11ne prob]ems but tead
talked about "he1ping,kids in trouble”, and felt that it was one of his
strong points. This was also the case with another principal because our

’}1nterv1ew appqgntment was de]ayed as he ‘helped a student who was hav1ng
problems- | ‘ |

‘fhen referr1ng to the tasks that he did on a dai]y basis another

‘F pr1nc1pa1 contended that the th1ngs that he wanted to see "happen1ng 1n

the long run" were the th1ngs that he.tried "to 1ncorp6}ate into" h1s
» everyday involvement 3n the school." He. tr1ed to set h1mse1f up as a
jae"type of mode]" so that the k1ds wou]d "fee] comfortab]e" and wou]d‘
- now that they can come and ta]k to me at any po1nt in t1me about
‘anyth1ng, .and that I w111 a]ways try to respond to them-1n a pos1t1ue
| way." This pr1nc1pa1 also added that "I will work the same way with my
staff "
| The words of one principal regard1ng his re1at1onsh1p w1th students
seems to be 1nd1cat1ve of ‘the views of the other pr1nc1pals
1 be11eve that they w111 see me as a fa1r, reasonab]e,
understanding individual, and when you meet them in the future
years you will know. They will be pleased to come back. Pleased to
come and see you. Pleased to stop and ta]k to you when. they meet

~you in the store or whatever.

However, s1m11ar happenings occurred w1th the teachers \Cs one "~r

' pr1nc1pa1 put it "a lot of communication is ongo1ng " H1s door was "open o

all of the t1me“ and the teachers knew‘that they could "come 1n‘and_'

- discuss directions.” The communication was "frequent" but -not !formal."

i
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Or, the péinéjp51 added T could go up and watch and discuss with either
c]asses or teachers. It’s a fair1y4re1axed way of'operating "
| These pr1nc1pals p]aced emphasis on knowing the students and be1ng
with them. It was part .of their work but a part that they gave the
impression of enJoy1ng An effort wd's required in order to - be ava11ab}e
' but it was not an effort to care. about the student, it came natural]y
' Th1s seemed to tie in with the1r effort to accomplish the goa]s that
werebset because by knowing the students and ta1k1ng ‘to them they cou1d_
© get an 1nforma1 ~idea of the progress of the work of the schoo] in goal
ach1evement Much of the same sort of thing happened w1th the teachers
as pr1nc1pa1s were ava1]ab1e for d1scuss1on w1th the teachers as needs
arose,~and to comp]ement,th1s, the teachers were ava11ab1e when the
-principal needed tohihitiate the .discussion. The work of'the school,
_aimed at the-achieVementvof.goa]s; involved pepre working together
toward the same ends and this work was ongo1ng and cons1stent

* Work Was Ongoing_and Cons1stent o

 The work toward the ach1evement of goa]s was ongo1ng in that

(_l

reeva1uat1on of progress toward goa] accomplishment was undertaken, the .

principa1s‘engaged,in.proddtng to keep‘work moving toward the desiredA
.‘ends, the.attention was focused, and in‘genera1'the work for goal -
Success was part‘of the;everyday happenings ofxthe school.
Progress'toward goal achievement,was monitOred‘because as one

“principal related the goals must have "a result based fndicator" so ‘that
you know'"whether_you are achieVing.what'you said you Were going”to
achieve." Sometimes:the schools nade their "own surveys",'which‘was_
"difficult " and "a great deal of work, " sometimes "system or prouinCiaT

k
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achievement tests" were -used, and sometimes "1nformat1on that we get
from parent groups" was used to assess ‘progress :on goa] ach1evement
| It ‘was also a]]eged that "as the plan unfo1ds you are constant]y,

as an adm1n1strator reeva1uat1ng where your plan is go1ng and. what you

" have accomol1shed SO . far " Th1s sometimes "1nvo1ves "a mod1f1cat1on of

"the plan.” When one schoo] "ran into d1ff1cu1t1es" w1th their goa1
ach1evement plan, the pr1nc1pa1 po1nted out that "We had a bra1nstorm1ng
gsession about what we were go1ng to do. So we embarked on a mod1f1ed - |
‘program and we mod1f1ed our p]ans " One pr1nc1pa1 counseﬁed that "There
can never be a contentedness or you re’ go1ng to have to face some harsho
‘A realities .some- day when somebody lays a heavy on you, whether it 1s a
parent or a staff member, or a- k]d or’ what have you u A]ong the same

" Tine of th1nk1ng, it was. revealed that | | | | |

"You always sit back and look. to see if things are Just grinding .too
slowly here or if we’re not making progress there and if we need an

" extra push. Then you go back to the people and .sdy "What can we do
here that w111 break the stalemate?" And this happens quite

frequently.. You do it because of what you observe happening and-"

sort of the chem1stry of the process. And if you feel that people.
-are losing interest or the grind is setting in, you.begin to 1ook
for th1ngs to restart ‘it and re- 1n1t1ate some energy. .

One common _form of eva]uat1on was to 1ook at the student report -

cards. It was "an opportune t1me to review what was happen1ng and to see o

how th1ngs were go1ng" and to see. "whether we are on’ “track, whether
we’re’ doing the k1nd of things we' said we were do1ng or do we have to :
. change " It was “sort of an automatic t1me to reV1ew " As one pr1nC1pa1 .l
reported, "I ]ook at the grade averages of each c]ass for each grade- for
each report card, and if I see a d1fferent1a1 I 11 go and f1nd out what

is. 901ng on."



Carry1ng th1s a step further another schoo] sent out 1nterm

“reports about Six weeks before the off1c1a1 report cards A different ‘
type of. eva]uatlon presented itself by. th1s act1on Th1s eva1uat1pn wasﬁqtvff
| more for the sake of the 1nd1v1dua1 student and the home Somet1mes a -

tutor or peer tutor1ng was the suggested remedy wh11e at other t1mes

"this was a k1ék in the rear" and the parents got: "on the kids? backs "{,Z}»f

tStudents that had be]ow 50% on any SUbJECL or 1f they were be]ow 60% 1ni,ff&

two subJects had a 1etter gnt

Tt was effect1ve, accord1ng to thefiti
pr1nc1pa1,_becausea]etterst about "one thwrd of the '_‘l
students” ‘Tast interm repor ¥ bt when it came to the "off1c1a1e
o report card-ttme very‘feW‘st'vn.is”fa11ed " Th1§ type of - eva]uat1on may Th‘
g ;have served as a s1gna1 to not on]y the student and the parents that theAfd
\,;ch11d was progress1ng poor]y but it may have a]so been a s1gna1 to the :
teachers and the pr1nc1pa1 that the" chﬂd s needs were fOt bemg met and--:'."i,;’

"thUS have promoted d1scuss1on regard1ng how that m1ght be rectifaed

AN f
& \

Eva]uat1on took d1fferent forms at d1fferent t1mes Th1s meant thatﬁin
forma] eva]uat1ons were carr1ed out on some occa51ons but at other t1mesiik
the eva]uat1on of the schoo] s progress toward goa] ach1evement re;ttd |
more on the 1ntu1t1on of the pr1nc1pa1 Neverthe]ess, the eva]uation of
progress revea]ed a need for the prwnc1pa1 to do some prodd1ng o) that

fwork was cnce aga1n d1rected at the estab11shed goa]s ‘

‘ Keep1ng the work mOV1ng toward goa1 ach1evement 1nvo1ved th! ‘
principal prodd1ng h1mse1f as well, as others One pr1nc1pa1 cons1dered
h1mse1f to be a "seed p]anter" wh1ch 1nv01ved "gtv1ng the 11tt1e

,rem1nder“ about "the k1nds of thlngs that we are do1ng" so that work

wou]d "keep on track " It was a1so added "1 k}ke to keep the poszt1ve
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word out there " For another pr1nc1pa1 th1s meant prOV1d1ng teachers
with "support" and being "part of the1r team" so that teachers knew that
they "are not~just in there (the classroom) by themselves" “and that
~there is somebody else who can "share in some of the concerns that they
have " Thts wa so re]ated as "pos1t1ve re1nforcement of the staff for
a Job we]] done T .
. WOrkwng w1th part1gu1ar“fEachers was part of the prodding- accord1ng
to one pr1nc1pa1 whq re1ated the followitrg when referr1ng to one subject
P .
area: , _
Because I knew we wqre weak ‘I was work1ng With a part1cu1ar
'teacher,,and‘unfortunate]y 1t was a Ssituation - the teacher’s
. predicament - that I didn’t have a lot of say over in terms of the.
~individual "coming here. I had to work with what I had, and I think
that the individual is a. very. knowledgab]e 1nd1v1dua1, and has a "
_1ot to offer to,gur program
For. another prigcipal gett1ng the staff, students, - and parents on -
, _s1de for the 1mp1ementat1on of a proaect was not easy and he had
pnob]ems putt1ng it-in." The teacher thought that it wou1d be "more .
's‘paper work" the k1ds though%gihat it: was*unfa1r because they Mcouldn’t -
- even m1ss a homework w1thout getting caught", and the parents thought*—‘/(
. that 1t was "11ke 1984" because he was "check1ng every s1ng1e th1ng my .-
»k1d is do1ng "It seems*that the prlnc1pa1 showed them the advantages
and as the pr1nc1pa1 added; "it’s becOme an accepted thing by all ‘“’"
’~gnoups“ but "some use it befter than- otherS<" Tha pr1nc1pa] adm1tted
~that he’ made an error 1n 1mp1ement1ng the, progect schoel w1de the f1rst

~ a4

. s,year In h1nd s1ght he fe]t that he shou]d have 1mp1emented it w1th

grade seven the f1rst year “and then gone to, the grade seven. and e1ghts

.,‘I

the next yean&and then ump]emented it 1n the who]e schoo] the - next year
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y An example of prodding was given bv one of the principals. The

Wt

principa1 Was inouirtng why the. teacher had not sent any Students whO ‘
‘;had improved to see h1m,vwh1ch was a school po]1cy The teacher had told
. the pr1nc1pa1 "1 don t like do1ng 1t th1s way" to which the principal
'rep11ed "We11 what way are you doing 1t7" "So 1ong as they are be1ng
'pos1t1ve, I don t mind" the pr1nc1pa1 added But the point was’ that the
prfnc1pa] was encouraging the teacher to do that part “of the ‘job.
Another pr1nc1pa1 "had to keep after" the teachi’§ about keep1ng
-the commun1cat1on channe1s f1ow1ng He a1so used staff meet1ngs to .
‘"br1ng up 11tt1e concerns " Written devices were used as a method ofc
‘ rem1nd1ng teachers of. concerns byuone pr1nc1pa1 and in another schoo]

“the pr1nc1pa1 used a nove] poster 11ke display that also 1nc1uded

'gpos1t1ve accomp]1shments

For'one pr1hc1pa1 the goa]S themse]ves served as a personal prod

'ﬂ:was expﬂa1ned in a un1que manner. T
They (goa]s) make me measure how well I'm do1ng Now I’m sure that
I did these things before, but I never had to be accountable for
how I did. If I did well, then great but I never really knew how
well I did or if I did lousy So I have gotten into, the habit qf
keeping regprds and then the records tell me that I’ve done 0.K.

. or thata#d better smarten up. So yes, writing them down makes me .
© L account I didn’t Tike that.at first because there were: some’

© things that I tried that didn”™ work: Then I figured_that. it was
 better to know that they didn’t work" than to keep f]dgglng a dead
: horse : . .

The prodd1ng whlch served to keep the staff work1ng toward the

[ 4

.. schoo1 goa]s seemed to be persona11y spoken'words or wr1tten comments to .

-

A.'teacﬁers or’ the staff in gen:ra] However,-the proddlng may have served

the add1t1ona] purpose of keep1ng the attent1on focused

\ .
-
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Focusingbthe work of the school on the goals was of importance ‘to

the accomplfshmeht of the goals. In some cases finding out "what has

been done in research" was used to gather information, at other times

"professional development time that'is provided by the school board" was

~ usgd {o address the work. of the school, and at other times -staff

meetings wéhﬁ“usedx One principal indicated that'"we‘may»assign'every '

_ second-staffvmeeting'strict1y‘tovaddresstng our'emphasts for that year."

- Other examples were'given such asbinyiting in guest‘speakers to address -

the areg of concern and v1s1t1ng other schoo1s-that have addressed the

concern before to gather information that can be adapted to su1t the

‘~§peC1f1c schoo1 involved.

- One principal ma1nta1ned "I don t th1nk that we were do1ng anyth1ng'
spec1a], it is Just probably that we were doing it better than We were

in the past" when commenting on why the schoo] had 1mproved _

“academ1ca11y He a]so fe]t that 1t was the "11tt1e th1ngs, do1ng the
.11tt1e £h1ngs more frequent]y and a 11tt1e better and pay1ng more

1] )

attent1on to thatj that were of 1mportanqe However for another ;
pr1nc1pa1, it was, the focu51ng of a;tent1on for a per1od of time. The'
oya]s that _were 1dent1f1ed "some over a year ago w111 stay in p]ace .
over the hext two years We may in fact modlfy themf1n part as we see :
the resu]ts coming 1n, but- essent1a11y hey are in. p]ace now."

*Thus. the work of the schoo] 1nvo]ved Focus1ng attent1on on the

goa]s that were to be- addressed And\this attent10n was not a sporat1Cx-k”t'

th1ng but someth1ng that happened as part of the everyday happen1ngs'of- )

‘the school., . R S o
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The goa]s'are reflected in the work of the school on a dai]y basis
and as one prancnpa] reasoned "It seems to me that they are. ref]ected in
most everyth1ng that we do." This same pr1nc1pa1 went on to add:

I think that once you are in a mode of working along -these lines,
and realizing that something needs to transpire with this
.part1cu1ar person or that particular:person or child, then let’'s
make sure that we have the right people involved in mak1ng those -
decisions or at least having an opportunity for input into those °
decisions. The more you work in that mode, the more it becomes .
commonp1ace and almost sub-conscious. -

On a similar line of thought another principa] expressed the idea
‘that the goals are "there all of the time" but cOnstant:verbal reference:
is not.made to them. "It’s part of you and your philosophy and the way

you are. You don’t do one th1ng over herp and do somethlng else over

there" was howeeg —gﬂyprlnc1pa1 make refereé\ﬁ’to the ref1ect1on of the

goa1s in thags -~;§the schoo] Cons1stent over.a per1od of time

. and us1ng what you have to the best advantage were inferred from what

- other pr1nc1pals said. B '

) On a more persona] note one pr1nc1pa1 declared that thg goa]s
"he1ped h1m to set pr1or1£1es on: h1c>ggj1y work because if "I Rfve twe]ve‘,j”
th1ngs to do" and 1f'he needed to "drop off four or f1ve" due to lack of'

'.',‘,{ .
\t}m ; "The ones that I drop off w111 not be the 1mportant OﬂESvthat ‘are

“tied to my- goa]s Thd%e w111 be there f1rst " For “another pr1nc1pal the
fact that goaDs are worked at on a da11y bases has made h1m become "more

L pat1ent myse]f I ‘am.not, as. anx1ous to qhahge the who]e wor1d gvernight
- \; e . ’. . P . .
s, I usett to be "o

- . .
a

In th1s study goa]s are def1n1te1y ref1ected 1n the work1ngs of the‘

schoo]l as peop1e worked together on the 1mp1ementat1on of the act1on a}f*'

p]an through a team sett1ng under the 1eadersh1p of the pr1nc1pa1 ThlS
. : X
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work was ongoing and involved eva]uation; prodding,'focused attention,

. and -was -an everyday occurrance.

. relations work‘by the principal and parentaj'involvement while the -

e

What was done to increase the 11ke11hood that the work wou]d Tead

to the rea]1zat1on of the ach1evement goa]s will be the next research ¥

question to be addressed.

“What Was pore To Enhance Goal’ Success?
The.enhancement of goa] success was ma1n1y referred to by the
pr1nc1pa1s 1nterv1ewed under the categor1es of bu11d1ng a pos1t1Ve
school . 1mage estab11sh1ng and ma1nta1n1ng a pos1t1ve school c11mate,

and the effect1veness of instruction. Image building included commun1ty'

3

: estab11shment of a schoo1 c11mate conduc1ve to 1earn1ng rece1ved
. emphasis through ta]k of appropr1ate student deportment, and the o;i

) appearance of the phys1ca1 p]ant The most appropr1ate p]acement of

teachers, the 1mportance of the master teacher and the va1ue of

.performance appra1sa]s were noted when pr1nc1pa]s ta]ked of

V1nstruct1ona1 effect1veness [  a o

_'Buﬂqu a Pos1twe Schooﬂ Image (’”

SchooT 1mage lmprovement was seen by one pr?nc1pa1 as extreme]y

W

1Y
7-"1mporttnt for goal«suqﬁess*enhancement Th1s was undoubtab]y due to the

"poor puEﬁ1c 1mage of’the schoo]*when he arr1ved as he’ referrda)to

o ‘r

| rebu1kd1ng ba51c percept1dns that- commun1ty members pﬁd Our schoo] hadv '

t
a tag that we)had to begln to change and convert " For h1m "one of the

Y
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b1ggest deve]opments that we had to push ?6? was the pub11c relationv‘
aspect of our entire program." This meant that he. had to do some-
extens1ve pub11c relations work to let people know that they were
we]come that we had h1gh expectat1ons, behaviorally and academ1ca11y,

N for our students, and that we did have a good teach1ng\staff " Parents

/ 1uab1e ass1stance in this aspect of the pub11c re1aﬁ1ons

heard that we were up aga1nst a wa11 in terms of" 1mage and
.we needed to attempt to get ‘a different story out to the
unity. They have been extremely . helss 1_and benefijcial 1n do1ng
n-because so much of 1t "avels by it

sextens1ve1y w1th parenta] 1nvo1vement in other ways. For examp]e, the

- 2

parents adv1sory group "sent a 1etter to the pargnts of - grade Six-

studegts in a]] of our feeder sq?g;]s 1nv1t1ng them to an open forum to
)

meet: the~pr1nc1pa1 and to talk to”the parents" of students of the

schoo1 The pr1no1paﬂ e]aborated on this meetIJg ‘
-, They had an opportunity t6 T1sten to me for\about 30 minutes" on thea
: ph11os hy ‘of the school, d1rect1on, and d1$£1p11ne which are 'some
woo.of thprkey points that.grade $ix parents are -interested in. Then we
ﬁ;x' . wqy] ave a 30-minute. coffee break’where I would have about a
a - 'dozen to fifteen advisory parents who were there:-to initiate
conversation in small groups, just im & social atmosphere, ‘so grade
 six parents would have an opportunity to hear parent to 'parent what
;1S happening. ... That was very effective. Then they had the last:
‘ . 30 minutes to hit. me po?nt b]ank with specifics. . Bas1ca1]& we
A -vhad a good even1ng . e e k,,{t

Thus parents weré used to "spread a410t of good er] by word of mouth | '
. throughout the commun1ty" and te]] others "th1s 1s a good p]ace," and’

consequent]y the parents wanted to send the1r kids to th1s school for

; schoo11ng
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A simi]ar response was ‘givén by another principa] who spent "a fair

)r‘ . . ' ‘ 7.7

' amount of time in the commqn1ty " Communlty in this case meant "the ten
e]!mentary schools that we receive students from." This pr1nc1pa1 |
'indicated that he met "with parents", "with the staffs of those ~
schoo1s", and "W1th the pr1nc1pals";’and as the result they knew him

"quite well." "We are ta]k1ng about a fa1r]y.1arge area" added the
principa].which indicated the dedtcation requ1red to comp]ete the task-
and the'importance attached to itbby the principal. The transmission of
the school image was'a1so‘noted by this principal who-stated'

There has been an extremely strong response from the Barents and
the commun1ty about the school and the work that the school is
doing. It is noted for the behavior of the students, noted for its

-« firm yet reasonable d1SC1p11ne, and noted for 1its high

expectatlons _ :

Problably the words,of one principa1 "but it pays off", best sums-
up the thoughts on commun1ty relations work |
| As a]ready h1nted parenta] lnvolvement played a ro]e.1n the hl

. enhancement of goa] success In all-of the»schoo1s, parents were .
1nvo]ved Three of the pr1nc1pa1s spoke of the 1mportance of parent "
adv1sory groups while one pr1nc1pa1 1nd1cated how parents were d1rect1y
1nvolved in the action p]ans for the goals because the teachgrs worked

T s

;'~close1y with parents 1n communicating the students academ1c“progress on

[

: a, cont1nuous bas1s

o n the three:schoo1s where parent adv1sory groups we;,~formed the

' groups had grown 1nto effectrve organ1zat1ons As one pr1nc1pa]

acknowledged "When T came here there was no Forma] parent 1nvo]vement

t

w

‘Twhatsoever, 50 ‘the first th1ng 1 d1d was form a parent adv1sory group

' wiAnother prrncxpgl saw the formation of a parent organization as "a



{

1mmed1ate goaT'r wh11e xet another prwnC1pa1 1nd1cated that fqr h1m "i

= was a VEth]Q to change the schooT 1mage "

‘ O v S
The fee11ngs of one pr1nc1pa1 regard1ng parentaT 1nvo]vement seem

to be 1nd1cated 1n the fo]]ow1ng

But certa1n1y right. from the beg1nn1ng four years ago, we were'abTe '

"to entice parents in. They didn’t feel threatened by me. They felt.-
o that I was ,genuine in terms of wanting to have them involved in a,
. variety of “aspects of our program. So right from the beginning we
. -«had between 25 .and 30 parents who were all of a sudden showing up -
L to parent adV1sory meetings. We had grade representatives and in

" general -a very functional groUp that was willing to hear me, to

“$'7 heTp me, and to ass1st me in any way they could..

”'CTh1s pr1nc1pa1 aTso implied that parents were 1nvoTved with the draw1ng
The—

up of agendas,_sett1ng meet1ng times and advert1s1ng the meet1ngs It

. Was not an adm1n1strat1on directed program" but was run through the

' p]ace where kldS want to ‘be for ]earn1ng " J"v S S
! . ;"' : t, “

_'groups execut1ve " OnTy one pr1nc1pa] ment1oned that the parent

advisory group had a const1tut1on. jg &5

’Parenta] 1nvo]vement took many forms. In One sChoo] “the library

was a d1sgrace The books were outdated the she]ves were dusty, the
" room wa¥- cTuttered, and it was more 11ke a storage space than a Tibrary.

N The parents got q¢'1nd me" and for three years'"they ve. ,run an auct1on"

to. ra1se money for the T1brary ‘They have also he]ped‘by downg-var1pus

"th1ngs in the 11brary to make it a we]com1ng pTace, ‘to make it the ‘

[

Other examp]es of parentaT 1nvoTvement 1nc1uded asstst1ng wzth

'grade s1x parent or1entat1on meet1nos, as prevxously mentuoned

| prov1d1ng help w1th functlons ' schola&sh)p funds“,s aSSIStance in the

»bu11d1ng", promotlon by word of mouth” graduatxons : publlcatlon of

- pages 1n the. schooT newletters .'"budget presentat:ons to the trustees"‘ '

. I .o
' L. v oL .
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'and the "promotlon of the band program " One schoo] was going to try to

actua]]y having them teach. "*”

’

o 7/get the parents 1nv01ved "a 11tt1e more in the c1assro§T w1thout

Parenta] 1nvo1vement on a'social level was encouraged by one

h'pr1nc1pa1 These funct1ons were held in tha‘school and a fash1on show

- was g1ven as Aan examp]e WOrk1ng together w4yyjmportant because as the.

pr1nc1pa1 re]ated "If you can get peop]e 1nVﬁi¥ed on an informal level,

I

you bu11d re]at1onsh1ps that become very strong. They: see school as

maybe not be1ng what they had thought 1t was accord1ng t{ ‘the days.when

they went to schoo1 themse]ves and see that 1t can be! G y pleasant
place -to be." - } ‘ |
| Extens1ve commun1ty re1at1ons work and parenta]
.seem as poss1b1e mears to enhance the schoo] 1mage, thereby enhancing'
the chance of goa1 success at the school. The estab11shment of a

_posit1ve schoo] c11mate,ma; have also 1ncreased the 11ke11hood of goat
sueéess B _f‘
- Establish and Maintain a‘Positive'Schoo1 t]imate

:_’In”ﬂﬂ;ihGEeral category of estab11sh1ng a pos1t1ve schoo] c11mate

pr1nc1pa1s mainly dwscussed 1tems that ref1ected student deport nt andt'
_in one case the physyca] p]ant | | ' 7, o
h Student deportment was one 1tem that three oF the foug prwnc1pals.
".ta]ked about as a goa1 enhancer but some prmnc1pa]s stressed 1t more
',“’that nthers The emphas1s-may have ref]ected the swtuat\on that the
pr1nc1pa] inherxted, and thus the ease with whwch students learned to

1conduct themse]ves in-a manner approprzate for a. school settxng
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A principal who .gave considerable‘emph§Sis‘to student deportment - 4§

¢ Y]

\\\ tommented "Bgsical]yﬁwhat we had to do wagsbéaiﬁjpovbreakrdown tﬁg,years

: ) ’ o Toed .
.of negative/beéhavior that a large portion of this school’s population

had beén involved in." However,vtgg pﬁincipal‘adged, a new resbett had

~ developed fbr a]]hasngtS of the school programs and “thgt:%ﬁ solvery:

s

best way to illustrate the point.

.- make in teris of set

critical."” A,detai]ed‘examp]é, given by the prinCiﬁal, spéﬁs to be the

9

[ have a fairly mixed bag of kids in terms of socio-economics, but

I have a lot of kids who come from affluent homes. There are a lot .
of skateboarders in this building, more so than many junior high ’
schools. ... Each spring and each fall, 1 megt with these kids and.
tell them that they must understand that there are certain
guidelines to be abided by.and that they must know that when they

come into-this building that the skateboard is in hand and goes

“into ‘the locker, and when they leave the building it is in hand

until they’re outside and then go ahead, I don’t want any damage in

~~ the building. The kids have really been good. I threatened them.

last fall. We had a mppeting and settled our differences. I didn’t
have any problems after the.second wéek. of school last fall. This
spring, I noticed marks in the halliway around the front end of the
building. I was a-lTittle bit sick, about it because there, prébrably
had been ten skateboards, or one kid ten times, through the halls
on some. freshly waxed floors. There was ohe mark on the wall about
two feet up. One bash:. So I called -the kids.in and informed them-

that 'T was trying to meet them half way but: for the next ten days.

there was a ban on skateboardsnin’the,bujjddngl As. of the next day.
any student who walked into the building with a skateboard would be
sent home. I thought I was going to have major turmoil on my hands.

- I also indicated that I was hopeful that over the next week or so

there would be a delegation of students who ‘would meet ‘with me so
we could sort this out.~The-kids ‘have to-accept some responsibility-

-~ for policing what’s happening here. I thought that 1’d have a o
- battle fgr the next ten days but I have not had one attempt by-a
kid to bring a skateboard into the:school so there is-some respect
- that_has heen developed and.nurtured over time. That was a pretty .

harsh_mOVg.-.probabl% one of the harshest moves that [’ve'had to
: ing rules. I don’t . like rules. I have been -
very appreciative of the respect that they:havg"shown.~”

= Ahother5prfh§$bal'cqmméqted that.there_had been a,sigﬁificgnzf .

1ﬁpfovement'in the‘way‘fhe students *responq to people, to visitors and

50 on" but "you are always going to have a certain segment of your .



f‘pobu1ation'that are-going to be prob1ematic ... when you are dea11ng :
w1th such 1arge numbers " This school stressed attendance, as d1d a11 of
 the other schooTs 1nvo1ved-1n the research. Attendance was‘mon1tored
- daily and 1ncent1ves were given for high attendance as part of the '
effort to teach ch11dren that "you have to.live with rea11ty" and that
someth1ngs must’be "accepted as unchangeab]e" while other tthgs that .
are "going to have an.impact on you are chanQeab]e.t’The results "that
~truancy is almost non-existent"'and the'children-were lTearning to be
uresponsible" were the c10$ing comments ;f the'princioallon this
subject It was 1nferred that student conduct 1n all matters were
important to the schoo1 | v
At another schoo] the principal was adamant about student
v deportment as the fo]]oW1ng comment 111ustrates | . .
o1 think the whole deportment of your students is cr1t1ca1 I:can
show you a master teacher who may have a class that reflects a ‘
« different attitude because of the attitude that’s 'been developed in
- the building: So- I think that someth1ng that has to be developed,
'aseaimost an inborn th1ng, is appropriate student deportment. It
affests what’s happening in the classroom. That comes, frem above.
The incorporation of that goa1 through your stafff.
_'Whe manner in wh1ch students conduct themse]ves in the schoo]
affects Tearntng and thus appropr1ate, respon51b1e behav1or enhances"J
iﬁgoa] success. One pr1nc1pa1 fe1t that there were "pract1ca11y no
‘ _disc1p11ne prob]ems - wh1ch is the end resu1t of be1ng §§b1g fam11y " It
: fappeared that appropr1ate conduct was achleved in th1s schoo1 through
the: incorporation of the pr1nc1pa] S phllosophy whlch was that the wholec
hschoo] was V1ewed as a famw]y and that positive conduct should be‘
\ reimforced The prlnctpal had devetoped a system wh1ch a]lowed him to

careﬁelly monitor and reward posrt1ve student conduct, and to encourage

BRI ~.
R ]
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‘students who had not quite met the standards _This pr1nC1pa1 wds very
1nvo1yed with the students\a:: a]most a father figure. If he saw "a k1d
m1senab1e for -some reason," wou]d "try to help the kid." Th1s was . -
‘re1nforced by the comment that 1f a student was "fa111ng academica]]y,
they come down to me and I plan: the1r success And when they succeed I
pat them on gse back They 1ove it." The who]e effort was summed up by -

_the pr1n1c1pa;;when he stated that he wanted the school to be a "happy,hc
'fr1end1y, secug;5p1ace with the emphas1s on doing well - as we]] as you
can. If a 11tt1e k1d is on]y getting 55% in academ1cs, and that is a]]

: they can do, I st111 pat, them on the back " 1?3 _

While all -four of the schoo1s that Igy151ted were very pleasant, °

-4

c1ean, tidy bu11d1ngs, one pr1nC1pa] commented on this because he felt
ythat
. If the place looks good you are creat1ng an atmosphere for kids -
that they will respect. I think that respect begins to show jtself -°
in their entire deportment in the bu11d1ng In the behavior, in the
‘relationships between administratibn and k1ds, and among. teachers,
k1ds, custod1ans, and secretarial staff. . :
Tt should be noted that this schoo]“had undergone some major repair work
- and change§ in the custod1a1 staff. S1nce the arr1va1 of the pr1nc1pa1
| The deportment of’the students was fe]t to influence the 1earn1ng
of the students Students were to act .in a respons1b1e, sens1b1e manner
~at all t1mes in the schoo1 Th1s seems to reflect the pr1nc1pa1s ’
'-ph11osophy of educatlon, and in one dﬂgfrpos1t1ve re1nforcement was
' g1ven emphas1s by the pr1nC1pa1 Attendance was viewed'as an important 4
spart of the p1cture and was stressed in all four schoo]s as 1 noted
from my observatlons wh11e wa1t1ng for 1nterv1ews w1th the pr1nc1pals

“and from the 1nterv1ews. It seenms that principals felt that students
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' and the va1ue of performance appra1sals, was also felt to enhance goa]

must behave in a consistent manner 1n the schoo], and what happened

outside the c1assroom 1nf1uenced what happened 1ns1de the c1assrooM' At

~

the same tlme, from my personal observat1ons, students 1n a11 schools
&

seemed very: happy and maybe even. g]ad to be at schoo]'

Principals gave emgha51s to student deportment for the enhancement

appropr1ate ‘placement of teachers, the importance of the master teacher,‘

¥

‘success.

Effective Instructio'n L
mt"‘;'r &'L

To 1mprove 1nstruct1ona1 effect1veness two pr1nc1pa1s Spoke of the

appropr1ate ut111zat1on of staff" as an 1mportant cons1derat1on Wh11e.

th1s was - a maJor cons1derat1on for one pr1nc1pa1 where 1ow teacher

. turnover was compounded by a sma]l schoo] enro]ment the other.

"here and "it has been effect1ve for us." o BAE

_ prinC1pals on]y made casua] ment1on of th1s aspect. of enhanC1ng goa]

/
'success " The prrnc1pa1 who was concerned about appropr1a staff

unt11zat1on 1nd1cated that he now had "people f1na11y sh ff]ed to where

1 th1nk that we’re gett1ng the most out of them." Th1s was\done in a

manner that was "not threaten1ng" but was based on the "recogn1t1on on
the part of al] individuals that it was for the betterment of the
program and possibly for the betterment of the teachers " Expert1se was

ut1lwzed more fu11y Some teachers were much’ more effect1ve in some

‘areas and grade levels than others S0 "we ve had some- maJor shuffles

\

. One. pr:ncwpa] mentioned that he knew "how 1mportant\tbé,teaching

staff was and another commented‘“it's'easypto;have a good school if you

of goa] success but instructional effect1veness, which included ‘the mostd
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have'a good staff." The aspect of master teachers was only mentidned

’

1nc1dent1a11y However all pr1nc1pals did.bring up and pursue the topic

of teacher performance appra1sals as an aspect that enhanced goal

success. .

In a11 cases the performance appra1sa1s of the teacher 1nvo1ved the
teacher sett1ng persona] goals, orv‘ht the pr1nc1pals genera] referred
‘to as obJect1ves In one school the‘pr1nc1pa1 S performance appraisal.
'np1an p]aced the emp§351s "on the 1nd1v1dua1 be1ng repons1b1e for, f1rst

: ‘of a]] identifying those obJect1ves, tying them in w1th the schoo]

'“iherever poss1b1e and then working out a plan and effect1ng that plan."”

.dt yr~pr1nc1pa1 1nd1cated that some of the goals set with teachers

-

_Jyeals of the teachers were "eva]uated on the basis of resu]ts " AT .

LTy

S

pr1nc1pa1s established the evaluat1on procedures w1th the teachers
dur1ng'a one‘on one conference,»V1s1ted the c]assrooms to obserVe'the '
teacher teach1ng, and -then based on the observat1on gave the teacher
feedback Th1s happened twice a year but it must ‘be" nemembered, as ong
pr1nc1pa] remlnded me, "the Department of Educat1on demanded that there

)

be an eva]uatlon process." |

Performance appra1sa1 gaVe’one’principal “an'opportunity to zern in
on that individual a 1itt1e_more carefully in terms of what he or she
may be producing in:the classroom re]ative to day'to day operation,

- relatie to achievement, behavior or whatever." For another principal it
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‘was an opportunlty to pass on. effect1Ve teach1ng‘1deas, espec1d¥1y for
"new teachers. & : —
- e
~In another schoo] the pr1nc1pa1 qaw the process—as a "persona]
i p1an where "persona] growth and 1mprovement~of the individua]" were of
1mportance It was "up to that person to really work towards that end M
At the same time, the pr1nc1pa] saw h1mse1f "as part of the process in
that I w111 do whatever I can to fac111tate assist, -and support the '
' 1nd1v1dua1 " He also retained "the r1ght to. request objectives or goa]s;-'
: ;for any staff member to’be included." ‘..; )
' " HaV1ng the teachers set goa]s for the performance appraisa]
1nf1uences the.operat1on of Jthe school and what is happen1ng in the
'schoo1”, accord1ng to one pr1nc1pa1 Another pr1nc1pa1 felt that it
;: g1ves us a good oppor 1ty fog takmng a second Lpok at where we have'
been headed as a school" and what is "happen1ng in your spec1f1c AFEE"‘”*
Mre]atwe to 'the schoo] .S pr1or1t1es "'As 1f in c1osing he gaid "It s
3900d ' ,""-f*l‘,v' [ g:""" s o
| Performance appra1sa1s of teachers mdy g1ve princ1pa1s
vopportun1t1es or maybe forces pr1nc1pals to meet and ta1k to teachersqon
a one to one bas1s about thetr persona] effortscxn the schoo] Thls '
probab]y 1mproves commun1cat1on gets the pr1nc1pa1 1nto the classroom
to actua]]y observe what is happen1ng,.and prov1des the pr1nc1pa1 who -
.has expert1se w1th an opportun1ty.to prov1de adv1ce on the 1mprovement
'p'of 1nstruct1on and to genera]]y ass1st the teacher in becom1ng more _',:" -
E effect1ve Of more 1mportance, thws ta]k t1me gave the pr1nc1pa] an B
-opportune tzme to g1ve p051t1ve relnforcement to the teacher concernxng

Q:

'the happen1ngs that the teacher has been 1nvo]ved in T :t SRS

-
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The~work that was done in the school to enhance: goa] success was

: d1ffzcu1t to d1fferent1ate from the genera] work that was, for goa]

]

v‘achievement In the case of these four pr1nc1pa1s, ‘the efforts d1rected

< at ‘the enhancement of goal. success were those th1ngs done to bu11d a

’

'positlve school image, to.build a pos1t1ve schoo1 c11mate, and to

'deve1op 1nstructlona1 effect1veness . S 1 B L

h

, Based on the exper1enées der1ved from working in. a'schoo] that' -

1mproved student 1earn1ng, the pr1nc1pals were’ asked to glve adv1ce to
,other Junior h1gh schoo] pr1nc1pals who wanted to 1mprove 1earn1ng in

N the1r schools.

v
&

Nhat Adv1ce wou1d Pr1nc1pals G1ve To Others Seek1ng To Improve The

Student Ach1evement Leve]s In The1r Own Jun1or H1gh Schoo]s7

. E . N
- :/ . ) . ";)‘

© -

In report1ng the adv1ce that the pr1nc1pa1s wou?d g1we to other
‘>Junior h1gh schoo] pr1nc1pals seek1ng to 1mprove student ]earn1ng in
tthe1r schoo]s, it seemed 1og1ca1 to present each pr1nc1pa1 s adv1te as a e;;
lun1t w1thout mak1ng compar1sons Hopefu]]y this W111 prOV1de the adv1ce
"from each person with un1ty and cohes1on The except1on to- th1s is . the '
'advice that was offered on- dea11ng w1th the un1que aspects of the Jun1or
~ high’ schoo] sett1ng R f'_”gf” ‘f* e "n".j KR ¥

'.‘Adv1ce From,Pr1nC1paJ "A"

- o" The first pr1nc1pa] 1nterv1ewed fe]t that the "greatest motxvator ‘
'"for 1mprovement is to set a goa] and then-to make sure that your
‘commun1ty and your staff ho]d you accountab]e for 1t " It "was Sy

surpr1s1ng" a%cord1ng to th1s pr1nc1pa1 how the process beglns to work

4. : R : : : . ‘ P T j '\,., e

RN N . - el ) L i RS “h
. . : . . . . . . i : .



s"th1s pr1nc1pa1 1mprov1ng ]earn1ng in the schoo] meant giving

B | | | o a7
"as long as we are accountab]e for 1t " But the goa]s were "not Just_"'e?'
sométh1ng that can be- 1eft TR a drawer " He added that teachers were "f
profe551ona1 and "they want to do we11 and this g1ves themﬁthe
.opportun1ty to focus on an area and show that it can be. successfu]" :
that "they can be successfu]‘" Unfortunately the pr1nc1pa] added "I%‘ f"'

: don t have a rec1pe for you

] Adv;ce From Pr1nc1pa1v"B" : - : . -

"There is no adm1n1strator who is Just go1ng to Jump in and find |

- h1mse1f in a pos1t1on to 1mprove ach1evement that year" counse]]ed the
second pr1nc1pa1 1nterv1ewed One has to "1ook at an overa]i 1ong range‘if;;
,‘fp1an" and has to "assess the enV1ronment and a]] aspect of the program ""57_
5‘ﬂAt the same t1me "some maJor steps haVe to be taken in the f1rst year or ;Q}

s

' two to estab11sh a process whereby there 1s a very. positive respect that?y.

-V}students begin to develop for what comes down through the pr1nc1pa1 s

-off1ce " Contro] must be ga1ned 1n1t1a11y over “student behavior" to

Com a551st your teachers" and a "tone" must be “set within the bf{'" N

-jthat a11ows you to produce" changes '"Once you have the behavior under

1contr01 1 th1nk you re then in a pos1t10n where you can get 1nto actua]
, 'cons1stent ga1ns in terms of reach1ng,a sat1sfactqry ]evel of E
- R . =
P’ach1evement - The staff must also "know that the adm1n1stratlon has some‘

-8 L]

pretty h1gh expectatlons in terms of what habpens in’ the c]assroom s Fo

t“f'cons1derat1on to "personne] ‘the curr1cu1um, how you app1;ﬁthe .

i ey
J

curr1cu1um$ how you as the adm1n1strator mon1tor curr1cu1um app11cat1ong;'ﬁ,

i) ¥

4'4'and how adm1ntstrators WOrk w1th the teachers 1n terms of develop1ng
. .‘,J. \' N . ,‘ . A . .
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teacher effectiveness and the1r own personal effect1veness " Teadhers
'-Zhave to "know that you are W1th them, not aga1nst them " :

. ~A'v'3“ _ m. Prin _ S v:’ . ~»:.

The adv1ce that another pr1nc1pa] gave on how to 1mprove student

.‘/;1earn1ng focused an-. the student He indicated that you must - "start with

III'SUCCESS" because the "k1ds w111 on]y work when they ve exper1enced ‘
stuccess "'In add1t1on the students must be "treated w1th d1gn1ty and
. respect " He be11eved emphat1ca1]y that the pr1nc1pa1 must "teach“ nd -

*

: '"get out and be with the k1ds Wi 1f S ' o '»,

' niédyice From’Pr1nc1pa1 "D"

'77 about downg things dlfferently for effect1veness

v-"‘ The 1ast pr1nc1pa1 1nterv1ewed felt that in order to 1mprove e
.bétstudent 1earn1ng, emphas1s must be p]aced "on the sett1ng of appropr1ate
leexpectat1ons for the k1ds and 1ett1ng them know that we be11eved, as a -
X staff, that they are capab]e of d01ng the work and how they can: share 1n ]
h:;that"'and “that everythlng that théy do counts i Staff support was
biﬁessentia] aad\that "takes awh1]e" so "be pat1ent“ but remember ‘that.
;bﬁi u1t1mate suCcess comes about through soT1d team effort." At f1rst the
;n;:pr1nc1pa1 should “spend a 1ot of tlme in d1scu531on, 1n 11sten1ng and in
;“f;observ1ng" wnth staff students and parents T1me must be g1ven for :
?fﬁfﬁteachers to sit back reflect, and 1ook ahead" and 1n general to th1nk -

.-

Ihe,Unloueness of the Jun1or H1qh Schoo]

A]l of the princ1pals agreed that work1ng with the Jun1or h1gh
| schoo] aged ch1ld presented cha]]enges un1que to that age group One
pr1nc1pa1 commented that you recogn1ze that and work around that or;-V

i; wtth that and 1t seems 11ke a norma] day " Ch11dren from the ages of 11 |

r

. -‘v »;,_-,..,-_ e ) R S S e
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"to 16 years arg gohng through a t1me 1n the1r T1ves that "creates fv~f'ﬂ'

"umer°us pr°b]em5" -and all these problems become “wrapped up in thetr‘\“&f

9 schooT work " The phys1caT and emotiona] changes segﬁ to nge rise tojigaﬁf:
soc1a11zat1on probTems They make "bad decwsions“; there is a Tack of}~"‘7ﬁ7
a.\ Fieoo e

good mature peer mode11ng", "there is 1ncred1b1e peer pressure on

'“them"; they are "eas11y exp101ted", and they seem to have "Txttle means

to do the k1nds of thlngs that they want to do " These th1ngs "pose }f?’: S

N \

] maJor probTems for us 1n terms of schoo]" becauseslt 1nterferes “w1th
 the ability of the kid to settTe down and worry: about h1s educatton'" -
One pr1nc1paT Tamented that he often had to: "remlnd teachers and parents t;
that at.the Jun1or h1gh schoo] age the curr1cu1um 1s somet1mes “the” -
Teast 1mportant th1ng " The "growth of the 1nd1v1dua1 and thelr 71'5

S .

acceptance of themseTves" must be "nurtured" and then ”we can take anyv

curr1cu1um and put it to them Jhd they are in a pos1t1on to accept 1t "V;?i’

Through the "understand1ng of where the k1ds are com1ng from&,and‘ :A‘v.;

.~' "Tettlng the k1ds know that they are good" wé can. "C1rcumvent a: Totﬁof | M?

.

| Data anaTys1s, con51st1ng of the presentat1on of categortes of.

' 1deas resu1t1ng from the 1nterv1ews wlth Junior h1gh schoo] pr1nC1paTs,,‘j o
was the concentrat1on of this chapter A categorica] anaTysxs of data

perta1n1ng to each research quest1on was g1ven The next chapter wiTT o

focus on the themes arts1ng from the data



S TChapter Five’ _;‘ L
© THEMES ARISING FROM THE DATA .+

Themes that emerged frOm transcript and persona] log book data will’

- be guven 1n th1s chapter in order to further the reader s. understand1ng

‘:ij*of what an effect1ve pr1nc1pa1 does The themes that emerged were as’

'5hf0110ws~ the pr1nc1pal cared about the schoo] the pr1nc1pa1 knew what
' g

-f”was happen1ng in: the schoo1 and 1ed the happen1"95» the 5Ch°°1 revo1VEd

-~ around a sp1rit of commun1ty, anU there was a. sense of ach1evement in

N

Dot 4w )

gthe progress of the schoo1 __Eilfﬁﬁ-ﬂ',;; w;;j{ o ‘f,

;Qt}fThe:Princtpa1 Cared-AboutaThevSChool' |
. _ o B

. The pr1nc1pa1s 1nvo1ved 1n the research cared about a]] aspectstof
:ig;the schoo] “This- 1nc1uded the students, the teachers, the parents, and
.‘u;the bu11d1ng 1tse]f These pr1nc1pa1s cared that students succeeded
?7}academ1ca11y to the best of their ab111ty and d1rected the act1v1t1es of :‘T
i-fhthe schoo] toward th}S end Goa]s were set w1th the hope that 1mproved
lhh]student achievement wou]d resu]t and the work of- the schoo] revo1ved
'3;'around ach1eV1ng these goals. - : :‘ ltf'f ",'ffff\: '

These pr1nc1pals cared that the1r persona] v1s1on for the schoo] g’f

- was rea]1zed and set about prOV1d1ng the.means for that rea11zat1on

Whether the uas1on was a set 1mage or that which evolved w1th t1me d1d

not seem to’be of s1gn1f1cance because a vision was there to d1rect

'
'.7the1r 1eadersh1p and thus their act1ons and th1nk1ng

3

90"



Car1ng that ‘the studénts 1earned pr1nc1pa]s fo1lowed'tnd1_jdua1.1ﬁ“‘f“

“plans based on the needs of the schoo1 to” see the fu]fi]]ment of the f:
"Cvxs1on Th1s meant that pr1nc1pals cared that the goa]s were set’and sﬁ;l,g{
' R Vi
».that the d1str1ct pr1or1t1es were addressed The 1deas of others weret?\““

{va]ued The expectation that stddents wou]d conducted themse1ves»fn a :ljfj:
respons1b1e manner the placement of teachens to enhance effecttveness,_ flf

dan’the 1nvo1vement of parents in the work1ngs of the school, and the des:ne

to prov1de p1easant schoo] surround1 S a]]-demonstrated the caring of

oL K A?. .
;the pr1nc1pa1 Expectat1ons regard1ng these 1tems become rea11ty with

the determiried effort of the pr1nc1pa1 - ..'Ha"f" 5‘ '.:“vv S

| The car1ng 1ed to a team approach w1th everyone work1ng toward the L
enhancement of 1earn1ng in the school The 1eadersh1p provided by the |
‘. pr1nc1pa1 set the tone for the schoo], and as though contageous, the

vcar1ng was passed to the staff, students and parents However car1ng by P

; .

‘1tse1f was not enough The principals a]so were very 1nv01ved in. the

Ay

rlworklngs of the schoo1
| The Prfnctpa]'KnewLand‘Led What_was;ﬂappening In The School ‘

In a11 cases the pr1nc1pa1 knew what was happen1ng 1n the schoo]

i’

h,,{h1s 1nvo]ved know1ng how goa] ach1evement was progress1ng and taking |

5;=steps to. 1ead th1s progress The\deTementat1on of the act1on plans. for |

~ jgoa] success were carefu]]y monltored and adJusted as needed w1th the

';'advancement of the year wh11e one principal had deve]oped a dev1ce to
keep h1mse]f 1nformed of ach1evement goa] progress other pr1nc1pa]s

re11ed on report cards, observat1ons, and d1rect commun1cation w1th

g.lthose in the. schoo]

.
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Intuition of the pr1nc1pa1 may have a]so been a factor in a\]ow1ng ‘
the pr1nc1pa1 to knoﬁ‘what was 901ng on 1n the schoo] but more .
| dmportance mig}L be attached to the\fact that the pr1nc1pals fe” 1t was - )
=7vs1mp0rtant to be availab]e and v1s1b1e in the schoo] The pr1nc1pa1s made -
'5;;;a po1nt of gett1ng out bf\the off1ce and into the(sch001 classrooms and“
'fqdehallways Th1s a]lowed ‘the pr1nc1pa] to know-whatqwas happen1ng on a A‘
Caida11y basis and to obseer f1rst hand the everyday work toward goa]
.4ach1evement ‘and to be sure that attent1on was focused. Be1ng in the
ha11ways and c]%ssrooms a]so prov1ded pr1nc1pa1s w1th an opportun:ty to
T ~get to know the students by ta]king to. them Students were. a majotr s
source of 1nformat1on for these pr1nc1pals Three out of the four -
pr1nc1pa1s taught a c]ass in add1t1on to carry1ng out tbe pr1nc1palsh1p
duties, and one: pr1nc1pa1 fe]t that th1s was’ essent1a1 ' :
Another method UO‘slto ga1n 1nformat1on regard1ng the work1ngs of
:the school was‘tg v1s1t c]assrooms “Both forma] and 1nforma1 visits - ;?)g
'hhy,0ccurred The 1nforma1 visits were to contact a teacher about an

1mmed1ate concern wh11e the forma] visits were re]ated to the teacher s

o : -
}performance rev1ew o . -

_ Information was also so11c1ted from the: parents on the1r fee11ngs
-regard1ng the work1ngs of the schoo] Thi's was done on an 1nd1V1dua1
'bas1s and through 1nforma1 and formal gatherlngs of parents '
By knowing what was happen1ng in the schoo] the pr1nc1pa1 was ab1e~—
vto 1ead the decis1ons made regard1ng the cont1nuat1on ‘or change of |
act1ons ) that goa] ach1evement m1ght be rea]1zed Frequent]y th1s :

resu]ted in the ‘need for}the pr1nc1pa1 to re1n1t1ate some energy 1nto

’vthe work1ngs a; the school and to engage in. what some pr1nc1pa1s "

«r"
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referred to as prodding whiie prodding was both an individua] and; group :
. act1v1ty, it was done in a manner that high]ighted the schoo] s

community spirit | ' o - - S

P

v

The Sghoo] Revolved Around A Spirit Ovaommunity~.

“As the 1eader ‘of the schoo] these princ1pals felt 1t essential to jff
tkfoster a team effort in the schoo] S0 that the students, the teachers,
fand tﬁk\parents felt 1ike they were an important part of a c0mmunit; In\;
. th]S community, the partiC1pants had a say about the work invo]ved and |
were activeiy invoived in the work so that ownership was felt.
The principals attached a’ great deal of - 51gn1f1cance to the team

' “effort of the staff This entailed not on]y the working together in’

- subject departments but the working toward the same ends as ‘an entire

‘ staff. fhe pr1nc1pa1 and the staff were: a coheSive unit. Sometimes ‘this ~ =
- meant. agreeing to disagree but this was- acceptabTe The team effort/ '
'meant that certain parts of th:;york ‘were de]egated which oniy served to

add to the commitment of the p
3y -

feeling However, the support -and ceunsel of the administrator was

tic1pants and increased the. community

readily available for those engaged 1n the deiegated work
Communication among the actors 1nv01ved 1n the school setting was
of importance Communication between and among the princqpai teachers,(".
r'students and parents took p]ace on- a. frequent ba51s Sometimes the
;rcommunication was on a one tn one baSis and sometimes groups were
;finvoived Forma] and 1nforma1 means. were used depending on the
'Situation But communication of those invoived in the schoo] was d' x

f'promoted and encouraged by the pr1nc1pa1

1



h'A_A'Sense OfyAchieyement_' o L
~ The sense of ach1evement was ev1dent in. a11 of the}pr1nc1pa1s
'r1nterv1ewed They were p]eased w1th the academ1c progess of the students»;'
‘i”in their schoo]s and each quite read11y pointed out the 1mpro:ements

that had taken place in his SChoo1 since h1s arr1va1 In some cases the.-
*

‘ *_1mprovements appeared to have been phenomenal while in other cases the

,1mprovements were more subt]e However, the schoo]s were defin1te]y seen

as: better p]aces to be.

A ' 2

From the comments of the pr1nc1pa]s, one m1ght aSSUme that the.

' students and the teachers a]so fe]t aesense of ach1evement \Students
r

were p]eased that they were do1ng better academ1ca]1y, and teachers fe1tp

S

good about the job that they were do1ng
o L N -Summary;j
The themes that aroses from the data were presented in th1s o - f‘fﬁ.?

fchapter These themes were. overr1d1ng common e1ements of the 1nterv1ews 5

A summary of the study, 1ts f1nd1ngs, persona] ref1ect1ons, and“@*’

S

‘,imp11cat10ns of the*study wi]l be glven 1n chapter six




-Chapter'Sixd )

SUMMARY OF THE STUDY AND ITS FINDINGS
N 4
Th1s chapter will br1ef1y out11ne the purpose methodo1ogy, and

f1nd1ngs of the study Thep persona1 ref]ections of the study and

[
1mp11cat1ons of the study w111 be g1ven

S ‘APurpose'ofathe Study'
The purpose of the study was to 1nvest1gate the work that

_ Jun1or h1gh schod# pr1nc1pa]s do to 1mprove student 1earn1ng in the1r

-

";-schoo]s Spec1f1ca1]y, the study endeavored to determ1ne how ach1evement

goa]s were chosen, how these goals were ref]ected in the work of the p

‘,(schoo1, and what was done to enhanc& goal success The pr1nc1pa15‘

- 1nvo1ved 1n the study were a]so asked to g1ve 3dv1ce that other Jun1or'J
,h1gh schoo1 pr1nc1pa1s seek1ng to: 1mprové'student ach1evement 1n the1rj
_.schoo1s m1ght f1nd of va]ue After def1n1ng the focus, the methodo]ogy"
{Hbest su1ted to the nature of the study was gec1ded upon

s

. 'MethOdo1ogy of‘the»Study

- In an endeavor to understand the subJecttve work that Jun1or h1gh

”pschool pr1nc1pa1s do, the 1nterpret1ve parad1gm was used as the
,framework for the refearch Semi - structured 1nterV1ews were conducted

w1th four “Junior h1gh school pr1nc1pals ‘The tapes were transcr1bed

utranscr1pts were returned to the pr1nc1pa1s to check: for meaningﬁpnd

~1ntent,‘and then the data were ana]yzed for categor1es and themes
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Member checks were carried out with the féspondents regard1ng the

"appropriateness of the categor1es der1ved from th dat .
Find1ngs;of the Study
:;_fj&' o

The f1nd1ngs were reported 1n separate chapters ategopies: der1ved

s

ol
from the data for each research question were reported in chapter four

wh11e ‘the themes that emenged from the data were. reported in chapter

. five. . 1 o o 1‘ S - e :
. _ - . ~
CategorJes se1ected in: response to ‘the quest1on regarding the

choosing of ach1evement goals revo]ved around the pr1nc1pa1’!/v1s1on
Y

s the school.. needs, the principal’ s persona] p1ans and the dwstr1ct

v\-. /

pr1or1t1ei, and the 1deas of the 1nvo]ved actors The v1S1on that the

pr1nc1pa1 he]d for ‘the schooT Was used as a bas1s for choos1ng the _!h'
\ ~

.
‘ ach1evement goals\ However, a careful assgssment of the needs of the.

- school was also conducted by the pr1nc1pa1 and ba]anced W1th~ihe V1$10n

1o ‘see what areas needed to be addressed In th1s part1cu1ar schoo]
district, schoo]s must. address the pr1or1t1es set by, the schoo]
_trustees,‘and these formed a foundat1on for the ach1evement goa1s that
were set for the schoo] Input from the teachers, parents. and students
’was a]so used when; se]ect1ng the school ach1evement goa]s
L Two categor1es arose from the data perta1n1ng t3 the ref]ect1on of
';the ach1evement goa]s in the work of the schoo] These categor1es were
t‘hwork1ng together toward the same end, and work was ongo1ng and

: cons1stent work1ng together toward the same end enta11ed the

.., 1mp1ementat1on of the act1on p]an, the 1mpogi::?e\of,the'team-effort,

;the detegat1on_oF.WOrk,“the work of the depaxt ents,_andithe‘wisibiTity'~ '

R

9

-
L2
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. and accessabi1ity 6f the pr?BCipa1 The category 1nd1cat1ng that work

: es\ab11sh1ng and ma1nta1n1ng 7/pos1t1ve schoo] c11mate, ‘and effective :

: settfng

T . . & . ,‘ : > ’ . T : :
L L G e v S
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was ongo1ng and cons1stent p]aced emphas1s on the goa] re]ated work

.3

be1ng an everyday occurrence ‘the focusing of attentton, the eva]uation, N

of progress toward goa] ach1evement, and the prodd1ng of the pr1nC1pa1

-

to keep work toward goa] ach1evement go1ng

. The three categorles der1ved for the questloy od\what was - done to

enhance goaf¥3uccess were: bu11d1ng a: pos1t1ve schoo] 1page,

ﬁnstructton Commun;ty relat1ons and‘the promot1on7of parenta]

0 -

7>1nvo]vement were the ma1n 1deas perta1n1ng to bui]d1ng a pos1t1ve schoo]r'

| 1mage wh11e appropr1ate‘student deportment and the appearance of the

phys1ca1 p]ant were thoughts expressed w1th regards to the schoo]
c11mate Appropr1ate teacher p1acement the 1mportance of the master
teacher, and the va]ue oﬁathe teacher performance appra1sa1 were the

subJects ment1oned re]at1ng to ‘the efTect1ve~qnstruct1on category

It did not seem 1oqgca1 to report the adv1ce that each pr1nc1pa1 o

) wou]d g1ve to otherlJun1or h1gh 'school prﬁnc1pals seek1ng to improve

student ach1evement 1n the1r schoo]s under categorles SO th1s area was
4

left as a. un1t 0f‘adv1ce from each pr1nc1pa1 The-except1on was the

A .
recogn1t1on'of;the faotors assoc1ated wi

.

”-vt\ Hav1ng reported the categor1es for eac arch quest1on, chapter

f1ve out11ned the tiemes that arose from the data These themes were:

~ the pr1nc1pals cared about the schoo] the pr1nc1pa1§ knew and 1ed what

\

- " was happentng in the- schoo1 the school revo]ved around a spirit of

‘fommun1ty; and there was a sense of ach1evement in the schoo]

'O

RN

3.,

‘the unique’jquor hﬁgh_school_
Lh e Ju _ >
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L ”:'}éiéersona]‘Ref1ections_of the'Study' .
S S

[ : Bt
.

As I conc]uded the study, 1 ref1ected on the themes in re1at1on to

.

my experiences and how the research quest1ons re]ated to prev1ous
" research, These reflect:ons resu1ted in the deve]opment of Further
1ns1ght 1nto the work of the Jun1or high school pr1nC1pa1 | '1‘* h
_When compar1ng the themes to my exper1ences in educat1on, the theme '.i
1nd1cat1ng that the pr1nc1pa1 genu1ne1y cac&*iabout the schoo1 was of "
~ prime 1mportance My exper1ence 1nd1cates that a principal who cares .
nabout all the. happen1ngs in the school shares this feeling w1th the
'1 teachers sfhdents, and parents S0 that thé? too deve1op this fee11ng g
and everyone works harder :p make the schoo] a p]ace where 1earn1ng 1s '
d@‘pr1me 1mportance It was a]so my exper1ence that caring pr1nc1pals'.’
app]y more . effort toward deve]op1ng an awareness of what was happen1ng
' 1n the schoo] Th1s often resu]ted in the re1nforcement of positive
happenings and tak1ng steps to curta11 negat1ve happen1ngs Furthermore,h
' 1n the schoo]s where the pr1nc1pa1 gave an 1nd1cat1on of car1ng,
_ teachers were def1n1te1y more w11]1ng to follow the pr1nc1pa1 s lead.
.Carwng, 1n my experience, ‘was often accompan1ed by arsp1r1t of oneness s
where everyone was work1ng toward the same end and. when progress was
o made, students, teacher, parents, and adm1n1strators fe]t a sense of v
‘ accomp11shment As 1 ref]ected on the compar1son of the study themes to
* my exper1ence, my understand1ng oﬂ.the work of the junior h1gh schoo]

.8 é

adm1n1strator and the ro]e of the adm1n1strator 1n the school .was

enhanced S 7\/,;/'— . T B
T . ‘A'-'-"i:' ) t ' , . » . .



. IR o \ _
Upon further ref]ection of the'work of the brin£1p51§*in the.study;b
it became apparent that the comp]ex1ty of tasks faced by the principal
were stream]uned by adherenca to the goals that were set The goa]s
prov1ded a framework for keeping the work focused and for estab11sh1ng
dail r1or1t1es Pr1nc1pals d1d not View the1r work as a set of comp]ex‘»
isolated tasks but as mean1ngfu1 tasks .on the way to an end product
Work fragmentat1on was rep1aced by a who]eness of pvrpose and this
purpose was related to other members oﬁ,&he team.
;,' The sense of the essent1a1ness of the "team" also became ev1dent as
1 ref]ected on the study H1gh11ght1ng the team enhanced the common
,purpose of the school and therefore it was 1og1ca1 that ‘a- team approach |
vwas deve]oped through all aspects of. the program Everyone was part of
| “the team and most wanted tb be v1ab1e members who put: forth a persona] (
effort toward the ach1evem§>t of school effect1veness But 1t was ;A' ‘
s1gn1f1cant that-the pr1ncipa1 was a major source of energy as he 1ed
his team. | »,' e 'bv' R
Another insight th@t I ga1ned was that h1gh expectat1ons were he1d

ﬁfor everyone in the schoo1 and th1s 1nc1uded the pr1nc1pa1 These
expecFat1ons were verba]yzed and‘part1c1pants were,expected to work
:towardithe fqui]lment of these‘ekpectations‘ Se1f-eva1uations were
undertaken‘by the pr1nc1pa1s which provided a method oF mon1tor1ng se]f
expectat1ons Expectat1ons estab11shed for students, both curr1cu1ar and '
: soc1a1 were based on and recogn1zed the stage of development that the

ado]escent was at Th1s prOV1ded for student expectat1ons that were

rea11st1c and ach1evab1e

& § . ) o ' ] . 4
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The add1t1ona1 aspect that became apparent after. reflecting on the
study was the 1mportance of the pr1nc1pa1 3 V1s1on being part of the way
'i he-was ‘and his acceptance of that This resuTted in 1nd1v1duaT |

1eadersh1p styTes and a fee]1ng that what was be1ng purSued was

' worthwhi]e However, it was a]s% 51gn1f1cant that the’ pr1nc1pa1 s v1s1on _‘

' ~extended beyond the schoo] to encompass the home The home and school

became a unit work1ng to 1mprove student ach1evement

» Itpseemed natural to‘reflect on how the research questions re]ated
to previous research Rutherford (1985), Kroeze (1984), and BTumberg and
Greenf1e1d (1980) indicated the 1mportance of sett1ng goaTs but do not

discuss how the goaTs were translated into. the work1ngs of" the sohooT

-._ However, Rutherford (1985) noted, as did I that effective pr1nc1paTs

B -trans]ated the1r v1S1on into goaTs Agreement was aTso noted between my
thes1s and the work of Murphy (1987). on’ the 1nfTuence of the d1str1ct
) expectatlons on the work of the pr1nc1pa1 The pr1nc1paTs in my study
. - knew that ‘the d1str1ct pr1or1t1es had to be addressed in the schooT
TgoaTs There was a1$o a pos1t1ve link- between my work and that of Dwyer
- (1986a, 1986b) Dwyer using case stud1es, endeavored to show a -f -
ureTationshlp between the behav1or of the pr1nc1paT and the target that
- the behav1or ‘was 1ntended to 1nf1uence Ev1dence of the behav1ors and .
.the behavior targets, as T1sted by Dwyer (1986a, 1986b) can be seen in -
my- work Thus, as I refTected, it became evident that there was a |
‘ reTatlonsh1p between past research and my work ‘
' By refTect1ng on the study and compar1ng the study to my

_experlences and to past research 1 deveToped further 1ns1ght into the :
. 4 ) & .. ‘
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work of the Jun1or h1gh schoo1 adm1n1strator and the administrator s

, re]at1onsh1p to some* of the other happen1ngs 1n the schoo]

" : ImpTications'of the Study

&

" As’a resu]t of the study, the fo]1ow1ng 1mp11cat1ons were
& .
deve]opqd . S

1 Jun1or h1gh schoo] pr1nc1pa1s shou]d not underest1mate the 1nf1uentew

they have on the work1ngs of the schoo] - Careful p]anning coup]ed with a

TS

_desire to 1mprove the schoo] can produce results. Car1ng about theb
work1ngs of the schoo1 and f1nd1ng ways to- keep 1nformed about what is
‘happen1ng 1n the schoo] prov1de the- prr{t1pa1 w1th a firm bas1s for

......

1eadersh1p

QNIZ Wh11e the pr1nc1pa1 may be 1nf1uent1a1 1n the sch001 a complete and
\. tota1 team effort may produce the best resu]ts This means that - . g
teachers, students, and parents fee] that they are va]uab]e and y

contr1but1ng members of the team

-3 Leadersh1p from the schoo] d1str1ct has the potent1a1 to impact the - B
. 1eadersh1p g1ven by the pr1nC1pa1 Nhen th1s 1s comb1ned With the
*;pr1nc1pa1 s vws1on, and 1nput from teachers and the commun1ty the
o potent:h\_for goal se]ect1on wh1ch w111 1ead to 1mproved student

“1earn1ng 1s 1ncreased

4 Goa]s for 1mprov1ng student achlevement Ei//prov1de a focus for the

- work of the pr1nc1pa1 and the schoo1 Ways must be deV1sed to enhance



vy
® Vv S - . : B .10z
. ‘goal ichievementdand then the goals must‘direbt thevwdrk of the,sqhoo]
on an ohgoing end cqnsistent.basis, '
5 Goal ach1evement is very reward1ng and thus . the sma]] ga1ns may -

ot

provide the 1ncentive needed to make greater gain. »tb ' , ,5¥.

Schoo]s can he]p students to 1earn to the max1mum of thehr ab111ty, g
end princ1pals can 1nf1uence the happenlngs in the-school KThe ]
principa]s 1nvo]ved in this research used the1r own’v1s1ons for the i
schoo] the d1str1ct pr1d;1t1es, -and ‘concerns of teachers and paredts tohi
’ estab11sh ach1evement goa]s that were ref]ected 1n the work1ngs of the

‘schoo1 as a cons1stent bngo1ng, team: effort
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© SAMPLE PAGES OF RAW DATA

o

.‘:::

I..~ What was your vision for this school when you.started here? o
4_..0 : . " . -‘ . . N . - . ” . ) .'.
R... I wanted to move on a number of fronts in terms of this school.
Certainly the academic growth was probably the most .important to.me. So
~-many times, it seems to me, we categorized a school based on its
clientele. "We often settle: for 'this is the best we can do’; and we
can’t do any more. It seems to me that is really a-myth, because I do -
. believe that young people, -the students that we work with'will respond
- o the kinds of expectatijons that we set for them. Ca s T AR
I. '
R: Yes, that’s right. It seemed to me that in working to improve the.
academic“achievegent of the school as a whole, that we ‘would want to
take a look at what..kinds of expectations we have of ‘our students - are
- they realistic, are they ones that are set in traditional mythology or
-are they ones that we should.be changing. 1 concluded that they were
expectations that we should .be 'changing, that we should be setting
higher expectations. We should be indiéatigg,to our students that in
fact they can do better. You can always do better. To do- better. means

I think that you have shown that in the last few years:

certain things to each individual student. T

4.2 o L o R . S

- One of the:things that we have been working on now,: not-uniformiy

-+ across: the school, but where people are ready to move, -has been-the -

- involvement of students with their classroom teachers-in setting their
own kinds of expectations and then Tooking at those from report card e
report card with the teacher in terms of having really achieved what. .

- they thought they could and could they have achieved more.™ - We even .\?:u
« ~inyolve the students to a certain degree in their own personal = = .
. assessment, So ‘they might say ‘I had hoped that for this portion of my

mark I-would get 60%. . o RS S -

I.  So they are-setting goals for themselves?
4.3 : [ : i R ' e
R. . Yes. That’s true. -Yes. That is one of the things that we have™ - -
been moving on as well. We have a-long way to'go on-that. -Other things"
that we are doing, is looking.at trying to work. from a team base more at- .
a- particular grade level, rather than teachers in isolation. So when 1 "~
- ‘came here three years ago, one of the first things I did was to identify
people who would be responsible for bripging these groups of teachers ' -
-together to-discuss common concerns,-common issues with respect to the
curriculum, with respect to instruction, with respect to student '
behaviour and attitude at-a particular grade. We have moved quite a
Tong way on that. ‘ O e

S P WOuld'that‘be-éubject»teams?’:-.f:
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'R. - That has, up to this point, been subJect or1ented The next step
in the plan-will be implemented this fall. I’11 still. retaln the
subject and instruction curriculum emphasis through one team setting,
and I am bu11d1ng a second team setting which will be headed up by a

grade coordinator-counsellor - a dual role. These individuals will have .-

a half time ass1gnment to carry that task out. Now we a¥e - I don’t
know if this is good or bad, we’1l find that out as we go -along -
stating that the task of these people, one at each grade level, will be
"to Took specifically at and work with teachers and students in terms of
attitude, soc1a11zat1on, transition into grade 7, from elementary

schoo], and of course at the grade 9 level their transition into senior o

high. - Sq we’ll have some very specific responsibilities in a d1fferent‘
area as -opposed to. the actual 1nstruct10n and curn1cu1um 5 :

T'I.' Will these peop]e-be.tra1ned counse]]ors?
4.5 ! ‘

~ R.. One is a trained couriselor but the other fwo are not. They are

~people who''have expressed a considerable interest in the :area. I went
through a process, just W1th1n my own staff of -37-teachars, to make sure
that there would be ownersh1p for it and that people would feel that
this was something that as a staff they wantEd to do. I indicated to

. begin with that I was not going. outside. T9wanted to draw from the pool
" that we had here, and I think that 1s go1ng to pay off a 1ot MOre than

g br1ng1ng in an outs1der ‘ , .

*

1. There w1]1 be certa1n advantages in that they will know the -

:t“students and the teachers7.
T 4.6

| R That S r1ght “The 1ong range p]an of that would be for examp]e, v
the individual assigned to that kind of task for grade seven will rema1n
w1th those students all the way through the1r Jun1or h1gh curr1cu1um '

I. Oh is that. r1ght7

4.7 .

R.So they will move a]ong 1nto grade e1cht and 1nto grade n1ne, and
. . those number of years down the. 11ne, they w111 be back to ‘grade’ seven
“;agaln. Co v y ,
I. So they w111 rea11y get to know a sma]]er port1on of the students o
,uthen? o ‘-ea o A Lo : :
4.8 -,' ) -
< R.. Pre61se1y « And the students should rea}Jy get to know them as
'.ind1v1duals whom they can talk to about many d1fferent k1nd of th1ngs

1. w111 th1s 1nvo1ve the hime? B
4.9 . ' o o
R. - This-will def1n1te1y 1nvo]ve the home as we11 These individuals

“will be the first home contact people on staff. -1 don’t want to negate

“my own presence here but-I think that where people can 1dent1fy an -
.;;1nd1v1dua1 and become very know]edgab]e aboutﬁth;-~'nd of job they have’

Loe



,  task for that counse]}or to do that job effectively for every one .

r" R ' ‘ . ; ,.‘113.:‘

to do, and also that staff member hanng_that kind of KnoWTedge about
the family and the students should pay. off an awful lot in the long run
for us. - . ‘ ‘ , , , :

I. And it is unrea]istic to expect one person_to‘knowl§élmgny studentss
as well as... o S ' C '
4.10 '

R. It is'impdssib1e,'when we are looking at about 700 studehts‘in our
school. . Although we have a full time counsellor, it is.an imp ble

first came to this school? . .
4.11 - : W o ) ’ T

~ This actually was part of a long'rangeplan that I had thought out -
it my mind - pot all the details by any means, norxaM- the means of
- implementing it. This was part.of a plan that I wanted to ‘see o
implemented over a period of time, realizing that being new to a school
- and to effectively make changes, .one has to work with the people and
-bring them along with you. One must recognize that people are ngt all
at the same place at any point in time.- In my first year I moved much
more rapidly than I have in the past#two and I think that the results .
that 1 am getting now are far greater and will be more beneficial in the

1. How does this djffer from what you H%dghoped_tS‘accomp]js&-when ydu .

1qng_€yn. . )

. I. Was' improving achievement in the school one of the major things you:
set .out to do?. . L e e
4.12 A R S S v o '
R..That. is right. .The achievement<and to look at improved student = .
-deportment.. The kind of contact that you would have with children in our

o school -now ‘compared with three years ago is significantly different 4in

terms. of the way they respond to people, to visitors and so on. So'I
‘think. we -made some. very gdodfgqinsxthere. _. h L T .

-
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. CATEGORTCAL RESPONSES TO RESEARCH, QUESTIONS

QUESTION 1. How were echietement éoats,chosen?
h”a) The v1s1on that the pr1nc1pa1 he]d for the sehool was used as a’
.bas1s for choos1ng the ach1evement goa]s |

b) Schoo] needs were. carefu]]y cons1dered when se]ect1ng schoe1
i%each1evement goals

©): . The persona] p1an of the prwnc1pa1 and the school district .
pr1or1t1es prov1ded the foundat1on for the schoo] ach1evement goa]s
d). “Input was so]1C1ted from the actors 1nvo1$ed in- the schoo] when'
' se]ect1ng‘the schoo] ach1evement goa]ss o ) /', o ;ég o

-
Y

© QUESTION 2. .ng»wegefachievemént.goa1s'feFIectedﬁin_xhe work of the

school? * -

)"

. a)-_wofking together tdWard the'seme end

-.f - 1mp1ementat1on of the action plan @

- the 1mportance of the team effort the de]egat1on of’
work, and the &ork of the departments.‘ o

= the pr1nc1pa1 was visible and_ accessab]e .v;:

b)} WOrk was ongo1ng and cons1stent

o an‘everyday occurance

R foCused'attehtton ' .

eva]uat1on of progress toward. goa]s as you go. _ .

the prodd1ng of the pr1nC1pa1 B :
m, « . - . ) | | . -
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QUESTION,3H “What was done to enhence goa]~sUccess?

~e) Bu11d1ng a pos1t1ve $chool 1mage
B community re13t1on w0rk R .?vmg
.- parenta] 1nvo1vement |
’f'b) Estab11sh1ng and ma1nta1n1ng a pos1t1ve schoo1 c11mate ;
- appropr1ate student deportment : |
- appearance of‘the phys1ca1 plant
c) fEffective.instruction j
- approoriate teacher;oiacement~
- importance of the master teacher

- teacher performance apprawsa]

410UESTION‘4‘ What adv1ce wou]d pr1nc1pals g1ve to others seek1ng to

t1mpr6ve student ach1evement 1evels in the1r own Jun1or h1gh schoo]s7

a)  The spectt?c advice from each principa]
. b) - Recogn1t1on of the factors assoc1ated w1th the unique

Junlor h1gh schoo] sett1ng L



L4

‘was an opportunlty to pass on. effect1Ve teach1ng‘1deas, espec1d¥1y for
"new teachers. & : —
- e
~In another schoo] the pr1nc1pa1 qaw the process—as a "persona]
i p1an where "persona] growth and 1mprovement~of the individua]" were of
1mportance It was "up to that person to really work towards that end M
At the same time, the pr1nc1pa] saw h1mse1f "as part of the process in
that I w111 do whatever I can to fac111tate assist, -and support the '
' 1nd1v1dua1 " He also retained "the r1ght to. request objectives or goa]s;-'
: ;for any staff member to’be included." ‘..; )
' " HaV1ng the teachers set goa]s for the performance appraisa]
1nf1uences the.operat1on of Jthe school and what is happen1ng in the
'schoo1”, accord1ng to one pr1nc1pa1 Another pr1nc1pa1 felt that it
;: g1ves us a good oppor 1ty fog takmng a second Lpok at where we have'
been headed as a school" and what is "happen1ng in your spec1f1c AFEE"‘”*
Mre]atwe to 'the schoo] .S pr1or1t1es "'As 1f in c1osing he gaid "It s
3900d ' ,""-f*l‘,v' [ g:""" s o
| Performance appra1sa1s of teachers mdy g1ve princ1pa1s
vopportun1t1es or maybe forces pr1nc1pals to meet and ta1k to teachersqon
a one to one bas1s about thetr persona] effortscxn the schoo] Thls '
probab]y 1mproves commun1cat1on gets the pr1nc1pa1 1nto the classroom
to actua]]y observe what is happen1ng,.and prov1des the pr1nc1pa1 who -
.has expert1se w1th an opportun1ty.to prov1de adv1ce on the 1mprovement
'p'of 1nstruct1on and to genera]]y ass1st the teacher in becom1ng more _',:" -
E effect1ve Of more 1mportance, thws ta]k t1me gave the pr1nc1pa] an B
-opportune tzme to g1ve p051t1ve relnforcement to the teacher concernxng

Q:

'the happen1ngs that the teacher has been 1nvo]ved in T :t SRS

-
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The~work that was done in the school to enhance: goa] success was

: d1ffzcu1t to d1fferent1ate from the genera] work that was, for goa]

]

v‘achievement In the case of these four pr1nc1pa1s, ‘the efforts d1rected

< at ‘the enhancement of goal. success were those th1ngs done to bu11d a

’

'positlve school image, to.build a pos1t1ve schoo1 c11mate, and to

'deve1op 1nstructlona1 effect1veness . S 1 B L

h

, Based on the exper1enées der1ved from working in. a'schoo] that' -

1mproved student 1earn1ng, the pr1nc1pals were’ asked to glve adv1ce to

,other Junior h1gh schoo] pr1nc1pals who wanted to 1mprove 1earn1ng in

-
&

Nhat Adv1ce wou1d Pr1nc1pals G1ve To Others Seek1ng To Improve The

Student Ach1evement Leve]s In The1r Own Jun1or H1gh Schoo]s7

. s .
N . : »’4‘*,.

© -

In report1ng the adv1ce that the pr1nc1pa1s wou?d g1we to other
‘>Junior h1gh schoo] pr1nc1pals seek1ng to 1mprove student ]earn1ng in
tthe1r schoo]s, it seemed 1og1ca1 to present each pr1nc1pa1 s adv1te as a e;;
lun1t w1thout mak1ng compar1sons Hopefu]]y this w111 prOV1de the adv1ce
"from each person with un1ty and cohes1on The except1on to- th1s is . the ‘-A
'advice that was offered on- dea11ng w1th the un1que aspects of the Jun1or
~ high’ schoo] sett1ng R f'_”gf' ‘f* e "n".j KRR '/

'.‘Adv1ce From,Pr1nC1paJ "A"

- o" The first pr1nc1pa] 1nterv1ewed fe]t that the "greatest motxvator ‘
'"for 1mprovement is to set a goa] and then-to make sure that your
‘commun1ty and your staff ho]d you accountab]e for 1t " It "was Sy

surpr1s1ng" a%cord1ng to th1s pr1nc1pa1 how the process beglns to work

4. : KR . . ; . ) P oy . -\_, )

e : o e o



t"th1s pr1nc1pa1 1mprov1ng ]earn1ng in the schoo] meant giving

B | | | o a7
"as long as we are accountab]e for 1t " But the goa]s were "not Just_u'"‘
sométh1ng that can be- 1eft TR a drawer " He added that teachers were "f
orofe551ona1 and "they want to do we11 and th1s g1ves themﬁthe
.opportun1ty to focus on an area and show that it can be. successfu]" :
that "they can be successfu]‘" Unfortunately the pr1nc1pa] added "I%‘ f"'*

: don t have a rec1pe for you

] Adv;ce From Pr1nc1oa1v"B" : - : | -

"There is no adm1n1strator who is Just go1ng to Jump in and find |

- h1mse1f in a pos1t1on to 1mprove ach1evement that year" counse]]ed the
second pr1nc1pa1 1nterv1ewed One has to "1ook at an overa]i 1ong range‘if;;
,‘7p1an" and has to "assess the enV1ronment and a]] aspect of the program ""57
5‘ﬂAt the same t1me "some maJor steps haVe to be taken in the f1rst year or ;Q}

s

' two to estab11sh a process whereby thé?e 1s a very. positive respect that?y.

~-'}students begin to develop for what comes down through the pr1nc1pa1 s
-off1ce " Contro] must be ga1ned 1n1t1a11y over “student behavior" to

o a551st your teachers" and a "tone" must be “set within the bui.ding

-jthat a11ows you to produce" changes '"Once you have the behavior under

1contr01 1 th1nk you re then in a pos1t10n where you can get 1nto actua]
, 'cons1stent ga1ns in terms of reach1ng,a sat1sfactqry ]evel of |
- 2 . =
P’ach1evement - The staff must also "know that the adm1n1stratlon has some‘

-8 L]

pretty h1gh expectatlons in terms of what habpens in’ the c]assroom s Fo

t“f'cons1derat1on to "personne] ‘the curr1cu1um, how you app1;ﬁthe

.;{_ 4."'.,
Lar

curr1cu1um$ how you as the adm1n1strator mon1tor curr1cu1um app11cat1ong;'ﬁu

A

4'4'and how adm1ntstrators WOrk w1th the teachers 1n terms of develop1ng
: o e to oo
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teacher effectiveness and the1r own personal effect1veness " Teadhers

'*3zhave to "know that you are W1th them, not aga1nst them " :

The adv1ce that another pr1nc1pa] gave on how to 1mprove student <

.i¢;1earn1ng focused an-. the student He indicated that you must - "start with

'r.success" because the "k1ds w111 on]y work when they ve exper1enced
stuccess "'In add1t1on the students must be "treated w1th d1gn1ty and
. respect " He be11eved emphat1ca1]y that the pr1nc1pa1 must "teach“ nd -

a '"get out and be with the k1ds oo =:' o B

' niédyice From’Pr1nc1pa1 "D" - |
u-"‘ The 1ast pr1nc1pa1 1nterv1ewed felt that in order to 1mprove e
.bétstudent 1earn1ng, emphas1s must be p]aced "on the sett1ng of appropr1ate
beexpectat1ons for the k1ds and 1ett1ng them know that we be11eved, as-a -
X staff, that they are capab]e of d01ng the work and how they can: share 1n ]
_h:;that"'and “that everythlng that théy do counts i Staff support was
biﬁessentia] aad\that "takes awh1]e" so "be pat1ent“ but remember ‘that.
;bﬁi u1t1mate suCcess comes about through soT1d team effort." At f1rst the
ﬂlﬁpr1nc1pa1 shoUld “spend a lot of tlme in d1scu531on, 1n 11sten1ng and in
;ff;observ1ng" wnth staff students and parents T1me must be g1ven for :
?s{fﬁteachers to sit back reflect, and 1ook ahead" and in general to th1nk -

.- .

lf] about downg things dlfferently for effect1veness

Ihe,Unloueness of the Jun1or H1qh Schoo]

A]l of the princ1pals agreed that work1ng with the Jun1or h1gh

= schoo] aged ch1ld presented cha]]enges un1que to that age group One

pr1nc1pa1 commented that you recogn1ze that and work around that or;-V

J_ wtth that and 1t seems 11ke a norma] day " Ch11dren from the ages of 11 |

"v ’Q,:v-'
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"to 16 years arg gohng through a t1me 1n the1r T1ves that "creates f«~3'ﬂ' o

"umer°us pr°b]em5" -and all these problems become “wrapped up in thetr‘\ﬁﬁf

9 schooT work " The phys1caT and emotiona] changes segﬁ to nge rise tojigeﬁff
éoc1a11zat1on probTems They make "bad decwsions“; there is a Tack of}~"‘7ﬁf
&.\ Fieoo e

good mature peer mode11ng", "there is 1ncred1b1e peer pressure on

'“them"; they are "eas11y exp101ted", and they seem to have "Txttle means

to do the k1nds of thlngs that they want to do " These th1ngs "pose }f?’: S

N \

] maJor probTems for us 1n terms of schoo]" becauseslt 1nterferes “w1th
 the ability of the kid to settTe down and worry: about h1s educatton'" -
One pr1nc1paT Tamented that he often had to: "remlnd teachers and parents t;
that at.the Jun1or h1gh schoo] age the curr1cu1um 1s somet1mes the - )
Teast 1mportant th1ng " The "growth of the 1nd1v1dua1 and thelr 71“"

S .

acceptance of themseTves" must be "nurtured" and then ”we can take anyv

curr1cu1um and put it to them Jhd they are in a pos1t1on to accept 1t "V;?i’

Through the "understand1ng of where the k1ds are com1ng from&,and‘ :y |

.~' "Tettlng the k1ds know that they are good" wé can. "C1rcumvent a: Totﬁof | M?

probTems " . }nf°' o \;; o "g-t;fi;fgﬁjtftr:"

.

| Data anaTys1s, con51st1ng of - the presentat1on of categortes of.

' 1deas resu1t1ng from the 1nterv1ews wlth Junior h1gh schoo] pr1nC1paTs,,‘j o
was the concentrat1on of this chapter A categorica] anaTysxs of data

perta1n1ng to each research quest1on was g1ven The next chapter wiTT o

focus on the themes ar1s1ng from the data
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© THEMES ARISING FROM THE DATA .+

Themes that emerged frOm transcript and persona] log book data will’

'-d be guven 1n th1s chapter in order to further the reader s. understand1ng

‘;ijVoF what an effect1ve pr1nc1pa1 does The themes that emerged were ‘as’

'fhfollows~ the pr1nc1pal cared about the schoo] the pr1nc1pa1 knew what

-:"was happen1ng in. the schoo1 and 1ed the happen1ngs, the schoo1 revo]ved

-~ around a sp1rit of commun1ty, anU there was a. sense of ach1evement in

N

St -

dthe progress of the schoo1 __Eilfﬁﬁ-ﬂ',;; w;;j{ o ‘f,

ﬂi:;ﬁjhe,ﬁrinctpa1 Cared.AboutifhevSChoolv"
L f. e ‘,1 o e ". o L
. The pr1nc1pa1s 1nvo1ved 1n the research cared about a]] aspects‘of
:ig;the schoo] “This- 1nc1uded the students, the teachers, the parents, and
.‘u;the bu11ding 1tse1f These pr1nC1pa1s cared that students succeeded
?7}academ1ca11y to the best of their ab111ty and d1rected the act1v1t1es of :‘T
i-iithe schoo] toward 6;;5 end Goa]s were set w1th the hope that 1mproved
‘h]student achievement wou]d resu]t and the work of- the schoo] revo1ved
'3:'around ach1eV1ng these goals. - : :‘ ltf'f '»v'ffff\: ‘

These pr1nc1pals cared that the1r persona] v1s1on for the schoo] g’f

- was rea]1zed and set about prOV1d1ng the.means for that rea11zat1on

Whether the uas1on was a set 1mage or that which evolved w1th t1me d1d

not seem to’be of s1gn1f1cance because a v1s1on was there to d1rect

»
'-7the1r 1eadersh1p and thus the1r act1ons and th1nk1ng

90"



“plans based on the needs of the schoo1 to see the fu]fi]]ment of the ::
"CVts1on Th1s meant that pr1nc1pals cared that the goa]s were set’and 'fhf
' R ’_'.~. 
».that the d1str1ct pr1or1t1es were addressed The 1deas of others were

5w;’va1ued The expectation that stddents wou]d conducted themse]ves»fn a :LQT'\
respons1b1e manner the placement of teachens to enhance effecttveness, fff
'-f the 1nvo1vement of parents in the work1ngs of the schobl, and the des:ne

to prov1de p1easant schoo] surround1 S a]]-demonstrated the cartng of
K £

'A;the pr1nc1pa1 Expectat1ons regard1ng these 1tems become rea1tty wtth

\—-'»g, . ".‘._v

the determined effort of the pr1nc1pa1 S ':" ?' _
| The car1ng 1ed to a team approach w1th everyone work1ng toward the .
enhancement of 1earn1ng in the school The 1eadersh1p provided by the

‘. prlnc1pa1 set the tone for the schoo], and as though contageous, the

.
vcar1ng was passed to the staff, students and parents However car1ng by P

‘1tse1f was not enough The principals a]so were very 1nv01ved in. the

Ay

rlworktngs of the schoo1
| The Prtnctpa]'KnewLand‘Led What_was;ﬂappening In The School ‘

In a11 cases the pr1nc1pa1 knew what was happen1ng 1n the schoo]

i’

h,,{h1s 1nvo]ved know1ng how goa] achtevement was progress1ng and taking

5f steps to. 1ead th1s progress The\deTementat1on of the act1on p]ans for,f

~ jgoa] success were carefu]]y monltored and adJusted as needed w1th the

f;'advancement of the year wh11e one principal had deve]oped a dev1te to

keep htmse]f 1nformed of ach1evement goa] progress other pr1nc1pa]s
re11ed on report cards, observat1ons, and d1rect communtcation w1th

.:those in the. schoo]

.
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Intuition of the pr1nc1pa1 may have a]so been a factor in a\]ow1ng
_ S :
the pr1nc1pa1 to know‘what was 901ng on 1n the schoo] but more .
1mportance mig}L be attached to the\fact that the pr1nc1pals fe” 1t was -

;;it;1mp0rtant to be availab]e and v1s1b1e in the schoo] The pr1nc1pa1s made -
1{;;;a po1nt of" gett1ng out bf\the off1ce and into the(sch001 classrooms and“
'fELehallways Th1s a]lowed ‘the pr1nc1pa] to know-whatqwas happen1ng on a A‘
Caida11y basis and to obseer f1rst hand the everyday work toward goa]
.4ach1evement ‘and to be sure that attent1on was focused. Be1ng in the
‘ha11ways and c]%ssrooms a]so prov1ded pr1nc1pa1s w1th an opportun1ty to
T ~get to know the students by ta]king to. them Students were. a majotr s
source of 1nformat1on for these pr1nc1pals Three out of the four -
pr1nc1pa1s taught a c]ass in add1t1on to carry1ng out tbe pr1nc1palsh1p
duties, and one: pr1nc1pa1 fe]t that th1s was’ essent1a1 o
Another method UO‘slto ga1n 1nformat1on regard1ng the work1ngs of
:the school was‘tg v1s1t c]assrooms ‘Both forma] and 1nforma1 v1s1ts - ;ff;
ffhd,bccurred The 1nforma1 visits were to contact a teacher about an

1mmed1ate concern wh11e the forma] visits were re]ated to the teacher s

o -
}performance rev1ew o . - '

_ Information was also so11c1ted from the: parents on the1r fee11ngs
’-regard1ng the work1ngs of the schoo] Thi's was done on an 1nd1V1dua1
'bas1s and through 1nforma1 and formal gatherlngs of parents :

By knowing what was happen1ng in the schoo] the pr1nc1pa1 was ab1e~—
vto 1ead the decis1ons made regard1ng the cont1nuat1on ‘or change of |
act1ons ) that goa] ach1evement m1ght be rea]1zed Frequent]y th1s

resu]ted in the ‘need for}the pr1nc1pa1 to re1n1t1ate some energy 1nto

’vthe work1ngs a; the school and to engage in. what some pr1nc1pa1s "
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referred to as prodding whiie prodding was both an individua] and; group :
. act1v1ty, it was done in a manner that high]ighted the schoo] s

community spirit | ' o - - S

P

v

The Sghoo] Revolved Around A Spirit Ovaommunity~.

“As the 1eader ‘of the schoo] these princ1pals felt 1t essential to jff
,foster a team effort in the schoo] S0 that the students, the teachers,
fand tﬁk\parents felt 1ike they were an important part of a c0mmunity In\;
; th]S community, the partiC1pants had a say about the work invo]ved and |
were activeiy invoived in the work so that ownership was felt.

The principals attached a’ great deal of - 51gn1f1cance to the team
' “effort of the staff This entailed not on]y the working together in’

- subject departments but the working toward the same ends as ‘an entire
‘ staff. fhe pr1nc1pa1 and the staff were: a coheSive unit. Sometimes ‘this ~ =
- meant. agreeing to disagree but this was- acceptabTe The team effort/ '
'meant that certain parts of the“work were de]egated which oniy served to
add to the commitment of the pa;Zic1pants and increased the. community
feeling However, the support -and ceunsel of the administrator was
readily available for those engaged 1n the deiegated work

Communication among the actors 1nv01ved 1n the school setting was
of importance Communication between and among the princqpai teacherspg"d‘
't'students and parents took p]ace on- a. frequent ba51s Sometimes the |
;rcommunication was on a one tn one baSis and sometimes groups were
;finvoived Forma] and 1nforma1 means. were used depending on the _
'Situation But communication of those invoived in the schoo] was d' x

f'promoted and encouraged by the pr1nc1pa1



E'A_A'Sense OfyAchieyemeht_' S .

~ The sense of ach1evement was ev1dent in. a11 of the}pr1nc1pa1s
'r1nterv1ewed They were p]eased w1th the academ1c progess of the students»f
‘i”in their schoo]s and each quite read11y pointed out the 1mpro:ements

that had taken place in his SChoo1 since h1s arr1va1 In some cases the :
*

*_1mprovements appeared to have been phenomenal while in other cases the
,1mprovements were more subt]e However, the schoo]s were defin1te]y seen

as: better p]aces to be.

A ' 2

From the comments of the pr1nc1pa]s, one m1ght aSSUme that the.

' students and the teachers a]so fe]t aesense of ach1evement \Students
r

were p]eased that they were do1ng better academ1ca]1y, and teachers fe1tp

S

good about the JOb that they were do1ng
O N -Summary;f
The themes that aroses from the data were presented in th1s o - f‘fﬁ.?

fchapter These themes were. overr1d1ng common e1ements of the 1nterv1ews :

A summary of the study, 1ts f1nd1ngs, persona] ref1ect1ons, and“@*’

S

‘,imp11cat10ns of the*study wi]l be glven 1n chapter six




-Chapter'Sixd )

SUMMARY OF THE STUDY AND ITS FINDINGS
| . , B t'
S 4
Th1s chapter will br1ef1y out11ne the purpose methodo1ogy, and
f1nd1ngs of the study Thep persona1 ref]ections of the study and

[
1mp11cat1ons of the study w111 be g1ven

‘APurpose'ofathe Study'

4 The purpose of the study was to 1nvest1gate the work that
_ Jun1or h1gh schod# pr1nc1pa]s do to 1mprove student 1earn1ng in their //
'k-schools Spec1f1ca1]y, the study endeavored to determ1ne how ach;evement
goa]s were chosen, how these goals were ref]ected in the work of the p
‘,(schoo1, and what was done to enhanc& goal success The pr1nc1pa15‘

: 1nvo1ved 1n the study were a]so asked to g1ve 3dv1ce that other Jun1or'J

,h1gh schoo1 pr1nc1pa1s seek1ng to: 1mprové'student ach1evement in their

_.schoo1s m1ght f1nd of va]ue After def1n1ng 1he focus, the methodo]ogy"

_ {Hbest su1ted to the nature of the study was gec1ded upon

s

. 'MethOdo1ogy of‘the»Study

- In an endeavor to understand the subJecttve work that Jun1or h1gh

”pschool pr1nc1pa1s do, the 1nterpret1ve parad1gm was used as the
,framework for the refearch Semi - structured 1nterV1ews were conducted

w1th four “Junior h1gh school pr1nc1pals ‘The tapes were transcr1bed

utranscr1pts were returned to the pr1nc1pa1s to check: for meaningﬁpnd

~1ntent,‘and then the data were ana]yzed for categor1es and themes
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"appropriateness of the categor1es der1ved from th dat .
Find1ngs;of the Study
.:'-.f” -

The f1nd1ngs were reported 1n separate chapters 'tego ies: der1ved

s

"
from the data for each research question were reported in chapter four
wh11e ‘the themes that emenged from the data were. reported in chapter
. five. . 1 o o 1‘ S - e :

. _ - , ~
CategorJes se1ected in: response to ‘the quest1on regarding the
choosing of ach1evement goals revo]ved around the pr1nc1pa1’!/v1s1on

L

s the school.. needs, the principal’ s persona] p1ans and the dastr1ct
pr1orﬁt1es, and the 1deas of the 1nvo]ved actors The v1S1on that the
pr1nc1pa1she]d for the schooT Was used as a bas1s for choos1ng the ;"

'e%ch1evement goals\ However, a careful assqssment of the needs of the.
;; schod] was also conducted by the pr1nc1pa1 and ba]anced w1th~ihe V1$10n
1o ‘see what areas needed to be addressed In th1s part1cu1ar schoo]
district, schoo]s must. address the pr1or1t1es set by, the schoo]
_trustees,‘and these formed a foundat1on for the ach1evement goa1s that
were set for the schoo] Input from the teachers, parents. and students
’was a]so used when; se]ect1ng the school ach1evement goa]s
L Two categor1es arose from the data perta1n1ng t3 the ref]ect1on of
';the ach1evement goa]s in the work of the schoo] These categor1es were
t‘hwork1ng together toward the same end, and work was ongo1ng and
: cons1stent work1ng together toward the same end enta11ed the 1
"h 1mp1ementat1on of the act1on p]an, the 1mpo tanc ofrthe'team-effort, N
;the detegat1on_oF.WOrk,“the work of‘thevdepgkLMéit;t_andhthe‘wisihiTity'~ '

R
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= settfng

. and accessabi1ity 6f the pr?BCipa1 The category 1nd1cat1ng that work

: es\ab11sh1ng and ma1nta1n1ng 7/pos1t1ve schoo] c11mate, ‘and effective :

*/1&1 B R L . o
. " . . . . . s
. . . . Y - -
D . . pat " . »
\ o _g'__'\ .

was ongo1ng and cons1stent p]aced emphas1s on the goa] re]ated work

.3

be1ng an everyday occurrence ‘the focusing of attentton, the eva]uation, N

of progress toward goa] ach1evement, and the prodd1ng of the pr1nC1pa1

-

to keep work toward goa] ach1evement go1ng

. The three categorles der1ved for the questloy od\what was - done to

enhance goaf¥3uccess were: bu11d1ng a: pos1tlwe schoo] 1page,

ﬁnstructton Commun;ty relat1ons and‘the promot1on7of parenta]

k3 -

7>1nvo]vement were the ma1n 1deas perta1n1ng to bui]d1ng a pos1t1ve schoo]r'

| 1mage wh11e appropr1ate‘student deportment and the appearance of the

phys1ca1 p]ant were thoughts expressed w1th regards to the schoo]
c11mate Appropr1ate teacher p1acement the 1mportance of the master .
teacher, and the va]ue oﬁathe teacher performance appra1sa1 were the

subJects ment1oned re]at1ng to ‘the efTect1ve~qnstruct1on category

It did not seem 1oqgca1 to report the adv1ce that each pr1nc1pa1 o

) wou]d g1ve to otherlJun1or h1gh 'school prﬁnc1pals seek1ng to improve

student ach1evement 1n the1r schoo]s under categorles SO th1s area was

left as a. un1t 0f‘adv1ce from each pr1nc1pa1 The except1on was the

.9

A .
recogn1t1on'of;the faotors assoc1ated wi

.

. Hav1ng reported the categor1es for eac arch quest1on, chapter

f1ve out11ned the tiemes that arose from the data These themes were:

~ the pr1nc1pals cared about the schoo] the pr1nc1pa1§ knew and 1ed what

\

- " was happenlng in the- schoo1 the school revo]ved around a spirit of

‘fommun1ty; and there was a sense of ach1evement in the schoo]

'O

RN

3.

‘the un1que,JuQJor hwgh_school_
on = _ .
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L ”:'}éiéersona]‘Ref1ections_of the'Study' .
S S

[ DN

As I conc]uded the study, 1 ref1ected on the themes in re1at1on to

.

my experiences and how the research quest1ons re]ated to prev1ous
" research, These reflect:ons resu1ted in the deve]opment of Further
1ns1ght 1nto the work of the Jun1or high school pr1nC1pa1 | '1‘* o
_When compar1ng the themes to my exper1ences in educat1on, the theme '.i
1nd1cat1ng that the pr1nc1pa1 genu1ne1y cac&*iabout the schoo1 was of "
~ prime 1mportance My exper1ence 1nd1cates that a principal who cares .
nabout all the. happen1ngs in the school shares this feeling w1th the
'1 teachers sfhdents, and parents S0 that thé? too deve1op this fee11ng g
and everyone works harder :p make the schoo] a p]ace where 1earn1ng 1s o
d@‘pr1me 1mportance It was a]so my exper1ence that caring pr1nc1pals'.’
app]y more . effort toward deve]op1ng an awareness of what was happen1ng
' 1n the schoo] Th1s often resu]ted in the re1nforcement of positive
happenings and tak1ng steps to curta11 negat1ve happen1ngs Furthermore,h
' 1n the schoo]s where the pr1nc1pa1 gave an 1nd1cat1on of car1ng,
_ teachers were def1n1te1y more w11]1ng to follow the pr1nc1pa1 s lead.
.Carwng, 1n my experience, ‘was often accompan1ed by arsp1r1t of oneness s
where everyone was work1ng toward the same end and. when progress was
o made, students, teacher, parents, and adm1n1strators fe]t a sense of ;
‘ accomp11shment As 1 ref]ected on the compar1son of the study themes to
* my exper1ence, my understand1ng oﬂ.the work of the junior h1gh schoo]

.8 é

adm1n1strator and the ro]e of the adm1n1strator 1n the school .was

enhanced S 7\/,;/'— . T B
T . ‘A'-'-"i:' ) t ' , . » . .



Upon further ref]ection of the'worh of the principa]s?ih therstudy;b
it became apparent that thetcomplekity of tasks faced by the principal
were stream]uned by adherenca to the goals that were set The goa]s
prov1ded a framework for keeping the work focused and for estab11sh1ng
dail r1or1t1es Pr1nc1pals d1d not View the1r work as a set of comp]ex‘»
isolated tasks but as mean1ngfu1 tasks .on the way to an end product

Work fragmentat1on was rep1aced by a who]eness of pvrpose and this
purpose was related to other members oﬁ,&he team.

;,' The sense of the essent1a1ness of the "team" also became ev1dent as
1 ref]ected on the study H1gh11ght1ng the team enhanced the common
,purpose of the school and therefore it was 1og1ca1 that ‘a- team approach |
vwas,deve]oped through all aspects ofrthe-program Everyone was part of
| “the team and most wanted tb be v1ab1e members who put: forth a persona] (
effort toward the ach1evem§>t of school effect1veness But 1t was ;A' ‘
s1gn1f1cant that-the pr1ncipa1 was a major source of energy as he 1ed
his team. | e 'bv' v ._"

Another insight th@t I ga1ned was that h1gh expectat1ons were he1d
ﬁfor everyone in the schoo1 and th1s 1nc1uded the pr1nc1pa1 These
expecFat1ons were verba]yzed and‘part1c1pants were,expected to work
:towardithe fqui]lment of these‘ekpectations‘ Se1f-eva1uations were
undertaken‘by the pr1nc1pa1s which provided a method oF mon1tor1ng se]f
expectat1ons Expectat1ons estab11shed for students, both curr1cu1ar and '
: soc1a1 were based on and recogn1zed the stage of development that the

ado]escent was at Th1s prOV1ded for student expectat1ons that were

rea11st1c and ach1evab1e

& § . ) o ' ] . 4

i
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The add1t1ona1 aspect that became apparent after. reflecting on the
study was the 1mportance of the pr1nc1pa1 3 V1s1on being part of the way
'i he-was ‘and his acceptance of that This resuTted in 1nd1v1duaT |

1eadersh1p styTes and a fee]1ng that what was be1ng purSued was

' worthwhi]e However, it was a]s% 51gn1f1cant that the’ pr1nc1pa1 s v1s1on _‘

' ~extended beyond the schoo] to encompass the home The home and school

became a unit work1ng to 1mprove student ach1evement

» Itpseemed natural to‘reflect on how the research questions re]ated
to previous research Rutherford (1985), Kroeze (1984), and BTumberg and
Greenf1e1d (1980) indicated the 1mportance of sett1ng goaTs but do not

discuss how the goaTs were translated into. the work1ngs of" the sohooT

-._ However, Rutherford (1985) noted, as did I that effective pr1nc1paTs

B -trans]ated the1r v1S1on into goaTs Agreement was aTso noted between my
thes1s and the work of Murphy (1987). on’ the 1nfTuence of the d1str1ct
) expectatlons on the work of the pr1nc1pa1 The pr1nc1paTs in my study
. - knew that ‘the d1str1ct pr1or1t1es had to be addressed in the schooT
TgoaTs There was a1$o a pos1t1ve link- between my work and that of Dwyer
- (1986a, 1986b) Dwyer using case stud1es, endeavored to show a -f -
ureTationshlp between the behav1or of the pr1nc1paT and the target that
- the behav1or ‘was 1ntended to 1nf1uence Ev1dence of the behav1ors and .
.the behavior targets, as T1sted by Dwyer (1986a, 1986b) can be seen in -
my- work Thus, as I refTected, it became evident that there was a |
‘ reTatlonsh1p between past research and my work ‘
' By refTect1ng on the study and compar1ng the study to my

_experlences and to past research 1 deveToped further 1ns1ght into the :
. 4 ) & .. ‘



/,

work of the Jun1or h1gh schoo1 adm1n1strator and the administrator s

, re]at1onsh1p to some* of the other happen1ngs 1n the schoo]

" : ImpTications'of the Study

&

" As’a resu]t of the study, the fo]1ow1ng 1mp11cat1ons were
& .
deve]opqd . S

1.‘JUntor high school_principa1s"shou1d'not underesttmate the71nf1uentew

theyvhavefon the wdrkthgs of the schoo] ~ Careful p]anning coup]ed with a .

TS

_desire to 1mprove the schoo] can produce results. Car1ng about the | »
work1ngs of the schoo1 and f1nd1ng ways to- keep 1nformed about what is
‘happen1ng 1n the schoo] prov1de the- prr{t1pa1 w1th a firm bas1s for
1eadersh1p -

71;2 Wh11e the pr1nc1pa1 may be 1nf1uent1a1 1n the sch001 a complete and .

Aurtota1 team effort may produce the best resu]ts This means that - . :

teachers, students, and parents fee] that they are va]uab]e and

contr1but1ng members of the team

-3 Leadersh1p from the schoo] d1str1ct has the potent1a1 to impact theui_”
. 1eadersh1p g1ven by the pr1nC1pa1 Nhen th1s 1s comb1ned With the
*;pr1nc1pa1 s vws1on, and 1nput from teachers and the commun1ty the
o potent:h\_for goal se]ect1on wh1ch w111 1ead to 1mproved student

“1earn1ng 1s 1ncreased

4 Goa]s for 1mprov1ng student achlevement Ei//prov1de a focus for the

. work of the pr1nc1pa1 and the schoo1 Ways must be deV1sed to enhance .
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t'goal achﬁevement and then the goa]s must d1rect the work of the, schoo]

on an ongoing and consastent basis.

5 Goal ach1evement is very reward1ng and thus . the sma]] ga1ns may -
provide the 1ncentive needed to make greater gain. »hb ' , :&k.
Schoo]s can he]p students to 1earn to the max1mum of thenr ab111ty, g
and princ1pals can 1nf1uence the happenlngs in the-school KThe ]
principa]s 1nvo]ved in this research used the1r own visions for the i
schoo] the d1str1ct pr1o;1t1es, -and ‘concerns of teachers and paredts tohi
’ estab11sh ach1evement goa]s that were ref]ected 1n the work1ngs of the

‘schoo1 as a cons1stent ongo1ng, team: effort
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" SAMPLE PAGES OF RAW DATA |
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I..~ What was your vision for this school when you.started here? -
4_..0 . . " . -‘ . . N . - . ” . ) .'.
R... I wanted to move on a number of fronts in terms of this school.
Certainly the academic growth was probably the most .important to.me. So
~-many times, it seems to me, we categorized a school based on its
clientele. "We often settle: for 'this is the best we can do’; and we
~can’t do any more. It seems to me that is really a-myth, because I do -
- believe that young people, ‘the students that we work with will respond
- o the kinds of expectatijons that we set for them. e T LR
I. :
4.1 C v . I _ o SRR ' :
R: Yes, that’s right. It seemed to me that in working to improve the.
academic“achievegent of the school as a whole, that we ‘would want to
take a look at what..kinds of expectations we have of ‘our students - are
- they realistic, are they ones that are set in traditional mythology or
-are they ones that we should.be changing. 1 concluded that they were
expectations that we should .be 'changing, that we should be setting
higher expectations. We should be indiéatigg,to our students that in
fact they can do better. You can always do better. To do- better. means
certain things to each. individual student. . e
4.2 . o S o

I think that you have shown that in the last few years:

*X - .
: One of: the .things that we have been working on now,: not-uniformiy
-+ across: the school, but where people are ready to move, -has been-the -
- involvement of students with their classroom teachers-in setting their
own kinds of expectations and then Tooking at those from report card e
report card with the teacher in terms of having really achievedlwhat~;‘w\w¢
they thought they could and could they have achieved more.™ - We even o
inyolve the students to a certain degree in their own personal = = .
. assessment, So they might say I had hoped that. for this portion of my
mark I-would get 60%. . o e S -

I.  So they are-setting goals for themselves?
4.3 : [ : i R ' e
R. . Yes. That’s true. -Yes. That is one of the things that we have™ - -
been moving on as well. We have a-long way to'go on-that. -Other things"
that we are doing, is looking.at trying to work. from a team base more at- .
a- particular grade level, rather than teachers in isolation. So when 1 "~
- ‘came here three years ago, one of the first things I did was to identify
people who would be responsible for bripging these groups of teachers ' -
-together to-discuss common concerns,-common issues with respect to the
curriculum, with respect to instruction, with respect to student '
behaviour and attitude at-a particular grade. We have moved quite a
Tong way on that. o R e

S P WOuld'that‘be-éubject»teams?’:-.f:



,44. AL ‘ : . :
'R. - That has, up to this point, been subJect or1ented The next step
in the plan-will be implemented this fall. I’11 still. retaln the
subject and instruction curriculum emphasis through one team setting,
and I am bu11d1ng a second team setting which will be headed up by a

grade coordinator-counsellor - a dual role. These individuals will have .-

a half time ass1gnment to carry that task out. Now we a¥e - I don’t
know if this is good or bad, we’1l find that out as we go -along -
stating that the task of these people, one at each grade level, will be
"to Took specifically at and work with teachers and students in terms of
attitude, soc1a11zat1on, transition into grade 7, from elementary

schoo], and of course at the grade 9 level their transition into senior o

high. - Sq we’ll have some very specific responsibilities in a d1fferent‘
area as -opposed to. the actual 1nstruct10n and curn1cu1um 5 :

T'I.' Will these peop]e-be.tra1ned counse]]ors?
4.5 ! ‘

~ R.. One is a trained couriselor but the other fwo are not. They are

~people who''have expressed a considerable interest in the :area. I went
through a process, just W1th1n my own staff of -37-teachars, to make sure
that there would be ownersh1p for it and that people would feel that
this was something that as a staff they wantEd to do. I indicated to

. begin with that I was not going. outside. T9wanted to draw from the pool
" that we had here, and I think that 1s go1ng to pay off a 1ot MOre than

g br1ng1ng in an outs1der ‘ , .

*

1. There w1]1 be certa1n advantages in that they will know the -

:t“students and the teachers7.
T 4.6

| R That S r1ght “The 1ong range p]an of that would be for examp]e, v
the individual assigned to that kind of task for grade seven will rema1n
w1th those students all the way through the1r Jun1or h1gh curr1cu1um '

I. Oh is that. r1ght7

4.7 .

R.So they will move a]ong 1nto grade e1cht and 1nto grade n1ne, and
. . those number of years down the. 11ne, they w111 be back to ‘grade’ seven
“;agaln. Co v y ,
I. So they w111 rea11y get to know a sma]]er port1on of the students o
,uthen? o ‘-ea o A Lo : :
4.8 -,' ) -
< R.. Pre61se1y « And the students should rea}Jy get to know them as
'.ind1v1duals whom they can talk to about many d1fferent k1nd of th1ngs

1. w111 th1s 1nvo1ve the hime? B
4.9 . ' o o
R. - This-will def1n1te1y 1nvo]ve the home as we11 These individuals

“will be the first home contact people on staff. -1 don’t want to negate

“my own presence here but-I think that where people can 1dent1fy an -
.;;1nd1v1dua1 and become very know]edgab]e aboutﬁth;-~'nd of job they have’

Loe
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to do, and also that staff member hanng_that kind of KnoWTedge about
the family and the students should pay. off an awful lot in the long run
for us. : o ‘ , , , S

I. And it is unr=alistic to expect one person to know §g}mgny students .
as well as... . o I -
410 - o ,

R. It is ‘impossible, when we are looking at about 700 studen;:?jn our
- school. . Although we have a full time counsellor, it is. an imp ble
. task for that counsellor to do that job effectively for every one .

"f I.  How does this djffer from what you H%dghoped tS‘accomp]js'-when ydu :
first came to this school? . e e e e
4.11 S )

This actually was part of a long'rangeplan that I had thought out -
it my mind - pot all the details by any means, norxaM- the means of

- implementing it. This was part.of a plan that I wanted to 'see o
implemented over a period of time, realizing that being new to a school

- and to effectively make changes, .one has to work with the people and
-bring them along with you. One must recognize that people are ngt all

at the same place at any point in time.- In my first year I moved much
more rapidly than I have in the past#two and I think that the results .
that 1 am getting now are far greater and will be more beneficial in the

1qng_gyn. - ' o o '
.i I,“ Was‘imprdving'achiewement in the school one of the major things you

set .out to do? . . R . S s - e :
4.12 ) SR o , S v , , '
R.-  That. is right. The achieveme .and to look at improved student

< -deportment.. The kind of contact that you would have with gchildren in quf‘

- school -now compared with..three years ago is significantly different in
terms.of the way they respond to people, to.visitors‘andgso_on.' So' I

-jihinkcwe'made ste,very gobdfgginsxthere.'”. h :
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. CATEGORTCAL RESPONSES TO RESEARCH, QUESTIONS

QUESTION 1. How were echietement éoats,chosen?
h”a) The v1s1on that the pr1nc1pa1 he]d for the sehool was used as a’
.bas1s for choos1ng the ach1evement goa]s |

b) Schoo] needs were. carefu]]y cons1dered when se]ect1ng schoe1
i%each1evement goals

©): . The persona] p1an of the prwnc1pa1 and the school district .
pr1or1t1es prov1ded the foundat1on for the schoo] ach1evement goa]s
d). “Input was so]1C1ted from the actors 1nvo1$ed in- the schoo] when'
' se]ect1ng‘the schoo] ach1evement goa]ss o ) /', o ;ég o

-
Y

© QUESTION 2. .ng»wegefachievemént.goa1s'feFIectedﬁin_xhe work of the

school? * -

)"

. a)-_wofking together tdWard the'seme end

-.f - 1mp1ementat1on of the action plan @

- the 1mportance of the team effort the de]egat1on of’
work, and the &ork of the departments.‘ o

= the pr1nc1pa1 was visible and_ accessab]e .v;:

b)} WOrk was ongo1ng and cons1stent

o an‘everyday occurance

R foCused'attehtton ' .

eva]uat1on of progress toward. goa]s as you go. _ .

the prodd1ng of the pr1nC1pa1 B :
m, « . - . ) | | . -



QUESTION,3H “What was done to enhence goa]~sUccess?

~e) Bu11d1ng a pos1t1ve $chool 1mage
| = community re13t1on w0rk R .?vmg
.- parenta] 1nvo1vement |
’f'b) Estab11sh1ng and ma1nta1n1ng a pos1t1ve schoo1 c11mate ;
- appropr1ate student deportment |
- appearance of‘the phys1ca1 plant
c) fEffective.instruction j
- approoriate teacher;oiacement~
- importance of the master teacher

- teacher performance apprawsa]

410UESTION‘4‘ What adv1ce wou]d pr1nc1pals g1ve to others seek1ng to

t1mpr6ve student ach1evement 1evels in the1r own Jun1or h1gh schoo]s7

a)  The spectt?c advice from each principa]
. b) - Recogn1t1on of the factors assoc1ated w1th the unique

Junlor h1gh schoo] sett1ng L



