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Abstract

The purpose of this study was to describe, intéigond analyze the experiences of
six elementary principals in the Stewart distrittoahave effectively balanced the
instructional and managerial roles of the prin@pal. The research question for this
study is: How do effective principals balance maarey tasks and instructional
leadership responsibilities?

By analyzing these experiences, principals wouldlde to provide valuable
insights into principal’'s needs and feelings abostructional leadership. This study
centers around six elementary principals that plediinformation regarding the skills
needed to become an instructional leader and ititeipretation of experiences that
contributed to their development as a successétiuntional leader.

This qualitative research study using phenomenoiogihods focused on
research questions about principals’ feelings, kedge, and actions around how to
balance managerial duties and instructional le&ieractices. Several interviews and a
shadowing of each participant gave principals fgootunity to identify instructional
leadership strategies used to create a succesafuithg environment. The researcher
conducted, recorded, transcribed, and evaluatemtdeiews with selected elementary
principals. Principals participated in a shadowaatjvity also. The researcher analyzed
the results for repeating themes regarding probkemaspotential solutions to achieve

balance between management and instructional iaigearmong interviewed principals.



The study used the results of principal intervieatadand the shadowing data to
determine the balance between managerial and atisinal responsibilities.

Several emerging themes surfaced from this stuldg.emerging themes included
principals having a teaching background, collaboratsetting goals and planning,
prioritizing instructional tasks, arranging meesrigefore and after school, possessing
knowledge of teaching and learning, providing gatalysis from central office,
providing differentiated professional developmemd @roviding additional office
personnel when needed. The principals in this stuehe “applying several successful
strategies: They fostered a school culture thatedhkhared leadership, group
responsibility, and teacher professionalism. Ppals prioritized their work and time to
create opportunities for instructional leadersiiporis-Schacter& Lange, 2005, p. 33).

Principals used the following universal strategebalance managerial tasks and
instructional responsibilities restructuring schledudelegating tasks, prioritizing time
and work to create opportunities for instructiolealdership, hiring people who are open-
minded and flexible, fostering a school culture trelues shared leadership group
responsibility, and teacher professionalism. Eatiggpant provided insights in ways to

balance leadership in a productive climate.
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Chapter One: Introduction
Change and the Principal

The principalship has evolved over time matchiogety’s economic and cultural
trends and demands. From 1642 to the mid 1800is;atithn in the United States focused
primarily on elementary education. Teachers opdrttte schools and superintendents
visited schools occasionally to make sure the uesion followed the curriculum. In
1848, the Quincy school opened with teachers grrthaipal; this was the first instance
of the principalship in the United States. Previpus head teacher had charge of the
school. During this time, principals evaluated tesrs and managed the school.
Superintendents supervised the curriculum andnteuction in the classrooms (Spring,
2001, p. 154). Between 1840 and the 1900’s, treeabschools, and consequently the
principalship, changed. Instead of educating childo conform to society’s rules,
students were educated “to build nationalism, &pstgood citizens, and to reform
society” (English, 2005, p. 111). In the courséimie, principals were responsible for
clerical duties such as records, reports, schodl sghool equipment in addition to
supervising teachers (Sharp & Walter, 2003, p.“By 1900, the principal became a
manager of the school rather than a head teachike aichool” (Sharp & Walter, 2003, p.
4). Principals organized and managed schoolsgigpd instruction, supervised staff
development, and directed community relations. Byithe 1950’s, the principal’s role
was mainly managerial and the instructional rolatath. Critics, like Rudolph Flesch,
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who wroteWhy Johnny Can't Readriticized the education system declaring it was
educating the nation’s children. Teachers unitdti tie local trade unions to increase
their wages, improve working conditions, and proeregreater voice in educational
policy. “These struggles pitted teachers againstiadtrators interested in protecting
their own power and a business community intereist&éeeping teacher wages at a low
level” ( Spring, 2001, p. 317). The managementéestuip trend continued in the 1960’s
and 1970'’s.

“Today, the school leader is expected to simultasbobe a servant-leader, an
organizational and social architect, an educatonpral agent, a child advocate and
social worker, a community activist, and a crisegatiator —all while raising students’
standardized testing performance” (Blackwell & Esigl 2000, p.46). No Child Left
Behind drastically amplified principal accountatyliwith NCLB, principals must
become effective instructional leaders in ordesremate substantial change.

Districts and legislation have required that pqats and teachers improve
instruction through standards based education.dmehtation of many different reading,
writing, and mathematics programs, introductiomedv theories in leadership, and
numerous interventions such as bully proofing amtting professional learning
communities evolved in our schools.

Current Demands of Principals

Every innovation has added responsibilities topttiecipal’s already full agenda.

It might be argued that principals have the mostaleding and complicated job. Not

only are principals responsible for evaluatingfstarfoviding staff development,



mentoring new principals, modeling effective instian for teachers, overseeing
assessments, analyzing data, creating and implérgehe school improvement plan,
collaborating with all stakeholders, managing pubdilations, and communicating with
all stakeholders, but now they are expected to dohnmore. Principals are now
“accountable to the community, school districtiestand even the federal government
for improving student learning and closing achieeatbetween diverse ethnic and
socioeconomic student groups” (Bellamy, Fulmer, phy; & Muth, 2007). Principals
must create resources for their schools throughtgveting and business partnerships
(Smith, & Piele, 2006). New government requiremee parents, teachers, and the
community greater voice in school decisions. Ppals must understand how to work
effectively with unions, parent groups, religiousgps, business groups, and political
groups. Public schools must successfully market #ssets to avoid losing students to
private and charter schools. Not only are prinapatjuired to be instructional leaders
but also they must be “experts in leading discussabout curriculum and teaching
practices” (Wiseman, 2005).
Significance of the Study

Between 1998 and 2004, Boris-Schacter and Langetumed a study regarding
why a principal shortage occurred in this natiohe Btudy included two hundred
principals from twelve states and included elemsgntaiddle, and high school
principals. The Boris Schacter study identifiecethareas within principals’ profession
that conflict or compete with time: instruction aménagement, work and personal lives,

and societal/community expectations and indiviguadrities. “The principals talked



about the struggle they faced dividing their timsoag these competing areas of
responsibility. The typical principal works fiftgér to eighty hours a week” (Boris-
Schacter, S. & Langer, S. 2006, p. 3). Accountigbidir principals includes student
standardized test scores, school discipline, hofussiperwork, countless hours of
meetings, and other office management tasks. ltittie remains for their personal lives.
Principals continue to have new tasks added to #heiady full day. In the last
decade, the principals’ workload significantly ieased without corresponding increase
in district support. Principals are doing more warld have increased responsibilities
without an increase in personnel or additional pané. During the past decade, Stewart
School District spent significant time and effarplementing federal directives
including No Child Left Behind, Individuals with Babilities Education Act, and English
as Second Language programs. Each year new lawdistridt mandates require
principals to spend more time meeting deadlinesmaaddates. The school district has
spent the last six years establishing professi@aahing communities and data teams to
increase test scores in every school. Principaadgp great deal of time managing and
struggle to increase time spent on instructiorediéeship in their buildings. Successful
principals find a way to balance managerial taskb imstructional leadership duties.
Like most metropolitan school districts, StewarbRuSchools, in the western
part of the United States, struggles with creal#agning environments that foster
excellent student achievement. Central administnatistituted many changes to
improve academic performance. Principals receiaié development that was consistent

across the district. Principals are accountablénigroving school culture and test scores



in schools. The process of teaching principals totbe transformational and
instructional leaders has commenced in the Steliattict. Through this study,
principals from the Stewart School District prowddaformation regarding how they
balanced managerial and instructional leadership.significance of this study is the
principal’s view on how they balance managementiasgluction to become even more
successful in helping students achieve success.

The purpose of this study is to describe, interanet analyze the experiences of
six elementary principals in the Stewart distrectietermine how they balanced the
instructional and managerial leadership roles efthncipalship. Balancing managerial
and instructional leadership duties in an urbatingets critical information for
principals.

Research Question

The following question frames this study:

How do six effective principals balance managdgaks and instructional

leadership responsibilities?



Chapter Two: Literature Review
Historical Principal Roles

In the United States, the principal’s work hasdristlly focused on management
tasks. In Colorado, educators struggle to increaggent achievement in response to
multiple pieces of legislation, including No Chlléft Behind and Colorado Basic
Literacy Act. Currently, two measures determineostieffectiveness: the School
Accountability Report (SAR) and Adequate Yearly dtess (AYP) in the Stewart Public
School District. In order to address the legisktivandates contemporary principals
must become increasingly effective instructionatlers. While some principals may
have the skills and knowledge to perform theseedutnany do not. The public and
legislative mandate to increase student achievenreates a dilemma because we do not
understand what experiences principals have hadhat they feel they need to be
effective instructional leaderdntil the early 1980’s, transactional leadershigwa
prevalent in our school system

In a transactional culture, workers perform taskexchange for rewards and to
avoid disciplinary actions. “Employees work indeg@ently and do not identify with the
organization, its vision, or mission. Leaders argatiators and resource allocators”
(Bass, 1998, p. 65). In this type of culture, tisking and innovation are discouraged.
The organization’s structure is tall, tight, stalsleechanistic, and centralized. There is a
clear, top-down chain of command. Employees hdtle tiscretion and are monitored,
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driven, and controlled. Little is done that is aatonsequence of formal agreements; little
change is observed and risk taking is avoided (BE288, p. 69). Leithwood describes
four dimensions as components of transactionaklestib: staffing, instructional

support, monitoring school activities, and commyfoicus (Leithwood & Jantzi, 2000).
Transactional leadership is still prevalent in scinools but is not effective in motivating
teachers to increase student achievement. Teaghatsand need recognition as
professionals. Teachers prefer to work with a pp@ovho exhibits a transformational
type of behavior rather than a transactional ormy(€, 2001. p. 679).

In the 1980’s, principals were expected to botlyfmlanage schools and be
effective instructional leaders (Beck & Murphy, B8E.D. Hirsch and William Bennett
advocated for schools to go back to basic skillgfdlic school students. In 1983, The
National Commission on Excellence in Education mhigldA Nation at RiskThis
publication blamed schools for the poor educatiboun nation’s students. The
transformation in the roles of principals had begun

Principals began emphasizing community relatiorshdigring the 1990’s. School
vouchers, No Child Left Behind Act, and the chasnool movement intensified the
need to build community in schools (Shen, 2005)rilficipals want to increase test
scores as well as the teaching and learning in bhglidings, they need to find ways to
increase instructional leadership and decrease geamant tasks. Table 1 shows just

some of the critical “duties of a principal” (Sha&pwalter, 2003, p. 6).



Table 1.
Duties of a Principal

Curriculum development Instructional supervision edpl education

Evaluation of teachers Program evaluation Workirify wentral
office

Writing of grants Pupil transportation Health seevi

Food service supervision Legal problems Discipline
meetings/hearings

Facility management Budget development Studentrdsco

Community relations Technology Plan Accountability

Contract management Union relations School Impraerém
Plan

Grievance responses Assisting with negotiations aDerent heads

Supervision of other Student management Due process hearings

administrators

Student activities Recommending staff for hire sntaand staff
scheduling

Coordination with other  Directing secretaries and clerks
district principals

The management tasks include running the offigeemsiising the office staff,
working with centralized administration, collabongtwith the community, writing
grants, managing legal issues, coping with uniorcems, scheduling. Even the list
above is not a complete list of current principatiels. Today, leadership duties include
evaluating other staff, providing staff developmenéntoring principals, modeling
instruction for teachers, overseeing assessmamdzing data, as well as creating and
implementing the school improvement plan.

The Principalship Today
Educational researchers have identified importadérship models, roles and

processes that appear to improve student achievei@nleadership models include
8



transformational, distributive and balanced leddgrsa critical role includes
instructional and managerial leadership and theges, that is to be examined, is
building professional learning communities. All ameerdependent and interrelated.
“Nothing motivates a child more than when learnmgalued by school, family, and
community working in partnership” (Fullan, 19972p). Transformational, distributive,
and balanced leadership build relationships betwegrhers and principals while
instructional leadership promotes a strong foumdadif instruction. The professional
learning community includes all stakeholders. Wakmoccur, student achievement has a
better chance of increasing.
Transformational Leadership
The first leadership model to examine is transfdronal leadership.
The goal of transformational leadership was torf$farm” people and
organizations in a literal sense - to change thremind and heart; enlarge vision,
insight, and understanding; clarify purposes; madeavior congruent with
beliefs, principles, or values; and bring aboutgjes that are permanent, self-
perpetuating, and a momentum building (Covey, 199Q87).
The goal of transformational leadership was todbrelationships, which would lead to a
common vision and purpose for schools. Transfonatileadership (Giancola &
Hutchison 2005) compels leaders to build a teateafers who are going in the same
direction based on similar beliefs that a leadprisary focus is to serve and support the
growth of others. Through transformational leadgrstiecisions are collaborative and

shared. Teachers are valued leaders. Common gogi®wering others, staff



development to improve teaching, cultivating aaodirative culture, and engaging
people in shared decision-making decisions arehaltacteristics of transformational
leadership (Hargreaves & Fink, 2006, p. 99). Pestiap most important description of
transformational leadership follows: “Transformatableadership is a composite of
collaboration, modeling, and motivation that infiges others to commit to a shared
vision. While traditional models of leadership aesed on position, transformational
leadership is based on relationship building” (8&& Sanders, 2006, p. 5). For the
purpose of this study, the best definition of tfan®ational leadership is statedThe
Courage to Lead: The Road Less Traveldte following six areas are components of
transformational leadership:

1. The transformational leader demonstrates a shasexh\and goals.

2. The transformational leader models behavior andfrestices.

3. The transformational leader fosters commitmentniieg, collaboration, and
collective problem solving are encouraged and evidenong staff.

4. The transformational leader provides individualizegport as mentor and
coach. The leader is approachable and knows tltyaes individual
learners.

5. The transformational leader encourages professgroalth.

6. The transformational leader establishes high perdoice expectations.
(Servais & Sanders, 2006, pp. 7-8)

When principals build relationships, they also depeschool capacity. “The

collective power of an entire faculty to strengtlstudent performance throughout their
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school can be summarized as school organizati@pelaity” (Youngs & King, 2003, p.
645). “Transformational leadership focuses on dmyiel the organization’s capacity to
innovate” (Hallinger, 2003). By developing a shavesion and a shared commitment,
stakeholders can implement school change. Kenrathvood (1994) developed the
transformational leadership model for educatiorcdkding to Leithwood (1994),
transformational leadership consists of the fosir These I's are identified as individual
consideration, intellectual stimulation, inspirai@ motivation, and idealized influence.
Individual consideration requires the leader toYpde personal attention to the needs of
individual staff members” (Marzano, Waters, & Mciul2005, p.15). Intellectual
stimulation compels the leader to “help staff memalikink of old problems in new
ways” (Marzano, Waters, & McNulty, 2005, p.15).pirational motivation expects
leaders to “communicate high expectations for teexand students alike” (Marzano,
Waters, & McNulty, 2005, p.15). Finally, “idealiz&afluence demands that the leader
provides a model for the behavior of teachers” @dapb, Waters, & McNulty, 2005,
p.15). Transformational leadership (Giancola & Hiigon 2005) compels leaders to
build a team of leaders who are going in the saimeetibn based on similar beliefs that a
leader’s primary focus is to serve and supporgtiosvth of others. Through
transformational leadership, decisions are collatdog and shared. Teachers are valued
leaders. Common goals, empowering others, sta#ldpment to improve teaching,
cultivating a collaborative culture, and engagiegple in shared decision-making
decisions are all characteristics of transformatid@adership (Hargreaves & Fink, 2006,

p. 99).
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Perhaps the most important description of transftional leadership follows:
“Transformational leadership is a composite ofaimdiration, modeling, and motivation
that influences others to commit to a shared visihile traditional models of
leadership are based on position, transformatieaalership is based on relationship
building” (Servais & Sanders, 2006, p. 5).

Leithwood’s four “I's” helps explain transformatiahleadership even further.
Individual consideration delineates component fmat inspirational motivation further
defines component six. Intellectual stimulationaté®es component three and idealized
influence characterizes component two. As all tleeseponents are studied with the four
“I's”, seven components are represented in Leithi®model. These components are
“‘individualized support, shared goals, vision, li@etual stimulation, culture building,
rewards, high expectations, and modeling” (Hallm@®00, p. 335). “The functions of
transformational leadership are clustered intoglan®@as — mission centered, performance
centered, and culture centered.” (Marks & PrinB02 p. 375). The one essential and
vital basis for transformational leadership sternsfthe one-wordelationships Only
through relationships can transformational leadprskist.

Distributive Leadership

Another model of leadership that builds relatiopshs distributive leadership.
Authors agree that distributive leadership concsheging authority and tasks.
“Distributive leadership is based on trust, as waslcertain knowledge that no single
leader possesses the knowledge, skills, and tadead an organization” (Reeves, 2006,

p. 28). The ability of each person is differentr Erample, one person in the
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organization might be good at developing schedwldie someone else develops the
budget well. Distributive leadership allows theseple to work in areas they excel in.
“Organizing these diverse competencies into a @fterhole requires understanding
how individuals vary, how the particular knowledged skill of one person can be made
to complement that of another” (Elmore, 2000, plBJ- Since principal duties continue
to grow, the idea of spreading the burden of lestdpracross the school is very
appealing.
Distributive leadership is about creating the spatiee contexts, and the
opportunities for expansion, enhancement, and drolvis a reciprocal
relationship where people are willing to be led #melleadership is bestowed not
imposed on others. Growth in leadership is aboytemerment not delegation.
Jobs and tasks are delegated (passed down a miahatyecture) but roles and
the scope they offer provide the invitations fadership (Harris, Day, Hopkins,
Hadfield, Hargreaves, & Chapman, 2003. p. 97).
Distributive leadership is a natural function thatbles others to assist in different
situations. For example, someone invites you toelinYou arrive and talk with the host
(leader) for a while. The host moves to the kitcteenheck on dinner. You ask if there is
anything, you can do. The host says you can &lwlater glasses.This is an example of
distributive leadership. Through distributive leeshep, principals empower teachers to
become leaders. This shifts some of the work, buflgist, and develops the leadership
skills of others. Some of the benefits of distribetieadership include increased morale,

commitment, and professional growth (Smith & Pi@i@06).
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Balanced Leadership

Midcontinent Research for Education and LearningRHEL) was founded in
1966 as a non-profit organization to assist edusdtwough research. A meta-analysis
study conducted by McRel concentrated on the “&Sfetprincipal leadership on student
achievement” (Walters, Marzano, & McNulty, 200£&)p. The results, titled, Balanced
Leadership, note principal leadership is signiftbanorrelated with student achievement.
Reportedly one standard deviation improvement iimcgral leadership is associated with
a ten percentile in student achievement. Twentyspeeific leadership responsibilities,
and 66 associated practices, have statisticallyfgignt relationships with student
achievement. Those responsibilities include:

* Fosters shared beliefs and a sense of commumitg@operation

* Establishes a set of standard operating procedure routines

* Protects teachers from issues that would defirawt their teaching time or
focus

* Provides teachers with materials and professideatlopment necessary for
successful execution of their jobs

* Directly involved in the design and implementatif curriculum, instruction
and assessment practices

* Establishes clear goals and keeps those go#ig iforefront of the school’s
attention

* Is knowledgeable about current curriculum, instian, and assessment
practices

» Has quality contact and interactions with teashaard students

* Recognizes and rewards individual accomplishments

» Establishes strong lines of communication witkcteers and among students

* Is an advocate and spokesperson for the schadll $takeholders

* Involves teachers in the design and implememaidfdmportant decisions and
policies

» Recognizes and celebrates school accomplishraedtacknowledges failures

* Demonstrates an awareness of the personal ageetchers and staff

* Is willing to and actively challenges the stafu®

* Inspires and leads new and challenging innovation

» Communicates and operates from strong idealdalefs about schooling
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* Monitors the effectiveness of school practiced doeir impact on student
learning

» Adapts his or her leadership behavior to the s@édhe current situation and is
comfortable with dissent

* Is aware of the details and undercurrents irrtin@ing of the school and uses
this information to address current and potentiabfgms

» Ensures faculty and staff are aware of the moseotitheories and practices

and makes the discussion of these a regular agptwt school’s culture
(Walters, Marzano, & McNulty, 2004, p.4).

Leaders can also have a marginal or, worse, aimegatpact on achievement. The
study also looks at change and leadership, whistridiinates between “focus of
change,” requiring leaders to focus on improvinigosd and classroom strategies that
have a positive impact on student achievement ardkt of change,” requiring leaders
to understand the magnitude of change. The leaddrainging leadership practices
accordingly to the school and student achievemafaltérs, Marzano, & McNulty, 2004,
p.6). People look at the order of change diffdyei@ne person might identify a first
order change while someone else feels the charaysgsond order change. It is
important for “stakeholders to determine which aesare first or second order changes
in order to select leadership practices and stiedeat will work for their initiatives”
(Walters, Marzano, & McNulty, 2004, p.8). This find is referred to as the “differential
impact” of leadership on student achievemé&madings clearly demonstrate that school
improvement often resides in the domain of secaddrachange.
InstructionalLeadership Tasks

Instructional leadership required princip@alsnake learning a priority for

students and adults, establish high expectatiansdaievement, match content and

instruction to the standards, create a cultureoafinuous learning for adults, use
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multiple sources of data to access learning, anérg¢e the community’s support for
school success (NAESP, 2001, p. 6). “Instructideadlership has three basic functions:
defining and communicating shared goals, monitoand providing feedback on the
teaching and learning process, and promoting schim@ professional development”
(DiPaola & Hoy, 2008, p. 5). Instructional leadepstocuses on improving instruction.
Instructional leadership is an approach to leadetsiat emphasizes “the behaviors of
teachers as they engage in activities directlyctifig the growth of the students”
(Leithwood & Louis, 1998, p.). It is important thite “focus of instructional leadership
needs to be on three areas:

» defining the values and purposes of the school

* managing the program of teaching and curriculum

» establishing the school as a professional learoomymunity” (Harris, 2003.

p.59).

Classroom management, student metacognitive andt@gprocesses,
instruction, motivation, and assessment have aereapact on learning than indirect
influences such as restructuring, district polexyg school policy. One exception to the
general finding was school culture. School cultlwes seem to make an important
difference by providing a school context that reroés important teaching and learning
practices. Increasingly the research suggestshbatey to improving student learning
rests with what happens in the classroom. The &asteritical. Instructional leadership
requires the principal to work with teacher colleag in the improvement of instruction

by providing a school culture and climate whereng®ais linked to the best knowledge
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about student learning (Hoy & Hoy, 2003, p. 3)sldifficult to define instructional
leadership because some portions of the descriptapnfall under both instructional and
managerial. Many authors have discussed the aspieicistructional leadership, but none
has come up with a specific description that eveeyagrees with. Even The Stewart Plan
does not give a clear explanation of instructideatiership. It seems necessary for the
purpose of this study to define instructional leatigp and use the definition when
interviewing principals.

Boris-Schacter & Langer (2006) state that instaral leadership includes
“mentoring staff, modeling instruction, visitingaglsrooms, and providing customized
professional development experiences” (p.18).his definition, the authors do not
generate the communities support for school suc@é&ssprincipal who mentors a staff
member may present ideas to improve instructiombgleling instruction and visiting
classrooms, however, there is no discussion aretugnt expectations or student
learning. Which category of data resources do &aahse to make adjustments in
teaching? For the purpose of this study, BorisaBtdr's & Langer’s (2006) definition of
instructional leadership seems to be missing sompeitant elements.

DiPaola & Hoy (2008) describe “a synthesized madeahstructional leadership
with three basic functions: defines and commungatered goals, monitors and
provides feedback on the teaching and learninggsgy@and promotes school-wide
professional development” (p.5). This definitioraigood one but not quite as detailed as

needed for this study.
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Still another source identifies four componentastructional leadership:
resource provider, instructional resource, commatoig and visible presence (Smith &
Andrews, 1989). The resource provider furnisheshees with materials, money, and
adequate facilities that allow the teacher to penftheir duties. The principal provides
instructional resources by supporting instructicalvities, instructional behaviors,
participating in professional development, modelimgjruction, and making instruction a
priority throughout the building. As the communmatthe principal sets clear goals and
insures teachers and staff understands those gtigtsvisibility and frequent visitations
are part of the visible presence required by ticyal as an instructional leader. This
definition of instructional leadership involvestsgg clear goals, allocating resources to
instruction, managing the curriculum, monitoringden plans, and evaluating teachers.
DiPaola & Hoy (2008) have a definition that notynbvers instructional leadership but
some management tasks as well. Instructional |legutevide a shared vision, engage
stakeholders in collaborative school decision mgyqmmovide support for instruction,
monitor instruction, and provide resources (Gup&3).

Almost every definition written identifies teachiagd learning as the focus of
instructional leadership. Therefore, it seemsaaltthat improving teaching and learning
for all stakeholders is the spotlight of instruo@bleadership for this study. The National
Association of Elementary School Principals (NAES8EBfines instructional leadership as
“leading learning communities.”

The NAESP (2001) states that instructional leadbosild make learning a

priority for students and adults, establish highestations for achievement,
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match content and instruction to the standardstere culture of continuous

learning for adults, use multiple sources of datadcess learning, and generate

the community’s support for school success. (Natidssociation of Elementary

School Principals, 2004, p. 6)
For the purpose of this study, the NAESP definidmstructional leadership will be
used because it provides the best descriptioneStudarning must be at the center of
schools and all decisions concerning the schoald@ound student learning.

Hallinger (2000) supports the NAESP’s definitionidgntifying three
dimensions of the instructional leadership modettfFthe school must delineate its
mission. The mission must have clear and measugalalls that staff and the principal
have created together. Second, the principal aftimtist manage the instructional
program. This includes “supervising and evaluainggruction, coordinating the
curriculum, and monitoring student progress” (Hajer, 2000, p.332). Third, the
principal and staff must promote a positive scheatning climate. Such a climate
includes “protecting instructional time, promotipgpfessional development, maintaining
high visibility, providing incentives for teacheemd providing incentives for learning”
(Hallinger, 2000, p.332).
Managerial Leadership Tasks

It is clear that the contemporary principal has ertoraccomplish, higher
accountability standards and a more complex sotwetgspond to and engage than

principals of past times. Defining managerial amstriuctional leadership and their
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respective tasks will help us understand how ppaisi effectively balance these roles in
effective schools.

In the bookReframing Organization®olman and Deal discuss management and
leadership. The authors state that managementeaddrship are often confused.
According to the authors, “John Kotter views mamaget as the structural nuts and
bolts; leadership is a change-oriented processsaning, networking, and building
relationships” (Bolman and Deal, 1997, p. 295).t&oprovides definitions for
leadership and management in a book called Buslressgership by Joan Gallos.
“Management is coping with complexity and leadgrvshiabout coping with change”
(Gallos & Kotter, 2008, p.6). For this study, tlesearcher will be looking at and using
Kotter’s definition of managerial leadership. Maaagent according to Kotter includes
planning, budgeting, staffing, organizing, conirall and problem solving (Gallos &
Kotter, 2008, p. 10). Planning and budgeting rezglieaders to set goals, provide steps
to attain the goals, and distribute resources lieae the plans. Organizing and staffing
requires leaders to create a “human system thatmalement plans as precisely and
efficiently as possible” (Gallos & Kotter, 2008, 10). A leader must hire staff, train
staff, communicate plans, and delegate authoriont®©Iling and problem solving enable
the leader to use “managerial processes that ateecand somewhat fail-safe and risk-
free” (Gallos & Kotter, 2008, p.11).

“There is no concrete definition of school prindgananagerial activities to be
had — only a fluid, flexible, contextually situategésh of activities that may be

“managerial,” given the right circumstances” (Wisem2005, p. 109). For the purpose
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of this study, management includes planning, omagj and controlling. Planning
involves setting goals and providing steps to atthe goals. For example, the principal
might set a goal requiring teachers to enter gradesa computer-grading program.
Once this goal is set, the principal must incoreaspecific step that ensures these
goals are completed. Under organizing, a leadet ommmunicate plans and delegate
authority. Organizing enables a principal to detedasks to personnel best suited for the
task. Principals may provide training for employdes need extra help. For example, a
new secretary takes classes on the process fdtiegisiudents because she does not
have the skill required to complete this task. @ahhg requires a structure in place with
a process that can correct a missed goal or obgecti
In a well managed factory, for example, this maaesplanning process
establishes sensible quality targets, the orgamigrocess builds an organization
that can achieve the targets, and a control prave&es sure that quality lapses
are spotted immediately, not 30 or 60 days, ancecbr(Gallos& Kotter, 2008, p.
11)
While Kotter feels budget is a part of managemirat researcher believes budget fits
better under instructional leadership. A large iporbf school funding goes to personnel,
specifically teachers. Supplies, textbooks, antretogy require most of the remaining
funding. Little funding remains for other purchasesl all these resources deal directly
with instruction; therefore, budget is included anthstructional leadership. The
majority of instruction in schools is delivered taachers and paraprofessionals, so

funding for these positions falls under instructibleadership.
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Professional Learning Communities

The purpose of Professional learning communitiesh&aclassified into three
main functions: (1) a solid foundation consistirigollaboratively developed and widely
shared mission, vision, values, and goals, (2pboltative teams that work
interdependently to achieve goals, and (3) a fecusesults as evidenced by a common
commitment to continuous improvement” (Eaker, Dut-@&DuFour, 2002, p. 3).

A professional learning community, transfotimaal leadership, and instructional
leadership were important attributes for improving schools. “Nothing motivates a
child more than when learning is valued by schiaohily, and community working in
partnership” (Fullan, 1997, p.22). Transformatioealdership built relationships between
teachers and principals while instructional leadigrpromoted a strong foundation of
instruction. The professional learning communitgluded all stakeholders.

Perhaps Richard DuFour addresses the most wellkigefinition when he
described the characteristics to educators indi& Brofessional Learning Communities
at Work: Best Practices for Enhancing Student Aatmeent “Professional learning
communities include the following characteristi¢k: shared mission, vision, and values,
(2) collective inquiry, (3) collaborative teams) &ttion orientation and experimentation,
(5) continuous improvement, and (6) results origowd ( DuFour & Eaker, 1998, p. 25-
29). “Changing the structure without altering trediéf system produces little

fundamental changes” (Eaker, DuFour, & DuFour, 2@02).
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Another author provided a similar list of charaisics:

The characteristics of a professional learning comity involve collective work
in teams (or the whole staff) in which leadershg aesponsibility for student
learning is widely shared. The work of groups efcteers (and administrators)
focuses on reflective inquiry and learning, withexplicit emphasis on how
knowledge improves student learning. While them®@sn for diversity of
opinions, there is a core of shared values and siowhich influence the daily
decisions made in halls and classrooms. Sharirg\vas the development of
common practices and feedback on instructionahgths and weaknesses.
(Roberts & Pruitt, 2003, p. 172-173)

There is also agreement that in order for theseachexistics to persist, schools
must address the conditions that support or impreel@ork of professional
learning communities, including attention to the o$time, the use of rewards,
and the development of a positive culture. (BlagikstHouston, & Cole, 2008, p.
42-43)

In order to modify the structure, stakeholders nooiaborate and define the

mission, vision, and values together. “Schools fiamcbest when teachers, students,

parents, and administrators work together in opehiategrated social structures that

help them imagine possibilities, share informati@spond to challenges, and act upon

their visions of what their school could be” (Betig, Fulmer, Murphy, & Muth, 2007, p.

49).
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Staff development is a significant aspect of thefé&sional Learning
Community. Effective staff development is: (1) pespful, (2) designed to promote and
influence teachers’ thinking about teaching, (3each-based both in content and
process, (4) realistic about timeframes, (5) evalllat several different levels, (6)
generated to teacher commitment to the trainind,(@pimplemented with strong
administrative support. The principal, teachersretaries, paraprofessionals and all
employees of the school should be a part of s@afeétbpment. Attention to developing
the collective ability of the faculty to solve ptelms and achieve goals allocated a higher
priority than independent individual growth (DuF@&iEaker, 1998, p. 276).
Teachers in learning community schools focus omlag as opposed to teaching.
Their learning serves to inform their teaching &mdenerate new knowledge and
views about teaching and learning and the part pieay in helping all their
students to be successful learners. (Roberts &tP20I03, p. 14)
It is critical that teachers spend time sharirsgher strategies, planning for instruction,
and looking for new ways to improve teaching araineng (Smith & Piele, 2006, p.
331). Providing time, for teachers and staff toreixe content standards and determine
which standards are the most important to emphasizeucial for improvement of
student achievement. It is impossible to teackhallstandards equally during the time
teachers have students; therefore, teachers meisedan power standards that they will
emphasize and teach to students. When all staketsolinderstand the learning, process,
and the content, they are better able to helphfidren in the school. Students

performing and celebrating their learning with paisas essential. Schools need to
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provide activities where students and parents eamltogether such as family nights.
Teachers and administrators should provide oppihiesrfor students to share their
accomplishments. In the lunchroom, pupils enjolrglthe facility manager about the
latest book they are reading. Students also nekdaw that the facility manager is
reading a book as well. These conversations engahd® importance of reading and
education. It is important that children see ad $iakeholders invested in the educational
process (Blasé & Blasé, 2004).

Through staff development, staff conversations, grastandards, student work
and data review, book studies, parent workshopdest performances, and student
celebrations, adults will continue to learn andedep relationships with one another. All
of these activities and others will create a cardirs learning culture for all stakeholders.
This, in turn, will generate the community’s supgdor school success. If the principal
provides instructional leadership for all stakeleod learning communities exist.
Balancing Managerial and Instructional Leadershiasks

Table 2 illustrates a comparison of managerialiagttuctional leadership that
was used for this study. Instructional leaders khmake learning a priority for students
and adults, establish high expectations for achmere, match content and instruction to
the standards, create a culture of continuousilegfor adults, use multiple sources of
data to access learning, and generate the comrisusityport for school success (p. 6).
How do they also create the budget, manage tratapor, supervise all staff, manage

the building, interact with unions and other pobli groups, hire staff, supervise food
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services, and respond to paperwork directives frentral administration? How do

effective leaders balance instructional and managetasks?

Attaining a balance of management and instructiagy happen in a number of

ways. Principals may delegate some work and schedahagement tasks before and

after school to allow time during the day for instiion. While these two strategies will

help, three strategies are critical according ta®88chacter & Langer (2006, p. 33).

First, the principal must “hire people that areopgnded and flexible.” Second, the

principal must create a school culture that nugtdshared leadership, group

responsibility, and teacher professionalism.” HindPrioritizing principal’s work and

time enables the creation of opportunities forringional leadership” is the third

strategy. This study will look at the experiencéprincipals to find strategies and

methods they use to balance management and instrattectively.

Table 2 Comparison between Managerial and Instructionaldexahip Themes

Managerial Leadership

Instructional Leadership

Planning:
Planning encompasses setting goals
providing steps to attain the goals.

Learning:
doelrning is a priority for students and sta

ff.

Organizing:
A leader must communicate plans and
delegate authority.

High expectations:
A leader establishes high expectations fc
achievement.

=

Controlling:

Controlling requires a structure in place
with a process that can correct a missed
goal or objective.

Culture:
A leader creates a culture of continuous
learning for adults.

Data:
A leader uses multiple resources to acce
learning.

Community support:
A leader generates the communities

support for school success.
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Summary

Without a doubt, principals must balance instrutdicand managerial tasks.
Principals deal with “outside demands that distpagtcipals from instruction,
managerial tasks that undermine instructional leskdie, non-instructional activities, and
too little time” (Boris-Schacter & Langer, 2006,.d®-23). It may be said of leadership
that “this process must be cyclical, internalizaad always focus on improving student
learning’ (Eaker, DuFour, & DuFour, 2002, pp. 1321 A study by Marks and Printy
demonstrated the effectiveness of instructionaldeship (Marks & Printy, 2003).

The absence of shared instructional leadershiphods that lacked

transformational leadership is an important findihereas transformational

leadership is its prerequisite, moreover, sharsttuational leadership will not

develop unless intentionally sought and fosterearks! and Printy’s study

suggests principals who balance instructional aadagerial tasks and leadership

roles are best able to support the commitmentaaftters. (Marks & Printy, 2003,

p.392)
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Chapter Three: Methodology
Rationale for Qualitative Research

This qualitative study will research questionswghmincipals’ feelings,
knowledge, and actions around how to balance masaégdeties and
instructional leadership practices. The researabed data about the experiences
of six elementary principals to provide thoughtsn@sessary skills and
instructional practices needed to improve instarcand build professional
learning communities in our schools. The researabed a phenomenological
approach for this qualitative research study. Angimeenological study describes
the meaning of the lived experiences of severaviddals about a concept or a
phenomenon (Creswell, 1998). In phenomenologicadarch, the object is to
borrow other people’s experiences. Borrow, in th&tance, means to appropriate
for ones’ own use. By acquiring other people’s exgrees, we become more
experienced ourselves (Creswell, 1998, p. 54) ekample, we might be
interested in a particular experience of a womaindichildbirth. By viewing
this experience, we acquire information about teeence and better
understand its meaning. Traditionally, researcheesdata from subjects
collected by interviewing, participant observatipdscuments, and other

artifacts. Phenomenological research uses sinatds to acquire data.
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The researcher removes or becomes aware of pregjdiewpoints, or
assumptions regarding the phenomenon under inegistig This suspension of
judgment is critical in phenomenological investigatand requires the setting
aside of the researcher’s personal viewpoint ieiotd see the experience for

itself. (Katz, 1987. p. 37)

The idea is to see the object of study from diffieperspectives. Rather, the
purpose is to collect examples of experiencesderoio reflect on the meanings that may
exist in them. “To carry out the phenomenologiesearch methods the researcher must
(1) develop a set of questions or topics to gumeititerview process; (2) conduct and
record lengthy person to person interviews thatisoan a bracketed topic or question. A
follow-up interview will be needed; and (3) orgamiand analyze the data to facilitate
development of individual textual and structuraddetions” (Moustakas, C., 1994, p.
103-104). This research is important because é@rsfprincipals the opportunity to share
ideas on how to balance managerial tasks and atgtnal leadership. Without
phenomological data, principals may continue taggite with how to balance managerial
tasks and instructional leadership. Phenomenolbggsaarch can give principals great
insights into how to balance these tasks effegtivel

Background for the Study

Effective principals in the current context of agntability for student
achievement are able to balance instructional asudkigerial leadership. How does this
balance work in a real setting? One urban digtniet western state has defined a bold

agenda for instructional leadership. An investigainto the work of this district
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provides an example of the implementation of chagge focus of a principal’s
priorities to instructional leadership. The resbaraised pseudonyms to protect the
identity of the district, schools, and stakeholders

In the last five years, the Stewart Public Schbalge made many modifications.
Under the direction of Dr. William Cable, SPS supindent, the district made some
changes in the area of reading, writing, and ma#thanced literacy and learning walks
became the focus of principal professional devekpmrhrough classroom visitations,
area superintendents modeled learning walk expectatStaff development was a
critical part of the new transformation. Weeklyfstievelopment introduced by literacy
and math coaches provided teachers with the legsgairch around teaching and
learning. For the first time, teachers were reqliteemeet in data teams and examine
student work. Principals and teachers analyzedsteses. Teachers no longer worked in
isolation.

The Stewart Plan presented, in November of 2008ethubstantial goals:

Our children will learn from a highly skilled faculin every school that

is empowered by robust professional developmentiamely assessment data.

Highly trained principals and assistant principails serve as instructional

leaders of the faculty in SPS schools.

Collaboration among the Stewart community and B Stakeholders

will support our children in a safe, orderly, amtiehing environment

in every school and classroom.
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The plan also addressed expectations of principalsdocument called School
Leadership Development Framework. The Stewart &éatared that principals and
assistant principals would spend seventy-five pgroétheir time on instructional
leadership. For the purpose of this study, thedaswn the highly trained principals and
assistant principals, who serve as instructioredées of the faculty in SPS schools.

The components under this goal include:

» The Stewart Public Schools will articulate a wedfided role for both the
principal and assistant principal position, est&dbhg instructional leadership as
their primary professional responsibility.

» A best-in-class organization will launch a strategfifort to attract and retain the
best principals and assistant principals.

» Differentiated professional development opportesitior principals and assistant
principals will support the Instructional ReformaRland enhance their ability to
serve as instructional leaders.

The traditional role of principals included managthe office, monitoring the
cafeteria, supervising the playground and hallwayajuating the staff, managing the
budget, and occasionally visiting classrooms. Rpals asked teachers their opinion
about some of the changes, but they had littleevmidhe decisions. Teachers were also
very isolated and taught with doors closed. Litti@versation occurred between teachers
regarding best instructional practices. The new&teplan drastically altered the

traditional principal role.
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The Stewart District School Performance Fraoré (SPF) measures
performance on the growth indicator and the stadisator. To calculate the SPF rating,
the framework calculates the growth measure ay pi@tcent and the status measure at
forty percent. The SPF is important because itnalechools to show growth that may
still even if ranked as low performing schools. BfeF shows how individual students
and groups of students progress from year to yseard proficiency on state standards
based on where each student begins. It indicatesenthe greatest growth is happening
as well as the least growth. While status is imgoartgrowth is really the focus.

The SPF reviews the school performance ahnddle SPF is a comprehensive
review of school performance that measures mulppléormance criteria. Evaluation of
the school contains six indicators in the followargas: student progress over time-
growth, student achievement level-status, postra#any readiness, student engagement
and satisfaction, school demand, and parent andncmity engagement. Under student
progress over time-growth, the following indicatare measured: SAR growth, growth
percentile, growth percentile in similar schookstct up growth, keep up growth, AYP
growth, and continuously enrolled growth. The shigeogress over time is weighted at
60% and excludes CSAP, CELA, and DRA test scoréafahese scores are listed
under the status of the school along with the oBR¥F indicators.

The framework was created to meet the requirenadritee Stewart Department
of Education. The focus of the framework is cerdese two questions:

1) Is the educational program a success?

2) Is the organization effective and well run?
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While this information helps the department of etion, the data also gives the
community valuable information needed to make utttonal decisions.

The district collects all the performanceadand records it on an SPF Scorecard.
Each measure assigns points and correspondinggspetlAn SPF rubric determines the
possible points earned for each indicator. The iISRRportant to principals because the
ratings determine the performance of the principal$ the effectiveness of their
leadership in schools. Principals with low SPFH¥gdi must improve instruction.

Data/Sampling/Participants

Six elementary principals in a large metropolitastrett, “Stewart Public
Schools,” are the focus of this study. The namiaefdistrict and its employees are
pseudonyms and used to protect the privacy ofigtad and its employees. The
principals’ data are essential to understanding timse six principals balance
managerial and instructional leadership tasks.

The researcher selected six effective principajsaiticipate in the study. To be
deemed effective the six participants selectedttvadeet the following criteria: Effective
principal participants needed CSAP test scoresstiat individual student growth of
fifty-five percent or higher on the student perfamoe framework.

The researcher chose the student growth indicataise implementation of
effective instruction relates to the student ackieent. The researcher reviewed the
district schools’ student performance frameworidentify schools indicating growth in
order to identify prospective principals for thadg. Twenty principals received an email

with the letter of invitation and eight principatssponded; six principals were selected.
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To ensure the incorporation of diversity, the resleer considered gender and ethnicity.
Two participants stayed in reserve to use in thdysas necessary. Once the principals
agreed to participate, the researcher emailedahsent form, principals signed the
forms, and faxed the forms back to the researcher.
Research Design

“To determine what an experience means for theopera/ho have had the
experience and are able to provide a comprehedsiseription of it creates an important
knowledge for others. From the individual descadps, general or universal meanings
are derived, in other words, the essences of sireEbf the experience” (Moustakas,
1994, p.13). Two one-hour interviews and one tlrea- shadowing provided the
experiences for this study. The researcher usednhioation of open-ended questions to
“allow for more individualized responses” (FraenkeWallen, 1996, p.374) and short,
simple questions that assisted the intervieweegtiibing their experiences. The
researcher developed questions of what, and hothéointerviews” (Kvale, 1996, p. 94).
The questions were designed to illicit informatadyout what management and
instructional tasks were undertaken by principatg] strategies used to ensure all work
was completed. The interview tools are found in éqgix A and Observation Protocol
in found in Appendix C.

The principals decided the dates and times ofrttezviews and shadowing.
Interviews presented the “universal structures ¢baseprincipal experiences” (Creswell,
1998, p. 54). The researcher clustered the interdita into themes based on a content

analysis of common concepts or words. Then, theareber used the themes to develop
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the textural descriptions (experiences) of the egpee. From the textural descriptions,
structural descriptions (how experienced) and ggnmation of textures and structures
into the meanings created the essence of the phemmmm

Shadowing enabled the researcher time to obseevactions of each principal
and record what activities the principal engagethioughout the three-hour period. The
researcher used a matrix and an observation pigi@&ppendix B & C) to gather data
and interpret it.

Data Analysis

In order to understand the experiences principadsragarding management and
instruction, the researcher, who is also a priricipthin the district, bracketed
preconceived ideas of management and instructiprusiig phenomenology, the
researcher used the data collected to look atriheipal’s experiences without
judgment. The researcher suspended her meaningstarutetations of the phenomenon
and listened to the participants during the inemg and shadowing. By using
phenomenological reduction, the researcher exantisedwn presuppositions. The
researcher needed to clarify her own preconceptibtise phenomenon under study.
Several preconceptions arose from this exercisst, Histructional leadership cannot
take 75% of the leader’s time. Second, there iwapto balance managerial and
instructional leadership effectively without worgitong periods. Third, the managerial
role took much more time than the instructionaér@nce these biases surfaced, the

researcher put them aside. She recorded the ietes\and transcribed them word for
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word. The researcher recorded the shadowing aeswitithout making judgments as
well.

The researcher completed the first interview dudrigne and location chosen by
the participant so they would feel comfortable. Tésearcher recorded the interviews
and took some notes. Then, the researcher traaddtile interviews and organized the
data into a chart that provided the question arg#rticipants responses. As the
collection of data transpired, the researcher etestthe responses by content analysis to
these questions and began building a chart. T$eareher placed the participant’s coded
name in the left hand column, a shortened que$tion the interview across the top of
the page, and under each question a short resgemsexample, Principal A answered
the question, how do you handle the managemeng pieihe principalship? At the top of
the page the researcher put handle management pieder the abbreviated question,
the researcher placed an abbreviated answer. Site management difficult, delegate,
and make people responsible. The researcher wenign the matrix using a yellow
highlighter and highlighted words that kept reocitiy such as delegate. The researcher
utilized a conceptually clustered matrix (AppenBi¥ D) where the researcher coded
each response in a more efficient way. In this matolumns are arranged to bring
together items that belong together” (Miles & Huban, 1984, p.110). For example, the
researcher coded management difficult as MAN DIR# delegate as DELE. The matrix
enabled the researcher to compare responses quickly

By using an informant by variable matrix, the reshar collected the data on a

single sheet (Appendix C). The matrix showed alitiformants and all responses to the
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interview questions. “Reading across the rows gillesanalyst a thumbnail profile of
each informant and provides an initial test ofiblationship between responses to the
different questions. Reading across the respordasins enables comparisons between
the responses” (Miles & Huberman, 1984, p.111).€a@nhalyst looks for an appropriate
conceptual framework that results in pulling a# thformation together” (Miles &
Huberman, 1984, p.111). Next, the researcher lofdtecdommon patterns or themes.
The researcher used codes and interview notesappimg these codes, the researcher
visually interpreted the data into themes.

Several days after the interview, the researched®hed the principal for half a
day. The investigator used an observation protGsmbendix D) during the three hours
the researcher shadowed each principal. The priatoaloincluded the type of task,
amount of time needed to complete the task, a ightiser of the task, and whether the
task was instructional, managerial, or both. Thedskwing data provided verification of
the themes exposed in the interviews. For exanople principal talked about how he
delegated duties to his secretary. During the eflsen, he asked her to call a parent and
set up an appointment. The shadowing occurred guanme three-hour period determined
by the participant. Then, the researcher interviethe principal for a second interview,
which lasted approximately one hour, in order ttaobany additional information. The
researcher collected the shadowing data for thepog transferred the interview data to

the matrix, and analyzed the shadowing and interdata.
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Limitations of the Study
This study involves six elementary principals ireamban public school district
located in the western region of the United Std®esceptions of other principals may

vary and principals who work within middle or higbhools may yield different findings.
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Chapter Four: Findings
Introduction

This study examined how principals in an urbanrigisbalance the managerial
and instructional leadership duties needed for @lchiaccess. These principals
participated in two interviews lasting forty-five sixty minutes each, and observations
for approximately three hours. The study focusetherfollowing research question:
How do effective principals balance managerial$askd instructional leadership
responsibilities?

Organization of the Study

The researcher interviewed six principals: four veomand two men. Their
principal experience ranged from two and a halfy¢athirteen years. Principals with
Student Performance Framework growth of fifty-fpercent or higher were selected for
participation. The researcher contacted princiffaisugh emails. The final selection was
one of convenience and included principals whooedpd first. Chapter Four presents
data from interviews and observations and the aisbf data

Data Gained from Interviews

Personal interviews with the six principals occdrdeiring the months of March
and April 2009. The two interviews took place aittschools and each interview lasted
approximately an hour. The initial questions detasd the amount of time the
participant had worked as a principal, skill neegg$o be an instructional leader,
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managerial skills deemed necessary and professievalopment essential for an
instructional leader. The second interview questibprincipals about how they
organized the day, how principals prioritize theeinagerial and instructional tasks, what
tasks principals delegate and whom they delegatntbwhat changes principals would
make to provide themselves with more time for indional activities. The excerpts
below provide a summary of each interview andéwlterpts for each participant are in
Appendix E.
Interview Summaries from Principal A

During the interviews, principal A stated, “the rhosportant part of my job is
public relations. | work hard to collaborate witly staff and community and | try to limit
my meetings to one hour a week. At my school, westmuilt a culture around best
instructional practices.” Learning labs create thorestaff to observe each other and gain
new knowledge about teaching and learning. Edusdtave time to engage in
compelling conversations about instruction and mgettudent needs. Other
instructional activities surfaced during the intews, which included grade level
planning, creating smart goals for students, armadyaimg data. Management and
instruction equally took fifty percent of principals time. In order to balance
management and instruction so they meet the diséiiirement of seventy-five percent
on instruction, Principal A stated, “l need a bess manager that has public relations
skills as well as data and budget skills.” Printiddelt more time needed to be
dedicated to instruction and less on managemewtder to complete managerial and

instructional tasks he spent fifty-five hours a waework. Principal A feels that an
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instructional leader must think outside the box bad successful teacher. He prioritizes
his instructional tasks according to human needhisdhanagerial tasks according to
where he can work them in. If a teacher needs mgpport, then he works with that
teacher. The assistant principal and teachers gaigimasks the principal has delegated
to them. Delegation based on the interests of sdhmember helps create a positive
environment. Balancing time for instruction and eg@&ment was a major challenge for
this principal. In order to create the time fortrastion, he postponed many managerial
tasks to after school hours. Principal A underssahdt balancing instruction and
management are critical in governing an efficierd affective school.
Interview Summaries from Principal B

Principal B believes a big picture vision and otigational skills are necessary to
be an instructional leader. Like Principal A, Pipad B feels the most important part of
the job is public relations. He works hard to doieate with staff and the community to
build a professional learning community. PrinciBadpends 63 hours at work each week
and devotes about 30% of his time to managerikbtade stated that he delegates tasks
to others in his building, specifically his humaest facilitator and his secretary. At the
time of the interviews, he was spending about taars a day on instruction, which
equates to ten hours a week. He explained thataflistojects have taken time away
from his instructional duties in the last few mantNormally, he would spend at least
half of his time on instructional obligations. Digebuilding construction, Principal B is
spending 10-11 hours a week at meetings. He ferlsijpals need to participate in

professional development and work as a team watih. stUntimely communications
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from the district is the biggest challenge for m&dted Principal B. Deadlines determine
management priorities. Many managerial tasks engbing home to be completed over
the weekend or during the weekday evening houssruational priorities depend on the
principal’s and the facilitator’s calendar. PriraliB believes issues need assistance right
away, so issues do not become large problems. iHg"sput out fires when they are
small.” He organizes his day by walking the buiflimiewing email, and examining his
calendar. Principal B sets goals and does not ehtregn. He listens to others and
reasons with them when necessary. Data analysigprtant but Principal B tries not to
overemphasize the importance of the data. He workad the gaps and support teachers
in meeting the needs of the students so they ceonie successful learners.
Interview Summaries from Principal C

Principal C works fifty-five hours a week. She fedle most important part of her
job is supporting and assisting teachers. Shevsdiprincipals need knowledge about
the content areas and resources available to tesaghé students in order to be an
instructional leader. She is uncertain how mucletsine spends on instruction. When
asked about her major challenges to meeting herifpes principal C says, “My major
challenges are deadlines and not enough time. Maiahtpsks takes up seventy-five
percent of my time”, admits this principal. She titatks and delegates tasks to provide
more time for instruction. Teachers and her hunesfacilitator assist with managerial
tasks and some instructional responsibilities.és@mple, a teacher completes the
schedules, such as specials and lunchtime, fasdheol. The facilitator writes grants to

bring in more funding for instructional purposes®ll@boration is essential in building the
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school climate and culture. Principal C prioritizess day around deadlines while she
plans long term for instructional responsibiliti&he organizes her day by checking her
calendar and works around meetings. Principals knst how to build teams,
problem-solve, and be resourceful according todjpal C. Teacher conversations and
professional readings are ways that this prin@palports instruction in her building. She
uses data to determine goals and know the nedtie ¢éachers. In order to balance
managerial and instructional tasks more effectivelyncipal C needs an assistant
principal to work with the behavior problems of gtadents in her school.
Interview Summaries from Principal D

“I sleep and | dream about work,” declared thisgpal. She works fifty to fifty-
five hours a week. Managerial tasks require figygent of the principal’s time and
meetings demand thirty percent of her time. Ifftiburs of work happens each week, the
principal spends 15 hours on meetings. Instruatigalves fifty percent of her time.
Principal D defines her most important job as piagrior instruction. Principal D
affirms that principals must know how to collectaland how to use data efficiently and
be knowledgeable about teaching to be an effeatsteuctional leader. “Principals must
also know how students learn and how behavior tflearning,” replied this principal.
Until principals have this knowledge of data, teaghlearning, and behaviors, the
support they can provide for teachers and studeiitbe limited. Principal D delegates
to her assistant principal, humanities facilitatorgd secretaries. Organization, common
sense, and problem solving skills describe thisgipal. These management skills help

her every day at work. She listens to teachergpandes the resources they need to
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provide quality instruction. Collaboratively, thanxipal and staff use data in vertical
teams to develop smart goals and set up studenpig@s. She organizes her day by
setting goals and meeting them. Principal D fettrhajor challenge is her own health.
To meet that challenge, she pampers herself. Sfr@lsgime relaxing and laughing. This
principal does not prioritize instructional tasksneanagement tasks because she feels
“everything blends.” Principal D did not have arigthshe would change to become a
better instructional leader. She felt her staff destrated how capable they are in each of
their positions through their teaching and learnBglancing instructional and
managerial responsibilities depends on the cagsaple around you.
Interview Summaries from Principal E

Principal E is the principal with the least amoahéxperience as an
administrator. She also has the least amount pfdhet to a secretary being on medical
leave and a new secretary that does not know #fleoprocedures and policies. As an
instructional leader, her most important part @ jibb requires her to meet the needs of
staff to support students. She collaborates wiff ahd works to improve instruction.
Principal E relinquished the assistant principahdministrative assistant position in
order to hire an interventionist to help teacheowiale instruction to students. She and
the teachers look at trends through data. Theyvaiteng prompts every five weeks and
analyze them as a staff. Then, we group the stadentnstruction and begin the process
again. Principals need to understand “curriculagstaddards” to be an effective
instructional leader. Principal E does not orgamhieeday because there are too many

interruptions that need attention. She prioritizessruction by placing instructional tasks
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in her calendar wherever she can. Urgent tasksiimegriority when examining
managerial tasks. Good managerial skills and e¥featstructional responsibilities
equate to excellent administration. “The major [g@rge facing me: unexpected parental
and/or student issues,” responded this princigik many principals in this study,
Principal E works many hours after others are gehen it is quiet in the office.
Balancing management and instruction is difficuliwthe office staff this principal
employs. Hence, she spends long hours getting &wegydone.

Interview Summaries from Principal F

Principal F has the most experience as a prinaipiis study. She spends more

time at school due to two special programs locatdeer school. She spends eight hours
a week in meetings and twenty-five percent on pape. Instruction requires about fifty
percent of her time. “Although | am not able toibelassrooms seventy-five percent of
the time, | spend much time working with teachersorriculum issues such as:
classroom assessments, second language curriadiscussions about children, and
second language strategies and techniques. Whilg vea classroom is important, |
believe the discussions are equally as powerfpe@ally since they are backed up by
classroom observations,” replied Principal F. Tabeeffective instructional leader,
principals need to love teaching and be a greahtwadhemselves. She believes that
principals need to understand that everythingggaity and everything is new every
year. “Principals need to be well organized, be abldelegate, be diligent, possess good
work ethics and be available to teachers,” stéteptincipal. Principal F believes that

principals are born, natural leaders. She doesa&ke announcements over the intercom
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system because it interrupts instruction. Instarcts a priority in this school says the
principal. “Observations are sacred,” she repligrthcipal F feels her most challenging
job is that nothing is constant and many mandadasod make sense. To meet this
challenge she learns what needs immediate assséatcshe does it well. Principal F
delegates duties to her secretary and administrassgistant (AA). The secretary
accomplishes enrollment. The AA deals with behaigsues and other managerial tasks.
In order to prioritize managerial tasks, this piirat looks at deadlines and schedules
before setting times to complete these tasks. ltemg planning and constantly keeping
up with her calendar helps this principal balanemagerial tasks and instructional
responsibilities.

Each of the principals in this study provided ansae the interviews questions
in an amicable and friendly manner. The principaights about balancing managerial
tasks and instructional responsibilities will assiducators in understanding the work of
the principalship and provide important informatmmways principals can improve their
craft.

Data Gained from Shadowing

Once the interviews were completed, the reseasy®nt approximately three
hours shadowing each principal in their schooln&pals engaged in a variety of
managerial and instructional activities throughthwt three-hour period. Observations
assisted in painting a visualization of the priatgday. The researcher organized the

observation information by principal with the dat@sented in each paragraph.
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Principal A Shadow Observations

Principal A welcomes the students in the hallwathatbeginning of the day.
Then, he travels to his office. His secretary apphes the principal to obtain a budget
journal entry and a letter approved. The principeks up the telephone and makes a
phone call to check with his assistant principatdofirm the learning lab at 9:30. A fifth
grade student enters the principal’s office and dfsthe principal has written his letter.
The principal tells him he has not but will doight now. The student waits patiently
while the principal writes the letter. The prindipaints the letter and gives it to the
student. As the student emerges from the offieeptincipal departs to make copies for
the learning lab activity. When he returns, he arsvthe phone and does a few other
managerial tasks. At 9:28, the principal leavegterkindergarten classroom. In the
hallway, he meets the other members of the teangaed them their paperwork. The
principal, the lead teachers, and the assistantipal proceed into the classroom where
the teacher is teaching. Principal A watches foma and takes notes about what he
observes the teacher and students doing duringshection time. About ten minutes
after the group enters the classroom, two moréntxaenter the room. Once the teacher
has finished the lesson, the students work indeggghd The principal moves around the
room and asks students questions about what tleejoamg. Principal A spent about an
hour observing the teaching and learning in a §bespeaking kindergarten classroom.
Once the observation ended, the literacy teanmHeftoom and stopped in the hallway to

confirm their meeting at lunchtime with the kindargn teacher. Principal A went back
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to his office and took a few minutes to talk wiils kecretary. He finishes the
conversation and goes back to his office wherearfighles some more paperwork.
Principal B Shadow Observations

Principal B is in the library for the volunteer bkdast with parents and staff. He
spends about forty minutes speaking with paremndssgadff. He gives recognition to the
parents that have volunteered in his school angkéhthem for their hard work. Once
breakfast is over, the parents leave and the teage¢ ready to grade the student
benchmark tests. The secretary announces the legioihthe benchmark grading time.
The principal moves around the library and obsetivesarious grade levels. He sits
with the fifth grade team and offers to help whle grading. The teachers go over the
process. Then, they grade several papers togetheske sure everyone understands the
rubric and agree on the rubric points. Principdlighlights the rubric after reading the
written paper. At the top of the rubric, he puts timal score. He scores papers for
roughly forty minutes and then moves to anotheugro a room outside the library. The
principal sits down and chats briefly with the tedte offers to help score and goes
through the routine of grading the papers accortbrtge rubric. This administrator
begins grading and works for another hour. Agatioves back into the library and sits
with another group for a few minutes. He discusseg the students did with the
teachers and jokes with them. The teachers’ fiarghproceed back to their individual
classrooms. A teacher approaches the principahsksito talk with him. She asks about
a parent meeting that occurred the day before. @iseyss the parent, student, and

situation for a short time. Then, principal B gbesk to his office. He asks his
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secretaries if they have anything for him and tbey no. He moves into his office and
checks his emails.
Principal C Shadow Observations

Principal C is in her office when a student entard asks for juice. The principal
tells him to go to the refrigerator and take aguide leaves and another student comes
into her office to take the benchmark test. Shesehe directions and he commences
working on his test. While he is working, she canss some of her lunch while entering
data into the behavior section of the online systémis using to manage student
information. The principal continues to record imh@ation on a variety of students. Then,
she transfers some answers onto a test answer $heettudent finishes his test, hands it
to the principal, and departs from the room. PgatiC was able to juggle instruction and
management throughout the time the student regmeer office. She multitasked
throughout the entire shadowing observation. PpeddC also talked about how she
multitasked during the day in her interview. Thidlgrovides additional instructional
time and needs to fit into each principal’'s schedMultitasking provides time
management through a foundational skill that ersapiencipals to balance management

tasks and instructional leadership taskise principal telephones the secretary and

informs her she is ready for the gumballs. Evergsday and Thursday, students who
meet their math fact goals come to the office tenee a gumball from the huge gumball
machine in the office. The principal asks eachetudiacts from the sheets they have
brought to the office. When they have answeredjthestions correctly, the principal

asks the student what color of gumball they witleige. She provides them a quarter and
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the child puts the quarter in and receives a gumibéhe gumball is the color the child
picked, the child also receives a sticker. Thisvagtrequired about 30 minutes of the
principals time. Principal C returns to her offighere she reads a text message. Once
she is finished, she walks into the outer officd aansults with the secretary for a few
minutes. She goes back into her office and a stuglgrrs. The principal has the student
read to her. The boy struggles with the words enpidge. The principal stops him and
talks to him about the book being too hard for hia.leaves the room and the principal
calls the classroom teacher. She conveys to tisheeshat the book is too difficult and
she needs to acquire a book at his level. The betis and the principal departs from her
office, proceeds into the hall, and says goodbybdastudents as they leave the building.
Back in her office, she welcomes a potential teastte her office. She begins
interviewing this teacher. Throughout the afternqmmcipal C displayed respect for all
stakeholders by listening and giving advice whekedgor her opinion.
Principal D Shadow Observations

Principal D is sitting in her office with a teach&he is meeting with her about
her student growth objectives. Once the meetimyés, the principal makes several
phone calls. She finishes her last conversatiorrepldces the handset into the cradle of
the telephone base. The principal leaves her offickebegins to walk down the hallway.
She enters a classroom and talks to individualesttgdabout what they are doing. She
mentions the bulletin board to the researcher alkd aabout the magnets on the wall. The
magnets are from all over the country and somdrane outside the country. The

principal leaves the room and goes to visit anotleessroom. The next few hours is spent
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looking into classrooms, asking students what #reydoing, helping some students
where needed and briefly talking with teachers. pitwecipal spends ten to fifteen
minutes in each classroom. As the principal mowugsthe hallway, she converses about
the staff development she is implementing in thiéding.
Principal E Shadow Observations

Principal E has a student in her office for disai@lpurposes. She has him move
to the outer office. Then, she answers the phoddadks briefly about her next staff
development. She hangs up and a teacher enteofficer They talk briefly about
personal things and then talk about school. Theherdeaves and the principal engages
his secretary in a conversation. When she retarhet office, she sits at her desk and
reads a few emails. The principal leaves her officg goes into classrooms. She chats
with each teacher when possible. She talks wittiestts about what they are doing and
answers some questions students ask her aftengisibst of the classrooms. She
returns to her office. She sits at her desk andgdicectary calls her. Social Services are in
the office and want to meet with a student. Theeefthe principal goes out to the outer
office and greets the social worker. She chats hathbriefly while waiting for the
student to come to the office.
Principal F Shadow Observations

Principal F moves through the halls and greetsmisystudents, and teachers. She
keeps her calendar with her and makes notes ggsbeeds down the hall. All the
stakeholders greet her by her first name. As sheesadown the hall, a student gives her

a letter. The principal thanks her and continuesrdtihe hall. A teacher stops her and
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talks with her for a brief time in Spanish. Thengipal heads toward an upstairs
classroom and pulls two students out of the classr&he talks to them about the notes
they had written during class instruction. BotHgyapologize for their behavior and
agree not to write notes during instructional tiffilbe principal sends the students back
to class and begins to walk back to her office. 8bps and speaks with several students
and parents as she moves toward her office. Onlgerioffice, the secretary informs her
that her appointment has arrived. The parent comeshe office and begins discussing
about Reading Night that will take place in a feaysl The parent goes over every detail
with the principal. During this meeting, the pripal makes notes in her calendar while
listening to the parent’s discussion.

Visitations to the schools provided further supmdrthe information gleaned
from the interviews. Principals demonstrated tbeiiefs through actions. All the schools
revealed the difficult work principals had embarketdto balance management and
instruction.

Analysis of Data

Nine themes emerged from this study. Principalgcatdd that the following
themes were essential to balance managerial atrddtisnal responsibilities:
collaboration, delegating managerial tasks, difféeged professional development,
hiring additional office personnel, managing tirpegvious teaching background,
prioritizing instructional tasks receiving pre-aymed data from central office, setting
goals and planning. A profile of each theme is @nésd below with documentation from

interviews and observations.
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Collaboration

Collaboration is a common theme that was evidettieése schools.
Teachers had respect for the principal and thecijpah had respect for the teacher.
During visitations, teachers asked for principaliee and talked about personal lives.
The principals all had specific times where teashstiaff, and students could come in
and converse about anything they needed to discuss.
Collaboration Excerpts

Principal A replied, “We collaborate. | have bulgroup of people that | can
work with and collaborate with during the day.”iipal B answered, “The school
leadership team makes the decisions and CSC ssgpertlecisions. For other smaller
things, | collaborate with the facilitator and intentionist. Some decisions | make
alone.” In the interview, six out of six principadsllaborated with teachers. Six out of six
principals stated that they collaborated with stekéers to make school decisions.

While shadowing the principals, the researcheenlesl principals greeting
students and staff. Principal B collaborated wathchers to grade benchmarks. To
understand how each group graded, the principaletet® grade a few assessments
together with the teachers. Principal F collabaatgh a parent and her administrative
assistant to plan literacy night. Principal A cbidaates with teachers to create a learning
lab to reflect on the teaching and learning inredkrgarten classroom. During the
visitations, three out of six principals demonscdatollaboration, which supported the

interview statements about decision making.
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Delegating Managerial Tasks

Through delegation, principals can create timel®eove in classrooms, talk with
students and teachers, and spend sufficient tirdevelop strong professional
development for all staff. Without delegation, pipals cannot do their jobs effectively.
Many principals had assistant principals, admiatste assistants, facilitators, coaches,
lead teachers, and social workers to help witmtheagement component of the school.
Empowering teachers and other staff provided ppaidsiwith extra time to be in
classrooms as well as pursue additional instruatitasks throughout the day. The
delegation of duties created strong leadership gneachers and staff. “Empowerment
means holding teachers accountable for resultsalbatproviding them with an
environment in which they have the opportunity ¢dwpon their ideas, are treated as
professionals, and have freedom to decide howtbeseet state and local goals for
children” (DuFour, 1991, p.32).

Many examples of delegation were prevalent iniglsshools visited. One
teacher provided staff development on backwardsnitg, which assisted teachers in
planning lessons that were more effective and heeheeds of students. Another teacher
created all the scheduling in the building, in lésse than the principal would have
taken, because the teacher was exceptional gidhisular task. Secretaries can schedule
phone conversations during non-instructional tineglémit the amount of phone tag that
can go on. They can also schedule appointmentte agendas and newsletters, and
scrutinize phone calls. “Principals told us tha #éxtent to which they shared their

responsibilities with others was the best prediofdheir ability to run the school
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effectively over a period of time. If principals veewilling to let go, they were usually
rewarded with a more involved staff that was alswerwilling to support the principal’s
work” (Boris-Schacter & Lange, 2006, p. 28). Asargtprincipals and administrative
assistants spent time dealing with discipline issar@ resolving conflicts. This included
calling parents and creating appropriate conseadesefoe poor behavior. These
administrators also created schedules, managext aéfsks, and assisted principals in the
daily operations of the school. Some principals paents that managed the web page
and kept it up to date. Other administrators, staftl/or parents maintained newsletters,
schedules, after school programs, and a varietyasfagerial tasks. “Managerial tasks
such as paperwork and meetings tend to undermsteigtional leadership activities”
(Boris-Schacter & Langer, 2006, pp.19-25). Therefaelegation is essential in
providing time for principals to be instructionablders.
Delegating Managerial Tasks Excerpts

Principal A says, “The Assistant Principal and tess receive tasks according to
their interests. ELA information is taken care gf®harlotte, my Assistant Principal. A
teacher will be a math coach and interventionBtiihcipal C explained, “Delegation
depends on a person’s strengths. My kindergartehes is great at scheduling, so she is
working on our RTI schedule for next year. My fdatior is an excellent writer so she
polishes up my writing. Principal D remarked, “Meaan Assistant Principal, a
humanities facilitator, a gifted and talented tesaclnd two wonderful secretaries. | work
with many smart people. | respect my staff as ékreowledge. If | delegate, | know it is

going to be done. | delegate things like curriculmapping, social things, calling parents
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and shadowing a teacher.” All of these principakedate to people who have specific
skills. Principal B delegates his tasks to his ety and facilitator, and principal D
delegates chronic family issues to her social wor8ex out of six principals delegated
responsibilities to others in the building.

During the shadowing, the researcher did not oleseny of the principals
specifically delegating duties to support the reses to the interview questions.
Differentiated Professional Development

Successful principals provide purposeful and défifdiated professional
development that meets the needs of each staff erellperfect example of purposeful
professional development was the learning labiatkal A’s school. “With an
emphasis on internal capacity, the leadership afiegsional development efforts comes
from the faculty itself, and a large part of praiesal education takes place in the
classroom while teachers are engaged in authe@ohing. Teachers learn about
differentiated instruction through hands-on diffgrated professional development”
(Reeves, 2009, p. 63). Some felt principal protessi development was important while
others did not. “I have not learned anything neat #issists me in the running of my
school. | need professional development that ipgeeful and differentiated to meet my
needs as a veteran principal. Instead of spendimgdttending professional development
on things | already know, | would rather be in sl@®ms providing instructional

leadership to my staff.”
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Differentiated Professional Development Excerpts

The researcher asked the question: What kincafffd¢velopment do you need
to become an instructional leader? The interviespoases varied on this question.
Principal D said, “Any staff development that heyjpsl with best practices in general.
The more we know about good practices and whaareseshows will help us become
better leaders.” Principal E replied similarly, $tructional leaders need content
especially in math and other areas not relatetiex@ty. They need to know current
trends and research. They need to know how to a@algta.” Principal B suggested,
“Cognitive coaching has been good staff developrhé&mincipal A and F indicated that
staff development as it exists in the district rames not help them become better
instructional leaders. Principal A stated, “I dd tlonk the district has done a great deal
for us. Two experiences helped me. First, | bugthool from the ground up and the
second was working for Department of Ed in anositete where | learned the politics,
the running of schools, and making things happeithaut a PhD, | would not have
obtained this amount of information and knowledd#&ithcipal F answered, “First,
principals are born, not made. You have to havendttaral leadership ability. | need to
spend time working with my teachers, not sittingiiworkshop.” Three out of six
principals provided ideas on staff developmentdspihat helped them as principals.

Principal B illustrated purposeful staff developrthehen his teachers graded the
benchmark assessments together. Principal A prawstdf development through the
learning lab. His staff development demonstraté@mintiation because each person’s

reflection met their individual needs. Since néfaincipals engaged in staff
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development during the shadowing experience, theareher could not further validate
the professional development in the schools.
Hiring Additional Office Personnel

Finally, all principals felt they needed additiosapport with office personnel in
order to spend more time on instruction. Four efgix principals felt an additional staff
member would be helpful. One principal felt he rexkd business and public relations
person who could manage the budget, analyze tlag @lad be a liaison to parents.
Effective principals need personnel that can ab8wbnanagerial tasks that principals
cannot get to because of time limits. Each leadsrahdifferent style and may need an
assistant principal, an administrative assistangnooffice manager. Office managers can
relieve budget tasks, purchasing responsibilitesl, other chores dealing with
management. Assistant principals and administratsgistants can supervise student
discipline, manage the playground or lunchroom, r@tidve the principal of many
management tasks. Unless the responsibilitiesiofipal lessen, there is no conceivable
way to get all the duties done in a forty or fiftgur workweek. Additional staff allows
the principal to delegate tasks to others. Whileosts tend to delegate some managerial
tasks to teachers, it is important that princiglkegate to an office manager or someone
that has expertise in managerial tasks. While t@sgiprincipals can provide some
support, their responsibilities include participgtin seventy-five percent instructional
leadership just like principals. Effective prindgécarefully negotiate their schedules
and purposefully structure their time to matchtipeiorities” (Boris-Schacter & Langer,

2006, p.30).
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Hiring Additional Office Personnel Excerpts

To understand the needs of principals the follovgngstions were asked: What
one thing you would change to be an instructioeatier? Principal A stated, “If | had a
business manager who would be my executive manbgeunjd get into classrooms more
often. A person to keep budget going, be a PR pdist could take the parent liaison
thing and be a data manager would really help. péison could collect all the data and
how to use the data effectively. | need districtgde to quit asking for ridiculous things.
Do not ask for a crazy ten-page application ane-fiage report. We do not have time to
do these; | understand the need to justify the mdmet | think that it should be easier to
do grant applications when the money should be @@ us anyway. Give us one
person that keeps (the paperwork aspect) everygomy”. Principal E indicated the
need for a parent liaison as well. She remarkede#8d qualified office staff. | do most of
my own paperwork such as program for graduationrevasletters. | decided to
purchase an interventionist instead of an AA ortdRelp teachers provide instruction to
students. | need a Bilingual person to visit fagslf Principal B also requested additional
staff. He said, “l would like to see fewer managktasks or someone to help with those
tasks.” Principal C wanted an additional staff memds well. She replied, “It would be
someone to deal with behavior.” Four of the sixpipals requested additional staff to
assist with budget, data, parent liaison, and beh&sues. Two principals did not have a
response to this question.

Again shadowing did not provide any additional mfiation specifically around

the hiring of additional staff. However, princidalspent the entire three hours
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multitasking and trying to eat her lunch at the saime. All the principals went from
one activity to another without taking time forwpoof coffee or go to the bathroom
Managing Time

Another common theme concerned how principals tisesleffectively.
Principals spent between one to fifteen hoursmétin meetings. Principals scheduled
most of their meeting times before or after scleoaept for district meetings, which
occurred during the day. Most of the principaledrio keep meetings to a minimum and
tried to keep as many meetings as possible outisgdéme students are in classrooms
learning. If meetings occurred during the day, thagl to directly relate to instruction.
For example, an individual educational plan migtketplace during the day because the
meeting deals with how to help a child improve tistident achievement. Faculty
meetings occurred once or twice a month and focasedstructional practices and
teacher learning. “Faculty meetings, formerly doatéd by dull announcements and
endless discussions, would then focus on studamiileg, creative teaching strategies,
collaborative scoring, and the development of emgagssessments and individualized
instruction” (Reeves, 2009, p.66). Another meethmag took place in one of the schools
was a learning lab. In a learning lab, teachersaaiministrators observe a teacher and
then provide feedback on the teacher’s instrucfldms is an effective way to help
teachers improve their instruction in a positivenmer if done appropriately.
Managing Time Excerpts

Information regarding the challenges principalefpoovided the researcher

interesting data. What have been the major chadetgrealizing your professional

60



priorities? Principal A said, “Time! Just balancitihg needs of 300 some odd kids and 50
staff members challenges any principal. You eittesl with the people part or not. | feel
like Dad around here.” Principal C stated, “DeaginSet your timeline and hope that
nothing interferes with it.” Other principals fattterruptions created challenges. Principal
B declared, “My biggest challenge is the untimedynenunications from the district.”
Principal E also supported this by saying, “My majballenges are unexpected parental
issues or student issues.” Principal D raisedgbed of health. She commented, “My
health has been a problem. Challenge is to tryetp lsealthy. | love my job. I like the
problem solving and the challenges of the job.’alin Principal F articulated, “Nothing

is constant. So much nonsense is in this dis#g&sumptions made that we are not doing
any interventions to help children. Do not wastetrme.” All the principals had some
challenges either with time, deadlines, interrupicand health issues.

During the shadowing of these principals, the aed®r observed that the
principals went quickly from one activity to anothBrincipals actively worked
throughout the three-hour time. Interruptions ooedinvhen Principal A talked with the
student about the letter he had requested. Thetaegin Principal D’s school also
interrupted to announce an interviewee. Principaddeives a letter from a student. Each
principal had some interruptions. Shadowing didallaiw for gauging time other than to
say principals worked the whole time without taktmge for a bathroom break or a

coffee break.
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Previous Teaching Background

Six out of six principals were teachers before thegame administrators. “The
recent focus on instructional leadership has neaéfd a long-standing belief by many
practitioners that principals should have teaclixgerience. Despite calls for opening
the profession to qualified leaders from other @ations, virtually all states continue to
require principals to have teaching experience”i{®& Piele, 2006, p.30). The
administrators in this study understand the netyegsbe a teacher first and an
administrator second. They have the expertise li@aat one of the content areas and
have substantial knowledge about how children leBnese principals know what good
instructions looks like and what needs to changgassrooms with inferior teaching.
Previous Teaching Background Excerpts

The researcher asked principals the following ioesWhat knowledge do
principals need in order to become an instructiteeder? Principal A stated, “It is
important that principals have been a successfghter. We all teach differently and see
the world differently so a principal must be aldeput yourself in the teacher’s shoes.”
Principal C also indicated that a teaching backgdas important. She commented,
“They [principals] need to know what is happeningeading, writing, and math.
Principals should be able to tell teachers whesg #hould go for resources. Principals
should be able to model, teach and be credibléntal E remarked, “Principals need
managerial skills to manage time and they neechtavkcurricula and standards.”

Principal B and E talked about managerial and aegdional skills as being a priority.
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Three out of six principals felt a teaching backgrd was important knowledge for
principals to possess.

By shadowing principals, the researcher obseresdgrincipals applied their
previous teaching background. Principal A partitgdan a learning lab showing clear
understanding of student learning needs. Prin@padrticipated in the grading
benchmarks, which requires some knowledge of confemcipal C, D, E, and F visited
classrooms and conversed with students aboutl#aiming. Four out of six principals
observed classrooms.

Prioritizing Instructional Tasks

Prioritizing instructional tasks was another coomtheme. Some of the
principals in this study did not write their evatieas during school hours because there
were too many interruptions. “I can not concentraité all the interruptions, so | do my
evaluations when everyone has gone home or | tdda@me to work on,” replied one
principal.

However, all principals’ felt it was essential tedp observation time sacred and
to try to work around those times when constamriaptions change the principal’s
schedule. Reeves suggested that principals uséy/gdaritized task list to determine
which tasks are priorities. He states, “Createva daily prioritized list every day.
Throughout the day, new requests add time to tineipal’s already overloaded
schedule. If you have more than six A prioritiestfte day, then you must either defer
some of the A-level tasks or change some of thaskestto B-level priority” (Reeves,

2006, p 20). Five out of the six principals (A,®,D, and F) prioritized their
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management and instructional tasks. Principal @Qvelddhow she multitasks during the
shadowing experience. While other principals dicheanultitasking, principal C spent
several hours multitasking. Multitasking may notriweveryday, but the skill provides
additional time for instructional leadership whélilowing time necessary for managerial
tasks. Another principal stated that she did nloinafor announcements during the day
because it took up valuable instruction time. O8w@rools did not put through phone
calls to the classroom during instructional timenélipals allocated certain times for
management tasks and instructional duties. Mosticisonal tasks took place during the
day. Most of the principals did some type of plamgseveral days or weeks ahead to
make sure the principal was in each classroomregalar basis observing instruction or
meeting with teachers in regard to instruction.yGorie principal (E) indicated that she
did not plan ahead because the minute she walkadhrthe door of the school
everything changes so she takes one day at aTimeprincipal was the newest
principal in the study.
Prioritized Instructional Tasks Excerpts

Information from several interview questions indéththe importance of
prioritizing instruction. These three questions ever

What is the most important part of your job?

How do you prioritize/organize instructional tasks?

What do you do to support instruction at your s¢hoo

Principal C, D, E, and F stated that instructianked as the most important part

of their job. Principals either talked with teachabout instruction or asked how they
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could support instruction. Principal C remarkedjsten to teachers and provide
resources when needed. | model for teachers aonggdesson plans.” Principal D
stated, “The most important part of my job is plagrfor instruction to meet the needs
of the children based on academic needs.” Prin&ipsid, “My most important part of
my job is meeting the needs of staff to supporaitiis and provide resources.” Principal
F replied, “Instruction is the most important pairimy job. I like being in classrooms and
then having discussions with teachers about whgaiisg on in their classroom.
Interacting with children is critical too.” Prin@pA & B replied that public relations
ranked as the major importance of their jobs. RpalcA remarked; | work to keep crazy
people away from teachers that includes distrioppes so teachers can teach and support
kids.”

Under prioritizing instructional tasks, principaisted that they reviewed their
calendars and used deadlines to prioritize ingomcBoth principal C and Principal F do
long term planning to evaluate teachers on thetructions through observations.
Principal F stated, “Observations are sacred. Wemgave announcements in this
school. We do not do Halloween.” While instructisnmportant to principals, comments
indicated that it was a struggle to get it in do¢hie constant changes during the day.
Principal A said, “I plan day to day and barely getf of my work done.”

Principals supported instruction by talking witldbers, modeling instruction,
participating in professional development, and ptong resources. Principal B said, “I
participate in professional development and worthhe team.” Principal C remarked,

“I listen to teachers and provide resources whexdee. | model for teachers and go over
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lesson plans.” Conversations with teachers rankgid dmong all the principals in the
study.
Receiving Pre-analyzed Data from Central Office

Principals felt they did not have sufficient tineefocus on instructional
leadership issues such as professional developteacter/student observations, and
data analysis. “Principals are being widely admiosisto be data driven in their
decision-making, but are often constrained by lafckme, capacity, and access to
relevant data” (Bernhardt, 2005, pp. 66-69). Oneggal wanted central office to
analyze the data and return the information togypads because it takes additional time
to do an exemplary job. One principal stated, “l@mrwhelmed with all the data. |
don’t know what to do with all of it.” Another prifpal said, “Data doesn’t impact
leadership as much as it should because | don& hime to analyze it thoroughly.”
Principal A suggested that data be ready for ppiasito use. The other principals
alluded to having so much data they did not knovatth do with it all. State tests,
district benchmarks, and reading tests need toakyzed by the principal. These test
results are currently available online without &malysis. Analyzing the data takes a
great deal of time that could be better spent struiction. Principals and staff will still
need to analyze unit tests and teacher createdsasents. If principals have more time to
look at the data, they can “look deeply into theadand guide the conversation about
instructional practices, pursuing questions abdtgrénces in instruction, curriculum,
and assessment in the classrooms” (Reeves, 2009).@Rre-analyzed data provides time

to look further into instruction.
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Receiving Pre-Analyzed Data from Central Officedfgts

Data is everywhere. Principals need data to drigguction and improve student
achievement. The researcher asked principals, “tiosg data collection and analysis
affect you as an instructional leader?” Principadadd, “Data probably does not affect
me as much as it should. You need a person thatgilscts data and analyzes it. We are
doing a good job with data.” Principal B repliedifry not to overemphasize the data and
look for gaps.” Principal E expressed her frustragi “| focus on reading making the
connections between the data from AIMS, benchm@k#, CSAP that has guided our
interventions. So much data, what do | do witlo&this?” Principal F has a similar
response, “Data must be purposeful and meaninigislhard to figure out how to collect
all the information needed in this school modelihBipal C answered, “Principals need
to know where teachers are at and if they know toouse the data. This helps with the
big picture.” Principal D responded, “It seems likembers have great impact. You can
target groups for specific data. Teachers are mmatevated now than before.”

Another question provided insight about data. fidsearcher asked, “In what
ways does data collection and analysis inform &ffedesson planning at your school?”
Principal B indicated that data analysis drivegedéntiation at his school. Principal D
states, “One way is through smart goals. The digsistill weak. We get all this data at
the beginning of the year. The district needs t@ger and analyze the data for each
school. Tell me what | need to do instead of ppats playing a guessing game.” In other

statements principals suggested that data overvghglem and creates the dilemma of
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what to do with it all. Three out of six principalglicated the need to have some sort of
organized data presented to them instead of titgimgake sense of it themselves.

Shadowing did not provide any information on dataroughout the experience
principals and teachers did not work on data.

Setting Goals and Planning

One strategy principals use to meet the challenfjbalancing managerial tasks
and instructional responsibilities is to set god¥4ake sure the goals don’t change,”
replied principal A. “When developing goals, tharl@ng community ensures that some
goals will produce short-term successes and a talsgvill stretch their aspirations”
(Eaker, DuFour, & DuFour, 2002, p. 18). In creatangrofessional learning community
and providing time for instructional responsibégj goals must be a priority among all
staff. “All staff pursues measurable performancalgas a part of their routine
responsibilities. Goals and the school’'s shareidwisust be clearly linked. Goal
attainment is celebrated and staff members denaiastillingness to identify and
pursue challenging stretch” (Eaker, DuFour, & Duf-@002, p. 119). Principals must
model the goal setting and provide support to regais in a timely manner.

Most of the principals did some type of planningesal days or weeks ahead to
make sure the principal was in each classroom wibgeinstruction or meeting with
teachers in regards to instruction on a regulaisb@nly one principal (E) indicated that
she did not plan ahead because the minute she thatkgyh the door of the school

everything changes so she takes one day at aTim®principal was the newest

68



principal in the study. Organizing the day wasicaitfor five out of six principals (A, B,
C,D, &F).
Setting Goals and Planning Excerpts

Information on goal setting and planning came fs®weral questions. The first
guestion asked, “How do you organize your day?iié¢pial A stated, “l come in
everyday with a plan. The day organizes you andtgoto get things done you need in
between. | do try to get certain things done eaebky’ Principal B also indicated, “I
look at my email and calendar to see what | hasar@d. Then, | walk through the
building to see how everything is going and if thare any concerns.” Planning is
essential in creating professional learning comtmesiand enabling teachers to
participate in distributive leadership. Principak{F also used their calendars in
reference to planning. Principal D said, “I am gpia do two observations tomorrow. |
decide that is what | am going to do and put iy calendar. | am systematic. | do not
procrastinate. | take care of speaking to the teaght away whether it is negative or
positive.” Principal F answered,” | use a calendat,an electronic device. | start making
notes about the next week during the previous wEle&.day before | organize my
thoughts on what | will be doing. | cannot functiondisorder. Organization is ongoing.
On the way home, | make notes. Principals talkediaplanning when answering other
guestions as well.” Principal C answered the gaastHow do you prioritize/organize
instructional tasks?” She stated, “Evaluations @aich meetings are usually preplanned.
Data usually occurs in March. Long term planning emaluations are mapped out. All

my one on ones are done early in the year.” Prat@panswered the question, “How do
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you handle the management piece of the princiga®si$he said, “| am pretty organized.
By now, | already know how | am going to structthre year for next year. | always think
ahead and do a lot of planning. Events that aneggm happen like CSAP, | go ahead
and plan for early.” Principal E was the only prpat that indicated she did not organize
her day. She replied, “ don’t. | go day to day.uv@an’t do everything you have on your
calendar because little interruptions come up.urkat of six principals used some type
of planning to organize their day. These princizdd® stated that they tended to be
organized.

During the shadowing, Principal E talked on therphwith a staff developer
about the in-service they had been planning forestme. She obviously does some long
term planning, but this did not come out in thematews. Principal F carried her planner
everywhere she went and referred to it often. €kjgerience really supported her
interview statements. Principal A showed plannirigevhe engaged in the learning lab.
The learning lab had to be coordinated among thigcjgants with time to meet and
discuss what the teacher was expecting from thereeqce. During the volunteer
breakfast and benchmark grading, Principal B endj@agsome long term planning
before these events took place. Principal D suppastaff and students by providing time
for students to display their math skills to thenpipal. The coordination of this event
takes planning and a commitment from the principhe shadowing supported the

interviews with six out of six principals using sertype of planning.
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Summary
Chapter Four discussed the emerging themes attigy. The principals in this
study were “applying several successful stratedibsy fostered a school culture that
valued shared leadership, group responsibility,taadher professionalism. They
prioritized their work and time in order to creafgoortunities for instructional
leadership” (Boris-Schacter& Lange, 2005, p. 33)ege themes are important findings
for principals. Understanding these themes may pefipals attain the academic

growth desired in the Stewart School District.
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Chapter Five: Discussion of the Findings
Introduction

In order for principals to devote a great dealmiktto instructional leadership,
principals must use effective coping strategiesi@®8chechter & Langer, 2006). In
Chapter Four, several themes arise that give osnr&tion on how principals in the
study balance managerial and instructional leadgersiies. After analysis of the data, the
researcher organized the themes that emerged frestudy and in Chapter Five, the
researcher links the themes back to the definitamtsresearch and discusses
implications for principals and other educationdinénistrators. Table 3 demonstrates
how the study themes relate to the definitions ahagerial and instructional leadership.
Linking Study Themes to Managerial and Instructldreadership Definitions

Perhaps the most difficult process occurred whylimg to separate managerial
and instructional responsibilities. Many times pijpals engaged simultaneously in
managerial and instructional leadership roles. rElsearcher started this dissertation
process in order to define these responsibilitiesenslearly. The hope is to differentiate
managerial and instructional leadership tasks tovgbrincipals how to balance these
roles and this is clearly not possible. Balancirapagerial and instructional leadership

has implications for principal preparation, evaioms, use of time, and needed support.
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Table 3

Leadership and Emerging Themes

Managerial Leadership Instructional Leadership
Managing Time Managing Time
Pre-Analyzed Data Pre-Analyzed Data

Hire Office Personnel Hire Office Personnel
Professional Development Professional Development
Setting Goals and Planning Setting Goals and Planning
Delegate Managerial Tasks Collaboration

Previous Teaching Background

Prioritize Instruction

For this study, the researcher used simple dedimstfor managerial and
instructional leadership. As the themes emergdibgame clear that some of the themes
fit under both forms of leadership depending onftloeis of the leader or how the leader
implemented the task.

Managing Time

Managing time is compatible with both definitionBrincipals struggle with
managing time to provide continuous learning foulesdand to keep learning a priority
for all stakeholders, which is part of the instroial leadership definition. Time
management is difficult when planning and settinglg, organizing people to implement
plans, and controlling the environment by providirmyitine and risk-free managerial
processes. All of these themes are consistent both managerial and instructional

leadership, which makes it impossible to sepaframt
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Sharing schedule information between and amongistaéneficial to managing
the school and finding time for instructional leegtep. Schedule transparency not only
informs teachers about the principal’s availabijlityalso builds trust. Schools benefit
when principals provide teachers with a copy ofghecipal’s daily schedule. Teachers
provide daily schedules to students, parents, la@gitincipal. It is important that
principals are equally open to sharing their scheedtmbedded in such a skill is the clear
vision of what is most important within the scheolvironment. University preparation
programs may want to consider how to help prospegrincipals gain the ability to
manage time skill, and districts may also beneditf supporting the seemingly
innocuous skill of time management. Time managensevital and continued changes
create chaos. The potential to improve teachemasbn compromises, if managerial
tasks remain the sole responsibility of principdisne management cannot be
overestimated.

Pre-analyzed Data

Pre-analyzed data is a resource that can proveegraccess to learning and, as
such, is an instructional leadership task. Sinaddes use data to create goals and plan,
this task is, in part, a function of manageriatiesghip as well. Constructive use of data
changes schools into professional learning comnasnithereas heaps of unused data
can become overwhelming and burdensome for schadkfs. Giving principals data
that has already been analyzed to some extentysatlze time currently used for data

analysis to be refocused on helping teachers iganterventions for each child in need.
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Hiring Office Personnel

Hiring office personnel corresponds best with mamiadleadership. The
planning and delegation of authority also fits urtie definition of managerial
leadership. However, the leader may perceive theabmterview as a more instructional
leadership task because the position affects stugtnuction. The leader seeks a
candidate that can assist in developing a contisilerning culture, using multiple
resources to access learning and making learngmgpaty. Schools must look at the
organizational structure and find ways to imprdve ¢urrent system by restructuring the
school administration team. Hiring additional staffuld alleviate some of the burden
experienced in balancing management and instruadtleadership tasks. An assistant
principal and/or business manager would be onetaayovide this support. Another
option includes using the head secretary as a éssimanager. Elementary schools
might provide an assistant principal/administratigsistant and a half time business
manager in each school. A balance between managamemstructional leadership is
not possible with current staff unless there if@ange in the types of things people do or
an additional staff member is hired. Either scemauduld work; delegation of
managerial provides principals with more time fwstructional leadership. Who takes
care of the tasks is not as important as completighe tasks. The business manager
would oversee all office duties, be a public relasi ambassador, and assist the principal
in budget and paperwork. These duties could include

* Reviewing district budget and paperwork.

» Create and implement the budget with principal apai:
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» Overseeing expenditures.

» Assisting the principal would include reading emahd prioritizing them.

* Reading the mail, presenting important informati@the principal, and

throwing away junk mail.

» Making appointments for the principal.

» Create appropriate letters for the principal arftbst

» Taking minutes for faculty, staff development, atler important meetings.

» Create a newsletter once a month and a staff agerms#aa week.

» Creating and printing of student and faculty harakso

» Listen to parent complaints and come up with sohgiwhere possible.

» Oversee the operations of the office.

By providing personnel that can take care of theagament tasks, discipline,
and some public relations tasks, principals woatgehthe time to be in classrooms and
work with teachers to improve instruction. Incorgtiomg both a business manager and
another administrator in the building creates arirenment where consistent
management provides time for instructional resgwlisés. Additional personnel
provide a way to delegate tasks that is imperdatwbe school culture, especially if
sustainability of instructional leadership is t@oc

Principals in this study recognized the importaottkaving additional
administrative staff. The assistant principal sddwve experience as an instructional
leader and as a manager. While colleges and urtiesrprovide theory in both areas,

future principals need hands on experience. Withimeitnanagement experience,
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principals are doomed to failure and the sameuss for instruction. Universities and
districts must work together to provide a yearmwéinship where future principals are
given the opportunities to work as an instructideatler and a manager. Districts that
provide internships communicate a clear visiomsfructional leadership and continuous
professional development while meeting the goatbefistrict.
Professional Development

Professional development matched the definitiomahagerial leadership when a
leader sets up goals and plans the professionala@went in-service. However, once
implementation of the professional development hetfee theme fits better under the
instructional leadership definition because pratess development corresponds with
learning and providing a continuous culture of ikag for all adults. Providing
opportunities for teacher leaders can strengthewrualture of a school and give a
principal critical leadership support. The seasaeedher who has great experience in
teaching students and meeting their needs contisteould be a superb mentor to new
teachers in the building provided they have goadéeship skills. A leadership
opportunity, such as leading staff developmentcWitreates and promotes improved
instruction in other teachers, is important in 8ing culture. The learning lab that was
evident in one school is a perfect example of hearchers can learn from one another.
Teachers providing feedback to each other gives e opportunity to discuss what is
working and what is not working. They can sharegand then come back and see how

the new ideas are working.
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Goal Setting and Planning

Most of the principals in this study felt goal sggtand planning were very
important. As the leader of the building, the pifyrat is required to set attainable goals
for the school. The goals, when shared with akettalders, can significantly improve
achievement and change the school. In the dayygldaning, principals need to keep
these goals in mind and plan each task in purétitase goals. Principals become
successful when learning is a priority.

The principals in this study have identified sigraht changes in leadership that
can strengthen leadership in every school. Thenbadg of managerial tasks and
instructional responsibilities occur when the exieruand enforcement of the emerging
themes occur consistently.

Delegating Managerial Tasks

By sharing leadership, staff members accept th@oresbility of sharing the
values that lead to improved learning communiti@segating simple management tasks,
like creating the schedule for the whole schoohlbdes others to become leaders. Several
principals in this study provided examples of masead delegation to others. Delegation
is essential to building capacity in the schooin&pals must learn to delegate through
either university programs or district internshgmsl implement the skill daily.
Collaboration

Collaboration was a theme principals demonstrateeinwnaking school
decisions, providing learning labs, engaging indm@mark grading, and conducting data

team meetings. Collaboration provides learning ojymdties for all stakeholders.
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Distributed leadership is critically important taceessful balancing of managerial and
instructional leadership. When principals are ableffectively share leadership tasks
with others, the principal can maximize their owrd athers’ strengths. Principal
management duties delegated to others, the adraiiist assistant, assistant principal,
and secretary or business manager, provides mmeefdir the principal to engage in
instructional leadership. The example of the sacyahaking appointments while the
principal is visiting classrooms is a simple tdsittcan have a very positive result.
Delegation leads to higher levels of trust and osppetween the principal and staff
members when the leader considers staff strengthmgerests. All the principals in this
study delegated tasks to others in the buildinke lahief executive officers, the principal
position does not insinuate that principals ddtadlwork, but rather, principals are
responsible for seeing that tasks are accomplishextder to perform the job well,
successful principals delegate and delegate often.
Prioritize Instruction

In order to use time most efficiently and effeclyyerincipals prioritized
instructional leadership tasks, multitasked, mowvesettings to before and after school.
Restructuring schedules provides time for instaral responsibilities and managerial
tasks within the guidelines from the district atats. One way to structure time more
effectively is to set aside specific times for sla®m observations, modeling teaching,
conversations with teachers and students, andrdegigrofessional development. As the
principals stated in the interviews, schedulingetifor instructional leadership is

critically important. Principals cannot assume thidhout scheduling time they will have
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time during the day to get into classrooms. Clamsroisits must be sacred. As stated in
the literature review, “Prioritizing principal’s wio and time enables the creation of
opportunities for instructional leadership” (BoB8shacter & Langer, 2006, p. 33).

Principals schedule managerial tasks around irtgbnad responsibilities. For
example, principals set up formal observation atkers, which includes a pre and a post
observation. All three observations require the@pal and teacher to meet to discuss
the proposed lesson, to observe the teacher addrdtuthroughout the lesson, and to
provide feedback about the lesson to the teachhem@ng one of the meetings can result
in the others changing as well. Rescheduling olagiems is difficult to arrange and is
one of the reasons principals hold these timesdadihese meetings are critical for
teachers and the principal.
Previous Teaching Background

Principals in the study felt principals should havevious experience as a
teacher. Principals need to understand the mechaha classroom. They need to know
what teachers need in order to teach. Teacheriexgerenables the principal to
understand the needs of the students and the tedcphencipal with teacher experience
provides a common ground for teachers and theipahto converse about instruction.
Principals that give advice and share their expeds engage in conversations that
enable the teacher and principal the opportunityitd relationships. Professional
expertise includes basic skills and experiencespitiacipals need to understand the
teaching profession. The basic skills are settmajgand planning. In order to set goals

principals need to include the values, mission,\asidn present in the school
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improvement plan. The experiences include haviegipus teaching experience and

knowledge of teaching and learning.

Implications for Principals and Others

This study examined the actions and beliefs opsixcipals; all implications are

qualified based on this small, yet important, samphat being said, the following

recommendations provide information on how pringpaight be more effective or

efficient and how districts might support principal

The implications for instructional leaders are:

Principals can work toward creating a continuousuce of learning by
prioritizing instructional responsibilities, collafating, and receiving pre-
analyzed data to access learning needs.

Principals who establish learning as a priority agethe school environment
by delegating managerial tasks and hiring additioffece personnel or
restructuring current staff responsibilities.

Principals with previous teaching experience pastes needed knowledge of
teaching and learning.

Principals delegate and promote leadership in thélding by empowering
teachers.

Principals with additional personnel can sharerimmense responsibilities of

the principalship.
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The implications for school districts are:

» School districts can examine ways to define ofitadf responsibilities that
will allow principals more instructional time infsgols.

» School districts can discuss principal instructloraponsibilities to gain
clarity and agreement about what comprises instnat leadership and how to
provide time to support instructional responsitat

» School districts can support principals by provipdpre-analyzed data.

» School districts can ensure the evaluation of jgpads corresponds with what
principals do in buildings.

Recommendations for Further Study
The following recommendations and implicationsdzhupon the literature
review, data analysis, and conclusions from tha daed further study.
Recommendations for further study are:

* Replicate this study with secondary school prinisipa discover if similar
results occur.

* Interview and observe principals several timesrdythe year, such as
beginning of the year, end of first semester, nd@dryand the end of the year.
Observing during different times of the year magvde insight into how the

principal’s workload varies throughout the year.
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Conclusion

This study presented the thoughts of six elemersteingol principals. The study
allowed the researcher to analyze the data todimdrging themes that these principals
suggested are essential to balancing managetkal éasl instructional leadership.

The emerging themes are important strategie® tscipals used for increasing
student achievement, minimizing principals work tsp@nd improving teacher
instruction. Districts might benefit from exploritgw to provide support in these areas.

The findings illustrate the need to investigak tleeds of principals through their
eyes. Principal’s thoughts regarding balancing rganal tasks and instructional
leadership is crucial in creating a significantdstthat might change the duties of
principals. Principals shared their aspirationsgend more time as instructional leaders.
They yearn to remove some of the managerial téslitkeep them out of classrooms.

Principals want to collaborate to create a culafreontinuous learning for all

stakeholders.
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Appendix A

Interview Questions 1
How many years have you been a principal?
How many hours a week do you spend working?
How many hours a week do you spend thinking abawkwelated matters?
How much time do you spend on paperwork?
How much time do you spend on meetings?
What is the most important part of your job?
How are decisions made at your school?

How much time during the day do you spend on isiba or tasks related to
instruction?

What knowledge do principals need in order to bexamtructional leaders?
What kind of staff development do you need to bezam instructional leader?
As you work as an instructional leader, what knalgkedo you feel is essential?
How do you handle the management piece of the ipatship?

What management skills do you possess that yolafeddritical to the position of
principal?

How much time during the day do you spend on mamagé tasks?

If I were to follow you through a typical day athewol, what experiences would | be
likely to see you engaging in?

What books have you read that you think are mamgé&bo effective principals to read?
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Interview Questions 2
How do you organize your day?
How do you prioritize /organize instructional ta®ks

How do you set priorities when there are equaliypelling obligations to work and to
home?

What have been the major challenges to realizing poofessional priorities?
What strategies have you used to meet these chafen
How do you prioritize /organize managerial tasks?

Principals have many responsibilities. In ordeaddress all the mandates many
principals delegate tasks. What tasks do you dedeggad to whom?

What do you do to support instruction at your s¢hoo

What effective instructional practices are usedseantly at your school?
In what ways?

How does data collection and analysis affect yoarasstructional leader?

In what ways does data collection and analysiginfeffective lesson planning at your
school?
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Appendix C

Observation Protocol
Principal A
Amount of
Time Type of Task| DescriptionManagerial| Instructional| Both
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Appendix D

Interview 1 Responses

Interview 1 Interview Responses
Principal A

How many year s have you been a principal ?

| have been a principal for 9 years.

How many hoursa week do you spend
working?

| do not know for sure how many hours | spe
but on average, | would say 55 hours. | work]
on the weekend usually Saturday. | do work
about 10 hours at home and other times | dg
not work as much.

How many hoursa week do you spend
thinking about work related matter s?

| dream about work. It is on my mind a great
deal but not 24/7. | worry about CSAP two
months before and two months after.

How much time do you spend on
paperwork?

| spend about fifty percent of my time on
paperwork; | feel like | spend a lot of time on
paperwork and it is getting worse.

How much time do you spend on meetings?

| am not a big meeting person so | would say

one meeting a week and then district meetings.

What isthe most important part of your
job?

The people is the most important part of my
job. I work to keep crazy people away from
teachers that includes district people so
teachers can teach and support kids;
community and parents out reach is by far
important.

How are decisions made at your school?

We collaborate. | have built a group of peopl
that | can work with and collaborate with
during the day. | do many preparations befor
we have conversations. We look at what is t
stance we want to take. | make it clear with

staff that | have right of veto but | have never

had to use it.

How much time during the day do you
spend on instruction or tasksrelated to
instruction?

| spend a good part of my day, at least half,
instructional tasks. | spend time preparing
Professional Development and visiting
classrooms.

What knowledge do principals need in order
to become instructional leaders?

It is important that principals have been a
successful teacher. Principals also need to t
outside the box. We all teach differently and
see the world differently so a principal must
able to put yourself in the teacher’s shoes.
Principals must be flexible and not have an
ego.

D

ne

olp

hink

What kind of staff development do you need

| do not think the district has done a great de

al
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to become an instructional leader ?

for us. Two experiences helped me. First, |
built a school from the ground up and the

second was working for dept. of Ed in another
state where | learned the politics, the running

of schools, and making things happen. Without

a PhD, | would not have obtained this amounmnt

of information and knowledge.

Asyou work asan instructional leader, what
knowledge do you fed is essential ?

Public Relations resolve conflicts in a positiv,
way. You have to know how to help people
grow. The job cannot be about you. The job
about how to adapt things to meet the needs
the teacher and school.

[¢)

of

How do you handle the management piece of
the principalship?

Management is difficult; | delegate and try to
make people responsible for what | delegate
them so it is a learning experience for them
also | have quality stuff coming back to me.

put

What management skills do you possess that
you feel arecritical to the position of
principal?

| am very good at staff recruitment and the
management of people. The ability to adapt
very important too.

How much time during the day do you
spend on management tasks?

A lot; it depends on the day. On crazy days,

you spend all day on management tasks and on
not so crazy days, a good part of the day is still

spent on management tasks.

If | wereto follow you through atypical day
at school, what experienceswould | belikely
to see you engagingin?

You would see everything such as working
with kids, greeting everyone in the morning,
meeting with parents, and visiting classroom

n

What books have you read that you think
are mandatory for effective principalsto
read?

| would read Sergiovani for theory. Cognitive
Coaching is good because it talks about how
grow people.

to

Interview 1 Interview Responses
Principal B

How many year s have you been a principal ?

| have been a principal for 5 years.

How many hoursa week do you spend
working?

| spend 55 plus hours at work and at home |
spend one day on the weekend for several
hours.

How many hoursa week do you spend
thinking about work related matter s?

| think about work 24/7 even when | sleep.
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How much time do you spend on
paperwork?

Paperwork consumes more time than it shou
| spend 20 hours a week maybe more on
paperwork. | delegate some things to the
facilitator or interventionist.

How much time do you spend on meetings?

| spend 10-11 hours a week between specia
education and regular staffings.

What isthe most important part of your
job?

| would like to say instructional leader but
really, it is more public relations. You have
public relations with community, parents,
teachers, and students.

How are decisions made at your school?

School leader team makes the decisions and

CSC supports the decisions. For other small
things, | collaborate with the facilitator and

interventionist. Some decisions | make alone.

How much time during the day do you
spend on instruction or tasksrelated to
instruction?

| spend one to two hours tops on instructiong
tasks. Some days | get more time for instruct
than other days. There are so many things

Id.

|
ion

going on in the district that takes a great dea| of

my time like landscaping, painting of building
and boilers.

What knowledge do principals need in order
to becomeinstructional leaders?

They need organizational skills, a big picture
what education should be. They constantly I

at the big picture and focus on small pieces to

work on.

What kind of staff development do you need
to become an instructional leader ?

Cognitive coaching has been good staff
development.

of
pok

Asyou work asan instructional leader, what
knowledge do you fed is essential ?

Principals need to have an understanding of
instruction and instructional practices. | can
walk into a classroom and know if good
instruction is going on without knowing the
everyday math curriculum.

How do you handle the management piece of
the principalship?

| handle it one-step at a time. | also prioritize}

put fires out when they are small. It is like
eliminating cancer cells before they spread. |
expectation of 75% of time on instruction is
unreasonable especially with all the issues tf
come up during the day like parent issues arj
behavior problems. Interventionist and
facilitator do a great deal of their work with
instruction to balance my work.

The

nat
d
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What management skills do you possess that
you feel arecritical to the position of
principal?

| act do not react. | take time to listen before
reacting and think things through then act. |
probing questions like cognitive coaching
teaches us; what do you want to happen her
parent wanted a teacher fired because the
teacher yelled at her child. Principal asked,

ask

e. A

“What do you want to happen?” Parent, “| want

her fired.” Principal, “Have you never yelled at

your student?” Parent, “Yes.” Principal,
“Should you be fired as the parent?” Parent
“No.” Principal, Then the teacher should not
fired either.” Reasoning with people that hav
outlandish requests and getting them to see
they are not being reasonable.

be

a)

-

that

How much time during the day do you
spend on management tasks?

| spend a great deal of time on management
right now due to the construction in my
building.

If | wereto follow you through atypical day
at school, what experienceswould | belikely
to see you engagingin?

| answer emails and check for absences first
thing in the morning. | function better in the
morning. | begin at 6:30 and leave by 5:00. |
prepare for meetings or other things | need t
organize my day. Walk through the building,
talk with teachers. | do another walk through
midday and keep my eye on a couple of

teachers | am watching to make sure they are

D

at

on target with instruction. Phone messages and

other tasks | take care of when | can.

What books have you read that you think
are mandatory for effective principalsto
read?

Cognitive Coaching training gives you tools on

how to interact appropriately. RTI book on
interventions we received this year at the
institute is a great resource for principals. YQ
have to do the core with fidelity before you ¢
do interventions. Common literacy block for
primary and common literacy block for
intermediate is important. An additional smal
group with paraprofessionals helps as well.

c

Interview 1 Interview Responses
Principal C

How many year s have you been a principal ?

| have been a principal for 9 years.

How many hoursa week do you spend working?

| work 55 hours a week.
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How many hoursa week do you spend thinking
about work related matter s?

| do not think it ever leaves my mind
because even on weekends | think about
| think about different ways to do things,
especially behavior. | think about next ye

t.

How much time do you spend on paperwork?

| spend the majority of my time on
paperwork. Let me think about my day. |
spend about 75% of the time on paperwa

k.

=

How much time do you spend on meetings?

| do not spend that many hours on
meetings, maybe one hour a week. We d
Professional Development one half day
every other week.

What isthe most important part of your job?

This year is behavior but that is not my

most important job. | would say my most
important job is helping teachers become
the best kind of teacher they can be. |
spend time in conversations and modelin
instruction.

How are decisions made at your school?

Decisions are made by the whole staff an
the Collaborative School Committee.

nd

How much time during the day do you spend on
instruction or tasksrelated to instruction?

| think it depends on what | am doing so
am not sure.

What knowledge do principalsneed in order to
become instructional leaders?

They need to know what is happening in
reading, writing, and math. Be able to tel
teachers where they should go for
resources. Principal should be able to
model, teach and be credible.

What kind of staff development do you need to
become an instructional leader ?

| was a literacy coach before | became a
principal. | also taught math in Profession
Development before becoming an
administrator.

al

Asyou work asan instructional leader, what
knowledge do you fed is essential ?

| think how to build teams, how to proble

solve without alienating students, parents

and staff, being resourceful — where you
can find help

How do you handle the management piece of the
principalship?

| do a great deal of stuff at home early in
the morning. It is hard to concentrate her
so | do my important work at home. | am

good at delegating a lot.
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What management skills do you possess that you
fedl arecritical to the position of principal?

| am a real listener. | can listen to parents
that want to be heard. | can build team
well.

How much time during the day do you spend on
management tasks?

75% of my time is spent on managerial
tasks.

If | wereto follow you through atypical day at
school, what experienceswould | belikely to see
you engaging in?

You would see conferences with teachers,
telephone calls, behavior issues, walk
throughs, lunch duty, and Monday and
Friday 15 minute staff meeting.

What books have you read that you think are
mandatory for effective principalsto read?

Getting Started by DuFour;
Johnson and Johnson working with
cooperative learning, Results Now helped
with data

Regie Routman Step Up to Writing
Ruby Payne — Understanding Poverty

Interview 1 Interview Responses
Principal D

How many year s have you been a principal ?

| have been a principal for 3 years.

How many hoursa week do you spend working?

| work between 50 and 55 hours a week.

How many hoursa week do you spend thinking
about work related matter s?

| sleep and | dream about work.

How much time do you spend on paperwor k?

| spend about 60% of work time on
paperwork.

How much time do you spend on meetings?

| spend about 30% of my time on meetings.

What isthe most important part of your job?

The most important part of my job is
planning for instruction to meet the need
of the children based on academic needs.
On a daily basis, we must put children
where they will be served better.

"%}

How are decisions made at your school ?

We collaborate. | consult a lot with
instructional coach, assistant principal, and
DP Teacher. | usually informally make
decisions during the day.

How much time during the day do you spend on
instruction or tasksrelated to instruction?

| spend 5% directly and indirectly ol
instructional tasks. Some of the tasks cou

d
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be paperwork from downtown.

What knowledge do principalsneed in order to
become instructional leaders?

Data helps me a lot because | make bett
decisions. | really think you need many
knowledgeable teachers to help you. The
can guide you or help you on how to
support instruction in the classrooms.

1%
—_

y

What kind of staff development do you need to
become an instructional leader?

Any staff development that helps you wit
best practices in general. The more we
know about good practices and what
research shows will help us become bett
leaders.

-

1]
-

Asyou work asan instructional leader, what
knowledge do you fed is essential ?

How students learn, instructional piece o
implementing the curriculum, global
knowledge of how behavior affects
learning. It is not enough to know the
curriculum.

=

How do you handle the management piece of the
principalship?

| am pretty organized. By now, | already
know how | am going to structure the yeg
for next year. | always think ahead and d
lot of planning. Events that are going to
happen like CSAP | go ahead and plan f
early.

\r
0a

What management skills do you possess that you
feel arecritical to the position of principal?

| have common sense and | am a quick
problem solver. Usually when | have to
make a decision, | have two choices and
just decide.

How much time during the day do you spend on
management tasks?

A great deal of my time is spent on
management tasks. 100% of the time | tg
care of management tasks. | can be talk
to you and something could happen that
need to solve in 10 seconds. There is a
layer of management that can’t be put
aside. It is there all the time. | do delegat
lot to my assistant principal; AP does
discipline secretary does payroll and
budget. | delegate but | never let go. | am
always in the process to make sure thing
are done.

ke
ng

[72)

If | wereto follow you through atypical day at
school, what experienceswould | belikely to see
you engaging in?

First, | make sure that all the teachers ar
here. | watch to see how the environmen

tis

flowing. | look in the hallways to see how
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things are going. Then | come back to the
office to deal with what was left from the

day before. | deal with one thing at a time.

3%

What books have you read that you think are
mandatory for effective principalsto read?

| think that anything that has to do with
instruction that is research based is
important for principals to read. It makes
be a better instructional leader and a bet
principal. Not how you feel books but
books on instructional strategies and beg
practices that are research based should
read.

er

be

Interview 1 Interview Responses
Principal E

How many year s have you been a principal ?

| have been a principal for 2.5 years.

How many hoursa week do you spend working?

| work 70 hours a week.

How many hoursa week do you spend thinking
about work related matter s?

| think about work, most of the time.

How much time do you spend on paperwor k?

Too much! | spend 50% of my time on
paperwork.

How much time do you spend on meetings?

| spend 10-15 hours a week on meetings.

What isthe most important part of your job?

My most important part of my job is
meeting the needs of staff to support
students and provide resources.

How are decisions made at your school?

Collaboratively, the staff and | make
decisions.

How much time during the day do you spend on
instruction or tasksrelated to instruction?

| spend about 50% of my time on
instructional tasks.

What knowledge do principals need in order to
become instructional leaders?

Principals need managerial skills to
manage time and they need to know
curricula and standards.

What kind of staff development do you need to
become an instructional leader?

Instructional leaders need content
especially in math and other areas not
related to literacy. They need to know

current trends and research. They need to

know how to analyze data.
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Asyou work asan instructional leader, what
knowledge do you fed is essential ?

Standards curricula are essential.

How do you handle the management piece of the
principalship?

I work many hours. | spend quiet evening
in the office. | always take time for
reflection each day.

What management skills do you possess that you
fedl arecritical to the position of principal?

Communication, know classroom and the
demands, being supportive and listening
are critical management skills for
principals.

How much time during the day do you spend on
management tasks?

A few hours each day is spent on
management tasks.

If | weretofollow you through atypical day at
school, what experienceswould | belikely to see
you engaging in?

You would see me doing classroom visits;

hanging out with students, checking in wi
some teacher and students coming in to
talk. | also so playground supervision, tal
with my secretary, and work on my
computer.

Py

th

=

What books have you read that you think are
mandatory for effective principalstoread?

Readings would depend on what the
principal needs. | have strong literacy
background so | would look for other are
leadership styles, evaluate instruction, ar
learning new instructional strategies.

A4S,
nd

Interview 1 Interview Responses
Principal F

How many year s have you been a principal ?

| have been a principal for 13 years.

How many hoursa week do you spend working?

| work 12-hour days plus a few hours on
the weekend.

How many hoursa week do you spend thinking
about work related matter s?

Even when | sleep, at home, and on the
way to work | think about work.

How much time do you spend on paperwork?

Too much! 25% of my time is spent on
paperwork. | have piles of paperwork ang
do not know what to do with them.

)

How much time do you spend on meetings?

1 day a week, if you added up the time, i
spent on meetings.

)

What isthe most important part of your job?

Instruction is the most important part of n

vy

job. | like being in classrooms and then
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having discussions with teachers about
what is going on in their classroom.
Interacting with children is critical too.

How are decisions made at your school ?

Collaboratively we make decisions. We
have nonnegotiable around curriculum a
decision-making is not negotiable either.

How much time during the day do you spend on

instruction or tasksrelated to instruction?

50% of my time is spent on instructional
tasks.

What knowledge do principalsneed in order to

becomeinstructional leaders?

They have to have been great teachers.
They have to have a love or passion for
teaching. They have to have expectation
for children. Otherwise, you become a
manager not an instructional leader.

What kind of staff development do you need to

become an instructional leader?

First, principals are born not made. You
have to have the natural leadership abilit
need to spend time working with my
teachers not sitting in a workshop.

Asyou work asan instructional leader, what

knowledge do you fed is essential ?

Firs|, principals are born not made. Y
have to have the natural leadership abilit
Understanding teacher and learning on g
broader scale. Put pieces like the district
initiative together with what is
developmentally appropriate. People neg
to know how to build community, where
are the boundaries; mistake principals
make is that they want everyone to like
them, if everyone likes me then | an not
doing my job. I work hard on behalf of
children. | want every to respect the fact
that | work hard for children. Judgment is
hard as a new principal. It is much more
natural with experienced people. You ha
to have courage and have a thick skin. B
able to put things into perspective. Itis n
about me. | am going through a grievanc
for cause. You have to get your paperwo
and everything together. Teacher wants
know why you are doing this to me. | am
not doing this to you. You are doing this {
yourself.

Staff development must meet my needs
something every one is doing. A brand n

d
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principal has different needs. It is more
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helpful to visit schools rather then sit
through hours of instruction.

How do you handle the management piece of the
principalship?

| work long hours. | am very organized and

can get others to do stuff. | will do

whatever | have to so people are willing to

do things for me. Part of it is experience.
New principals do not know what to
expect. Example, First child in labor you
do not know what to expect.

What management skills do you possess that you
fedl arecritical to the position of principal?

My work ethics are very different - | can
work many more hours than young peop
can. | am organized and diligent; What
have | learned from all the workshops an
institutes that we attend? | cannot
remember. | need to spend that time
working in my school. | love my job. They
have not made me a stronger leader.

e

o

How much time during the day do you spend on
management tasks?

50% of my time is spent on managerial
tasks. You have to have strong

management. People will not follow if you

do not have this.

If | weretofollow you through atypical day at
school, what experienceswould | belikely to see
you engaging in?

Baby shower, School news letter,
conversations with teachers and parents
talked with students, get into classrooms
meet with assistant; after school grant;
meet with a parent on literacy night; have
everything ready to go for next year. Wor
on budget

What books have you read that you think are
mandatory for effective principalstoread?

RTI book; Dual language programming;
management book has helped me. You &

either organized or your not; Roland Barth

books on community and professional
learning communities

no
Are
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Interview 2 Responses

Interview 2 Interview Responses
Principal A

How do you organize your day?

| come in everyday with a plan. The day
organizes you and you try to get things dong
you need in between. | do try to get certain
things done each week.

How do you set prioritieswhen thereare
equally compdling obligations to work and
to home?

| am one of the lucky people because | don't
have obligations at home — no family or wife
Everything is scheduled in the same week.

What have been the major challengesto
realizing your professional priorities?

Time! Just balancing the needs of 300 some
odd kids and 50 staff members challenges a
principal. You either deal with the people pa
or not. | feel like Dad around here.

What strategies have you used to meet these
challenges?

| have learned to take care of myself. | am
better at asking for help. | am good at
delegating things.

How do you prioritize /organize managerial
tasks?

Deadlines — Put the tasks in where | can.

How do you prioritize /organize
instructional tasks?

| think | organize everything according to
human need. If teachers need extra help, | W
with them first. Need dictates.

Principals have many responsibilities. In
order to address all the mandates many
principals delegate tasks. What tasks do you
delegate and to whom?

AP and teachers receive tasks according to
interests. ELA information is taken care of by
Charlotte, my AP. A teacher will be a math
coach and interventionist.

What do you do to support instruction at
your school?

We have many conversations. Learn a great

deal from my teachers since | have never
taught elementary. | did high school. Learnin
labs have been a great opportunity. Dialogug
The whole evaluation process is boglise
system is set up for people who don’t have
ongoing conversations with their staff. Itis
structured to be a couple of set times where
evaluation is announced and completed. Th¢
structure doesn’t reflect what we do at our
school. It is not real. It is not a reflection abo
what | do. | get more information from the Kkig
about what is going on.

ny
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What effectiveinstructional practicesare
used consistently at your school? In what
ways?

Everyone had to write SGO'’s as a grade lev

0|

They also had to share children. We had to plan

together to be on the same page. Teacher &
comfortable with others being in their
classrooms.

re

How does data collection and analysis affect
you as an instructional leader?

Data probably does not affect me as much as it

should. You need a person that just collects

data and analyzes it. We are doing a good job

with data.

In what ways does data collection and
analysisinform effective lesson planning at
your school?

Teachers plan together. They make their
groups. They have to have a body of eviden
that shows me they have made their goals.

Onething you would change to be an
instructional leader?

If I had a business manager who would be my

executive manager, | could get into classroo
more often. A person to keep budget going,

a PR person that could take the parent liaisgn

ms
be

thing and be a data manager would really help.

This person could collect all the data and ho
to use the data effectively. | need district
people to quit asking for ridiculous things. D¢
not ask for a crazy ten-page application and
five-page report. We do not have time to do
these; | understand the need to justify the
money, but | think that it should be easier to
grant applications when the money should b
coming to us anyway. Give us one person th
keeps (the paperwork aspect) everything go

Interview 2 Interview Responses
Principal B

How do you organize your day?

I look at my email and calendar to see what
have planned. Then, | walk through the

building to see how everything is going and if

there are any concerns.

How do you set prioritieswhen thereare
equally compdling obligations to work and
to home?

My work takes priority.

What have been the major challengesto
realizing your professional priorities?

My biggest challenge is the untimely
communications from the district.

What strategies have you used to meet these

| set my goals and do not change th
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challenges?

Otherwise, | would never attain my goals.

How do you prioritize /organize managerial
tasks?

| work Saturdays and do all my evaluations at

home.

How do you prioritize /organize
instructional tasks?

| again look at my calendar and check with my

literacy facilitator. | do the things that have
deadlines first.

Principals have many responsibilities. In
order to addressall the mandates many
principals delegate tasks. What tasks do you
delegate and to whom?

| delegate tasks to my secretary and facilitat

What do you do to support instruction at
your school?

| participate in professional development and

work with the team.

What effectiveinstructional practicesare
used consistently at your school? In what
ways?

We implement reader’s workshop and
differentiation in the school.

How does data collection and analysis affect
you as an instructional leader?

| try not to overemphasize the data and look
gaps.

for

In what ways does data collection and
analysisinform effective lesson planning at
your school?

The data analysis drives differentiation.

Onething you would change to be an
instructional leader?

| would like to see fewer managerial tasks o
someone to help with those tasks.

Interview 2 Interview Responses
Principal C

How do you organize your day?

First, | start with which teachers are out and

if

there are subs and if paraprofessionals are gone

who will cover at lunch. Parent meetings at
occur between 8:00 or 8:30. Re- entry meeti
for suspensions are included in the parent
meetings. Then, | walk through every
classroom.

ngs

How do you set prioritieswhen thereare
equally compélling obligations to work and
to home?

| don't have children at home. | try to work

evenings and not on weekends. | set a time
when | have to go to bed. If my work isn’'t do
by 9:30, it does not get done. Emails outside

school time because you can spend all day on

them.

What have been the major challengesto

Deadlines! Set your timeline and hope 1
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realizing your professional priorities?

nothing interferes with it.

What strategies have you used to meet these
challenges?

My strategies are starting earlier, long term
planning really helps and learning to shut my
door. Let others know what is going on;
communication with everyone so they know
when they can interrupt and when they can’t

How do you prioritize /organize managerial
tasks?

| prioritize when | have a deadline. | place
papers in stacks, and then | pick a stack of
papers and just go through it to get them dor

ne.

How do you prioritize /organize
instructional tasks?

Evaluations and data meetings are usually
preplanned. Data usually occurs in March.
Long term planning and evaluations are

mapped out. All my one on ones are done early

in the year.

Principals have many responsibilities. In
order to address all the mandates many
principals delegate tasks. What tasks do you
delegate and to whom?

Delegation depends on person’s strengths. N
kindergarten teacher is great at scheduling g

she is working on our RTI schedule next yeq

Facilitator is an excellent writer so she polish
up my writing.

= =
'O<

es

What do you do to support instruction at
your school?

A lot- | am always open to teachers. | go to
lot of conferences and webinars. | model for
teachers and go over lesson plans.

What effectiveinstructional practicesare
used consistently at your school? In what
ways?

Lesson plans, smart goals, data conferences
guarterly, video taping, use of data one on o
and data by grade level are the practices we
at my school.

ne
use

How does data collection and analysis affect
you as an instructional leader?

Principals need to know where teachers are
and if they know how to use the data. This
helps with the big picture.

at

In what ways does data collection and
analysisinform effective lesson planning at
your school?

The data analysis helps teachers create sm4
goals in reading writing, and math. Teachers
need to know how they will use the data to
lesson plan. Some teachers | meet with morg
often than others do.

Art

1%

Onething you would change to be an
instructional leader?

It would be someone to deal with behavior.

Interview 2 Interview Responses
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Principal D

How do you organize your day?

| am going to do two observations tomorrow

decide that is what | am going to do and put|i

in my calendar. | am systematic. | do not
procrastinate. | take care of speaking to the
teacher right away whether it is negative or
positive.

How do you set prioritieswhen thereare
equally compdling obligations to work and
to home?

My personal things | deal with and take som
time off when needed. The principal gives ar

il {’]

example of her daughter not being able to open

her eye at school so she leaves to take care
her. My family comes first.

What have been the major challengesto
realizing your professional priorities?

My health has been a problem. Challenge is
try to stay healthy. | love my job. | like the
problem solving and the challenges of the jo

What strategies have you used to meet these
challenges?

| take care of myself. | try to relax. | love to
laugh.

How do you prioritize /organize managerial
tasks?

| look at deadlines and the needs of the schq

How do you prioritize /organize
instructional tasks?

Everything blends. Some days are managen
and some are instructional but | do not set u
my days that way. Whatever ever happens |
it.

Principals have many responsibilities. In
order to address all the mandates many
principals delegate tasks. What tasks do you
delegate and to whom?

| have an AP, a humanities facilitator, GT

teacher and two wonderful secretaries. | work

with many smart people. | respect my staff g
far as knowledge. If | delegate, | know it is
going to be done. | delegate things like
curriculum mapping, social things, calling in
parents and shadowing a teacher.

of
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What do you do to support instruction at
your school?

| listen to the teachers. Where are children n
improving? What ideas do the teachers have
solve the problem? We use anything that

makes sense. Always looking to see where it

fits. Teachers know the children and the
curriculum better than | do.

ot
> to

What effectiveinstructional practicesare
used consistently at your school? In what
ways?

The use of data, vertical meetings, developir
smart goals every two to three weeks are
important. We had to retrain teachers on hoy

9

to write smart goals. Teachers platoon.
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How does data collection and analysis affect
you as an instructional leader?

It seems like numbers have great impact. Yd

can target groups for specific data. Teachers

are more motivated now than before.

In what ways does data collection and
analysisinform effective lesson planning at
your school?

One way is through smart goals. District is sill

weak. We get all this data at the beginning g

f

the year. District needs to go over and analyze
the data for each school. Tell me what | need to

do instead of principals playing a guessing
game.

Onething you would change to be an
instructional leader?

Interview 2 Interview Responses
Principal E

How do you organize your day?

| don't. | go day to day. You can't do
everything you have on your calendar becay
little interruptions come up.

How do you set prioritieswhen thereare
equally compdling obligationsto work and
to home?

| take my home life very seriously. My staff i$

very respectful. My family is first.

What have been the major challengesto
realizing your professional priorities?

My major challenges are unexpected parent
issues or student issues.

D

=8

What strategies have you used to meet these
challenges?

| use my social worker who is here two days
week and my P.E. teacher helps with
discipline.

a

How do you prioritize /organize managerial
tasks?

| prioritize by what has to be done, especially
tasks that have deadlines.

How do you prioritize /organize
instructional tasks?

| try to get into my calendar and plug in wher
| want to go the next week.

Principals have many responsibilities. In
order to addressall the mandates many
principals delegate tasks. What tasks do you
delegate and to whom?

| do most of it. Social Worker does chronic
family issues.

What do you do to support instruction at
your school?

| support with one on one with teachers, gra
level meetings, and observe and see
instructional strategies.

e
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What effectiveinstructional practicesare
used consistently at your school? In what
ways?

Most of our classes are extremely structured.

Rituals and routines are clear and followed.

How does data collection and analysis affect
you as an instructional leader ?

| focus on reading making the connections
between the data from AIMS, benchmarks,
DRA, CSAP that has guided our intervention
So much data what do | do with all of this.

In what ways does data collection and
analysisinform effective lesson planning at
your school?

I look for trends. We have five week writing

Z

prompts. We analyze it as a staff, Then we Ipok

at how do we group the kids and what is nex

Onething you would change to be an
instructional leader?

| need qualified office staff. | do most of my
own paperwork such as program for graduat
and newsletters. | decided to purchase an

interventionist instead of an AA or AP to help

teachers provide instruction to students. | n¢g
a Bilingual person to visit families.

Interview 2 Interview Responses
Principal F

How do you organize your day?

ion

ed

| use a calendar not an electronic devise. | start

making notes about the next week during the
previous week. The day before | organize my

thoughts on what | will be doing. | cannot
function in disorder. Organization is ongoing
On the way home, | make notes.

How do you set prioritieswhen thereare
equally compdling obligations to work and
to home?

My family comes first.

What have been the major challengesto
realizing your professional priorities?

Nothing is constant. So much nonsense is in

this district. Assumptions made that we are not

doing any Interventions to help children. Do
not waste my time.

What strategies have you used to meet these
challenges?

| have learned what needs to be done. | do i
well. | have learned to articulate what needs
be done and why.

How do you prioritize /organize managerial
tasks?

| use deadlines and look at my schedule to
prioritize and organize managerial tasks. |
always try to be available before and after
school. My door is open. | stick things into m
calendar as | need to and | handle things
quickly.
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How do you prioritize /organize
instructional tasks?

Observations are sacred. We never have
announcements in this school. We do not dg
Halloween. Anything | promise children is a
priority. Safety is a priority. Then attention to
parents comes next.

Principals have many responsihilities. In
order to addressall the mandates many
principals delegate tasks. What tasks do you
delegate and to whom?

| delegate to my secretary like enroliment. |

give her more and more to do. Secretary types
in all the journal summaries for the evaluations

— best thing | have ever done. She is a great
secretary. My administrative assistant takes

more tasks. She has taken this year’s calendar
and begun to map out what will take place next

year.

What do you do to support instruction at
your school?

First, needs assessment. Look at needs and
staff members and where they are. How to

differentiate. How to lead my SLT to get what
want done. | recognizing skills teachers have
and let them present.

What effectiveinstructional practicesare
used consistently at your school? In what
ways?

Differentiation is used consistently. Some

new

teachers are stronger than others are. We wprk

hard on balanced literacy

How does data collection and analysis affect
you as an instructional leader?

(=N

Must be purposeful and meaningful; It is har
to figure out how to collect all the information
needed in this school model.

In what ways does data collection and
analysisinform effective lesson planning at
your school?

We do data analysis as a group at data team
meetings. Let us know the strengths of kids.
We focus on teaching. We are very
thoughtfully when looking at what kids need.
We collect data on DRA's in first and secong
languages.

Onething you would change to be an
instructional leader ?
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Appendix E
Definitions
Definitions for this study follow below:

Effective principal:Effective means to bring about often by surmounthstacles
(Webster, 1993, p. 368). An effective principal mgenes obstacles and meets the
following criteria for this study: 55% student grihwon the student performance
framework and a satisfactory performance evaluation
Instructional leadershipThe principal made learning a priority for studeahd adults,
established high expectations for achievement, meatcontent and instruction to the
standards, created a culture of continuous learfoingdults, used multiple sources of
data to access learning, and generated the comyisusupport for school success
(McEwan, 2003, p.7). McEwan defined instructioregdership as “leading learning
communities.”
Learning communitiefractices that include: “1) a solid foundation gieting of
collaboratively developed and widely shared missuision, values, and goals,
2) collaborative teams that work independentlydioieve common goals, and 3)
a focus on results as evidenced by a commitmesantnuous improvement” (Eaker,
DuFour, & DuFour, 2002, p.3).
Managerial LeadershipManagement leadership includes planning, orgagjand
controlling. Planning involves setting goals andyiding steps to attain the goals. Under
organizing, a leader must communicate plans arebded authority. Organizing enables

a principal to delegate tasks to personnel betgdtor the task. Principals may provide
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training for employees that need extra help. Cdlimigorequires a structure in place with

a process that can correct a missed goal or obgecti

Transactional leadershig‘culture concentrates on explicit and implicit t@ctual
relationships with emphasis on rewards for perfareed (Bass, 1998, p. 65).
Transformational leadershipg’A composite of collaboration, modeling, and mation

that influences others to commit to a shared visiBervais & Sanders, 2006, 5).
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