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ABSTRACT

The K-12 principalship is a role unlike any other. The demands and
responsibilities placed on this position are numerous, while the gratification and
accolades, can, at times, be non-existent. As the years have progressed, the demands,
roles and responsibilities that accompany this position have grown immensely.
Principals that used to run and operate buildings now are often the instructional
leader of the building, handle conflicts and budgetary issues, and be a community
outreach worker, all while still managing and operating the school building.
As this change in the principalship has occurred, and the demands of the
position have increased, the pool of qualified candidates for these positions has
decreased. Less people are becoming certified for these positions, and many
candidates that are certified are not applying when they come open. This decrease
in candidates is the result of a number of factors, including increased workload,
salary that does not match the work and effort that principals put into the position
on a daily basis, as well as the isolated environment that principals often have to
work in as a result of the nature of the position. As a result, there is a shortage of
effective/successful principals in Pennsylvania, and interview panels struggle to find
and hire candidates that will succeed in these positions.
This study attempted to aid interview panels and aspiring administrators by
examining the relationship between teacher leadership positions and success as
head school administrators in Pennsylvania. Principals were surveyed regarding the
types of leadership positions that they held or served in during their tenure as a
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teacher, and how they felt each of these roles contributed to their success as a
principal. More specifically, the study analyzed how each role impacts certain skills
that are characteristic of effective principals. The goals of the study were to provide
interview panels with information on which teacher leader positions help principals
become successful, and also to give aspiring principals some insight into which
positions will give them experience that could possibly lead to future success.
The majority of respondents to the study had served in the classroom for a
period of 2-10 years prior to entering the field of administration. In addition, most
of the principals who participated in the study reported having served in a high
school, along with having worked in a suburban setting, both as teachers and
administrators. The role that was occupied most by the respondents was teacher
mentor. In addition, it was found that principals believe that serving as a teacher
mentor had the greatest impact on future administrative success, and that serving
on the Student Assistance Program team had the least amount of impact. Principals
who had not served in the leadership positions believed that they would have
received the most benefit from having served as a department chair/curriculum
coordinator, and that the least amount of benefit would have come from serving as
an athletic coach. Also, principals not holding these positions recommended that
aspiring administrators serve as teacher mentors, as they would garner the most
benefit from this position. It was also found that athletic coaches were the least
recommended of the five leadership positions.
Lastly, principals who had served in these leadership roles during their
tenures in the classroom were asked about how each of these roles affected their
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ability to perform twelve characteristics that effective principals share. When the
results of these questions were analyzed, it was found that the three characteristics
that were found to have been impacted the most from the leadership positions
pertained to the visionary and forward-thinking aspects of the principalship, while
the three characteristics that were found to receive the least amount of
enhancement from the roles were those that are associated with the day-to day
operations of the school building. From this, it can be concluded that serving in the
five leadership roles will help administrators establish a long-term vision for the
school, and be more of an instructional leader and keeper of the vision, rather than
simply an operations manager. This further exacerbates and defines the difference
between leadership and management.
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CHAPTER 1
INTRODUCTION
The K-12 Principal
The K-12 principalship is a role unlike any other. The demands and
responsibilities placed on this position are numerous, while the gratification and
accolades can, at times, be non-existent. Throughout the years, the specific jobs and
duties that are fulfilled and required through this position have changed drastically.
During the early to mid-twentieth century, the principal of an elementary school or
secondary school was seen and viewed by teachers, students and parents as the
final authority and as having the last word in all situations. In student and teacher
discipline situations, curriculum conflicts, as well as any other issue that came about
throughout the course of a school year, the principal made the final decision on
what would be done, as well as how it would be accomplished.
However, as the twentieth century neared its end, and accountability entered
the forefront of the education conversation in the United States of America, the role
of the K-12 principal changed drastically. While principals of elementary and
secondary schools continue to operate the building and make decisions that affect
the everyday operations of the staff and students, the amount of people that are
involved in the decision-making process is much greater than in the past. In
addition, there is an even greater amount of responsibility upon the principal in the
present time. Current principals face much different challenges than their
predecessors in the not so distant past. The first major job of the principal is to look
toward the future, and to serve as the keeper of the mission and the vision for their

1

respective schools. These leaders must handle everyday situations, but always keep
their focus on the future, directing the school down the correct path (Rutherford,
1985). In addition to keeping the vision and mission of the school at the forefront of
all decisions, today’s principals must also serve as the instructional leader of their
buildings. The responsibility of visiting classrooms, providing feedback to teachers
on a consistent basis, and identifying strengths and weaknesses of all employees has
fallen to the principal. Being the instructional leader of a school can be defined as
putting student learning and achievement first, and making it the school’s highest
priority (Rutherford, 1985). Visiting classrooms, as well as understanding what is
occurring in these classrooms is something that today’s principals are expected to
do on a daily and consistent basis (Litchfield, 1985). Another manner in which the
role of the K-12 principal has changed is that principals now look to a model that
includes shared leadership when decisions need to be made. Shared leadership can
serve as the main reason that some schools are successful. The more staff members
that are involved in the decision-making process, the more likely a decision is to be
accepted by the staff and change is to occur in the school setting. (Hargreaves &
Fink, 2003)
Principals in today’s educational setting also use data to drive decisionmaking and instruction more than they ever have. Utilizing data allows principals to
make informed decisions, and be able to provide the best opportunities for the
students that attend each school (Letihwood & Riehl, 2003). While all of these
responsibilities are important for today’s principals, the most important job/role
that a principal has is to increase student achievement. All decisions are made with
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student achievement and growth in mind. Today’s principals focus all of their
energy on the betterment of their students (Hallinger & Heck, 1996). While in the
past, principals were focused on the day-to-day operations of the school building;
current principals make all decisions with student achievement at the forefront. All
of these roles are much greater, as well as much different than they have been in the
past, and the knowledge that K-12 principals must now have as they enter the world
of administration has been greatly changed and altered.

The Effective Principal
As the role of the K-12 principal has changed drastically over the last half
century, it is also necessary to examine the characteristics that mark current and
present effective principals. In order to differentiate between principals that lead
effectively and preside over successful schools, and principals that simply manage
situations, rather than lead an organization, it is essential to identify what effective
principals do on a consistent basis, how they behave, how others perceive them, and
the manner in which they lead large groups of people (Wolff, Eanes & Kaminstein,
2005).
Successful and effective school leaders are more than simply managers.
Managers work reactively, extinguishing fires and working through tough
situations. In addition, managers rarely look toward the future with a strong vision.
Rather, they worry mostly about what occurs on a day-to-day basis, and what needs
to occur in order to get the organization/school to the next day unharmed. On the
other hand, leaders manage proactively, foreseeing problem situations, and looking
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to improve on a constant basis (Stronge, Richard & Catano, 2008). The status quo is
simply not enough for leaders, and they consistently look and attempt to discover a
better, more efficient way of conducting business (Wolf, Eanes & Kamenstein, 2005).
Effective principals share certain traits and operate their schools in a fashion
that allow their staffs to trust them, understanding that they are leading them in a
direction that is known and believed in by all. First, effective principals establish a
culture that allows for shared-decision making. While some managers and
ineffective leaders may provide directives and instructions to a school’s faculty in a
dictatorial manner, successful and effective principals allow and seek others’ input
in making decisions (Stronge, Richard & Catano, 2008). They understand that
decisions that are not made collaboratively have a much smaller chance of being
supported and successful. Second, effective school leaders are often instructional
leaders. Clearly, operations and facility management are important and essential, as
are discipline and attendance; however, when looking at true leaders, they can be in
the classroom, understanding what is occurring and taking part in the instruction
that is occurring throughout their school. Ineffective leaders allow instructional
leadership to be placed low on a priority list, as daily management operations take
precedence and are considered more essential to the successful operation of the
building (Sanzo, Sherman & Clayton, 2010).
In addition to instructional leadership and providing a shared-decision
making model, effective principals also work toward providing positive, productive
professional development to their staffs (Sanzo, Sherman & Clayton, 2010).
Professional development is an important aspect in the role of a principal, as
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teachers can view it in one of two ways- extremely beneficial, useful and positive, or
useless and not worthwhile. Principals understand more than most individuals what
is needed by their staff, and how professional development should be delivered in
order to meet the needs of the members of their building/organization. Quality
principals meet these needs by providing and leading professional development that
teachers can use, be held accountable for, and believe in as they work
collaboratively to meet the mission and vision of the building (McLeskey, 2011).
Effective principals also are able to set the stage for high student achievement. They
accomplish this task by creating a positive learning environment and climate
throughout the school building. In order for students to be successful, they first need
to feel safe in the school, and successful principals contribute to this by providing a
safe, secure learning environment where all students have the ability to learn and be
successful (Stronge, Richard & Catano, 2008).
Successful principals are often charged with the hiring of new staff. This task
is often referred to as the most important tool a principal has in building a
successful staff, and, in turn, an effective school (Strother, 1983). Effective
principals identify candidates for certain positions that fit in with what the school is
attempting to accomplish, and that share the same beliefs, values and ideology as
the school and surrounding community. The hiring of personnel can also be a
challenging operation. It can be extremely difficult to identify a top candidate for a
position in simply one interview. The successful principal will often look to observe
the candidate teaching a lesson, check references, or conduct stringent background
checks in order to determine whether or not he/she will mesh with the current staff

5

and become a piece in what the school is planning to achieve. While the hiring
process can be cumbersome, difficult and tiring, it is a tool that principals possess
that can help them build a positive staff that will last well into the future (Hallinger
& Heck, 1996).
Building community relationships is one of the most underappreciated and
underrated roles and jobs that the successful principal oversees on an almost daily
basis. These principals understand that garnering community and local support for
their schools is vital to the success of those schools. If communities do not agree
with what is occurring at the school, or are upset with the leadership that the
principal is showing and demonstrating, they can often make the job very difficult
for principals of these buildings. Effective principals, however, believe in involving
all stakeholders, including the community, in the decision-making process, and work
toward obtaining support and cooperation for new initiatives and goals that the
school has established for their students (Gallagher, Bagin & Moore, 2005). Without
this support, successful principals understand that their job would be much more
difficult, and some of the ideas and goals that the schools have established would
not be able to come to fruition. Lastly, effective principals lead by example. They
conduct themselves in a professional manner in all that they do throughout the
course of a day, and model behavior for the rest of the faculty and staff. They make
decisions in a democratic and ethical manner, ensuring that as many stakeholders as
possible benefit from each of these decisions. In addition, decisions that effective
principals make are created based on the best interests of the school community
and building (Gross & Shapiro, 2014). Teachers and staff members look to the
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principal for leadership, and effective principals meet this need head on. As
discussed previously, effective principals lead in the manner that they wish their
building to operate, thinking and discussing issues before they actually occur. Not
simply reacting to situations, leaders look to the future and keep a school focused on
the vision that has been created and established (Stronge, Richard & Catano, 2008).

Shortage of Qualified/Competent Principals
While the role of the principal has changed over the years, the pool of
qualified and competent principal candidates that administrative interview teams
draw upon has gradually shrunk. This has made it very difficult for chief school
administrators to find highly qualified principals that are a fit for their particular
districts. The shortage of qualified principals has been even more exasperated due
to the changing role of the school principal that was previously mentioned. As
principals are required to fulfill more duties and obligations each year, the amount
of people that are both willing and able to accomplish these tasks has become
smaller and smaller (Norton, 2002).
There are a number of reasons that this pool of qualified principal candidates
has shrunk, and that administrators are facing difficult tasks in filling school-level
administrative positions in their districts. First, the increased workload and
responsibilities that school principals face on a daily basis has become a deterrent
for prospective candidates (Kennedy, 2000). When many of the potential candidates
decided to pursue the principalship, or at the very least an administrative certificate,
the jobs and duties of the principalship were much smaller and less burdensome
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than they currently are (Norton, 2002). These added responsibilities and obligations
to various stakeholders and administrators have steered potential qualified and
quality principals away from the administrative world and kept them in the
classroom (Kennedy, 2000). Second, superintendents and principals agree that
salary and benefits do not match the responsibilities and supervisory duties that
principals have to fulfill. While principals earn almost three times the salary of a
teacher, this is much less than a management employee earns in a business or law
setting (Thomas B. Fordham Institute, 2003). In addition, the amount of time and
weekly hours that principals spend on their job decrease the hourly rate that they
receive, which often becomes equal to or even less than a regular teacher is making
(Lindle, 2004). As a result, many potentially qualified principals do not find it
advantageous to leave the classroom and enter administration.
In addition to salary and the increased workload, another factor that
contributes to the shortage of qualified and available candidates for principal
positions is the isolated environment that is created when they enter the
administrative field. As an administrator, a person often has to work alone or with a
very small amount of people. Also, it is not often that groups of administrative peers
meet to discuss the requirements and issues that come along with the position. This
isolated environment is much different than teachers face, as they can often work
together on teams, in departments, or as grade levels (Dussault & Thibodeau, 1997).
This professional collaboration is a major selling point to teachers, as it provides an
opportunity to gain support from someone who is working on the same goal, and on
the same grade level or team. This collaboration is not always evident in school
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administration. This lack of collaboration and the isolated work environment that
ensues is a factor that keeps people away from applying and entering into the
principalship or school administration in general (Holly & Mallory, 2008).
Teachers as Leaders
Over the past few decades, there have been more and more opportunities for
teachers to become involved in the school setting in leadership positions. Some
teachers that take or hold these positions do so as a stepping stone to a future in
administration, some take the positions simply to ensure that they are taken, while
some apply for them because they believe that what they are doing will eventually
help the school attain and work toward its mission and vision. Some teacher leader
positions enable teachers to work outside of the classroom with students, while
some encourage them to collaborate with and provide leadership and professional
development to other teachers in the school building (Bottoms, O’Neill, Fry & Hill,
2003). The positions that teachers hold most in the school setting include athletic
coaches, department chairs/curriculum coordinators, teacher mentors, union
presidents/representatives, SAP team members and instructional coaches. All of
these “extracurricular” positions allow the teacher to take on a leadership role in the
school, either with students or teachers, dependent upon the actual position (YorkBarr & Duke, 2004).
Athletic Coaches are common in most middle, intermediate and high schools
across Pennsylvania. The PIAA allows students in grades 7-12 to participate in
interscholastic athletics, and most schools encourage teachers to take these
positions, as they see students on a daily basis inside of the classroom, and are most
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familiar with the academic, social and family lives of the students (Pennsylvania
Interscholastic Athletic Association, 2014). In addition, athletic coaches need to
demonstrate positive leadership and teaching skills, and it is often an extension of
the classroom. The skills that are required in coaching are ones that go hand in hand
with what occurs in the classroom, and that are often demonstrated in leadership
positions (Lumpkin, 2010).
Department chairs, or curriculum coordinators, are viewed by teachers as
the leaders of their respective content areas. They are charged with holding
meetings, supervising staff members, creating agendas, monitoring and overseeing
budgetary concerns and textbook purchases, and collaborating with building
administrators on major decisions involving their particular department and the
school as a whole. Teachers often look to department chairs/curriculum
coordinators for advice and guidance, as they are seen as the leader of the
department, and the liaison between that departments teachers and the building
administration (Zepeda & Kruskamp, 2007). The leadership skills and traits that are
needed in this position include the ability to oversee a group of people, supervise
staff members, organize a budget and make curriculum decisions on a consistent
basis.
Union presidents and representatives hold a very unique position in the
school setting. They are instituted in these positions in order to ensure that teachers
receive the treatment and benefits that they are to be afforded, and that collective
bargaining agreements are not broken or breached in any way throughout the
course of a school year. In doing so, there are a number of leadership skills that are
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required of this position. First, union presidents oversee the teachers in an entire
district. The size of the district can vary greatly; however, they are responsible for
communicating with and answering questions for teachers in an entire school
system (Richardson, 1979). Also, union presidents in most districts collaborate with
school leaders on a consistent basis, and have to decide which issues need to be
brought to these administrators, and which can be dealt with on a teacher level
(Karlitz, 1978). The skills needed in this position are much the same as a
department chair, or even a school administrator, as union presidents lead people,
and communicate with them regarding certain issues on almost a daily basis.
Another leadership position in the school setting that teachers can hold is
membership on the Student Assistance Program (SAP) Team. Membership on this
team varies by school, as it can be appointed by school leadership in some cases, and
voluntary in others. Student Assistance Program teams regularly identify students
that are in need of support as they battle substance abuse, a drop in grades, family
issues, or other circumstances outside of the school setting (Moore & Foster, 1993).
Leadership is demonstrated amongst teachers on this team as well, as members
need to work with other teachers, appoint cases to specific team members,
collaborate with school administration, and alert necessary parties of what is
occurring with each student that is established as a case for this team.
The last teacher leader position that will be used in this study is teacher
mentors. As part of an induction process in school districts, all new teachers are
assigned mentors (Pennsylvania Department of education, 2014). These mentors
help new teachers assimilate into the school culture, understand school rules,
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procedures and expectations, and survive the first year of their teaching careers. In
many districts, it is required of mentors to go through training in order to fill these
positions, and most districts will provide a stipend to the person who is charged
with ensuring that the new teachers fit into their new school districts (Mullinix,
2002). Mentors are an important role and position for a school district, as most
schools will desire a person who is supportive of the school and who understands
how to work well with people to serve as a mentor for a new teacher (Odell, 1987).
A teacher that is negative and does not comply with school procedures, or does not
believe in the vision of the school, is not likely to be chosen to serve as a teacher
mentor. In addition, mentors must demonstrate leadership capabilities in order to
hold these positions. For example, as stated above, mentors must work well with
others in the school setting, be able to portray the attributes of the school to the new
teacher, and be available to aid them when they are down or need support in any
way. New teachers may struggle academically or emotionally in their first year of
teaching, and it is part of the role of the mentor to stabilize them and to help them
through the valleys that will inevitably occur during this all-important first year.
To conclude, teacher leader positions are commonplace in most school
settings. There are various reasons why one would apply for one of these jobs, or be
appointed to one of these positions. One of these reasons is that they may be
pursuing an administrative certificate, and see these leadership roles and learning
opportunities, with so many of them requiring leadership traits in order to perform
them at a high level. While this is one reason, others include the stipend that can
often be attained through them; as well as helping the school potentially reach its
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mission and vision. For this study, the five teacher leader positions that are going to
be analyzed are athletic coaches, department chairs/curriculum coordinators, SAP
team members, union presidents/representatives and teacher mentors.

Purpose of the Study and Research Questions
The purpose of this study is to analyze the role of the principal, the principal
shortage and the work of effective of principals, and determine if there is a
relationship between the success they achieve as a principal and the experiences
and teacher leader positions that they may or may not have filled when they were
teachers in the classroom. There is a lack of research on this topic in Pennsylvania.
The goal of this study is two-fold. First, the results of this study will provide
prospective principal and administrative candidates with some knowledge of
positions and activities they can/should be involved in as a teacher if they desire to
be a successful principal. Likewise, if there is no correlation, the study can be
interpreted as showing a weak connection, and that the activity has been shown to
have no effect on principal success. Second, the study will provide interviewers with
information on what to look for in prospective administrative candidates. For
example, if the study shows that being a department chair/curriculum coordinator
has a high correlation to principal success, this may be something that interviewers
look for in these candidates. In short, the goal of the study is to enable both
candidates and interviewers to place the most highly qualified and competent
people in administrative positions in K-12 schools.
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With this goal in mind, eight research questions were developed and will be used in
this study:
Research Questions
1. To what extent have principals held leadership positions as teachers prior to
entering educational administration?
2. To what extent do principals who held leadership positions during their
tenure as a teacher feel that these positions have aided them in becoming a
successful administrator?
3. To what degree do principals feel that they have benefited from past
leadership positions in regard to characteristics of effective principals?
4. Is there a significant correlation between perceived benefits from past
leadership positions and gender?
5. To what degree does the number of years served as a teacher affect the
perception of success garnered from leadership positions held as a teacher?
6. How do the principals that have not held these leadership positions perceive
the amount of benefit they would have received had they served in these
roles?
7. To what extent do number of years as a teacher affect principals’ perception
of possible success had they held these positions?
8. Do principals that have not held these leadership positions feel as though
aspiring administrators should serve in these roles?
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Definition of Terms
For the purpose of this study, the words below will be defined in the follow manner:

Athletic Coach:
An athletic coach is a teacher who also serves as the head or assistant coach of a
PIAA-certified athletic team in the school in which they teach. Coaches in these
positions monitor games, practices, interact with parents, and communicate with
stakeholders when it is necessary.
Department Chair/Curriculum Coordinator :
A department chair/curriculum coordinator is a teacher who is given a
supplemental contract in order to run a content area department. Teachers in this
position monitor budgets, hold meetings, stay current on educational trends, and
oversee the curriculum that is taught in this content area throughout the school or
district.
Student Assistance Team Member:
Student Assistance Team Members are teachers or counselors that are appointed or
volunteer to be SAP-trained and sit on the Student Assistance Program Team. Along
with their peers on the team, these teachers review cases and referrals from
teachers and parents, determining whether each referral constitutes a SAP case
being created for them. Teachers on this team must demonstrate good judgment
and confidentiality, be discreet, and be able to work with other individuals for the
betterment of the students.
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Union President:
The presidents of local education associations, or union presidents, are teachers in
the building or district that oversee the union and association work throughout the
school district. Union presidents display interpersonal skills often, as they deal with
issues from teachers, potential breaches in the collective bargaining agreement, and
meet with district administration on a consistent basis.
Union Representative:
Much the same as union presidents, union representatives serve teachers in each
building throughout a school district. They hear issues, and report them to the
president or union leadership. Union representatives work with others on a
consistent basis, and often present information at large group meetings.
Teacher Mentor:
Teacher mentors are teachers that are assigned by building principals to work with
first-year teachers or new teachers in a school district. These teachers mentor new
teachers by assisting them in acclimating to the new building, reviewing curriculum
and budget concerns with them, and acting as a liaison between the teacher and the
school administration.
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CHAPTER 2
LITERATURE REVIEW
The review of literature will explore the research that exists on effective and
successful principals, as well as on teacher leader positions that are available for
teachers to fulfill while they serve in the classroom. It will begin with a brief
synopsis of the history of the K-12 principal, followed by detailed descriptions of the
role that the successful and effective principal plays on a daily basis, as well as the
shortage of principals that has occurred throughout both the United States and the
state of Pennsylvania. Lastly, it will provide an in-depth account of leadership
positions that are available to teachers in K-12 schools. Specifically, it will detail
teacher mentors, SAP team members, union presidents/representatives, athletic
coaches and content area department chairs.

Role of the K-12 Principal
When examining schools, and in particular, what makes them effective, it is
proven that most good things that occur in schools depend upon the quality of
leadership that exists at the school. For example, in a 1994 study of almost 10,000
teachers and over 27,000 students, school leadership was consistently found to be
one of the top three factors that influenced school climate and student achievement
(Norton, 2002). Also, according to Tornsen, school leaders play many roles, as they
influence teachers, create a positive learning environment, and help to make school
both efficient and equitable for all stakeholders that enter them (Tornsen, 2010).
School leadership continues to be a major factor in the development of schools as
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they work toward accomplishing both their mission and vision, and as they attempt
to create a safe haven where students can be successful.
While classroom instruction is credited with having the most profound effect
on student achievement, school leadership has the second greatest effect (Bottoms,
et al., 2003). Marzano et al. (2005) found that leaders that are willing to learn and
improve upon their leadership skills on a consistent basis can have up to a ten
percent increase on students’ achievement and test scores. As the world of
accountability continues to change, the role of the principal becomes more and more
important, as roles, responsibilities and duties that these individuals need to
accomplish on a daily basis grow year after year.
Principals, for a very long time, were seen as managers throughout a school
building. Many people believed that they were there in order to ensure that the
school building functioned, and that employees did what they needed to, worked on
a consistent basis, and that everything functioned the way it was supposed to.
However, as the end of the twentieth century approached, the role of the principal
began to change. Accountability amongst schools increased, and the role of the
principal was forced to change. Instructional leadership became a major function of
this position, as student achievement was pushed to the forefront as a means of
measuring schools. As this occurred, the public, universities and teachers began to
view principals in a different light. Principals were no longer able to focus on simply
the functional and operational tasks in a building. It was now necessary for
principals to lead the building instructionally, and set an example for teachers that
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student achievement and a positive learning environment are of the utmost
importance.

Principal Shortage
It is widely noted that principals can have a profound effect on student
achievement. According to the Southern Regional Education Board, their leadership
goal is, “Every school has leadership that results in improved student performanceand leadership begins with an effective school principal.” In addition, they believe
that in order for students to achieve at a high level, effective school leaders must be
in place (Goals for Education, 2002). However, schools throughout the country and
state of Pennsylvania are losing their principals at an alarming rate. A study by the
National Association of Elementary School Principals showed that during the 1990s,
there was a 42% turnover rate for elementary school principals; while a similar
study by the National Association of Secondary School Principals showed that a 50%
turnover rate had occurred during the same time period (Norton, 2002). In addition
to the large amount of turnover that is being reported across the country and state,
other problems include a small supply of available principals, large numbers of
principals retiring, and a new premise of utilizing substitute principals. In a study
conducted in 2001, potential high school candidates were surveyed regarding
whether or not becoming a high school principal was a career goal. Only thirty
percent responded that achieving that position was among their career goals
(Merrill, 2001). All of these issues combine to signify that the principal shortage is a
major problem at both the national and state levels.
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In addition to the problems stated above, the aging principalship has become
a factor when examining the principal shortage. Over the past twenty years, the
number of principals approaching retirement has increased at a steady rate. (Papa,
Lankford & Wyckoff, 2002) One reason that this is occurring is that school districts
are hiring much more for the short-term, rather than the long term in many cases.
For example, in 2000, 66% of principals hired were above the age of fifty. This
allows schools to hire personnel that they feel will be able to address their
immediate needs, while not requiring the district to commit long-term to them. This
provides schools with future flexibility, while still fixing problems and ensuring that
the current issues at their schools are addressed. However, in a 2002 study, it was
discovered that one and a half times as many people under the age of forty-five held
certificates than there were openings (Papa et al., 2002). With the amount of
candidates that hold administrative certificates, the question becomes: why is the
number of people applying for principal positions so much smaller than the number
of candidates that actually hold the appropriate certifications? Furthermore, why is
there such a shortage of principals that are willing to make the transition from the
classroom into administration, and why are districts having such a difficult time
filling positions?

Increased Demands of the Principalship
One factor that is contributing to the shortage of qualified candidates
applying for principal positions is the increased workload that principals face on a
daily basis. According to Kennedy (2000), the changing demands of the
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principalship are the leading cause of the lack of principal retention. In addition,
Hertling (2001) remarks, “Today’s principal is faced with the complex task of
creating a school-wide vision, being an instructional leader, planning for effective
professional development, guiding teachers, handling discipline, attending events,
coordinating busses, tending to external priorities such as legislative mandates, and
all the other minute details that come with supervising a school” (p. 1). When faced
with these demands and responsibilities, the main reason that principals entered
the profession or the field of administration is often forced to be less of a priority. As
a result, successful and potential candidates are sometimes forced to leave the field
or to not apply for open positions (Norton, 2002).
In addition to the increased demands of the principalship leading principals
to leave the profession, these added responsibilities also serve to lead people to not
be attracted to the principalship in the first place, encouraging some to withhold
receiving their administrative certificates altogether. According to a study, “an
increase in job risks associated with entering administrative positions was one of
the three major reasons that kept highly qualified teachers from taking a chance and
applying for a principalship” (p. 4). The study reports that this concept includes
pressure from standardized test results, reporting to various stakeholders, working
in an isolated environment, potential legal battles, while still having to accomplish
the task of managing and running the school building (Hancock & Bird, 2008). The
principalship is a position that requires one to balance a number of jobs. The
amount of duties and roles that people in these positions must complete on a
consistent basis is very high and can be overwhelming. In addition to these
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responsibilities, there are the various stakeholders that principals need to include in
the decision-making process (Tornsen, 2010). Also, in some schools, principals are
being required to take on much more responsibility than they have in the past in the
area of human resources, something that many are not used to (Norton, 1999).
Superintendents and School Boards across the state of Pennsylvania continue
to add more responsibilities, duties and jobs to principals in K-12 schools. This
trend is making it much more difficult for these school administrators to find and
hire quality principals, as well as to retain them if they do find them. As a result of
these increased roles, less and less candidates are seeking principalships, and more
are retiring at younger ages and looking for other roles in education, or another job
outside of education entirely. In short, the increased job demands play a major
factor in the acquisition of quality administrative candidates for both school
buildings and school districts in general.

Salary/Pool of Candidates
In addition to increased demands that are placed upon people in the
principal position, salary is another factor that contributes to both the low number
of quality principals that are available for school districts to hire. Also affected by
salary are the number of certified candidates that decide to stay in the classroom, as
well as the number of principals that make a move out of the principalship and
either stay in education in a different role, or leave the field altogether.
One of the five most common reasons that potential principals do not apply
for positions in urban settings is that the salary is not commensurate with the
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responsibilities that are forced upon them/expected of them (Cooley & Shen, 2000).
In addition, in a 2008 study, it was discovered that one of the top three reasons that
highly qualified principals don’t apply for jobs is because of “insufficient gain or
personal benefit” (Hancock & Bird, 2008). While salary may not be the specific
reason that many teachers left the classroom and entered into principal positions, or
desire to do in the future, it is most definitely a factor in these most-important
decisions.
Superintendents identify salary as a major reason that more potential
principal candidates were not seeking positions (Whitaker, 2000). In addition, the
Association of California School Administrators (2001) identifies salaries as the
“biggest hurdle” in obtaining quality principals for specific districts. Also, the
difference in salary between a teacher and principal, when factoring in all aspects of
one job, is minimal. For example, the National Association of Elementary School
Principals’ fact sheet on principal shortage reports that new administrators make
barely 10% more than many veteran teachers (NAESP). Papa et al. (2002) found
that the gap between beginning administrative salaries and experienced teacher
salaries has closed drastically over time. However, the amount of hours and months
of the year that principals and teachers work does not coincide. Principals often
work all summer long, while teachers do not have to work from the end of one
school year to the beginning of another. Also, the amount of hours that principals
work on school-related activities can vary from week to week. Secondary school
principals spend an average of sixty hours a week working on school items, while
elementary school principals spend approximately fifty hours a week on these same
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goals and objectives. When these hours are factored in, along with the summer
months that teachers are not required to work, the difference in the hourly amount
that teachers and principals receive is often very minimal, if there is any variance at
all (Norton, 2003). As a result, many principals feel as though the leap from teacher
to principal is not worth the demands and extra time involved in regard to the
compensation packages that they receive (Papa et al., 2002).
The salaries that districts offer can largely determine the longevity of
principals in these districts, along with the amount of applicants and interest that
they receive for posted administrative positions. For example, one study discovered
that schools that paid one standard deviation below the mean salary of principals
were nine and half times more likely to lose the principal than schools that
compensated one standard deviation above the mean (Papa, 2007). This was
especially the case in disadvantaged schools. When paying one standard deviation
below the mean, the disadvantaged school was eight times less likely to retain
principals than well-off schools. However, when they compensated principals above
the mean, they were just as likely to retain principals as these schools. As a result, a
higher salary can encourage principals to accept other conditions that may come
along with working in a more disadvantaged school (Papa, 2007). In addition,
superintendents largely believe that by increasing salary and benefits for potential
principals and school administrators, they can increase the applicant pool for
positions, as well as attract top quality candidates to their districts (Whitaker,
2003).
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Salaries of principals, and educators in general, are not of grave concern to
the public and communities that occupy school districts. According to Kossan, while
the majority of citizens across the country view education as relatively to highly
important, most feel that educator’s salaries are about where they should be. There
is not much support from school district taxpayers to raise money or charge more in
taxes in order to raise teacher and principal salaries (Kossan, 2001). As a result,
salaries will only increase modestly as time moves forward, thus continuing to help
create a shortage in the number of individuals that apply for principal positions.
These salaries, along with the increased workload, long hours, and high demand of
responsibilities and duties are major factors as to why people obtain administrative
certificates, but neglect to use them throughout the course of their careers.

The Need for Effective/Successful Principals
In addition to the lack of principals that are applying for positions, many of
the individuals that are applying are not qualified, and thus not considered for these
prominent positions. It is necessary to examine the practices and characteristics of
successful and effective leaders, understanding what they do on a daily basis, how
they lead large groups of people, and how they are viewed by the individuals that
work for them, as well as their colleagues. The knowledge that is obtained by
conducting this research can be used to guide future training and professional
development for principals, and be included in the hiring process for new
administrators (Lyons & Algozzine, 2006).
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Effective principals share certain characteristics that separate them from
their less successful colleagues. It is necessary to examine these characteristics, and
determine what traits these principals share, and what makes them stand apart
from the rest in regard to successful school leadership. First, effective and successful
principals look toward the future as they lead. They establish visions for their
respective schools, and are the keeper of the visions in their buildings. It is the role
of the principal to keep the school focused on where they want to go and what they
want to achieve, not simply maintaining the status quo and remaining at the school’s
current achievement level. In a University of Texas study, effective principals
responded to the question, “What is your vision for this school?” by beginning to list
the goals that were created for the building. In contrast, when less successful
principals were asked the same question, they responded for the most part with
non-direct statements about the fact that they are right where they want to be, and
there is no need to make major changes because they are already successful
(Rutherford, 1985). In order to ensure that the vision for the school is being
followed and is not forgotten by staff members, quality principals will make time to
be in classrooms on a consistent basis, as it is their responsibility to know what is
occurring in these classrooms on a daily basis, what teachers are teaching, and what
students are learning (Litchfield, 1985). Successful principals establish clear
learning goals for their schools, include these goals in the vision, and obtain support
for these goals by all stakeholders involved in the learning process. This notion is
accepted and acted upon by principals of high-achieving schools (Leithwood &
Riehl, 2003).

26

In order to ensure that the vision is accepted by the school, as well as acted
upon by faculty members, students and the community, effective principals ensure
that they are the instructional leader in the building. Ineffective principals will often
believe that it is their responsibility and professional duty to leave their teachers
alone and trust them, as they are already doing a great job. These principals discuss
teacher performance in a general manner, and struggle in order to provide quality
feedback to teachers and other professionals in the building. Teachers that work for
ineffective principals often feel neglected and contribute to low morale in their
buildings. One teacher reported being handed blank evaluation forms, told to fill
them out, and that the principal would sign them. Another teacher reported telling a
principal that she was weak in a couple areas on the rubric, but that principal did
not listen and assigned her the highest grade/mark in that area (Rutherford, 1985).
Effective principals are aware of what is occurring in the classrooms of their
schools, and spend a large amount of their time observing teachers and students
interacting, teaching and learning. In addition, they put student learning and
achievement as their first priority, and ensure that this comes before all else
(Litchfield, 1985). Effective principals visit classrooms on a consistent basis, and are
able to report new strategies that teachers are implementing, the strengths and
weaknesses of certain teachers, and areas where teachers have the ability and
opportunity to improve (Rutherford, 1985). Of all of the people that occupy a school
building, principals have the most ability to help and talk to teachers that need
improvement, and make a change in their building. When effective principals have
this opportunity to make these changes, they feel as though it is their responsibility
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to help the teacher see where improvements can and should be made (Cooper,
Ehrensal & Bromme, 2005). Visiting classrooms will build trust amongst the staff,
encouraging faculty members to understand that walkthroughs and observations
are part of the supervision process, and not meant to always be evaluative in nature
(Stronge, Richard & Catano, 2008). Effective principals visit classrooms on daily
basis, leading the school instructionally, and modeling effective leadership for their
staffs. The more a principal is in classrooms, the less burdened teachers become
when they are in the classroom. One teacher even remarked that by the middle of a
school year, she didn’t even acknowledge that the principal of her building was in
the classroom, as a result of it being almost second nature (Rutherford, 1985).
Instructional leadership is also a key for principals, as they strive to achieve
targets that have been set for them by the states in which they work. The
government has established benchmarks that need to be made each year. It is the
responsibility of the principal to ensure that these benchmarks are reached on a
yearly basis, and to ensure that students are prepared to take these high-stakes
exams each spring. If a school does not score well overall on these exams, the blame
can sometimes fall to the principal. This is a major responsibility and challenge that
the principal faces each day, and one that arrives with being the instructional leader
in the building on a daily basis.
In addition to being quality instructional leaders, quality and effective
principals also distribute and share leadership throughout their buildings. Shared
and distributive leadership refers to the fact that principals do not make all
decisions by themselves and in isolation. Rather, these effective principals involve
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teachers and faculty members in the decision-making process, helping others to
accept change and tough decisions more quickly than they might have had the
principal made the original decision alone.
According to Hargreaves and Fink (2003), schools cannot be successful
without shared leadership. When principals share the decision-making process with
their colleagues within the school building, the school has a much greater chance to
be successful and accomplish the vision that they set out achieve. In a 2010 study,
principals remarked that during their first years in their current position, they
attempted to tell people what to do and how to do it. Upon reflecting, these
principals now know that in order to be successful at any point in an administrative
career, the decisions must be made collaboratively, and faculties and staff must be
brought into the conversation more so than they have been in the past (Sanzo,
Sherman, & Clayton, 2010). Shared leadership in K-12 buildings is a characteristic
and trait that many successful and effective principals share and have in common.

Use of Data to Drive Instruction
Effective principals utilize data on a consistent basis in order to determine
the best course for their buildings, as well as what type of instruction and
interventions need to be put into place for their students. Utilizing data is essential
for effective principals, as it allows them, as well as their buildings to always focus
on the vision and mission of the school, and to keep teaching and learning as a top
priority in the school (Leithwood & Riehl, 2003). While data are important for
principals to diagnose student needs, they also enable these effective principals to
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determine what their staffs need. In order to provide quality instruction, teachers
may need additional resources, time to collaborate with teammates or colleagues, or
further explanation about curriculum that they are to teach. The use of data enables
principals to provide the support that is necessary in order to meet the needs of
both students and teachers in their buildings (Stronge, Richard & Catano, 2008).
Successful principals believe that data are worthwhile and that it is the best
evidence that is available in order to make the best possible decisions for a school
building. In addition, many tough instructional and remediation decisions that
principals make are based on the data that are available at the time the decisions
need to be made.

Operational Management for Teaching and Learning
While management, and, in particular, facilities management, was more often
associated with the role of the effective principal in the past, these duties and
responsibilities still need to be completed in order to allow each school building to
properly function. One of the main and most important jobs that principals face on a
daily basis is providing a safe learning environment for each and every student in
their school (Cotton, 2003). The need for safety, or the lack of a safe environment,
can have a profound effect on both the manner in which students learn, as well as
how high they are able to achieve (Lashway, 2001). Effective principals understand
what is occurring in their schools, and work hard to provide a positive, productive
climate for their students, teachers, and any community members or visitors that
enter the school building on any given day. Highly effective principals ensure that
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decisions they make, even managerial decisions regarding facilities and the building,
are focused on providing the best possible environment for teaching and learning to
occur (Rutherford, 1985).
The hiring of quality teachers and human resource management is another
trait of the highly effective principal. Successful principals, when interviewing new
teachers for their buildings, make decisions based on who they believe will provide
them with the best opportunity to increase student achievement and meet the
vision that has been set and created for the school (Strother, 1983). According to
Marzano et al. (2005), principals can increase student achievement in their building
by placing the correct teachers and faculty members throughout the school, and
ensuring that each and every person in the school is in the role that will most enable
the building to move forward. Both human resource management and operational
management seem as though effective principals would not spend or dedicate much
time to them; however, when accomplished correctly, and when decisions
pertaining to them are made with the teaching and learning in mind, they are most
definitely traits and characteristics that are shared by highly effective and successful
principals.

Student Achievement
While being an instructional leader, holding and keeping the school’s vision,
utilizing data in order to make decisions, hiring and retaining the correct people,
and operating the school building are all characteristics of successful and effective
principals, research states that the most important job of effective school leaders is
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to concern themselves with student well-being and to increase student achievement.
Everything effective principals accomplish, work on, and complete throughout the
course of a school year or during their tenure in a specific building is based on
students, and assisting them in increasing their achievement (Stronge, Richard, &
Catano, 2008). Whether it is providing teachers with autonomy, supporting teachers
as they provide an education to their students, or supervising teachers and working
collaborating with them, successful principals focus their leadership on the
betterment of their students (Hallinger & Heck, 1996). These leaders align student
achievement with the goals and visions that their schools have created, and keep the
students at the forefront of all that they accomplish and do (Manasse, 1986).
To conclude, effective principals share many characteristics and traits that
help their buildings and organizations achieve success. These principals create
achievable, yet challenging visions for their buildings, and become the keeper of
these visions, always staying focused on the future and where the school is going, as
well as what it desires to achieve. Effective principals are instructional leaders for
their buildings. In the supervision process, through observations and walkthroughs,
and through other daily occurrences, they are aware of what is occurring in their
buildings, and understand what teachers are teaching and students are learning. In
addition, these principals utilize data on a consistent basis when making-decisions.
Research indicates that data are the best evidence that can be used when making
these-decisions, and successful principals understand this and utilize any and all
data that are available to them. Effective principals operate and manage their
buildings for the betterment of their staffs and students, and ensure that throughout
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the interview process, they are completing their due diligence and that they hire and
retain individuals that are good fits for their building. Lastly, while successful
principals accomplish all of these tasks, they complete them under the larger
umbrella of student achievement. The ultimate goal and form of measurement for
principals is student achievement, and this is what successful principals focus their
energies on. Effective principals constantly self-reflect, look toward the future, and
attempt to determine what their schools and buildings can do better in order to
increase student achievement and put students in the best possible situation to be
successful.
Teacher Leaders
As the number of principal openings continues to increase, while the pool of
qualified and competent candidates remains the same or decreases both nationally
and at the state level, it becomes imperative to examine how to identify quality
principals. As previously noted, quality leadership has a tremendous impact on
school buildings, making the hiring and interview process extremely important. It is
crucial for chief school administrators in various school districts to identify, hire and
retain quality individuals to fill the leadership voids that have been created in their
schools.
Currently, most schools and districts await individuals and candidates to
apply for the positions that come open in the administrative realm. These
candidates come forward on their own, often holding the appropriate and correct
certification, but lacking adequate preparations for leading large groups of people
and other teachers (Bottoms et al., 2003). School administrators can change this
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applicant pool and begin recruiting competent and successful teachers into
administration at early points in their careers. There are options that these leaders
can take in identifying these candidates and beginning to prepare them for a
transition from the classroom into administrative world. First, they can be vigilant
in identifying strong and quality teachers during their third or fourth year of
teaching, and mentoring them for the move in their seventh year of teaching. This
aggressive move will show these teachers that districts are serious about getting
them into administration and putting them in leadership positions as a teacher. In
addition, leaders can create more precise processes for identifying talented teachers
while they are still in the classroom. For example, principals should develop
methods to use to gauge the leadership potential and capacity of individuals that
they feel would be a good fit for principal positions in the future. Lastly, these
teachers need to be mentored and nurtured along the way (Barker, 1997). If school
leaders, both at the building level and from a central office perspective, can identify
teachers, determine the leadership capacity of future applicants and mentor them
along the way, these districts will most likely have quality candidates prepared
when openings are created in their districts.
However, these quality teachers are difficult to seek out and identify. Often,
quality teachers are mostly concerned with teaching the students that occupy their
classrooms, and have very little “extra time” in order to become involved in the
school community and assume leadership positions of the extracurricular variety.
This is especially the case when teachers don’t view the leadership role as affecting
students or helping them to gain any quality administrative or leadership
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experience through the position. For example, many qualified candidates avoid the
assistant principalship because of the fact that it is viewed by many as simply a
stepping-stone, and that the position does not affect the overall school or
curriculum in a productive manner. This is only the case if the principal of the
building does not involve the assistant principal in the decision-making process, and
doesn’t allow the person to follow the role of the principal (Bottoms et al.,2003).
Teacher leadership positions are highly important and effective in a K-12
school setting. First, these teacher leadership positions create additional
instructional and building leaders. Principals share their leadership with the
individuals in these positions, providing them with leadership experience and
authority in the building (Mendel, Watson & MacGregor, 2002). Also, people in
teacher leader positions are asked to play a large role in the school improvement
process, and are counted on by principals to lead other staff members through the
change process. They work collaboratively with their principals on creating a
positive school culture and learning environment, as well as ensuring that students
are receiving the best possible education from the school entity (Marks & Printy,
2003). Teacher leaders are respected teachers, usually with large leadership
capacity, that are selected for or take it upon themselves to obtain these positions in
the school. They are comfortable leading other individuals, and understand what it
takes to gather teachers together and work toward a common goal (Stronge,
Richard & Catano, 2008).
Over time, the role of teacher leaders in the school setting has evolved and
changed to meet the growing demands of the educational world. First, teacher
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leaders were an extension of school management. They held formal roles in the
school, ran meetings, and ensured that the groups that they were in charge of
functioned both effectively and efficiently (Wasley, 1991). Next, school principals
and central office administration realized that it was necessary and would behoove
them to take advantage of the knowledge and understanding that teachers in their
buildings held, and thus placed them in instructional leadership positions in the
school buildings. This allowed teachers to lead other teachers instructionally and to
utilize their training for the betterment of the school and the students that occupy it
(Silva, Gimbert & Nolan, 2000). Lastly, teachers have been seen as colleagues,
collaborators and experts in the area curriculum and school improvement. Building
leaders have understood that teachers can have a positive impact on the culture of
the school, and that they can count on the leadership and expertise that lead
teachers can bring to some of these positions. Teachers can hold leadership
positions throughout the school that can have a very positive impact on both the
culture and the climate that permeates throughout the building each and every day.
While some teachers can have this effect from only within the classroom, teacher
leaders have this impact both inside and outside of the classroom (Ash & Persall,
2000).
Teachers in leadership positions in schools share many of the same qualities
as building principals. As stated previously, teachers can serve in formal positions,
much like leaders of the buildings in which they work and teach. Some of these
positions include department chairs/curriculum coordinators, union presidents or
union representatives, teacher mentors, athletic coaches and Student Assistance
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Program team members. In addition to these formal positions, many teachers lead
in informal ways. They often coach peers, solve instructional problems, work with
parents, and work toward school improvement with a team of teachers and other
colleagues. While teachers can lead both formally and informally, for the purposes of
this study, five of the formal positions that they hold will be examined. They are:
department chairs/curriculum coordinators, athletic coaches, SAP team members,
union presidents/representatives and teacher mentors.

Teacher Mentors:
Teacher mentors in Pennsylvania are assigned to new teachers in
Pennsylvania school districts (Pennsylvania Department of Education, 2014).
Teacher mentors can often play many roles within the scope of the first year of a
teacher’s educational career. Mentors guide new teachers and help them navigate
through their first year of teaching. Some of the issues that teacher mentors help
their mentees work through are instructional issues, understanding the building
and school setting, providing feedback on a normal and regular basis, and
incorporating the young and novice teacher into the school, helping them to
assimilate to both the school culture and climate (Stroble & Cooper, 1988). While
teacher mentors are placed into the induction program as a support for new
teachers, they are not meant to be in an evaluative position. Rather, these mentors
are to be a support for new teachers, and are selected based on their understanding
of good teaching and their ability to lead others, much the same as a principal would
(Odell, 1987). Mentor teachers play a very important and integral role in the
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development of new teachers and acclimating them into the school setting and
environment.

Athletic Coaches
Athletic coaches are teachers that volunteer or are selected to fill coaching
positions that come available in schools. The sports that these teachers coach are
sanctioned by the Pennsylvania Interscholastic Athletic Association, and are open to
students in grades seven through twelve (PIAA, 2014). The role of these coaches is
two-fold. First, they must be organized, understanding that there is much
paperwork behind the scenes, prior to even working with students on how to play
and perfect a sport. Much the same as school administration, if the proper protocols
and practices are not followed prior to beginning a major undertaking, the entire
project can fall apart and crumble. Second, as coaches, these teachers must be
willing to demonstrate high character, work with students on a constant, continuous
basis, communicate effectively with their student-athletes and parents, and always
put others first. In addition, athletic coaches teach life and social skills to their
players/student-athletes, demonstrate self-restraint and control on their own, and
understand both their strengths and weaknesses, as well as the strengths and
weaknesses of the students with whom they work on a daily basis (Lumpkin, 2010).
Athletic coaches are much the same as instructional teachers in K-12 schools.
Coaches are willing to be recognized for the successes of those that they work with
on a consistent basis. The coach-student relationship is built on trust, and much of
the relationship building depends upon the manner in which the coach addresses
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students when asking them to conduct themselves in a certain manner or perform a
task on the athletic field or court (Guiney, 2001). Also, coaches share leadership
with the student-athletes that they coach. They consult team captains and assistant
coaches, and use distributed leadership in order to obtain a desired outcome
(Guiney, 2001). The characteristics of an effective coach are much the same as an
effective principal.

Student Assistance Team Members
Student Assistance Program teams occupy most secondary schools
throughout the state of Pennsylvania. Student Assistance Program Teams are
designed in order to provide support and assistance to students who are struggling
with drug and alcohol issues. According to the Pennsylvania Department of
Education, drug and alcohol abuse in adolescents is “the number one threat to the
health and well-being of today’s youth” (Bennet, 1986). Student Assistance Teams
examine referrals that are made by parents, teachers or students, and help the
affected children enter rehabilitation or treatment outside of the school setting. In
addition, support groups within schools are provided through Student Assistance
Programs, as some students, as a result of monetary and transportation issues, are
not able to attend outside services. Generically, Student Assistance Program teams
are comprised of a school administrator that is responsible for discipline, school
counselors that deal with teenage and adolescent issues on a daily basis, a substance
abuse specialist, and faculty representatives (Moore & Foster, 1993).
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Specifically, in Pennsylvania, there must be a minimum of four members on a
SAP team, representative of all groups that comprise a school staff. SAP teams in
Pennsylvania will also have relationships with outside service agencies, making
these services available to their students. SAP teams should meet within the school
day, and not become a burden to the team members. SAP members must attend
training in order to be on the team, School Boards must be informed about the SAP
teams in their districts, and maintenance for SAP teams must be provided twice a
school year by each school (PA Network for Student Assistance Services, 2014). SAP
team members must make careful decisions regarding students in their schools;
communicate with both students and parents on a consistent basis, as well as
interact with community agencies in order to provide opportunities for students to
receive treatment off of the school campus (Moore & Foster, 1993). SAP team
members make many of the same decisions and interact with many of the same
stakeholder that effective school leaders do on a daily basis.

Department Chairs/Curriculum Coordinators
As secondary schools have grown and developed in the past half-century, so
has the need for additional instructional leadership in these schools. While the
principal is commonly referred to as the instructional leader in a school building,
this position has become more of a “coordinator” of instructional leaders (Glickman,
1991). As school populations have become larger, and curriculums have expanded,
building principals have needed help in supervising staff and faculty, as well as
monitoring the curriculum that is being taught on a daily basis (Verchota, 1971).
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The supervision of staff is a role and job that often comes with the position of
department chair in secondary schools. Department Chairs/Curriculum
Coordinators are teachers that are selected by building principals in order to run or
supervise a content-area in a school, or sometimes, even an entire district. These
department chairs/curriculum coordinators have responsibility over curriculum,
personnel, and decision-making on a department-level basis. For example, if there is
a textbook that needs to be purchased, or a new staff member that needs to be
reassigned in order to meet the needs of the students, it is this role that normally
develops and runs through the process in order for these issues to be resolved
(Zepeda & Kruskamp, 2007).
In addition to the role of supervision and department manager, department
chairs/curriculum coordinators also serve other roles in this position. Curriculum
development and implementation is a major job of the department chair/curriculum
coordinator, as is the fact they serve as a liaison between building administration
and the rest of the faculty (Sergiovanni, 1984). Department chairs/curriculum
coordinators, other than principals and assistant principals, are the closest position
to administration in the building. They help in the school improvement process,
work closely with building administration, and have the respect of teachers,
sometimes even more so than principals and assistant principals (Siskin, 1991).
Sergiovanni (1984) also argues that department chairs/curriculum coordinators
have high potential to influence the decisions that are made a building level. The
individuals who hold these positions hold many of the same characteristics as
effective building principals, as they interact and lead groups of people, make
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decisions that affect curriculum and what is taught in their department, and often
supervise and evaluate staff members, sharing what they believe are best practices
in the educational setting. Often, building principals will turn to these leaders when
decisions need to be made, thus providing valuable experience for these potential
future leaders.

Union Presidents/Representatives
Often in the school buildings, teachers will take on the role of union president
for a local association of teachers, or will become a union representative for their
specific building or district. Union presidents and representatives conduct much
business within a district throughout the course of any given school year. These
appointed and elected officials for the union hold meetings on a monthly basis, meet
with school district leadership on a consistent basis, handle issues and complaints
from fellow teachers, and interact with all community and school stakeholders
(Karlitz, 1978). These individuals are often held in high regard by their fellow
faculty members, as the staff looks up to them in troublesome situations. They work
with certain individuals though both personal and school-related issues and
problems, and ensure that their colleagues receive the proper and necessary
support and guidance when it is necessary (Karlitz, 1978).
Union presidents and representatives interact with many people, solve
problems and handle any issues that come their way. They often have to think on
their feet, and make quick decisions when they feel as though a breach in a contract
has occurred, or a fellow member has been mistreated (Richardson, 1979). These
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individuals lead a large group of people, and are charged with ensuring that
protocols are followed and their members receive certain benefits, while always
ensuring that the students they teach receive the best possible education (Eberts &
Stone, 1984). This work, which they accomplish and work toward on a daily basis, is
much the same as the work that is required of the effective and successful principal.

In conclusion, the review of literature shows that the role of the principal has
changed from manager to leader. The amounts of responsibilities and demands that
are associated with the principalship have grown exponentially over the past few
decades, and, as a result; the pool of candidates for these positions has dwindled.
Fewer teachers are applying for principalships for reasons such as salary and the
aforementioned increased demands, and the need for effective principals continues
to grow. In order to determine the relationship between teacher leadership and
success as a principal, five teacher leadership positions were researched: SAP team
member, department chair/curriculum coordinator, union
president/representative, athletic coach, and teacher mentor. The research that was
gathered did not examine the role that these positions played in fostering success as
a head school administrator in Pennsylvania.
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CHAPTER 3
METHODOLOGY

This research study was designed in order to gain information from
principals across the state of Pennsylvania about their experiences as teachers, and
in teacher leader positions. Specifically, information was sought about the types of
leadership positions that principals held during their tenures as classroom teachers,
how beneficial they believed that these leadership positions were to their success as
a principal, and also the degree to which these school administrators believed that
the leadership positions affected or enhanced the characteristics of effective
principals that they possessed. The overarching goal of the study was to provide
aspiring administrators with a blueprint of what types of positions they can serve in
as teachers that will help them to eventually become successful building
administrators. In addition, a second goal of this study was to provide interview
panels and committees with knowledge of what to look for on the resumes of
potential candidate that will help them to predict future success in these candidates.

Research Design
In order to obtain the data that was necessary to conclude that these five
teacher leadership positions are beneficial or not beneficial to helping principals
become successful and effective, a questionnaire was used. Based upon research of
teacher leadership positions, as well as the characteristics and trademarks of
effective/successful principals, this questionnaire was designed to elicit responses
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from principals on the teacher leadership positions, as well as the extent to which
they felt that they benefited from them. In addition, for principals who did not serve
in these positions, the survey attempted to discover if these principals feel they
could have benefited, and which positions they feel could have been most helpful in
easing their transition into administration. The survey was administered to a
random sample of approximately four hundred high school principals, middle
school principals and elementary school principals from across the state of
Pennsylvania.

Population and Sample
The target population for this study was head high school principals, head
middle school principals, and head elementary school principals from all five
hundred school districts in the state of Pennsylvania. The names of all head
principals from across the state were obtained from the Division of Data Quality at
the Pennsylvania Department of Education. The original list included 2,904 school
leaders. In addition to head principals, there were other titles for school
administrators that were listed on the survey. These titles included Chief Executive
Officer, Acting Chief Executive Officer, Assistant/Vice Principals, Assistant to the
Superintendent, Chief Administrative Officer, Chief Academic Officer, Dean, Director,
Executive Director, Supervisor, Education Director, Founder, Head of School, Head
Teacher, and Interim CEO. All of these additional titles were eliminated from the list
of potential subjects. In addition to head principals, interim principals, acting
principals, co-principals, district principals, elementary principals, high school
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principals, and intermediate school principals were included in the list of potential
subjects. After the titles that were not being used in the study were taken out of the
spreadsheet, 2,709 principals remained that would be included in the spreadsheet
and research study. In order for the study to be valid, it was determined that
adequate power could be obtained for the statistical analyses if between one
hundred and one hundred fifty subjects were included in the data set.
Understanding that dissertation research demonstrates that not all surveys that are
sent out are returned and completed, it was decided that four hundred surveys
would be sent out to a random sample of the population of 2,709 principals across
the state of Pennsylvania. This included high school principals, middle school
principals and elementary school principals.

Instrument
As previously stated, the survey that was used in order to gather data in this
research study asked principals to respond as to whether they have held the five
leadership positions that were researched. These five positions are: SAP Team
Member, union president/union representative, Department Chair/Curriculum
Coordinator, Athletic Coach and Teacher Mentor. There was a separate question for
each teacher leadership position. If the principal answered “yes” to any one of the
teacher leadership questions, confirming that they held that position at some point
during their tenure as a teacher, they were directed to a set of two questions, asking
them to further elaborate on the extent to which this position influenced their
success as a principal, and specifically which skills that they possess that are evident
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in effective principals were enhanced or affected the most. Thus, if they answered
yes and confirmed that they have held all of the teacher leadership positions, they
received a total of ten additional questions.
For each question that the principals responded “no” to, confirming that they
had not held the teacher leader position in question, they were directed to two
additional questions, attempting to ascertain whether or not the principal could
have benefited by serving in one of these capacities, and also whether or not they
would recommend that aspiring principals serve in these positions. As in answering
yes to all of the teacher leadership positions, they also received ten additional
questions if they answered no to all five questions as well.
In addition to these questions, there were also questions in the instrument
that reference the demographics of the participant. In addition to gender, the setting
of the schools in question was asked, as well as the level of the schools. Also, the
number of years that the principals had been in their current position and the
number of years that they served as a teacher were built into this survey. Obtaining
this demographic information enabled comparisons to be made and provided
additional useful information in the results section of this study.

Validity of the Instrument
In order to validate this instrument, as well as receive feedback on it, the
questionnaire was sent to a select group of principals. These principals completed
the survey, and provided feedback on issues such as the types of questions that
were asked, the amount of time that it took to complete the survey, the ease of
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navigating through the survey, and how difficult it was to understand. This pilot
group of principals was a mix of elementary school principals, middle school
principals and high school principals. In addition, this pilot group was excluded
from participating in the sample for the actual study. Once feedback was received
from the all of the principals in the pilot group, the questionnaire was edited and
revised as needed and recommended, and was sent out to the larger sample group
in order to gain the data that were analyzed and used to draw conclusions.
Three elementary school head principals, one elementary assistant principal,
one head high school principal, and three high school assistant principals piloted the
survey. The survey was sent to the pilot group on Friday, August 22, 2014, and all
responses were received by Sunday, August 24, 2014. Seven questions were asked
of the pilot participants at the end of the survey in an attempt to gain feedback on
the study, including the ability of principals to both comprehend and understand it
at a high level. The seven questions that were asked of the principals at the end of
the survey are as follows:

1. How long did it take you to complete the survey?
2. On a scale of 1-5, please assess the degree to which you were able to
understand the survey and the questions.
3. Which question(s), if any, was the most vague? Why/ (Please specify)
4. Which question(s), if any, was the most difficult to answer? (Why)
5. Are there any recommendations that you would make in order to improve
the survey? If so, what are they?
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6. As a principal, were you able to understand all of the terminology that was
used in the study?
7. Is there a question(s) in this survey that you feel would not be able to be
answered by a principal?

For question number one, four out of the eight principals responded that the
survey took less than five minutes to complete, while the remaining four responded
that it took them between five and ten minutes to finish the survey. The letter to the
participants stated that it should take no longer than ten minutes to complete this
survey. No changes were made to the survey as a result of this question. In response
to question number two, six out of the eight principals responded with a five,
signifying that they completely understood the survey, while the remaining two
principals scored a four, also a high score for understanding. As a result, no changes
were made to the survey in relation to the responses to question 2.
When discussing which questions were vague, only one principal responded
that there was a question that could be confusing. This particular principal had
multiple teaching experiences, and wanted to ensure that they were able to select
multiple entries in response to this question. As a result, the responses for this
question were changed from multiple choice to checkboxes, allowing participants to
select more than one response for past teaching experiences. Question four asked
the pilot group if there were any questions that were difficult to answer. None of the
principals responded that there were difficult questions to answer, and no changes
were made as a result.
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Next, the pilot group was asked about recommendations that they would
make in order to improve the survey and help it to relate to the entire participant
group as a whole. One principal responded that he/she believed that one portion of
the survey would not be as understood by the population of elementary school
principals as it would be by the group of secondary school principals. The section
that this particular person believed needed to be changed was the wording of
department chair. The main reasoning was that at the elementary level, the term is
not “department chair”, but rather “curriculum coordinator.” In order to
accommodate this, the term “department chair” was left in the survey for the
secondary respondents, but “curriculum coordinator” was added with “department
chair” to appeal to the elementary principals as well. Question number six asked the
pilot group if they were able to understand all of the terminology that was used in
the survey. All eight respondents reported that “yes”, they were able to understand
all of the terminology. As a result, no changes were made to the survey based on the
responses to question number six.
Lastly, question #7 inquired as to whether or not there was a question or
questions that they felt would not be able to be answered by a principal. All
respondents reported that there were no questions that would not be able to be
answered, and no changes were made to the survey as a result of these responses.

Procedure
Once the four hundred survey participants are identified, a letter was
emailed to all principals in the sample group (attached). Included in the letter was a
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link that took the principal directly to the survey. The letter contained information
about the researcher and the goals of this particular study. It asked for their help,
with the understanding that they have demanding jobs and limited time. In addition,
explicit and concrete directions were provided, making it as easy as possible for the
principals to understand the process and reasoning behind the study, as well as to
fill out the survey. The email with the letter and the link to the survey was sent out
in September 2014.
It was made clear that the names of the principals would be excluded from
the study. This message was made clear to the principals in the emailed letters that
they received. Only the responses that they provided were used in the study, and
great care was demonstrated in order to ensure that all information was kept safe
and secure electronically. This was accomplished by using no indicators that would
allow readers to connect responses to individual principals. In addition, only
composite data, rather than any individual data, was used in an effort to ensure
anonymity for the participants of the study. Lastly, all of the results and responses
that were compiled and received were stored in a database that was passwordprotected, with any printed/hard copy responses locked in a secure file cabinet.

Limitations
There are limitations that were evident in this study. First, five teacher
leadership positions were included in this study, as they arose through research,
and showed that they are five of the most commonly held positions by teacher
leaders that aspire to become administrators in the future. There are undoubtedly
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other teacher leadership positions available throughout most schools that are not
discussed in the literature review of this study or entered into the survey that was
sent to the random group of principals. This study simply discussed the five roles
that were researched and discussed throughout journal articles and papers.
Also, this study sought the perceptions of the principals involved. They were
asked to measure their own success, and rate teacher leadership positions as to how
they believed that they enhanced certain skills or characteristics that they
possessed. This was not an objective process, but rather subjective on the part of the
principals involved. The goal was to measure how principals believe or perceive that
teacher leadership positions enabled them and assisted them in achieving success as
a building principal.
Lastly, some principal email addresses could not be found, and, thus, these
principals could not be contacted in order to be asked to participate in this study.
The study would have benefited from having all of the principals that were
randomly selected from all of the principals in Pennsylvania participate in this
study.
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CHAPTER 4
RESULTS

Respondents
For this study, head principals from across the state of Pennsylvania were the
target group of participants. In total, surveys were sent to a random sampling of 400
of these principals. They were asked to participate in the survey, which was emailed
to them. Of the 400 principals who were asked to participate, 161 responded by
completing the survey. However, only 160 of the respondents filled out the survey in
its entirety. Of the 160 respondents who completely responded to the survey, fortythree are high school principals, twenty-five are middle school principals, and
seventy-six are elementary school principals. Fifteen of the respondents selected the
“other” category. These fifteen educators included five middle school/high school
principals, two 7-12 principals, one 6-12 principal, one junior/senior high school
principal, one elementary/middle school principal, one intermediate school
principal, one K-1 principal, one Director of Elementary Education, one
principal/PIMS administrator, and one Assistant to the Superintendent for
Elementary Education. In addition to the principals, the Director of Elementary
Education and the Assistant to the Superintendent for Elementary Education were
included in this study, as they were listed as principals in the original list that was
provided by the Pennsylvania Department Education’s Division of Data Quality.
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Table 4.1
Current Positions of Respondents
Position

Number

Percentage

High School Principals

43

26.8%

Middle School Principals

25

15.6%

Elementary Principal

76

47.5%

Other

15

9.3%

Note. N= 161
Tables 4.2 and 4.3 display further demographic data on the respondents.
Table 4.2 shows the gender breakdown of the respondents, in which males were
overrepresented in this study. Also, Table 4.3 shows the years that the principals
have served in their current positions. Most of the principals have served between
two and ten years in their current positions, with fifty-eight responding between
two and five years, and sixty-one responding between six and ten years. The least
amount of respondents selected the “16 or more years” choice, with eleven. Further
information can be found on the following tables.

Table 4.2
Respondents According to Gender
Gender

Number

Percentage

Male

105

65.2%

Female

55

34.2%

Missing

1

.6%

Note. N=161

54

Table 4.3
Number of Years Respondents Have Served in Their Current Positions
Years in Position

Number

Percentage

1 Year or Less

13

8.1%

2-5 Years

58

36.0%

6-10 Years

61

37.9%

11-15 Years

17

10.6%

16 or More years

11

6.8%

Missing

1

.6%

Note. N=161
The survey also questioned the participants regarding their experiences
prior to entering the field of educational administration. The respondents were
asked about the number of years that they spent teaching in the classroom prior to
becoming a principal. The choices begin at five, with the understanding that in order
to obtain an administrative certificate in the state of Pennsylvania, a person must
successfully complete five years of satisfactory teaching. In addition, participants
also responded regarding the level of the building in which they taught prior to
becoming a principal. The options for the level of the school that the principals
taught in prior to becoming an administrator included intermediate school, in
addition to high school, middle school and elementary school. There was also a
space for “other,” as the participants had the option of typing in a level of school that
was not a choice.
The majority of the respondents had served in the classroom between five
and fourteen years. Ninety-two of the participants reported that they had served as
teachers for a period of between five and nine years, and forty-six responded that
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they had served between ten and fourteen years. When answering the question on
level of school that they had taught in prior to becoming an administrator, the
response was evenly distributed amongst high schools, middle schools and
elementary schools. Also, five principals responded to this question by selecting the
“other” option. Of these five respondents, one had worked in a 7-12 alternative
school, one taught in a 7-8 junior high school, one was a school psychologist, one
worked in a K-8 school, and one was a preschool teacher. All five of these were
included in the study. Lastly, the numbers are larger in this table, as respondents
were able to select more than one answer for this question. Tables 4.4 and 4.5 detail
the information on number of years served as a teacher, and level of the schools that
the principals served as teachers in.

Table 4.4
Years served by principals as classroom teachers
Years Served

Number

Percentage

5-9 Years

92

57.1%

10-14 Years

46

28.6%

15-19 Years

17

10.6%

More than 20 years

5

3.1%

Missing

1

.6%

Note. N=161
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Table 4.5
Level of School served in as teachers
Level of School

Number

Percentage

High School

68

42%

Middle School

52

32%

Elementary School

61

38%

Intermediate School

3

2%

Other

5

3%

Note. N=161
Lastly, the participants in the study were questioned on the types of schools
in which both they are currently the principals in and that they taught in prior to
becoming a school administrator. In response to both of these questions, the
majority of respondents responded by stating that they are currently principals in
suburban schools, and that they had taught in suburban schools prior to becoming
an administrator. Also in response to both of the questions, three principals selected
the “other” category.” For the question on the type of school they are currently the
principal in, the three included one that answered rural/suburban communities, one
that answered small borough surrounded by four townships, and one that
responded urban/suburban. On the question regarding the type of school in which
they taught in prior to becoming a principal, one answered borough school, one
answered mix of small city and rural, and the last one answered urban/suburban. In
addition, for this question, seven of the respondents said that they taught in the
same school in which they are currently the principal. The numbers are also higher
in this table as a result of the fact that respondents could once again select multiple
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answers/responses. Tables 4.6 and 4.7 provide a more detailed description of these
data.
Table 4.6
Type of School in which Principals Currently Work
Type of School

Number

Percentage

Rural

58

36%

Suburban

85

53%

Urban

14

9%

Other

3

2%

Number

Percentage

Rural

40

25%

Suburban

89

55%

Urban

34

21%

Same School

7

4%

Other

3

2%

Note. N=161

Table 4.7
Type of School in Which Principals Taught
Type of School

Note. N=161

Findings
Question 1. To what extent have principals held leadership positions as
teachers prior to entering educational administration? The respondents were
questioned throughout the survey as to whether or not they had the opportunity to
serve in any of the five leadership positions during their tenures as a teacher. For all
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five of the questions, the respondents were given the option of answering “yes” or
“no.” Of the five leadership positions, teacher mentors had the highest percentage of
principals who had served in this role, with 65.2% of the participants reporting that
they had served as mentors. The position that had the least amount of principals
serving in the role was union president/representative, with 24.2% of the
respondents having held this position. Table 4.8 provides the complete information
for positions held by the principals while they served as teachers.
Table 4.8
Leadership Positions Principals held as Teachers
Position

Number

Percentage

SAP Team Member

96

59.6%

Dept. Ch/Curr. Coor.

69

42.9%

Union President/Rep

39

24.2%

Athletic Coach

94

58.4%

Teacher Mentor

105

65.2%

There were also correlations computed between the opportunity that the
responding principals had to serve in the five leadership positions and the years
that these principals actually served as teachers in the classroom. After the
correlations were run, it was determined that three of the positions had significant
correlations with years served as a teacher. The three positions that had positive
and significant correlations were department chair/curriculum coordinator, union
president/representative, and teacher mentor. Department Chair/curriculum
coordinator had a correlation of .184; union president/representative had a
correlation of .215, while the relationship between teacher mentors and years
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served as a teacher was .233. These positive correlations show that the principals
who served in the classroom as teachers for longer periods of time were more likely
to have the opportunity to serve as a Department Chair/Curriculum Coordinator,
Union President/Representative, and teacher mentor. These positive correlations
are displayed in Table 4.9.

Table 4.9
Correlations Between Leadership Positions and Years as a Teacher
Leadership Position

Correlation with Years
Served as a Teacher

Opportunity to Serve as a Dept. Ch./Curr. Coor.

.184*

Opportunity to Serve as a Union President/Representative

.215*

Opportunity to Serve as a Teacher Mentor

.233*

Lastly, there were significant differences found in gender in regards to
serving in two of the teacher leadership positions. These two positions were athletic
coach and teacher mentor. For athletic coach, female principals were much less
likely to have held this position than their male counterparts during the time that
they spent as classroom teachers. Conversely, females were more likely to have
served as teacher mentors than male principals during their tenures as teachers.
Complete results and comparisons for these two positions are displayed below in
Table 4.10.
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Table 4.10
Participation in Leadership Positions and Gender
Position

Male Mean

Female Mean

t

Sig

.75

.27

6.56

.000

Opportunity to
.57
.80
Serve as a
Teacher
Mentor
Note: Data are read so “yes” =1 ; “no” = 0.

3.31

.004

Opportunity to
Serve as an
Athletic Coach

Question 2. To what extent do principals who held leadership positions
during their tenure as a teacher feel that these positions have aided them in
becoming a successful administrator? In order to answer this question,
respondents who have served in each role were asked about the extent that they
feel that serving in these leadership positions enabled them to experience success as
a building administrator. The options that the respondents had to answer with
included: “Strongly Agree” (5), “Agree” (4), “Somewhat Agree” (3), “Disagree” (2),
and “Strongly Disagree” (1). The position that had the highest mean in the scoring
was teacher mentor (4.48), while the lowest mean was attributed to union SAP team
member, with 3.72. Table 4.11 provides complete information and means for all five
leadership positions.
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Table 4.11
Perceived Effect of Leadership Positions on Administrative Success
Position

Number

Mean

SAP Team Member

96

3.72

Dept. Ch./ Curr. Coor.

69

4.41

Union President/Rep

39

4.26

Athletic Coach

94

4.14

Teacher Mentor

105

4.48

Table 4.12, shown below, compares the five teacher leadership positions to
each other. The results show that being a member of a school’s Student Assistance
Program team was rated lower than any of the other five positions. In addition,
serving as a teacher mentor was considered and rated as being more valuable than
all of the other roles and positions, with the exception of department
chair/curriculum coordinator.
Table 4.12
Comparison of Five Leadership Positions
Position

SAP Team Member
Athletic
Coach

SAP
Team
Member
-

Athletic
Coach

Dept.
Ch./Curr.
Coor.
.01

Teacher
Mentor

.01

Union
President or
Representative
.01

-

NS

NS

.05

-

.05

.05

-

NS

Union President or
Representative
Dept. Ch./Curr. Coor.
Teacher Mentor

.01

-
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Question 3. To what degree do principals feel that they have benefited
from past leadership positions in regard to characteristics of effective
principals? Principals were asked about their perceptions of the effect that each of
the teacher leadership positions had on specific aspects of their responsibilities as
building principals. These characteristics are ones that are shared and common
among effective principals. The respondents were given five options to select from
for each of the characteristics. The options were: “Not at all” (1), “A Little” (2),
“Somewhat” (3), “Very Much” (4), and “Extremely” (5). The first leadership position
that the participants were questioned on was SAP team member. The three
characteristics that resulted in the highest mean were working collaboratively with
others, which scored a 3.77, involving others in the decision-making process, with a
3.60, and communicating with stakeholders, which had a 3.56. The respondents felt
that these three characteristics were most aided by their participating on their
school’s Student Assistance Program Team. Table 4.13 provides the results for the
SAP team’s effect on each of the characteristics. The characteristic that the
respondents scored as being affected least was hiring the correct personnel for the
building, which resulted in a mean of 2.24.

In reference to the effect that serving as a Department Chair/Curriculum
Coordinator had on their success in certain areas of administration, the three
characteristics with the highest means were working collaboratively with staff
members (4.29), involving others in the decision-making process (4.22), and
sharing leadership throughout the building (4.09). The characteristic that was least
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affected through the Department Chair/Curriculum Coordinator role was hiring the
correct personnel for the building, with a mean of 3.10. Table 4.14 provides all the
detailed results regarding the effect that department chair/curriculum coordinator
had on these characteristics.

Principals who served as union presidents or union representatives
responded that the three characteristics that were most aided by their participation
in these roles were communicating with stakeholders (3.87), working
collaboratively with stakeholders (3.85), and involving others in the decisionmaking process (3.71) Principals also reported that the characteristic that they felt
was least effected through their involvement with this role was using data to drive
instruction and make decisions (2.54). Complete Results can be found in Table 4.15.

According to the results for the effect that serving as an athletic coach had on
the characteristics that are common among effective principals, the three that
scored the highest mean were modeling effective behavior (4.15), working
collaboratively with staff members (4.06), and communicating with stakeholders
(3.91). Operating and managing the school building and hiring the correct personnel
for the building both had a mean of 2.96, the lowest of the registered means for this
specific role. Complete results can be viewed in Table 4.16.

Principals rated working collaboratively with staff members (4.25), modeling
effective behavior/leadership (4.23), and providing quality instructional leadership
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(4.10) as the three characteristics that were most aided by serving as a teacher
mentor. The lowest mean resulted from operating and managing the school
building, which scored a 2.85. Table 4.17 contains the full results.

The means for each of the characteristics of effective principals, in order to
be more easily viewed and interpreted, were placed into a table according to the five
teacher leadership positions. These means can be viewed in Table 4.18.

In addition to displaying the means that resulted from the five teacher
leadership positions in regard to the characteristics of effective principals, the
characteristics were rank ordered according to where the principals ranked them
for each of the five leadership positions. For this table, “1” was the lowest possible
rank, and “12” was the highest possible rank. The last column in this chart
calculated the mean of the rankings across the leadership positions for each of the
characteristics of effective principals. The three characteristics that the respondents
felt were most influenced by the leadership positions were working collaboratively
with staff members (11.6), modeling effective behavior and leadership (10.0), and
communicating with stakeholders (9.6). The three characteristics that were least
affected by serving in these leadership positions, according to the respondents, were
hiring the correct personnel for the building (1.8), operating and managing the
school building (2.6) and establishing a mission (3.2). Complete characteristic ranks
and mean ranks can be viewed below in Table 4.19.
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Table 4.13
Perceptions of SAP Team effect on Characteristics of Effective Principals
Characteristics

Not at
All
29

A Little

Somewhat

Extremely

Mean

36

Very
Much
11

18

2

2.36

Establishing Clear
Learning Goals

22

21

31

20

2

2.57

Providing Quality
Instructional
Leadership

23

19

32

18

4

2.59

Working
Collaboratively with
Staff Members

2

5

26

42

20

3.77

Modeling Effective
Behavior/Leadership

9

11

28

37

11

3.31

Communicating with
Stakeholders

4

8

28

42

14

3.56

Sharing Leadership
throughout Building

9

18

28

30

11

3.17

Involving Others in
the Decision-Making
Process

5

7

26

41

17

3.60

Using Data to Drive
Instruction and make
decisions

13

23

23

21

16

3.04

Operating/Managing
the School building

26

27

24

13

5

2.41

Hiring the Correct
Personnel for the
Building

34

25

20

11

5

2.24

Keeping a clear focus
on goals that have
been established
Note. N=161

12

22

30

24

8

2.94

Establishing a
Mission
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Table 4.14
Perceptions of Department Chair/Curriculum Coordinator Effect on Characteristics of
Effective Principals
Characteristics

Not at
All
0

A Little

Somewhat

Extremely

Mean

22

Very
Much
34

6

7

3.61

0

3

15

38

13

3.88

Providing Quality
Instructional
Leadership

0

0

18

33

18

4.00

Working
Collaboratively with
Staff Members

0

0

7

35

27

4.29

Modeling Effective
Behavior/Leadership

0

0

13

38

18

4.07

Communicating with
Stakeholders

0

3

9

36

21

4.04

Sharing Leadership
throughout Building

0

3

7

40

19

4.09

Involving Others in
the Decision-Making
Process

0

2

8

32

27

4.22

Using Data to Drive
Instruction and make
decisions

1

3

18

26

21

3.91

Operating/Managing
the School building

8

7

26

18

9

3.19

Hiring the Correct
Personnel for the
Building

9

12

20

19

9

3.10

Keeping a clear focus
on goals that have
been established
Note. N=161

1

2

18

34

13

3.82

Establishing a
Mission
Establishing Clear
Learning Goals
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Table 4.15
Perceptions of Union President/Rep effect on Characteristics of Effective Principals
Characteristic

Not at
All
8

A Little

Somewhat

Extremely

Mean

15

Very
Much
5

8

2

2.61

Establishing Clear
Learning Goals

10

4

15

7

2

2.66

Providing Quality
Instructional
Leadership

6

6

8

14

4

3.11

Working
Collaboratively with
Staff Members

2

2

7

17

11

3.85

Modeling Effective
Behavior/Leadership

2

1

13

15

8

3.67

Communicating with
Stakeholders

2

1

9

15

12

3.87

Sharing Leadership
throughout Building

3

3

10

16

7

3.54

Involving Others in
the Decision-Making
Process

2

4

6

18

9

3.71

Using Data to Drive
Instruction and make
decisions

11

8

11

6

3

2.54

Operating/Managing
the School building

10

4

10

9

6

2.92

Hiring the Correct
Personnel for the
Building

13

1

8

12

5

2.87

Keeping a clear focus
on goals that have
been established
Note. N=161

5

7

10

11

6

3.15

Establishing a
Mission
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Table 4.16
Perceptions of Athletic Coach Effect on Characteristics of Effective Principals
Characteristic

Not at
All
8

A Little

Somewhat

Extremely

Mean

22

Very
Much
33

13

18

3.43

Establishing Clear
Learning Goals

4

12

28

33

17

3.50

Providing Quality
Instructional
Leadership

5

18

26

30

14

3.32

Working
Collaboratively with
Staff Members

3

4

14

36

37

4.06

Modeling Effective
Behavior/Leadership

2

5

9

39

39

4.15

Communicating with
Stakeholders

2

7

19

35

31

3.91

Sharing Leadership
throughout Building

10

12

22

32

16

3.35

Involving Others in
the Decision-Making
Process

6

8

25

38

16

3.54

16

14

21

28

15

3.13

17

24

16

20

17

2.96

Hiring the Correct
Personnel for the
Building

22

22

16

20

17

2.96

Keeping a clear focus
on goals that have
been established
Note. N=161

4

8

19

35

28

3.80

Establishing a
Mission

Using Data to Drive
Instruction and make
decisions
Operating/Managing
the School building
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Table 4.17
Perceptions of Teacher Mentor Effect on Characteristics of Effective Principals
Characteristic

Not at
All
5

A Little

Somewhat

Extremely

Mean

39

Very
Much
40

15

6

3.26

Establishing Clear
Learning Goals

1

6

26

52

19

3.79

Providing Quality
Instructional
Leadership

1

5

13

49

37

4.10

Working
Collaboratively with
Staff Members

0

2

7

59

37

4.25

Modeling Effective
Behavior/Leadership

0

3

10

52

40

4.23

Communicating with
Stakeholders

0

10

26

45

23

3.78

Sharing Leadership
throughout Building

6

15

20

45

18

3.52

Involving Others in
the Decision-Making
Process

4

11

24

46

20

3.64

Using Data to Drive
Instruction and make
decisions

8

9

21

48

19

3.58

Operating/Managing
the School building

15

24

37

20

9

2.85

Hiring the Correct
Personnel for the
Building

16

18

25

28

18

3.13

Keeping a clear focus
on goals that have
been established
Note. N=161

3

8

23

54

16

3.69

Establishing a
Mission
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Table 4.18
Characteristic Means for Five Leadership Positions
Characteristic

SAP

Coach

Union
President or
Representative

Department
Chair

Teacher
Mentor

Mean

Establishing a Mission

2.36

3.43

2.61

3.61

3.26

3.05

Establishing Clear
Learning Goals

2.57

3.50

2.66

3.88

3.79

3.28

Providing Quality
2.59
Instructional Leadership

3.32

3.11

4.00

4.10

3.42

Working Collaboratively
With Staff Members

3.77

4.06

3.85

4.29

4.25

4.04

Modeling Effective
Behavior and
Leadership

3.31

4.15

3.67

4.07

4.23

3.89

Communicating with
Stakeholders

3.56

3.91

3.87

4.04

3.78

3.83

Sharing Leadership
Throughout Building

3.17

3.35

3.54

4.09

3.52

3.53

Involving Others in the
Decision-Making
Process

3.60

3.54

3.71

4.22

3.64

3.74

Using Data to Drive
Instruction and Make
Decisions

3.04

3.13

2.54

3.91

3.58

3.24

Operating and Managing
the School Building

2.41

2.96

2.92

3.19

2.85

2.87

Hiring the Correct
Personnel for the
Building

2.24

2.85

2.87

3.10

3.13

2.84

Keeping a Clear Focus
on Goals that Have Been
established

2.94

3.80

3.15

3.82

3.69

3.48
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Table 4.19
Characteristic Ranks for Five Leadership Positions
Characteristic

SAP

Coach

Union
President or
Representative

Department
Chair

Teacher
Mentor

Mean
Rank

Establishing a Mission

2

6

2

3

3

3.2

Establishing Clear
Learning Goals

4

7

3

5

9

5.6

Providing Quality
Instructional Leadership

5

4

6

7

10

6.4

Working Collaboratively
With Staff Members

12

11

11

12

12

11.6

Modeling Effective
Behavior and
Leadership

9

12

9

9

11

10.0

Communicating with
Stakeholders

10

10

12

8

8

9.6

Sharing Leadership
Throughout Building

8

5

8

10

4

7.0

Involving Others in the
Decision-Making
Process

11

8

10

11

6

9.2

Using Data to Drive
Instruction and Make
Decisions

7

3

1

6

5

4.4

Operating and Managing
the School Building

3

2

5

2

1

2.6

Hiring the Correct
Personnel for the
Building

1

1

4

1

2

1.8

Keeping a Clear Focus
6
9
7
4
7
6.6
on Goals that Have Been
established
Comment: Technically, ranks cannot be summed and averaged since they are ordinal data. The
mean rank, therefore, is not statistically correct, but it has been included to help interpret the
table.
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Question 4. Is there a significant correlation between perceived
benefits from past leadership positions and gender? Separate samples t-tests
were computed regarding the effect that gender could have on the perceived
benefits. There were multiple specific characteristics of effective principals that
females who served as athletic coaches rated significantly lower than their male
counterparts. These characteristics were: establishing a mission, establishing clear
learning goals, providing quality instructional leadership, using data to drive
instruction, operating/managing the school building, and hiring the correct
personnel for the building. Gender-Specific means, t-scores and significance for
these characteristics of effective principal are displayed below in Table 4.20.
Table 4.20
Characteristic Gender Difference in Principals as Athletic Coaches
Characteristic

Female
Mean
2.67

T

Sig

Establishing a Mission

Male
Mean
3.57

2.77

.007

Establishing Clear Learning Goals

3.61

2.93

2.29

.024

Providing Quality Instructional
Leadership

3.46

2.57

3.12

.006

Using Data to Drive Instruction
and Make Decisions

3.27

2.40

2.98

.003

Operating the School Building

3.14

2.00

3.02

.003

Hiring the Correct Personnel for
the building

2.99

2.13

2.13

.036
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Question 5. To what degree does the number of years served as a
teacher affect the perception of success garnered from leadership positions
held as a teacher? Correlations were computed in order to answer this question. In
all cases, there were no significant relationships that were discovered that
connected the perception of success from past leadership positions to number of
years served as a teacher. Correlations and other relationships that existed amongst
results and this variable were reported in other sections and tables in Chapter 4.

Question 6. How do principals who have not held these leadership
positions perceive the amount of benefit they would have received had they
served in these roles? Principals who have not served in these roles were asked to
report how much they feel they would have benefited had they chosen to do so
during their tenure as a teacher. They were provided with three options: “Greatly
Benefited” (3), “Somewhat Benefited” (2), and “No Benefit at All (1). Principals
reported perceiving that they would have gained the most benefit from serving as a
Department Chair/Curriculum Coordinator, and the least amount of benefit by
serving as an athletic coach for one of their school’s teams. Table 4.21 displays the
means that were reported by the principals for each of the five teacher leadership
positions.
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Table 4.21
Perceptions of Possible Benefits from Teacher Leadership Positions
Position

Greatly
Benefited (3)

Somewhat
Benefited (2)

Not Benefited
at All (1)

Mean

SAP Team
Member

18

40

6

2.19

Dept. Ch./Curr.
Coor.

30

51

10

2.22

Union
President/Rep

16

69

36

1.83

Athletic Coach

3

35

28

1.62

Teacher
Mentor

10

40

5

2.09

Question 7. To what extent do number of years as a teacher affect
principals’ perception of possible success had they held these positions? In
order to answer this question, correlations were computed; none of the correlations
were significant. However, there was one significant fact found when different
variables were run against principals’ perception of possible success had they held
one of the five leadership positions. As can be seen in Table 4.22, males who did not
serve as coaches believed much more than female principals that they would have
benefited and found more success in their current position had they served in this
role.
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Table 4.22
Possible Benefits from Principals not having served as Athletic Coach
Benefit

Male Mean

Female Mean

T

Sig

1.81

1.49

2.09

.027

Serving as an
Athletic Coach

Question 8. Do principals who have not held these leadership positions
feel as though aspiring administrators should serve in these roles? Once again,
for this question, principals were given three options from which to choose. The
options were: “Yes” (3), “Unsure” (2), and “No” (1). Table 4.23 shows the means that
resulted from the principals’ responses to this question. The leadership position that
principals would most recommend that aspiring administrators serve was a SAP
Team Member, which recorded a mean of 2.72. Conversely, principals rated athletic
coach as the role that they would least recommend to future principals. Athletic
Coach had a mean of 1.70. The full results from this question can be viewed below in
Table 4.23.
Table 4.23
Principals Recommendations to Aspiring Principals holding Leadership Positions
Position

Yes (3)

Unsure (2)

No (1)

Mean

SAP Team Member

48

14

2

2.72

Dept. Ch./Curr. Coor.

68

5

18

2.55

Union President/Rep

30

46

45

1.88

Athletic Coach

13

20

33

1.70

Teacher Mentor

44

8

4

2.71
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Tables 4.24 and 4.25 display principals’ recommendations for aspiring
administrators when compared to two different variables. First, Table 4.24 shows a
negative correlation between the recommendations of serving as a Department
Chair/Curriculum Coordinator and years served as a teacher. The correlation of .211 displays the fact that administrators who had served as a teacher for a long
period of time did not recommend that aspiring administrators serve as a
Department Chair/Curriculum Coordinator prior to entering administration.
Second, Table 4.25 shows that there were significant differences in gender
for two of the leadership positions. The table shows that male administrators were
much more likely to recommend that aspiring principals serve as both union
president/representative and athletic coaches than their female counterparts were.
The full results and statistics can be seen in Table 4.25.

Table 4.24
Correlation between Principal Recommendations and Years as a Teacher
Recommendation

Correlation with Years
Served as a Teacher
-.211*

Serve as a Dept. Ch./Curr. Coor.

77

Table 4.25
Comparison of Principal Recommendations and Gender
Recommendation

Male Mean

Female Mean

T

Sig

Serve as Union
President or
Union
representative

2.01

1.59

2.91

.004

Serve as an
Athletic Coach

1.96

1.51

2.11

.023
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CHAPTER 5
SUMMARY/DISCUSSION

Summary of Results
Surveys were sent to 400 head principals of high schools, middle schools and
elementary schools across the state of Pennsylvania. Out of the 400 surveys that
were sent, 161 principals responded to the survey, resulting in a response rate of
40.1%. The majority of respondents currently serve as high school principals, with
47.5% responding with this fact. In addition, males were overrepresented in this
study, as 65.2% of the respondents were male, with males comprising
approximately 56% of the head principals in the state of Pennsylvania. For the most
part, principals who responded to this survey have served in administration
between two and 10 years, with 73.9% of the respondents falling into this category.
During their tenures as teachers, the majority of respondents served for a
period of 5-9 years in the classroom (57.1%), and more served in a high school
(42%) than any other level. Lastly, a majority of the respondents currently work in
suburban schools (53%), and also served as teachers in suburban schools (55%)
The teacher leadership position that was held most by the principals prior to
entering administration was teacher mentor. In addition, the least amount of
principals reported serving as an athletic coach. In addition, it was found that the
longer principals served as a teacher in the classroom, the more likely they were to
serve as a department chair/curriculum coordinator, union
president/representative, and teacher mentor. Also, males were found to be
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significantly more likely to serve as athletic coaches than females, while females
were found to serve as teacher mentors more often than male principals were.
Principals who responded to this survey felt as though serving as a teacher
mentor had the greatest impact on their success as a principal. SAP team member
was reported to be the least effective leadership position in regards to its effect on
future success.
Respondents who served in each of these leadership roles were questioned
on the effect that they had on each of twelve characteristics that are common
amongst effective principals. In combining the five teacher leadership positions, the
three characteristics that were impacted the most by serving in these specific roles
were working collaboratively with staff members, modeling effective behavior and
leadership, and communicating with stakeholders. There was a clear difference in
the characteristics, as two main patterns developed from the data. First, the
characteristics of effective principals that the respondents reported as being
affected most by serving the leadership positions were those associated with
leading change and visionary thinking. In comparison, those that were ranked the
lowest dealt more with managing the day-to-day operations of the building, as well
as thinking more in the short-term rather than the long-term.
The data reported in the study found multiple gender differences when
examining the effect that serving as an athletic coach had on the twelve
characteristics of effective principals. Males rated the following characteristics
significantly higher than their female counterparts: establishing a mission,
establishing clear learning goals, providing quality instructional leadership, using
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data to drive instruction and make decisions, operating the school building, and
hiring the correct personnel for the school building.
Principals who have not served in these leadership positions were also asked
about the degree to which they now feel that they would have benefited had they
served in these roles during their tenures as teachers. The respondents felt that they
would have garnered the most benefit from serving as a department
chair/curriculum coordinator, while the least amount of benefit would have come
from serving as an athletic coach. In addition, males significantly felt as though they
would have benefited more form athletic coaches than female principals who did
not serve in this role.
Respondents that did serve in the teacher leadership positions were also
questioned as to the extent that they would recommend that aspiring
administrators serve in these roles prior to entering administration. The
respondents reported that future principals would gain the most benefit from
serving as a teacher mentor, and would benefit the least from serving as an athletic
coach. Also, it was found that administrators that served longer periods of time in
the classroom were less likely to recommend serving as a department
chair/curriculum coordinator. Also, males were significantly more likely to
recommend serving as both an athletic coach and a union president/representative
than females who did not hold these roles. Overall, valuable results were garnered
from the principals who responded to the survey. These results vary from the type
of leadership positions that the principals held during their tenures as teachers to
the effect that these positions have on their success as head school administrators.
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Discussion
The results reported by the principals in this survey raise both valid and key
discussion points for both interview panels examining administrative candidates
and aspiring principals seeking insight on how to make a difference. The data show
and demonstrate various points regarding success that administrators felt that they
have achieved as a result of the leadership positions that they held during the time
that they spent in the classroom. In addition, the data analyzed the perceptions that
principals who have not held these leadership positions have in respect to the
amount of benefit they would have gained from serving in these roles during the
same period.
The amount of research that has been conducted in the state of Pennsylvania
on the effect that teacher leadership positions that principals held have on
administrative success is minimal. The five leadership positions that were examined
in this study were common throughout the literature, and roles that articles and
journals deemed as appropriate and important in the school setting. These roles
require leadership characteristics, and also allow the educators who serve in these
positions to make difficult decisions and gain valuable experience in both the school
and extracurricular setting.
Large numbers of the principals that were surveyed reported that they had
served in leadership positions during their tenures as teachers. Immediately, this
should signify to aspiring administrators that it is important to gain leadership
experiences by serving in at least one of these roles. In addition, when selecting
teachers for these positions, principals often select people who they feel are going to
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have a positive impact on the rest of the team or the people with whom they are
assigned to work. The fact that from 161 respondents that answered the survey,
there were almost 400 teacher leadership positions held, tells interview panels and
aspiring administrators that having some type of leadership experience as a teacher
is most definitely a positive step for future and aspiring administrators. Teachers
who may be interested in pursuing administrative careers in the future would
benefit by doing what they can in order to put themselves in a position to be
selected for these leadership roles. They may need to show that they care about the
school, or are willing to collaborate with others. The amount of principals that have
served as teacher leaders demonstrate that having this experience is a strong factor
in becoming an administrator in the future.
When analyzing the data from both principals who have served in these
positions and principals who have not served in these roles, it becomes clearer
which roles that principals believe are most important and have led them to the
most success throughout their careers. Principals that have served in the leadership
roles believe that being a teacher mentor and a department chair/curriculum
coordinator helped them garner the most success during their administrative
tenures. However, of the principals that have not served the roles, and utilizing the
knowledge that they have gained as a result of their administrative positions,
department chair/curriculum coordinator is once again rated highly, but SAP team
member is also rated second of the five leadership positions, after being rated last
by principals who have served on their schools’ SAP team. While the results for SAP
team member were inconsistent, department chair/curriculum coordinator was
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rated very highly by both groups of principals. Also, teacher mentor was also rated
highly by both groups (second by those who served and third by those who didn’t).
In addition, teacher mentor, department chair/curriculum coordinator and SAP
team member were rated as the three positions that principals would most
recommend that aspiring principals serve as prior to entering administration. Thus,
when examining the positions that principals felt have helped them, the positions
that they feel they could have benefited from, and the ones that they recommend to
aspiring administrators, three stand out- SAP team member, department
chair/curriculum coordinator and teacher mentor.
When analyzing these results, SAP team member will be taken out, as the
results are both inconclusive and inconsistent. Both groups of principals found that
serving as a department chair/curriculum coordinator and teacher mentor have
either helped or feel as though they would help achieve success as a chief school
administrator. These two roles are positions in which those holding them are able to
lead other teachers, both in curricular decisions and through their first year(s) of
teaching. Teachers holding these roles perform tasks and duties that are similar to
principals. Department chairs/curriculum coordinators examine what is taught,
how it is taught and how it is measured. They are instructional leaders in the school,
which is also one of the main responsibilities of a principal. Interview panels
continue to look for candidates who are both able and willing to be the instructional
leaders of the school and set the example for the rest of the staff. Principals report
that they have gained knowledge and understanding from this role that has enabled
them to become better leader and principals. Also, teacher mentors lead new
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teachers and introduce them into teaching. They often work with these new
teachers on instruction, assessments and curriculum. Much like department
chairs/curriculum coordinators, they are often instructional leaders who can lend
much knowledge and experience to these new teachers.
Schools would benefit from identifying teacher leaders that they believe
could be future administrators and encourage them to apply and take these
positions. According to the results of this study, principals believe that serving as
department chairs/curriculum coordinators and teacher mentors will prepare them
well as they enter principalships, and increase the likelihood that they will
experience success in their careers. This will also benefit the schools, as both
districts and schools will be able to establish a pipeline of quality, capable
administrators in their schools and districts. It may even be worthwhile for districts
to create a leadership program, and create opportunities similar to that of teacher
mentors and department chairs/curriculum coordinators, where prospective
administrative candidates can access opportunities to work as instructional leaders
and coach new teachers as they enter their schools. The more teachers that schools
are able to place into these positions, the better off these schools will be in the
future. Lastly, aspiring principals should do whatever they can to achieve access to
these positions, as serving in them will greatly enhance their chances for success in
their administrative careers.
While department chair/curriculum coordinator and teacher mentor were
the two positions that respondents of this survey rated the highest in terms of
leading to success as an administrator, principals still reported success from the
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other three positions, just not as high as the first two. However, some of the results
were significantly different based on gender and number of years as a teacher. First,
males were significantly more likely to serve as an athletic coach, as well as
recommend serving as an athletic coach and union president or representative than
their female counterparts. In addition, the number of females serving in the role of
teacher mentor was significantly higher than that of the male principals who
responded to the survey. In order to garner the most success and benefit from
teacher leadership positions, schools need to ensure that all teacher leadership
positions are open and accessible to both males and females. For the most part,
teacher mentors are hand-selected by the principals of the building. Understanding
the large effect that serving as teacher mentor can have on administrative success, it
would benefit the school and district to ensure that both genders are able to serve in
this role, as future leaders will gain much insight from this position. In addition,
while athletic coaches have been predominantly male in the past, females may need
more opportunities to serve in these roles. Schools and principals should ensure
that all candidates are provided an equal opportunity, as athletic coaches have
reported that holding this position can have an effect on the success that they have
had as administrators.
Aspiring principals can look at these data and understand a few main points.
First, it is imperative to hold teacher leadership positions prior to entering the field
of educational administration. Almost all of the principals who responded to this
study held at least of one of the five teacher leadership positions. Second, the most
highly rated leadership positions in regards to future success are department
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chair/curriculum coordinator and teacher mentor. Teachers who believe that they
may one day want to serve as a principal should talk to their current building
leaders, and let them know that they would like to serve these roles when and if
they become available. Principals who responded to this study believe that valuable
knowledge can be gained from these positions, and that holding them enhances
future success.
One additional correlation that could provide new insights for schools and
prospective principals are the correlations between having the opportunity to hold
the leadership positions and number of years served as a teacher. Through this
study, positive correlations were found in regards to serving as a department
chair/curriculum coordinator, union president or representative, and teacher
mentor. This translates to the fact that the longer that the principals served in the
classroom, the more likely they were to serve in these three roles. With two of these
roles being department chair/curriculum coordinator and teacher mentor, the two
roles that were rated by the respondents as having the largest effect on future
success, this tells schools and districts that aspiring administrators need to be
placed into these roles at a younger age and earlier in their careers. The majority of
the respondents to this survey had been in the class for less than ten years, showing
that even young principals believe in the worth of these positions. Once again, as
stated previously, it is important for schools and districts to identify school leaders
early in their teacher careers, and guide them and encourage them to enter these
key roles that will provide both knowledge and experience for them as they begin
their ascent into administration.
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In Chapter Two, the Review of Literature, there were points that were made
regarding the difference between leadership and management and the role of the
principal. In the past, mainly in the mid-to-late 1900s, the principal of a school was
much more of a manger than a leader. That is, the tasks that this person performed
on a daily basis included managing the day-to-day operations of the building, and
reacting to certain situations that arise each day. However, as the twentieth century
came to a close, the role of the principal shifted more toward leader rather than
manager. The role of the principal expanded, as the leaders of buildings were now
expected to be the instructional leader, visionary and lead teacher. The principals
were required to think with the future in mind, and constantly reflect upon the longterm goals of the school that they were leading. Results from the survey will help
interview committees and future principals determine which positions will help
identify principals that will be able to lead with the future in mind.
Principals who have served in the leadership positions discussed in the
survey were questioned as to the effect that each of these positions had on twelve
characteristics that effective principals share. Across the five leadership positions,
the three characteristics of effective principals that were most enhanced by serving
in the leadership positions were working collaboratively with staff members,
modeling effective behavior and leadership, and communicating with stakeholders.
The three that were scored the lowest by principals were establishing a mission,
operating and managing the school building, and hiring the correct personnel for the
school building. When analyzing these results, the three that were most enhanced
coincide with principals leading the building, and leading change in particular.
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These characteristics are ones that are necessary when looking at the long range
plans for a school, and spreading the vision and mission of the school to the
community and all stakeholders. In contrast, the last three characteristics reflect the
everyday operations, and short-term operation of a school building. Principals
believed that these characteristics were not greatly affected or enhanced through
serving in these teacher leadership positions.
In examining these data, interview panels and aspiring principals can both
gain valuable information in their quests to either hire the correct person for
administrative positions, or to put themselves in the best possible situation for a
career path change. When interviewing prospective candidates, interview panels
should understand that if they were looking for a forward-thinking person who will
lead with the future in mind, they would need to look at the teacher leadership
positions that they have held as teachers. If they have held teacher leadership
positions, including the ones that have been analyzed in this study, they will be
more likely to find the leader that they are looking for in their building or district.
Also, teachers that desire to one day move into an administrative role,
understanding that leadership is valued over management, should once again
attempt to put themselves in a position to hold at least one of these roles, as their
future career could be greatly effected/enhanced by doing so.

Limitations
While positive and productive results were gained from this study, there
were a few limitations that are necessary to take into account when examining
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them. First, the respondents to the survey may not have been representative of the
entire population of principals across the state of Pennsylvania. First, there were
161 principals who responded to the survey. In total, there are over 2800 schools
and head principals in the state. Also, females were underrepresented in this survey,
as only 55 responded, as compared to 105 males. This is disparate against the actual
data, as approximately 56% of the principals are male, as opposed to 65% in this
study. The study is limited based on the principals that responded. In addition, one
of the respondents failed to fill the survey out completely, as the demographic data
were left blank.
Next, this survey included only five of the teacher leadership positions that
are available and accessible to teachers during their tenures in the classroom. These
five were prevalent throughout the research, which is the main reason that they
were included in the study. However, there are many other teacher leadership
positions that principals could have held during their time as teachers, and that
could have had a positive or negative effect on future success in educational
administration.
The structure of the survey was also a limitation that needs to be taken into
account for this study. The survey did not state any clarifying information to the
respondents that would allow them to fully understand what the positions meant if
they hadn’t served in them. For example, the term “department chair” may not be
used in certain schools, and may be replaced with another term, such as “curriculum
coordinator”. It is possible that some respondents may not have understood what
the roles meant or stood for. Lastly, elementary schools may not always have
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Student Assistance Program Teams in their buildings. If a principal had only worked
in an elementary school, it is possible that he/she may not understand what this
was, and may have never had the opportunity to work in this role or position. There
was no place in the survey to place the fact that this position was never available to
them.
Lastly, the twelve characteristics of effective principals that were utilized in
the study were also, as the leadership positions, common and prevalent in the
research on this topic. Other common characteristics may exist, but were not
utilized in this study. The survey did not provide an opportunity for respondents to
write in other areas of their leadership or management that they believed were
effected or enhanced by serving in the teacher leadership positions.

Recommendations for Future Research
There are changes that future researchers may want to implement in studies
on this topic. First, it may benefit researchers to include a larger sample size from
across the state of Pennsylvania. Obtaining more respondents would help the
researchers to zero in and identify exactly which roles principals prefer, and by how
much the roles are differentiated in the responses. In addition, providing an
opportunity for respondents to take part in an interview after taking the survey
would allow principals who have additional feelings to express their sentiments
about the teacher leadership positions, and, in particular, why they felt that their
success as an administrator was aided or hindered by these roles.
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It would also behoove future researchers to obtain more information in the
survey. Multiple respondents emailed in the researcher in this particular study,
hoping that there was a space where they could write their individual feelings
regarding each of the leadership positions and how they felt that they helped them
throughout their careers as an administrator. Providing a space in the survey in
each teacher leadership position’s section would allow the principals to further
elaborate on the effect that these leadership positions had on their success or lack of
success as an administrator. Also, providing a space at the end of the survey for
principals to include teacher leadership positions that they held that were not
included in the survey would help researchers further identify positions that would
benefit future administrators. This survey was limited by the fact that participants
were provided only five teacher leadership positions from which to choose.
Another limitation of this study was the twelve characteristics of effective
principals that were derived from the literature. Researchers in the future may want
to more closely examine these characteristics, as there may be more that successful
principals have in common. Also, providing a space in the survey where respondents
could add areas of their work that they feel were particularly aided by these
leadership positions would add to the thoroughness of the study and project.
Lastly, future researchers would benefit and gain valuable insight into the
effect of the leadership positions by asking the principals the level in which they
held these roles and responsibilities. By doing so, researchers would be able to
examine and analyze possible correlations and relationships that are evident
between the level of school in which the principal currently works and the level of
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the school in which they held the teacher leadership position. This would be
different than simply asking principals which schools they had taught in prior to
entering administration, as was done in this study, as many of the principals
reported that they had taught in multiple schools before becoming principals. If
researchers are willing to make these additions and implement some of these
questions, they will be able to further examine the relationship between teacher
leadership positions and success as a principal and Pennsylvania.

Conclusion
The goal of this dissertation was to provide information to both interview
panels looking for principal candidates, as well as aspiring administrators, regarding
the perceptions of principals on teacher leadership positions that they held during
their tenures in the classroom, and the effect that they have had on their
administrative success. Surveys were distributed to a sampling of 400 principals
across the state of Pennsylvania, with 161 principals responding to the survey.
Respondents to the survey were questioned on the types of leadership positions
that they held as teachers, the effect that these leadership positions had on their
success as a principal, and, specifically, which aspects of their leadership were most
aided by these leadership positions.
The five leadership positions that were discussed in this paper and survey
were SAP team member, department chair/curriculum coordinator, union president
or representative, athletic coach and teacher mentor. While, according to the survey
results, principals felt as though all of the leadership positions aided their
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leadership and success administratively, the two positions that were rated the
highest by the respondents were department chair/curriculum coordinator and
teacher mentor. Principals felt as though they received the most benefit from these
two positions, and would recommend that aspiring administrators also serve in
these positions. In addition, principals were asked about how these leadership
affected twelve characteristics that they possess that are common in effective
principals. The results showed that amongst all five of the leadership positions, the
characteristics that were most enhanced were those that involve leadership or longrange planning for the building. On the other hand, those were scored as being
affected the least were those of management, or operation on a day-to-day basis.
From these results, interview panels are now able to have concrete evidence of what
can lead to success as an administrator, and what to look for on the resumes of
future candidates. Also, aspiring administrators are now able to identify roles that
they can become a part of that have a strong chance of helping them to achieve
success when they do reach the field of educational administration.
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REFLECTION

The process of choosing a topic, researching information regarding this topic,
conducting a study and analyzing results has taught me a great deal about the world
of education, and educational administration in particular. Writing this dissertation
has been a very positive experience for me, as I have been able to meet and network
with colleagues in the field, understand the work that is required to complete a
research dissertation of this magnitude, and work toward providing results and
quality information that will help the field of education in the future. However, most
of all, I have learned invaluable information that will enable me to become a better
and more effective school administrator as I look toward the future.
I have learned that there are many aspects that lead to someone being a
successful and effective administrator. Acting strong in one area is not enough, as
the role and responsibilities of the administrator have changed. In addition, and
perhaps most importantly, I learned that all of the effort that I put forth as a teacher
to become involved eventually paid off. Always thinking that I would learn valuable
experiences from them, I now have concrete results and evidence that principals
feel as though teacher leadership positions helped them experience administrative
success. Lastly, as a current principal, I now have information that I can use when
interviewing possible administrative candidates for positions in my school and
district.
This was a very positive experience for me, and one that I enjoyed working
through and completing.
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APPENDIX A- PILOT SURVEY LETTER

Dear
My name is Bradley Testa and I am currently the Assistant Principal at Cocalico Middle
School, located in Denver, Pennsylvania. In addition, I am a doctoral student in
Educational Administration at Temple University. Within the next couple of weeks, I
will be conducting research for my dissertation. My study, which is entitled, “Principals’
Perceptions of the Effect that Teacher Leadership Positions have on administrative
success in Pennsylvania,” examines the types of roles or leadership positions that
principals held as teachers, and the perceived effect of these positions on the success
that they experience as principals.
In order to complete this study and obtain valuable results, I will be in search of head
principals to participate. Prior to beginning the collection of evidence, I am asking for
your assistance in piloting my study. I understand how valuable your time as a principal
is, as well how many roles and responsibilities that you are expected to complete and
accomplish on a daily basis. Please understand that piloting this survey is voluntary and
you are not required to participate. In addition, whether you decide to participate or not
take part in the pilot, nothing will be held against you, and you will not be affected in
any manner.
The link to the survey is as follows:
https://docs.google.com/forms/d/1XtScpdwKrRHNoA5XyghPCVipL_iZ6Nk5DwKNn0pI
4K4/viewform
I assure you that it is both safe and secure to participate in this study. The risk involved
is minimal, and all participants will remain anonymous, as no names will be mentioned
or used throughout the study.
If you have further questions regarding this study, please do not hesitate to contact me
at Cocalico Middle School at (717) 336-1471 (building), (717) 405-9326 (cell), or
btesta@temple.edu (email). You may also contact my dissertation committee chair at
Temple University, Dr. Joseph Ducette, at jducette@temple.edu (email), or by phone at
(215) 204-2998.
Again, thank you for taking the time to read this letter, as well as your consideration
toward piloting this survey. I appreciate your willingness to do so, as well as the
feedback and information that you provide to this research.
Bradley C. Testa
Assistant Principal
Cocalico Middle School
Doctoral Student, Temple University
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APPENDIX B-PARTICIPANT LETTER
Dear
My name is Bradley Testa and I am currently the Assistant Principal at Cocalico Middle
School, located in Denver, Pennsylvania. In addition, I am a doctoral student in Educational
Administration at Temple University. At the present time, I am conducting research for my
dissertation. My study, which is entitled, “Principals’ Perceptions of the Effect that Teacher
Leadership Positions have on Administrative Success in Pennsylvania,” examines the types
of roles or leadership positions that principals held as teachers, and the perceived effect of
these positions on the success that they experience as principals.
In order to complete this study and obtain valuable results, I am in search of head principals
to participate. I am asking for your assistance in completing my study. I understand how
valuable your time as a building principal is, as well how many roles and responsibilities
that you are expected to complete and accomplish on a daily basis. In order to limit the
inconvenience that this survey will cause, I have structured it so that the entire survey
should take no longer than 5-10 minutes to complete. Your help in completing this survey
will provide the field of Education, and Educational Administration in particular, with
valuable information regarding the recruitment of new and aspiring principals. First,
teachers that aspire to be principals will gain knowledge into what teacher leadership
positions they can hold that principals feel will ultimately lead to success. Second, interview
panels will obtain information on which teacher leader roles will lead to principal success,
and be able to examine the resumes of candidates more closely. Please understand that this
survey is voluntary and you are not required to participate. In addition, whether you decide
to participate or not take part in the survey, nothing will be held against you, and you will
not be affected in any manner.
The link to the survey is listed here:
https://docs.google.com/forms/d/1XtScpdwKrRHNoA5XyghPCVipL_iZ6Nk5DwKNn0pI4K4
/viewform
I assure you that it is both safe and secure to participate in this study. The risk involved is
minimal, and all participants will remain anonymous, as no names will be mentioned or
used throughout the study.
If you have further questions regarding this study, please do not hesitate to contact me at
Cocalico Middle School at (717) 336-1471 (building), (717) 405-9326 (cell), or
btesta@temple.edu (email). You may also contact my dissertation committee chair at
Temple University, Dr. Joseph Ducette, at jducette@temple.edu (email), or by phone at
(215) 204-2998.
Again, thank you for taking the time to read this letter and participate in the study. I
appreciate your willingness to do so, as well as the feedback and information that you
provide to this research.
Bradley C. Testa
Assistant Principal
Cocalico Middle School
Doctoral Student, Temple University
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APPENDIX C-PARTICIPANT FOLLOW-UP LETTER
Dear
My name is Brad Testa and I am currently the assistant principal at Cocalico Middle School,
located in Denver, PA. Last Monday, you received from me a link to a survey on teacher
leadership positions that principals have held, and the perceived effect of these positions on
administrative success in Pennsylvania. I would like to thank those of that have participated
in the survey, as your feedback will be instrumental toward the results of this research
project.
Over 110 principals have participated in this survey as of Tuesday, September 23, 2014. I
would like to once again invite those of you that have not yet participated to take the
survey. As a fellow administrator, I understand the amount of work and surprises that each
day can bring, and that it can be very difficult to find the time to accomplish anything extra.
If you are able to spare 5-10 minutes, I would ask that you complete the survey by this
Friday, September, 26, 2014, as the survey will shut down after this date. I would
appreciate any effort that you could make toward this project.
The link to the survey is listed here:
https://docs.google.com/forms/d/1XtScpdwKrRHNoA5XyghPCVipL_iZ6Nk5DwKNn0pI4K4
/viewform
I assure you that it is both safe and secure to participate in this study. The risk involved is
minimal, and all participants will remain anonymous, as no names will be mentioned or
used throughout the study.
If you have further questions regarding this study, please do not hesitate to contact me at
Cocalico Middle School at (717) 336-1471 (building), (717) 405-9326 (cell), or
btesta@temple.edu (email). You may also contact my dissertation committee chair at
Temple University, Dr. Joseph Ducette, at jducette@temple.edu (email), or by phone at
(215) 204-2998.

Bradley C. Testa
Assistant Principal
Cocalico Middle School
Doctoral Student, Temple University

107

APPENDIX D-SURVEY

By clicking “go on,” you agree to take part in this study and survey. If you would like
additional information or have questions regarding the study, you may contact the
researcher, Bradley C. Testa, at (717) 336-1471, or via email at btesta@temple.edu.
In addition, you may also contact Dr. Joseph Ducette at (215) 204-4998 or via email
at jducette@temple.edu. The risks involved in this survey are extremely minimal,
and all correspondence and responses will be kept private and confidential.

Go On
Don’t Take Survey
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1. How would you classify the type of school in which you are currently the
principal?
Rural
Suburban
Urban
Other (Please Specify)

2. How would you classify the type of school in which you taught prior to becoming
a principal?
Rural
Suburban
Urban
Same school in which you are currently the principal
Other (Please Specify)

3. What is your current position?
High School Principal
Middle School Principal
Elementary Principal
Other (Please Specify)

4. What type (level) of school were you a teacher in prior to becoming a principal?
Check all that apply.
High School
Middle School
Elementary School
Intermediate School
Other (Please Specify)
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5. How long have you served in your current position?
1 year or less
2-5 years
6-10 years
11-15 years
16 or more years

6. How many years did you serve as a teacher prior to entering the field of
educational administration?
5-9 years
10-14 years
15-19 years
20 or more years

7. What is your gender?
Male
Female
8. During your tenure as a classroom teacher, did you have the opportunity to serve
as a member of the school Student Assistance Program (SAP) team?
Yes
No
9. To what extent do you agree or disagree with the following statement:
“ Serving as a SAP team member as a teacher has helped me experience success as a
building leader.”
Strongly Agree
Agree
Somewhat Agree
Disagree
Strongly Disagree
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10. More specifically, to what extent do you believe that serving as a SAP team
member has enhanced the following skills/characteristics of effective principals that
you possess?
Not
At all

A
Little

Some- Very
what Much

Establishing a
Mission/Vision
Establishing clear
Learning goals
Providing Quality
Instructional Leadership
Working Collaboratively
With staff members
Modeling effective
Behavior/leadership
Communicating with
Stakeholders
Sharing Leadership
Throughout building
Involving others in
Decision-making process
Using data to drive
instruction and make
decisions
Operating/managing the
School building
Hiring the correct
Personnel for your building
Keeping a clear focus on
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Extremely

goals that have been established
9. Knowing what you now know after having served as a principal, to what extent do
you feel as though you would have benefited by serving in one of these roles prior to
entering school administration?
Greatly Benefited
Somewhat Benefited
No Benefit at all
10. Would you recommend that aspiring administrators become a member of their
school’s Student Assistance Program Team?
Yes
No
Unsure
11. During your tenure as a classroom teacher, did you have the opportunity to
serve as a Department Chair/Curriculum Coordinator in your school?
Yes
No
12. To what extent do you agree or disagree with the following statement:
“ Serving as a Department Chair/Curriculum Coordinator as a teacher has helped me
experience success as a building leader.”
Strongly Agree
Agree
Somewhat Agree
Disagree
Strongly Disagree

13. More specifically, to what extent do you believe that serving as a Department
Chair/Curriculum Coordinator has enhanced the following skills/characteristics of
effective principals that you possess?
Not
At all

A
Little

Some- Very
what Much
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Extremely

Establishing a
Mission/Vision
Establishing clear
Learning goals
Providing Quality
Instructional Leadership
Working Collaboratively
With staff members
Modeling effective
Behavior/leadership
Communicating with
Stakeholders
Sharing Leadership
Throughout building
Involving others in
Decision-making process
Using data to drive
instruction and make
decisions
Operating/managing the
School building
Hiring the correct
Personnel for your building
Keeping a clear focus on
goals that have been established

12. Knowing what you now know after having served as a principal, to what extent
do you feel as though you would have benefited by serving as a Department
Chair/Curriculum Coordinator prior to entering school administration?
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Greatly Benefited
Somewhat Benefited
No Benefit at all
13. Would you recommend that aspiring administrators become a Department
Chair/Curriculum Coordinator in their school?
Yes
No
Unsure
14. During your tenure as a classroom teacher, did you have the opportunity to
serve as a union president for the district or a building representative for the local
association?
Yes
No
15. To what extent do you agree or disagree with the following statement:
“ Serving as a union president/representative as a teacher has helped me experience
success as a building leader.”
Strongly Agree
Agree
Somewhat Agree
Disagree
Strongly Disagree
16. More specifically, to what extent do you believe that serving as a union
president/representative has enhanced the following skills/characteristics of
effective principals that you possess?
Not
At all

A
Little

Some- Very
what Much

Establishing a
Mission/Vision
Establishing clear
Learning goals
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Extremely

Providing Quality
Instructional Leadership
Working Collaboratively
With staff members
Modeling effective
Behavior/leadership
Communicating with
Stakeholders
Sharing Leadership
Throughout building
Involving others in
Decision-making process
Using data to drive
instruction and make
decisions
Operating/managing the
School building
Hiring the correct
Personnel for your building
Keeping a clear focus on
goals that have been established
15. Knowing what you now know after having served as a principal, to what extent
do you feel as though you would have benefited by serving as a union
president/representative prior to entering school administration?
Greatly Benefited
Somewhat Benefited
No Benefit at all
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16. Would you recommend that aspiring administrators become a union
president/representative in their school?
Yes
No
Unsure
17. During your tenure as a classroom teacher, did you have the opportunity to
serve as a coach for any of your school’s athletic teams?
Yes
No
18. To what extent do you agree or disagree with the following statement:
“ Serving as an athletic coach as a teacher has helped me experience success as a
building leader.”
Strongly Agree
Agree
Somewhat Agree
Disagree
Strongly Disagree
19. More specifically, to what extent do you believe that serving as an athletic coach
has enhanced the following skills/characteristics of effective principals that you
possess?
Not
At all

A
Little

Some- Very
what Much

Establishing a
Mission/Vision
Establishing clear
Learning goals
Providing Quality
Instructional Leadership
Working Collaboratively
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Extremely

With staff members
Modeling effective
Behavior/leadership
Communicating with
Stakeholders
Sharing Leadership
Throughout building
Involving others in
Decision-making process
Using data to drive
instruction and make
decisions
Operating/managing the
School building
Hiring the correct
Personnel for your building
Keeping a clear focus on
goals that have been established
18. Knowing what you now know after having served as a principal, to what extent
do you feel as though you would have benefited by serving as an athletic coach prior
to entering school administration?
Greatly Benefited
Somewhat Benefited
No Benefit at all
19. Would you recommend that aspiring administrators become an athletic coach in
their school?
Yes
No
Unsure
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20. During your tenure as a classroom teacher did you have the opportunity to serve
as a mentor for either brand new teachers or new teachers to your school/district?
Yes
No
21. To what extent do you agree or disagree with the following statement:
“ Serving as a teacher mentor as a teacher has helped me experience success as a
building leader.”
Strongly Agree
Agree
Somewhat Agree
Disagree
Strongly Disagree
22. More specifically, to what extent do you believe that serving as a teacher mentor
has enhanced the following skills/characteristics of effective principals that you
possess?
Not
At all

A
Little

Some- Very
what Much

Establishing a
Mission/Vision
Establishing clear
Learning goals
Providing Quality
Instructional Leadership
Working Collaboratively
With staff members
Modeling effective
Behavior/leadership
Communicating with
Stakeholders
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Extremely

Sharing Leadership
Throughout building
Involving others in
Decision-making process
Using data to drive
instruction and make
decisions
Operating/managing the
School building
Hiring the correct
Personnel for your building
Keeping a clear focus on
goals that have been established
21. Knowing what you now know after having served as a principal, to what extent
do you feel as though you would have benefited by serving as a teacher mentor prior
to entering school administration?
Greatly Benefited
Somewhat Benefited
No Benefit at all
22. Would you recommend that aspiring administrators become a teacher mentor in
their school?
Yes
No
Unsure
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