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by
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Wayne M. Worner, Educational Administration

(ABSTRACT)

The primary aim of this study was to produce materials
on ethics which could be used in the preparation of practicing
and potential principals.

To examine the views of secondary school principals
involved in the study, twenty scenarios were developed which
portrayed situations that principals typically encounter.
School divisions in Virginia were divided into four categories
according to enrollment and the number of secondary schools
in the division. Ten schools from each classification were
randomly selected, and on-site interviews were conducted with
each principal in which four of the scenarios and a survey
form were employed to collect information. Responses of the
principals to the scenarios were transcribed, analyzed and
distilléd.

The scenarios and responses became the foundation for

the development of a primer on ethics for use 1in



administrative in-service workshops and principal preparation
programs. The primer was used in designing and presenting in-
service programs on ethics for the administrative staffs of
two school divisions.

Responses by principals to situations presented during
the study and the in-service programs indicate that practicing
and potential school administrators would benefit by having
ethics included as a fundamental part of their professional

preparation program.
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CHAPTER I

Introduction

The recently concluded Iran-Contra hearings with its
theme of "plausible deniability" and subsequent events
including (1) the Savings and Loan scandal; (2) the host of
Congressmen under investigation by ethics committees; (3) the
highly questionable fund raising practices of some television
evangelists; (4) the policy of racial discrimination at many
private clubs in America; (5) the controversy over the "right
to life" for the unborn and the aged; (6) the continuing
revelations of insider trading and fraud on Wall Street; (7)
the questions being raised over the intention and effect of
grouping and tracking systems used by many public elementary
and secondary schools; and (8) the debate over political
campaign funding and the "buying of Congress", have sparked
a renewed national interest in the examination of ethical and
appropriate behavior (conduct) exercised by those in positions
of leadership.

For educators, the issue of ethical conduct and
appropriate behavior in accordance with established standards
has never been more critical. The wave of reform reports with
their emphasis upon the deficiencies of public education and

the failure of educators to respond appropriately and



effectively to the academic needs of students and the economic
needs of the nation has resulted in an intense scrutiny of
American education and its leadership. With each publication,
confidence in the system and regard for its practitioners is
eroded.

Although the focus on ethics over the years has shifted
between keen interest and perfunctory recognition, it appears
society and the professions may again be intent on addressing
the issues of ethical behavior and professional standards.
In this regard, the preamble to the AASA Code of Ethics

states:

Public schools prosper to the extent they merit the
confidence of the people. 1In judging its schools,
society is influenced to a considerable degree by
the character and quality of their administration.
Society demands that any group that claims the
rights, privileges, and status of a profession prove
itself worthy through establishment and maintenance
of ethical policies governing the activities of its
members. A professional society must demonstrate
the capacity and willingness to regulate itself and
to set appropriate guides for the ethical conduct
of its members (Knezevich in Immegart & Burroughs,
1970, p.17).

Significance of the Study

The recent close examination of our public schools has
revived interest in and support for educational improvement
and revitalized the pursuit of excellence by many in the

educational community. Although the present focus appears to
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be upon excellence, issues of equity and efficiency lie just
beneath the surface of the national wave and can appear at a
given moment.

Within this reality of present conditions and future
potentialities resides the school principal. Much of the
recent reform literature has identified the principal as the
single individual who has the necessary position, authority
and opportunity to restore confidence in public education by
insuring that schools respond effectively with the changes
necessary to improve educational programs. However,
principals must become aware of the possible pressures any
reform movement may have upon their behavior. If reform
becomes the central focus, convenience can override caution
and judgement in the selection of the means to achieve the
desired ends. Principals must view education as the process
that teaches what is of value "in a morally acceptable manner"
(Peters, 1967, p.3). In addition, they must recognize that
ethics represents conscious action taken because it is viewed
as being correct; in short, it is what a person ought to do
voluntarily (Phenix, 1964, p.215; Berkson, 1968, p.237).

To raise the consciousness of principals with regard to
courses of action selected and the rationale employed in
determining choices, it is important to know how principals

respond to ethical dilemmas. By describing their perceptions
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as to the actions most principals would take in a situation
and what they perceive the ethical action should be, it is
possible to analyze and understand the reason(s) for each
decision.

In public elementary and secondary schools, numerous
situations exist which have the potential to test the ethical
predisposition of school administrators. Among them are
issues as diverse as school prayer, the placement of children
in special education programs, the observation and evaluation
of teachers, the emphasis upon excellence as represented by
increased percentile scores on state-wide standardized
achievement tests and fund raising activities designed to
support a variety of school functions. Prayer, education of
the handicapped, personnel evaluation, improved student
achievement and fund raising represent typical areas in which
principals must frequently make decisions, and yet despite
legal requirements, mandates, regulations, basic program
expectations and established policy, these issues are handled
differently within schools in a division as well as between
school divisions.

The question of prayer in the public schools has been
answered through a series of court rulings, notably the
Supreme Court decisions in School District of Abington

Township v. Schempp and Murray v. Curlett; yet in some schools
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and classrooms prayer occurs routinely.

The concepts of free and appropriate public education,
least restrictive environment and an individualized plan are
fully explicated in the Education for All Handicapped Children
Act (PL 94-142) and clarified in Supreme Court decisions

rendered in Hendrick Hudson District Board of Education V.

Rowley and Irving Independent School District v. Tatro cases;

yet in some schools changes in a child's placement are made
unilaterally, and parental involvement is regarded more as
interference than an established right.

The improvement of instruction through a well defined and
implemented program of classroom observation and teacher
evaluation appears to be a common objective in most school
divisions, and yet practices by some school principals would
lead one to conclude that observation and evaluation policies
are merely paper requirements to be met by filing the required
evaluation forms before the due date.

Student academic achievement has become a major priority
as evidenced by the importance placed on standardized test
scores, curriculum revision, restructuring and teacher
preparation. Yet to assure higher test scores, some schools
seem to place an inordinate amount of time on material which

will appear in the test rather than emphasize pupil learning.
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The responsibility of the state and locality to finance
the operation of the public schools is broadly accepted. 1In
many schools fund raising is a substantial venture, and
relationships between vendors and school principals are
designed to increase revenues through an assortment of
arrangements which insure the return of profits to the school
through the sale of items from student pictures to flower
bulbs, citrus fruits, magazines and yearbooks.

Procedures to ensure compliance with state mandates and
federal regulations include a number of self-regulatory
reporting measures. However, on-site reviews frequently
uncover glaring discrepancies between what school divisions

report and what review teams find in practice.

Statement of the Problem

Within each of the areas described and a host of others,
school principals make decisions daily. These decisions are
driven by personal, societal, professional and/or
organizational ethic standards and have the potential for
conflict with legal rulings, state laws, federal regulations,
societal expectations, professional standards and/or school
board policy. When improper actions occur, do those actions

represent deliberate choices to ignore the law, ignorance of
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the law, a belief one's position is above the 1law, the
following of orders, a feeling of doing what is expected
(Poindexter phenonemon), the fact no one has complained or a
conscious, voluntary effort to take the action viewed as being
correct?

How do principals respond to ethical dilemma? What would
most principals do in a given situation? What do principals
view as ethical when presented with specific situations? What
ethical standard(s) (personal, societal, professional or
organizational) influence ©principals' actions? Should
training in ethics be part of administration preparation
programs? If so, what kind?

Today principals appear to be caught in a means/ends
dilemma. Does an ends oriented society forgive and forget
inappropriate means, if the predetermined ends are achieved?
Is compromise rather than conviction based upon principle an
acceptable basis for decision making?

This study has examined those issues and, in the process
has produced materials which can be used in pre-service and
inservice programs for principals. These materials are
designed to generate discussion concerning the study of
ethical issues for practicing and ©potential school

administrators.
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Purposes_of the Study

The purposes of the study were to:
1. Examine how principals respond to ethical
issues in decision making, and
2. Produce a set of materials on ethics which can be
used in the preparation of practicing and potential

principals.

Need for the Study

Society at large is concerned that those in arenas of
public service display responsible behavior and ethical
decision making. In addition, the public/media message
emerging from the ongoing examination of the behavior of
those in positions of public trust represents a clear call
to those in authority to examine the basis upon which they
make judgments. The actions of principals are both visible
and important, and as greater exposure is given to events
that challenge the sense of right and wrong, there will be
increased demand that school administrators perform
ethically. However, this expectation comes at a time when
formal training and courses/programs in ethics are a minimal
part of the preparation of school administrators. Indeed, it

appears the education profession has placed superficial
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of school reform, excellence in education and confidence in
the public school system will affect principals with little
or no prior training in ethics. Consequently, the purpose of
this study was to produce materials which would assist
principals and those who prepare them in examining the role

of ethics in educational leadership and decision making.

Definition of Terms

The technical words and some common terms of this study
that are used in a limited or unusual way are defined below:

Ethical behavior - Conscious action taken because it is
viewed as being correct; it is what a person ought to do
voluntarily (Phenix, 1964, p.215; Berkson, 1968, p.237).

Personal ethic standards - Those standards which have

been adopted and developed by an individual to guide and
direct behavior (Immegart & Burroughs, 1970, p.93).

Societal ethic standards - Those standards which are the
norms or values which essentially govern the behavior of
members of society (Immegart & Burroughs, 1970, p.93).

Professional ethic standards - The values, codes and
expectations which guide the behavior of members of the
profession (Immegart & Burroughs, 1970, p.93).

Organizational ethic standards - The policies and

regulations of the institution employing the individual
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(Inmegart & Burroughs, 1970, p.93).

Organization of the Study

The study 1is organized into six chapters. The first
chapter includes an introduction to the study and covers the
background, significance, purposes, delimitations and
organization of the study along with the research questions,
assumptions and definition of terms used in the study.
Chapter two is a review of the relevant literature. Chapter
three contains the methodology used in data collection, the
population from whom the data were collected and the
procedures used to interpret the data. Chapter four includes
the interpretation of the data, and chapter five has some
observations and reflections regarding the study. Chapter six
consists of the materials developed for use in the preparation
of school administrators or staff development activities for

practicing administrators.



CHAPTER 1II

Review of Literature

In his widely acclaimed work, Education and the Cult of

Efficiency, Raymond Callahan (1962) traces the emergence of
educational administration programs for the training and
preparation of school administrators. Drawing upon research
from Jesse Newlon's 1934 doctoral dissertation, Callahan notes
that, in a survey on the most important topics in training
superintendents, professors of administration and city
superintendents ranked "Professional Relations - Ethics" in
a fourteenth place tie with "School Records and Reports" out
of eighteen items listed. Only "School Surveys", "School Laws
of State" and "Education and the Federal Government" fared
worse.

Today entering the last decade of the twentieth century,
little appears to have changed regarding the emphasis placed
upon ethics in equipping school administrators for the
formidable task of becoming educational leaders. An
examination of the research done in the area of school
administration and ethics over the past twenty years reveals
very little. The only dissertation identified which examined
the topic of ethics and school administration was written by

Chester Dexheimer (1969) and focused upon whether or not a

11
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discrepancy existed between what the American Association of
School Administrators accepted as a Code of Ethics, and what
they considered relevant in daily professional behavior.

Employing a design based upon an investigation of the New
York City Bar Association by Jerome Carlin (1966), Dexheimer
devised a fifteen item questionnaire which described ethical
situations 1likely to be encountered by a chief school
administrator. These situations were developed from actual

experiences of superintendents published in School Management

and the School Board Journal, from other superintendents the

author knew, and from the investigator's work in a pilot
study.

A continuum of four to six responses was written for each
ethical situation presented in the questionnaire. They ranged
from a response which more closely adhered to the guidelines
of the AASA Code of Ethics to responses which were less
ethical when judged by those standards. Space for a written
response was provided, and each respondent was asked to
indicate if the answer to each situation was chosen as a
result of an actual experience, or what might be done, if
faced with a similar situation.

As a result of his finding that a significant discrepancy
existed between "acceptance of a professional code of ethics,

and adherence to that code in actual practice by chief school
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administrators" (Dexheimer, 1969, p. 56), Dexheimer concluded
that "ethical standards are internalized personally and are
not determined by public codes" (Dexheimer, 1969, p. 60). He
recommended the use of simulations keyed to the AASA Code of
Ethics 1in graduate programs aimed at <chief school
administrators.

Given impetus by the formal publication of the AASA Code
of Ethics in 1966 and converging with the Dexheimer study, the
Department of Educational Administration of the College of
Education at the University of Rochester sponsored the First
Annual Seminar for Chief School Officers in November, 1968,
to consider the topic of ethics and its place in the
educational training of administrators. The major
presentations of this seminar were edited by Glenn Immegart
and John Burroughs (1970).

From the introduction, Immegart and Burroughs (1970) made
it clear their purpose was to stimulate and promote a more
penetrating examination of ethics as an essential topic for
the preparation of school administrators.

This is not to say that educational administrators or

professors and scholars of educational administration

have not been concerned with ethics and their field of
practice. Certainly many have been . Rather, this
profession has not yet given systematic attention to the

...relevance of ethics for administrative practice in

education. The stage is ...set societally, in the

professions generally, and in this field itself for more
appropriate attention to ethics and professional

behavior. What can be done represents the next step.
(Immegart & Burroughs, 1970, p. 7)
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For them, the next step was the two day Rochester Seminar
which brought together nineteen participants, including
authorities from the fields of educational administration and
educational philosophy along with practicing superintendents
to examine the issue of "Ethics and the Superintendency".
Their hope was to see ethics take "its rightful place along
side of the human, technical, and conceptual dimensions which
are already a part of administrative training" (Immegart &
Burroughs, 1970, p. 10).

Evincing the concern that educational administrators must
incorporate ethical considerations and principles in their
decision-making process, Peter Sola (1984) edited a book of
readings. Although Sola did not present a specific argument
for including ethics as a requisite for administrative
preparation, he included the Dexheimer study and several
essays which employed a case study approach to examine ethical
issues.

With the completion of Ralph Kimbrough's (1985) work an
important step was taken in the effort to advance the study
of ethics as an essential ingredient for those aspiring to
become educational 1leaders. Within the introduction,
Kimbrough (1985) reflected on the failure of colleges,
universities and the profession to include ethics as a topic

of importance in the preparation of school administrators.
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Yet, perusal of college and university course offerings
will reveal practically no formal preparation in
administrative ethics for ©preservice students in

educational administration. Furthermore, this topic
seldom appears in the inservice training agendas for
educational administrators. Except for a few special

publications, textbooks in administrative ethics have not

been published and, in fact, ethics is largely ignored

as a topic in textbooks in the field. Although AASA had
enjoyed more than a 100-year history, it did not adopt

a code of ethics until 1966. (Kimbrough, 1985, p. 4)

By discussing obligations of an administrator such as
upholding the law, handling authority judiciously, caring for
the individual, avoiding conflicts of interest and being
committed to professional excellence and by presenting a brief
examination of moral philosophies including Dbiblical
revelation, experimentalisnm, logical positivism and
utilitarianism, Kimbrough (1985) paved the way for the use of
the case study as a vehicle for use by administrators in
examining and clarifying issues which could confront them.
The twenty-two case studies presented were gathered from
practicing school administrators and included twelve
situations involving elementary or secondary school
principals.

Following Kimbrough's (1985) contribution, Strike, Haller
and Soltis (1988) published a more extensive volume with the
intent of providing a text for use in teaching ethical

concepts of importance to school administrators along with an

understanding of ethical reasoning. They strongly advocated
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the use of the case study approach, and argued the cases must
be discussed in a class setting and used to generate writing
assignments for further reflection and analysis.

In their text entitled, The Ethics of School

Administration, cases are presented which focus upon a
specific principle such as freedom of expression or equal
educational opportunity. After the case, a brief dialogue is
provided that might occur between two individuals discussing
the situation. This is followed by an examination of the
central concept involved in the case along with a section
which provides a penetrating analysis intended to enhance
moral reasoning, provide a deeper understanding of moral
theories and create a clearer view of the ethical dimensions
in each situation.

In addition, the National Association of Secondary School
Principals devoted a major portion of the December, 1988
Bulletin to an examination of ethics and the principalship in
the hope to make principals more aware of ethics and increase
their sensitivity to the public demand for ethical behavior.

Writing in the Bulletin, Raymond Calabrese (1988) pointed
to ethical leadership as an indispensable ingredient for an
effective school and concluded that to be effective a
principal must be ethical. Acknowledging that the study of

ethics has not been a part of formal administrative training,
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Calabrese outlined ten guidelines to assist principals to more
fully assume the mantle of ethical leadership. These
guidelines included admonitions to be sure decisions best
serve the interest of the school community, to see effective
teaching as an obligation, to adopt a vision that reflects a
clear educational philosophy and to realize actions can
communicate ethical and moral behavior.

In a similar view, Clement Seldin (1988) presented five
principles as means to provide ethical guidance for the
secondary principal. Included were giving top priority to the
educational welfare of students, respecting the worth and
dignity of teachers and being a model of ethical conduct.

Concerned that the pressure to attain academic excellence
could blur the ethical vision of school administrator, Moran
Doggett (1988) also offered maxims for principals to follow
by presenting them as appropriate responses to situations
arising daily. Among the examples were the need to develop
honest teacher evaluations based upon classroom observations,
to discipline students in a manner that conveys no favoritism,
to be open and honest with staff and community about all
issues, to report all illegal or immoral activities regardless
of those involved and to refuse gifts from any organization

seeking to do business with your school.
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An examination of the literature on ethics and the school
administrator confirms that the picture is sketchy, lacking
continuity, and the overriding question appears to be, "Where
does education go from here?" Should colleges and
universities require the study of ethics in the preparation
of administrators? Should professional associations direct
more of their resources toward research and seminars devoted
to ethics?

In a commencement address, Edmund Day, President of
Cornell University remarked:

In our formal education at all levels we must abandon ...

the idea that it is not the task of our schools and

colleges to deal with moral and spiritual values ... In
both curricular and extra-curricular activities, the
enduring values of honorable living must be cultivated
by all available means. Performance without character
and ambition without integrity threaten to be our

undoing. (Benson & Engeman, 1975, p. 115-116)

Echoing these sentiments, Derek Bok (1976) wrote that
colleges and universities must assume responsibility for the
task of equipping students to become more perceptive with
respect to ethical issues, more cognizant of moral principles
and more capable of applying sound reasoning when examining
specific issues.

America's dissatisfaction with eroding moral behavior and
the escalating number of ethical dilemmas occurring in many

avenues of national life must be addressed in an intensive

effort by national leaders in all arenas of society. Public
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officials will have to model and encourage moral behavior;
educators will have to assist students in their moral
development. For, this "goal has never been more important
to the quality of the society in which we live" (Bok, 1976,
p. 30).

A basic premise in Terry Cooper's, The Responsible

Administrator (1982), is that since the prevailing societal

proclivity is to focus on meeting quotas, ethics frequently
takes a back seat to the bottom 1line. This tendency to
minimize the emphasis on ethics can be seen in institutions
of higher learning where ethics is more apt to be dealt with
on a superficial basis, if at all. As a result, Cooper
maintains that responsible public administrators must realize
ethical performance requires knowledge and understanding
gained from experience combined with reflection and study,
either in a formal ethics course or through personal
investigation and research.

In developing the 1966 Code of Ethics and supporting work
of Kimbrough (1985), the AASA has underscored its commitment
to ethics as a cornerstone of the educational administration
profession. This position has also been adopted by a number
of professional association, including the National
Association of Secondary Schbol Principals, the National

Association of Elementary School Principals, the Association
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of School Business Officials and the American Association of
School Personnel Administrators, who jointly developed a
statement of ethics for educational administrators in 1973
(Appendix F).

Now, events touching almost every profession and phase
of human activity have propelled ethics into the forefront of
the national conscience. Whether this is a temporary
phenomenon or not, now is the time the study of ethics can end
"the preoccupation with procedures to the exclusion of
principles" (Cooper, 1982, p. 4) and enable administrators to
become more than "competent technicians" (Callahan, 1962, .p.
203). Now is the time when relevant materials designed in an
meaningful way can promote ethics as a fundamental course of

study in the preparation of school administrators.



CHAPTER III

Methodolo

Introduction

This chapter describes the research design and
methodology used in this study. The process by which
materials were developed and refined involved the interview
of principals in Virginia with respect to their predisposition
to a set of ethical dilemmas. Sampling and participant
selection are discussed as is the development of instruments
and data collection procedures. Finally, the data analysis
procedures and mechanisms for converting the data to usable

instructional materials are discussed.

Desigqn of the Study

The purposes of this study were to (a) examine how
principals respond to ethical issues in decision making, and
(b) develop materials to be used in training practicing and
potential school leaders.

Toward that end, a series of twenty open-ended scenarios
(Appendix D) were written which represent typical situations
encountered by principals. These situations were drawn from
personal experiences and discussions with fellow

administrators.
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