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Abstract

This study focuses on the professional and personal experiences of school principals in the process
of constructing maintaining or changing their culture. The goal is to reveal how principals make
sense of interaction processes in the context of building a positive school culture. On the basis
of the interaction process in the school, the construction of shared meanings and values were
analyzed through expectations of behavior, elements of culture such as values, norms, ceremonies,
stories, heroes, language and daily life practices were used. Phenomenological analysis was used.
The study group included school principals based on the 1st level of TUIK regional classification.
Principals was selected through maximum variation sampling. It was found that the meaningful
processes of school principals in terms of time, place, role and success are very important in buil-
ding the school culture.
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Oz

Bu calismada okul miidiirlerinin, kiiltiiriiniin olusturulmasi, siirdiiriilmesi ya da degistirilmesi sii-
recinde mesleki ve kisisel deneyimleri tizerinde durulmustur. Calismanin amaci miidiirlerin, okul
icindeki etkilesim siireclerini, olumlu kiiltiir olusumu baglaminda nasil anlamlandirdiklari ortaya
¢ikarmaktir. Bu acidan okuldaki etkilesim stireci temelinde ortak anlam ve degerlerin insasi, or-
tak davranis beklentileri, kiiltiiriiniin degerler, normlar, torenler, hikayeler, kahramanlar, dil gibi
Ogeleri ve bunlara yonelik giinliik yasam pratikleri araciligyla ¢oziimlenmistir. Bu ¢alismada nitel
arastirma desenlerinden olgubilim deseni kullamlmigtir. Arastirmanin galisma grubunu Tiirkiye Is-
tatistik Kurumu istatistiki bolge birimleri siniflamasina gore 1. Diizey siniflamada ilgili bolgelerde
yer alan iller temelinde maksimum cesitlilik 6rneklemesiyle segilen okul miidiirleri olusturmustur.
Bu calismada nitel arastirma veri toplama tekniklerinden goriisme yontemi kullanilarak toplanan
veriler Fenomenolojik analiz ile ¢oziimlenmistir. S6z konusu caligma sonunda okul miidiirlerinin
zaman, mekan, rol ve basari acisindan anlamlandirma siireclerinin okul kiiltiiriiniin insasinda rol
oynadigi tespit edilmistir.

Anahtar Sézciikler: okul mudiir, okul kiiltiirii, anlam olusturma

Received: 11.11.2018 / Revision received: 21.01.2019 / Approved: 07.02.2019

1 Assist. Prof., Eskisehir Osmangazi University, Eskisehir, Turkey, aydogduelf@gmail.com, ORCID:
0000-0002-0388-3887

2 Assoc. Prof., Ankara University, Ankara, Turkey, severmustafa@gmail.com, ORCID: 0000 0003 3777
0124

Atif icin/Please cite as:
Aydogdu, E., & Sever, M. (2020). Principalship in building shared meanings in school. Kuram ve Uygulama-
da Egitim Yonetimi, 26(Special Issue 1), 59-116. doi: 10.14527/kuey.2020.002



English Version

Introduction

There are two distinct traditions of organizational culture: Anthropol-
ogy and Sociology. Sociological literature on organizational culture focused on
myths, rituals, symbolic interactions, and ethnomethodology. Sociological study
of orrganizational cultures usually take their intellectual roots from Durkheim,
Weber, Toennies, Goffman, and Garfinkel. Others approach to the study of or-
ganizational cultures from a functionalist anthropological perspective (Ouchi &
Wilkins, 1985). For example, Schein (2010) defines group culture as a model of
basic shared assumptions of a group. Group members solve their problems of
external adaptation and internal integration and thus teach new members how
to perceive, think and feel in the right direction when faced with problems. Re-
searchers (Bolman & Deal, 2013; Hatch, 1993; Simircich, 1983; Schultz, 1995)
point out values, beliefs, norms and symbols shared in the organization and draw
attention to the formation of common meaning. Commonly, culture can be de-
fined as the basic assumptions, beliefs, values, norms, meanings, symbols shared
among administrators, students, teachers and parents. Culture consists of the
stable, underlying social meanings that shape beliefs and behavior over time”
(Deal & Peterson, 1999, p. 6). A second strand of the anthropological tradition,
focuses on the processes of meaning construction from the native’s point of view
(Ouchi & Wilkins, 1985).

Organizations as negotiated orders and organizational culture among the
major approaches to study organizations. Literature on organizations as negoti-
ated orders, as it has been in the symbolic interactionists, focuses on communi-
cation and meaning (Fine, 1984). Research on organizational culture is a major
thrust in organizational theory. Organizational culture also classified in different
ways. Scholars introduce various aspects of culture and offer ways to expand the
knowledge on organizational culture. While Harrison (1972) and Handy (1981),
for example, talking about four types of culture power, like role, task and indi-
vidual culture; Deal and Kennedy (2000) offer a classification of macho men,
hard work and hard play, betting on the company, process culture. Cameron
and Quin (2005) propose a different classification, a typology of entrepreneurial,
collaborative, structured, and market-centered cultures. Researchers reflected
different perspectives on the subject to the classification they constructed. Re-
searchers emphasize the process of meaning construction in schools focus on
how the meaning is created and reflected on the action rather than the levels or
types of culture (Deal & Peterson, 1999). However, the majority of empirical re-
search on organizational culture examined organizations as organizational con-
figurations. Little research focused on the the role of leader in building cultures
with emprical data.
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Literature on school culture focused on teacher motivation (Acun & Giiney,
2019; Cevik & Kose, 2017; Demirtas, Aksoy, Bali & Caglar, 2019), student
achievement (Demirtas, 2010a; Vislocky, 2005), organizational commitment
(Raman, Ying & Khalid, 2015; Sezgin, 2010; Veeriah & Li, 2017), organizational
health (Akbaba-Altun, 2001; Ozdemir, 2012; Boyact & Oz, 2017), principals’
communication skills (Onsal, 2012; Yiicel, 2003), administrators’ styles of using
power (Kosar & Calik, 2011), and school administrators’ leadership (Avci, 2016;
Sahin, 2005; Turan & Bektas, 2013; Zembat, Adak-Ozdemir, Sezer, Ozdemir-
Beceren & Biber, 2012). “How much an administration can influence culture?” is
still a relevant question to ask (Firestone & Seashore Louis, 1999). These studies
found relationships between school culture and a wide variety of variables. Thus,
it may be inferred that administrators’ leadership behaviors is among closely
variables related to organizational culture.

One of the important variables that have an impact on organizational cul-
tures is the school principals’ leadership behaviors. Leadership is one of the most
up-to-date issues in the construction, change, and maintenance of organizational
cultures (Schein, 2010; Bolman & Deal; Bolman & Peterson, 1999). Thus, the
cultural and symbolic leadership behaviors of principals during the construc-
tion, maintenance and change of culture in organizations occupy an important
place in the literature (Masiki, 2011; Lahtero & Risku, 2012; Sergiovanni, 2001;
Sisman & Turan, 2004). These studies focus on how school principals construct
or analyze shared meanings with symbols such as ceremonies, stories, heroes,
logos, myths, legends, language, and metaphors.

This study focuses on the professional and personal experiences of school
principals in the process of constructing, maintaining or changing their school
culture. The goal was to reveal how principals make sense of interaction pro-
cesses in the context of positive culture building. In order to realize this goal,
based on the interaction process in the school, the construction of shared mean-
ings and values, expectations of shared behavior are addressed through by com-
ponents such as values, norms, ceremonies, stories, heroes, language and daily
life practices.

Method

This section includes descriptions of the research, participants, data collec-
tion tools and data analysis.

Research Design

Phenomenology is used as a qualitative research design in this study. The
design has its empirical premises from Schutz, especially in terms of research
practices. The phenomenological method of Schutz can be regarded as an ef-
fort to figure out details of daily life experiences (Goulding, 2002). This type
of design involves analyzing meanings that people extract from their daily life
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experiences. This study seeks to reveal what principals’ experiences associated
with “being a principal” means to them, or in other words, what daily exchanges
mean to principals in the context of the process of constructing, maintaining or
changing the school culture.

Sample

The study group consists of 15 principals holding office in Adana, Artvin,
Balikesir, Bartin, Erzurum, Gaziantep, Istanbul, Izmir, Kars, Kastamonu, Konya
ve Mardin provinces. The group is a sub-sample of a larger project to under-
stand being a school principal. The study group was selected through maximum
variation sampling, which is a purposeful sampling strategy. The larger study was
selected using 2™ level classification of geographical regions (Istanbul, Western
Marmara, Western Anatolia, Central Anatolia, Western Karadeniz, Eastern
Karadeniz, Northern Anatolia, Southeastern Anatolia) of TUIK, at least one
province. The purpose of the maximum variation sampling method is to create
a relatively small sample group and to reflect, at a maximum level, the diversity
of individuals who may be involved in the problem subject to the study (Yildirim
& Simgek, 2011). Eskisehir was where we piloted our interview forms while we
collected data from other provinces we had just presented.

The mean age of participants was 45, ranging from 31 to 60. Three partici-
pants were female and 12 were male. 5 principals were in high schools, 4 were
in middle schools, 4 were in primary schools, one was in preschool and one did
not report. The principals’ field of study was as follows: Classroom Teaching (7),
Divinity (3), Math (2), Turkish Literature (1), Physical Education (1), and one
did not report. One principal had master’s degree and one principal had an asso-
ciate degree while the rest of the principals (13) had undergraduate degrees. The
mean teaching experience was 21, almost half of the principals had 19 years or
more teaching experience and the experiences ranged from 8 to 35 years. Their
mean experience in principalship was 9 years, with a minimum 1 year to up to 26
years.

Data Collection

The data of the study were collected by using the interviews which is the
primary the qualitative research data collection techniques. Scholars who study
organizations while focusing of various dimensions of organizations, especially
cultural and symbolic aspects of organizations, use interviews as one of the main
data collection strategies (Yildirim & Simsek, 2013). The data were collected in
the 2014-2015 academic year and a semi-structured interview form was prepared
by the researchers, which was used in data collection. The data were collected
with the help of a team consisting of 25 faculty members, master’s and doctoral
students who had knowledge of the subject and who were completed their re-
search methodogy courses. This process was carried out under the control of the
project coordinator and coordination was provided by telephone. The interviews
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were conducted face-to-face manner and in an environment where school prin-
cipals working and with appoinments by the principals. In order to prevent any
loss in the data collected from the school principals, the responses were recorded
with a voice recorder and transcribed verbatim.

Data Collection Tools

In this study, a semi-structured interview form, which was obtained by trans-
forming the interview questions used by Lortie (2009) into a suitable form for
Turkish culture, was used for data collection. In the preparation of the interview
form, firstly all the questions were translated and then the questions that did
not fit the culture were extracted. Finally, with the participation of all research-
ers, the remaining questions were discussed within the framework of the budget
and possibilities of the research, the questions that will serve the purpose of the
research are kept. The interview form consisted of two parts. In the first part,
questions related to demographic characteristics and in the second part ques-
tions related to the sub-problems of the research were included. After receiving
expert opinions on the open-ended draft interview form, 3 school principals were
interviewed to test the comprehensibility of the questions in the form.

Data analysis

The main purpose of a phenomenological research is to question the mean-
ings that people draw from their experience. This is why meanings drawn from
the experience is at the center rather than the experience itself (Cresswell, 2007).
Although a specific data analysis method is not used in phenomenological re-
searches; it is important to adopt a strategy in which matters can be analyzed,
such as what the experience is, where it happened, how the subject handles it.
For this purpose, in this research, the data were reduced to the level of experi-
ence in the first place. For example, deciding to become principal, an ordinary
day at school, conflict resolution. During the analysis, firstly, the interviews tran-
scribed were analyzed separately in order to capture the uniqueness and richness
of the daily life experiences of the principals. Within the framework of the ma-
jor research question, experience chunks were determined as a result of careful
analysis of the interview transcripts. Readings were made to describe the central
themes of each set of experiences (Strauss, 1987; Cresswell, 2007). This is a pro-
cess very similar to descriptive coding because the purpose of the process is to
describe what the experience is about. This has been done individually for each
set of experiences. After the central themes were identified, explanatory struc-
tures for the experiences were created by asking them the main question of the
research (What does this mean in terms of creating common meanings?). These
are written in the form of open propositions. For example; common meanings
can be established by establishing spatial relationships.

After propositions similar to the above were created individually for each
set of experiences, they were read together and similar ones were combined. At
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the same time, propositions around a particular issue are combined in the upper
headings. These upper titles formed the themes of the research. This process was
repeated for each transcript. These themes were constantly compared with the
emerging patterns. Ultimately, themes were used as the main headings in the
research report.

Results

When school culture is considered as a shared meaning building process
among the members, it is seen that school principals build this process on the
basis of time, place, success and role that interact with each other.

Making Sense of Time

Management, leadership and school culture

School principals emphasize two major points in regard to their duties. One
of them is management and the other is leadership. It is seen that the experience
plays an important role on shaping the perceptions of the principals. Participants,
who are at the earlier years of the occupation, mentioned that they tend to devote
much of their times either for the professional development or understanding,
following and implementing the legislation. It is observed that they established
a strong relationship between mastering the legislation and being a school prin-
cipal in the earlier years. On the similar aisle, it is stated that they adopt a more
oppressive and prescriptive forms of administration in the school in order to fully
meet the requirements of the legislation and accordingly, the school culture ap-
pears as rigid and authoritarian. However, it can be said that the leadership has
become a more central issue for them as they gain experience and take part in
service training activities. The most frequently emphasized leadership features of
principals are effective communication, patience, approaching events and peo-
ple calmly, being fair and just, and giving value to people. For them, experience
and leadership skills develop in compliance with each other and lead to a more
moderate and warmer culture in the school. Thus, the time spent in occupation
has an impact on the way of which principals make sense of their position. The
principals emphasis on experience also reminds us that trust requires time to get
to know others (teachers, personnel, and students) as well as others know you.
The following principal reminds the saying that objects in the mirror are closer
than they appear:

“The school principal should have a leadership qualification, an innate
leadership, but you also learn some things, you definitely learn ... The inci-
dents inform you, being more experienced, for example, my earlier days in
the profession was very different ... First of all, I was getting angry when the
bell rang and people are wandering around but now I don’t say anything.
Even if there is something wrong, I do not say anything that day, I wait and
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say it the other day. In fact, in terms of sharing, I wish I did not say I wish 1
would say an hour later, half an hour later. But I'm not saying that now. I say
a day later. In fact, when I look in the mirror, I sometimes say that I should
have been calmer, I saw the consequences...” (Gaziantep3)

“School principal must be experienced. ... Experience is very important. It
is necessary to manage, read, understand, interpret knowledge, and apply
them to your own school in accordance with the conditions of your context,
without harming them.”(Gaziantep3)

“Experience teaches absolutely. Otherwise, you can not only learn by reading
books or listening to others’ experiences, no way. One needs to live through
and its is also related to individual’s character. I mean leadership or ad-
ministration, one needs to have that capacity. Then, we will built through
lived experiences, like building a hourse. Principalship is learned similarly.”
(Aksaray5)

The importance of experience is underlined by school principals boldly. The
distinction they made between leadership and management actually adds a new
dimension to the literature definitions. Leadership as a notion corresponds to
a kind of problem solving skill or sort of capacity that derived from the experi-
ence in the narratives of our principals. It is a more common narrative that when
they learn how to solve the problems they have faced for many years, they tend
to identify themselves as leaders or locate themselves within the definitions of
leadership, definition that was developed by themselves, though. The principal
coded as Gaziantep3, for example, although he describes leadership as an innate
trait, right after by expressing that “The events inform you, being more experienced
and for example my earlier days in the profession is very different. First of all, I was
getting angry when the bell rang and people are wandering around but now I don’t
say anything.” he actually refers to the soundness of the bridge between leader-
ship and experience. Such a view of leadership is very important because the
common argument proposing that “leadership is not a position” is actually not
safe enough in terms of its resonances in the field. In other words, it is frequently
stated by our participants that the leadership position corresponds to a reality
produced by the principal position itself and shaped by experience. While the
time spent in the school principalship weakens the emphasis on the relationship
established with the legislation or formal regulations, on the other hand, it brings
management perspective to the importance of interpersonal relations closer.
Because the experience enables school principals to become familiar with the
problems encountered, problems turn to ordinary and to be solved more easily.
This comfort and the self-confidence created together also enable managers to
see themselves as leaders. As a matter of fact, it is understood that the principals
were closer to the understanding of full implementation of the legislation in the
early years of the profession, but as they gained experience, they thought that
the occupation should be located on human relations. This situation is in fact
closely related to transformation of the priorities of the domain they create. In
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this context, in the meantime they stay as a school principal, they change their
sense of what management is, which also reflects on their daily activities in school
life. Here, the principals also mentioned the effects of postgraduate education in
their field. Through postgraduate education, they think that they combine the-
ory and practice. According to some, education and experience helped them to
abandon conventional / traditional approaches in management, while qualifying
them to develop an understanding in which inter-subjective collaboration is at
the center.

“... If you ask me how my management skills before and after my gradu-
ate studies. Before, I am like, I am a principal, I run this school, there is
only legislation and regulations but nothing else. I just execute regulations
under these conditions, I adhere to it and continue... There was such an
understanding of administration for me, but after starting the master’s de-
gree, management took a completely different dimension for me. The main
thing is that I was a manager before that, but now I am a leader. I turned to
this because I gained a lot of things during my the master’s degree. My per-
spective on education has changed, I have seen books, I have read articles
everything that will be made in the name of education is very precious for
me.” (Konya, 5)

Being a principal is often understood in reference to the absence of occupa-
tional formation in relation to the necessities of the position. The principalship
is a position learned in the field and through experience. Because of this practice
oriented feature, it seems that informal professional networks are developing
naturally. Those who need these networks most are the new school principals.
Communication is one of the most emphasized topics in the context of leadership
among principals. Our findings seems to demonstrate this point. Principals used
communication not only within school community but also larger community to
improve administrative processes. In particular, they have their own information
network where they consult professional matters. This information network usu-
ally includes colleagues and experienced administrators whom they trust in their
ideas and thus solidarity with the profession is provided. This network is particu-
larly used when exchanging ideas and advising on the implementation rules and
regulations and the monitoring changes. This also shows that principals use an
extended network of colleagues to consult.

“... The principal must always renew himself. Where he is stuck, he will take
advantage of his friends, call, I will call them and say, “Ahmet, a regulation
came as follows, I ask you what you understand from that ... For example,
the province | district ask me a lot because of my experience.” (Gaziantep, 3)

“When 1 first started to work as a princial, I consulted my experienced
friends about some technical issues and sought their advice every now and
then. Sometimes lived experience in principalship and in education or regu-
lations are important, I am a principal with 10 years of experience, you are
with a two-year experience but... very important we shared our experiences
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with each other. We got help from people who have really proven themselves
in administration, they were friends who were experienced in their profession
like an expert, they helped us in the early days, they were colleagues in nearby
schools or in our group of friends, and we still meet with them...” (Istanbull )

“Now let me confess something to you, I am not reading legislation right
now, you know, I don’t look at it anymore. If there is a problem with the
legislation, I am asking to my friend what he is doing, and I am doing so.
You know why, the legislation changes from evening to night, there should
not be such a thing... Until I get familiar with the legislation it changes.”
(Istanbul, 13)

The complexity of the legislation and the need for its interpretation also
lead to the need for experience. Frequent changes in legislation also triggers the
behavior of “asking to a person who knows better”. The ability to interpret the
legislation is perhaps one of the most important executive skills. It is also under-
stood that the key motive here —asking someone- is related the anxiety of making
something wrong. Because the interpretation itself is established temporally and
turns into a specific strategy with long-term repetitions. This strategy gets closer
to what is “right / risk free / suitable” as the time goes on. In this sense, what
matters is not legislation itself, but its interpretation. Clearly, the number and
frequency of interpretations increase over the years, enabling school principal
with skills that make them mistakes less likely. Therefore, the need for the inter-
pretation of someone with more experience can even pierce the thick walls of the
bureaucratic hierarchy: “...For example, the province / district ask me a lot because
of my experience.” (Gaziantep, 3)

Who are we? General outlook to the profession

School principals point out that time has not only changed the roles of
teachers and principals, but also the roles of students and parents. Principals
with different views have been identified. Principals think that students have im-
proved both for the better and worse compared to the past. Most of the partici-
pating school principals reported that they did not choose teaching profession
voluntarily or consciously. Although they did not choose teaching consciously or
voluntarily, it is noteworthy that they love the profession over time.

“I never thought of being a teacher. I was thinking about being an engineer,
or being a lawyer, I was doing sports I got physical education training. Then I
took the university exams several times and when I could not get into profes-
sions I wanted, I said to myself that teaching is my destiny and I continued.”
(Gaziantep, 1).

Now when you're a teacher, you see some shortcomings. So you're com-
plaining, so I became a principal because I believe that I can fix things,
so now instead of sitting and complaining, I said I should be the school
principal and eliminate these complaints. So that’s why I'm a principal now.
(Istanbul, 13).
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After I graduated from high school, first of all, I wanted to be an engineer
and electronics engineer because I graduated from the department of elec-
tricity. In my second year, I decided to apply education department. Class-
room teaching was my first choice. It was easier to be appointed as a teacher.
So, my first choice was primary school teaching. I'm glad I've been a teacher.
If I were an engineer, maybe I wouldn'’t find the pleasure I would get from
students. We were only looking at the ‘material’ aspect of work. We are now
affected both from ‘material and emotional’ aspects. The fact that our stu-
dents call us, call us after years and remember us makes us feel emotional.
(Adana, 5).

There is evidence that suggest principals make a distinction between work
and private life. Principals claim that being a principal demands longer periods of
time from their private life. They feel that they have to take time from their pri-
vate life to spend more to school work. In addition to those principals who think
that the professional lives is influenced, some principals think that their private

lives are not affected by principalship.

“I'm spending less time at home and with my child, affecting other work, you
can’t leave school. The glass was broken, how do I replace it by tomorrow,
the inspector will come, Ahmet did not show up for the class, Ayse got a sick
leave, the teacher did not come...” (Gaziantep3)

“So I'm happy going home because I'm happy at this school, I was using a
blood pressure medication when I was teaching, it was really bad. Principal-
ship made me feel better; and I spend more of my time here. But I entered
the profession later, after my daughter grew up and went to university. My
wife is already working hard, I don’t have to worry about not being able to
take time home, I'm going home happy because I'm happy in school, If this
school made me feel tense, I would be unhappy because I cannot seperate
school and home domains very well, I can’t forget the events at home when
1 go to school and I can’t leave the events in school when I go home. I'm not
that professional, I live my feelings more intensely. ”(Izmir2)

School type influence the principals’ work. For example, principals in board-
ing schools have reported that they receive information constantly around the

clock from their school and this has an impact on family life.
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“Especially late in the night your phone rings “I wonder if something hap-
pened in the school” because you have responsibility for one hundred and
seventy students and you are honorary father. It inevitably affects our family
life. I would like to emphasize this in particular, if you have a stance that you
want to do your job a little better, yes, I can say that your family is also doing
some type of school principalship.” (Mardin2)



Principalship in Building Shared Meanings in School

Occupational barriers and possibilities

It is noteworthy to mention that time has created a change not only in daily
life practices but also in professional evolution processes of school principals.
They feel the effects of changes both in their duties and teaching profession
in general. For example, it has been discovered that frequent policy changes
in training and employment of school principals affect their perceptions about
profession. Some of the principals state that constant changes in the education
system and legislation affect their motivation negatively while performing their
duties. In addition, they indicate that changes in criteria of appointment, rota-
tions, oral exams generate uncertainties for the future and this uncertainty crafts
psychological anxiety.

A person who was appointed as a school principal could continue in that
school as a principal, he could continue as a school principal if he did not
have any problems with managing and if the person did not make a mistake
to be dismissed from the post by a judicial or administrative investigation,
it is not the case anymore. Every four years, all school principals and vice-
principals have to take the exam and is reassigned. We know that essentially
we are teachers, but at the moment it is a temporary assignment, but we
have all kinds of responsibility. This is a problem for us, of course, prevents
us from seeing ahead. I've been assigned to this school, it’s been a year, and
three years later, my chances of reappointment are very low. How? I'm going
to take an interview, if I can get a high score, I'll ask to be appointed here, if
someone with a higher score than me would not demand to be a principal
here, I can only be assigned in that condition. If I get a low score, I do not
have the chance to continue to be principal here again. When we think about
principalship, four years is not a long time for a person to change things in
a school. Education is a process; changing things require time. It may take
a long time to change the functioning of the school and the culture of the
school.”(Kastamonu 4)

“The principalship should be turned into a profession. It is a duty, it is at the
core of it, the principals or the people in higher positions, our supervisors or
the minister see us as regular civil servants. We are standing as custodians at
the moment. At the moment, I am at 4th year, last year, my 4th year is over,
it is not important for me. For most principals it is. [ mean, I should adopt
place, let me manage properly, if I am not beneficial, then you can take me
away from the jog. But If I am beneficial to the school I should stay as long
as I want, not like 3-5 years.” (Istanbul, 13)

The use of symbolic roles for leaders and cultural practices are important
since these changes cannot succeed without cultural support. Changes need to
take cultures into account.

Most of the principals mention that compared to the past, their perceptions
about principalship have now changed and that they have lower levels of au-
thority but they have more responsibilities. This raises concerns about losing of
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power. For example, they raised concerns about their competencies in evaluating
of teachers’ performance and authority to use of the reward-punishment mecha-
nisms. The issue of appointment of principals, which turns into a serious anxiety
experienced by the them, appears in almost all the interviews. Principals state
and imply that the system is not “fair” on the one hand, and on the other hand
they complain about the possibility of being the potential victims of this injustice
application in the selection processes. Their appointment to schools, especially
for four years, is marked as a future uncertainty for some, and an insufficient time
for others to realize what they are aiming for or want to achieve as a principal.
Nevertheless, it is seen that none of the principals talked about the outcomes of
this anxiety in the management practices. In other words, how it reflects on their
current practices leaving after four years or changing their school? It is observed
that the principals tend to compare their experiences with ones who did princi-
palship in the previous years, although no clear data on this has been obtained.

One of the situations that arises in the interviews is related to the difficulties
that principals have in establishing or sustaining their authority. Authority is not
something standing on the air in a vacuum and waiting for someone to take it. On
the contrary, the authority needs surfaces to hold on and has various forms and
applications depending on the surface. It is frequently stated by the principals
that these surfaces mostly disappeared over the years. Again, an expected result
of this transformation is perceived as “losing power”. The evaluation authority
granted to principals is one of the main surfaces that authority is held. The “ma-
terial / disciplinarian” authority established by the teacher by scoring a grade to
the students in the classroom shows itself in the form of giving and recording a
score for the teachers in case of principals. Important tool for both the principal
and the teacher to sustain order and administration within the classroom or in
the school are in this sense in relation to the material / disciplinarian authority.

“Currently, the new teacher appointment and placement regulations include
a fifty evaluation form. Every year in June, school principals will make an
assessment of all fifty items to all teachers in the school, if you ask me what
will happen as a result of this... There is no registry [Principals would evalu-
ate teachers in the past, t.n.]. Principal’s evaluation is only considered in
awarding the certificate of achievement. This means that principal’s evalua-
tion has no effect. When we evaluate teachers [in classroom], does it mean
anything? Let’s say can you reward a very successful teacher? No, I can’t.
There’s absolutely no reward. I cannot give a certificate of achievement or
a certificate of appreciation to a teacher, or even the Director of Provincial
Education can’t. Only the governor can provide this award... We cannot
provide a reward for a teacher who makes a difference. (Kastamonu4)

The issue of rotation is one of the most controversial issues. For some, a se-
rious obstacle to the realization of their plans, for others it is seen as a motivating
factor to be “reassigned”. Interestingly, there are narratives in terms of maintain-
ing or deteriorating comfort they have as a principal in both perspectives.
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“... A different regulation, a different law can turn all your plans upside
down, so I do not have a very professional goal. Now I am the principal, but
1 am the school principal, but I look at the situation as if I will return to the
teaching at any time tomorrow.” (Artvin 1)

“I already know how teachers are perceiving the administration since I have
been teachers for many years. When I passed to this side, I experienced the
point of view of the teachers from the other side of the coin. There were
principals who worked for 30 years or 40 years. But at the moment, we are
assigned for four years, and this assignment can be re-assigned for another
four years if one gets enough points at the end of these four years and you
cannot stay in the same school after eight years. In other words, because I
think that I have come here for a certain period of time, we make our plans,
our programs, our strategic plans and everything accordingly. At least you
know, we are spreading what can be achieved over time. Others, as it was in
the past, there is no such comfort as I am here for life anyway, so this is a
small factor that constantly motivates us ... “(Balikesir, 1)

It is understood that the opinions and approaches of the principals regard-
ing the management processes are shaped by their concerns about their pro-
fessional future. It is stated that there is a critical attitude about issues such as
appointment and displacement, and the current system does not meet expecta-
tions. On the other hand, this attitude is justified by the difficulties that would
be experienced in issues such as creating a school culture, establishing authority,
realizing plans. It is seen that professional experience is made more meaningful
by referring to its temporal character rather than having a difference or diversity.

The role of school history in constructing culture

Time has an impact in the historical context of the school. Schools with a
long history appear to be influential in building a set of values among their mem-
bers. For example, the presence of notable personages, [former graduates] be-
comes a role model for future generations. This principal listens the echoes from
school’s history and tries to use it as a policy. The principal tends to use their
school’s achievements in the re-building culture.

“This school was established in 1972 ... Our school graduated many authors
currently have an impact in Turkey, many academics ... When you look at
these people, you see those people really left their mark on Turkey’s journey.
Not to mention dozens of engineers, dozens of doctors trained here. ”(Mar-
din2)

School principals try to convey the values of the institution to other mem-
bers through symbols; however, it is conceivable to state that school principals
are not very effective in providing values. Many school principals lead the pro-
cess because they are inexperienced and in their first years as a principal in their
school. In other words, the principals are unable to use heroes and stories in
constructing culture.
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“... There were tables in the corridors on the walls, I packed and sent them,

former art teacher noticed and was angry with me and expressed his sadness
saying that they were our memories and they were our students’ work. Why
did you have them removed?...” (Balikesirl)

This principal needs to understand the power of the history and sometimes
they need to uncover culture’s deeper history. Reading the existing culture is a
first step towards building and changing a culture.Without experience and train-
ing, it is likely that a principal will not be able to uncover cultural elements.

Role Interpretation

Intra-school interactions and school culture

One of the most important components of school management is undoubt-
edly teachers. Interestingly, while some of the principals talk about how impor-
tant their experience is in the principal position, they do not have the same view
concerning the experience of teachers. One reason for this is the unwillingness
of professionally qualified seniors or teachers who deserved their retirement in
problem solving and participating in-school activities. School principals do not
have any authority on neither forcing these teachers nor removing them from
the system. The power used by school principals in their management processes
loses ground in this sense. The classification of teachers depending on the forms
of interaction they have with schools and students can be read as an output of this
understanding. Some of them are defined as individuals who resist change, non-
cooperative, cause problems, while others are described as teachers cooperative,
participate in activities voluntarily, have high commitment and motivation, and
have positive expectations of students.

“What I find most challenging is that when senior teachers use their senority
as a shield whenever they are expected to do something. These teachers use
retirement as a curtain, a project, a shield. These teachers view their work
with the understanding that if I can do it, I will retire if I cannot. This still
continues” (Balikesirl )

“If a teacher does not do his/her job once assigned as a teacher due to the
state personnel regulations, you cannot disqualify that teacher and assign
him out of the system. This is a big challenge.”(Erzurum))

As can be clearly seen in the above narrative, the arguments about stay-
ing in the principalship position in a long term and taking the position under a
guarantee, do not reflect on the views on the same issue in terms of teachers.
The difficulty of removing teachers from the system are actually considered as a
management problem. One of the important indicators of the evaluation of the
school culture as a developer or positive is the absence of in-school classifica-
tions. The classification of teachers is the basis of how to share the power in the
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school and who will stay out. One of the best indicators of this argument becomes
even more concrete in the expression “disqualification” of the teacher.

Teacher discipline is another problem area for principals. The forms and
frequency of disciplinary issues may vary from school to school. However, the
issue of non-discipline is not described in an objective and static character. For
some principals, discipline is meant through the personalities of teachers and
their relationships with other teachers, while for others it is more closely related
to failure to comply with basic tasks. Interestingly, almost all of the principals
state that they are quite “flexible” and yet to tolerate are some of the main issues.
There are those who express these situations as red lines, as they try to fix them
all the time.

“For example, I do not want teacher absenteeism, I mean without an excuse.
1 don’t want his/her to be late for class. I think one minute is valuable, to be
honest ... If there is a teacher in trouble, let me tell you, I will solve it. But I
don’t want the teachers who are waiting in the stairs but who do not enter
the classes, arbitrarily... There is no compensation for those wasted times.”
(Gaziantep3)

“He said to me: ‘is this your justice?’, he didn'’t like his teaching schedule. 1
am like yes this is my justice. My justice is to treat everyone equal. I think that
after making sure that I stand behind what I said, maybe, I couldn’t do it by
shouting, I did not do what he said, he saw on this subject that I will not give
up, there is no other way either I will drive this camel or go from this land, he
had to drive the camel. Because he couldn’t go.“ (Izmir, 2)

Another dimension of disciplinarian problems reveals themselves in the
form of exploitation. Perhaps the most difficult problems to solve can be consid-
ered under this category. When faced with such situations connected to profes-
sional ethics discussions on one side, it is seen that principals adopt different
strategies. While some of them transfer the problem to a more solvable context
before it turns into a crisis, others prefer to resist maintaining their current posi-
tions. Below is a striking narrative that emphasizes how management shows itself
in these moments.

“Let me give an example; it may contribute to something. The staff brought
me a doctor’s report indicating that there was surgery and, a neck hernia. 1
got the report. The report says that he cannot do in heavy work for a year.
So I asked, what is heavy work? What is easy work? I said I'll find a job for
you. I'll have you make copies, water the garden, etc. What do you consider
as heavy work? Which ones you consider as easy? Tell me that I can do these
things, I'm going to make you do them, and now he’s not responding. What
he means is, don’t mess with me, let me go as I know. Okay, can’t you just
open and close the school? Open the school anyway, the next day he comes
to me and says, “I want to use my annual leave” I said that don’t take your
annual leave, you have a report, just open and close the school, the other
staff can take their annual leave so that they can work efficiently when the
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school starts. He said, “No, I'm leaving.” I said, ‘What are you going to do?
He said, ‘my uncle’s son got a contract, we will paint a school building.” 1
said, “this report won't let you paint.” Your pain and aches increase when
there is a work in this school. Your pains and aches decrease when there is
no work in school? How will you solve this abusive situation? Will the pro-
vincial authorities solve this problem? Will the district authorities solve this
problem? Will the Ministry authorities solve this problem?? Now managing
these problems is an art.”(Erzurum, 5)

Strengthening culture through conflict resolution

As mentioned above, there may be conflicts between components that have
different expectations and needs at school. A significant part of these can be
encountered as problems that need to be solved before the school principal.
Teacher groups established on very different grounds such as union affiliations,
citizenship ties, and branch partnerships may sometimes fall into conflict with
others. In solving such conflicts, it is seen that some principals take proactive or
preventive measures while some prefers to use intervention techniques after the
incident occurs. However, every intervention by the manager does not necessar-
ily mean that the problems will be solved.

“When you know a little about how to establish unity, things may get easier
to solve. But when certain informal groups are formed among teachers, it is
very difficult to solve it. I am trying to solve it, I attempted four times, both
sides do not want the same class, they are teaching the same class. I give an
example... all three are in 4th grade, but they never talk to each other. I can’t
solve this when they have not met for about 9 years, especially when it is a
woman, men can be solved but it cannot be solved when it is a woman.”
(Balikesir, 1)

One of the interesting findings here is the emphasis on the frequency of
conflicts among women. The argument that conflicts between women are deeper
and insolvable appears in different narratives. We do not have enough data on
how gender plays a role in intra-school relations, and this topic is well beyond
the boundaries of this research. On the other hand, narratives that will give clues
that these narratives were established with prejudices are also encountered from
time to time.

“This kind of incident happened this year, we have a lot of female teachers
in the school, I sensed that there was a grouping between them the first day,
called my teachers, I had a meeting immediately before the break and I said
that you are the teachers of this school, we spend more time together than
our family, school is the second home we have to be together and we have
to keep relationships well. If this friction escalates, we will not have a nice
atmosphere, in the future, these negative events will grow even more because
1 experienced in the past, I have gone thorough great troubles, and you will
also experience if it goes on this way. This is our school, I spent 8 years
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here, I told my teachers the same sentence I spent 8 years here. I've done
everything I can to create this warm environment, I don’t want this friendly
environment to be broken down, I will do whatever it takes, I will not be with
them and stand against whoever does this. Let’s do something about it; I'm
not asking you what the problem is, some of you are older, some of you are
younger, young will be respectful, the elderly will forgive them, and I don’t
ask who at fault or ask what the problem is. I just said that we are in the
same boat and we should keep our friendly school. The problems among the
teachers were poured, we held a meeting that lasted three and a half hours
and we solved the problems there. Very simple things may hurt people that
this teacher who had caused this, the teacher was not aware at all. But once
you approach with prejudice, you won’t change. I found rapport with that
teacher, I destroyed those prejudices. There was a warm atmosphere. We
had dinner together with our teachers and the problem was solved.” (Kars3)

Both two narratives above exemplify the intervention strategy. In order to
keep school culture away from groupings, some principals take the preventive
measurements.

“Our relationships within the school always highlight our human dimen-
sion, and I plan my relations with the employees at school accordingly and 1
can always expect success if we satisfy the employees, on the part of winning
people. If our human relations do not come to the fore and we cannot estab-
lish good relations with those people, we cannot expect success from those
people. I always try to establish a good human relationship and to be in their
hearts and trust with teachers, students, and other staff. Building trust meant
focusing them on success. (Kars3)

Making Sense of Success

The process of struggling with competitive culture

The social, economic and cultural background of the place where the school
is located affects student quality. In addition, the school level and type are im-
portant. These variables are effective in making sense of success in school. It is
observed that while academic success is important in some schools, in others skill
acquisition and vocational acquisition or social development of the student are
more prominent.

The education of students only towards academic success affects the devel-
opment of the student in other fields negatively. However, academic success is
an expectation of both students and parents as the education system is already
established on this philosophy. On the other hand, as the parents have a tendency
of comparing their kids with others, this lead to comparison of teachers with each
other as well. In the same manner, parents could be too intrusive in some cases.
Besides, principals mentioned that in such an environment it is really challenging
to educate children towards gaining fundamental values.
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“Parents> excessive interest is definitely damaging school environment be-
cause they are making extreme comparisons. When a student learns to read
or a class activity is held in the lower classes, the parents make a compari-
son that an activity or a competition or an organization is planned in these
classes, but why such organizations are not planned in another class, parents
can make this comparison either on a classroom or school level, so its hard
to keep them in a stable balance, so principal’s support to teacher against
parents is very important, I support teachers. Normally, school, parents, stu-
dents are like the sides of a triangle, but sometimes the school needs to be on
the teachers side and say the same thing to the parents”(Balikesirl)

“In the past, school principals and educators had influence and authority,
and now both teachers and school principals have completely lost author-
ity. You know the influence, the influence is a valuable culture. This is a
permanent culture. The basis of this culture is parent, student, teacher, envi-
ronment and school management. Currently, the school principal is alone.
The environment raises children, the family is irresponsible, the family views
everything financially... show off, OK but I think that my child should be a
doctor but I think there must be people who have material and moral values
and who maintain the values of the country.”(Gaziantep3)

In addition to the above mentioned effects, the parent profile has an impor-
tant role in providing resources to the school. In this context, donations to the
school, which is a subject of constant discussion, occupy an important area in the
daily life activities of school principals.

A will to redefine success

Definitions of success are effective in the transition from the position of
teaching to principal. It is understood that teachers aspire to the duty of princi-
palship for reasons such as working with a student profile defined as unsuccess-
ful, the desire to solve the problems they encounter in their professional life,
meeting the need for change for success. One of the driving forces in this process
is testing the potential of doing more while defining success. In this respect, it
would be said that in the will to become a principals, there lies an aim to try one-
self in the process of changing and transforming the school.

“I worked as an assistant principal for 5 years before. The assistant principal
was an intensive administrative job. I started teaching again. After teach-
ing for a year and a half, ‘What can I do as a principal? How can I help
to where I go? I wanted to be a principal considering this. I made changes
where I went for a year. Currently, our school has achieved 100% success in
‘TEOG’ exams, compared to last year: We made the TUBITAK 4006 project.
We did this My Work project. When I became a principal, 1 felt that [ was in
education more. I saw that I had more to do as a principal than I could do

as a teacher. In other words, to encourage teachers, to give them morale....”
(Adana, 5)
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“Now you see some shortcomings when you are teaching. So you complain,
so I became the principal because I believe that I can fix some things, so
instead of sitting and complaining now, let’s be the principal of the school
so we can eliminate these complaints. So that’s why I am a principal. “ (Is-
tanbul, 13)

“... You are doing the things you have to do and things you are assigned to
do. When you become principal, you prepare things and you determine the
work to be done and you deal with everything. You are the ones who will
analyze the events that will produce solutions for those coming from outside
and those coming from inside. “ (Istanbul, 5)

“I spent the first six years as a teacher and then I can say that I saw that some-
things can be changed in your responsibility. I can also say that I felt that 1
had a leadership feature from some friend circles, and it was effective in this,
of course, it made me happy to be able to influence people.” (Bartin, 3).

As it is seen in these narratives, the process of deciding to be a principal is
justified with the purposes that are relatively more in connection with the issue of
social acceptance, such as solving the problems encountered, and expanding the
area of influence. A weak relationship is established between being a principal
and the use of power. However, a significant portion of our principals state that
the most important problems for them after being a principal are due to situa-
tions associated with not being able to exercise their power emanated from being
a principal. As a teacher, what are the areas that cannot be intervened and how
they intervene in the position of principal can be considered as a new research
topic.

Making Sense of Space

The power of existing together, not being together

The use of school spaces has an important role on the construction of school
culture. School principals talk about a number of school spaces shared by teach-
ers and students at school. These common spaces provide increased communica-
tion among school members.

Some principals point out that in some central large schools although the
social, cultural, educational and economic capitals of parents and students are
high, the perception of common space is still weak. They also state that the pres-
ence of alternative spaces outside the school reduces the frequency of commu-
nication within the school for students and teachers. It has been mentioned that
physical facilities such as gymnasium, multi-purpose hall, school garden could
become spaces where people come together for communication purposes while
fostering symbolic meanings for making sense of being a school community. Prin-
cipals organize various ceremonies, celebrations and kermis in order to increase
communication at school and while ensuring social and cultural development.
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“For instance, there was a kermess in the school before, but it was always
carried out outside the school, parents’ interest in the school was high and
to turn this interest into an advantage, 1 got ideas from them and followed
them. In each class, there is a lady as a parent representative and we call her
a class mother. We have met with the class mothers 3-4 times and explained
the projects that we can do, or we are about to do, inform them, get their
ideas and support, and especially tried to realize them. We have achieved a
great success. Especially about the kermess... We made a small kermess in
our own school, in our own school garden, for our own members and par-
ents coming from nearby air force housing, people from outside the neigh-
borhood also came and we even divided the kermess into days, we planned
a day for 1st and 2nd grades and a different day for 3rd and 4th grades. To
give you a figure, we have collected close to 4,000 TL only twice in 2-3 hours
in our own school. It was both a source of income and a good opportunity
for a small meeting again...”(Balikesirl)

Spaces of shared values

The use of school spaces operates with a similar logic to many of the issues
mentioned so far. The use of the teachers’ room, the use of the gymnasiums
or socializing places can be seen as nodes to which the school culture is con-
nected. The place is not just a place for school staff only sheltering them, but
it can turn into texts that symbolically tell them a lot about who they are there.
For example, although the teachers’ room is set up to rest, sometimes they can
turn into places where many teachers do not want to go or get tired, if there is
a frequent gossip environment. Some of our principals also stated that a signifi-
cant part of the problems in the school were “produced” in the teachers’ rooms.
Principals underline the fact that in their narratives about the spaces in school
that they are more their physical condition where people have the opportunity of
being together and doing something together. In this way, the bonds between all
the human components of the school are somehow strengthened. Therefore, the
establishment of spaces is justified by their contribution to the positive develop-
ment of the relations. Similarly, using shared spaces gives important clues about
the physical condition of the spaces in the school and by whom and for what
purpose they are used and how they contribute to school culture.

“Where I have been working so far, I have seen: school turns into a family
home. Whether I want to be a principals or a teacher. What? Here, we eat
the food together, I hire a woman to cook for us, we drink tea together, we
do social activities during the lunch break; such as table tennis, volleyball..
1did this every school I work, and thank God nothing happened in any of
our schools. After I left, our friends always say: when you left, our school get
chaotic” So, there must be someone who would do it.” (Aksaray5)

“Of course, we have national holidays, ceremonies and they are indispens-
able for us, we also have kermis, we have doner (meatball) day. This year
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we made our Newroz festival. We have champions in many sports, we have
champions in poetry, an essay contest. One of our students came first in the
essay contest organized by Agriculture Ministry. “ (Kars3)

Principal rooms in schools are also one of the important symbols of school
culture in terms of their decoration, usage area. One of the principals who re-
cently mentioned the existence of unions in education pointed out the groupings
among teachers in this ground . He also stated that he was very careful not to
use the calendars of unions in his room. Thus, he aimed at eliminating possible
biases of teachers when they approaching him. In addition, it has been revealed
that principals who adopt human relations as the major strategy in management
foster the possibilities of communication through applying open door policy.

“Principalship position is open to manipulation because teachers try to in-
clude you their group. When you talk to a group othres complaint like you're
okay with them and you're not interested in us. So my advice to other friends
is that I don’t have a union calendar on my desk, because when someone
comes in, he sees the union calendar on my wall or on my desk, and that
person is prejudiced thinking that that he’s from that union. ”(Balikesirl)

It is stated that the physical changes made in the school are perceived posi-
tively by parents and community and help to increase school image. School prin-
cipals think that these changes have an effect on matching the value given to
physical space in individuals as a value given to school, education and individuals.

“For example, we removed the old iron door at the back of the entrance and
made an automatic door, there was a vinyl door that cuts the cold-hot air
but was about to collapse. When we removed all of them, renewed the corner
of Ataturk, made the doors automatic and used LCD screen information
technology in the entrance, a very different image emerged. The entrance in
the other building was not used, it was an iron gate, we changed it. we had
our school’s logo prepared and put the logo on the windows. It’s like we’re
in a private school mood right now. So with a small touch, you can make
a difference. The image was different from the outside, people are wtching
it because it is also connected through the environment and there are many
people use this road. We also installed the LCD panel that shows the time
and degree, which attracts the attention of people passing by, especially at
night.” (Balikesirl)

Conclusion, Discussion and Suggestions

Based on the findings of this study, a new conceptualization that explaining
school principals’ process of building shared meanings in schools (See Figure 1).
We used the accumulated knowledge of administrative and organizational theo-
ries (Bolman & Deal, 2013; Sergiovanni, 2001). Maslow’s hierarchy of needs and
Herzberg’s motivation theories were also used. Administrative theories utilized
include the technical skills of scientific management, human relations approach,
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organizations as negotiated orders (political and/or core technology of educa-
tion), and symbolic perspectives. Initially, school principals try to run schools by
technical skills (the use of rules & regulations) alone. Soon, they discover that
following regulations do not work and realize that human relations works run-
ning school to a certain extent. This process of realization may lead principals to
prepare better physical conditions. As they already figured it out, they physical
conditions in schools are relatively poor. This marks a new phase compared to
the earlier one which can be qualified as toxic environment and this means a
basic school culture. Possibly, this represents a more secure environment. Nev-
ertheless, renewed physical conditions are likely to develop satisfaction, they will
not likely motivate since they will work as hygiene factors not as motivators. An
able principal with strong experience may carry the school to up to this level. At
this stage, if school principal develop or use educational goals in addition to tech-
nical and human relations and if the conditions are relatively in equilibrium, the
school may enter a new level. We name this level as a competent culture. Then,
assuming other conditions are stable, if principal use his/her symbolic powers ad-
ditionally to the skills s/he acquired earlier, school may reach a new level and we
designate this level as a great school culture. At this point, things are in school
going quite well and it may be recognized as a great school culture. However, the
only component that is lacking in school is a moral compass. Briefly, there is a
shared meaning system in place. However, all individuals may not be accepted
as equals. Finally, as school principal continues to develop his/her (skills) powers
to his/her abilities and experience with an appropriate training, s/he is likely to
move school to the highest level, an excellent (near ideal) school culture. The ad-
vantage of a school in this level is to have a moral compass (ethics) that accepting
all individuals (including students) as equals.

Our main assumption here is the environment is stable. This sequencing
provided here is hierarchical and it is not possible to achieve a higher level with-
out completing a previous one. It might also be possible to go back to the previ-
ous levels.

Our findings indicated that principals frequently use technical and human
relations skills. Likewise, occasionally principals add up educational goals. Con-
versely, it is difficult to discern whether the principal or socio-economic status
makes the difference. This is a limitation of the current study. Unfortunately, we
were unable to find principals who created higher levels of shared meanings in
this study group.
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Exemplary & Great
Exemplary cultures
culture-
Symbolic power-
Ethical Consciousness

Great culture-
Symbolic power
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Secure culture-Human power-Physical
Facilities

Toxic culture-Technical Power-Survival Negative culture

Figure 1. School Princilaps’ Activities and Their Infuence on School Culture

One of the most striking findings of the research is related to the making
sense of experience by the school principals. On the one hand, the principals talk
about how important the experience in the profession is in developing problem
solving skills and having leadership qualifications, on the other hand, they do
not use similar expressions about experienced teachers. With experience, it is
understood that the relationship established with the legislation has weakened
for managers, but the direction of the desire to establish a strong relationship has
turned to human components. The emphasis on human relations in almost all
of the narratives can be read as an indicator of this claim. It can be thought that
the form of understanding produced by experience may also apply to teachers:
a shift from the importance of legislation to the importance of human relations.
Therefore, a teacher with reduced concern for legislation may fall into some
form of bureaucratic weakness for the functioning of management processes.
The narratives about teachers who have reached the retirement age or teachers
with low performance form the basis of this argument. It can be said that the view
of experience is a relative situation for managers: my experience vis-a-vis oth-
ers’. The same holds true for issues such as professional performance and system
retention. Principals state that the appointment of a four-year term is largely
reflected in their management processes and personal motivations, but they of-
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ten underscore that they need some kind of professional guarantee. They even
express the lack of this guarantee as a fundamental future tension that could jus-
tify “not to do much”. The most important debate in which the personal and the
public intertwine intersects precisely on this issue. In almost all of the narratives,
there is no dominant argument suggesting that the principalship should depend
on performance. On the other hand, They explain that the teachers who do not
participate in intra-school processes, are not cooperative, close to retirement,
etc. are the most challenging administrative problems because they cannot be
removed from the system.

Another important finding related to experience can be seen in the narra-
tives about the management-leadership dilemma. It is seen that managers define
the problem of leadership as problem-solving skills that are filtered by experience.
The practicality they gained in the principalship over the years has made them in-
creasingly competent in solving existing problems. However, the issue of problem
solving seems to be more closely related to a strategic framework developed for
this. In other words, it is understood that the principals who have learned to solve
various problems that they have faced at school for many years define this situa-
tion as a leadership skill. Leadership is reduced to some kind of practicality in this
sense.. School principals cannot see symbolic elements as they focus on the “tech-
nical” aspect, emphasizing certain tasks that need to be fulfilled. Reading the his-
tory of the school does not necessitate a long history of the school. Long history
is very useful for the repertories of meaning in school. However, such reading is
to see the meaning of incidents for school staff and reinterpret it. The principal
should look for meaning in the behavior of the staff, like a detective here. On
the other hand, having a vision is important because it enables the staff to look
forward to the future with hope. Important routines and ceremonies in school life
provide trust. Effective principals emphasize the “technical” aspects of the task
as much as the “symbolic” one (Deal and Peterson, 1999). As the principals in
this study tend to focus on the routine and technical aspects of the works; they are
not successful in reinterpreting the environment of the school, making sense and
interpreting the behavior of individuals, ensuring that they can look at the future
with hope. It can be said that this situation is partly due to the lack of training
about management. It is observed that school principals neglect symbolic aspects
of the works by focusing only on the technical aspects of their duties. Creating or
changing a positive culture at school requires symbolic leadership. It turns out
that most of the principals in this study adapt to the existing situation.

When management theories are analyzed, it is seen that there is an empha-
sis on that culture is an important part of the organization associated with many
variables. Organizational cultures are explained in different ways from different
perspectives. Researchers who analyze organizations through the production of
meaning usually try to read them as a symbolic system. For example, in attempt
to uncover the meaning Schultz (1995) addresses the underlying meanings of
different actions in organizations in the context of social formations and uses
symbols such as the organization’s architecture, rituals, myths, stories. Accord-

82



Principalship in Building Shared Meanings in School

ing to Bolman and Deal (2013), symbols are used to interpret and to shed light
meanings and beliefs in organizations. Leaning on the fact that each institution
has its own culture, the meanings of symbols may differ for individuals in the or-
ganization. In this study, school principals talk about people who have negative
attitudes and thus create negative school culture (Deal & Peterson, 1999). This
is a situation that can happen in any institution. However, in this study, it is seen
that school principals do not have any strategy to deal with people who look at
everything negatively (saboteurs, negaholics or other typologies).

In order to create strong school cultures; honesty, trust, open communica-
tion and dedication, values to create an academic culture, practices to improve
education, a professional perspective based on personal experiences and a moral
perspective are required (Besler, 2017).

In this study, it is seen that principals are trying to build common meanings
on the basis of time, place, success and role in the construction of school culture.
The experiences of school principals and their profession and the history of the
school in which they work are influential in the formation of their perceptions
and organization culture. In addition, the time spent by school principals on duty
can change their managerial skills and styles. The time spent by school principals
on the job is effective in changing their managerial skills and styles. At the be-
ginning of their careers, the principals mostly concentrate on the follow-up and
implementation of the rules and procedures, later it seems that they attach more
importance to gaining leadership behavior. When approached from this point of
view, it can be thought that the management approach of principals has changed
from conventional understanding to human relations approach over time. This
situation enforces a more moderate and warm culture in the school. The most
frequently emphasized leadership characteristics of principal are to communi-
cate effectively, to be patient, to approach events and people calmly, to be fair,
and to give value to people. In a study by Turan, Yildirim, and Aydogdu (2012), it
was revealed that school principals consider themselves mostly responsible from
the human dimension. In the study conducted by Akbaba-Altun (2007), school
principals have personal, managerial and leadership competencies and they see
focusing on the human relations as the key for success, they adopt their schools
like a home, create a warm atmosphere, communicate effectively with all stake-
holders, devote themselves to school, and manage the school democratically. It
was found that principals solve problems in a timely and effective manner. In
the context of school life, Hultman (2001) states that the principals do not know
what is going to happen and they just try to do right things and thus the additions
to the activity experience affect their future actions. From this perspective, the
place of experience in school principals’ lives seems to be very important.

It is emphasized that the history of the institution and its heroes can be con-
sidered as an effective tool in building meaning on members. Because heroes are
seen as role models that convey values in the organization (Bolman and Deal,
2013; Lunenburg and Ornstein, 2013). It turned out that the principals working
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in institutions with a long history have tried to present successful individuals who
graduated from these schools as a role model for students and thus to pass on
success and values to new generations. However, in this study, it was found that
this process did not work in a similar way in new institutions and new principals
who just started work. When the principals in this study were asked to mention
important people in the past of their school, they only briefly mentioned the
previous principals of the school but did not state whether they made an effort to
use them even positively.

Changes in educational policies have an impact on school culture. These
changes sometimes limit what principals can do (Parylo, Zepeda & Bengtson,
2012). For example, changes made from the top, such as rotation, sometimes bring
about negative effects on schools. In the study conducted by Aydogdu-Ozoglu and
Turan (2015), it was mentioned that changes made in the 4 + 4 + 4 system in
schools had negative impacts in terms of culture and this has an impact on the
loyalty of employees and students. In addition, school principals feel that they are
limited management processes as they have high responsibilities but low powers.
Such practices make principals feel that they are experiencing a loss of power in
their duties. On the other hand, issues such as providing funding for school are
serious problems in schools, while it is important how to use them (Reitzug &
Reeves, 1992). For example, while providing funding to the school is a technical
problem, the use of the funding provided for educational purposes will make it a
symbolic one. This study shows that this subject is considered as a technical subject.

The making sense processes for the individuals are also very important for
the principals in the school. In this context, how professional and social roles get
understood is effective in the behaviors exhibited by principals in the administra-
tive and educational process. Principals stated that in order to create a strong
school culture, it is necessary to eliminate the groupings between the members
of schools and the conflicts between different subcultures. It has been revealed
that managers are more easily able to build a organizational culture with people
who have positive perceptions about the profession and have a high level of dedi-
cation, collaboration, cooperation, solidarity, effective communication and sup-
port. Besides, principals have different interpretation processes as individuals
and as members of a group. Principals refer to the distinction between private
and professional lives. In this process, they points out that the time they allocated
to the school is more than the time allocated to their private lives, and this is re-
lated to their dedication. In the study conducted by Akababa-Altun (2007), it was
found that successful school principals regard their schools as a family while try-
ing to create a warm school atmosphere. In this context, it has been understood
that school principals have a style based on mutual understanding and respect,
they dedicate themselves to their schools and even they cannot allocate enough
time to their families while giving priority to the school.

In this study, it was revealed that most of the principals did not choose the
teaching profession willingly or consciously. In the transition from teaching to
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management, factors such as problem solving, success and the desire to change
play a role. In the study conducted by Akababa-Altun (2007), it was determined
that more than half of the successful principals were become principal unwill-
ingly. In addition, it was emphasized in the study that it is not enough to be will-
ing to be successful in the position of principal and success has a complex nature
that cannot be handled with a single factor or variable. Organizational culture
has an impact on organizational and professional identity and image (Bektas,
2010; Hatch & Schultz, 1997). The repertoire of meaning created in the school
affects the institutional and professional identity and image. How school suc-
cess is perceived is especially effective in school functioning. The expectations
of students and parents are shaped according to this perception of success; these
expectations also affect the professional identity and image of the teacher and
principal. In this respect, the competitive culture brought by the current system
affects student negatively and parent expectations and the value system, and in
this context, it also changes expectations from teacher and principal roles.

Similar remarks are found in other cultures. Standard forms of measurement
affect teaching through the socio-economic level and this leads to a weakening of
their own beliefs that teachers can make a difference over time. Belief building
occurs on the basis of group and individual experiences, and is a reinterpretation
of their past. Beliefs are very important at school and they represent core values
(such as can learn-limited) on topics such as student capacity. In order to create
these, the principal needs to act, because the behavior is stronger than words
(Deal & Peterson, 1999). For beliefs, processes are as important as results (Reit-
zug & Reeves, 1992). If school principals care about the process as much as the
results, they can create more positive beliefs about education in schools.

Spaces in the school are of great importance in the process of cultural forma-
tion. It is noteworthy to mention that shared spaces provide unity and solidarity
among group members when they contain similar meanings. Having shared spac-
es strengthens communication by increasing contact in school. Hultman (2001)
pointed out that with the spider metaphor in the network, the leader is at the
center of the relationships in the school in the process of creating culture. In this
study, it was determined that the principal opened all the resources and places in
the school to the members,, applied an open door policy and was visible in this
context. In this study, school principals try to create diversity in the use of these
spaces. In these areas, they hold ceremonies, meetings, kermis, competitions,
concerts while bringing together parents, teachers, principals, students, and shar-
ing common values, and trying to use language as a good symbol in this transfer
process. It was determined that the principal often preferred to be in contact
with teachers and students by using communication channels. On the other hand,
statements of school principals generally point to one-way communication with
teachers. School principals do not mention the situations in which they are criti-
cized. This raises the question of whether the communication available at these
schools is really open. Bates (1984) states that in such cases, principals are able to
intuitively express their own beliefs, do not have an intellectual approach.
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It was also observed that a number of spaces and activities were used as a
resource provider in schools. In addition, it was observed that the participants
tried to use the spatial symbols to convey common values such as justice and
equality in school life. Sergiovanni (2001) addresses this symbolic power in the
context of going around the school, visiting classrooms, spending time with stu-
dents, ceremonies, rituals and chairing meetings for a specific day, and being role
models. In this context, it is seen that there is a kind of power that principals use
in the process of culture formation and maintenance. On the other hand, when
the motivation theories of Maslow and Herzberg (Adair, 2009) are considered
together, when the development of physical structures cannot be associated with
higher educational purposes, they can be considered as either basic needs or
hygiene factors. In other words, the development of the physical structure can
provide satisfaction, but may not motivate the school staff positively.

According to Sergiovanni (2001), for a school to become sufficient, the prin-
cipal must use technical, human and educational tools together effectively. In or-
der for the school to become perfect, the principal must use symbolic and cultural
factors effectively. According to the findings of this study; it is seen that school
principals are not able to use symbolic and cultural factors effectively in order to
make their school sufficient, and they have difficulties even in technical issues.

In line with these results obtained in this study, the following suggestions
can be made:

School principals have different meanings in different temporal periods re-
lated to their duties. In this respect, it is seen that these meanings affect daily
life practices of principals and their leadership behaviors. Starting from the first
years of school principals, it may be appropriate to conduct studies employing
long-term observations that reveal the stages of development in this interpreta-
tion process and create models. Thus, detailed information can be obtained to be
used in the content of programs for training principals or leaders.

The biggest problems faced by school principals in creating, maintaining and
changing school culture are frequent policy changes. Studies can be designed to
reveal the effects of sudden changes in the education system in terms of culture,
institutional image and professional identity.

In this research, the information about daily life practices was discussed
based on the symbols used by school principals in the context of creating or main-
taining school culture. In the process of recognizing these symbols and construct-
ing new meanings, studies that include case studies dealing with the issues that
principals should pay attention to and that determine its effectiveness can be
designed. This type of work can be particularly useful in the education of new
school principals.

One limitation of this study is that data are collected only from school prin-
cipals. By collecting data from teachers, students, parents and other staff, similar
studies can help us to understand the process of creating meaning at school set-
tings.

86



Tiirkce Siiriim

Giris

Orgiit kiiltiirii literatiiriinde temelde iki farkli gelenek bulunmaktadir: Ant-
ropoloji ve sosyoloji. Orgiit kiiltiiriine odaklanan sosyoloji literatiirii mit, ritiiel,
sembolik etkilesim ve etnometodolojiye odaklanmaktadir. Orgiitlerin sosyolojik
acidan incelenmesi entelektiiel kokenlerini Durkheim, Weber, Tonnies, Goff-
man ve Garfinkel gibi sosyologlardan alir. Diger Orgiit kiiltlirii caligmalart iglevsel
antropolojik bir yaklasima dayahdir (Ouchi ve Wilkins, 1985). Ornegin, Sche-
in (2010) grup kiiltiiriinii bir grubun paylastigi temel varsayimlarin bir modeli
olarak goriir. Grup tiyeleri digsal uyum ve icsel biitiinlesme yoluyla sorunlarini
¢oOzer ve boylece yeni liyelere bu tiir problemlerle karsilagtiklarinda dogru yonde
algilama, diisiinme ve hissetmeyi 6gretir. Arastirmacilar (Bolman ve Deal, 2013;
Hatch, 1993; Simircich, 1983; Schultz, 1995), 6rgiitte paylasilan degerler, inang-
lar, normlar, sembolleri ele almakta ve ortak anlam olusumuna dikkat cekmek-
tedirler. Bu baglamda okullarda da kiiltiir, “yOneticiler, 0grenciler, 6gretmen-
ler, veliler arasinda paylasilan paylastig1 temel varsayimlar, inanglar, degerler,
normlar, anlamlar, semboller sistemi olarak tanimlanabilmektedir. “Kiiltiir go-
reli olarak duragan, inanglar1 ve davraniglar1 zaman i¢inde degistiren derin sosyal
anlamlardir” (Deal ve Peterson, 1999, s.6). Antropolojik gelenegin ikinci akimi

anlam olusturma siireclerini orada yasayan yerlesik bireylerin bakis acisiyla ele
alir (Ouchi ve Wilkins, 1985)

Orgiitler miizakere edilen diizenlemelerdir ve 6rgiit kiiltiirii 6rgiit cahismala-
rinin temel konularindan biridir. Alanyazinda 6rgiitler sembolik etkilesimcilerde
oldugu gibi, miizakere edilen diizenler (negotiated orders) olarak ele alinmakta-
dir, iletisim ve anlama odaklanmaktadir (Fine, 1984). Orgiit kiiltiirii arastirma-
lar1 6rgiit teorisinde énemli bir yer tutmaktadir. Orgiit kiiltiirii farkl bicimlerde
siniflanmaktadir. Arastirmacilar kiiltiriin farkli yonlerine odaklanmakta ve or-
giit kiiltiirii konusunda bilgileri genisletmektedirler. Ornegin Harrison (1972) ve
Handy (1981) giic, rol, gorev ve birey kiiltiirii seklinde dort kiltiir tiiriinden bah-
sederken; Deal ve Kennedy (2000), maco erkek, ¢cok calis ve sert oyna, sirketin
iizerine bahse gir, siire¢ kiiltiirii biciminde bir siniflamay1 sunmakta ve Cameron
ve Quin (2005) ise girisimci, isbirligine dayali, yapilagmis, pazar merkezli kiiltiir
seklinde bir tipolojiyi onermektedir. Goriildigi gibi her arastirmaci konuya fark-
It acilardan bakmig ve bu bakis agilarini yaptiklari siniflamalarina yansitmistir.
Okulda anlam olusum siirecine vurgu yapan arastirmacilar ise, kiltiiriin diizey-
leri ya da tipleri yerine, daha ¢ok anlamin nasil olustugu ve bunun davraniglara
nasil yansidigi konularia yogunlagmaktadirlar (Deal ve Petersen, 2009). Ancak,
oOrgiit kiltirt konusunda veriye dayali arastirmalarin biiyiik bir kismi orgiitleri
yapisal diizenlemeler olarak ele almaktadirlar. Az sayida arastirma veriye dayali
olarak liderin kiiltiir insa siirecini ele almaktadir.
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Egitim kurumlarinin kiltiirleri {izerine tiretilen alanyazin incelendiginde
okul kiiltiiriiniin 6gretmen motivasyonu (Acun ve Giiney, 2019; Cevik ve Kose,
2017; Demirtas, Aksoy, Bali ve Caglar, 2019), 6grenci basarist (Demirtas, 2010a;
Vislocky, 2005), orgiitsel baghilik (Raman, Ying ve Khalid, 2015; Sezgin, 2010;
Veeriah ve Li, 2017), orgiitsel saglik (Ozdemir, 2012), miidiirlerin iletigim be-
cerileri (Onsal, 2012; Yiicel, 2003), yoneticilerin gii¢ kullanma stilleri (Kosar ve
Calik, 2011), okul miidiirlerinin liderligi (Avci, 2016; Sahin, 2005; Turan ve Bek-
tas, 2013; Zembat, Adak Ozdemir, Sezer, Ozdemir Beceren ve Biber, 2012) gibi
bircok degiskenle iliskisi oldugu saptanmistir. “Yonetim kiiltiirii ne kadar etki-
ler?” sorusu hala sorulmasi gereken gecerli bir sorudur (Firestone ve Seashore
Louis, 1999). Gorildigu gibi orgut kiltiirleri ile iligkili onemli degiskenlerden
biri yoneticilerin liderlik davraniglarini sergileme durumudur.

Orgiit kiiltiirlerinin olusturulmasi, degistirilmesi ve siirdiiriilmesi siireclerin-
de ozellikle liderlik giincelligini koruyan konulardandir. Bu baglamda literatiirde
orgiitlerde kiiltiiriin olusturulmasi, stirdiiriilmesi ve degistirilmesi stirecinde yo-
neticilerin sergiledikleri kiiltiirel ve sembolik liderlik davranislar1 goreli olarak
giincelligini korumaktadir (Schein, 2010; Bolman ve Deal, 2013; Deal ve Peter-
son, 1999). Buna gore, okul midiirlerinin 6rgiitlerde kiiltiirii olusturma, siirdiir-
me ve degistirmesi gibi sembolik liderlik davraniglarina (Masiki, 2011; Lahtero
ve Risku, 2012; Sergiovanni, 2001; Sigsman ve Turan, 2004) odaklanan galismala-
ra rastlanmakla birlikte bu ¢alismalarin cok az1 veriye dayalidir. Bu calismalarda
kurumda yoneticilerin, torenler, hikayeler, kahramanlar, logolar, mitler, efsane-
ler, dil ve mecazlar gibi bazi sembollerle ortak anlamlari nasil olusturduklari ya
da coziimledikleri tizerine durulmaktadir.

Bu calismada okul midiirlerinin, kiiltiiriiniin olusturulmasi, siirdiiriilmesi ya
da degistirilmesi siirecinde mesleki ve kisisel deneyimleri iizerinde durulmustur.
Miidirlerin, okul icindeki etkilesim stireclerini, olumlu kiltiir olusumu bagla-
minda nasil anlamlandirdiklarinin ortaya ¢ikarilmaya amaglanmistir. Bu acidan
okuldaki etkilesim siireci temelinde ortak anlam ve degerlerin insasi, ortak dav-
ranig beklentileri, kiltiiriiniin degerler, normlar, torenler, hikayeler, kahraman-
lar, dil gibi 6geleri ve bunlara yonelik giinlitk yasam pratikleri araciligiyla ¢oziim-
lenmistir.

Yontem

Bu boliimde, aragtirmanin deseni, katilimcilari, veri toplama araglari ve elde
edilen verilerin ¢oziimlenmesine yonelik aciklamalar yer almaktadir.

Arastirma Deseni

Bu calismada nitel aragtirma desenlerinden olgubilim (fenomenoloji) de-
seni kullanilmigtir. Desen Ozellikle arastirma pratikleri konusundaki Onciillerini
Schutz’dan almaktadir. Schutz’un fenomenolojik yontemi, giindelik yasam dene-
yimlerinin ayrintilarini anlamaya yonelik bir ¢aba olarak gorilebilir (Goulding,
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2002). Bu calismada; okul miidiirlerinin “miidiir olmak” ile iliskilendirilmis de-
neyimlerinin okul kiiltiiriin olugturulma, siirdiiriilme ya da degistirilme siiregleri
baglaminda ortaya ¢ikarilmasina caligilmistir.

Calisma Grubu

Bu ¢alisma, Tirkiye’de miidiir olmay: inceleyen biiyiik ¢apli bir projenin
belirlenen kiiciik bir ¢alisma grubu ve okul kiiltiiri ile iligkili bolimiine dayan-
maktadir. Bu projenin ana calisma grubunu Tiirkiye Istatistik Kurumu (TUIK)
istatistiki bolge birimleri siniflamasina gore 2. Diizey siniflamayi olusturan 12
alt bolge temel alinarak secilmisken, bu cahismada 1. Diizey simflamaya (Istan-
bul, Bati Marmara, Ege, Dogu Marmara, Bat1 Anadolu, Akdeniz, Orta Anadolu,
Bat1 Karadeniz, Dogu Karadeniz, Kuzeydogu Anadolu, Ortadogu Anadolu, Gii-
neydogu Anadolu) uygun bir se¢im gerceklestirilmistir. Bu baglamda ilgili bol-
gelerde yer alan iller (1stanbul, Balikesir, Izmir, Eskisehir, Konya, Adana, Ak-
saray, Kastamonu, Artvin, Erzurum, Tunceli, Gaziantep) temelinde maksimum
cesitlilik orneklemesiyle secilen 15 okul miidiirii ¢aligma grubunu olusturmustur.
Maksimum cesitlilik 6rneklemesindeki amag, goreli olarak kiiclik bir 6rneklem
olusturmak ve bu 6rneklemde calisan probleme taraf olabilecek bireylerin ¢esit-
liligini maksimum derecede yansitmaktir (Yildirim ve Simgek, 2013). Bu baglam-
da ¢aliymada goriisme sorularinin testinde pilot uygulamada Eskisehir ili secil-
mistir ve diger bolgeler bazinda Istanbul ilinden Avrupa ve Anadolu olmak iizere
ve diger her ilden birer tane secilen okul midiirleriyle ana uygulama yapilmustir.

Katilimcilarin ortalama yasi 45°tir ve 31 ile 60 yas arasinda degismektedir.
Midirlerin 12’si erken, 3’i kadindir. Katilimcilarin 5’1 lisede, 4’1 ortaokulda, 4’
ilkokulda, 1’1 okul 6ncesinde gorev yaparken birinin okulu belirtilmemistir. Okul
midirlerinin mezun olduklar1 alanlara gore dagilimi soyledir: Sinif 6gretmeni
(7), Tlahiyat (3), Matematik (2), Tiirk Dili (1), Beden Egitimi (1) ve bir katilimci
alanini belirtmemistir. Katilimcilarin biri yiiksek lisans derecesine sahip iken, bir
midir de dnlisans mezunudur, diger miidiirler (13) lisans derecesine sahiptirler.
Katilimcilarin ortalama ogretmenlik deneyimi 21 yildir ve 6gretmenlerin yarisi
19 yil ve iistii deneyime sahiptir. Ogretmenlik deneyimleri 8 ile 35 yil arasinda
degismektedir. Miidiirlik deneyimleri ortalama 9 yildir, en disiik 1 yil ile en
yiiksek 26 yil arasinda degismektedir.

Verilerin Toplanmasi

Arastirmada nitel arastirma veri toplama tekniklerinden goriigme yontemi
kullamilarak veriler toplanmustir. Orgiit calismalarinda 6rgiit bilimciler drgiitle-
rin degisik yonlerini ve 6zellikle de Orgiitlerin kiiltiirel ve sembolik boyutlarini
calisirken gériismeyi, temel veri toplama araclarindan biri olarak kullanmaktadir
(Yildirim ve Simsek, 2013, s.147). Arastirmada veriler 2014-2015 6gretim yi-
linda toplanmus ve verilerin toplanmasinda arastirmacilar tarafindan hazirlanan
yar1 yapilandirilmig gériisme formu kullanilmigtir. Bu calisma Tiirkiye’de mudiir
olmay1 inceleyen kapsamli bir projenin okul kiiltiiri ile ilgili boliimiine dayan-
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maktadir. Proje kapsaminda veriler, 6gretim tiyeleri, konuya iligkin bilgisi olan ve
arastirma yontemleri dersini almig olan yiiksek lisans ve doktora 6grencilerinden
olusan 25 kisilik bir ekip yardimiyla toplanmistir. Bu siireg, proje yiiriitiiciisiiniin
kontrolii altinda gerceklesmis ve koordinasyon telefon araciligryla saglanmugtir.
Goriismeler yiiz yiize yapilmis olup, okul miidiirlerinin ¢aligtiklari bir ortamda ve
uygun olduklar1 zaman icerisinde gergeklestirilmistir. Bunun i¢in 6ncesinde okul
miudiirlerinden randevu alinmigtir. GOriisme ortaminin sessiz olmasina dikkat
edilmis ve okul miidiiriiniin kendini goriisme esnasinda rahat hissetmesi i¢in ge-
rekli agiklamalar yapilmigtir. Okul midiirlerinden gériisme teknigi kullanilarak
toplanan verilerde herhangi bir kaybin 6niine gecebilmek icin goriisme sorula-
rmna verilen yanitlar yazili-sozli izin alinarak hem ses kayit cihaziyla kayit altina
alimmig ve yazili bir metne doniistiiriilmiistiir.

Veri Toplama Araclari

Bu arastirmada veri toplama amaciyla, Lortie (2009) tarafindan kullanilan
goriisme sorularinin temel alinip Tiirk kiiltiirtine uygun bir hale dontstiiriilme-
siyle elde edilen yar1 yapilandirilmig goriisme formu kullanilmistir. Goriisme for-
munun olusturulmasinda, dncelikle biitiin sorularin gevirileri yapilmis olup, daha
sonra kiiltiire uymayan sorular ¢ikarilmistir. Nihai olarak ise, biitiin arastirmaci-
larin katilimiyla geriye kalan sorular iizerinden tartisma yapilmis; aragtirmanin
biitgesi ile olanaklar ¢cercevesinde, arastirmanin amacina en ¢ok hizmet edecek
olan sorular tutulmusg; arastirmanin amaciyla ilgisi olmayan sorular ¢ikarilmistir.
Elde edilen goriisme formu iki kisimdan olusmaktadir. ik kisimda demografik
ozelliklere iligkin sorular, ikinci kisimda ise aragtirmanin alt problemleriyle ilgili
sorular yer almistir. Acik u¢lu maddeden olusan taslak goriisme formuna iligkin
uzman gorigleri alindiktan sonra, goriisme formunda yer alan sorularin anla-
silabilirligini sinamak i¢in 3 okul miidiiriiyle gériisme yapilarak, bu goriismeler
sonucunda goriisme formuna son sekli verilmistir.

Veri Analizi

Fenomenolojik bir arastirmanin en temel amaci, insanlarin deneyimlerin-
den cikardiklari anlamlari sorgulamaktir. Merkezde bu nedenle deneyimden ¢ok
bunlarin kiside biraktiklaridir (Cresswell, 2007). Fenomenolojik (goriingiibilim-
sel) arastirmalarda spesifik bir veri analizi yontemi kullanilmamakla birlikte; de-
neyimin ne oldugu, nerede nasil gerceklestigi, 6znenin bunu nasil ele aldig1 gibi
konularin analiz edilebilecegi bir stratejinin benimsenmesi 6nemlidir. Bu amag
dogrultusunda, bu arastirmada, ilk etapta veriler deneyim Obekleri seviyesine
indirgenmistir. Ornegin, miidiir olmaya karar verme, okulda siradan bir giin, ¢a-
tisma coztimii gibi. Analiz esnasinda ilk olarak, yaziya dokiilen goriismeler mii-
dirlerin giinlik yasam deneyimlerinin benzersizligini ve zenginligini yakalamak
amaciyla ayri ayr1 analiz edilmistir. Temel arastirma sorusu cercevesinde dene-
yim 6bekleri goriisme dokimiintin dikkatlice analizi sonucu belirlenmistir. Her
bir deneyim 6beginin merkezi temalarini betimlemeye yonelik okumalar: yapil-
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mustir (Strauss, 1987; Cresswell, 2007). Bu, betimleyici kodlamaya ¢ok benzer bir
stirectir ¢linkii slirecin amaci deneyimin ne hakkinda oldugunu betimlemektir.
Bu, her deneyim 6begi icin tek tek yapilmistir. Merkezi temalar belirlendikten
sonra, bunlara arastirmanin ana sorusu sorularak (Bu ortak anlamlar yaratmak
baglaminda ne anlama gelmektedir?) deneyimlere iliskin aciklayici yapilar olus-
turulmustur. Bunlar agik dnermeler biciminde yazilmistir. Ornegin; ortak anlam-
lar mekansal iligkilerin kurulmasiyla kurulabilir.

Yukaridakine benzer dnermeler her bir deneyim 6begi icin tek tek olustu-
rulduktan sonra, bunlar bir araya getirilerek, benzer olanlar birlestirilmistir. Ayni
zamanda, belirli bir meselenin etrafindaki 6nermeler tist bagliklarda bir araya ge-
tirilmistir. Bu st bagliklar arastirmanin temalarii olusturmustur. Bu siire¢ her
bir transkript i¢in tekrar edilmistir. Bu temalar ortaya ¢ikmakta olan Oriintiilerle
birlikte diisiiniilerek, siirekli karsilastirilmistir. Nihai olarak, temalar arastirma
raporunda ana bagliklar olarak kullanilmistir.

Bulgular

Okul kiiltiiriiniin ortak anlam inga stireci olarak ele alindig1 bu arastirmada
miidiirlerinin siireci zaman, mekan, basari ve rol temelleri lizerine kurduklari
gorilmiistiir.

Zamanin Anlamlandirilmasi

Yoneticilik, liderlik ikilemi ve okul kiiltiirii

Okul midiirleri gorevlerine iliskin bakig acilarinda iki noktaya vurgu yap-
maktadir. Bunlardan biri yoneticilik, digeri ise liderliktir. Deneyimin, miidiirlerin
gorev algilarini sekillendirmede énemli bir rol iistlendigi goriilmektedir. Ozel-
likle okul miidirligiinde baslangi¢ asamasinda olan katilimcilarin kendilerini iyi
bir yonetici olarak yetistirmeye calistiklar1 ve zamanlarinin biyiik kismini mev-
zuat1 anlama, takip etme ve uygulamaya ayirdigi anlasilmaktadir. Meslegin ilk
yillarinda mevzuati bilmek ile yonetici olmak arasinda giiclii bir iligki kurduk-
lar1 goriilmektedir. Bu baglamda, mevzuatin gereklerini tam olarak yerine geti-
rebilmek i¢in okulda daha baskici ve kuralct bir yonetim bicimi benimsedikleri
ve buna bagl olarak okul kiiltiiriiniin kat1 ve sert bir yapiya sahip oldugu ifade
edilmektedir. Ancak mudiirliikte deneyim kazandik¢a ve buna yonelik egitim al-
dikca aslinda liderlik meselesinin onlar icin daha merkezi bir konuya doniistigi
sOylenebilir. Miidiirlerin en sik vurguladiklari liderlik 6zellikleri ise etkili iletigsim
kurmak, sabirli olmak, olaylara ve kisilere karsi sakin yaklagsmak, adaletli olmak,
insana deger vermektir. Midiirlere gore, deneyim ve buna bagh olarak gelisen
liderlik becerileri, okulda daha 1limli ve sicak bir kiiltiir olusmasina yol agmakta-
dir. Bu baglamda gorevde gegirilen siire goreve iligkin anlamlandirma siirecinde
etkili olmaktadir.
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“[Okul miidiirii] Mutlaka deneyimli olmali. ...Deneyim ¢ok onemli. Bilgi
beceriyi yonetmek, okumak, anlamak, yorumlamak bunlan incitmeden,
incitilmeden kendi okuluna bolgene, okuluna gore uygulayabilmek, kabul
olmast lazim.” (Gaziantep, 3)

“Okul miidiirii(niin) kesin liderlik vasfi olacak, dogustan gelen bir liderlik
ama bazi seyleri de 6greniyorsun, mutlaka ogreniyorsun... Olaylar sana bilgi
veriyor, daha tecriibeli olmak ile mesela ilk grinkii miidiirliigiim benim cok
farkl... Ilk once kiziyordum mesela diyelim ki zil caldi ne diyorsun, ama
simdi demiyorum. Yanls olsa bile o giin degil, bir giin sonra diyorum. Hatta
paylasmak agisindan soyliiyorum keske demeseydim, bir saat sonra yarnm
saat sonra deseydim. Ama simdi o6yle demiyorum. Bir giin sonra diyorum.
Hatta aynaya bakinca bazen daha sakin olsaydim diyorum, onun semeresi-
ni gordiim... (Gaziantep, 3)

“Mutlaka tecriibeler ogretiyor. Yoksa oteki tiirlii bir seyler yani okunularak
va da bir seylerin gidip nasil diyeyim kulaktan dolma bir seylerle ogrenemez-
siniz kesinlikle. Yasayarak ya da birazda insanmin karakteriyle ilgili olacak.
Yani karakterimizde liderlik ozelligi olsun, yoneticilik ozeligi olsun mutlaka
o kapasiteye sahip olacaksin ki sonradan yasayarak 6grendiklerimizin tize-
rine koyarak bir sey gibi ev gibi insa ederek o sekilde miidiirliik ogrenilir.”
(Aksaray, 5)

Deneyimin alt1 okul midiirleri tarafindan kalin bigimde cizilmektedir. Li-
derlik ve yoneticilik ayrimi aslinda literatiir tanimlamalarina yeni bir boyut kat-
maktadir. Liderlik miidiirlerimizin anlatilarinda deneyim sonucunda ortaya ¢ikan
bir gesit sorun ¢dzme becerisi ya da kapasitesine karsilik gelmektedir. Uzun yillar
boyunca karsilastiklar1 sorunlari nasil ¢cozeceklerini 6grendiklerinde kendilerini
lider olarak tanimlamalar1 ya da tanimin icine kendilerini yerlestirmeleri daha
sik goriilen bir anlatidir. Gaziantep3 olarak kodlanan miidiir, 6rnegin, liderligi
bir taraftan dogustan gelen bir 6zellik oldugunu ifade etse de hemen arkasindan,
... Olaylar sana bilgi veriyor, daha tecriibeli olmak ile mesela ilk grinkii miidiirliigiim
benim ¢ok farkh... Ilk énce kiziyordum mesela diyelim ki zil ¢aldy ne diyorsun, ama
simdi demiyorum” diyerek, liderlik ve deneyim arasindaki kopriiniin saglamligina
gonderme yapmaktadir. Liderlige bu bakis olduk¢a 6nemlidir, ¢linkii “liderlik bir
pozisyon degildir” 6nermesinin, aslinda alandaki kargiliklar1 bakiminda yeterince
giivenli olmadigini diistindiirmektedir. Bir bagka deyisle, liderligi, yoneticilik po-
zisyonun kendisinin tirettigi ve deneyimle birlikte sekillenen bir gerceklige karsi-
lik geldigi, katilimeilarimiz tarafindan siklikla ifade edilmektedir. Okul midiirli-
giinde gecirilen zaman bir taraftan mevzuat ile kurulan iligkiye yapilan vurguyu
zayiflatirken diger taraftan yoneticiligi kisilerarasi iligkilerin Gnemine yakinlastir-
maktadir. Ciinkii deneyim okul miidiirleri i¢in karsilagilan sorunlarin tanidik hale
gelmesine ya da siradanlagmasina ve buna bagli olarak daha kolay ¢oziilebilmesi-
ne olanak tanimaktadir. Bu konfor ve beraberinde iiretilen 6zgiiven miidiirlerin
kendilerini lider olarak gérmelerine de olanak tanimaktadir. Nitekim midiirler
meslegin ilk yillarinda mevzuati eksiksiz uygulama anlayisina daha yakinken,
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deneyim kazandikga islerin daha ¢ok insan iligskilerine dayali oldugunu diisiin-
diikleri anlagilmaktadir. Bu durum ashinda, kendileri icin yarattiklar: alanin 6n-
celiklerinin dogal olarak doniismesiyle yakindan iligkilidir. Bu baglamda okulda
mudiir olarak gecirdikleri zaman, yonetim siireclerini anlamlandirmalarini de-
gistirmekte ve bu da okul yagsamindaki giinliik davraniglarini etkilemektedir. Bu
asamada miidiirlerin, alanmna yonelik lisansiistii egitim almalarin etkilerinden
de bahsettikleri goriilmektedir. Boylece kuram ve uygulamay birlestirdiklerini
diistinmektedirler. Kimilerine gore, egitim ve deneyim, yonetimde konvansiyo-
nel/geleneksel yaklagimlari terk ederek, 6znelerarasi igbirliginin merkeze alindigi

bir anlayis gelistirmelerine olanak saglamigtir.

“... [Y]iiksek lisans yapmadan onceki idareciligim ve yiiksek lisans yaptik-
tan sonraki idareciligim diye niye diyeceksiniz ¢iinkii ytiksek lisans yapma-
dan dnce bakis acum, burast bir okul burayt ben yonetirim, kanun ve yo-
netmelikler vardir bunun disinda da baska hicbir sey yoktur... Burast okul
bunu bu sartlarda yiiriitiiriim, benim bir yonetmeligim var ona bagh kalwr
ve devam ederim... Boyle bir idarecilik anlayisi vardi ama yiiksek lisansta
basladiktan sonra, benim icin idarecilik bambaska bir boyut aldi isin ozii
su, ondan once miidiirdiim, simdi liderim. Buna dondiim ctinkii yiiksek li-
sansta cok seyler kazandim. Egitime bakis acum degisti, okudugum kitaplar,
okudugum makaleler, iste egitim adina yapilacak her goriisii benim icin fikri
degerlendirmeye bir deger olarak gordiim.” (Konya, 5)

Miidir olmak cogu zaman pozisyona iligkin bir formasyonun yoklugu ile an-

lamlandirilmaktadir. Midiirliik, alanda ve yasanarak 6grenilen bir pozisyondur.
Buna bagl olarak, informal mesleki aglarin dogal olarak gelistigi anlagilmakta-

dir. Bu aglara en ¢ok ihtiya¢ duyanlar da yeni baslayan okul mudiirleridir.

“...miidiir her zaman kendini yenilemek zorundadw. Miidiir takildigi yerde
arkadaglanindan yararlani, arar, ben ararim, “ya Ahmet bey soyle bir yonet-
melik geldi, buradan ne anliyorsun diye” soranim... Mesela ilfilce benim bu
yasumla ve tecriibemle bana cok sorarlar.”(Gaziantep, 3)

“...idarecilige ilk basladiginuz yilarda, bazi teknik konularda bizden daha
tecriibeli deneyimli arkadaslanimizdan danmgtik, (fikir) aldik zaman zaman.
Bazen yonetimdeki tecriibeye dayall ve egitim ile ilgili ya da mevzuat ile il-
gili “yasanmushk”(Onemlidir), ben 10 yillik bir miidiiriim siz iki yulik bir
miidiirsiintiz ama...cok énemli birbirimize bazi tecriibelerimizi paylastik.
Idarecilikte gercekten kendini kanitlamus insanlardan yardum aldik, bunlar
belki de mesleklerinde adeta bir bilirkisi gibi tecriibeli arkadagslardy, ilk za-
manlarda bize yardimlar: oldu, yakin ¢evre okullar ya da arkadaslar nokta-
sinda meslektaslanmizdilar halen de goriigiiriiz...” (Istanbull)

“Simdi sana bir seyi itiraf edeyim ben su anda mevzuat okumuyorum, biliyor
musun, bakmiyorum mevzuata bir sorun mu var, soruyorum arkadas sen ne
yapiyorsun, bende dyle yapryorum. Neden biliyor musun aksamdan sabaha
mevzuat degisiyor boyle bir sey olmaz ya... E okuyacagim vakif olacagum,
olana kadar o mevzuat degismistir, baska mevzuat gelmistir.” (Istanbul, 13)
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Mevzuat'in karmagiklif1 ve yoruma duyulan ihtiyac, deneyime duyulan ih-
tiyact da ortaya cikarmaktadir. Mevzuatin sik degisimi de “bir bilene sorma”
davraniginin siklagmasina neden olmaktadir. Mevzuati yorumlayabilme becerisi
belki de en 6nemli yonetici becerilerinden biri olarak disiiniilebilir. Buradaki
anahtar yonlendiricinin bir cesit yanls yapma kaygist oldugu da anlagilmaktadir.
Ciinkii, yorumun kendisi de tarihsel olarak kurularak, uzun stireli tekrarlarla be-
lirli bir yorum stratejisine dontismektedir. Bu strateji “dogru/risksiz/uygun” ola-
na zaman gectikce daha yakinlagtirmaktadir. Bu anlamda, 6énemli olan aslinda
mevzuat degil, yorumdur. Daha agik bir anlatimla, yapilan yorumlamalarin sayisi
ve sikligi yillar icinde arttikca, hata yapma olasiligi da diigmektedir. Bu nedenle,
daha fazla deneyime sahip birinin yorumuna duyulan ihtiyag, biirokratik hiyerar-
sinin kalin duvarlarini dahi delebilmektedir: “...Mesela il/ilce benim bu yasimla ve
tecriibemle bana ¢cok sorarlar.”(Gaziantep, 3)

Biz kimiz? Meslege genel bakig

Okul miidiirleri, zamanin sadece 6gretmen ve miidiir rollerinde degil 6gren-
ci ve veli rollerinde de degisim yarattigina deginmektedir. Ogrencilerin gegmise
yonelik daha iyi ya da daha koti gelisim sergiledigini diisiinen farkl goriislere
sahip mudiirler bulunmaktadir.

Bu calismada katilimci olan okul miidiirlerinin bilyiikk bir kisminin 6gret-
menlik meslegini isteyerek secmedigi ya da bilincli yollardan gelmedigi goriil-
miistiir. Her ne kadar meslek seciminde isteklilik olmasa da sonraki siireglerde
ise meslegi sevdikleri dikkat cekmektedir.

“Ogretmen olmayt hi¢ diigiinmiiyordum meslek lisesi mezunuyum. Miihen-
dis olmayt diisiiniiyordum, ya da avukat olmayi, sporculugumdan dolay
beden egitimi aldim. Sonra birkac kez iiniversite smavlarina girdim istedi-
gim yerleri kazanamaywmca ogretmenlik benim kaderimmis dedim ve devam
ettim.” (Gaziantepl).

Simdi ogretmenken bazi eksikleri goriiyorsun. Yani sikdyet ediyorsun yani
bazi seyleri diizeltebilecegime inandigim icin miidiir oldum yani simdi oturup
sikdyet etmek yerine o zaman dedik ki bizde okul miidiirii olalim bu sikayetleri
ortadan kaldiralim. Yani miidiir olma sebebim budur. (Istanbul, 13).

“Ben liseyi bitirdikten sonra, oncelikle miihendis, elektrik boliimiinii bitir-
digim igin elektrik elektronik miihendisi olmak istedim. Hatta ilk yil, elekt-
ronik miihendisligi tercihlerimi yaptim...Ikinci ythmda ogretmenligi yazdik.
Swmuf ogretmenligi ilk tercihimdi. Atanmast kolaydi. O yiizden ilk tercihim
olan siif ogretmenligini yazdim... Lyi ki de ogretmen olmusum diyorum.
Miihendis olsam belki dgrencilerden alacagim zevki bulamayacaktim. Sa-
dece ‘maddi’ yonden énce bakiyorduk. Su an da ‘maddi ve manevi’ olarak
etkileniyoruz. Ogrencilerimizin bizi aramasi, bizleri yillar sonra aramalan,
hatirlamast bizi duygulandinyor.” (Adana, 5).
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Yukaridaki secim siireci yaninda okul miidiirlerinin kendilerine yonelik
algilarinin gekillenmesinde is ve 6zel yasam ayrimi dikkat ¢cekmekte ve miidiir
olmanin 6zel yagamlaria ayrilan vakit agisindan etkisine deginmektedir. Mii-
diirliigiin bireysel vakitlerinden fedakarlik yapmalarini gerektirdigi yogun olarak
ifade edilmektedir. Okul miidiirlerinin mesleki hayatlarinin 6zel hayatlarini da
etkiledigini diislinenler yaninda okul miidiirlerinin mesleki hayatlarinin 6zel ha-
yatlarimi etkilemedigini belirtenler de bulunmaktadir.

“Evimi aksatiyorum, cocugumu aksatiyorum, diger islerini aksatiyor, ayri-
lamuwyorsun okuldan. Okulun canu kinldi, yarnin nasi yapacagum, miifettis
gelecek, Ahmet derse girmedi, Ayse raporlu, ogretmen gelmedi...(Gazian-
tep, 3)

“Yani ben bu okulda mutlu oldugum icin eve mutlu gidiyorum, ben o kotii
bir zamanda ogretmenlik yaptigum tansiyon ilaci bile kullaniyordum o kadar
kotii bir donemdeydim Miidiirliik daha iyi geldi daha mutlu ve vaktimin
daha ¢ogunu burada harciyorum, ama ben meslege daha ge¢ basladigim
icin kizim biiyiidii tiniversiteye bagladi, esim zaten yogun calistyor hani zaten
eve vakit ayrramiyorum tiih diyecek bir durumum yok acikcast burada mut-
lu oldugum icin eve de mutlu gidiyorum, burasi gerseydi beni, hi¢ ¢cekilmezdi
0 zaman ciinkii ben ¢cok iyi aywrt edemiyorum, evdekini buraya buradakini
eve gotiirtiyorum. O kadar profesyonel degilim, duygularim: daha yogun ya-
syorum.” (Izmir; 2)

Bu siirecte miidiiriin calistign kurumun tiirii de etkili olmaktadir. Ornegin
pansiyonu olan okullarda miidiirliikk yapanlar hemen hemen her saat okula yo-
nelik haber alabildigini ve bunun da aile hayatina etkisi oldugunu belirtmistir.

“Ozellikle gecenin geg vakitlerinde telefonunuz caldiginda “acaba pansiyon-
da bir sey mi oldu” diye diisiintiyorsunuz, ciinkii neticede yiiz yetmis kisiden
sorumlulugunuz var ve bunun bir nevi fahri babaligint yapiyorsunuz. Ister
istemez aile hayatimiza da etkide bulunuyor. Bunu ozellikle vurgulamak
istiyorum, hele iginizi biraz da daha iyi yapmak istediginize dair bir duru-
sa sahipseniz, evet, bir nevi aileniz de okul miidiirliigii yapiyor diyebilirim.”
(Mardin, 2)

Mesleki engeller ve olasiliklar

Zamanin sadece giinliik yagsam pratiklerinde degil mesleki evrim siiregle-
rinde de degisim yarattig1 dikkat ¢cekmektedir. Miidiirler hem kendi gorevlerine
hem de 6gretmenlik meslegine yonelik degisimlerin okul yagami iizerinde etkisini
hissetmektedir. Ornegin, okul miidiirlerinin yetistirilmesi ve istihdami baglamin-
da ¢ok sik yapilan politika degisikliklerinin géreve yonelik algiy1 etkiledigi ortaya
¢ikmugtir. Midiirlerin bir kismu, egitim sisteminde ve mevzuatta siirekli olarak ya-
pilan degisikliklerin gorevlerini yerine getirirken motivasyonlarini olumsuz yon-
de etkiledigini ifade etmektedir. Ayrica yapilan atamalarda kriterlerin degisimi,
rotasyon uygulamasi, sozlii siavlar gibi degisimlerin gelecege yonelik belirsizlik
yarattig1 ve bu belirsizliin onlarda tedirginlik olusturduguna isaret etmektedir.
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“Eskiden okul miidiirliigiine atanan bir kisi siirekli okul miidiirii olarak de-
vam edebiliyorken, yoneticilikte herhangi bir stkintist yoksa adli idari sorus-
turmayla herhangi bir iizerinden yébneticilik gorevi alinacak bir pozisyonu
yoksa okul miidiirii olarak devam edebiliyordu, ama su anda 6yle bir durum
yok. Dort yida bir biitiin okul miidiirleri, miidiir yardimcilan siava girip
yeniden atanmak zorunda. Asli gorev zaten her zaman ogretmenlikti, ama
su anda bu gorev goreviendirme olarak yiiriiyor, ama her tiirlii sorumluluk
vine iizerimizde. Bu tabii bizim i¢in problem, ileriyi gorememe acisindan
stkinti. Ben bu okula atandum, bir yul oldu, ii¢ sene sonra benim bu okula
tekrar atanma sansim ¢ok diigiik. Nasil diisiik? Miilakata girecegim, eger
viiksek puan alabilirsem burayt yazacagim, benden daha yiiksek puanl biri-
si burayr yazmaduiysa ancak o gekilde atanabilecegim. Eger miilakatta zaten
direk diigiik puan verilirse tekrar buramin yoneticiligine devam etme san-
stm yok. Okul miidiirliigiinii diisiindiigrimiiz zaman dort yu bir kisi icin, bir
okulda bir seyleri degistirebilmek icin ¢ok uzun bir siire degil. Egitim bir sii-
re¢ isi, zaman alan durumlar olabiliyor. Okulun isleyisini, okulun kiiltiiriinii
degistirmek i¢in uzun bir stireye ihtiyac olabiliyor.” (Kastamonu 4)

“Miidiirliik bir makam haline getirilmeli, miidiirliik bir gorev halidir isin
temelinde o var, miidiirler veyahut da iistteki adamlar bizim amirimiz veya
bakan bizleri bir diger memur gibi gortiyorlar, miidiirliik bir kisiligi olusma-
st lazim veyahut da miidiir bir okul kiiltiiriintin olusturulmast lazim, okul
kiiltiirii olusmuyor yani. Su anda emanetci gibi duruyoruz. Su anda ben 4
sene, gecen sene 4. senem bitti yav bende hi¢ bakmiyorum ona. Cogu mii-
diir bakacaktw. Yani ben burayr sahiplenmeliyim, beni denetlesin hakkiyla
denetlesin faydali olmuyorsam alsin, faydal oldugum bir kurumda miidiir
oyle 3-5 sene degil kalmal yani, kalsin yani 10 sene kalmak istiyorsa kalsin
yani.” (Istanbul, 13)

Miidurlerin yasadigi ciddi bir gerginlige doniisen yonetici atama ve gorev-
lendirme meselesi, hemen tiim goriismelerde karsimiza cikmaktadir. Midiirler
bir taraftan sistemin “adil” islemedigini ifade ve ima ederken, bir taraftan da bu
adaletsizligin muhtemel kurbanlar1 olma ihtimalinden yakinmaktadirlar. Ozel-
likle dort yilligina okullara atanmalari, kimileri icin gelecege iliskin bir belirsizlik,
kimileri icinse hedeflediklerini ya da miidiir olarak gerceklestirmek istediklerini
hayata gecirmek icin yetersiz bir siire olarak isaretlenmektedir. Yine de yasa-
diklar1 bu kaygimin miidirlik uygulamalarindaki ciktilar1 hakkinda hi¢cbir mi-
dirin konusmadigr gortilmektedir. Diger bir anlatimla, dort yil sonra gorevden
ayrilmalar1 ya da bulunduklar1 okullardan baska okullara gitmeleri mevcut pra-
tiklerine nasil yansimaktadir? Her ne kadar buna iliskin belirgin verilere ulasila-
mamissa da midiirlerin onceki yillardaki miidiirliikle kendilerininkini kiyaslama
egiliminde olduklar1 izlenmektedir.

Yapilan goriismelerde ortaya cikan durumlardan biri de midiirlerin otori-
telerini kurmak ya da idare ettirmek konusunda yasadiklar sikintilarla iligkilidir.
Otorite vakum icinde havada duran ve birinin onu almasi icin bekleyen bir sey
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degildir. Aksine, otorite tutunacak yiizeylere ihtiya¢ duyar ve yiizeye bagh ola-
rak gesitli formlar1 ve uygulamalar1 bulunmaktadir. Bu yiizeylerin yillar icinde
ortadan kayboldugu miidiirler tarafindan siklikla dile getirilmektedir. Yine bu
durumun dogal bir sonucu “giicii kaybetmek” olarak algilanmaktadir. Miidiirlere
tanman denetim yetkisi 6zellikle otoritenin tutundugu ana yiizeylerden biridir.
Ogretmenin sinif iginde 6grencilere not vererek kurdugu “materyal/disipline
edici” otorite, mudiirler icin de dgretmenlere sicil notu verme ve ddiillendirme
biciminde kendini gostermektedir. Hem miidiir hem de dgretmenin sinif igi ya
da okul ici diizen ve idareyi saglayabilmelerinin 6nemli araglari, bu anlamda,
materyal/disipline edici otorite ile iligkidir.

“Su anda en son 6gretmen atama ve yerlestirme yonetmeliginde de bir elli
maddelik bir sey koydular. Okul miidiirleri her sene Haziran ayinda oku-
lundaki biitiin 6gretmenlere bu elli madde iizerinden bir degerlendirme ya-
pacak, ama bunun sonucunda ne olacak derseniz... Sicil de yok. Yonetme-
likte sadece bagar belgesi verilmesinde bu okul miidiiriiniin puanladigt o
elli madde goz ontinde bulundurulur diye bir sey var. Herhangi bir karsiigi
da yok. Bizim teftis ettigimizde bir karsiigi var nu? Diyelim ki cok basarili
bir 6gretmene ddiillendirme, taltif yapabiliyor musun? Hayw; yapamiyorum.
Kesinlikle bunun bir karsiligr yok. Bir égretmenime ben basart belgesi ya da
tesekkiir belgesi veremiyorum ya da Milli Egitim Miidiirti dahi bunu veremi-
yor. Direk vali iizerinden olmast gerekiyor... Fark yaratan bir 6gretmenimizi
biz on plana ctkaramiyoruz.” (Kastamonu, 4)

Rotasyon meselesi en tartismali konulardan biridir. Kimileri icin bu planla-
rin gerceklestirilmesinin 6niinde ciddi bir engel digerleri icinse “yeniden atana-
bilmek” icin miidiirleri motive edici bir etken olarak goriilebilmektedir. Tlging
bigcimde her iki bakis agisin icin de konforun devam ettirilmesi ya da bozulmasi
baglaminda anlatilar bulunmaktadir.

“...farkl bir yonetmelik, farkli bir kanun madde sizin tiim planlannizt alt
tist edebiliyorlar, o yiizden yani ¢ok bir ileriye doniik mesleki olarak ¢ok bir
hedefim yok. Su an miidiiriim ama okul miidiiriiyiim ama yarinki bir giin
her an icin Ogretmenlige donecekmiyg gibi bakiyorum olaya hep, hatta ne ig
yapiyorsunuz diye sorduklaninda égretmenim diyorum yani. “ (Artvin, 1)

“Ogretmenlerin gozii ile idareye nasu bakildigim daha once uzun yilar 6g-
retmen oldugumuz icin zaten biliyoruz. Bu tarafa gecince madalyonun diger
tarafindan da bakinca da 6gretmenlere bakis acisint deneyimlemis olduk bu
acidan da, iki tarafta aslinda daha onceden miidiirliik kadrolu bir unvan
gibi iken, suan da ikinci gorev kapsaminda ve daha onceki miidiirler 30 yil
veya 40 yl gorev yapan miidiirler vardr. Ama su anda en sonki sistemde dort
villigina gorevlendiriliyor ve bu gorevlendirme bu dort yilsonunda eger yeterli
puan alirsa, tekrar bir dort yu daha gorevlendirilebiliyor ve sekiz yildan sonra
ayni okulda kalma imkdnminiz yok. Yani buraya en azindan belli bir stire igin
geldigimizi diisiindiigiimiiz icin de ona gore planimizi, progranminuzi stra-
tejik planlaninuzi her seyimizi ona gore yapwyoruz. En azindan hani, neler
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basarilabilir siirece yayiyoruz. Digerleri eskiden oldugu gibi, iste nasil olsa
omiir boyu artik buradayim gibi 6yle bir rahatlik soz konusu degil, bu yiizden
de bu bizi siirekli motive eden kiictik de olsa bir etken...” (Balikesir, 1)

Miidirlerin yonetim siireglerine iliskin goriis ve yaklagimlarini mesleki ge-
leceklerine dair kaygilarinin sekillendirdigi anlasiimaktadir. Ozellikle atama ve
yer degistirme gibi konular hakkinda sik¢a elestirel bir tavir alindigini ve mevcut
sistemin beklentileri karsilamadigi ifade edilmektedir. Diger taraftan, bu tutum
okul kiiltiirti olusturma, otoriteyi tesis etme, planlar1 gerceklestirme gibi konular-
da yasanacak zorluklarla gerekg¢elendirilmektedir. Mesleki deneyimin bu anlam-
da farklilik ya da cesitlilik icermekten daha ¢ok zamansal karakterine gobnderme
yapilarak anlamlandirildigr goriilmektedir.

Okulun tarihinin kiiltiir olusumunda rolii

Zamanin okulun tarihi baglaminda etkisi bulunmaktadir. Koklii ge¢mise sa-
hip okullarn, tiyeler arasinda bir takim degerlerin insasinda etkili oldugu goriil-
mektedir. Ornegin, okuldan mezun olmus iinlii kisilerin varligi, gelecek nesiller
icin bir rol model olmaktadir. Okul miidiirleri, kiiltiiriin ingasinda bu kisilerin
basarilarini kullanmaktadir.

“1972’lerde kurulan bir okul... Bugiin Tiirkiye'ye yon veren bircok yazar, bir-
cok akademisyen yetistirmis bir okulumuz var... Bu insanlara baktiginizda
Tiirkiye’nin seriiveninde gercekten iz birakmus insanlar. O noktada onlarca
mithendis, onlarca doktoru su an saymiyorum bile.” (Mardin, 2)

Okul midiirleri kurumda yerlestirmek istedigi degerleri, cesitli sembollerle
diger liyelere aktarmaya caligsmaktadir ancak bu konuda okul miidiirlerinin cok
etkin rol oynadigini sdylemek miimkiin degildir. Bir¢ok okul miidiirii hem gorev-
lerinde tecriibesiz hem de kurumda ilk yillarini gegirdikleri igin ilgili siirecte yer
alamamaktadir. Diger bir ifadeyle kiiltiir olusumunda mudiirlerin kahramanlar-
dan ve hikayelerden yeterince yararlanmadig gorillmiistiir.

“..Koridor aralarinda ortaokul ogrencilerin yapmis oldugu tablolar vard:
astlt duran ben bunlart paketleyip kaldirttim yolladim, daha énceden bura-
nin resim Ogretmeni bunu goriip bize veryansin etti, hatta yiiksek derecede
tiziintiilerini bildirdi, bunlar bizim anilannuz ve 6grencilerimizin tablolarty-
di neden bunlan kaldwrttiniz...” (Balikesir, 1)

Bu miidiiriin ifadeleri okul midirlerinin okulun tarihini okuma bilgilerine
sahip olmadiklarini gdstermektedir.

Rollerin Anlamlandirilmasi

Okul ici etkilesim bicimleri ve okul kiiltiirii

Okul yonetiminin en 6nemli bilesenlerinden biri de siiphesiz 6gretmenler-
dir. Ilging bicimde okul midiirlerinin bir bolimi, midirliikte deneyiminin ne
kadar 6nemli oldugundan bahsederken, ogretmenlikteki deneyim konusunda
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ayn1 bakisa sahip degiller. Bunun bir nedeni olarak, mesleki olarak kidemli ya da
emekliligini hak etmis 6gretmenlerin, sorun ¢ézme konusundaki isteksizlikleri
gosterilmektedir. Okul miidiirleri, onlar1 zorlayamadiklar: gibi sistemden ¢ika-
rilmalari i¢in de herhangi bir etkiye sahip degiller. Okul miidiirlerinin, yonetim
siireclerinde kullandiklar1 gii¢ bu anlamda yine zeminini kaybetmektedir. Og-
retmenlerin okul ve 6grencilerle kurduklar: etkilesim bicimlerine bagl olarak
siiflandirilmalar1 bu anlayisini bir ciktist olarak okunabilir. Bir kismi, degisime
direng gosteren, is birligi yapmayan, sorun cikaran bireyler olarak tanimlarken
digerleri isbirligi yapan, etkinliklere goniillii katilan, yiiksek baglilik ve motivas-
yona sahip, 6grenciye yonelik olumlu beklentileri olan 6gretmenler olarak be-
timlenmektedir.

“En cok zorlandigim sey de bu mesleki yonden ilerlemis ogretmenlerin en
kiiciik problemde zaten benim emekliligim geldi, zaten emekliligime kavus-
mus durumdayum gibi emeklilik kelimesini kullanarak onu bir perde olarak
bir proje olarak, kalkan olarak gosterip de ben eger yapabileceksem yaparim,
eger yapamayacaksam da emekli olurum gibi bir anlayisla islerine bakma-
lart beni en ¢cok zorlayan bu oldu. Halen de devam ediyor bu” (Balikesir, 1)

“...[D]evletin personel sistemi yani bir 6gretmen atadiguniz zaman bunu
orada bu isi yapamiyorsa bunu orada diskalifiye edemiyorsunuz, sistemin
disina atamwyorsunuz. Bunun biiyiik bir zorlugu var.” (Erzurum, 5)

Yukaridaki anlatida da acik bigimde goriilecegi gibi, midiirlerin bir taraftan
midirliigiin kendisinin uzun siireli ve garanti altina alinmasi gereken bir po-
zisyon olmasina iliskin argiimanlarin tam aksi 6gretmenler icin tiretilmektedir.
Ogretmenlerin sistemin disina ¢ikarilmasina iliskin zorluklar ashinda yonetsel bir
problem olarak ele alinmaktadir. Okul kiiltiiriiniin gelistirici ya da olumlu olarak
degerlendirilebilmesinin 6nemli gdstergelerinden biri okul i¢i siniflandirmalarin
yoklugudur. Ogretmenlerin siniflandiriimast bir taraftan okulda giiciin nasil pay-
lasilacagi diger taraftan kimlerin disarida kalacaginin da zeminin olusturur. Bu
arglimanin en iyi gostergelerinden biri 6gretmenin “diskalifiye edilmesi” ifade-
sinde daha da somutlagsmaktadir.

Ogretmen disiplinsizligi, miidiirler i¢in diger bir sorun alanini olugturmak-
tadir. Disiplinsizligin ortaya cikig bicimleri ve sikligi okuldan okula degisebil-
mektedir. Ancak, disiplinsizlik meselesi, nesnel ve statik bir karakterde tariflen-
memektedir. Baz1 midiirler icin disiplinsizlik, 6gretmenlerin kisilikleri ve diger
ogretmenlerle kurduklar iligkiler lizerinden anlamlandirilirken, digerleri igin
temel gorevlere riayet etmemeyle daha yakindan iliskilidir. Tlging bicimde mii-
diirlerin neredeyse tamami oldukca “esnek” olduklarini ve buna ragmen taham-
mil edemediklerini bazi ana meseleler oldugunu ifade etmektedir. Bu durumlari
kirmizi gizgiler olarak da ifade edenler bulunmaktadir, siirekli diizeltmeye calis-
tiklar1 olarak da.

“Yani bir 6gretmenin mesela devamsizlik yapmasini istemiyorum, keyfi yap-
mastni istemiyorum. Derse ge¢ girmesini istemiyorum. Bir dakikanin emek
oldugunu diisiintirtim acik konusmak gerekirse... Stkintist olan dgretmen
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otursun, kalksin, hocam sikintim var desin, onu telafi ederim. Ama mer-
diven basinda girmeyen ogretmenleri, keyfi alani hani... Onlann telafisi
yok.”(Gaziantep3)

“O bana senin adaletin bu mu dedi, ders progranuni begenmedi, benim
adaletim budur, benim adaletim herkese esit olmak bence bu soyledigim ge-
vin arkasinda durduguma emin olduktan sonra icin belki de, bagwrarak da
yaptiramads, yap dedigini yapmadim yani, o konuda gordii ki ben bundan
vazgecmeyecegim, baska yolu yok ya bu deveyi giidecegim ya da bu diyardan
gidecegim dedi, deveyi giitmek zorunda kaldi. Gidemedigi icin.” (Izmir, 2)

Disiplinsizligin bir baska boyutu da suiistimaller biciminde miidiirlerin
karsisinda ¢ikmaktadir. Coziilmesi belki de en gii¢c sorunlar bu kategori altinda
degerlendirilebilir. Mesleki etik tartismalarina bir kenarindan baglanan bu tip
durumlarla karsilastiklarinda miidirlerin farkl stratejiler benimsedikleri goril-
mektedir. Kimileri krize doniismeden 6nce problemi daha ¢ozilebilir bir bag-
lama transfer ederken, kimileri de mevcut pozisyonlarin1 korumakta direnmeyi
tercih edebilmektedir. Yoneticiligin kendini gosterdigi asil bu anlarda gosterdi-

gine vurgu yapilan asagida carpici bir anlati bulunmaktadir.
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“Bir ornek vereyim; belki bir seye katki saglar. Personel bana rapor getirdi,
dedi ki ameliyat oldu, gercekten de agrisi, sizist vardi, boyun fitigindan. Ra-
porunu aldim, raporda diyor ki bir yil stire ile agir islerde calistinlmaz. Ben
de sordum dedim ki agir is nedir? Hafif is nedir? Ben seninle ilgili is bulurum
dedim yani. Fotokopi cektiririm, bahgeyi sulattiririm, vs. sen hangi isi agir
sayworsun? Hangi igi hafif sayryorsun? Bana de ki sunlar yapabilirim, ben
onlart yaptiracagim, simdi pek cevap vermiyor. Demek istedigi bana pek ¢cok
karigma, beni boga cikartin. Tamam ya okulu da acip, kapatamaz nusin?
Okulu agarsin neyse bir giin sonra bana geldi diyor ki ‘hocam diyor ben
yvullik izne ayrilacagim’ dedim sen ayrilma yillik iznine nasisa sen iskartaya
ctknugsin, okulu ag, kapat digerlerini izne aywralim okul agldiginda verimli
caligsinlar. Yok ben de ayrilacagim. ‘Ne yapacaksin’ dedi ki ‘iste amcamin
oglu bir bina tutmusg, yagh boya okul binasi onu boyayacagiz’ dedi, dedim
ki bu rapor senin boyama yapmana izin vermiyor. Simdi bakin okulun isine
gelince niye senin agrn, sizin artyyor da, okulun igi olmayinca bu agrilar, sizi-
lar geciyor. Simdi bu istismar aract yapilan hususu nasil ¢ozeceksiniz simdi?
Il mi ¢ozecek? Iice mi cozecek? Bakanlik mu ¢ozecek? Simdi iste bunlan
yonetme bir sanattir.” (Erzurum, 5)

“O bana senin adaletin bu mu dedi, ders progranum begenmedi, benim
adaletim budur, benim adaletim herkese esit olmak bence bu soyledigim se-
vin arkasinda durduguma emin olduktan sonra icin belki de, bagirarak da
yvaptiramads, yap dedigini yapmadim yani, o konuda gordii ki ben bundan
vazgecmeyecegim, baska yolu yok ya bu deveyi giidecegim ya da bu diyardan
gidecegim dedi, deveyi giitmek zorunda kaldi. Gidemedigi icin.” (Izmir; 2)
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Catisma ¢oziimii aracihiguyla kiiltiiriin giiclendirilmesi

Yukarida bahsedildigi gibi okulda farkli beklenti ve ihtiyaglar1 olan bile-
senler arasinda catigmalar yasanabilmektedir. Bunlarin 6nemli bir bolimii okul
yoneticisinin karsisina ¢oziilmesi gereken sorunlar olarak cikabilmektedir. Sen-
dikal yakinliklar, hemsehrilik baglari, brang ortakligi gibi cok farkli zeminlerde
kurulan 6gretmen gruplari, zaman zaman digerleriyle anlasmazliklara diisebil-
mektedir. Bunlarin ¢o6ziimiinde kimi miidiirlerin pro-aktif ya da dnleyici tedbirler
aldigi, kimilerinin ise olay ortaya ¢iktiktan sonra miidahale edici teknikler kul-
lanmayi tercih ettigi goriilmektedir. Yine de miidiiriin her miidahalesi sorunlarin
¢oOziilecegi anlamina gelmemektedir.

“Hani birlik kismunda birazcik haberi oldugu zaman daha rahat daha kolay
¢coziilebiliyo bazi geyler. Ama oOgretmenler arasinda belli imformal gruplar
olustugu zaman onu ¢dzmek cok zor. Ziimre icinde uzun yillar birbirleriyle
konusmayan ogretmenlerimiz var. Cozmeye calistyorum, dort defa girisim
yaptim iki tarafta istemiyo aymi ziimreler aym sinifi okutuyolar. Ornek ve-
riyorum. .. ticil de 4.smifi okutuyo ama, birbirleriyle, bitanesiyle hi¢ goriis-
miiyolar mesala. Yaklasik 9 yildan beri goriismediklerini soyleyince ¢ozemi-
yorum bu isi ozellikle bayan olunca, erkekler ¢oziilebilir ama bayan olunca
¢oziilemiyo bu isler.” (Balikesir, 1)

Burada ilging olan bulgulardan biri catigmalarin kadinlarin arasinda yasan-
ma olasiligiin sikligina dair yapilan vurgudur. Kadinlar arasindaki ¢atigmalarin
daha derin ve ¢oziilemez oldugu argiimani daha farkli anlatilarda da kargimiza
¢ikmaktadir. Okul ici iligkilerde cinsiyetin nasil bir rol oynadigina iliskin elimizde
hem yeterli veri bulunmamaktadir hem de bu konu arastirmanin siirlarinin ol-
dukga 6tesinde bulunmaktadir. Diger taraftan, bu anlatilarin 6nyargilarla kurul-
duguna dair ipucu verecek anlatilarla da zaman zaman kargilagilmaktadir.

“Bu tiir bir olay bu sene basiniza geldi okulda fazlasiyla bayan égretmen
calistinyoruz, caligtiryoruz demeyelim bayan ogretmenimiz var, aralannda
bir gruplasma oldugunu sezdim ilk giin, baktim olmuyor bu biraz daha boy-
le kopacak, ctinkii gecmis yillarda ben kendim yasadigimdan dolayr boyle
bir problem okula hi¢ severek gitmiyordum onu da gordiigiimden otiirii bu
boyle olmaz dedim hemen miidahale etmem lazim égretmenlerimi cagirdim
hemen bir toplanti sicagi sicagina aradan zaman gegmeden, arkadaglar siz
bu okulun 6gretmenlerisiniz, biz ailemizden ¢ok burada beraberiz, burasi
bizim ikinci yuvamiz burada hep birlikte olmamiz gerekiyor ve aramizda-
ki muhabbeti ¢ok iyi tutmanuz gerekiyor. Eger siz bu sekilde stirtiismeniz
olursa sicak bir ortam olusmayacak ve ilerleyen siirecte bu olaylar daha da
biiyiiyecek, ciinkii gecmiste benim basuma geldi, ben biiyiik stkintilar yasa-
dim, sizler de yasayacaksiniz. Bu okul aymi zamanda bizim okulumuz, ben
buraya 8 yuvmu verdim, hocalarima aynen kurdugum ciimle 8 yilimi verdim.
Bu sicak ortamu olusturmak icgin elimden gelen her seyi yaptum, bu sicak
ortanun bozulmamasu da istiyorum, bozan arkadasimiz kendi aralarinda
degil de karsilarinda beni goriirler ona gore. Oyle bir sey yapalim ki; sizler de
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kiminiz yag biiyiik kiminizin yasi kiictik, kiiciik olan, kiictikliigiinii bilecek,
biiyiik olandan onu bagislayacak hatanmin kimde oldugunu sormuyorum ya
da aranmizdaki problemin ne oldugunu da sormuyorum. Sadece ayni ortam-
dayiz ve aym gekilde bu ortamu sicak tutmaya ¢alismanuz gerekir seklinde
konugtum. Ogretmenlerim arasindaki sorunlar orada dokiildii dile, ii¢ saat,
ii¢ bucuk saati bulan bir toplant yaptik sorunlart orada ¢ozdiik. Oyle ba-
sit olaylar insanlann zoruna gitmis ki, insanlar ya bu hoca boyle yapmug
halbuki yapan hocanuz o olayin hi¢ farkinda bile degil. Ama insan bir kere
on yargwla yaklasiyor ya onu kazandiktan sonra degigtiremiyorsun toplan-
tiyla bu on yargilart ytktim. Arada sicak bir ortam olustu. Beraber oradan
ctkip aksamina beraber bir yemek yedik hocalarimiz ile ve tamamen olay
kapandi.” (Kars, 3)

Yukaridaki iki anlati da sorun ¢c6zmede miidahale etme stratejisini 6rnekle-
mektedir. Okul kiiltiiriinii gruplasmadan uzaklastirmak icin bazi 6nleyici tedbir-
ler alan mudiirler de bulunmaktadir.

“Okul icerisindeki iliskilerimiz her zaman insan boyutumuzu én plana ¢i-
kararak ben okuldaki calisanlarla iliskilerimi planlyorum ve ben her za-
man insant kazanma tarafiyla, eger calisanlart memnun ettigimiz takdirde
onlardan basar bekleyebiliriz. Eger insani iligkilerimiz on plana ¢ikmaz ve
o insanlarla olumlu iliskiler kuramadiktan sonra iyi bir iletisim yakalaya-
madiktan sonra o insanlardan basart beklememiz miimkiin degil. Ben her
zaman ogretmenlerim olsun, 6grencilerim olsun, diger ¢alisan personelimiz
olsun, her zaman iyi bir insan iliskisi kurup onlarin gonliine girebilmek ve
gliven verebilmek en onemli sey. Giiven kazandirabilmek onlari basariya
odaklamaktir ashinda isimiz.” (Kars3)

Basarimin Anlamlandirilmasi

Yarismac: kiiltiiriin getirdikleriyle miicadele siireci

Okulun bulundugu boélgenin sosyal, ekonomik, kiiltiirel arka plani 6grenci
niteligini etkilemektedir. Bunun yani sira okul kademesi ve tiirti de 6nemli ol-
maktadir. Bu degiskenler okulda basarmin anlamlandirilmasinda etkili olmak-
tadir. Bazi okullarda akademik basarinin, bazilarinda beceri kazanimi ve meslek
kazaniminin, bazilarinda ise 6grencinin sosyal gelisiminin daha 6n plana ciktig1
goriilmektedir.

Ogrencilerin sadece akademik basar1 odakli yetistirilmesi ise dgrencinin di-
ger alanlardaki gelisimi de olumsuz etkilemektedir. Ancak sinav merkezli egi-
tim sisteminin etkisi baglaminda akademik basar1 hem 6grencinin hem velinin
beklentisidir. Velilerin ise 6grencilerin birbirleriyle kiyaslanmasi ve dolayisiyla
ogretmenlerin de birbirleriyle kiyaslanmasinda rol oynadiklari, hatta velilerin za-
man zaman asir1 miidahaleci davrandiklar1 yoniinde goriigler sunulmustur. Ayri-
ca boyle bir yarigmaci kiiltiirde temel degerlerin kazandirilmasinin zorluguna ve
degerlerin degisimine de deginilmistir.
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“Velilerin asin ilgisi kesinlikle zarar verici bu ortama, ¢tinkii asin derecede
kiwyaslama yapiliyor. Bir 6grenci okumaya gectiginde veya bir sinif bir sey ol-
dugunda kiigiik simmiflarda orda géyle bir etkinlik veya soyle bir yarisma ya da
su oldu burada bu niye yok diye bunu suif bazinda da yapiyorlar gelip okul
bazinda da yapabiliyorlar, onlar frenleyip belli bir dengede tutmak zor, o
viizden idarede ogretmen iglevligi cok onemli veliye karst, bunu karsi olarak
gozetiyorum. Normalde, okul, veli, ogrenci bir tiggendir aslinda ama bazen
iste okulda ogretmen birlikte olup da veliye de karst aymi seyleri soylemesi
gerekebiliyor.” (Balikesirl)

Yukaridaki etkilerin yani sira okula kaynak saglama acisinda veli profilinin
onemli yeri bulunmaktadir. Bu baglamda siirekli bir tartisma konusu olan okula
yapilan bagislar, okul mudiirlerinin glinliik yasaminda 6nemli bir alan isgal et-
mektedir.

Bagsariyt yeniden tanimlama istegi

Ogretmenlikten miidiirliige gecis siirecinde basar1 tanimlamalari etkili ol-
maktadir. Ogretmenlerin basarisiz diye tanimlanan bir 6grenci profiliyle calisma-
s1, meslek yasaminda goérdigii aksakliklara ¢oziim getirme istegi, basariya doniik
degisim ihtiyacin karsilama gibi nedenlerle miidiirliikk gorevine talip olduklari
anlagilmaktadir. Bu siirecteki itici giiclerden biri de basariyr tanimlarken daha
fazla sey yapabilme potansiyelini sinamaktadir. Bu agidan miidiirliik yapma iste-
ginde okulu degistirme ve doniistiirme siirecinde kendini denemek yatmaktadir.

“Daha dnce 5 yu miidiir yardimciligr yaptim. Miidiir yardumciligi yogun bir
idari isti. Tekrar 6gretmenlige gectim. Bir bucuk yil kadar ogretmenlik yap-
tiktan sonra ‘Miidiir olarak ne yapabilirim? Gidecegim yere ne kazandira-
bilirim? Bunu diigtinerek miidiir olmak istedim. Gittigim yerde degisiklikler
yaptim bir yildw. Su an okulumuz ‘TEOG’ sinaviarinda da %100 basar
saglady, gecen yila gore. TUBITAK 4006 projesini yaptik. Bu Benim Eserim
projesini yaptik. Miidiir olunca egitimin daha cok icinde oldugumu hisset-
tim. Bir 6gretmen olarak yapabileceklerimden cok miidiir olarak yapabile-
ceklerimin daha fazla oldugunu gordiim. Yani ogretmenleri tesvik edebil-
mek, onlara moral vermek....” (Adana, 5)

“Simdi 6gretmenken bazi eksikleri goriiyorsun. Yani sikayet ediyorsun yani
bazi seyleri diizeltebilecegime inandigim i¢cin miidiir oldum yani simdi oturup
sikayet etmek yerine o zaman dedik ki bizde okul miidiirii olalim bu sikayet-
leri ortadan kaldwalm. Yani miidiir olma sebebim budur.” (Istanbul, 13)

“...[M]iidiir yardumcisi soylenenle oniintizdeki yapmaniz gereken igleri ya-
pworsunuz. Miidiir oldugunuz zaman siz bir seyleri hazirlayp siz yapilacak
isleri belirleyip siz her seyle muhatap oluyorsunuz. Disaridan gelenlere iceri-
den gelenlere karsida ¢oziim tiretecek olaylan ¢oziimleyecek olan sizsiniz.”
(Istanbul, 5)
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“Tabi ilk alti yilimu ogretmen olarak gecirdim daha sonra yetki kullanmak
ve bir seylerin sizin sorumlulugunuzda degisebilecegini gérmek, fark etmek
etkili oldu diyebilirim. Birde liderlik ozelligimin oldugunu bazi gevrelerim-
den duyumsadigim da bunda etkili oldu diyebilirim, insanlar etkileyebilmek
beni mutlu etti tabii ki.” (Bartin, 3).

Bu anlatilarda goriildiigii gibi miidiir olmaya karar verme siireci, karsilagilan
problemlerin cOziilmesi, etki alanini genigletmek gibi gérece daha sosyal kabul
gorecek amaclarla gerekcelendirilmektedir. Midiir olmak ile giiciin kullanimi
arasinda zayif bir iligki kurulmaktadir. Ancak, midiirlerimizin énemli bir bolii-
mi mudiir olduktan sonra onlar i¢in en énemli problemlerin miidiir olmaktan
kaynaklanan yetkilerini kullanamamakla iligkili durumlardan kaynaklandigini
belirtmektedir. Ogretmen olarak miidahale edilemeyecek alanlarin neler oldu-
gu, midirliikte bunlara nasil miidahale ettikleri ise yeni bir arastirma konusu
olarak diisiintilebilir.

Mekanin Anlamlandirilmasi

Bir arada durmamn degil bir arada olmanin giicii

Okul mekanlarinin kullanim bicimlerinin okul kiiltiiriiniin ingasinda 6énemli
yeri bulunmaktadir. Okul miidiirleri okulda 6gretmen ve 6grencilerin ortak pay-
lastiklar1 bir takim alanlardan bahsetmektedir. Bu ortak mekanlar, bireyler arasi
iletisimin artmasini saglamaktadir.

“Kiiltiir sosyal faaliyetler azdi, diinyada da olmasi gereken, onun icin iste
bahgeyi tanzim ettik, alttaki salonumuz yok, oraya bir salon kuruyoruz, o
salon olursa kiiltiir sosyal faaliyetlerde daha cok stk yapiliyor, daha ¢ok kay-
nasma oluyor. Veli kaynagsmast, yonetim kaynasmast, 6gretmen kaynasmasi,
ilfilce ile diyaloglar daha cok artar..” (Gaziantep3)

Baz1 miidiirler, merkezi ve biiylik okullarda veli ve 6grencinin sosyal, kiil-
tiirel, egitsel ve ekonomik 6zelliklerinin yiiksek seviye olmasina ragmen ortak
mekan algisinin zayif olduguna dikkat ¢cekmektedirler. Ayrica 6grenci ve 6gret-
men icin okul disinda alternatif mekanlarin varliginin okul i¢i iletigsimin sikligini
azalttigini belirtmektedirler.

Spor salonu, cok amagl salon, okul bahgesi gibi fiziki imkanlarin hem iiye-
lerin bir araya gelip paylasimda bulunabilecegi hem de kaynak saglayici alterna-
tif alanlar olarak anlamlandirdiklar tespit edilmistir. Miidiirler okulda iletigimi
artirmak, sosyal ve kiiltiirel gelisimi saglamak icin cesitli torenler, kutlamalar ve
kermesler yapmaktadir.

“Mesela okulda daha dnce bir kermes yapilnus ama... Bu kermes hep disa-
nda yapimaya calisilmus, velilerimiz ¢ok fazla ilgili okuluna, bunu avantaja
cevirmek i¢in de boyle konularda istisare ederek ozellikle ben sunu kullan-
dim. Her smifta bir veli temsilcisi olarak bir bayan var sinif annesi diyoruz
bazen biz bu uygulamada sinif anneleri ile 3-4 defa sik sik toplanti yapip,
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yapabilecegimiz veya yaptiginuz, yapmak tizere oldugumuz projeleri onlara
aciklayp, kiiciik bir onlan bilgilendirip fikirlerini alarak, desteklerini de ala-
rak ozellikle bu uygulamalar yapmaya ¢alistik. Cok biiyiik bir bagart elde
ettik. Ozellikle kermes konusunda. Kendi okulumuzda kendi bahcemizde
kendimize ve buradaki hava lojmanlarina yonelik kiigiik bir kermes oldu,
disanidan halkimiz da geldi. Bunu hatta boldiik biz. 1 ve 2.siniflara bir giin,
3 ve 4 lere farkli bir giin yaparak. Rakam vermek gerekirse 4.000 TL ye yakin
bir para topladik sadece kendi okulumuzda 2-3 saat iginde iki defa da. Hem
gelir kaynagi oldu hem de kiiciik, halkla tekrar bir bulusma icin giizel bir
firsat oldu...” (Balikesirl)

Ortak degerlerin mekdnlart

Okul mekanlarinin kullanimi simdiye kadar bahsedilen pek ¢ok meseleyle
benzer bir mantikla iglemektedir. Ogretmen odasmin kullanimi, spor salonlari-
nin kullanimi ya da sosyallesme mekanlari okul kiiltiriinii baglandig1 digiimler
olarak goriilebilir. Mekan sadece okul personeli i¢in i¢inde bulunduklar1 onlarin
iizerini Orten bir yer degil, onlara kim olarak orada olduklarina dair ¢cok seyi sem-
bolik bicimde anlatan metinlere doniisebilmektedir. Ornegin, her ne kadar 6g-
retmenlerin dinlenmeleri amaciyla kurulsalar da bazen 6gretmenler odasi, eger
yaygin bir dedikodu ortami varsa, pek cok dgretmenin gitmek istemedigi ya da
yorulduklart mekanlara doniisebilmektedir. Miidiirlerimizden bazilar1 da okul
i¢i sorunlarin dnemli bir bolimiiniin 6gretmenler odalarinda “tiretildigini” ifade
etmektedir. Miidiirler mekana iligkin anlatilarinda, mekanlarin yer ve ozellikle-
rinden daha cok birlikte olmanin, birlikte bir seyler yapmanin altin1 cizmektedir.
Bu sayede okulun tiim insan bilesenleri arasindaki baglarda bir sekilde giiclendi-
rilmektedir. Dolayisiyla, mekanlarin kurulmalar: da iligkilerin olumlu gelismesi-
ne yaptiklar katkilar tizerinden gerekcelendirilmektedir. Benzer bicimde, okul-
daki mekanlarin fiziksel durumlar: ve kimler tarafindan ne amagla kullanildigi,
okul kiiltiiriintin fonksiyonu hakkinda énemli ipuclar1 vermektedir.

“Simdiye kadar gorev yaptigvm yerlerde sunu gordiim: okul bir aile yuvasina
doniisiir. Ister idareci olayim istersem ogretmen olayim. Nedir? Iste yemegi
beraber yeriz hep beraber yemek yaptirtir bir bayan tutarum, efendim cay
beraber iceriz, efendim iste 6glen aralarinda okulda mutlaka sosyal faaliyet
vapariz, masa tenisi olabilir, voleybol olabilir. Bunu her gittigimizde uygula-
dik ve hicbir okulumuzda Allah stikiir boyle bir sey olmadi. Haa biz aynldik-
tan sonra hep sunu soyledi arkadagslarimiz: Bagkanim sen gittin bizim okul
kanistt yani mutlaka abilik yapacak birisi olmast lazim.” Aksaray5

“Tabi ki bize milli bayramlar, torenler zaten olmazsa olmazlarimiz, bunun
disinda kermeslerimiz oluyor, doner giintimiiz var daha dogrusu kdfte giinii
veya doner giinii yapiyoruz. Nevruz genligimiz yaptik bu sene. Bir¢ok spor
dalinda birinciligimiz var, derecelerimiz var, siir, kompozisyon Tiirkiye birin-
ciligimiz var mesela Tarim bakanhgimuzin yapmis oldugu bir kompozisyon
yvarnismasinda ogrencimiz birincisi oldu.” (Kars3)
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Okullarda miidiir odalar1 da hem dekorasyon hem de kullanim alani ve bigi-
mi baglaminda dnemli sembollerden biridir. Son zamanlarda egitimde sendikala-
rin varhigina deginen ve dgretmenler arasinda bu baglamda gruplagsmalara dikkat
¢eken miidiirlerden biri, sendikalara yonelik takvimleri odasinda kullanmamaya
dikkat ettigini belirtmigtir. Boylece 0gretmenler agisindan 6nyargili yaklasiima
korkusunu ortadan kaldirmayr hedeflemistir. Bunun yani sira yonetimde insan
iliskilerini benimseyen miidiirlerin acik kapr politikasi uygulayarak iletisim sag-
ladiklar1 ortaya ¢ikmistir.

“...manipiile edilmeye cok yakin bir makam dgretmenler gruplastiklar: her-
kes kendi grubuna déhil ediyor. Bir grupla konustugunda iste siz onlarla iyi-
siniz bizimle ilgilenmiyorsunuz gibi farkl sikdyetler séz konusu o yiizden...O
viizden diger arkadaglara da tavsiyemdir mutlaka, ben masamda sendika ile
ilgili takvim bulundurmam, geldigi zaman ciinkii disarnidan birisi sendika
takvimini goriiyor duvarda ya da masamda o bu sendikadan diye bir onyar-
gyla baglyor.” (Balikesirl )

Okulda yapilan fiziki degisimlerin, veli ve cevre agisindan olumlu algilandi-
&1 ve okul imajimin yiikselmesini sagladig1 belirtilmektedir. Okul mudirleri, bu
degisimlerin bireylerde fiziki mekana verilen degerin okula, egitime, bireylere
verilen bir deger olarak eslestirmelerinde etkisi bulundugunu diistinmektedir.

“Mesela arkada girigte biz ne yaptik otomatik kapidan girdik, eski demir
kapiyd onlar, ytkilmak tizere arada bir tane daha pimapen vardi soguk sicak
havayt keselim diye. Biz hepsini kaldinp, Atatiirk kosesini yenileyip, kapilar
otomatik yapip, girisi bile LCD ekran bilgilendirme teknoloji de kullandigi-
miz zaman ¢ok farkl bir goriintii ¢ikti. Diger binada ki giris kullanimuyor,
orast da demir kapiydi. Orayt da degistirdik. Okulumuzun logosunu hazir-
latnugtik logoyu da camlara koyunca sanki bir kolej havasindayiz su anda.
Yani kiiciik bir dokunusla ¢ok farkly seyler gosterebiliyor. Digaridan goriintii
farkly insanlar suf bu islerle ilgili, yoldan cok fazla gelip gecen var, cevre
yoluyla da baglantili oldugu icin o yiizden. Binanuzin dis tarafina ben LCD
saat, LCD panoda saat alip saati ve dereceyi gosteren saati de suan da tak-
ik, ozellikle geceleri gegcerken cok belli oluyor.” (Balikesirl)

Sonug, Tartisma ve Oneriler

Bu calismada, Tiirkiye’de okul miidiirii gortslerine dayali olarak ortaya
cikarilan bulgulardan yararlanilarak, okul miidirlerinin okulda ortak anlamlar
olusturma siirecini agiklayan bir kavramsallagtirma yapilmistir (Bakiniz Sekil 1).
Kavramsallagirmada, yonetim ve Orgiit teorilerinin birikimi (Bolman ve Deal,
2013; Sergiovanni, 2001) ve Maslow’un ihtiyaglar hiyerarsisi ile Herzberg’in mo-
tivasyon teorilerinden de yararlanilmistir. Yonetim teorileri bilimsel yonetimin
getirdigi teknik yeterlikler, insani iligkiler yaklasimi, miizakere edilen diizenle-
meler (negotiated order-politik veya egitimsel giic) ile sembolik giiglerdir. Mii-
diirler okulu baglangicta sadece teknik olarak nitelenen rutin igleri (mevzuati
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uygulama) yerine getirerek yonetmeye calistiklarinda, okuldaki bireylerin hedefi
hayatta kalma olacaktir.

Zaman icinde deneyim kazanarak bu rutin isleri 6grenen ve insanlari tek-
nik becerilerle yonetemeyeceklerini anlayan okul yoneticileri, insan iligkilerini
kesfetmektedir. Bu kesif siireci, onlar1 okuldaki igleri insanlar i¢in daha iyi bir
ortam hazirlamak amaciyla, goriinen fiziki sartlarin gelistirilmesine yonlendire-
bilir. Okularin fiziki kosullar1 cok iyi durumda olmadigindan, buna ihtiya¢ da
bulunmaktadir. Bu durumda muhtemelen ilk agamaya gore daha giivenli bir or-
tam olusabilir. Bu asgari diizeyde bir okul kiiltiirii anlamina gelebilir. Eger okul
mudiirii, teknik becerilere sahip, insani iligkileri iyi kullanmay basladiysa ve bun-
lara egitimsel olarak amaclar ekleyebiliyorsa; bu durumda okul yeni bir asamaya
gecmis kabul edilebilir. Bu asamada okul kiiltiiriiniin yeterli bir diizeyde oldugu
sOylenebilir.

Okul miidiirt bu yeterlikleri kazandiktan sonra, sembolik giicleri kullanma-
ya baglayabilirse, okul kiiltirtinii bir iist diizeye, ¢ok iyi kiiltiir olarak adlandirilan
seviyeye cikarabilir. Burada dikkat edilecek nokta, paylasilan ve insanlarin kabul
ettigi bir kiltir olmakla birlikte, moral diizen agisindan bazi eksiklikler bulu-
nabilir. Kisaca, bu diizeyde okul kiiltiirii ortak fayda icin paylasilmaktadir ama
okuldaki tiim bireyler esit diizeyde kabul edilmeyebilmektedir. Bu durumdaki
bir okulun ¢ok iyi bir kiiltiire sahip oldugu ifade edilebilir. Son olarak, eger okul
midirii okulda tiim bireyler (6grenciler dahil) esitlige dayal etik bir diizen te-
melinde bir kiiltir olusturdugunda, bu en iist diizeyde bir okul kiltiirii anlamina
gelebilecektir. Bu diizeye ulasabilen ¢ok az sayida okul bulunabilir. Okul miidi-
riiniin cok iyi ve oldukga iyi (ideale ¢ok yakin) bir okul kiiltiirii olugturabilmesi
icin; belli yeteneklere sahip, deneyim kazanmisg ve iyi bir egitim almis olmasi ge-
rektigi ileri siiriilebilir.
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Cok Giigli ve Giicli
Kiltiirler

Cok giiclii
kiltir-Kiiltirel
Giig¢-Etik Biling

Giicli Kiltiir-
Sembolik Gii¢

Aidiyet kiiltiiri-Egitimsel Amaglar
Yeterlilik Kiiltiiri

Giivenli kiiltiir-Insani Giig-Fiziksel Olanaklar

Toksik Kiiltiir-Teknik Gii¢-Hayatta Kalma Olumsuz Kiiltiir

Sekil 1. Okul Miidiirlerinin Davraniglar ve Okulda Anlam Insas: Siireci

Yukarida agiklanan bu siireg hiyerarsiktir ve bir asama tamamlanmadan di-
gerine gecilmesi ¢ok zordur. Gegis siireleri daha kisa olabilir ancak bu esnada
daha Once deride birakildig diisiiniilen asamalara geri dontisler de s6z konusu
olabilir.

Bu calisma grubundaki okullarda anlam olusturma siirecinde yogun olarak
teknik ve insani giiclerin kullanildigr goriilmektedir. Bunlara ek olarak, egitimsel
amaclarin da kismen bir gii¢ olarak kullanildigi okullar bulunmaktadir. Ancak,
bunun miidiiriin etkisinden mi yoksa ailelerin diizeyi vb. gibi cevre etkilerinden
kaynaklandigini bu ¢alisma kapsaminda belirlemek miimkiin degildir. Bu calis-
mada, ¢ok iyi veya mitkemmel anlam olusturmay1 basarabilen okul miidiirleri ve
dolayisiyla okullara rastlanilmamustir.

Arastirmanin en ¢arpict bulgularindan biri, deneyimin okul miidurleri tara-
findan anlamlandiriimasiyla iligkilidir. Mudiirler bir taraftan, mudiirlik mesle-
ginde deneyimin sorun ¢dzme becerilerinin gelismesi ve liderlik vasiflarina sahip
olmada ne denli 6nemli oldugundan bahsederken, diger taraftan deneyimli 6g-
retmenlerle ilgili benzer ifadeler kullanmamaktadir. Deneyimle beraber mevzu-
atla kurulan iliskinin miidirler acisindan zayifladigi ve fakat giicla iliski kurma
isteginin yoniiniin insan bilesenlerine yoneldigi anlasilmaktadir. Anlatilarin ta-
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mamina yakiinda insan iligkilerine yapilan vurgu bunun bir gostergesi olarak
okunabilir. Deneyimin iirettigi anlayis biciminin 6gretmenler icin de gecerli ola-
bilecegi disiiniilebilir: mevzuatin 6éneminden insani iligskilerin énemine dogru
bir kayma. Dolayisiyla, mevzuatla ilgili kaygilar1 azalmig bir 6gretmen, yonetim
stireclerinin isleyisi icin bir cesit biirokratik zaaf durumuna disebilir. Emeklilik
yasini doldurmus 6gretmenlere sz gecirememek ya da performans: diisiik 6g-
retmenleri mecburen sistemde tutma zorunluluguna dair anlatilar bu argiimanin
temellerini olusturmaktadir. Deneyime bakigin miidiirler agisindan goreceli bir
durum oldugu sdylenebilir: benim deneyimime karsi digerlerinin ki. Ayni durum,
mesleki performans ve sistemde kalma meseleleri icin de benzer bicimde isle-
mektedir. Midiirler, dort yillik stireyle atanmanin, yonetim siireglerine ve kisisel
motivasyonlarina biiyiik oranda olumsuz yansidigini ifade ederken, kendileri igin
bir ¢esit mesleki garantiye ihtiya¢ duyduklarin: siklikla belirtmektedir. Hatta bu
garantinin olmayisin1 “cok bir sey yapmamaya” gerekce olusturabilecek temel
bir gelecek gerginligi olarak ifade etmektedirler. Kisisel olanla, kamusal olanin
icice gectigi en Onemli tartisma tam da bu meselede kesismektedir. Anlatilarin
hemen hicbirinde, miidiirliigiin performansa bagl olmas: gerektigi konusunda
baskin bir argiiman bulunmamaktadir. Diger taraftan, okul ici siireclere katilma-
yan, igbirligine kapali, emekliligi gelmis vb. olumsuz dzelliklere sahip oldugunu
disiindiikleri 6gretmenlerin sistemden ¢ikarilamadigi igin onlar1 en ¢cok zorlayan
yonetsel problemler oldugunu anlatmaktadirlar.

Deneyim ile baglantili bir diger dnemli bulgu, yoneticilik-liderlik ikilemi-
ne iligkin anlatilarda goriilmektedir. Miidirlerin liderlik meselesini deneyimin
stizgecinden ge¢mis sorun ¢ozme becerileri olarak tanimladiklar1 goriillmektedir.
Yillar i¢cinde mudiirlikte kazandiklar: pratiklik onlar1 mevcut sorunlarin ¢ozii-
miinde giderek daha yetkin kilmistir. Ancak, sorun ¢cozme meselesi buna iligkin
gelistirilen stratejik bir ¢erceve ile daha yakindan iligki gibi gériinmektedir. Daha
farkl bir ifadeyle, uzun yillar boyunca okulda karsilagtiklar: cesitli sorunlari ¢oz-
meyi 6grenen miidiirlerin, bu durumu liderlik becerisi olarak tanimladiklar1 an-
lagilmaktadir. Liderlik bu anlamda bir cesit pratiklige indirgenmektedir.

Okul midirleri yerine getirilmesi gerekli belirli gorevleri vurgulayarak,
daha ¢ok “teknik” yone odaklandigindan, sembolik ogeleri gorememektedirler.
Okulun tarihini okuyabilmek, okulun uzun bir tarihinin olmasini zorunlu kilmaz.
Uzun tarih okulda anlam diinyasi icin ¢ok yararlidir. Ancak, bu tiir bir okuma
olaylarin okul personeli i¢in anlamini gorebilmek ve bunu yeniden yorumlayabil-
mektir. Okul mudiirii burada bir dedektif gibi, personelin davranisinda anlami
aramalidir. Diger yandan, vizyon sahibi olmak onemlidir ciinkii bu personelin
gelecege umutla bakabilmesini saglar. Okul hayatindaki 6nemli rutinler ve to-
renler giivenirligi saglar. Etkili mudiirler gorevin “teknik” yonleri kadar “sem-
bolik” yonlerinde de vurgu yaparlar (Deal ve Peterson, 1999). Bu calismadaki
midirler islerin rutin ve teknik sayilabilecek yonlerine odaklanarak; okulun cev-
resinin yeniden yorumlanmasi, bireylerin davraniglarinin anlamlandirilmasi ve
yorumlanmasinin, gelecege umutla bakabilmelerini saglanmasini saglamakta ba-
sarilt olamamaktadirlar. Bu durumun kismen yoneticilik egitimi almamalarindan
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da kaynaklandig1 sdylenebilir. Okul miidiirlerinin gérevlerinin teknik yanlarina
odaklanarak, sembolik yonlerini ihmal ettikleri goriilmektedir. Okulda olumlu
bir kiiltiiriin olusturulmasi veya degistirilmesi sembolik bir liderlik gerektirir. Bu
¢aligmadaki miidirlerin bilyiik bir kisminin var olan duruma uyum sagladig1 or-
taya ctkmaktadir.

Yonetim kuramlart incelendiginde kiiltiiriin Orgiitiin bircok degiskeniyle
iliskili 6nemli bir parcasi oldugu vurgulanmaktadir. Orgiit kiiltiirleri ise farkli
bakis acilarindan farkli sekillerde ele aliarak aciklanmaktadir. Orgiitleri anlam
iretimi tizerinden ¢oziimleyen arastirmacilar genellikle onlar1 bir sembol siste-
mi olarak ele alarak okumaya calismaktadir. Ornegin Schultz (1995), 6rgiitlerde
farkli eylemlerin altinda yatan anlamlari, sosyal olusumlar1 baglaminda ele al-
makta ve Orglitiin mimarisi, ritiielleri, mitleri, hikayeleri gibi sembolleri anlamin
aciga cikarilmasinda kullanmaktadir. Bolman ve Deal’e (2013) gore, semboller,
orglitlerde anlamlar ve inanclarin yorumlanmasi ve aydinlatiimasinda kullanil-
maktadir. Her kurumun kendine 0zgii kiiltiirleri oldugundan yola cikildiginda
s0z konusu bir takim sembollerin de Orgiitteki bireyler agisindan anlamlar fark-
lilagabilir. Bu calismada okul miidiirleri okul kiltiiriinii olumsuz hale getiren ne-
gatif insanlardan bahsetmektedirler (Deal ve Peterson, 1999). Bu her kurumda
olabilecek bir durumdur. Ancak, bu calismada okul miidiirlerinin her seye olum-
suz bakan kisilerle (sabotajcilar, negatifler veya bagka tipolojiler) basetmek bir
stratejilerinin olmadig goriilmektedir.

Giicli okul kiltiirlerinin olusturulabilmesi icin diiristliik, gliven, acik ileti-
sim ve adanma ile, akademik kiiltiir olusturabilme degerler, egitimi gelistirecek
uygulamalar, kisisel deneyimlere dayali profesyonel bakis acisi ve ahlaki bir bakis
acist gereklidir (Besler, 2017).

Bu galismada okul kiiltiiriinii olusumunda miidiirlerin zaman, mekan, ba-
sar1 ve rol temelleri lizerine ortak anlamlar insa etmeye ¢alistig1 goriilmektedir.
Okul miidiirlerinin ve meslekteki tecriibeleri ve calistiklar1 okulun tarihi, gorev
algilarinin ve kurum kiltiiriniin olusumunda etkili olmaktadir. Bunun yani sira
okul miudiirlerinin goérevde gegirdigi zaman, onlarin yonetsel becerileri ve tarz-
larini degistirebilmektedir. Okul miidiirlerinin gérevde gecirdigi zaman, onlarin
yOnetsel becerileri ve tarzlarinin degisiminde etkili olmaktadir. Gorev yillarinin
basinda daha ¢ok kural ve prosediirlerin takibi ve uygulanmasina yogunlasan mii-
diirler, sonraki siireclerde liderlik davraniglarini kazanmaya dnem vermektedir-
ler. Bu acidan yaklasildiginda miidiirlerin yonetsel yaklagiminin zamanla klasik
anlayistan insan iligkileri yaklasgimina dogru degistigi diistintilebilir. Bu durum
ise okulda daha 1limli ve sicak bir kiiltiirii yerlestirmektedir. Midiirlerin en sik
vurguladiklari liderlik 6zellikleri ise etkili iletisim kurmak, sabirli olmak, olaylara
ve kisilere kars1 sakin yaklasmak, adaletli olmak, insana deger vermektir. Turan,
Yildirim ve Aydogdu (2012) tarafindan yapilan ¢alismada da okul miidiirlerinin
kendilerini cogunlukla insan boyutuyla ilgili sorumlu gordiikleri ortaya ¢ikmustir.
Akbaba-Altun (2007) tarafindan yapilan ¢aligmada okul miidiirlerinin kisisel, yo-
netsel ve liderlik yeterliklerine sahip oldugu ve basarinin anahtarini insan iligki-

110



Okulda Ortak Anlamlar Insasinda Miidiirliik

lerine odaklanmak da gordiikleri, okullarini evi gibi benimseyerek sicak atmosfer
yarattiklari, tiim paydaslarla etkili iletim kurduklari, kendilerini okula adadiklari,
okulu demokratik sekilde yonettikleri, problemleri zamaninda ve etkili sekilde
¢ozdiikleri ortaya ¢ikmustir. Okul yasami baglamida Hultman (2001), miidiirle-
rin ne olacagini bilmedigi sadece denedigini ve dogru seyleri yapamaya calistikla-
rin1 umduklarini bu acidan etkinlik deneyimine yapilan eklemelerin gelecekteki
eylemlerini etkiledigini belirtmektedir. Bu ag¢idan bakildiginda deneyimin okul
miidiirlerinin yagsamlarinda yeri olduk¢a 6nemli goriilmektedir. Daha

Kurumun tarihinin ve kahramanlarinin ise iiyelerin tizerinde anlam ingasin-
da etkili bir arac olarak ele alinabilecegi vurgulanmaktadir. Ciinkii kahramanlar,
orgiitteki degerleri aktaran rol modeller olarak goriilmektedir (Bolman ve Deal,
2013; Lunenburg ve Ornstein, 2013). Koklii ge¢gmisi olan kurumlarda calisan mii-
diirlerin, bu okullardan mezun basarili bireyleri, 6grenciler icin bir rol model ola-
rak sunma ve bdylece basar1 ve degerleri yeni nesillere aktarmaya calistigi ortaya
¢ikmistir. Ancak bu calismada yeni kurumlarda ve kurumda yoneticilige yeni bas-
layan miudiirlerde bu siirecin benzer bir bicimde islemedigi de tespit edilmistir.
Bu ¢alismadaki miidiirlerden okulun ge¢misinde 6nemli kisilerden bahsetmeleri
istendiginde, sadece okulun kendilerinden 6nceki midiirlerine kisaca deginmis-
ler ancak bunlar1 bile olumlu yonde kullanmak icin bir ¢aba gosterdiklerini ifade
etmemiglerdir.

Egitim politikalarinda yapilan degisimlerin okul kiltirt tzerinde etkileri
bulunmaktadir. Bu degisimler, zaman zaman miidiirlerin yapabileceklerini si-
nirlandirmaktadir (Parylo, Zepeda & Bengtson, 2012). Ornegin, rotasyon gibi
tepeden yapilan degisimler okul capinda bazen olumsuz etkiler agiga cikartmak-
tadir. Aydogdu-Ozoglu ve Turan (2015) tarafindan yapilan cahismada da okul-
larda 4+4+4 sistemine yonelik degisimlerin kiiltiirel acidan olumsuz sonuglar
dogurduguna ve bunun da calisanlarin ve 6grencilerin bagliliklarina etkisi oldu-
guna deginilmistir. Ayrica okul miidirleri sorumluluklarinin fazla ama yetkile-
rinin az olmast konusunda yonetim siireclerinde sergileyecekleri davranislarda
sinirlandirildiklarini hissetmektedir. Bu tarz uygulamalar mudirlerin gorevlerine
yonelik giic kayb1 yasadiklarini hissettirmektedir. Diger yandan, okula kaynak
saglama gibi konular okullarda ciddi bir sorun olmakla birlikte, bunlarin nasil
kullanilacag énemlidir (Reitzug ve Reeves, 1992). Ornegin, okula kaynak sag-
lama teknik bir sorun iken, saglanan kaynagin egitimsel amaclarla kullanilmasi
bunu sembolik bir hale donistiirecektir. Bu ¢alismada bu konunun teknik bir
konu olarak ele alindigin1 gostermektedir.

Okulda miidiirler agisindan bireye yonelik anlamlandirma siiregleri de ol-
dukc¢a 6nemlidir. Bu baglamda mesleki ve sosyal rollerin nasil anlamlandirildigi,
miudiirlerin yonetsel ve egitsel siirecte sergiledikleri davraniglarda etkili olmak-
tadir. Midiirler, giicli kiiltiir olusturmak icin okul yasaminda iiyeler arasinda
yasanan gruplagsmalar ve farkl alt kiltiirler arasindaki ¢atigmalar1 ortadan kal-
dirmak gerektigini belirtmislerdir. Miidiirlerin meslege yonelik algilari olumlu
ve adanmighg yiiksek personelle yardimlasma, isbirligi yapma, dayanigsma, etkili

111



Elif Aydogdu & Mustafa Sever

iletisim kurma, destekleme gibi 6zelliklere sahip bir kurum kiiltiirtinti daha ko-
lay inga ettikleri ortaya cikmistir. Bunun yani sira midiirlerin, kendilerini birey
olarak ve bir grubun {iyesi olarak farkli anlamlandirma siirecleri bulunmaktadir.
Miidiirler, 6zel ve meslek yasamlar1 ayrimma deginmektedir. Bu siirecte oku-
la ayrilan siirenin 6zel yasamlarma ayrilan siireden fazla olduguna dikkat cek-
mekte ve bu durumu adanmigliklaryla iligskilendirmektedir Bazi katilimcilarin
okul yasamlarinda kendilerini bir ailenin ebeveyni olarak anlamlandirdig: tespit
edilmistir. Akababa-Altun (2007) tarafindan yapilan ¢alismada da bagarili okul
miudiirlerinin sicak bir okul atmosferi olusturmaya calisirken okullarin bir aile
olarak gordiikleri tespit edilmistir. Bu baglamda okul miidiirlerinin karsilikli an-
layis ve saygi temelli bir tarza sahip olduklari, kendilerini okullarina adadiklar:
ve hatta ailelerine yeterince zaman ayiramadiklarini ve 6nceligi okula verdikleri
tespit edilmistir.

Bu calismada midiirlerin biiyiik kisminin 6gretmenlik meslegini isteyerek
ya da bilincli bir sekilde se¢medigi ortaya cikartmistir. Ogretmenlikten yoneti-
cilige gecis siirecinde ise sorun ¢dzme, basariya ulasma ve degisim yapma istegi
gibi etmenler rol oynamaktadir. Akababa-Altun (2007) tarafindan yapilan ga-
lismada ise basarili miidiirlerin yarisindan fazlasinin istemeyerek miidiir oldugu
tespit edilmistir. Ayrica calismada miidiirliik gorevinde basarili olmak icin sadece
istekli olmanin yeterli olmadig1 ve basariin tek bir faktor ya da degiskenle ele
almmamayan karmagik bir dogaya sahip oldugu vurgulanmustir.

Orgiit kiiltiiriiniin 6rgiitsel ve mesleki kimlik ve imaj iizerinde etkisi bulun-
maktadir (Bektag, 2010; Hatch ve Schultz, 1997). Okulda olusturulan anlam diin-
yasit kurum ve meslek kimligine ve imajina tesir etmektedir. Okulda basarmin
nasil algilandiginda 6zellikle okul isleyisinde etkili olmaktadir. Ogrenci ve velinin
beklentileri bu basari algisina gore sekillenmekte; bu beklentiler miidir ve 6gret-
menin mesleki kimligi ve imajina da tesir etmektedir. Bu acidan mevcut sistemin
getirdigi yarismaci kiiltiir 6grenci ve veli beklentilerini ve deger sistemini olum-
suz etkilemekte ve bu baglamda 6gretmen ve mudiir rollerine yonelik beklenti-
leri de degistirmektedir. Diger kiiltiirlerde de benzer bulgulara rastlanmaktadir.
Standart 6lgme bigimleri 6gretimi sosyo-ekonomik diizey araciligiyla etkilemekte
ve bu zamanla 6gretmenlerin fark olusturabilecekleri konusunda kendi inangla-
rinin zayiflamasina yol agmaktadir. Inang olusturma grup ve birey yasanmighk
deneyimlerine dayali olarak ortaya cikar ve bunlarin ge¢misinin yeniden yorum-
lanmasidir. Inanclar okulda cok 6nemlidir ve 6grenci kapasitesi gibi konularda
temel degerleri (6grenebilir-sinirli gibi) temsil ederler. Bunlar1 olusturabilmek
icin miidirin harekete gecmesi gerekmektedir ¢iimkii davranislar kelimelerden
daha giicliidiir (Deal ve Peterson, 1999). Inanclar icin sadece sonuglar degil sii-
regler de en az sonuglar kadar 6nemlidir (Reitzug ve Reeves, 1992). Okul mii-
dirleri siireci de sonuclar kadar 6nemsedikleri takdirde, okullarda egitime iliskin
daha olumlu inanglar olusturabilirler.

Okulda mekanlarin kiltiir olusumu siirecinde 6nemi biiyiiktiir. Ortak
mekanlarin benzer anlamlari icerdiginde grup iiyeleri arasinda birliktelik ve be-
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raberlik sagladig1 dikkat ¢ekmektedir. Ortak mekéanlarin olmasi, okulda payla-
simi artirarak iletisimi kuvvetlendirmektedir. Hultman (2001), agdaki drimeek
metaforuyla liderin kiiltiiriin olusturulma siirecinde okuldaki iligskilerin merke-
zinde yer aldigina dikkat ¢ekmistir. S6z konusu calismada okul miidiiriiniin okul-
daki tiim kaynaklar1 ve mekénlar: iiyelerin kullanimina actig1, agik kapr politi-
kas1 uyguladigi ve bu baglamda goriiniir oldugu tespit edilmistir. Bu calismada
okul miidiirleri, bu mekanlarin kullaniminda c¢esitlilik yaratmaya calismaktadir.
Bu alanlarda torenler, toplantilar, kermesler, yarigmalar, dinletiler yapmakta
ve veli, gretmen, yonetici, 0grenciyi bir araya getirerek ortak degerleri aktar-
makta, bu aktarim siirecinde ise dili iyi bir sembol olarak kullanmaya ¢aligmak-
tadirlar. Okul miidiiriiniin siklikla iletisim kanallarii kullanarak 6gretmen ve
ogrencilerle temas hallinde olmayi tercih ettikleri belirlenmistir. Diger yandan,
okul miidiirlerinin ifadeleri genellikle 6gretmenlerle kurulan tek yonli iletisi-
me isaret etmektedir. Okul midiirleri kendilerinin elestirildikleri durumlardan
bahsetmemektedirler. Bu durum bu okullarda var olan iletisimin gercekten agik
olup olmadigi sorusunu giindeme getirmektedir. Bates (1984) boyle durumlarda
yoneticilerin entelektiiel bir yaklasimi degil, kendi inanclarini sezgisel olarak ifa-
de edebildiklerini belirtmektedir.

Okullarda bir takim mekanlarin ve etkinliklerin kaynak saglayici olarak kul-
lanildig1 da goriilmiistiir. Bunun yani sira katilimeilarin mekansal sembolleri okul
yasaminda adalet, esitlik gibi ortak degerleri aktarim i¢in kullanmaya caligtig
gOriilmiistiir. Sergiovanni (2001), sembolik giicii okulda dolagsma, sinif ziyaretleri
yapma, Ogrencilerle birlikte vakit gecirme, seremoni, ritiiel ve belirli giine yonelik
toplantilara bagkanlik etme, rol model olma konular1 baglaminda ele almaktadir.
Bu baglamda okullara kiiltiirtin olusumu ve stirdiiriilmesi siirecinde mudiirlerin
basvurdugu bir gii¢ ¢esidi oldugu goriilmektedir. Buna karsilik, Maslow’un ve
Herzberg’in (Adair, 2009) motivasyon kuramlari birlikte diistiniildiigiinde, fiziki
yapilarin gelistirilmesi daha tist egitimsel amaclarla iligkilendirilemediginde, ya
temel ihtiyaglarin karsilanmasi veya hijyen faktorleri olarak ele alinabilir. Yani,
fiziki yapiin gelistirilmesi memnuniyet saglayabilir ama okul personelini olumlu
yonde giidiilemeyebilir.

Sergiovanni’ye gore (2001), bir okulun yeterli hale gelmesi icin miidiiriin
teknik, insani ve egitimsel araclari etkili kullanmasi gerekir. Okulun miikemmel
hale gelmesi icin ise, miidiiriin sembolik ve kiiltiirel faktorleri etkili kullanmasi
gerekir. Bu calisma sonuclarina gore; okul miidiirlerinin okullarini yeterli hale
getirebilmeleri igcin sembolik ve kiiltiirel faktorleri etkili kullanamadiklari, teknik
konularda bile zorlandiklar1 goriilmektedir.

Calismadan elde edilen bu sonuglar dogrultusunda su 6neriler sunulabilir:

Okul miidiirleri, gorevlerine iligkin farkli zamansal donemlerde farkli an-
lamlara sahip olmaktadir. Bu acidan s6z konusu anlamlarin yonetici ve liderlik
davraniglarina ait giinliik yagam pratiklerini etkiledigi goriilmektedir. Okul mii-
diirlerinin ilk yillarindan baslayarak bu anlamlandirma stirecindeki gelisim asa-
malarini ortaya koyan ve buna yonelik siireci modelleyen uzun vadeli gozlemlere
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dayali ¢caligmalarin yapilmasi uygun olabilir. Boylece yonetici ya da lider yetistir-
meye doniik programlarin igeriginde kullanilacak detayl bilgiler elde edilebilir.

Okul mudiirlerinin, okul kiiltiiriinii olusturma, siirdiirme ve degistirme siire-
cin yagadig1 en biiyiik sorunlar sik sik yapilan politika degisiklikleridir. Egitim sis-
teminde aniden yapilan degisimlerin okullarin kiiltiirii, kurumsal imaji ve mesle-
ki kimligi agisindan ne gibi etkiler yarattigi ortaya koyan ¢alismalar tasarlanabilir.

Bu arastirmada okul miidiirlerinin okul kiiltiiriiniin olusturulmasi ya da siir-
dirtilmesi baglaminda kullandiklari sembollerden yola cikilarak giinliik yasam
pratiklerine dair bilgiler ele alinmistir. Bu sembollerin fark edilmesi ve yeni an-
lamlarin ingasi siirecinde mudiirlerin dikkat etmesi gereken noktalari uygulamali
bicimde ele alan 6rnek olay tasarilarini iceren ve bunun etkililigi belirleyen calis-
malar desenlenebilir. Bu tarz calismalar 6zellikle okula yeni atanan mudiirlerin
egitiminde faydali olabilir.

Bu calismanin bir sinirhilig verilerin sadece okul miidiirlerinden toplanma-
sidir. Okulda 6gretmen, 0grenci, veli ve diger personel den de veri toplanarak
benzer caligmalarin yapilmasi, okulda anlam olusturma siirecini daha saglikli an-
lamamizi saglayabilir.
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