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tinguished. Results indicate that the 
more constructive teacher’s self-image, 
the more positive perception of princi-
pal. The main conclusion for educational 
leadership is that the perception of prin-
cipal depends not only on the headmas-
ter work quality, but also on the personal 
experience and functioning of teachers.
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Introduction

The principal and teachers (apart from 
students and their parents) are the main 
actors of the school life. Their specific 
role results from the fact that they cre-
ate the social climate and organisational 
culture of the school environment, which 
are important for the learning process. 
The two subjects make up the team of 

Abstract

This study investigated the relation 
between personal functioning of teach-
ers and their perceptions of the school 
principal. It was assumed that teachers 
with more constructive personal func-
tioning have more positive perception of 
the principal. The relation between these 
two factors is described as important for 
the quality of principal cooperation with 
teachers and for the school as a learn-
ing organisation. The Adjective Check 
List was administered to 140 teachers 
from lower secondary school located 
in different cities. The ACL was used 
in three versions: “what you are like”, 
“how you would like to be” and “what 
your school principal is like”. Based on 
the results four groups of teachers with 
different personal functioning was dis-
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employees. What should consolidate 
this team is striving to achieve a shared 
goal resulting from the nature of the in-
stitution and needs of the team members. 
The task of the school professionals is to 
create the best conditions which would 
facilitate comprehensive development 
of the students. The final result of this 
educational process should be a mature 
student, adapted to the conditions of liv-
ing in the contemporary world and able 
to cope with the challenges this world 
brings. The challenge which the teaching 
staff have to face is difficult, because a 
graduate profile changes together with 
the changing world, and the students 
have different educational and devel-
opmental needs. Such a state of affairs 
requires constant development of the 
teachers. School in particular is predis-
posed to become a learning organisation. 

School as a learning organisation 

A learning organisation is an organ-
isation where people continually ex-
pand their capacity to create the results 
they truly desire, where new patterns 
of non-stereotypical thinking are nur-
tured, where collective aspiration is set 
free and where people are continually 
learning. A learning organisation is an 
organisation skilled at creating, acquir-
ing, and transferring knowledge, and at 
modifying its behaviour to reflect new 
knowledge and insights (Senge 2012).

According to Kaziemierska, Lachow-
icz and Piotrowska (2016), the distinctive 

features of a learning organisation include:
• learning from mistakes;
• openness to accept feedback

about itself;
• continuous training of personnel

and implementing scheduled training;
• management-stimulated person-

nel development;
• delegating powers and decentrali-

sation of decision-making centres;
• taking risk, encouraging to

experiment;
• openness to risk-taking, new

methods of operation (I will do it in a dif-
ferent way);

• frequent critical reviews of bind-
ing operational procedures;

• searching for ways of improving
work effectiveness;

• taking decisions based on facts.

In turn, based on the analysis of the 
concept by P.M. Senge, M. Nowacka-Sa-
hin (2016) has proposed the three main 
features of a learning organisation (fig. 1):

1. Openness to the opin-
ion of each member of the organisa-
tion leading to the creation of the cul-
ture of diverse opinions and views.

2. Ability to make use of the ex-
perience of all members of the organisation.

 3. Open communication 
between the management and staff 
which leads to exchange of views and 
experience (no dividing lines result-
ing from the organisational structure)
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To classify a school as a learning or-
ganisation, according to P.M. Senge 
(2012) it should use the following five 
key component technologies:

1. systems thinking,
2. personal mastery,
3. mental models,
4. shared vision
5. and team learning.

The model by P.M. Senge perfectly fits 
in the goals and tasks as well as rules of 
school functioning. There are several im-
portant arguments in favour of this con-
cept:

School is a system consisting of nu-
merous interacting subsystems. Efficient 
operation of each of the system compo-
nents generates quality of functioning of 
the whole system. Consequently, prob-
lems which emerge at school should be 
analysed in the context of an inefficient 
system. If school problems are systemic 
in nature, then the main object of impact 
should be the school environment, i.e. the 
staff, students and parents.

People make up the school environ-
ment, and their efficiency - striving for 
excellence, sets the limits for the devel-
opment of the whole organisation. With-
out continuous development of the school 
staff, this organisation will not be able to 
cope with the ongoing problems, chal-
lenges and changes taking place in the 
environment.

Each and every institution (and school 
above all) should strive to achieve 
self-fulfilment, which is a state which 
justifies its existence in a satisfactory 

way. To reach this state, avoid frustration, 
pointless drifting and chaotic procedures, 
an institution formulates its mission and 
vision. Hence, the main task of the school 
personnel is to develop general goals and 
ways of achieving such goals which will 
be shared by all the school staff.

Fulfilment of such goals will be super-
vised by the team of employees with the 
principal as their leader. Cooperation of 
this team is the condition for successful 
implementation of accepted goals and 
quality of functioning.

Conditions for effective cooperation of 
the teaching team

In the realities of a Polish school, 
changes taking place in the teaching team 
are well reflected with the evolution of 
terms describing the teaching staff. So, 
several decades ago, this team was called 
the “teaching body” (literally), then 
(about several years ago) a term “teach-
ing circle” (literally) was coined. Now, 
the term used most often is the “teaching 
council” (literally). Assuming that the 
language follows the changing reality, we 
should notice that these changes reflect 
the processes taking place in the structure 
of the group and mutual relations of its 
members. The terms above are a good 
reflection of the organisational culture of 
the teaching staff. In turn, the process of 
changing the meaning of the cited terms 
leads to a more rigid structure and mini-
mised relations between members of the 
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teaching staff. The term “body” used to 
describe a relation between the elements 
composing a whole, assumes a dynamic 
and synchronised whole. The above can-
not be used to describe a “council”, which 
is associated rather with a hardly dynamic 
object and with limited relations between 
members of this “council”.

Assuming that the above delibera-
tions are reflected in the reality of work 
of teaching teams, it would be valua-
ble to identify the key features which a 
well-functioning team should demon-
strate. A well-functioning team:

• Understands its goals and tasks
and aims to achieve them,

• Is flexible in adapting its mode of
operation to the assumed goals,

• Communication and understand-
ing among its members are on a high 
level. Individual feelings, opinions and 
views of all its members are presented in 
a direct and open way,

• Is able to start and complete the
decision-making process. At the same 
time, it thoroughly analyses the point of 
view of the minority and ensures that all 
members participate in taking all crucial 
decisions,

• Achieves balance between effec-
tiveness of team activities and fulfilment 
of individual needs,

• Ensures sharing responsibility by
all its members. Everybody can come up 
with their ideas, develop and work on the 
projects of others, give opinion, check 
feasibility of potential decisions, and 
otherwise contribute to achieving goals 

assumed by the group and to its proper 
functioning,

• Has its identity, but does not re-
strict the independence of its members,

• Makes appropriate use of the
skills of its members,

• Is objective in evaluating its func-
tioning, Does not avoid its own problems 
and is able to modify its activities,

• Keeps balance between heart and
head and creatively uses emotions of its 
members,

• Is aware of the processes taking
place within the team.

The features of an efficient team enu-
merated above coincide with the assump-
tions of a learning organisation. They 
are known to the public. Every principal 
holding the office will agree with them 
(at least in theory). So why so few teams 
are able to achieve such a level of func-
tioning? Maybe it is the result of relations 
between people who make up teams and 
their mutual perception, following the as-
sumption: your perception of the world 
affects the way you move around it?

To address these questions, it is neces-
sary to introduce the term of perception 
of the principal in the context of the stud-
ies of the subject matter.

Perception of the principal and func-
tioning of teachers

The mode of perception of the school 
principal has been the subject of numer-
ous analyses conducted mostly in the 
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context of evaluating the quality of their 
work and leadership. 

In general, teachers perceive the role 
of the principal as highly important for 
the functioning of the school environ-
ment, teaching staff and their own partici-
pation in it (Newton and others, 1999). In 
teachers’ perception, the principal is the 
most important person in the school envi-
ronment. Their power and ability to influ-
ence others may be supportive or destruc-
tive for the life of the school, students and 
the staff. The principal’s tasks are per-
ceived by teachers as complex, being the 
source of personal growth and personal 
satisfaction. On the other hand, the same 
tasks may be the source of stress, may be 
highly time-consuming and require high 
workload, may be difficult and rarely be 
met with gratitude. The principal is the 
person who should follow high ethical 
standards, be an authority, open to others, 
understanding and supportive. The qual-
ity of cooperation between the principal 
and the staff is decisive for the trust of the 
colleagues, the school climate, initiatives 
undertaken, educational achievements 
and the school image in the community.

In their studies, Hauserman and others 
(2013) have distinguished two groups of 
teachers who differed in perceptions of the 
school principal and assessment of their 
competences. The first group comprised 
teachers who perceived the principal as 
highly engaged in work and actively par-
ticipating in the school life. In their opin-
ion, the principal’s knowledge about the 
school, i.e. the staff, students, successes 

and failures of each class, is very good. In 
the decision-making process they focus 
on what is best for the students and staff, 
they are open to discussion, questions and 
hold high expectations for their staff. They 
are available to others, interested in suc-
cesses and progress in the work of others. 
The other group in Hauserman’s studies 
(2013) included teachers who perceived 
their superior is unapproachable, having 
marginal influence on the real school life 
and behaviour of others. A principal ful-
filling their role in this way does not mon-
itor the work of others, and does not en-
courage growth of students and teachers. 
The teachers from this group perceived 
the principal’s cooperation with others 
as limited to a narrow group of teachers. 
In their opinion, the principal takes deci-
sions regarding changes in the school en-
vironment, however does not participate 
in their implementation, delegating tasks 
to subordinate staff. Difference in the 
quality of work was observed between the 
two groups of teachers with different per-
ceptions of their principal. The teachers 
perceiving the principal as engaged, had 
greater satisfaction from performing their 
duties, a sense of meaning of their work 
and were convinced of their effectiveness 
in performing tasks. They showed greater 
motivation to work as a team.

The research done by Bayler and Oz-
can (2012) confirmed a relationship be-
tween the principal’s leadership style 
perceived by teachers and the quality of 
teachers’ work. The teachers who thought 
that the principal was active and engaged 
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(transformational leadership) were at the 
same time more open to self-develop-
ment. It was accompanied by high moti-
vation to work, involvement in school life 
and openness to implementing changes. 
At the same time, the teachers perceived 
the following principal’s characteristics, 
which they found supportive:

• Communication skills,
• Ability to motivate others to work,
• Adequacy of displayed compe-

tences to the requirements for the posi-
tion,

• Readiness to listen to others and
openness to the observations of others,

Sharing plans and vision of work,
• Support in growth and searching

for new working methods,
• Readiness to take risk in the situa-

tion of implementing constructive chang-
es in the school.

Similar conclusions were drawn in 
Kadi’s research (2015). Teachers with 
low involvement and poor motivation to 
work noticed in the principal the charac-
teristics similar to those which described 
their own behaviour. They had negative 
opinions about their superior’s work. 
They observed lack of interest in students 
and staff, avoiding responsibility, lack of 
decision-making abilities. They thought 
that the principal rarely communicated 
with the team, did not provide feedback 
about the quality of teachers’ work and 
did little to support staff growth.

It turns out from the surveys presented 
above that perception of the principal’s 

role is linked with the quality of teach-
ers’ work, which in turn translates into 
readiness to cooperate with the teaching 
staff. Direct relation between the two di-
mensions was the subject of studies con-
ducted by Berebitsky and others (2014). 
Obtained results showed that the higher 
support in implementing changes and 
innovation perceived in principals, the 
greater teachers’ readiness to cooperate. 
Teachers perceiving principal support 
also had better assessment of effective-
ness of team communication.

High level of satisfaction from the 
teaching profession is linked with the lev-
el of interpersonal skills observed in the 
principal and the school’s organisational 
climate. As Waruwu points out (2015), 
greater satisfaction from performed 
tasks was demonstrated by teachers who 
thought that their superior was a person 
actively listening to others, showing em-
pathy and communicating clearly and 
precisely.

Methods
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Table 2. Number of teachers in created clus-
ters 

 

Further on, the four groups of teachers 
were compared with relation to the imag-
es tested with ACL. One-factor analysis of 
variance (ANOVA) with post-hoc tests was 
applied, taking into account different sizes of 
compared groups and results of homogeneity 
of variance tests.

ANALYSIS OF RESULTS
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Teachers from group one see few po-
sitive features in the principal. At the 
same time, they cannot see as many ne-
gative features as members of group 
three. In their perception, it is a person 
efficient in performing tasks. First of all 
ambitious and working towards set goals 
(Ach, Iss). Performs tasks in an orderly 
and persistent manner (End and Ord). In 
teachers’ opinion, is also able to efficien-
tly manage the work of others (Dom). 
According to teachers from group one, 
the principal has difficulties functioning, 
understanding themselves and others and 
in interpersonal relations (Int, Nur, Fav, 
Het). This results from excessive self-
-focus and aggressive behaviours (Aut,
Agg). The profile is completed with the

critical attitude towards themselves and 
the surroundings (CP). In the perception  
of teachers from group one, the principal 
has difficulties acknowledging their we-
aknesses and adapting in personal and 
professional relations (Aba, P-Adj).
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Personality prerequisites of teachers 
in the principal’s perception
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The ideal image of development of 
teachers from group three is focused 
around high expectations in the area 
of self-fulfilment and functioning in 
task-oriented situations. They would like 
to see both, their own limitations and as-
sets (Fav, Unf). They wish to prove them-
selves by skilful goal setting and efficient 
task performance. They aim at self-dis-
cipline and maintaining internal order at 
work. They wish to plan their activities 
carefully and aim at their completion with 

persistence and consistency, avoiding un-
necessary distraction. They would like to 
experience optimism and energy, which 
would drive others to cooperation (Iss, 
Ord, End, Dom, Ach). By efficient oper-
ation, they would like to get the sense of 
confidence in themselves and independ-
ence in social relations (S-Cd, Suc, Aba, 
Def). They wish to build self-confidence 
on task orientation and independence at 
the expense of good interpersonal re-
lations. They are ready to put their own 

Chart 4 Actual image, ideal image and the principal’s image in perception of teachers 
from group 3
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interest before the feelings and needs of 
others (Exh, Aut, Agg, Int, Nur, Aff, Het, 
Fem).

To sum up, two risky tendencies should 
be noticed in the ideal image of the sub-
jects from group three. The first one is un-
constructive expectations regarding their 
own functioning - aiming at perfection-
ism in task performance at the expense 
of good relations with others. The other 
tendency is a significant discrepancy in 
selected areas of functioning between the 
actual and ideal image. This may lead to 
blocking development tendencies of the 
subjects, and this in turn may lead to frus-
tration.
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In the ideal image of development of 
teachers from group four we can observe 
the need to be strong, dynamic and confi-
dent. They strive to acquire the skill of ef-
ficient goal achievement and performance 
of assigned tasks. They wish to function 
well in task-oriented situations, carry out 
tasks and be determined in pursuit of the 
goal. They want to act efficiently, with 
the sense of strength and involvement, 
and skilfully manage others (Iss,P-Adj, 
S-Cdf, Dom, Ach, Ord, End). In social
relations, they aim to be independent and
individual. They also wish to be the cen-
tre of attention of others, be able to stand
up for their cause and be independent of

expectations of others (Agg, Aut, Exh, 
Fem). In the majority of dimensions, the 
direction of expected changes in person-
al functioning is constructive. However, 
a significant discrepancy between the 
actual and ideal image suggests blocked 
development tendencies. This might turn 
out to be a hindrance for the subjects to 
achieve the desired success in work on 
themselves.

Summary 

The purpose of the studies described 
in this article was to define the relation 

Chart 5 Actual image, ideal image and the principal’s image in perception of teachers 
from group 4
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between perception of the principal and 
personality of teachers. Selecting four 
groups of teachers in the cluster analy-
sis, which differ in their perception of the 
principal, points to the personality-based 
perception. A regularity emerges from the 
research that the more constructive the 
self-image, the more positive perception 
of the principal. A similar regularity re-
fers to an ideal image.

Also, specific recommendations for 
principals result from these studies.

1. They should be aware that
their perception does not depend only on 
the quality of their operation, but is also a 
derivative of what their subordinates ex-
perience.

2. It would be appropriate
for principals to realise that the group of 
teachers they work with is not homoge-
nous,

3. and this should result in a
diversified offer of support for them.

4. In cooperating with teach-
ers, the principal should use various forms 
of cooperation and communication. 
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