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ABSTRACT

The aim of this study is to examine the
opinions of school administrators about the
problems they have experienced in the course
of the Covid-19 pandemic to reveal the
administrative problems and make suggestions
to improve the process during the crises. The
research was carried out with a qualitative
research method: a case study. The study group
of the research consists of 12 school principals
working in primary, secondary and high
schools. The research data were gathered
through online interviews and a semi-
structured interview form was used during the
interviews. The content analysis was applied,
codes and themes were determined from the
gathered data and findings revealed four main
themes: Coordination problems between the
ministry and the provinces, communication

0z

Bu calismanin amaci, okul yoneticilerinin Covid-19
pandemisi siirecinde yasadiklari sorunlara iliskin
gorislerini incelemek, yonetsel sorunlart ortaya
citkarmak ve krizler sirasinda siireci iyilestirmeye
yonelik 6nerilerde bulunmaktir. Arastirma nitel
arastirma yontemi olan bir durum calismast ile
yuritilmistir. Arastrmanin  ¢alisma grubunu
ilkokul, ortaokul ve liselerde gorev yapan 12 okul
mudiri  olusturmaktadir.  Arastirma  verileri
cevrimici  goriismeler yoluyla toplanmis ve
goriismeler strasinda yart yapilandirilmig gérissme
formu kullanimustir. Tgerik analizi uygulanmis,
toplanan verilerden kodlar ve temalar belitlenmis
ve bulgular dort ana temayr ortaya ¢ikarmistir:
Bakanlik ile iller arasindaki koordinasyon sorunlari,
okul yoneticileri ile diger egitim paydaslart
arasindaki iletisim sorunlari, teknoloji ile ilgili
sorunlar ve kurumsal sorunlar. Arastirma, egitim

problems problems between the school administrators —yonetiminin kriz dénemlerinde karar verme,
and other education stakeholders, problems planlama, iletisim ve koordinasyon siireclerinde
related to technology and institutional yasanabilecek sorunlari ortaya koymustur. Bu
problems. The research revealed the problems baglamda arastirma, bir  kriz  durumunda
that can be experienced in the decision, gelecekteki uygulamalar icin fikir verici olmast
planning, communication and cootdination y6niyle 6nemlidir.
processes of the education administration
during the crisis. In this respect, the research is
important as it provides insights for future
implementations in case of a crisis.
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Introduction

The deadly virus was first seen in Wuhan, China spread quickly and affected a great number of countries in a
few months. The disease caused by this virus called as COVID-19 has created chaos in the world by affecting
the lives of millions deeply. With these staggering results, it was declared as a pandemic by the World Health
Otrganization as of March 11, 2020 (WHO, 2020). Looking at the educational dimension of the pandemic, it is
seen that almost in all countries education is suspended due to Covid-19 and each country has offered different
practices and various resources for students, teachers and parents (Eken, Tosun & Tuzcu-Eken, 2020).
Nevertheless, the typical reaction of the countries against the pandemic was closing the schools temporarily and
applying the strategies of distance education, because distance learning is a form of teaching in which the learner
and the instructors are located at different times and places and the interaction between them takes place
through electronic communication means (Aydin, 2005). The restrictions between learners and educators and
learning sources can be removed through distance education (Bozkurt, 2017). The fact that distance education
is independent of time and place has provided an advantage during the pandemic. In addition, in distance
education, students can take initiative, manage the process according to their learning speed and level of
understanding (Ozdogan & Berkant, 2020). So it has been considered as the best alternative way of education
to block the spread of the virus in densely affected countries (Telli-Yamammoto & Altun, 2020).

In schools, as in all organizations, decision-making and problem-solving are the main reasons for the existence
of administration. Like all social institutions, schools are affected positively or negatively by changes,
developments and crises. Adapting schools to these changes is among the duties of the school administration
(Cinkir, 2010). With the distance education practices, school administrators have had a more unifying role
among teachers, students and parents. They have established a bridge for all stakeholders by informing them
about new arrangements, designing interaction channels between teachers and parents, leading educational
programs, and organizing training for educators. They have had significant responsibilities to plan and carry out
the distance education, however, they have also had problems and challenges. In this respect, it is very crucial
to find out their experiences, challenges and opinions to reveal how adaptive a school system can be during
crises. School administrators play a major role in the uninterrupted continuation of education and training even
in times of crisis. This research aims to shed light to the views of education administrators. There are limited
studies in the literature that deal with the administrative difficulties experienced by school administrators during
the pandemic, and this study is important in this respect as well. In the research it is aimed to reveal:

*  What are the administrative problems school principals have experienced during the pandemic, in terms
of decision making and fulfilling responsibilities?

*  What are the administrative problems school principals have experienced during the pandemic, in terms
of communication and governance?

Turkiye's Education Strategy during the Pandemic

From the date of 11th of March 2020, on which the first Covid-19 case was detected, the Ministry of Education
started to take action. Primarily, schools at all levels were closed temporarily to protect against infection among
education stakeholders (Ozer, 2020a). According to the calendar announced at the beginning of the academic
year, the interim holiday, which was planned to be implemented on 23-27 March, was drawn on an earlier date
of 16-20 March. (MEB [MoNE]|, 2020c). However, with the rapid increase in the number of cases and the
recommendation of the council of the Ministry of Health and Scientific Committee, which was constituted after
the outbreak, the period was extended until the end of May (Ozer, 2020a). During the break, arrangements were
completed and as of March 23rd, distance education was put into practice. On April 13th, live virtual classroom
courses were started to be given for 8th graders, high school preparatory classes and 12th-grade students. The
range of the courses was extended to all grade levels a week later (MEB, 2020c¢). In this process, the central
exam dates for placement were also rescheduled. These decisions ceased the educational activities at schools
and approximately 18 million students remained out of their classes (Ozer, 2020a).

After the lockdown decision, MoNE announced that education services would be provided as distance

education through the digital platform of Educational Informatics Network (EBA), and Turkiye Radio and

Television Corporation (TRT). Protocols have been signed with TRT in order to facilitate the access of students

to distance education via television. With its human resources, MoNE produced the course contents needed for

distance education in a short time and these contents were made available to students through EBA and TRT
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(Ozer, 2020a, 2020b). In other words, distance education was carried out through two main means; the first one
is EBA, which aims to provide digital learning materials that can be updated; the second one is a TV channel
presenting video lessons parallel to the designed education program (Celikdemir, 2020).

Educational Informatics Network (EBA)

EBA is a digital learning portal developed in 2011 and has been used by students and teachers since then. It
includes educational materials that support the curriculum such as videos, e-books, tests, documentaries and
activities related to school subjects. This portal provides both teachers and students from pre-school to high
school level with various learning materials and activities so that teachers can give assignments to students via
it. The portal is also appropriate for self-study, it provides students with tasks that are proper for their academic
needs, in this way, students are free to select the topics on which they want to focus and follow online courses.
Due to the fact that the portal allows uploading video recordings of courses, it has been an effective means for
distance education. The courses have been designed and structured in a way that students can follow easily
without any conflicts (Ozer, 2020b).

Turkiye Radio and Television Cotporation (TRT)

TRT is a Turkish national television channel owned by the state and it has played a critical role during the
process of compulsory suspension. EBA TV which broadcasts educational programs is embedded into TRT
and it has been presenting course videos about school subjects (Zan & Zan, 2020). EBA TV is provided as an
option for students who don’t have an internet connection and the technological devices necessary to follow
online courses (Ozer, 2020b).

The crisis created by the pandemic has also given way to some positive developments, vocational and technical
education has come to the fore with their remarkable contributions to meeting the needs of society. Research
and development activities were accelerated and the capacity was increased in educational institutions where
medical production was carried out; thus, cooperation between the education and health sectors was
strengthened. The production of the disinfectants and cleaning materials was carried out in the vocational and
technical education institutions and the cleaning needs of more than 50.000 schools were provided with these
productions (Ozer, 2020c).

Methodology

Research Design

This study was conducted in a qualitative design in order to reveal the problems faced by school administrators
during the pandemic. The study is also a case study since it particularly focuses on the problems experienced by
school administrators during the pandemic period. Case study is a qualitative research approach in which the
researcher examines one or several situations in depth and reveals the themes related to these situations
(Creswell, Hanson, Clark Plano & Morales, 2007).

Before starting the research, the ethical approval was taken from the university’s human research ethics
committee in order to ensure ethical compliance. During the whole process, ethical principles were taken into
consideration and the participants were informed that they could withdraw from the research at any time they
want.

Study Group

The study group of the research consists of 12 school principals working in primary, secondary and high schools
in the province of Nigde, in the 2020-2021 academic year. The maximum diversity sampling method, one of the
purposeful sampling methods, was used while the study group was formed. The aim of maximum diversity
sampling is to create a small sample and increase the diversity of the people involved in the research (Yildirim
& Simsek, 2013). Accordingly, the school principals participating in the study were selected from different
education levels; primary school, secondary school and high school. The participants were given code names as
A1, A2, A3 etc. to refer participants and A stands for administrator.
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Table 1. Demographic features of the participants

Participant Gender Educational level Professional experience
Al Female Primary School 10
A2 Male Primary School 18
A3 Male Primary School 22
A4 Male Primary School 20
A5 Female Secondary School 12
A6 Female Secondary School 17
A7 Female Secondary School 15
A8 Male Secondary School 12
A9 Male High School 21
A10 Male High School 16
All Male High School 19
Al2 Male High School 23

Data Collection Tool

After having a certain level of the previous study about the research topic, semi-structured interview form was
prepared in the light of previous knowledge and within the frame of the interview guide. The interview guide
provides a focused structure for the discussion and covers the main topics (Barriball & While, 1994). Before the
interview form was finalized, expert opinion was taken and the suitability of the questions was confirmed. Due
to the fact that study group of the research includes school principals, expert opinion is asked from two faculty
members who have a doctorate degree in educational administration. In this study, data were collected through
semi-structured interviews, however, to confirm the coverage and relevance of the content of the interview
questions a pilot testing was carried out. It is a small —scale trial of a larger piece of research (Teijlingen &
Hundley, 2001). Harding (2013), states that before embarking into the study, it is beneficial to pilot the interview
questions and do necessary adjustments. In the piloting process, two school principals were included in the
interview. After the testing phase, necessary changes and adjustments were done to fit the questions to the
research aims. Repetitive questions that aim to ask similar points and questions out of context or redundant
were omitted. Then main research was started. The interviews were recorded with the permission of the
participants and transcribed for analysis, all interviews were organized as word documents. Then, these
documents were sent to the interviewees via e-mail. At this point, the interviewees were asked to review their
statements. Thus, the participants reviewed the statements that they wanted to correct, that could cause
misunderstanding, or that they thought were missing. Finally, after the necessary corrections, the transcripts
approved by the participants were included in the analysis process.

Data Analysis

Content analysis was used to analyze the data, firstly, audio recordings were transcribed. In order to obtain a
general perspective, intermittent readings were made several times. To identify the codes in each section, the
data obtained were divided into sections in the context of sub-problems. The answers given by each participant
regarding the sub-problem were gathered together and the coding process was started by the researcher. The
data were divided into meaningtul sections and descriptive names were given to these sections. These names
formed the codes of the research. A code list was created by examining all data. The codes were re-evaluated
during the data analysis process and updates were made regarding the codes. The common aspects between the
codes were identified, categorized, and finally the themes were reached.

Validity and Reliability

Validity is related to the extent to which the findings, results, and interpretations of the researcher reflect the
truth, for the research to be valid, the data obtained by the researcher must reflect the real situation (Yildirim &
Simsek, 2013). In order to increase the validity of this research, participant confirmation was asked in the study.
After the interviews were transcribed, the participants were contacted again and asked to confirm the contents
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of the interview. This method is called as participant validation (Long, Johnson & Rigour, 2000) or member
reflections (Tracy, 2010). It a process in which original respondents are asked to check the accuracy of the study
in the areas of descriptions (Bloor, 1978; Creswell, 2002; Slettebe, 2020). This helps researchers improve the
trustworthiness of the study.

Also, during the interviews, the researcher reminded the participants of the confidentiality policy of the research
at every stage to prevent the participants from hiding their true thoughts and experiences. The researcher also
avoided comments and explanations that could affect the views of the participant during the interviews.
Researchers should avoid being subjective (Myers, 2000), be careful not to include their own values or attitudes
in the research findings (Sharts-Hopko, 2002). Reliability in qualitative research means that the research process
and findings are presented in a clear and understandable way so that external evaluators can check the
consistency of the research (Lincoln & Guba, 1985). In this study, the research; pattern, sample determination
method, information on data collection tools and analysis process are presented in detail. Within the framework
of the process approach, codes, sub-categories and categories were created. In order not to add bias to the
research, quotations that reflect the whole are included and the research process has been described in detail.
The researcher used researcher diversification to ensure internal reliability. Expert opinion was taken during the
development of the data collection tools and the analysis of the data. In the analysis of the data, the data source
was coded separately by the researcher and a different expert in the field, and the consistency between the
codings was compared.

Findings

The research findings were presented in line with the sub-problems. The interviews conducted and the
documents examined were the source of the research findings. The themes and codes obtained as a result of
the content analysis are given in Table 2.

Table 2. Themes and codes
Themes Codes

Coordination and organization problems Ineffective planning of the process

Lack of uniformity in implementations

Communicational problems Delay in official correspondence

Obsolete contact information

Technological Problems Insufficiency of internet and distance education
infrastructure

Technological incompetency of educational stakeholders

Institutional Problems Hybrid learning environment difficulties

Hygiene and safety problems

Coordination and organization problems

With the closure of schools and the transition to distance education, teachers and students started to participate
in educational activities at home, but school principals and vice-principals were on duty in their offices at the
school buildings. The ministry became the sole and most authoritative institution to determine how the process
would proceed, and all education administrators were responsible for passively waiting for decisions to be made.

Although school principals had no direct influence on the decision-making, they were held responsible for
coordinating the crisis process. In this context, school administrators think that implementations were started
without effective planning, especially in the first months of the pandemic. The necessity of making quick and
effective decisions created by the crisis environment caused some decisions to be taken without an adequate
exchange of ideas so that the decision process could not be carried out effectively and caused confusion from
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time to time. Due to the confusion, the decisions made by the ministry became difficult to understand and
interpret correctly, resulting in the emergence of different practices based on the same decision. The lack of
detailed explanations regarding the implementation caused the school administrators to disagree on the same
issue in the beginning.

Inefiective planning of the process

With the announcement of the pandemic, the MoNE had to intervene in the education system immediately. In
this process, very rapid decisions were taken by the ministry in a short time. This situation caused difficulties in
the implementation of the decisions taken and similarly, there were not enough planning opportunities, for
instance, it was difficult to transmit the decisions taken at the ministerial level to schools and to express
expectations clearly. There were changes in the decisions taken from time to time during the implementation
process, in this respect, most of the participants emphasized the importance of planning before taking action.

We bave a saying “make it up as you go along” and this is exactly what happened during the pandemic. The constant
change of the decisions taken has exhausted us. In this sense, it would have been much healthier to make solid planning first
and then implement it. (A3)

With the closure of the schools, a number of decisions were announced however, the responsibilities of school
principals in this process and the practices demanded got increased and constantly changed. The first three
months of the pandemic were very stressful and tiring for school administrators.

The most challenging thing for me in this process was instability. 1 would like to explain this by giving an example. The
MoNE decided that the assessment would be face-to-face at schools. Then we were given a lot of instructions to prepare our
schools for exams. Our priority was providing safety and security at schools. We worked really hard for a couple of days to
make the necessary arrangements. But then what happened? The exams were canceled. 1t was a total waste of time and
energy. (A171)
The panic environment created by the pandemic affected all stakeholders of the education system. In this
process, school principals who are obliged to inform students, teachers and parents felt tension due to the
uncertainties experienced in practice.

There was complete chaos in the pandemic. The decision taken the day before was changed the next day, or a different decision
was made within bours. Such uncertainty worried the school principals more. Because they conld not fully understand what
they were supposed to do. .. Sometimes 1 felt inadequate to meet the teachers’ questions and concerns. (A5)

Another participant emphasized the tension created by the uncertainty about the procedure and their role as a
school leader.

I encountered so many questions at the beginning of the pandemic that I conldn’t answer them. Everyone was very panicked
and hoped to find answers to their questions in the school administration. Parents, teachers, and students were all anxious.
However, as we were not well informed, we conld not provide them with accurate and sufficient information. (A1)

In this process, school administrators were expected to adapt to new practices in a short time. However, school
administrators, like other education stakeholders, needed time because they were faced with new and different
implementations.

Teachers and students were at their homes, but we were at school. There were tasks requested from us and we were expected
to respond very quickly. However, it was forgotten that we also needed an adaptation process. (A7)

Lack of uniformity in implementations

At the beginning of the pandemic, the school administrators interpreted the directives given by the ministry in
different ways, so there was no unity in the practices. This situation caused anxiety in school administrators.

During the first months of the pandemic, 1 was very anxcious. There were times when 1 couldn't quite understand exactly
what to do. To clarify the situation, 1 phoned other schools and asked what was done in those schools. I felt as if I constantly
needed to have my actions confirmed. The thought of “Did I do it wrong?” bothered me constantly. (A6)

Another participant drew attention to the positive result of this situation. The ambiguity of the instructions
encouraged school principals to communicate more and act collaboratively.
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In the beginning, what was wanted to be done seemed open to different interpretations. School administrators were asking
each other what to do in a panic. Social media became a useful tool at this point. There was an exchange of ideas in the
groups in which the principals were included. .. School administrators have never been as cooperative as they are now. 1
think this situation has increased cooperation and sharing. (A2)

Formal and informal social media groups were established among school administrators. In these channels,
school administrators were able to ask questions to each other about issues they could not understand or didn’t
master enough.

I needed approval. Since I didn't want to make mistakes, 1 was ahvays communicating with other schools. The instructions
were unclear and open to different interpretations. (A12)

Communicational problems

Since face-to-face meetings were stopped during the pandemic, telephone and social media applications,
electronic information systems have become more important than ever. School administrators were supposed
to use all these communication means to follow updated information about their jobs. They were also supposed
to be a contact person for parents, students and teachers. While they were acting like a problem-solving agent,
they had to deal with some communication problems. These can be classified as problems with official
correspondence; problems with contact information; technological barriers to communication.

Delay in official correspondence

Since the Turkish education system consists of a centralized structure and organization, official correspondence
is carried out by following the hierarchy. There is an official correspondence flow from the ministry to the
provincial directorates of national education, and from the provincial directorates to the school principals. In
this context, correspondence is carried out within a certain system, but the functioning of this system during
the crisis was not healthy enough. During the pandemic, official correspondence took longer to reach schools
and there were occasional delays, which interrupted the process.

We heard the decisions taken at the ministerial level on television and social media. Similarly, parents, students and teachers,
who learned abont the developments from television and social media, expected us to take action immediately, but it took
time for official correspondence to reach the school. We had to wait for these correspondences to proceed and deal with impatient
stakeholders. (AS)

During the pandemic, to reduce social contact flexible working hours were determined for employees, and the
opportunity to work alternately was provided for school administrators. One of the participants stated that they
waited for the official correspondence to reach the school in order to benefit from this opportunity, but that
happened quite a long time after the decision was taken.

There are four vice principals at our school. We could not switch to flexible working arrangements for a long time. It took
a long time to have official correspondence. We did not want to take an action before getting the related correspondence so we
lost time. (A9)

Obsolete contact information

School administrators, who were on the job at the school since the beginning of the pandemic, acted as a
coordinator and tried to bring teachers, parents and students together. However, one of the most challenging
situations for the administrators in this process was the inability to reach parents and students.

Especially reaching and informing parents was a problem. We call, but either the number was wrong or it was no longer
used. It was difficult to reach some parents and get feedback from them... (A3)

In this context, school administrators emphasized the importance of keeping contact information up-to-date
and pointed out that is even more important in times of crisis.

This situation raised my awareness about the necessity to update the contact information of the parents. Now I plan to ask
parents for their current phone numbers and home addresses at least every 6 months. Because parents do not inform the
school when they change their address or phone number. (A1)

Technological Problems
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One of the innovations that the pandemic has brought to our lives has been digitization in all areas. Before the
pandemic, there was an education community not very familiar with distance education practices. This new
situation has created different degrees of difficulties for everyone. The most painful period for school
administrators in the transition to distance education was to create curricula for teachers with limited internet
and applications or less capable to use them. Not every teacher could respond to this digitalization process with
the desired speed and efficiency. The teachers needed support at this point, and it was the school administrators
who were responsible for providing solutions. On the other hand, some of the children, the most important
component of the education system, did not have the technological means to follow distance education.

Insufficiency of internet and distance education infrastructure

Turkiye is a large country with a population of 82 million. The digitalization process that came with the pandemic
has strained the country's internet infrastructure. EBA, created within the scope of a national project, has greatly
benefited the country's transition to distance education. The pre-establishment of such a system has facilitated
the transition to distance education. However, it started to give an error when the system was overloaded. Faced
with constant system error warnings, school principals had great difficulty in creating weekly course schedules
for teachers. This situation has created more problems, especially in schools where the number of teachers and
students is high. Participants stated that they worked hard to create weekly course schedules on time. They
stated that this workload and stress negatively affected their well-being.

EBA was constantly giving system ervor warnings. But there were lesson schedules we bhad to prepare for the week. Imagine
that you are logging in to the system and cannot do anything and you are running out of time. This was really stressful. We
were working at night when the entries to the system were reduced. 1t was really tiring. (A5)

Ensuring information entry into the system and preparing each teacher's syllabus without conflicting with
someone else's added extra work to the school administration.

Weekly course schedules had to be prepared and the system was constantly cansing problems. We had to work at night.
When I came to school one morning, 1 witnessed that the vice principal had spent the whole night at school. Only in this way
was he able to complete the task. (A8)

The inefficiency of the internet and system infrastructure caused school principals to receive numerous
complaints and questions. Education stakeholders who could not enter the system waited for the school
administration to solve the problem, which created psychological pressure on school principals.

When distance education was put into practice, teachers and parents who could not enter the system started to call us for
help. At that point, 1 felt very incompetent and clumsy. Frankly, I was not able to help and that was making me feel bad.
(A4)
Another problem related to the students, all of the participants expressed, was the lack of internet. Most of the
students had difficulty in connecting to the online courses because they either didn’t have internet infrastructure
where they lived or they didn’t have enough internet quota. In some cases, they had internet access but they
didn’t have the necessary electronic devices.

Our school has a dormitory and most students returned to their homes due to the pandemic. Most of them live in villages.
Internet is not available in some of these villages; therefore, it was not possible for those students to attend online classes.
(412)

Some participants expressed students’ lack of hardware equipment or software, emphasizing the socio-economic

background of them.
Some students connect to online classes with their parents' phones. However, when there is more than one child at honse, the
internet quota is not enough. Children either do not have computers or necessary hardware or do not have internet. Access
to distance education is a problem, especially for students from lower socio-economic classes. (A4)

Technological incompetency of educational stakeholders

Distance and hybrid education approaches have brought together programs such as Zoom, Microsoft Team,
and Google Meet, which bring teachers and students together. However, these new applications were complex
and difficult to use for some teachers, students, and families. In the EBA system, it was difficult to create lessons
and assign students homework, especially for senior teachers with little technology experience. Similatly,
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students and families who encountered these practices for the first time also experienced difficulties and needed
support.

In the beginning, onr teachers had difficulties and were waiting for onr belp. We had 1o figure out that and guide them
immediately. However, it was very difficult for some senior teachers. I told one of our teachers how to use the app five times
and then be conld only do it. (A6)

Some of the participating administrators stated that they organized remote seminars to train teachers on new
Technologies to overcome problems of technology usage.

Since our school is a school in the city center, our staff consists of very senior teachers. Initially, they had a hard time using
distance education tools. These practices were too complex: for them and they were reluctant to adapt to this new order. With
the belp of the computer and informatics teacher in our school, we trained teachers on how to use these applications. (A3)

Families who could not connect to EBA at home also called school administrators and asked for support. In
addition, families with more than one student at home expressed their problems to the school administration.

Families often phoned the school administration. This sometimes happened becanse they conld not enter the system, sometinmes
to complain about the teacher and sometimes to complain about their own children. I was trying to comfort them both as a
school administrator and as a parent. Some families were overly worried about their children. (A7)

Participants expressed that students were also inexperienced and could not use the system effectively.

In the beginning, students conld not unse distance education applications very effectively. They were mafking noise, sometimes
inadyertently sabotaging the lesson. Over time, we all got used to it. (AS)

Institutional Problems

Institutional problems include securing the school building against Covid-19 and arranging a hybrid learning
environment. Depending on the course of the pandemic, the MoNE proposed the transition to hybrid education
for the agenda. However, this decision didn’t include all grade levels. Priority is given to classes that will take
the central exam. In hybrid education, it was made clear by the MoNE that classroom size would be divided as
two parts to make social distancing possible. In the same way, during the break teachers would be responsible
to apply social distancing rules as much as possible (Cetinkaya, 2020). With hybrid education, some of the
students switched to face-to-face education. With this new regulation, the hygiene and cleanliness of the schools
came to the fore.

Hybrid learning environment difficulties

Classes and desks were organized for hybrid education, and lists of students who would receive face-to-face
training were determined. School administrators prepared the school for the new conditions. However, with the
hybrid training, risks increased, more and more students and teachers were infected with Covid-19. Teachers
and students who were infected with the virus were quarantined. Those in contact were reported to the relevant
institutions by the school administration. School administrators stated that they had difficulty following infected
or contacted students.

Students who were in contact with infected people conld not be detected, and these students brought the virus to the school
environment and infected other students and teachers. (A5)

School administrators, who took measures to prevent the disease, expressed that they could not do anything for
individuals who did not apply to the health institutions for tests and who were carrying the virus.

Nowadays, the state is trying to prevent infection with a health code that notifies individuals’ state of health. However, before
that students who carried the virus and didn’t take health tests or showed symptoms came to school and infected the virus to
others. (A10)

With the hybrid education, more classrooms were needed and the workload of teachers and school
administrators increased. School administrators had to constantly remind social distance and hygiene rules and
monitor students and teachers in this context. When teachers became infected, the need for some other teachers
emerged. School administrators had to deal with all these problems. In addition, when teachers were asked to
give the same course both face-to-face and online using technology in the classroom, teachers had difficulties
and it was left to school administrators to train teachers in this context.
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Hygiene and safety problems

In July 2020, a cooperation agreement between the MoNE and the Turkish Standards Institute was made to
open schools in better conditions and to adapt education services to the new normal. With this protocol, #he
Guide for Improving Hygiene Conditions in Educational Institutions and Prevention of Infection was published (MEB, 2020b).
The school administrators were required to design their school building according to guidelines and provide
hygiene in classrooms, restrooms and inside the building. Schools that meet the conditions specified in the guide
would be inspected and then would receive Schoo/ Clean Certificate. The guide, which includes many items such
as providing physical cleanliness and hygiene of the school and purchasing disinfectants and medical masks for
students, exhausted the school administrators both financially and in terms of workload.

There were many tasks we had to fulfill to get “school clean certificate”. However, the school's budget was not sufficient to
purchase the materials specified in the manual. For this reason, we sought sponsors for our school and got financial support
from them. (A12)

School administrators consider Schoo/ Clean initiative as unsustainable. They stated that they had difficulty in
meeting the need for hygiene and cleaning products even in hybrid education; therefore, they think that this
practice will not be feasible when face-to-face education is started.

The School Clean project is a very expensive one. I don't thinfk it can be applied in crowded schools in the long term. (A4)

When face-to-face education is started, I do not think the project is sustainable. 1t is difficnlt to maintain the hygienic rules
specified even in hybrid education. If the implementation is to be continued, schools will have to get support from families,
which is not a desired approach by the ministry. (A1)

Discussion and Conclusion

In the study, the problems faced by school administrators during the pandemic were investigated and four main
themes were identified. These are the coordination problems between the ministry and the provinces;
communication problems between the school administrators and other education stakeholders; problems
related to technology and institutional problems.

With Covid-19, a crisis environment has occurred in the world. In these crisis times, education management
became more centralized in order to make quick decisions. The authority was gathered at the ministry level so
that the actions to be taken could have been carried out more easily. The Ministry tried to react as quickly as
possible from the first moment of the crisis (Sar1 & Sari, 2020). Although the centralized approach made it easier
to react faster, it created more bureaucracy and led to a lack of planning and coordination. School administrators
got crucial information via social media and television, and official correspondence about these decisions
reached schools much later; therefore, implementation of the decisions was delayed. In addition, in the
centralized approach, the right of initiative of school administrators decreased, the administrators who were
supposed to wait for official correspondence and act according to those correspondences were exhausted by
frequently changing decisions. The decisions taken without planning were changed according to the spread of
the pandemic. This environment of uncertainty caused stress and anxiety on school administrators. The canceled
or changed decisions caused the school administrators to waste effort and time, and caused them to feel burnout
towards the job. Uncertainty and unclear decisions led to different applications, because school administrators
interpreted these decisions differently. Months after the onset of the pandemic, unity was achieved in the
implementations.

In this period, distance education applications became the mandatory choice of countries to ensure the
continuity of education processes (Ozer & Suna, 2020). However, both education personnel, family and students
were caught unprepared for the distance education practices which were totally unfamiliar to them. Even some
teachers resisted in transitioning to distance education, so it took time for them to adapt to this new system
(Tasar, 2021). Glrer, Tekinarslan and Yavuzalp (2010), assert that feeling inadequate may cause a resistance to
adapting to new conditions. In addition, during this period, no training was given to school stakeholders on
distance education practices. As such, school stakeholders could not achieve the desired efficiency in distance/
online teaching applications. School administrators, like other stakeholders, were also affected by this
inefficiency. The personal and professional activities of school principals were adversely affected by this
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situation (Tagar, 2021). Teachers had difficulty in classroom management in online courses (Arslan & Sumuer,
2020) and it is still challenging for teachers to communicate with their students effectively (Sintema, 2020). This
new system also raised many questions. Teachers, parents, and students sought help from school administrators
to find answers to these questions. However, school administrators also stated that they felt incompetent from
time to time, as they did not have clear information about how the process would work. School administrators
became a bridge between teachers and families with the transition to distance education. However, during this
process, disinterested families, as well as panicked families, gave rise to communication problems. The wrong
contact numbers of some families made it impossible for administrators to contact families and students.
Families who had a contact address but did not have internet access or could not use social media effectively
created difficulties in terms of communication.

According to the findings, another problematic area is the lack of technological infrastructure and using
technology ineffectively. With the pandemic, technology has become inevitable, school principals should take
technological leadership by encouraging the intensive use of technology inside and outside the school. Thus,
they can develop a culture of technology usage in their institutions (Ugur & Kog, 2019). One of the facts revealed
by the pandemic is that it is essential to improve teachers' digital literacy levels (ERG, 2020). Teachers needed
technological and pedagogical support in the distance education process (Kirmizigiil, 2020). In this respect,
school administrators are supposed to train themselves as technology leaders using new information
technologies and applications so that they can lead training and seminars that will ensure the development of
their staff (Beytekin, 2014). Research revealed that learners and educators who are used to face-to-face education
have problems in distance education when they are not competent in using technology. When infrastructure
problems are added to this situation, it becomes more difficult to reach the desired results (Telli-Yamamoto &
Altun, 2020). Turan (2020), studied the technological leadership of school principals during the pandemic and
found out that technical problems, parents' indifference to their children’s education, students' economic
problems, and teachers’ negative attitudes towards distance education, lack of technological equipment
prevented the achievement of the educational goals. Similarly, Demir and Kale (2020) investigated the teachers’
opinions about distance education and found out that one of the biggest difficulties teachers face in distance
education is the lack of internet connection or electronic devices. Kiilek¢i-Akyavuz and Cakin (2020) identified
similar problems in their study regarding the opinion of school administrators about the effect of the pandemic
on education. The problems experienced by school administrators were stated as lack of communication,
technical inadequacy, lack of knowledge, the indifference of teachers and inadequate planning. Especially,
communication problems were emphasized in the study. As a matter of fact, activities that could not be carried
out face to face with the pandemic became more open to communication problems. Access to education
problem of students who do not have sufficient equipment and internet infrastructure is also mentioned in
other studies carried out during the pandemic (Bakioglu & Cevik, 2020; Glinbas & Gézikicik, 2020; Tirker &
Diindar, 2020; Unal & Bulunuz, 2020). The pandemic process affected teachers and students psycho-socially,
as well as school administrators. In this respect, all educational stakeholders should collaborate to have healthy
communications and to create a positive learning environment. To reduce the bitter effects of crises, it is crucial
to empathize with the others in the education system and provide support for one another.

With the pandemic and technological developments, digital transformation in education has gained momentum.
Further studies can be done on digital readiness of schools in terms of infrastructure and digital competence of
educators. In this respect, the expectations, needs and suggestions of school principals can be investigated as
well. Another issue that needs to be investigated is how the use of technology affects the efficiency of the
teaching and learning process. It is not possible to stay away from technology in our age, so it is essential to
increase digital skills. How educators can increase the efficiency of their lessons with technology is an issue that
needs to be considered in this context.
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GENISLETILMIS OZET

Diinya Saglik Orgiitii (WHO) tarafindan pandemi ilan edilmesiyle birlikte diinyanin pek ¢ok yerinde egitim
kurumlarinda yiiz ylze egitime ara verilmis ve uzaktan egitim uygulamalarina gecilmistir. Zamandan ve
mekandan bagimsiz olarak egitim hizmeti verme imkani tantyan uzaktan egitim uygulamalari viriistin yayilmasini
engellemek icin iyi bir alternatif yol olarak benimsenmistir. Tirkiye’de de pandemi ortaminin yarattig riskle
miicadele etmek adina egitimler Milli Egitim Bakanligi (MEB) tarafindan egitsel elektronik icerik agi olarak
kurulan Egitim Bilisim Ag1 (EBA) ve ulusal televizyon kanali olan Tirkiye Radyo Televizyon Kurumu (TRT)
aractligiyla yuritilmistiir. Pandemi ortami ile sosyal mesafe vurgusu yapilmis ve egitim is ve isleyisi de ¢evrimici
toplantilar yoluyla yiritilmeye ¢alisitlmustir. Bu yeni diizenin beraberinde getirdigi bazi zorluklar da olmustur.
Egitim paydaslarinin adaptasyon siireci, dijital yeterlikleri ve bilgi akist agisindan bazi sitkintilar yasanmis ve
alanyazinda 6grencilerin ve 6gretmenlerin yasadigi sorunlart ele alan ¢alismalara yer verilmistir. Ancak egitim
yoneticilerinin pandemi siirecinde yasadigi sikintilari ele alan caligmalar sinirlidir. Bu arastirmada, okul
yoneticilerinin pandemi siirecinde ve uzaktan egitim uygulamalarinda idari ve egitim odakli gérevlerini yerine
getirirken yasadiklari sorunlarin tespit edilmesi amaglanmistir. Arastirmanin odaklandigt calisma grubu agisindan
ve ortaya koydugu sonugclar araciligtyla alanyazina ve uygulayicilara katki saglamasi beklenmektedir.

Pandemi siirecinde egitim yoneticilerinin sorumluluklart artmis ve siirecin etkili bir sekilde yonetilmesinde aktif
rol oynamalari beklenmistir. Arastirmada, okul yoneticilerinin pandemi strecinde karar verme, iletisim ve
koordinasyonu saglama, yonetsel gorevlerini ve sorumluluklarint yerine getirme baglaminda yasadiklart sorunlar
tespit edilmeye calisilmistir. Bu baglamda, arastirma nitel desende yiiritilmistir, ¢inki nitel arastirmalarin
temel amaci algt ve deneyimlerin aciga ctkarilmasini saglamaktir. Arastirma Ozellikle pandemi strecine
odaklandig1 icin nitel arastirma yontemlerinden durum calismasina bagvurulmustur. Arastirmada okul
yoneticilerinin pandemi siirecine iliskin deneyimlerine, goriislerine ve bakis acilarina yer verilmistir, bu amagla
calisma grubu maksimum cesitlilik 6rnekleme teknigi ile belirlenmis ve 11 Milli Egitim Mudurligi’ne baglt
okullarda farkh 6gretim kademelerinde gérev yapan, farklt mesleki deneyim strelerine sahip 15 okul midiri
dahil edilmistir. Arastirmada yart-yapilandirilmis gériisme formlart kullanilmis ve toplanan veriler, igerik analizi
yontemi kullanilarak ¢éziimlenmistir.

Aragtirma bulgulart okul yoneticilerinin pandemi stirecinde yasadiklart sorunlart ortaya koymus ve bu sorunlar
dért ana tema altinda toplanmugtir. Bu temalar, koordinasyon ve organizasyon problemleri, iletisim problemleri,
teknolojik problemler ve kurumsal problemlerdir. Kriz aninda hizli karar alabilmek adina egitim y6netimi daha
merkezi bir yaklagimla yiriitilmis ve tim kararlar Bakanhk diizeyinde belirlenmistir. Bu durum ilk andan
itibaren en kisa siirede aksiyon almayi saglarken uygulamada esglidiim acisindan sorunlara sebep olmustur.
Katiimcilar 6zellikle Bakanlik ile iller ve okullar arasindaki koordinasyon problemine vurgu yapmis ve
planlamanin yeterince saglikli olmadigina dikkat ¢ekmistir. Okul yoneticileri ile diger egitim paydaslart arasinda
da iletisim problemleri yasanmistir. Resmi yazismalarda yasanan gecikmeler isleyiste sorun yaratirken, okul ve
aileler arasinda iletisim kurma noktasinda zorluklar tecriibe edilmistir. Ailelere ait iletisim bilgilerinin glincel
olmamast okul ve aileler arasinda kopukluga sebep olmustur. Ozellikle yiiz yiize etkilesimin olmamast iletisim
problemlerini percinlemistir. Teknolojik agidan yeterli alt yapiya sahip olunmamasi, internet ve bilgi iletisim
cihazlarinin eksikligi egitime erisimde sorunlar yaratmistir. Bu dénemde, egitim paydaslarinin dijital yeterlikleri
de 6n plana ¢ikmis ve bu yeterliklerin olmamast isleyiste zorluk yaratmustir. Kurumsal baglamda hibrit 6grenme
ortamlarinin yarattid riskler dile getirilmis ve hibrit 6grenme siirecinde egitim yoneticilerinin ve 6gretmenlerin
is ylkinin artugina dikkat ¢ekilmistir. Ayrica hijyen ortaminin saglanmasina iliskin zorluklar da dile getirilmistir.
Bu dénemde okullarin hijyen ve glivenligine iliskin baz1 kriterler belirlenmis ve okul yoneticilerinden bu kriterleri
saglamast beklenmistir. Bu noktada katilimeilarin bazilart finansal anlamda yagsadiklari sorunlara dikkat ¢ekerek
sponsor bulmak durumunda kaldiklarini dile getirmislerdir.

Arastirma bulgulart kriz ortaminda hizli karar verme kadar planlama ve koordinasyon siirecinin de énemine
dikkat cekmis ve egitim yOneticilerinin yasadiklart sorunlati ortaya koymustur. Alanyazinda arastirma bulgularini
destekleyen calismalar bulunmaktadir. Turan (2020), okul mudurlerinin altyapt sorunlarindan, ailelerin
teknolojiye olan uzakligindan ve egitime erisimde arag gere¢ eksikliginden olumsuz etkilendiklerini belirtmistir.
Cakin ve Kiileke¢i Akyavuz (2020) tarafindan gerceklestirilen calismada da benzer iletisim problemlerine dikkat
cekilirken, Dilekgi ve Limon (2020) pandemi siirecinde artan iletisim yiikiine ve sorunlarina vurgu yapmustir.
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Okul yoneticilerinin artan gbrev ve sorumluluklarina, is yiklerine iliskin bulgulart destekleyen arastirmalar da
bulunmaktadir (Harris & Jones, 2020; Kavrayict & Kesim, 2021; Kirmizigil, 2020).

Pandemi streciyle bitlikte hizli bir dijitallesme stireci baslamustir, bu baglamda tim egitim paydaslarinin dijital
yeterliklerinin artirilmasi ihtiyact ortaya ¢tkmustir. Egitim yéneticilerinin birer teknoloji lideri gibi hareket edecek
donanima sahip olmast ¢agin geregi haline gelmistir. Egitim yOneticilerinin stireci daha etkin yonetebilmeleri
acisindan Ggrencilerin, 6gretmenlerin ve ailelerin de yeterliklerini gelistirmeleri 6nemlidir. Kriz zamanlarinda
ortaya ¢ikabilecek belirsizlik durumunun yaratabilecegi kaos ortaminda okullarin gelisen yeni durumlara uyum
saglayabilme reflekslerinin gelistirilebilmesi ve gliclendirilmesi gerekliligi ortaya konmustur. Bu nedenle yénetim
stireglerinin her birinin sagliklt bir sekilde yiriitilmesi gerekmektedir. Egitim hizmetlerinin aksamamasi ve etkin
bir sekilde saglanmast igin stratejilerin belirlenmesi ve egitim yoneticilerinin etkili kriz yénetimi noktasinda
bilgilendirilmesi gerekmektedir. Bu sayede hem merkezi y6netimde hem de tasrada krize hizlica cevap verecek
ve siirecin olusturdugu sancilari azaltacak bir yaklasim saglanabilir.
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