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Abstract

In the research, a total of 12 school administrators and 18 teachers working in six different schools including three
primary schools and three secondary schools were interviewed by using "case study” of qualitative research techniques
in order to get in-depth knowledge about school administrators and teachers' perceptions of postponement behaviors and
workloads. When the managers and teachers to be interviewed were determined, the maximum diversity sampling
method which is one of the purpose sampling methods was used. The qualitative data obtained in the research were
collected by using semi-structured manager and teacher interview forms that prepared by the researcher. Within the
scope of the research, in the context of the qualitative findings obtained from interviews with school administrators; all
of the interviewed school administrators (f = 12) stated that they did not postpone the work related to students, staff and
education in the school, but they pointed out that sometimes there could be delayed situations. A large number of
interviewed teachers (f = 13) indicated that the managers postpone many jobs in the school. In this context,
internalization of managers, not only external sanctions, but also effective time management and internal supervision
skills can be improved. In this context, internalization of managers, not just external sanctions, but effective time
management and internal audit skills can be improved.
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1. Introduction

The current times witness an era of incredible advances in technology and science. Technological and scientific
advances facilitate social life on the one hand, while on the other lead to a complex organizational and social structure,
and increasingly add to the workload of individuals. Thus, in order to cope with changes and survive, individuals and
organizations should plan their tasks in advance, use time effectively, and establish a certain order of priority among
their tasks (GUgt(j 2001).

Previous studies demonstrated that procrastination tendency or trend is a common problem in individuals in all walks of
life (Cakici, 2003; Giilebaglan, 2003; Ferari, Johnson & McCown, 1995; Senecal, Koestner & Vallerand, 1995). For
example, it was determined that 15-20% of adults participating in a study by Harriott and Ferrari (1996) constantly
procrastinated. Certain research findings also demonstrated that procrastination behavior was frequent among university
students and this behavior often led to negative academic results (Solomon & Rothblum, 1984). In a study conducted by
Uzun-Ozer (2005), 52% of the undergraduate students attending Middle East Technical University exhibited
procrastination behavior in academic studies.

In their book “Procrastination and Task Avoidance: Theory, Research and Treatment,” Ferrari, Johnson and McCown
(1995) reported that procrastination existed throughout history, however the concept is entirely a modern phenomenon.
The term procrastination is a combination of “pro” that means “forward” and “crastinus,” which means belonging to
tomorrow (Ferrari, Johnson and McCown, 1995). The word has also the meaning of avoiding acting without thinking
during war (Subotnik et al, 1999). In this definition, delay is used to indicate that in some cases it is necessary and wiser
to delay decision-making (Ferrari, Johnson & McCown, 1995). With this definition, the concept has a positive meaning.
However, after the industrial revolution; when planned work and punctuality became important, the concept achieved a
different and negative meaning of idleness or laziness (Ferrari, Johnson and McCown, 1995; Subotnik et al, 1999).

Ellis and Knaus (1977, cited by Galue, 1990) defined procrastination as postponing or delaying a task. Johnson et al.
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(2000) defined procrastination as experiencing unnecessary delays due to incomplete work, completing work within a
period longer than the planned time or on time but in an unsatisfactory manner.

Solomon and Rothblum (1984) described procrastination as the behavior of delaying a job, duty, or responsibility for no
reason, which often leads to uncomfortable emotions. Milgram and Tenne (2000) described procrastination as a
personality trait or behavioral tendency to delay work, avoiding tasks or decision making.

Based on the above-mentioned definitions, procrastination is consciously, unnecessarily or aimlessly delaying
beginning, maintaining and completing a task, although the individual has the necessary resources, authority and skills
to conduct a task, and making a habit of that behavior.

There are times in individuals’ lives when they postponed their duties. However, all delaying behavior could not be
considered as procrastination. There are certain criteria to characterize a behavior as procrastination. For example,
according to Tuckman (1990), procrastination is a result of the combination of three conditions: one’s disbelief about
completing a task, one’s inability to give up one’s comfort, and one’s reflection of one’s own fault to external factors.

If a task cannot be completed or delayed due to lack of required authority and resources, it is not possible to consider
that behavior as procrastination (Ferrari, 1994; Tuckman, 1991).

In addition to its adverse effects, procrastination also has positive effects. For example, it can sometimes help the
individual to delay a task to have accurate insight or create the required motivation to achieve the ultimate goal.
However, if the task has a deadline, procrastination becomes an important problem, since procrastination is a significant
source of stress (Cunningham, 2007). Johnson, Green and Kluever, (2000) also reported that there was a correlation
between procrastination trend and time of graduation, low grades and dropping out of school behavior.

2. Area Descriptions
2.1 The Dimensions of Procrastination

Studies in the literature demonstrated that procrastination is not just a behavioral problem related to time management.
There is a consensus among researchers that procrastination is not generally behavioral such as avoiding or delaying
tasks, but has cognitive and emotional dimensions (Ferrari, 1995; Milgram, 1991; Solomon & Rothblum, 1984; Watson,
2001). Burka and Yuen (2008) reported that procrastination behavior might may differ between individuals, however
procrastinators experience certain common emotions, thoughts and behavior. In this context, procrastination could be
defined as a complex process with emotional, cognitive and behavioral dimensions.

The behavioral dimension of procrastination includes delaying behavior induced by the habit of continuous
procrastination, the cognitive dimension includes the discrepant habit between the intentions, priorities and goals related
to a task and their productivity when fulfilling this task, and the emotional dimension involves the stress that the
individual feels due to the habit of not beginning a task, inability to work, or not completing the task before the deadline
(Chu and Choi, 2005; Vestervelt, 2000; Cakici, 2003).

Although it is categorized as a negative personality trait, it was reported that procrastination may be beneficial in certain
cases. For example, sometimes delay of a task by the individual could help the individual to make more accurate
predictions, or to create the necessary motivation to achieve the ultimate goal (Cunningham, 2007).

The studies in the literature demonstrated that the roles and duties of school principals constantly change due to the
changes and developments in social life (Dipaola & Walter-Thomas, 2003; Hallinger, 1992; Portin, 2000; Williams &
Portin, 1997; Whitaker, 1998; 1999; 2002). For example, in the United States, the National Policy Committee on
Education Administration, the National Directorate Commission and the Educational Leadership Institute developed
new leadership programs to help administrators improve their capacity based on their changing roles (Whitaker, 2002).
Certain researchers emphasized that the roles of the principals underwent an evolutionary process, and administrators
should now exhibit the roles of an instructional and transformational leader rather than the traditional role of a principal
(Hallinger, 1992).

In this context, school principals are responsible for several tasks such as human resources, monitoring the school
budget, internship procedures, to control the school shuttles, to supervise the school canteens, to ensure the safety in the
school and school environment, to ensure student discipline, to establish a relationship between the school and the
community, to increase the technological opportunities in the school, enable active participation, etc. (Basaran, 2000;
Groff, 2001; Taymaz, 2000) All the roles and responsibilities of school administrators about the management of the
school constitute their workload.

The workload occurs when it required that an employee to complete several tasks with limited resources within a very
limited time. Similarly, the workload of an employee is associated with factors such as reduced attention, prolonged
response time, inability to fulfill the tasks, stress, fatigue and a decrease in performance (Uysal, Akbulut & Ertan 2015).
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Workload can be defined as the individual's perception that the work assigned to him / her at the workplace is above
normal or various pressures that affect the performance or reactions of the employee (Erdem, Kiling & Demirci, 2016).

The workload is described as the demand of work over the performance that the employees could perform in an
organization and the excessive workload caused by insufficient number of staff, organizational downsizing and the
increase in periodic demand are of great importance for work psychology. Thus, workload is a factor that needs to be
identified and a correlation should be established between workload and work psychology and performance (Uysal et al,
2015).

The workload defines the intensity of the work that includes the work speed and the strength requirements (Bolat, 2011).
In recent years, factors such as increased workload, working hours, and pace lead to several adverse effects on the
employees such as the stress. Problems that aggravate the workload of employees should be identified and studies on
prevention of these problems should be developed (Vatansever, 2014). Thus, procrastination would be prevented and the
quality of work would be improved.

3. Method

The present study data were collected with qualitative research techniques. Since the present study is a qualitative
research, a study group was created. The study group is commonly used in qualitative studies. These studies focus on
how the factors related to a situation affect the situation and how they are affected by the situation in order to obtain
in-depth information without generalization.

3.1.The Study Group

In the qualitative dimension of the study, interviews were conducted with administrators and teachers to obtain in-depth
knowledge on the procrastination behavior exhibited by the school administrators and their workload.

During the interviews conducted on the procrastination behavior and workloads of the administrators, 12 school
principals employed in three primary and three middle schools were interviewed. However, 18 teachers employed in the
same schools were interviewed since it was considered that they would have more realistic views on the behavior and
workloads of the administrators.

The administrators and teachers in the study group were determined with the qualitative method. This method was
selected to include the views of the administrators and teachers with different gender, fields, seniority, and education
levels in the study group and the objective was not to ensure diversity for generalization, but to determine whether there
were common or shared phenomena between the different cases and to reveal the different dimensions of the problem
based on the diversity (Yildirim & Simsek, 2005).

3.2 Data Collection Instruments

The qualitative study data were collected with semi-structured interview forms developed by the author. Detailed
information on the interview forms was included in the interview forms.

3.2.1 Administrator and Teacher Interview Form

In order to collect detailed information on the procrastination behavior of school principals, interviews were conducted
with school administrators and teachers. Interview forms are developed to collect the same kind of information from
different subjects on similar topics (Yildirim & Simsek, 2005). Interviews with administrators and teachers were
conducted with semi-structured administrator and teacher interview forms developed by the author. In the interviews,
the voice recorders were used with the approval of the participants in order to conduct and record the interviews more
effectively.

In studies, diversification of data sources, in other words, the inclusion of participants with different traits in the study,
allows to reveal different perceptions and experiences on the researched phenomenon or case (Yildirim & Simsek,
2005). In order to achieve diversity, the study was conducted in both primary and middle schools and the views of the
administrators and teachers were obtained considering the gender, fields and type of duty differences.

3.2.2 Administrator Interview Questions

In its most general definition, procrastination is abstinence to start and complete tasks or make decisions that should be
completed within a given period of time despite presence of adequate time and resources (information, money,
hardware, goods, etc.) and the psychological discomfort (e.g., feeling uneasy, stress, anxiety) experienced by the
individual as a result. Considering the definition given above, how would you assess your attitudes and behavior on the
topic?

- How do you evaluate your role and responsibilities and workload within the context of procrastination
of the duties at school?
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3.2.3 Teacher Interview Questions

In its most general definition, procrastination is abstinence to start and complete tasks or make decisions that should be
completed within a given period of time despite presence of adequate time and resources (information, money,
hardware, goods, etc.) and the psychological discomfort (e.g., feeling uneasy, stress, anxiety) experienced by the
individual as a result. Considering the definition given above, how would you assess your administrators’ attitudes and
behavior on the topic?

- How do you evaluate the role and responsibilities and workload of your administrators within the
context of procrastination of the duties at school?

The data were analyzed based on the teacher and administrator responses.
3.3 Data Analysis

In the data analysis process in the study, the data collected im interviews were transcribed based on the voice recordings
and the concepts were combined and analyzed with content analysis. The main objective of content analysis is to
determine the concepts and correlations that could explain the collected data (Yildirim & Simsek, 2005). In the analysis,
12 interviewed school administrators were coded as Al...A12 and 18 teachers were coded as TI1...T18 and their
views were presented as quotations.

4, Results

In the context of the qualitative findings obtained with the interviews conducted with school administrators in the study,
all school administrators (f = 12) stated that the work related to students, staff and education was not usually postponed
at the school, however delays were experienced. Certain administrators mentioned communication especially sent by
higher authorities and stated that certain delays were experienced in responding and announcing these communications
to the staff. Certain administrative views on the topic were as follows:

A3. “...At our school, all tasks are completed on time. Because, if you postpone everything, you would not
be able to manage anything after a while. We do not postpone today's tasks to tomorrow...”

A4. “...At our school, we usually to not postpone the tasks. We do the requested jobs as much as we can.
Sometimes, when we have tasks that we need to complete urgently, we stay overtime at work... As the
school administration, we never told a parent or teacher to come again tomorrow... If we receive an
urgent communication with a deadline from the National Education Directorate, we immediately respond
and send it...”

A6. “...When the work stops at the school, I could not rest due to my nature, I would want the tasks to be
in order right away, this is my character. When you have too much stuff to take care of, you would be
unable to work it out. If I cannot do it on time, then the workload increases, and I would be very tired...”

A3. “...We respond to the daily communication. But, if we are allowed to do it over a period of time, we
can do it at the last minute...”

A7. “...Sometimes, it can be the last day to respond to urgent and daily communication from National
Education. We need to collect information and research before sending a response. But, when we receive
the communication, sometimes the it could be after the deadline or it could be the deadline that day, and
we communicate it to the relevant teacher immediately, but the teacher thinks that we were the reason of
the delay...”

However, the findings obtained in the interviews conducted with the teachers demonstrated that teachers did not agree
with the administrators on procrastination. Most teachers interviewed in the study (f = 13) stated that administrators
delayed several tasks in the school. The views of certain teachers are presented below.

T8. “...Our administrators fulfill the tasks that are urgently required by the Directorate of National
Education immediately, but they delay the work related to the school, the teachers and the students for a
long time. Let me tell you about a recent incident. We had to use overhead devices for rehearsals for the
Teachers' Day program. Even though | asked the administrators three days in advance, and provided the
overhead device at the last minute. We had problems during the ceremony because we were not able to
rehearse...”

T3. “...Almost every day, we experience procrastination problems at school. Although the letter of
appointment did not arrive and | did not sign it, | became the object of an investigation. The investigation
revealed that the letter was still at the office of the principal and | never signed it. There are serious
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about the announcement of the communications problems in our school. We just sign overdue and out of
term letters after the deadline. In such cases, the school goes into a rush to meet the deadlines...”

T4. “...The seminar period prior to the academic year allows the duties to be completed easily at school.
However, the administrators wait for the first day of school to complete the syllabus and school-related.
On the first day, we go to school. There is neither a syllabus nor class schedule. When this is the case, the
administrators panic. The duties of the administrators are handled by the teachers. This also affects the
students. The classes of the students are unknown, leading to several uncertainties. Since the course
schedule is not clear, the teacher cannot attend the classes, the classes become idle. During the first week
of the academic year, we experience confusion, uncertainty and fuss due to the procrastination behavior
of the administrators and this attitude leads to further delays.”

T1. “...The urgent communications that arrive are immediately responded, but they always wait on the
non-urgent communications without a deadline and this becomes a habit. When there is a decision that
needs to be taken at the beginning of the academic year, they postpone the related meeting every day. And
when it is the mid-academic year, there is still no decision. They panic, but then, it is too late.”

T2. “...When there is a job to be done, administrators say that we can wait, there is still time and thus we
can assess in thoroughly. However, nothing is done until the last day, and they cause a pressure on
teachers to complete the task on the last day.”

One of the important findings in terms of qualitative dimension is that, contrary to the teachers, some
administrators state that postponement of work in the school is not caused by them, sometimes by the Directorate
of National Education, sometimes by teachers and sometimes by financial and bureaucratic obstacles. Some of
the managers' opinions on this issue are stated below.

AT: If some work is postponed at school, there is another reason. Although our school opened this year, our
courses were not ready. Because there were changes in the regulation of secondary education institutions, in the
9th grade there was no geometry lesson, geometry lessons were put at the last moment, so the course schedule
was delayed, the seizure schedule was delayed but these were not caused by us, the National Education informed
us last minute. When the National Education sends us, it is already out of date. The teacher is not aware of the
changes, so they think that we postpone our work teacher...”

A3: “..The postponement of some jobs may not originate from us, but from the Directorate of National
Education. Sometimes school teachers are coming to school to be announced. But when it comes to school, it can
already be past the day or the last day...”

A10: There is also a teacher dimension to postpone our work. For example, at the end of the semester, we
usually wait for the final days for student grades to be enrolled in e-school. But it's because of teachers. Since
teachers' notes are not in the system, we are delaying our work

The study findings demonstrated that administrators and teachers had different opinions on procrastination.
Administrators mostly stated that they did not delay school work except for some unexpected delays. In contrast,
teachers stated that administrators delayed certain duties and procedures related to students, teachers and the school.
Previous study findings demonstrated that individuals’ self-perceptions are generally more positive (Saymer, Savasan,
Scren, & Kd&knel, 2007). Our self-consciousness includes our thoughts and perceptions about ourselves.
Self-consciousness reflects to how we perceive ourselves, but self-consciousness may not always reflect reality. Or, we
could perceive ourselves as successful even when we are unsuccessful (Citeloglu, 2002). Or we may have a tendency
to see ourselves as successful. Thus, considering that the individual has a tendency to perceive herself or himself more
positively, it could be argued that the administrators exhibit partial procrastination behavior in practice. It would not be
wrong to argue that administrators who consider themselves in an objective manner are closer to success.

Findings obtained in the interviews conducted with administrators on workload perceptions demonstrated that only two
administrators were uneasy about the volume of their roles and responsibilities.

AB. “...Procurement of cleaning materials used in school bathrooms, renovation of broken windows and
doors, repair of damaged faucets, maintenance and repair of the school equipment and desks, personnel
documents and records of teachers, student registration and attendance records, cleaning of the school,
meeting the demands of the parents... We do almost every job in the school from cleaning the bathrooms
to the instruction of the courses. At the end, we are human, too; sometimes we feel depressed. Since we
cannot do it all, we have to delay certain tasks.”

A2. “..Sometimes, due to our high workload our hands are tied. Both student affairs, our course
payments and salaries, as well as the parents. All of this, we cannot do it all. Even when we work
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organized, the work is intense and certain tasks are delayed. But when the work load is lighter, work is
done. So, the high workload is not constant...”

The remaining ten administrators stated that the school workload was not at a level that could cause problems, and that
they could balance their workload by distributing the roles and responsibilities among the administrators. The views of
certain administrators are as follows.

Al12. “... A good administrator would delegate the work to deputies. All deputies know their job
description. When a school principal attempts to do everything or when the job descriptions of the
deputies are not clear, the work is delayed.”

A2. “...The school principal must share his/her authority and responsibility with the deputies... The job
description and responsibilities of a principal are clearly described in Primary Education Institution
Regulations. For example, | delegate my responsibilities set out in the regulations to my deputies, thus
reducing my workload. This division of labor makes it easy for my deputy directors as well. Otherwise,
they would say I would not do it, the other deputy should do it.”

AG. “...If an administrator says that her or his workload is too heavy, it means that she/he is not doing
her/his job properly... The administrative team should work in collaboration to complete all tasks on time.
The administrator should help the deputies and they should help the principal.”

All. “...Due to the high workload, I do not think that some of the tasks are completed at the last minute. |
think our principal and we work together in order not to postpone the tasks, we support each other. But
there are also administrators who make a habit of procrastination.”

A4. “..The job description of everyone at school is clear, but I would like to see everything as
administrator. If the work is delayed, either the principal and the deputies have no clear job descriptions
or they unaware of the school operations.”

However, the findings obtained in the interviews conducted with the teachers demonstrated that teachers did not agree
with the administrators on workload and delegation of responsibilities.

Only one teacher stated that there was a division of labor among the school administrators, while others (f = 9) reported
negative views on this topic. The teachers with negative views stated that there was no distribution of labor among
school administrators, or there were disagreements about the areas of responsibility among the administrators. Teachers
also stated that administrators refused the requests of teachers on the pretext that they had excess workload and
procrastinated. Certain views of the teachers are presented below.

T2. “...Since the job description of each deputy is clear, the system works smoothly. No one has to tell
others what to do...”

T13. “...The administrators always disrupt and delay the tasks with the pretext that they have a high
workload. But they immediately handle unnecessary tasks. | think that they could complete all tasks by
listing them in the order of importance, but they continuously complain about their workload...”

T3. “...Sometimes the teachers have to procure something for use in the classroom. The administrators
say they would provide the article; however, they do not keep their promise. Then, they say do it yourself,
there are ... teachers ... students at school, which of these should we deal with...”

T7. “...Sometimes the administrators have disagreements among themselves. This has a negative impact
on school tasks. If something is going to be done, everyone expect something from the others, but no one
makes an attempt. Since the job descriptions of the deputies are undetermined, everyone expects someone
else to do the job. This causes delays and procrastination...”

T4. “...Sometimes although the duties and responsibilities are predetermined, but deputies expect each
other to do the job. This leads to jobs to be completed on the last day and stress..."

T6. “...Since our principal is a perfectionist, he even tries to do the jobs of the deputies, does not delegate
tasks and procrastinates since he tries to do everything himself...”

The teachers stated that the administrators procrastinated with the pretext that they had a high workload.
5. Discussion and Conclusion

The interviews conducted with teachers and administrators and demonstrated that administrators did not delay urgent
tasks with a deadline sent by higher authorities but delayed the tasks that were earmarked as non-urgent. Based on this
finding, to avoid procrastination, administrators are expected to have self-control, internalize their duties and possess a
high job satisfaction and organizational commitment. Thus, it should be ensured that abstinence from procrastination
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should not be only prevented by external sanctions but the administrators should internalize it and their active time
management and self-control skills should be developed.

In the interviews, administrators and teachers stated that certain tasks are delayed at the school due to the fact that
administrators did not clearly delegate their authority to other administrators. Based on these findings that supported
one another, it can be argued that the roles, duties and authority delegations among the administrators and deputy
administrators should be clarified and be more systematic.

Interviewed teachers argued that procrastination may be related to the failure of the administrators to delegate their
powers and responsibilities with the deputies or due to the fact that the distribution of labor among the administrators
was not clear. Based on this finding, it could be advised to conduct future studies to determine the correlation between
administrators’ leadership styles, delegation of authority and procrastination tendencies.
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