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— offers a tool for planned change.2

Most school peo?le'appear to believe that getting
ings done through groups--of €hildren, teachers,
© -~ Patrents, administrators, supervisors-—is not just a’
* good idea but a natural, essential part of the educa-
«~  tional enterprise. Yetigroupawork, instead of being

K productive and psychologically satisfying experience,
is ofte ewarding, puzzling, and frustratlng. « o o
For t adults of today, tHe abilities required to

o k effectively as a leader or member of a cooperative
group do not come naturally, perhaps because our tradi-
tional educational system has generally ignored or

. discouraged shared effort.l

Considering the pressures under which most educatipnal per-

y sonnel work daily, and the inherent eocial nature of their work,
it would seem paradoxical that often dpportuni&ies for authéntiq

+

s communication emong many of”these~§§rsonnel, such\ as teachers,

are quite minimal. Given that this is so, and that\most adults
. . \

do- indeed inherently.lack the ability to interact effectively in

— e , /

groups, the vital 1mportance of gréhp procesées, or gro

#‘dynamics, is underscored.
It is meeratlve then, for tho%f xnvolved in any proc

having to do with reachlng‘agreement on goals, or programs;
'planned change, or merovement of instruction, to be competent
in the use of the tlme whlqh they devote to group functl sS. oL e
Schmuck and Runkel e?ifaSLze this poznt by positing thef Gestalt

nature of schools, stating-

The school is more than simply the sum /gf f

‘ , - its individual members and curriculum mater l . The ‘ ;
_total -school staff has characteristics différent from i
those of its individual members, and, if "staff is !
effectively managed, it may have a greate,ﬂz;oductive R
capacity thap would be expected from a s le summing
up of individual resources. ... . It igf the strength
of "sharedness” that make§ a school orgénizationm so
- resistant to modification, but, at the/same time,




* the school system.”

Communlcatlng coulp

To the administrators vory ofteﬁ fall the ofSKS—of promoting
Ehé strengths derived from "sharedness” and, simultaneously, of

v -

utilizing organizational oohesiveneso to bring about planned

) qﬁange in the form of .educational improvsgent. Castetter views

the administrative (or supervisory) task, th refore, as related
‘to the motivation of the individual teacﬁer; one of encourage-
ment and the promotion of self-sufficiency, so tﬁat\organizational
demande will be fulfilled and human nee;;, such as self-realiza=-
tion, recognition, and status can be sa.tisfied.3 Towoid this end,
groups are fofmed~to perform’ certain selected tasks. Thése groﬁps‘

invariably involve "face to face partidipation of school personnel

»» « o who come together to perform a sefvice or task related to

4 The task necessarily requires theyéroﬁp

members' coopef:a.tion,5 and the "group:prooessf generally éxists'
as a temporal d&nomic entity-ia dynahic process--in a constant
state of coange over time.?
Groups are typlcally assigned flve basic functions: plannlng,
appraising, communlcatlng/ advising, and ed%batlng.7' Examples of Chl
the planning function lnFlude such considerations as formula;zng
a system—wxde developme t program for professional personnel or
developing educatlonal pecxfxcatlons for a new school bulldlnq
(although the latter,/;dmittedly, may no longer be a common tas&
given current ecoﬁo&fo conditioos). Appraising might‘entail /

conszderlng the efertlveness bf a course of study or curriculum.

nvolve/éxplalnlng and interpreting program

provisions to stgff members,  while advising might concern the




»

acquisition of instructional resources. Educating could relate

to the deyelopment of in-service\programs of a specific nature

or to supervisory meetings wherein various uses of innovative

lnstruotlonal materials are demonstrated and discussed. \ s

Impllcatlons for effective admlnlstratlve/superVLsory

involvement become increasingly clear.when one considers that

’

group decisions in regard to matters such as have been'mentioned

have been found superior to decisions made unilaterally. fSChmuck
' "y

and Runkel offer support for this contention:.

Studies of group deCLSlon-maklng and problem-
solving have-indicated that decisions produced by
individuals-interacting in a group are usually
superlor to decisions produced by individuals when
certain kinds of tasks are to be carried out.8

.

They further stipulate that complex tasks are more conduc1ve to

group consideration than simple tasks~
« « . in the case of problems that are complex, that
. have many alternatlve paths or orders of sub=tasks
through which the problem can be attacked, in which the
elements are not easily discerned or conceptuallzed, in
which one person.can do one sub-task without interfering
with another, and, in particular, where the efficacy of
- the 'solutjon depends on the -continued cooperation of a
number offiersons, then the decision will almost always
be superior if it is produced by a group, in comparisoh
to being produced even by the most capable of J.ndJ.v:Ldua,ls.9
/7

‘Rationale for this phenomenon mayfbe found. by’ exan}n{ng'a
) §

[

- schemata,designed to show the relationship of the indrvidual to

the organizational structure. Getzels and Guba pos' "that - ‘
3

observed behaVLor of an-individual in an organlzatlonal soc1a1 )

l

system settlng such as a school is/the result of two lnteractlng

E}\-/-. v -

[
dimensions--the Nomothetlc and the dlographic.19‘ These d;men31ons . i

foa /7;1,(\;»'
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have been represented pictorially in the following manner :

/S 3. Expressive 1i

11

Y i., ! ) - .
Nompthetic or Organizational Dimension . ‘

‘—.Institution----b Role~—==c=—- » Expectation~————=-- -f---L
“Social : Observed
System - R Behavior

\ V
L—o Individual~~--# Personality-#» Need.-!)isf.poS-ition---------&-r

Idiographic or Personal Dimension :

Upon examination of the Gefzels-Guba Model, it becores

evident that the individual in an organizational setting exists

«%
within a force field, Wlthrthe forces not necessarily comple-

mentary but often in opposition. Castetter maintains that human

1

comglicati are»prec1pitated by certain organizational arrange-—

ments, and that possible adverse results may take one or more of

“the fol owing forms: ' R

PEE

lL\Lacg\of cl

/2. Assumption of\line functions by staff personnel

/ o ) it

s of authority - ‘ N
4 * )

4. Duél or multi e Jurisdiction

" 5. Lack of under tanding of organiza ional relationships

-

6. Lack of coordination

7. Failure}to grant authority to make decisions at the
o .

point actionl2

\ Argyris- pursues similar reasoning, stati that there’ ys

i

-

a lack of congruency between the needs-of healthy indiViduals

and the demands of the formal organization; resultant individual
o . L]

€

, "
'
) .
'
. B e
. 1

ity in lines of responsibility and authority‘
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frustration, failure, and‘conflict are distinct possibilities;
'subordinates may experienceﬂoompetition,.hostility; and attend

to parts of the organization rather than to the whole.13 The

admlnlstratiVe_erééupervlsory task, then, may also ‘become ‘ope of a

attemptlng’to,ﬁlnlmlze deleterious organrzatlonal possibilities,
'~and the group process viewed as an lncreaslngly funétlonal
,strategy, for the‘l;terature on conformlty of individuals reports

a partrcularly stable finding: A person 4in a pressure SlE/gtlon

is generally liberated somewhat from that pressure when prQVIded

with a partner or others who may think alike, | srmllarly agree
e}

14 Benefits expected to accrue, therefore, from the

with him.
group process ate the development of better unoer tanding of
organizational goais; more effecti&e solutions to problems'and
‘decision-mAking; encouragement of creativity among staff menbers;
lmproved lnstructlon, motivation, and morale, opportunltles for
the development of leadershlp, and better organlzatlonal formalgzj%t\\
and lnformal communlcatlon.15 . '

To the extent that a group will be deemed " suoCessfui"
necessarily depends upon the quallty of group decrslons and upon

‘the skills of the individual group members as exercrsed in

~ L]

coordinating their respective resourcesand efforts.16 In worki:g

to achieve any of the above-mentioned benefits, three decision-
making styles>have keen observed to occur\often in groups: L
1. Deq&slons made’ by a slngle person or a mlnoflzg of
"a group ‘
2. Decisions based on the ability of a majority to
overrule a mlnorlty
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3. Decisions bageo on support and %greement of the
total group after debate and discussionl?

.
*
[N

Decisions emanatlng from/the mlnorlty sub-group style have

—— -

o - -

been found to be the least effectlve in using human resources

available to the group, generally not of high quality, and poor

4 -~
in obtaining the commltmént of group members.18 The minority

»

“(or one person) decision has also been found to be relatively

'poor because of the absence of mutual problng and stlmula(:lon.l9

Of thersecond deczszonﬁmaklng style,, the foIIOWan is reported. .

majority-vote style relies more . . . on the o

combined effects produced by ipteraction and the
resources of most individuals. As such, it is-
superlor to the minority in producing effective deci-
sions.” However, some assets are #till being wasted
when the majority vote is used. To the extent that .
the out-voted or non-involved minority are unable to

~use their resources and to influence the decision,
there are still some resources not being brought to
bear on the decisién.20 .

In light of this finding and with a viéw toward minimizing

»

possibie negative conéequences resulting from’overconfidence in

the majority decision-making style, e "achievement of consensus”

would seem the most‘'efficacious. This style represents a maxi-
mize& interaction pattern in which all participants contribute

-

resourcés and share in the final decision; no decision is final
that does not involve the approval of nearly all members; but

.consensus decisions are, unfortunately, often difficult--and

21

sometimes impossible~-to obtain. "Observations indicate, *how-

ever, that the method of consensus,’wheq applied to complex

problemswreqﬁiring complex interpersonal coordination, results
in decisions of superior quality which arehusually well

. ’ ' /

o




__myk¥ng styles within a conceptual framework of three variables:

ipplemented>

// J——.
Some studies of group dynamics have placed these decision-

\

" basic consideration i

e ‘ 3 e

Attraction and Hostility, Conformity, and Communication.2 “IE

"~
‘m

, has been found that a set of filtering factors appears to operate

during the,development-of interpersonal attraction;24 the ,most

this regard.iS»spatial‘or physical pro- o

. pinquity. Spatial propinquity tends to‘lead to social propinquity,

?a member deviates from accepted norms, other members of tne‘group'

" been dlscussed until consensus is reached.

- >
r -

Persons of similar status rank, attitudes,

and values become attracted to each other, while dislike develops

among different persons from possible frustration over‘potential

losses of regard, status, or secnrity.2§ Conversely, t:jgsf .
ny

k4

within the group who are perceived to minimize or reduc

threat of status loss become more attractive to those who feell

threatened.27

NormS\are ruieS»wﬁiCh specify generally the behaviors
within a group setting which are acceptable to the group; when

/
will communicate with him in an attempt to induce cqnfornuty.28

*”

One will lzkely conform if unclear about.what is belnq discussed, -
if the»ma]orlty holdi ng a contpary opinion is.large, when the .
deviant oplnlon is to be expressed publicly, when the group is

percelved as being composed of experta, ‘ar ﬁhen a questlon has Tt
29 : ) >

“~ “ .
) . Lo LI
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Communlcatlon rs more llkely to be/p051t1ve when a group

percelves itself as being cooperatlve rather than competltlve.30

-Symptoms of thh coheslveness are eVLdent in cooperatlve groups;.

members of such a group are more frlendly, make' more attempts to

influence one~another, and.accept lnfluence attempfé more‘readlly.3;

a )

Harris has cited studles showing that groups may bb-subject to
‘covert as well as overt communlcatlon, with: covert communlcatxon

belng termed by Bradford, "the hldden agenda.” n32 The hidden agenda

-,

may do much to thwart the efforts of any group in actlng upon tﬂe.>
true or publlc agenda, but Bradford p01nts out that confllct may- -

be m}nlmlzed in this regard by the utilization’ of certaln-effec- .

tive leadership techniquee.33 Explicitly recommended as pragmatic !

procedures for the ‘exercising of effective leadership~are,the

following: " e . - i ) ' S //P\P
’ “t . . Frl
. S )

1. Look for hidden agendag (sic) that are present. . . . S
2. Remember that the group is contlnuously worklng on
two levels at once. ..
3. Try to make it easier for the group fo brlng its
hidden agenda to the urface.. . -
4. Bé sensitive to whe the group ig ready to face .

its hidden agendas. . . . ,
. 5. Don't scold or pressure the grou ecause it.has . - . "
LY hidden agendas. . . . ’ ' - . )
6. Help the group to remove feelings“af guilt about i} -~

hidden agendas.;. .
~ 7. Help the group work out methods of
- hidden agendas just as they develop methods of
‘ , handling their surface (or public) agenda. oo . RN
. 8. Help the group evaluate its progress in handlmng
hldden agendas.34 e ) e

4 -
A . </
- . , N ¢ .

These procedures have iMplicatioh for the‘tyﬁb‘of leadership ,

/e -

-

latlng such a leadershlp tybe, Miles suggests that rather than

Ed ‘ i . . v
R . . v o ¢

|
fhat may - be conduc1ve to effectlve group functlonlng. In‘formué - ?
1




concentrating upon the static tefm "L bades, ™ a functngnal approacﬁ -

"be taken to examrnlng theo&ynamlc terné"leadershlp thls focus, ' ¥

e he contends,‘lendswltself to, a concern w1th ”effectlve group“ . 3/<7

.o behav1or anq is con51stent w1th the'bellef that 1eademshlp-canr
. te .
" “not be truly understood wmthout.reference to an, 1mhed1ate,
,). - " & . P
specific 31tuatlon.35 o . ’~ L ) Y : .

’ \"'1

Mlles stlpulates the followxng useful criteria for Judglng e

*and analyzxng leadershlp. < . S o A

- N 3 . - R , %
{/'q b ﬂ y Augmentatlon. Does the leadership act augment. . PP
‘, ... . or facilitate group members' positive-search for, .
/% coe ‘need 'satisfaction?’ Or does it accentiate the nega- IEDCR N
. . trve--threaten people w;th punz%hment or loss of. .

re present satisfactions lf they do not perform as, o L ¢
) desired by the leadpr?'”~ . A
. [\\ © - ., Effectiveness and Efflclencx; Doés the leader- .

Shlp act aid. the group to.do /its Job rapldlx and well

. a(effectlveness), besides ;mpédeng inteial working .47
‘ relationghips (efficiency)? Or does it tend to evoke. . .~ °
¥ - . a_group product of poor quallty and- feellngs of 1ow ‘ K
. morale and antagonism? :- 2
, .. Learning: TFollowing the leaﬂershlp act, have j L
other group’ members growP—-either in knowledge'of e '« ..
subject ‘matter they are working on or in ability, to s
contribute effectively to worklng groups? Or.do they 6’ :
‘remain at the1r~preV1ous 1evel of knowledge ‘and sr.klll"ls i
e
4 * / /'». ' s " )
. *With these crxtérla‘as a reference-base, and glven.that ‘ 1
. . -
. observatlon may lead to, conceptdallzatxon, Lt would seem,poSSLb{e/, .xi
that the adminlstrator céuld npw attempt to operatlonally define >

leadershlp, discover sallent‘fact3=re1evant to. posltive group-

Y L3 L4 ' “u T

N 'Leadershlp behavzor, and fo;mulate/g/potentlally'usefulqpe:sonal
. o c“;’b

'leadershlp type for use - when working in groups. That there is.a"

o

L T

1

|

;

|

1

1

i

- K }
. \ 4 ﬁ ’ ‘ : 1
. dlstlnctloﬁ between "Iegbershlp and/"leader” ‘has already been.. P
R N7 |
clted. Schmuck v1ews, too, the concept of, “leader" as Herng %
|

I

|

|

R ,statlc, while "lea?ershlp ié;seen/%s belng dynamic. 37 He states:
.q ‘ LI L s P ) X . :l N \w \#)‘,t..,——‘.'. “ .1.‘ ‘-‘ N :ﬂ‘i




 "Leadership” refers o behavxor that brinys a group
closer to achieving .its goals and is. defined as inter-

o personal influence,central to group action. I¢ is - . L
differentiated the concept of leader; .the term o
. *leader”® identifies the person who has bsen\appointed ’
or elected to be the 'head man. " 3& , .
\ B 7 becomes eviderit @from th:.s thinking on "leadershlp that »

’
.

any~ member of a group may exert I'eadershlp "to the eztent that .

r the prbpert:Les Qf the grdup are modified by hlB presence J.n the .

group. »39 How to’ br:.ng about a modiﬁlcatlon in group prope.rtiee ' )

hor behavior while attending to hidden agendae and simultaneous
being subject to possible " leadership-type sc:;utiny' by other
members of the grovfp is ‘a question that must necessarily he

confronted by the . adnunlstrator :.f ln a group leadershlp, po t:Lon.

¢

N Research acts as an ald ﬁere, and’ lndlcates that effective group

- . - —~

leadershlp prov:.des for and enco,ura?es minority oplnlons and s
. . « . *

confliét to a greater extent than less effective group leadership ’

v

behavxor.‘1ro . - ' o
- ‘ .
Group partlcx.pa.nts with l,Lttle influéhce ‘ove,{' a dec:.s:.on

,wfll not only fail 'to contrlbute resources, but will be Less llkély

to carz:y out .the ‘decision When action is required. Therefore, ’ .

o thl—eﬁ‘f_eictive'leaden,'_‘;r one who is in the group-leadership .
low

position, would al or greatet participation, initially wider

d:.vergence p‘f essed judgments, and qreater acceptance of
£ ixore

dive:se declsi.ons than would the less effective leader.‘l : ,

It has been repeatedly found that partic:.pat:.ve leader /thip
has a. greater lnfluence on group ;_udgpents, and, Ba.rris believes ’ .'

- -

-~that this’ phenoxnenon *prov1des evidence supportmg a shirt

o




' sleeves® approach,ﬁb leédership:rether than an "advisory”

42

‘approach. '"It/fﬁggests that superviéors {or admiqéstrators]
" .

who can become a part of working groups are likely to have group
1 " ’ " .
activieief which are ‘more satisfying to participants and which

influence their thinking in relation to the group task.'f?

. o

In formulatlng an appzop{igsg/énd utilitarian personal
.leadershlp type,' the alministrator might find it beﬁeflczal to
. return to a consi&era}ion of the Nomothetic and Ideographic

Dimensions desxgnating the 1nd1v1dual's involvement in an organl- 0

zatlonal,settlng. The Nomothetic Dimension style of leadershxp

‘e

bléces emphasis on' the requirements of the institution,"the-insti-‘

"tu,ﬁ:.onal fole, and the mst:.tutlonal expectat:.ons, rather than
e 8
upon the need-dzsposxtlons of ﬁhe 1nd1v1dua1. The Idlographlc

DlmenSLOn style,conversely, places emphasis upon the 1nd1v1dual, .

his personallty and needjalspOSLtlons rather than upon lnstltu—

44 -

.tional requirements. Getzels and Guba have offered an inter- .

meaiate, and exireme}y useful, leadership itypglogy"--fhe Trans-

» actional Style~-in which: )
Expectatlons are defined as sharply as they can be
but not so sharp as to prohibit appropriate behavjor
in terms of needs-dispositions. Réle- conflicts,
personality conflicts and role-personality conflicts
are recognized and ‘handled. The standard of . . .
excellence is individual xntegratlon and efficiency,
satisfaction; and Lnstitutional adjustment and
effectiveness. 45 ) : . .

. P ) . »

In terms of -‘the Getzels-Guba Model depxcted earller, the

Transactlonal leadership style may lnvolve the individual in the '

organlzatlonal ‘setting as reﬁresented—on ;he‘next page. The 1
k ]
’ ’

" 14
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transactional style seems to providghe degree of flexibility
. P S ‘ . -
required to facilitate effective group functioning. The

admim',strator utilizing this type of leadershlp may find tasks

such as .solidifying orqan:.zat:.onal cohes:.veness and prov:.qu for -
planned ‘educational nnprovement sonewhat facilitated,: fgr in the
T&:ansactlonal style is incorporated the concept of "rev:.s:,on due
to individual Qdifferenc s ainong 'gnodp members—a ptodﬁct_ of hidden
1n‘group processes, for th& administrator, and would serve in
congruence w1.th the dynam.c leadership concept, ‘the shirt-sleeve

approach, and research findings. T . . -

oup proceséee are an

|

i

agendae. The Transactiopal style also presupposes an. active role ' 1
i

|

|

|

It has been st.lpulated l
|

simple act of group formation. The Gestalt nature‘of schoola,
o N . S A

;? -k‘\ - —-1;
|
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‘.

based upon staff ’teract:.on and leadersh:.p, has. been contended,

and so to the admlnlstrator has been placed the responslblllty -
of exercising effectlve’group leadershlp. Group formation and
group task functions or assignments have been discussed. Group

decision-making processes have also been discussed, and the

*

relative effect;veness of‘consensus-method decision-making
rationalized by use of the Nomothetic-Idiographic dichotomy.
The lacdk of congruepce betWeen these dimemnsions has been empha;

sized, and implications for adminlstrative/sgpervisory behaviox - )

posjted in the Form of benefits expected to accrue from effective
’ . . ' Py * '

group processes. ¢ . L

* .

- The process of dec1510n-mak1ng has been*pla%ed in a

1 .

éﬁhceptual framework' of three elements. Attractlon and Hostlllty,

'Conformlty, and Cbmmunacatlon. Of:+ these, coﬁmunrtatlon has been

the-prlmary focus Of egamlnatlon, andrposs!ble covert communica-
tion among group membEr? was utlllzed to demonstrate pragmatic
concerns of group leadérs.‘ From thls, and frpm selected crlterza
for judglng leadgrshlp styles, 1eaders§1p was defined, research
flndlngs c;ted, d the Transactional style proposed as an apprOv‘

prlate leadersh1p style for the admlnlstrator interacting

. effectlvely wzth Lndividuals in group processes.

7

Slnce it has been found that "most school staffs do not-'

b

'fully use staff resources or emplpy a consensus d@cision-making

=46 it would seem imperatf@e for those in the field of .
AR
edncatlon to seriously reconceptuallze the total educational

2

enterprise as a cooperative, §oc1al vent e, with a view toward

g

style,

! 2
. . ,
P
< e 16 . [L
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. o ! .
increased organizational effectiveness and improvement of current

decision-making practices, In conjunction w}th'tﬁis ééserﬁign,
it follows that groups should be utilized for educational
decision-making processes, and group ieadership--as a‘&'ﬁcial .
element of group procésses-—be-studied'by pfospectivg or'éncum-

be inigstrators. Such concerns might positively contributg
. k3

L}

to enliveped, effective schools-charactérize&vhy healthy organi-

47

zational processes '--and w}th environments conducive to educa-

.

tional imprqvement through communication clarity, group coheSive-

ness; supportive norms suéh'as valuing authenticity and openness,

»

mutual txust among staff members, and a genuine concern for the

. 48 _
thoughts apd fee%ng;\of cplleagqu.

c. ’ : : ) T~
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