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A’BSTRACT
. This,brief summafizes the lajOt findings of
significant research'studies dealing with different leadership
behaviors and strategies for increasing leadership effectiveness.
Fred Fiedler's Contingency Theqry of. Leadership Effectiveness
enphasizes that a leader's effectiveness is determined by how well
- His legdership style fits the specific situation. Piedler ruses this
‘+heory to analyze the impact of trainlng and experience cn leadership
effectiveness. Daniel Kunz and Wayne Hoy focus on the leadership
behaviors of "1nit1at1ng 5tructure” and "consideration® and-:examine
vhich behavior is more influential on teachers. Donald Piper compares
the quality of problem-solving decisions made by individuals vith the
decisions made by groups and concludes that groups” did consistently
betfer than individuals, By comparing group members' reactions to
three types of ‘participative decision makind, Carl Lowell
demonstrates that the success of participative decision making
.depends on the method of governance used. The implications of these
studies are.that prigcipals can do any of severdl things to increase
their effect.iveness as leaders, but insofar as leadership needs vary
with different situations, there are mo absolute'guidelines for
effective leadership. (Author/JG) ‘
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Each Research Action Brief reports the findings
* of significant empirical research studies on a
topic In educational ‘management From these
findings implications are drawn for the opera-
tion of today’s schools, thus serving as a guude

for en[ightened administfative acfion. ,

‘This Research stion Bnef,was prepaced by the
ERIC Clearmghouse on Educational Mahage-
ment for distribution by the Natlosal Associa-
<. tion of Secondary Schoot Principals
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Leadership: Ir.nproving Its Effectiveness

At times, frustrated educators must wonder whether effec-
tive school leadership 1s not like good weather—a condition
everyone wants but no one really knows how 10 producg. To
carry the analogy. further, just as people may di‘§qgree about
what constitutes ““good weathge” so, too, effectjve school
leadership can mega differem things to different people

For}unately, these similarities are fargety superficial, Al-
though some aspects of leadership effect:venes; are not yet
completely understood, enough is known about thessubject ¢
that a schooj principal interes In doing a better job can
make use of strategies that eertathly are more reliable than
consulting bunions, doing rain dances, or seeding clouds
"' Researchers have examined a wide range of questions about
leadership We will first consider the evidence that leadership
effectiveness depends in part oR the needs of specmc situa-
tions Next, we will discuss some effective types of leadership
behavior Figally, we will turn our attention to participative
decision-making, a ‘promising strategy for improving Ihe’pro- -
cess of decision-making on school policy

Styles and Situations

Some Yresearchers’ suggest that 1t may not be useful or even
accurate to talk about leadership effectivensss as something
that can exist apart from specific situations  Different leader-
shlp styles will be’ effeci\ve In different situations in fact,
whlle nearly everyone has what 1t takes 10 be an effective leader
IN sorfie situations,,almost no one can be a good leader In all
situations

Fiedler has done considerable retearch dn this area Al- |
though some of his work focuses on military, rather than edu-
‘cauonal, groups, his findings are,useful in ilfluminating the
nature of the %eadersh:p process Itself :

Fiedler's basuc conceptuat tool is his Commgency Theory of
Leadersilp Effectiveness, which emphasizes that a leader’s
effectiveness I1s determined by how Well his or her leadership
style fits the needs of a specific situation Fiedier divides leaders
INto two types, those who arg motivated by a desire for good
Interpersonal relations w:th subordinates (human relations-
oriented) and those who' are motivated by concern for accom- -
phishing the task at hand (task-oriented) TR

Fiedler describes a situatton in terms of Its “favorableness
*Three factors determine how favorable a situation is—the quality
of leader:member refations In the grqup, the afmount of struc_‘
ture imposed on tasks and assignments within the orgamfatlon
and the amount of+formal ppwer that gees with the leader’s
position As these three factors increase, so does favorability
ft can vary from one extreme (where all three are present to &'
hlgh degree) to the other {where all are dbsent) *with a variety
Of Intermediate combinations Fiedler, maintains there Is no
symple corretation between situational favorahility ang teader-
ship etfectiveness In general, evidence suggests that human
relatiodp-oricnted leaders are most effective |n rhoderately faver-
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able situations, while task-oftented leadefs are at their best In
very favorable ot unfavorable situations

Fiedler uses his conyngency theory to analyze the impact
of training and experience o teadership effectiveness From his

A review of previous research and his own ortginal work , Fiedler

conciudes that vvhat traifing actuatly inéreases 1s rot leadership
effectiveness, but the favorability of the leader’s situation
While certain types of leaders, incertain situations, will become

. i&ure effectu@ as thgsituation becomes more favorable, others

14

. effective channels of communication) and consideration

Il ngt In addition, *Fedler sugge%tsthatexpenence like train-
ing, tends toincrease situational favorability Thus an individual
wh§ Has thoroughly mastered a job, like oneWho 1s overquali-
fied for 1t, may fose Interest in the work and actually pertform
less e\(fecnvelx/than someone else who 1s less weh-qualified but
more feaningfully challenged by the position

Since leadership style, as a function of@n individyal’s"motr-
vating structiire and personality, Ys relatively permanent and
ehfficalt ¥ ¢ hdnqe Fiedler's work implicitly stresses the nn!or
tance of I\QP situation das the key to iImproving a leader’s etfec
Diveness Jk}'§l as training programs can make the leader’s situd
Yon more favorable, so other approaches might be useful In
mdking a  situation less favorable, and presumably, more
chatligaging One way of mducmq favorab|l|f’m|ght be to.in-
crease uncertainty within' ar organization, for example, Hy n-
trodtuting some type of innovation Whatever is done shoud
be planned In recognition of the fact that effective leadership
means having the 1ight individual in the right situation

Leadership Behavior ) !

Twao areas of a leader’s behavior that are often assumed to
influence effectiveness are anitiating structure (the abilnty to
develop wefl defined patterns within the organization, assign

edach membor a clearly defined role, and agen and maintain

uc
¢ess N credting a chmate of trust, friendship, warmth, and
mutual respect bretween a leader and Qs or her subordinates)
In eduration, rhouqh not in mdus'(ry there Is evidence that the
most effective leders ar€ thosé who dre strong 1n both areas
Tegchers generally prefer principats who are high in considega-

tion, while upper level adnunistrators favor principals strong in

Initiating structyre

Kiunz and Hoy atternpted to determine which of the two
qualities ‘was ‘more important to effective leadership To do
this, they isolated one measure of effectiveness—a leader’s suc-
cess 1IN gaining acceptance of his or her directives Following
the standard usage, the researchers idenpified three decisional
areas where a prmupal might concmva?y give orders These
were 1n the dornains of orgamzanonal maintenance, persond
behavigr, and professional behavior Most teachers evidently
feel that matters relating to organlzationdl’mamtenance, such
»as deadlines and accurate reports, are appropriate areas for
administrative corntrol Conversely' maost teachers, and many
administrators, believe that the detans uf a teacher’s personal
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fe are, to put It blumly pone of an ddmmlstrator s business -

hys. 1n the organizational maintenance »(ed teachers are wil

Aruitoxt provided by Eic:

, d

INg 10 daccept a wide range of administrative control, while in
the personal apea they will accept very little

But in the third area, the professional domain, which m-,
volves matters of professional judgment such as how to evaluate
pupils or how responsive to be te—adMinidtrative criticism,
teachers vary widely in the amount of adm|n|stratlve control
they are willing to accept

As aresult, Kunz and Hoy assumed that the amount of con-
trol teachers in aschool were willingto accept over protessional
matters—the professional zone of a'cceptance—was a good ‘mea-
sure of the principal’s leadership effectiveness Accordingly,
the authors studied fifty randomly selected nonspecialized”
secondary schools in New Jersey to determine just how the
size of this sone relates 10 a principal’s leadership behavior

The results of their survey indicate that teachers are most

- willing to accept the directives of principals who are high in

both initating structure and consideration Further, the evi
’
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Jence aiso indicates that the two qualities very often go tQ-
gether Butwhen the authors investigated which of the two was
more \1mportant, they found, contrary to their expectations,
that initiating structure was more Ififluential Ihen consideration
In determining the size ot a teacher's professional zone of
acceptance While this contradicts the findings of some earlier
research, 1t is consistent with the conckusions of a small but
growmg body of recent work
Kunz and Hoy's study has a wide range of implications for
eftective leadership Perhaps the most obvious s the fact that
leadership behavier can—at least in its ir¥fluence on the size 0
a teaeher’s professional zone of dcceptance—help determine a
leader’s effer tiveness The most effective principals are strong
n both mrtnatmgsnlmvture and consideration However, the
tao dre notof equaliportance, appdrently, teacners are more
ltkely 1o accept administrative directives in a well-organized
- <o hoot than in a friendly one
While these findings themselves are\“tmportaot, Kunz and
Hoy's study also points out that teachers are more willing to
g ept admumistrative control 1n some areas than in others
Most teachers, for example consider organizational matters as
5eq1rrrndte territory for strong administrative direction Thus 4
principal need not be reluctant to take a greater measure of
ontrol over matters such as those Kunz-and Hoy include within
this domain deadlines, maintenance of school equipment, par-
- UTIpatton in nservice programs, and the accuracy -of reports
Indeed  taking @ more afuve leadership roie In these areas
might et one useful way for a principal to begin to become
more effec tive in imitiating structure
rejection of principal
authority aver personal matfers 1s also significant Principals are
apparently il ardvised 1o aftempt to control personal, nonpro-
fessional details of teachers lives either as a standing policy or
ds part of an effort 1o exercise “stronger leadership ** Such
¢fforts’are hkely to be resisted and resented ’;

Conversely  the almnast universal

Participative Decision-Making
' One mnportant measure of leadership effectiveness 13 the
pring 1pal’s ability 1o make wise decisions about school pohicy
A promising approdch to increasing the principal’s skili an this
L red )5 parbicipatory de 1sion-makiag (PODM) PDM s based on
Nt fsumplum that the best way for a school to identify its
fon and develop policies to tmeet them s by 1avolving in the
ABCINON Mk, NG process o wide [ anye of peoplr' who « an work
togethey to exe hdnge msrqhts and 1deas /
Sever . empmral rcseuu fy efforts have considered the value
of POM Pider o ornparerl the qualry of the problem-solving de ..
£1500s 1divicNals made atone with those they made working
groups The reskarcher first gave each individual subject 3 test
that requiretd malyng a series of decisions While members of a
controt ‘qmup simplN retook the test mduwdually theremam
ngsubrects were dwied into. three types of qroups for retest
g One type (consensts) hdd no leaders, greup members dis-
cussed, the probiems.unly they reached solutions that were
lauoprui though not necesgarily agreed upon— by everyone In «
A

and the process used b re#ch them

the group In the second type of group {participative-best), the
individual who had scoréd highest on the test was chosen group
leader and given the responsibility for making deCt3ions aftef
eliciting advice from the rest of the gr, p The third type
(participative-worst) worked the same way, except that indi-
viduals wnh the lowest scores were de5|gnated as Ieaders
Groups In the study consistently did bener than indwiduals
Each ‘consensus group made decisions that were better than
those ot i1ts average member, and several such groups actually
outperformed even their best individuals In each participative
group leaders made better decisions with gielp than they hed
made when working alone’ This was true whether the leader
was the best or warst individual test-taker In the group Whije

-the improvement of the participative-worst group leaders was

o be expected, that of the participative-best leaders was §ur- //

“prising and significant #t suggests that even a knowled eaglz’

individual can benefit from the good advice of assoc wi
ou runmn.g much risk of being influenced by bag advice \I hese
.fm}ngs led Piper to conclude that “if arriving at the mogt cor-
rect decision 1s the primary goal, the involvement of/éeveral
people will provudq better- results than the 'dnesman-
deciding alone’ model * »* -

The results achieved with PDM depend on thg method of
governance used Lowell demﬂstrated this whe he compared
group members’ reactions to three’ d|fferent pes of partici-
pation—consensus, mMajority-vate, 4and’ leader/controlled (cen-
1rahst) , ’

Members of consensus groups *who s
were well sahsﬂed both with the decisio

red power equally,
their groups reached
embers of cegtrahst
groups, where leatlers made decisions After consulting wnh the
groups, were also satrsflexi with the decision- makmg process
and 1ts ou(comes N R
However, contrary tg Lawell's gkpectations, grqups governed
by majority vote warked far thss satisfactorily Members of
these groups werk lass satisfied with group decisions and wuh
I|:le decision- makrné process pself ‘In fact, Lowcll reports that
the atmosphere irt some ofAhese groups became openly com-
petitive, vogzates of differing solutions struggled with eaah
other for control of Ihed isi

Implications ' /

Our disctussion hay focused on/three d|fferent measures of

school leaglership- effectiveness One set of fmdlngs emphasizes

-, thesrole ¢t the situgtion in determining what, constitutes effec-

tive leadership A fecond set focuses on the ways certain types
of behgvior can igfluence a leader’s effectivenesg And thg third
Qeciro of the Hiscussion considers a process tor |mprovmg

scho Idemsro making s
rk 1s most useful for illustrating the need to

maff’ch‘ leacken Sp style with the needs of a situation Because

“ leddership yl'e 1s determined by an individual's. personality —

[ ]




actually attempting 10 reduce Situational favorability In any
LCase, the mdst important thing 1s 1o recognize that a safe, se-
cure, and well-grdered enwronment may not always be a pro-
ductive one , .

.Kunz and Hoy’s work,\whlch deals spécifically with second-
ary school principals, focusesgn how two types of leadership
bgha\nori establishing order *Ihe school enV|ronment'(|nma»
ting structure) and develaping good relations with subordinates
{consideration)—can influence teachers’ willingness to accept a
principal’s directives "Beth types of behavior, which seem to
go together in the most effective Ieaders are important, though
-maintaining a well-ordered school Is apparently more desirable
than aintaining a friendly one -

Kbtfz and Hoy also showed, almost incidentally, that &ost
Ieachers are refatively willing 10 accept admmls‘tratlve control .
-, over organizational matters, but not over their personal affa|rs

Thus 11 rmay be useful for a principal 1o confine attention®to

&

supervising the orgamzanona] detaiis'of school life
in ghe area of school decision making, there 1s evidence thaf «
parucipative decision-making can havs several degirable effects
Piper's wurk Cigarly suggests that PDM can, indeed, foster the
making Bf petter, more correct decisons The fact that tne
agudlity of a leader’s decisions Eag be improved, but cannot be
- rf1amaged 'y the advice of other, less knowledgeable group
“hemters sJqggests that the risks of PDM are smaii
Lo..ell's findings point the ~ay toward the most effective™
furm for POM in a schapl situation Consensus decision making
.an yreld satisractory results In large groups however, s}riving
for consensus can te a cumplex, tlme-consurmng [rocess
Pwer dig nind,%as ~ell, that consensus groups do no: always
solye pruiens as @f‘ecnvel‘ as their best individuals, For this
reasan principals may bLe rejuctant to yield ther .decsion-
making audhority to such groups For many school$ stherefore,
a centralist POM program may be most desirabl®, with the
puncipal, as group leader, soliciting the opinions.gnd insights
~f roliaborators but retaining final decisional autMority If the
7 leader 15 genuinely open to the influence of grgup members,
‘ this approach can satisfy participants and irmprove the quality
of gewisins A bey factor in both studies seems 1o be the feel-
N0 on e part of paruélpants that their advic e had b.een' heeded
if Lowell's work suggests some possible "do’s'” for Schoo!
principals, 1t aiso, rather emphatically, suggests a."don’'t ' A
. PDLI prograr: should not be based on the principle of majonty
rule Ma;omy vhle qroyps can become competmve rather than
collaboranve {hardly desirable for a principal inferested in hlgh
L4 irtiating structure; .
T'hesp studies rohs:dered as a whole show that principals
can/4o any -of sevpral things to impgrove their effectiveness as
L learters initiate mare structure 10 the school environfnent,
s improve relations Nith sebordinates, and develop programs of
. perti ipdatory decision-making But insofar as'leadersmp needs

for effectivensss each principal should work to develop the
ieadership approqach that works best $0r him or for her
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