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ABSTRACT o K ‘ + : o
/ Eleven agnotations based on recent entriegs in the .
ERIC systea concern school administrators' leadership role.: Research
studies cited deal with principals® role in curriculua development
and instructional improvement, types of behavior related to
leadership effectiveness, and evaluvaticos of ptincipals by . : ,
experienced teachers. Alsc iticluded are theories of leadership style, .
practical suggestions for school administrators, & generml:survey of
vhat 1s knoyn about leadership, and vays the prcfessional role of
school principals is changing &n contemporary education. (!L!)‘ - -

0 . -

e - oo

\ .
\ -

4

. ‘ ! . "' .‘ Z . - ) , . . ‘ '.; -
’ o M BN . ‘ ' '\' ‘( ' . | ‘ -‘f »

) ttgtt;tty&ttttttptqwtttttott*tttttqttittttdttﬁttttttthyttttttttctttttt; e

R Reproductions supplied by EDRS are the best that can be nade ® .
. , from the original document. -, *

el e R Dl L L T T P T P Py YT T T TP TY LY+ s

B

' . ' [y
v 4 0 . N -

N “ . : e




U{ OEPARTMENT m:iuu.
EOUCATION & WELPARE

© o THIS Dotweu'r ‘HAS BEEN REPRO-

OUCEOD EXAC AS RECEIVEDO FROM
NATIONAL INSTITUTE OF , 1 THE PERSON RGANIZATION ORIGIN~
louunou ATING it POINTS OF viEW OB OPINIONS

a

SENT OFFICIAL NANONAL INSTITUTE
EOUCATION POSITION OR POLICY

T e Bast of

“ERIC

Cleﬁrmghouse on Educatronal Management 1

STATEO DO NOT_NECESSARILY REPRE-

OF

v

. s
.
. . ' . . B
* .
e .
-

"1, Clay, Katherine, and Long, Susan *CU-RI-0S"I-TY
. n 1 to Gratify the Mind woth New Discoveries ™
Thrust for j Educattonal Leadershtp 7.1 (October 1977),
.| pp 1821

o

Because this artitle has a light, easy-to-read sjyle and con-
tainsagood deal of»nfo«‘mat;on, s both useful and enjoyable.
Clay and Long examined 187 dosuments, booRs, and articles
. On schooi leadership, most- of whlch “t or describe the  com-
petencies and abi!itiesand’ aEﬂtudes needed by today’s success-
. " ful principal *# None,, however,.mentions curiosity, which the

- authors feel “may be the meet important attribute of 2 success-
. ful principal ' \

* The rale of curiosity in effective leadership is clearly ex-

plained A scheol’s teachers may have a wide range of profes-:

!/ s sipnal interests, and even the interests of an indiwdual teacher

" may change duringhisor hercareer  As a result, itis impossible
‘ "_’ for any individual principal to possess all the expertise to givé

) effective support to all the teachers,in a school. This would not
o ' be a problem if “al| principals were curious-enough to find out

'

.

o o ?

! , find the resources necessar
The balance of the art |
test and “a brief review of

provide that support )
consists of an iggenious curiosity
t the educational literature says

about the principal as an ins]&tﬁ@aﬂeader * The documents
cited are not necessarily the best on the subject, but alt are
.readily available and each hgs,some distinguishing quality, some
are thought-provoking or inferestlng others good thumbnail
references of checklists or handy hints Ten aspects of teader-
ship a\'e included community relations, schootcllmate teacher‘
evalua ion, studept needs assessment, recenteducanonaltrendi
roup demston -making, selffwarenéss, staff development, the

change process and cursiculum development. N
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2. ERIC, Clearinghouse on. Educational Management.

Y\ Leadership: Improving Its Effectiveness. Reséarch Actron

_ Briet_Fugene University of Oregon 1978 4 pages ED
number not yet assrgned I .

. This review, written for an aurience of secondary !cthI

l‘. - mec‘pK d«scusses mn concrse readable Ianguage some of the
- [} '

} EMC . s . o,

¥

v .
. Thwis bibliography was prepared by the ERIC Clearinghouse on Educatienal Man
Admlnlstrators the Association of California School Admrmstrators and the’'Wisconsin Secondary School Admlnlstrators Asociatlon
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what support all ihe1r teacgefs neededTand curious enough to .
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The Best of ERIC presents annotations of ERIC liter-
atyre on important topics in educational managarﬁent
The"selections are intended to give the pratticing edu-
“—-cator easy access to the most significant and useful-infor-
mation available from ERIC. Because of space limitations,
the items listed should be viewed as representative, rather
than exhaustlve of literature mee‘fmg those criteria.
-..Materiafs were selected for inclusion from the ERIC
catalogs Repources in Edu md Current Index
to Journals in Educstion [CIJE}. -
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empmcal research that has been done concernmg effecnve
school Ieadershlp

4 3
agem for distribution by the American Assocftion of School
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The discussion focuses on three fagniliar aspects of leadership *

effegtiveness One section considers Fiedler’s observation-that

effectwe leadership means having the right person in the rlqht
sithation - A Ieader performs best when meaningfully chal
'Ienged fQy the posmon, according to Fiedler, ".a safe, secure,

and well-ordered en\'nronn;ent may not always be a productive -
»

)

one N

A second section focuses on Kunz add Hoy's conclusiontﬁ‘t

teachers are most willing to accept the professional leadership
of pringipals who are high in initiating structure (the ability to
establé order in the school environment) and cons¥deration

' {the ability to devdlop good relations with subord,lnates),_,Of"r

the two, though, "maintaining a well-grdered school 1S appar-
ently more desrralXe than maintaining a friendly one ’
The study tpen examines deciston- (rnaking One way princi-
. pals can become more effegtive ieaders is by implementing pro-
grams of participative decision-making {PDM) Evidence ind!-
cates that involving ‘'more people in decision-making can lead
to the making of better, more correct problem-solving decisions.
In additjon, PDM can increase the satisfaction of those who be-
come involved in decision-making However, making decisions
by rnajor'ity vote can becpme competitive and frustrating for
participants and should, therefore. probably be avoided “For
many schools a cerftralfst PDM program may-be most de-
srrable‘ wrth the principal, asj?oup leader, soliciting the opin-
ions and insights of collaborators but retaining tinal decisional
authority " .

3. Ferguson, D. Hugh. "The Role of the High School
Principal in Curriculum Development and the Improve-
ment of Instsuction * Summary of Ed D dissesations
Temple University, 1975 22 pages. ED 132 699, .

he
ple,

Ferguson points out that the professronal role . of
school or:ncrpal is no? always cIearIy defined For exa

' some research lndvcates that the principal’s.role often vacillates

between sefving as a school’s instructional leader, on the one
hand. and as its eXecutive managef, on the other
Ferguson undertook lis study to clarify the principal’s mle
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* in two specific are-as currigulum deyelopmentanqlnstructlonal
e |mprovement He examined how ‘superintendents, curricutum
directors, h|gh school principals; department heads, and teach-
ers’ eﬁ!uate principals’ leadershlp performance in four specific
areas curriculum development, curriculum implementation,
organizing for instructional ‘improvement, and developmg a
positive instructional’climate Résponses indicated that prmcl-
pals fill all four roles but that the most Impgrtant of the four
IS prowdlng leadershlp m developmg a pos1t(ve instructional
climate * .
However, not all groups see, the prihcipal in the same way
Speclfu;alfy administrators (superintendents, curriculum direc-
tors, and principals themselves) aré more cértain than staff
members (department "heads and teachers) that principals fitl
all four leadership roles Thus Ferguson concludés that princi-,
palswho want 10 be'seen as “'effective leaders in CUrrrculum and
the improvement of instrdction must mvolye facuIty members
In curriculum development **

4. Fiedler, Fred E. 4 Theory of Lead;zrsht’p Effe‘ctiveness.
McGraw-Hill Series in Management. New York McGraw-
Hill Book Company, 1967 310 pages E_D 015 354.

Despite its age, this s one of the most important and influen.
tial studles yet mad®: of fts subjec?® The heart of the work 75
Fiedler's Contlngency Thedry which holds that Ieadershlp
effectiveness is contingent on a good match bétween an indi-
vidual’s leadership style and the needs of a sttuation.
The Cont;ngency Theory |dentmes o 1eadersh1p Sstyles,
Human-relations-oriente8 leaders arg, motlvated prtmarlly by a
v desma for good interpersonal Telations with their subordinates.
- Taskorlented Ieaders are mogt concerned with succesd in carry
lng out the task at hand A
The key var@ble in detérmmmg thCh style fits tKe needs
, of a situgtion is the fav ity of that situation. Favorabifi
: |saffected by the qualuty of leader-mamber re1at|ons‘m agr
the degree to which a group’s task is structured and the formal
power the leader derives from occupying his or her position. In
general a sotuatlon "becomeés more favorable’ as eader- member
X “relations |mprove the task Becomes more strm:tured and the.
leader’s posmon powasr Increases According to the Contlngency
Theory task- onentgdleaders perforn‘ﬁst in very favorable or
unfavorablé situations,
" are more'effectwe in moderately favorable s1tUat|ons = o
) The greatest value of the Cormngency Theory méy well be
lts sdccess in showing that the needs of a specific sttuation,
T- as well as t’he‘qtfhtles ot a leader, can influence leadership
’ effectlvengss :

-
‘

5. Ki hz Damgl W., and Hqy, Wayne K. "Leadership
- Style of Prmcxpals and thg Professional Zohe of Accep-

' tance’ of Teachers " Educational Administration Quar-
terfy, 12, 3 (Fall 1976), pp. 4964.-EJ 150 169

K’unz -and Hoy describe*their sﬂ;dy of how certain types of
behavior are related to leadership effectlveness The study {s
interesting for its methods, &s well as its conclusions As their
- measure of a leader’s effectweness the authors uselti the willing-
ness of a subordtnate to hold in abeyance his own criteria for
» making decisions and tg’ comply with ordei!"frcm superlors
Teachers will not resp\oﬁd Identically to all types pf adm|n|s
PN trat|ve directives. However the amount of administrativecon-

“ERIC 2
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||e human relations-oriented4eaders+ * *

trdl teachers are wililng to

to be a legitimate concern of administrators COnverser,' ost
teachers ang even many administrators feel'that administrators
" should have very little control dver matters in “the personal do-
main, specificglly * th|hgs that either hdve little direct relevance
to the organization Yand/or are extremely personal,” .
There is, however, no such agreement among teachers about
the zone of acceptance irf matters of profess:onal ;udgment such
a5 wmmgness to experiment or techmques forevaluatmgpuads
This led the authors %o suggest that the size of the professlonal
zone of acceptance of most teachers in a schoo! might be 3 ngd
indicalor of the principal's effectiveness as a {eader.
Two types of behavior are host often associated with effec-
“¥ive leadership The first, initiating structure, includes estaaish
ing "'well-defined patterns of organiZation, avenues of comt
munication, and methods of- procedure The second con-_
sideration, refers to, “'friendship, mutual trust, respect and
warmth'rn the r9|amnShlp between the leader and members

-

Kunz and Hoy measured how each of thése types of behav-
ior affected-the size of teachers’, professional zone of acceptance.
They found the largest Zones of acceptance among teachers
whose principals were high in both initiating structure andicon-
sideration Further the two gualities fréquently went together
However, /the ¢ authors found that, of the two,
ture was the overrldlng factor which was related to the profes
sional zone of acceptance of the' teacher " a

- / -

‘6. Lavender, E. S. “Six Dﬁfiwit Ways tg Incr'eaSe Your

Leadership Effectiveness * OCLEA, 5 (September 1975), -
pp 14-16.EJ 124132, ~ -

As the title suggests, thisarticle offers some practlcal sugges-
tions for school administrators who want lovbecememore ‘effec,
tive as leaders The ideas suggested here affe baséd on common
senge and discussed 1n fanguage that is always straightforward R
and occasionally picturesque

Lavender regommends that admipistrators write clearly, in
language that is free from ambiguity or jargon. A good adminis-

o trator must develop clear sight— the ability to’see things rFaI;s-

tically and .accurately, foves|ght “the ability to see what lies
ahead, and insight~the ability”to understand the significante
N - o, b

‘g S |
. » . \

\

#ycent—the size of their “zane of
acceptance’; —Is relatlvely unlform in two areas, Most teachers
congider demsnons concernmg roatters of orgamzatlonal mainte-
nance, such as meeting deadlines os making accurate repofts,

of his st ' . o

“initiating struc-

o
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of what he or shi sees and foresees. It is lmportantrﬁg\
ministrator to cfg‘me into contact with a wide rangq of

i teacher organlzaucns which evrdently seek ‘"to restructure the .
educatlonal system enfirely:”” The principal has little power

. pgrhaps By engafing im activities such as readmg teevel, over teachers, he-does hot hire, fire, or control salaies. “He is, -
‘e -wor thwhile convé;sanon and careful listening.” ’ e s in short, powerless%o either reward o:pumsh " The rise of both ’
, +  Another key to effectiveness is success in creatrng produc-2. . collective, bargaining and profe5510nahsm have gombined to ,
tive sghoot envirénment and establishing ‘'hj gh levels #f trust, ¢nake the role of the principal an increasingly marglnal one—a
openness, commgment accouatabil ity and scopevfor personnel medlator rather than a leader.
growth andsa;rs ction ' jAdsa'rSO-Axmp@rtant tgworJﬂo develop « Finally, evidence suggests, ;ba‘t/evervwhen a principat do’es ¢
——’T}Te’]'e'dershrp potentral of othgafs inthe schoof dtganlzatron succeed in lnh’oducmg ¢hanges, those changes may not be of
Lavender's fnqal@uggestron pe'rhaps his most useful and cer much value in rmprovmg a school
nly his most ual, is totakeurzte&ﬁ-_’c:am:uau{? snoregain | - .
. :zrieshyon the jolt%snd to avotd becoming overlnvolved WIth He- 8 Spless Jack 'Concepts Qf Leadelshlp 1975, q|5 e ]
- =Tt ’pageS‘ED‘!O? 680. - .
7. M;skel,,%l Puglic SChOOI Principals” Leader Style, This document is & genera! survey «3f what is known about TN
R Organizatio Sztuatzon, and Effectivenass. Lawrence Ieadershlp Despite an abundance of literature dn the sub;ect

« |, University ofKansas, 1974. 162 pages. ED 098 659.

st&ti sﬁweygcurrent theory aad krrowledge about efféctive
scnool leadershiggand then develops and tests a modél of Iepder' -
effectiveness ﬁirtunately, the vatue of his discussion is seri-
ously undermined by a clumsy writing style ’
He discusses a varieiy of subjects, inclyding the situational
. and behaviora! aspects of jeadershrp effectiveness, He also con-
siders several different inethods of assessrng a leader’ -
ness including meas outcomes and nbtain- -
ing eva»iqatx of leaders’ performance from their sut.ordinates
) ._and ;upe?é’rdinages, and from the leaders themselves
Miskel's motel of leader effectiveness is based on the hy-
pothesis that vasiables in an individual’s ieadership styte and‘a
school’s organ:zaﬁonal climate can bé used to predict hgw effee-
tive thatindividual will beasa prlnmpgl Evidence tended tovali-
“date thrﬂhybo‘thesxs though Miskel recommends revisions in
ﬂrhe mode! to provide betterways of measuring personalgty char-
acteristics, “situational variables, and leadership gffectlveness
@ne usefu1 byproduct of the study was the dlscovery of an
“"almost total lack of relalronshwp between the two most com-
. mon var;ables for selectrn@«"pnncrpals —experience and educa--
tion—and.administrative effectiveness "’ This led the auther to
call for the use of.new criteria, such as previous behavior indicat-
ing ieadersh|p potemlat n selectrng school principals. .

.

e

.

\ /8 Myers‘ anald A. "The'Chautauqua Papers A D'IS
! "'sent " National Elemenfary Principal, %4, 1 (September
o

October 1974), pp 18 26 £JJ104 149 . . .

- “Despite his arhcle s title, Myers does not rnerely drséent*om
the prwarlrng opinion that the pnncrpal 15 the ?‘rJtrcaI' person
in contemporary educatfon, he asserts its oppnsite “‘the princi-
pal 15, and will remain, a function@cy rather_than aleader " Fur-
ther, this 1s trde o®almost all principals, since"’the posttion,
not the person, largely digtates the principal's status as func-
tionary,” A variety af societal, organizational, arid sqciological-
psychological factors “‘severely constrain the actions and deci-

v esion-making power o?today s prﬁmpaﬂ ’ . ey
. Thg fungliohs of a public school are relauvely perrpdnent

. and well defrned ity nolrcres.establlshed so that it wsn‘be com-
panh]gm.t ther schools 1n its district and, acrdss the natiom,

As a resul™the principal has neither the time, Aot the ability.,

[ .~ northe power, nor the mandate to make substantial changes n

| a school. T

|

|

]

-

'

In addition, a varlety of organizafional factdgs limit the'
lnrrnmpal s power - The. most dmportant of these 1s the rise of
ERIC .+ . % )«
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some aspects of leadership are stitl surrounded by QOnqulon and
uncertainty. The aﬁ\hor firfds, for example, that "very few of
the numerous lists of leadershrp traits have many items in com-
mo Experts cannot even agree about the relationships be-

. A

5

. tween 8 leader's effectiveness and his or her “dhronologicak ,’ li

age height, werght physrque energy, appearance dominance,

4 R
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selt;;ufﬂc:ency emotlona’f‘con.uol ‘and extroversmri‘htrover- schodl A& prmCIpal attends 10a school s sociopoliticalicontext )
ston.’ - ‘ /{)y understanding pglitics amd recogntzmg how a school fits the ‘

- *These facts suggest that it is not simply the traits of the . .né,ea% of the Iarge\omety it serves. A fourth dimension of ~ *

. - potentiat leader, but how wel| they are suuted to the needs of leadership, perhaps the most important of all, is the principal’s "
a specific srtUatlon “that detegrine how successful the1eadeg self-awareness, the abmtyto assess—reahs«cally—hls or her own ’ ’ )
s will be Because efféctive | dership does vary ith different strengths and weak nesses. . . .

. situations, all people possess some Ieadersth capabitities. * #1. Utz, Robert T. “Principat Leadership Styles and Ef-
Whldﬁrly evergone has what it takes to be an effective fectivensss.as Perceived byNFeachers.” Paper presented at ' ’
leadet”in some sit tlons almost no one can lead effeﬁttvely in, | AmericaMEducational Research Association annual meet-" i
all sitations. - ' * " | "ing, Chicago, April 1972. 11 pages ED 064240  *

Evtdently the effective leader shouid be able to perform two - —— > . A
priméry functions. The first, faciNtating goal achievement, is , Utzreports on the findings _°fa survey of how experienced
leader’s success in helping the group aﬁcom,&rsh the task at teachers eva!uated schoot pringipals. Subjects were-ftrst asked
and The second leadership function, group maintenance, is to characterize the overalt performahce.d their principals on a
he Jeadér's ability to maintain good intérpersonal relations scale ranging from “excellent” to "poor " At the same time, ,
, wrtbm the group. Both functions are instrumental in effective the teachers also evaluated principals according to the Jevels of .

concern théy $howed for Pproduction” arid for “peaple.” The
results. asexpected, showed that principals rated as "excellent” .
- -" had “significanly higher mean scores . . . irf both the*Produc- S

, Ieadershlp, though thfre?atwe lmportance of each will vary
according to the sttuatlon

’ . i
" 10. Tyg, Kenneth A. “The dimes They Are a Changin’ _tion’ and ‘People’ dimensions than did prvncrpalsrankedm each. .
" for School Principals ** Thrust for Educational Leader- ' succeedlng lower Gategory ” v
ship, ‘,1 {October 1977) pp. 4-7. . 7 Survey responses also made it possible for the author to _‘ .
! develop profiles ‘of “excellent’” and ‘‘below avérage/poor '
. Tl}ts\artlcle dfseusses some of the ways'in which the profes 5 el An-exCellen‘t principab s characterized by dir .
. sional role &f the'school principal is changing in contemporary -~ * - inseraction with teach —orienting new teachers, sohcmng a
[ e education Today} schools face problems d|fferem f“rom thése wide rawge of opinions before making poh;y décisions, and s
" of the'past Ingeneral, these new-problems complex and with: evaluating teachers’ per formancehonestly, emphasizing sugges-
out easy solutions, are combining to make the principal “the - ttons for how to tmprove In short, an eﬁectlve principal is
critical person in the educational process.” “respected and trusted.by the feacher and is séen as one who .
Tye suggests that it is important, therefoge, to dlstmgul/sh cooperates with tire teacher in getting the job done."” ] s
betweqn two roles the principal ‘'may take. an administrator Conversely, the Iowest ‘ranked principals tended to be rthuch .
(onented primarily toward maintaining the status quo)‘and’a ~ fess involved with their jteachers, proViding rhinimal arientation
- Teader “””?C“.O'T'”g ds an agent'of ehange and grpwth). Mostof . o new teachers, utlhfmg little or no teacher input int program
/today‘s principals have peen selected and trainéd to serve as plannmg’ and seldom evaluating tedcher performantce. )
. adroinistrators, but education might be better sérved by * princi . \
.. pals&hodefiné thermselves and are,defined by others as leaders * ] —T——'—_—T
* Tye emphasnzes three areas where a principal’s leadership is t . - - o s -
particularly important..goal at_talnment, human processes, and - .
" the 3chool’s sociopolitical context Goal attainmest is the - ERlC Clearinghouse on Educatmnal Management
schiool’s success in doing its job of educating Humah processes _University of bregon :
are *the mterpersonal relationships_and |nteractuons within a ‘ J .o -~ t':'ugene, Q(egon 9740 . R “ ¢
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