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" ABSTRACT
Research indicates that leadership among children is

‘a function of the group and that situations can be manifpulated to
encourage leadership. Teachers can intervene to influence the
‘development of positive forms of leadership in all children. Three
areas for teacher involvement are apparent. Teachers can (1) become
more sensitive to their own attitudes and values regarding the _
display of leadership tehavior in children: (2) create an environment
which enccurages independent judgement and self-direction in the

" classroom for at least some part of the day: (3) provide
opportunities for students to acquire and enhance skills that are
related to leadership. (Ruthor/RH)

a

3 3k 3ok e ok e o o e ok o o ok ok e i ok e ofe ke i o dic ok ke ek e D ok e ok ke e ek A ok e ok e ok o ek ok 3 e ek ok ok ek ok sk ok ok ok ok 3K ok ok ok %K 3K

* Reproductions supplied by EDRS are the best that can be made *

Cox from the original document. *
b ok 2k s ok ook ok sk ok ok o o ko ke ok ok ke ok ke ok ok ke sk ok ko 3ok ke ook ok ok oK ol ok ok ok ok oK oK ok 3k ok Sk ek oK ok 3k ik ke ol o o e ok oK e ok

O




i ! US.OEPARTMENTOF HEALTH,
' EDUCATION AWELFARE

. ‘. NATIONAL INSTITUTE OF
EOUCATION
THIS DOCUMENT . "
. DUCED EXACILY GHS“!;QEgEIE\rEDni:?)‘:\ PERMISSION TO REPRODUCE THIS
THE PERSON OR DRGANIZATION QR I1GIN- MATERIAL HAS BEEN GRANTED BY

. ‘ ATING IT POINTS OF VIEW OR OPINIONS
STATED DO NOY NECESSARILY REPRE- R
SENTOFFICIAL NATIONAL INSTITUTE OF =
EDUCATION POSITION OR POLICY 3 “
Development of Lead.rship Capacities -SU.SQ.X)_‘- \.“_H\D.V\
in Children ’

TO THE EDUCATIONAL RESOURCES
INFORMATION CENTER (ERIC)."

e

Susan Hillman and Jerry Smith

Most knowledgeable ohservers believe that the issues to be faced in the
80's by our country.and the rest of the world will place unusual demands on ‘

those in leadcrship positions, regardless of the setting--state, or corporation,

ED196531

or the field =~ education, science, or medicine.

Anfortunately, the elementary and secondary schools of this country
have already made whatever contributions they are going to make to the
developiment of attitudes, knowledge, and skills that leaders will need to '!
function in such positions. The 80's are upon us, and most of the leaders
for this period have finished or will soon finish their schooling. But it
is not too late for tecachers to. begin to foster leadership skills for the
90's s#ui for the first dcecade of the twenty-first céntury.

This.article is written with three assumptions in mind i) that school
Lcachcrs do have an‘important éontribution to make to the development of
svaders for ten and twenty years {rom now, 2) that teachers must have and
van have a clearer perception of their responsfbility as builders of léaders,
and  3) that tecachers must begin now to include the content, materials, and
, methods ﬁecessary to develop the leadership capacities of children. Although
) @;ﬂb the needs arc equally acute in elementary and secondary schools, because of

czg)-space limitations, this article will deal only witﬁ the work of elementary

C??ﬁ'teuchers.- ' ' o
X v . )

?um# ~ Before woving on to a discussion of leadership capacities in.children

?wmﬂ énd what teachers can do Eé develop these capacifieé, it_seehs wisé to say a

<::>vmrd about leadership itself. While there are literally hundreds of definitions

' CJK2’Uf leadership, generally, they can be classified into three broad categories:
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those that describe leadérship as residing in the individual--a t;ait, personality
Characteristic or behavioral skill; those that focus on the relationship
between leaders and followers; and those that emphasize the situation in which
the leader and followgrs find themselves. While the emphasis in this article
is on skill development. in children, the leader-follower relationship and \
the situation are als; given some attention, I
What do we 'know about the leadership capacities of children? Studies
(Murchison, 1931; Brooks, 1937) show that infants, as young as .six months
of age, can demonstrate leadership when placed in a constructed play situation -
with~othe§ infants who are the same age. As children move into preséhool, they
do show consistent leadership styles. (Skinner, 1941, Stoﬁe-& Church, 1973),
There are generally two types of leaders at this level:
1. The bully or the tyranaical boss who uses physical domination.
as the primary npbroachlin directing others.
2. The diplomat or adviser who uses words and persuasion as the
potent force in directing o&hers.“
When children were asked which leaders thefiliked best, a vast majority
favored thosehcatqgorized as diplomats (Thompson, 1962). 1If a child's
leadership is baseévon physical domination alone, s/he cannot bg sure of
retaining leadership since others are less likely to follow (Skinner, 1941).
Leaﬂers at this level are continuifig to initiate more contacts, demonstrating
an organizing ability in getting gge groub togethe;;‘yet conforming to fhé
“general wishes of the gfoupA(Murchison, 1931; Hurlock, 1972). .
An early study by Jack (19345‘indicated thqt much more could bé done

to train children to use special skills in the leadership of others. She

took 18 four-year-old preschool children and classified them into high,
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middle and law groups on the basis of usvundaﬁcy scores. These scores ware
derived from observation of the children's attempts to secure materials

or position in' line with their own interests and to direct the behavior of
others. The écorés'also took into account the children's success 19 bofh ’?\‘

/
types of attempts, and the extent to which they provided a pattern/for other

children to follow.

Jack selected [ivevchildren from the léw—ascendant group andéamiliafized
cach individually with miaterials to be used later in.training sitdations. In
each case, the child was taught the knowledge and skill necessaryffor use of
the materials. Later, when paired with children from the other éroups, four
out of fivq of the low—ascenaant children demonstrated ascendanc§ scores
that were "markedly grentcr than their initial scores...' and increased their
-rélative scores vis a vis their companions as well. Finally, they outscored
a control group (39.40 points to 1 point) of'fiye non-ascendant children of
thé same age.

As childhood progrnms,.leadership becomes more-persistént with the
leader represehting the characteristics valued by the group. For thié age,
the groups are usually homogeneous with regard to‘thé sex of members, and age
differénces seldom ecxceed two years (Merei, 1973). Thus, sex and age are
basicfcriterin in determining who will become the leader of a particular
group.;TThc leader must exhibit interests common to the group and be superior
in the traits important for the activities in which they lead (Brooksj 1937;
Harrison, Rawls, and-Rnwis, 1972). A leader's superiority, however, cannot be

too great for this would'isolate the child, as seen with children who have an

extremely high 1Q (Murchison, 1931; Brooks, 1937).
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Merei (1973), using llungarian school~aged children, conducted a highly

interesting experiment. Children were observed and rated on the following

behaviors:
1. ‘Times they followed orders or gave orders.

2. Times they imitated others ;r were imitated.
3. Times they participated in group play.
4. Times they attaéked, cried, or told on each other,
Children wﬁaih£e rated "average" overall on these criferia were placed in

©

small experimental units for thirty to forty minutes each day. Within cach

'unit, one of these children who had not been rated as a leader before became

one, Immediately, this child's scores of giving orders and being imitated
increased. Apparently. then, leadership is reldtive to the group. When a
group of "average" leaders is fbrmed, one of them take; on the role of leader.
After the group was consolidated with their'traditional.ways‘of operation
established, another child was brought in. >This child was slightly older
and had rated high in the initial observatipns of giving orders, being imitated
and participating in group‘activities; In all experimgntal(units, the group
absorbed this leader, forcing its traditions on him/her. Thus, the group's.
traditions were shown td be stronger than an individual leader, Nevertheless,
these newly assimilated leaders did adapt to the group and exerted théir
influence in one of the foligwing obsegyed ways: |
1. Giving orders which mimicked the group's traditions.
(The group would have done these things anyway. )
2. Ciaiming.ownership over toys and passing Qheé out.
3. Adding elaboration in play, quickeningbthe pace, changing the

degree of concerted action, and so on.




Merei demonstrated that the situation, the group's traditions, the degree of
cohesion, aund the leader's influence are all important in the development of
leadership at this age.

From preschool through clementary school, leadership skills are developing,

The groups are cxpanding to encompass more children, Leadership is becoming\

more consistent. Dominance, initiative, and self confidence are qualities

that continue to be helpful totlcadérs throughout the elementary years.
llowever, added factors such as scx, hdmogeneity in groups, and conformity to
the group's traditions are intertwining'with these characteristics.to influence
the development of leadership.

Even though these qualities are important in the development of leadership,
they are neither rigid nor unchanging. As Jack (1934) and Merei (1973) found
in their studies, the situation can be m&nipulated to encourage leadership.
The teacher thus emerges as a powerful intervening force who knowingly can
influence the dcvelobmcnt of positive'fofms.of leadership in all children.

The research indicates that basically, there are tﬁree_broad aréas in
wirich tcachers can aid in the development of leadership in children:

1!. Teachers can become more sensitive to their own atli;udes

and values toward the display of leadership behavior %n‘
v ' childreﬁ. : | \
2. Teachers can create an environment which encourageé independent
judgment and self-direation_in the classroom for at-least some
" part of the day.
3. Teachers can provi;e opportdnifies ‘for students to écquire and
cnhance skills that are related to leadership.
While th;sc_thrcé items do not exhaust the possibilities, they do provide

a useful starting point.
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- each teacher views the classroom as his or her own territory. S/he is the |

Teacher Attitudes and Valuoes

Refore much can or will be done by teachers to develop leadership :

potential in children, they must undarstand their own attitudes and values

toward children who cxercisc leadership. It is generally understood that

leader if you will, aad the children are the followers, Some teachers prefer

a more controlled environment with each student doing pretty much what others
- . i : )

are doing at any given moment in time. Such teachers usually are fairly

dircetive in their own- leadership style and expect students to pay attention

and follow orders. As Lippitt and White pointecd out in their study of boys'

club members under different styles of leadership, this teacher behavior is

]

likely to yield two quite different-{{gctions from children. One reaction is

to withdraw and become fairly pascive recipients of the teacher's directions.
The second is to engage in agrossive behavior, usually directed against

someone other than the teacher. Children who react in the first way fail to

acquire all of the assertiveness they will need to be effective leaders, and

children who veact in the s.:ond way acquire followers mainly through threat
and coercion. In either nase, children are not permitted to develop their
full leadership potential,

The first step, then, for any teacher interested in the whole issue of

“leadership behavior in children is to ask himself qr'hcrself what s/he

belicves leadership to be. The teacher is more likely to develop positive
attitudes when leadeiship is understood, not in the narrow frame of skills
associa.-.d with a specific position such as chairperson of a committee or

president of the student government, but in the broader context of developing

a life-long sense of responsibility to the nceds of others. When placed in

L
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this context, most, if not all, teachars will accept the valua of providing

opportunitics for students to engage in leadership netivitics,

Creating an Boviromment for Leadevship

It is crucial that teachers undevstand the significance of building
supportive classroom environments. They are the architects of social
climates whether or not .they wish to be and the failure to acknowledge this
only results in either a haphazard approach to él@mdte building or a laissez
faire climdtc{: The significance of climate building as an urgent task is
made” evident through the study reported by Merei (1573). He found that
young chiidren evolved their an traditions as a g;oup during play pe;iods
and that when a new child léader was introduced into the group——eveﬁ though
older and more experien;éd in leadership-~he was absorbed by the groﬁp‘énd
was required to follow the group's traditions in order Lo maintain his ieader-
ship position in the group. Failure to do so led to the unwillingness of

w~mm_ww5hcréroup members to follow his acts of .leadership. What this suggests
ahong éthcr things is that the.ﬁraditions that are e;tablished early in a
group's functioning are likely‘to be resistapt to cha%ée by j new leader.
Thércfore, a broadly humane enﬁironment, crgéted initially by the.teacher,
will make it difficult for a single disgruntled child to destroy'auch a
positive climate. Or to put it'ébsitively, a child wh;_wishes to become a
léader must begin by adopting the traditions of Lhe group. If“thésé tradipions
enhance humane values and activities, any child wishing to lead must do so -

within the structurc of humane values already in place.
4 . .
One of the ways of building a supportive environment is to allow children

to choosc an activity of interest as a way of fostering their initiative.

Some children may be hesitant to choose because the flood of stimuli is too

8
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proeat for thm. Offcflng two or Ehree aclivities wmay he worve oasily hauwdlad
while the initiative to choose remaing, 10 a ehild atill does not ronpond;
step back, wait, and observe, By foreing the ehild inte chooaing an activity,
nothing will Bo gained,  The child way just not be ready., Some children
need to observe for several days before venturing out. Thevelore, an adequntc
physical environment nceds to be creatad aléng with an cmoti&nal environment
where achild is allowcd‘to grow at his/her own rate. The tcacher'suknowlédgeable
and patient building of the physical and cmotional enviromment can aid
tremendously in the growth of initiative and self-confidence in children.
This, in turn, increases their leadership potential.

Une of the most cffective ways for elementary teachers to create a
supporLive_environmcnt presents a paradox. It is easily accessible to the

teacher and yet difficult to achieve--a change in one's own behavior.
y 8 |

According to Whitmore (1973), teachers can improve their classroom environments

by: .

1. showing they respect and.genuinely care for individual students,

2. stressing the positive accomplishments of pupils and developing
carcful plans thap)allow students to succeed.

3. encouraging pupils to assume responsibility for directing their
own activities.

4. building cohesiveness among the students through regular class
meetings for sharing and problem sqlving.

’

Not all tea?hcrs are able to do each of these things as well as they would

I's

like, but they can learn to improve their behavior in these areas by attending

workshops, reading more detailed descriptions of these procedures, and

experimenting within their own classrooms.
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Skill Bailding

Anowo hava geen fvom tho veseareh, a varviety of skills are necasanry
Cov the development of .leadavs, Whlah ahould be given priovity by tha teacher
depends upon the age of the child, the skills alveady possessaed, and the |
repertoire of the teacher.

Before the teacher can build skills, he or she muat spend some Lime
observing cach child in intcraction with others., The teacher can keep an'
anecodtal record of who contributes suggestions to the group, who voices
unusual opinions, who performs work independently of the teacher, and so
on. When a tcacher is knowledgeable of leadership acts children can and do
perform, then s/he is in a better position to build on existing strengths
in offering guidance to cach child, 1In doing so, however, the teacher must
be careful nwot to simply rcinféfce the statys quo of the existing'roles and
statuses.: Because Billy is good at organizing his peers to cooperate in the
accompiishment of a project, the teachér can unwittingly make.sure that he
invariably performs that role in the group when it might be'w{se for him and
the other Ehildrcn to give him ppportunities to perform in a wide;‘variety
of roles. |

Preschooler: «.n acquire positive leadership skills while imitating
their teacher. Allowing for input when a field trip is upcoming or wﬁen it
is time to change the room around will give children a.model to follow and a
chance to chgagc’in a group ptoblém-solving activity, It is important, however,
to act 6n suggcstibns giveniand not cast them aside, for this will negate
the éffectiVCness of the.process‘ i

Ample opportunity needs to be brovided for preschoolers to socialize.

The opportunity to use large blocks and a housekeeping corner will induce

il
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graup play. Somo ehildvon may noichor he interestoed v nor vaaldy ta play wlth
athors, 'This neods to he raapectod,  Bventually Ehough, the older pranchoalera
enpeetally will tako the oppartwnity ta engage in play togothar, Skilla in
worling with othery and axercining assartivanans will bo unod and dave lapad,

Conllicts will undaubtedly arina., Along with providing opportunities |
for socializing, preschool teachers need to allny tho childreﬁ to solvae their
own conflictn, Thu_ELrHL inatinet, it scewn, is to rush in on a uituatioh
‘when an avgument is in process to try to "help salve it," Wiereas, without
interfevence, the children might have solved it themsleves, As difficult as
it is, tecachers need to observe and when in question, liesitate, Unless physical
danger is imminent, there is no need to intervene, In solving their own
conflicts, preschoolers will gain in gelf—reliance and in developing coping

rskills with othcrs. Rather than continually turning to the teacher for
solutions, they will learn their own ways of.handling situations. A leader
needs to learn these essential skills,

One of the first things every teacher canyand must do is to promote the
self-respect and éelf—acccptance of every student. Schmuck and Schmuck (1971)
describe a number of techniques for QOing this including strength -building
exXercises, wixing high, wedium and low-status students in academic work groups,

role playing, preparation of biographies by fellow students, and other means,

In her book, Learning Together, Elizabeth Drews distinguishes two mutually

\

complementary processes, '"leading out'" and "letting be" and insists that
p yp g _8

every tcacher must cngage in both. "Leading out,'" she contends "can be done

.gcntly and solicitously, as we have seen for those who have been physchologically = . L

‘blinded and crippled. Or it may simply mean helping the eager questioner

find answers."

| 11
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For us, loading out also means leading inta . . leading into new
axparinneen, loading fnto a new sonde oF oneaell, leading fnto new apportunities
Lo expand and diaplay one's own potontial, .Tnnchurn who load students {nto
new Opﬂo}tunitiuﬂ to b and o axpreus thomselvan ava helping to ereats the

\

toaders of taworrow hy acting an leadora thomselven,

"Tutting be"

bn a complomentary process, Tt is the act of atlowing a
student ta strugple with a problem when you as teachar could aimply éivu the
child the salution, The temptation to pasa ou the teacher's solution is one
that must be avoided il cach ¢hild is to devalop a sense ¢f his own potential
as a person, Developing this sense of one's own competence to deal with
situations is the beginning of leadership skills. 1In this sense, the teacher
must also let go of his or her traditional role as the leader in the classroom--
giving directions, answering questions, etc.--in order to let the child's
leadership skills blossom.

One student leadership program, developed and tésted"by Whitwore (1973),
has been used to modify undesirable attitudes and classroom behavior through
the use of social power in the peer éulture. '
Thé process involves student leaders in seeking answers to the question

"llow can our school become a better place?" Although it begins by using

natural peer-group leaders, the author suggests that all students in an elementary

.

Jschool could be given the opportuhipy to partibipate and develop leadership
skills. Of codrsc, a lgadership prog;am requ{fes the efforts 6f the entire
faculty if it %s to ‘be carried out successfully. This is not as easy as it.
sounds. In most schools, teachers have ecnough fé do with the regular routines
"already in.place. . Teachers must ask themselves, then, whether the goals of

leadership davelopment and positive attitudes toward school are worth the effort
® @ -

and in some cases, whether somcthing must be given up in order to achieve them..

12
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As we have scen, there are a variety of ways in which teachers can
assist students -in the development of their leadership poteptiala fhey
can begin by looking at their own attitudes and values, trying to discover
from them some ways of changing their own behavior. They can construct

i appropriate environments for the fostering of leadership; and they can
create situations and programs that will enable students to aéquire and extend
leadership skills. 1In dging s0, teachers need to keep firmly fixed iﬁ miﬁa
the needs of the many as well as the needs of the few. It'is easy to focus
one's attention on students who display the talent and capacity fo: leader -
ship. 1t is more difficult’QO pfoviﬁe opportunities for all studeris.

Neither should be neglecteq if we are to have a cadre of leaders ;taq}l

Tevels tor the twenty-first century.
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