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Perceptions of the Leadership Style Effectiveness
of Superintendents in Mississippi
The growth in size and complexity of institutions of
. ) o

learning in the United States has brought with it many new

problems and challenges fcr the educational administrator.

Great skill is required for spcceséful management of modern

schools, and it is obviuus:thdt thevcdlibe; of the‘pergoﬁ
selected for the supefintendency plays a large part in de-
termining the scope and quaelity_o.f_ the educational program"
that will be developed ih a school district’ (AASA, 1962’.
The superintendent of schools is the most visible, most
vulnerable, and potentially most influential member of the |
educational organization (Campbe;l, Cunningham, Nystrand, & -
Usdan, 1980). The superintendent's role involves clarifying

educational gdals, evaluating the adequacy of the program irr

_ relation to these'goals, engaging in a vigorous?program of

currlculum development and instructional improvement, and
coordlnatlng and organlzlng the school system for effective

learning (Gilchrist, 1961). These role expectations re-

quire effective leadership.’ To be an effective leader, one

must have the ability to diagnose his environment and.adapt

hls 1eadersh1p style to fit the demands of the environment
(Hersey & Blanchard, 1977). As Gibb (1969) p01nted out, the

traits of leadership are thOSe personallty traits whlcﬁ,

in any particular situation} enable an-individual to conpribute
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s1gnigicantly to group locomotion in the direction’ of a
recognized goal and be perceiVed as doing so by fellow
merfbers. . J

The major purpose of the present research was to'i?fgy
vestigate the perceived differences, as indicated by princi-
pals, superintendents, and school board presidents,,in the
leadership style effect1Veness of elected and appointed
super:ntendents._More speCifically, the purposes of this
study were:

1. To investigate the differences in perceptions of
seconcary, elementary, and comnigation (K-12) school building
princ1pa1s regarding the leadership style effectiveness of
- elected and appointed super1ntendents. ' ;o—

2. To investigate differences ingperceptions of
school board‘presidents'ooncerning,the leadership style

effectiveneSs of eiected\and appointed superintendents.

.3. To determine-if elected and appointea superintendents

\

perceive differences in their leadership styleleffectiveness.

4, To investigate the différénces in leadership'style

effectiveness of elected .and appointed superintendents as

perceived by principals,'superintendents,.and school,board

presidents.

Theoretical Frameizrk

Research and practice have demonstrated that 1eadership
hasityo basic dimens10ns~fconcern for the performance of the
organization and concern for the relationship needs of the
persons in the organization. Several investigators have -

4
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identified these positions. Cartwright end Zander (1968)
describe these as goal achievement and group maintenance.
Amatai Etrioni (1961), in the same vein, thegrizes that every
oxganization must solve two,ba51c needs: . (a) instrumental

ne s;-the mobilization of resources tolachieve the task and
(b) ‘xpressive needs-~the social and normative integration'
of‘group nembers. Similarly,iGetzeis and Guba (1957) labei
these aspects of leadership behavior as nomothetic and

. St - .
ideographic. < B -

'Thebbulk of evidence indicates'that“no one style ofAleader-

E ﬁhship,is consistently more efrective than enother (Stogdiil,
1974) .  Leaders perceived to be effective are ta;;-oriented at
times and concerned with reiationships'at'otherltimes. A
plausible explanation is provided by Hersey and Blanchard's
(19/7) Situa. tional Leadership Theory (SLT). SLT is based

upon an interplay among the following: (a) the amount of di-
;ggtion (task behavior) a‘leader gives, (b) the amount of soc10-
femotionai support (relationship benavior) auleader'provides,

i

i and (c) the maturity level that followers exhibit on a speci-
‘fic task. Maturity i§ defined as the capscity,to set high
but attainable‘goals,'willingness and abilit? to take |
responsibility, and ‘education and/or experience of an indi-.

vidual of group in relation to ‘a specific task to be performed.

According to SLT, as the level'of maturity of their
followers continues to increase in terms of accomplishing

-a specific task, leaders should begin to reduce their task

i . . ) 4
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behav1or and 1ncrease their relationship behavior. As the
. followers begin to move 1nto an above average level of |
maturity, it becomes approprlate for 1eadens,to decrease not
only task behav1or but relatlonshlp behavior as well. The
individual or group at this 1evel of maturity sees a reducrion
of olose superv1slon and an increase ih delegatlon-by the
ljeader as a positive indication of trust and confidence. Thus,
SLT focuses on the appropriateness or effeotivehess of ;eader-
ship'styles according to the task-relevant maturity of the
followers. . |

Lipham (1964) contends that a social system exists to
dLscharge certain institutionalized functlons, and these
functions are the goals toward whlch the leader d’rects the
organization. Leader effectlveness is the relatlve level of
this goal achlevement (Hoy & Mlskel, 1978) To the pract1c1ng'
administrator, effectlveness ‘is even more compllcated and
subtlelthan goal_attalnment. - Perceptual evaluatlons};y
superior%,,peérs, agd subordinates are important outcomes.
Hersey and Blanchardthave found that the closer to reality
a leader's perceptlon is to the perceptlons of others—- .
,superlors, peers, and subordlnates-—the ‘higher the probability
" that the 1eaéer will be able to cope effectively with that
’enV1ronment. f ' | : . o | . ,

On the basis of this theoretical framework, the following
hypotheses have been generated:
Hl' There is a significant difference in the perceptions that

secondary; elemehtary; and oombination school bui}ding

a



principals have of the leadership style effectiveness .

of elected and appointed sfiperinteandents. . ! N

School board presidents will perceive a significant

difference in thg leadership.stjle effectivengfé of T - =
elgbted and appointed supérintend;ntsf

There is a significant difference in the éerceptions

that app01nted and elected superlntendents have of

o

N thelr 1eadersh1p style effectlveness.

\

s Pr1nc1pals, superlntendentSy and school board presidents S

LN

will perceive a significant difference in the leadership
style‘effectiveness’of elected and appointéd super-

. ~intendents.

T~

Method

‘ Subjects
- The populatlon 1nvestlgated in thls study consisted oq
all sphool board presidents and’ superlntendents and all

SO

pr1nc1pals of seconda'y, elementary, and comblnatlon schools

in the state of MlSSlSSlppl. Mississippi has 153 school

districts that operate schools,-and'each dlstrlct h%s a board

of education an® a superintendent. The president of each - -
sénool board was included in this study. léf the,153 super-
inténdents, 67 (44%) are elected by popular vote of the

electors of that district, and 86 (56%) are appointed by, the

local board of éducatidn; All superintendents were included

©

»  in this study. -
'Principals were catagorized;fi;st into secondary,

elementary, or combination school principals.‘ They were . .




! . . f/ . ) . E
further categorized as being subordihate to an elected or .
an appointed supééi:tendent. In order to obtain a sample -

t

that was representakive of the.810. pricipals in the pop-

ulation, 44% of each category of prihcipals--secondary, ’
,elementaﬁg and combination--under elected superintendents '

- . . é
was randomly selected Fifty-six percent of the secondary

and- .elementary pr1n01pa1§ under appointed superintendents

—— e

was randomly selected-. Due to the smali number of combination
principals upder appointed'superintendents, all combination

;prihcibals in this category were included in the study.

Instrumentation
. .. The Leader ?ffeetiveness end Adaptability Description
(LEAD) prov1des a technique whereby group members may’ de-
scrlbe the 1eadersh1p style effectlveness of designated-
.1eaders. The LEAD con51sts of 12 items to which the 1eader o
and members of’h;s/her'lmmedlate work-group are asked to

respond. Each item is a‘situation with four alternative

]
L

actiOne. The reepondents ate asked to eelect the action
that they feefpis most representative of the leader's
behav1or in that type of situation. o . L. ~
The leader behav1or with the h1ghest probablllty of -
success, based on S;tuatlonal Leadership Theory, is welghted
. +2. The behavior alternative‘with the lowest probability
'of.success is weighted -2. The secou.! best‘alternative
'is weighted +1, and the th1rd -1. The range of scores
1s +24, w1th zero belng the reference point for determlnlng
effectiveness. Hersey and Blanchard (1977) report that

. . . ot .
the effectiveness scores for the LEAD usually fall between
‘ o ) Yy - ! .
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e |
+ 6. This i3 based on a'samp1e'offover 20,0003midd1e managers from
| a varietybof organizations and cu]tures uho have responded to the LEAﬁ..
“Procedure . o Y i - .
The'subJects of this study were divided into three principal
groups. pr1nc1pals, syper1ntendeﬁts, and school board pres1dentsn
, Each group was then subdivided into the method of selecting the super-
inténdent'jeTected or appointed). Principals were further divided into
three 1eve1s' secondarv, elementary, or combfnation._ : |
A packet conta1n1ng the LEAD -a cover 1etter ‘explaining the study
and insuring anonym1ty, and a pre- addressed, stamped envelope was ma11ed
to each subject. An accurate account of the rep11es from the subJects
‘was maintained, and approx1mate1y one month after the initial ma11 out
a second packet was ma11ed to each subJect who had not responded The

1n1t1a1 response accounted for approximately 83% of the. tota1 number
r—

\\/Who part1c1pated in the study The second mail- out 1ncreased the

umber of subJects who part1c1pated in the study to 385--a total return -

of-53%. As reported in Table 1, 232 (55%) pr1nc1pals, 52 (34%) schoo]

board presidents, and\IOl (66%) super1ntendents part1c1pated in the

P '

A study.
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‘Table 1 :

* Number and Pbrcent of Subjects Résponding

) RV
Group sample | First Second Total %
Size Return Return ARespogse Return
B 'Disérictsfwith Elégted Sﬁperintendéhts ;
Principals - o o
Secondary' 32 4 - 3 Y 53
Elementary 71 a1 6 37. 52
‘Coybination ' 40 14 ER 22 55
- T§§a1 ! 143 s 17 76 53
Board Presidents 67 15 8 23 u
Sﬁéeripténdents . 6T | 34 7 41 61F
/ﬁ.' .- Districts Qith Appbinted_Superinténdehts ;
Principals
'Secgndary a 54 53 5 58 62"
| Eleﬁentary_, | 171 | 74 13 . 87 51
_d‘qpmbinatipn | 13 » 2. 9 AT f8§
B ;ofal o v 278 v 129 27 156 56
Board Présidents 86 23 -, 6 29 34
Sﬁ;ﬁ:fﬂténde;ts" _85 | 58”’ ‘ 2 60 | 70
£ 19 _



{

Results

“~

First Hypothegsis ‘ . . YA

‘H§pothesis-one stated: There is a statistically

L
L4

significant difference-in-the perceptions that secondary,‘_;
élementary, and combination school building princ1pals haVe ‘
of the leadership style effectiveness of. elected and
'appOinted superintendents. -The Léhb scores mere analyzed
by means of a 2 x 3 analys1s of variance (method of selection
x level of principal). The resuits, reported in‘Table 2%
revealed a significant interaction (F [2, 226I'; 3.12;'p<.05{;'
therefore, the research by hypothesis was accepted '
The mean scores for each ‘cell (Table 3) were compared
using the,Newman-Keuls technique (Table 4). The Newman-
Keuls analysés*%ndicated'significant differences in the
perceptions of the three levels of principals who were suh-
ordinate to elected superintendents. No differences were
~observed among princ1pa1s ﬁho served under an appointed
superintendent. Analysis across. method of selection indicated
) .

significant-differences among secondary princ,pals and among

combination principals. S

Second Hypothesis .

Hypothesis tmo stated: School board presidents will.

-

perceive a statistically s1gnificant difference in the leader- .
ship‘style effectiveness of elected and appOinted superinten—\

7/dents. The scores for the two groups (board presidents'

[}

superiorqto‘an elected superintendent and those superior to

.

an appointed superintendent) were compared by means of an- .
. \ \ , T w
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. : Table 2
‘Summary of Analysis of Vafiance of-
. (' ‘ ) Prf;c}pal's LEAD Scores ' (.
" scurce - . - ¢ MS . F
LN - .t ) . . .
+ °  Method of Selection B | © o 24.9% .52
-~ Level of Frincipal “ 2 - 61.00- ° T1.28
. . . ° o . - " N
Interaction { ' - 2- 148.70 3.12%
ﬁesidua;/‘.\ L _226. © . 47.66 3 .o
- . \. ~ B . ‘
*p.¢ .05 \ T
l - - ~ .
L ' - ' "
-
, . Table 3 - '
_ , Cell Méans:
X - Method of Selection by Level of Prinéipal -
- "Method of Selection . | Level of Principal
¢ T . o st ot c®
Y *  Elected . 1:85 4.32 8.15
. . ° Appointed U L 5.38 6.08 3.80
T o N .
Secondary p - - _ N .-
’ pﬁlementaij“' ' -
cCombinatign .
! ' X i \
. o T 12 - v




P o T  ’-11..'
. Tabfe 4
/;f ' Summary of Néwman-keuls Compérisbns
\‘ ' Comparisons
= _ | /
. Aqross Levels of Principals | : oy
- 3
i Elected Su?erjy?endghts‘_ \ ) |
| | Secoqdary S Elementéry , \ : 2.47%*
§Secondary-vs Cémbination_- | o 6.30f*
Elementary Vs Combinatiah _; S - 3.83%%
« ~ Appointed SuperintéﬁdéntS'
éecopd;ry Vs Elementéry | . o .70..
: Secondary vs Combinatidn . 1.58"
o Eiementary vs Combinatigr™ . - 2.28
Aérdsslnspbpd of Selection
- | Elected vs Appointed \
. gecondary o - | .3.53**"
Slementary ., 178
"""" ‘Combination | - 4.35%*
spe.05.
**§<.01 '
- s .




_ Fourth HyﬁgtheSis

.9

.12

independent group t-test. The t, reported in Table 5, was

-nonsidnificant (t [50] =1.84¢ ns); therefore, the research

hypothesis was rejected. These results should, hoWever; be
interpreted‘with caution. Two scores in one,distribution ;
were very extreme--2 29 standard deviations above the mean--
while all uther scores were Within one standard deViation of
the mean. The researcher investigated by remov1ng the two \
outlayers and recalculating the t. Significance was found

at the .01 level. It appears likely, then, that a Type II

error might have 3een committed.

Third Hypothesis

Hypothesis three stated: There is a statistically
significant difference'in the perceptions that appointed and

eiected superintendents have of their leadership style effec-

. tiveness. To test the hypothesis, the scores:of the two groups

of superintendents were subjected to an independent group

t-test. The t value, reported in Table 6, indicates that the

means of the two groups were not significantly different

(t [99] = .12, ns). Tnerefore,'the research hypothesis was

¥

Hypothesis four stated- Principals, superintendents,
and school board presidents will perceive a Significant dif-
ference in the. leadership style effectiveness.of‘elected ‘and
appOinted superintendents. The three levels of principals

e

(secondary, elementary, and combination) were placed in one

group designated "principals.” A 2 x 3 analysis of variance

.\\ Ut

\
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Table 5
Means, Standard Deviations, and t for

School Board Presidents on the LEAD

Board Presidents X sD - df t
Elected - 7.09 4.60 . 50 1.84, ns
Appointed . 4.07  6.52

"Note. Board presidents are superior to either elected or

appointed superintendehts and were groups accordingly. .

Table 6
Means, Standard Deviations, and t for

Electéd and Appointed Superinténdents

Superintendents’ - X 7 sD af ot
Elected 9.73 4.45 99 .12, ns
Appointed _ 9.62 4.88
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was utilized. to test the hypothesis. The results, displayed
¢ in Table 7, yielded no significantvinteraction; homever,
Significant main effects for pos1tion were revealed, which
indicates that princ1pals, superintendents, and school board
pres1dents Viewed the leadership style effectiveness of super-
intendents differently (F [2, 382] ; 16.75, p¢.01). Inspection
of'the column means, reported in Table 8, indicates that .
superintendents perc1eved‘themselves to be Significantly-
‘more effective than do their subordinates or superiors.-

Discuss10n

This study was predicated on the supposition that differeuces
exist in the leadership style effectiveness of elected and
appointed superintendents, and, since a leader is often biind
to hi;{own “leadershipipersonalityTP—difrerences exist in
the way a leader percieves himself and the way his superiors
and-subordinates perceive him. Differences were observed
.in the perceptions of secondary, elementary, and:combination

school principals regarding the leadership style effectivenessr_f_

of elected and appOinted superintendents. In districts with

elected superintendents, elementary principals perceived the
snperintendent to Be more effectiyeithan_did secondary

princ1pals. Combination principals viewed the superintendent

to be more effective than did either secondary or elementary
principals. ‘These:differences.were not_observed in districtsbi

with appointed superintendents. - Evidently, district oréani-

zation, district size, or a combination of these may con- o

tribute to these differences. More research is needed in this
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d : _ Table 7
‘Summary of Analysis of Variance of

LEAD Scores for Principals, Superintendents, and Board Presidents

Source ; - af | MS ~ E
Method of Selection 1 5.19 ' .13
Position 2 "668.83 16.75% -
Interaction : 2 : 59.90 1.50
Residual - 379’ 39.93
*p ¢ .01

'Table 8

‘Mean Scofes for Main Effects:

- ‘PbEIEIBB#SﬁEWMéEEbd of Selec‘tiohw L e

Main Effects B : X

Position
Principals - A 5.42
Superintendents | . ' 9.66 ° )
Board Presidents ' I : . 5.40

Method of Selection _
Elected : : : . . ‘6.69

'Appqinted

.
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perceive himself as exhibiting'anyeffective 1eadership style, when,'

in fact, this perception may not reflect the actual 1eader behav1or,

depending upon the extent to wh1ch a leader' s self-perception is con-
sistent with that of his superiors and subord1nates.

This may be exp1a1ned by the idea that there are some behav1orsi _
engaged in by leaders that are known to the 1eaders, wh11e other be\
haviors may not be kdbwn That is, leaders may not be aware of port1ons\\
Nof their persona11ty that are exh1b1ted-when dealing with others. It
eseems this couid result from poor c6hmuhication hahits and'a?iack of
feedback betheen the leader and his associates. o

University departments of educationa1 admintstration need.to'be
cognizant’of-these potehtial stumb}ing b1ock§ to effective leader
behavior. 'By offering in-service training and wdrkshpbe in areas such
as sé]f—concept and_sensitivity, and through programs that develop
effective communication techniques'and those that.jnvestidate leader-

’ ship'theories, departments of.educational administratioh‘éan train

“H_Jeader5~to analyze themse1veS‘and theTr “situation to resolve. the

k1nds of d1fferences that were portrayed in the f1nd1ngs of th1s study

13
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