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ABSTRACT 

The c e n t r a l  problem o f  t h i s  s t u d y  was a n  i n v e s t i g a t i o n  

o f  t h e  r e l a t i o n s h i p  e x i s t i n g  between t h e  e x e c u t i v e  p r o f e s s i o n a l  

l e a d e r s h i p  of e l e m e n t a r y  p r i n c i p a l s  a s  p e r c e i v e d  by t h e i r  

teachers and t h e  organizations) h e a l t h  o f  t h e i r  S C ~ O O ~ S ,  con- 
- 

t i n g e n t  upon g roup  a tmosphere  a s  a p o s s i b l e  m e d i a t i n g  v a r i a b l e  

i n  t h i s  r e l a t i o n s h i p .  

mi8 s t u d y  was c a r r i e d  o u t  i n  a sample  of f o r t y - o n e  

B r i t i s h  Columbia e l e m e n t a r y  a c h o o l s .  the O r g a n i z a t i o n a l  H e a l t h  

S c a l e ,  which was c o n s t r u c t e d  e s p e c i a l l y  for  t h i s  s t u d y ,  was 

u s e d  t o  measure  s e v e n  echo01 o r g a n i z a t i o n a l  h e a l t h  v a r i a b l e s :  

V a r i a b l e  I (adequa te  g o a l  f o c u s ) ,  V a r i a b l e  I1 (co-ord ina ted  com- 

m u n i c a t i o n  sye tem)  , V a r i a b l e  I I1 ( e q u i t a b l e  decis ion-making 

s t r u c t u r e ) ,  V a r i a b l e  I V  ( e f f i c i e n t  u t i l i z a t i o n  o f  human and 

m a t e r i a l  r e s o u r c e s ) ,  V a r i a b l e  V (autonomous 8 y e t  a d a p t i v e  t o  its 

e n v i r o n m e n t ) ,  V a r i a b l e  V I (problem-solving mechanisms),  and 

V a r i a b l e  VII (maximum o p p o r t u n i  t ier f o r  s e l f - a c t u a l i z a t i o n ) .  

E x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p  s c o r e s  f o r  p r i n c i p a l s  were 

o b t a i n e d  from t e a c h e r  r e s p o n s e s  t o  t h e  Execu t ive  P r o f e s s i o n a l  

L e a d e r s h i p  I n s t r u m e n t  deve loped  by C r o s s  and H e r r i o t t ,  Group I 
a tmosphere  was measured by F i e d l e r ' s  Croup Atmosphere S c a l e ,  

R e s u l t s  i n d i c a t e d  t h a t  p r i n c i p a l s  who d i s p l a y e d  h i g h  

e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p ,  a d m i n i s t e r e d  s c h o o l s  r a t e d  

h i g h  i n  o r g a n i z a t i o n a l  h e a l t h ,  P r i n c i p a l s  who e x h i b i t e d  l o r  

e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p ,  a d m i n i s t e r e d  s c h o o l s  r a t e d  

iii 



low i n  organizational health. Group atmosphere was not found 

to  be an important mediating variable i n  theae relationships. 
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CHAPTER I 

THE PROBLEM 

I, INTRODUCTION 

Modern man is enmeshed i n  an i n c r e a s i n g l y  organized  

n o c i e t y  (2, pp, 1-2). Examples o f  o r g a n i z a t i o n 8  closely 

connected wi th  i n d i v i d u a l s  a t  v a r i o u s  tirn.8 i n c l u d e  schoo l s ,  

h o s p i t a l s ,  churches ,  government, and p l a c e s  o f  enp loyaent ,  I 
With t h e  growth of o r g a n i z a t i o n s  h a s  corns a cor responding  

i n t e r e s t  i n  measuring t h e i r  o f f  e c t i v e n e n s ,  Adequate cr i ter ia  

f o r  de te rmin ing  o r g a n i z a t i o n a l  e f f e c t i v e n e s s ,  u n f o r t u n a t e l y ,  

have n o t  been developed, Organizat ionn,  l i k e  s choo l s ,  whose 

o u t p u t  is d i f f i c u l t  to  measure have proued p a r t i c u l a r l y  

d i f f i c u l t  t o  e v a l u a t e  (2, p, 9). A number of r e s e a r c h e r s  

have sugges t ed  t h e  g e n e r a l  sys tems model as provid ing  t h e  I 

b e s t  means o f  gauging t h e  e f f e c t i v e n e s s  o f  a l l  o r g a n i z a t i o n a ,  

Thi8 model con tends  t h a t  o r g a n i z a t i o n s  have needs  

similar t o  n a t u r a l  o rgan inas ,  They a u e t  s u r v i v e  and a d a p t  t o  

t h e i r  environment,  These needs  are sat isf ied by means o f  

p a t t e r n e d  a c t i v i t y  between v a r i o u s  o r g a n i z a t i o n a l  p a r t s ,  

Each p a r t  c o n t r i b u t e s  t o  the whole and r e c e i v e s  aose th fng  

i n  r e t u r n ,  The i n t e r - r e l a t e d n e s s  o f  p a r t s ,  and t h e  p r o c e s s e s  

o c c u r r i n g  between t h e s e  p a r t s ,  become t h e  f o c a l  p o i n t  o f  

sys tem a n a l y s i s  (6, p. 27). Diacussion of o r g a n i z a t i o n a l  i I 
e f f e c t i v e n e s s ,  t h e r e f o r e ,  must c o n s i d e r  t h e  t o t a l  o r g a n i z a t i o n  I I 
and n o t  merely  one o r  more o f  its componenta, 

1. 



Lmadmrs o f  fo rmal  o r g a n i z a t i o n s ,  acco rd ing  t o  r e s e a r c h  

ev idence ,  i n f l u e n c e  t h e s o  o r g a n i z a t i o n a l  p rocesses ,  Some 

writers have suggested t h a t  t h e s e  l e a d e r a  working wi th  

t h e i r  s u b o r d i n a t e s  can  modify t h e  procesaea  o c c u r r i n g  w i t h i n  

t h e  formal  s t r u c t u r e  and t h u s  improve t h e i r  o r g a n i z a t i o n ,  

Attempts by l e a d e r s  t o  i n f l u e n c e  o r g a n i z a t i o n  members w i l l  

be more e f f e c t i v e  i n  i n s t i t u t i o n 8  wi th  h igh  group atmosphere. 

In  t h i s  s t u d y  an endeavor is made t o  de te rmine  whether 

d i f f e r e n c e 8  i n  l e a d e r  behavior  among 8chool  p r i n c i p a l s ,  as - " *_  " ,--* * 
" 

measured by e x e c u t i v e  p r o f e 8 s i o n a l  l e a d e r s h i p  s c o r e s r  and 

d i f 1 o r e n c e s  i n  group accep tance  o f  t h e i r  l e a d e r s h i p  measured 

i n  terms of group ataosphere, .  are r e l a t e d  t o  t h e i r  r e s p e c t i v e  
.+A>*. 4- - 

s c h o o l e s  o r g a n i z a t i o n a l  e f f e c t i v e n e s s ,  aaasu red  i n  terms o f  

o r g a n i z a t i o n a l  h e a l t h ,  

The s t u d y  is r e s t r i c t e d  t o  an i n v e s t i g a t i o n  o f  t h e  .. 
r e l a t i o n s h i p  b e t r e e n  a p r i n c f p a l o s  e x e c u t i v e  prof  e s a i o n a l  

l e a d e r s h i p ,  t h e  l e v e l  of group atmosphere p r e s e n t  w i t h i n  h i s  

s c h o o l  and t h e  o r g a n i z a t i o n a l  h e a l t h  o f  h i s  achool  u s i n g  

schoo l so f  pre-determined size,  I t  is recognized  t h a t  there 

are o t h e r  e x t r a - o r g a n i z e t i o n a l  and i n t r a - o r g a n i z a t i o n a l  

f a c t o r s  which i n f l u e n c e  t h e  degree  of o r g a n i z a t i o n a l  h e a l t h  

w i t h i n  e d u c a t i o n a l  i n s t i t u t i o n s ,  this i n v e s t i g a t i o n  is 

d e l i m i t e d ,  however, t o  a s t u d y  o f  t h e  relationship between 

o r g a n i z a t i o n a l  h e a l t h  end on ly  two i n t r a - o r g a n i z a t i o n a l  

v a r i a b l e s  - a p r i n c i p a l e s  e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p  

and group atmosphere wi th  t h e  effect o f  s choo l  sire 



p a r t i a l l e d  o u t ,  

11, STATEMENT OF THE PROBLCfl 

The c e n t r a l  problem of t h i a  s t u d y  is an  i n v e s t i g a t i o n  

o f  t h e  r e l a t i o n s h i p  e x i s t i n g  between t h e  e x e c u t i v e  p r o f e s s i o n a l  

l e a d e r s h i p  of e lementary p r i n c i p a l s  as pe rce ived  by t h e i r  

t e a c h e r s  and t h e  o r g a n i z a t i o n a l  h e a l t h  of t h e i r  s c h o o l s ,  

c o n t i n g e n t  upon group atmosphere a8 a p o s s i b l e  media t ing  

v a r i a b l e  i n  t h i s  r e l a t i o n s h i p ,  4 

more s p e c i f i c a l l y ,  do schoo l  p r i n c i p a l 8  have va ry ing  

d e g r e e s  of i n f l u e n c e  on t h e  v a r i a b l e 8  o f  o r g a n ~ z a t i o n a l  

h e a l t h ?  That is, do p r i n c i p a l s  h igh  i n  e x e c u t i v e  p r o f e 8 s i o n a l  

l e a d e r s h i p  have m h e a l t h i e r m  achoo l s  than  t h o s e  who are low i n  

e x e c u t i v e  professional lmaderahip? 

In a d d i t i o n ,  an a t t e m p t  is made t o  de te rmine  how 

d i f f e r e n t  group atmosphere s i t u a t i o n s  affect p o s s i b l e  

p r i n c i p a l - o r g a n i z a t i o n a l  h e a l t h  r e l a t i o n s h i p s ,  Subs id i a ry  

t o  th is  problem, is ev idence  t h a t  g iven  h igh  group atmosphere, 

a d i r e c t i v e  r t y l e  of l e a d e r s h i p  i8 most conducive t o  d e s i r a b l e  

o r g a n i z a t i o n a l  e f f e c t i v e n e s s ,  Conversely ,  ev idence  e x i s t s  

which i n d i c a t e s  t h a t  pe rmis s ive  l e a d e r s h i p  i n  h igh  group 

a tmosphere  s i t u a t i o n 8  mould be d e t r i m e n t a l  t o  d e s i r a b l e  

o r g a n i z a t i o n a l  e f f e c t i v e n e s s .  moreover, p r i n c i p a l s  i n  l o r  

group atmosphere s i t u a t i o n s ,  accomplish most when they  

r e f r a i n  from d i r e d i v e  l e a d e r s h i p  a c t i v i t i e s .  For t h i s  reason ,  



en  a t t e m p t  is made t o  examin. the @f?ectr of group atmosphere 

on p r i n c i p a l - o r g a n i z a t i o n a l  h e a l t h  v s r i e b l e r .  That i r  , do 

p r i n c i p a l s  r h o  d i s p l a y  h igh  deg rees  o f  e x e c u t i v e  p r a f e a a i o n a l  

l o a d e r 8 h i p  i n  h igh  group atmosphere situations, have " h e s l t h i e r *  

o r g a n i z a t i o n s  than  principals i n  low group atmosphere r c h o o l s  

who p o s s e s s  s i m i l a r  l e a d e r s h i p  q u s l i t i e s ?  S i m i l a r l y ,  do 

p r i n c i p a l 8  f n  low group atmosphere s i t u a t i o n s ,  who d i s p l a y  

low deg rees  o f  e x e c u t i v e  p r o f e s s i o n a l  l e a d e r  s h i p ,  have 

* h e a l t h i e r a  o r g a n i z a t i o n s  than  p r t n c i p a l s  i n  high group 

a tmorphere  s c h o o l s  who posseae low e x e c u t i v e  p r a t e r a i o n a l  

l e a d e r s h i p ?  

. 
111. THE .IlRPORTANCE OF THE STUDY 

Georgopouloa and Tannenbaum s ta te  t h a t  o f  a l l  t h e  

problems i n h e r e n t  i n  s o c i a l  s t r u c t u r e s ,  o r g a n i z a t i o n a l  

e f f e c t i v e n e s s  is one o f  t h e  most complex and least s t u d i e d .  

The q u e s t i o n  s r i a e a  whether it is 
p o s s i b l e  t o  develop a d e f i n i t i o n  o f  
e f f e c t i v e n e s s  and t o  devs lop  criteria 
t h a t  are a p p l i c a b l e  a c r o s s  organiza-  
t i o n s  and can  be nean ing fu l ly  p laced  
w i t h i n  a g e n e r a l  concep tua l  frame- 
work (3, p. 534). 

Bennia, as la te  as t h e  mid 196O9s, n o t e s  t h a t  a t t e m p t s  

t o  fo rmula t e  o r g a n i z a t i o n a l  c r i te r ia  t o  Judge e f f e c t i v e n e s s  

c o n s i s t e n t l y  create cont roveray  and deba te  (1,  p. 36). Most 



s. 
effort8 t o  develop e f f e c t i v e n e u s  criteria have c e n t e r e d  on 

measures of satisfaction and ps r fornance .  Research evidmnce 

is n o t  clear abou t  t h e  r e l a t i o n s h i p  o f  performance t o  satis- 
C f a c t i o n ,  n o r  does it prove  t h a t  the89  measures are r e l a t e d  

(1, pp, 37-38), The preva lence  of ambiguities and incon- 

g r u i t i e s  have caused p r e s e n t  research to  b8 o f  l im i t ed  va lue  

t o  s e r i o u s  s t u d e n t s  o f  o rgsn i l t s t ion .  Eknnir  s t u t e s r  

The p r e s e n t  ways o f  t h i n k i n g  a b o u t  and 
measuring o r g a n i z a t i o n a l  e f f e t t i v m e s s  are 
s e r i o u s l y  inadequa te  and o f t e n  mialaading.  
These cri ter ia  are i n s e n r i t i v a  ta the 
i m p o r t m t  nsedu of  the^ a r g s n i z a t i o n  and 
are o u t  o f  j o i n t  r i t h  t h e  emerging v i e r  
o f  contemporary o r g a n i z a t i o n  t h a t  is held 
by many ~ l g a n i t a t i o n a l .  t h e o r i s t 8  and  
p r a c t i t i o n e r s ,  The p r e s e n t  t e c h n i q u e s  of 
e v a l u a t i o n  prov ide  s tat ic  i n d i c a t o r s  of 
csr#a&n output characteristice (fs. per- 
formance and satisfaction) wi thou t  i l l u -  
mina t ing  t h e  p roces ses  by which t h e  
o r g a n i z a t i o n  seerches forr  a d a p t s  t o ,  and 
a o l v e s  its changing g o a l s  (1 ,  p. 41). 

Y 
&! A growing number o f  r e s e a r c h e r s  are recogn iz ing  t h e  
5- 
E: 
em- 

c r i t e r i o n  of o r g a n i z a t i o n a l  h e a l t h  a8 being t h e  on ly  
P IF 

C ' 
k adequa te  measure of judging o r g a n i x a t i o n a l  e f f e c t i v e n e s s .  

k They p e r c e i v e  e x t e r n a l  stress and change ae being t h e  s a l i e n t  

It c h a l l e n g e s  c o n f r o n t i n g  modern o r g a n i z a t i o n s .  They c i t e  

ev idence  which s u p p o r t s  change as being t h e  predominant 

c h a r a c t e r i s t i c  of a dynamic society. If o r g a n i z a t i o n s  are 

t o  s u r v i v e  i n  such  a s o c i e t y  t hey  must show a b i l i t y  t o  cope 

r i t h  change, The basic weakness i n  p r e s e n t  e f f e c t i v e n e s s  

s t u d i e s  f s  t h e i r  f a i l u r e  t o  r ecogn ize  t h e  problem o f  



i 
L o r p a n i z a t i o n a l  a d a p t a t i o n  t o  change (1, p. 42). Thais8 

c h a l l e n g e a  n e c e s s i t a t e  t h a t  t h e  o r g a n i z a t i o n  cope wi th ,  and 

s o l v e ,  p r 0 b l e ~ 8  a r i s i n g  from t h e s e  demands. tha dynamic 

p r o c e s s e s  through which a n  o r g a n i z a t i o n  copes  w i t h  these 

problems p rov ide  t h e  c r i t i ca l  dimensions  o f  o r g a n i z a t i o n a l  

h e a l t h ,  Ana lys i s  o f  t h e s e  processes ,  should  be t h e  f o c a l  

p o i n t  i n  measuring e f fec t iveneul r ,  b n n l m  notes8  

I f  we view o r g a n i z a t i o n s  a s  a d a p t i v e ,  
problem-solving, o r g a n i c  structures, then 
i n f e r e n c e s  abou t  e f f e c t i v e n e s s  have t o  be 
made, n o t  from s t a t i c  meamre8 of output, 
though the88 nay be h e l p f u l ,  b u t  on t h e  
b a s i s  of t h e  processes through which the 
o r g a n i z a t i o n  approaches  problems, In o t h e r  
words, no s i n g l e  measurement o f  o rgan iza-  
t i o n a l  ef f i c i e n c y  o r  satits faction--no 
s i n g l e  time-slice o f  o r g a n i z a t i o n a l  par- 
formanee--can p rov ide  v a l i d  i n d i c a t o r s  o f  
o r g a n i z a t i o n a l  h e a l t h  (1, p. 43), 

The concept  of  o r g a n i z a t i o n a l  h a a l t h  is a p p l i c a b l e  

a180 t o  s c h o o l s ,  As i n  o t h e r  o r g a n i z a t i o n s ,  a p p r o p r i a t e  

criteria t o  measure t h e  e f f e c t i v e n e e s  o f  schoo l  o r g a n i z a t i o n s  

is i nadequa te  (5, p. 9). Educa t iona l  research i n  t h i s  f i e l d  

ha8 used t h e  time-honored measures o f  performance and 

s a t i s f a c t i o n  t o  judge schoo l  effectiveness, U t i l i z a t i o n  

of t h e s e  cri teria i n  s c h o o l s  a s  i n  o t h e r  areas, h a s  n o t  

p rov ided  a v a l i d  basis f o r  e v a l u a t i o n ,  Such s t u d i e s  t end  t o  

view o r g a n i z a t i o n s  a t  a f i x e d  p o i n t  i n  time and f a i l  t o  

a n a l y z e  t h e  dynamic p r o c e s s e s  o c c u r r i n g  w i t h i n  s choo l s ,  



Robinuon e x p l a i n a  I 

The reason  f o r  t h i s  g e n e r a l  d i s s a t i s f a c t i o n  
is t h a t  theme meaeureu show a atatic p i c t u r e  
of o u t p u t  c h a r a c t e r i s t i c s  and r e a l l y  t e l l  u s  
n o t h i n g  abou t  t h e  dynamic p r o c e s s e s  going on 
w i t h i n  t h e  o r g a n i z a t i o n  (5, p, 9). 

Due t o  t h e  l i m i t a t i o n s  o f  performance and s a t i s f a c t i o n  

criteria, proponents  o f  t h e  o r g a n i z a t i a n a l  h e a l t h  model 

s u g g e s t  t h a t  e d u c a t i o n a l  a d m i n i s t r a t o r s  view t h e i r  s c h o o l s  

as  hav ing  c e r t a i n  f u n c t i o n a l  requi rements ,  Determinat ion 

of t h e  s c h o o l o s  o r g a n i z a t i o n a l  h e a l t h  would be based on the 

abssnce  or  p re sence  of  these r equ i r emen t s  a t  d i f f e r e n t  p o i n t s  

i n  time. Emphasis is on e v a l u a t i o n  o f  t h e  8chool ' s  i n t e r n a l  

p r o c e s s e s  and its a b i l i t y  t o  cope wi th  and s o l v e  tho89  

problems which are c o n f r o n t i n g  it, 

P Gross  and  H e r r i o t t ,  i n  a key s t u d y  which 

B a t t e m p t s  t o  assesa t h e  d i f f e r e n c e  l e a d o r s h i p  makes i n  

o r g a n i z a t i o n s ,  examine t h e  r e l a t i o n a h l p  between e x e c u t i v e  

p r o f e s s i o n a l  l e a d e r s h i p  and t h r e e  e f f e c t i v e n e s s  criteria. 

The criteria regarded  as  being widely  accep ted  and meaningful  

measures  of schoo l  e f f e c t i v e n e s s  were ataff  morale, p rofes -  

s i o n a l  performance o f  t e a c h e r s ,  and p u p i l  l e a rn ing .  

These same criteria are s i g n i f i c a n t  i n  a d i s c u s s i o n  

of o r g a n i z a t i o n a l  h e a l t h ,  Eva lua t ion  o f  o r g a n i r a t f o n s  based 

on t h e  c r i t e r i o n  o f  o r g a n i z a t i o n a l  h e a l t h  is d i r e c t e d  towards 

examining t h e  dynamic p roces ses  o c c u r r i n g  w i t h i n  an organiza-  

t i o n .  I n  t h a i r  d i s c u s s l o n  o f  e x e c u t i v e  p r o f e s s i o n a l  



criteria,  t h e  a u t h o r s  investigate t h e s e  dynamic pmce8se8 ,  I 

They b e l i e v e ,  f o r  example, a p r i n c i p a l  would a t r i v e  t o  

maximize h i s  s t a t f e e  s k i l l s  and a t t e m p t  t o  develop amongst 

h i s  t e a c h e r s  a r e l a t i o n s h i p  based on t h e i r  common concern 

f o r  t h e  p u p i l s ,  C rea t ion  o f  such an environment would be 

conducive t o  t h e  developmsnt o f  h igh  morale i n  t h e  t e a c h e r s  
I 

(4, P, 35). In a n o t h e r  i n s t a n c e ,  t hey  r ea son  t h a t  a p r i n c i p a l  
I 

I 
who d i s p l a y s  g r e a t  i n t e r e s t  i n  improving t h e  q u a l i t y  of  t h e  

I 
I e d u c a t i o n a l  program rill a t t e m p t  t o  communicate t h e s e  I 

e x p e c t a t i o n s  t o  staff members, A p r i n c i p a l ,  moreover, who 

b r i n g s  ta h i s  teachers* a t t e n t i o n  r e l e v a n t  e d u c a t i o n a l  1 
l i t e r a t u r e ,  would be  s eek ing  t o  convey t o  them h i s  e x p e c t a t i o n s  

t h a t  t hey  shou ld  be i n t e r e s t e d  i n  improving t h e i r  performance. ! 
C r e a t i o n  o f  t h e s e  c d n d i t i o n s ,  fu r thermore ,  would prove condu- 

I 

c i v e  to developing inc reased  p r o f e s s i o n a l  performance among 1 
t e e c h e r s  (4, p, 39). 

I 
The f i n d i n g s  show s i g n i f i c a n t  p o s i t i v e  r e l a t i o n s h i p s  

I 
f 

between e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p  and Gross and 

H e r r i o t t 8 s  t h r e e  c r i t e r i a  o f  s choo l  e v a l u a t i o n  mentioned 

above (4, p, 151). The p r i n c i p a l  i n  each case, is observed 

t o  be engaged i n  v a r i o u s  dynamic p r o c e s s e s  which have 1 1 
impor t an t  consequences on h i s  s c h o o l e s  e f f e c t i v e n e s s ,  

In t h i s  p r e s e n t  s tudy ,  an a t t e m p t  is made t o  l i n k  

t h e o r e t i c a l  concep t s  o f  o r g a n i z a t i o n a l  h e a l t h  t o  a c t u a l  

s c h o o l  s i t u a t i o n s .  The i n v e s t i g a t i o n  aeeks  t o  determine 
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whether  t h e  dimensional  c r i t e r i a  of  o r g a n i z a t i o n a l  h e a l t h  

are a p p l i c a b l e  t o  s c h o o l s  and i n  p a r t i c u l a r  t o  a l a r g e  number 

of s c h o o l  s i t u a t i o n s  i n  t h e  prpv ince  o f  B r i t i s h  Columbia. 

A f u r t h e r  a t t e m p t  is made t o  de te rmine  whether t h e s e  

p r o c e s s e s  cou ld  be i n f l u e n c e d  by p r i n c i p a l s  engaged i n  I 

4 

e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h f  p; and i f  s o ,  t o  what e x t e n t  

t h e y  cou ld  be i n f luenced  by t h e s e  l e a d e r s ,  1 

The North American t r e n d  f o r  t h e  p u b l i c  t o  s e e k  

j u s t i f i c a t i o n  f o r  t h e  growing c o s t  o f  educa t ion  poses  

problems f o r  e d u c a t i o n a l  a d m i n i s t r a t o r s ,  I t  is hoped t h a t  1 
i 

t h i s  s t u d y  may i n d i c a t e  s a t i s f a c t o r y  criteria wi th  which 

to  Judge e d u c a t i o n a l  institutions and p rov ide  a p r a c t i c a l  . 
framework f o r  t h o s e  e d u c a t i o n a l  l e a d e r s  i n t e r e s t e d  i n  1 

- 

improving t h e  e f f e c t i v e n e s s  o f  t h e i r  schools .  

I V .  OVEFtV IEW OF THE REPORT 

In t h e  p reced ing  c h a p t e r ,  t h e  problem was s t a t e d  and i 
d i s c u s s e d ,  P o i n t s  were brought  f o r t h  t o  u n d e r l i n e  and 

stress t h e  s i g n i f i c a n c e  o f  t h e  s tudy ,  Chapter  I1 a n a l y z e s  

t h e  problem and p r e s e n t s  t h e  hypotheses  which ex tend  from 
I I I 

t h e  a n a l y s i s .  Chapter  I11 o u t l i n e s  t h e  r e s e a r c h  methodology 

used i n  t h e  i n q u i r y ,  Chapter  I V  examines and d i s c u s s e s  t h e  

r e s u l t s  o f  t h e  s tudy3  and Chapter  V p r e s e n t s  a rhu rn6  o f  t h e  

f i n d i n g s  w i t h  c o n c l u s i o n s  and d i s c u s s i o n s  f o r  f u t u r e  r e s e a r c h ,  
1 ' I 
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CHAPTER I1 

ANALYSIS OF THE PROBLEM 

I, PRINCIPLES OF ORGANIZATIONAL 

EFFECTIVENESS 

Two V i e w s  o f  O r ~ a n i z a t i o n a l  Analysis-Goal models and System 
hode l s ,  

Organ iza t iona l  a n a l y s i s  h a s  focused  on two approaches  

t o  t h e  s t u d y  and e v a l u a t i o n  o f  fo rmal  s t r u c t u r e s .  One o f  

t h e s e  approaches  is b e s t  exempl i f ied  by Weberes concept  o f  

o r g a n i z a t i o n  as a r a t i o n a l  model (goa l  model). The o t h e r  

is termed t h e  na tura l - sys tem's  model (14, p. 404). 

The r a t i o n a l  model conce ives  o r g a n i z a t i o n s  as being 

des igned  purpose ly  to a c h i e v e  e s t a b l i s h e d  group goa l s ,  

S t r u c t u r e s  w i t h i n  t h e  o r g a n i z a t i o n  have been consc ious ly  

c r e a t e d  and r a t i o n a l l y  admin i s t e r ed  i n  o r d e r  t h a t  t h e  

o r g a n i z a t i o n  r e a l i z e s  its g o a l s  i n  an e f f i c i e n t  manner, To 

s e e  t h a t  v a r i o u s  o p e r a t i o n s  are being c a r r i e d  o u t  e f f i c i e n t l y  , 
a h i e r a r c h y  is e s t a b l i s h e d ,  S u p e r i o r s  s u p e r v i s e  t h e  efforts  

o f  s u b o r d i n a t e s ,  Orders must be f u l f i l l e d  p r o p e r l y  and 

r e g u l a t i o n s  adhered too,  Decis ions  are based on j u d i c i o u s  

t h i n k i n g ,  u t i l i z i n g  s p e c i a l i z e d  knowledge, wi th  c a r e f u l  

r e g a r d  t o  formal  p rocedures  and channe l s  o f  cornrnunication, 

I r r a t i o n a l  outcomes are viewed a8 being random mis takes ,  

caused  by ignorance  o r  e r r o r  (14, pp. 404-405). 

Organ iza t ions  u t i l i z i n g  t h i s  model are conceived as 

being composed of i n d i v i d u a l  u n i t e , . a n y  o f  which can be 

11, 
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manipulated wi thou t  effect on any o t h e r  part o f  t h e  organiza-  

t i o n ,  Greater e f f i c i e n c y  i n  t h e w  unit., can  be  o b t a i n e d  by 

t h e  u se  o f  p rudent  decision-making. Hence, d e l i b e r a t e  g o a l  

enhancement w i t h i n  t h e  o r g a n i z a t i o n *  s a u b u n i t s  w i l l  con- 

t r i b u t e  t o  t h e  r e a l i z a t i o n  o f  o b j e c t i v e s  o f  t h e  whole 

o r g a n i z a t i o n  (14, p. 405). 

System models, an  t h e  o t h e r  hand, focus  on organiza-  

t i o n s  as a s i n g l e  u n i t ,  Attainment o f  specified group g o a l s  

is on ly  one a s p e c t  o f  o r g a n i z a t i o n a l  requi rements ,  S u r v i v a l  

and maintenance o f  e q u i l i b r i u m  are viewed as being among 

o t h e r  b a s i c  needs ,  Organizatfone,  t h e r e f o r e ,  rust a l l o c a t e  

r e s o u r c e s  t o  sat isfy these needs,  In doing s o ,  t h e  formal  

s t r u c t u r e  may n e g l e c t  o r  d i s t o r t  t h e  o r g a n i t a t i o n e s  g o a l s  

t o  sa t i s fy  t h e s e  requi rements ,  Once c r e a t a d ,  t h e  organiza-  

t i o n  w i l l  seek new g o a l s  t o  r e p l a c e  t h o s e  thmt have baen 

ach ieved  o r  are no longe r  p e r t i n e n t  (14, p. 405). 

Organ iza t ions  are cons ide red  t o  b e  a d a p t i v e  problem- 

a a l v i n g  s t r u c t u r e s ,  Ithen t h e i r  e x i s t e n c e  is t h r e a t e n e d ,  

response  comes from t h e  t o t a l  o r g a n i z a t i o n  and n o t  from one 

o r  more of  its p a r t s ,  T h e s e ' ~ e s p 0 n s e s  are pe rce ived  as 

de fense  mechanisms and have been shaped by v a l u e s  which are 

sha red  and  i n t e r n a l i z e d  by group members, Such r e sponses  

are unplanned; y e t ,  are an i n h e r e n t  p a r t  o f  t h e  whale 

o r g a n i z a t i o n  (14, p. 405). 

In t h e  systems model as opposed t o  t h e  r a t i o n a l  model, 

d e v i a t i o n s  from o r g a n i z a t i o n a l  p lanning  are n o t  seen  wholly 



a8 e r r o r s  and  t h u 8  h a r m f u l  to t h e  o r g a n i z a t i o n ,  R i a t a k e 8  

may be h e l p f u l  t o  t h e  o r g a n i z a t i o n  and  a c t u a l l y  enhance  i ts  

s u r v i v a l  c a p a b i l i t i e s  (14, p. 406).  

System t h e o r i s t s ,  moreover,  stress t h e  i n t e r d e p e n d e n c e  

of o r g a n i z a t i o n a l  p a r t s .  Changes or m o d i f i c a t i o n s  i n  one o r  

more o f  t h e s e  s u b u n i t s  w i l l  e f fec t  a l l  p a r t s  o f  t h e  o r g a n i z a -  

t i o n .  U n a n t i c i p a t e d  consequences  are s e e n  as d i s r u p t i n g  t h e  

 organization*^ e q u i l i b r i u m  and  n o t  s u p p o r t i v e  of t h e  p l a n n e r P s  

d e s i g n .  Long r a n g e  development  of t h e  o r g a n i z a t i o n  is t h o u g h t  

o f  as b e i n g  e v o l u t i o n a r y ;  d e l i b e r a t e  m a n i p u l a t i o n 8  w i t h  t h e  

i n t e n t i o n  o f  enhanc ing  deve lopmenta l  p r o c e s s e s  are f e l t  

p e r i l o u s  (14, p. 406). 

O i f f i c u l t y  i n  E s t a b l i s h i n q  C r i t e r i a  f o r  measur ina  Orsaniza-  
t i a n a l  E f f e c t i v e n e s s .  

E f f e c t i v e  u t i l i z a t i o n  o f  e i t h e r  o f  t h e  above  models  

c a n n o t  o c c u r  w i t h o u t  r e f e r e n c e  t o  c e r t a i n  f u n c t i o n a l  r e q u i r e -  

ments  the o r g a n i z a t i o n  must p o s s e s s  t o  o p e r a t e ,  E t z i o n i  
- ! 

mtates: 

A wel l -developed o r g a n i z a t i o n a l  t h e o r y  
w i l l  i n c l u d e  s t a t e m e n t s  on t h e  f u n c t i o n a l  
r e q u i r e m e n t s  v a r i o u s  o r g a n i z a t i o n a l  t y p e s  
must  meet. J u s t  as human b e i n g s  have  d i f -  
f e r e n t  n e e d s ,  so o r g a n i z a t i o n s  r e q u i r e  
d i f f e r e n t  t h i n g s  t o  o p e r a t e  s u c c e s s f u l l y .  ...*...,...,,....,.. ...... ................ . . . f i r p a n i r a t i o n a l  t h s o r d  c a n  s e r v e  as a n  
i m p o r t a n t  frame f o r  s p e c i f i c a t i o n  - t h a t  is , 
fo r  t h e  development  o f  s p e c i a l  t h e o r e t i c a l  
models f o r  t h e  v a r i o u s  o r g a n i z a t i o n a l  types -  
b u t  it c a n n o t  s u b s t i t u t e  f o r  s u c h  t h e o r i e s  by 
s e r v i n g  i n  i tself  as a ...model, t o  be  
a p p l i e d  d i r e c t l y  t o  t h e  a n a l y s i s  o f  a c t u a l  



o r g a n i z a t i o n s  (10, p, le),  

Past r e s e a r c h  i n  o r g a n i z a t i o n a l  e v a l u a t i o n  h a s  uaed a 

wide v a r i e t y  o f  cr i ter ia  to  measure e f f e c t i v e n e s s ,  Develop- 

ment and e s t ab l i shmen t  o f  these c r i t e r i a  has r a i s e d  s e v e r a l  

ques t ions .  Bennis e x p l a i n s  r 

Rais ing  t h e  problem o f  cri teria,  t h e  
s t a n d a r d s  o f  judging t h e  *goodnessa o f  an 
o r g a n i z a t i o n  seldom f a i l  t o  g e n e r a t e  
c o n t r o v e r s y  and d e s p a i r ,  E s t a b l i s h i n g  
cri teria f o r  e n  o r g a n i z e  t i o n , ,  , a c c e n t u a t e s  
q u e s t i o n s  o f  va lue ,  cho ice ,  and no rma l i t y  and 
a l l  t h e  hidden assumptions  t h a t  are used t o  
form Judgments o f  o p e r a t i o n s  (3, p, 36'), 

Dimensions comraonly a s q o c i a t e d  wi th  o r g a n i z a t i o n a l  

e f f e c t i v e n e s s  may be  c a t e g o r i z e d  i n t o  two main groups.# (1) 

t h o s e  d e a l i n g  with  f a c t o r s  o f  performance and (2) t h o a e  

d e a l i n g  wi th  f a c t o r s  of  s a t i s f a c t i o n ,  Those performance 1 
d imensions  des igned  f o r  i n d u s t r i a l  s e t t i n g s  have inc luded  1 
ruch cr i ter ia  as p r o f i t ,  c o s t ,  and i n d i v i d u a l  ou tpu t ,  

Dimensions of s a t i s f a c t i o n  encornpa88 such measures us 

morale, ,job commitment and a t t i t u d e s  toward company o r  

employer (3, p. 37). 

Re l i ance  on such c r i te r ia  f o r  measuring o r g a n i z a t i o n a l  

e f f e c t i v e n e s s  is hazardous,  High s a t i s f a c t i o n ,  f o r  example, 

does  n o t  n e c e s s a r i l y  promote h igh  perPormance, Bennis 

q u o t e s  L i k e r t  r 

I t  is n o t  s u f f i c i e n t  merely t o  measure morale and 
t h e  a t t i t u d e s  o f  employeee toward t h e  o r g a n i z a t i o n ,  



t h e i r  s u p e r v i s i o n ,  and t h e i r  work. Favorab le  
a t t i t u d e 8  and e x c e l l e n t  morale do n o t  nmcas- 
s a r i l y  a s a u r e  h igh  mot iva t ion ,  h igh  performance 
and an e f f e c t i v e  human o r g a n i z a t i o n ,  A qood 
d e a l  o f  r e s e a r c h  i n d i c a t e s  t h a t  t h i s  r e l a t i o n -  
s h i p  is much t o o  s imp le .  (3, p. 38).  

This review o f  e f f e c t i v e n e s s  cr i ter ia  i n d i c a t e s  

t h e  c o m p l e x i t i e s  involved i n  t h i s  area o f  s tudy ,  The 

r e s e a r c h e r  i s  conf ron ted  wi th  a number of problems, some 

i n v o l v i n g  q u e s t i o n s  o f  va lue  and/or t h e  a p p l i c a b i l i t y  o f  

p a r t i c u l a r  c r i te r ia  t o  s p e c i f i c  o r g a n i z a t i o n a l  s e t t i n g s .  

What may be p rope r  i n  one s i t u a t i o n  may be t o t a l l y  inap- 

p r o p r i a t e  i n  another .  

Research must move away from e v a l u a t i v e  t echn iques  

which y i e l d  f i x e d  measures o f  c e r t a i n  o u t p u t  c h a r a c t e r  ist ics 

(ie. performance and s a t i s f a c t i o n ) .  Concent ra t ion  must be 

focused  on t h e  dynamic p r o c e s s e s  o f  problem-solving t h a t  

i n d i c a t e  t h e  c r i t ica l  dimensions o f  o r g a n i z a t i o n a l  h e a l t h ,  

Organ iza t ions  are being cha l l enged  by e x t e r n a l  rtresses 

and demands fo r  change, To s u r v i v e ,  t h e  o r g a n i z a t i o n  must 

cope wi th  t h e s e  f o r c e s  (3, p. 41) .  I ts a b i l i t y  t o  meet, 

a d a p t  t o ,  and s o l v e  these problems is t h e  cr i t ical  a s p e c t  

o f  an o r g a n i z a t i o n a s  e f f e c t i v e n e s s ,  Bennis i n d i c a t e s  r 

The main c h a l l e n g e  c o n f r o n t i n g  today 's  organiza-  
t i o n ,  whether it is a h o s p i t a l  o r  a b u s i n e s s  
e n t e r p r i s e ,  is that o f  responding t o  changing 
c o n d i t i o n s  and adap t ing  t o  e x t e r n a l  stress, 
The s a l i e n c e  o f  chenge is f o r c e d  on organiza-  
t i o n s  because o f  t h e  growing in te rdependence  
between t h e i r  changing boundary c o n d i t i o n s  
and s o c i e t y , ,  ,and t h e  i n c r e a s i n g  r e l i a n c e  



an s c i e n t i f i c  knouledge. The t r a d i t i o n a l  
mays t h a t  are employed t o  measure organiza-  
t i o n a l  g f f e c t i v e n e s s  do n o t  a d w a t e l y  
reflect the t r u e  de t e rminan t s  o f  organiza-  
t i o n a l  h e a l t h  and succes s ,  Rather ,  t h e s e  
c r i t e r i a  y i e l d  static time-slices o f  per- 
formance and s a t i s f a c t i o n ,  which may be 
i r r e l e v a n t  o r  mis leading,  These s t a t i c ,  
d i a c r e t e  measurements do n o t  p rov ide  
v i a b l e  measures o f  h e a l t h ,  f o r  they t e l l  
ua  no th ing  a b o u t  t h e  p r o c e s s e s  by which 
t h e  o r g a n i z a t i o n  copes  p i t h  its problems, 
Therefore ,  d i f f e r e n t  e t f r c t i v m e m a  criteria 
have t o  be i d e n t i f i e d ,  cr i ter ia  t h a t  r e v e a l  
t h e  p r o c e s s e s  o f  problem s o l v i n g  (3, p. 44 ). 

D i f f i c u l t y  i n  E s t a b l i s h i n s  Criteria f o r  measurinq Ef fec t ive -  
n e s s  i n  School Orqanizat iona,  

E s t a b l i s h i n g  c r i t e r i a  t o  assess t h e  e f f e c t i v e n e s s  of  

achoo l  o r g a n i z a t i o n s  is n o t  an  ea sy  t a s k ,  . E d u c a t o r s  have n o t  

promoted i n t e r e s t  i n  s choo l  eva lua t ion .  This  lack of 

i n t e r e s t  i n  t h e  s u b j e c t  h a s  been due p a r t i a l l y  t o  t h e  fact I 
I 

t h a t  s c h o o l s ,  i n  comparison t o  b u s i n e s s  concerns ,  have a l m a y s  I 

had a s s u r e d  p o l i t i c a l  and economic s u p p o r t ,  p l u s  a c a p t i v e  
- 1 

I 

c l i e n t e l e ,  They have n o t  had t o  j u s t i f y  t h e i r  e x i s t e n c e  and I 

purpose i n  s o c i e t y  (26, p. 8). Only f a c e n t l y  w i t h  g r e a t l y  

i n c r e a s e d  p u b l i c  concern over r i s i n g  e d u c a t i o n a l  e x p e n d i t u r e s  1 
I I 

h a s  there been a need t o  j u s t i f y  s choo l  demands f o r  i n c r e a s e d  

human and m a t e r i a l  resources .  

Thus, t h e  development o f  a p p r o p r i a t e  cr i ter ia  t o  I ~ 
I 

measure t h e  e f f e c t i v e n e s s  o f  schoo l  o r g a n i z a t i o n s  has  been 1 ' 1  1 
i ~ 

inadequa te .  A s  i n  o t h e r  o r g a n i z a t i o n s ,  most o f  t h e  c r i t e r i a  I I 1 I 
u sed  t o  judge e f f e c t i v e n e s s  can be grouped i n t o  e i t h e r  

(1) performance f a c t o r s ,  such as 8 i n d i v i d u a l  o u t p u t ,  



Qroup p r o d u c t i v i t y  e t  cetera o r  (2) s a t i 6 f a c t i o n  f a c t o r s  

such as i n d i v i d u a l  work s a t f a f a c t i o n  and group morale 

O f  these two measures, performance f a c t o r s  have been 

employed most widely i n  e f f e c t i v e n e s s  r e sea rch .  Such s t u d i e s  

have used t h e  number o f  s c h o l a r s h i p s  awarded, t h e  number o f  

s t u d e n t s  p a s s i n g  government examfnat&enst, and t h e  pe rcen tage  

p s r t i c i p a t i n g  i n  e x t r a - c u r r i c u l a r  a c t i v i t i e s  as t h e  b a s i s  

f o r  e v a l u a t i n g  e d u c a t i o n a l  o p e r a t i o n s ,  

These measures are static. Each o f  t h e  f a c t o r s  

i n d i c a t e d  what t h e  s choo l  had accomplished when t h e  i n v e s t i g a -  

t i o n  mas i n  progress .  A t  the .  time t h e  t a r g e t  i n s t i t u t i o n  was . 
examined it might, f o r  example, have had an unusua l ly  high 

p r o p o r t i o n  o f  b r i g h t  p u p i l s .  Empir ica l  o b s e r v a t i o n  i n d i c a t e d  

t h a t  a l a r g e  number o f  t h e s e  s t u d e n t s  won s c h o l a r s h i p s ,  The 

s c h o o l ,  t h e r e f o r e ,  mas r a t e d . t o - b e . h i g h 1 y  e f f e c t i v e .  However 

g e n e r a l  s t u d e n t  a b i l i t y  changes from year  t o  year; one class 

n i g h t  r e c e i v e  a large nunber of  s c h o l a r s h i p s  one year; wh i l e  

a n o t h e r  class i n  the fo l lowing  yea r  might r e c e i v e  none, In 

a s t u d y  done t o  determine v a r i a b i l i t y  a t t r i b u t e s  i n  s t u d e n t  

achievement  s c o r e s ,  Greenf ie ld  determined t h a t  67.64 pescen t 

o f  t h e  observed d i f f e r e n c e s  i n  s t u d e n t s  could  be r e l a t e d  to 

i n d i v i d u a l  p u p i  1 traits r a t h e r  t han  schoo l  c h a r a c t e r i s t i c s ,  

Sources  o f  remaining v a r i a t i o n s  cou ld  be  a t t r i b u t e d  t o  

classes, d i s t r i c t s ,  and schoo l s ,  r e s p e c t i v e l y  (15, p. 29). 

C e r t a i n l y  t h i s  is a meager i l l u s t r a t i o n ,  b u t  t h e  i m p l i c a t i o n  
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is s i g n i f i c a n t ,  Research s t u d i e s  of t h i 8  n a t u r e  must be  

i n t e r p r e t e d  wi th  c o n s i d e r a b l e  c a u t i o n ,  

S t u d i e s  based on s a t i s f a c t i o n  measures shou ld  be  

cons ide red  i n  p roper  p e r s p e c t i v e  a l s o .  most research i n  

t h i s  f i e l d  h a s  used measures such as schoo l  climate, t e a c h e r  

s a t i s f a c t i o n ,  and s t u d e n t  morale (26, p, 8). 

Halpin and C r o f t  i d e n t i f i e d  and c o n s t r u c t e d  a 

concep tua l  measure of " o r g a n i z a t i o n a l  climaten i n  s choo l s .  

From t h e i r  r e s e a r c h ,  s i x  o r g a n i z a t i o n a l  climates were 

d e l i n e a t e d  and de f ined ,  These climates were then  a r r anged  

I- on a continuum ranging  from an open climate t o  a c l o s e d  
B climate, The writere hypothes ized  t h a t  t h e  o r g a n i z a t i o n a l  

F c l i m a t e  o f  a schoo l  was determined by t h e  behavior  of bo th  
!- 
L t e a c h e r s  and a d m i n i s t r a t o r s ,  To test t h i s  assumption,  a 
"- 

q u e s t i o n n a i r e ,  t h e  Organ iza t ione l  Climate Desc r ip t ion  Quest ion-  

n a i r e  (OCDQ), was des igned  which cons ide red  (1)  group ( t e a c h e r )  

behavior  and (2)  a d m i n i s t r a t i v e  behavior .  Each o f  t h e  two 

broad areas con ta ined  f o u r  a u b t e s t s  which allowed examinat ion 

o f  s p e c i f i c  b e h a v i o r a l  a s p e c t 8  o f  t h e  two main areas under 

s tudy.  Sco res  ob ta ined  from t h e  e i g h t  s u b t e s t a  were used t o  

de te rmine  i n t o  which o r g a n i z a t i o n a l  climate t h e  s c h o o l  f i t t e d .  

Analys i s  o f  t h e  p r o f i l e s  r ece ived  from each o f  t h e  

p a r t i c i p a n t  e lementary s c h o o l s  provided,  a long  wi th  climatic 

c h a r a c t e r i s t i c s ,  t h r e e  v a r i a b l e s  which cou ld  be uaed t o  view 

s o c i a l  i n t e r a c t i o n s  t h a t  took p l a c e  w i th in  t h e  school ,  

These v a r i a b l e s  were a u t h e n t i c i t y ,  s a t i s f a c t i o n ,  and l e a d e r s h i p  



i n i t i a t i o n ,  

Andrews undertook a s t u d y  t o  test  t h e  v a l i d i t y  o f  t h e  

OCDQ, He sought  t o  de te rmine  whether t h e  r e l a t i o n s h i p s  

found e x i s t i n g  between t h e  q u e s t i o n n a i r e ' s  s u b t e s t s  were 

t h e o r e t i c a l l y  meaningful ,  

C o r r e l a t i n g  each o f  t h e  e i g h t  s u b t e s t s  w i t h  each 

o t h e r ,  he  found t h a t  o f  t h e  36 p o s a i b l e  r e l a t i o n s h i p s ,  20 

were s i g n i f i c a n t  and i n  t h e  g e n e r a l  d i r e c t i o n  expected,  

This d a t a ,  was considered t o  e s t a b l i s h  the q u e s t i o n n a i r e ' s  

v a l i d i t y  (1, pp. 324-325). 

O f  t h e  many c o r r e l a t i o n  a n a l y s e s  made by Andrews, 

h i s  d e s c r i p t i o n  o f  climate s c o r e s  and t h e i r  r e l a t i o n s h i p s  

w i t h  r a t e d  schoo l  e f f e c t i v e n e s s  i s  o f  p a r t i c u l a r  i n t e r e s t  

t o  t h i s  s tudy .  He found t h a t  t e a c h e r s w  r a t i n 9 8  o f  schoo l  

e f f e c t i v e n e e s  were c o r r e l a t e d  most h i g h l y  wi th  E s p b r i t  ( . 59 )  

and climate, A s i g n i f i c a n t  n e g a t i v e  c o r r e l a t i o n  o f  -,42, 

fu r thermore ,  was found between Disengagement and climate, 

Cont ra ry  t o  a u t h o r  e x p e c t a t i o n s  t h e  r e l a t i o n s h i p  betmeen 

climate and Produc t ion  Emphasis was n o t  s t r o n g l y  r e l a t e d ,  

Such r e s u l t s  must be  i n t e r p r e t e d  w i t h  c a u t i o n ,  The 

OCDQ u s e s  t e a c h e r  o b s e r v e r s  as  raters; t h e r e f o r e ,  responses  

are s u b j e c t i v e  assessments  by i n d i v i d u a l s  who are p e r s o n a l l y  

involved  i n  a g iven  s i t u a t i o n ,  Observer b i a s ,  must be 

cons ide red ,  One may expec t  t h a t  s u b t e s t s  which t e n d  t o  

show f a v o r a b l e  r e l a t i o n s h i p s  wi th  t e a c h e r  s a t i s f a c t i o n  w i l l  



20. 

P be f a v o r e d  o v e r  t h o s e  s u b t e s t s  which tend t o  i n d i c a t e  
P' 

n e g a t i v e  r e l a t i o n s h i p s  w i t h  t e a c h e r  s a t i s f a c t i o n  (1, p. 

330), Q u e s t i o n s  of r e l i a b i l i t y ,  t h u s ,  arise when c o n s i d e r -  

ing p o s s i b l e  r e l a t i o n s h i p s  between climate and  s c h o o l  

e f f e c t i v e n e s s  r a t i n g s  u s i n g  t h e  OCDQ i n s t r u m e n t ,  

F u r t h e r  e v i d e n c e  of t h e  d i f f i c u l t y  i n  f o r m u l a t i n g  

a d e q u a t e  s c h o o l  e f f e c t i v e n e s s  cr i ter ia  $8 r e v e a l e d  i n  o t h e r  
F 

studies, 

fiacKay, f o r  example, s o u g h t  t o  d e t e r m i n e  whe the r  
- i n d i v i d u a l  b e h a v i o r  of o r g a n i z a t i o n a l  members was related 

t o  t h e  s t r u c t u r a l  framework w i t h i n  which t h e y  o p e r a t e ,  He 

assumed t h a t  b u r e a u c r a c y  had n e g a t i v e  affect8 on c e r t a i n  . 
o r g a n i z a t i o n a l  a s p e c t s ,  A t e a c h e r ' s  d i s s a t i s f a c t i o n  w i t h  

- - 

any  a s p e c t  of h i s  s c h o o l ' s  s t r u c t u r e  would t e n d  t o  r e d u c e  

h i s  i d e n t i f i c a t i o n  w i t h  t h e  s c h o o l ,  I t  was b e l i e v e d  t h a t  

s u c h  a r e d u c t i o n  would dampen t h e  t e a c h e r ' s  e n t h u s i a s m  and  

p r o d u c t i v i t y  (20, p. 5). Converse ly ,  s t r o n g  t e a c h e r  iden-  

t i f i c a t i o n  w i t h  t h e  o r g a n i z a t i o n  would h e i g h t e n  h i s  e n t h u s i a s m  

e n d  i n c r e a s e  h i s  p r o d u c t i v e n e s s ,  MacKay f e l t  t h a t  bureau- 

cratic s c h o o l s  would p o s s e s s ,  among o t h e r  t h i n g s ,  a h i g h  

l e v e l  of  h i e r a r c h i c a l  a u t h o r i t y ,  Such a n  a u t h o r i t y  would 

r e s u l t  i n  a n  o v e r - c e n t r a l i z e d  decis ion-making mechanism. 

This c o n d i t i o n  would impede e f f e c t i v e  t e a c h e r  performance  

and p r o d u c t i v i t y  (20, p. 7 ) .  

Using t h e  O r g a n i z a t i o n a l  I n v e n t o r y  q u e s t i o n n a i r e ,  it 

was found t h a t  s c h o o l s  which rated h i g h  on h i e r a r c h i c a l  
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a u t h o r i t y  were a ~ s o c i a t e d  w i t h  low p u p i l  p r o d u c t i v i t y  as 
i 

measured by Grade I X  p r o v i n c i a l  examination r e s u l t s  . (20, p. 7 ) .  

Schools which had a h i gh  degree o f  h i e r a r c h i c a l  

a u t h o r i t y  shored a s i g n i f i c a n t  negat ive c o r r e l a t i o n  w i t h  

p u p i l  achievement, Students from schools i n  which decen- 

t r a l i z e d  decision-making was u t i l i z e d  and which showed 

minimal h i e r a r c h i c a l  a u t h o r i t y  relations between teacher and 

p r i n c i p a l ,  had h igher  performance r a t i n g s  on standardized 

t e s t s  (20, p, 7 ) .  
- Despi te t h i s  c o r r e l a t i o n  between a u t h o r i t y  and p u p i l  

achievement, Greenf ield found t h a t  p u p i l  performance i n  

axaminations m s  due l a r g e l y  t o  i n d i v i d u a l  s tudent  t r a i t s  

r a t h e r  than school c h a r a c t e r i s t i c s  (15, p. 29). Although 

a r e l a t i o n s h i p  was found between p u p i l  achievement and 

classes, t he  w r i t e r  noted t h a t  the  teacher was on ly  one o f  

many important  elements i n  a classroom system which in f luenced 

achievement (15, p, 3 0 ) ,  The ex ten t  of t he  r e l a t i o n s h i p  

between teacher performance and student  achievement i n  

macKayas study, hence, becomes somewhat vague, Consequently, 

the  r e l a t i o n s h i p  between school ef fect iveness,  teacher 

s a t i s f a c t i o n ,  teecher performancs, and p u p i l  achievement is 

very complex. Evidence i s  n o t  c lear ,  as t o  t h e  exact r e l a t i o n -  

s h i p  between these var iab les ;  no r  i s  i t  c e r t a i n  a8 t o  the 

degree o f  interdependence between these var iables.  

The inherent  l i m i t a t i o n s  o f  performance and s a t i s f a c t i o n  



c r i t e r i a  i n  echo01 eva luat ion have forced educat ional  

researchers t o  examine o ther  measures o f  o rgan iza t iona l  

effectiveness, At ten t i o n  appears t o  be focuaing on organiza- 
B 

F t i o n a l  hea l t h  as the on ly  adequate c r i t e r i o n  t o  judge school 1 ef fect iveness,  Robinson s t a t e s t  

C 

Because o f  the inherent  l i m i t a t i o n s  o f  
oerformance and sat is fac t t ion  c r i t e r i a  f o r  
beasuring o rgan iza t iona l  ef fect iveness,  many 
o rgan iza t iona l  t h e o r i s t s  a re  advocating t h a t  
those o f f i c i a l s  concerned w i t h  the  e f f e c t i v e -  
ness auest ion view t h e  orqan izat ion as havinq 
c e r t a i n  f unc t i ona l  requirenenta, The presenie 
o r  abdance o f  these requirements a t  d i f f e r e n t  
p o i n t s  i n  t ime mould be important  i n  determin- 
i n g  whether the organ izat ion was "healthyY 
( e f f e c t i v e )  o r  "s ick"  ( i ne f f ec t i ve ) ,  This 
p o i n t  o f  view says t h a t  the  on l y  adequate 
c r i t e r i o n  for determining t he  e f fec t iveness 
o f  an organ izat ion i s  i t s  degree of organiza- 
t i a n a l  heal th  (24, p, 91, 

Coping w i t h  ex te rna l  s t ress  and change i s  a key 

issue con f ron t ing  school and business organizat ions, These 

i n s t i t u t i o n s  must adopt a p o l i c y  o f  f l e x i b i l i t y .  They must 
I 
I 

be prepared w i t h  appropr iate responses t o  demands f o r  change 1 I 
when i t  i s  i n  t h e i r  best  i n t e r e s t s  t o  do so, Eva luat ion o f  ( I  

i n s t i t u t i o n a l  ef fect iveness,  therefore, must be based on the  
i 

means by which an organ izat ion approaches problems, S t a t i c  

i n d i c a t o r s  o f  performance o r  s a t i s f a c t i o n  measures can n o t  

- v a l i d l y  be used as measures, A t  any given p o i n t  i n  t ime 

performance and s a t i s f a c t i o n  measures may be q u i t e  low w i t h i n  

an organizat ion,  This does n o t  mean t h a t  the  i n s t i t u t i o n  is 

unhealthy o r  t h a t  i t  i s  n o t  e f f e c t i v e l y  so l v i ng  i t s  problems 



may i n d i c a t e  a t  times r e l a t i v e l y  h i g h  l e v e l s  o f  per formance  

r 
t s n d  s a t i s f a c t i o n ,  Only examina t ion  o f  t h e  o r g a n i z a t i o n  on 

a  l o n g  term b a s i s ,  w i l l  g i v e  a c c u r a t e  r e a d i n g s  o f  i ts a b i l i t y  

t o  c o p e  w i t h  change (26, p, 9). 

Hea l thy  o r g a n i z a t i o n s ,  hence,  can  be d e s c r i b e d  as  

open s y s t e m s ,  d i s p l a y i n g  a r e a l i s t i c  awareness  o f  'who t h e y  

are a n d  where t h e y  are going* and m a i n t a i n i n g  s u f f i c i e n t  

problem-solving mechanisms t o  cope  w i t h  a chang ing  env i ron-  

ment i n  d i s c e r n i b l e  terms, Robinson s t a t e s  r 

O r g a n i z a t i o n a l  h e a l t h  can  be  c o n c e i v e d  o f  
as a set  o f  functional.requirenoents which 
g i v e s  t h e  o r g a n i z a t i o n  t h e  a b i l i t y  t o  have  
a c e r t a i n  i d e n t i t y ,  t o  u n d e r s t a n d -  i tself  
e n d  i t 8  e t tv i ror taent  i n  d i s t o r t i o n - f r e e  
terms, and  t o  cope  a d e q u a t e l y  w i t h  its 
c o n s t a n t  f l o w  of problems (26, p, 9 ) ,  

The f o u n d a t i o n  o f  s h e a l t h y  i n s t i t u t i o n  is based on 

t h e  dynamic p r o c e s s e s  th rough  which t h e  o r g a n i z a t i o n  

p u r s u e s  problems (3, p, 4 3 ) ,  Assuming t h i s  s t a t e m e n t ,  

what c r i t e r i a  c a n  be  e s t a b l i s h e d  which u i l l  c h a r a c t e r i z e  a  

h e a l t h y  sys tem?  Based on a r t i c l e s  w r i t t e n  by Robinson and 

miles, t h e  f o l l o w i n g  measures were a d o p t e d  a s  e s s e n t i a l  

p r o p e r t i e s  o f  a h e a l t h y  s c h o o l  o r g a n i z a t i o n :  

Pn Adequate Goal Focus, A h e a l t h y  s c h o o l  w i l l  have  a 

h i g h  d e g r e e  of g o a l  f o c u s .  I ts  members w i l l  be well aware  
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of  the s c h o o l o s  g o a l s  and  work toward t h e  a t t a i n m e n t  of 
k 

F t h e a e  g o a l s .  Of ten ,  s c h o o l  g o a l s  are immeasurable  and 

ambiguous. The change  o c c u r r i n g  i n  a t u d e n t a  as a r s a u l t  of 

school i n f l u e n c e s ,  is sometimes d i f f i c u l t  t o  d e t e r m i n e  

b e c a u s e  t h e s e  effects o c c u r  o v e r  a l o n g  p e r i o d  o f  time, 

Secondly ,  d i f f i c u l t y  i n  d e t e r m i n i n g  s c h o o l  g o a l s  r e s u l t s  

from t h e  e x i s t e n c e  o f  s t r o n g  d e f e n s e  mechanisms s h i e l d i n g  

s c h o o l  p e r s o n n e l  and p o l i c i e s  from e x t e r n a l  criticism, 

S c h o o l s  do n o t  want t o  admi t  t h a t  p a r t  o f  t h e i r  

efforts  is d i r e c t e d  toward t h e  accomplishment of c u s t o d i a l  

care, In p u b l i c  pronouncements  academic o r i e n t a t i o n  is 

o b v i o u s  w i t h  c o n c o m i t a n t  n e g l e c t  o f  o t h e r  fundamenta l  

o b j e c t i v e 8  (25, p, 23). Schoo l  p e r s o n n e l  are n o t  aware o f  

the d i s c r e p a n c y  between an  o r g a n i z a t i o n ' s  rea l  g o a l s  a n d  

its s t a t e d  g o a l s ,  which may b e  d i f f i c u l t  t o  measure (26, 

Commenting on goal f o c u s - a n d  goal ambigu i ty ,  Robinson 

Poor  g o a l  f o c u s  and  h i g h  g o a l  a m b i g u i t y  
are c h a r a c t e r i s t i c  o f  many s c h o o l  o r g a n i z a -  
t i o n s  and t h e y  are major  f a c t o r s  c o n t r i b u t -  
i n g  t o  i l l - h e a l t h  i n  s c h o o l s ,  many s c h o o l s  
are n o t  s u r e  what g o a l s  t h e y  are p u r s u i n g  
a n d  t h e y  a r e  o f t e n  n o t  aware t h a t  t h e i r  
real g o a l s  are d i f f e r e n t  from t h e i r  s ta ted 
goals. In a d d i t i o n ,  many s c h o o l s  choose  
g o a l s ,  which are e i t h e r  u n a t t a i n a b l e  o r  
immeasurable ,  In any e v e n t ,  p o o r  g o a l  
f o c u s  and  h i g h  g o a l  ambigu i ty  are p r e v a l e n t  
i n  many s c h o o l s ,  and are a major  c a u s e  o f  
o r g a n i z a t i o n a l  s i c k n e s s  (26, p,  9 ) ,  
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A Co-ordinated  Communicstion S ~ s t e m .  A p r o p e r l y  f u n c t i o n i n g  

s c h o o l  engaged i n  a c t i v i t i e s  d e s i g n e d  for g o a l  a t t a i n m e n t ,  

n e e d s  communication which is f ree of d i s t o r t i o n  be  tween 

echo01 p e r s o n n e l  and  between t h e  s c h o o l  and  its env i ronment  

(26, P* 9 ) .  

Few s c h o o l s  have  a d e q u a t e  communication ne tworks ;  

u n s a t i s f a c t o r y  communicatiop c h a n n e l s  are e v i d e n t  p a r t i c u l a r l y ,  

between t h e  upper  a n d  lower  l e v e l s  o f  t h e  a d m i n i s t r a t i v e  

h i e r a r c h y ,  between s c h o o l  b o a r d s  and  teachers, a n d  between 

a l l  s c h o o l  employees and  lower  income group8 (26, p. 9). 

Williams i n v e s t i g a t e d  t h e  communication problems 

e x i s t i n g  between a l a r g e  urban s c h o o l  s y s t e m  a n d  its f e e d e r  

p u b l i c ,  He c o n s i d e r e d  t h a t  s c h o o l  s y s t e m s  are b a s i c a l l y  

p r o v i d i n g  t h e  p u b l i c  w i t h  communicat ions t h a t  t h e  l a t t e r  

c o n s i d e r  i r r e l e v a n t .  S c h o o l s  t e n d  n o t  t o  release c o n t r o -  

v e r s i a l  i n f o r m a t i o n ,  n o r  do t h e y  p u b l i s h  s t a t e m e n t s  reflect- 

i n g  i n t e r n a l  criticism, F a i l u r e  t o  p r o v i d e  t h e  p u b l i c  w i t h  

p e r t i n e n t  i n f o r m a t i o n  of  b o t h  c r i t ica l  a n d  p o s i t i v e  n a t u r e ,  

h a s  c o n t r i b u t e d  t o  e s e n s e  of s k e p t i c i s m  among laymen towards  

s c h o o l  communiques, The e x i s t e n c e  o f  p r o f e s s i o n a l  a t t i t u d e s  

h a s  i n c r e a s e d  t h e  b a r r i e r  t o  e f f e c t i v e  communication between 

s c h o o l s  and t h e  community. S c h o o l s  have  w i l l i n g l y  p a s s e d  on 

i n f o r m a t i o n  o f  a p o s i t i v e  n a t u r e  t o  t h e  l a y - p u b l i c  w h i l e  

p u b l i c  o p i n i o n ,  p a r t i c u l a r l y  i f  c r i t ica l ,  h a s  n o t  been well 

r e c e i v e d .  Schoo l  p e r s o n n e l  c o n s i d e r  t h e m s e l v e s  e x p e r t s  i n  

t h e i r  f i e l d  a n d  t h a t  t h e y  are u n i q u e l y  q u a l i f i e d  t o  h a n d l e  



e d u c a t i o n a l  problems,  Consequen t ly ,  school o p e r a t i o n s  t e n d  

t o  be v e r y  i n s u l a r ,  The writer concluded:  

The i n a b i l i t y  o f  t h e  s c h o o l  systems t o  
communicate w h a t  was c o n s i d e r e d  by t h e  p u b l i c  
t o  b e  r e l e v a n t  i n f o r m a t i o n ,  c o u p l e d  w i t h  t h e  
i n s u l a r  c h a r a c t e r  of t h e  a d m i n i s t r a t i v e  
o r g a n i z a t i o n ,  has r e s u l t e d  i n  t h e  breakdown ' 

o f  e x t e r n a l  communication, The r e s u l t i n g  
problem,  h a s  produced a n  everwiden ing  sch i sm 
between t h e  s c h o o l  s y s t e m  a n d  growing numbers 
of its p u b l i c s  (32, p, 2 )  

An E q u i t a b l e  Decision-makina S t r u c t u r e ,  lrlacKay n o t e s  t h a t  

a b u r e a u c r a t i c  a u t h o r i t y  s t r u c t u r e  w i t h i n  s c h o o l s  has 

n e g a t i v e  effects  on s c h o o l  e f f e c t i v e n e s s .  I n  s c h o o l s  a h e r e  

d i r e c t i v e s  are s e n t  down t h e  l i n e  a n d  l i t t l e  o p p o r t u n i t y  is 

a v a i l a b l e  f o r  upward communicat ion,  t e a c h e r s  e x p r e s s  low 

s a t i s f a c t i o n ,  D i s s a t i s f i e d  s t a f f  p e r s o n n e 1 , l e a d  t o  a 

l o u e r l n g  of t e a c h e r  performance  r a t i n g s  which i n  t u r n  

t e n d s  n e g a t i v e l y  t o  e f fect  p u p i l  ach ievement  (20, p. 7).  

S i n p k i n s  a n d  F r i e s e n  found i n  a s t u d y  on s h a r e d  

decis ion-making t h a t  t e a c h e r s  p r e f e r  t o  p l a y  a major  r o l e  

i n  d e c i d i n g  q u e s t i o n s  o f  c l a s s r o o m  management, They want 

g r e a t e r  invo lvement  i n  f o r m u l a t i n g  c e r t a i n  a s p e c t s  o f  s c h o o l  

p o l i c y ,  Those i n  h i g h e r  a u t h o r i t y  are s e e n  as p l a y i n g  a 

d e c i s i v e  roQe i n  matters o u t s i d e  t h e  realm o f  c l a s s r o o m  

a f fa i r s  (28, p, 1 6 ) ,  Extending p a r t i c i p a t i v e  decis ion-making 

t o  t h o s e  areas o f  p a r t i c u l a r  concern  t o  t e a c h e r s  c o u l d  

c o n t r i b u t e  t o  i n c r e a s e d  o r g a n i z a t i o n a l  h e a l t h ,  
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E f f i c i e n t  U t i l i z a t i o n  o f  Human and Material Resources ,  The 

h e a l t h y  s c h o o l  rill see t h a t  human and  material r e s o u r c e s  

are u t i l i z e d  t o  t h e i r  g r e a t e s t  e f f i c i e n c y ;  t e a c h e r s  

p a r t i c u l a r l y ,  w i l l  b e  a s s i g n e d  t a s k s  i n  a c c o r d a n c e  w i t h  

t h e i r  e x p e r i e n c e  and t r a i n i n g .  

F r e q u e n t l y  e c h o o l s  d o  n o t  engage  i n  such  p r a c t i c e s .  

MacKay a n d  Robinson, a c c o r d i n g  t o  t h e  lat ter 's  ar t ic le ,  f i n d  

i n  r e s e a r c h  on b u r e a u c r a t i c  o r g a n i z a t i o n s ,  t h a t  t e a c h e r s  

d e s i r e  more work s p e c i a l i z a t i o n  t h a n  t h e y  c u r r e n t l y  p o s s e s s  

(26, P O  11). 

S u f f i c i e n c y  a n d  a v a i l a b i l i t y  o f  t e a c h i n g  a i d s  and  

materials is a n o t h e r  c r u c i a l  f a c t o r .  Z io lkowrk i  n o t e s  t h a t  

t e a c h e r s  who rate t h e i r  s c h o o l  s u p e r i o r  p e r c e i v e  t h e i r  

p r i n c i p a l  as  e x t e n d i n g  h i m s e l f  t o  e n s u r e  a n  a d e q u a t e  s u p p l y  

of t e a c h i n g  a i d s  a n d  msterisls (33, p. 3). 

A d a p t a b i l i t y  of a Schoo l  t o  i ts Environment.  Hea l thy  s c h o o l s  

are a d a p t a b l e  and h a v i n g  t h e  a b i l i t y  t o  d i s c e r n  a c c u r a t e l y  

t h e  n e e d s  o f  t h e  envi ronment  r e spond  t o  t h e s e  demands, A t  

t h e  same time, t h e  s c h o o l s  have  a d e g r e e  o f  independence  a n d  

e n v i r o n m e n t a l  demands do n o t  d e t e r m i n e  t h e  s c h o o l  b e h a v i o r  

and  o r g a n i z a t i o n  i n  t o t a l i t y  (26, p. 11). 

Holdaway and Seger  i n  d i s c u s s i n g  t h e  s l o w  ra te  a t  

mhich e d u c a t i o n a l  i n n o v a t i o n s  a r e  a d o p t e d ,  make r e f e r e n c e  t o  

C a r l s o n m s  work i n  r e g a r d s  t o  t h i s  matter. The l a t t e r  writer 

assumed t h a t  r e s i s t a n c e  t o  e d u c a t i o n a l  i n n o v a t i o n  o c c u r s  



b e c a u s e  a u n l i k e  a g r i c u l t u r e  and  medic ine ,  @ducat- h a s  no  

i n d i v i d u a l  p u r p o s e l y  d e s i g n a t e d  as a n  e d u c a t i o n a l  'change 

a g e n t * ,  p r a c t i t i o n e r s  are u n f a m i l i a r  w i t h  new i d e a s  a n d  

t e c h n i q u e s  i n  e d u c a t i o n ,  and because  o f  t h e  i n h e r e n t  

w d o m e s t i c a t i o n "  o f  e d u c a t i o n a l  o r g a n i z a t i o n s ,  U n l i k e  many 

o t h e r  o r g a n i z a t i o n s ,  f o r  example, s c h o o l s  have  a s s u r e d  

[ p o l i t i c a l  a n d  economic s u p p o r t ,  p l u s  a c a p t i v e  c l i e n t e l e  
F. 

(19, p  1 These c i r c u m s t a n c e s  have  c a u s e d  them t o  become 

u d o m e s t i c a t e d a  - t o  show i n d i f f e r e n c e  toward  improving s c h o o l  

e f f e c t i v e n e s s  (26, p, 8). 

A t  t h e  same time, t h e s e  writer8 p o i n t  o u t  t h e  poa- 

s i b i l i t y  of  a n  optimum adopti .on ra te  for  e d u c a t i o n a l  

i n n o v a t i o n ,  Too much change can  be  as h a r m f u l  t o  a s c h o o l  

as e x c e s s i v e  maintenance  o f  s t a t u s  quo (19, p, 1). 

Mort,  a s  r e p o r t e d  i n  Robinsones  ar t ic le ,  shows t h a t  

e d u c a t i o n a l  i n s t i t u t i o n s  a r e  s low t o  a d a p t  t o  e n v i r o n m e n t a l  

demands, D i f f u s i o n  o f  new e d u c a t i o n a l  i d e a s  i n  a n  a v e r a g e  

s c h o o l  may t a k e  a p e r i o d  o f  25 years. Miles, a c c o r d i n g  t o  

Robinson, i n d i c a t e s  c 

S t u d i e s  i n v e s t i g a t i n g  t h e  d i f f u s i o n  rates 
f o r  programmed l e a r n i n g ,  l anguage  l a b o r a t o r i e s ,  
team t e a c h i n g  and new c u r r i c u l u m  materials 
a l l  show t h e  rate p r e d i c t e d  by Mort. The 
rate o f  a d o p t i o n  o f  new p r a c t i c e s  i n  educa- 
t i o n  still  compares u n f a v o r a b l y ,  however, 
w i t h  a d o p t i o n  rates  i n  i n d u s t r i a l  and  com- 
m e r c i a l  firms and  among p r o f e s s i o n a l  g r o u p s  
(26 ,  p a  11)* 



Problem-solvinq Mechanisms, A l l  s c h o o l  o r g a n i z a t i o n s  are 

c o n f r o n t e d  w i t h  prablema,  Heal t h y  and u n h e a l t h y  s c h o o l s ,  

however, f a c e  t h e i r  problems i n  d i f f e r e n t  ways. Hea l thy  

s c h o o l s  c o p e  w i t h  problem s o l v i n g  on a c o n t i n u o u s  b a s i s ;  

u n h e a l t h y  s c h o o l s  do  n o t ,  For  example, u n h e a l t h y  s c h o o l s  

h a n d l e  p u p i l - t e a c h e r  conf  l i c t  and  s t u d e n t  a l i e n a t i o n  when 

t h e  problem m a n i f e s t s  i t s e l f ,  Few i n s t i t u t i o n s  s e e k  t o  

a n t i c i p a t e  p rob lems  and  d e a l  w i t h  p o t e n t i a l  c o n f l i c t  areas 

b e f o r e  t h e y  become e v i d e n t .  Robinson comments r 

I t  seems r e a s o n a b l e  t o  s u g g e s t  t h a t  many 
s c h o o l  o r g a n i z a t i o n s  have  f a i l e d  t o  
d e v e l o p  a d e q u a t e  problem s o l v i n g  s t r u c t u r e s  
and  p r o c e d u r e s  t o  c o p e . w i t h  some of t h e i r  
p e r e n n i a l  problems,  In  most  s c h o o l  
o r g a n i z a t i o n a l  s i t u a t i o n s ,  a d  hoc s t r u c t u r e s  
a n d  p r o c e d u r e s  ate u s d  to dea3. with per-  
s i s t e n t  problems such  as p u p i l - t e a c h e r  
c o n f l i c t ,  s t u d e n t  d i s a f f e c t i o n ,  s c h o o l -  
community an tagon i sm,  etc. (26, p, 11). 

l?laximum O p p o r t u n i t i e s  f o r  S e l f - a c t u a l i z a t i o n ,  A h e a l t h y  

s c h o o l  p r o v i d e s  its members w i t h  a n  o p p o r t u n i t y  t o  e x p r e s s  

t h e i r  f u l l  p o t e n t i a l  a n d  expand on t h i s  p o t e n t i a l .  In 

r e t u r n  for  o u t s t a n d i n g  performance  and c r e a t i v i t y ,  t h e  

s c h o o l  g i v e s  them a s e n s e  o f  s a t i s f a c t i o n  a n d  a chance  t o  

u t i l i z e  f u r t h e r  t h e i r  t a l e n t s ,  

most  s c h o o l s  do n o t  p r o v i d e  t h e i r  members w i t h  t h e s e  

o p p o r t u n i t i e s ,  T r u s t y  and S e r g i o v a n n i  found t h a t  t e a c h e r s  

need t o  be p r o v i d e d  w i t h  i n c r e a s e d  o p p o r t u n i t i e s  t o  s a t i s f y  

c e r t a i n  n e e d  d e f i c i e n c i e s ,  The i r  s t u d i e s  i n d i c a t e  t h a t  



me 
group  s a t i s f a c t i o n  uou ld  i n c r e a s e  when members had a d e q u a t e  

o c c a s i o n  t o  enhance  t h e i r  esteem, autonomy, and self- 

a c t u a l i z a t i o n ,  The writers e x p l a i n  a 

I n c r e a s e d  o p p o r t u n i t i e s  for  p r o f e s s i o n a l  
advancement  must b e  p r o v i d e d  i f  t e a c h e r s  are 
t o  e x p e r i e n c e  more need  f u l f i l l m e n t  a t  h i g h e r  
l e v e l s  of t h e  Maslow h i e r a r c h y .  T h i s  would 
n e c e s s i t a t e  a  r e -examina t ion  o f  t h e  r o l e  o f  
t h e  t e a c h e r  and  t h e  r o l e  e x p e c t a t i o n s  h e l d  by 
a d m i n i s t r a t o r s  f o r  t e a c h e r s  (31, p ,  13), 

Summary. 

In summary, there are two models  by which a n  o r g a n i z a -  

k t i o n  may be analyzed-- the  g o a l  model and t h e  s y s t e m s  model, 

There is e v i d e n c e  o f  cons ide r . ab le  d i f f i c u l t y  i n  f o r m u l a t i n g  . 
I cr i te r ia  t o  make these a p p r o a c h e s  a p p l i c a b l e  t o  t h e o r e t i c a l  
p- a n d  p r a c t i c a l  r e s e a r c h .  A c r i t i c a l  a n a l y s i s  o f  e f f e c t i v e -  
F 
F n e s s  cr i ter ia  based on s a t i s f a c t i o n  and  performance  measures, 
r 
t stresses t h e  l i m i t a t i o n s  o f  such  cri teria,  

A s  a n  a l t e r n a t i v e  measure t o  o r g a n i z a t i o n a l  e f f e c t i v e -  

n e s s ,  t h e  c r i t e r i o n  o f  o r g a n i z a t i o n a l  h e a l t h  was s u g g e s t e d ,  

In c o n s i d e r a t i o n  o f  o r g a n i z a t i o n a l  h e a l t h  s e v e n  e s s e n t i e l  

p r o p e r t i e s  may b e  d e f i n e d  as  i n d i c a t o r s - - a n  a d e q u a t e  g o a l  

f o c u s ,  a c o - o r d i n a t e d  communication sys tem,  and e q u i t a b l e  

decis ion-making s t r u c t u r e ,  e f f i c i e n t  u t i l i z a t i o n  o f  human 

and material r e s o u r c e s ,  a d a p t a b i l i t y  of' a s c h o o l  t o  its 

env i ronment ,  problem-solving mechanisms, a n d  maximum 

o p p o r t u n i t i e s  f o r  s e l ? - a c t u a l i z a t i o n  o f  a l l  p e r s o n n e l ,  



11. LEADERSHIP AND ORGAN IZAT-IONAL EFFECTIVENESS 

L e a d e r s h i p  Performance o f  P r i n c i p a l s  and  t h e  R e l a t i o n s h i p  
t o  O r q a n i z a t i o n a l  E f f e c t i v e n e s s  o f  Schoo l s ,  

A g r e a t  d e a l  o f  r e s e a r c h  e v i d e n c e  e x i s t s  d e s c r i b i n g  

what  s c h o o l  l e a d e r s  do o r  are e x p e c t e d  t o  do, L i t t l e  

e v i d e n c e  is a v a i l a b l e  t o  i n d i c a t e  t h e  d i f f e r e n c e  t h e i r  

l e a d e r s h i p  makes (29, p ,  7 0 3 ) ~  

The p r e m i s e  t h a t  a d m i n i s t r a t i v e  b e h a v i o r  h a s  some 

impac t  on s c h o o l s  was i n v e s t i g a t e d  by MacKay. To tes t  t h i s  

a s s u m p t i o n ,  s c o r e s  from ach ievement  tests ware s e l e c t e d  a s  a n  

i n d i c a t o r  o f  g o a l  achievement ,  A p p r o p r i a t e  d a t a  t o  examine 

P .  

t h e  impact  o f  l e a d e r  b e h a v i o r  .on s c h o o l s  was t a k e n  from 
b 
! 
i 

G r e e n f i e l d ' s  s y s t e m  a n a l y s i s  o f  a sample  o f  Alberta s c h o o l s ,  

R e s u l t s  from t h i s  s t u d y ,  as  mentioned earlier,  i n d i c a t e d  

t h a t  d i f f e r e n c e s  i n  s t u d e n t  s c o r e s  were l a r g e l y  t h e  r e s u l t  o f  

i n d i v i d u a l  p u p i l  traits,  The remain ing  d i f f e r e n c e s ,  which 

were a l s o  found s t a t i s t i c a l l y  s i g n i f i c a n t ,  were t h e  consequence  

o f  s t u d e n t s  b e i n g  i n  a p a r t i c u l a r  c l a s s r o o m ,  a p a r t i c u l a r  

s c h o o l ,  o r  i n  a p a r t i c u l a r  d i s t r i c t ,  

To d e t e r m i n e  t h e  d i f f e r e n c e  l e a d e r s h i p  makes i n  s c h o o l s ,  

BacKay a n a l y z e d  t h e  d i s t i n c t i o n s  i n  p u p i l  s c o r e s  t o  show what 

p e r c e n t a g e  o f  t h e  v a r i a t i o n  between g r o u p s  was a t t r i b u t a b l e .  

t o  each  o f  t h e  t h r e e  s o u r c e s  w i t h  p u p i l  traits b e i n g  p a r t i a l l e d  

o u t  (20, p, 49). He found,  f o r  example, t h a t  4 9  p e r c e n t  o f  

t h e  v a r i a n c e  i n  l anguage  s c o r e  c o u l d  be  a s c r i b e d  t o  d i f f e r e n c e s  
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between classes, 1 4  p e r c e n t  o f  t h e  v a r i a t i o n  i n  t h i s  score 

was due t o  between s c h o o l  d i f f e r e n c e s ,  a n d  36 p e r c e n t  o f  t h e  

v a r i a t i o n  mas a c c o u n t e d  f o r  by d i f f e r e n c e s  between d i s t r i c t s .  

lacKay de te rmined  on t h e  b a s i s  o f  t h i s  e v i d e n c e  t h a t  

l e a d e r s h i p  d i d  make a d i f f e r e n c e  t o  a s c h o o l ' s  g o a l  a c h i e v e -  

men t. D i s p a r i t i e s  between s c h o o l s  and  d i s t r i c t s  mere due 

p a r t i a l l y  t o  a d m i n i s t r a t i v e  behav io r .  He e x p l a i n s  t 

If o n e  can  a r g u e  t h a t  W a d m i n i a t r a t i o n "  i n c l u d -  
i n g  a d m i n i s t r a t o r  b e h a v i o r  is one  component 
of t h e  d i f f e r e n c e s  between s c h o o l s  and  
between d i s t r i c t s ,  t h e n  a d m i n i s t r a t i o n  is 
one  of t h e  t h i n g s  which made a d i f f e r e n c e  
on t h i s  v e r y  c o n c r e t e  p i e c e  o f  e v i d e n c e  a b o u t  
goal -achievement  (20, p. 49). 

Research  by Gross  and  H e r r i o t t  a d d s  f u r t h e r  e v i d e n c e  t o  

s u p p o r t  t h e  c o n t e n t  i o n  t h a t  a d m i n i s t r a t i v e  b e h a v i o r  h a s  a n  

impac t  on s c h o o l s ,  These writers presume t h a t  p r i n c i p a l s  w i l l  

i n t e r n a l i z e  a r o l e  def'ini t i o n  which w i l l  emphas ize  t h e i r  d u t y  

t o  improve t h e  q u a l i t y  o f  t h e i r  s t a f f s '  per formance  (17, p. 8). 

If s u c h  a n  assumpt ion  is c o r r e c t ,  t h e y  r e a s o n  t h a t  p r i n c i p a l s  

engaged i n  p r a c t i c i n g  e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p  

(EPL) would i n f l u e n c e  t h e i r   school*^ o p e r a t i o n .  

S t a f f  mora le ,  p r o f e s s i o n a l  pe r fo rmance  o f  t e a c h e r s ,  and 

p u p i l  l e a r n i n g ,  were s e l e c t e d  as b e i n g  mean ingfu l  c r i te r ia  

o f  o r g a n i z a t i o n a l  e f f e c t i v e n e s s .  The writers fee l ,  on t h e  

basis o f  t h e i r  d e f i n i t i o n ,  t h a t  t h e r e  must be  a p o s i t i v e  

r e l a t i o n s h i p  between a p r i n c i p a 1 8 s  EPL a n d  t h e  above 

e f f e c t i v e n e s s  cr i ter ia ,  P r i n c i p a l s  w i l l  d i r e c t  t h e i r  



33. 

e f f o r t s  towards  improving e a c h  o f  t h e  above areas: t h e y  

w i l l  a t t e m p t  to  e x e m p l i f y  t h e  impor tance  of e d u c a t i o n a l  

t a s k s  a n d  t r y  to  maximize t h e  s k i l l s  p r e s e n t  w i t h i n  t h e i r  

s taffs ,  They w i l l ,  moreover,  s t r i v e  t o  p r o v i d e  mean ingfu l  

s t a f f  m e e t i n g s  by means o f  which t h e y  c a n  a t t e d p t  t o  improve 

t h e  q u a l i t y  o f  t h e  e d u c a t i o n a l  program w i t h i n  t h e i r  s c h o o l s .  

They w i l l  convey s t r o n g  s e r v i c e  e x p e c t a t i o n s  to  t h e i r  

t e a c h e r s  a n d  w i l l  e x p e c t  them t o  d e v e l o p  similar s t a n d a r d s ,  

The a u t h o r s  f i n d  s i g n i f i c a n t  a n d  p o s i t i v e  r e l a t i o n -  

br s h i p s  between EPL and s e l e c t e d  o r g a n i z a t i o n a l  e f f e c t i v e n e s s  

h cri teria.  At tempts  by t h e  p r i n c i p a l  t o  i n f l u e n c e  v a r i o u s  
F 

aspects of h i s  s c h o o l e s  performance  are found t o  have  e . 
F d e f i n i t e  impac t  on t h e  o p e r a t i o n  o f  t h e  o r g a n i z a t i o n .  
F 
F The above  two s t u d i e s  d e m o n s t r a t e  t h e  i m p o r t a n t  
i 

[ i n f l u e n c e  t h a t  a p r i n c i p a l ' s  f o r m a l  l e a d e r s h i p  p o s i t i o n  h a s  1 I 
I 

on a c t i v i t i e s  o c c u r r i n g  w i t h i n  h i s  s c h o o l ,  How would a 

p r i n c i p a l ' s  l e a d e r s h i p  b e h a v i o r ,  t h e r e f o r e ,  affect  t h e  

o r g a n i z a t i o n a l  h e a l t h  o f  a s c h o o l ?  Some p o a s i b l e  ways  a r e a  b I 

Adequate Goal Focus. Heal thy  o r g a n i z a t i o n s  have  members who 

I 

know what  t h e  o r g a n i z a t i o n ' s  g o a l s  are and  direct  t h e i r  
I 

e f f o r t s  toward  t h e  a t t a i n m e n t  o f  t h e s e  g o a l s  (26, p ,  9 ) .  

many s c h o o l s  do n o t  know what t h e i r  g o a l s  are; t h e i r  members 

have  d i f f i c u l t y  d i s c e r n i n g  between t h e  s c h o o l ' s  r ea l  g o a l s  

and  its s t a t e d  g o a l s .  

To overcome t h e s e  i n c o n g r u i t i e s  s t a f f  p e r s o n n e l  must 
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b e  made aware of t h e  o r g a n i z a t i o n ' s  g o a l s ,  Miles s u g g e s t s  

t h a t  a p r i n c i p a l  meet w i t h  each  of h i s  t e a c h e r s  i n d i v i d u a l l y  
I 
D a n d  r e v i e w  t h e  t e a c h e r ' s  work i n  r e l a t i o n  t o  o r g a n i z a t i o n a l  

a n d  p e r s o n a l  g o a l s  (25, p. 29) .  " T a r g e t s W  s h o u l d  b e  Y 

e s t a b l i s h e d  and a g r e e d  upon c o l l e c t i v e l y  by s u p e r i o r  a n d  

s u b o r d i n a t e  i n  r e g a r d  t o  t h e  la t ter ' s  work and  p e r s o n a l  

1 development  . 
j 

Such a t e c h n i q u e  is s u p p o r t e d  i n  a r e c e n t  a r t i c l e  by 

Blumberg i n  which h e  n o t e s  t h e  inadequacy o f  p r e s e n t  t e a c h e r  

s u p e r v i s o r y  methods (5, p,  3 ) .  In  a s u r v e y ,  more t h a n  f i f t y  

p e r c e n t  of t h e  t e a c h e r  p a r t i c i p a n t s  i n d i c a t e d  a l a c k  o f  

c o n f i d e n c e  i n  t h e  s c h o o l ' s  method o f  e v a l u a t i o n ;  o n l y  one  

p e r c e n t  o f  t h e  t e a c h e r s  saw t h e i r  s u p e r v i s o r  as a s o u r c e  

o f  new i d e a s  f o r  c l a s s r o o m  t e a c h i n g  (5, p. 1). Emphasis is  

p l a c e d  i n  t h e  a r t i c l e  on t h e  need t o  change  p r e s e n t  t e a c h e r  

a t t i t u d e s  i n  t h i s  area, S u p e r v i s o r s ,  i n  i n d i v i d u a l  t e a c h e r  

d i s c u s s i o n s ,  s h o u l d  promote t h e  la t ter ' s  p e r s o n a l  and  

p r o f e s s i o n a l  development  (5, p. 2 ) .  Bluaberg  s tates t 

One way o f  v iewing t h e  c o n f e r e n c e  
between a s u p e r v i s o r  and a t e a c h e r  is i n  
t h e  c o n t e x t  of a h e l p i n g  r e l a t i o n s h i p .  
In t h i s  form o f  i n t e r a c t i o n ,  t h e  i n t e n t  
o f  o n e  p e r s o n  is t o  promote t h e  growth 
a n d  improved f u n c t i o n i n g  o f  a n o t h e r  
i n d i v i d u a l ,  With r e s p e c t  t o  t h e  s u p e r -  
v i s o r y  c o n f e r e n c e ,  t h e  s u p e r v i s o r ' s  
o b j e c t i v e  is t o  h e l p  t h e  t e a c h e r  make 
more f u n c t i o n a l  u s e  o f  h i s  own r e s o u r c e s  
a n d  t h e r e f o r e  perform more e f f e c t i v e l y  
w i t h i n  t h e  c l a s s r o o m  (5, p,  1). 



One o b j e c t i v e  of t h e  s u p e r v i s o r y  c o n f e r e n c e  t h e n ,  is 

t o  improve t e a c h e r  performance ,  Research  e x i s t s  which dsmon- 

a t r a t e s  t h a t  p r o f e s s i o n a l  l e a d e r s h i p  b e h a v i o r  relates p o s i t i v e l y  

t o  t e a c h e r  performance ,  If t h e  p r i n c i p a l  can  e f f e c t i v e l y  

improve t h e  q u a l i t y  o f  h i s  s taff ' s  performance ,  o n e  can  assume 

t h e  e x i s t e n c e  o f  a p o s i t i v e  c o r r e l a t i o n  between improved 

t e a c h e r  performance  a n d  o r g a n i z a t i o n a l  eff e c t i v e n e s s ,  

Co-ordinated  Communication System, D i s t o r t i o n - f r e e  communica- 

t i o n  must e x i s t  between a l l  members w i t h i n  a h e a l t h y  s c h o o l ,  

F r e q u e n t l y ,  however, e s t a b l i s h e d  communication ne tworks  w i t h i n  

a s c h o o l  d i s t r i c t  o r  s c h o o l  are i n a d e q u a t e ,  These i n a d e q u a c i e s  

may relate,  d i r e c t l y  o r  i n d i r e c t l y ,  t o  t h e  a t t i t u d e s  o f  a n  

a d m i n i s t r a t o r  (9, p ,  4 ) .  

E r i c k s o n  and  Pedersen ,  f o r  i n s t a n c e ,  examined s e v e r a l  

major  o b s t a c l e s  t o  communication i n  e l e m e n t a r y  and s e c o n d a r y  

s c h o o l s ,  They de te rmined  t h a t  t h e r e  were two major  f a c t o r s  - 
s i t u a t i o n a l  and  p e r s o n a l  - which a c t e d  as d e t e r r e n t s  t o  

e f f e c t i v e  communication, 

In d i s c u s s i n g  s i t u a t i o n a l  f a c t o r s ,  t h e y  n o t e  t h a t  s t a t u s  

d i f f e r e n c e s  between s u p e r i o r  and s u b o r d i n a t e  c o m p l i c a t e  cow- 

m u n i c a t f o n  l i n k a g e s  ( 9 ,  p. l), mesaages from s u b o r d i n a t e s  

may be  i g n o r e d  by s u p e r i o r s  even though a c c u r a t e .  S u b o r d i n a t e s ,  
C 

p a r t i c u l a r l y  t h o s e  i n t e r e s t e d  i n  advancement o r  s a l a r y  

i n c r e a s e s ,  may a c c e p t  d i r e c t i v e s  from t h e i r  s u p e r i o r s ,  even 

when e r r o n e o u s ,  S i m i l a r l y ,  messages from t h e  board  o f f i c e  

t o  p r i n c i p a l s  may b e  toned  down when . t h e  l a t t e r  feels  t h a t  
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t h e y  impose a burden o r  r e s t r i c t i o n  on t h e i r  l e a d e r s h i p .  

Teachers ,  moreover,  may b e  u n a b l e  t o  d i s c u s s  common problems 

w i t h  c o l l e a g u e s ,  because  o f  c l a s s r o o m  m c a p t i v i t y a  - a t e a c h e r  

may d e v e l o p  a s e n a e  o f  i s o l a t i o n  and d i r e c t  h i s  e n t i r e  a t t e n -  

t i o n  inward  toward h i s  c l a s s r o o m  and i g n o r e  what is o c c u r r i n g  

i n  o t h e r  p a r t s  of  t h e  s c h o o l .  

I n d i v i d u a l s  i n  a d m i n i s t r a t i v e  p o s i t i o n s  need t o  be  

aware of t h e s e  problems.  They must be  s e n s i t i v e  t o  and 

q u e s t i o n  why s u b o r d i n a t e s  may d i s l i k e  a p a r t i c u l a r  communique. 

E f f o r t s  must be  made t o  minimize s t a t u s  d i f f e r e n t i a l  between 

p e r s o n n e l .  Informal  communication l i n k s  must b e  r e c o g n i z e d  

and encouraged ,  A p p r e c i a t i o n  o f  these f a c t o r s  w i l l  assist 

t h e  a d w i n i s  t r a t o r  i n  d e v e l o p i n g  more ef P e c t i v e  communication 

l i n k s  and  a i d  him i n  a c q u i r i n g  i n f o r m a t i o n  h e  migh t  n o t  

o b t a i n  o t h e r w i s e  (9, pp, 1-2),  

P e r s o n a l  factor8 are t h e  o t h e r  major s t u m b l i n g  b lock 

t o  e f f e c t i v e  communication. P r i n c i p a l s  when engaged i n  

communicat ing w i t h  t e a c h e r s  f r e q u e n t l y  e x p r e s s  h idden  feel- 

i n g s  by t h e i r  n o n v e r b a l  b e h a v i o r ,  a l b e i t  u n i n t e n t i o n a l l y .  

Should  t h e  t e a c h e r  p e r c e i v e  t h e s e  e x p r e s s i o n s  as being un- 

f a v o r a b l e ,  h e  may withdraw from f u t u r e  d i s c u s s i o n  a n d  d e b a t e  

w i t h  h i s  p r i n c i p a l ,  F e a r  o f  r e v e a l i n g  a d m i n i s t r a t i v e  

i n e p t i t u d e  may r e s u l t  i n  t h e  p r i n c i p a l  r e l y i n g  on f o r m a l  

p r o c e d u r e s  a n d  a n  i n c r e a s e  o f  a r b i t r a r y  r u l e s  i n  t h e  d a i l y  

o p e r a t i o n  of h i s  s c h o o l .  Teachers  t h e n  may become i n d i f -  

f e r e n t  toward  t h e i r  s c h o o l  and pe r fo rm a t  minimal l e v e l s .  



Rewards i n  s u c h  a s i t u a t i o n  t e n d  t o  b e  b a s e d  on c o n f o r m i t y  

r a t h e r  t h a n  i n d i v i d u a l i t y ,  

Based on t h i s  i n f o r m a t i o n  t h e  a u t h o r s  c o n c l u d e  t h a t  

p r i n c i p a l s  c o u l d  enhance  communication by s u p p o r t i n g  i n d i -  

v i d u a l s  who d e s i r e  g r e a t e r  s e l f - a c t u a l i z a t i o n  by j u d g i n g  

employees on what t h e y  accompl i sh ,  and  by b e i n g  w i l l i n g  t o  

l i s t e n  a n d  a c c e p t  p e r t i n e n t  a u g ~ e s t i o n a  a n d  criticisms 

( 9 ,  Po 41, 

An E q u i t a b l e  Decision-makinq S t r u c t u r e ,  In  a h e a l t h y  o r g a n i z a -  I 
I 
1 

t i o n ,  t h e r e  is a r e a s o n a b l e  d i s t r i b u t i o n  o f  s h a r e d  d e c i s i o n -  ! 

E 
E making e x i s t i n g  among t h e  p r i n c i p a l  a n d  o r g a n i z a t i o n a l  members, 

. D e c i s i o n s  i n v o l v i n g  areas o f  ' i n t e r e s t  t o  t e a c h e r s  are r e a c h e d  

I c o l l e c t i v e l y  r a t h e r  t h a n  u n i l a t e r a l l y ,  
F 

In  s c h o o l s  where p r i n c i p a l s  e x e r c i s e  s t r o n g  a u t h o r i -  - 
;. 
t 

r 
t a r i a n  c o n t r o l  a n d  a l a c k  o f  involvement  e x i s t s  among lower  

I 

o r g a n i z a t i o n a l  p e r s o n n e l ,  MacKay found d e f i n i t e  n e g a t i v e  
ii 

effects (20, p, 7). Teachers  t e n d e d  t o  be more d i s s a t i s f i e d  

w i t h  t h e i r  s c h o o l s *  o p e r a t i o n s ,  and  t h i s  c o n s e q u e n t l y  h a s  

n e g a t i v e  i n f l u e n c e s  on p u p i l  achievement ,  S c h o o l s  o f  t h i s  

n a t u r e ,  h a v e  a low e f f e c t i v e n e s s  r a t i n g ,  

S impkins  and F r i e s e n  found i n  a s t u d y  on s h a r e d  d e c i s i o n -  

making i n  s c h o o l s  t h a t  t e a c h e r s  wish t o  p l a y  a major role i n  

d e c i d i n g  q u e s t i o n s  of c l a s s r o o m  management (28, p, 16). 

B r i d g e s  suggests t h a t  t h e r e  a l s o  e x i s t s  a n  area i n  which 

s h a r e d  decis ion-making is q u e s t i o n a b l e ,  flatters which f a l l  



i n t o  t h i s  z o n e  are l e f t  t o  t h e  p r i n c i p a l ,  Hm s ta tes1 
. 

,,, i t  is i m p o r t a n t  f o r  him, t h e  p r i n c i p a l ,  
t o  make q u i t e  clear t o  t h e  t e a c h e r s  t h e  
b o u n d a r i e s  of t h e i r  a u t h o r i t y  and t h e  area 
of freedom i n  which t h e y  o p e r a t e ,  

Once t h e  p r i n c i p a l  h a s  de te rmined  whether  
t h e  d e c i s i o n  is one which s h o u l d  b e  s h a r e d  
w i t h  h i s  t e a c h e r s ,  d e c i d e d  i n  what  p h a s e  
of t h e  decis ion-making p r o c e s s  t h e y  w i l l  
be  i n v o l v e d ,  a n d  what t h e i r  ro le  w i l l  be,  
h e  must c o n s t i t u t e  t h e  decis ion-making 
g roup  (6 , P O  551, 

E - The number of y e a r s  t e a c h i n g  e x p e r i e n c e ,  t h e  l e v e l  o f  
L 

t t e a c h i n g ,  s e x ,  a n d  marital s t a t u s  of t e a c h e r s  are a t t r i b u t e s  ! 
1 t h a t  are p r o v i d i n g  new t h o u g h t s  on t h e  decis ion-making p r o c e s s  

e 
a n d  t h e  t e a c h e r ' s  ro le  i n  it, Some s ta f f  members, because  

t h e y  p o s s e s 8  g r e a t e r  d e g r e e s  o f  one  o r  more of t h e  above 

q u a l i t i e s ,  may feel  t h a t  t h e y  are e x c e s s i v e l y  i n v o l v e d  o r  

s a t u r a t e d  w i t h  problem-solving i s s u e s ,  Other  members, because  

t h e y  p o s s e s s  t h e  above a t t r i b u t e s  t o  a much lesser d e g r e e  may 

feel  t h e m s e l v e s  t o  be t o o  l i t t l e  i n v o l v e d ,  I d e n t i f i c a t i o n  

o f  t h o s e  t e a c h e r s  r h o  wish a more p a r t i c i p a t i v e  role i n  t h e  

decis ion-making p r o c e s s ,  and  t h e  implementa t ion  o f  t h e i r  

invo lvement ,  is a major  t a s k  o f  t h e  a d m i n i s t r a t o r .  Likewise ,  

h e  must r e c o g n i z e  t h o s e  members who fee l  overburdened  i n  

problem-solving and a d j u s t  t h e i r  p a r t i c i p a t i o n  a c c o r d i n g l y  

(2, pp, 44-57). 

Hence, t h e  p r i n c i p a l  p l a y s  a key r o l e  i n  d e t e r m i n i n g  

what c o n s t i t u t e s  a n  e q u i t a b l e  decis ion-making s t r u c t u r e ,  N o t  
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o n l y  m u s t  h e  a t t e m p t  t o  i n v o l v e  t e a c h e r s  i n  t h o s e  matters 

which are of i n t e r e s t  t o  them, b u t  h e  mus t  i d e n t i f y  a l so ,  

membere who fee l  o v e r l y  i n v o l v e d  a n d  desire less r e s p o n s i b i l i t y ,  

By s t r i k i n g  a n  a p p r o p r i a t e  b a l a n c e  be tween  i n v o l v e m e n t  a n d  

non- invo lvemen t  of t e a c h e r s  i n  t h e  d e c i s i o n - m a k i n g  p r o c e s s ,  
m 
1 

t h e  p r i n c i p a l  c a n  create a n  optimum l e v e l  of s a t i s f a c t i o n  i n  
e h i s  s t a f f ,  
I 

E f f i c i e n t  U t i l i z a t i o n  o f  Human a n d  Material R e s o u r c e s ,  H e a l t h y  

o r g a n i z a t i o n s  make e f f i c i e n t  u s e  o f  t h e i r  human a n d  material 
- 

r- r e s o u r c e s ,  T e a c h e r s  are a s s i g n e d  s u b j e c t s  i n  which t h e y  h a v e  

h a d  e x p e r i e n c e  a n d  t r a i n i n g ,  S u f f i c i e n t  material is r ead i l y  

a v a i l a b l e  f o r  s u p p l e m e n t a l  us6 by t e a c h e r s ,  E v i d e n c e  e x i s t s ,  

If however ,  which  i n d i c a t e s  t h a t  t e a c h e r s  d e s i r e  g r e a t e r  work 
r 

s p e c i a l i z a t i o n  t h a n  t h e y  o b t a i n  c u r r e n t l y ,  

I Z i o l k o w s k i ,  i n  examin ing  t h e  p r i n c i p a l ' s  role  f o u n d  t h a t  
E 
Fj t h e  s c h o o l  a d m i n i s t r a t o r  was t h e  key  i n d i v i d u a l  t o  c a r r y  o u t  
k r t h e  o v e r a l l  t a s k  o f  i n s t r u c t i o n a l  s u p e r v i s i o n ,  He i n d i c a t e s 8  
r 

, , , t h e  p r i n c i p a l  is st i l l  i n  a key  p o s i t i o n  
t o  m o t i v a t e  h i s  s ta f f  t o  remove s o u r c e s  of 
f r u s t r a t i o n ,  a n d  t o  r e c o n c i l e  t h e  g o a l s  of 
t h e  i n s t i t u t i o n  w i t h  t h o s e  of t h e  i n d i v i d u a l  
s t a f f  member. 

As a m o t i v a t o r  h e  c a n  b e  i n s t r u m e n t a l  i n  
r emov ing  f r u s t r a t  i o n  a n d  p r o v i d i n g  t h e  
s t i m u l u s  r e q u i r e d  t o  e n a b l e  t e a c h e r s  t o  
f u n c t i o n  a t  t h e i r  p r o f e s s i o n a l  b e s t  (33, p,  1 ) .  
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To examine t h i s  prerniae t h e  writer u n d e r t o o k  a n  

i n v e s t i g a t i o n  o f  t h e  d i f f e r e n c e s  i n  s u p e r v i s o r y  p r a c t i c e s  

a n d  i n  t h e  g e n e r a l  s u p e r v i s o r y  s t y l e  o f  h i g h  s c h o o l  p r i n c i p a l s  

i n  i n s t i t u t i o n s  judged s u p e r i o r  or  i n f e r i o r  a c c o r d i n g  t o  t h e  

g e n e r a l  e f f e c t i v e n e s s  of t h e i r  i n s t r u c t i o n a l  s u p e r v i s i o n  pro-  

gram (33, p. 2).  He compared t h e  g e n e r a l  s u p e r v i s o r y  s t y l e  

o f  t h e  p r i n c i p a l s  a s  p e r c e i v e d  by t e a c h e r s  i n  t h e  above 

s u p e r i o r  and  i n f e r i o r  s c h o o l s ,  and  n o t e d  s e v e r a l  d i f f e r e n c e s  

which were s i g n i f i c a n t  beyond t h e  ,001  l e v e l ,  P r i n c i p a l s  i n  

s c h o o l s  r a t e d  s u p e r i o r  a c c o r d i n g  t o  t h e  r e s u l t s ,  mere k e e n l y  

i aware  of what was g o i n g  on i n  t h e  s c h o o l  as a whole;  "very I 

I 

much i n t e r e s t e d n  i n  t e a c h e r s  a s  i n d i v i d u a l s ;  s p e n t  c o n s i d e r -  
# I . I 

I a b l e  time a n d  e f f o r t  matching a p p r o p r i a t e  t e a c h e r  and  s u b j e c t  i 
I+ areas when f o r m u l a t i n g  a  new t i m e - t a b l e ;  and went t o  c o n s i d e r -  

I 

a b l e  l e n g t h s  t o  i n s u r e  an a d e q u a t e  s u p p l y  o f  t e a c h i n g  a i d s  a n d  I 

m a t e r i a l s  f o r  s t a f f  u t i l i z a t i o n  (33, p. 3 ) .  

A d a p t a b i l i t y  o f  a School  t o  its Environment,  S c h o o l s  which 

are c o n s i d e r e d  h e a l t h y  are q u i c k  t o  r e s p o n d  t o  a p p r o p r i a t e  

e n v i r o n m e n t a l  demands and w i l l  have  l i t t l e  d i f f i c u l t y  i n  

a d a p t i n g  t o  t h e s e ,  i f  it is i n  t h e  s c h o o l ' s  b e s t  i n t e r e s t .  
P 

1 

most s c h o o l s ,  however,  are s l o w  t o  a d a p t  themse lves  t o  new 

i d e a s  (26, p, 1 1 ) .  

Holdaway and  Seger  under took  a s t u d y  which i n v e s t i g a t e d  

t h e  p o s s i b i l i t y  of a r e l a t i o n s h i p  between a s c h o o l * s  p r i n c i p a l  

and t h e   school*^ r a t e  of' a d o p t i n g  i n n o v a t i o n ,  An i n n o v a t i o n ,  



,'r'l 

41, 

i n  t h i s  research, i s  d e f i n e d  as a new p r a c t i c e  which i s  capa- 

b l e  o f  be ing  adopted i n  any l a r g e  urban elementary school, end 

which has been in t roduced r e c e n t l y  enough f o r  many p r i n c i p a l s  I 

t o  be i n  t h e  process o f  adopt ing  i t  (19, p, 14), 

1 The study had two main purposes, F i r s t ,  a major objec- 
F 

t i v e  was t o  determine whether l a r g e  urban elementary schools 

showed s i g n i f i c a n t  d i f ferences i n  t h e i r  r a t e  of adop t ing  innova- 

t i o n ,  Secondly, t h e  au thors  d e s i r e d  t o  know whether p a r t i c u l a r  

1 c h a r a c t e r i s t i c s  o f  p r i n c i p a l  and schoo l  were l i n k e d  w i t h  the  

number o f  adoptions, t h e  e x t e n t  o f  adopt ions,  and t h e  passage o f  

r 
F- t ime r e q u i r e d  f o r  t he  adopt ion  of f i v e  s p e c i f i e d  i nnova t ions  (19, 
1 
! p, 14), These se lec ted  p r a c t i c e s  were: depar tmen ta l i za t i on  of 

F elementary schoo l  personnel  teaching Grades 4-61 r e c u r r e n t  use 
t ; 
P- 

o f  i n s t r u c t i o n a l  superv isors;  schedul ing o f  parent- teacher confer -  

a; ences i n  schoo l  t ime; the  i n s t r u c t i o n  o f  conversa t ion  French i n  

Grades 5-68 and t h e  p e r i o d i c  use o f  educa t iona l  t e l e v i s i o n  (19, 

p. 141, 

Resu l ts  f rom the  s tudy showed t h a t  age, education, and 

exper ience o f  a school 's p r i n c i p a l  a re  r e l a t e d  t o  d i f f e r e n t  r a t e s  

o f  i nnova t ion  i n  elementary schools, S p e c i f i c a l l y ,  t he  s o c i a l  

economic l e v e l  o f  t h e  popu la t i on  l i v i n g  w i t h i n  t h e  school 's 

boundaries and t h e  recency o f  a p r i n c i p a l ' s  educat ion approaches 

s i g n i f i c a n c e  when r e l a t e d  t o  the  number o f  p r a c t i c e s  l i s t e d  above 

which a r e  be ing  adopted w i t h i n  t h e  school, A s i g n i f i c a n t  and 

negat ive  c o r r e l a t i o n  i s  t o  be found between the  e x t e n t  of  

adopt ion  o f  t h e  above innovat ions  and t h e  p r i n c i p a l ' s  years o f  

exper ience i n  classroom teaching, the  number o f  years he 



h a s  o c c u p i e d  t h e  p r i n c i p a l s h i p ,  and t h e  s c h o o l ' s  p u p i l -  

t e a c h e r  rat io,  F i n a l l y ,  t h e  number of y e a r s  t h a t  have  

e l a p s e d  s i n c e  t h e  p r i n c i p a l ' s  comple t ion  o f  formal s c h o o l i n g  

is found  t o  be p o s i t i v e l y  and  s i g n i f i c a n t l y  r e l a t e d  t o  t h e  

rate o f  i n n o v a t i v e  a d o p t i o n  (19, p, 1 5 ) .  The writer Concludes:  

, , , a l l  e d u c a t o r s  from t h e  s u p e r i n t e n d e n t  t o  
t h e  t e a c h e r  must be concerned  w i t h  t h e  s e a r c h  
f o r  and  a d o p t i o n  of b e t t e r  p r a c t i c e s ,  P o s s i b l y  
t h e  f r e q u e n t l y  ment ioned l a g  c a n  be reduced  i f  
a u n i t e d  approach  t o  change is a c c e p t e d ,  In 
such  a n  approach t h e  p r i n c i p a l  must b e  r e g a r d e d  
as a key f i g u r e  (19, p. 16). 

Problem-solvinq lllechanisms. Problem-solving is a major c h a l -  

l e n g e  t o  a l l  o r g a n i z a t i o n s ,  Both h e a l t h y  s c h o o l s  a n d  s i c k  

s c h o o l s  have  problems;  t h e  d i f f e r e n c e  between t h e  two t y p e s  

of  i n s t i t u t i o n s ,  however, is t h a t  t h e  h e a l t h y  s c h o o l  effec- 

t i v e l y  c o p e s  w i t h  its problems whereas  a s i c k  o r g a n i z a t i o n  

d o e s  n o t .  most s c h o o l s  have  r e s o r t e d  t o  ad hoc s t r u c t u r e s  

and  p r o c e d u r e s  f o r  h a n d l i n g  t h e i r  problems,  They have  n o t  

deve loped  p r o c e d u r e s  f o r  e f f e c t i v e l y  c o p i n g  w i t h  r e c u r r e n t  

p rob lems  (26, p. 11) .  

1 mcPherson's s t u d y  o f  t e a c h e r  t u r n o v e r  i n  t h e  i n n e r -  
B 
1 
F c i t y  p r o v i d e s  a good i l l u s t r a t i o n  of t h e  impor tance  o f  l o n g  
k 
r - r a n g e  p l a n n i n g  i n  c o n f r o n t i n g  a p e r e n n i a l  i s s u e ,  

.. Teacher t u r n o v e r  is an o b s e r v e d  phenomenon o f  a l l  

s c h o o l s .  T h i s  problem, however, is most s e v e r e  i n  low 

income s e c t i o n s  of t h e  c i t y ,  Seek ing  a n  e x p l a n a t i o n  f o r  

l a r g e  s t a f f  t u r n o v e r s  i n  i n n e r - c i t y  s c h o o l s ,  t h e  writer 



43. 

analyzes the events occur r ing i n  two educat ional  i n s t i t u t i o n s ,  

00th of these schools a r e  matched according t o  age, the 

number o f  p u p i l s  i n  the school, the  number o f  teachers on 

s t a f f ,  and the socio-economic l e v e l  o f  t h e i r  immediate sur- 

roundings. A f t e r  f i v e  years, School A had a s i g n i f i c a n t l y  

lower teacher turnover than School 0. O r i g i n a l  members o f  

School A accounted f o r  85 percent o f  i t s  t o t a l  s t a f f  when 

the study was conducted. Only 44 percent o f  the o r i g i n a l  

f acu l t y  was s t i l l  present a t  School B (24, p. 1). 

Explanat ion fo r  t h i s  cond i t i on  i s  d i r ec ted  p a r t i a l l y  

t o  the  i n i t i a l  h i r i n g  procedures u t i l i z e d  by each school, and 

secondly t o  the type o f  leadership ev ident  w i t h i n  each. The 

p r i n c i p a l s  o f  each school were appointed a t  approximately the 

same time, School A's p r i n c i p a l ,  however, proceeded t o  s e l e c t  

h i s  teachers months before the school opened. School 13's 

admin is t ra tor ,  however, d i d  l i t t l e  t o  pre-select  her s t a f f ,  

Consequently, when the school year began, she had accepted a 

f a c u l t y  obtained l a r g e l y  through t r a d i t i o n a l  procedures (24, 

P. 2). 

From the  beginning, School A's p r i n c i p a l  sought t o  

c reate  a cooperat ive atmosphere w i t h i n  h i s  school. Teachers 

p a r t i c i p a t e d  i n  fo rmula t ing the ob jec t i ves  and o ther  p o l i c i e s  

o f  the  school. P o t e n t i a l  s t a f f  personnel who d i d  n o t  agree 

w i t h  the intended p o l i c i e s  o f  the school d i d  n o t  j o i n  the 

f acu l t y .  School B's admin is t ra tor  s t ressed a h i g h  degree o f  

h i e r a r c h i c a l  au thor i t y .  School ob jec t i ves  and procedures were 



e s t a b l i s h e d  by the p r i n c i p a l  w i t h o u t  t e a c h e r  c o n 8 u l t a t i o n ,  

Because s taff  members a t  t h i s  s c h o o l  were k e p t  unaware of  

t h e  deve lopments  w i t h i n  t h e i r  s i t u a t i o n  t h o s e  who d i d  n o t  

a g r e e  w i t h  t h e  ad mini at rat or*^ views c o u l d  d i s c o v e r  t h i s  

i n c o n g r u i t y  o n l y  a f t e r  t h e y  had a g r e e d  t o  j o i n  t h e  o r g a n i z a -  

t i o n  (24, p, 2). 

Although a l i m i t e d  s t u d y ,  t h i s  e v i d e n c e  d e m o n s t r a t e s  

t h a t  s c h o o l s  which a r e  a b l e  t o  f o r e s e e  p o t e n t i a l  problems are 

more r ead i ly  a b l e  t o  a d a p t  t o  t h e s e  problems i n  a a u c c e s 8 f u l  

manner, Those i n s t i t u t i o n s  which t e n d  t o  h a n d l e  problems 

after  t h e i r  o c c u r r e n c e  a p p e a r  t o  be less s u c c e s s f u l  i n  

h a n d l i n g  t h e  d i f f i c u l t i e s ,  The p r t n c i p a l  i n  e i t h e r  o f  t h e  

above  cases, h a s  a s i g n i f i c a n t  effect i n  e s t a b l i s h i n g  s c h o o l  

s t r u c t u r e  a n d  c o n s e q u e n t l y  t h e  d e t e r m i n a t i o n  o f  its u l t i m a t e  

Maximum O p p o r t u n i t i e s  f o r  S e l f - a c t u a l i z a t i o n .  A h e a l t h y  

o r g a n i z a t i o n  p r o v i d e s  its members w i t h  o p p o r t u n i t i e s  t o  

e x p r e s s  t h e i r  f u l l  p o t e n t i a l .  In r e t u r n  fa r  o u t s t a n d i n g  

pe r fo rmance  a n d  c r e a t i v i t y ,  t h e  s c h o o l  g i v e s  them a s e n s e  o f  

s a t i s f a c t i o n  and  a chance  t o  f u r t h e r  u t i  l i z e  t h e i r  t a l e n t s .  

Every  p e r s o n  h a s  c e r t a i n  need d e f i c i e n c i e s .  Peop le  

t e n d  t o  h a v e  f i v e  b a s i c  needs ,  Going from lower  o r d e r  t o  

h i g h e r  o r d e r  needs ,  t h e s e  are s e c u r i t y ,  s o c i a l  need o r  belong- 

ing 'ness,  esteem, autonomy, a n d  growth n e e d s  which l e a d  t o  

self-ac t u a l i r a t i o n ,  Trus ty  and S e r g i o v a n n i  i n d i c a t e  t h a t  



moat s c h o o l s  p r o v i d e  o n l y  l i m i t e d  o p p o r t u n i t i e s  f o r  members 

t o  s e l f - a c t u a l i z ~ .  Teachers  seem t o  h a v e  a t r o n g  unmet n e e d s  

p a r t i c u l a r l y  r e l a t e d  t o  esteem, autonomy, and s e l f - a c t u a l i z a -  

t i o n  (31, p. 176) .  D i f f e r e n c e s  i n  t h e  d e g r e o ' o f  s u c h  

d e f i c i e n c i e s  among e d u c a t o r s  e x i s t  depending on a g e ,  s e x ,  

and p r o f e s s i o n a l  role.  

I n d i v i d u a l s  between t h e  a g e s  o f  25 t o  35 a p p e a r  t o  

have  t h e  g r e a t e s t  need d e f i c i e n c i e s .  E d u c a t o r s  i n  o t h e r  a g e  

b r a c k e t s  do n o t  e x p e r i e n c e  s u c h  f e e l i n g s  of l a c k .  Aspira-  

t i o n s  t e n d  t o  i n c r e a s e ,  however, a f t e r  t h e  age o f  45 y e a r s  

C (31, p. 174) .  

r Women t e a c h e r s ,  f u r t h e r m o r e ,  a p p e a r  n o t  t o  have  t h e  
3 .  

b same n e e d s  a s  men. Only i n  t h e  area o f  s e c u r i t y  do f e m a l e  
L 
C 

need l e v e l s  exceed their male c o u n t e r p a r & .  D i s s a t i s f a c t i o n  

among males ,  a c c o r d i n g  t o  t h e  a u t h o r s *  e x p l a n a t i o n ,  may b e  
- 
t g r e a t e r  because  t h e i r  concern  w i t h  s t a t u s  and s u c c e s s  i n  

s o c i e t y  a n d  t h e  way i n  mhich t h i s  is a f f e c t e d  by t h e i r  

p r o f e s s i o n a l  p o s i t i o n  (31 ,  p. 174).  

A d m i n i s t r a t o r s  m a n i f e s t  h i g h e r  l e v e l s  o f  s a t i s f a c t i o n  

t h a n  t h e i r  t e a c h e r s ,  p o s s i b l y  because  t h e y  have  g r e a t e r  

o p p o r t u n i t y  t o  e x p e r i e n c e  need f u l f i l l m e n t .  A d m i n i s t r a t i v e  

d i s c o n t e n t ,  where it e x i s t s ,  is most e v i d e n t  where l i m i t e d  

o p p o r t u n i t y  is a v a i l a b l e  f o r  independen t  t h o u g h t  and  a c t i o n  

(31, p. 175). 

Elementary  t e a c h e r s  a p p e a r  t o  be  more s a t i s f i ed  w i t h  

the i r  p r o f e s s i o n a l  r o l e  t h a n  are  secondary  t e a c h e r s .  A 

I 
I 



d e c l i n e  i n  s a t i s f a c t i o n  l e v e l s  is e v i d e n t  a t  t h e  secondary  

l e v e l  a n d  i n c r e a s e s  among t h o s e  t e a c h e r s  i n  a j u n i o r - s e n i o r  
- 

s e c o n d a r y  s c h o o l  s i t u a t i o n  (31, p. 175) .  

D i f  f e r e n c e s  between d e s i r e d  and  a c t u a l  need f u l f i l l m e n t  

can  be  used  as an  index  o f  j o b  s a t i s f a c t i o n .  The n a r r o w e r  

t h e  gap between f e l t  need and f u l f i l l m e n t  t h e  g r e a t e r  is t h e  

l i k e l i h o o d  t h a t  t h e  i n d i v i d u a l  w i l l  s e n s e  a f e e l i n g  o f  j o b  

~ a t i a f a c t i o n ,  D i s s a t i s f a c t i o n  w i t h i n  a n  i n d i v i d u a l  toward 

h i a  work w i l l  p r o b a b l y  h e i g h t e n  as t h e  d i s c r e p a n c y  between 

a c t u a l  s i t u a t i o n  and need f u l f k l l m e n t  is g r e a t  (31, p. 169) .  

Such r e a s o n i n g  is s u p p o r t e d ,  by t h e  writers, march 

and Simon. They s a y  r 

. , . t h e  lower t h e  s a t i s f a c t i o n  o f  a g i v e n  
i n d i v i d u a l  t h e  more t h e  s e a r c h  f o r  a l t e r n a t i v e  
c o u r s e s  of a c t i o n .  T h i s  s e a r c h  l e a d s  t o  a 
h i g h e r  e x p e c t e d  v a l u e  o f  reward.  The incon- 
g ruency  between l e v e l  o f  a s p i r a t i o n  and t h e  
p r e s e n t  s t a t e  o f  a f f a i r s  l e a d s  t o  i n c r e a s e d  
j o b  d i s s a t i s f a c t i o n  (31, p. 176) .  

The p r i n c i p a l  is i d e a l l y  s i t u a t e d  t o  encourage  and 

p r o v i d e  o p p o r t u n i t i e s  f o r  t e a c h e r s  t o  d e v e l o p  t h e i r  p o t e n t i a l  

and g r a n t  s u i t a b l e  r ewards  f o r  h i g h  q u a l i t y  performance  and 

c r e a t i v i t y .  C a t h e r c o l e ,  i n  d i s c u s s i n g  t h e  p r o f e s s i o n a l  

development  o f  s t a f f  s u p p a r t s  t h i s  c o n t e n t i o n ,  He e x p l a i n s r  

P r o f e s s i o n a l  improvement w i t h i n  t h e  s c h o o l  
i t se l f  r e q u i r e s  e n  a tmosphere  i n  which 
t e a c h e r s  feel t h e y  have t h e  s u p p o r t ,  con- 
f i d e n c e  and r e s p e c t  o f  t h e i r  p r i n c i p a l .  
The a n u s ,  t h e n ,  is on t h e  p r i n c i p a l  t o  
create t h i s  p s y c h o l o g i c a l  climate w i t h o u t  



which t e a c h e r  growth c a n n o t  t a k e  p l a c e .  The 
p r i n c i p a l  must r e c o g n i z e  t h a t  t o a c h e r s ' h a v e  
i n d i v i d u a l  d i f f ' e rencea ,  j u s t  as  p u p i l s  have ,  
a n d  h e  must  r e s p e c t  t h e s e  d i f f e r e n c e s .  
Fur the rmore ,  h e  must encourage  e a c h  t e a c h e r  
t o  make h i s  c o n t r i b u t i o n  t o  t h e  t o t a l  s c h o o l  
program i n  h i s  own way and t o  g i v e  him some 
f reedom t o  e x p e r i m e n t ,  t o  t r y  o u t  h i e  own 
i d e a s  i n  making t h e  t e a c h i n g  program e f f e c t i v e  
(12. p. 11). 

111. mEASURES OF LEADERSHIP I N  

SCHOOL ORGAN IZATIONS 

The Leader  Behavior  D e s c r i p t i o n  Q u e s t i o n n a f  re (LBDQ). 

Although e v a l u a t i o n  o f  l e a d e r s h i p  c a n  be  o b t a i n e d  by 

a v a r i e t y  of' r a t i n g  measures, .  t h e  Leader  Behavior  D e s c r i p t i o n  

Q u e s t i o n n a i r e  is, w i t h o u t  q u e s t i o n ,  t h e  most wide ly  used 

i n s t r u m e n t  i n  l e a d e r s h i p  s t u d i e a  (16, p. 18). Halpin  and 

h i s  a s s o c i a t e  i d e n t i f i e d  two fundamenta l  d imens ions  o f  l e a d e r -  

s h i p  b e h a v i o r  by a p p l y i n g  a n  ear l ier  v e r s i o n  o f  t h e  LBDQ t o  

a n  Air F o r c e  Study. The two f a c t o r s  were  termed " i n i t i a t i n g  

s t r u c t u r e a  a n d  n c o n s i d a r a t i o n w .  I n i t i a t i n g  s t r u c t u r e  refers 

t o  t h a t  b e h a v i o r  o f  a f o r m a l  l e a d e r  which d e l i n e a t e s  t h e  

r e l a t i o n s h i p  between h i m s e l f  and members o f  t h e  work group,  

a n d  e s t a b l i s h e s  w e l l - d e f i n e d  p a t t e r n s  o f  o r g a n i z a t i o n ,  

c h a n n e l s  of communicat ion,  and  methods o f  e s t a b l i s h i n g  

p r o c e d u r e s .  C o n s i d e r a t i o n  refers t o  b e h a v i o r  i n d i c a t i v e  

o f  f r i e n d s h i p ,  mutual  t r u s t ,  r e s p e c t ,  and warmth, i n  t h e  

r e l e t i o n s h i p  between t h e  l e a d e r  and members o f  h i s  s t a f f  



h a l f  were u s e d  t o  examine  t h e  d i m e n s i o n  o f  c o n s i d e r a t i o n .  

The e s t i m a t e d  r e l i a b i l i t y  o f  e a c h  d i m e n s i o n  was ,93 a n d  .86, 

48. 

r e s p e c t i v e l y  (18, p. 88) .  

Hence, t h e  c o m p l e t e d  i n s t r u m e n t  is  composed o f  a ser ies  

11 I 

o f  s h o r t  d e s c r i p t i v e  s t a t e m e n t s  which  d e s c r i b e  t h e  ways i n  u h i c h  

By u s e  of f a c t o r  a n a l y s i s ,  t h i r t y  items were s e l e c t e d  I !  

1 
by t h e  writer, which  would tes t  f o r  t h e s e  two d i m e n s i o n s  i n  

a l e a d e r t s  b e h a v i o r ,  O f  t h e s e  items, f i f t e e n  were c o n s t r u c t e d  ' I 
t o  a n a l y z e  t h e  d imens ion  o f  i n i t i a t i n g  s t r u c t u r e  r t h e  o t h e r  

l e a d e r s  may behave ,  Members of t h e  l e a d e r ' s  work g r o u p  a r e  

a s k e d  t o  r e a d  e a c h  o f ' t h e s e  s t a t e m e n t s  a n d  a s s i g n  a s c o r e  f o r  

e a c h  item. S c o r e s  c a n  b e  t o t a l l e d  f o r  e a c h  o f  t h e  two areas 

a n d  d e s i g n a t e d  " h i g h n  o r  "lown f o r  a n y  g i v e n  s a m p l e  o f  l e a d e r s ,  

E f f e c t i v e  leaders ere these who SGclr8 h* on  -both d i m e n s i o n s  

o f  l e a d e r  b e h a v i o r  (18, p ,  98). 

F i g u r e  I i l l u s t r a t e s  t h e  t y p o l o g y  o f  l e a d e r  b e h a v i o r ,  

A d m i n i s t r a t o r s  i n  q u a d r a n t  I are  e v a l u a t e d  a s  h i g h l y  e f f e c t i v e  

--high on i n i t i a t i n g  s t r u c t u r e  a n d  i n  c o n s i d e r a t i o n ,  Those 

i n  q u a d r a n t  I1 n e g l e c t  s t r u c t u r e  a n d  emphas i ze  c o n s i d e r a t i o n ;  
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a n d  t h u s ,  are o n l y  p a r t i a l l y  a f f e c t i v e  as  l e a d e r s .  The 

l e a d e r s  i n  q u a d r a n t  IV show l i t t l e  c o n s i d e r a t i o n  f o r  human 

b e i n g s ,  b u t  do  f o r m u l a t e  a w e l l - d e f i n e d  o r g a n i z a t i o n .  F i n a l l y  

t h o s e  i n  q u a d r a n t  I11 are c l a s s i f i e d  a s  i n e f f e c t i v e  l e a d e r s .  

They are r a t e d  low b o t h  i n  i n i t i a t i n g  s t r u c t u r e  a n d  c o n s i d e r a -  

t i o n  (20, p. 99). 

From H a l p i n ' s  work, a number o f  c o n c l u s i o n s  h a v e  been  

r e a c h e d .  These a re t  

( 1 )  b o t h  i n i t i a t i n g  s t r u c t u r e  a n d  c o n s i d e r a t i o n  a re  

b a s i c  t o  l e a d e r  b e h a v i o r  

(2 )  e f f e c t i v e  l e a d e r s h i p  r e q u i r e s  h i g h  scores i n  

b o t h  d i m e n s i o n s  

( 3 )  l e a d e r s  are more c o n c e r n e d  w i t h  e s t a b l i s h i n g  a 

we l l -de f  i n ~ d  o r g a n i z a t i o n  and ,  s u b o r d  i n a t e s  

e m p h a s i z e  t h e  i m p o r t a n c e  o f  c o n s i d e r a t i o n  i n  

l e a d e r  b e h a v i o r  

( 4 )  l e a d e r  b e h a v i o r  c a n  a f fec t  c h a n g e s  i n  g r o u p  

a t t i t u d e  a n d  g roup  c h a r a c t e r i s t i c s  

( 5 )  o n l y  a s l i g h t  p o s i t i v e  r e l a t i o n s h i p  is e v i d e n t  

be tween  t h e  way i n  which a l e a d e r  s h o u l d  behave  

a n d  t h e  way i n  which h e  is p e r c e i v e d  as  b e h a v i n g  

(20, p. 52). 

I m p o r t a n t  a s  t h i s  t e s t  h a s  been  t o  e d u c a t i o n a l  r e s e a r c h  

a number o f  criticisms h a v e  been p u t  f o r t h  a g a i n s t  i t  as a n  

i n s t r u m e n t ,  Grif f i t h s  c a u t i o n s  u s e r s  a g a i n s t  c o n f u s i n g  

p e r c e p t i o n s  w i t h  b e h a v i o r .  H a l p i n ' s  r e s e a r c h  e m p h a s i z e s  
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the  study o f  leadership behavior; yet, t he  LBDQ record8 

percept ions o f  behavior r a t h e r  than the  a c t u a l  behavior (16, 

p. 18). 

H i l l s  p ro tes t s  t h a t  the LBDQ views leadership as being 

completely i n t e r n a l  t o  the organizat ion. He developed two 

a d d i t i o n a l  dimensions r e l a t i n g  t o  the *outsidea o f  an organiza- 

t i o n  and suggested they be inc luded i n  any f u t u r e  use o f  the 

instrument (16, p. 18). 

F i n a l l y ,  Charters questions the v a l i d i t y  o f  instruments 

establ ished, as was the  LBDQ, from small-group research i n  

bureaucrat ic  se t t ings,  because i n  such environments, a school 

being a good example, many leadership funct ions are  taken care  

o f  by means o f  the establishment o f  formal  r u l e s  end procedures. 

The r e s u l t s  o f  such operations, therefore, can no t  be a t t r i b u t e d  

t o  the behaviora l  ac t s  o f  any given person (16, p. 19). 

Furthermore, the descr ip t ion  o f  an adrn in is t ra torea 

deportment i s  sought from the percept ion o f  him b y  h i s  sub- 

ordinates. Theor is ts  have questioned the v a l i d i t y  o f  the 

LBDQ9s methods o f  determining leader behavior - can one's 

fo l l owers  accurate ly  descr ibe t h e i r  p r i n c i p a l ' s  s t y l e  o f  leader 

behavior? McKague (22, p. 32) and Brown (7, p. 63) are con- 

gruent  i n  vo i c i ng  a negat ive op in ion on t h i s  po in t .  

Subsequent research on the LBDQ l e d  S t o g d i l l  t o  contend 

t h a t  the LBDQ9s dimensions o f  i n i t i a t i n g  s t r u c t u r e  and con- 

s i de ra t i on  were n o t  s u f f i c i e n t  t o  exp la in  adequately the 

observed var iance i n  leader behavior. Consequently, a modi f ied 
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v e r s i o n  of t h e  LBDQ, c a l l e d  t h e  LBDQ-XI1 was d e s i g n e d  by t h e  

r e s e a r c h e r  t o  h e l p  r e c t i f y  some of t h e  s h o r t c o m i n g s  p r e s e n t  

i n  t h e  o r i g i n a l  form o f  t h i s  i n s t r u m e n t  (22,  p. 31). 

The b a s i s  o f  S t o g d i l l Q s  argument  r e s i d e s  i n  h i s  t h e o r y  

o f  ro l e  d i f f e r e n t i a t i o n  and  group ach ievement ,  T h i s  c o n c e p t  

v iews such  factors as t o l e r a n c e  o f  u n c e r t a i n t y  t o l e r a n c e  o f  

member freedom o f  a c t i o n ,  i n t e g r a t i o n  of  t h e  group,  r e c o n c i l i a -  

t i o n  o f  c o n f l i c t i n g  demands, p r e d i c t i v e  a c c u r a c y ,  a n d  p u r s u a s i v e -  

n e s s ,  as  s i g n i f i c a n t  v a r i a b l e s  i n  a n a l y z i n g  l e a d e r s h i p .  Other  

b e h a v i o r s  s u c h  as r o l e  a s sumpt ion ,  p r o d u c t i o n  emphasis ,  

o r i e n t a t i o n  toward  s u p e r i o r s ,  r e p r e s e n t a t i o n  o f  group i n t e r e s t s ,  

i n i t i a t i n g  s t r u c t u r e ,  and  c o n s i d e r a t i o n  a r e  i n c l u d e d  i n  t h e  

new d e s i g n  b e c a u s e  o f  t h e i r  prominence i n  earl ier  e m p i r i c a l  

r e s e a r c h  (7,  p. 63). 

The f i n a l  f o r m a t  is based on t w e l v e  l e a d e r  b e h a v i o r s ,  

R e s u l t s  from i ts  a d m i n i s t r a t i o n  a g a i n  show two major  t y p e s  of 

l e a d e r s h i p  b e h a v i o r  emerging. These t y p e s  a r e  termed Hsystem- 

o r i e n t e d  l e a d e r s h i p n  and  W p e r s o n - o r i e n t e d  l e a d e r s h i p n .  They 

p rove  t o  be c l o s e l y  a s s o c i a t e d  w i t h  g o a l  ach ievement  and g roup  

maintenance ,  r e s p e c t i v e l y  (22, p. 31). 

A n a l y s i s  o f  t h e  d a t a  l e d  S t o g d i l l  t o  d e p a r t  from 

t r a d i t i o n a l  v iews o f  l e a d e r  b e h a v i o r  a s  b e i n g  b a s i c a l l y  o f  

two dimens ions  (ie. i n s t i t u t i o n a l  o r  i n d i v i d u a l ) .  Some 

l e a d e r s h i p  s t y l e s ,  h e  c o n t e n d s  were c o n c e p t u a l i z e d  a s  b e i n g  

t r a n s a c t i o n a l .  Emphasis is n o t  p l a c e d  on e i t h e r  t h e  

i n s t i t u t i o n  o r  t h e  pe r son .  R a t h e r ,  l e a d e r s  c l a s s i f i e d  as  



b e i n g  t r a n s a c t i o n a l  a t t e m p t  t o  f i n d  a g r e e m e n t  between 

i n d i v i d u a l  a n d  o r g a n i z a t i o n a l  n e e d s  (22, p. 3 1 ) .  

Al though v a l u a b l e  t o  l e a d e r s h i p  r e s e a r c h ,  t h e  LBDQ-XI1 

r e t a i n s  c e r t a i n  weaknesses ,  Brown i n d i c a t e s  t h a t  g e n e r a l  

i n f e r e n c e s  are  d i f f i c u l t  t o  imply  f rom t h e  i n s t r u m e n t .  T h i s  

is p a r t i a l l y  due  t o  t h e  l a r g e  number o f  s u b - s c a l e s  (12 ) ,  

h a v i n g  n o  e v i d e n t  o r d e r i n g ,  which may b e  f o u n d  i n  t h e  f o r m a t .  

Each s u b - s c a l e ,  moreover ,  p u r p o r t s  t o  measu re  e q u a l l y  i m p o r t a n t  

a s p e c t s  o f  l e a d e r  b e h a v i o r .  The e q u a l i t y  o f  s u c h  scales  is 

d u b i o u s ;  S t o g d i l l ,  a c c o r d i n g  t o  Brown, d i d  n o t  t e s t  t h i s  

a s s u m p t i o n .  S e c o n d l y ,  t h e  s u b - s c a l e  s c o r e  d o e s  n o t  n e c e s s a r i l y  

r e p r e s e n t  t h e  p r i n c i p a l  h i m s e l f ,  b u t  r a t h e r  t h e  a v e r a g e  p e r -  

c e p t i o n  of h i s  b e h a v i o r  by h i s  s t a f f ,  Hence, o n e  c a n  a r g u e  

t h a t  o b s e r v e r  b i a s  is p r e s e n t  i n  t h e  r e s p o n s e s  and t h a t  d i s -  

k o r t e d ,  r a t h e r  t h a n  a n  a c c u r a t e  d e s c r i p t i o n  o f  a l e a d e r ' s  

b e h a v i o r  is r e p r e s e n t e d  ( 7 ,  p,  6 7 ) .  

F i e d l e r 9 s  C o n t i n s e n c y  Model, 

F i e d l e r  h a s  d e v e l o p e d  a C o n t i n g e n c y  Model o f  l e a d e r -  

s h i p  e f f e c t i v e n e s s  which c o r r e l a t e s  v a r i a t i o n  i n  d i r e c t i v e -  

p e r m i s s i v e  l e a d e r s h i p  s t y l e s  w i t h  g r o u p  per formance .  T h i s  is 

d e p e n d e n t  ( c o n t i n g e n t )  upon t h e  l e v e l  o f  g roup  a t m o s p h e r e  wi th -  

i n  t h e  g roup  s i t u a t i o n ,  t h e  t y p e  o f  t a s k  b e i n g  pe r fo rmed ,  and  

t h e  d e g r e e  o f  a u t h o r i t y  i n h e r e n t  i n  t h e  l e a d e r ' s  p o s i t i o n ,  

The g r o u p  a t m o s p h e r e  v a r i a b l e  is o f  p r ime  i m p o r t a n c e  

i n  t h e  framework o f  F i e d l e r ' s  model,  Group a t m o s p h e r e  is 



d e t e r m i n e d  by a s k i n g  t h e  l e a d e r  t o  ra te  h i s  g r o u p  on  t h e  

b a s i s  o f  a ser ies  o f  b i p o l a r  a d j e c t i v e s  a r r a n g e d  on a L i k e r t -  

t y p e  scale. Summation of  item s c o r e s  y i e l d s  a r e l i a b l e  a n d  

m e a n i n g f u l  g r o u p  a t m o s p h e r e  ( G A )  s c o r e .  T h i s  s c o r e  e x p r e s s e s  

how t h e  l e a d e r  fee ls  a b o u t  t h e  g r o u p ' s  a c c e p t a n c e  o f  h i s  

l e a d e r s h i p  and  h i s  . s u i t a b i l i t y  t o  t h e  r o l e .  A s  F i e d l e r  

e x p l a i n s  t 

The Group Atmosphere score, . , , i n d i c a t e s  
t h e  d e g r e e  t o  which t h e  l e a d e r  feels 
a c c e p t e d  by t h e  g r o u p  a n d  r e l a x e d  a n d  a t  
ease i n  h i s  r o l e  (11 ,  p. 32). 

I n i t i a l  d i s c o v e r y  o f  g roup  a t m o s p h e r e  as a m e d i a t i n g  

v a r i a b l e  began when F i e d l e r  d e t e r m i n e d  t h a t  t h e  more a psycho- 

t h e r a p i s t  v iewed h i s  p a t i e n t  a s  b e i n g  similar t o  h i m s e l f ,  t h e  

b e t t e r  r e s u l t  h e  a c h i e v e d .  L e s s  s u c c e s s f u l  t h e r a p i s t s  saw 

t h e i r  p a t i e n t s  as  b e i n g  t o t a l l y  u n l i k e  t h e m s e l v e s  (11, p. 38). 

Using  t h e s e  f i n d i n g s  as a b a s i s ,  t h e  r e s e a r c h e r  n e x t  

examined a number o f  h i g h  s c h o o l  b a s k e t b a l l  teams. I t  was 

assumed t h a t  l e a d e r s  w i t h  c o n s i d e r a b l e  empathy would lead t h e  

most  s u c c e s s f u l  teams. Later a n a l y s i s  o f  s t a t i s t i ca l  d a t a  

showed s i g n i f i c a n t l y  d i f f e r e n t  r e s u l t s  (11, p. .68). L e a d e r s  

who had  been c h o s e n  by t h e i r  g roup  a n d  were d e s c r i b e d  by them 

a s  b e i n g  d i s t a n t  from t h e  rest o f  t h e i r  teammates, t e n d e d  t o  

h e a d  t h e  most  s u c c e s s f u l  teams. Subsequen t  r e s e a r c h  on s u r v e y  

g r o u p s  w i t h  f o r m a l l y  a p p o i n t e d  l e a d e r s  r e v e a l e d  t h e  same 

c o n c l u s i o n s .  D i r e c t i v e  l e a d e r s ,  who were well  s u p p o r t e d  by 
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t h e i r  s u b o r d i n a t e s  ( i e ,  h i g h  g roup  a t m o s p h e r e )  p r o v i d e d  more 

e f f e c t i v e  l e a d e r s h i p ,  Thus g roup  a tmosphere  was c o n s i d e r e d  

t o  be a n  i m p o r t a n t  f a c t o r  i n  l e a d e r s h i p  e f f e c t i v e n e s s ,  

R e l i a n c e  on u s i n g  s u b o r d i n a t e s  t o  measure  group atmos- 

p h e r e  h a s  been dropped,  Recent  e v i d e n c e  i n d i c a t e s  t h a t  

l e a d e r s ,  o f t e n  s u b c o n s c i o u s l y r  are  q u i t e  s e n s i t i v e  t o  t h e  

a t r n o ~ p h e r e  p r e v a l e n t  w i t h i n  t h e i r  g roups ,  Hence, l e a d e r  r a t i n g s  

of t h i s  measure  have  r e p l a c e d  a s s e s s m e n t  by g roup  members, 

Such measures  have  proved j u s t  as r e l i a b l e  and  much moss con- 

v e n i e n t  t o  t h e  r e s e a r c h e r  (23, p, 6). The q u e s t i o n n a i r e  

d e s i g n e d  t o  gauge  g rbup  a tmosphere  u s i n g  l e a d e r s  t o  do t h e  

r a t i n g  is called t h e  Croup Atmosphere S c a l e ,  

At tempt ing  to  a v o i d  some o f  t h e  l i m i t a t i o n s  p r e s e n t  i n  

t h e  LBDQ, F i e d l e r  used  t h e  above Cunt ingency Model t o  measure 

l e a d e r s h i p  e f f e c t i v e n e s s ,  

The d i m e n s i o n s  o f  l e a d e r s h i p  b e h a v i o r  and g roup  atmos- 

p h e r e  were t e s t e d  by t h e  L e a s t  P r e f e r r e d  Co-worker scale 

(LPC) and  t h e  Croup Atmosphere S c a l e ,  r e s p e c t i v e l y ,  Leaders  

were a s k e d  t o  ra te  t h e i r  l eas t  p r e f e r r e d  co-worker u s i n g  t h e  

LPC test ,  on a L i k e r t - t y p e  scale. Those who s c o r e d  h i g h  on 

t h i s  i n s t r u m e n t  t e n d e d  t o  be  more p e r m i s s i v e  and c o n s i d e r a t e  

t o w a r d s  t h e i r  s u b o r d i n a t e s .  Low LPC l e a d e r s  i n c l i n e d  t o  b e  

more a u t h o r i t a r i a n  and  t a s k  o r i e n t e d  i n  t h e i r  r e l a t i o n s  w i t h  

o t h e r s .  

Two o t h e r  d imens ions  were t e s t e d  b e s i d e s  l e a d e r s h i p  

s t y l e  and g roup  a tmosphere .  These d imens ions  s e e k  t o  d e t e r m i n e  



and t h e  n a t u r e  o f  t h e  t a s k  performed. ft is f e l t  t h e t  a l l  

o f  t h e  v a r i a b l e s  are e s s e n t i a l  i n  d e t e r m i n i n g  how e f f e c t i v e  

an a d m i n i s t r a t o r ' s  s t y l e  would be i n  a g i v e n  s i t u a t i o n .  

P r e d i c t i o n s  based  on t h e  above scheme, i n d i c a t e  t h a t  

low LPC l e a d e r s  werB more e f f e c t i v e  i n  s i t u a t i o n s  where t h e y  

had consida?able a u t h o r i t y ,  8 s t r u c t u r e d  task t o  perform,  and 

h i g h  g roup  a tmosphere .  I n  t h o s e  c i r c u m s t a n c e s  where a - 

l e g i t i m a t e  l e a d e r  was i n v o l v e d  i n  a low group  a tmosphere  

s i t u a t i o n ,  g roup  performance  t ended  t o  b e  r a t e d  h i g h e r  under  

a more p e r m i s s i v e  l e a d e r s h i p  s t y l e .  

flcNamara and Enns a p p l i e d  t h e  above Cont ingency Model 

t o  s c h o o l  situations. T h e i r  f i n d i n g s  s u p p o r t e d  F i e d l e r ' s  

i n v e s t i g a t i o n s .  They i n d i c a t e  t 

The results imply t h a t  among p r i n c i p a l s  who 
are well s u p p o r t e d  by t h e i r  s t a f f s ,  t h o s e  
who employ more d i r e c t i v e  s t y l e s ,  a r e  l i k e l y  
t o  be more e f f e c t i v e ,  b u t  among t h o s e  
p r i n c i p a l s  h a v i n g  r e l a t i v e l y  l i t t l e  s t a f f  
s u p p o r t ,  t h e  more p e r m i s s i v e  t h e  p r i n c i p a l s ,  
t h e  more e f f e c t i v e  t h e i r  l e a d e r s h i p  is l i k e l y  
to be (23, p. 7).  

P a r t i a l  s i m i l a r i t i e s  were r e p o r t e d  by McKague, He 

s o u g h t  t o  d e t e r m i n e  what s t y l e  o f  l e a d e r s h i p  is most c l o s e l y  

r e l a t e d  t o  g roup  performance.  Using F i e d l e r 8 s  LPC t e s t ,  he 

f i n d s  t h a t  t h o s e  p r i n c i p a l s  who s c o r e  low on t h e  LPC s c a l e  

t e n d  t o  be t h e  most e f f e c t i v e  l e a d e r s .  They are viewed as 

b e i n g  dynamic and i n v o l v i n g .  In t a l k i n g  w i t h  i n d i v i d u a l  



s t a f f  members, t h e y  a p p e a r  t o  make w o r t h w h i l e  c o n t r i b u t i o n s  

t o  t h e  d i s c u s s i o n ,  w h i l e  e n c o u r a g i n g  a c t i v e  p a r t i c i p a t i o n  f r o m  

t h e i r  t e a c h e r s .  They t e n d  t o  b e  c o n t r o l l i n g  a n d  managing i n  

t h e i r  r e l a t i o n s h i p s  w i t h  o t h e r s  a n d  e x p e c t  a  h i g h  l e v e l  o f  

p e r f o r m a n c e  f rom them. P r o v i d e d  s u c h  b e h a v i o r  is a c c e p t a b l e  

t o  t h e i r  s t a f f s ,  t h i s  d e p o r t m e n t  is i n d i c a t i v e  of a n  e f f e c t i v e  

l e a d e r .  T e a c h e r s  I n  s u c h  s i t u a t i o n s  w i l l  t e n d  t o  e x h i b i t  

h i g h e r  m o r a l e ,  g r e a t e r  e a t i s f a c t i o n ,  and  i n c r e a s e d  e f f e c t i v e -  

n e s s  r a t i n g s  (22,  p, 34). 

As a r e s u l t  o f  t h e s e  i n q u i r i e s ,  it c a n  b e  c o n c l u d e d  t h a t  

p r i n c i p a l s  who d e m o n s t r a t e  d i r e c t i v e  l e a d e r s h i p  a re  more 

e f f e c t i v e  p r o v i d e d  t h e y  are s u p p o r t e d  by h i g h  g r o u p  a t m o s p h e r e  

r a t i n g s ,  

E x e c u t i v e  P r o f e s s i o n a l  L e a d e r s h i p  as  a Measure o f  Leader 
Behavior .  I/ 

R e c e n t l y ,  t h e  LPC, l i k e  t h e  LBDQ, h a s  r e c e i v e d  criticism 

from e d u c a t i o n a l  t h e o r i s t s .  These c r i t i c s  feel  t h a t  t h e  LPC 

v i e w s  l e a d e r s h i p  b e h a v i o r  u n r e a l i s t i c a l l y .  I t  is c o n s i s t e n t  

w i t h  t r a d i t i o n  i n  v i ewing  l e a d e r s h i p  i n  terms of p o l a r i z e d  

b e h a v i o r s .  E x p l i c i t  c h a r a c t e r i s t i c s  of d i r e c t i v e  a n d  permis-  

s i v e  l e a d e r s  are  d e f i n e d  b u t  n o t h i n g  is s a i d  a b o u t  t h o s e  p e o p l e  

who p o s s e s s  q u a l i t i e s  which  f a l l  between t h e  two e x t r e m e s o f  

b e h a v i o r  (11, p. 264), 

The LPC d i f f e r e n t i a t e s  l e a d e r  b e h a v i o r  as b e i n g  d i r e c t i v e  

o r  p @ r m i s s i v e ,  Just @ h a t  t h e  h i g h  a n d  low s c o r e s  r e p r e s e n t ,  

however ,  is open t o  i n t e r p r e t a t i o n  (21, p ,  12) .  F i e d l e r ,  
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t h e  LPCea d e s i g n e r ,  a d m i t s  t h a t  h i 8  t e s t  doe8 n o t  i n d i c a t e  

t h e  d e g r e e  t o  u h i c h  t h e  l e a d e r  p o s i t i o n  is h i g h  or  low (11, 

p a  262). R e s u l t s  from t h e  i n s t r u m e n t ,  f u r t h e r m o r e ,  do  n o t  

re la te  w i t h  c o n c l u s i o n s  from t h e  LBDQ-XI I o r  t h e  OCDQ--two 

i m p o r t a n t  i n d i c a t o r s  o f  l e a d e r s h i p  q u a l i t y  (21, p. 13). 

L a s t l y ,  t h e  . test i n s t r u m e n t  assumes t h a t  s c h o o l  

p e r s o n n e l  work t o g e t h e r  i n  pe r fo rming  t h e i r  t a s k s ,  Although 

t h e  t r e n d  i n  e d u c a t i o n a l  r e s e a r c h  a p p e a r s  t o  v e r i f y  t h i s  

a s sumpt ion ,  it h a s  n o t  been c o n f f r a s d  d e f i n i t e l y  (21, p. 12) .  

Shor tcomings  i n  such  i n s t r u m e n t s  d e s i g n e d  t o  d e t e r m i n e  

c h a r a c t e r i s t i c s  o f  l e a d e r  b e h a v i o r ,  create c o n s i d e r a b l e  

problems f o r  t h o s e  i n t e r e s t e d  i n  s t u d y i n g  l e a d e r s h i p .  One 

h a s  t o  choose  a h i c h e v e r  t o o l  h e  fee ls  w i l l  b e s t  meet h i s  

d e s i g n  and a c c e p t  t h e  i m p e r f e c t i o n s  i n  t h e s e  i n s t c u m e n t s .  

Schmuck and  Runkel i n  a r e c e n t  s t u d y  done i n  t h e  

Oregon s c h o o l  sys tem,  u s e  a m o d i f i e d  form of t h e  E x ~ c u ~ ~ v ~  

P r o f e s s i o n a l  L e a d e r s h i p  (EPL) test as  a measure  o f  l e a d e r  

behav io r .  This i n s t r u m e n t  was o r i g i n a l l y  d e s i g n e d  and  t e s t e d  

by Gross  and H e r r i o t t  (27, p a  10) .  I t  v iews  l e a d e r  b e h a v i o r  

on a s i x - p o i n t  L i k e r t - t y p e  scale w i t h  a r a n g e  from ualwaysw 

t o  wneveru .  

The EPL q u e s t i o n n a i r e  measures  t h e  e f f o r t  o f  a p r i n c i p a l  

t o  improve t h e  q u a l i t y  of h i s  s t a f f ' s  performance.  S i n c e  

EPL refers  t o  t h e  p r i n c i p a l ' s  a t t e m p t s  t o  i n f l u e n c e  h i s  

s u b o r d i n a t e s ,  t h e  i n s t r u m e n t  r e l i es  f o r  a s s e s s m e n t  on t h e  

r e p o r t s  o f  t e a c h e r - o b s e r v e r s .  
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Deba te  p e r s i s t s  c o n c e r n i n g  t h e  r e l i a b i l i t y  of an 

i n s t r u m e n t  wh ich  u s e s  t e a c h e r - o b s e r v e r 8  t o  d e s c r i b e  a 

p r i n c i p a l e s  l e a d e r  b e h a v i o r ,  

Gibb, a s  well as Gross a n d  Herriott, i n d i c a t e s  t h a t  

followers c a n  i d e n t i f y  t h e  amount o f  i n f l u e n c e  t h a t  l e a d e r s  

e x e r t  on t h e i r  s u b s r d i n a t e s .  Gibb r e p o r t e d ,  on t h e  b a s i s  

of a n  e x p e r i m e n t  i n v o l v i n g  s o c i o m e t r i c  c h o i c e ,  t h a t  i n d i v i d u a l s  

i n  a small g r o u p  h a v i n g  n o  t r a d i t i o n s ,  c o u l d  d e t e r m i n e  ac- 

c u r a t e l y  which i n d i v i d u a l  e x e r t e d  t h e  most  i n f l u e n c e  on t h e i r  

a c t i v i t i e s ,  When t h e s e  r e s u l t s  were compared w i t h  r e p o r t s  

f rom e x t e r n a l  o b s e r v e r s  t h e  c o r r e l a t i o n  was f o u n d  t o  be  

Wherry a n d  F r y e r  i n d i c a t e d  similar o b s e r v a t i o n s ,  

C a d e t  S i g n a l  C o r p s  o f f i c i a l s  c o u l d  i d e n t i f y  l e a d e r s h i p ,  a t  

t h e  e n d  of o n e  month, w i t h  t h e  same a c c u r a c y  of p r e d i c t i o n  

as  off icers  who h a d  been o b s e r v i n g  f o r  a p e r i o d  o f  f o u r  

months,  

Gibb s tates:  

There  is good e v i d e n c e  t h a t  members o f  a 
g r o u p  can i d e n t i f y  r e l i a b l y  t h o s e  p e r s o n s  
who exert most i n f l u e n c e  upon them a n d  
t h a t  l e a d e r s  d e f i n e d  i n  t h i s  way are 
c l o s e l y  c o r r e l a t e d  w i t h  l e a d e r s  i d e n t i f i e d  
by e x t e r n a l  o b s e r v e r s  a n d  by o t h e r  c r i te r ia  
(13, P O  881). 

C r o s s  a n d  Herriott, r e p o r t e d  similar c o n c l u s i o n s  a n d  

say c 

,.,it is h i g h l y  u n l i k e l y  t h a t  t h e  t e a c h e r s e  



r e p o r t s  have  been b iased , , .and s u p p o r t  o u r  
a s sumpt ion  t h a t  t h e  t e a c h e r - o b s e r v e r s  were, 
i n  a r e l a t i v e l y  u n b i a s e d  and a c c u r a t e  
f a s h i o n ,  r e p o r t i n g  B e a d e d  b e h a v i o r  
e x h i b i t e d  a t  d i f f e r e n t  times and  i n  
d i f f e r e n t  p l a c e s  (17, p, 26), 

The l a t t e r  writers d i d  a n  i n t e n s i v e  a n a l y s i s  f o r  

p o s s i b l e  o b s e r v e r  b i a s  i n  EPL s c o r e s  a s  p a r t  o f  t h e i r  i n q u i r y  I 
i n t o  a p r i n c i p a l ' s  e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p ,  I t  

I 
I 

was r e a s o n e d ,  on t h e  b a s i s  o f  o t h e r  s t u d i e s ,  t h a t  s e v e r a l  1 
i 

r e p o r t s  by s u b o r d i n a t e s  c o n c e r n i n g  t h e  b e h a v i o r  o f  a common i 

l e a d e r  would v a r y ,  Female s t a f f  members, f o r  example, i n  

r e p o r t i n g  on a d m i n i s t r a t i v e  b e h a v i o r  may t e n d  t o  o v e r r a t e  

t h e i r  p r i n c i p a l  w h i l e  male  s t a f f  members may t e n d  t o  under- 

rate  t h e i r  l e a d e r ,  

V a r i a t i o n  i n  o b s e r v e r  s c o r e s  were a t t r i b u t e d  t o  two I 

11 ' 

p o s s i b l e  s o u r c e s  - among p r f  n c i p a l  v a r i a n c e  and/or  among 
IIIII~I~ 

t e a c h e r  v a r i a n c e ,  C e r t a i n  s e l e c t e d  c h a r a c t e r i s t i c s  of  
1 

t 
i 
I t e a c h e r s  - a t e a c h e r ' s  s e x ,  a g e ,  s e x - a g e , i n t e r a c t i o n ,  educa- 

t i o n a l  l e v e l ,  and g e n e r a l  j o b  s a t i s f a c t i o n  - were t h o u g h t  

p o s s i b l y  t o  i n f l u e n c e  t e a c h e r  p e r c e p t i o n s  o f  leader b e h a v i o r ,  
I 

The o l d e r  t h e  t e a c h e r ,  f o r  example, t h e  g r e a t e r  t h e  chance  of 1 
1 

h i s  a d j u s t i n g  t o  h i s  p r i n c i p a l ' s  i n a d e q u a c i e s  and o f  r e p o r t -  / 
i n g  h i s  b e h a v i o r  i n  more f a v o r a b l e  terms, I n  a c c o u n t i n g  f o r  1 
p r i n c i p a l ' s  v a r i a n c e s ,  Gross and H e r r i o t  t c o n c l u d e  t h a t  even 1 

J 
when t h a t  p a r t  of  t h e  v a r i a n c e  a t t r i b u t a b l e  t o  c h a r a c t e r i s t i c s  1 

of t e a c h e r s  is p a r t i a l l e d  o u t ,  one  remains  w i t h  t h e  fact  t h a t  
I 

one  p r i n c i p a l  s imply  is d i f f e r e n t  from a n o t h e r  (17, pp. 218-227). 



To o b t a i n  a c c u r a t e  a n a l y s i s  o f  v a r i a r i c e  i n  teacher- 

o b s e r v e r  r e p o r t s ,  t h e  writers u s e  a s t r a t e g y  which combine ?I 
t h e  above  two p o s s i b i l i t i e s .  They compute t h e  t o t a l  v a r i a n c e  

e v i d e n t  i n  t e a c h e r - o b s e r v e r  r e p o r t s  ( v )  and  t h e n  e s t i m a t e  

t h a t  p o r t i o n  o f  it which is a s s o c i a t e d  w i t h  p r i n c i p a l s  a s  

l e a d e r s  ( ~ p )  , w i t h  - t h e  p e r s o n a l  c h a r a c t e r i s t i c s  o f  teacher- 

o b s e r v e r s  ( V t ) ,  w i t h  t h e  p r i n c i p a l s  a s  l e a d e r s  af"ter p a r t i a l l i n g  

o u t  t h a t  v a r i a n c e  a s s o c i a t e d  w i t h  p e r s o n a l  c h a r a c t e r i s t i c s  of 

teachers ( ~ p . t ) ,  and w i t h  t h e  p e r s o n a l  c h a r a c t e r i s t i c s  of 

t e a c h e r - o b s e r v e r s  af ter  p a r t i a l l i n g  o u t  t h a t  v a r i a n c e  l i n k e d  

w i t h  p r i n c i p a l s  as l e a d e r s  (Vt,p) .  The r e s u l t i n g  r a t i o ,  it is 

f e l t ,  would b e  g r e a t e r  t h a n  u n i t y  i f  t h e  known v a r i a t i o n  i n  

t e a c h e r  r e p o r t s  was more a t t r i b u t a b l e  t o  v a r i a t i o n  i n  t h e  

p r i n c i p a l s  t h a n  i n  t e a c h e r - o b s e r v e r  c h a r a c t e r i s  t ics  ( ~ p / v t ) .  

If v a r i a t i o n  i n  t h e  p r i n c i p a l s  was i n d e p e n d e n t  o f  v a r i a t i o n  

i n  c h a r a c t e r i s t i c s  o f  t e a c h e r - o b s e r v e r s ,  t h e  r a t i o  o f  p a r t i a l  

v a r i a n c e s  (up. t /Vt .p)  would exceed u n i t y ,  If t h a  l a t t e r  r a t i o  

was less t h a n  u n i t y ,  t h e  v a l i d i t y  o f  t e a c h e r - o b s e r v e r  r e p o r t s  

would be q u e s t i o n a b l e  (17 ,  p. 225). 

Two a s s u m p t i o n s  are  made i n  t h i s  a n a l y s i s .  First, it 

is assumed t h a t  r e p o r t s  by t e a c h e r - o b s e r v e r s  on t h e  behavior 

o f  d i f f e r e n t  a d m i n i s t r a t o r s  c a n  n o t  be  c o n s i d e r e d  as  a random 

sample  from a  common p o p u l a t i o n .  Unl ike  many p r e v i o u s  s t u d i e s ,  

t h e  sample  p o p u l a t i o n  used  by Gross and  Herriott i n c l u d e d  b o t h  

male and  f e m a l e  p r i n c i p a l s .  To a v o i d  any p o s s i b l e  c o n f u s i o n  

c o n c e r n i n g  f i n a l  r e s u l t s ,  s e p a r a t e  f i n d i n g s  f o r  s c h o o l s  hav ing  
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male p r i n c i p a l s  a n d  s c h o o l s  h a v i n g  female p r i n c i p a l s  are 

made. Secondly ,  it is assumed t h a t  p e r s o n a l  c h a r a c t e r i s t i c s  

of t e a c h e r s  do i n ?  l u e n c e  t h e i r  r e p o r t a .  Independent  examina- 

t i o n  o f  each  o f  t h e s e  a s s u m p t i o n s  i n d i c a t e  r e s u l t a n t  F - r a t i o s  

s i g n i f i c a n t  a t  t h e  .05 l e v e l ,  Thus, p o r t i o n s  o f  t h e  t o t a l  

v a r i a n c e  a t t r i b u t e d  t o  p r i n c i p a l s  as l e a d e r s  a n d  t h e  

c h a r a c t e r i s t i c s  o f  t e a c h e r - o b s e r v e r s  were b o t h  s t a t i s t i c a l l y  

s i g n i f i c a n t  (17,  pp. 227-229). 

Once e m p i r i c a l  s u p p o r t  f o r  t h e  above a s s u m p t i o n s  is 

conf i rmed,  t h e  a u t h o r s  s e e k  t o  compare t h e  v a r i a n c e  a t t r i b u t -  

a b l e  t o  t h e  p r i n c i p a l s  w i t h  t h a t  a t t r i b u t a b l e  t o  t h e  

c h a r a c t e r i s t i c s  of t e a c h e r - o b s e r v e r s ,  Up is 260 a n d  V t  is 

46,  i n  s c h o o l s  a d m i n i s t e r e d  by male p r i n c i p a l s .  In s c h o o l s  

wi th  female p r i n c i p a l s ,  Vp is 311 and V t  is 48. The r a t i o s  

v p / v t  are 5.7 and  6.5, r e s p e c t i v e l y .  Thus, v a r i a n c e  a s s o c i a t e d  

w i t h  t e a c h e r  c h a r a c t e r i s t i c s  is c o n s i d e r a b l y  less t h a n  t h a t  

v a r i a n c e  a t t r i b u t a b l e  t o  p r i n c i p a l s  a8 l e a d e r s  (17, p. 229).  

Gross a n d  Herriott  show f u r t h e r  a n a l y s i s  t o  examine 

t h e  e f f e c t s  of c o v a r i a n c e  o f  t h e s e  two s o u r c e s  a n d  r e p o r t  

t h a t  s c h o o l s  l e d  by male p r i n c i p a l s  show V p e t  o f  248 a n d  

V t e p  af 34. The r a t i o  v ~ ~ ~ / v ~ . ~  is 7.3. In s c h o o l s  

a d m i n i s t e r e d  by female p r i n c i p a l s ,  t h e  r a t i o  o f  p a r t i a l  

v a r i a n c e  is 10,7 (17,pp. 232-233). The writers c o n c l u d e  

t h a t  t e a c h e r  EPL r e p o r t s  are v a l i d  measures  o f  l e a d e r  

behav io r .  Whether s c h o o l s  have  male o r  female p r i n c i p a l s ,  

t h e  i n d e p e n d e n t  e f f e c t s  o f  t h e s e  i n d i v i d u a l s  are g r e a t  when 



compared w i t h  t h e  effect8 o f - t e a c h e r - o b s e r v ' e r  c h a r a c t e r i s t i c s .  

Observed S i m i l a r i t i e s  Between E x e c u t i v e  P r o f e s s i o n a l  Leader-  
s h i p  a n d  F i e d l e r m s  Cont insency  Nodel, 

Gross  and H e r r i o t t m s  e x e c u t i v e  p r o f e s s i o n a l  l e a d e r -  

s h i p  c o n c e p t  is similar t o  F i e d l e r ' s  Cont ingency model 

p a r t i c u l a r l y  as  t h e y  r e l a t e  t o  group a tmosphere  and  mora le ,  

There is much e v i d e n c e  t o  s u p p o r t  t h i s  c o n c l u s i o n .  

One o f  t h e  major  o b j e c t i v e s  o f  t h e  Gross and H e r r i o t t  

s t u d y  was t o  examine t h e  e f f e c t s  t h a t  t h e  e l e m e n t a r y  

p r i n c i p a l ' s  EPL had on h i s  s c h o o l w s  performance.  To d e t e r -  

mine t h i s  r e l a t i o n s h i p  t h e  r e s e a r c h e r s  c h o s e  t h r e e  cr i ter ia  

which i n  t h e i r  judgment are mean ingfu l  i n  t h e  a s s e s s m e n t  o f  

t h e  e f f e c t i v e n e s s  o f  a p r i n c i p a l m s  l e a d e r s h i p .  These 

c r i t e r i a  a r e  s t a f f  mora le ,  p r o f e s s i o n a l  per formance  o f  

t e a c h e r s ,  and s t u d e n t  l e a r n i n g ,  They assume t h a t  t h e  l e a d e r m s  

a b i l i t y  t o  i n f l u e n c e  h i s  &aPf i n  t h e s e  areas .is a f f e c t e d  by 

t h e  p r o f e s s i o n a l  s t a f f m s  demand f o r  autonomy i n  t h o s e  matters 

o f  c o n c e r n ' t o  them and  by heavy demands on t h e  p r i n c i p a l ' s  

time as a r e s u l t  of r o u t i n e  a d m i n i s t r a t i v e  and clericel  

d u t i e s ,  

The more i n t e n s e  and  p e r s i s t e n t  t h e  l a s t  two o b s t a c l e s  

a r e ,  t h e  less ab le  a p r i n c i p a l  is i n  e x e r t i n g  a p o s i t i v e  

i n f l u e n c e  on h i s  s t a f f  *s performance.  As Gross and H e r r i o t t  I I 

I 

s t a t e r  I 

i ' 
I I . . , t h o s e  c o n d i t i o n s  nee. s t a f f  r e s i s t a n c e 7  t h a t  

p e r p e t u a t e  o r  a c c e n t u a t e  t h e  p o s t u l a t e d - b l o c k s  



t o  p r o f e s t b i o n a l  l e a d e r s h i p  w i l l  s e r v e  t o  
d e c r e a s e  EPL: w h e r e a s  c o n d i t i o n s  t h a t  
r e d u c e  t h e  o b s t a c l e s  o r  pe rmi t  a d m i n i s t r a -  
t o r s  t o  overcome them w i l l  s e r v e  t o  i n c r a a s e  
it (17, p,  l o o ) ,  - 
Emphasis  is  made by t h e  a u t h o r s  on  t h e  d i f f e r e n c e s  

between t h e o r e t i c a l  a d m i n i s t r a t i v e  p r o b l e m s  as p r e s e n t e d  i n  

a d m i n i s t r a t i v e  t r a i n i n g  p rograms  a n d  t h e  c o m p l e x i t i e s  of 

o r g a n i z a t i o n a l  r e a l i t y ,  The two are f a r  f rom b e i n g  synonymous, 

Dur ing  t h e  a d m i n i s t r a t i v e  t r a i n i n g  program t h e  n e o p h y t e  

i n t e r n a l i z e s  a c o n c e p t  o f  h i s  f u t u r e  r o l e ,  T h i s  i n t e r n a l i z e -  

t i o n  p r o c e s s  p r o v i d e s  h i*  w i t h  a s e t  o f  s t a n d a r d s  from which 

h i s  l e a d e r s h i p  r o l e  w i l l  evo lve .  P resumab ly ,  a c c o r d i n g  t o  

r e s e a r c h e r s ,  t h e s e  s t a n d a r d s  w i l l  stress h i s  o b l i g a t i o n  t o  

improve  h i s  t e a c h e r s '  p e r f o r m a n c e  q u a l i t i e s ,  P o s s e s s i n g  a 

set  o f  s t a n d a r d s  a n d  t r y i n g  t o  c a r r y  them o u t  i n  a n  a c t u a l  . 

o r g a n i z a t i o n a l  s e t t i n g ,  p o s e s  some problems.  

The c h i e f  o f  t h e s e  trials f o r  t h e  e d u c a t i o n a l  a d m i n i s t r a -  

t o r  is t h e  growing  d e s i r e  f o r  i n c r e a s e d  p r o f e s s i o n a l  r i g h t s  

among t e a c h e r s ,  They t o o  h a v e  c o m p l e t e d  s p e c i a l i z e d  t r a i n -  

i n g  a t  a u n i v e r s i t y c  g r a d u a t i o n  f rom t e a c h e r  t r a i n i n g  a c c o r d s  

them a d e g r e e  o f  competence  t o  c a r r y  o u t  t h e i r  a s s i g n e d  

d u t i e s  i n  a n  e s s e n t i a l l y  autonomous manner. Employment o f  

t h e  new g r a d u a t e  by a n  e d u c a t i o n a l  s y s t e m  f u r t h e r  i n d i c a t e s  

p r o v i s i o n a l  a p p r o v a l  o f  t h e i r  c r e d e n t i a l s ,  F u l l  acknowledge-  

ment o f  t h e i r  t e a c h e r  c a p a b i l i t i e s  is r e c o g n i z e d  by d i s t r i c t  

a d m i n i s t r a t i v e  o f f i c i a l s  a f te r  s u c c e s s f u l  c o m p l e t i o n  o f  t h e  



p r o b a t i o n a r y  p e r i o d .  Teachers  who have b e i n  a c c o r d e d  f u l l  

p r o f e s s i o n a l  s t a t u s  may resist a t t e m p t s  by t h e  p r i n c i p a l  to  

i n f l u e n c e  t h e i r  per formance ,  They may view such  a t t e m p t s  as 

encroachment  upon t h e i r  p r o f e s s i o n a l  r i g h t s  (17, pp. 100-101). 

The q u e s t i o n  o f  a d m i n i s t r a t o r s  s e e k i n g  t o  overcome 

l e a d e r s h i p  b l o c k s  i s  c l o s e l y  a s s o c i a t e d  w i t h  F i e d l e r g s  

c o n c e p t  o f  g roup  a tmosphere ,  Gross and H e r r i o t t  s t a t e  t h a t  

a s u c c e s s f u l  l e a d e r  c o n t i n u o u s l y  tries t o  improve t h e  q u a l i t y  

o f  h i s  ataf t% performance .  In d o i n g  s o ,  h e  f r e q u e n t l y  h a s  

t o  overcome t e a c h e r  r e s i s t a n c e  to- h i s  l e a d e r s h i p  i f  h e  is t o  

o b t a i n  h i s  o b j e c t i v e ,  I f  h i s  l e a d e r s h i p  i s  a c c e p t e d  by h i s  

s t a f f  members, t h e s e  b l o c k s  w i l l  b e  reduced.  H i s  impac t  

t h e n ,  on o r g a n i z a t i o n a l  members w i l l  be i n c r e a s e d .  Ceader- 

s h i p  b e h a v i o r ,  p e r c e i v e d  as b e i n g  u n a c c e p t a b l e  t o  s ta f f  

p e r s o n n e l ,  w i l l  s e r v e  t o  i n c r e a s e  t e a c h e r  r e s i s t a n c e  t o  

p r o f e s s i o n a l  l e a d e r s h i p .  In t h i s  way t h e  impact  of a 

p r i n c i p a l  on h i s  o r g a n i z a t i o n  w i l l  be  c o r r e s p o n d i n g l y  

reduced ,  

According t o  F i e d l e r e s  c o n c e p t  o f  group  a tmosphere ,  

a d m i n i s t r a t o r s  who d i s p l a y  a more d i r e c t i v e  s t y l e  o f  l e a d e r -  

s h i p ,  a n d  who have  the s u p p o r t  of t h e i r  s u b o r d i n a t e s ,  are 

l i k e l y  t o  be most e f f e c t i v e ,  L e a d e r s  h a v i n g  r e l a t i v e l y  

l i t t l e  s t a f f  s u p p d r t ,  a n d  e x h i b i t i n g  a d i r e c t i v e  l e a d e r s h i p  

s t y l e ,  w i l l  be les6 e f f e c t i v e .  In b o t h  i n s t a n c e s ,  t h e  d e g r e e  

of g roup  a c c e p t a n c e  o r  s u p p o r t  o f  a n  a d m i n i s t r a t o r e s  l e a d e r -  

s h i p  b e h a v i o r  d e t e r m i n e s  l e a d e r  e f f b c t i v e n e s s ,  



Such reasoning, as e v i d e n t  i n  t h e  above d i s c u s s i o n ,  

is s u p p o r t e d  i n  P f e l d s  o t h e r  t h a n  e d u c a t i o n  by t h e  a u t h o r s  

Tannenbaum (30, p, 3 0 9 )  and  Blau and  S c o t t  (4, p,  153). In 

e s s e n c e ,  each  o f  t h e s e  t h e o r i s t s  s ta tes  t h a t  t h e  more i n f l u e n c e  

a l e a d e r  h a s  o v e r  h i s  s u b o r d i n a t e s ,  t h e  g r e a t e r  is t h e  l i k e l i -  

hood oP h i s  overcoming o b s t a c l e s  which p r e v e n t  him from a c h i e v -  

i n g  a n  e f f e c t i v e  o r g a n i z a t i o n ,  

The s t u d y  by Gross and H e r r i o t t  c o n c l u d e s  t h a t  t h e r e  

is a p o s i t i v e  r e l a t i o n s h i p  between an  e l e m e n t a r y  p r i n c i p a l p s  

EPL and  s taf f  mora le ,  p r o f e s s i o n a l  per formance  o f  t e a c h e r s ,  

z and s t u d e n t  l e a r n i n g  w i t h i n  h i s  s c h o o l  (17, p. 151). 
! 
t Such f i n d i n g s  are i m p o r t a n t  p a r t i c u l a r l y  when comparing 
L 

t t h e  similarities between s t a f f  mora le  and g roup  a tmosphere ,  
b 

The writers a n a l y z e  t h e  s t a t e d  r e l a t i o n s h i p  between EPL and 

t h e  t h r e e  d i m e n s i o n a l  cri teria o f  o r g a n i z a t i o n a l  e f f e c t i v e n e s s ,  

Q u e s t i o n s  a r e  r a i s e d  c o n c e r n i n g  t h e  r e l a t i o n *  of EPL to  

p r o f e s s i o n a l  per formance  and t h e  effects  o f  t e a c h e r  mora le  

on t h i s  r e l a t i o n s h i p .  The r e s e a r c h e r s  feel  t h a t  p o s s i b l y  

p r i n c i p a l s  i n f l u e n c e  t e a c h e r  performance  by first a f t e c t i n g  

t h e i r  mora le ,  Th i s  a s sumpt ion  is t e s t e d  by f i r s t  c o r r e l a t i n g  

t h e  la t ter  two v a r i a b l e s ,  I t  was e x p e c t e d ,  on t h e  b a s i s  o f  

r e s e a r c h  i n  o t h e r  f i e l d s ,  t h a t  p r o d u c t i v i t y  would i n c r e a s e  

w i t h  g r e a t e r  morals, The writers assumed, f u r t h e r ,  t h a t  

t e a c h e r s  t y p i c a l l y  a c c e p t  t h e  e d u c a t i o n a l  g o a l s  o f  t h e i r  

p r i n c i p a l s .  The r e s u l t a n t  r e l a t i o n s h i p  between t e a c h e r  

performance  a n d  mora le  is h i g h l y  s i g n i f i c a n  t ( r i . 7 1 ) .  I t  



means t h a t  t h e  a s s u m p t i o n s  made by t h e  t h e o r i s t s  ere c o r r e c t ,  

The e x i s t e n c e  o f  h i g h  mora le  among s t a f f  p e r s o n n e l  c a n  l e a d  

t o  g r e a t e r  t e a c h e r  performance  (17,  p. 52). 

In t h e i r  s t u d y  on s t a f f  l e a d e r s h i p  i n  p u b l i c  s c h o o l s ,  

Gross  and H e r r i o t t  i n d i c a t e  t h a t  w i t h  mora le  found t o  be  

r e l a t e d  p o s i t i v e l y . t o  t e a c h e r  performance ,  and EPL r e l a t e d  

t o  bo th ,  t h e  i n v e s t i g a t i o n  o f  mora le  as  b e i n g  a p o s s i b l e  

m e d i a t i n g  v a r i a b l e  is concomi tan t .  In t h i s  i n v e s t i g a t i o n  t h e  

e f f e c t s  o f  t e a c h e r  mora le  are p a r t i a l l e d  o u t ,  and t h e  remain- 

i n g  tmo v a r i a b l e s  are c o r r e l a t e d .  A c o r r e l a t i o n  c o e f f i c i e n t  

o f  -36 o r i g i n a l l y  h a s  been de te rmined  between t h e s e  two 

v a r i a b l e s  w i t h o u t  t e a c h e r  mora le  b e i n g  h e l d  c o n s t a n t .  Using 

t h e  a b o v e p o c e d u r e s ,  however, t h e  r e l a t i o n s h i p  between t h e  two 

v a r i a b l e s  f a l l s  t o  .01. I t  is assumed, t h e r e f o r e ,  t h a t  i f  

t e a c h e r  morale  does l i n k ,  t h e  two variables as e v i d e n c e  

s u g g e s t s ,  EPL would i n f l u e n c e  t e a c h e r  performance  by first 

a f f e c t i n g  t h e i r  mora le  (17,  pp. 53-54), 

E d u c a t i o n a l  research by McKague shows t h a t  d i r e c t i v e  

l e a d e r s h i p  on t h e  p a r t  o f  a  p r i n c i p a l  i n  a s t r u c t u r e d  s i t u a -  

t i o n  is a more e f f e c t i v e  form o f  l e a d e r s h i p ,  p r o v i d i n g  t h a t  a 

h i g h  l e v e l  of group a tmosphere  e x i s t s  w i t h i n  h i s  s c h o o l ,  

Higher  mora le ,  g r e a t e r  s a t i s f a c t i o n ,  and i n c r e a s e d  t e a c h e r  

performance  q u a l i t i e s  are a s s o c i a t e d  w i t h  such depor tment  

(22, p, 341, 

Leader  i n f l u e n c e  on t e a c h e r  performance ,  a s  shown by 

t h e  above  examples ,  is r e l a t e d  t o  t e a c h e r  a c c e p t a n c e  o f  a 
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p r i n c i p a l ' s  leader b e h a v i o r ,  I n c r e a s e d  t e a c h e r  o u t p u t  is 

more l i k e l y  i n  a s i t u a t i o n  where staff  p e r s o n n e l  s u p p o r t  t h e  

p r i n c i p a l ' s  e d u c a t i o n a l  o b j e c t i v e s ,  In a c h o o l s  where t e a c h e r s  

do n o t  w h o l e h e a r t e d l y  s u p p o r t  t h e i r  p r i n c i p a l ' s  e d u c a t i o n a l  

g o a l s ,  i n c r e a s e d  teacher performance  w i l l  be less l i k e l y  t o  

o c c u r  . 
Thus, d i r e c t i v e  l e a d e r s h i p ,  c o n t r a r y  t o  widespread  

o p i n i o n ,  does  n o t  have ,  under  c e r t a i n  c i r c u m s t a n c e s ,  a n e g a t i v e  

effect on a g roup ' s  performance.  The g r e a t e r  t h e  e x e c u t i v e  

p r o f e s s i o n a l  l e a d e r s h i p  o f  a p r i n c i p a l ,  t h e  g r e a t e r  t h e  l i k e l i -  

hood t h a t  h e  w i l l  have  a * p r o d u c t i v e a  s c h o o l ,  p r o v i d e d  a 

f a v o r a b l e  group a tmosphere  e x i s t s  amongst h i s  t e a c h e r s .  

S i t u a t i o n a l  c o n t e x t s ,  t h e r e f o r e ,  c a n n o t  be i g n o r e d  i n  l e a d e r -  

s h i p  s t u d i e s .  
l 1 I ~ [ l  ' 

Schmuck and Runkel u s i n g  a m o d i f i e d  v e r s i o n  o f  t h e  EPL 

t e s t ,  r e a c h  similar c o n c l u s i o n s ,  A p r i n c i p a l  who s c o r e s  

h i g h  on EPL, would have  t h e  f o l l o w i n g  characteristics: h e  

would be easier t o  get  along w i t h ;  h e  would make b e t t e r  

d e c i s i o n s ;  h e  would h e l p  h i s  s t a f f  more w i t h  t h e i r  own 
I 
I 

problem-solving;  he  would c o n d u c t  mean ingfu l  f a c u l t y  m e e t i n g s  

and c o n f e r e n c e s ;  and he  would be more a p t  t o  r e g a r d  h i s  

t e a c h e r s  8s p r o f e s s i o n a l s  (27, p. 11). 

A v a r i e t y  o f  o t h e r  s t u d i e s  which have  examined p o r t i o n s  
! I 

o f  t h e  above r e s e a r c h  t e n d  t o  s u p p o r t  t h e i r  c o n c l u s i o n s .  
I , I 

I 

Ziolkowski ,  r e p o r t i n g  on t h e  s u p e ~ v i s i o n  o f  i n s t r u c t i o n ,  ' 
I 

d e t e r m i n e s  t h a t  s c h o o l s  which a r e  r a t e d  s u p e r i o r  t e n d  t o  have  



p r i n c i p a l s  r h o  are d e s c r i b e d  as b e i n g  herd workers ,  "very 

much i n t e r e s t e d *  i n  t e a c h e r s  as i n d i v i d u a l s ,  seek s s i t u a t i o n  

which a l l o w s  t e a c h e r a  t o  have  a g r e a t e r  d e g r e e  o f  p a r t i c i p a -  

t i o n  i n  d e c i s i o n - n s k i n g ,  a n d  know what g o a l s  t h e i r  s c h o o l s  ere 

working toward (33, p. 3). 

A s i m i l a r  c o n c l u s i o n  is r e a c h e d  by E r i c k s o n ,  Hills, 

and Robinson i n  a n  i n v e s t i g a t i o n  o f  t h e  Vancouver Schoo l  

District. S u p e r i o r  s c h o o l s  t e n d  t o  be  more f l e x i b l e  a n d  more 

a c c e p t a b l e  t o  i n n o v a t i v e  i d e a s ,  The i r  a d m i n i s t r a t o r s  are 

d e p i c t e d  as  b e i n g  r e l a t i v e l y  s u p e r i o r ,  aware o f ,  s e n s i t i v e  

o f  and  s y m p a t h e t i c  toward ,  t e a c h e r  v i e w p o i n t s ;  and t h e y  have  

e a r n e d  t h e  r e s p e c t  a n d  c o n f i d e n c e  o f  t h e i r  s t a f f ,  They l o o k  

upon t e a c h e r s  a s  p r o f e s s i o n a l  e q u a l s  and a r e  w i l l i n g  t o  i g n o r e  

board  p o l i c y  when t h e y  f e e l  it is a n t i t h e t i c a l  t o  t h e  better- I 

ment o f  t h e i r  s c h o o l  (8, p. 19) .  [II 

E x e c u t i v e  P r o f e s s i o n a l  L e a d e r s h i p  and  Schoo l  S i z e .  

In t h e i r  s t u d y  on EPL, Gross  and H e r r i o t t  f i n d  t h a t  

p r i n c i p a l s  of s c h o o l s  w i t h  600 o r  l ess  p u p i l s  t e n d  t o  e x h i b i t  

i g r e a t e r  e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p ,  a f a c t o r  which is 
i 
1 

found  t o  be  s t a t i s t i c a l l y  s i g n i  f i c a n t ,  Reasoning s u g g e s t s  
i 

t h a t  a d m i n i s t r a t o r s  i n  smaller s c h o o l s  have  g r e a t e r  o p p o r t u n i t y  

t o  d e v e l o p  u n d e r s t a n d i n g  o f  t h e  problems t h e i r  s c h o o l s  con- 

f r o n t .  A t  t h e  same time, t h e  s m a l l e r  e n r o l l m e n t  a l l o w s  them 

g r e a t e r  o c c a s i o n  f o r  i n t e r a c t i o n  w i t h  t e a c h e r s ,  s t u d e n t s ,  end  

p a r e n t s  i n  t h e i r  s c h o o l  communi t ies  (17 ,  p. 85). 



69. 

Because  of t h i s  f i n d i n g ,  the f o l l o w i n g  s t u d y  is 

r e s t r i c t e d  t o  e l e m e n t a r y  s c h o o l s  whose s t u d e n t  p o p u l a t i o n  

number a p p r o x i m a t e l y  300 p u p i l s .  I t  is fel t  t h a t  t h e  e f fects  

of EPL on t h e  c r i t e r i o n  o f  o r g a n i z a t i o n a l  h e a l t h  w i l l  be more 

e v i d e n t  i n  s c h o o l s  o f  t h i s  s i ze  a n d  l a r g e r .  

Summary 

The f u n d a m e n t a l  a s s u m p t i o n  h e r e  is t h a t  a p r i n c i p a l ' s  

e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p  is r e l a t e d  t o  h i s  s c h o o l ' s  

o r g a n i z a t i o n a l  h e a l t h ,  c o n t i n g e n t  upon t h e  l e v e l  of g r o u p  

a t m o s p h e r e  w i t h i n  h i s  s c h o o l .  I t  is essumed t h a t  g r o u p 8  

which e x h i b i t  h i g h  g r o u p  a t m o s p h e r e  a n d  whose p r i n c i p a l s  d i s -  

p l a y  h i g h  e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p  w i l l  most  l i k e l y  

c o m p r i s e  the p e r s o n n e l  of s c h o o l s  w i t h  h i g h  o r g a n i z a t i o n a l  
I 

h e a l t h .  S c h o o l s  h a v i n g  low o r g a n i z a t i o n e l  h e a l t h  w i l l  t e n d  t o  1 
be t h o s e  which h a v e  g r o u p s  e x h i b i t i n g  low g r o u p  a t m o s p h e r e  

a n d  h a v i n g  p r i n c i p a l s  who d i s p l a y  h i g h  e x e c u t i v e  p r o f e s s i o n a l  

l e a d e r s h i p .  Croups  which e x h i b i t  low g r o u p  a t m o s p h e r e  w i l l  

t e n d  t o  be i n v o l v e d  i n  s c h o o l s  h i g h  i n  o r g a n i z a t i o n a l  h e a l t h ,  

i f  t h e i r  p r i n c i p a l s  e x h i b i t  low e x e c u t i v e  p r o f e s s i o n a l  l e a d e r -  

s h i p .  Groups d i s p l a y i n g  h i g h  g r o u p  a t m o s p h e r e  whose p r i n c i p a l s  

e x h i b i t  low EPL w i l l  t e n d  t o  b e  i n v o l v e d  i n  s c h o o l s  w i t h  low 

o r g a n i z a t i o n a l  h e a l t h .  

C l a r i f i c a t i o n  of t h e  r e l a t i o n s h i p  between EPL, g r o u p  

a t m o s p h e r e ,  a n d  o r g a n i z a t i o n a l  h e a l t h  e x p r e s s e d  i n  t h i s  s t u d y ,  

c a n  b e  shown by u s i n g  a t h r e e - d i m e n s i o n a l  d rawing .  



F i r s t ,  t h e  o r g a n i z a t i o n a l  h e a l t h  dimension i s  s p l i t  i n t o  

h i g h  and low c l a s s i f i c a t i o n s .  The execu t i ve  p r o f e s s i o n a l  

l eadersh ip  dimension then can be d i v i d e d  so t h a t  continuum 

rang ing  from very  p o s i t i v e  (h ign )  t o  very  nega t i ve  (1ow)is 

produced. 

FIGURE 11 

A MODEL FOR THE CLASSIFICATION OF 

ORGAN IZATIOMAL HEALTH STRUCTURES 

I N  SCHOOLS 

Execut ive  
P r o f e s s i o n a l  

Group 
Atmosphere 

The f i n a l  model comprises a  1 2 - c e l l  r e c t a n g l e  conta in -  

i n g  groups which can be judged on t h e i r  possession o f  a 

measurable degree o f  t h e  above s t a t e d  var iab les .  C e l l  1, f o r  

example, w i l l  be h i g h  i n  a l l  t h ree  dimensions. Leaders t h a t  

c o u l d  be ca tegor ized  i n  t h i s  area w i l l  have h i g h  EPL, w i l l  



TABLE I 

CLASSIFICATION OF ORGANIZATIONAL HEALTH 

SITUATIONS ON THE B A S I S  OF 

THREE DIMENSIONS 

C e l l  Execut ive Group Organizat ional  
Pro fess iona l  Atmosphere Health 
Leadership 

1 High 

2 moderate 

3 Low 

4 High 

5 Moderate 

6 Low 

High 

High 

High 

High 

High 

High 

7 High Low 

8 Moderate Low 

High 

High 

High 

Low 

Low 

High 

High 
i 

9 Low Low High 
I 

10 High Low Low 

11 moderate LOW LOW 

I 

Ill, 

lHill[ 

12 Low Low Low 



have h i g h  group a tmosphere  s i t u a t i o n s ,  and will l e a d  s c h o o l s  

r a t e d  h i g h  i n  o r g a n i z a t i o n a l  h e a l t h .  Call  2 w i l l  c a t e g o r i z e  

l e a d e r s  h a v i n g  modera te  EPL, h i g h  group a tmosphere  s i t u a t i o n s ,  

a n d  s c h o o l s  r a t e d  h i g h  i n  o r g a n i z a t i o n a l  h e a l t h ,  The c h a r a c t e r -  

i s t i c s  o f  g r o u p s  i n  each ce l l  are l i s t e d  i n  T a b l e  I, i 
1 
I 

I V .  DEFINITION OF TERMS 

Orsan i z a t i o n a l  H e a l t h  

T h i s  term is used  t o  d e s c r i b e  t h e  e f f e c t i v e n e s s  o f  a I 
t o t a l  s c h o o l .  A h e a l t h y  s c h o o l  can  b e  d e f i n e d  as  h a v i n g  a n  1 
open sys tem,  d i s p l a y i n g  a r e a l i s t i c  awareness  o f  its p r e s e n t  ! 
p o s i t i o n  and f u t u r e  g o a l s ,  and m a i n t a i n  s u f f i c i e n t  problem- 

s o l v i n g  mechanisms t o  cope w i b h  a changing environment ,  

Q u e s t i o n s  one t o  t tuelve o f  t h e  Q u e s t i o n n a i r e  on llllil' 1 I 
I 

O r g a n i z a t i o n a l  C h a r a c t e r i s t i c s  measures  t h i s  d imension,  I 
(see Apendix 8).  I 

I 
Open System 

T h i s  term refers t o  t h o s e  e d u c a t i o n a l  o r g a n i z a t i o n s  

which have  t h e  a b i l i t y  n o t  o n l y  t o  i n t e r a c t  s u c c e s s P u l l y  w i t h  1 
1 

t h e i r  env i ronment ,  b u t  do s o  on a c o n t i n u o u s  b a s i s ,  A t  any I I 
I I 

time immedia ts  p rob lems  may be hand led  i n  a n  i n e f f e c t i v e  

manner; b u t  o v e r  a l o n g  p e r i o d ,  t h e  o r g a n i z a t i o n  w i l l  

e f f e c t i v e l y  c o n t e n d  w i t h  its env i ronment  and c o n t i n u e  t o  

s t r e n g t h e n  and improve its c a p a b i l i t i e s  f o r  c o p i n g  w i t h  

problems as  t h e y  arfse, 



An Adequate Coal Focus 

This i s  desc r i p t i ve  of a cond i t i on  o f  a hea l thy  school I 
I 

where the  p r i n c i p a l ,  teachers, and students are  thoroughly 

aware o f  t h e i r  schools goals and d i r e c t  t h e i r  e f f o r t s  toward 

the accomplishment o f  these goals. Thus, ; lthbir'..ac.tiv;f.ties are  

purposefu l  and g o a l  or iented,  

This va r i ab le  i s  measured by quest ions one and two i n  

the  Quest ionnaire on Organizat ional  Charac te r i s t i cs .  (See 

Appendix 0). 

A Co-ordinated Communication System 

This phrase r e f e r s  t o  the e f f e c t i v e  communfcation 

which e x i s t s  between the  admin is t ra tor ,  teachers, and students 

within a hea l thy  school and the  community i t  serves. 

Questions three and four i n  the Quest ionnaire on 

Organ izat iona l  Cha rac te r i s t i c s  measures t h i s  var iab le .  (see 

Appendix 8). 

An Equi tab le  Decision-makinn S t ruc tu re  

This r e f e r s  t o  the  reasonable d i s t r i b u t i o n  o f  shared 

decision-making e x i s t i n g  between the p r i n c i p a l ,  h i s  s t a f f  and 

students w i t h i n  a hea l thy  school. Decisions a re  the r e s u l t  

o f  c o l l a b o r a t i o n  between members r a t h e r  than coercion. 

Questions f i v e  and s i x  i n  the  Gluestionnaire on 

Organizat ional  Cha rac te r i s t i c s  measure t h i s  var iable.  ( tee 

Appendix B),  



E f f i c i e n t  U t i l i z a t i o n  of Human and  material R e s o u r c e s  

A c o n d i t i o n  w i t h i n  a h e a l t h y  s c h o o l  whereby t e a c h e r s  

are a s s i g n e d  i n s t r u c t i o n a l  t a s k s  a p p r o p r i a t e  t o  t h e i r  t r a i n -  

i n g  a n d  e x p e r i e n c e .  moreover ,  t h e y  h a v e  a v a i l a b l e  t o  them 

s u f f i c i e n t  material r e s o u r c e s  t o  p e r f o r m  t h e i r  t a s k s ,  

T h i s  v a r i a b l e  is measured  by q u e s t i o n s  s e v e n  a n d  e i g h t  

i n  t h e  Q u e s t i o n n a i r e  on O r g a n i z a t i o n a l  C h a r a c t e r i s t i c s .  (See 

Appendix 0 ). 

A d a p t a b i l i t y  o f  a S c h o o l  t o  its Envi ronment  

T h i s  p h r a s e  refers t o  t h e  p o s i t i v e  r e a c t i o n  o f  t h e  

h e a l t h y  s c h o o l  t o  new e d u c a t i o n a l  i d e a s ,  a l t h o u g h  t h e  s c h o o l  

w i l l  n o t  u n t h f n k i n g l y  a l l o w  t h e s e  i d e a s  t o  d e t e r m i n e  its 

b e h a v i o r .  Its members g i v e  c a r e f u l  c o n s i d e r a t i o n  t o  a l l  major 

i n n o v a t i o n s  b e f o r e  t h e y  are i n t r o d u c e d  w i t h i n  t h e  s c h o o l .  

T h i s  v a r i a b l e  is measu red  by q u e s t i o n s  n i n e  a n d  t e n  

i n  t h e  Q u e s t i o n n a i r e  on O r g a n i z a t i o n a l  C h a r a c t e r i s t i c s ,  ( S e e  

Appendix 0). 

Prob lem-sa lv fnq  mechanisms 

T h i s  p h r a s e  refers t o  t h a t  area w i t h i n  t h e  h e a l t h y  s c h o o l  

o f  w e l l - d e v e l o p e d  s t r u c t u r e s  a n d  p r o c e d u r e s  ?or p e r c e i v i n g  t h e  

e x i s t e n c e  o f  p rob lems ,  f o r  a n a l y z i n g  them, fo r  d e c i d i n g  on 

and  i m p l e m e n t i n g  s o l u t i o n s ,  a n d  f o r  e v a l u a t i n g  t h e i r  e f f e c t i v e -  

n e s s .  

Q u e s t i o n  e l e v e n  i n  t h e  Q u e s t i o n n a i r e  on  O r g a n i z a t i o n a l  

C h a r a c t e r i s t i c s  m e a s u r e s  t h i a  v a r i a b l e .  (see Appendix 0).  



Maximum O p p o r t u n i t i e s  fo r  S e l f - a c t u a l i z a  t i o n  

T h i s  p h r a s e  refers t o  t h e  c o n d i t i o n  w i t h i n  t h e  h e a l t h y  

s c h o o l  which p r o v i d e s  e a c h  o f  its members w i t h  a n  o p p o r t u n i t y  

t o  e x p r e s s  h i s  p o t e n t i a l ,  In  r e t u r n  f o r  o u t s t a n d i n g  p e r f o r m a n c e  

a n d  c r e a t i v i t y ,  t h e  s c h o o l  g i v e s  him a s e n s e  o f  s a t i s f a c t i o n  

a n d  a c h a n c e  t o  f u r t h e r  u t i l i z e  h i s  t a l e n t s ,  

T h i s  v a r i a b l e  is measu red  by q u a a t i o n  t w e l v e  i n  t h e  

Q u e s t i o n n a i r e  on  O r g a n i z a t i o n a l  C h a r a c t e r i s t i c s ,  (see 

Appendix B ) .  

Group Atmosphere  S c o r e  

T h i s  term refers t o  t h e  d e g r e e  of a c c e p t a n c e  which  t h e  

g r o u p  a c c o r d s  its l e a d e r .  

The score is d e r i v e d  f rom q u e s t i o n s  37 t h r o u g h  46 i n  

t h e  Group Atmosphere  S c a l e .  (see Appendix C ) .  

E x e c u t i v e  P r o f e s s i o n a l  L e a d e r s h i p  S c o r e  

T h i s  term refers t o  t h e  e f f o r t  o f  a p r i n c i p a l  t o  improve  

t h e  q u a l i t y  o f  h i s  s ta f f ' s  p e r f o r m a n c e ,  a n d  is d e p e n d e n t  on 

t h e  i n t e r n a l i z a t i o n  of h i s  role. 

The score s e c u r e d  from q u e s t i o n s  13 t h r o u g h  36 i n  t h e  

The P r i n c i p a l  o f  T h i s  S c h o o l  q u e s t i o n n a i r e .  ( s e e  Appendix B ), 

O r q a n i z a t i o n a l  C h a r a c t e r i s t i c s  S c o r e  

T h i s  term i n d i c a t e s  t h e  measurement  o f  a s c h o o l ' s  

o r g a n i z a t i o n a l  h e a l t h .  

I t  is d e r i v e d  from q u e s t i o n s  o n e  t h r o u g h  t w e l v e  i n  t h e  

Q u e s t i o n n a i r e  on  O r g a n i z a t i o n a l  C h a r a c t e r i s t i c s ,  ( s e e  



Appendix B ). 

V ,  DELIMITATIONS, LIMITATIONS, A N D  

D e l i m i t a t i o n s  

The s t u d y  r e s t r i c t e d  i t s e l f  t o  f o u r  i n t r a - o r g a n i z a -  

t i o n a l  v a r i a b l e s :  t h e  p r i n c i p a l ' s  e x e c u t i v e  p r o f e s s i o n a l  

l e a d e r s h i p ,  t h e  g r o u p  a t m o s p h e r e  w i t h i n  t h e  s c h o o l ,  t h e  s c h o o l  

s i z e ,  a n d  t h e  d e g r e e  of o r g a n i z a t i o n a l  h e a l t h  f o u n d  i n  s c h o o l s  

a n a l y z e d  i n  terms of a s e v e n - d i m e n s i o n a l  o r g a n i z a t i o n a l  

h e a l t h  model.  No e f f o r t  was made t o  d e t e r m i n e  t h e  a g e ,  s e x ,  

y e a r s  o f  t e a c h i n g  e x p e r i e n c e  e t  cetera of r e s p o n d e n t  t e a c h e r s .  

Nor was a n y  a t t e m p t  made t o  d e t e r m i n e  i f  a n y  e x t r a - o r g a n i z a -  

t i o n a l  v a r i a b l e s  a f f e c t e d  t h e  i n d i v i d u a l  p a r t i c i p a n t  s c h o o l s .  

I t  is r e c o g n i z e d  t h a t  t h e s e  v a r i a b l e s  c o u l d  h a v e  i n f l u e n c e  on 

t h o s e  t e a c h e r s  a n d  s c h o o l s  i n v o l v e d  i n  t h e  i n q u i r y .  These 

v a r i a b l e s ,  however ,  were f e l t  t o  be  o u t s i d e  t h e  s c o p e  o f  t h i s  

i n v e s t i g a t i o n ,  

L a s t l y ,  o n l y  B r i t i s h  Columbia e l e m e n t a r y  s c h o o l s  w i t h  

t e n  o r  more f u l l - t i m e  s t a f f  members were u s e d  i n  t h e  s t u d y .  

L i m i t a t i o n s  

Only s e l e c t i v e  v a r i a b l e s  were u s e d  i n  t h e  r e s e a r c h  s t u d y .  

These v a r i a b l e s  d o  n o t  a c c o u n t  f o r  a l l  o f  t h e  facets affect-  

i n g  t e a c h e r s ,  a d m i n i s t r a t o r s ,  a n d  s c h o o l s .  No th ing ,  f o r  

example ,  was d o n e  t o  d e t e r m i n e  a t e a c h e r ' s  employee  o r i e n t a t i o n .  



1 
L 

77.  

T h i s  c e r t a i n l y  would h a v e  a b e a r i n g  on  t h e  way i n  which  s t a f f  

members r e a c t e d  t o  a d m i n i s t r a t i v e  l e a d e r s h i p ,  

S e c o n d l y ,  t h e  s t u d y  was b a s e d  o n  t h e  a s s u m p t i o n  t h a t  t h e  

p r i n c i p a l  was t h e  "real" l e a d e r  o f  h i s  s c h o o l ,  No e f f o r t  was 

made t o  v e r i f y  t h i s  p r e m i s e  i n  a n y  o f  t h e  p a r t i c i p a t i n g  s c h o o l s ,  
I 

O t h e r s  i n  a d m i n i s t r a t i v e  p o s i t i o n s ,  a n d  some t imes  i n f o r m a l  I 
I 

l e a d e r s  w i t h i n  t h e  s c h o o l  may e x e r t  c o n s i d e r a b l e  i n f l u e n c e  on 1 

t h e  o p e r a t i o n .  F u r t h e r m o r e ,  t h e  q u e s t i o n n a i r e  on O r g a n i z a t i o n a l  

C h a r a c t e r i s t i c s  d o e s  n o t  measu re  a l l  a s p e c t s  of o r g a n i z a t i o n a l  

h e a l t h ,  b u t  limits i t se l f  e n t i r e l y  t o  an a n a l y s i s  of t h o s e  

d i m e n s i o n s  t h o u g h t  t o  b e  i m p o r t a n t  t o  a l l  e l e m e n t a r y  s c h o o l s ,  

Data o b t a i n e d  from t h i s  s t u d y  s h o u l d  be  r e a d  w i t h  t h e  

v iew t h a t  t h e  g e n e r a l i z a t i o n s  made refer o n l y  t o  t h e  popu la -  

t i o n  sampled.  I n f e r e n c e s  a b o u t  s c h o o l s  e n d  leaders o u t s i d e  

t h e  s t u d y ' s  p o p u l a t i o n  s h o u l d  b e  made w i t h  c a u t i o n ,  

Assumpt ions  

A b a s i c  a s s u m p t i o n  o f  t h i s  i n q u i r y  is t h a t  a c c u r a t e  

measurement  o f  a p r i n c i p a l ' s  l e a d e r s h i p  b e h a v i o r  and  h i s  

s c h o o l ' s  o r g a n i z a t i o n a l  h e a l t h  c a n  b e  o b t a i n e d  by means of 

t e a c h e r  r e s p o n s e s  t o  a q u e s t i o n n a i r e ,  

I t  h a s  a l r e a d y  been s ta ted t h a t  some r e s e a r c h e r s  

q u e s t i o n  t h e  s o u n d n e s s  o f  a n  i n s t r u m e n t  t h a t  u s e s  t e a c h e r -  

o b s e r v e r s  as a s o u r c e  of i n f o r m a t i o n  c o n c e r n i n g  some v a r i a b l e s ,  
I 

C e r t a i n l y  t h e i r  a r g u m e n t s  h a v e  some merit. b i s t o r t i o n  o f  I I 

( ( I  

r e s p o n d e n t  p e r c e p t i o n  o f  a n  i n d i v i d u a l  is n o t  a n  uncommon I ! 
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occurrence. The c r e d i b i l i t y  o f  auch arguments i s  reduced 

when one considers other  aspects o f  the issue, Percept ion 

does c o n s t i t u t e  r e a l i t y  f o r  the perceiver,  Communality o f  - 
percept ion among o rgan iza t iona l  pa r t i c ipan ts ,  moreover, can 

be measured s t a t i s t i c a l l y  through an examination o f  the amount 

o f  var iance i n  perception, 

I t i s  assumed i n  t h i s  study t h a t  the  selected sample 

Is representa t ive  o f  the  populat ion, and t h a t  the instruments 

used i n  the i nves t i ga t i on  are  v a l i d  and r e l i a b l e  measures o f  

the study's major concepts. It i s  understood, fu r the r ,  t h a t  

these instruments have been answered honest ly  by the  p a r t i c i -  

pants. 

F i n a l l y ,  i t  i s  presumed t h a t  the assumptions under ly ing 

the s t a t i s t i c a l  procedures employed i n  t h i s  study were met, 

V I ,  SUB-PROBLEmS AND HYPOTHESES 

Problems and hypotheses t h a t  have bemn formulated from 

the above discussion are  as fc~l.lowss 

Sub-problem 1,O 

Do p r i n c i p a l s  hauing h igh  EPL and h igh  group atmas- 

phere s i t u a t i o n s  have h e a l t h i e r  organizat ions than ' those 

having low EPL i n  low group atmosphere s i t ua t i ons?  

The ana lys is  provided i n  Chapter Two suggests . t ha t  leaders 

who e x h i b i t  h igh  execut ive p ro fess iona l  leadership have schools 

t h a t  are more product ive  ( i n  reference t o  flcKague's study) provided 

they have favorable group atmosphere s i tua t ions ,  I n  these schools, 
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s t a f f  m o r a l e ,  p r o f e s s i o n a l  p e r f o r n a n c a  q f  t e a c h e r s ,  and 

s t u d e n t  l e a r n i n g  t e n d  t o  b e  h i g h ,  

E v i d e n c e  from mcKaguees i n v e s t i g a t i o n  i n d i c a t e s  t h a t  

t h o s e  a d m i n i s t r a t o r s  who d o  p o s s e s s  a dynamic a n d  i n v o l v i n g  

l e a d e r s h i p  s t y l e  a n d  whose l e a d e r s h i p  is p e r c e i v e d  as  b e i n g  

a c c e p t a b l e  t o  t e a c h e r s ,  t e n d  t o  b e  a s s o c i a t e d  w i t h  s c h o o l s  

h a v i n g  h i g h  m o r a l e ,  g r e a t  s a t i s f a c t i o n ,  a n d  h i g h  e f f e c t i v e -  

n e s s  r a t i n g s  on t h e  p a r t  of t h e i r  t e a c h e r s  (22, p ,  34). 

F u r t h e r ,  r e s e a r c h  by  McNamara a n d  Enns  i n d i c a t e s  t h a t  permia-  

s i v e  l e a d e r s h i p  i n  s i t u a t i o n s  where  t h e r e  is a f a v o r a b l e  g r o u p  

a t m o s p h e r e  r e s u l t s  i n  i n e f f e c t i v e n e s s  on t h e  p a r t  of t h e  

a d m i n i s t r a t o r  w i t h i n  h i s  s c h o o l  (23,  p ,  3 ) .  

I t  may b e  r e a s o n a b l e  t o  suggest t h a t  t h o s e  p r i n c i p a l s  

whose s t a f f s  are p e r c e i v e d  d i s p l a y i n g  h i g h  g roup  a t m o s p h e r e ,  

a n d  who e x e r t  a h i g h  d e g r e e  of EPL w i l l  h a v e  a r e l a t i v e l y  

s t r o n g  i n f l u e n c e  on  t h e  s e v e n - d i m e n s i o n a l  model of o r g a n i z a -  

t i o n a l  h e a l t h ,  I n  a d d i t i o n ,  p r i n c i p a l s  who e x h i b i t  low EPL 

a n d  whose s t a f f s  d i s p l a y  h i g h  g r o u p  a t m o s p h e r e  w i l l  a d m i n i s t e r  

s c h o o l s  r a t e d  r e l a t i v e l y  low i n  o r g a n i z a t i o n a l  h e a l t h ,  

H y p o t h e s i s  1,l I t  is h y p o t h e s i z e d  t h a t  p r i n c i p a l s  who e x e r t  

h i g h  e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p  i n  a h i g h  g r o u p  atmos-  

p h e r e  s c h o o l  w i l l  a d m i n i s t e r  s c h o o l s  r a t e d  h i g h  i n  o r g a n i z a -  

t i o n a l  h e a l t h .  

H y p o t h e s i s  1 .2  I t  is h y p o t h e s i z e d  t h a t  p r i n c i p a l s  who show 

h i g h  e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p  i n  a h i g h  g r o u p  



b t iona l  h e a l t h .  

Hypothes i s  1.3 I t  is h y p o t h e s i z e d  t h a t  p r i n c i p a l s  who 

e x h i b i t  low e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p  i n  a h i g h  group 

a tmosphere  s c h o o l  w i l l  a d m i n i s t e r  s c h o o l s  r a t e d  low i n  

o r g a n i z a t i o n a l  h e a l t h .  

Hypothes i s  1.4 I t  is h y p o t h e s i z e d  t h a t  p r i n c i p a l s  who d i s p l a y  

low e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p  i n  a h i g h  g roup  a tmosphere  I 

s c h o o l  w i l l  a d m i n i s t e r  s c h o o l s  r a t e d  h i g h  i n  a r g a n i z a t i o n a l  I 

I 

I 

h e a l t h .  I 

Sub-Problem 2.0 
I 

Do p r i n c i p a l s  i n  low group  a tmosphere  s c h o o l s  who d i s -  1 
I 

p l a y  h i g h  e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p  have  more h e a l t h -  
i 1 

f u l  o r g a n i z a t i o n s  t h a n  t h o s e  i n  s imi la r  s i t u a t i o n s  who d i s p l a y  
I ,  I 

~ 
low e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p ?  I 

I 
I 

mcKague i n  a s t u d y  comparing t h e  r e l a t i o n s h i p  between I 

, 

l e a d e r s h i p  b e h a v i o r  based on Least P r e f e r r e d  Co-worker 

s c o r e s  a n d  O r g a n i z a t i o n a l  Climate D e s c r i p t i o n  Q u e s t i o n n a i r e  I 

I 

dimens ions  of  t e a c h e r  b e h a v i o r ,  f i n d s  t h a t  t h e r e  is no s i g n i f i -  I I 

c a n t  c o r r e l a t i o n  i n  s c h o o l s  w i t h  low group  .atmosphere.  Only i n  I 

I 

t h o s e  s c h o o l s  where t h e  p r i n c i p a l ' s  l e a d e r s h i p  is c l a s s i f i e d  as i 
d i r e c t i v e  and managing, and which rate h i g h  GA (group etmos- 

I 

i I I 

p h e r e )  d o e s  t h e  c o r r e l a t i o n  p rove  s i g n i f i c a n t  ' (22, p. 33) .  

S i m i l a r  r e s u l t s  were found when t h e  LPC tes t  is 
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c o r r e l a t e d  w i t h  t h r e e  o t h e r  t e a c h e r  v a r i a b l e s ,  These arm: 

t e a c h e r  e v a l u a t i o n  o f  p r i n c i p a l  e f f e c t i v e n e s s ,  e v e l u a t i o n  of 

s c h o o l  e f f e c t i v e n e s s ,  and j o b  s a t i s f a c t i o n ,  Again, no  s i g n i f i -  

c a n t  r e l a t i o n s h i p s  a r e  found between LPC s c o r e s  a n d  t h e s e  

t e a c h e r  v a r i a b l e s  i n  low G A  s c h o o l s .  S i g n i f i c a n t  c o r r e l a t i o n 8  

a r e  found between a l l  t h r e e  v a r i a b l e s  i n  h i g h  GA s c h o o l s  (22,  

p *  33) .  

I m p l i c a t i o n s  from t h i s  i n v e s t i g a t i o n  can  be a p p l i e d  t o  

t h i s  sub-problem. P o s i t i v e  i n f l u e n c e  on s t a f f  member8 by  t h e i r  

p r i n c i p a l s  is e v i d e n t  i n  s i t u a t i o n s  where t h e  a d m i n i s t r a t o r  

s c o r e s  low on t h e  LPC scale and  l e a d s  a s c h o o l  which is h i g h  

on G A ,  The r e l a t i o n s h i p  between LPC s c o r e s  and t e a c h e r  b e h a v i o r  

v a r i a b l e s  is still, however, r e l a t i v e l y  vague i n  low GA s c h o o l s .  

I t  may be  s u g g e s t e d ,  t h e r e f o r e ,  t h a t  a p r i n c i p a l ' s  

i n f l u e n c e  on t h e  o r g a n i z a t i o n a l . - h e a l t h  o f  h i s  s c h o o l  i n  low 

CA o r g a n i z a t i o n s  is somewhat i l l - d e f  i n e d .  Hence, a 

p r i n c i p a l  i n  a low G A  s c h o o l  who e x h i b i t s  h i g h  EPL and  

a d m i n i s t e r s  a s c h o o l  h i g h  i n  o r g a n i z a t i o n a l  h e a l t h  emerges 

a s  a p o s s i b i l i t y .  

Hypothes i s  2 , l  I t  is h y p o t h e s i z e d  t h a t  p r i n c i p a l s  who d i s p l a y  

h i g h  e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p  i n  a low group a tmosphere  

s c h o o l  w i l l  a d m i n i s t e r  s c h o o l s  r a t e d  h i g h  i n  o r g a n i z a t i o n a l  

h e a l t h ,  

Hypothes i s  2.2 I t  is h y p o t h e s i z e d  t h a t  p r i n c i p a l s  who d i s p l a y  
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h i g h  e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p  i n  a low group  atmos- 

p h e r e  s c h o o l  w i l l  a d m i n i s t e r  s c h o o l s  r a t e d  low i n  o r g a n i z a -  

t i o n a l  h e a l t h .  

Hypothes i s  2.3 I t  is h y p o t h e s i z e d  t h a t  p r i n c i p a l s  who 

exert low e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p  i n  a lam group  

a tmosphere  s c h o o l  w i l l  a d m i n i s t e r  s c h o o l s  r a t e d  h i g h  i n  

o r g a n i z a t i o n a l  h e a l t h .  

Hypothes i s  2.4 I t  is h y p o t h e s i z e d  t h a t  p r i n c i p a l s  who exert 

low e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p  i n  a low group  atmos- 

p h e r e  s c h o o l  will a d m i n i s t e r  s c h o o l s  r a t e d  low i n  o r g a n i z a -  

t i o n a l  h e a l t h .  

A thorough  d i s c u s s i o n  was p r e s e n t e d  earl ier  i n  t h i s  

c h a p t e r  ( a n t e ,  pp. 70-72) which t h e o r e t i c a l l y  compared t h e  

r e l a t i o n s h i p  between h i g h ,  modera te ,  and  low r a t i n g s  o f  

e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p  and o r g a n i z a t i o n a l  h e a l t h  

dependen t  upon g roup  a tmosphere .  No h y p o t h e s e s  were d e s i g n e d  

i n  t h i s  s t u d y ,  however,  t o  t es t  t h e  r e l a t i o n a h f p  between 

modera te  e x e c u t i v e  prof 'ess ional  l e a d e r s h i p  and o r g a n i z a t i o n a l  

h e a l t h  under  h i g h  o r  low group  a tmosphere  s i t u a t i o n s ,  S i n c e  

t h i s  r e p o r t  was a n  i n i t i a l  a n a l y s i s  i n t o  t h e  f i e l d  of organiza- 

t i o n a l  h e a l t h ,  it was d e c i d e d  o n l y  t o  measure  e x e c u t i v e  

p r o f e s s i o n a l  l e a d e r s h i p  on a h i g h ,  low continuum. C h a p t e r  IU, 

though,  w i l l  d i s c u s s  t h e  d i f f e r e n c e s  between h i g h ,  modera te ,  

and low e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p  b e h a v i o r  and  its 

r e l a t i o n s h i p  t o  o r g a n i z a t i o n a l  h e a l t h .  
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CHAPTER I11 

RESEARCH NETHODOLOGY 

I. DATA REQUIRED 

To secure t h e  necessary i n f o r m a t i o n  t o  t e s t  t h e  

generated hypotheses, i t  was necessary t o  c o l l e c t  data on 

t h e  o r g a n i z a t i o n a l  h e a l t h  o f  elementary schools, data on t h e  

execut ive  p r o f e s s i o n a l  l eadersh ip  o f  elementary p r i n c i p a l s ,  

and data on t h e  group atmosphere o f  each school. 

Orqan iza t iona l  Hea l th  Scale 

The ins t rument  used t o  measure o r g a n i z a t i o n a l  h a a l t h  i n  

elementary schools was designed e s p e c i a l l y  f o r  t h i s  s tudy and 

f o r  purposes o f  a d m i n i s t r a t i o n  t o  teachers was g i ven  the 

r e l a t i v e l y  c o l o r l e s s  t i t l e ,  Quest ionnai re on Orqsn iza t i ona l  

C h a r a c t e r i s t i c s  of  Your School, Organ iza t i ona l  h e a l t h  was 

conceptual ized as encompassing c e r t a i n  f u n c t i o n a l  requirements 

p resent  w i t h i n  school  o rgan iza t ions .  The ex is tence o r  

absence o f  these requirements a t  random t ime i n t e r v a l s  mould 

be impor tan t  i n  determin ing whether a schoo l  e x h i b i t e d  h i g h  o r  

low degrees of o r g a n i z a t i o n a l  hea l th ,  Based on an a r t i c l e  

by Robinson. t h e  e s s e n t i a l  p r o p e r t i e s  o f  a hea l thy  school  a r e  

taken t o  be: 

(1) an adequate g o a l  focus 

(2) a  co-ord inated communication system, 



(3 ) a n  e q u i t a b l e  decis ion-making s t r u c t u r e  

(4)  e f e i e i e n t  u t i l i z a t i o n  o f  human a n d  material 

r e s o u r c e s ,  

(5)  a s c h o o l  autonomous w i t h i n  its env i ronment ,  

y e t  a d a p t i v e  t o  e n v i r o n m e n t a l  i n f l u e n c e  

(6 )  e x i s t e n c e  o f  a d e q u a t e  problem-solving mechanisms, 

and 

(7)  maximum o p p o r t u n i t i e s  f o r  s e l f - a c t u a l i z a t i o n  

(4, pp, 9-11), 

To measure each  o f  t h e s e  characteristics, p r e c i s e  

d e f i n i t i o n s  o f  o r g a n i z a t i o n a l  h e a l t h  v a r i a b l e s  had t o  be 

fo rmula ted .  Items were t h e n  d e s i g n e d  t o  measure  t h e s e  

c h a r a c t e r i s t i c s  a l o n g  a t i k e r t - t y p e  scale. R e s u l t a n t  items 

were p u t  t o ~ e t h e r  i n  t h e  form o f  a q u e s t i o n n a i r e  a n d  respon-  

d e n t s  were a s k e d  t o  assess e a c h  s t a t e m e n t  w i t h  one  of f i v e  

comments; t h e  f i v e  comments b e i n g  "very  f r e q u e n t l y  o r  a lways  

t r u e , "  " o f t e n  t r u e , "  Y o c c a s f d n a l l y  t r u e , "  "seldom t r u e , "  o r  

V e r y  r a r e l y  or n e v e r  t r u e ,  W 

C o n s t r u c t i o n  o f  a r e l i a b l e  a n d  t e s t e d  q u e e t i o n n a i r e  on 

o r g a n i z a t i o n a l  h e a l t h  u s i n g  p r a g m a t i c  v a l i d i t y  p rocedure8  waa 

c o n s i d e r e d  beyond t h e  s c o p e  o f  t h i s  p r o j e c t .  A t tempts  were 

made, however,  t o  d e t e r m i n e  t h e  r e l a t i o n s h i p  between items 

c o n t a i n e d  i n  t h e  i n s t r u m e n t  and s i g n i f i c a n t  f i n d i n g s  are 

p r e s e n t e d  i n  a later s e c t i o n  o f  t h i s  c h a p t e r ,  

The E x e c u t i v e  P r o f e s s i o n a l  L e a d e r s h i p  I n s t r u m e n t  

The e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h q p  o f  e l e m e n t a r y  
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p r i n c i p a l s  was measured  by a a e c t i o n  of  t h e  t o t a l  q u e s t i o n -  

n a i r e  e n t i t l e d ,  The P r i n c i p a l  of T h i s  S c h o o l ,  I t  war f e l t  

a d v i s a b l e  t o  o m i t  t h e  p h r a s e  " e x e c u t i v e  p r o f e s s i o n a l  l e a d e r -  

s h i p Y  i n  t h e  t i t l e  t o  min imize  t h e  p o s s i b i l i t y  of t e a c h e r s  

( o b s e r v e r - r e s p o n d e n t s )  making any  c o n n o t a t i v e  judgments .  

The i n s t r u m e n t  u s e d  t o  meesure  t h e  e x e c u t i v e  p r o f e s -  

s i o n a l  l e a d e r s h i p  o f  p r i n c i p a l s ,  n e v e r t h e l e s s ,  was b a s i c a l l y  

t h e  q u e s t i o n n a i r e  o r i g i n a l l y  d e v e l o p e d  by C r o s s  a n d  H e r r i o t t  

a s  p a r t  o f  a l a r g e  scale r e s e a r c h  inquiry i n t o  l e a d e r s h i p  
i 

i n  American p u b l i c  s c h o o l s  (2, p ,  14), 

The E x e c u t i v e  P r o f e s s i o n a l  L e a d e r s h i p  S c a l e  a l o n g  w i t h  

o t h e r  i n s t r u m e n t s  u s e d  i n  t h e  l a r g e r  r e s e a r c h ,  was d e v e l o p e d  

by G r o s s  a n d  h i s  s taff  i n  a number of s t a g e s .  S i n c e  t h i s  

scale wes p a r t  o f  a l a r g e r  s t u d y ,  p o r t i o n s  of t h e  p r e l i m i n a r y  

work f o r  t h e  l a r g e r  p r o j e c t  a re  r e v i e w e d  h e r e  t o  i n c l u d e  

d e s c r i p t i o n  of  t h e  e a r l y  deve lopment  p h a s e s  of t h e  EPL S c a l e .  

f i rs t ,  a n  e x t e n s i v e  r e v i e w  of background l i t e r a t u r e  

a v a i l a b l e ,  was u n d e r t a k e n  a n d  a number o f  items t h o u g h t  

a p p r o p r i a t e  t o  t h e  main s t u d y  were d e r i v e d  from t h e  r e v i e w ,  

P r e l i m i n a r y  p r e t e s t i n g  o f  t h e  i n s t r u m e n t ' s  rough  d r a f t  t o  b e  

u s e d  i n  t h e  main s t u d y  was done  by i n t e r v i e w i n g  s e v e n t y - f i v e  

s c h o o l  p r i n c i p a l s  from a l a r g e  m e t r o p o l i t a n  area i n  t h e  

U n i t e d  S t a t e s  (2, p ,  15). 

F i n a l  p r e t e s t i n g  o f  t h i s  i n s t r u m e n t  was done  u s i n g  

e i g h t  a d m i n i s t r a t o r s  f rom two l a r g e  American u r b a n  c e n t e r s .  

Each was i n t e r v i e w e d  f o r  a p p r o x i m a t e l y  e i g h t  h o u r s ,  and a 
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record  kept  o f  the length  o f  t ime i t  took h i m  t o  complete each 

sect ion o f  the schedule, From such e f f o r t s ,  major modif ica- 

t i o n s  i n  the quest ionnaire were made and i n t e r v i e r i n g  tech- 

niques re f ined,  

Since the execut ive p ro fess iona l  leadership study was 

developed as p a r t  o f  a l a r g e r  Na t iona l  P r i nc ipa l sh ip  Study, 

the t a r g e t  populat ion f o r  the  two p r o j e c t s  war i den t i ca l ,  It 

was decided the populat ion'  would be those superv is ing p r i n c i p a l s  

i n  c i t i e s  o f  50,000 o r  more people, These p r i n c i p a l s  were then 

s t r a t i f i e d  on the basis o f  geographical region, system-per- 

p u p i l  expenditure, and s i z e  o f  c i t y ,  A c l u s t e r  sampling 

procedure intended t o  l i m i t  the popu la t ion tes ted  t o  a f i v e  

per cent sample, reduced the o r i g i n a l  number o f  p r i n c i p a l s  t o  

508 and the number o f  c i t i e s  selected t o  4 1  (2, pp. 16-17), 

This sample inc luded 189 elementary schools, 

School superintendents i n  each o f  these c i t i e s  were 

contacted by telephone t o  exp la in  the main study's ob jec t i ves  

and t o  seek t h e i r  cooperation, It was ensured t h a t  the sample 

schools would vary both as t o  l e v e l  and socio-economic s ta tus  

of population, Schools i n  each conmunity were c l a s s i f i e d  by 

the p a r t i c i p a t i n g  d i s t r i c t s  according t o  whether they were 

elementary, j u n i o r  high, o r  sen ior  high: and by the socio- 

economic p o s i t i o n  o f  t h e i r  populat ions. Excluded from the 

sample were teaching p r i n c i p a l s  and p r i n c i p a l s  superv is ing 

more than one bu i ld ing .  
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'School  s u p e r i n t e n d e n t s  from p a r t i c i p a t i n g  d i s t r i c t 8  

were g i v e n  a number o f  s c h e d u l e s  t o  comple te .  Among t h e e e  

tests was t h e  q u e s t i o n  whether  t h e y  would allow s u b o r d i n a t e  

s t a f f  members t o  be  c o n t a c t e d  d i r e c t l y  by members o f  t h e  
, 

r e s e a r c h  group. F o r t y  o f  t h e  f o r t y - o n e  a g r e e d  t o  c o o p e r a t e .  

The same q u e s t i o n  was a s k e d  o f  a d m i n i s t r a t o r s  i n  e a c h  

s c h o o l *  o f  t h e  1 8 9  p a r t i c i p a t i n g  e l e m e n t a r y  s c h o o l q  f o u r t e e n  

a d m i n i s t r a t o r s  r e f u s e d  t o  a l l o w  t h e i r  s t a f f s  t o  be c o n t a c t e d  

d i r e c t l y .  

Consequen t ly ,  175 s c h o o l s  i n  4 0  l a r g e  s c h o o l  s y s t e m s  

formed t h e  b a s i s  of' t h e  smaller EPL i n v e s t i g a t i o n  (2 ,  p. 22) .  

A 21-page Teacher  Q u e s t i o n n a i r e  (which i n c l u d e d  t h e  

EPL S c a l e )  was p r e p a r e d  a f t e r  a n a l y s i s  o f  d a t a  r e c e i v e d  from 

p r i n c i p a l s  i n  t h e  p r e v i o u s  meet ings .  The q u e s t i o n n a i r e  was 

mai led  t o  a random sample o f  t e n  t e a c h e r s  i n  each o f  t h e  175  

p a r t i c i p a t i n g  e l e m e n t a r y  s c h o o l s .  Teachers  were a s k e d  t o  

g i v e  c e r t a i n  background i n f o r m a t i o n ,  t o  comple te  a series o f  

items t h a t  d e a l t  w i t h  t h e i r  d e f i n i t i o n  o f  t h e  p r i n c i p a l ' s  

r o l e  and o f  t h e i r  own, and t o  ac t  as  o b s e r v e r s  o f  t h e i r  

p r i n c i p a l ' s  b e h a v i o r .  Follow-up le t te rs  were s e n t  t o  a l l  

t e a c h e r s  who had n o t  r e t u r n e d  t h e  q u e s t i o n n a i r e  a f t e r  a  g i v e n  

l e n g t h  o f  time (2-4 weeks) (2, p. 1 9 ) .  

The main c o n c e p t  beh ind  t h e  EPL i n v e s t i g a t i o n  is t o  

d e t e r m i n e  t h e  e f f o r t s  o f  a p r i n c i p a l  t o  conform t o  a d e f i n i -  

t i o n  o f  h i s  r o l e  t h a t  stresses h i s  o b l i g a t i o n  t o  improve t h e  

q u a l i t y  o f  h i s  s t a f f ' s  performance  (2,  p. 22). Earlier rev iew 
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of l i t e r a t u r e  on  t h e  s u b j e c t ,  p roduced  e i g h t e e n  iterne a b o u t  

a p r i n c i p a l ' s  b e h a v i o r  which were t h o u g h t  t o  d e f i n e  h i s  

e f f o r t s  t o  conform t o  t h e  a u t h o r ' s  c o n c e p t  o f  e x e c u t i v e  pro-  

f e s s i o n a l  l e a d e r s h i p ,  The e i g h t e e n  s t a t e m e n t s  were a r r a n g e d  

i n  q u e s t i o n n a i r e  form as  p a r t  o f  the Teache r  Q u e s t i o n n a i r e  i n  

t h e  N a t i o n a l  P r i n c i p a l s h i p  S tudy .  Teache r  r e s p o n d e n t s  were 

a s k e d  t o  a s s e s s  e a c h  s t a t e m e n t  o f  t h e  EPL Scale i n  o n e  o f  s i x  

ways; n a l ~ a y ~ , n  n a l m o s t  a l w a y s , "  " f r e q u e n t l y , *  * o c ~ a s i o n a l l y , ~  

"a lmos t  n e v e r , "  a n d  u n e v e r p "  Approx ima te ly  75 p e r  c e n t  (1,303) 

o f  t h e  o r i g i n a l  1,750 q u e s t i o n n a i r e s  m a i l e d  t o  e l e m e n t a r y  

t e a c h e r s  were r e t u r n e d  i n  usab2e.-Term (2, p, 23), 

R e l i a b i l i t y  a n d  v a l i d i t y  o f  t h e  EPL i n s t r u m e n t ,  To o b t a i n  

a scale  which would combine t h e  a b o v e  t e a c h e r  s c o r e s  i n t o  a 

s i n g l e ,  s t a b l e ,  summary s c o r e ,  a form o f  Guttman s c a l i n g  was 
I 

u t i l i z e d .  Such a p r o c e d u r e  r e d u c e s  t h e  i n f o r m a t i o n  Prom a 

number af items t o  a s i n g l e  s c o r e .  T h i s  c o u l d  t h e n  b e  u s e d  

t o  d e f i n e  e a c h  p r i n c i p a l ' s  p o s i t i o n  on t h e  EPL scale, 

The r e s p o n s e s  f rom a random s a m p l e  o f  o n e - f i f t h  o f  t h e  

t o t a l  number of  t e a c h e r s  who c o m p l e t e d  t h e  q u e s t i o n n a i r e ,  

were s u b j e c t e d  t o  a n  i t e m - a n a l y s i s ,  F i n a l  r e s u l t s  were 

measured u s i n g  a c o e f f i c i e n t  of  r e p r o d u c i b i l i t y  t e s t ,  The 

outcome of  t h i s  s t a t i s t i ca l  a n a l y s i s  o f  t h e  EPL S c e l e  was 

r = ,978 (2, p, 24). This h i g h  c o r r e l a t i o n  f i n d i n g  i n d i c a t e d  

t h e  i n s t r u m e n t ' s  r e l i a b i l i t y ,  

Gross and h i s  s ta f f ,  d i d  a n  e x t e n s i v e  a n a l y s i s  o f  

t e a c h e r s  as o b s e r v e r s  of' a s ~ ~ r e t e e s  b e h a v i o r  ( a n t e ,  
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pp. 59-62) i n  a n  a t t e m p t  t o  d e t e r m i n e  t h e  i n s t r u m e n t ' s  

v a l i d i t y ,  Results s u p p o r t e d  t h e  v a l i d i t y  of t e a c h e r  EPL 

r e p o r t s  (2,  p. 233). 

Group Atmosnhere S c a l e  

T h i s  i n s t r u m e n t  was comple ted  by t h e  p r i n c i p a l  t o  

measure t h e  g roup  a tmosphere  p r e s e n t  w i t h i n  h i s  s c h o o l .  Group 

a tmosphere  ( G A )  is a n  i n d i c a t o r  o f  t h e  d e g r e e  t o  which t h e  

l e a d e r  fee ls  a c c e p t e d  by t h e  group a n d  r e l a x e d  and a t  e a s e  

i n  h i s  r o l e  (1, p. 32) .  

McNamara and Enns found group a tmosphere  t o  be  an  

i m p o r t a n t  m e d i a t o r  o f  p r i n c i p a l  e f f e c t i v e n e s s ,  They n o t e  

t h a t  it was independen t  of d i r e c t t i v e  l e a d e r s h i p  s t y l e .  

N e i t h e r  d i r e c t i v e  l e a d e r s h i p  n o r  g roup  a tmosphere  by them- 

s e l v e s ,  c r e a t e  a n  e f f e c t i v e  s c h o o l ,  They must o p e r a t e  

s i m u l t a n e o u s l y .  For  example, t h e  r e s e a r c h e r s  n o t e  ' t h a t  s c h o o l  

e f f e c t i v e n e s s  r a t i n g s  by sys tem p e r s o n n e l ,  were found t o  be  

h i g h l y  c o r r e l a t e d  w i t h  s taff  r a t i n g s  o f  s c h o o l  e f f e c t i v e n e s s ,  

p r o v i d e d  t h e r e  exXSked h i g h  group a tmosphere  w i t h i n  t h e  s c h o o l .  

Such GA c o n d i t i o n s  p rove  conduc ive  t o  f o s t e r i n g  h i g h  s a t i s f a c t i o n  

among t e a c h e r s ,  which was found t o  be p o s i t i v e l y  c o r r e l a t e d  w i t h  

t e a c h e r  r a t i n g s  o f  p r i n c i p a l  e f f e c t i v e n e s s ,  Where G A  is low, 

t e a c h e r  s a t i s f a c t i o n  d i d  n o t  relate t o  s t a f f  r a t i n g  of 

p r i n c i p a l  e f f e c t i v e n e s s .  Hence, t h e  r e l a t i o n s h i p  o f  s u p p o r t  

is i n d e p e n d e n t  o f  e i t h e r  d i r e c t i v e n e s s  o r  e f f e c t i v e n e s s .  

Only when G A  is p r o p e r l y  c o n j o i n e d  w i t h  d i r e ~ t i v e / ~ e r m i s s i v e -  

n e s s  l e a d e r s h i p  can  t h e r e  be an e f f e c t i v e  s u p p o r t  r e l a t i o n s h i p  



(3 ,  p. 8 ) ,  One may assume on t h e  b a s i s  of' t h e s e  f i n d i n g s  

t h a t  GA, as indicated by t h e  l e a d e r ,  i e  a r e a s o n a b l y  r e l i a b l e  

g u i d e  i n  d e t e r m i n i n g  t h e  s u p p o r t  a p r i n c i p a l  h a s  amongs t  h i 8  

s t a f f ,  

The q u e s t i o n n a i r e  c o n s i s t s  o f  t e n  b i p o l a r  a d j e c t i v e s  

which are d e s i g n e d  t o  measu re  a l e a d e r ' s  p e r c e p t i o n  o f  g r o u p  

a t m o s p h e r e ,  A d m i n i s t r a t o r s  are a s k e d  t o  rate t h e i r  g r o u p  on a 

o n e  t o  e i g h t  b a s i s ,  on  items s u c h  as: f r i e n d l y - u n f r i e n d l y ,  

s a t i s f y i n g - f r u s t r a t i n g ,  s u p p o r t i v e - h o s t i l e .  The s c o r e s  o f  - 
e a c h  item are t o t a l e d  and  t h e  r e s u l t a n t  sum is a r e l i a b l e  

F 

1 i n d i c a t o r  o f  g r o u p  a t m o s p h e r e ,  
E 
B 
P 

R e l i a b i l i t y  o f  t h e  q r o u p  a t m o s p h e r e  scale. 

k- A s p l i t - h a l f  r e l i a b i l i t y  test  was a p p l i e d  t o  t h e  GA 

scale i n  F i e d l e r ' s  B e l g i a n  Navy s t u d y ,  The r e l i a b i l i t y  co- 

e f f i c i e n t  p roved  t o  b e  o v e r  3 0  (1, p, 163) .  F u r t h e r  s u p p o r t  

o f  t h e  scalems r e l i a b i l i t y  was e v i d e n t  f rom t h i s  s t u d y .  

Naval  p e r s o n n e l  mere d i v i d e d  i n t o  e l a r g e  number o f  t h r e e  

man g r o u p s .  One o f  t h e  g r o u p ' s  members was a s s i g n e d  t o  l e a d  

t h e  o t h e r s  o f  h i s  g r o u p  t h r o u g h  a number o f  t a s k s .  A b a t t e r y  

o f  q u e s t i o n n a i r e s  were a d m i n i s t e r e d  t o  t h e  p a r t i c i p a n t s ,  when 

e a c h  t a s k  was comple t ed .  From t h e s e  q u e s t i o n n a i r e s ,  c o n c l u s i o n s  

were drawn a b o u t  g r o u p  r e a c t i o n s  t o  t h e  t a s k  and  g roup  p r o c e s s e s ,  

Among t h e  i n s t r u m e n t s  g i v e n  t o  e a c h  of t h e s e  g r o u p s  was t h e  

g r o u p  a t m o s p h e r e  scale. Examina t ion  of each'  i n d i v i d u a l e s  

s c o r e  on t h i s  i n s t r u m e n t  o v e r  s u c c e s s i v e  t r ia ls ,  showed 



95 , 
c o n s i s t e n t l y  homogeneous r a t i n g s ,  When a l l  t h e  t a s k s  had  been  

c o m p l e t e d  o v e r  a t h r e e  s e a s i o n  p e r i o d ,  tests on t h e  i n t e r -  

\ c o r r e l a t i o n  between t h e  g roup  l e a d e r ' s  t h r e e  s c o r e s  were 

f o u n d  t o  be  , 76 ,  ,?3, a n d  ,83 (1, p,  163) .  
i 

V a l i d i t y  o f  t h e  s r o u p  a t m o s p h e r e  scale,  

Examina t ion  of c o r r e l a t i o n s  between g r o u p  members' 

s c o r e s  a n d  l e a d e r s '  s c o r e s  a s s e s s i n g  g r o u p  a t m o s p h e r e  i n d i c a t e d  
\ 

e a c h  g r o u p  used  d i f f e r e n t  c r i t e r i a  i n  f o r m u l a t i n g  t h e i r  judg- 

ments .  I n  each  of t h e  t h r e e  t g s k s  a s s i g n e d  t o  e a c h  g r o u p  i n  
i 

t h e  above  s t u d y ,  t h e  rela t i o n s h i p  between l e a d e r s '  scores 

and  g r o u p  memberse s c o r e s  was f a i r d y  low ( .35,  .31, a n d  .43), 

F i e d l e r  f e l t  t h a t  i n  r e a l - l i f e  s i t u a t i o n s ,  g r o u p  l e a d e r s  

l e a r n e d  how well t h e y  were a c c e p t e d  by t h e i r  s u b o r d i n a t e s  
P 

o n l y  a f t e r  t h e y  had  been  i n  c o n t a c t  w i t h  them o v e r  l o n g  p e r i o d s  

o f  time, I n  g r o u p s  e s t a b l i s h e d  on a n  a d  hoc  b a s i s  f o r  s h o r t  

p e r i o d s  o f  time, r e a s o n e d  t h e  t h e o r i s t ,  t h e  l e a d e r  d o e s  n o t  

have  a d e q u a t e  time t o  a c q u i r e  a n  a c c u r a t e  a s s e s s m e n t  of h i s  

g r o u p ' s  s u p p o r t .  The l e a d e r ,  i n  s u c h  s i t u a t i o n s ,  may ra te  

h i s  g r o u p f o n  t h e  b a s i s  o f  h i s  own f e e l i n g s t o w a r d  t h e  group.  

F i e d l e r  c o n c l u d e d  t h a t  t h i s  p r e m i s e  d e s e r v e d  g r e a t e r  s t u d y  

(1 ,  pm 1 6 3 ) .  

111, THE PILOT STUDY 

P u r p o s e s  o f  t h e  P i l o t  S tudy  

The i n i t i a l  s t a g e  o f  t h i s  r e s e a r c h  c o n s i s t e d  o f  a 



i n  t h e  G r e a t e r  Vancouver area i n  B r i t i s h  Columbia. The 

F p i l o t  s t u d y  was d e s i g n e d  t o  s e r v e  two p u r p o s e s ,  The first 

r p u r p o s e  was t o  d e t e r m i n e  whe the r  t h e  v a r i a b l e s  i n  t h e  

O r g a n i z a t i o n a l  H e a l t h  S c a l e  deve loped  by t h e  writer (Appendix 

A )  were i n t e r - c o r r e l a t e d ,  
L The s e c o n d  p u r p o s e  o f  the p i l o t  s t u d y  was t o  examine 

r e s p o n s e s  on bo th  t h e  O r g a n i z a t i o n a l  H e a l t h  and  E x e c u t i v e  

P r o f e s s i o n a l  L e a d e r s h i p  S c a l e .  T h i s  c h e c k i n g  was done  as a 

p r e c a u t i o n  a g a i n s t  p o s s i b l e  a m b i g u i t i e s  i n  p h r a s i n g  items, 

p a r t i c u l a r l y  i n  t h e  O r g a n i z a t i o n a l .  H e a l t h  S c a l e ,  a n d  o t h e r  

d i s c r e p a n c i e s  t h a t  m i g h t  o t h e r w i s e  go  u n n o t i c e d .  

Once a t a r g e t  s c h o o l  had been s e l e c t e d ,  c e r t a i n  pro- 
- 

c e d u r e s  were f o l l o w e d  which were meant  n o t  o n l y  t o  a c q u a i n t  

t h e  members of  t h e  above  s c h o o l  w i t h  t h e  s t u d y ,  b u t  a l s o  t o  

a s s u r e  them o f  t h e  anonymity  o f  t h e i r  r e s p o n s e s .  The f i r s t  

s t e p  was t o  s e e k  t h e  p r i n c i p a l s s  p e r m i s s i o n ,  An i n t e r v i e w  

was h e l d  i n  which t h e  s t u d y ' s  o b j e c t i v e s ,  d e s i g n ,  and  impor- 

t a n c e  were o u t l i n e d  t o  him, C a r e f u l  e l a b o r a t i o n  o f  how t h e  

q u e s t i o n n a i r e s  were t o  b e  h a n d l e d  a n d  how t h e  p a r t i c i p a n t s '  

r e s p o n s e s  would r emain  p r i v a t e  was made. 

Second ly ,  a mee t fng  was h e l d  o f  t h o s e  t e a c h e r s  who had  

t a u g h t  u n d e r  t h i s  i n d i v i d u a l  f o r  o n e  y e a r  o r  l o n g e r .  I t  was 

f e l t  t h a t  t h e s e  t e a c h e r s  would p o s s e s s  a n  a d e q u a t e  a w a r e n e s s  

o f  t h e i r  p r i n c i p a l e s  e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p  and  

h i s  s c h o o l e a  s i t u a t i o n  i n  terms o f  o r g a n i z a t i o n a l  h e a l t h ,  



97, 

F i r s t  y e a r  t e a c h e r s  a n d  t h o s e  e x p e r i e n c e d  t e a c h e r s  new t o  

t h e  s c h o o l  were e l i m i n a t e d  from t h e  s u r v e y ,  Again t h e  s t u d y ' s  
- 

o b j e c t i v e s ,  d e s i g n ,  a n d  i m p o r t a n c e  were e x p l a i n e d .  G u a r a n t e e s  

were made t o  a s s u r e  t h e  p a r t i c i p a n t s  of t h e  anonymi ty  o f  

t h e i r  r e s p o n s e s ,  

Admini s t r a t i o n  o f  t h e  P i l o t  S t u d y - - 0 r a a n f z a t i o n a l  H e a l t h  S c a l e  

Phase  - 
Each t e a c h e r  p a r t i c i p a n t  i n  t h e  a b o v e  s c h o o l  was handed  

a q u e s t i o n n a i r e  e n c l o s e d  i n  a brown e n v e l o p e  (Appendix A), 

T h i s  q u e s t i o n n a i r e  had  t h r e e  s e c t i o n s :  Q u e s t i o n n a i r e  on 

O r q a n i z a t i o n a l  C h a r a c t e r i s t i c s  of Your S c h o o l ,  t h a t  is t h e  

O r g a n i z a t i o n a l  H e a l t h  S c a l e :  Croup Atmosphere  S c a l e ,  a n d  

The P r i n c i p a l  of T h i s  S c h o o l ,  t h a t  is t h e  E x e c u t i v e  P r o f e s -  

s i o n a l  L e a d e r s h i p  S c a l e ,  The p r i n c i p a l  was a s k e d  o n l y  to  

c o m p l e t e  t h a t  s e c t i o n  o f  t h e  q u e s t i o n n a i r e  e n t i t l e d ,  Croup 

Atmosphere  S c a l e ,  

R e s u l t s .  U s a b l e  r e t u r n s  were r e c e i v e d  f rom e i g h t e e n  o f  t h e  

p o s s i b l e  twen t y - t h r e e  t e a c h e r  , p a r t k i p a n  ts, S i n c e  t h e  

q u e s t i o n n a i r e s  h a d  been p r e c o d e d ,  t h e  r e s u l t s  were q u i c k l y  

p r o c e s s e d  e l e c t r o n i c a l l y ,  i 

A c o r r e l a t i o n  a n a l y s i s  was d o n e  on  a l l  co lumns .  T h a t  

p o r t i o n  o f  t h e  f i n d i n g s  d e a l i n g  w i t h  t h e  O r g a n i z a t i o n a l  H e a l t h  

S c a l e  is shown i n  T a b l e  11. The r e s u l t s  t e n d  t o  s u p p o r t  t h e  ~i 
111 I 

: 
s u g g e s t i o n  t h a t  t h o s e  q u e s t i o n s  d e s i g n e d  t o  test  a p e c i f i c  11 
o r g a n i z a t i o n a l  h e a l t h  v a r i a b l e s  are p o s i t i v e l y  a n d  s i g n i f i c a n t l y  ,I1 

l i ~  
11: 
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i n t e r r e l a t e d ,  

More s p e c i f i c a l l y ,  v a r i a b l e  I, a d e q u a t e  g o a l  f o c u s ,  

was composed o f  items 1 and  2, Variable 11, c o - o r d i n a t e d  

communication system, u a s  composed o f  items 3 and 4. 

V a r i a b l e  I I I, e q u i t a b l e  decis ion-making s t r u c t u r e  c o n s i s t e d  

o f  items 5 and  6, Items 7 and 8 composed v a r i a b l e  IV, 

e f f i c i e n t  u t i l i z a t i o n  of  human and material r e s o u r c e s ,  

V a r i a b l e  V ,  a d a p t i v e  autonomy, c o n s i s t e d  of items 9 and 10, 

V a r i a b l e  V I ,  p roblem-solving was item 11, V a r i a b l e  VII, 

s e l f - a c t u a l i z a t i o n ,  was item 12,  

The t a b l e  ahows t h e  i n t e r c o r r e l a t i o n s  of a l l  o r g a n i z a -  

t i o n a l  h e a l t h  items, A l l  v a r i a b l e s  i n t e r c o r r e l a t e d  s i g n i f i -  I 
I 

c a n t l y  i n d i c a t i n g  t h a t  t h e y  are measur ing  t h s  same c o n c e p t ,  I 1 
I 

Hence, i t  was f e l t  t h a t  t h e  q u e s t i o n s  d e s i g n e d  t o  examine 

each v a r i a b l e  were t e s t i n g  t h e  same t h i n g .  On t h i s  r e l a t i v e l y  IIIIIII 

l i m i t e d  d a t a ,  it was d e c i d e d  t h a t  t h e  s c a l e  was s u f f i c i e n t  t o  

i d e n t i f y  d i f f e r e n c e s  i n  o r g a n i z a t i o n a l  h e a l t h  between s c h o o l s ,  

A d m i n i s t r a t i o n  o f  t h e  P i l o t  Study--The E x e c u t i v e  P r o f e s s i o n a l  
I 

L e a d e r s h i p  Phase  I 
1 

As i n d i c a t e d  e a r l i e r ,  t h e  E x e c u t i v e  P r o f e s s i o n a l  Leader- i 
I 

1 I 

s h i p  S c a l e  was i n c l u d e d  i n  t h e  q u e s t i o n n a i r e  a l o n g  w i t h  t h e  1 
O r g a n i z a t i o n a l  Hea l th  S c a l e  and  Group Atmosphere S c a l e ,  

Examinat ion o f  r e s p o n s e s  from a l l  s e c t i o n s  o f  t h e  q u e s t i o n -  
I I 

n a i r e  i n d i c a t e d  c e r t a i n  d i s c r e p a n c i e s  a p p a r e n t  i n  t h e  EPL I ' I 
i I 

S c a l e  t h a t  had gone u n n o t i c e d ,  



P e r u s a l  of the i terns i n d i c a t e d  t h a t  c e r t a i n  q u e s t  i o n s ,  

which s h o u l d  s h o w  a p o s i t i v e  a n d  p o s s i b l y  s i g n i f i c a n t  cor- 

r e l a t i o n ,  r e v e a l e d  n e g a t i v e  c o r r e l a t i o n s .  F o r  example ,  it 
\ 

was f e l t  t h a t  items 35 a n d  46 of t h e  E x e c u t i v e  P r o f e s s i o n a l  

L e a d e r s h i p  S c a l e  s h o u l d  b e  p o s i t i v e l y  c o r r e l a t e d .  F i n d i n g s  

i n d i c a t e d ,  however ,  a n e g a t i v e  c o r r e l a t i o n ,  S i m i l a r l y ,  items 

43 a n d  46 r e v e a l e d  a n e g a t i v e  r e l a t i o n s h i p ,  which it was 

b e l i e v e d  s h o u l d  h a v e  been  p o s i t i v e .  V i s u a l  i n s p e c t i o n  of t h e  

q u e s t i o n n a i r e  a n d  t h e s e  items i n  p a r t i c u l a r ,  d i s c l o s e d  t h a t  

t h e y  a n d  o t h e r s  had  been  coded  backwards ,  R a t h e r  t h a n  e l i m i n -  

a te  them, it was d e c i d e d  t h a t  a s p e c i a l  t e c h n i q u e  would be 

u s e d  t o  score t h e s e  items i n  t h e  f i n a l  s t u d y .  No d i s c r e p a n c i e s  

were found  i n  o t h e r  s e c t i o n s  o f  t h e  q u e s t i o n n a i r e .  

The Comple t e  Q u e s t i o n n a i r e  

As a r e s u l t  o f  t h e  p r o c e d u r e s  o u t l i n e d  i n  t h i s  c h a p t e r  

a n d  t h e  c o n c l u s i o n s  t h a t  were d e r i v e d  f rom t h e s e  p r o c e d u r e s ,  

t h e  f o l l o w i n g  i n s t r u m e n t s  composed t h e  f i n a l  q u e s t i o n n a i r e ,  

which  was s e n t  o u t  f o r  c o m p l e t i o n  t o  p a r t i c i p a n t s  i n  t h e  m a j o r  

s ample .  The i n s t r u m e n t s  were, O r g a n i z a t i o n a l  H e a l t h  S c a l e  

( O r q a n i z a t i o n a l  C h a r a c t e r i s t i c s  of Your S c h o o l ) ,  E x e c u t i v e  

P r o f e s s i o n a l  L e a d e r s h i p  S c a l e  ( ~ r i n c i p a l  of T h i s  s c h o o l  ), e n d  

t h e  Croup Atmosphere  S c a l e ,  A c o m p l e t e  copy  o f  t h e  f i n a l  - 
q u e s t i o n n a i r e  is f o u n d  i n  Appendixes  0 a n d  C. 

I V ,  THE SAmPLE 

The s a m p l e  o f  s c h o o l s  c h o s e n  was a s t r a t i f i e d  random 



sample from a l l  B r i t i s h  Columbia elementary schools w i t h  t en  

o r  more teachers, The bas is  o f  s t r a t i f i c a t i o n  was student  

populat ion, Each school, i n  the sample, was assigned a 

number. A t o t a l  o f  446 elementary schools i n  the province 

was judged t o  support a s t a f f  o f  ten or more teachers. Actual  

in format ion on the number o f  teachers per  school i n  the  province 

was n o t  ava i lab le .  Hence, the f i g u r e  given above must be con- 

s idered a c lose approximation, Size o f  school s t a f f  had t o  be 

estimated on the basis o f  each elementary schoolos t o t a l  p u p i l  

populat ion, Based on the p r o v i n c i a l  teacher-pupi l  r a t i o ,  i t  

was f e l t  t h a t  schools w i t h  300 o r  more students would have a 

s t a f f  o f  ten o r  more teachers, Natura l ly ,  due t o  the poss ib le  

existence o f  spec ia l  c lasses w i t h i n  a school, and o ther  unknown 

teacher-student arrangements, the above f i g u r e  cou ld  on ly  be 

taken as an approximation, The method, however, proved q u i t e  

r e l i a b l e ,  as on ly  one school w i t h  less than the minimum number 

o f  teachers (seven i n s t r u c t o r s )  t o  carry ou t  the surveyes 

design, i n  a s a t i s f a c t o r y  manner, mas inc luded i n  the p o t e n t i a l  

sample, 

According t o  one au thor i t y ,  t o  be representa t ive  o f  

the t o t a l  populat ion, a sample should encompass approximately 

ten per cent  o f  the subjects inc luded i n  t h a t  populat ion (5, 

p.  121). f h ' e a  t o t a l  o f  103 schools was chosen i n  an attempt 

t o  s a t i s f y  t h i s  c r i t e r i o n ,  

Since approval o f  the p r o j e c t  had t o  be sought from 

the  superintendents of' those d i s t r i c t s  involved, a l a r g e  number 



of s c h o o l s  were choeen  i n i t i a l l y ,  One s c h o o l  d i s t r i c t  m i g h t  

c o n t a i n  f i v e  s a m p l e  s c h o o l s ,  Had a p p r o v a l  of t h e  s t u d y  a n d  

p e r m i s s i o n  t o  c o n t a c t  t h e  principals o f  t h e s e  i n s t i t u t i o n s  n o t  

been  r e c e i v e d ,  t h e s e  s c h o o l s  were t o  be  e l i m i n a t e d  f rom t h e  
- 

s u r v e y ,  One man's d e c i s i o n ,  t h e r e f o r e ,  h a d  t r emendous  i n f l u e n c e  I 

on  t h e  f i n a l  outcome o f  t h i s  r e s e a r c h .  To r e d u c e  t h i s  effect  

as much as p o s s i b l e ,  a l a r g e  number o f  s c h o o l e  f rom d i v e r s e  

d i s t r i c t s  were drawn randomly f o r  t h e  t a r g e t  s ample ,  

E x p e r i m e n t a l  Sample 

Each s c h o o l  s u p e r i n t e n d e n t  i n v o l v e d  i n  t h e  t a r g e t  s a m p l e ,  

was s e n t  a c o v e r i n g  l e t t e r ,  a copy o f  t h e  q u e s t i o n n a i r e ,  a 
P 

I 
two-page p r e c i s ,  a n d  a list o f  t h o s e  s c h o o l s  i n  h i s  d i s t r i c t  I 

I 

I I 
which had been s e l e c t e d  f o r  u se .  Tha prbis  s t a t e d  t h e  s t u d y e s  I 

l l l l ~ l l l ~  /!I, 
o b j e c t i v e s ,  d e f i n e d  its v a r i a b l e s ,  a n d  i n d i c a t e d  its i m p o r t a n c e  I 

1111111111~~ 1 
and r e l e v a n c e  t o  t h e  p r a c t i c i n g  e d u c a t i o n a l  a d m i n i s t r a t o r ,  

> 
I 

Once t h e  s u p e r i n t e n d e n t  had  a p p r o v e d  t h e .  s t u d y ' s  d e s i g n ,  I 
I 
I 

a n  i d e n t i c a l  p r o c e d u r e  t o  t h a t  o u t l i n e d  above ,  was f o l l o w e d  I 
1 
il 

w i t h  t h e  p r i n c i p a l s ,  Each a d m i n i s t r a t o r  was s e n t  a c o v e r i n g  1 
I 

l e t t e r ,  a copy o f  t h e  q u e s t i o n n a i r e ,  a n d  t h e  same two-page pr6- 
c i s  which was s e n t  t o  t h e i r  r e s p e c t i v e  s u p e r i n t e n d e n t s .  

1 
R e t u r n s  were r e c e i v e d  from f o r t y - s i x  o f  t h e  seventy- two I 

i 
s c h o o l s  c o n t a c t e d ,  T h i s  r e p r e s e n t s  64 p e r  c e n t  o f  a l l  q u e s t i o n -  i 

I 
n a i r e s  s e n t  t o  t h e  e l e m e n t a r y  p r i n c i p a l s  i n v o l v e d .  I 

A s  soon  as p e r m i s s i o n  had  been  g i v e n  t o  c o n d u c t  t h e  I 
s t u d y  i n  a p a r t i c u l a r  s c h o o l ,  q u e s t i o n n a i r e s  were s e n t  t o  i t s  



t e a c h e r s ,  Each i n s t r u m e n t  waa i n d i v i d u a l l y  packaged i n  a 

brown e n v e l o p e  t h a t  c o u l d  b e  s e a l e d  by t h e  t a a c h e r - r e s p o n d e n t ,  

I t  was f e l t  t h a t  t e a c h e r s ,  i n  t h i s  way, would b e  more assured 

o f  t h e  anonymity o f  t h e i r  r e s p o n s e s ,  Enclosed w i t h  each 

q u e s t i o n n a i r e  were two let ters,  One was a b r i e f  c o v e r i n g  

l e t t e r  e x p l a i n i n g  t h e  s t u d y ' s  purpose ,  d e f i n i n g  some of t h e  

s i m p l e r  a s p e c t s  o f  i ts v a r i a b l e s ,  a n d  g i v i n g  d i r e c t i o n  as t o  

what t h e  s u r v e y  hoped t o  accompl i sh ,  The second  le t ter  gave  

i n s t r u c t i o n s  on how t o  comple te  t h e  q u e s t i o n n a i r e ,  To remove 

p o s s i b l e  a d m i n i s t r a t i v e  i n f l u e n c e  on s taff  members, e a c h  

p r i n c i p a l  mas a s k e d  t o  choose  one  member on h i s  staff t o  

c o l l e c t  t h e  comple ted  q u e s t i o n n a i r e s  and  r e t u r n  them by mail 

t o  t h e  U n i v e r s i t y ,  

Response from t h o s e  s c h o o l s  who had a g r e a d  t o  p a r t i c i p e t e  1 1  

i n  t h e  s t u d y  was h igh .  R e t u r n s  were r e c e i v e d  from fo r ty -one  Ill11 

o f  t h e  f o r t y - s i x  s c h o o l s ,  Th i s  r e p r e s e n t s  a n  89.2 p e r  c e n t  

r e s p o n s e ,  One r e t u r n  was r e c e i v e d  a f t e r  t h e  c u t - o f f  d a t e  

( approx imate ly  f o u r  weeks from m a i l i n g ) ,  a n d  it was n o t  

i n c l u d e d  i n  t h e  e x p e r i m e n t a l  sample,  Some s c h o o l s ,  f u r t h e r -  

more, r e p l i e d ,  b u t  i n d i c a t e d  f o r  v a r i o u s  r e a s o n s  t h a t  t h e y  

were u n a b l e  t o  comply w i t h  c e r t a i n  a s p e c t s  o f  t h e  s u r v e y ' s  

d e s i g n .  

Computer A n a l y s i s  

The r e s p o n s e s  on each  q u e s t i o n n a i r e  were t r a n s f e r r e d  t o  

computer  c a r d s ,  I n i t i a l l y ,  two d e c k s  o f  c a r d s  were p r e p a r e d ;  

one  c o n t a i n i n g  o r g a n i z a t i o n a l  h e a l t h  and e x e c u t i v e  p r o f e s s i o n a l  



l e a d e r s h i p  d a t a ,  and  t h e  second  deck c o n t a i n i n g  i n f o r m a t i o n  

on t h e  g roup  a tmosphere  d imension,  The computer  program 

c o n s i s t e d  o f  f o u r  t y p e s  o f  a n a l y s e s ,  They were as P o l l o w s t  

( 1 )  C o r r e l a t i o n  m a t r i x  f o r  s c h o o l  scores on a l l  
v a r i a b l e s  o f  o r g a n i z a t i o n a l  h e a l t h ,  e x e c u t i v e  
p r o f e s s i o n a l  l e a d e r s h i p ,  and g roup  a tmosphere ,  

(2)  One-way a n a l y s i s  o f  v a r i a n c e  between s c h o o l s  on 
(a) t h e  seven  v a r i a b l e s  o f  o r g a n i z a t i o n a l  h e a l t h ,  
and  (b) t h e  e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p  
v a r i a b l e .  

( 3 )  F a c t o r  a n a l y s i s  o f  t h e  seven  o r g a n i z a t i o n a l  
h e a l t h  v a r i a b l e s ,  

( 4 )  t :t& an  the f o l l o w i n g  v a r l e b l e s  t (a) d i f f e r e n c e  
i n  e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p  s c o r e s  
between t h e  h i g h ,  modera te ,  and low s c o r e s  o f  
t h e  r a n g e  o f  l e a d e r s h i p  s c o r e s ;  ( b )  d i f f e r e n c e  
i n  group a tmosphere  s c o r e s  between t h e  h i g h ,  
modera te ,  a n d  low s c o r e s  o f  t h e  range  o f  group 
afmnspbare s c o r e s 1  and (c) d i f f e r e n c e  i n  o r g a n i z a -  
t i o n a l  h e a l t h  s c o r e s  between t h e  h i g h ,  modera te ,  
and low s c o r e s  o f  t h e  r a n g e  o f  o r g a n i z a t i o n a l  
h e a l t h  s c o r e s .  

V,  SUMMARY 

I n s t r u m e n t s  used  i n  t h e  f i n a l  e x p e r i m e n t  t o  measure  

t h e  s t u d y ' s  v a r i a b l e s ,  were found t o  be adequa te .  C e r t a i n  

a n a l y t i c a l  t e c h n i q u e s  had t o  be r e f i n e d  a s  a result  o f  

d e f i c i e n c i e s  obse rved  i n  t h e  d e s c r i b e d  p r o c e d u r e s ,  The 

sample  chosen was a s t r a t i f i e d  random sample  o f  B r i t i s h  

Columbia e l e m e n t a r y  s c h o o l s ,  F i n a l l y ,  t h e  s t a t i s t i c a l  t r e a t -  

ment o f  t h e  d a t a  from t h e s e  s c h o o l s  h a s  been o u t l i n e d ,  
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CHAPTER I V  

RESULTS, ANALYSIS, AND DISCUSSION 

I. INTRODUCTION 

The c e n t r a l  problem o f  t h i s  study was an i nves t i ga t i on  

o f  the r e l a t i o n s h i p  e x i s t i n g  i n  a sample o f  B r i t i s h  Columbia 

schools between the execut ive p ro fess iona l  leadership o f  

elementary p r i n c i p a l s  as perceived by teachers and the 

o rgan iza t iona l  hea l t h  dimension o f  schools, I n  add i t ion ,  a 

t h i r d  var iable,  group atmosphere, was examined as a  poss ib le  

mediat ing in f luence  on t h i s  re la t ionsh ip ,  

Chapter I V  is devoted t o  repor t ing ,  analysis,  and d is -  

cussion of the r e s u l t s  o f  t h i s  inves t iga t ion ,  

11, ANALYSIS OF VARIABLE RELATIONSHIPS BETWEEN EXECUTIVE 

PROFESSIONAL LEADERSHIP, ORGAN IZATIONAL HEALTH, 

AND GROUP ATMOSPHERE 

I n t e r c o r r e l a t i o n s  Between Executive Profess iona l  Leadership, 
Orqanizat ional  Health, and Group Atmosphere Scores. 

Gross and H e r r i a t t  determined t h a t  a  p o s i t i v e  r e l a t i o n -  

sh ip  ex is ted  between execut ive p ro fess iona l  leadership and 

school ef fect iveness c r i t e r i a  o f  s ta f f '  morale, p ro fess iona l  

performance of teachers, and p u p i l  l ea rn ing  (2, pp, 150-151). 

The r e l a t i o n s h i p  between EPL and teacher performance, tended 

t o  be mediated by s t a f f  morale (2, p, 54). Evidence suggested 

t h a t  a p r i n c i p a l  in f luences teacher performance by f i r s t  
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a f f e c t i n g  t h e i r  morale, A s  d i s c u s s e d  earl ier  ( a n t e ,  pp, 62- 

67),  Gross a n d  H e r r i o t t ' s  c o n c e p t  of s c h o o l  e f f e c t i v e n e s s  

a n d  s taff  m o r a l e  is c l o s e l y  a s s o c i a t e d  w i t h  t h i s  s t u d y ' s  

o r g a n i z a t i o n a l  h e a l t h  a n d  group a t m o s p h e r e  v a r i a b l e s ,  

r e s p e c t i v e l y ,  C o n s e q u e n t l y ,  o n e  may assume t h a t  t h e  r e l a t i o n -  

s h i p  found by t h e  a b o v e  r e s e a r c h e r s  would e x i s t  i n  a similar 

f a s h i o n  between E x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p ,  o r g a n i z a -  

t i o n a l  h e a l t h ,  a n d  g r o u p  a tmosphe re ,  

F i n d i n q s .  I t  was s u g g e s t e d  i n  t h e  f i rs t  p rob lem o f  

1 t h i s  s t u d y  (sub-problem 1,O) t h a t  p r i n c i p a l s  who e x e r t e d  h i g h  
F 

1 e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p  a n d  whose s t a f f s  had  h i g h  
k 
! g r o u p  a t m o s p h e r e  would have  c o n s i d e r a b l e  i n f l u e n c e  on t h e  

h o r g a n i z a t i o n a l  h e a l t h  of t h e i r  s c h o o l .  T h i s  r e a s o n i n g  i m p l i e s  
P 

B 
t h a t  a r e l a t i o n s h i p  s h o u l d  exis t  between t h e  t h r e e  v a r i a b l e s  

i n c l u d e d  i n  t h i s  i n v e s t i g a t i o n ,  The r e s u l t s  of Table I11 

o n l y  p a r t i a l l y  s u p p o r t  t h e  a rgumen t  o u t l i n e d  above ,  V a r i a b l e s  

one  t h r o u g h  s e v e n  ( o r g a n i z a t i o n a l  h e a l t h )  are p o s i t i v e l y  and  

s i g n i f i c a n t l y  i n t e r r e l a t e d  w i t h  v a r i a b l e  e i g h t  ( e x e c u t i v e  

P r o f e s s i o n a l  l e a d e r s h i p ) ,  However, g r o u p  a t m o s p h e r e  ( v a r i a b l e  

n i n e )  is n o t  i n t e r r e l a t e d  w i t h  a n y  o f  t h e  above  v a r i a b l e s .  

D i s c u s s i o n .  These f i n d i n g s  i n d i c a t e  c l e a r l y ,  t h a t  

g r o u p  a t m o s p h e r e  is n o t  i n t e r r e l a t e d  w i t h  EPL a n d  o r g a n i z a -  

t i o n a l  h e a l t h .  I t  is, i n s t e a d ,  i n d e p e n d e n t  o f  t h e s e  two 

v a r i a b l e s .  S i m i l a r  c o n c l u s i o n s  were drawn by mcNamara a n d  

Enns,  GA s c o r e s ,  t h e y  found,  d i d  n o t  c o r r e l a t e  s i g n i f i c a n t l y  
I 

w i t h  LPC  east P r e f e r r e d  co-worker)  scores. A p r i n c i p a l ' s  



TABLE I11 

IN TERCORRELAT IONS BETWEEN SCHOOL SCORES ON 
ORGAN IZATIONAL HEALTH EXECUTIVE PROFES- 

SIONAL LEADERSHIP  AN^ CROUP ATMOSPHERE 
VARIABLES 

(schools = 41 )  

- - -  

VARIABLES I 11 I I I I V  V V I  V I I  V I I I I X  

I 1,000 .966** .949** .938** .966** .966+* .975** .978*+ ,073 

V I I  

V . 1 1  I 

*+ Signi f icant  a t  the ,01 level, 



directive leadership style was found to be independent of 

group atmosphere scores (4, p, 7). The reason for this 

relationship is, perhaps found in the principal's attitude 

toward his role, 

A n  administrator who exerts high executive professional 

leadership will strive to facilitate and maximise the various 

dimensions of organizational health, His attitude and actions 

will magnify, to his teachere, the importance he attaches to 

these dimensions, One would reason, that his attitudes and 

beliefs would eventually be reflected in the attitude of his 

staff, They would begin to demenstrate indications of high 

group atmosphere, Thus, the principal exerting high EPL 

oreates an atmosphere conducive to the development of high 

organizaticmal health, which in its turn is not dependent upon 
0 

group atmosphere, 

Analysis of Observed Executive Professional Leadership and 
Organizational Health Scores Between Schools 

Findings, The results shown in Tables IV and V indicate 

that there was a significant overall difference between schools 

on the Organizational Health (OH) and EPL variables, In all 

cases, the difference was significant well beyond the ,ol 

level, In short, schools differed widely in executive pro- 

fesrional leaderahip and in an adequate goal focus, a co- 

p ' , ,  

i l i # < ,  

ordiaated communication system, an equitable decision-making 

structure, efficient utilization of human and material resources, 



TABLE I V  

IMALYSIS OF VARIANCE OF SCHOOL SCORES 
ON THE B A S I S  OF THE ORGANIZATIONAL 

HEALTH VARIABLE 
(Schools e 41) 

mean 
Source Square d f  F 

Var iable I: 
Adequate Goal 

Focus 

Var iable 11: 
Co-ordinated Commun- 

i c a t i o n  System 

Var iable I11 a 
Equ i tab le  Decision- 

making St ruc ture  

Var iable I V :  
E f f i c i e n t  U t i l i z a t i o n  

of Human and 
Ma te r i a l  Resources 

Var iable V a  
Autonomy w i t h  

Adaptation t o  i t s  
Environment 

Between 10.63 40 
With in 2.93 465 

3.62** 

Between 12.53 40 
With in 2.79 465 

4.48** 

Between 14.95 40 
With in 3.55 465 

4.20** 

Between 7.75 40 
3.53** 

Within 2.19 465 

Betreen 6.57 40 
2.09** 

With in 3.14 465 

Var iable V I :  
Problem-solving Between 2.98 40 

With in 1.10 465 
2.70** 

flechan isms 

Var iable V I I :  
Maximum Opportuni t ies Between 2.52 40 

f o r  se l f -ac tua l iza-  2.20"" 
t i o n  With in 1.14 465 

** S i g n i f i c a n t  a t  the .01 Level. 



TABLE V 

A N A L Y S I S  OF VARIANCE OF 

E X E C U T I V E  PROFESSIONAL 

LEADERSHIP  SCHOOL 

SCORES 

( ~ c h o ~ l s  = 41)  

Source Mean S q u a r e  d f  F 

Variable V I I I  Be tween 1779,56 40 
(Executive ~ r o f e s s f o n a l )  4,85** 

Leadership Wfthin 366,56 465 

** Signif icant  a t  t h e  ,01 Level 
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a d a p t a b i l i t y  t o  its env i ronment ,  e x f 8 t e n c e  o f  p rob lem-so lv ing  

mechanisms, and  maximum o p p o r t u n i t i e s  f o r  s e l f - a c t u a l i z a t i o n ,  

D i s c u s s i o n ,  In d i s c u s s i n g  t h e  a b o v e  r e s u l t s ,  a comment 

s h o u l d  be made on t h e  u s e f u l n e s s  o f  t h e  O r g a n i z a t i o n a l  H e a l t h  

Q u e s t i o n n a i r e  a s  a n  i n s t r u m e n t  to  measure  o r g a n i z a t i o n a l  

h e a l t h  i n  s c h o o l s ,  The h i g h l y  s i g n i f i c a n t  r e s u l t s  are p r o b a b l y ,  

i n  some p a r t ,  a c r e d i t  t o  t h i s  f n ~ t r u m e n t o s  a b i l i t y  t o  dis-  

c r i m i n a t e  be tween t h e  c o n c e p t s  b e i n g  measured,  

F i n a l l y ,  t h e  r e s u l t s  c o n f i r m  t h e  a p p l i c a b i l i t y  a f  t h e  

o r g a n i z a t i o n a l  h e a l t h  model t o  s c h o o l  o r g a n i z a t i o n s ,  

A n a l y s i s  o f  Orqan i z a t i o n a l  H e a l t h  Dimensions 

F i n d i n q s ,  A f a c t o r  a n a l y s i s  was made o f  o r g a n i z a t i o n a l  

h e a l t h  s c o r e s  t o  d e m o n s t r a t e  t h e  i n s t r u m e n t e s  r e l i a b i l i t y  and 

c o n s t r u c t  v a l i d i t y ,  Second ly ,  it was u t i l i z e d  t o  t e s t  t h e  

p r o p o s i t i o n  t h a t  o r g a n i z a t i o n a l  h e a l t h  i n  e l e m e n t a r y  s c h o o l s  

is e s s e n t i a l l y  a u n i t a r y ,  homogeneous c o n c e p t ,  . 

The r e s u l t s  i n  T a b l e  V I  i n d i c a t e  t h a t  t h e  s e v e n  dimen- 

s i o n s  o f  o r g a n i z a t i o n a l  h e a l t h  p o s s e s s  a c c e p t a b l e  r e l i a b i l i t y .  

K e r l i n g e r  i n  a d i s c u s s i o n  o f  f a c t o r  a n a l y s i s ,  i n d i c a t e s  t h a t  

t h e  cornmunality o f  a test,. o r  h2; is its common f a c t o r  v a r i a n c e ,  

Common f a c t o r  v a r i a n c e  ( v o )  forma p a r t  01.. testes t o t a l  

v a r i a n c e .  For  example,  t h e  t o t a l  v a r i a n c e  of  a t e s t  ( v t )  is 

e q u a l  t o  its common f a c t o r  v a r i a n c e ,  p l u s  s p e c i f i c  v a r i a n c e  

(vSp),  p l u s  e r r o r  v a r i a n c e  ( v ~ ) .  

( e q u a t i o n  1) 



TABLE V I  

FACTOR LOADING: VARIMAX ROTATION 
OF ORGANIZATIONAL HEALTH 

VARIABLES 
C 

- 

VARIABLES Factor 

I V  

V 

V I  

V I I  

$ o f  Common 
Variance - 100 ,OO 

5 o f  T o t a l  
Variance 95.42 

- 



Common f a c t o r  v a r i a n c e s  can  be broken dam f u r t h e r  i n t o  

o t h e r  s o u r c e s  o f  v a r i a n c e .  Such r e a s o n i n g  is p l a u s i b l e ,  i f  

o n e  t h i n k s  o f  t h e  sums o f  s q u a r e s  o f  f a c t o r  l o a d i n g s  o f  any 

t e s t  as be ing :  
2  2 2 2  hi ' a i  + bi +...+ k i  ( e q u a t i o n  2 )  

2 
where si , bi2 ... are t h e  s q u a r e s  o f  t h e  f a c t o r  l o a d i n g s  o f  

tes t  i, a n d  h t  i s  t h e  comnuna l i ty  o f  tes t  i. S i n c e  hi2 = VCO.% 

it f o l l o w s  t h e t  e a c h  s o u r c e  o f  v a r i a n c e  a t t r i b u t i n g  t o  a 

measurePs common f a c t o r  v a r i a n c e  w i l l  e q u a l  one o f  t h e  s q u a r e s  

o f  t h e  f a c t o r  l o a d i n g s  o f  t es t  i. To d e m o n s t r a t e  t h i s  reason-  

i n g ,  one may t a k e  a h y p o t h e t i c a l  case where t h e  Vc0 is broken 

down i n t o  two s o u r c e s  o f  v a r i a n c e ,  A a n d  8, w i t h  V A  as i n t e l -  

l i g e n c e  and  V E  a s  r e a d i n g  a b i l i t y .  I t  f o l l o w s ,  t h e r e f o r e ,  t h a t  

V ( A )  = a* a n d  V ( B )  = b2. Other  sources o f  v a r i a n c e  migh t  b e  I /  I 

;llll!dl found. The g e n e r a l i z e d  e q u a t i o n  f o r  t h i s  o p e r a t i o n  is: 

"co P V~ + v B +.. .vk ( e q u a t i o n  3 )  

S u b s t i t u t i n g  i n  e q u a t i o n  1, o n e  o b t a i n s :  

V t  = VA + VB + ...+ VK + Vsp + Ve ( e q u a t i o n  4 )  

D i v i d i n g  th rough  by V t ,  one  f i n d s  a p r o p o r t i o n a l  r e p r e s e n t a t i o n :  
h2 

- - . .. . - ( e q u a t i o n  5) 

where h2 is t h e  p r o p o r t i o n  o f  t o t a l  v a r i a n c e  t h a t  is common 

f a c t o r  v a r i a n c e ,  r t t  is t h e  p r o p o r t i o n  of  t o t a l  v a r i a n c e  t h a t  I 
"e 

I 

is r e l i a b l e  v a r i a n c e ,  and - is t h e  p r o p o r t i o n  o f  t o t a l  v a r i a n c e  
I 

"t 



t h a t  is e r r o r  v a r i a n c e ,  R e l i a b i l i t y  o f  a measure i a  always, 

hence ,  g r e a t e r  t h a n  o r  e q u a l  t o  i ts communali ty (3, pp, 655- 

656). The r e l i a b i l i t y  o f  e a c h  o f  t h e  o r g a n i z a t i o n a l  h e a l t h  

d imens ions  is, as i n d i c a t e d  i n  Tab le  V I ,  a t  l eas t  ,920 o r  above ,  

F a c t o r  a n a l y s i s  is i m p o r t a n t ,  moreover,  n o t  o n l y  because  

i t  g i v e s  a n  i n d i c a t i o n  o f  a measure 's  r e l i a b i l i t y ,  b u t  a l s o  

because  it tes t s  a n  i n s t r u m e n t ' s  v a l i d i t y ,  Common f a c t o r  

v a r i a n c e ,  f o r  example, i a  d e f i n e d  as t h e  v a r i a n c e  o f  a measure  

t h a t  is s h a r e d  w i t h  o t h e r  measures ,  K e r l i n g e r  d e f i n e s  v a l i d i t y  

a s  , . the  p r o p o r t i o n  o f  t h e  t o t a l  v a r i a n c e  o f  a measure t h a t  

is common f a c t o r  v a r i a n c e n  (3, p. 455). Thus one o b t a i n s :  

( e q u a t i o n  6 )  

where Val is t h e  v a l i d i t y ,  Vco is t h e  common f a c t o r  v a r i a n c e ,  

and V t  t h e  t o t a l  v a r i a n c e  o f  s measure. 

Above i t  was s t a t e d  t h a t  a measure ' s  t o t a l  v a r i a n c e  is 

composed o f  common f a c t o r  v a r i a n c e ,  s p e c i f i c  v a r i a n c e ,  and - 
e r r o r  v a r i a n c e ,  T h i s  can  be e x p r e s s e d  by e q u a t i o n  1, D i v i d i n g  

t h i s  e q u a t i o n  th rough  by Vt, one  c a n  t h e n  m a t h e m a t i c a l l y  d e r i v e  

p r o p o r t i o n s  o f  t o t a l  v a r i a n c e  w r i t t e n  a l g e b r a i c a l l y  as : 

"t = ",o + "sp + ", - - - - 
Vt Vt "t "t ( e q u a t i o n  7 )  

S i n c e  t h e  f i r s t  term on t h e  r i g h t ,  vCo/vt is t h e  r i g h t  hand 

member o f  e q u a t i o n  6, v a l i d i t y  c a n  be  s e e n  as t h a t  p a r t  o f  t h e  

t o t a l  v a r i a n c e  o f  a measure t h a t  is n o t  s p e c i f i c  v a r i a n c e  a n d  

n o t  e r r o r  v a r i a n c e .  In t h e  form o f  a n  e q u a t i o n ,  one  o b t a i n s ,  



( e q u a t i o n  8 )  

Using t h e  above h y p o t h e t i c a l  example, i n  which t h e  

common f a c t o r  v a r i a n c e  was composed 06 two s o u r c e s  A and  0, 

o r  f n t e l l i g e n c e  a n d  r e a d i n g  a b i l i t y ,  a n d  a d d i n g  t h e  v a r i a n c e  

o f  A to t h e  v a r i a n c e  of 0, as i n  e q u a t i o n  3 one o b t a i n s  t h e  

b e q u a t i o n s  : 

( e q u a t i o n  9 )  

( e q u a t i o n  10) 

- 
S u b s t i t u t i n g  t h i s  l a t t e r  e q u a t i o n  i n  w i t h  t h e  m a t h e m a t i c a l  

I 

! d e f i n i t i o n  o f  v a l i d i t y ,  e x p r e s s e d  above i n  e q u a t i o n  6,  one  ob- 
F 

t a i n s :  

Val = !!6 + !!8 
"t V t  

( e q u a t i o n  1 1 )  1~118,8 

1lIl111~1 

S i n c e  t h e  t o t a l  v a r i a n c e  of a measure,  as i n d i c a t e d ,  

i n c l u d e s  t h e  common f a c t o r  v a r i a n c e ,  s p e c i f i c  v a r i a n c e ,  and 

e r r o r  v a r i a n c e ,  one  can  s u b s t i t u t e  i n  e q u a t i o n  7 t h e  e q u a l i t y  

of e q u a t i o n  10 and o b t a i n  t h e  f o l l o w i n g :  
h* 

I 

I 

"t Wt "t, "t ( e q u a t i o n  1 2 )  
I 
I 

The first t u o  terms on t h e  r i g h t  hand s i d e  o f  the e q u a t i o n  I 

i n d i c a t e  t h e  communality of a measure and  t h u s  are a s s o c i a t e d  

w i t h  t h e  measure ' s  v a l i d i t y .  The f i r s t  t h r e e .  terms, i n d i c a t e d  I 

by r t t#  are a s s o c i a t e d  w i t h  t h e  r e l i a b i l i t y  o f  a measure  (3, 1 ~ 
I 
I 

pp, 455-547 ) , 



2 Examination o f  t h e  h column i n  Tab le  V I  shows v e r y  

p o s i t i v e  common factor v a r i a n c e s  on a l l  d imens ions  o f  o r g a n i z a -  

t i o n a l  h e a l t h ,  Hence, o n e  c a n  conc lude ,  t h a t  a l l  o r g a n i z a -  

t i o n a l  h e a l t h  v a r i a b l e s  have  i n  common a l a r g e  d e g r e e  o f  

v a r i a n c e ,  

A f a c t o r  a n a l y s i s  o f  o r g a n i z a t i o n a l  h e a l t h  variables showed 

o n e  major  f a c t o r  c l e a r l y  i n  e v i d e n c e ,  a c c o u n t i n g  f o r  95.42 p e r  

c e n t  o f  t h e  t o t a l  v a r i a n c e  w i t h  a n  e i g e n v a l u e  o f  6,680, In  

view of  its e a s e  o f  i n t e r p r e t a t i o n ,  r o t a t i o n  was h a r d l y  neces-  

sary, When r o t a t e d ,  t h e  major  f a c t o r  r e t a i n e d  its size,  and  

its r o t a t e d  a n d  u n r o t a t e d  l o a d i n g s  were i d e n t i c a l ,  The con- 

c l u s i o n  is clear, T h i s  major  f a c t o r  is a compos i t e  measure  

o f  a d e q u a t e  g o a l  f o c u s ,  a c o - o r d i n a t e d  communcation sys tem,  

a n  e q u i t a b l e  decision-making s t r u c t u r e ,  e f f i c i e n t  u M i z a t i o n  

o f  human a n d  material r e s o u r c e s ,  a d a p t a b i l i t y  o f  a s c h o o l  t o  

its environment ,  problem-solving mechanisms, and  maximum 

o p p o r t u n i t i e s  f o r  s e l f - a c t u a l i z a t i o n ,  

Discuss ion .  One o f  t h e  key q u e s t i o n s  o f  t h e  s t u d y  now 

h a s  been made clear. The o r g a n i z a t i o n a l  h e a l t h  q u e s t i o n n a i r e  

is a v a l i d  a n d  r e l i a b l e  measure o f  o r g a n i z a t i o n a l  h e a l t h ,  

Fur the rmore ,  t h e  a n a l y s i s  r e v e a l s  t h a t  t h e ,  i n s t r u m e n t  is 

P a c t o r i a l l y  "purea.  The v a r i a b l e s  are l o a d e d  on o n l y  one 
I 

f a c t o r ,  t h u s  making f a c t o r i a l  i n t e r p r e t a t i o n  r e l a t i v e l y  s i m p l e ,  
I 

O r g a n i z a t i o n a l  h e a l t h  s t r u c t u r e ,  hence ,  c a n  be c o n c e p t u a l i z e d  I 

es a u n i t a r y ,  homogeneous v a r i a b l e .  Each o r g a n i z a t i o n a l  h e a l t h  
I 

dimension c o n t r i b u t e s  a l m o s t  e q u a l l y  t o  the c e n t r a l  notxon o f  t h e  



118. 

c o n c e p t ,  With such  u n d e r s t a n d i n g ,  o r g a n i z a t i o n a l  h e a l t h  c a n  

now be  used  i n  r e s e a r c h  more s y s t e m a t i c a l l y  and p r e c i s e l y  t h a n  

f o r m e r l y ,  

Some c a u t i o n ,  however, must be  e x e r c i s e d  i n  t h i s  i n t e r -  

p r e t a t i o n ,  R e s u l t s  from t h i s  i n s t r u m e n t  p e r t a i n  t o  e l e m e n t a r y  

s c h o o l s  a n d  do n o t  i n c l u d e  s e c o n d a r y  s c h o o l s ,  S p e c i a l i z a t i o n ,  

t e c h n i c a l  competence, a n d  d e p a r t m e n t a l i z a t i o n  are a few o f  t h e  

many c o n d i t i o n s  t h a t  c o u l d  p o s s i b l y  a f fec t  o r g a n i z a t i o n a l  

h e a l t h  which are e v i d e n t  a t  t h e  s e c o n d a r y  l e v e l ,  b u t  n o t  

p rominen t  a t  t h e  e l e m e n t a r y  l e v e l .  

D e p a r t m e n t a l i z a t i o n  o f  s e c o n d a r y  s c h o o l s  p l u s  t h e i r  u s e  

o f  v i c e - p r i n c i p a l s  a n d  c o u n s e l l o r s ,  t e n d  t o  d i s s i p a t e  t h e  
- 

i n t e r a c t i o n  between a p r i n c i p a l  and  h i s  t e a c h e r s .  A t  t h e  
- 

e l e m e n t a r y  l e v e l ,  where a d m i n i s t r a t i v e  appendages  are l a c k i n g ,  

t h e  p r i n c i p a l  g e n e r a l l y  h a s  t h e  o p p o r t u n i t y  for c l o s e r  and  

more d i r e c t  i n t e r a c t i o n  a i t h  h i s  t e a c h e r s ,  Consequen t ly ,  o n e  

may f i n d  d i f f e r e n t  l e v e l s  o f  emphas i s  among s u c h  o r g a n i z a t i o n -  

a l  h e a l t h  d imens ions  as c o - o r d i n a t e d  communication sys tem,  

e q u i t a b l e  decis ion-making s t r u c t u r e ,  and e f f i c i e n t  use o f  

human end  material r e s o u r c e s ,  i n  e l e m e n t a r y  and  s e c o n d a r y  

s c h o o l s ,  F u r t h e r  r e s e a r c h  is needed a t  o t h e r  l e v e l s  o f  t h e  

e d u c a t i o n a l  h i e r a r c h y  i n  p u b l i c  s c h o o l s  t o  d e t e r m i n e  whether  

t h e  same d imens ions  o f  o r g a n i z a t i o n a l  h e a l t h  are as v i a b l e  

a t  o t h e r  l e v e l s  as t h e y  are a t  t h e  e l e m e n t a r y  l e v e l ,  



11, ANALYSIS OF EXECUTIVE PROFESSIONAL LEADERSHIP, 

ORGANIZATIONAL HEALTH, AND GROUP ATMOSPHERE 

SCORES 

Relat ionship Between Hish and Moderate Execut ive Profess iona l  
Leadership Scores 

Findinas. One o f  the important assumptions made i n  the 

Gross and H e r r i o t t  study was t h a t  there  would be v a r i a t i o n  i n  

the execut ive p ro fess iona l  leadership o f  elementary school 

p r i nc ipa l s ,  It was assumed t h a t  such v a r i a t i o n  was caused by 

s o c i a l  and o rgan iza t iona l  forces a f f e c t i n g  admin is t ra to rs  o f  

p ro fess iona l l y  s t a f f e d  school organizat ions (2, p,  90). 

Among many of the cond i t ions o u t l i n e d  by the researchers 

as poss ib le  con t r i bu to rs  t o  EPL d i f fe rences  i n  p r i n c i p a l s  mere 

the fo l lowing,  A p r i n c i p a l  occupies a f o c a l  p o s i t i o n  i n  h i s  
* 

school: se rv ing  i n  such a pos i t ion ,  he must i n t e r a c t  w i t h ,  . 
e x e r t  in f luence,  and be in f luenced by, those i n  r e l a t e d  

counter pos i t ions,  such as teachers, o ther  administ rators,  

parents, and pupi ls .  Occupation o f  such a r o l e  suggests t h a t  

the r e l a t i o n s  a p r i n c i p a l  has w i t h  one o f  the above groups 

may be in f luenced by a r e l a t i o n s h i p  w i t h  a t h i r d  par ty ,  

Secondly, v a r i a t i o n s  i n  leadership may be in f luenced by the 

type o f  i n t e r a c t i o n s  a p r i n c i p a l  has w i t h  an ind iv idua l ,  

Existence o f  a  f r i e n d l y ,  i n fo rma l  r e l a t i o n s h i p  w i t h  a  s t a f f  

member9 f o r  example, w i l l  a f f e c t  a  p r i n c i p a l ' s  e f f o r t s  t o  

in f luence  t h a t  member. F ina l l y ,  the way a  p r i n c i p a l  conducts 

h imse l f  w i l l  be in f luenced by the manner i n  which he def ines 



t h e  s o c i a l  s i t u a t i o n  w i t h  which h e  is c o n f r o n t e d ,  D i f f e r e n t  

soc ia l  s i t u a t i o n s  w i l l  be p e r c e i v e d  as r e q u i r i n g  d i f f e r e n t  

p a t t e r n s  of l e a d e r  b e h a v i o r  (2, pp, 91-92 ), 

S u p p o r t  o f  t h e s e  a s s u m p t i o n s  is found i n  Table  VII, A 

s i g n i f i c a n t  t was d i s c o v e r e d  between h i g h  a n d  moderate e x e c u t i v e  

p r o f e s s i o n a l  l e a d e r s h i p  scores, 

D i s c u s s i o n ,  The f a c t  t h a t  a s i g n i f i c a n t  t is t o  be  

found between h igh  a n d  modera te  EPL s c o r e s ,  i n d i c a t e s  t h a t  

v a r i a t i o n  d o e s  ex ia t  among e l e m e n t a r y  s c h o o l  p r i n c i p a l s  i n  

r e g a r d  t o  t h e i r  e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p ,  C e r t a i n  

soc ia l  a n d  o r g a n i z a t i o n a l  f o r c e s  do affect  t h e  l a e d e r s h i p  

b e h a v i o r  of  p r i n c i p a l s ,  Higher  a d m i n i s t r a t i v e  p e r s o n n e l ,  

p e r s o n a l  a t t r i b u t e s  o f  i n d i v i d u a l  p r i n c i p a l s ,  end t e a c h e r -  

p r i n c i p a l  r e l a t i o n s h i p s ,  a re  t h e  major f a c t o r s  c r e a t i n g  

v a r i a t i o n s  i n  e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p  a c c o r d i n g  t o  

Grass and  H e r r i o t t e s  s t u d y ,  

Higher  a d m i n i s t r a t i v e  p e r s o n n e l  are a s s o c i a t e d  w i t h  one  

s o u r c e  o f  EPL v a r i a t i o n  among formal s c h o o l  l e a d e r s ,  P r i n c i -  

p a l s  are middlemen i n  t h e  e d u c a t i o n  h i e r a r c h y  and  w h i l e  t h e y  

c l o s e l y  i n t e r a c t  and i n f l u e n c e  s u b o r d i n a t e s  i n  t h e i r  i n d i v i d u a l  

s c h o o l s ,  t h e y  a r e  i n f l u e n c e d  and  s u p e r v i s e d  i n  t h e i r  t u r n  by 

h i g h e r  a d m i n i s t r a t i v e  p e r s o n n e l ,  J u s t  ad t e a c h e r  performance  

is i n f l u e n c e d  by t h e  t y p e  o f  l e a d e r s h i p  e x h i b i t e d  by t h e i r  

r e s p e c t i v e  p r i n c i p a l s ,  s o  are p r i n c i p a l s  i n f l u e n c e d  by t h e  

t y p e  of l e a d e r s h i p  d i s p l a y e d  by h i g h e r  a d m i n i s t r a t i v e  person-  

n e l ,  
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Gross a n d  Herriott, for  example, found t h a t  t h e r e  was a 11 
s i g n i f i c a n t  and d i r e c t  r e l a t i o n s h i p  between t h e  a t t i t u d e  o f  a il 
h i g h e r  a d m i n i s t r a t o r  toward change and  t h e  p r i n c i p a l a s  a t t i  t u d e  9 
toward change. 1 g r e a t e r  number of p r i n c i p a l s  a c c e p t e d  h i g h e r  1 
a d m i n i s t r a t i v e  p e r s o n n e l  who s o u g h t  a n d  approved t h e  i n t r o -  

d u c t i o n  of  a p p r o p r i a t e  change w i t h  t h e i r  s c h o o l  sys tem,  F u r t h e r -  

more, t h e  d e g r e e  of s o c i a l  s u p p o r t  a p r i n c i p a l  r e c e i v e d  from 

h i s  s u p e r i o r s  a f f e c t e d  h i s  EPL. P r i n c i p a l s  who i n d i c a t e d  t h a t  

t h e y  had s t r o n g  s o c i a l  s u p p o r t  from t h e i r  s u p e r i o r s  t ended  t o  

show h i g h  EPL, F i n a l l y  p r i n c i p a l s  who were d i r e c t l y  i n v o l v e d  

i n  t e a c h e r  s e l e c t i o n  showed h i g h e r  EPL scores, P o s s i b l y  t h i s  

r e s u l t  is due t o  t h e  fact  t h a t  p r i n c i p a l s  c o n s c i o u s l y  t e n d  t o  

t u r n  down a p p l i c a n t s  whose v iews are n o t  similar t o  t h e i r  own 

(2, PP. 106-119). 

An a d m i n i s t r a t o r ' s  p e r s o n a l  a t t r i b u t e s  were found t o  

a f f e c t  h i s  e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p .  The above  

writers n o t e  t h a t  a p r i n c i p a l ' s  s e l f - c o n c e p t i o n  o f  h i s  own 

a b i l i t y  p o s i t i v e l y  and s i g n i f i c a n t l y  affects h i s  EPL, Those 

a d m i n i s t r a t o r s  who are c o n f i d e n t  of t h e i r  own a b i l i t i e s  d i s -  

p l a y  g r e a t e r  EPLe4 P r i n c i p a l s  who show a n e g a t i v e  se l f -con-  

c e p t  of t h e i r  a b i l i t i e s ,  rate low on EPL. Likewise ,  adwin i s -  

t r a t o r s  who p o s s e s s  h i g h  i n t e l l e c t u a l  a b i l i t y  e x h i b i t  g r e a t e r  

e x e c u t i v e  p r o f e s e i o n a l  l e a d e r s h i p  q u a l i t i e s  t h a n  those who 

are n o t  h i g h l y  i n t e l l i g e n t ,  

The role o f  p r i n c i p a l  c o n f r o n t s  a n  i n d i v i d u a l  w i t h  a 

number of u n i q u e  problems,  Reso lv ing  some o f  t h e s e  problems 



123,  

w i l l  r e q u i r e  s i n g u l a r  s o l u t i o n s  t h a t  w i l l  demand c r e a t i v i t y  

and  c a r e f u l  t h o u g h t ,  i f  they are to  be s u c c e s s f u l ,  theoretic- 

a l l y ,  t h o s e  p r i n c i p a l s  deemed t o  be  more h i g h l y  i n t e l l i g e n t ,  

s h o u l d  be a b l e  t o  d i s p l a y  g r e a t e r  a b i l i t y  i n  a r r i v i n g  a t  t h e s e  

s o l u t i o n s  than  t h o s e  of lesser i n t e l l i g e n c e .  

The mot ive  behind a n  i n d i v i d u a l  d e s i r i n g  t o  become a 

p r i n c i p a l  a f f e c t e d  h i s  EPL, School  l e a d e r s  whose m o t i v e  was 

main ly  s e r v i c e  t ended  t o  d i s p l a y  h i g h  EPL. These i n d i v i d u a l s  

expended c o n s i d e r a b l e  e f f o r t  t o  overcome o r g a n i z a t i o n a l  op- 

p o s i t i o n  t o  t h e i r  p r o f e s s i o n a l  l e a d e r s h i p ,  O t h e r s  whose mot ive  

was main ly  f i n a n c i a l  o r  p r o f e s s i o n a l  advancement  t e n d e d  t o  

g i v e  much more p a s s i v e  l e a d e r s h i p  (2, pp. 135-149). 

E x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p  is i n f l u e n c e d ,  f u r t h e r -  

more, by p r i n c i p a l - t e a c h e r  r e l a t i o n s h i p s ,  Heads o f  s c h o o l s  

who seek t o  i n v o l v e  t h e i r  t e a c h e r s  i n  decis ion-making e x h i b i t  

h i g h e r  e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p ,  Under s u c h  a work 

envi ronment ,  t h e  p r i n c i p a l  is d e m o n s t r a t i n g  t o  h i s  c o l l e a g u e s  

t h a t  he v a l u e s  and  r e s p e c t s  t h e i r  judgments ,  Teachers ,  i n  

t u r n ,  w i l l  be a p t  t o  r e g a r d  him as a n  associate who s e e k s  t o  

e n l i s t  t h e i r  a i d ,  r a t h e r  than  t o  subsume t h e i r  p r o f e s s i o n a l  

p r e r o g a t i v e s .  Thus by m a i n t a i n i n g  a more e q u i t a b l e  d e c i s i o n -  

making s t r u c t u r e ,  even though no f o r m a l  o b l i g a t i o n  e x i s t s ,  t h e  

p r i n c i p a l  is s e e k i n g  t o  r e d u c e  p o s s i b l e  o b s t a c l e s  t o  h i s  

l e a d e r s h i p  and  enhance  h i s  i n f l u e n c e  o v e r  s u b o r d i n a t e s ,  

S i m i l a r l y ;  t h e  more a p r i n c i p a l  sought .  t o  empa th ize  

w i t h  h i s  t e a c h e r s ,  t h e  g r e a t e r  h i s  e x e c u t i v e  p r o f e s s i o n a l  

l e a d e r s h i p .  A d m i n i s t r a t o r s  who m a i n t a i n  a formal d i s t a n c e  



124, 

between t h e m s e l v e s  a n d  t h e i r  c o l l e a g u e s  are t h o u g h t  by s taff  

p e r s o n n e l  t o  be emphas iz ing  t h e i r  e u p e r i o r i  t y ,  Consequen t ly ,  

t e a c h e r s  t e n d  t o  see t h e i r  p r i n c i p a l  as a s u p e r i o r  r a t h e r  t h a n  

as  a c o l l e a g u e .  E f f o r t s  on t h e  p a r t  o f  p r i n c i p a l s  t o  i n f l u e n c e  

t e a c h e r s ,  i n  t h e s e  s i t u a t i o n s  t e n d  t o  be  viewed s u s p i c i o u s l y  

and,  hence ,  r e s i s t e d ,  
I 

It mas a l s o  d e m o n s t r a t e d a t t h a t  t e a c h e r s  e x p e c t e d  a h i g h  

o r d e r  o f  m a n a g e r i a l  a b i l i t y  from t h e i r  p r i n c i p a l s ,  L a s t  minu te  

b u l l e t i n  p r e p a r a t i o n ,  h e s i t a n c y  i n  decis ion-making,  a n d  unneces-  

s a r y  p a p e r  work t e n d  t o  annoy s t a f f  members, Such annoyance 

l e a d s  t o  d i s c o n t e n t  u h i c h  t e n d s  t o  s t r e n g t h e n  r e s i s t a n c e  t o  

a d m i n i s t r a t i v e  l e a d e r s h i p  (2. pp, 121-134).  

Each o f  t h e s e  f a c t o r s  are p o s s i b l e  c a u s e s  o f  v a r i a t i o n  

i n  EPL scores between s c h o o l s ,  A l l  were found by t h e  Gross 

and H e r r i o t t  r e s e a r c h  team t o  be  s i g n i f i c a n t l y  and  p o s i t i v e l y  

r e l a t s d  t o  e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p ,  and c o n s e q u e n t l y ,  

c o u l d  a c c o u n t  p a r t i a l l y  fo r  some o f  t h e  d i f f e r e n c e s  found i n  

t h e  d a t a  a n a l y s i s ,  

R e l a t i o n s h i p  Be tween moderate and  Low Exacu t i v e  P r o f e s s i o n a l  
L e a d e r s h i p  Scores 

F i n d i n ~ s .  Tab le  VIII shows t h a t  t h e r e  is a s i g n i f i c a n t  

d i f f e r e n c e  between modera te  and low s c o r i n g  s c h o o l s  i n  execu- 

t i v e  p r o f e s s i o n a l  l e a d e r s h i p .  A t o f  9 ,59  was s i g n i f i c a n t  

well beyond t h e  . O 1  l e v e l .  

D i s c u s s i o n .  The r e l a t i o n s h i p  between modera te  and low 
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s c o r i n g  s c h o o l s  on e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p  is i n t e r -  

e s t i n g ,  The p o s i t i v e  a n d  r i g n i f i o a n t  r e l a t i o n s h i p  is n o t  too 

d i f f i c u l t  t o  e x p l a i n .  The d e g r e e  of e x e c u t i v e  p r o f e s s i o n a l  

l e a d e r s h i p  e x h i b i t e d  by a p r i n c i p a l  is c l o s e l y  a s s o c i a t e d  w i t h  

a  number o f  p o s s i b l e  i n t r a - o r g a n i z a t i o n a l  and  e x t r a - o r g a n i z a -  

t f o n a l  f a c t o r s  t h a t  e i t h e r  enhance  o r  l e s s e n  e x e c u t i v e  p r o f e s -  

s i o n a l  l e a d e r s h i p , '  As above,  t h e  l e a d e r s h i p  e x e r t e d  by h i g h e r  

a d m i n i s t r a t i v e  p e r s o n n e l ,  p r i n c i p a l - t e a c h e r  r e l a t i o n s h i p s ,  a n d  

p e r s o n a l  a t t r i b u t e s  are p o s s i b l e  factors p r e v e n t i n g  a n  adminis-  

t r a t o r  from e x e r t i n g  h i s  f u l l  EPL p o t e n t i a l ,  

S p e c i f i c a l l y ,  a s c h o o l  l e a d e r  whose s u p e r i o r  is r e l u c -  

t a n t  t o  approve  a p p r o p r i a t e  a n d  w o r t h w h i l e  i n n o v a t i v e  i d e a s ,  

w i l l  be f r u s t r a t e d  i n  t r y i n g  t o  Q u l f i l l  t h e  r o l e  of change 

a g e n t  i n  h i s  s c h o o l ,  Such o b s t a c l e s  are d i f f i c u l t  t o  overcome 

and  t e n d ,  w i t t i n g l y  o r  n o t ,  t o  r e d u c e  p r o f e s s i o n a l  l e a d e r s h i p ,  U/llllll 
)(ll1l/l~ 

F a i l u r e  o f  t h e  p r i n c i p a l  t o  convey t o  h i s  t e a c h e r s  a f e e l i n g  

o f  u n d e r s t a n d i n g  a n d  s u p p o r t  w i l l  t e n d  t o  i n c r e a s e  t h e i r  resis- 

t a n c e  to  h i s  l e a d e r s h i p  a t t e m p t s  and  t h u s  t e n d  t o  lower  h i s  EPL 

r a t i n g ,  Teachers who p e r c e i v e  a p r i n c i p a l  as b e i n g  d f s i n t e r -  

e d t e d  a n d  n o t  u n d e r s t a n d i n g  of  classroom problems,  w i l l  v iew 

him as a t h r e a t  t o  t h e i r  autonomy, F a i l u r e  by a s c h o o l  

a d m i n i s t r a t o r  t o  of fer  h e l p  when h e l p  is needed,  o r  t o  o f f e r  

encouragement  and s u p p o r t  to s u b o r d i n a t e s  e n c o u n t e r i n g  problems,  

l e s s e n s  h i s  c h a n c e  o f  making h i s  m e e t i n g s  w i t h  t e a c h e r s  v a l u a b l e  

e x p e r i e n c e s .  A p r i n c i p a l  who i n  t h e  t e a c h e r ' s  view l a c k s  

s k i l l  i n  e f f e c t i v e l y  h a n d l i n g  p a r e n t a l  c o m p l a i n t s  and d i s c i p -  

l i n a r y  problems would seem t o  be  f a i l i n g  them when h i s  h e l p  is 
1 i 



needed,  Consequen t ly ,  f a i l u r e  t o  h e l p  t e a c h e r s ,  may r e s u l t  

i n  a g e n e r a l  r e l u c t a n c e  by s taff  members to  a c c e p t  a d m i n i s t r a -  

t i v e  i n f l u e n c e  i n  i n s t r u c t i o n a l  matters (2). 

Again, t h e s e  are o n l y  a few o f  many examples  which may 

a c c o u n t  f o r  d i f f e r e n c e s  i n  EPL s c o r e s  between s c h o o l s ,  T h e i r  

a p p l i c a t i o n  as  a n  e x p l a n a t i o n  o f  e x e c u t i v e  p r o f e s s i o n a l  l e a d e r -  

s h i p  is n o t  l i m i t e d  t o  modera te  and low EPL s c o r e s ,  They are 

g e n e r a l  f a c t o r s  which may t e n d  t o  e x p l a i n  any v a r i a t i o n  i n  

e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p  s c o r e s ,  

R e l a t i o n s h i p  Between Hiah and Maderate O r s a n i z a t i o n a l  Health 
'Scores 

F ind inas ;  A s i g n i f i c a n t  t between h i g h  a n d  modera te  1 1  
o r g a n i z a t i o n a l  h e a l t h  s c o r e s  is i n d i c a t e d  i n  Table  IX, T h i s  1 Ill 
d i f f e r e n c e  is s i g n i f i c a n t  beyond t h e  , 0 1  l e v e l ,  In  s h o r t ,  

1' 11'''1 i 
lWlH1 

I 

s c h o o l s  d i f f e r  i n  t h e  e x t e n t  t o  which o r g a n i z a t i o n a l  h e a l t h  l1111lll' 
il(ffln1 

is emphasized and p r e s e n t  w i t h i n  them. 

D i s c u s s i o n ,  No e m p i r i c a l  r e s e a r c h  e x i s t s  t o  e x p l a i n  why 
I 

d i f f e r e n t  s c h o o l s  s h o u l d  va ry  i n  t h e i r  o r g a n i z a t i o n a l  h e a l t h  

d imens ions ,  One may o n l y  s p e c u l a t e  on t h e  r e a s o n s  f o r  t h i s  

u n t i l  s u c h  time a s  f u r t h e r  work is comple ted  on t h i s  t o p i c ,  

I n  h i s  a r t i c l e  on o r g a n i z a t i o n a l  h e a l t h ,  Miles t h e o r i z e d  

t h a t  p o s s i b l e  r e a s o n s  f o r  d i f f e r e n c e s  between s c h o o l s  on t h e  

o r g a n i z a t i o n a l  h e a l t h  d imension c o u l d  be a t t r i b u t e d  to  g o a l  1 
I 

a m b i g u i t y ,  r o l e  performance  i n v i s i b i l i t y ,  low. i n t e r d e p e n d e n c e ,  
I 

1 
v u l n e r a b i l i t y ,  p b o f e s s i o n a l  c o n t r o l  problems,  a n d  low 11 

I 

t e c h n o l o g i c a l  i n v e s t m e n t  (5, pp, 22-27). 
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E d u c a t i o n a l  o r g a n i z a t i o n s  have  a h i g h  d e g r e e  o f  g o a l  

a m b i g u i t y ,  T h i s  arises from t h e  d i f f i c u l t y  e x i s t i n g  i n  

measur ing  t o t a l  e d u c a t i o n a l  r e s u l t s  i n  a q u a n t i t i v e  manner. 

I t  is d i f f i c u l t ,  f o r  example, t o  d e t e r m i n e  what a s t u d e n t  h a s  

l e a r n e d  between h i s  a r r i v a l  and d e p a r t u r e  from a g iven  school, 

L e a r n i n g  is a n  e x t r e m e l y  complex p r o c e s s  i n  which s u b j e c t  

matter, s o c i a l  i n t e r a c t i o n s ,  and  g r a d u a l  m a t u r i t y  are a l l  

i n v o l v e d  as p a r t s  of  t h e  c o n t i n u i n g  development  o f  a n  i n d i v i d u a l ,  

The d e g r e e  o f  s u b j e c t  matter l e a r n e d  can  be measured o b j e c t i v e -  

l y .  I t  is d i f f i c u l t ,  however, t o  d e v i a o  a c c u r a t e  s u b j e c t i v e  

measures  o f  l e a r n i n g  development  i n  terms o f  s o c i a l  i n t e r a c t  i o n  

and  m a t u r i t y . '  

The s c h o o l  o c c u p i e s  a v e r y  v i s i b l e  role i n  a community, I(3 

Criticism of its o p e r a t i o n s  and  p r a c t i c e s  are common occur-  III~ 

e n c e s .  This h a s  c a u s e d  f r e q u e n t ,  d e l i b e r a t e  goal  a m b i g u i t y ,  a IUL 
Il111 

form o f  o r g a n i z a t i o n a l  d e f e n s e  o r  p r o t e c t i o n  a g a i n s t  criticism, 

I t  would a p p e a r  t h a t  many a d m i n i s t r a t o r s  b e l i e v e  t h e  addage ,  

mWhat t h e  p u b l i c  d o e s n ' t  know won't h u r t  them," In  a d d i t i o n ,  

c e r t a i n  g o a l  s t a t e m e n t s  a r e  c o n s i d e r e d  t aboo ,  Few s c h o o l s  

want  t o  a d m i t  o p e n l y  t h a t  o n e  o f  t h e i r  main p u r p o s e s  w i t h  

r e g a r d  t o  c h i l d r e n  is c u s t o d i a l  (5, pp. 22-23). 

I t  f o l l o w s  t h a t  i f  a s c h o o l  is h e s i t a n t  a b o u t  s t a t i n g  

many o f  ,its reel g o a l s ,  its t e a c h e r s  c a n  n o t  be f u l l y  aware 

o f  t h e  s c h o o l  o b j e c t i v e s ,  and  t r u l y  e f f e c t i v q  and c o - o r d i n a t e d  

a c t i v i t i e s  c a n  n o t  be d i r e c t e d  towards  g o a l  accomplishment  

when g o a l s  are unknown. 
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C l o s e l y  a s s o c i a t e d  w i t h  t h i s  problem of g o a l  a m b i g u i t y ,  

is what miles terms r o l e  performance  i n v i s i b i l i t y ,  Much i a  

w r i t t e n  i n  e d u c a t i o n a l  l i t e r a t u r e  a b o u t  t h e  "egg crate* 

environment  of t h e  p u b l i c  s c h o o l s ,  Teachers  t e n d  t o  be 

c l o s e t e d  i n  t h e i r  c l a s s r o o m s  w i t h  l i t t l e  o p p o r t u n i t y  t o  ob- 

s e r v e  a n d  d i s c u s s  p r o f e s s i o n a l  matters w i t h  their  c o l l e a ~ u e s :  

t h u s ,  few t e a c h e r s  have a c l e a r  f d e e  c o n c e r n i n g  t h e  r o l e  a n d  

performance  o f  o t h e r  t e a c h e r s .  S t u d e n t s ,  however, o b s e r v e  

r a t h e r  a c u t e l y  t h e  q u a l i t y  o f  i n d i v i d u a l  teacher performance ,  

Teachers ,  may be v e r y  much aware o f  t h e s e  s t u d e n t  observa- 

t i o n s ,  p a r t i c u l a r l y  a t  t h e  s e c o n d a r y  l e v e l ,  E d u c a t i o n a l  

i n s t r u c t o r s  w i l l  some times, t h e n ,  s u b c o n s c i o u s l y  s u b s t i t u t e  

d i f f e r e n t  c r i te r ia  f o r  e d u c a t i o n a l  e f f e c t i v e n e s s ,  S t a t e d  

g o a l s  are masked and t h e  r e a l  g o a l  becomes how much i n t e r e s t  

t h e  s t u d e n t  shows (5, pp, 24-25). 

C e r t a i n l y  t h e r e  a p p e a r s  t o  be a low i n t e r d e p e n d e n c e  

between o r g a n i z a t i o n a l  p a r t s  o f  s c h o o l s ,  A t  t h e  s e c o n d a r y  

l e v e l ,  d e p a r t m e n t a l i z a t i o n  t e n d s  t o  promote h o s t i l i t y  and 

c o m p e t i t i o n  between d e p a r t m e n t s ,  Other  fo rms  o f  c o m p e t i t i o n  

a r e  n o t i c e d  between t e a c h e r s  a t  a l l  l e v e l s  o f  e d u c a t f o n ,  One 

t e a c h e r  may emphasize wall d e c o r  and  e l a b o r a t e l y  d e c o r a t e  

h i s  room, Soon o t h e r  t e a c h e r s  are f o l l o w i n g  s u i t ,  i n  o r d e r  

n o t  t o  be ou tdone ,  Few t e a c h e r s  s h a r e  materials o r  l e s s o n s  

on a r e g u l a r  a n d  c o n s i s t e n t  b a s i s ,  Hence a r i v a l r y  grows 

between d e p a r t m e n t s  o r  i n d i v i d u a l  t e a c h e r s ,  which c a n  c a u s e  

a breakdown o f  communication p a t t e r n s ,  f r i e n d s h i p  r e l a t i o n s ,  
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a n d  workflow (5, pp. 24-25). 

P a u l  f lo r t ,  a c c o r d i n g  t o  Robinson, n o t e s  t h a t  t h e  a v e r a g e  

American s c h o o l  l a g s  twen ty - f ive  years beh ind  t h e  b e s t  educa- 

t i o n a l  p r a c t i c e s  (6,  p. 11). S c h o o l s  are s low t o  i n c o r p o r a t e  

new i d e a s ,  T h i s  c o n d i t i o n  is due p a r t i a l l y  t o  s c h o o l s  b e i n g  

f a v o r i t e  t a r g e t s  f o r  c o n t r o l  a n d  criticism. N e w  p r a c t i c e s  

are q u i c k l y  made known t o  t h e  community: s t u d e n t s ,  f o r  example,  

are a p r i m a r y  s o u r c e  o f  i n f o r m a t i o n .  They w i l l  u s u a l l y  relate 

t o  p a r e n t s  t h e  day ' s  e v e n t s  when a s k e d  t o  do so  end criticism 

is f r e q u e n t l y  engendered.  S c h o o l s  are r e l u c t a n t  t o  promote new 

c u r r i c u l u m  a n d  o r g a n i z a t i o n a l  c h a n g e s  t h a t  may be s u b j e c t  t o  

community criticism, even when t h e y  may be  t o  t h e i r  b e t t e r m e n t  
I 

(5,  pp. 25-26). 

A g r e a t  d e a l  is s a i d  a b o u t  t h e  growing number o f  pro- 

f e s s i o n a l s  employed i n  b u r e a u c r a t i c  o r g a n i z a t i o n s .  P r o f e s -  

s i o n a l s  g e n e r a l l y  have  t h e i r  own c o n c e p t  o f  the r o l e  t h e y  

s h o u l d  p l a y ,  and  t h e s e  c o n c e p t s  may be  a t  odds  w i t h  o r g a n i z a -  

t i o n a l  g o a l s  o r  o b j e c t i v e s .  T h e r e f o r e ,  when p r o f e s s i o n a l s  are 

employed i n  b u r e a u c r a t i c  o r g a n i z a t i o n s ,  c o n f l i c t  nay r e s u l t  

which w i l l  a f fec t  n o t  o n l y  t h e  i n d i v i d u a l ,  b u t  t h e  o r g a n i z a -  

t i o n  (5, p,  26). As E t z i o n i  e x p l a i n s :  

I t  is t h i s  h i g h l y  i n d i v i d u a l i z e d  p r i n c i p l e  
which is d i a m e t r i c a l l y  opposed t o  t h e  v e r y  e s s e n c e  
of t h e  o r g a n i z a t i o n a l  p r i n c i p l e  o f  c o n t r o l  and  
c o o r d i n a t i o n  by s u p ~ r i o r s ,  t h a t  is, t h e  p r i n c i p l e  
of  a d m i n i s t r a t i v e  a u t h o r i t y .  In o t h e r  words, t h e  
u l t i m a t e  j u s t i f i c a t i o n  f o r  a p r o f e s s i o n a l  a c t  is 
t h a t  it is, t o  t h e  b e s t  o f  t h e  p r o f e s s i o n a l e s  
knowledge, t h e  r i g h t  act.. . . The u l t i m a t e  
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j u s t i f  i a a t i o n  o f  an a d m i n i s t r a t i v e  act ,  however, 
is t h a t  it is i n  l i n e  w i t h  t h e  o r g a n i z a t i o n m a  
r u l e s  and  r e g u l a t i o n s ,  and t h a t  i t  h a s  been 
approved - d i r e c t l y  o r  by i m p l i c a t i o n  - by a 
s u p e r i o r  r a n k  (I, pp. 70-712 

\ 

E d u c a t i o n a l  r e s e a r c h  c o n t a i n s  e v i d e n c e  which d e m o n s t r a t e s  t h e  

e x i s t e n c e  o f  stress a n d  s t r a i n  between p r o f e s s i o n a l  a n d  

o r g a n i z a t i o n a l  p r i n c i p l e s  i n  s c h o o l s ,  These p a t t e r n s  o n l y  

t e n d  t o  create r e s i s t a n c e  between t e a c h e r s  and  a d m i n i s t r a t i v e  

a u t h o r i t y ;  

P r i n c i p a l s  are i n v o l v e d  i n  a  similar form o f  c o n f l i c t .  

S u p e r i n t e n d e n t s  may, f o r  example, demand of  t h e i r  p r i n c i p a l s  

g r e a t e r  s u p e r v i s i o n  o f  t e a c h e r s ,  A s c h o o l  a d m i n i s t r a t o r  w i l l  

have  t o  r e c o n c i l e  board  o f f i c e  r e q u e s t s  w i t h  t h e  need  to  pro- 

t ec t  t h e  p r o f e s s i o n a l  p r e r o g a t i b e s  o f  t e a c h e r s ,  C o n f l i c t i n g  

demands s u c h  as t h i s  w i l l  make t h e i r  affects f e l t  on t h e  

t s c h o o l e s  communication network and t e a c h e r - p r i n c i p a l  r e l a t i o n -  

s h i p s ,  

Miles a l s o  n o t e s  t h a t  s c h o o l  s y s t e m s  t e n d  t o  spend  l i t t l e  

an equipment  and  materials, Most o f  t h e  s c h o o l  budge t  t e n d s  t o  

go f o r  t h e  sa lar ies  of  s c h o o l  p e r s o n n e l  (5, pp. 26-27), Under 

I 
I such  b u d g e t i n g  p o l i c i e s ,  s c h o o l s  have  been slow to  u t i l i z e  

t echno logy ,  f o r  i n s t a n c e ,  t o  assist t e a c h e r s  i n  t h e i r  non-pro- 

f e s s i o n a l  tasks. '  C e r t a i n l y  i f  more o f  s u c h  h e l p  was a v a i l a b l e ,  

i t  would assist i n  f r e e i n g  t h e  t e a c h e r  from c ler ica l  t a s k s  a n d  

g i v e  him more t ime  t o  d e v o t e  t o  e d u c a t i o n a l  a c t i v i t i e s  (6, p,  

While a l l  o f  t h e s e  c o n d i t i o n s  may b e  p r e s e n t  w i t h i n  
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s c h o o l s ,  t h e y  w i l l  n o t  e x i s t  i n  each t o  t h e  same degree .  How- 

e v e r  a combina t ion  of  such  v a r i a t i o n s  i n  s c h o o l s  c o u l d  

a c c o u n t  f o r  t h e  s i g n i f i c a n t  d i f f e r e n c e s  between h i g h  and 

modera te  s c h o o l  s c o r e s  on t h e  o r g a n i z a t i o n a l  h e a l t h  v a r i a b l e .  

R e l a t i o n s h i p  Between Moderate a n d  Low O r s a n i z a t i o n a l  H e a l t h  
S c o r e s  - 

F i n d i n s a .  Tab le  X shows a s i g n i f i c a n t  d i f f e r e n c e  

between modera te  and  low o r g a n i z a t i o n a l  h e a l t h  s c o r e s ,  

Discuss ion .  Undoubtedly t h e  same r e a s o n i n g  g i v e n  t o  

e x p l a i n  t h e  s i g n i f i c a n t  d i f f e r e n c e  between h i g h  and  modera te  
I 
i o r g a n i z a t i o n a l  h e a l t h  scores c a n  be a p p l i e d  here .  Moderate 
L 

1 s c o r i n g  s c h o o l s  s h o u l d  p o s s e s s  a more a d e q u a t e  g o a l  f o c u s ,  a 

i more c o - o r d i n a t e d  communication sys tem,  and  be more f l e x i b l e  
- 

i n  t h e i r  r e s p o n s e  t o  c u r r i c u l u m  and o r g a n i z a t i o n a l  c h a n g e s  

where a p p r o p r i a t e .  L e s s  stress s h o u l d  be f e l t  by o r g a n i z a -  

t i o n  members i n  t h e s e  s c h o o l s ,  p a r t i c u l a r l y  as t h e y  re la te  

t o  h i e r a r c h i c a l  a u t h o r i t y  and  p r o c e d u r a l  s p e c i f i c a t i o n ,  

R e l a t i o n s h i p  Between Hiqh and  modera te  G r o w  Atmosphere 
S c o r e s  - 
* 

F i n d i n ~ s .  No s i g n i f i c a n t  d i f f e r e n c e  was found between 

h i g h  and  moderate group a tmosphere  s c o r e s   a able XI) ,  

Discuss ion .  The f a c t  t h a t  no  s i g n i f i c a n t  d i f f e r e n c e  is 

t o  be found between h i g h  a n d  modera te  g roup  a tmosphere  s c o r e s  

is n o t  s u r p r i s i n g  i n  view o f  t h e  i n t e r c o r r e l a t i o n  r e s u l t s  

( a n t e ,  P* 1 0 8 )  between e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p ,  

o r g a n i z a t i o n a l  h e a l t h ,  and  group a tmosphere  v a r i a b l e s .  Those 



. TABLE X 

A COmPARISON OF MODERATE ORGAN IZATIONAL 
HEALTH SCHOOLS AND COW ORGAN XZATIOlVAL 

HEALTH SCHOOLS 

(Moderate OH Scoring ~ c h o o l s = l 5 )  (Low OH Scoring ~ c h o o l s = l 3 )  

Organizational 
Health Scores 

Moderate Scores 

Low Scores 

- 

** Sign i f icant  a t  the .01 Level (one-tai l )  



TABLE X I  

A CONPARISON OF HIGH GROUP ATMOSPHERE 
SCHOOLS AND MODERATE GROUP ATMOS- 

PHERE SCHOOLS 

( ~ i g h  GA Scoring ~ c h o o l s = l 3 )  (moderate GA Scoring ~ c h o o l s = l 5 )  
t = 

Group Atmosphere 
Scores Means SOD, t 

High Scores 

Maderate Scores 



r e s u l t s  showed e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p  a n d  o r g a n i z a -  

t i o n a l  h e a l t h  s c o r e s  t o  be  h i g h l y  i n t e r r e l a t e d ,  Group atmos- 

p h e r e  was n o t  r e l a t e d  t o  e i t h e r  of t h e s e  two v a r i a b l e s ,  

McNamara a n d  Enns f o u n d  g r o u p  a t m o s p h e r e  t o  be  a n  

i n d e p e n d e n t  v a r i a b l e ,  I n  t h e i r  s t u d y ,  p r i n c i p a l s  f rom a 

random s a m p l e  o f  e l e m e n t a r y  s c h o o l s  were a s k e d  t o  c o m p l e t e  t h e  

LPC a n d  GA s c a l e s  w i t h  r e f e r e n c e  t o  t h e i r  own staffs,  T e a c h e r s  

i n  e a c h  o f  t h e s e  s c h o o l s  were a s k e d  t o  f i l l  o u t  a q u e s t i o n n a i r e  

d e s i g n e d  t o  i d e n t i f y  s u p e r v i s o r y  b e h a v i o r  c h a r a c t e r i s t i c s  of  

t h e i r  r e s p e c t i v e  p r i n c i p a l s ,  A t  t h e  same time, t h e y  were 

a s k e d  t o  i n d i c a t e  t h e i r  p e r s o n a l  p r o f e s s i o n a l  o r i e n t a t i o n  
i 

I 

' I  
a n d  a t t i t u d e  toward  t h e i r  p r i n c i p a l s  a n d  s c h o o l s ,  Board o f f i c e  

11111 
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o f f i c i a l s  were a s k e d ,  s i m i l a r l y ,  t o  rate e a c h  of t h e s e  s c h o o l s  rksr* {I 
I 
1 ,llll,~ 

( n o t  t h e i r  p r i n c i p a l s )  i n  e f f e c t i v e n e s s ,  

The h i g h e s t  a n d  l o w e s t  s ~ h o o l s  on  GA ( ~ r o u p  ~ t m o s p h e r e )  

were i d e n t i f i e d ,  The s u b s e q u e n t  r e s u l t s  show t h a t  n e i t h e r  I !  I 

t h e  LPC s c o r e s ,  n o r  t h e  GA s c o r e s ,  c o r r e l a t e d  w i t h  t h e  effec- 
I 
1 

t i v e n e s s  r a t i n g s  made by b o a r d  o f f i c e  o f f i c i a l s ,  P a r t i t i o n i n g  I I 

t h e s e  s c h o o l s  on t h e  b a s i s  o f  t h e i r  g r o u p  a t m o s p h e r e  r a t i n g s ,  I 
I 
I 

produced  s i g n i f i c a n t  c o r r e l a t i o n s  be tween LPC scores a n d  1 

s y s t e m  e f f e c t i v e n e s s  r a t i n g s  o f  s c h o o l s ,  R e s u l t s  i n d i c a t e  1 
1 

t h a t  e f f e c t i v e  l e a d e r s h i p  o c c u r s  i n  t h o s e  s c h o o l s  where t h e  1 
p r i n c i p a l ' s  l e a d e r s h i p  is d i r e t t i v e ,  p r o v i d e d  t h e  s c h o o l  d i s -  

r - ~  ,7 

p l a y s  h i g h  g r o u p  a t m o s p h e r e ,  In low g r o u p  a t m o s p h e r e  s c h o o l s  I 
a d m i n i s t r a t o r s  t e n d  t o  be more e f f e c t i v e  i f  t h e y  are  permis-  

s i v e  (4, p, 71, 



Teacher descr ip t ions  o f  p r i n c i p a l  superv isory behavior 

i nd i ca te  t h a t  low LPC p r i n c i p a l s  tend t o  a t t ach  greater  impor- 

tance t o  i n s t r u c t i o n a l  matters a t  s t a f f  meetings, be more 

d i r e c t i v e  i n  t h e i r  superv isory pract ices,  and request  more 

frequent teacher-pr inc ipa l  conferences t o  discuss teaching 

1 methods, Low LPC p r i nc ipa l s ,  however, are no t  considered 

d i c t a t o r i a l ,  They a re  regarded as seekdnq t o  prov ide upward 

communication and t o  permi t  teachers t o  have a greater  share 

i n  decision-making (4, p, 7 ) .  

The researchers, on the above basis, conclude t h a t  GA 

i s  an important moderating va r i ab le  between LPC scores and 

school ef fect iveness;  bu t  f i n d  i t  t o  be independent o f  d i rec-  

t i v e  leadership s t y l e ,  Such conclusions are supported by the 

f i n d i n g  t h a t  LPC and GA scores a re  n o t  s i g n i f i c a n t l y  co r re la ted  

i n  the study, NcNamara and Enns concluder 

These r e l a t i o n s h i p s  suggest t h a t  some 
p r i n c i p a l s  succeed i n  g e t t i n g  t h e i r  s t a f f s  t o  
i d e n t i f y  w i t h  them bu t  t h i s  r e l a t i o n s h i p  o f  
support  i s  independent o f  e i t h e r  d i r ec t i ve -  
ness o r  e f fec t iveness (4, p, 8) .  

Relat ionship Between Moderate and Low Group Atmosphere Scores 

Findinqs, No s i g n i f i c a n t  d i f f e rence  was found between 

moderate and l o r  group atmosphere scores  able XII). 
Discussion, Again, the r e s u l t s  o f  t h i s  aspect o f  the 

I 

study support  the f i n d i n g s  o f  INcNamara and Enns, Group atmos- 

phere i s  an independent var iab le ;  the degree o f  group atmos- 

phere present  w i t h i n  a school does n o t  seem t o  have an e f fec t  

on the r e l a t i o n s h i p  between the p r i n c i p a l ' s  execut ive 



A COlPARISON OF AODERATE GROUP 
ATRIOSPHERE SCHOOLS AND LOW GROUP 

ATMOSPHERE SCHOOLS 

(moderate GA Scoring ~ c h o o l s = l ~ )  (Low GA Scoring ~ c h o o l s = l 3 )  

Group Atmosphere 
Scores means S.D. t 

Moderate Scores 

Low Scores 



p r o f e s s i o n a l  l e a d e r s h i p  and  o r g a n i z a t i o n a l  h e a l t h .  

111, SUmMARY 

In summation, t h e  o r g a n i z a t i o n a l  h e a l t h  q u e s t i o n n a i r e  

proved t o  be a power fu l  measure  o f  a s c h o o l ' s  o r g a n i z a t i o n a l  

h e a l t h ,  Its v a r i a b l e s  were  found t o  be p o s i t i v e l y  and  

s i g n i f i c a n t l y  i n t e r r e l a t e d  w i t h  t h e  e x e c u t i v e  p r o f e s s i a n a l  

l e a d e r s h i p  v a r i a b l e ,  A one-way a n a l y s i s  of  v a r i a n c e  t e s t  

on s c h o o l  s c o r e s ,  based  on e x e c u t % v e  p r o f e s s i o n a l  l e a d e r s h i p  

and  o r g a n i z a t i o n a l  h e a l t h  v a r i a b l e s ,  showed s i g n i f i c a n t  d i f -  

f e r e n c e s  between s c h o o l s  on each  of t h e s e  v a r i a b l e s ,  

R e s u l t s  from a f a c t o r  a n a l y s i s  of t h e  o r g a n i z a t i o n a l  

h e a l t h  q u e s t i o n n a i r e  i n d i c a t e d  it t o  b e  f a c t o r i a l l y  apure*.  

One ma jar factor taas c l e a r l y  i n  e v i d e n c e ,  Examinat ion o f  t h e  

communa l i t i e s  d e m o n s t r a t e d  t h e  i n s t r u m e n t ' s  h i g h  r e l i a b i l i t y  

and h i g h  c o n s t r u c t  v a l i d i t y ;  

S i g n i f i c a n t  d i f f e r e n c e s  were found betweeh h i g h  a n d  

modera te  e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p  s c o r e s  and between 

modera te  a n d  low EPL s c o r e s .  These d i f f e r e n c e s  were p r o b a b l y  

due i n  p a r t  t o  c e r t a i n  s o c i a l  a n d  o r g a n i z a t i o n a l  forces 

o p e r a t i n g  w i t h i n  e a c h  s c h o o l ,  

S i g n i f i c a n t  d i f f e r e n c e s  were found between h i g h  and 

modera te  o r g a n i z a t i o n a l  h e a l t h  s c o r e s  a n d  modera te  and low OH 

s c o r e s ,  The fac t  t h a t  o n l y  t h e o r e t i c a l  e v i d e n c e  c o u l d  be  

c i t e d  t o  a c c o u n t  f o r  t h e s e  d i f f e r e n c e s ,  u n d e r l i n e s  t h e  n e e d  

for f u r t h e r  r e s e a r c h  t o  g i v e  e m p i r i c a l  i n f o r m a t i o n  on t h e  



b a s i c  c a u s e s  behind t h e s e  d i f f e r e n c e s ,  

F i n a l l y ,  no s t a t i s t i c a l l y  s i g n i f i c a n t  d i f f e r e n c e s  

were found between h i g h  and moderate group atmosphere s c o r e s  

and between moderate and low group atmosphere s c o r e s ,  Group 

atmosphere,  one may assume, is n o t  an important media t ing  

v a r i a b l e  between e x e c u t i v e  proPess iona1  l e a d e r s h i p  and organ iza -  

t i o n a l  h e a l t h .  
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CHAPTER U 

SUMNARY, CONCLUSIONS, FURTHER RESEARCH 

AND ImPLICATIONS 

I. SUflNARY 

The Problem 

The problem o f  t h i s  study was an i nves t i ga t i on  o f  the 

r e l a t i o n s h i p  e x i s t i n g  between a  p r i n c i p a l ' s  execut ive pro- 

fess iona l  leadership and h i s  schooles o rgan iza t iona l  heal th,  

cont ingent  upon the l e v e l  o f  group atmosphere w i t h i n  h i s  

school, 

Analysis o f  the Problem 

A largenumber o f  w r i t e r s  i n  the f i e l d  o f  o rgan iza t iona l  IMII 

llllllll 

ana lys is  ( ~ e n n i s ,  Georgopoulos and Tannenbaum, miles, Robin- IllllS 

$I 

son, Derr and ~ a b a r r o )  have po in ted out  the d i f f i c u l t y  i n  

formula t ing c r i t e r i a  t o  measure the e f fec t iveness o f  an 

organizat ion,  Ef fec t iveness c r i t e r i a  based on s a t i s f a c t i o n  

and performance measures have proved t o  be o f  l i m i t e d  value 

fn measuring the dimension o f  o rgan iza t iona l  ef fect iveness,  

M i les  and Robinson have proposed, therefore, an a1  terna- 

t i v e  measure o f  o rgan iza t iona l  ef fect iveness,  the c r i t e r i o n  o f  

o rgan iza t iona l  heal th,  Their  s tud ies  po in ted  t o  the usefu l -  

ness of l i n k i n g  t h e o r e t i c a l  concepts o f  o rgan iza t iona l  hea l t h  

t o  a c t u a l  school s i t ua t i ons ,  and determining whether these 

concepts were adequate when app l ied  t o  a  la rge  number o f  

school environments, 

' 142, 
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A number o f  writers nuch a8 McKague, G r e e n f i e l d ,  flcNamara 

and  f n n s ,  MacKay, Gross a n d  Herriott, have  i n d i c a t e d  t h e  

e f f e c t s  which f o r m a l  l e a d e r s h i p  h a s  on v a r i o u s  a s p e c t s  of 

a c h o o l  o r g a n i z a t i o n .  Among t h e s e  r e s e a r c h e r s ,  t h e  e f f o r t s  o f  

Cross  and  H e r r i o t t  were o f  p a r t i c u l a r  impor tance  t o  t h i s  s t u d y .  

A p r i n c i p a l ' s  e x e c u t i v e  p r o f e s n i o n a l  l e a d e r s h i p ,  t h e y  d e t e r m i n e d ,  

was p o s i t i v e l y  and  s i g n i f i c a n t l y  r e l e t e d  t o  the e f f e c t i v e n e s s  

c r i t e r i a  o f  s t a f f  mora le ,  t e a c h e r  performance ,  and s t u d e n t  

l e a r n i n g .  S i n c e  t h e s e  cr i ter ia  are c l o s e l y  a s s o c i a t e d  w i t h  t h i s  

s t u d y ' s  d e f i n i t i o n  o f  o r g a n i z a t i o n a l  h e a l t h ,  i t  seemed l o g i c a l  

t o  i n v e s t i g a t e  whe the r  EPL would be  r e l a t e d  t o  o r g a n i z a t i o n a l  

h e a l t h ,  c o n t i n g e n t  upon g roup  a tmosphere .  

Sub-Problems a n d  Hypotheses 

Sub-Problem 1.0 i n v e s t i g a t e d  t h e  r e l a t i o n s h i p  between 

e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p  and  o r g a n i z a t i o n a l  h e a l t h  i n  

h i g h  group e tmosphere  s i t u a t i o n s .  I t  was h y p o t h e s i z e d  

t h a t  p r i n c i p s l s  d i s p l a y i n g  h i g h  e x e c u t i v e  p r o f e s s i o n a l  l e a d e r -  

s h i p  would a d m i n i s t e r  s c h o o l s  r a t e d  h i g h  i n  o r g a n i z a t i o n a l  

h e a l t h ,  p r o v i d e d  t h e r e  e x i s t s  h i g h  g r o u p  a tmosphere .  In add i -  

t i o n ,  it was h y p o t h e s i z e d  t h a t  p r i n c i p a l s  who e x h i b i t  low execu- 

t i v e  p r o f e s s i o n a l  l e a d e r s h i p  i n  h i g h  g r o u p , a t m o s p h e r s  s c h o o l s  

would a d m i n i s t e r  s c h o o l s  r a t e d  low i n  o r g a n i z a t i o n a l  h e a l t h .  

Converse ly ,  it was h y p o t h e s i z e d  t h a t  p r f n c i p a l e  who showed h i g h  

e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p  i n  h i g h  g roup  a tmosphere  

n c h o o l s  would a d m i n i s t e r  s c h o o l s  r a t e d  low i n  o r g a n i z a t i o n a l  

h e a l t h .  F i n a l l y ,  it was h y p o t h e s i z e d  t h a t  p r i n c i p a l s  r h o  
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exert low EPL i n  h i g h  GA s c h o o l s  mould a d m i n i s t e r  s c h o o l s  r a t e d  

h i g h  i n  o r g a n i z a t i o n a l  h e a l t h ,  

Sub-problem 2,O i n v e s t i g a t e d  t h e  r e l a t i o n s h i p  b'etween 
/ 

e x e c u t i v e  prof 'ess ional  l e a d e r s h i p  and  o r g a n i z a t i o n a l  h e a l t h  i n  

low group  a tmosphere  s i t u a t i o n s .  I t  was h y p o t h e s i z e d  

t h a t  p r i n c i p a l s  who d i s p l a y  h i g h  e x e c u t i v e  p r o f e s s i o n a l  l e a d e r -  

s h i p  i n  low group  a tmosphere  s c h o o l 8  would a d m i n i s t e r  s c h o o l u  

r a t e d  h i g h  i n  o r g a n i z a t i o n a l  h e a l t h ,  Fur the rmore ,  it was 

h y p o t h e s i z e d  t h a t  p r i n c i p a l s  who e x h i b i t  low e x e c u t i v e  pro- 

f e s s i o n a l  l e a d e r s h i p  i n  low group  a tmosphere  s c h o o l s  would 

a d m i n i s t e r  s c h o o l s  r a t e d  h i g h  i n  o r g a n i z a t i o n a l  h e a l t h ,  Con- 

v e r s e l y ,  it was h y p o t h e s i z e d  t h a t  p r i n c i p a l s  who e x e r t  h i g h  

e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p  i n  low group  a tmosphere  

s c h o o l s  would a d m i n i s t e r  s c h o o l s  r a t e d  low i n  o r g a n i z a t i o n a l  

h e a l t h ,  F i n a l l y ,  i t  was h y p o t h e s i z e d  t h a t  p r i n c i p a l s  who show 

low e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p  i n  low group  a tmosphere  I 
I 

s c h o o l s  would a d m i n i s t e r  s e h o o l s  r a t e d  low i n  o r g a n i z a t i o n a l  

h e a l t h .  

R e s u l t s  

H y p o t h e s i s  1,1, 1.2, 2.1, and  2,4 were p a r t i a l l y  s u p p o r t e d .  
i 
I 

P r i n c i p a l s  who d i s p l a y e d  h i g h  e x e c u t i v e  p r o f e s s i o n a l  l e a d e r -  

s h i p  a d m i n i s t e r e d  s c h o o l s  h i g h  i n  o r g a n i z a t i o n a l  h e a l t h ,  

P r i n c i p a l s  who e x e r t e d  low e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p ,  

a d m i n i s t e r e d  s c h o o l s  r a t e d  low i n  o r g e n i z a t i o - n a l  h e a l t h ,  Group 

a tmosphere  was n o t  found t o  be a n  i m p o r t a n t  m e d i a t i n g  v a r i a b l e  

i n  t h e s e  r e l a t i o n s h i p s ,  
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Hypotheses 1.3 and 1.4, a n d  hypotheses 2.2 and 2.3 

were n o t  s u p p o r t e d ,  

11, CONCLUSIONS 

In R e l a t i o n  t o  I n s t r u m e n t a t i o n  

One o f  t h e  most f r u i t f u l  outcomes o f  t h i s  s t u d y  h a s  

been t h e  work done on i n s t r u m e n t a t i o n .  A c o n s i d e r a b l e  p a r t  o f  

t h e  t o t a l  e f f o r t  d e v o t e d  t o  t h i s  i n v e t i g a t i o n  was s p e n t  i n  

d e v e l o p i n g  a n  i n s t r u m e n t  t o  measure  t h e  c r i t e r i o n  o f  o r ~ a n i z a -  

t i o n a l  h e a l t h .  

The Organ i z a t i o n e l  H e a l t h  S c a l e  was d e s i g n e d  e s p e c i a l l y  

for t h i s  s t u d y .  I n  a d d i t i o n ,  it was v a l i d a t e d  f o r  u a e  i n  

d e t e r m i n i n g  d i f f e r e n c e s  i n  o r g a n i z a t i o n a l  h e a l t h  between 

s c h o o l s ,  The f i n a l  p r o d u c t  proved t o  be a h i g h l y  d i s c r i m i n a -  

t i v e  measure and  s h o u l d  b e  u s e f u l  as a f u t u r e  r e s e a r c h  i n s t r u -  

ment,  a l t h o u g h  it c o u l d  b e  f u r t h e r  r e f i n e d .  

S p e c i f i c a l l y ,  t h e  i n s t r u m e n t  s h o u l d  be  l e n g t h e n e d  and 

a d d i t i o n a l  p o i n t s  o f  r e f e r e n c e  i n c l u d e d  u n d e r  each  major  sub- 

dimension,  A s  it is p r e s e n t l y  conce ived ,  t h e  i n s t r u m e n t  

p r o v i d e s  a g l o b a l  r a t i n g  on o r g a n i z a t i o n a l  h e a l t h ,  Thia  

v a r i a b l e  is a complex, mul t i -d imens iona l  c o n c e p t ,  a n d  t h e r e -  

f o r e ,  it seems d e s i r a b l e  t o  l e n g t h e n  each o f  its sub-dimensions 

t o  i n c l u d e  q u e s t i o n s  which would a s s i s t  i n  d e f i n i n g  its a s p e c t s  

more p r e c i s e l y ,  

For  example, one o f  t h e  i n s t r u m e n t ' s  sub-measures refers 

t o  t h e  a d a p t a b i l i t y  o f  a s c h o o l  t o  its environment ;  y e t  no  



e x a c t  d e f i n i t i o n  of env i ronment  h a s  been i n c l u d e d ,  Derr a n d  

Gebarro,  i n  a r e c e n t  a r t i c l e ,  d i s c u s s  t h e  d i f f i c u l t y  i n  

d e f i n i n g  envi ronment ,  many d e f i n i t i o n s  have  been a s c r i b e d  t o  

t h i s  term, I t  c a n  be d e s c r i b e d  i n  terms o f  c u l t u r e ,  r e l i g i o n ,  

n a t i o n a l  background, o r  i n  terms a f  i s s u e s  o r  problems s u c h  

a s  r a c i s m ,  a l i e n a t i o n ,  and  change;  o r  i t  can  be d e s c r i b e d  i n  

terms o ?  p o l i t i c a l  o r i e n t a t i o n ,  A s c h o o l  env i ronment  is 

u s u a l l y  composed o f  numerous g roups  and  i n s t i t u t i o n s  i n c l u d i n g  

s t u d e n t s ,  p a r e n t s ,  community, c o u r t s ,  a n d  government  a g e n c i e s .  

Problems ar ise  i n  t r y i n g  t o  d e t e r m i n e  which a s p e c t s  o f  t h e s e  

e x t r a - o r g a n i z a t i o n a l  i n f l u e n c e s  have  t h e  most effect on s c h o o l s ,  

and t h e r e f o r e  which s h o u l d  be  g i v e n  p r i o r i t y  c o n s i d e r a t i o n  

when d e c i d i n g  what c o m p r i s e s  a  school*^ env i ronment  (1, pp. 
L 

35-36), 

Such d i f f u s e  terms need g r e a t e r  c l a r i f i c a t i o n  a n d  p re -  

c i s i o n ,  Only th rough  such  measures  c a n  one  hope t o  enhance  

t h e  d e p t h  and d i s c r i m i n a t o r y  powers o f  t h e  o r i g i n a l  i n s t r u -  

ment, 

In R e l a t i o n  t o  O r q a n i z a t i o n a l  H e a l t h  

One o f  t h e  most s i g n i f i c a n t  f i n d i n g s  o f  t h i s  s t u d y  was 

t h a t  e l e m e n t a r y  s c h o o l s  do d i f fer  i n  t h e i r ' d e g r e e  o f  o r g a n i z a -  

t i o n a l  h e a l t h ,  Up t o  t h i s  p o i n t ,  o r g a n i z a t i o n a l  h e a l t h  h a s  

n o t  been e m p i r i c a l l y  i n v e s t i g a t e d  i n  t h e  s c h o o l  sys tem,  Now 

t h a t  its e x i s t e n c e  h a s  been conf i rmed ,  much work s t i l l  n e e d s  

t o  be  done t o  i d e n t i f y  f a c t o r s  which c o n t r i b u t e  t o  h i g h  o r  

Y 
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low o r g a n i z a t i o n a l  h e a l t h  i n  e l e m e n t a r y  s c h o o l s .  A key q u e s t i o n  

which remains  i s  t h e  effect of p o s s i b l e  aocio-economic v a r i a b l e s  

on a s c h o o l m a  h e a l t h ,  E d u c a t i o n a l  r e s e a r c h  i n  t h e  f i e l d  o f  

s c h o o l  performance  h a s  shown t h e s e  f a c t o r s  t o  have  a dominant  

effect  on a l l  i n d i c a t o r s  used  i n  s u c h  i n v e s t i g a t i o n s  (1, p, 3 9 ) .  

T h e i r  p o s s i b l e  effect on o r g a n i z a t i o n a l  h e a l t h  c a n n o t  b e  i g n o r e d  

i n  f u r t h e r  r e s e a r c h  on t h i s  t o p i c ,  , 

A d d i t i o n a l  work n e e d s  t o  be done a t  t h e  s e c o n d a r y  l e v e l ,  

The e f f e c t s  on o r g a n i z a t i o n a l  h e a l t h  of  i n c r e a s e d  s p e c i a l i z a -  

t i o n ,  g r e a t e r  d e p a r t m e n t a l i z a t i s , n ,  a n d  i n c r e a s e d  r e l i a n c e  on 

s p e c i a l i z e d  a d m i n i s t r a t i v e  appendages  are s i g n i f i c a n t  f a c t o r s  

which d e s e r v e  c o n s i d e r a t i o n  f o r  r e s e a r c h ,  The f i n d i n g s  i n  t h i s  

s t u d y  a p p l y  o n l y  t o  e l e m e n t a r y  s c h o o l s a  whe the r  similar d i f -  

f e r e n c e s  would appear i n  a s t u d y  o f  secondary s c h o o l s  ia  a n  

i n t e r e s t i n g  s p e c u l a t i o n ,  I t  seems p r o p e r  t o  s u g g e s t  t h a t  

t h e i r  e x f  s t e n c e  c o u l d  be  shown, 

In R e l a t i o n  t o  Group Atmosphere 

I n  t h i s  s t u d y ,  it  was shown t h a t  group a tmosphere  was 

n o t  a n  i m p o r t a n t  m e d i a t i n g  v a r i a b l e  between EPL and  o r g a n i z a t i o n a l  

h m l t h .  I t  was n o t  s i g n i f i c a n t l y  c o r r e l a t e d  w i t h  e i t h e r  execu t ive  

p r o f e s s i o n a l  l e a d e r s h i p  o r  o r g a n i z a t i o n a l  h e a l t h  v a r i a b l e s .  

I n s t e a d  EPL was found t o  b e  d i r e c t l y  re1 a t e d  t o  o r g a n i z a t i o n a l  

h e a l t h  independen t  o f  group a tmosphere ,  

T h i s  f i n d i n g  is o f  c o n s i d e r a b l e  i n t e r e s t  and impor tance  

t o  s t u d e n t s  o?  o r g a n i z a t i o n a l  a n a l y s i s .  It s u p p o r t s  t h e  work 
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o f  McNamara and  Enns (5) who found t h a t  LPC and CA scores do 

n o t  c o r r e l a t e  s i g n i f i c a n t l y ,  GA was found,  however, t o  be a 

c r u c i a l  m e d i a t a r  o f  l e a d e r s h i p  e f f e c t i v e n e s s .  S i m i l a r  obse rva -  

t i o n s  c o n c e r n i n g  g roup  a tmosphere ,  were n o t  found i n  t h e  p r e s e n t  

i n v e s t i g a t i o n ,  

R e s u l t s  from t h i s  s t u d y  a p p e a r  somewhat c o n t r a r y  t o  

r e s e a r c h  dons by McKague (4) .  H i s  i n v e s t i g a t i o n  showed LPC 

s c o r e s  t o  be  s i g n i f i c a n t l y  r e l a t e d  t o  t h e  OCDQ dimens ions  o f  

h i g h  e s p i r i t  and low disengagement  f o r  h i g h  GA s c h o o l s ,  GA 

however was n o t  i m p o r t a n t  i n  t h i s  p r e s e n t  8 t u d y ,  In a p a r a l l e l  

f a s h i o n ,  similar t r e n d s  were found between LPC scores and t h e  

t e a c h e r  b e h a v i o r  v a r i a b l e s  o f  h i n d r a n c e  a n d  i n t i m a c y ,  a1 though 

i t h e s e  were n o t  h i g h l y  s i g n i f i c a n t ,  No s i g n i f i c a n t  d i f f e r e n c e 8  

r= were found between LPC score3 and t h e  OCDQ d i m e n s i o n s  of 

t e a c h e r  b e h a v i o r  i n  low CA s c h o o l s .  

Such d i f f u s e  f i n d i n g s  i n d i c a t e  t h a t  t h e  r e l a t i o n s h i p  

between l e a d e r s h i p  s t y l e  and group a tmosphere  is v e r y  complex 

and  n e e d s  f u r t h e r  i n v e s t i g a t i o n ,  The o b s e r v e d  v a r i a t i o n  i n  

t h e s e  r e p o r t s  may be due  t o  o t h e r  f a c t o r s - - e i t h e r  extra- 

o r g a n i z e  t i o n a l  o r  i n  t r a - o r g a n i z a t i o n a l  which need t o  be 

e x p l o r e d  t o  h e l p  e x p l a i n  t h e  r o o t  c a u s e  for t h e s e  research 

f i n d i n g s ,  

I FURTHER RESEARCH 

The O r g a n i z a t i o n a l  H e a l t h  S c a l e  shoulkJ p rove  a u s e f u l  

r e s e a r c h  i n s t r u m e n t  f o r  f u r t h e r  o r g a n i z a t i o n a l  h e a l t h  i n v e a t i g a -  

t i o n s  i n  s c h o o l s ,  Much u s e f u l  work c a n  still be  done t o  



d e v e l o p  t h i a  i n s t r u m e n t  f q r t h e r ,  A p a r t i c u l a r l y  u s e f u l  p r o j e c t  I 

would be t h e  e l a b o r a t i o n  o f  t h e  O r g a n i z a t i o n a l  H e a l t h  S c a l e  i n  

o r d e r  t h a t  t h e  sub-dimensions of o r g a n i z a t i o n a l  h e a l t h  c o u l d  

b e  d e f i n e d  more p r e c i s e l y .  

An e x t r e m e l y  i n t e r e s t i n g  a r e a  of  e n q u i r y  s h o u l d  be a n  

i n v e s t i g a t i o n  o f  o r g a n i z a t i o n a l  h e a l t h  on t h e  secondary  l e v e l ,  

S i n c e  e l e m e n t a r y  s c h o o l s  do  d i f f e r  i n  t h e i r  d e g r e e  o f  o r g a n i z a -  

t i o n a l  h e a l t h ,  it would be u s e f u l  t o  d e t e r m i n e  whe the r  similar 

d i f f e r e n c e s  a r e  t o  be found between h i g h  s c h o o l s  and  whether  

t h e s e  d i f f e r e n c e s  are s i g n i f i c a n t .  I t  would b e  i n t e r e s t i n g  t o  

know whether  greater t e a c h e r  competence,  d e p a r t m e n t a l i z a t i o n ,  

and u s e  o f  s p e c i a l i z e d  a d m i n i s t r a t i v e  a s s i s t a n t s ,  c o n t r i b u t e  t o  

d i f f e r e n c e s  i n  o r g a n i z a t i o n a l  h e a l t h .  

I t  would a l s o  a p p e a r  p r o f i t a b l e  t o  i n v e s t i g a t e  p o s s i b l e  

socfo-economic v a r i a b l e s  t h a t  way effect  t h e  o r g a n i z a t i o n a l  

h e a l t h  e x i s t i n g  w i t h i n  a  s c h o o l ,  Cabarro  f i n d s  t h a t  a s c h o o l  

which p r o v e s  t o  be  more a d a p t i v e  t o  its environment  h a s  

a t t a i n e d  h i g h e r  s t a t e s  o f  d i f f e r e n t i a t i o n  and i n t e g r a t i o n .  

Less a d a p t i v e  s y s t e m s  have  n o t  o b t a i n e d  t h e  d e g r e e  o f  d i f f e r e n -  

t i a t i o n  and i n t e g r a t i o n  t h a t  were found  p r e s e n t  among t h e  

more a d a p t i v e  s c h o o l s  (1, pp. 29-31). I t  would be i n t e r e s t -  

i n g  t o  know whether  changes  i n  t h e  envi ronment  due  t o  

p o s s i b l e  u n c e r t a i n t y ,  chance ,  and d i v e r s i t y  r e q u i r e  g r e a t e r  

l e a d e r s h i p  and i n t e g r a t i v e  a c t i o n s  w i t h i n  t h e  immediate  I 

I 
I 

s c h o o l  a n d  t h e  r e s u l t a n t  e f f e c t s  on a  s c h o o l e s  o r g a n i z a t i o n a l  I ~ 
I 1 



h e a l t h ,  

An examina t ion  of  t h e  r e l a t i o n s h i p s  between EPL a n d  sex, 

marital s t a t u s ,  l e v e l  o f  e d u c a t i o n  o b t a i n e d  by t h e  l e a d e r ,  

career l i n e ,  and  t h e i r  i n d i r e c t  effects  on o r g a n i z a t i o n a l  

h e a l t h ,  would a p p e a r  t o  be p r o f i t a b l e ,  Gross  a n d  Herriott,  

f o r  example, f i n d  e v i d e n c e  which s u p p o r t s  a r e l a t i o n s h i p  between 

c e r t a i n  c o m b i n a t i o n s  of a g e ,  a e x ,  e n d  marital s t a t u s  and  t h e  

e x e c u t i v e  p r o f e s s i o n a l  l e a d e r s h i p  o f  a p r i n c i p a l  (3, pp, 61- 

8 7 ) .  Consequen t ly ,  it may be r e a s o n a b l e  t o  s u g g e a t  t h a t  t h e s e  

same f a c t o r s  i n f l u e n c i n g  a n  a d m i n i a t r a t a r o s  EPL, would i n d i r e c t l y  I 
I 
I 

affect  t h e  l e v e l  o f  o r g a n i z a t i o n a l  h e a l t h  p r e s e n t  w i t h i n  h i s  

S C ~ O O ~ ,  

I V .  IMPLICATIONS 

Research  i n  e d u c a t i o n a l  a d m i n i s t r a t i o n  i n  r e c e n t  y e a r s  

h a s  been s t r o n g l y  dependent  on an  i n t e r - d i s c i p l i n a r y  approach ,  

E d u c a t i o n a l  t h e o r i s t s  have  c a r e f u l l y  examined r e s e a r c h  r e s u l t s  

from t h e  s o c i a l  s c i e n c e  f i e l d s  of' s o c i o l o g y ,  psychology,  a n t h r o -  

pology,  p o l i t i c a l  s c i e n c e ,  and  economics  and  have  a d a p t e d  a n d  

u t i l i z e d  t h e i r  i n s i g h t s  i n  t h e  t f e l d  of e d u c a t i o n ,  A new 

s c i e n c e  o f  o r g a n i z a t i o n  a n a l y s i s  is emerging,  today ,  which is 

based on f i n d i n g s  from t h e  s o c i a l  s c i e n t i f i c  f i e l d s ,  T h i s  s t u d y  

is among many which i l l u s t r a t e  t h e  a p p l i c a b i l i t y  o f  modern 
I1 

o r g a n i z a t i o n  t h e o r y  t o  a n  i n v e s t i g a t i o n  of s c h o o l  o r g a n i z a t i o n s ,  I 
I1 

One o f  t h e  i m p l i c a t i o n s  e x t r a p o l a t e d  from t h i s  s t u d y  is I I 
thm i m p o r t a n t  effect a principal's l e a d e r s h i p  s t y l e  h a s  on h i s  1 '  i 
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achool ' s  o r g a n i z a t i o n a l  h e a l t h ,  fho fact t h a t  a t r e n d  exis ts  

among Canadian and American p u b l i c s  to  seek j u s t i f i c a t i o n  f o r  

t h e  growing c o s t  o f  e d u c a t i o n  u n d e r l i n e s  t h e  p o t e n t i a l  fmpor- 

t a n c e  o f  t h i s  r e l a t i o n s h i p ,  If j u s t i f i c a t i o n  c o n t i n u e s  t o  be  

demanded, e d u c a t i o n a l  a d m i n i s t r a t o r s  w i l l  have t o  demonstrabe 

t h a t  t h e i r  s c h o o l s  a r e  runn ing  e f f i c i e n t l y  and e f f e c t i v e l y ,  

This s t u d y  has  i n d i c a t e d  a s a t i s f a c t o r y  c r i t e r i o n  wi th  which 

t o  judge schoo l  o r g a n i z a t i o n s ,  It  becomes impor t an t  t h a t  t h o s e  

e d u c a t i o n a l  l e a d e r s  who are i n t e r 8 8  t e d  i n  improving t h e  e f f e c t -  

i venes s  o f  t h e i r  s c h o o l s ,  become aware o f  t h e  dimensions of 

o r g a n i z a t i o n a l  h e a l t h  and t a k e  a p p r o p r i a t e  s t e p s  t o  develop 

and improve t h e s e  dimensions  w i t h i n  t h e i r  s c h o o l s  t o  t h e i r  

maximum p o t e n t i a l ,  

F i n a l l y ,  a s t u d y  o f  t h e  r e l a t i o n s h i p  between t h e  execu- 

t i v e  p r o f e s s i o n a l  l e a d e r s h i p  e x h i b i t e d  by a h i g h e r  admin i s t r a -  

t o r ,  as i t  relates t o  a p r i n c i p a l ' s  l e a d e r s h i p ,  and consequent  

i n f l u e n c e s  on o r g a n i z a t i o n a l  h e a l t h  would appea r  t o  be o f  

b e n e f i t ,  Research i n d i c a t e s  t h a t  h igh  e x e c u t i v e  p r o f e s s i o n a l  

l e a d e r s h i p  among p r i n c i p a l s  t e n d s  t o  be a s s o c i a t e d  wi th  h igh  

EPL being demonstra ted by t h e i r  immediate s u p e r i o r s  (eq,  

a s s i s t a n t  s u p e r i n t e n d e n t ) ,  This f i n d i n g  does  n o t  ho ld  t r u e  of 

t h e  r e l a t i o n s h i p  between p r i n c i p a l  and s u p e r i n t e n d e n t ,  In 

o t h e r  words, t h o s e  board o f f i c e  o f f i c i a l s  who ' t y p f c a l l y  i n t e r a c t  

most d i r e c t l y  and  most 12losely wi th  p r i n c i p a l s  e x e r t  t h e  g r e a t e s t  

i n f l u e n c e  on t h e i r  l e a d e r s h i p  (3, p. 153). 

A q u e s t i o n  arises conce rn ing  a s u p e r i n t e n d e n t  who does  

exert EPL and s u p p o r t s  h i s  p r i n c i p a l s ,  b u t  whose immediate 
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a s s i s t a n t 8  do n o t  d i s p l a y  similar l e a d e r s h i p  q u a l i t i e s ,  Should 

a s u p e r i n t e n d e n t ,  d s s i r o u 8  of improvinq t h e  o r g a n i z a t i o n a l  

h e a l t h  i n  h i s  s c h o o l s ,  a n d  under  s u c h  c o n d i t i o n s ,  c o n c e n t r a t e  

on t r y i n g  tn i n c r e a s e  t h e  EPL of h i s  p r i n c i p a l s  o r  o f  h i s  

immediate  s u b o r d i n a t e s ?  What would be h i s  most e f f e c t i v e  

c o u r s e  of  a c t i o n ?  

V,  CONCLUDING STATEMENT 

In  s e e k i n g  t o  assess t h e  v a l u e  of t h i s  i n q u i r y  a s  a 

c o n t r i b u t i o n  t o  knowledge i n  t h e  f i e l d  o f  e d u c a t i o n a l  a d m i n i s t r a -  

t i o n ,  r e f e r e n c e  must be  made t o  a r e c e n t  a r t ic le  by E t z i o n i ,  

S o c i a l  problems,  a c c o r d i n g  t o  t h i a  writer, c a n  n o t  be  s o l v e d  

s a t i s f a c t o r i l y  by a t t e m p t i n g  t o  change peop le ,  P o s i t i v e  r e s u l t s  

are more l i k e l y  t o  be a c h i e v e d  by a t t e m p t i n g  a n  approach  t h a t  

a c c e p t s  p e o p l e  as t h e y  a r e ,  t h a t  does n o t  t r y  to  change  them, 

b u t  i n s t e a d ,  s e e k s  t o  change t h e  c i r c u m s t a n c e s  a round  them (2, 

pp, 45-46), E f f o r t s  by a p r i n c i p a l  t o  improve h i s   school*^ 

o r g a n i z a t i o n a l  h e a l t h  a r e  more l i k e l y  t o  be s u c c e s s f u l ,  n o t  by 

a t t e m p t i n g  t o  make i n d i v i d u a l s  more e f f e c t i v e ,  b u t  by improving 

t h e  e f f e c t i v e n e s s  of t h e  env i ronment  i n  which t h e y  work, 

This r e s e a r c h  h a s  s u p p o r t e d  E t z i o n i o s  t h e s i s ,  I t  h a s  

p r o v i d e d  e d u c a t o r s  w i t h  a n  i n s t r u m e n t  which measures a s c h o o l e s  

o r g a n i z a t i o n a l  h e a l t h ,  and  t h e r e f o r e ,  s h o u l d  p rove  u s e f u l  t o  

bo th  t h e  p r a c t i s i n g  a d m i n i s t r a t o r  and  t h e  e d u c a t i o n a l  t h e o r i s t ,  

Secondly ,  t h e  s t u d y  h a s  made two i m p o r t a n t  t h e o r e t i c a l  

c o n t r i b u t i o n s  t o  o r g a n i z a t i o n  t h e o r y ;  i n  p a r t i c u l a r  to  o r g a n f  za- 

t i o n a l  e f f e c t i v e n e s s ,  I t  h a s  d e m o n s t r a t e d  t h a t  t h e  c r i t e r o n  o f  



o r g a n i z a t i o n a l  h e a l t h  i e  a p p l i c a b l e  to  e lementary  s c h o o l s .  

I t  h a s  a l so  shorn t h a t  t h e r e  are d i f f e r e n c e s  i n  o r g a n i z a t i o n a l  

h e a l t h  between t h e s e  s c h o o l s .  Both t h e s e  f i n d i n g s  s u g g e s t  

p o s s i b l e  avenues  for f u r t h e r  r e s e a r c h  i n  the a n a l y s i s  o f  

o r g a n i z a t i o n a l  h e a l t h  i n  e d u c a t i o n .  
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QUESTIONNAIRE ON ORGANIZATIONAL CHARACTERISTICS 
OF YUJR SCHOOL 

1, 2 Adequate Goal Focus 

( a )  T h i s  s c h o o l  p r o v i d e s  its t e a c h e r s  a n d  s t u d e n t s  
w i t h  a n  a d e q u a t e  awareness  o f  t h e  s c h o o l ' s  
g o a l s ,  

A B C D E  
( b )  The s c h o o l ' s  a d m i n i s t r a t o r s ,  t e a c h e r s ,  and 

s t u d e n t a  d i r e c t  t h e i r  efforts  toward  t h e  
ach ievement  o f  t h e s e  g o a l s ,  

A B C D E  

A Co-ordinated  Communication System 

( a )  E f f e c t i v e  communication e x i s t s  between a l l  
a d a i n f s t r a t o r a ,  t e a c h e r s ,  a n d  s t u d e n t s  w i t h i n  
t h i s  s c h o o l .  

A B C D E  
( b )  E f f e c t i v e  communication e x i s t s  between t h e  

s c h o o l  and t h e  community it s e r v e s .  
A B C D E  

5, 6 An E q u i t a b l e  becis fan-makina  S t r t t c t q g  

(a) There is a r e a s o n a b l e  d i s t r i b u t i o n  o f  s h a r e d  
decis ion-making among t h i s  s c h o o l e s  adminis-  
t rators,  t e a c h e r s ,  and  s t u d e n t s  on matters 
t h a t  concern  ,each group,  

A B C D E  
( b )  F i n a l  d e c i s i o n s  are t h e  r e s u l t  o f  c o l l a b o r a -  

t i v e  r a t h e r  t h a n  c o e r c i v e  i n t e r a c t i o n  among 
members, 

A B C D E  

E f f i c i e n t  U t i l i z a t i o n  o f  Human a n d  material Resources  

( a )  Teachers  w i t h i n  t h i s  echo01 are a s s i g n e d  
i n s t r u c t i o n a l  t a s k s  a p p r o p r i a t e  t o  t h e i r  
p a s t  t r a i n i n g  and  e x p e r i e n c e ,  

A B C D E  
( b )  In a d d i t i o n ,  t e a c h e r a  have a v a i l a b l e  t o  them 

s u f f i c i e n t  material r e s o u r c e s  t o  pe r fo rm 
t h e i r  t a s k s  

A B C D E  



9, 10 Autonomy Within i t s  Environment: ye t  Adaotive t o  
Environmental  In f luence 

(a) Th is  school has t he  a b i l i t y  t o  d iscern 
accu ra te l y  the  demands o f  i t s  environment 
and t o  respond i n  an adapt ive fashion t o  
these demands. 

A B C D E  

(b) A t  t h e  same time, the  school has a degree 
of  independence from i t s  environment# and 
these same environmental demands do n o t  
completely determine a l l  the behaviors o f  
t h e  school. 

A B C D E  

Problem So lv inq  mechanisms 

This school  has well-developed s t ruc tu res  and 
procedures f o r  perce iv ing  the existence o f  
problems, f o r  analyz ing them, f o r  deciding and 
implementing so lu t ions,  and f o r  eva luat ing t h e i r  
e f fec t i veness ,  

A B C D E  

maximum Oppor tun i t ies  f o r  Se l f -ac tua l i za t i on  

This school  prov ides i t s  members w i t h  an oppor- 
t u n i t y  t o  express t h e i r  f u l l  p o t e n t i a l  and expand 
on t h i s  po ten t ia l ,  In  r e t u r n  f o r  outstanding 
performance and c r e a t i v i t y ,  the  school gives them 
a sense o f  s a t i s f a c t i o n  and a chance t o  fu r the r  
u t A l i z e  t h e i r  t a len ts ,  

A B C D E  

GROUP ATMOSPHERE SCALE 

Descr ibe t h e  atmosphere o f  your group by checkinq the fo l low ing  
items. 

EXAMPLE 1 The atmosphere i n  t h i s  school is: 

8 7 6 5 4 3 2 . 1  

Cheer fu l  - L - -  D i s p i r i t e d  



13.  F r i e n d l y  

8 7 6 5 4 3 2 1  

,--,------ Unfr iend ly  

14. Accept ing  ,- - - -, - - - - Re j e c t i n g  

15.  Sat is f 'y ing  ,- - -, - - - - - F r u s t r a t i n g  

16 .  E n t h u s i a s t i c  - - - - - - - -, U n e n t h u s i a s t i c  

1 7 ,  Product ive  Oafisoduc t i ve 

18 .  Warm -------- Cold- . G : . *  '. &.: 

19. Cooperat ive  ,- - - - - - - -, Uncooperat ive  

2 0 .  Support ive  - - - - - 7 - - Hostile 

2 1 .  I n t e r e s t i n g  Boring 

22. S u c c e s s f u l  U n s u c c e s s f u l  
i 



THE PRINCIPAL OF THIS SCHOOL 

To what ex tent  does your p r i n c i p a l  engage i n  the  f o l l ow ing  k inds 
o f  behavior? I n  answering, please c i r c l e  the one number i n  each 
row t h a t  best  describes the behavior o f  your p r i n c i p a l ,  

23. Gives teachers the  f e e l i n g  
t h a t  t h e i r  work i s  * i m -  
po r tan t *  a c t i v i t y -  

24, Gives teachers the  f e e l i n g  
t h a t  they can make s i g n i f i -  
cant  con t r i b u t i o n s  t o  inprov- 
fng the  FTaasrom perfarm- 
ancs o f  t h e i r  students- 

25. Takes a st rong i n t e r e s t  i n  
my p ro fess iona l  development 

26, makes teachers* meetings 
a valuable educat ional  
a c t i v i t y -  

27. Helps t o  e l im ina te  
weaknesses i n  h i s  school- 

28, Treats teachers as 
p ro fess iona l  w rkers- 

29. Helps teachsra t o  under- 
stand the  sources o f  impor- 
t a n t  problems they a re  fac ing  

30, Displays a s t rong i n t e r e s t  
i n  improving the q u a l i t y  o f  
the  educat ional  program- 

31, Br ings t o  the a t t e n t i o n  o f  
teachers educat ional l i t e r a -  
t u r e  t h a t  i s  o f  value t o  
them i n  t h e i r  jobs- 



32. Has c o n s t r u c t i v e  sugges-  
t i o n s  t o  offer  t e a c h e r s  i n  
d e a l i n g  w i t h  t h e i r  major 
problems- 

33. Gets t e a c h e r s  t o  upgrade  
t h e i r  per formance  s t a n -  
d a r d s  i n  t h e i r  classrooms- 

34. Maximizes t h e  d i f f e r e n t  
s k i l l s  found i n  h i s  
f a c u l t y -  

35. makes a t e a c h e r ' s  l i f e  
d i f f i c u l t  because  o f  h i s  
a d m i n i s t r a t i v e  i n e p t i t u d e  

36. Runs c o n f e r e n c e s  and 
m e e t i n g s  i n  a d i s o r g a n -  
i z e d  fashion-  

37, Has t h e  r e l e v a n t  f a c t s  
b e f o r e  making i m p o r t a n t  
deCtisions- 

38. D i s p l a y s  i n c o n s i s t e n c y  
i n  h i s  d e c i s i o n s -  

39. P r o c r a s t i n a t e s  i n  h i s  
d e c i s i o n  making- 

40. R e q u i r e s  t e a c h e r s  t o  
engage i n  u n n e c e s s a r y  
p a p e r  work- 

41. D i s p l a y s  i n t e g r i t y  i n  
h i s  behavior- 

42. P u t s  you a t  ease when 
you t a l k  w i t h  him- 

43. flakes t h o s e  who work 
w i t h  him fee l  i n f e r i o r  
t o  him- 
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84,. ~ v e l o p s  a real i n t e r e s t  
i n  your welfare- 

45. Develops  a "wea f e e l i n g  i n  
working w i t h  others-  

46 .  Rubs p e o p l e  t h e  wrong way 



APPENDIX B 

SANPLE QUESTIONNAIRES 

QUESTIONNAIRE ON ORGANIZATIONAL 

CHARACTERISTICS OF YOUR SCHOOL 

THE PRINCIPAL OF T H I S  

SCHOOL 

( F i n a l  version) 



SIMON FRASEF: UNI'JERSITY, BURNABY 2. B.C.. CANADA 
FACULTY OF EDUCATION; 291-3395 

J a n u a r y  1 4 ,  1972 

Dear C o l l e a g u e  r 

On t h e  f o l l o w i n g  p a g e s  is a list of  items t h a t  may 
b e  u s e d  t o  d e t e r m i n e  t h e  c h a r a c t e r i s t i c s  o f  your  s c h o o l ,  
The items d e s c r i b e  c o n d i t i o n *  that may e x i s t  i n  t h e  s c h o o l ,  
P l e a s e  i n d i c a t e  t o  what e x t e n t  e a c h  of t h e s e  d e s c r i p t i o n s  
c h a r a c t e r i z e  y o u r  p r e s e n t  s c h o o l  s i t u a t i o n ,  Do n o t  e v a l u a t e  
t h e  items as *gooda o r  "bad* c o n d i t i o n s ,  b u t  r e a d  e a c h  item 
c a r e f u l l y  a n d  d e c i d e  how well t h e  s t a t e m e n t  d e s c r i b e s  your  
s c h o o l ,  Al though some items may a p p e a r  similar t h e y  e x p r e s s  
i m p o r t a n t  d i f f e r e n c e s ,  Each i t e a : s h o u l d  be c o n s i d e r e d  as  a 
s e p a r a t e  d e s c r i p t i o n ,  1 h i s . i ~  n o t  a t e s t  o f  a b i l i t y  or 
c o n s i s t e n c y  i n  answer ing ,  Its o n l y  p u r p o s e  is t o  make it 
p o s s i b l e  f o r  you t o  describe t h e  s i t u a t i o n  i n  your  s c h o o l  
a s  a c c u r a t e r y  as possible, 

I t  is i m p o r t a n t  t h a t  your  a n s w e r s  b e  * independen ta ,  
so  p l e a s e  do n o t  d i s c u s s  them w i t h  o t h e r  teachers, 

P l e a s e  b e  f r a n k  i n  your  r e s p o n s e s  w i t h  t h e  a s s u r a n c e  
t h a t  a l l  r e s p o n s e s  are s t r i c t l y  c o n f i d e n t i a l ,  

P l e a s e  r e s p o n d  t o  EVERY item a n d  r e t u r n  t h i s  q u e s t i o n -  
n a i r e  t o  t h e  t e a c h e r  i n  your  s c h o o l  t h a t  h a s  been named t o  
collect  a n d  r e t u r n  t h e  q u e s t i o n n a i r e s  i n  a p p r o x i m a t e l y  one 
week's time, 

Yours v e r y  t r u l y ,  

George 8, Jackson.  



QUESTIONNAIRE ON ORGAMIZATIONAL CHARACTERISTICS 
OF YOUR SCHOOL 

DIRECTIONS8 
a, READ each i t em c a r e f u l l y ,  
b, THINK about each item, 
C DECIDE t o  what ex ten t  the c o n d i t i o n  descr ibed i s  

t r u e  i n  your school. 
d. DRAW a c i r c l e  around one o f  t he  f i v e  l e t t e r s  

f o l l o w i n g  the i tem to-ow your answer. 

A P VERY FREQUENTLY OR ALWAYS t r u e  
0 IS OFTEN t r u e  
C r OCCASIONALLY t r u e  
D - SELDON t r u e  
E P VERY RARELY OR NEVER t r u e  

1 0 2  Adequate Goal Focus 

(a) This school prov ides i t s  teachers and students 
w i t h  an adequate awareness o f  the  s c h o o l ~ s  
goals, 

A B C D E  

(b) T5e school ts  adminis t rators,  teachers and 
students d i r e c t  t h e i r  e f f o r t s  toward the 
achievement o f  these goals, 

A , - 8  C D E 

3.4 A Co-ofdinated Communication System 

(a) E f f ec t i ve  communication e x i s t s  between all 
adminis t rators,  teachers, and students 
w i t h i n  t h i s  school, 

A B C D E  

(b) E f f e c t i v e  Communication e x i s t s  between the 
school  and t he  community i t  serves. 

A B C D E  

596 An Equ i tab le  Decision-makins S t ruc tu re  

(a) There i s  a reasonable d i s t r i b u t i o n  o f  shared 
decis  ion-making among t h i s  schooles adminis- 
t r a t o r s ,  teachers, and students on matters 
t h a t  concern each group. 

A B C D E  

(b) F i n a l  dec is ions are  the  r e s u l t  o f  co l labora-  
t i v e  r a t h e r  than coerc ive  i n t e r a c t  i o n  among 
members, 

A E C D E  



7 .8  E f f i c i e n t  U t i l i z a t i o n  o f  Humn end m a t e r i a l  Resources 

(a) Teachers within t h i e  school  e re  assigned 
i n s t r u c t i o n a l  tasks appropr ia te  t o  t h e i r  
pas t  t r a i n i n g  and experience, 

A B C D E  

(b) In add i t ion ,  teachers have a v a i l a b l e  t o  
them s u f f i c i e n t  m a t e r i a l  resources t o  
perform t h e i r  tasks, 

A B C D E  

9,10 Autonomy Wi th in  i t s  Environment; y e t  Adaptive t o  
Environmental In f luence 

(a) This school has the a b i l i t y  t o  d iacern  
accura te ly  the  demands o f  i t s  environment 
and t o  reepond i n  an adapt ive fash ion t o  
the80 demands, 

A B C D E  

(b) A t  t he  same time, t he  school has a degree 
o f  independence from i t s  environment: and 
%hese same environmental demands do n o t  
completely determine a l l  t he  behaviors o f  
the -settoof, 

A B C D E  

11 Problem Savinq Rlechanisms 

This school has well-developed s t r uc tu res  and 
procedures f o r  percmiving the  ex is tence o f  
problems, f o r  analyz ing them, f o r  dec id ing and 
implementing so lu t ions ,  and f o r  eva luat ing  
t h e i r  ef fect ivenese.  

;1 A B C D E  

12 maximum O p p o r t ~ n i t i e s  f o r  Se l f - ac tua l i za t i on  

This school prov ides i t s  members w i t h  an 
oppor tun i t y  t o  express t h e i r  f u l l  p o t e n t i a l  
and expand on t h i s  po ten t i a l .  I n  r e t u r n  f o r  
outstanding performance and c r e a t i v i t y ,  t h e  
school  g ives them a sense o f  s a t i s f a c t i o n  and 
a chance t o  f u r t h e r  u t i l i z e  t h e i r  ta len ts ,  

A B C D E  



THE 'PRINCIPAL OF THIS SCHOOL - 

To what e x t e n t  does  your  p r i n c i p a l  engage  i n  t h e  f o l l o w i n g  
k i n d s  o f  behav io r?  In answer ing ,  p l e a s e  c i rc le  t h e  o n e  number 
i n  each row t h a t  b e s t  d e s c r i b e s  t h e  b e h a v i o r  of y o u r  p r i n c i p a l .  

13. Gives  t e a c h e r s  t h e  P e e l i n g  
t h a t  t h e i r  work is an "in- 
p o r t a n t *  a c t i v i t y -  0 1 2 3 4 5 X  

14 ,  Gives  t e a c h e r s  t h e  f e e l i n g  
that t h e y  can _make signif i- 
c a n t  c o n t r i b u t i o n s  t o  improv- 
i n g  t h e  c l a s s room perform- 
ance o f  t h e i r  s tuden t s -  

15, Takes a s t r o n g  i n t e r e s t  i n  
a y  profesz i iona l  development 

16 ,  Makes t e a c h e r s 8  meet ings  
a v a l u a b l e  e d u c a t i o n a l  
a c t i v i t y -  

17, Helps t o  e l i m i n a t e  weak- 
n e s s e s  t o  h i s  8chool- 

18, Treats t e a c h e r s  as 
p r o f e s s i o n a l  workers  

19,  Helps  t e a c h e r s  t o  under- 
stand the s o u r c e s  of  impor- 
t a n t  problems t h e y  are f a c i n g  

20, D i s p l a y i n g  a s t r o n g  i n t e r e s t  
i n  improving t h e  q u a l i t y  of 
t h e  e d u c a t i o n a l  program- 

21,  Br ings  t o  t h e  a t t e n t i o n  of 
t e a c h e r s  e d u c a t i o n a l  l i tera-  
t u r e  t h a t  is o f  v a l u e  t o  
them i n  t h e i r  jobs- 



22. Has c o n s t r u c t i v e  s u g g e s t i o n 8  
t o  of fer  t e a c h e r s  i n  d e a l i n g  
w i t h  t h e i r  major  problems- 

23. Gets t e a c h e r s  t o  upgrade  
t h e i r  per formance  s t a n d a r d s  
i n  t h e i r  classrooms- 

24, Raximises  t h e  d i f f e r e n t  
s k i l l s  found  i n  h i s  
f a c u l t y -  

25. Makes a t e a c h e r ' s  l i f e  
d i f f i c u l t  h c w s e  o f  h i s  
a d m i n i s t r a t i v e  i n e p t i t u d e  

26. Runs c o n f e r e n c e s  a n d  
m e e t i n g s  i n  a d i s o r g a n i z e d  
?ash ion- 

27,  Has t h e  r e l e v a n t  facts 
b e f o r e  making i m p o r t a n t  
d e c i s i o n s -  

28. D i s p l a y s  i n c o n s i s t e n c y  
i n  h i s  d e c i s i o n s -  

29. P r o c r a s t i n a t e s  i n  h i s  
d e c i s i o n  making- - 

30, R e q u i r e s  t e a c h e r s  t o  
engage  i n  u n n e c e s s a r y  
p a p e r  work- 

31. D i s p l a y s  i n t e g r i t y  i n  
h i s  behavior-  

3 2 ,  P u t s  you a t  ease when you 
t a l k  w i t h  him- 
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APPENDIX C 

GROUP ATIUOSPHERE SCALE 



GRWP ATNOSPHERE SCALE 

Describe the atmosphere of  your group by checkina the follow- 
ing items. 

Cheerful  

The atmosphere i n  t h i s  school i s :  

8 7 6 5 4 3 2 1  

37. Fr iendly -------- Unfriendly 

38. Accepting ,- - - - - - - - Rejecting 

39, Satisfying - - - -, - - - - Frustrat ing 

40, Enthusiastic ,- - - - - - - -, Unenthusiastic 

41, Productive ,- - - - - - - -, 
Nonproducti we 

42. Warm - - - -  Cold 

43. Cooperative Uncooperative 

44. Supportive ,- - - - - - - - Host i le  

45. In te res t ing  - - - - - - - - Boring 

46. Successful Unsuccessful 



APPENDIX O 

C ORRESPONENCE 



SIMON FRASET? UNI'JERSITY, BURNABY 2, B C. CANADA 
FACULTY OF EDUCATION; 291-3395 

I 

November 27, 1971, ! 
I 

Dear S i r :  J 

I would l i k e  t o  r e q u e s t  your  d i s t r i c t ' s  c o - o p e r a t i o n  i n  
a r e s e a r c h  p r o j e c t  I am presently c o n d u c t i n g ,  T h i s  u n d e r t a k i n g  
is i n  partial f u l f i l l m e n t  of  a n  M,A, d e g r e e  i n  E d u c a t i o n a l  
A d m i n i s t r a t i o n  a t  Simon F r a s e r  U n i v e r s i t y  a n d  h a s  t h e  a p p r o v a l  
o f  D r ,  Norman Robinson, my s e n i o r  f a c u l t y  a d v i s o r .  

To a i d  me i n  t h i s  r e s e a r c h ,  I would a p p r e c i a t e  i t  i f  I 
would have  p e r m i s s i o n  t o  c o n t a c t  t h e  p r i n c i p a l s  o f  t h e  Collow- 
i n g  e l e m e n t a r y  s c h o o l s  t o  seek t h e i r  a s s i s t a n c e  i n  t h i s  s t u d y .  
They are: 

These s c h o o l s  are among s e v e r a l  t h a t  have  been randomly s e l e c t e d  
from a  l ist  o f  p r o v i n c e  wide  e l e m e n t a r y  a c h o o l s ,  T h i s  s c h o o l  
l e v e l  h a s  been s e l e c t e d  becauee  t h e i r  p r i n c i p a l s  t y p i c a l l y  i n t e r -  
act  most d i r e c t l y  and c l o s e l y  w i t h  t h e i r  t e a c h e r s ,  Such a 
r e l a t i o n s h i p  is e s s e n t i a l  t o  t h e  v a l i d i t y  o f  t h e  proposed s t u d y ,  

Enc losed  is a pr6cis of t h e  p r o j e c t  e x p l a i n i n g  its pur-  
pose ,  impor tance ,  a n d  r e l e v a n c e  to  t h e  p r a c t i c i n g  a d m i n i s t r a -  
t o r ,  P l e a s e  a l s o  f i n d  i n c l u d e d  a copy of t h e  q u e s t i o n n a i r e  
t h a t  w i l l  be s e n t  t o  t h e  above  s c h o o l s  for  d a t a  t a b u l a t i o n .  

I would be g r a t e f u l  f o r  your  d i s t r i c t ' s  a s s i s t a n c e  i n  
t h i s  e f f o r t ,  P l e a s e  be  a s s u r e d  t h e  c o m p l e t e  anonymity o f  t h e  
o b t a i n e d  data w i l l  be  ma in ta ined .  may I e x t e n d  my t h a n k s  i n  
a n t i c i p a t i o n  o f  your  c o - o p e r a t i o n ,  Should  there be f u r t h e r  
q u e s t i o n s  c o n c e r n i n g  t h i s  , you may c o n t a c t  me c o l l e c t  
a t  522-1543 ( a r e a  c o d e  604 

George 0, Jackson  



THE INFLUENCE OF WE PRINCIPAL 
ON ORGAN IZATIONAL CHARACTER ISTICS 

OF ELENEMTARY SCHOOLS 

The purpose o f  t h i s  proposed research i s  t o  determine 
how the leader behavior o f  an elementary p r i n c i p a l  as per- 
ceived by h i s  teachers and inf luenced by the group support 
which he commands from h i s  fo l lowers,  a f f e c t s  the o rgan iza t iona l  
h e a l t h  o f  h i s  school, 

Organizat ional  hea l t h  i s  a  term used t o  descr ibe the 
e f fec t iveness of a  t o t a l  system, A hea l thy  school n o t  only 
has the a b i l i t y  t o  successf'ully i n t e r a c t  w i t h  i t s  environment, 
bu t  t o  do so on a  continuous basis, A t  any one time, i m -  
mediate problems may be handled i n  an i n e f f e c t i v e  manner: b u t  
over a  long period, the organ izat ion w i l l  e f f e c t i v e l y  contend 
w i t h  i t s  environment and cont inue t o  strengthen and enhance 
i t s  coping c a p a b i l i t i e s ,  Organizations o f  t h i s  nature  are  
described as open systems, 

Healthy schools, therefore, can be def ined as open 
aystems, d isp lay ing  a  r e a l i s t i c  awareness o f  *who they are 
and where they are  goingn, and mainta in s u f f i c i e n t  problem- 
so lv ing  mchanisras t o  cape w i t h  a cbsnging snvirclnraent i n  
d i sce rn ib l e  terms, 

The fo l l ow ing  c r i t e r i a  are used i n  t h i s  p r o j e c t  t o  
character ize  a  hea l thy  school: an adequate degree o f  goal  
focus, a co-ordinated communication system, and equ i tab le  
decision-making s t ruc tu re ,  e f f i c i e n t  u t i l i z a t i o n  o f  human 
and ma te r i a l  resources, a d a p t a b i l i t y  o f  a  school t o  i t s .  
environment, w e l l  defined problem-saving mechanisms, and pro- 
v i s i o n  o f  maximum oppor tun i t i es  f o r  se l f -ac tua l i za t ion .  

A review of the l i t e r a t u r e  i nd i ca tes  t h a t  organ i z a t i o n a l  
e f fec t iveness has been depicted mainly i n  terms o f  p r o d u c t i v i t y ,  
Such a  viewpoint examines on ly  one subpart o f  the t o t a l  organiza- 
t i on .  Behavioral  explanat ions o f  ac t ions  by teachers, pup i ls ,  
and schools must come from an examination o f  the o v e r a l l  system 
and n o t  from one o r  more o f  i t s  components, 

Present knowledge o f  organ izat ion permi ts  one t o  make 
on ly  crude est imates and ana lys is  o f  a  p a r t i c u l a r  school o r  
school system, Since i n d i v i d u a l  schools and school d i s t r i c t s  
exe r t  c o n t r o l  over a l l  a c t i v i t y  t h a t  occurs w i t h i n  them, i t  i s  
eesen t ia l  t h a t  educat ional  admin is t ra tors  and leaders be ab le  
t o  understand the workings o f  t h i s  c o n t r o l  and d i r e c t  i t  to- 
wards the accomplishment o f  des i rab le  ends, 



The p r i n c i p a l  i e  t h e  leader o f  h i s  8choo1, A s  auch ,  h e  
is " a c c o u n t a b l e a  for  d e t e r m i n i n g ,  m a i n t a i n i n g ,  and i n i t i a t i n g ,  
a t  times, a n  optimum l e v e l  o f  c o n t r o l  fo r  e f f e c t i v e  g r o u p  
a c t i v i t y .  I n t r o d u c t i o n  of c a r e f u l l y  p l a n n e d  change  i a  n e c e s s a r y ,  
on o c c a s i o n ,  t o  o b t a i n  and/or m a i n t a i n  a n  e f f i c i e n t  and  effec- 
t i v e  s c h o o l .  The p r o b a b l e  s u c c e s s  o f  any major  change  e f f o r t  
w i l l  depend,  t o  a l a r g e  e x t e n t ,  on t h e  o r g a n i z a t i o n e s  s t a t e  oP 
h e a l t h .  Those p r i n c i p a l s  who have a working knowledge o f  t h e  
p r o p e r t i e s  o f  a h e a l t h y  s c h o o l  w i l l  have a g r e a t e r  chance  of 
i n s t i t u t i o n a l i z i n g  t h e  change,  

mounting e d u c a t i o n a l  e x p e n d i t u r e  h a s  f o c u s e d ,  i n  t h e  l a s t  
few y e a r s ,  c o n s i d e r a b l e  a t t e n t i o n  on t h e  p r o v i n c e ' s  s c h o o l s .  
P r e d i c t i o n s  i n d i c a t e  t h a t  s c h o o l  d i s t r i c t s  w i l l  have t o  rely 
more on t h e  u s e  o f  o p e r a t i o n a l  r e f e r e n d a  t o  meet t h e  i n c r e a s e d  
c o s t  of e d u c a t i o n .  T h i s  method of p r o c u r i n g  f u n d s  w i l l  p l a c e  
a n  added burden on t h e  i n d i v i d u a l  s c h o o l  systems. C i t i z e n s  
are demanding a r e d e f i n i t i o n  o f  the 8 c h o o l e s  p u r p o s e ,  a s h a r p  
improvement i n  its p r o d u c t s  q u a l i t y ,  and a b e t t e r  i n s t r u c t i o n a l  
approach ,  Increased-communi ty  s u p p o r t  for its p u b l i c  s c h o o l s  
m i l l  demand o f  t h e  a d m i n i s t r a t o r  more e f f e c t i v e  e v a l u a t i v e  
measures  o f  h i s  s c h o o l ' s  o r g a n i z a t i o n .  The p u b l i c  wan t s  t o  
see t a n g i b l e  r e s u l t s ,  I t s  t h e  r e r p o n s i b i l i t y  o f  t h e  a d m i n i s t r a -  
t o r  t o  p r o v i d e  them w i t h  t h e s e  r e s u l t s .  

To ass is t  t h e  v a l i d i t y  o t  t h i s  reaesrth, a p i l o t  s t u d y  
was r e c e n t l y  conduc ted  i n  one  o f  t h e  Lower mainland s c h o o l  
d i s t r i c t s  t o  test  t h e  r e l i a b i l i t y  o f  t h o s e  q u e s t i o n s  c o n t a i n e d  
i n  t h e  i n s t r u m e n t  d e s i g n e d  t o  examine t h e  above problem. The 
f i n a l  d a t a  a n a l y s i s  showed a p o s i t i v e  c o r r e l a t i o n  r e l a t i o n s h i p  
among a l l  q u e s t i o n s  w i t h  many r e s u l t s  b e i n g  s i g n i f i c a n t  a t  t h e  
,05 and ,01 l e v e l s .  



SIMON FRASEf: iINl','i-:;SC;ITY, BURNAEY 2, B C.. CANADA 
f-/\i.:IJLTY OF EDUCATION: 291-3395 

J a n u a r y  7 ,  1972 

Dear P r i n c i p a l  r 

I would l i k e  t o  r e q u e s t  your  s c h o o l ' s  c o - o p e r a t i o n  i n  
a  r e s e a r c h  p r o j e c t  I am p r e s e n t l y  conduc t ing .  T h i s  under tak-  
i n g  is i n  p a r t i a l  f u l f i l l m e n t  o f  e n  B,A. d e g r e e  i n  E d u c a t i o n a l  
A d m i n i s t r a t i o n  a t  Simon F r a s e r  U n i v e r s i t y  and h a s  t h e  a p p r o v a l  
o f  D r .  Norman Robinson, my s e n i o r  f a c u l t y  a d v i s o r .  

Your s c h o o l  is among s e v e r a l  t h a t  h a v e  been randomly 
s e l e c t e d  Prom a s t r a t i f i e d  sample  of province-wide  e l e m e n t a r y  
s c h o o l s .  Pe rmiss ion  t o  c o n t a c t  you was s o u g h t  and  g i v e n  t o  
me by t h o s e  d i s t r i c t  s u p e r i n t e n d e n t s  whose s c h o o l s  were chosen 
from t h e  sample. T h i s  s c h o o l  l e v e l  h a s  been selected b e c a u s e  
t h e i r  p r i n c i p e l s  t y p i c a l l y  i n t e r a c t  most d i r e c t l y  and  c l o s e l y  
w i t h  t h e i r  t e a c h e r s .  Such a r e l a t i o n s h i p  is e s s e n t i a l  t o  t h e  
v a l i d i t y  o f  t h e  proposed s t u d y ,  

Enc losed  is a  pr6cis o f  t h e  p r o j e c t  e x p l a i n i n g  its 
purpose ,  impor tance ,  and r e l e v a n c e  t o  t h e  p r a c t i c i n g  a d m i n i s t r a -  
t o r .  Also f i n d  i n c l u d e d  a copy o f  t h e  q u e s t i o n n a i r e  t h a t  w i l l  
b e  uaed t o  o b t a i n  t h e  n e c e s s a r y  r e s e a r c h  d a t a .  A stamped c a r d  
is prov ided  t o  ease and s p e e d  your  r e p l y .  

P l e a s e  be a s s u r e d  t h a t  comple te  anonymity w i l l  be rnain- 
t a i n e d ,  That p o r t i o n  o f  t h e  q u e s t i o n n a i r e  d e s i g n e d  t o  d e t e r -  
mine t h e  o r g a n i z a t i o n a l  c h a r a c t e r i s t i c s  o f  your  s c h o o l  and 
t h a t  a s p e c t  d e s i g n e d  t o  d e t e r m i n e  your  l e a d a r s h i p  b e h a v i o r  w i l l  
be  g i v e n  t o  t h o s e  t e a c h e r s  on s taff  who have  t a u g h t  under  you 
f o r  a p e r i o d  o f  one year o r  l o n g e r .  Every p r i n c i p a l  w i l l  b e  
a s k e d  to  comple te  a n o t h e r  q u e s t i o n n a i r e  which examines t h e  
g roup  a tmosphere  p r e v a l e n t  w i t h i n  h i s  o r  h e r  s c h o o l .  Each 
i n s t r u m e n t  w i l l  be  i n d i v i d u a l l y  e n c l o s e d  w i t h i n  a brown en- 
v e l o p e  t h a t  c a n  be sealed, Th i s  p r e c a u t i o n  is t o  e n s u r e  t h a t  
a l l  r e s p o n s e s  r i l l  remain p r i v a t e ,  Completed q u e s t i o n n a i r e s  
w i l l  b e  r e t u r n e d  t o  a n  a s s i g n e d  t e a c h e r  whom you w i l l  select  
w i t h i n  t h e  s c h o o l  and t h e n  s e n t  t o  t h e  U n i v e r s i t y  f o r  t a b u l a -  
t i o n .  



A resum< of  t h e  p r o j e c t e a  ra@ults and auamsry data 
from your  s c h o o l  w i l l  be made a v a i l a b l e  t o  you. 

I would b e  g r a t e f u l  f o r  your  s c h o o l ' s  a s a f t s t a n c e  i n  
t h i s  e f f o r t .  may I e x t e n d  my t h a n k s  i n  a n t i c i p a t i o n  o f  
your  c o o p e r a t i o n ,  Should  t h e r e  b e  f u r t h e r  q u e s t  i o n s  conce rn -  
i n g  t h i s  p r o j e c t ,  you may c o n t a c t  me c o l l e c t  a t  522-1543 ( a r e a  
c o d e  604) a f te r  4  COO p.m. 

S i n c e r e l y ,  

~ e o r g e  0. Jackson. 



SIMON FRASEH LJNIVERSITY. BURNABY 2, B.C , CANADA 
FACULTY OF EDUCATION: 291-3395 

January 14, 1972 

Dear P r i n c i p a l  r 

Please f i n d  enclosed the requ i red  number o f  question- 
n a i r e s  t o  complete the study THE INFLUENCE OF THE PRINCIPAL 
ON ORGANIZATIONAL CHARACTERISTICS OF ELEMENTARY SCHOOLS i n  
your school. 

To assure your teachers anonymity o f  t h e i r  responses 
and the study's v a l i d i t y  pleats@ proceed by t he  f o l l o w i n g  
gu ide l ines  a 

1, Hand ou t  the  quest ionnaires t o  those teachers 
who have taught  f o r  you one year o r  longer, 

- - 

2, Select  one teacher t o  c o l l e c t  and r e t u r n  t he  
completed quest ionnaires t o  t h e  Un i ve rs i t y  
f o r  tabu la t ion ,  

3,  Allow approximately one weekgs t ime f o r  the  
quest ionnaires t o  be completed, 

Thank you f o r  your a s s i s b n c e  and cooperat ion i n  t h i s  
research, Summary data Prom your school and from the  e n t i r e  
p r o j e c t  o i l 1  be sent  t o  you as soon as possible.  

Yours very t r u l y ,  

George 8, Jackson, 



SIMON FRASER UNI'JERSITY, BURNABY 2, B C.. CANADA 
FACULTY OF EDUCATION; 291 -3395 

J a n u a r y  23, 1972. 

Dear Col league :  

I would l i k e  t o  r e q u e s t  your  c o - o p e r a t i o n  i n  a  r e s e a r c h  
p r o j e c t  I am p r e s e n t l y  conduc t ing .  T h i s  u n d e r t a k i n g  is i n  
p a r t i a l  f u l f i l l m e n t  of  an fl .A,  degree i n  E d u c a t i o n a l  Adminis t ra-  
t i o n  a t  Simon F r a s e r  U n i v e r s i t y .  

Your s c h o o l  is among s e v e r a l  t h a t  have  been randomly 
s e l e c t e d  from a list o f  province-wide e l e m e n t a r y  s c h o o l s .  Per- 
m i s s i o n  t o  c o n d u c t  t h e  s t u d y  i n  your s c h o o l  h a s  been g i v e n  me 
by your  p r i n c i p a l  and d i s t r i c t  s u p e r i n t e n d e n t ,  

The p u r p o s e  of' t h i s  r e s e a r c h  is t o  d e t e r m i n e  how your  
p r i n c i p a l  i n f l u e n c e s  c e r t a i n  o r g a n i x a t i o n a l  c h a r a c t e r i s t i c s  o f  
e l e m e n t a r y  s c h o o l s .  

E f f e c t i v e  s c h o o l s  have  i n  common, I b e l i e v e ,  c e r t a i n  
a r g a n i z a t i m l  dwmecteristics. k m g  these traf ts are: c l e a r l y  
d e f i n e d  g o a l s ,  a c o - o r d i n a t e d  communication sys tem,  a n  e q u i t a b l e  
decis ion-making s t r u c t u r e ,  a n d  e f f i c i e n t  p lacement  and  u t i l i z a -  
t i o n  o f  human and material r e s o u r c e s .  

Each o n e  o f  t h e s e  c h a r a c t e r i s t i c s  are i n f l u e n c e d  by your  
 school*^ p r i n c i p a l .  The q u e s t i o n  is, t o  what d e g r e e  d o e s  h e  
i n f l u e n c e  t h e s e  traits? A l l  p r i n c i p a l s  have  c e r t a i n  o b j e c t i v e s  
t h a t  t h e y  would l i k e  t o  see t h e i r  s c h o o l s  s t r i v e  t o  a c h i e v e .  
In t h e i r  endeavor  t o  see t h e i r  s c h o o l s  meet t h e s e  o b j e c t i v e s ,  
t h e y  are c o n f r o n t e d  by unforeseen  d i f f i c u l t i e s ,  T h e i r  e f f o r t s  
t o  overcome t h e s e  h u r t l e s  are a measure of t h e i r  e x e c u t i v e  
p r o f e s s i o n a l  l e a d e r s h i p ,  

I t  is h y p o t h e s i z e d  t h a t  t h e  d e g r e e  o f  ' execu t ive  pro-  
f e s s i o n a l  l e a d e r s h i p  shown by a n  a d m i n i s t r a t o r  p l u s  t h e  s u p p o r t  
h e  r e c e i v e s  from h i s  s t a f f  w i l l  have  a  p o s i t i v e  e f f e c t  on 
t h o s e  o r g a n i z a t i o n a l  c h a r a c t e r i s t i c s  which have  been o u t l i n e d  
t o  you. 

To m a i n t a i n  comple te  anonymity,  do not p u t  your  name on 
any  p a g e s  o f  t h e  q u e s t i o n n a i r e ,  Read and f o l l o w  t h e  i n s t r u c -  
t i o n s  c a r e f u l l y .  The items c o n t a i n e d  i n  t h e  i n s t r u m e n t  s h o u l d  
s h o u l d  n o t  be  e v a l u a t e d  as *goodw o r  *badm c o n d i t i o n s .  They 
are o n l y  used  t o  make i t  p o s s i b l e  f o r  you t o  d e s c r i b e  t h e  



s i t u a t i o n  i n  your school as accurate ly  as possible.  

It i s  important t h a t  your answers be "independenta, so 
please do n o t  discuss them w i t h  o ther  teachers. 

When you have completed tho quert ionnaire.  p lace i t  i n  
the brown envelope provided you and s e a l  it. Return i t  t o  the 
appropr iate teacher on your s t a f f  sometime w i t h i n  a pe r i od  o f  
approximately one week. 

I would be g r a t e f u l  f o r  your assistance i n  t h i s  e f f o r t .  
Aay I extend my thanks i n  a n t i c i p a t i o n  o f  your cooperation. 

Yours t r u l y ,  

Geoege 0. Jackson, 
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