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AN ABSTRACT JOHN LEWIS FORBES

The purpose of this study was to develop a comprehensive and
verifiable theory of administrative leadership for contemporary
education which might serve as a general frame of reference for
empirical research in this special field. It was assumed that
general theories of this sort serve to stimulate research in a given
field of inquiry and serve also as a base for relating the results
of empirical testing into a logical, internally-consistent body of
knowledge.

This inquiry was premised upon an explicit concept of theory

which held that (a) a theory begins with an operational definition of

an empirical phenomenon, (b) a theory brings a set of relevant
assumptions to bear upon the definitian, and (c) a theory is constructed
by drawing explicit inferences from the assumptions to each part of

the definition and casting these inferences in the form of predictions
about the nature of the phenomenon defined. It was assumed in this
inquiry that theories are never irue or false, only useful or not useful,
since theorizing ends with the creation of predictions. Utility of a
theory depends upon the comprehensiveness of its definition, the
relevancy of its assumptions, hence the comprehensiveness of its
predictions about the nature of the phenomenon with which it deals.

Ultimately, the usefulness of a theory depends upon its capacity to
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An Abstract 2 John Lewis Forbes

generate predictions which are true when tested in the world of
reality.

The literature of educational administration was used as a
base for constructing an operatiomal definition of leadership in this
investigation., Selected literary works from perceptual psychology
were shown to be relevant to a theory of leadership; hence these were
made to serve as a base for deriving a set of assumptions for the
theory.

Working fram the assumptions that (a) it is possible to
construct an operational definition of administrative leadership in
education from pertinent research literature which is more comprehen-
give in its inclusion of relevant aspects of this empirical phenomenon
than any of the operational definitions cantained in all of the major
studies reported in this field to date, (b) that a set of assumptions
about human growth and development abstracted from selected work of
Prescott lecky, Donald Snygg and Arthur Combs, and Robert Bills are
relevant for theorizing about administrative leadership in contemporary
education, it was hypothesized (c) that from a set of assumptions about

human growth and development abstracted from selected works of lecky,

Snygg and Combs, and Bills, it is possible to derive at least one

prediction about every aspect of administrative leadership in contemporary

education that is included in its operational definition. This hypothesis

was substantiated upon investigatinon,
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An Abstract 3 John Lewis Forbes

The theory derived in this study was found to be useful in
terms of some of the criteria for utility assumed at the outset of the
inquiry. Even so the theory had a number of limitations which detracted
from its usefulness. These suggested ways in which a more useful
theory can be builtjusing pertinent research literature as a base for
defining leadership in education, for example, resulted in theoretical
predictions which were too abstract to be of real use to educational
administrators and professors of educational administration. The
assumptions from perceptual psychology also appeared to be limited in
scope. It seemed reasonable to suppose that a more useful theary of
administrative leadership for education could be constructed by
(a) defining this phenomenon on the basis of problems of administration
perceived by administrators, other people involved in educational
systems, and by teachers of educational administration; (b) by
utilizing a set of assumptions that were broadly inclusive of knowledge
about human behavior integrated from the several social sciences; and
(c) by employing the intelligence and energy of all interested researchers
in theory construction through a central research organization rather

than to build a theory through the efforts of one individual,
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CHAPTER I
AN OVERVIZW OF THE PROBIEM

The purpose of this study was to develop a comprehensive and
verifiable theory of administrative leadership for contemporary
education which might help to increase our store of organized
knowledge about administration in America's educational enterprise.
From the outset of this inquiry a main concern was to construct a
general frame of reference--a way of looking at the phenomenon of
administrative leadership in education in its broadest, most inclusive
detail. A comprehensive and verifiable theory, as the phrase is
being used here, is actually a foundation conception or a scheme of
ideas which can serve as a base for generalizing about the results of
empirical investigations of all kinds in the area of administrative
leadership in education. General theories of this sort are designed
to impose an order upon a universe of inquiry so that subsequent
research within that universe can separate superstition and belief
from laws and principles through the process of empirical verification,
and so that the laws and principles which are discovered can be unified
into a logical, internally-consistent body of knowledge.

The need for a comprehensive and verifiable theory of administrative

leadership in contemporary education has been apparent for several years



.



2
and, according to researchers in this field, is important for a better
understanding of educational administration. In the past five or six
years, a number of national organizations have combined their efforts
to press for a better understanding of administrative leadership in
education through empirical research. The American Association of
School Administrators, the National Council of Professors of
Educational Administration, and the Kellogg Foundation together have
stimilated and financed a great number of research studies of educational
leadership in the last half decade. These studies have been conducted
through cooperative programs of research in educational administration,
The CPEA projects, as the programs are called, are coordinated by
eight regional centers across the United States. Research efforts in
these centers have involved expenditures of several million dollars.

In each CPEA region numerous institutions of higher learning, other
interested organizations, and many individuals have contributed time and
energy to advance systematic inquiry in this special empirical field.

A central objective of CPEA research has been to upgrade the
professional performance of practicing educational administrators. To
achieve this objective CPEA study efforts are presently being extended
on three fronts. One line of study is concerned with upgrading present
administrative leader practice through in-service training. A second
line of study is concerned with improving programs of instruction for
students of educational administration. A third line of study, which
some investigators believe underlies the success of inquiry on all of

these fronts, is the development of a universally applicable theory of
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1
administrative leadership for contemporary education.

Several scholars of administrative leadership in education have
stated that intelligent inquiry into the problem of leadership demands
initially that an acceptable theory of administrative leadership be
devised which is grounded upon empirically validated facts. Hollis
Moore, Jr.,z speaking for the American Association of School Adminis-
trators, emphasizes this point. He claims that the natural next step
from schematic approaches to research in school administration is the
development of a theory. Current research projects in administration
by Kellogg grants have a theory in mind. The term, theory, in this
context is nothing more than a set of rules for doing the job--rules
which connect action taken with results achieved. Moore maintains
that administrators gradually and instinctively develop their own theories
on the job, but a systematic set of principles which can be taught in
the preparation programs of administration students would be a valuable
professional contribution.

Daniel Griffiths,3 speaking for the National Council of Professors

of Educational Administration, and for many others associated with CPEA

1

Hollis A. Moore, Jr., Studies in School Administration: A Report
on the CPEA (Washington, D. C.s American Association of School Adminis-
trators, 1957), pp. 12-23.

2Ibid., p. 29.

3Daniel Griffiths, "Toward A Theory of Administrative Behavior,®
Adninistrative Behavior in Education, ed. Roald F. Campbell and Russell T.
Gregg (New York: Harper & Bros., 1957), p. 388.
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leadership research projects, reaffirms Moore's position., Griffiths
points out that the great task of science has been to impose an order
upon the universe. Kepler'!s laws, for instance, impose a set of
relationships upon the planets of the solar system. Within this frame-
work of laws, the motions of the planets make sense. Their positions

can be predicted through this frame of reference, and order is apparent
to all who care to look for it. He contends that the great task of
students of administrative leadership in education is to develop a
theory of administrative behavior that will make it possible to relate
what appear to be discrete administrative acts to one another in a
unified concept. Within a set of principles, yet to be formulated, it
will then be possible to recognize interrelationships among apparently
discrete administrative acts; and it will be possible to predict the
behavior of the administrative leader within the framework of educational
organization., Griffiths goes on to say that with a theory of adminis-
trative leadership--a set of principles and laws which are universally
acceptable~~it will be possible to make decisions that will result in

a more efficient and effective educational enterprise. Subsequent research
into administrative leadership in education will also have more meaning
because it will be directed toward the solution of definite problems,
there will be clearer definitions, and research efforts will be coordinated
by, and will contribute to, the whole conception of administration.
Administrative leadership will be more easily understood when viewed
against a standard frame of reference because it will use concepts that

have the same meaning to all in the profession.
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Andrew W. Halpin,h another spokesman for the National Council of
Professors of Educational Administration and others associated with
CPEA leadership research projects, maintains that we do not have a
universally acceptable theory of administrative leadership in education
now for a number of specific reasons. Halpin says that we have failed
to recognize the importance of theory in leadership research and have
relied too heavily upon naked empiricism. Not only have we imputed
too much significance to facts per se, we have used the term theory
with descriptive glibness, used it naively, and have betrayed a limited
knowledge of the technique of theory construction in science. A theory,
as Halpin defines it, is more than a conglomerate of facts or of common
senge speculations. A theory must possess specified logical properties
and must be internally consistent so that we can generate fruitful,
testable hypotheses from it which enable us to predict events in the
real world with more accuracy. According to Halpin we have directed a
disproportionate amount of research energy to ad hoc problems and
peripheral studies rather than to central investigations which yield
conclusions of broad generalizability. Flights from theory and preoccupa-
tion with immediate practical problems have made our research episodic
rather than programmatic and have stunted our capacity for research
growth. He says that the same difficulty permeates all spheres of

science today. A new awakening, particularly in the physical sciences,

L

Andrew W, Halpin, "A Paradigm for Research on Administrator
Behavior," Administrative Behavior in Education, ed. Roald F. Campbell
and Russell T. Gregg (New York: Harper & Bros., 1957), pp. 197-98.




is directing more and more energy into basic research; and we need a
similar long-range program of basic research in educational administra-
tion. Halpin also contends that students of administrative leadership
in education have been too parochial in their research outlook. Their
infatuation with the uniqueness of educational administration has often
blinded them to problems that educational administration shares with
all other forms of administration. They have also been parochial in
not drawing upon the resources of such other disciplines as the social
sciences, personnel administration, and political science. Nor have
they progressed far in incorporating the insights and techniques of
the social sciences into their own research methodologies. Finally,
Halpin points out that researchers in administrative leadership in
education have failed to define their concepts clearly--they lack
precision. Many have not learned the lessons that general semanticists
have tried to teach them; as a result they have persisted in using con-
cepts which have no clear referents in administrative leader behavior.
Again, Griffiths® states that we need a special kind of theory
for researching administrative leadership in education. He insists
that a list of principles is not necessarily a theory of adequate design.
A good theory exists when there has been established a set of principles

upon which action may be predicted. Principles of this kind give form

to observations and constitute a logical and consistent whole, particularly

is this so when the principles have been organized around a single theme

SGriffiths, Op. Cit., pp. 359-60.
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or a small number of themes. Griffiths says that an adequate theory
attempts to state in one general form the results of the observations
- of many different researchers. In addition to this, an adequate
theory starts with observations in the form of facts which already have
been made. Facts are the basis of theory as well as the result.

Researchers in the Southern States CPEA,6 however, conclude that
a theory of administrative leadership in education, reduced to its
simplest terms, is no more than a collection of concepts or principles
that define what administrative leadership is. These concepts and
principles give direction to an individual attempting to be an
educational administrator.

Pblby,7 on the other hand, maintains that specialists in educational
administration need to work closely with educational administrators and
community leaders if their own leadership in improving our concepts and
practice of administration are to have reality and dynamism. Armchair
research, as Melby labels it, will not suffice to meet current research
needs. Our new concepts of administration will not be hammered out on
the campus of the university but in the crucible of community life and
education.

It is apparent fram the views of these scholars that the construction

of a comprehensive and verifiable theory of administrative leadership in

6Southern States Cooperative Program in Educational Administration,
Better Teaching in School Administration (Nashville, Tenn.: George
Peabody College for Teachers, 1955), p. 4T.

7Ernest 0. Melby, Administering Community Education (Englewood
Cliffs, N.J.: Prentice-Hall, Inc., 1955), p. 309.
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education would help those who are interested in understanding educational
administration through the vehicle of empirical research. Most of the
individuals above are speaking for national organizations that have
taken the initiative to stimulate research in educational administration,
a fact which adds significance to comments about their need for a general
theory.

If these scholars appear to be in agreement about the need for a
general theory of leadership, however, they surely do not appear to agree
on what such a theory is, what it should do, or how it should be con-
structed. Some researchers seem to believe that a theory of administra-
tion should be a logical formulation of ideas and beliefs from which
testable hypotheses may be generated. A somewhat different point of
view appears to maintain that a theory is a framework of laws and
principles which reduces the confusion of a natural phenomenon to some
sort of intelligible order, and that a good theory of this kind
incorporates principles upon which administrator action may be predicted.

Another notion is that a theory merely serves as a set of rules
for doing the job of administering education, providing the rules set
forth connect actions taken with results achieved in educational
administration.

Still another concept claims that a theory in this field is no
more than a collection of principles that define what leadership is
which, in turn, give direction to practicing administrators.

Halpin implies in his comments cited above that the task of theory

congtruction is primarily the responsibility of disciplined scholars and



researchers. Moore, Griffiths, and researchers in the Southern

States CPEA, however, appear prone to employ the intelligence of prac-
ticing administrators in formulating a theory of leadership. Melby,
meanwhile, seems to advocate enlisting an even broader base of community
intelligence in the theory building task.

If these differing beliefs about the nature of theory and theory
construction are indicative of the thinking of researchers in this field,
then it seems reasonable to conclude that the nature and function of
theory in empirical research of educational administration are presently
undefined. It follows reasonably from this that an attempt to theorize
about administrative leadership at this time would probably be more
widely understood if it began with a definition of theory and a rather
explicit concept of the art of theorizing.

Before proceeding with an overview of this study, it is important
then to define and explain the term theory as it was employed in this
investigation, for within the confines of such a definition lies the key

to understanding what is to follow in subsequent chapters of this paper.

The Nature of Theory8

People often think of a theory as existing in opposition to facts.

A theory, it is commonly held, is an unsubstantiated hypothesis or

81n formulating a definition and explanation of theory for this
study, the investigator is indebted to Calvin S. Hall and Gardiner
Lindsey for a penetrating discussion of the subject in their recent
book, Theories of Personality (New York: Wiley Press, 1957). He has
borrowed generously here from their thinking.
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10
speculation concerning reality which has not yet been proven so. When
a theory is confirmed it becomes a fact. As the term theory is used
in this p;per, it partially embraces both of these ideas. That is to
say theories are not known to be true. On the other hand, theories
do not became true or factual when confirmed by appropriate data either.

A theory is no more than a set of conventions created by a theorist

which embody predictions about the nature of an empirical phenomenon.

It was assumed in this study that theories are never true or false,
although their implications or derivations may be either. We might
easily compare the work of the theorist with that of the poet or novelist.
Experiences or observations may lead a literary artist to create any one
of a multitude of different art fomms, whiie the data from investigation
may be incorporated by the theorist in any number of different theoretical
schemes. The theorist, in choosing a particular set of conventions to
represent the events in which he is interested, exercises a free creative
choice that differs from the artist's only in the kinds of data upon
which it focuses and in the grounds upon which its fruitfulness will be
judged. It follows from this that we can specify how a theory should
be evaluated or appraised, but we cannot specify how a theory should be
constructed. Just as there is no formula in existence for making enduring
literary contributions, so there is no formula in existence for fruitful
theory construction.

The fact that a theory stems from conventional choice, rather than
from something that is inevitable or prescribed by known'empirical

relations, leads to the assumption that attributes of truth or falsity
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are inappropriately ascribed to a theory. Theories are never true or

false. Theories are only useful or not useful; and these qualities

are defined very largely in terms of how efficiently a given theory
can generate predictions or propositions concerning particular events
which turn out to be verified in the world of reality.

Reduced to its basic elements, a theory consists of a set of
empirical definitions regarding a specific phenomenon and a cluster of
logically-consistent, interrelated assumptions which are relevant to
the phenomenon that has been defined. The latter is used as a base for
deriving predictions which pertain to various aspects of the definition,
and which thereby give potential new knowledge about the phenomenon in
question. By means of empirical definitions of specific phenomena,
theories come into definite contact with reality or observational data
at explicit, prescribed places. That is why empirical definitions are

sometimes called operational definitions. They attempt to specify

operations by which relevant variables or concepts can be measured. If

a theory is eventually to make a contribution in an empirical discipline,
it must possess some means for empirical translation--it must, in short,
start from a specifically defined empirical phenomenon. The assumptions,
meanwhile, which are brought to bear upon an operational definition
within a theory must be relevant to the phenomenon in question. The
assumptions in a theory of audition, for example, must have something

to do with the process of hearing; and a theory of perception must utilize

assumptions which bear upon the perceptual process. It goes almost without
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saying, that the assumptions within a theory should be stated clearly
also.

Given a specifically defined empirical phenomenon, then, and a
set of clearly-stated, relevant asswmptions, it is possible to combine
definition and assumptions together through infercnce to generate
predictions so that empirical consequences can be extracted from a

theory., This process of prediction-making through inference is defined

here as the art of theory construction. The notion has been employed

as a fundamental guideline at every turn in this investigation.

What does a theory do? Generally speaking, it leads to the
collection or observation of relevant empirical relations which have
not yet been made about a specific phenomenon. A theory also facilitates
the incorporation of known empirical findings about a particular
phenomenon within a logically consistent and reasonably simple framework.
Thus, it imposes an organization or an order upon a universe of inquiry
which in turn functions as a set of blinders; for it tells a researcher
in the field with which the theory deals that it is unnecessary for him
to worry about all of the aspects of the event he is studying. In this
way, a theory permits the observer to go about abstracting from the
natural complexity of a phenomenon in a systematic and efficient manner.
Abgtract and simplify he will, whether he uses a theory or not, but if
he is not guided by an explicit frame of reference, it is very likely
that the principles determining his view will be hidden in implicit

agsumptions and attitudes of which he is unaware.
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Ideally, a theory leads to a systematic expansion of knowledge
in a given field of inquiry, and this expansion is stimulated by
deriving from a theory discrete predictions which are subject to empirical
test. It is assumed here that the core of any growing science, adminis-
trative leadership in education not withstanding, lies in the discovery
of stable empirical relationships between events or variables within
it, and a basic function of any theory is really to further this
process in a systematic manner. Think of a theory as a kind of proposition
mill, grinding our related empirical statements which can later be con-
firmed or rejected in the light of suitably controlled empirical data.
But remember, it is only the predictions derived from a theory that
are open to empirical test. The theory, itself, is assumed. Acceptance
or rejection of a theory must be determined by its utility, not by its
truth or falsity.

Broken into its component parts the utility or usefulness of a

theory embraces both comprehensiveness and verifiability. A theory

will be useful to the extent that it deals comprehensively with a
particular empirical phenomenon. In this context, comprehensiveness
refers to the scope or completeness of the predictions which are derived
from a theory, and this capacity, in actuality, depends upon the complete-
ness of the empirical definition from which a theory begins and the
relevancy of its assumptions. Relevancy of the assumptions, in turn,
refers to the extent that explicit inferences can be drawn from the
asgumptions to each aspect of the phenomenon that is incorporated in the

operational definition. We might have a theory which generated consequences
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that were often confirmed but which dealt with only a few aspects
of a certain phenonenon because both the empirical definition and the
relevancy of its assumptions were limited in scope. Such a theory
would not, ordinarily, be as useful for extending knowledge in a field
of inquiry as a theory that generated accurate predictions,dealt very
generally or inclusively with the empirical events it purported to
encompass, and achieved thoroughness in drawing inferences from its
assumptions to its operational definition.

Since theories are attempts to formulate or represent significant
aspects of phenomena which appear in the world of reality so that human
knowledge may be extended, the usefulness of theories must be judged
very largely in terms of how effectively they serve as a spur to
research, A theory will be useful to the extent that it generates
predictions which are found accurate and true when tested in the world
of reality. Perhaps the supreme test for the usefulness of any theory
is its verifiability--the capacity of a theory to generate predictions
which are confirmed when relevant empirical data are collected and
evaluated. It is probably safe to say that any theory in any field of
inquiry which does not produce verifiable predictions will eventually
be rejected and discarded as thinking men pursue the task of extending

human knowledge, because theories of this sort are not useful.
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A Chapter Qutline

From this brief discussion of the nature of theory, it is possible
to extract several important ideas about the art of theory construction
as it was applied in this study. Beginning with these ideas as criteria,
it is easy to explain the logic behind the presentation in each chapter
of this paper which deals with the theory building task, proper. Know=-
ing beforehand what each of these chapters contains, as well as why
each is organized in its own peculiar fashion, will help the reader
ultimately in appraising the value of this entire project. Let us

begin with the premise that theories are either useful or not useful.

With this point of view for a backdrop we can sketch a number of
desirable characteristics to be incorporated in any theory:

1. A useful theory starts from a comprehensive operational
definition of a specific empirical phenomenon.

2. A useful theory utilizes a set of assumptions which are
relevant to the empirical phenomenon in question.

3. A useful theory generates predictions about the nature
of this empirical phenomenon which previously were
unknown, and it does so by drawing explicit inferences
from the assmmptions and applying them to particular
aspects of the operational definition.

L. A useful theory incorporates its predictions into a
logically consistent and reasonably simple framework.

5. A useful theory must be evaluated in terms of its
capacity to generate a comprehensive set of predictions
about an empirical phenomenon, and this capacity is
dependent upon the completeness of a particular theory's
operational definition and the relevancy of its assumptions--
the extent to which explicit inferences can be drawn from
the assumptions to each aspect of the phenomenon that
is incorporated in the operational definition.
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6. A useful theory must be evaluated in terms of its
ability to stimulate research in any field of inquiry.

7. A useful theory must be evaluated in terms of its
ability to generate predictions about a given
empirical phenomenon which are verifiable when tested
with appropriate empirical data from the world of
reality.
Now, let us see how these criteria have been applied in component
parts of this paper which are actually devoted to the task of building
a theory of administrative leadership for contemporary education.

Chapter II, "A Review of the Literature," aims, primarily, to demonstrate

the reasonableness of the assumption that it is possible to construct

an operational definition of administrative leadership in education

which is more comprehensive in its inclusion of relevant aspects of this

empirical phenomenon than any of the operational definitions contained

in all of the major studies reported in this field to date. Thus, one

specific task of Chapter II is to analyze and evaluate the research
literature of educational administration which bears upon administrative
leadership in education. On the basis of such a review it is possible

to ascertain which aspects of this empirical phenomenon are dealt with
in each investigation. Then, by determining the extent to which each
study or group of studies deals with a composite of those aspects which
are included in all of the studies as a whole, we can determine whether
any existing studies cover all aspects of administrative leadership as

it is presently known by researchers in educational administration. If
not, then it seems logical to assume that a more comprehensive definition

of administrative leadership in education can be devised at the present
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time. As it turns out, this study reveals that none of the investiga-
tions in this field to date have incorporated all of the known aspects
of administrative leadership in the theories which lie behind them.
Consequently, a second task of Chapter IT is to devise a new, comprehen-
sive, operational definition of administrative leadership for contemporary
education. This, according to the concept of theory employed in the
investigation, is the starting point of a useful theory. The reader
will find that an operational definition for the theory reported in
this paper was devised by integrating all of the aspects of administra-
tive leadership which were explicitly or implicitly employed in previous
investigations, then by explaining the function of each of these aspects
in the work-a-day warld of contemporary education.

A third task of Chapter II is to determine the bases upon which
a relevant set of assumptions might be selected for theorizing about
administrative leadership in education. Again remember, a useful
theory must bring a set of relevant assumptions to bear upon its
operational definition. A solution to the problem of what constitutes
a set of assumptions relevant to administrative leadership has been
approached in this study by seeking to isolate the major forces which
appear to have motivated previous research in educational administration.
It seems logical that the motivations underlying research in any field
of inquiry might give clues as to what assumptions are relevant for
theorizing in that field. Pursuing this approach to identify relevant
assumptions, it becomes reasonably clear that a desire to understand

better the implications for education of the relativity of individual
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perceptions is one force motivating research. A desire to modify
education so that it functions in accordance with a philosophy which
puts positive value on human growth and development is giving direction
to research in administrative leadership as well.

These two forces then--a desire to iinplement through education a
philosophy which puts positive value on human growth and development,
and a desire to understand better the implications for education of the
relativity of human perceptions--are taken at the end of Chapter II as
the primary bases for selecting a set of assumptions which are relevant
to the phenomenon of administrative leadership in contemporary education.

Chapter ITI, "Methods of Study," is designed primarily to

demonstrate that a set of assumptions about human growth and development

abstracted from selected works of Prescott lecky, Donald Snygg and

Arthur Combs, and Robert Bills are relevant for theorizing about adminis-

trative leadership in contemporary education. The reader will find in

this chapter a brief history of man's concern with understanding human
perception. The historical discussion touches upon the highlights of
this topic from classical antiquity to the present time. We discover

in this discussion that when psychology broke away from moral philosophy
it pursued two general avenues of inquiry. On the one hand, some
psychologists followed earlier empiricists. Their efforts have led to

an experimental psychology which places high value upon empirical testing
and normative approaches to understanding particular aspects of human
behavior. Modern studies of human perception conducted in this vein

focus, for the most part, upon the physiological aspects of human sensation.
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On the other hand, some psychologists retained a philosophical bent
in their work. They place reliance upon the assumption that human
behavior is best understood when viewed as a whole phenomenon. The
study of perception in this approach to psychological inquiry has
produced a frame of reference for theoretical explanations and empirical
investigations of human behavior known as the personal, perceptual
point of view. Individual perception is their unique frame of reference
for understanding human behavior.

Selected works of Prescott lecky, Donald Snygg and Arthur Combs,
and Robert Bills have been singled out as a base for abstracting a
set of assumptions to be used in theory construction here because their
works put primary emphasis upon the relativity of human perception. They
employ the personal, perceptual point of view. And of all the major
studies which have employed this approach to understanding human behavior,
only in some of the works of these scholars is there a central ambition
to conceptualize broadly upon the nature of human growth and development.

An attempt has been made in Chapter III to state clearly the
assumptions which these perceptual theorists use to explain human growth
and development. The reader will find that each assumption set forth
in this part of the paper has been singled out and italicized. Many of
them are accompanied by an explanation of their meaning., At the close
of the chapter, the assumptions and their corollaries are summarized
in a single Philosophy of Human Growth and Development so that confusion
about their meaning can be avoided.

Chapter IV contains the actual theory of administrative leadership

for contemporary education derived from this investigation. The predictions
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which comprise the theory are organized under three broad headings or
dimensions--Research into Theoretical Foundations for Understanding
Administrative leadership, Research into Effective Practices of Adminis-
trative leaders, and Research into Effective Instruction of lLeader
Trainees. These three dimensions constitute a reasonably simple frame-
work and have been employed because national efforts to improve our
understanding of administrative leadership in education through empirical
research, as we saw earlier in this chapter, hawve advanced inquiry in
the same three areas of the field--in theory, in practice, and in
instruction.

The reader will also find in Chapter IV that each of the aspects
of administrative leadership in education contained in its operational
definition, which is presented first in Chapter II, have been placed
under one of the three general dimensions in Chapter IV that seems most
appropriate for it. Hence, the general dimensions with their accompanying
agpects of the definition serve as a structural framework for the entire
theory. &t is a rather straight-forward task from there to derive infer-
ences from the set of assumptions in Chapter III which apply to component
parts of the structure in Chapter IV.\¥These inferences have led to the
construction of predictions about the nature of administrative leadership
in education. The predictions are pregented in the form of hypotheses
and corollaries and actually comprise the content of the theory. Here
and there in Chapter IV some attempt has been made to explain how the
task of verifying some of these hypotheses might be approached. This

is done deliberately to encourage research on them in the future.
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A basic purpose of Chapter IV is to test the working hypothesis

that from a set of assumptions about human growth and development

abstracted from selected works of Prescott lecky, Donald Snygg and

Arthur Combs, and Robert Bills it is possible to derive at least one

prediction about every aspect of administrative leadership in contemporary

education that is included in its comprehensive operational definition.

The reader will learn in the conclusions of this paper that the working

hypothesis is substantiated.

On Evaluating the Theory

We said earlier that a theory must be evaluated in terms of its
usefulness rather than in terms of its truth or falsity. The theory of
administrative leadership for contemporary education presented in
Chapter IV purports to be useful. It bases its claim of usefulness on
the grounds that: (a) it begins with a comprehensive operational definition
of administrative leadership in education; (b) it employs a set of
relevant assumptions; (c) for every aspect of administrative leadership
defined, it has been possible to generate at least one explicit predic-
tion from this set of assumptions; (d) predictions within the theory,
therefore, are relevant to all of the component parts of administrative
leadership in education as we presently know it through research litera-
ture; and (e) the comprehensiveness of these predictions increases the
likelihood that the theory will stimulate future research in administrative
leadership, particularly is this so since the text of the theory, itself,

embodies some discussion of ways to approach testing many of the predictions.
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The supreme test for the usefulness of a theory--its verifiability--
has not been attempted in this study. Admittedly, this imposes a seri-
ous limitation on evaluating the usefulness of any theory. But
theorizing and testing, as we saw earlier, are two distinct chores.
Since the purpose of this project was to design a general theory of
administrative leadership for contemporary education, which in itself
is an imposing job, the whole domain of testing theoretical predictions
has been delimited as hopelessly beyond the realm of possibility here.
When the reader has finished with this paper, perhaps he will agree
that an enormous amount of time, money, people, energy, and organizational
resources will be required if we are to deal in adequate fashion with
the problems of instrumenting empirical research to verify a general

theory in this field of inquiry.

A Final Word

Before cancluding these introductory comments, it is wise to make
sure that the reader and the investigator are viewing in the same per-
spective the phenomenon with which this study deals., Throughout this
paper we should think of administrative leaders as those people who are
employed in positions of high status and authority in educational
systems above the faculty level--those people who are commonly called
educational administrators, i.e., superintendents; principals; directors
or managers of various aspects of an educational operation such as
curriculum, business, transportation, housing, etc.; college presidents,

deans; department heads, counselors; placement officers; and the like.
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We should think of contemporary education as embracing all of the
deliberate learning activities of today that are performed by all of
our formal organizations which are established, in whole or in part,
for the purpose of performing them. Since this study aimed to construct
a general theory of administrative leadership for contemporary education,
no attempt is made in these pages to single out schools, or colleges,
or institutes, or any other type of educational organization as the
only one to which the theory applies. On the contrary, a general theory
of administrative leadership in education, by wvirtue of its general
nature, applies to all species of educational organization within the
genus of our formal educational enterprise.

And now we are ready to embark on a theory building venture.



CHAPTER II

REVIEW OF THE LITERATURE

The Need for a General Theory

" We have said in the previous chapter that the first task in
building a useful theory of administrative leadership for contemporary
education is to construct an operational definition of this total
empirical phenomenon, since comprehensiveness in any theory'!s definition
is a significant measure of its ultimate usefulness. Constructing such
an operational definition of administrative leadership in education is
a centrol objective of this chapter. However, to construct an operational
definition of any empirical phenomenon, and to embark on a theory build-
ing wventure, presupposes that existing theories which deal with that
phenomenon are inadequate in their comprehensiveness. Is this actually
the case in the field of administrative leadership in education? Are
the theoretical rationales which lie behind existing studies. of
educational leadership lacking in comprehensiveness? Are they, therefore,
limited in their usefulness?

In order to answer these questions accurately, let us begin this
chapter with an analysis of the research literature which deals with

administrative leadership in education. From such an analysis we can

2L



25
determine the scope and character of this sort of leadership as it is
presently understood by researchers, and we can pin-point with clarity
those aspects of the total phenomenon which are dealt with in each of
the individual studies reported in the field. From there we can
ascertain whether more aspects of leadership are actually known than
any one of the individual studies embraces. And if we find that this
is so, we may assume that a new, more comprehensive theory of adminis-
trative leadership in education is desirable at the present time.

At that point we can deal in earnest with the problem of constructing
an operational definition of leadership which is more comprehensive in
its inclusion of relevant aspects of that subject than are other studies
reported in the field. As a matter of fact, we will be armed by then
with an understanding of the scope of administrative leadership through
an acquaintance with its various aspects or dimensions which are
described in the research literature. Such an understanding, as we
shall see later on in this chapter, is essential for the construction
of a comprehensive operational definition.

Trends in the Study of Adninistrative
leadership in Education

The Traits Approach.--Early twentieth century studies of adminis-

trative leadership in education, like studies of the period in other
areas of administrative inquiry, focused attention upon leader traits

to explain the effectiveness of administrative leaders. Weber and
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Weber9 point out the general public belief, that leaders were born not
made, was of such import due to its long historical presence in Western
culture as to preclude the study of leadership per se until about the
turn of the twentieth century. When the realization gradually dawned
that leaders could be made, it was natural to turn to leading personali-
ties, and an explanation of how they performed, in order to devise
bagses for leader training.

An analysis of 12 studieslo related to the field of administrative
leadership in education which were conducted from 1926 through 1955
revealed that administrative leadership could be explained in at least
three ways using the traits approach. Traits of intelligence and
knowledge were seen as one explanation. Traits of physical character-
istics provided another. Traits related to sociopsychological factors
comprised the third.

A main virtue of the early studies of administrative leadership
which employed the traits approach lies in the fact that they did call
attention to the possibility that leaders could be made. There are,
however, several weaknesses to the traits approach as a satisfactory
explanation of administrative leader phenomena. For example, after

making an extensive study of the research pertaining to leadership traits,

7c. A. Weber and Mary E. Weber, Fundamentals of Educational
leadership (New York: McGraw-Hill Book Co., 1955), pp. 3L, 37-38,
, L]

loA specific citation of these sources is included in the
Appendix of this paper under the heading, "The Traits Approach."
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Bird11 concluded that only 5 per cent of the discovered characteristics
were actually common to the research he examined. Gouldneri? presents
five important criticisms of the traits concept of leadership as
follows: (1) 1lists of personal qualities or traits which have been
suggested by writers are not accompanied by any suggestion with respect
to the relative importance of any one trait; (2) in lists of personal
qualities or traits, some qualities or traits are not mutually exclusive;
(3) lists of traits of leadership usually do not present any intimation
concerning whether traits are essential to ascend to positions of leader-
ship, essential to maintenance of leadership, or essential to maintaining
status without furnishing leadership; (L) lists of traits or character-
istics are largely descriptive; there is little or no attention given
to how guch traits were acquired, and it is, therefore, assumed that
they are inherent in the particular individual, while actually they may
have been acquired; and (5) the traits assigred to leadership have been

developed, to a large extent, in terms of particular leaders.

The Situational Approach.=--Iimitations of the traits approach to
understanding leadership led some investigators back to the situation
in edﬁcatianal systems for further clues to leader effectiveness. Hence
the second wave of administrative leadership research in education is

characterized by a situational approach to leader phenomena. An analysis

11Charles Bird, Social Psychology (New York: Appleton-Century-
Crofts, Inc., 1940).

12AlvinW. Gouldner (ed.), Studies in leadership (New York:
Harper & Bros., 1950), pp. 23-L5.
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of 55 studiesl3 conducted from 1942 through 1956 into the situational
factors affecting administrative leadership in education revealed
that four critical areas of concern existed. The uniqueness of com-
munities was a factor affecting administrative leadership, as were
differences in boards of education and in school organization. A
fourth situational factor was that conflicting expectations are faced
by administrative leaders in educational enterprises.

On the basis of his analysis of literature relating to situational
factors in educational administration, Campbelllb is able to derive a
number of generalizations. He concludes that there are many complex
variables in each school-community situation as follows:

1. Communities, boards, faculties, and the profession

often see the administrator in quite different
perspective.

2. Within each of these groups there are also complex
varieties of perspective.

3. Each school community situation would appear to be
in some ways uniqgue.

L. In each schools cammunity major decisions are made
by a few top policy makers.

S. The leadership group tends to reflect commnity
values in their basic decisions.

6. Citizens generally have but little information and
tend to be apathetic about school matters.

13A specific citation of these sources is included in the Appendix
of this paper under the heading, "The Situational Approach."

1LRoald F. Campbell, "Situational Factors in Educational
Administration," Administrative Behavior in Education, ed., Roald F.
Campbell and Russell T. Gregg (New York: Harper & Bros., 1957),
pp. 261-263.
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7. Administrators are faced with multiple and con-
flicting expectations.

8. Morale or job satisfaction in a school organization
depends to a large extent upon similar role expecta-
tions of teachers and administrators.

9. High morale may or may not be related to productivity
or effective teaching.

10, Similarity in role expectations between citizens and
administrators, and school board members and adminis-
trators is necessary to the success of administrators.

11, For the most part, exact ways by which situational
variables affect administrative behavior have yet to
be documented.

The strength of the situational approach to understanding adminis-
trative leadership in education appears to reside in the fact that these
studies have called attention to many important factors in addition to
leader traits which affect administrator performance. Thus, students
of educational administration, through their acquaintance with studies
of this kind, have become aware of other ways to view, and perhaps to

better understand, administrative leader phenomena.

The Organismic Approach.--Discontented with the limitations of

the situational and traits approaches to leader inquiry, and influenced

by Gestault, field, and perceptual psychology, many scholars have sought

to devise an organismic or "helistic" approach to understanding adminis-

trative leadership in education.l5 Paul Mbrtlé was one of the first to

lSCf. Truman M. Pierce and E. C. lMerrill, Jr., "The Individual
and Administrator Behavior," Administrative Behavior in Education, ed.,
Roald F. Campbell and Russell T. Gregg (New York: Harper & Bros., 1957),
p. 33L.

16Paul Mort, Principles of School Administration (New York:
McGraw-Hill Book Co., 1946).
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use this approach to explain effective administrator performance. He
constructed a philosophy of administration--a value theory--which
gought to square effective leader performance with concepts of growth
and development enunciated by John Dewey and others. Mort'!s philosophy
was organized around three fundamental principles. One of these prin-

ciples was adaptability--the ability of the educational administrator

to adjust to new and developing needs or to new insights into methods

of meeting old needs. A second principle was flexibility--the ability

to achieve recognized ends with due regard to differences in situations

and the individuals involved. The third principle was stability--

the ability to look to the good in the old. In this context stability

connoted freedom from upsetting change within the educational system;

it did not oppose chanée. Stability counseled evolution as opposed to

revolution. A great many individual studies which were conducted from

about 1940 to 1950 went into the making of the Lkiort philosophy of school

administration. These studies are reported elsewhere in this paper.17

The strength of the Mort philosophy lies in the fact that it sought

; to explain educational leadership as arising from administrators with

i;_Eﬁique personal qualities who perform in unique social situations. This
work was clearly an attempt to conceptualize upon the task of educational
administration as a "whole" phenomenon. In a way it served to broach

the gap between the traits and situational approaches to leader inquiry

mentioned above. The Mort philosophy also sought to explain the function

17A specific citation of these sources is included in the
Appendix of this paper under the heading, "A Value Theory."
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of the administrative leader in terms of his responsibilities to his
educational system and to society as a whole,

Another early use of the organismic approach to the study of
administrative leadership in education is to be found in the Denver
study which was conducted from 1949 to 1952 and reported in several

18 This study, involving

studies over the course of these four years.
members of the Denver, Colorado, public school staff and two consultants
from the Horace Mann-Lincoln Institute of School Experimentation of
Teachers College, Columbia University, was one of the first to develop

a rationale for administrative leader performance which could be

tested in action.19 The Denver study employed an inductive approach

to the problem of educational leadership, and since time was limited,
only preliminary results were achieved. However, the study did show
that most administrative behavior can be explained as an attempt on the
part of the administrator to achieve or preserve integrity and maintain
or enhance self-esteem, particularly as this behavior involves relations
with others. The study showed also that administrative performance is
determined by the individual administrator?!s perceptions of the total
educational situation and its requirements upon him at any given point

in time. At the time of action, the administrator does what seems

justified by his view of the situation. In general, people react

l8A specific citation of these sources is included in the Appendix
of this paper under the heading, "The Denver Study."

l9Gf.:rdon N. Mackenzie, Stephen M. Corey, and Associates, Instruc-
tional<%gadershig (New York: Teachers College, Columbia Univ., 195L),
ppo hg- 1.
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differently to the same situation because each person's perception of
the situation differs from that of the others. However, most people
feel satisfaction when they realize that their perceptions and
consequent behavior are considered correct by other members of the
group or groups to which they want to belong. Finally,this study
attempted to show that changed perceptions lead to changed behavior,

At the outset, the Denver study focused on leader performance
rather than on administrative structure and processes in an effort to
determine what makes a good school system function the way it does.
This point of view was sustained throughout the study. The approach
used in the Denver project may have set a pattern for much of the
leadership research that has followed, for there has been an increasing
tendency to focus on leader performance rather than on the structural
‘aspects of administration in this problem area ever since.

oi.A unified conception or frame of reference for viewing adiminis-
trative leadership in education was developed about 1954 in the CPEA
project conducted by the lMiddle Atlantic region.zo This organismic
approach to the problem of leadership sought to encompass all essential
elements of educational administration into a three-dimensional concept--
the Job, the Man and the Social Setting. The Job included tasks and
responsibilities, varying in importance and emphasis as time passed, and

encompassed all that was relevant to the administration of schools. The

20Resource Manual 1, revised, A Developing Concept of the Super-
intendency of Education (Albany, N.Y.: Cooperative Development of
Public School Administration, 1954), This source is included in the
Appendix of this paper under the heading, "A Field Theory."

q
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Man brought to the Job his beliefs, value expectations, behavior

patterns, energy reserves and skills. These served to shape the job
while the job was shaping these things in him. The Social Setting
encompassed the pressures and compulsions of society which establish
and set limits for the Job. The Social Setting influenced the thinking
of the Man and set values by which he adjusted himself and was judged.

Criterion Measures.--There have been a number of recent efforts

to devise ways of measuring leader performance through checklists of
agreed upon effective leader practices. One such instrument has been
constructed by the Southern States CPEA project and is known as the
Competency Pattern.21 This criterion measure of successful practice
is comprised of three basic elements--the Job, the Theory, and the
Know-how. It was developed through the use of empirical methods, was
tested in group discussions and substantiated by the judgments of
numerous competent individuals. On the Competency Pattern, the Job is
broken into critical task areas. The instrument then deals with the
problem of what constitutes effective job performance on the basis of
an acceptable Theory of educatianal administration. Know-how consists
of the operational beliefs, skills, and knowledges needed to perform
the critical tasks in accordance with directions growing out of the

Theory of educational administration.

2lsouthern States Cooperative Program in Educational Administra-
tion, Better Teaching in School Administration (lNashville, Tenn.:
George Peabody College for Teachers, 1955), pp. 124-249.
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The University of Tennessee has developed a Rating Guide22 to
measure effective leader performance in educational administration.
Six major characteristics with appropriate sub-questions relating to
administrator performance are rated on a 1 through 5 scale on this
instrument. The major characteristics are Interpersonal Relations,
Intelligent Operation, Condition of Health, Ethical and Moral Strength,
Adequacy of Communication, and Operation as a Citizen.

The University of Georgia has devised a Profile of Administrator
Betavior?3 which is designed to study the performance of school prin-
cipals. The Profile is divided into three major sections with specific
leader practices classified under each of these headings. The headings,
themselves, are Carrying Out the Role of Democratic Leadership, Working
Effectively with School Personnel, and Working Effectively with the
Community and Its Organizations. Rating on the Profile consists first
of indicating whether or not a particular bechavior or practice is
present in the principal's owver-all performance; then, if it is present,
its presence is weighted in terms of quantitative measures on a six-
point scale.

The Ohio State University School-Community Development Study has

also produced a check-list for measuring the effectiveness of administrator

22Mimeographed document by Orin B. Graff and Associates (Knoxville,
Tern.: College of Education, University of Tennessee, 1955).

23Lee Sprowles and Doyne M. Smith, The Principal!s Profile
(Athens, Ga.t: The University of Georgia, 1956) (lilmeographed),
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performance in education.2h leaders of this project, after observing,
studying, and thinking about the problem of administrative leadership
measurement, hypothesized that areas of administrator performance could
be described. Accordingly, nine areas of practice were delineated as
Setting Goals, liaking Policy, Determining Roles, Communicating, Using
Resources of the Community, Involving People, Coordinating Administrative
Function and Structure, and Appraising Effectiveness. Two empirical
studies have sought validation of the following hypotheses developed
fran the above description of administrative practices:

l. One hypothesis was that administrative behavior of
selected elementary school principals could be
described adequately within the framework of the
nine critical areas which had been hypothesized.25

2. Another hypothesis stated that administrative behavior
of generally effective elementary school principals
and relatively ineffective principals would differ
significantly within the framcwork of critical areas.20

3. A third stated that the given set of categories included
all of the %gministrative practiccs of high school
principals.

L. A fourth hypothesized that these categories of behavior
were useful in discriminating between effective and

2)"John A. Ramseyer, et. al., Factors Affecting Educational
Administration, SCDS Series (Columbus, Ohio: College of Education,
Ohio State University, 1955).

250dean Lott Hess, Administrative Behavior of Elementary
Principals, unpublished doctoral dissertation (Columbus, Ghio: Ohio
State University, 1955).

261414,
27

Dean 0. Clark, Critical Areas in the Administrative Behavior
of High School Principals, unpublished doctoral dissertation (Columbus,
Ohio: Ohio State University, 1956).




36
ineffective high school principals.28
Work is still in progress on these studies which are attenpting to
describe areas of administrative performance.

Research connected with the Ohio State University School-Cormmnity
Development Study has also given rise to the development of another
criterion measure of educational adrministrator effectiveness. This
instrument, designed by Andrew Halpin,29 classifies administrator
performance according to two dimensions--Initiating Structure and Con-
sideration. These two dimensions are the basis for a leader behavior
description questionnaire. Halpin has used his questionnaire with
50 Ohio school superintendents and found the following:

1., Effective or desirable leader behavior is charac-

terized by high scores on both initiating structure
and consideration. Conversely, ineffective or
undesirable leader behavior is marked by low scores
on both dimensions.

2. The effective leader is one who delineates clearly
the relationships between himself and the members
of the group, and establishes well-defined patterns
of organization, channels of commnication, and
ways of getting the job done, and whose behavior at
the same time reflects friendship, mutual trust,

respect and warmth in the relationships between
himself and the members of the groups with which

he deals.
28 i,

29pndrew W. Halpin, The leader Behavior of School Superintendents,
SCD? Series (Columbus, Chio: College of Education, Ohio State University,
1956).
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Halpin3o has more recently designed a model for research into
Administrator Behavior called the "Paradigm." Within this model are
four basic elements: (1) The Organization Task, (2) Administrator
Behavior, (3) Variables Associated with Administrator Behavior, (L) and
Criteria of Administrator Effectiveness. Halpin has premised his
Paradigm on these three assumptions:

1. The public school organization is constituted for
a "purpose," and this "purpose" can be stated in
terms of desired outcomes. Furthermore, these
outcomes may be defined either in terms of "desirable"
behaviors or of "desirable" products of behavior.
These "degired" outcomes constitute the Organizational
Task.

2. The individuals who compose the organization are
engaged in continuous problem-golving behavior in
their effort to accomplish this Task.

3. The Administrator, as the formally designated

leader of the Organization, has a key role in

this problem-solving behavior; and three areas

of his behavior are of special importance:

a. His perceptions of the organizationt's task.

b. His behavior as a decision maker,

c. His behavior as a group leader, vis-a-vis

his own immediate work group.

Halpin goes on to describe, define and explain the function of elements
within the Paradigm by explaining how the results of interaction between
the administrator and people with whom he works can be identified and

evaluated.

0
3 Andrew W, Halpin, "A Paradigm for Research on Administrator

Behavior," Administrative Behavior in Education, ed. Roald F, Campbell
and R. T. Gregg (New York: Harper & Bros., 1957), pp. 155-19L.
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Role Theory.--Another approach to understanding administrative
leadership in education, which seems to stem from earlier studies of
the situational variables that affect administrator performance, is
known as role theory.,.Campbell3l sets forth in broad outlines the
nature of this theory of leadership by tracing a number of implications
for administrator performance from studies of situational factors in
different educational systems. He maintains that the administrator
needs to develop a concept of his job a part of which deals with the
place of situational variables., By the very nature of his position, the
administrator is required to work with many reference groups. Thus,
assesament of situational characteristics and expectations is a first
requirement of the administrator. Since the administrator needs to
maintain contacts with the power structure in a school community, he
must also be conversant with the specific nature of this variable. There
is need, on the other hand, to clarify the roles of citizens, board
members, teachers, and administrators because the role expectations of
citizens, board members, and teachers must be understood and dealt with
by administrators. Disturbing as it may éeem, administrators cannot be
satisfied to meet the expectations of one reference group, hence the
administrator must learn to face and work with conflict. Campbell goes
on to say that the situational variables seem to establish at any one
time, an "area of tolerance®" within which school community action may
take place., The limits implied by/the "area of tolerance" may suggest

the real challenge to the administrator. Campbell concludes that the

3lcampbell, Op. Cit., pp. 26L-68.
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educational administrator, despite his involvement, should do his best
to remain a student of how situational variables affect his adminis-
trative performance. The administrator must find some way of establishing
more unity among the perceptions of the various individuals and groups
of individuals involwved in each educational situation. Some criterion
of effectiveness in administration acceptable to the various reference
groups must be derived.

Colardarci and Getzels32

have sought to advance role theory in a
samewhat different manner. Their conclusions, however, are very similar
to Campbell!s, above., Interpersonal relationships have been taken as
a basic unity upon which these scholars have built a theory of adminis-
trative performance. They conceive of administration, structurally,
as the hierarchy of subordinate-superordinate relationships within an
institution, and, functionally, the hierarchy of administration is con=-
ceived as the locus of allocating and integrating roles and facilities
in order to attain institutional goals. Colardarci and Getzels postulate
three dimensions for administration--the authority dimension, the scope
of roles and facilities dimension, and the affectivity dimension. They
advance the following hypotheses concerning them:
l. Administrative effectiveness in the educational

enterprise is a function of the extent to which

the superordinate-~subordinate interaction, with

regpect to the authority dimension, approaches

ideal-type rationality.

2. Administrative effectiwveness in the educational
enterprise is a function of the extent to which

32Arthur P. Colardarci and Jacob W. Getzels, The Use of Theory
in Educational Administration (Stanford, Calif.: Stanford University
Press, 1955), pp. 19-26.
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the superordinate-subordinate interaction witha
respect to the scope of roles and facilities
dimension approacnes ideal-type functional
specificity.
3. Adninistrative effectiveness in education is a
furiction of the extent to which the superintendent
interaction, with respect to the affectivity dimen-
sion approaches idecal-type universalism.

The lMidwest Administration Center at the University of Chicago,
one of the CPEA regional centers, has sought to advance role theory by
contributing to a definition of the problem of role conflict as a
crucial factor in effective aduinistrative leader performa.nce.33 These
people believe that various groups within educational systems--teachers,
boards of education, pupils, and community patrons--may feel that they
have a legitimate right to hold certain expectations about how the role
of the educational administrator should be played. By focusing research
on the expectations of adiiinistrative behavior held by teachers, they
have found: (1) that teachers rate themselves as more effective and
more satisfied when administrator behavior, as they perceive 1it,
approaches the expectations they posit as ideal, and (2) that role
conflict exists when the expected administrator behavior as defined by
one group is different fram the role as perceived by the administrator,
hinself, or by other groups. Role theorists maintain that educational
administrators are caught in a dilemwa of leadership and that any effort

on their part to meet the divergent expectations of all groups, and

still maintain their own integrity, is virtually impossible. They advocate,

33F‘rancis S. Chase and Egon G. Guba, "Administrative Roles and
Behavior," Review of Educational Research, XXXV (Cctober, 1955), 201~

298.
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instead, that adninistrators exercise leadership with the various
interest groups to develop an operational philosophy in each educational
system which is sufficiently consistent to permit new, and tenable,
working relationships between administrators and the groups and among
the various groups themselves. There are a number of studies associated
3L

with role theory which are included elsewnere in this paper.

Personality Theories.--Another approach to understanding adminis-

trative leadership in education, which appears to stem from earlier
studies of leadership traits, focuses on personality theory. Bills
and H'opper35 have advanced one personality theory of administrative
leadership in education through their work in the Southern States CPEA
at the University of Kentucky. These theorists generalize that the
successful educational administrator, because of his attitudes toward
people and toward himself, is able to maintain adequate and satisfying
relationships with people; is a person who makes few value judgments;
thinks in cooperative terins; makes few comparisons; and gives sufficient
thought to the things he does. BRills and Hopper classify practicing
educational administrators according to behavior into three broad per-
sonality groups, differentiating in terms of the attitudes which the
administrator holds toward himself and toward other people. Some

administrators accept their own worth and believe that other people are

BhA specific citation of these sources is included in the Appendix
of this paper under the heading, "Role Theory."

35Robert L. Hopper and Robert E. Bills, "What's a Good Adminis-
tgator Made Of?" The School Executive, LXXIV (March, 1955), pp. 93-
95.
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equally or more accepting of their worth. Soie administrators reject
themselves but believe that other people are more accepting of them-
selves. Some administrators accept themselves and believe that other
people are less accepting of themselves. The first type of personality
is said to be the most successful administrator in the judgment of
educational authorities, superintendents of schools, principals, and of
group members. The second type of personality is judged to be less
desirable, and the third type is believed to be least desirable of all.
Researchers at Kentucky have set forth the following list of factors
which partially determine the nature of administrative leader performance
in education=--physical needs of the leader, values, concepts of self,
concepts of others, leadership, and group membership. Importance is
given to considering these conceptions in terms of the meaning they hold
for the individual; they are personal meanings which represent the
individual!s own particular opinions and beliefs and serve to energize
his behavior. Probably the most fundamental of any concept held by an
administrator is the one which he holds about himself and other people,
since this determines in large measure his '"human relations" behavior.

Research at Kentucky has been premised upon the following
assumptions regarding educational leadership: (1) behavior grows out
of perception; (2) if a knowledge of a person's perceptions is available,
it is possible to predict his behavior; (3) when he behaves and we
study his behavior, it is possible to infer certain of his perceptions;

(L) it is not possible for a person to perform in a manner inconsistent
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with his perceptions; (5) the individual is what he performs and what
he performs is what he is; (6) the starting point in analyzing and
describing behavior of an administrator is the determination of his
perceptions as related to himself and to his job; (7) and changing
perceptions would be expected to change behavior.

Another study into leadership personality has been canducted in
Florida as a part of the Southern States CPEA project. A group at

the University of Florida, under the leadership of Hines,36

has been
experimenting for five years to develop more effective leadership
training programs. ZExtensive research reported in approximately a
dozen dissertations has revealed some rather interesting facts. For
instance, it has been shown that there is a positiwve relationship
between administrator personali?y and the frequency of democratic
practices; administrator personality and best practices; administrator
personality and human relations; administrator personality and program
development; and administrator personality and parent feeling toward
the school. Thus, the pattern of performance demonstrated by an adminis-
trator does appear to make a difference in the effective operations of
an educational system. The Florida studies have also shown that such
variables as conventionalism, authoritarianism, substitution, power,
cynicism, and projectivity are not necessarily related to democratic

leadership. No relationships were found between the criterion of

democratic leadership behavior and such perscnal factors as age, training,

36P:'Lerce, Cp._Cit., pp. 3L2-L3.



LL
and experience. Women, curiously enough, were found to be more demo-
cratic than men. Finally, principals were not consistently democratic
or autocratic toward different groups, as researchers at Florida see
it. That is to say, a principal might be democratic with one group and
autocratic toward another. a study of four principals, however,
revealed internal consistency in principals!'! performance as this con-
sistency was indicated by relationships among values, self-concepts,
role concepts, background experiences, and ways of working. The Florida
studies have not yet resulted in any conceptualization of these findings.

An interesting notion is emerging from studies of leader personality
in education. Implicit in this research is the idea that to control the
effectiveness of an educational enterprise we need only control the
effectiveness of the administrative leader's personality. Or to state
the idea another way, if there exists an effective leader personality
in an educational enterprise, the resultant interaction of the wvarious
groups, individuals and factors will ordinarily evolve to produce an
effective educational operation. At the present time this notion is a
rather nebulous one, as it is found in the research literature dealing
with educational administration. The emphasis upon leader personality
in some recent studies, however, appears to mark a significant new
37

development of research in this problem area.

General References:--There are two reference works pertaining to

administrative leadership in education which are of general value for

37A specific citation of these sources is included in the Appendix
of this paper under the heading, "rPersonality Theories."
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orientation to the literature and problems of research in this field.

One of them, Hollis A. Moore's, Studies in School Administration, gives

an authoritative account of the birth, growth, and present magnitude of
cooperative research efforts in the area of administrative leadership
for education which are presently going on through the joint efforts of
the American Association of School Administrators, the lNational Council
of Professors of Educational Administration, the Kellogg Foundation,

and various researchers in the 8 CPEA regions across the United States.
This work also contains an elaborate annotated bibliography of those
studies in administrative leadership in education which have been con-
ducted under the auspices of the various CPEA regional centers. Another

useful reference work is Campbell and Gregg's book, Administrative

Behavior in Education. As a resource work, sponsored by the National

Council of Professors of Educational Administration, this text has

drawn together the views of many leading researchers concerned with the
problem of understanding and improving administrative leadership in
education. These people seek to present a thorough picture of the birth,
growth, and present status of research in this field. They also seek

to evaluate the research efforts to date and discuss various ways in

which future studies may improve our understanding of leadership. Although
certain portions of the book appear to be slanted toward role theory as

a most fruitful approach to understanding leadership, the text does
represent the most comprehensive treatment of the subject that has been

compiled to date.38

38A specific citation of these sources is included in the Appendix
of this paper under the heading, "General References."
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An Analysis of Research Trends

It is obvious from the description of various study approaches
to administrative leadership in education that knowledge in this field
has been pursued down many, diverse avenues. The reader has probably
gsensed the episodic and disconnected, rather than programmatic, character E
of all these investigations. Thus the assertion that none of these
individual studies deals comprehensively with the total phenomenon of

administrative leadership as it is presently known through the research !

fr

literature does not come as a startling revelation. For the sake of
documenting this point more precisely, however, let us push the analysis
of leadership research literature even further.

From what we have seen so far, it is possible to identify a
compasite picture of those aspects of administrative leadership in
education which comprise this phenoumenon in its totality as researchers
presently know it. And from this composite view, we can evaluate the
extent to which each of the study approaches discussed above incorporates
component parts of the whole phenomenon in the theoretical rationales
which lie behind them. For example, studies of leader traits deal

almost exclusively with the identification of attributes of effective

administrative leaders. Studies of situational factors in educational

administration, on the other hand, focus upon the identification of

sources of human canflict in American educational systems, These studies’

are vitally concerned with the relationship of education to our social

order. They also deal explicitly, and at some length with the problem
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of understanding the specific environment surrounding educational

systems.

Paul lMort!s philosophy of administration, like studies of leader
traits, is concerned with attributes of effective administrative leaders.
Beyond this rather secondary aim, the Mort studies come to grips with

the philosophy and purposes of administrative leadership in American

education. The Denver study, meanwhile, reemphasizes the need to identify
sources of human conflict in educational systems enunciated in studies
of situational factors in education. This study, like leader traits
investigations, seeks to identify attributes of effective administrative
leaders as well,

The Field Theory, advanced by the Middle Atlantic CPzZA, introduces
a different aspect of administrative leadership in education, the need

to comprehend an administrative process which goes on within all

purposive human organizations. This study also recognizes the importance
of the relationship of education to the social order; is concerned with
undergtanding the specific environment of educational systems; and secks
to identify attributes of effective administrative leaders.

The Competency Pattern, like other criterion measures of adminis-

trative leader effectiveness, focuses upon the measurement of effective-

ness in the practice of educational admninistration; while the University

of Tennessee'!s Rating Guide exhibits a concern for instructing prospec-

tive administrators and predicting their success on the job. The Univer-

sity of Georgia's Profile of Administrator Behavior, the Ohio State

University Checklist, and Halpin's Leader Description Guestionnaire all

e g

b o
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deal in a primary way with the measurement of effective administrative
leader practices, performance, or behavior as the administrator!'s
activities are variously called.

Role theory appears to embrace the tasks of identifying sources
of conflict in educational systems; understanding the relationship of
eduwcation to the social order; comprehending the administrative process;
and identifying specific factors in the environment surrounding edu-
cational systems. The Personality Theory of Bills and Hopper focuses
on a different combination of aspects of leadership that were previously
mentioned. This rationale concerns itself with the measurement of
effective leader practices; is concerned with identifying sources of
conflict in education; probes for a better understanding of the
gpecific environment of educational systems, and is concerned with
identifying the attributes of effective administrative leaders.

Hine'!s Personality studies introduce another aspect of the leader

phenomenon, the measurement of administrative leadership as distinct

from administrative leader practice, performance, or behavior. Ileader-
ship in this context is seen as a climate of interpersonal exchange
between super- and sub-ordinates in educational systems which stems
largely from the kind of behavior super-ordinates demonstrate.

The general reference works of lioore and Campbell emphasize the

need for programmatic attacks on the problem of improving the effective-

ness of American education through the improvement of administrative

leadership. These studies also plead for the construction of a general

ey’
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theory of administrative leadership in education as a specific means

of improving American education.

From this array of aspects of administrative leadership in
education, we can now sketch the broad outlines of the total phenomenon.
It is comprised of:

1. Philosophy and purposes.

2. Identification of personal attributes of effective
administrative leaders.

3., IMeasurement of effective administrative leader
practices.

L. DMeasurement of effective administrative leadership.

5. Programs for improving the effectiveness of
American education through administrative leadership.

6. Identification of the sources of human conflict
in educational systems.

7. Development of specific means for improving the
effectiveness of American education through
administrative leadership.

8. Relationships of educational systems to the
social order.

9. An administrative process.

10. A specific enviromment which surrounds educational
systems.

1l. Programs of instruction for training new adninis-
trative leaders.

Now, to what extent do each of the individual studies or groups of studies
discussed above endeavor to incorporate all of these aspects of adiminis-
trative leadership in the theoretical rationales which lie behind them?

In Table 1, below, you will notice that an effort has been made

to codify the answer to this question. Each of the studies,or approaches
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to the study, of leadership appear in this table as do all of the
known aspects of administrative leadership in education. An estimate
is made of those aspects of the total phenomenon in question which are
dealt with explicitly in each study. These are indicated in the table
by the letter WE", Other aspects of administrative leadership in
education with which these studies deal implicitly are indicated in the
table with the letter "I", A special effort has been made in constructing
TABLE 1 to assign "I" rankings generously in order to give each study
or each approach to the study of leadership its full measure of compre-
hensiveness,

It is quite clear from this table that not one existing study of
administrative leadership in education is based upon a comprehensive
and explicit definition of all aspects of this phenoilenon known to
researchers. Few approach comprehensiveness when their implicit con-

cerns are included with their explicit ones. Campbell's, Administrative

Behavior in Education, which comes the closest to covering the phenomenon

of administrative leadership comprehensively, is really a general refer-
ence source in this field. Consequently, it summarizes many of the
other studies; and its comprehensiveness is greatly increased because
of this.

The most obvious omissions in these studies are: (a) a failure
to deal with programs for improving the effectiveness of American educa-
tion through administrative leadership, and (b) a paucity of cancern
with programs of instruction for developing new administrative leaders.

Several of the studies also show an implicit concern with devising
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specific means of improving leadership, but only the general reference
works in this field treat this aspect of leadership explicitly. Para-
doxical as it seems, only two study approaches have dealt explicitly with
neasuring the effectiveness of administrative leadersnip., Others dwell

upon the neasurement of effective adiministrative leader performance,

practice, or behavior, implying that effective leadership follows

automatically from an effective control € what the adiministrator does.

llost important to us here is the fact that e:dsting studies of
educational administration are not comprehensive in their explicit
inclusion of all aspects of administrative leadership. Cr, to say this 2
another way, the total phenomenon of administrative leadership for
contemporary education as found in the research literature includes more
aspects than any of the individual studies in this field embrace., Ve
may assume, therefore, that at the present time there is a need for a
new, more comprehensive theory of administrative leadership in education
which starts from a new, more comprehensive operational definition of

this empirical phenomenon.

An Operational Definition of

Administrative Ieadership for Contemporary Education

Administrative leadership in education 1s a purposive endeavor.
That is to say, the aduinistration of our educational enterprise by
designated professional practictioners is deliberately designed to serve
some function in the day-to-day operation of our social order. Proof

of this is to be found in the fact that as a society, we have, over the
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years, formally organized an enterprise of education. We have also
constructed a body of laws and extra-legal criteria to control the
nature of educational activity in America. ZEducation, therefore, must
serve at least one comiion purpose.39 Administrative leaders in education
assume the responsibility for guiding the destiny of our educational
enterprise toward the accomplishment of this purpose when they accept
the challenge of adiministrative practice. The purpose of American
education, hence of administrative leadership in education, stems from
a philosophy or ethical system of beliefs, values, and human expectations
which are held in common by our citizenry. One purpose, then, of adminis-
trative leadership in education is really to further the attainment of
the corinon purpose which society avows for our educational enterprise.

Since administrative leadership in education arises out of purposive
human activity on the part of educational administrators, it is possible
to evaluate leadership in terms of its effectiveness or ineffectiveness.
But to do so we must look, in part, at the person--or personality--of
each administrative leader. By observing, and eventually coming to
understand that totality which he is, we can improve upon our ability
to select and retain effective leaders who will, in turn, make the

educational enterprise move toward the accomplishment of the common purpose

39At this point in the theory building venture no reference is

being made to what the common purpose of eduwcation should be, It is
merely noted here that as a purposive social endeavor legally sanctioned
by society education in all its forms has at least one common purpose.

In Chapter IV the reader will sece that it is essential to begin a theory
of this kind by hypothesizing what the common purpose of education is,
then ordering all other predictions under this basic one in a subordinate
but logically consistent fashion. Prediction making, however, cannot
commence until administrative leadership has been defined; and we are
defining here.

T



our society has avowed for it. An integral part of success here,
however, is the expertessc we demonstrate in verifying relevant
variables which bear upon attributes of effective leader personality.
If we are to move American education toward a comion goal through the
selection and retention of educational administrators wio demonstrate
specified, desirable characteristics in their professional endeavor, #

then we must create and verify at least one Standard ikasure of Effective

Administrative leader Practices. !

The things that an administrator does, his professional practice,
is but a stimulus for administrative leadership. The true locus of R
leadership resides in the total situation of the administrator and those
individuals in educational organization with whom he works. Leadership
is really a climate of interpersonal exchange generated by the interaction
of administrators and other people. Leadership is a result of adminis-
trator practice in any purposive human organization, and it does not
reside within administrative leaders, themselves.. Just as horsemanship
is the result of human behavior and resides somewhere in the total situa-
tion of the man and the horse; just as craftsmanship is a result of the
artisan's activity and resides somewhere in the total situation of the
man and his creation; or just as sportswmanship is a result of behavior
which resides somewhere in the total situation of the athlete and other
players on the field--so leadership may be observed as a derivation of
leader behavior which resides in the total situation of the administrator

and the people with whom he works.
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Think of administrative leadership as the cliimate surrounding
interpersonal exchangs in educational systems, the specific nature of
wnich is largely deter.ained by the practices of those in positions of
administrative authority. Within this climate other people are either
encouraged to, or discouraged fram, implementing those practices which
will help to accowplish the cowmmon purpose of education. And since
administrative leadership is somewhat distinct from leader practice, we
must also learn how to evaluate and control it if we are to accomplish
the common objective of education in an intelligent manner. It follows
that a fundamental part of the administration of contemporary education

is the creation and verification of at least ore Standard leasure of

Adninistrative Leadership.

By focusing evaluation and control of education upon effective

administrative leader practices and effective administrative leadership--

as effectiveness is defined by the common purpose--it is possible to
utilize administrative officers in educational systems as a wehicle for
improving the effectiveness of the total enterprise of education. To
say the same t hing another way, given a common purpose for American
eduwcation, given a verified criteria for evaluating leader practice

and leadership in the light of this purpose, it is possible and logical
to focus upon the pinnacle of authority in educational systems to
energize educational improvement in a programmatic and efficient manner.
Thus administrative leadership for contemporary education involves at

least one Standard Program for Improving the Dffectiveness of Adminis-

trative leadership.
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Americal's educational enterprise has a coumon purpose, but

individual educational systems within it interpret this purpose in
various ways. That is why each educational system has, in part,
structured a special purpose for itself. When we speak of programs
for improving the effectiveness of American education through iuproved
adiinistrative leadership, we subsume the notion that some educatianal
systems in Awmerica are presently incffective as is their administrative
leadership. A part of the ineffectiveness stems from the fact that
the educational systems have specific purposes which are to a degree
out of harmony with the common purpose of the educational enterprise
as a whole. They also employ administrative leaders who have assumed
the responsibility for attaining goals which are in some ways inconsistent
with the common purpose of American education. To accomplish the cormon
goal of education, direct and intelligent action rmust be taken to insure
the aligmment of all that educatimal endeavor in each system which
bears upon the attainment of the coumon educational purpose which our
society avows. This involwves changing people and the purposes of human
organizations. Change never comes easy;hence it goes almost without
saying that programs for improving the effectiveness of education
will generate ideological conflicts in educational systems. Conflict
will engender threat, and threat, left uncontrolled, will ternd to
compound itself, Eventually ideological conflicts could lead to open
hostility and to the eventual dissolution of the educational enterprise,
itself. This, of course, would defeat rather than accomplish the common

purpose of education. So in the administration of education we must

-
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learn to identify the sources of human conflict or threat and deal
with them intelligently. We must have, in fact, at least one verified

instrument which can be used as a Standard Threat Analysis in any

American educational system.

Programs for improving the effectiveness of education through
leadership, however, do not stop with an analysis of the sources of
hwnan conflict in educational systems. Coupled with this task is the
need to specify particular and explicit means of implementing improve-
ments in administrative leadership, once the sources of threat have
been identified., Administrative leadership for contemporary education

mist be seen as embracing a specific Standard lLeadership Improvement

Criteria.

From what has been said above, it is easy to understand that
particular educational systems do not operate in a vacuum. In many ways
they are related to the broader domain of our social order and are, tinere-
fore, committed to a comuion purpose as a part of a total social enterprise.
Each educational system affects and is affected by the temper of belief
in our society. To get students, to get money, to get buildings, to get
staff, to get equipment, to get supplies, to determine purposes, to
make policy, to implement practices, and to obtain a charter or enabling
legislation, every educational system in America must relate with the
outside world of our society. Since administrative leaders are charged
with the responsibility of guiding the destiny of their educational
systems, it follows that administrative leadership for contemporary educa-

tion must encampass the General Considerations that each educational system

faces in relating with the society outside its premises.

.
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When administrative leaders and subordinates in education set
about the performance of their tasks to attain the purposes of their
educational systems, they act in discrete and definable ways. There
is a process through which administration goes on in any human endeavor
where at least two people seek to attain at least one comaon objective
together., Educational systems are not exceptions in this regard. In
every educational system the interpersonal exchange between administrators
and subordinates goes on through the processes of planning, organizing,
staffing and directing.

Planning involves those activities of administrators and other
people in educational systems which deal with determining aims, goals,
and objectives--the purposes of education and ways of accomplishing them.
Planning goes on through the medium of decision-making. It involves
sensing and defining problems; exploring problems through collecting
relevant data, making inferences, and relating problems to people;
formulating possible courses of action; predicting outcomes; deciding;
and evaluating progress toward agreed upon purposes.

Organizing is defined as that administrative operation which is
concerned with designating specific jobs to be performed in educational
systems; relating these jobs one to the other in such a way as to provide
for a coordinated flow of resources, both material and human, and a
coordinated flow of communication throughout the educational system which
make it possible to discharge the responsibilities associated with each

Jjob.
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Staffing deals with assigning particular people to specific tasks
within educational systems., Staffing involves recruiting; transfer to
one or more different jobs within education at the same level of authority;
promotion to duties and responsibilities at a higher level of authority;
demotion to duties and responsibilities at a lower level of authority;
and expulsion from the enterprise.

Directing means energizing an educational system toward the
accomplishment of its purposes. Directing involves the application of
controls to human activities within the enterprise; the arbitration of
interpersonal disputes in educational systems and among systems; as
well as the exercise of authority or command in education and the delega-
tion of authority and responsibility to others.

We should not think of the administrative process as being comprised
of four discrete operations. Each operation is dependent upon the others
for its fruition in any educational system. For example, it is not
feasible to plan without first organizing, at least in same minimal way,
for planning. Getting a staff togetler and giving some direction to the
planning are necessary parts of the planning venture, also. DlNor can
directing take place meaningfully without a staff who is organized and
who has planned beforehand what must be daone.

We should not think either that these administrative operations
go on in educational systems only in a neat sequence as they are
described above, For these operations actually comprise an administra-
tive milieu which arises at any given point in time out of the give and

take of social intervourse within educational systems. Consequently,

- P
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planning, organizing, staffing, and directing occur in all kinds of
different sequences and in myriads of different ways in the day-to-
day operation of our educational enterprise.

Be that as it may, the fact remains that formal educational
endeavor can be classified under the terms of the administrative process.
Hence, administrative leadership for cantemporary education encompasses

what we may call Standard Administrative Operations.

Though formal human endeavor within educational systems goes on
through the processes of planning, organizing, staffing, and directing,
it does not do so in the abstract. That is to say, administrators and
these people who work with them in education do not merely plan, organize,
staff, and direct; they activate these operations in relation to specific,
discrete and definable things that exist in the general environment
which surrounds education. Some of the more obvious things from the
educational environment in relation to which super- and subordinates
plan, organize, staff and direct are:
I. With reference to the Educational Plant--
A. Building
B. Equipment
C. Materials and Supplies
D. Facilities
II. With reference to the Educational Program--
A, Admissions
B. Curriculum
C. Instruction
D. Evaluation

E. Governance
F. Articulation with Higher and Lower Schools



ITI. With reference to Educatimal Finance--

A.
Bo
Co
Do
-

e

F‘
G.
H.
I.
dJe
K.

IV. With

A.
B.
C.
D.
E.
F.
G.
H.
I.
J.
K.

V. With
A.

B.
C.

Capital Funds
Operational Funds
Endowiient Funds
Gifts and Bequests
Bond Drives

Fund Drives
Governmental Aid
Purchasing
Disbursing
Accounting
Budgeting

reference to Educational Personnel--

Salaries

Housing

Pensinons

Insurance

Credit Unions

Sick lLeaves

Leaves of Absence
In-Service Training
Teaching Assignnents
Research Assignnents
Service Assignments

reference to Educational Auxiliary Agencies--

Student Activities

Student Government

Student Counseling

Student Housing

Student Health

Student Velfare

Student Employment

Student Placement

Student Loans

Student Scholarships

Maintenance of Buildings and Grounds
Storage of Supplies and riaterials
Transportation

Institutional Study
Institutional Promotion
Auxiliary Personnel
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VI. With reference to Educational Governance--
A. legal Governing Agencies
B. Extra-legal Goverrning Agencies
C. Constituencies and Clientele
D. ILocal Communities
E. Controlling Boards
F. Administrative Officers
G. Faculty
Administrative leadership for contemporary education involves
at least these many specific items from the educational environment.
They are the factors which give form and color to human behavior in
all educational systems when super- and subordinates interact in formal

educational endeavor. Thus, we may think of these things as Standard

Behavior Factors for Education.

The American enterprise of education has endured through several
generations. It probably shall endure for many, many more. Individual
administrative leaders in education, however, appear and disappear
incessantly as the educational enterprise continues on in operatian.

It follows from this that, if our society seeks to accowplish a coiunon
purpose for education through the on-going selection and retention of
effective educational adiministrators, then some means must be found for
supplying the ever present demand for new, adequately-trained, adminis-
trative personnel. In short, a part of administrative leadership for

contemporary education involwves a Standard Prozram of Instruction for

Developing Administrative Leader Trairees who eventually will becoume

practioners in the enterprise of education. Programs for training

leaders, like any other instructional endeavor, must take into account
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at least five things--the Purnoses, Curriculum, Instructional rethodology,

Evaluation of Instructional Effectiveness, and tne Governance of &all of

these,

To sum up, adi:inistrative leadership for contemporary education
is a purposive endeavor. All educational systems within our total
educational enterprise have at least one purpose in common. HEducational
admninistrators assume tne responsibility of guiding the destiny of
American education toward the accomplishment of that purpose when they
accept the challenge of administrative practice. The effective adminis-
tration of our educational enterprise--as effectiverness is defined by

~ the comnon purpose-~depends upon at least one Stsndard ieasure of

Adininistrative leader Practices and at least one Standard licasure of

Administrative leadership. The comnon purpose of all educational systems

in the enterprise of American education can best be attained through at

least one Standard Program for Improving the Effectiveness of Admninis-

trative leadership. Such a program aims to improve education through

the iprovement of leader practices which, in turn, will iuprove adiinis-
trative leadership.

Any programmatic improvement of the effectiveness of American
education is likely to generate conflict which stems from threat and
will need to apply specific means for implementing iprovements.

Hence administrative leadership for contemporary education must encompass

at least one Standard Threat Analysis and must include at least one

Standard leadership Improvement Criteria.

PN -
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The phenomenon of administrative leadership in any contemporary
educational system must be scen as embracing rclationships with the
general social order. Each system must, first of all, act in accordance
ﬁith regulatory criteria set fortn by lejal and extra-legal organizations,
And each must succumb to the influences of other parts of society in a
variety of ways. We view aduinistrative leadership, then, as including

some General Considerations whicn pertain to the relationships of

education with the outside world of our social order.
Administrative leadership also subsumes an administrative process

conprised of four Standard adiinistrative Cperations--planning, organizing,

staffing, and directing. It embodies, as well, a host of specific factors
in the educational environment--with reference to Plant, Program, Finance,
Personnel, Auxiliary Agencies, and Governance--in rclation to which
aduinistrators and other people in educational systems activate the
administrative process. These things in the educational environment

we can call Standard Behavior Factors for Zducation,

Finally, in order to ensure the accomplishient of the common pur-
pose of education, it is necessary to replenish our supply of copetent
administrative leaders. Thus, administrative leadership for contemporary

education also involves at least one Standard Program of Instruction for

Developing Administrative lLeader Trainees, Such a program must take into

account the Purpose, Curriculum, Instruction, and Evaluation, and its

own internal Governance.
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Two Bases for Selectinz Relevant Assumptions

The second task in building a useful theory, after the pheno.enon
with which it deals has been defined, is to select a set of relevant
assumptions which can be brought to bear upon the definition in order
to generate predictions about it. The selection of such a set of
assumptions for the theory with which this study deals is the special
job of the next chapter. Before we leave a review of the literature,
however, we need to analyze it once more in an effort to uncover some
bases upon which relevant assumptions for a new theory may be selected.

Acknowledging that there are probably many bases for selecting
a relevant set of assumptions in a theory dealing with such an expansive
phenomenon as administrative leadership in education, let us look once
more at the literature in this field to deteriiine what force or forces
appesr to be motivating empirical inguiry here. It is logical to
assume that the forces motivating research in educational administration
will give us some clues as to what constitutes a relevant set of assump-
tions for theorizing about administrative leadership. This 1s not to
imply, of course, that such an approach will uncover the only bases for
selecting relevant asswuptions, nor does it mean necessarily that the
best bases for determining relevance will come to lignt. We are inter-
ested here merely in uncovering sociie bases for selecting a relevant set
of asswnptions for a theory. The degree of relevancy of the assumptions
is not directly in question.

From our acquaintance with the literature of administrative leader-

ship so far, one factor stands out at once as a force motivating inquiry.



This is the desire among leadership researchers to understand the

implications for education of the relativity of human perceptions. We

found in studies of situational factors in educational administration,
for exauple, that researchers were aware of and concerned with the fact
that communities, boards, faculties, and the profession often see the
administrator in quite different perspective. Even within these groups
there were found complex varieties of perspective. Administrators are
faced with multiple and conflicting expectations which they must becaome
sengitive to through their own perceptions.

Paul Mort, in his philosophy of administration, aluded to the
principle of leader flexibility which he defined as the ability to
achieve recognized ends with regard to differences in situations and
the individuals involved. This definition appears to aclnowledge that
perceptions, hence beliefs, hence concepts of truth differ significantly
among individuals and administrators must adapt themselves to the unique
perceptions of others.

The Denver Study sought to establish the fact that administrative
performance is determined by an individual adainistratort!s perception
of the total educational situation and its requirements upon him at
any given point in time. At the time of action, the Denver group main-
tained, the adninistrator does what seems justified by his view of the
situation. In general, they said, people react differently to the same
situation because each personts perception of the situation differs from

that of others. The Denver group went on to say that most people fecl
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satisfaction when they realize that their perceptions and consequent
behavior are considered correct by other members of the group or groups
to which they want to belong. This study also pointed out that changed
perceptions lead to changed behavior.

The Field Theory, advanced by the I[Middle Atlantic CPZi, deals
implicitly with the relativity of individual perceptions when it sets
forth a three-dimensional concept of administration, comprised of the
dob, the iian, and the Social Setting as basic elements. The fact that
within this rationale the element, Social Setting, is seen as influencing
the thinking of the ian (administrator) and sets values by which he
adjusts himself and is judged appears to acknowledge the fact that
people perceive things differently and that administrative people must
not only sense differences in perception among people with r