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ABSTRACT

COMPETENCIES AND CONDITIONS CONSIDERED IMPORTANT
IN A MANAGEMENT-DEVELOPMENT PARTNERSHIP
BETWEEN BUSINESS AND EDUCATION

By
Camille K. Donnelly

As the United States moves from an industrial-based to an
information-based society, there is a renewed recognition of the
interdependence between education and business for the future of our
economy. The private sector is currently spending an estimated $60
billion a year on training of employees with 75% of those efforts in
white-collar and management training.

Since educational leadership has been identified as a key to
excellence in schools, and training is considered the most widely
used method for improving leadership, this research was undertaken to
determine the feasibility of a partnership effort with business for
the development of educational leaders.

The purposes of this study were (a) to assess the importance of
competencies identified in management-development programs in
business as competencies rated important in school building
administration and (b) to identify the important conditions for a

management-development partnership effort.







Camille K. Donnelly

Management-development directors of ten corporations in western
Michigan were interviewed to identify the competencies in each
program. The 63 competencies were then consolidated into seven
ability areas identified by the National Association of Secondary
School Principals.

A survey instrument was designed and mailed to a sample of
principals and superintendents to gather data on the importance of
these competencies for school-building administration.

The research findings indicated that the competencies identified
in private-sector management-development programs were considered
important in school building administration by principals and
superintendents with no significant difference according to
geographic location, size of district, or job title.

Gender showed the most significant differences with females
rating the competencies more important than males. Respondents with
less job experience rated the competencies slightly higher than more
experienced respondents.

Mutual planning of goals/objective and participants and
presenters from both business and education were the most important
conditions.

Because a partnership effort as a resource for the development
of educational 1leaders was considered extremely important by the
respondents, a statewide effort between business and education for

the development of educational leaders is a possibility in Michigan.
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CHAPTER 1

THE PROBLEM

Introduction to the Study

National attention focused on public education in April 1983

with the publication of A Nation at Risk: The Imperative for Fduca-

tional Reform, the report of the National Commission on Excellence in

Education (NCEE). In essence, the Commission reported:

Our Nation is at risk. . . . If an unfriendly foreign power
attempted to impose on America the mediocre educational perform-
ance that exists today, we might well have viewed it as an act
of war. As it stands, we have allowed this to happen to
ourselves. We have, in effect, been committing an act of
unthinking unilateral educational disarmament. (p. 5)

A plethora of reports soon surfaced after A Nation at Risk was
published. Committees, commissions, and task forces of special
interest groups that had not been previously interested in schools
emerged. Most of them made recommendations for "excellence" that
included quality education as a lifelong process, school-based
leadership and management as a primary factor for excellence, and
improved economic 1links and support from business and industry

(Gross, 1985). Pipho (1986) reported that the topic of
administration/leadership included reform activity for changes in
certification for administrators; competency testing for all

administrators, or at least for initial certification; evaluation







programs for administrators; and establishment of principals’
academies and administrative staff development programs.

The NCEE (1983) challenged the people in the United States to
recognize that those individuals (adults as well as preadults) who do
not possess the skills, literacy, and training essential for this new
era will be disenfranchised from the rewards of competent performance
and will not have the chance to participate fully in the "national
life."

In 1983, the people in the United States began responding to the
alarm sounded by the NCEE. A sense of a town meeting occurred across

the country, and people were willing to consider the issues of

improving teaching and learning for all citizens (Goldberg, 1983).

Bridgeman (1985) reported the results of a survey of educational

reform efforts in many of the states in 1983 and 1984, as did

Rossmiller (1985), who stated:

Forty-three states raised their high school graduation require-
ments, 15 required an exit test for high school graduation, and
37 instituted some type of state-wide assessment of student per-
formance. . . Half the states provided some sort of financial
aid . . . to prospective teachers. Eighteen states instituted
across-the-board increases or raised the minimum salary of
teachers. . Thirteen states had placed limits on pupil-
teacher ratios and seven had established some type of pre-school

requirement. (pp. 2-3)

Pipho (1986) 1looked at the reform movement in its fourth year and
noted that the two major surprises were the depth and breadth of
public support for educational reform and "the speed with which state
policy makers--especially governors--took up the mantle of leader-

ship" (p. K-2). Bell (1984) pronounced 1984 as "a turning point in







American education" with the reform movement becoming firmly
established.

Hechinger (1985) wrote:

The real issue, therefore, is not the rising tide of mediocrity,

since that tide is already receding, but rather, what sort of

attitudes, policies, and actions are most Tikely to build on the

schools’ recent start toward self-improvement. (p. 138)

To build toward self-improvement, change agents must first look
at the needs for education in today’s society. The first of ten
megatrends Naisbitt (1982) enumerated is "a megashift from an
industrial to an information-based society." Three years later, he
wrote that the "real problem" with education today is that people
essentially have the same system that they had in the industrial
society and are using it to prepare for the new information age. He
continued:

Today’s education system--the one some reformers want to elevate

to a level of excellence--was never meant to serve the needs of

today’s information society; it was custom-made to fit the
industrial society--a time when it made sense to treat everyone

the same. (p. 120)

The educational system that has been described as a primary
factor in placing the nation at risk was born in the early nineteenth
century as a response to a change in society known as the Industrial
Revolution. At the time of the Industrial Revolution, most people
were trained to be farmers or skilled craftsmen. But with the
invention of the steamboat in 1787 and the cotton gin in 1793,

industrial workers began to flock to the cities. By 1815, mills

using 500,000 spindles employed 76,000 men, women, and children. The

early industrial leaders did not want to repeat what was happening in







England. Not wanting their workers to be physically degraded or
mentally defeated, they began to educate their employees in urban
areas. Industrial education became a strong argument for good free
public schools, and it was argued that an enlightened workforce that
knew how to read, write, and perform basic mathematical functions
could not be oppressed by the industrial leadership. As early as
1830, the textile hanufacturers provided an in-house educational
system to improve productivity. In 1915 the historian Charles Beard
(1944) wrote: "American democracy is trying the great experiment of
combining learning with what the Greeks regard as the ’vulgar’
pursuit of earning a living" (p. 750).

Eurich (1985) traced the corporation school to as early as 1872
and described those in 1914 as a way to Americanize the alien
laborers. In 1913 the National Association of Corporation Schools
was formed and grew to 200 corporations. Corporations were
supporters of schools, and their leaders were most often members of
public schools’ boards. Only since World War II have corporations
not been closely allied with schools.

At a time when the foreign economic challenge to this country
has created crises on several fronts (Ross, 1984) and has
necessitated a renewed partnership between private enterprise and
public education (Martin, 1985), the private sector is spending an
estimated $60 billion a year on the education and training of eight
million learners within corporations. Corporate courses and spending

are presenting a challenge to the nation’s schools (Boyer, 1985).

Training and education programs within American businesses have







become so vast and extensive that they now represent, in effect, an
alternative system to the nation’s public schools, colleges, and
universities (Naisbitt, 1985). Traditional schools and colleges no
longer have a monopoly on education as new technologies have the
capacity to bypass the classroom, and corporations can budget
education and development programs as a regular cost of doing
business with as much as a 50% write-off for a business expense
(Eurich, 1985).
As corporations transform themselves into universities, at least
18 award academic degrees; the Rand Corporation offers a Ph.D.
program to both employees and nonemployees. A few corporation
colleges have long histories, but the privatization of education,
with companies having their own education facilities, is, according
to Naisbitt (1985), a gap created by widespread public
dissatisfaction with America’s educational system. Eurich (1985)
wrote of these alternative systems of education as sophisticated and
having "firmly planted roots" spreading around the world.
Corporations, however, have chosen a dual role in today’s
society. While their education and training programs have become so
vast and competent that they begin to rival traditional educational
systems, corporations have also adopted a role as educator-activist
with American businesses becoming the new local activists in educa-
tion. Having become both rival and supporter, the cooperation
between universities and corporations has never been stronger (Boyer,

1985; Eurich, 1985; Naisbitt, 1985).







Much has been written about the need for cooperation between the
private sector and public schools (Boyer, 1985; Drucker, 1985;
Eurich, 1985; Goodlad, 1979; Naisbitt, 1985). The corporations did
not embrace their new role as educator to compete with the schools;
they meant only to compete with each other. Naisbitt (1985) further
wrote:

When corporations contribute to local education, they are

investing in one of the ten considerations for re-inventing the

corporation--the shift from infrastructure to quality of life.

(p. 177)

The connection between education and the corporate world has in
only a few cases translated into large sums of money for K-12
districts. Even the most generous estimates are less than half of 1%
of the total cost of elementary and secondary public education. This
total amount from corporations is more than is spent every year on
school furniture and equipment but much less than is spent to
purchase school buses. Schools are raising ten times as much through
ticket sales and bake sales as they are through involvement with the
private sector (Mann, 1984).

Enduring political support from business may benefit schools

much more than the material contributions they often seek.

Though recent activities have modestly enhanced school resources

and created some prospects for stable political alliances, most

public-private ventures have been narrow, episodic, and super-
ficial. To meet current challenges, schools must take coherent
action toward a long-term partnership with business. (Mann,

1984, p. 23)

As society looks to the schools, they look to school leaders to
fix what appears to be broken. The United States Senate in 1979 went

on record as stating that the educational leader is the most

important key to a successful school.







Drucker (1985) also warned that the general public has Tlost
confidence in the schools and that unless the educational managers
take the lead in innovation, the public school system is unlikely to
survive this century except as a class structure in education in
which all but the very poor remain outside of the public system.

Lindahl (1984) wrote that the current rate of technological
change will preclude the necessity of being a "master" of all aspects
of management but will necessitate the need for all school
administrators to know how to learn. The current rate of change will
also necessitate learning the fundamentals of management: systems
theory, decision theory, understanding of group and individual
behavior, and distilled managing experience.

At the same time it has been predicted that businesses will
focus 75% of their training efforts on white-collar and management
workers (Carnevale & Goldstein, 1983); the challenge of the 1980s is
not the retraining of the workers, but the retraining of managers.
In the corporation, the manager’s new role will be to cultivate and
maintain a nourishing environment for personal growth--a role similar
to that of the educational manager.

Management as a subject of scholarly interest and research is a
product of the twentieth century. Not until then was there suffi-
cient interest in the design of a framework for study, teaching, and
research (Mee, 1963). In 1910 Spaulding urged that training of

school administrators be based on simple and sound business

principles to counteract the weakest phase of the educational







enterprise and to help public education become more efficient. A
similar urging is being heard today in Martin’s (1985) report for the
United States Chamber of Commerce:

If there is one area in which educators may welcome assistance,
it is in planning and management of programs. In many areas in
this country, the school administrators are the largest employ-
ers. As such, some have budgets, personnel, and facilities that
rival their private sector counterparts. Most would readily
accept the opportunity to compare and cooperate with Tlocal
business leaders in discussing various management techniques,
procedures, forms, and computer technology. By sharing
expertise, the process of improving local schools becomes an
active public private partnership. (p. 39)

Peters and Austin (1985) dedicated A Passion for Excellence to
innovative business leaders everywhere and devoted a chapter to
excellence 1in school Tleadership. They took the framework and
findings of businesses in their research and applied them to the
school setting, doing so for several reasons including the fact that
school Tleadership and management are obviously important, and the
subject of excellence in education is high on the national agenda.
Peters and Austin were struck by the traits shared by excellent
leaders in education and found those same traits shared by excellent

leaders in business. In their writing they acknowledged that common

sense is often missing from businesses today and, based on

Lightfoot’s (1983) research, concluded that good school
administrators exhibit good common sense.

The NCEE recommended that principals and superintendents play a

key role in developing reforms for excellence and suggested that

leaders from the private sector respond to and support leaders in

education. Schools need allies in preparing educational leaders for




the societal shifts that are occurring. Since the fields of business
management and educational administration share an interest in
preparing and developing leaders of major institutions in our
society, many fields of learning can contribute to this development
(Drucker, 1969; Yukl, 1982).

Research to date has revealed that human behavior, as a result
of organizational life, manifests remarkable similarities as one
moves from hospital to school to retail store to welfare agency,
and to military units. Teachers and nurses for example react
similarly to dysfunctional efforts of status hierarchies within
their respective organizations. Accountants, middle managers in
business and industry and teachers report remarkably similar
orientations to satisfying and dissatisfying factors in their
work. . . . Conflict between line and staff officers occurs in
schools in the same manner and probably with the same regularity
as it does in military, business, and industrial organizations.
Thus, while the school administrator is particularly concerned
with one kind of formal organization, his vision may very well
be improved by studying organizations in general. (Sergiovanni,
1969, p. ix)

Statement of the Problem

The purpose that guided this researcher was to examine (a) the
similarities in the competencies identified in private-sector
management-development programs with the competencies seen as impor-
tant in school-building management as reported by principals and
superintendents and (b) the conditions for a management-development
partnership effort between industry and education.

Private-sector industry has influenced educational leadership
since the early 1900s (Griffith, 1979; Mee, 1963). From Frederick
Taylor (1917) to Tom Peters (1985), educational leaders have emulated
their peers in the private sector (Griffith, 1979), but the influence

of business on education has not been limited to influencing early
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educational leadership styles. As the industrial revolution moved
work activity away from the family and small town to the impersonal
urban community, industrialists took responsibility for the welfare
of their employees and provided the education needed for the
transition from the agrarian age to the industrial age (Eurich,
1985).

In 1946 the Kellogg Foundation entered the field of public
school administration with a grant of $3 million to develop programs
to professionalize the position of superintendent of schools. During
a ten-year period in the 1950s, the Kellogg Foundation gave more than
$6 million to projects for the improvement and study of school admin-

istration (Moore, 1957).

The publication of A Nation at Risk: The Imperative for

Educational Reform (NCEE, 1983) sparked a renewed interest in the

involvement of the private business sector with public education. In

its report, Action for Excellence, the Task Force on Education for

Economic Growth (1983) made explicit the link between the state of
the schools and the economy of the United States.

While corporate education training programs have become so vast
that they begin to rival traditional educational systems, American
businesses have become the new activists in education (Naisbitt,
1985). The challenge for business in the 1980s is the retraining of
managers (Carnevale, 1983), and educators may welcome the assistance
of businesses in the planning and management of programs (Martin,

1985).
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The concern that a stable, consistent exchange between education
and business be focused at the leadership level, and then expand to
the classroom, speaks to a managerial resource exchange (Mann, 1984;
Martin, 1984; Riddley, 1985). To exchange expertise in the form of
training resources without first exploring the skills that may be the
foundation for the exchange may lead to widening the gap of
misunderstanding between business and education. Assumptions may be
drawn from the Tliterature, but more specific data are needed to
facilitate a systematic management partnership.

Therefore, this writer examined ten maﬁagement-deve1opment
programs in the private sector to determine the competencies that are
being developed/supported in those programs. She also sought agree-
ment as to the importance of those competencies being needed in
school-building administration, as reported by principals and super-
intendents. The researcher explored the conditions expressed as
important in a partnership training effort between educational admin-

istrators and private-sector management-development programs.

Need for the Study

A key element for reducing the "at risk" factor for this nation
is to help schools prepare students for the new information-based
society (Boyer, 1985; Goodlad, 1983; Hodgkinson, 1985; Hunt, 1983;
Naisbitt, 1985), and educational managers remain the key for the
effectiveness of this process. The need for cooperation between
private-sector businesses and public-sector schools has been identi-

fied as a vital force in helping education become the quality
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institution necessary for the United States to remain competitive in
the world’s economy and increase the quality of life for its citizens
(Drucker, 1985; Mann, 1984; Robb, 1985).

The Chamber of Commerce of the United States identified four key
areas of opportunity for business and education cooperation: (a)
political action, (b) business volunteers, (c) planning and
management programs, and (d) recognition and awards (Martin, 1985).
As corporations spend more than $60 billion a year on education and
development (Boyer, 1985; Carnevale, 1982) and concentrate on the
training of managers (Carnevale, 1986), educational leaders may begin
to look to their private-sector counterparts as allies in the
transition to an information-based society by accessing their
managerial training resources pertinent to education.

The Angus (1986) study for the University of Michigan found that
41% of school administrators in Michigan are eligible to retire by
1989. Angus’s survey indicated that two-thirds of those eligible to
retire plan to retire. Angus projected this figure to 1990 when, he
predicted, 1,570 administrators will have left the field by virtue of
retirement. This, coupled with a new set of credentialing require-
ments in Michigan, will create a formidable task of training and
retraining school administrators.

The literature included studies on managerial styles (Halpin et
al., 1963) and managerial tasks (Kmetz, 1982; Lake, 1981; Luthans,
1983; Manesse, 1985; Martin, 1981; Mintzberg, 1973). Processes used
in private-sector inservice training have been compared with

processes used in public education inservice training (McKee, 1981),







13

as well as comparison of the percentage of time devoted to management
functions (Guziewski, 1984), but the research does not reflect an
examination of the similarities in skills delivered in private-sector
management-development programs with the skills important in school-
building administration. Nor does the literature reflect an
examination of the conditions necessary for delivery of management-
development activities in a partnership effort. This study may prove
to be of value in the future training of school administrators and

may enhance the partnership effort presently occurring in Michigan.

Purpose

The purpose of this research was to identify the competencies in
private-sector management-development programs as competencies
important in school-building administration as reported by principals
and superintendents. In addition, the researcher sought to identify
the conditions under which private-sector management-development
program managers would be willing to enter into a partnership effort
to assist in the development of school administrators as well as the
conditions under which school district administrators would be
willing to enter into a management-development partnership with the
private sector. Finally, the researcher sought to determine if
educational leaders considered a partnership effort with private-
sector management-development programs an important resource for the

development of school-building administrators.
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Research Questions

The four major questions and their subsets in this study were:
1. Are the competencies identified in private-sector
management -development programs considered important competencies for
school-building administration by principals and superintendents?
What, if any, differences are reported as a function of:

School district size

Principals or superintendents

Age of respondents

Gender of respondents

Elementary or secondary principals
Geographic location of district
Number of years in current position
Number of years in present district
Total years as a building principal

- TQ KD QAOOTW

2. If given the opportunity to participate in a management-
development partnership effort with the private sector, what condi-
tions are identified as important by principals and superintendents?

What, if any, differences are reported as a function of:

School district size

Principals or superintendents

Age of respondents

Gender of respondents

Elementary or secondary principals
Geographic location of district
Number of years in current position
Number of years in present district
Total years as a building principal

- HhO QO T

3. Are there any conditions under which directors of private-
sector management-development programs would be willing to enter into
a partnership effort to assist in the development of school adminis-
trators?

4. Do principals and superintendents consider a partnership

effort with private-sector management-development programs an







important resource for the development of school-building adminis-

trators?

Assumptions

In dealing with the problem and attempting to answer the
research questions, the following assumptions were basic to the
theoretical and conceptual foundations behind this study:

1. Private-sector management-development programs are of value
in the development of managers and leaders in business.

2. Public school administrators are interested in management
development.

3. A mutual understanding of the terms, concepts, and compe-
tencies exists.

4. Both the private-sector leaders and public school leaders
have sufficient interest in a partnership effort to respond to this
research.

5. A group of individuals exists whose perceptions regarding
the importance of the competencies are likely to be reliable.

6. The results of this study may prove of value in furthering
the partnership effort between the public schools and private enter-
prise.

Limitations
The limitations of this study that were obvious to the

researcher are:
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1. The terminology describing the identified competencies in
private-sector management-development programs may have different
meanings for administrators in public schools.

2. The ten management-development programs in population one
had a minimum of 1,000 employees and were not representative of small
business enterprises.

3. A survey is dependent on the subject’s perception of
terminology and needs.

4. No attempt was made to qualify the competencies for every

corporation.
Definition of Terms
Competency. "The presence of characteristics or the absence of

disabilities which render a person fit or qualified to perform a
specific task or to assume a defined role" (McCleary, 1973, p. 2).
"Competencies deal with the manager’s intents or motives, actions and
outcomes. . . . Competencies are observable in action as individuals
become aware, perceive and interact with stimuli in the organization
and environment" (Boyatzis, 1982).

Administration. "The sum of all the ideas, techniques, proce-

dures, and processes which are employed to help an organization main-
tain, control, and coordinate formally and informally organized human
and material resources for achieving its predetermined goals" (Banki,
1974, p. 5).

Management. "A collective term that refers to the system,

function, process or office of planning, providing coordinating,
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directing, evaluating, and controlling all available efforts and
resources of an organization for the accomplishment of the objective
and policies which are designated by and handed from the top
executive of the organization" (Banki, 1974, p. 121).

Training. "Usually a formal process of developing in employees
the skills, knowledge, habits and attitudes necessary for the
successful attainment of the objectives and policies of the
organization" (Banki, 1974, p. 187).

Development. "Preparing the employee so he can move with the
organization as it develops, changes, and grows. The result could be
a new job at a higher level or an expansion of the current activities
of the employee into new fields which are as yet undetermined"
(Nadler, 1979, p. 88).

Partnership. "An ongoing joint venture between interdependent
partners, each contributing value to a common enterprise, each
sharing in the opportunities and risks (profits and losses), and each
gaining access to future growth in specified proportions" (Zinser,
1986, p. 5).

Principal. The "executive officer of a school" (Campbell,
Corbally, & Nystrand, 1983, p. 68).

Superintendent. The "chief or top executive of the school

district" (Campbell et al., 1983, p. 68).

Leader. "The individual who secures the cooperation of others
toward goal achievement in a particular setting. . . . The individual
who directs the full range of managerial responsibility" (Campbell et

al., 1983, p. 125). For the purpose of this study, the terms







"leader," "administrator," and "manager" are used synonymously

(Bittel, 1978).

NASSP. The National Association of Secondary School Principals,
a professional organization whose membership is primarily secondary
school administrators.

Business. "A person, partnership, or corporation engaged in
commerce, manufacturing, or a service; profit-seeking enterprise or

concern" (Random House Dictionary, 1967, p. 201).

Summary of Chapter I

The educational system that has served the United States since
the beginning of the Industrial Revolution in the early nineteenth
century is being reviewed and revised for the transition of the
economic structure into what is being termed the information-based
society. Beginning with the publication of A Nation at Risk: The
Implications for Educational Reform (NCEE, 1983), public attention
has been focused on the need for excellence in the schools as one of
the ways to address the current economic challenge to the United
States, and educational leaders are seen as the key to excellence in
education.

At a time when the need for cooperation between private-sector
business and public-sector schools has been identified as a vital
force in helping education address a renewed challenge, corporations
are choosing the dual role of educator-activist. In 1984 more than
$60 billion a year was spent on the education and training of

Tearners within corporations. A prediction is that businesses will







focus 75% of their training budget and efforts on white-collar and
management training. Leadership academies have been created in many
states for the continued training and retraining of educational
managers, some of which have a component including the private sector
as a resource for management development.

The purpose of this study was to identify those competencies in
selected private-sector management-development programs that are seen
as important in the management of a school and to identify those
conditions under which superintendents, principals, and management-
development program directors would be willing to enter into a
training partnership effort. The researcher also attempted to
determine the importance of a management-development partnership to

principals and superintendents.

Overview of the Study

The background for this study was developed in Chapter I. This
background included an introduction to the study, statement of the
problem and need for the study, research questions, underlying
assumptions and limitations, and a definition of terms.

A selected review of literature related to the study is pre-
sented in Chapter II. This review is divided into four major areas:
(a) early influences of business on education, (b) partnerships
between business and education, (c) leadership/management functions

in business and education, and (d) the education and development of

managers.
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In Chapter III a description of the research design is
presented. The discussion includes background information,
development of the research instruments, the sampling procedures for
selection of participants in both samples, a statement of the
research questions, and methods used in collecting and analyzing the
data.

The analysis of the data is described in Chapter IV. The
statistical procedures used are described, and the results are
discussed.

Chapter V includes a summary of the study, conclusions, recom-

mendations for use of the data, and suggestions for future research.







CHAPTER 11
SELECTED REVIEW OF THE LITERATURE

Introduction
The schools are an organized means of inducting the young into
our culture. Such an operation poses the constant question,
what culture? Education helps to answer such a question. Thus,
the schools serve continuously as an agency by which society
examines itself, and redirects itself in terms of what it
determines to be good. . . . Common elements permeate both the
school and its community and are numerous and strong. The kind
of community, physically and psychologically, and its decisions
about education are the dominant influences on the school. In
turn, the influence of the good school changes the community.

(Miller, Madden, & Kincheloe, 1972, p. 1)

The interdependence of the school and the community will
continue to be a vital factor in the future of the United States as
education extends beyond the traditional K-12 schooling and continues
into the workplace for millions of Americans.

At a time when members of the community are looking to
educational leaders to assure excellence in education, schools are
looking to the community for renewed support, cooperation, and
appropriate future strategic direction. A cooperative effort is
needed to produce a workforce that will keep the competitive edge in
the economic world market.

A contribution to the field requires knowledge of the field.
This study examines aspects of the interface between schools and the

business community in a historical and present-oriented perspective.

21
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The selected review of the Titerature is divided into the following
sections: (a) early influences of business on educational
management, (b) partnerships between business and education, (c)
leadership/ management in business and education, and (d) the
education and development of managers.

Early Influences of Business on
Educational Management

Management as a subject of scholarly interest and research is a
product of the twentieth century. Not until then was there
sufficient interest in the design of a framework for study, teaching,
and research (Mee, 1963). Although no one really knows when the
concept of administration began, informal studies of writings about
administrative tasks have existed for years. The Egyptians, the
Greeks, and the Chinese wrote about their leaders, but the study of
administration as a separate entity is a fairly recent development.
Griffith (1979) credited Woodrow Wilson, an instructor at Princeton,
with beginning the modern study of administration in 1887. Wilson
argued that executive method should be based on principles, not
empiricism, and his essay "The Study of Administration" stimulated
others to search for principles for a science of administration.

Schools were seen as organizations that also needed competent
managers and were influenced by the needs of industry.
Industrialization was the greatest force in the focus on the schools.
By 1910, 14 million immigrants had flocked to the cities, resulting
in a unprecedented rapid growth rate for both cities and schools. In

1870 there were only a few administrators in education, but the
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growth of the schools created a change in the concept of
administration and an increase in the number of school critics.
Journalists believed that a reform movement would come from an
aroused and informed public, and school administration became the
focus of their writing. Beginning in 1911, hardly a month passed for
two years in which an article complaining about the management of
schools was not published (Mee, 1963).

The economy-minded public, in wanting to cut costs and make
schools more efficient and effective, looked to the business and
industrial leaders to make schools work. By thét time business lead-
ers were America’s folk heroes, holding positions of both prestige
and power (Miller et al., 1972), and Frederick Taylor had created a
new method for increasing efficiency and means of achievement.
According to Taylor (1947), the principal objective of management
should be the achievement of material prosperity for both the
employer and the employee. Consequently, management had a
responsibility to compel workers to accept regimented methods by
setting definite tasks each day and determining the time allowed for
completion. Scientific management was applied to many fields besides
industry, including education (Griffith, 1979; Mee, 1963; Miller et
al., 1972).

Scientific management had a powerful effect on American
education from 1912 to 1925 (Griffith, 1979). The three forces of
rising costs, business ethos, and scientific management combined to

force discussion about increased efficiency and lowered costs in
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public education. Administrators soon found themselves adopting
scientific methods as appropriate models and became managers, not
educational leaders (Miller et al., 1972).

The superintendency fell a victim to the cult of efficiency.

Until the early part of the twentieth century, a superintendent

was considered an educational leader, concerned primarily with

the improvement of instruction. By 1925, however, the superin-
tendency had become a managerial position rather than an educa-
tional one. Superintendents were looked upon as experts in the
business aspects of education, the nuts and bolts of management,
rather than as educators. This role change was in part the
result of the increasing size and complexity of school systems,
conflicting pressures from external sources, and the ever-
increasing financial aspects of the position. As a consequence,
training programs for school administrators stressed courses in
school finance, building management, and public relations
instead of philosophy and the 1iberal arts. Education was
looked on as a business and the superintendent as a business

executive. (Griffith, 1979, p. 13)

Two strong proponents of business principles in educational
leadership were George Strayer and Frank Spaulding. Strayer was the
first to apply Thorndike’s basic statistical techniques to the work
of educational administration. He wanted to achieve for his graduate
program at Teachers College, Columbia University, the prestige and
responsibility of other professions such as Tlaw and medicine by
advocating that professional training should provide students with
the necessary skills for the job. The two most influential
organizations of the time, the National Society for the Study of
Education and the Department of Superintendence of the National
Education Association, strongly supported applying Taylor’s doctrines
to education (Griffith, 1979).

Russell (1922) compared the necessity of skill development in

the training of school administrators with the skill of binding a
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wound as necessary for a physician. He stated that even though the
binding of a wound is not a test of intelligence, no medical school
would graduate a physician without that ability. Russell then
proposed that educational administration must have certain basic
skills that are not controlled by an academic or research faculty.
Madden wrote that the preoccupation with scientific management may
have done a disservice to the field of education because it prevented
a more in-depth study of administration (Miller et al., 1972).

In the 1930s, the results of the Depression precipitated doubts
about both the political and economic systems of the United States.
As American values were championed, schools became the focus of
democratic values. As members of society became disenchanted with
business, the emphasis became social consciousness in education, and
a human relations approach emerged. The growing strength of labor
unions focused attention on the human element in the workplace and in
the schools. Mary Parker Follett (1924) was motivated by the concern
for the individual as a concomitant of the production process at the
same time that Mayo was discovering serendipity at Western Electric
(Wren, 1972).

Mayo’s Hawthorne effect began the human relations school
movement. Although workers were no longer treated like machines, in
many cases they were psychologically manipulated like animals. The
fundamental problems of alienation were not eliminated, but Tives
were ameliorated (Miller & Form, 1954). John Dewey (1916) was making
statements similar to Follett’s in proposing that an ideal school

will prepare students for 1ife by having them live in a microcosm, a
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miniature society, a democratic climate. Terms not heard before in
education--1ike democratic, rapport, morale, and contented--became
buzzwords. Principals were interested in being 1iked and were often
accused of tolerating incompetence and neglect, which had a negative
effect on the students. To silence critics’ contention that quality
suffered with a democratic climate in the schools, experiments by
Lewin, Lippitt, and White (Lippitt, 1962) confirmed that a democratic
leadership style is best for group achievement. Administrators were
then reinforced to model Dewey’s democracy for the students.

The business community began to emphasize the study of
administration in the context of organizations. The successful
manager was thought to balance both individual and organizational
needs. Chester Barnard (1938) was both a practitioner and a scholar.
He emphasized the study of administration in the context of the whole
organization as units of interaction with the environment, and the
function of the manager was to serve as a channel of communication.
According to Barnard, management’s first task was the goals of the
organization.  Acknowledging that functioning of the organization
depended on workers completing required tasks, Barnard nevertheless
cautioned that quality could not be forsaken for individual fulfill-
ment.

Following the "benchmark works" of Barnard, the new work was
directed at empirical research resulting in a renewed emphasis on
academic training rather than practical experience for students of

administration (Miller et al., 1972).
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The mood of the country changed again after World War II, and
educational administration, along with private-sector businesses,
began to exhibit that change. The trend of the 1950s was groups of
people working together with less emphasis on individual great men as
leaders. Both organizational needs and human needs became the
responsibility of the manager, and the style of the leader became the
focus of research and theory (Wren, 1972). Educational leadership,
as a field of study, was also undergoing "radical change." Before
1950, the definition of the field was modeled after MoehIman’s (1940)
work. However, in 1959, Daniel Griffiths wrote that the field was no
longer neatly defined, and education once again reflected business in
the emphasis on the style of the leader.

In the 1920s, trait theory was empirically researched in the
United States, and a successful leader was defined in terms of how
his personal characteristics influenced the group (Burke, 1980).
Stodgill, however, in 1948 reviewed 124 trait studies that found
leader characteristics by several cluster items that could be identi-
fied as participation, status, situation, achievement,
responsibility, and capacity. With Stodgill’s publication in 1948
came a turning point in the study of leadership from a study of
traits in the leader to a study of the situation in which the leader
performed. Specific situational analyses dominated the field, with
the assertion that adaptation is the key to successful leadership and
the successful leader adapts behavior to fit the situation (Burke,
1980). Since the trait approach was out of favor, an attempt was

made to study the behaviors rather than the traits of a leader--a
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description of the behavior of the individual as the leader of the
group.

In 1945, Shartle organized the Ohio State Leadership Studies.
Hemphill (1949), who had initiated work at the University of Maryland
before joining Shartle’s group, developed a list of approximately
1,800 items describing different aspects of leader behavior. These
items were divided into nine categories and became the first form of
the Leader Behavior Description Questionnaire. After several factor
analyses, the subscales measured two different patterns of behavior
rather than the nine proposed: consideration and initiation of
structure (Hemphill & Coons, 1957). Consideration was the extent to
which a leader exhibited concern for the welfare of the other members
of the group, and initiation of structure was the extent to which a
leader initiated activity in the group toward goal attainment
(Halpin, 1967).

Halpin (1967) applied the Leader Behavior Description
questionnaire to school settings. Not being satisfied with those two
factors, he extracted four factors in the behavior of principals.
Halpin is credited with providing insight into the necessary elements
in school climate--leader behavior and teacher response. The leader-
behavior dimensions of initiation and consideration are not to be
conceived as traits of leadership but simply describe the behavior of
a leader as he operates in a given situation. The importance of the
followers’ perceptions of the leader’s effectiveness with the group

continued to emerge (Halpin, 1967), as well as an emphasis on the
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Teader’s beliefs about the needs of the workers (Herzberg, 1959;
Maslow, 1968; McGregor, 1966).

Effective organizations contain motivated human beings. While
the nature of the organization is to structure member roles and
control performance to achieve specific goals, the individual’s
nature is to be self-directed and seek fulfiliment through initiative
and responsibility. The leadership in an effective organization will
provide followers with a means to make a creative contribution as a
natural outgrowth of their needs for self-expression, maturity, and
growth. Conflict between the formal organizational needs and the
individual needs will decrease with an effective leader (Argyris,
1957).

Likert (1961), 1ike Argyris (1957), wrote that leaders must take
into account the followers and provide exercise of initiative as well
as a sense of personal worth for necessary goal achievement. Likert
and his associates at the University of Michigan conducted 40 studies
in school systems and concluded that a setting with democratic
interaction between 1leader and followers achieved superior
educational result (Likert, 1961).

Educational theorists (Campbell, 1977; Griffith, 1977;
Griffiths, 1959) continued to use theories and practices of business
leaders as a model for educational administration. Staff-development
programs and college and university management programs in both the
school of business and education today reflect and use the writings
of the new "management historians" such as Bennis (1985), Kanter

(1983), Naisbitt (1982), and Peters (1982). Peters and Austin (1985)
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cited Lightfoot’s research to demonstrate the similarities in the
behavior of excellent leaders in education and excellent leaders in
business. At this writing, it appears that the United States is
undergoing a new shift in management theory to include innovation,
team building, and a renewed emphasis on the leader in shaping the
culture of the organization. Schools as well as businesses are being
recognized as organizations in need of strong leadership (Drucker,

1985; Robb, 1985; Yukl, 1982).

Partnerships Between Business and Education

What the best and wisest parent wants for his own child, that
must the community want for all of its children. (Dewey, 1900)

The influence of business on education has not been limited to
influencing early educational Tleadership styles. Private-sector
support and effect on public education has been demonstrated in
various ways since the beginning of public education in the
eighteenth century.

At the time of the Industrial Revolution, most people in the
United States were farmers or skilled laborers, and work activity was
centered in the local town or village. Family life was an integral
factor in the worklife (Gardiner, 1785; in Eurich, 1985). The Indus-
trial Revolution moved work activity away from the family and small
town to the impersonal urban community. Having a scarcity of
workers, early industrialists took responsibility for the welfare of
their employees. With no public education system, the industrialists

had to provide the education needed for the transition from the
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agrarian age to the industrial age. Not wanting to repeat the
pattern of physical degradation and mental defeat of factory workers
in England, early industrialists began the scheme of factory
communities. Because workers in the cities were not plentiful, young
women from New England farms became the bulk of the early workforce,
and female boarding schools provided a transition from the farm to
the workplace. Facing a human resource crisis, the early
industrialists saw their schools as a way to move many workers
successfully from the small towns into the cities (Eurich, 1985).

Worker groups wanted an enlightened workforce to be in a better
position to deal with an oppressive factory system, and they began a
strong argument for good free public schools that would teach
reading, writing, and arithmetic to every child. Corporation schools
were early schools conducted by the corporation to Americanize alien
laborers, with technical schools being run by the corporation on
corporate time leading to a certificate representing a degree of
mastery.

Historically, the private sector’s involvement with public
education has been translated into financial support for educational
endeavors. In 1930 the Kellogg Foundation provided funds to improve
school programs in seven rural counties in Michigan. The Foundatijon
conducted summer training programs for administrators to help
teachers and administrators understand child development. The
Kellogg Foundation’s advanced committee in education was concerned
about the quality of life for young children and recommended that the

Foundation enter the field of public school administration since the
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role of school administrators in community leadership was stressed
(Miller et al., 1972).

In 1946 the Kellogg Foundation entered the field of public
school administration with a grant of $3 million to develop programs
to professionalize the position of superintendent of schools
(Griffith, 1979). The Kellogg Foundation and the American
Association of School Administrators (AASA) joined in the Cooperative
Program in Educational Administration and financed five regional
conferences in 1948-49 taking place throughout the United States.
Public school (K-12) administrators and university professors were
concurrently involved in discussion and consideration of educational
administration as a field of study and development.

During a ten-year period in the 1950s, the Kellogg Foundation
gave more than $6 million to projects for the improvement and study
of school administration. Several of these projects concentrated on
the development of theoretical approaches to educational
administration. Orin Graff at the Southern States Center at George
Peabody College is credited with having the greatest influence in
shaping the direction of the theoretical inquiry. The Midwest
Administration Center at the University of Chicago had as one of its
objectives under a Kellogg grant to formulate a general theory of
administration to guide practice and research. A leading figure in
the Chicago Cooperative Project in Educational Administration (CPEA)
was Jacob Getzels, whose project described administration as a social

process in which behavior is conceived as a function of both the
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nomothetic and idiographic dimensions of the social system
(Griffiths, 1959).

Moore (1957) wrote of the Kellogg-funded CPEA as being the most
significant vitalizing influence in the field of educational
administration. He listed the accomplishments as:

1. School administration preparation programs in universities
were altered and improved.

2. National programs produced new literature in school adminis-
tration.

3. Young, new leaders in school administration were discovered
and encouraged to contribute to the preparation of professional
school administrators.

4. The establishment of professional solidarity and sanctions
committees for the advancement of university councils for educational
administration.

The Rockefeller Foundation, the Charles F. Kettering Foundation,
and the New Orleans Public Schools initiated a Middle-Management
Center to provide for the improvement of schools as organizations
through the development of collaborative arrangements Tlinking middle
managers in the schools, professors, and practitioners from
management roles in private enterprise. The objectives were to have
theorists become more involved in field-based efforts and to enable
principals to become better informed and more skilled in assessing
needs and strategies to accomplish management priorities (Dolese,

1979).
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The publication of A Nation at Risk: The Imperative for

Educational Reform (NCEE, 1983) sparked a renewed interest in the
involvement of the business sector with public education. The common
theme of this report, and those that followed or reflected it, was
the theme of excellence. The alarm sounded to warn the public that
the shortcomings of the schools are tied to a faltering economy and
that excellence is required to keep America competitive (Gross,
1985). In the past, a few large corporations provided some financial
support of school programs, but only recently have businesses and
schools addressed the definition of partnership--the sharing of an
endeavor or effort (Miller et al., 1972).

Four of the major reports on education in the 1980s focused on

the need for school improvement (America’s Competitive Challenge,

Business--Higher Education Forum, 1983; High School, Boyer, 1983;

Action for Excellence, Task Force on Education for Economic Growth,

1983), and A Nation at Risk, NCEE, 1983). As articles in Jjournals

and periodicals suggested that leaders from the private sector must
respond to the alarm sounded for America’s schools, the business
community expressed concern that involvement with education at all
levels is essential to long-term economic growth (Gross, 1985).

The nation’s economic future is taking shape in schools
throughout the country. Why? The answer is as simple as ABC:
high-quality goods and services depend on high-quality
producers. To ensure a sound, competitive economy, American
business and industry must be able to draw on a steady flow of
well-trained human capital. We need people who can read and
write, think and analyze, make intelligent decisions and deal
effectively with others; above all, we need people who can
adjust to change and absorb new ideas. (Hechinger, 1985, p. 136)
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Business must use its human resources to strengthen the training
of future workers and help students develop effective school-to-work
and school-to-college skills. Both business and education leaders
are facing the new challenges of the transition from an industrial to
an information society (Naisbitt, 1985).

The Task Force on Education for Economic Growth in its report
made explicit the link between the state of the schools and the
economy of the United States. The members of the task force empha-
sized the conditions of concern today--swiftly advancing technology,
economic competition in a global arena, the obsolescence of skills--
will be even more acute in the future. High school graduates in 1985
will retire 35 years later from jobs quite different from those for
which they were originally hired, necessitating a sound education to
be trained and retrained several times in their careers (Task Force
on Education for Economic Growth, 1983).

Technology, too, is requiring the services of a new kind of
nontraditional worker. No Tonger will an employee be expected to
perform the same rudimentary task for an entire work career; the key
to future job and career growth is flexibility (Martin, 1984).
Vocational education as we know it is becoming obsolete; the best
preparation for employment is a high degree of awareness, insight,
and problem-solving ability (Goodlad, 1979).

Naisbitt (1985) wrote that the "real problem" with education
today is that we have the same educational system we had in the
industrial society trying to prepare students for the information

age. The educational system described in the reports of the great
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school debate as a primary factor in placing the nation "at risk" was
born in the nineteenth century as a response to a change in society
known as the Industrial Revolution.

The private sector in 1987 continues to express concern about
the state of education. Riddley (1985) stated that business is
interested in the product being produced by the schools today as
these students will be staffing and managing enterprises that
determine the economic future of this country. Business leaders are
expressing concern that young people are going into the labor market
without the proper background in fundamental learning and training in
problem-solving capabilities. This renewed interest in the schools
and the adequate supply of qualified human resources provide an
opportunity for a renewed alliance between education and business
(Martin, 1984; Naisbitt, 1985; Pearson, 1987; Riddley, 1985).

In addressing partnerships, Riddley (1985) cautioned that
federal funds should be spent to bring about "proper partnerships"
that will find a way to benefit both parties--a use of resources so
that business sees a proper return on the investment. American
business is playing the dual role of educator-activist in society to
intercede as today’s "ill-prepared" graduates become tomorrow’s
corporate burden (Naisbitt, 1985).

Establishment of a genuine partnership for educational
improvement necessitates partners who share in a goal or endeavor,
not patrons who criticize and dictate. Local business leaders must

guard against involvements that are public relations efforts and
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patiently be involved in long-term commitments of human resources,
surplus goods, released time, and direct cash. Business involvement
in education cannot and will not cure all the ills of the educational
system but can play a leadership role in getting government officials
to make public education the quality institution this nation demands
and needs (Martin, 1984).

We’re talking about an enormously complicated management

problem. The solution to most management problems that I’ve had

any experience with is that you get to the solution
incrementally. Very rarely is there some blinding flash of
genius which puts everything into place and you’ve got the
formula for the future. It’11 take us a decade or more to work
our way, but the important thing is that we get started.

(Lundeen, 1985, p. 444)

The generosity of corporations in supporting higher education
continues, with the gifts for 1983 totaling approximately $1.29
billion (Eurich, 1985). Unfortunately, the connection between the
corporate world and K-12 districts has in only a few cases translated
into large sums of money--the most generous estimates being less than
half of 1%. The discrepancy between the gifts to higher education
and the gifts to K-12 does not reflect the degree of confidence in
the ability of higher education versus K-12 but, instead, reflects
economics in terms of tax breaks for contributions to higher
education (McDowell & Price, 1979).

The federal government lists approximately 55,000 examples of
different partnership efforts across the country (Riddley, 1985).
Many are simple affiliations, with peripheral, episodic, and limited

projects being the most common. There are two prospective benefits

to the current wave of private-sector and public school partnerships:
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(a) mutual understanding may mature into political collaboration,
which will provide more financial support for the schools than the
dollars currently being invested by the private sector; and (b)
public schools may get allies and continuing partners in preparing
students for a life in the information age (Mann, 1984).

While most attention has been given to counting the number of
schools "adopted" by businesses, the maximum payoff may be in the
legislative and executive chambers that determine how much money goes
to municipalities and for which purposes--leaders talking with lead-
ers. Minnesota, Texas, and California directly attribute to partner-

ships that matured into political alliances a change in curriculum
requirements that was accompanied by additional allocations for the

change.

Virtually everything that is now being done is project-based,
i.e., episodsic, special purpose, tacked on and usually at the
periphery of the school’s core technology of teaching and
learning. That is a short leash for the schools and a fragile
base for long-term partnership. If public/private partnerships
continue to be dominated by small projects supported by small
grants, they will have done some good. But they will also fall
short of the assistance and improvement which the movement
promises. . . . Systems need to think about how to lever the
interest so far shown from the business community into the sort
of enduring institutional alliance that can support big city
schools and the children they serve. (Mann, 1984)

When education and business join together for the common good of

the learner, the change will affect the educational product, health,

and welfare of both the culture and economics of the nation.

Successful partnerships will have a shared perspective (a frame of

reference); a shared vision (purpose or goal), shared action

(Pearson, 1985).
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The Michigan Department of Education lists management training
as a first-priority activity for their partnership effort, as do
South Carolina, Pennsylvania, New York, California, and Wisconsin.
Except for Michigan, the preceding states have established systematic
partnership efforts in management development.

The challenge of the 1980s will no longer be the training or
retraining of workers, but the retraining of managers with businesses
focusing 75% of their training efforts on white-collar and management
workers (Carnevale & Goldstein, 1983; Naisbitt, 1985). Seven of the
nine major national reports on education selected by the Northeast

Regional Exchange for a comparative analysis stressed the quality of
school-based leadership as a primary factors affecting school organi-

zation and management: Making the Grade, A Place Called School

(Goodlad, 1983), America’s Competitive Challenge (Business--Higher

Education Forum, 1983), A Study of High Schools, A Nation at Risk

(NCEE, 1983), High School (Boyer, 1983), and Action for Excellence

(Task Force on Education for Economic Growth, 1983). Collectively,
the task forces placed the principal in charge of educational quality
and called for training support in helping principals to achieve

excellence in schools (Gross, 1985).

We challenge our private-sector colleagues in large and small
businesses and in labor to do what they must do to insure a

high-quality work force in the years ahead. . . . Business
leaders must raise this issue, debate it, look at exemplary
programs, Jjoin in partnerships and get to work. We cannot

afford to let the proportion of at-risk youth in the labor force
continue to grow. We cannot afford to say it is someone else’s
problem. Through partnerships. . . business leaders can offer
expertise in management, personnel, evaluation, creative
financing of new programs or materials. . . . Businesses small
and large have an important role to play in bringing issues to
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the attention of state and local policy makers. Business input
does make a difference. (Robb, 1985, pp. 22-23)

Leadership in Business and Education

Leadership has fascinated philosophers for centuries. The
Egyptians, Greeks, and Chinese wrote about their leaders. Plato in
Republic talked about three types of Tleaders: the philosopher-
statesman who ruled the republic with reason and justice, the
military commander who defended the state and enforced its will, and
the businessman who provided for the citizens’ material needs and

satisfied their lower appetites.

Considerable media attention is still given to leaders. A
change in the leadership of an organization attracts attention and
will often be tied to the success or failure of the organization
(Campbell et al., 1983). Definitions of leadership are numerous
(Hoyle & Miskel, 1982, p. 220):

To lead is to engage in an act that initiates a structure-in-
interaction as part of the process of solving a mutual problem.
John K. Hemphill
Leadership is power based predominantly on personal characteris-
tics, usually normative in nature.
Amitai Etzioni
The essence of organizational 1leadership 1is the influential
increment over and above mechanical compliance with the routine
directives of the organization.
Daniel Katz and Robert L. Kahn
Leadership is the initiation of a new structure or procedure for
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