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CHAPTER I
INTRODUCTION

Statement of the Problem

The purpose of this study was to determine the extent to which the
Organizational Climate Description Questionnaire (0OCDPQ) is currently useful
for supporting a conceptualization of ihe Organizational Climate of schools.

To achieve this goal the foll wing research gquestions were answered:

1. Which factor structure will best describe the current, national
sample of OCDQ data if those data are subjected to miximum—likelihood
factor-analytic procedures with oblique rotations of the solutions?

2. How do the dimensions of climate which the current data reveal
differ from those which were identified from the Halpin-Croft data?

3. Which climate groups can be identified that will describe tte
between—-schools variations in Organizational Climate for the current sample
of schools?

4., How do the climate groups which are revealed by the current sample
of data differ from those groups which are revealed by the Halpin-Croft
data?

S. wWhat revisions of the OCDQ are required to assure that the ques-
tionnaire will provide dependable measures of the dimensions of climate

which are revealed by the present research?




Origin of the Problem

In August 1962, Halpin and Croft reported the findings of their

1
original study on The Organizational Climate of Schools. They pointed

out the limitations in using the term "morale" to describe the "personality"
of an organization, and, in—attempting to describe organizational "person-
ality" multi-dimensionally, they described their domain of inquiry as the
"Organizational Climate," Furthermore, they developed the Orgainzational
Climate Description Questionna%gg“gghe 0CDQ) to measure the dimensions of
climate in elementary schools.

Th2 development of the OCDQ provided a basis for the identification
and naming of the eight dimensions that compose the Halpin-Croft conceptual
model of Organizational Climate. Several hundred items were s.lected to
compose preliminary forms of the questionnaire, but these were reduced,
ultimately, to the 64 items that compose the present eight subtests, four

of which pertain to the behavior of teachers and four to the behavior of

principals. The scores on each of these subtests were summarized for the

1

The final report of their project was made in August, 1962 [USOE,
HEW Contract Number SAE 543 (8639)}. In February, 1963, Halpin summarized
the findings of the original study in a paper that he presented in Chicago
at the American Educational Research Association meeting. In March, 1963,
the essence of that paper was published by Halpin and Croft in the
Administrator's Notebook (Vol. XI, No. 7). The original study, in only
slightly abridged form, was published as a monograph by the Midwest
Administration Center, University of Chicago, in August, 1963. This
monograph is now out of print. However, an abridged and slightly modi-
fied version of it has been published as Chapter 4 in Halpin's book, Theory
and Research in Administration (New York: Macmillan Cu., 1966).
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respective respondents in each school to yield a climate-profile for the
school. Halpin and Croft then factor-analyzed the profiles of the 71
schools in the original sample. Through this process they identifiel siz
groups which they conceptualized along a rough continuum defined by "the
Open Climate" at one end and "the Closed Climate" at the other.

Halpin and Croft found, through their research, that it was feasible
to dimensionalize the behaviors that define the Organizational Climate of
schools. Furthermore, the six climate types that were empirically identi-
fied made good sense, both practically and psych;}ogically. While making

no unrealistic claims for their research, they did feel that the eight

dimensions and the six climates which were delineated would prove to be

both "real" and useful (Halpin, 1966, pp. 193-194).

The concept of Organizational Climate that Halpin and Croft proposed
is, indeed, useful. This particular conceptualization has generated a
number of fruitful, testable hypotheses.2 However, the instrument itself
requires much additional research and ‘refinement.

From the time when the CCDQ was first introduced in 1962, many attempts

have been made to validate it, to determine its reliability, to factor-

analyze it, to discredit it, or, in general{ to manipulate the items that

2
The investigator has been associated with climate research studies

in which climate was compared with personal characteristics of the teachers,
personal characteristics of the principal, biographic and demographic
variables for the staff and the principal, student achievement, organiza-
tional characteristics of the school, etc. An inspection of Dissertation
Abstracts will reveal several hundred studies which raise research questions
regarding climate. The hypotheses have been tested with different degrees
of success.




compose the instrument, yet the instrument remains in its original form.
Neither the conceptual framework for climate nor the OCDQ has been either
"validated" or modified.3

Several factor-analytic studies were made of the OCDQ during the
first few years after its introduction. Emma (1964), Gentry and Kenney
(1965), Brown (1965), and others found little difference between obtained
factor structures and those produced by the original analysis.

Although the 0CDQ was constructed for use in elementary schools and
the sample data were obtained from elementary schools, the instrument has

been used, both in its original form and in modified form, in educational

organizations of several types. Some researchers have used the scale in

3

The investigator has not presented a complete review of literature
related to either the concept of Organizational Climate or the applications
of the 0CDQ. Readers who wish to pursue these topics in the literature
are referred to Chapter 4 of Andrew W. Halpin. Theory and research in .
administration. New York, The Macmillan Company, 1966. Footnotes in the

chapter are especially useful for understanding the conceptualization of
climate.

Furthermore, at least two bibliographies of works which relate to
applications of the OCDQ have been compiled and are available. T. W.
Wiggins, now with the College of Education, University of Oklahoma,
Norman, Oklahoma, compiled one bibliography in which he critiqued and
summarized a number of studies. This study is reported in Dissertation
Abstracts (Wiggins, T.W. Critique and summary of Organizational Climate
Description Questionnaire research. Unpublished report, Claremont Graduate
School, Dissertation Abstracts, February, 1969, 29A, 2504A.). Barrett, at
Yale University, also has compiled an OCDQ bibliography. Readers who may

be interested in this bibliography can contact D. Barrett, Psycho-Educational

Clinic, Yale University, 295 Crown Street, New Haven, Connecticut, 06511.




secondary schools even though there is no conclusive evidence that the
scale measures the eight climate-dimensions in thesé schools. Novotney
(1966) 3dministered the OCDQ in parovchial schools and factor analyses of
the data generally conform to the Halpin-Croft analysis. Van Straten
(1966) modified the items to apply to a military educational setting.
Likewise, the items have been modified to apply to nurses' training pro-
grams (WICHE, 1964). No conclusions can be made, however, regarding thé
general applicability of the Halpin-Croft conceptual model of climate to
these organizations.

Several studies have questioned the validity of the OCDQ. Andrews
(1965) attacked the conceptual model, attributing much of the model to

"language gamesmanship."” He found good stability of all the dimensions
except Disengagement. Andrews' approach to the validity problem is ques-
tionable, however, because there is little reason to believe that other
"standardized' measures are, in fact, measures of the same'or similar
traits. McFadden (1966) attacked the validity problem differently, using
judges' ratings of the dimensions of climate as criteria for the validity
>€ the OCDQ measures. He found little agreement between the ratings of
the judgee and the scores derived from the 0CDQ.

During the past few years, the OCDQ has been administered hundreds
of times, and the results have been related to various organizational
variables. More and more, however, the results from analyses of the 0CDQ
data are uninterpretable, or at least questionable, especially when the

data have been collected in urban areas. Kenney and Rentz (1970) con-

ducted a factor-analytic study of OCDQ data from a large sample of




respondents from urban schools, and they could identify only four dimen-
sions. The present investigator performed factor analyses of data from
urban, unionized schools and was unable to replicate the original dimen-
sions (Ames, et..al., 1972).

Generally, the early climate studies served to justify the original
dimensions of climate, but some recent studies indicate that some items
of the OCDQ are no longer useful indicators of the dimensions of climate,4

and that the questionnaire should be revised.

AIndicators of a construct usually are useful only within a given
organization, a social system, a time frame, a location, etc. That is,
an "item" may be a useful indicator of a trait at a given point in time
or within a given social system, but after certain changes take place,
the item is no longer a useful indicator of the trait. For example,
during the early 1950's a question regarding ownership of a television
set might have been a useful indicator of economic position; whereas,
this certainly would not now discriminate among the economic groups. An
item such as "teachers visit each other in their homes" probably would
not be a useful indicator of within-school interpersonal relations if the
teachers are commuting to the school from within a 50-mile or more range
of the sach .ol as some teachers now do. A further example of the effect
of "the times" on perceptions occured vecently. A male photographer had
taken a photograph of a beaming jumior high school girl who had just
removed a cake from the oven. The photographer saw this situation as an
example of the enjoyment of task-accomplishment. A young, female teacher,
however, declared that the photographer was a "male chauvinist" because
he implied that the place for a woman was in the home.

Over a decade has passed since the items that compose the OCDQ were
selected. During that time great changes have occurred both in the schools
and in the larger social system in which the schools function. These
changes may have caused some of the items no longer to be useful indi-
cators of the dimensions of climate that were tapped originally by the
instrument. This usefulness can be assured only by periodic reviews of
the items that compose the questionnaire.




The purpose of the present study is not to revise the OCDQ; rather
is it to determine the current usefulness of the items that compose the
questionnaire for measuring dimensions of climate. Furthermore, the
present research will modify the Halpin-Croft conceptual model of climate
to the extent that the current statistical procedures and a current data
sample reveal a need for modification.

Limitations of the Study

The present study is an intermediate step in a long-range research
project that has as its ultimate objectives to modify the original Halpin-
Croft conceptualization of climate and to revise the OCDQ so that it will
érovide dependable measures of the defined dimensions of climate. The
present study will not produce '"new" normative data for the 0OCDQ. Rather
will it determine which items of the OCDQ are dependable indicators of the
defined dimensions of climate and, hopefully, provide insights into the
revisions that may be required if the OCDQ is to support a new conceptu-
alizaiion of climate.

The data for this study were collected during a three-year period
from 1969 through 1971 and were compiled by the investigator from 15
separate research studies. Most of the Eastern United States was repre-
sented in the sample, but only one small sample was included from the
Pacific Coast States, and no data were included from either the Western

Mountain States or the Southwestern States.
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Definition of Terms
The conceptual basis for the present study of Organizational
Climate was presented by Halpin and Croft in the final report of their
climate study. Their definitions of terms are used throughout this
report. Whenever new t2rms are added to the original "languape of
climate," they are defined at that point in the text or in an appropriate

footnote.
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CHAPTER II
‘ PROCEDURES
Design of tha Study

This study wss designed to determine the model of Organizational
Climate which is supported at the present time by OCDQ data that were
collected from within elementary schools. Furthermore, this study was
designed to determine the weaknesses of the 0CDQ for measuring the
dimensions of the cli;ate model that is identified during this study.

To achieve these goals the task was separated into three components:

1. To determine the factor structure of the OCDQ that is
supported by the data.

2. To determine the measures of climate that represent the
factors which are identified in component 1.

3. To identify the clusters (groups) of schools that can be used
to describe the between-schyéls variations in Organizational Climate.

Factor analyses of the data were computed, and scores Were com—
puted for each respondent in accordance with the obtained factor
structures. These scores were summarized for all the respondents within
a school to yield a climate profile for each school. Taxonomic cluster=-
ing procedures were sapplied to these profiles to determine initial groups
of schools with profiles that were similar to each other, yet different
from those cf other groups. Multiple discriminant analyses were used to
refine these groups and to complete the assignment of schools to the

groups.




The Data
The present study is based upon a data sample which was assembled
by the present investigator from several researchers who were located
throughout the United States. This data sample is composed of responses
to the OCDQ by 12,125 teachers and principals in over 1,000 schools.

These schools are, for the most part, elementary schools; some, however,

are departmentalized and contain grades through the junior high school

level. The regions represented range from New York metropolitan areas
to South Carolina Appalachian areas. For most of the states that are
represented, there are data from large metropolitarn areas, from cities,
from suburbs, and from small towns.

The current data sample was selected from a larger set of data
that contained approximately 25,000 respondents. Data were deleted
because some geographic locations were too heavily/represented,
especially severzl urban areas. Other data were deleted because the
descrirtion that was available to the present rcsearcher was not
sufficiant to assure the kind and location of the schools in the set.

Again, as with the original Halpin~Crofc data, the current sample
is fortuitous. I, was not selected because of any criteria for sampling.
Several parts of the United States are not represented by these data,
notably, the Western Mountain states, the Southwestern States, and the
Pacific Coast States.

Factor Analytic Procedures
To answer the research questions that were raised in Chapter I,

several factor analyses of the data (the intercorrelations among the

items o7 the 0CDQ) were p:rformed. These factor analyses, as opposed
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to the principle-components analyses performed by Halpin and Croft,
comprise one of the major differences between the procedures of the
current study and those of the original study.

The factor—analytic method which was selected for the present
study is the maximum-likelihood method which was first int:oduced by
Lawley in 1940. While this method 1is relatively old now, it did not
become practical until recently because the computational procedures
are very complex. The computers that were available even during the
early 1960's required considerable time to perform the analysis for
even a small problem. In recent years, however, much work has gone
into the development of computational algorithms that are more efficient
than were the original computational procedures. These algorithms,
along with the present large, high-speed computers, have made the
maximum-likelihood method of factor analysis practical for application
to relatively large problems.

Most factor-analytic methods are mathemati:al. That is, théy
begin with the data and proceed according to a set of prescribed steps
until the unique solution is reached. These methods are applied to a
sample correlation matrix, and interpretations are usually made in terms
of the population from which the sample was drawn. The maximum-likeli-
hood method, however, is statistical in nature. This method requires an
hypothesis of a number of factors and, under this assumed number of
factors, the method of maximum-likelihood is applied to the observed

data to get estimators?

of the universe factor loadings. Subsequent
tests of significance can be applied to determine the adequacy of the

hypothesis regarding the number of factors.

5
For a further discussion of estimators and the criteria for "good"
estimators, see Harmon (1967, pp. 212-214).
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While present-day computers make the maximum—-likelihood method
feasible, the statistical nature of the procedure causes a perplexing
problem-the convergence to a "unique" factor solution. That is, this
method iterates through a set of procedures until factor loadings are
derived which, probabilistically speaking, are "most like" the factor
loadings whiéh could be derived from the universe from which the sample
was drawn.

Probably the most important recent work on the maximum-likelihood
solution is that of JBreskog (i966). He has devised a very efficient
computational method that converges rapidly, regardless of the values
with which the process is started (Harman, 1967, p. 219). The method
devised by J8reskog and the computer program which he developed in
accord with his method were applied to the data in the present climate
study.

In order to interpret more easily an obtained factor stru-ture,
mathematical transformations of the factor loadings usually are made.
These transformations, in an intuitive sense, rotate the axes which
represent factors within the factor space. The rotations are performed
according to some selected criterion for simple structure for the
finalized factor structure.

Perhaps the most popular criterion currently in use for factor
rotations is the varimax (Kaiser, 1958), which was designed to maximize

the simplicity6 of the factor matrix, i.e., to maximize the orthogonal

6

The simplicity of a factor is the variance of the squared factor-
I loadings. When the variance is at a maximum, the factor has the
greatest interpretability, or simplicity, in the sense that its com—
ponents tend toward either unity or zero. The criterion of maximum
simplicity of a complete factor-matrix is defined as the maximization
of the sum of the simplicities of the individual factors (Harman, 1967,

pPP. 304-305).

]
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simple structure. Jlreskog included this varimax rotational :riterion
in his computer program. Thus, a final factor-matrix produced by the

maximum-likelihood factor-analysis program is rotated orthogonally7 to
achieve a simple structure.

‘Halpin and Croft identified eight dimensions of climate that were
based upon ar eight-companent analysis with the varimax criterion applied
to the rotational procedure. Therefore, they had sssumed, perhaps
implicitly, that the dimensions of climate which they identified were not
correlated. The investigator has assumed that dimensions of climate are
dependent; hence, they should be based upon a factor structure in which
the factors are further rotated by oblique rotational procedures.

The maxplane technique (Eber, 1966), which maximizes the hyper—
plane counts (in 5 sense, maximizes the oblique simple structure), was
applied to each of the factor matrices which had been produced by
JUreskog's computer program. These matrices, now rotated obiiquely,
served as the basis for identifying the domains of climate which are
tapped by the OCDQ. Further more, the matrix of intercorrelations among
the obtained factors was analyzed by the same procedures which had been
applied to the inter-item correlations. These analyses revealed the
second-order dimensions of climate.

Meas.ring the Dimensions of Climate

For the purpose of computing raw scores for each dimension of

7Orthogonal factors are assumed to be independent, or, in a
mathematical sense, not correlated. Intuitively, the axes which define
the factors are, pairwise, perpendicular to each other.




14
climate, Halpin and Croft simply summed the responses to the items that
composed a subtest and then d;vided the sum by the number of items in
the subtest. This procedure, which requires only simple computations and
is commonly used, has several weaknesses with respect to bath measurement
and analysis. Each variable is assigned the same weight for computing
the score, regardless of the '"real" contribution of the variable to the
measure of the dimension. Thus, a margin of error in estimating scores
with this procedure should be expected. A more precise means for
estimating factor scores takes into account the correlations among the
variables (the 64 items of the OCDQ in the present case), the correlations

among the factors, the factor pattern, and the response variables. This

procedure, described by Harman (1967, p. 352) as the complete estimation

method for factor measurement, was applied to the original OCDQ- d2ta by
the present investigator. Specifically, this procedure is described by
the formula:

F =g A'RLZ
in which F is the resulting matrix of standardized scores, § 15 the matrix
of factor correlations, A' is the transpose of the factor-pattern matrix,
R™1 is the inverse of the matrix of inter-item correlations, and Z 1is the
standardized data (item response) métrix.

This procedure produced a set of scores for each of the respondents
to the 0CDQ. Tﬁe scores were multiplied by 10 and added to 50 so that
the resulting scores had a mean of 50 and a standard deviation of 10.
These scores were then summarized for each school, and means were
computed to produce a set of -scores that could be considered as the

climate profile for the school.
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In order to interpret the profile of a school with some assurance
that the profile was, indeed, a dependable measure of the climate of the
school, some estimates of the reliability of both the factor scores and
the profile were required. The original résearchers computed correlations
between the subtest scores for the even- and the odd-numbered teachers
in the schools to provide estimates of reliability of each subtest
(Halpin and Croft, 1963, p. 49). The present investigator has applied
that procedure to the data but has also extended the procedure to provide
an estimate of reliability of the climate profile.

The respondents to the OCDQ in each school were assigned zandomly
L0 one of two g;oups within that school. Group means were computed for
each of the climate dimensions to produce two profiles for each of the
schools. Intercorrelations among the subtests were computed, as waé a
canonical correlation between the two sets of profiles. Tha correlations
between the subtests provide estimates of the reliability of each subtest,
whereas the canonical correlation provides an estimate of the relibili:y
of the climate profile.

Clustering the Schools

Halpin and Croft computed subtest scores for each respondent to the
0CDQ after which they summed these scores for each school and computed
subtest means to produce a profile for that school. Next, they performed
a factor analysis of the matrix of intercorrelations among the profile
scores in order to identify groups of schools that could serve to define
types of climate. They identified six groups. TFIrom these groups they
selected those schools which were the most representative of that group

and computed subtest means for each of the selected groups. These
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nrofiles of means (the prototypic profiles) allowed the original re-
searchers to specify those behaviors which would be anticipated in
organizations with a given climate type.

The investigator chose not to hypothesize the existence of a
specific number of groups of schools among the schools that compose the
data sample. Rather he chose to apply statistical clustering-procedures

to the sets of school profiles in order to determine those groups of

schools that were, indeed, different in respect to their climate profiles.

Taxonomic clustering-procedures (Cattell, Coulter, and Tsujioka,
1966) were applied to the profiles to provide initial estimates of the
groups that are required to describe the climate of schools in the
samples. The Taxonome--a computer program for identifying types--was
used to identify these groups. This program bases all classifications
upon the degree of similarity that is found among the profiles. The Rp
coefficient of profile similarity 1s the statistic that 1is used in the
analysis. This coefficient, as it is written into the computer program,
requires that the scores which comprise the profile points are not
correlated. This assumption 1s violated in the present analyses
because the scores are, indeed, estimated from oblique factors. Hence,
the taxonomic procedure serves only to provide initial estimates 6f the
clusters.

Multiple discriminant-analyses, which do not require orthogonal
variables, were applied to the initial group estimates in order to

complete the classification of schools into grcups. The computer program
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BMDO7M (Dixon, 1970) was used to compute these analyses. This program
allows the user to input a set of groups that have been defined and a
set of cases (in the study, schools) which have not been classified;

the program will then indicate which of the groups each of the non-
classified cases is "most 1like." By starting initially with the groups
which were identified by the application of the taxonomic procedure ard
then iterating with the discriminant analysis, the climate groups were
refined to those which were used to define the 'prototypic" groups. One
further analysis was required to assign "non-prototypic" schools to one

of the climate groups.
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CHAPTER II1
ANALYSES OF THE DATA

The purpose of this chapter is to present the findings that were
obtained from the analyses of the data. The presentation is organized
with the sequence which was foliowed for application of the statistical
procedures to the data.

Factor-Analyses of the Data

Halpin and Croft hkad defined eight dimensions of Organizational
Climate and had supported those dimensions with a mathematical solution
which was derived from their OCDQ data. Analyses of the current data
sample, however, were exploratory in nature, and no specific number of
factors had been hypothesized. Hence, the factor-analytic plan was to

compute several solutions and then to inspect the solutions for mathe-

matical appropriateness and intuitive appeal. By following this procedure

a solution was selected which, in the opinion of the investigator, best
described the domains of climate which are tapped at the present time by

the 0CDG.

At the outset of the analyses, maximum-likelihood solutions, rotated

to the varimax criterion, were computed for three factors through eight
factors, inclusively. An initial inspection of these rotated factor-

matrices revealed that the three- and four-factor solutions were too

18
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complex to be useful for describing climate. They simply could not be
"named." Attention, therefore, was directed toward the solutions with
hirher numbers of factors: particularly, the eight-factor solution.
Preliminary inspections of the six-, seven~, and eight-factor solutions
indicated that each of these solutions was potentially useful for describ-
ing climate. These solutions, therefore, were rotated further by the
oblique rotational-procedure.

Because the items were considered to be complex, the absolute value
of the factor-loading for an item on a particular factor was not as
critical for inclusion in that factor as it might have been if the items
were considered with respect to only one factor. Therefore, for the
initial assignment of items clusters, an item was included if the absolute
value of its loading on the factor was greater than .15. For further
interpretation, however, each item in an item group was considered both
with respect to its mathematical contribution to the measure of the factor
ard for its intuitive appeal vis-a-vis the primary items in the item-
cluster.

The above procedure for assigning items to clusters was first completed
for the eight-factor solution. An inspection of the obtained item~clusters
revealed six clusters which were very much like the original dimensions
which had been identified by Halpin and Croft. There were no clusters,
however, which resembled either the Aloofness or the Consideration dimen-
sions as they had been identified from the original data.

The two '"new" factors seemed, upon initial inspection, to be very

much like others of the six original factors. Specifically, one factor
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seemed to be composed of those items which were positively worded but
should have been assigned to the Hindrance subtest. The other new factor
seemed to be closely related to both Esprit and Intimacy. It was the
opinion of the investigator at this point that the data simply were over-
factored and that the two factors would collapse into the remaining factors
if the number of factors was reduced.

The seven-factor solution was inspected to determine which items
would "fit" into the seven clusters. Again, the criteria of mathematical
contribution and intuitive appeal were applied to the items for final
assignment to clusters. An inspection of the items which composed the
cluste}s revealed that the seven factors were identical to seven of the
factors in the eight-factor solution. The eighth factor simply had

"washed out."

The items which had been assigned to that cluster did not
load on either the Esprit or the Intimacy factors as the investigator had
anticipated.

Next, the same interpretational procedure was applied to the six-
factor solution as had been applied to both the seven- and eight-factor
solutions.' This analysis revealed that the seventh factor now had "washed
out." Again, as with the eighth factor, the itemz which composed the
cluster simply did not contribute to the measure of the remaining six
factors.

At that point the author decided that the items which composed the
seventh and eighth clusters must be unique to the extent that the domains
of climate tapped by these items differed from the remaining six domains.

A further inspection of these item~clusters did, indeed, reveal some item~

characteristics unique to those clusters. Specifically, the items
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originally assumed to belong to the Intimacy dimension described a kind

of interpersonal relationship which is not need-oriented. Rather i¢ it a
warm, ''normal,' object-oriented (as opposed to self-oriented), interper-
sonal relationship which is different from the dimensions of climate whiéh
were defined originally by Halpin and Croft.

Furthermore, the items which seemed to be related to Hindrance were,
indeed, different from those which now tap the Hindrance domain. The 'new"
item cluster described facilitating behavior by the administrator in his
provision for the instructional needs of the teachers, both with respect
to supplies, equipment, etc., and to time allocations. Hindrance, on the
vcher hand, refers to the teachers' feelings that the principal burdens
them with routine duties, "busy work," etc. Hindrance is more than simply
the bipolar component of facilitating behavior. Whereas the facilitating
behavior described by the new cluster of items relates to the physical '
support of the teachers and to task-accomplishment, Hindrance relates to
the absence of need-satisfaction and to production orientation.

In this eight-factor solution, the items which originally had defined
Aloofness were scattered throughout the eight factors, and, for the most
part, seemed to "fit" the item clusters to which they had been assigned.
The items which had defined Consideration, however, were not useful con-
tributors to the measurement of other domains, and some of these items
were characterized by low factor-loadingt: on all eight factors. Because
of the low items, a nine-factor solution was computed and further rotated
with the oblique rotational procedure. After an inspection of this factor

solution, (see Appendix 1) it was evident that some items which had
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originally defined the Consideration dimension of climate had, indeed.
emerged as the ninth factor of the solution.

This nine-factor solution, therefore, will serve as the basis for
all further analyses of the current data. The items which define the
nine dimensions of climate are reported in Appendix 2. A description of
the dimensions which were identified by Halpin and Croft, as well as a
description of the two newly-identified dimensions are reported below.

Descriptions of the Dimensions of Climate

Disengagement refers to the teachers' tendencies to be "not with

it." This dimension describes a group which is ''going thrcugh the
motions,” a group that is "not in gear" with respect to the task at hand.
It corresponds to the more general concept of anomie as first described
by Durkheim. In short, this subtest focuses upon the teachers' behaviors
in task-oriented situations.

Hindrance refers to the teachers' feelings that the principal burdens
them with routine duties, committee demands, and other requirements which
the teachers construe as unnecessary "busy work." The teachers perceive
that the principal is hindering rather than facilitating their work.

Esprit refers to morale. The teachers feel that their social needs
are being satisfied, and that they are, at the same time, enjoying a seﬁse
of accomplishment in their jobs.

Intimacy refers to the teachers' enjoyment of friendly social rela-
tions with each other. This dimension describes a social-needs satisfaction

which is not necessarily associated with task-accomplishment.
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Object Socialization8 refers to the teachers' eajoyment of sccial

relations with each other and with students. This dimension describes a
situation in which focal attention is directed toward an objective--a
rels~ionship or a task-accomplishment--rather than towards need satis-

faction.

80rganizationa1 Climate as described by Halpin and Croft is, to a
great extent, a function of the interpersonal relationships among the
faculty members of a school. These relationships may be motivated either
by a need for task-accomplishment, or for social-need satisfactions.

The concept of Object Socialization, as it is used here to describe
a dimension of climate, was developed from at least three sources~-Kahler's
discussion of collectivés and communities (Erich Kahler. The tower and
the abyss: An inquiry into the transformation of man. New York: The
Viking Press, 1967. ), Maslow's discussion of deficiency and growth moti-
vation (Abraham H. Maslow. Toward a psychology of being. Princeton:

D. Van Nostrand Company, 1962) and Schachtel's 4iscussion of focal
attention and the emergence of the object world (Ernest G.Schachtel.
Metamorphosis. New York: Basic Books, Inc., 1959).

Schools, as they now exist, seem to fit the description of collectives
presented by Kahler. He describes the influence of collectives on indi-
viduals as external, any internal effects on the individual are derivative.
The standards and stereotypes of the collective intrude on the personality
from without (Kahler, pp. 9~10). Maslow, on the other hand, says that
the needs for safety, belongingness, love relations, and for respect can
be satisfied only by other people, i.e., only from cutside the person.

This means considerable dependence upon the environment (Maslow, p. 31).
According to Kahler, however, the environment cannot directly satisfy
the social-needs of individuals if the environment is that of a collective.
In contrast to these views, Schachtel believes that thought, and
thus behaviors, have two ancestors rather than one--namely, motivating

i needs and a distinctly human capacity for object interest (Schachtel,
p. 268). This idea provides an alternative concept of motivation which
is not need-centered; rather this motivation is interest-centered. Accord-
iagly, it would be possible for teachers to enjoy the task-accomplishment
because of interests even without need-satisfactions.

It is the opinion of the researcher that the items which compose
the Object Socialization subtest reflect the degree to which the behaviors
of the teachers are object-centered--the degree to which they can focus
attention upon the task or upon other individuals rather than upon the
self.

}f
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Logistical Support refers to the tedcher:' feelings that the
principal is lacilitating rather than hindering them. They perceive
that the principal takes care of the logistics for teaching. If extra
books are needed, the books are there; if technical assistance is needed,
the service is provided; if extra time is needed for special duties,
such time is allocated.

Production Emphasis rerers to behavior by the nrincipal which is

characterized by clcse supervision of the staff. He is highly directive
and plays the role of a "straw boss." His communication tends to go in
only one direction, and he is not sensitive to feedback from the staff.

Thrust refers to behavior by the principal which is characterized
by his evident effort in trying io "move the organization." Thrust
behavior is marked not by close supervision, but by the principal's
attempt to motivate the teachers through the example which he personally
sets. Apparently, because he does not ask the teachers to give of
themselves any more tihan he willingly gives of himself, his behavior,
though starkly task-oriented, is nonetheless viewed fa-orably by the
teachers.

Consideration refers to behavior by the principal which is

characterized by an inclination to treat the teachers “humanly," to
try to do a little something extra for them in human terms.

Aloofness refers to behavior by the principal which is
characterized as formal and impersonal. He "goes by the book" and
prefers to be guided by rules and policies rather than to deal with
the toachers in an informal, face-to-face situation., His behavior, in

brief, is universalistic rather than particularictic; nomothetic




25

rather than idiosyncratic. To maintain this style, he keeps himself--at
least, "emotionally"--at a distance from his staff.

Except for Object socialization and Logistjcal Support, the descrip-
tions which are listed above are the ones which were presented by Halpin
and Croft in the report of their orginal clim:te study (1963, pp. 29-32).
The Aloofness dimension was not identified from the current data sample,
and, in the opinion of the investigator, is no longer measured by the
present form of the OCDQ. The description of the dimensiqn is included
here because recommendations will be made later in this report regarding
the construction of items which will be useful indicators of the Aloofness
dimension.

Second-Order Factor-Analyses

Halpin and Croft went beyond the specific dimensions of ciimate to

the more general second-order dimensions which they identified as Social

5

Needs, Social Control, 'and Esprit. These second-order dimensions provide
insights into behaviors of the individual, of the group, and of the
leader; hence, they are useful for describing the climate of the organi-
zation (Halpin and Croft, 1963, p. 44).

The second-order factor-analyses of the current data were performed
on the matrix of factor-correlations (see Table 1) which were computed by
the computer program which performs the oblique rotations of the maximum-
likelihood factor-solution. The results of the factor-analyses of these
correlations should, of course, be different from the second-order factors

revealed by Halpin and Croft because two new factors have been added, and

one of the original factcrs is now deleted.
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Maximum—~likelihood factor-analyses, rotated to the varimax criterion,
were computed for two, three, and four factors. Each of these solutions
was further rotated by oblique rotational procedures. Inspection of these
factor-solutions revealed that only the three—-factor solution (see Table 2)
met the criteria of mathematical appropriateness of intuitive appeal.

One of these factors is cheracterized by highdegrees of Thrust and
Consideration, while Esprit, Logisticai Support, and Production Emphasis
are secondary characteristics of the dimension. These dimensions reflect
leader behaviors which are task-oriented but not at the expense of need-
satisfaction. This second-order dimension of climate was named Thrust.

The second factor is characterized above all else by a high degree
of Disengagement. Hindrance and Production Emphasis are lesser contribu-
tors to this domain. A high score on this dimension would indicate that
the teachers are "not with it." They do not enjoy either need-satisfaction
or task-accomplishment. The leader, on the other hand, emphasizes the
task, yet he burdens the teachers with "busy work" and routine duties.

The group--both the teachers and the leader--are disengaged in every sense

of the word. This dimension, therefore, was named Disengagement.

The third factor is characterized by high loadings on Intimacy and
Object Socialization. Esprit is a relatively strong contributor to this
domain while Logistical Support and Consideration are lesser, but important,
contributors. This factor is similar to the Halpin and Croft dimension
of Social Needs. The investigator also chose that name for this dimension.
The pattern of factor-loadings for this dimension indicates that individual
social-needs satisfaction--at least within a task—oriented organization--

requires some degree of "belonging" to the group, as well as personal
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TABLE 2

SECOND-ORDER FACTOR PATTERN MATRIX FOR NINE FACTORS
OF ORGANIZATIONAL CLIMATE: CURRENT DATA

' 0CDQ DISENGAGE- SOCIAL

FACTOR THRUST MENT NEEDS

DIS .12 92 -.06

HIN -.01 .46 -.10

J ESP .45 -.29 .52
INT .08 .20 .76

OBJ ' .10 -.11 .79

LOG .40 -.08 .36

PRO .48 .45 -.04

THR .95 .02 .09

CON .76 .27 .34

C _
s e
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consideration and facilitative support from the leader, in order to enhance
the purely personal social interactions within the organization.

The factor-analyses which are reported in this chapter were selected
because of the intuitive appeal of the factors for describing the dimens<ions
of the Organizational Climate of schools. This is not to say that these
current factor-s.lutions are ideal. Indeed, there are several.obvious
weaknesses with respect to the subtests of the OCDQ that will need to be
corrected later when the questionnaire is revised. (These weaknesses will
be discussed in detail in the final chapter of this report.)

Reliability Estimates for the
Dimensione of Climate

At the present time there ig no way to validate the dimensions of
climate with respect to other organizational characteristics. It is
possible, however, to determine the dependability of the subtests of the
OCDQ and, indeed, of the climate profile.

Halpin and Croft computed correlations between subtest scores for
even- and odd-numbered teachers in the schoois to provide estimates of
reliability of the subtests (Halpin and Croft, 1963, p. 49). The investi-
gator has extended this procedure to provide an estimate of the reliability
of the climate profile.

A procedure for computing reliability estimates was described in a
previous chapter. This procedure was applied to the current sample of
data, and the obtained reliability-estimates for the nine subtests and the
climate profile are reported in Table 3. The canonical correlation (.90)

indicates that the climate profile is a dependable indicator of the domain

. which is tapped at the present time by OCDQ. The Production Emphasis
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subtest, however, is associated with a relatively low (.55) reliability

estimate. Again, an inspection of the factor-loadings for that dimension

reveals loadings which are low (The highest loadings are in the low 40's);

consequently, the reliability-estimate for that factor is not surprising.
The Clusters of Schools in the Current Sample

In order to describe variations in Organizational Climate, it is use-
ful to define variations in the climate profile wﬁich are meaningful and
then to translate these profile variations into descriptions of the antici-
pated behaviors of individuals within an organization which has a profile.
One way to complete this description is to identify groups of schools which
are similar, with respect to the behaviors of teachers and of the principal,
and which can comprise "prototypic'" groups; then climate can be defined with
respect to those groups. Halpin and Croft chose this method for "typing"
schools with respect to climate.

They identified six groups of schools. From these groups they selected
those schools which were the most representative of each group and then
computed subtest means for the selected groups. These profiles of means
(the prototypic profiles) allowed the original researchers to specify those
behaviors that would be anticipated in organizations with a given climate
type.

The current sample of OCDQ data is composed of responses from teachers
in over 1,000 schools. The computer program which was used to provide
initial estimates of the clusters is restricted to 100 profiles or less.

In order to use this program a sub-sample consisting of data from 100 zchools

was selected by random procedures from the total sample of data.




t

B

32

There was no reason to hypothesize the existence of the six climate
groups which had been identified from the Halpin-Croft data, because the
current school profiles contained scores on two dimensions which were not
included in the Halpin-Croft data-profiles: Furthermore, the Aloofness
gcorzs were not a part of the current data-profiles. Therefore, the clus-
tering procedures were considered to be exploratory in nature, and no
specific outcomes were anticipated before the analyses were performed.

The Taxonomic clustering-procedure was applied to the 190 profiles
of the schools in the sub-sample. Eight groups of schools which were
independent of the other groups (i.e., there were no schools which were
members of more than one of these groups) emerged from this analysis.
These groups, ranging in size from three schools to seaven schools, were
entered into a multiple discriminant-analysis to determine whether they
were, indeed, different with respect to the climate~-profiles. Furthermore,
this analysis could reveal any other gchools within the sub-sample which
can be assigned tc the "prototypic" cliimate groups. An iterative process
of computing a discriminant-analysis, adding schools to clusters or removing
schools from clusters, and then ;omputing another discriminant-analysis,
was followed to determine the groups of schools which could represent the
variations in climate among the schools in the sub-sample.

This series of analyses revealed eight clusters which seemed to
represent the range of variations in the climate profiles of the schools,
One of these clusters, which contained only three schools, seemed to be

an outlier with respect to the remaining seven clusters. The schools
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which composed this cluster were the only three schools, in the aipht
clusters, in which the teachers were members of labor unions. The final
discrimi.ant-analy:sis indicated which group each of the remaining
schoois was most like. Of the schools not previously assigned to one of
the eight groups, there were three schools in which the teachers were
members of labor unions. The analysis indicated that these three
schools were more like those three in the ""labor-organized" cluster than
were they like any other schools. Thus, the only six schools in the sub-
sample in which the teachers were members of labor unions had zmerged as
a group which was very much different from the remaining seven groups.
So great was this difference that when the eight groups were plotted on
a single graph, the labor-organized schools were in one corner, and the
remaining seven clusters were grouped tightly into the opposite corner.
In order to determine whether the clusters which had been
identified from the sub-sample of data were useful for explaining
¢limate variations among the remaining schools in the total sample, a
second sub-sample, comprised of 100 schools, was selected. The climate
profiles of these schools were entered into the discriminant-analysis
program, along with the profiles in the eight prototypic groups, in
order to determine whether each of the 100 schools could be assigned to
one of the eight groups. They could, indeed. Of the 100 school pro-

files in the group-validation sub-sample, only two were not character-

e

stic of the groups to which they were assigned. Both of these school
profiles contained at least one subtest score that could be considered

an outlier. Means were computed for the climate groups in both the

*

initial sub-sample of data and the group-validation sub-sample of data.




-n~ ’ i
.

34

An inspection of these means profiles revealed no interpretable differences
between the two sets of data.
There were two schools in the group-validation sub-sample in which
the teachers were members of labor unions. Only these two schools were
assigned by the discriminant-analysis to the labpr-organized group from
the initial sub-sample. Hence, all the labor-organized schools in both
sub-samples had grouped into a single cluster which was an outlier with
respect to the other seven clusters. The data from these schools were
removed from the sub-samples for purposes of further analyses and inter-
pretations of the remainiqg seven groups.
A discriminant-analysis was performed on the data from the schools
which composed the seven remaining clusters. The plot of the first two
canonical variables (see Figure 1) reveals the distribution of the schools
which compose the seven "prototypic" groups. This plot should provide
some insight into the relative positions of the climate groups and, again,
should indicate the error of treating the climate groups as if they
represented points on a unidimensicnal continuum. :
The climate profiles of the schogls which compose ‘the clusters were
summarized to yield (for each group) a profile which was composed of sub-
;est means for each of the dimensions of climate. These profiles (see i
Table 4) are the basis for the difinitions of the "types" of climate and
serve as the profiles which afe prototypic of the climate types. In order.
to simplify the interpretation of these prototypic profiles, the profiles
vere "normalized." This procedure provided a set of sco-es which emphasized
the variations among the profiles (see Table 5), and a simple inspection

of the profiles revealed the characteristic dimensions of each profile.
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Each of the seven prototypic proriles was inspected to determine
the characteristics of the climate type in order to compare the cbtained
types with those which the analyses of the original Halpin-Croft daca had
revealed. Furthermore, the profiles were inspected in order to determine
names for those types which were not like the Halpin-Croft climate types.
These inspections revealed four climate-profiles which were similar to
those which had been described by Halpin and Croft. The characteristics
of the Open Climzte, the Autonomous Climate, the Controlled Climate, and
the Closed Climate were evident in profiles obtained from the current
data. There are differences, of course, because some of the subtests are
different from those which were used by Halpin and Croft to define the
climate types.

Descriptions of the types of climate which were observed from the
current data are presented below. Although some of the names are the
same as those definea and described by Halpin and Croft, there are some
differences between the descriptions which are presentecd here and the
Halpin-Croft descriptions. .

Descriptions of the Climate Types

The Open Climate

The Jpen Climate debicts a situation in which the members enjoy
extremely high Esprit. The teachers work well together without bickeri:g
and griping (low Disengagement). They are not burdened by mountains of
busy work or by routine reports; the principal's policies faciliate the
teachers' accomplishment of their tasks (low Hindrance). On the whole,
the group members enjoy friendly relationships with each other, but
they apparently feel no need for a high degree of Intimacy or of Object

Socialization. The teachers do know the other members of the faculty




39

and do visit each other both at school and in the homes, hut these

relat ionships are no more fricndly nor frequent than ave the non-tchool-
sstaff personal associations of the teachers. The teachers obtain
considerable job satisfaction and are sufficiently motivated to overcome
difficulties and frustrations. They possess the incentive to work things
out and to keep the organization "moving." Furthermore, the teachers

are proud to be associated with their school.

The behavior of the principal represents an appropriate integration
between his own personality and the role he is required to play as
principal. To this extent his behavior can be viewed as "genuine."g
Not only does he set an example by working hard himself (high Thrust)
it also, depending upon the situation, can he either criticize the
actions of teachers or, on the other hand, go out of his way to help a
teacher (high Consideration). He possesses the personal flexibility to
be "penuine," whether he is required to control and direct the
sctivities of others or to show compassion in satisfying the social
needs of individual teachers. Rules and regulations are adhered to,
and through them he provides subtle direction and control for teachers.
He does not have to emphasize production, nor does he need to monitor
the teachers' activities closely, because the teachers do, indeed,

produce easily and freely. Nor does he do all the work himself; he has

9For a discussion of the concept of "Genuineness," see Andrew W.
Halpin and Don B. Croft, The ggganizational climate of schools, The
tmiversity of Chicago, Midwest Administration Center, 1963, p. 61,
footnote 12, and the further discussion of the concept of "authenticity"
that is present in that same monograph. That discussion is expanded in
Andrew W. llalpin, Theory and research in administration, New York: The

Macmillan Company, 1966, EET 203-224.,
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the ability to let appropriate leadership acts cmerge from the teachers
(moderate Production Emphasis). lle has insured that the teachers can
direct their attention to task-accomplishment because he has provided for
the "mechanics" of teaching (hiph Logistical Support). Withal, he is in
full-control of the situation, an. he clearly provides leadership for

the staff.

. The Autonomous Climate

The distinguishing feature of this Organizational Climate is the
amount of freedom that the principal gives to teachers to provide their
own Structures for interaction, as well as to find ways within the group
for satisfying their social needs. As one might surmise, the scores
lean slightly more toward social-need satisfactions than toward task-
achievement (relatively high scores on Esprit, Intimacy, and Object
Socialization).

When the teachers are together in a task-oriented situation, they
are relatively "engaged"; they achieve their goals eacily and quickly
(low Disengagement). There are few pressure groups, but whatever
stratif ication does exist among the group members does not prevent the
proup as a whole from working well together. The essential point is
that the teachers do work well together and do accomplish the tasks of
the organization.

The teachers are not burdened by administrative paper work.
Although there is a moderate amount that is required of the teachers,
they do not gripe about the reports that they are required to submit.

i The principal has set up procedures and regulations to facilitate the

>,

teachers' vtasks. A teacher does not have to run to the principal
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for supplies, books, projectors, etc.; adequate controls have been
established to relieve the principal, as well as the teachers, of these
details (moderate Hindrance and high Logistical Support). The morale of
the teachers is high but not as high as in the Open Climate. The high
morale probably stems largely from the social-needs satisfaction which
the teachers feel. (Esprit would probably be higher if greater task-
accomplishment also occurred within the organization).

The principal's leadership style favors the establishment of
procedures and regulations which provide guidelines that the teachers
can follow; he does not personally check to see that things are getting
done. He does not force people to produce. Instead, he appears
satisfied to let the teachers work at their own speed; he seldom monitors
their activities (moderate Production Emphasis). On the whole, he is
considerate, and he attempts to satisfy the social needs of the teachers
somewhat moreso than do most principals (moderately above-average
Consideration).

The principal provides Thrust for the organization by setting an
example and by working hard himself. Furthermore, he assures that the
tools that are necessary for task-achievement are readily available to
the teachers (high Logistical Support). He has the personal flexibility
both to maintain control and to look out for the personal welfare of the
teachers. He is genuine and flexible, but the range of administrative
behavior, as compared to that of the principal in the Open Climate, is
more restricted.

The Controlled Climate

The Controlled Climate is marked by a press for task-achievement,

perhaps at the expense of social-need satisfactions. Everyone "works
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hard," and there may be Little time for friendly velations with others.
The climate is over-weighted toward task-achievemgnt and away from soclal-
need satlsfactions. Nevertheless, since morate Is high (high Buprit)

and because the principal emphasizes task-achievement (high Thrust ) as
well as production (moderately high Production Emphasis), this climate

can be classified as more "Open" than "Closed."

The teachers are "engaged" in the task. They dc not bicker, gripe,
or differ with the principal's objectives. They are there to get the
job done, and they expect to be told personally just how to do it (low
Disengagement). There is some paper work, routine reports, busy work
and general Hindrance which get in the way of the teachers' task-
accomplishments. On the other hand, the principal does provide to the
teachers support services which enable them to accomplish their tasks
(moderately high Logistical Support). Teachers have little time to
establish very friendly social relations with each other, and there is
little feeling of camaraderie (low Intimacy and low Object Socialization).
Teachers often work by themselves and are impersonal with each other.
Lsprit, however, is slightly above average. This might imply that the
job-satisfaction found in this climate results primarily from task-
accomplishment, not from social-need satisfactions.

The principal in this climate is trying to "move" the organization
by working hard (high Thrust) and by providing support services to the
teachers (moderately high Logistical Support). Furthermore, he is
aware of the teachers' social needs and tries to provide support for

those nceds (above average Consideration).
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ln short, thin climite is chavacterized by task-oriented behavioes
by the teachers and leadership activities by the principal that are
2!tempts to "move" the organization for task-accomplishment.

The Modal Climatelo

This "average" climate is characterized by both social-need
satisfactions and task-accomplishment. Both the teachers and the
principal are "for real." They have their problems, of course, but thevy
are "engaged." Disengagement is low (1.5), and morale is high (high
Lsprit; 2.8). The teachers socialize together, both at school and in
their own homes, but not to the exclusion of other personal relationships
(average Intimacy; 2.2 and average Object Socialization; 2.3).

The principal in this climate works hard to "move" the organization
and to set an example for the teachers (high Thrust; 2.8), and at the
same time, he usually is considerate of the social needs of the teachers

Consideration; 2.2). Furthermore, he facilitates task-accomplishment
by assuring that teachers have the supplies and services that are needed
for teaching (Logistical Support; 2.6). .

In this climate, task-accomplishment takes place without undue
emphasis upon the task (Production Emphasis; 1.8). The principal and the
teachers receive pleasure from both need-achievement and task-
accomplishment., In this setting, there should be no need to emphasize

the task.

Wmis name is not useful to describe a climate type excep* that it
does refer to a normative group--a group that can serve as a reference.
The climate-profile for this group is, indeed, composed of scores that
represent the average of all groups (except for Production Emphasis,
which is low). The description of this climate type, therefore, is based
upon the OCDQ response scale rather than upon any comparison with other
groups.




This climate seems to be vestricted both by the amount of
resoutces that are available to the school and by other extra-
orpanizJational constraints. Paper~-work and administirative reports do
sometimes burden the teachers, and sometimes supplies, equipment, and
technical support are not available when they are needed; however,
because these constraints clearly originate from outside the organization,
they are "accepted" by the teachers.ll This organization is "movinp,"
and the teachers and principal enjoy their affiliation with the school
and, with each other.

!

The Disengaged Climate

This climate is characterized by low task-accomplishment. The
teachers are not "engaged" (high Disengagement). They do, however,
enjoy some social-need satisfactions (average Intimacy and average
Object Socialization) but not group-need satisfactions (low Esprit).

The teachers identify with factions within the faculty, and there is
bickering and disagreement among these groups, yet the teachers do
obtain social-need satisfactions from membership in the groups.

The teachers in this.climate sometimes are burdened by reports and
"busy work" (high Hindrance), and they receive little relief from the
principal. The principal emphasizes the task (moderately high

Production Emphasis), but he does not set an example by working hard

llIt should be pointed out here that constraints can originate
from within a school, from outside the school but within the school
system, or from outside the school system. We do not know the relative
influences of the locus of these constraints upon the attitudes of the
teachers. Neither do we know precisely what will happen to the attitudes
of tcachers within a school if the external constraints either continue
for long periods of time or increase in intensity.
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himself (low Thrust). Furthermore, he makes no special effort to
facilitate task-accomplishment (average Logistical Support), nor is he
considerate of the social needs of the teachers (moderately low
Consideration).

This climate type is characteristic of schools in which teachers
form social ot philosophical "cliques" which are not transcended by a
strong, integrating leader. This climate may also be characteristic

of departmentalized schools (either elementary or sccondary) in which

differences among the departments have not been resolved by the principal.

The bisaffiliated Climate

This climate is characterized by low social-need satisfactions (low
Intimacy and low Object Socialization). The teachers in this climate
are "engaged" (average Disengagement), but this task-orientation does
not provide social-need satisfactions for the group (low Esprit).
Rather are the teachers burdened with the "busy work," administrative
reports, etc., (moderately high Hindrance) that are required by the
principal who continues to emphasize_production (average Production
Lmphasis).

The principal in this climate is not "genuine." While he
emphasizes task achievement, he does not consider the social neecds of
the teachers (low Consideration), nor does he facilitate the job of
teaching. He does not provide the support-services that are required
for the teaching task (low Logistical Support).

Teachers in this climate are engaged in the "job™ of teaching,
but they do not enjoy either social-need satisfactions or task-

accomplishment from the organization. The school is "there," and they
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ave a part of it, but there is little or no feeling of "helonping" to,
or affiliation with, either the schcol itself or the other members of
the staff.

The Closed Climate

The Closed Climate marks a situation in which the group members
obtain little satisfaction in respect to either'task-achievement or
social needs. In short, the principal is ineffective in directing the
activilies of the teachers, and, at the same time, he is not inclined to
look out for their personal welfare. The climate is the most closed and
the least "genuine" climate that was identified.l2

The teachers are disengaged and do not work well togethcr; con-
sequently, group achievement is minimal (high Disengagement, very low
Lsprit, Intimacy, and Object Socialization). To secure some sense of
achievement, the major outlet for the teachers is to complete a variety
of veports and attend to "housekeeping" duties. The principal does not
facilitate the task-accomplishment of the teachers (moderately high
Ilindrance and extremely low Logistical Support).

The principal is alool and impersonal in dirccting the activities
ol the tecachers (if indeed, he does direct the activities). Any
leadership activity by the principal is production-oriented, but even
this is relatively low (below-average Production Emphasis). The
prihcipal possesses little Thrust, and he does not motivate the

-

teachers by setting a good personal example. He is not concerned with

12 . . . . .
The Labor-organized group is not considered in this statement

because further research is needed to determine whether the responses to
the 0CDQ by the teachers in those schools reflect the behaviors of the
personnel or simply reflect statements in the iabor contract.
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the social needs of teachers; in fact, he can be depicted as inconsiderate
(very low Consideration). He does not provide adequate leadership for
the proup. For this reason the teachers view him as not "genuine";
indeed, they may regard him as a "phony."

This climate is characterized by a high degree of apathy on the
part of all members of the organization.

The Labor-Organized Grogpl3

This group is characterized, above all other things, by a high
depree of Disengagement. The teachers are split into factions, and there
i bickering and griping among the groups, yet the teachers receive a
high depree of social-need satisfactions from membership in these groups
(very high Intimacy and high Object Socialization). There is very little
task-accomplishment, even though the teachers are not burdened by paper-
work, reports, etc., (below average Hindrance). They are not "moved" to
pursue the tasks of the organization. The attempts by the principal to
direct the activities in the school are primarily production-oriented
(high Production Emphasis), yet he does not facilitate task-achievement
(very low Logistical Support). The principal does not lead the group »y
working hard himself in order to set an example for the teachers (very
low Thrust); rather does he do personal favors for teachers and help

them with personal problems (high Consideration).

1

3This description is not presented as a description of climate
"type'; rather is it presented to describe a set of observed data.
Research is needed to determine whether there are characteristics of
all labor-organized schools that will allow the schools to be "lumped"
into a single group for climate-classification purposes.
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In short, the group is characterized by high individual-social-need
satisfactions at the expense of the group neceds (very low Esprit). The
principal goes through the motions of moving the group in a very business-
like way (perhaps he is limited by his contract to this leadership style),
but he does not facilitate the task-achievement. To compensate for the

Production Emphasis, the principal tries to consider the social needs of

the teachers.
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CHAPTER IV
DISCUSSION AND RECOMMENDATIONS
Introduction

The present study was designed to "set the stage' for a climate-
research project in which the researchers will refine the original !
Halpin-Croft conceptualization of climate and will make the revisions of
the GCDQ which are required before a user of the instrument can be
assured that it will provide dependable measures of the dimensions of
climate.l4 Specifically, the purpose of this study was to determine
the oxtent to which the OCDQ is currently useful for supporting a con-
ceptualization of the Organizational Climate of schools.

This chapter of the report is organized into two parts which are
designed primarily for two separate audiences. First, there i¢ a
general discussion of the research findings and the implications of
those findings for researchers who plan to use the OCDQ in its present
form. Next, there is a set of recommendations which are disigned
specifically to be useful to those researchers who plan the future

Moy

climate studies which are mentioned above. ) '

laPlans for research are being made to extend theé Halpin-Croft
conceptualization of climate and to revise the OCDQ. This research will
be performed by Andrew W. Halpin, Don B. Croft, and the present inves-
tigator. No time-frame for the completion of the research has yet been
determined.
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Discussion of the Research Findings

The factor-analyses of the cgrrent data revealed nine dimensions
which were tapped by the 0CDQ. 1Two of these dimensions were not
identified by Halpin and Croft. These two dimensions should be
useful for describing climate, because one relates to the facilitating
behavior of the principal, and the other relates to interpersonal
relationships within the school which are not need-oriented.
Neither of these domains of behavior had been tapped specifically by
the original eight-climate subtests.

The Aloofness dimension, however, could not be identified from

the current data. Therefore, it is the opinion of the investigator

that the OCDQ in its present form will measure, with different degrees
of dependability, all the dimensiGné which were identified by Halpin
and Croft except Aloofness. Furthermore, the OCDQ will provide
measures of Logistical Support and Object Socialization--the additional
dimensions which were revealed by the analyses of the current data.
Some of the climate-groups which were revealed by the analyses of
the current data are dif: * from those which were identified by
Halpin and Croft. These different results had been anticipated by
the investigator. It is his opinion that the number of different .

climate-groups which can be identified is, to some extent, a function

of the number of variables which are used to define the groups and the amount
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ot viviance of those variables amony the schools in the sample. LI the
namber of variables increasces or the wount of varignce increases, the
numher of proup:: will inerease accordiagly.

Brown (1965), in his study of climate in the Twin Cities,
identif ied eight groups of schools that exhibited meaningful variations
ol the climate-profiles. Furthermore, eight groups of schools were
revealed by the analyses of the current data. Four of these groups
were similar in profile characteristics to four of the types which had
been defined originally by Halpin and Croft. These types--Open,
Autonomous, Controlled, and Closed--represented the two extremes of the
climite groups, and the two others had been described by Halpin and
Croft a:w "tending more toward the Open Climate than toward the Closed
Climate."

During, the past few years, the relative number of schools which
hive been classified as "Closed" in regard to climate has increased.
Furthermore, the relative number of schools which have climate-profiles
that are different from all of the'Halpin-Croft prototypic profiles is
increasing.ls An inspection of the climate-profiles of those schools
which cannot be assigned to a climate group usually reveals more
characteristics of "relatively closed" schools than of "relatively open"

schools. Hence, the identification of "new" climate types that tend

15The investigator provides scoring services for users of the 0CDQ.
Most samples of data which he has processed during the past two or three
years have contained several schools which could not be assigned to one

of the ix climate types which were defined by Halpin and Croft. further-
more, more schools in these samples have been classified into t.ec Closed
(limate group than into the other five groups.
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for serious research in the climate domain,

used, however, and th

revealed by the original climate study and again by the present

The following recommendations are considered to be the mini

useful for narmative purpcses.
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more toward closedness than toward openness was not surprising to the

investipator. Thesc new types should allow usenrs of thie OCDQ ta

dizeriminate among those sichools which display characteristies; of

closedness but which in the past would not have been assigned to a

clim.te group.

Furthermore, in school Systems where teachers are affiliated with

labor unions, the administrator-behavior dimensions of climate may no

longer be useful to define the climate of the schools. In many of

these schools the administrator-teachep relationships are a matter of

contractual requirements rather than a function of administrator-

teacher interpersonal behaviors. It has been the experience of Lhe

Present invest igator that teachers in labor-organized schools tend to

raspond to the items according to the contractual role of the admin-

intrator rather than to his leadership characteristies. These data,

then, possens no value fop describing the climate of those schools,
Recommendations Regarding the Use of the
Nriginal Form of the 0oCDhN

The investigator does not recommend the 0CDQ in its present form

The Questionnaire will be

e recommendations which fc’low are made for those

people who wish to take into account the research constraints #hich were

study.

mun require-

ments to insure dependable results of research ir the climate domain

when the present form of the OCDQ is the basis for the data:

1. The Halpir:-Croft data do not contain enough variance to be

Schools today vary significantly
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(from the schools in the original sample) on all domaing of climite.
The current sample ol data is a fortuitous onc; withal, the data do |
represent a greater range of schools than did the original sample.

Furthermore, the current data were collected within the past three-year

period. If the OCDQ is used, the current sample of data should be used
for normative purposes (for an external reference), rather than the
Halpin-Croft sample.

2. The nine dimensions of climate which the current data revealed
should be the variables in climate-research studies rather than the
original eight dimensions.

- d. The factor-loadings of many items in the subtests are quite
low. FPurthermore, some subtests do not contain enough items either to
insure that the domain is well defined or to insure that the measure
of the domain is dependable. A researcher in the climate domain should

consider these two points to determine whether obtained relationships

are meaningful .

RN

R 4. The reliability estimates for some of the dimensions are
; relatively low. The climate profile, however, is quite stable. Hence,
the profile should be the basis for treatment of data.

5. Some of the original 64 items should be deleted.from the
queslionnaire, and others should be rewritten when the OCDQ is revised.
fhese items do not contribute, systematically, to the measure of the

domains, but they should remain in the questionnaire at the present time.

The regression-estimate scoring procedure ignores these items, for the

most part, in the computation of a score, (The weights associated with

these items have a value that is near zero. Hence, the product of the

T I e om s e Y A, ¢
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weirht and the item-response i3 near zero and adds 1ittle to the mblesd
seore).

6. The climate groups (types) are ureful to describe variation:
among schools on organizational climate. This measure (the climate
type) is too gross, however, to be very useful for data amalyses. Tor
purposes of statistical analyses of data, either the climate-profilcs

i or the scparate climate-subtests should be used. Many researchers who
have used the OCDQ have directed their research activities toward the
identification of variations in other variables that could be attributed
to the lype of Organizational Climate. More specificaily, these studies
have tried to relate other variables to the degree of openness or
closednesss that was associaled with the educational organization. This
research act ivity would be more legitimate if the types were more
"pure.”" They are not, however.

7. Further »esearch on Organizational Climate should transcend
the archaic methodology that is most often applied to the data. The
procedures that are more likely to produce dependable and meaningful
results are those which apply multivariate statistical procedures to
the scores on the dimensions of climate. Correlational studies will
require either canonical correlational-analyses or multiple correlational-
analyses, or both, in order to identify the relationships that exist

between the Organizational Climate and other variables. Likewise,

saw ey

: comparisons Lo be made among schools that are claniiflied according to
siome independent variable can best be achieved by blocking on the

4 independent variable and then computing either multivariate-analyses

i

‘

ERIC:

Aruitoxt provided by Eic
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of variance or multiple discriminant-analyses on the set of climate
subtests.
Recommendations Regarding the Revising of the 0CDQ

The present study was designed to provide a basis for research
efforts to revise the original Halpin-Croft conceptualization of climate
and to revise the OCDQ. This basis, however, is limited to two domains--
statistical procedures and the present form of the 0CDQ. The following
research must be performed in order to provide insights into the
procedures which are required to revise the conceptual Model of climate
and, accordingly, the 0CDQ:

1. A complete review and critique of the literature related to
the Organizational Climate of schools must be performed. The emphasis
of this study should be directed toward the literature related to the
0CDQ and the Halpin-Croft conceptualization of climate. The study must
be extended, however, to include literature related to other concept-
ualizations of climate, such as the work of Owens and Stienhoff
and the application of their Organizational Climate Index (see
Stienhoff, 1965).

The primary objectives of this study shoul! be to identify the
indicators of change or extension needed in either the Halpin-Croft
conceptual model of dlimate or the 0CDQ, indicators which are mentioned
in the literature.

2. The questionnaires which are used at the.present time to
measure Organizational Climate, interpersonal relations within the
organization, leadership style, leader behaviors, or other domains

which relate to the climate of an organization, should be identified.
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A content-analysis of the items which compose tnese questionnaires
should be performed. Next, a toxonomy of the content should be
determined, and the items of each questionnaire should be classified
according to the taxonomy and then summarized for each questionnaire.

The objectives of this study would be to relate the domains

of the questionnaires with respect to the content (in order to relate the

conceptual bases for the questiomnaires) and, in turn, to compare the
research findings from the analyses of data from these questionnaires.

3. A samplec of labor contracts between the teachers' unions and
the school system should be collected and a content analysis performed
of the points of the contract. A taxonomy of the content of the points
should be determined. Each element of the taxonomy should be examined
to determine the impact of this contract point on the interpersonal
relationships and administrator styles within the school.

The objective of this study would be to determine the effects
of the labor contracts on the Organizational Climate and, in turn, the
measurement of Organizational Climate.

4. One of the steps that will be required to revise the 0CDQ,
and perhaps the conceptual model of ¢kimate, will be to identify those
aspects of educational organizations that seem to relate to the
dimensions of climate. Once these characteristics are identified, a
review of the climate model will be necessary. This review should
determine whether the defined dimensions of climate are so exhaustive
that they include all the traits that are identified. If not, then
the number of dimensions must be increased, and these new dimensions

must be defined and integrated into the climate model.




3 = i PP T O Y T

57

5. Typing of schools will remain an uncertain issue in climate
vescarch until an exhaustive set of types is defined .nd veritied by
dependable rescarch activity. These types can be identitied hypo-

lhetically. In this case, the researchers would hypothesize a set of
prototypic profiles that include all meaningful variations in the
profiles. A sample of schools that is representative of the range of
i climates that is hypothesized would be selected and data collected from
within those schools. [n order to verify the types, there must be some
schools that are assignea to each type. Furthermore, the climate of
each school in the sample nust be described by at least one of the
lypes.
Number 5 above must be performed after the conceptual model of’
climate is defined and after the questionnaire for measuring the
dimensions of the model is constructed. This research will be needed
to extend the conceptualization tc include the descriptions of the
di fferences between schools in Organizational Climate.
The following recommendations elate specifically to modificationms
of the OCDQ which were revealed by the present amalyses:
1. The following items should be deleted; they do not contribute
to the measure of a subtest, and the item-content is only vaguely
related to the obtained dimensions of clinate:

Teachers prepare administrative rzports by themselves.

Teachers leave the grounds during vhe school day.

PR O

. ' Extra duties for teachers are postec comspicuously.
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2. The following items should be revised, either to be more
specific or tc be more directly related to the dimension for which each
item is written:

Sufficient time is given to prepare administrative reports.
In faﬁulty meetings, there is a feeling of "let's get things
gg:iéers are contacted by the principal each day.

The rules set by the principal are never questioned.

School secretarial service is available for teachers' use.
Teachers work together preparing administrative reports.
Teachers are informed of the results of a supervisor's visit.

3. The aloofness dimension is not measured by the present form
of the 0CDQ. The concept, however, seems to be useful for describing
behaviors of administrators which are related to variations in climate.
This subtest <hould be constructed in accordance with the définition
which was formulated by Halpin and Croft. At least ten items should be
constructed to comprise a subtest to measure this domain.

4, Sample-free test-calibration procedures should be used to
process the data for the revisions of the 0CDQ. The Rasch method
(Rasch, 1960; Wright, 1969) of test calibra;ion has shown a remarkable
degree of success with achievement-type data. Recently, a computer
program has been developed that will perform these analyses on scaled
data (such as the 0CDQ) responses. This procedure can be used to
determine mathematically whether an item should be included in a
subtest and can be used to compute normative data for the test.

Because this procedure is sample-free, the selection of the data sample
for purposes of revision will not be as critical as it would be with

conventional correlational-analyses (which have been used in this

study).
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5. One of the greatest problems that has confronted researchers
in the climate domain is the extremely low variances in the subtest
scores of the OCDQ. The original scoring procedures have hidden this
fact from many researchers, and they have interpreted their results as
if large amounts of variance were present. For example, within a
sample of schools the difference between the highest raw-score school~
mean on a subtest and the lowest mean on that same subtest may be no
more than two~ or three-tenths of a point on the four-point scale. Yet
the standardized scores may indicate variations as great as one or two
standard deviations. The subtests of the 0CDQ must be revised in ‘such

a way that the variance in respect to the response scale is increased.
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APPENDIX A 6
FACTOR PATTERN MATRIX® FOR THE 64 ITEMS OF
THE 0CDQ: CURRENT DATA (N 12,125)

ITEM ~ DIS  HIN  ESP  INT  0BJ LOG  PRO THR  CON
01 06 03  -12  -06 63 00 oy 02  -07
02 38  -06 -15  —q7 02  -02 11 -17 13
03 07 02 13 -11 39 12 05 00  -13
o4 03 03 06  -10 11 4y -01 18 -13
05 01  -05  -17 10 66 oY 07 -08  -01
06 45 -02  -19  -1p 19 06 11 -04 00
07 00 03 o4 -12 03 66 -06  -10 11
08 08  -27 03 00 06 31 03 27 -18
09 -12 -01 -10 45 10 10 00  -12 12
10 40 -03  -13 03 12 -01 06 11 -1
11 -13 03 25 12 -07 07 09 06 08
1y -08 66  -13 09 02 on -0? 07 -0
13 03 -0] -30 61 9 06  -03 03 0
14 39 02  -16 13 05 ' -01  -07 09 ol
15 00  -05 07  -04 -0y 70 -01 @ -12 07
16 -01 50 01 o4 -0S 08 -09  -01 oY
17 05  -03 15 54 12 02  -06 11 -1
18 57  -02 06 13 =07 -06 -08 13 -1y
19 -30 08 10 41 -16 09 08  -09 07
20 12 45 o4 04 09 06 01 01  -08
21 -07 02 06 55 03 01  -05 12 -12
22 68  -03 07 05 .07 -09 -0y 12 -16
23 -0% -03 15 02 -11 29 02" 09 -05%
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ITEM DIS HIN ESP INT OBJ LOG PRO THR CON

24 00 64 ~-13 07 -05 00 -10 11 -0y

25 -09 26 07 13 ~19 02 08 -18 12

26 62 00 12 09 -12 -07 02 -10 01

27 -07 07 8y 02 01 -08 02 -12 oy

) 28 10 09 17 -14 -06 01 -20 65 24
29 09 09 -12 -09 09 -07 -08 12 73

30 23 00 01 ~-14 -19 05 22 -40 28

31 01 -01 76 =05 10 -02 09 -01 -13

32 03 08 11 -10 -03 o =07 80 -08

33 10 06 -09 07 00 -03 -04 -02 66

34 10 -01 14 -06 -1y -02 22 ~55 40

35 -01 -06 70 06 =01 -03 -03 19 -17

36 06 01 12 -0y -10 01 02 52 15

31 08 ~-05 =12 -07 05 -05 12 16 42

. 38 41 -03 -26 02 16 06 09 35 -38
) 39 00 o4 07 14 -20 -09 32 =32 12
40 -06 00 25 13 -29 -06 18 02 28

. 41 ~02 02 o4 -02 -08 11 07 71 -17
42 12 02 -02 -06 03 -04 14 4y 16

43 ~-03 09 03 06 -14 -03 40 -17 11

4y 19 -06 -12 13 13 10 05 05 -14

us 19 -17 -10 01 27 12 oy 32 -17

;f 46 05 -02 -06 22 -09 -06 45 06 -07

47 13 01 07 32 -06 -10 21 15 -48
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ITEM DL

HIN

Lsp

INT oBJ LOG PRO THR CON
"y 06 -006 ~09 18 -09 -01 12 66 ~07
49 08 -07 -11 06 13 -05 06 45 08
50 -09 03 -03 21 -08 06 21 03 03
51 ol -01 03 09 -06 -05 21 -10 06
52 on -05 -0k oy 00 -G5 -02 60 18
53 10 =21 07 0% -02 15 15 06 05
Hi -09 02 -03 12 -05 06 39 17 ~-19
HY 02 -08 -03 -03 ~-0h -0 13 39 -0?
56 09 -11 05 . -01 16 -07 20 11 ol
57 -07 02 -07 07 03 03 Ly 12 -17
58 -03 11 -11 27 -13 -01 25 14 -43
59 05 -01 11 08 -05 -01 18 57 -16
60 10 11 ~-38 12 09 -0& 20 -11 -06
61 06 -06 0& -12 08 -06 41 01 16
62 -01 ~05 03 -07 -05 oy -01 42 23
63 -02 -05 02 -0y 02 11 20 11 1y
64 -02 02 33 -11 =04 -06 38 17 o4

%The decimal points have

been omitted.




APPENDIX B 65

ITEMS THAT DEFINE THE NINE DIMENSIONS
OF ORGANIZATTIONAL CLIMATE: CURKENT DATA

FACTOR
LOADING ITEM

DISENGAGEMENT

.38 2. The mannerisms of teachers at this school are annoy ing.

.45 6. There is a minority group of teachers who always oppose
the majority.

.40 10. Teachers exert BrOUp pressure on non-conforming faculty
members.,

.39 14, Teachers seek special favors from the principal.

.57 18, Teachers interrupt other faculty members who are talking
in staff meetings.

-.30 19. Most of the teachers here accept the faults of their
colleagues.

.68 22. ‘eachers ask nonsensical questions in faculty meetings.
.62 26. Teachers ramble when they talk in faculty meetings.
.23 30. Teachers at this school stay by themselves,

.41 38. Teachers socialize together in small select groups.

HINDRANCE

-.27 8. Sufficient time is given to prepare adminisfrative reports.
-66 12. Administrative paper work is burdensome at this school.
.50 16. Student progress reports require too much work.
-5 20. ‘leachers have too many committee requirements.

.68 24, Routine duties interfere with the job of teaching.
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FACTOR
LOADING ITEM
ESPRIT
-.19 6. There is a minority group of teachers who always oppo:e
the majority.
.25 11. In faculty meetings, there is a feeling of "let's get
things done."
-.30 13. Teachers talk about their personal life to other faculty
members .
-.16 14. Teachers seek special favors from the principal.
.84. 27. Teachers at this school show much school spirit.
.76 31. The teachers accomplish their work with great wvim, vigor,
<nd leasure.
.70 35. The morale of teachers is high.
-.26 38. Teachers socialize together in small select groups.
.25 40. Teachers are contacted by the principal each day.
-.38 60. Teachers talk about leaving the school system.
33 64, The principal insures that teachers work to their full
capacity.
INTIMACY
-.16 6. There is a minority group of teachers who always oppose
the majority.
L5 9. Teachers know the family background of other faculty
members .
.61 13. Teachers talk about their personal life to other faculty
members .
.54 17. Teachers have fun socializing together during school time.
.41 19. Most of the teachers here accept the faults of their

colleagues.
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FACYOR
LOADING ITEM

55 2. There i$ considerable laughter when teachers gather
infcrmally.

.32 47. The principal talks a great deal.

.27 58. Faculty meetings are mainly principal-report meetings.

OBJECT SOCIALIZATION

.63 1. Teachers' closest friends are other faculty members at
this school.

-39 3. Teachers spend time after school with students who have
individual problens.

.66 5. Teachers invite other faculty to-visit them at home.
-.19 30, ‘feachers at this school stay by themselves.
--20 39. The principal makes all class scheduling decisions.
--29 40. Teachers are contacéed by the principal each day. N

.27 45. Teachers help select which courses will be taught.

LOGISTICAL SUPPORT

a——

.44 4. Instructions for the operation of teaching aids are
available.

.66 7. Extra books are available for classroom use.
.31 8. Sufficient time is given to prepare administrative reports.

+70 15. School supplies are readily available for use in class
work .

.29 23. Custodial service is available when needed.
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PACTOR
LOADING ITEM
PRODUCTION EMPHASIS
-.20 28. The principal goes out of his way to help teachers.
-32 39. The principal makes all class scheduling decisions.
.40 43. The principal schedules the work for the teachers.
.45 46. The principal corrects teachers' mistakes.
.21 47. The principal talks a great deal.
-39 S4. The principal runs the faculty meeting like a business
conference.
< 57, Taculty meetings are organized according to a tight agenda.
-?5  58. Traculty meetings are mainly principal report meetings.
<11 6l. The principal checks the subject-matter ability ol
tcachers,
.38 64. The principal insures that teachers work to their full
capacity.
THRUST
.27 8. Sufficient time is given to prepare administrative reports.
-65 28. The principal goes out of his way to help teachers.
~.40 30. Teachers at this school stay by themselves.
.80 32. The principai sets an example by working hard himself.:
-.55 34, Teachers eat lunch by themselves in their own classrooms.
.52 36. The principal uses constructive criticism.
-35 38. Teachers socialize together in small select groups.
-.32 39. The principal makes all class-scheduling decisions.
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FACTOR
LOADING ITEM

.71 41. The principal is well prepared when he speaks at school
functions.

.44 42. The principal helps staff members settle minor
differences.

! -.17 43, The principal schedules the work for the teachers.
.32 45, Teachers help select which courses will be taught.

.66 48, The principal explains his reasons for criticism to
teachers.

.45 49, The principal tries to get better salaries for reachers.

.60 52, The principal looks out for the personal welfare of
teachers. )

.39 55. The principal is in the building before teachers arrive.

.57 59. The principal tells teachers of new ideas he has run
across.

.42 62. The principal is easy to understand.

CONSIDERATION

.73 29. The principal helps teachers solve personal problems.
i .66 33. The principal does personal favors for teachers.
.40 34, Teachers eat lunch by themselves in their own classrooms.

.42 37, The principal stays after school to help teachers finish
their work.

-.38 38, Teachers socialize tczsiuer in small select groups.
s . .28 40. Toeachers are contacted by the principal each day.

-8 87, The weincipal talks a great deal.

-— B .
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FACTOR

ITEM

LOADING
‘.19 5'4.
-.17 57.

! -.43 58,

The principal runs the faculty meeting like a business
conference,

Faculty meetings are run according to a tight agenda.

Faculty meetings are mainly principal-report meetings.




