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BUREAUCRATIC STRUCTURE, ORGANIZATIONAL PROCESSES, AND
THREE DIMENSIONS OF SCHOOL EFFECTIVENESS

Cecil Miskel, Robert Fevurly, John Stewart

Based primarily on experience, folklore, and common sense, educators
know that a variety of indigenous situational factors within schools make
potent, little-understood impacts on the performanée of students, teachers,
and administrators. Yet direct empirical evidence is scant and contradic-
tory. Even the relatively simple univariate relationships are rot well
understood, while the interactive relationships that produce heightened
effects remain, at best, speculative. One explanation for this knowledge
gap is the lack of efficacious measurement tools. Another is the apparent
reluctance of researchers in educational administration to include effec-
tiveness criteria in their studies (Miskel, 1976). A third reason might be
that several studies and literature reviews--for example, Coleman, et al.
(1966), Jencks (1972), Mosteller and Moynihan (1972), and Shea (1976)--
suggest that achievement is explained primarily by variables outside of the
school .

Regardless of the reasons, the school assumes a primary responsibility
for its effectiveness level. Such explanations as those above are of little
practical value because they do not provide educational decision makers with
the information necessary to affect educational outcomes. Therefore, in-
vestigations describing the complex relationships among the schools' 'situa-
tional components and their effectiveness levels should yield ya]uab]e

findings and also could spur additional studies in this important, neglected
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area. Ratsoy (1973) supports this contention when he asserts that adminis-
trators and others might consider the most important concern to be the
relationship, if any, between school structure and effectiveness. For

these reasons, the purpose of this investigation was to determine the pre-
dictive powers of structural and process components for perceived organiza-
tional effectiveness, teacher job satisfaction, and overall student achieve-

ment in schools.

Theoretical Framework

Independent Variables: Bureaucratic Structure and Organizational Processes

Bureaucratic structure is defined as the formal characteristics of

enduring patterns of operation in a school. Bureaucracy is designed to be
relatively independent of particular individuals; that is, it refers to the
relatipnships among different roles that have been created to.achieve educa-
tiona1 gda]éi Hage's (1965) axiomatic theory of organizations provides
several useful concepts for investigating a school's structure. Centrali-
zation, forma]iiatfon, complexity, and stratification are four properties
fhat represent means to accomplish organizational goals. The Structural
Properties Questionnaire was developed to. measure these characteristics

(Bishop and George, 1973, and Murphy, Bishop, and George, 1975).

Organizational Processes, in contrast to bureaucracy, refers to the
more informal, interpersonal characteristiés and processes that result as
individuals interact in an organization. The conceptualization used to
guide this study was developed by Likert (1961, 1967, 1972). This formula-
tion incorporates concepts such as ieadership behaviors, motivational
forces, and interacticii-influence patterns to map these processes on a

continuum from exploitive-authoritative to participative.
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If a school falls on the exploitive-authoritative end of the continuum,
the interpersonal relationships are characterized by little trust, confidence
or supportive behavior. Hosti]ity pervades the school. At the opposite
pole, the participative system is described as having a close, warm and
friendly atmosphere in which supportive teaders and highly motivated employees
share the responsibility for high'ﬁérformance. The intermediate portions of
the continuum--benevolent-authoritative and consultive--tend to resemble the
extremes from which they deviate. The benevolent-authoritative part has
most of the trappings of the exploitive- author1tat1ve system, only to a
lesser degree. A school descr1bed as consultive is well along the way toward
deve]oping the characteristics of the participative system. Likert and
Likert (1972) used this theoretical model to develop an instrument called
the Profile of a Sciiool (POS). |

pependent Variables: Job Satisfaction, Perceived Organization
Effectiveness, and Student Achievement

Job satisfaction was defined by Hoppock (1935) as any combination of
psychological, physio]ogica], and environhenta] circumstances that cause a
person to say, "I am sat1sf1ed with my job." This deffnition has been

widely held since Hoppock's or1g1na1 work (Vroom, 1964, and Sm1th 1967).
More specifically, satisfaction is a result of the teachers' job experi-
ences in relation to their own values and needs. For this study, job satis-
faction is the affective oriehtations of teachers toward their present work

roles.

Perceived organizational effectiveness is the subjective evaluation

that a school can mobilize its center of pcwer for action (Mott, 1972).

Effective organizations are able to produce more quantity with better




quality, to show flexibility, and to exhibit adaptability to a greater
'extent than less effective organizations. Mott formulated the Index of
Organizational Effectiveness (IOE) to measure these three dimensions across
a wide variety of organizational types. Using his conceptualization and
measure in a variety of settings, Mott found that perceived effectiveness
was greater in organizations with multiple elites who were functionally

and normatively integrated. Moreover, this finding supports. the statement
that interpersonal processes are more important than the Organizational con-
figurations or structures to perceived effectiveness.

Student achievement is defined as the overall academic success that

students within a school attain on a standardized achievement test battery.
More specifically, the compos1te bu11d1ng scores for the Iowa Test of Basic
Skills (ITBS), Form 4 (Linquist and Hieronymous, 1973) comprised the criter-
jon for school achievement. The composite is formed by combining the

student scores in five .subject areas into a single index for school achieve-

"ment. The test publisher has constructed a set of norms for this indicator~

which allows schools, as the unit of analysis, to-be compared on their
average performance percentiles.

Using the composite score alsc reduces the reliance on verbal achieve-
ment. This is highly advantageous because verbal achievement is affected
‘strongly by individual socio-economic background variables. The resuit of
using the composite, therefore, is to focus more sharply on the variables
that can be'manipulated by educational decision-makers to improve school
performance.‘ | f

In summary, the model for schqd] effectiveness is multivariate; that
is, the focus is on relationships.as they jointly influence organizational

success (Steers, 1975). Moreover, the criterion variables approximate
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Hage's organizational ends--adaptiveness, produttion, efficiency, and job

satisfaction. An attempt to integrate the model follows.
Rationale and Hvpotheses

Hellriegel and Slocum (1974) concluded that several studies support the
generalization that the more favorable the organizational climate, the
~ better the performance and the higher the job satisfaction. Likert and
Likert (1972) stated that the closer a situation approaches participative,
the greater the likelihood of superior’performance. Gejs, Leonard, Madden,
and Denton (1973) found that the openness of climate affects student achievement.

Several propositions and corollary statements of Hage's (1965) axiomatic
theory also relate to the variables of this study. Hé postulates that higher
centralization and formalization lead to higher production and efficiency
but less job satisfaction and adaptation. I:. :reased complexity, however,
leads to lower production and adaptation but higher job satisfaction. - The
findings of Hoy, Newland and Blazovsky (1977) show that centralization in
schools reduces morale but that increased formalization of the job descrip-
tion improves teachér morale. Pennings (1976) found that participative,
decentralized, and autonomous organizations are more effeztive (higher
production and satisfaction with less anxiety).

Other evfdence‘exists for the contention that the bureaucratic struc-
ture impacts the effectiveness levels of schools.. For instance, Anderson(1971)
concluded that student achievement 1evéls decrease as bureaucracy levels |
“increase. Additional less direct evidence for the position is provided by

George and Bishop (1971). They found that in more structured schools (high
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SPQ scores) teachers were highly anxious and tense. Conversely, in less
structured situations (low SPQ scores) teachers demonstrated a higher

incidence of a motivator teaching style. Teachers withvhigh professional

orientations were found to implement innovative programs more frequently

in less structured schools.

Based on these somewhat conflicting generalizations and fihdings,
three hypotheses wefe derived to guide the study. Schools with more
participative processes (higher on POS) and 1&55 structure (low on SPQ)
will have significantly higher levels of (H-1) parceived organizational
effectiveness, (H-2) job satisfaction, and (H-3) student achiéVement than

schools with less participative processes and more structure.-
Methods

Instrumentation: Independent Variables

Bureaucratic Structure. The Structural Properties Questionnaire (SPQ),

Form 4 was used to measure the schools' bureaucracy as perceived by teachers.
The SPQ was developed by Bishop and George (1973) and refirg: by Murphy:
Bishop, and George (1975). Its conceptual basis is the means propertie;
of Hage's (1965) axiomatic theory. The 45 items grouped into 12 factors
essentially ask the respondents to describe their school using the constructs
of (a) centralization with four factors, (b) formalization with five factors,
and (c) complexity with three factors. A description of the major constiructs
and their related subscales follow.

Degree bf centralization or hierarchy of authority refers to the power
distribution withiqafhe school. It i$ the locus of authority to make decisions
affecting the organization and todescribethe degrae of involvement exercised

by members in decision-making. Each of the primary components of centraliza-

tjon -- participation in decision-making and hierarchy of authdrity -- is
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represented by two o% fhe following four factors: (a) participation in
decision-making for classroom policy, (b) participation in decision-making
for general curriculum policy, ({c) hierarchy of authority locus for admin-
istrators, and (d) hierarchy of authority 10cu$ for teachers.

The degree of formalization or stanaardization describes how rules
are used in the school and refers to the extent of work standardization
and the amount of deviation that is permitted from the standards. The fol-
1owing'five factors (5-9) operationalize the mAjor components of this construct:
(a) job codification, (b) role specificity, (c) standardization, (d) rule
observation, and (e) professional latitude.

The degree of complexity or specialization involves the number of areas
of expertise, the length of training required for each area, and level of
required professional activity. Three factors (10-12) constjtute the indica-
tors of school complexity: ‘(a) number of occupational specialties, (b) pro-
fessional activities, and . (c) professional fraining.

The teacher; responded'to each item with a four category response scale.
The category descriptors for 41 of the items were rarely, sometimes, often,
and very freaguently. In the other instances, four levels of the hierarchy

'served as descriptors. The categories were assigned values from one to four.
The factor score c0efficien£s reported by Murphy,.Bishop;kand George (1975)
then were employed with each item response to calculate weighted i scores.
The 45 item Z scores were then summed to yield 12 factor scores for each
respondent. Individual factor scores within an analysis unit were averaged
to broduce a school score. The higher the score, the greater the organiza-
tional structure.

The validity of the SPQ is supported by several studies summarized by |

Bishop and George (1973). These researchers also reported alpha coefficients
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as estimates of re]iabi]ity'ranging from .54 to .84 with most being around
.80. The new scoring procedure precluded the calculation of reliability
estimates with the present sample, but the early indicators support the
reliability of the SPQ.

Organizational Processes. The Profile of a School (P0S), Form 3 for

teachers, was employed to measure the less formal interpersonal behaviér and

other processes in the school. The POS, for the most part, asks the re-
behavior

spondents to describe the actual human/that occurs in the school rather than

personal attitudes of the respondents.

This instf&ment is the result of Rensis and Jane Likert's efforts to
adopt two industrial measures, Survey of Organizations questionnaire by
Taylor and Bowers and the Profile of Organizational Characteristics, to the
educational setting (Siepert and Likert, 1973). As mentioned earlier, the
theoretical foundations for the POS is Likert's management systems framework
which places schools on a continuum from punitive-authoritarian to group-
interactive.

The teacher form of the POS contains 65 descriptive statements. Each
is followed by an eight category response scale. An example set of category
descriptors ranges from very little to very great. The categories are
assigned values from one to eight with the higher numbers indicating a more
participative climate. |

Typically, the responses are processed by Rensis Likert Associates and
a Data Printout is provided. While this method has positive characteristics
for survey feedback, problems for research arise because thé 65 items are
combined to form 40 indicators in about 10 subgroupings that correlate to

- Likert's overall theory. The multiplicity and diffuse nature of the scales
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9
in addition to their lack of internal consistency lessen the utility of the
POS for research purposes.

Therefore, the data were procesSed for the present investigation by
factor analyzing the 542 Fesponses into a few number of subscales. Principal-
components and ob]ique R-factor analysis procedures were used to determine
its fundamental factor structure. The criteria for determining the number
of factors were the following: scree test, discontinuity of eigen vaiues
(Cattell, 1968), interpretability (Rummel, 1970), Kaiser's (1960) eigen value
of one, and the structure suggested by Likert (1972). No a priori prefer-
ences were made regarding the importance of these criteria. When a‘conflict
among them occurred, a judgment“Wés”made as to which made the moét overall
sense.

The result was a four factor solution with the first three bearing a
remarkable resemblance in content and structuke to the industrial Survey.of
Organizations questionnaire described by Taylor“andkawers (1972). Factors
one and two are very similar to the supervigcry and peer leadership factors
of the industrial questionnaire. Factor three is similar to the orgariza-
tional climate factor and focuses on motivational forces, goal setting
practices, and control processes fdr the staff. Factor four is similar in
content to three but concentrates on student relationships. A description
of the four factors and the highest orthogonally Toaded item follow.

1. Principal Leadership (23 items). This factor contains items that
describe the principal's behavior in terms of supportiveness, work facili-
tation, goal emphasis, and interaction facilitation. The focus primarily
is at the princ{pal-teacher level of interaction. The item, "How often do

you see your principal's behavior as friendly and supportive?" had the

highest factor loading of .8l.
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2. Teacher Leadership (22 fteﬁé). This factor is very similar to
principal leadership except the center of atteﬁtion‘is on teacher-student
relationships. Basically, the teachers are describing their own behavior
in terms of supportiveness, work facilitation, goal emphasis, and interaction
facilitation. The highest faétor loading has .75 for the item, "How much do
your students feel that you are trying to help them with their prob]ems?"

3. Staff climate (12 items). The items constituting this factor tap
areas such as perceived influence of different staff levels (teachers,
principals, and central office administrators), interaction among teachers,
and who hold high performance goals. The question, ”Af what level are
décisions made about academic school matters?" had a factor loading of .67.

4. Student climate (8 items). The questions measure perceived student
influence, use of student ideas, and studént involvement. The highest
factor loading was .68 for the item, "How muéh influence do you think
students should have on non-academic matters?".

The item scores ranging from one to eight were sUmmed to pfoduce indi-
vidual factor scores. The indivfdua] factors scores were averaged to
generate the school score. The validity is well established by the develop-
mental work reported by Taylor and Bowers (1972) and Likert and Likert
(1972). The alpha coefficients as estimates of reliability for this sample

are .96, .93, .87, and .83 for factors one to four respectively.

Instrumentation: Dgpendent Variables.

Jobh satisfaction. A six item instrument developed by Miskel, Glasnapp,

and Hatley (1975) was used to assess the teachers' affective orientation
toward the job. The measure is indirect and asks the teachers to ihdicate

their feelings toward various job situations. The subjects respond by

12
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Se]ecting from a five category Likert-type scale ranging from strongly dis-
agree to strongly agree. The categories are scaled from one to five with a
.hjghgruggqu‘indicating greater job satisfaction. Finally, the instrument
has high face validity and an alpha coefficient of .71 as an estimate of
reliability. |

Perceijved Organizational Effectiveness. Mott's (1972) Index of Effec-

tiveness (IOE), adapted to the school situation, was employed to measure
this construct. The original items were modified by replacing those words
pertaining to an industrial situation with words indicating an educational
setting. For example, "school" was substituted for “division." Steers
(1975) describéd the IOE as normative (attempts to specify those things an
organization must do to become effective) and generalizable td all organiza-
tions.

The eight-item instrument asks the respondents to‘evaluate their school's
effectiveness on production (quantity, quality, efficiency), adaptation,
and fiexibi]ity. A five category response set was provided for each
question which was scaled from one to five. Mott (1972) provided extensive
indicators of validity and the estimated reliability for this sample was .89.

Student achievement. The composite building percentile scores from

the Iowa Test of Basic Skills (ITBS), Form 4 (Lindquist and Hieronymous,
1964, 1973) constituted the measure of student achievement. The ITBS is
comprised of a battery of five major subtests which are combined to form a
composite percentile score. The reliabilities of the composite scores for
the different grade levels are very high at .97 or .98.
The four perceptual instruments were divided into.three separate

questionnaires. The job satisfaction and perceived organizational effec-
tiveness formed one questionnaire and the SPQ and POS comprised'separate

13
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Sampling and Data Collection Procedures

The schools in one parochial and eleven public districts in northeastern
Kansas that wefe using the Iowa Test of Basic Skills constituted the pobu]a-
tion. In the two 1argest districts, 14 and.18 schools were randomly select-
ed. The 93 schools in the other districts were included for a total of 125.
Eleven faculties opted not to participate, so 114 (91%) schools comprised
the final sample.

Within each school 12 to 18 teachers were randomly chosen to complete
one of the three instruments. Of the 1733 selected, 1619 (93%) voluntarily
participated. To insure against a response set across the different measures
and, therefore, to maintain methodological independence among the measures,
the subjects within each school were randomly divided into three groups:
one-third responded to the SPQ, one-third to the POS, and one-third to
criterion instrument. The returns for each were 533, 532, and 554 respec-
tively.

Since the school was the unit of analysis and not the individual, the
data were aggregated by averaging the teacher responses within each school.
The result was school scores for the 18 subscales comprising the SPQ, POS,
job satisfaction, and perceived organizational effectiveness measures.

In most instances, a research team member attended a faculty meeting
to describe the study and to gather the data. In a few cases, this pro-
cedure was not allowed and a designated facuféy member distributed and
collected the instruments to and from the selected teachers. The ITBS
scores were provided by school districts' central offices. Due to dif-
ferences in district testing programs, cqnparab]e ITBS scores were not

aviilable across all schools. However, adequate data were collected for
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grades three, five, and six,

Analysis

The multiple stepwise regression analysis procedure from the SPSS:

Statistical Package for the Social Sciences (Nie, Hull. Jenkins, Stein-

brenner, and Bent, 1975) was used to test the hypotheses. Kerlinger and
Pedazuf (1973) caution that standardized regression coefficients or beta
weights can be unre]iab]é, especially with small samples. The sample sizes
in this investigation were somewhat limited, particularly for the achieve-
ment data (N = 39, 43, 47). Four criteria, therefore, were established to
guide the stepwise procedure. If the significance level for the overall.
regression equation fell below 1%, the variable added less than 1% variance,
the significance level of the beta weight was 1ess than the 10% level, or

the variable lacked conceptual clarity, the regression analysis was terminated.

Results

The means and standard deviations for the 16 independent variables from
the POS and SPQ measures and the dependent variables constitute Table 1.
The four means for the organizational processes are the result of summing
the 23, 22, 12, and eight items comprising the factors. To place the sample
on Likert's continuum, the summed values must be divided by the‘items in each.
The’resulting values are 6.01 for principal leadership, 6.13 for teacher
leadership, 5.32 for staff climate, and 4.61 for student climate. Since
the conceptual mean of the continuum is 4.50, all of the subscales tend
toward the participative end of the continuum. With the exception of the

student climate factor, the schools are described by the teachers as being

15



TABLE 1

14
Means and Standard Deviations for the Variables
Used in the Study
Variable Type ‘ Standard
Name , Mean Deviation
I. Independent Variables (N=114)
A. Organization Processes
-Principal Leadership : 138.37 17.51
-Teacher Leadership 134.78 10.35
-Staff Climate 63.83 8.08
-Student Climate 36.92 4.85
B. Bureaucratic Structure
1. Centralization
-Participation in Decision Making--Classroom
Policy : 0.25 0.60
-?articipation in Decisicn Making--General
Curriculum Policy 0.35 0.51
-Hierarchy of Authority Locus for
Administrators 0.09 0.63
-Hierarchy of Authority Locus for Teachers -0.38 0.50
2. Formalization
-Job Codification 0.45 0.60
-Role Specificity 0.28 0.82
-Standardization -0.10 C.45
-Rule Observation 0.20 0.34
-Professional Latitude 0.25 0.64
3. Complexity
-Number of Occupational Specialties -0.27 0.49
-Professional Activities 0.25 0.48
-Professional Training -0.12 0.58
II. Dependent Variables
A. Job Satisfaction - : 21.92 2.61
B. Perceived Organizational Effectiveness 30.61 3.56
C. Student Achievement (Percentiles) ‘
-Grade 3 (N=47) 62.17 18.82
-Grade 5 (N=39) 58.89 20.71
-Grade 6 (N=43) 57.30 21.82

15
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highly consultive with the two leadership factors approaching the participative.

Eight of the 12 SPQ factors have’positiVe ya]ues which indicate a tendency
toward higher bureaucratic structure. The perceptual dependent variables ere
slightly above the conceptual mean of 3.50 (Jbb Satisfaction X = 3.65 and
Eerceived Organizational Effectiveness X = 3.83). Finally, the student

'~{echievement scores are seven to twelve percentile points above thevpopulation
mean. In summary, the sample can be described as using consultive processeé,
tending to be somewhat bureaucratic, and having positive effectiveness charac-
teristics.

Table 2 presents the overall equation statistics for the five stepwise
regression analysis procedures employed to test the three nypotheses. All
were significantly different from zero at the 1% level. In addition, the
explained variance (R2) ranged from 24% to 44%. At the macro level of an-
alysis, the hypotheses not only were supported statistically but‘the magni -
tudes. of the explained variances are important. For example, the explained
variances of achievement scores (38%, 44%, and 24%) by the situational varia-
bles are promising. It is granted that socioeconomic variables were not
entered. Nevertheless, the consistency across the grade levels provides
important support for hypothesis three.

The standard partial regression coefficients (beta weights) for the inde-
pendent variables in the five equations comprise Téb]e 3. Overall, 18 beta
weights (22.5%) are significant beyond the 10% level. Only four independent

 variables fail to achieve significance in at least one equation.

The organizational process variables, taken as a group, are positively
related to the criterion variables. A mixed relationship appears in consider-
ing the bureaucratic structure variables, however.-:The centralization varia-

bles are negatively related to the dependent variables. This means that more

17
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Aruitoxt provided by Eic:

TABLE 2

Multiple Stepwise Regression Equation Statistics Predicting Job Satisfaction,

Perceived Organizational Effectiveness, and Student Achievement

Statistic Job Perceived ~ Student Achievenent
| Satisfaction | Organizational
Effectiveness Grade 3 | Grade5 | Grade 6
=114 114 VA = R A
N 0.3 0.4 0% | oM | 0m
F Value 1.6 7.5 o6 | oen” | e
df 4,109 4,109 VA R T R

**Significantly different from zero at the 14 Tevel,

Q ‘
B MC G
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TABLE 3-

N Standard Partial Regression Coefficients (Beta Weights) for the MuTtiple Stepwise Regression Analysis |
Fquations Predicting Job Satisfaction, Perceived Organizational Effectiveness, and Student Achievenent

- Dependent Variables

Independent Variables Satisfaction | Perceived Studant Achievenent
| Organizational '
Effectiveness | Grade 3 |Grade 5 |Grade 6

A, Organizational Processes

~ -Principal Leadership Lk . - L .
-Teacher Leadership - “ - - - - -
-Staff Climate . 0k . iRk o

-Student Climate - | -
‘B. Bureaucratic Structure |
1. Centralization

-Participation in Decision Making--Classroom - - - Q5xkk o gk
Policy | -

Participation in Decision Making--General - 14% - - SR R L

Curriculum Policy | ‘ |

Hierarchy of Authority Locus for - -
Adninistrators N

Hierarchy of Authority Locus for Teachers - -

2, Formalization
-Job Codification R/ L

~ -Role Specificity -

- -Standardization -
( “-Rule Observation | 14 - |
20 | -professiona] Latitude 1 13+ . - -

3. Complexity | ;
-Number of Occupational Specialties - 0%

~-Professional Activities ‘ - |
-Professional Training o -

* Significantly different fron zero at the 103 Tevel, | | S \
| * Significantly different from zero at the 52 Tevel. | | 921
E iigi* Significantly different from zero at thefl% level. | ST
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participation in decision-making and a closer locus of control of decisions
are positively related to effectiveness. The formalization factors also
are positively related to the performance criteria. Uniform role defini-
tion, standardization, and rule enforcement are associated with high scores
on all of the effectiveness indicators. Finally, the complexity construct
has a mixed relationship to perceived effectiveness and third grade student
achieiement. These findings suggest an intricate pattern of relationships
that can be’further explicated by considering the relationships within each
equation or for each hypothesis.

The equation testing hypothesis one, that thé structure and process
variables are predictors of perceived organizational effectiveness, contains
four beta weights significant beyond the 10% level. More participative staff
climates (beta = .22), high formalization through job codification (beta = .49)
and professiona]ism (beta = .13), and greater comp]exity in occupational
specialties are positive predictors of this'criterién. In other words,
teachers describe the school as being organizationally effective when thé
decision-making ié ghared by a large number of different professional types,
each within a sphere of expertise.

Hypothesis two, that particiﬁative processes and less étructure Tead

to higher job satisfaction, is paktia]]y supported by four significant beta

weights. These relationships suggest high job satisfaction depends on the

- following factors: participative principal leadership (beta = .31), less .

centralization or more participation in the decision-making for general
curriculum policy (beta = -.14), and high formalization of job codification
(beta = .?4) and rule observation (beta = .14): Open communication and
supportiveness from the principal in conjunction‘with uniform rule application

to well-defined jobs lead to teacher job satisfaction.
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Testing hypothesis three, regarding student achievement, represeﬁts a
more complicated situation. The use of three grade levels with relatively
small sample sizes along with the exclusion of background variab]es‘reqUires
a cautious interﬁretation. Taken as a whole, however, two important sets
of re]ationships are evident. First, centralization of decision-making
is negatively re]atéd to student achievement (bétas = -.45 for grade 3,

.-.28 for grade 5, and -.39 for jrade 6). Second, high formalization and,
~in particular, standardization are positively associated with the three

achievement scores (betas = .45 for grade 3, .36 for grade 5, and .24 for

grade 6).
The two negative relationships between principal leadership (beta = -.48)
and achievement and between professional activities (beta = -.26) and achieve-

ment lack conceptual clarity. The generalization seems unacceptable that
nonsupportive, closed principals and professionally inactive teachers pro-
duce positive student achievement scores. Since the relationships are isc-
lated in single, different equations, perhaps the best explanation is fo
attribute the'resdlts to the earlier mentioned unreliability of beta weights

in small samples. Until further evidence is forthcoming, this conclusion

appears appropriate.
Summary and Conclusions

The purpose was to investigate factors within schools that can be
changed by educational administrators which, in turn, will enhance perfor-
mance levels. Several potentially important-ke]ationships.were found, not
all conforming to the hypotheses. The primary exception involves the
centralization component of bureaucratic structure. In general, however,

the relationships were consistent across the effectiveness criteria for
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the organizational processes factors and the bureaucratic structure constructs
of centralization and formalization. Combining the dependent variab1es'into

a single criterion and applying the present results yields the following
generalization: Schools characterized (a) by more participative organi-
zational processes, (b) by decentralized decision-making structures for
classroom and curriculum policy, and {c) by more formalized structures

ére the most effective.

More specifically, the findings support those of Hoy, Newland, and
Blazovsky (1977) that centralization reduces morale but that increased
formalization improves teacher feelings. Penning's (1976) findings also
were supported.‘ In regard to Hage's (1965) formu]atiOn, the results aré
mixed. The findings here reverse his postulates for centralization. For
formalization, however, all the criterion vafiab]es were positively asso-
ciated with it. No systematic relationships appeared for the complexity
factor so no suggested modifications aré offered.

In conclusion, several findings suggest modifications that can be
incorporated into planned change programs for improvement of échooi effec—
tiveness. Moreover, important questions remain to be explored. Hopefu]]y,

further theoretically based research will follow.
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