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INTRODLCTZON

Games serve a variety of purposes in Anerican sociaty,
for some, parlor games and Spectator sports provide a form of

relaxation, Increasingly, hovever, serious games -are heing

- developed a5 a learning device, Serious games, as a type of
curriculun development, require rigorous fomms of evaluation,

and the creation of diyerse evaluation strategies to meet that

need. The purpose of this study, then, is to describe the foppe

ative evaluation strateqy enployed in the appraisal of the

o acconplish this, three tasks are wdertsien, First, an
overview of the game's conoeptual framework is provided, Second,
formative evsluation is defined, and the evaluation strategy |
which evolved from the gane's conceptual framewnrk and the def-
Inition employed is Gescribed, Finally, 1nfcrmat10n dEIlVEd
fron the application of the strategy is presented along with'
tentative concluslons related to revisions in the game,

Conceptual Franevork

The elenentary principal occupies a pivotal position in the
schao;fs organizational structure, Descriptive and normative
writingstgﬁ the principalship iﬁdicate that eleentary principals
generally are unavare of their pivotal role in the school's
decision-naking process and the overall pattern ﬂf the decisiong

v they make. Two factors may account for these phenomena: {1} an

effective leadership style which hag not evcived to a leve] of

=7=

consciousness for systematic inplenentation: and (2) a strateqy
of decisions which is largely undifferentiated,

The Principal Game vas designed to meet three objectives
related to the concept of leadership s%yle and the role of
decision-naking in defining that style; The abjectiyes sought:

(1) To Lncrease the principal's avareness of the nature
of political decision-naking,

- {2) o increase the principal's avareness of his/her -

personal leadership style as manifested by decision
priorities,

(ﬂ%@mﬂm@ﬁﬁ@ﬁmMMMS

through the use of such pre and in-service materials 3

alternative decision slmulatlcns

Prinsipals meke nuneross decisions during & given day,
The nost significant of these decisions are the political
decisions for they serve to define the principal's leadership
style.

Because the term "political" is value-laden and yields a

miltiplicity of definitions, the folloving definition of political

decisions was employed during the game's creation:
(1) Decisions about the managenent of a social unit Which
are designed to be collectively binding on the menbers of
the unit, _
(ﬁm@Mnm@mmmﬁnmummmmnn
relation to cnllectivelg binding decisions regarding the
managenent of the unit,
For example, the bureancratic structure of the school
represents a social unit. When a principal deeides to keep the

students ingide during inclement weather, it is a political



nanagenent of j—

wJ=
@mmimmmmmagma@mam@mmﬁmm
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of teachers decides to adopt 2 k-6 social studies curriculup sequence,
1t has made a political decision, fowever, If the third grade
teachers refuse to incorporate these materials into their ¢lass,
they are making a political decision, I the final analysis, the
principal is held accountable for these decisions,.and the manner. .
in which they are handled indicates leadEIShip style. The inter-
relationship may be seen in the fallowing illustration.3

TYPES OF POLITICAL DECISIONS
Individuals

Cgllgctiyely principal keeps | Teacher sends Decisions
binding decisions students inside students outside about or in

. relation to
e - ———[  collectively
the social unit  Comnittee adopts | Third grade teachers binding
K6, social studies| refuse to incorperate decisions
curriculun the materials
Non-Individuals :
(the social unit, groups, collectivities)

related to the  during recess | anyway

The Principal Gane,. incorporates three areas which present

mmm@MMMmmﬁmﬁmm%mMRmmMm

organization, and interpersonal relations, Groups involved in
these decisions included students, staff, parents, and central
office adninistrators. The alternatives reflacted four essential
maﬁmmmﬁmmimummmwmmmmmm
of sqhool_or personal policy to achieve institutional goals, the
allocation of resources, and the settling of conflicts,
Mditionally, the vay in which the political decision was made
JMM%@M&@mmeM@ﬁMEMmME
Overlap anong dreas existed in most incidents since "oure"
exanples ére relatively rare in the pzincipéi's working environment,
)
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For exanple, an incident involving a teacher's reluctance to make
teachers and parents, persomal policy, and conflicts eﬁer personal
fatety.

teacher to a neighboring school involves both the organization

of the school and the interpersonal relations vith the. beacker.
The principal's decision must attend to the delicate balance -
between his/her position relative to the central office and also
with respect to the teacher. Finally, the principal must justify
the decision relative to the implementation of school éistrict
policy, the goals of ""e teaching staff, and the allocétian of
scarce resources (in this case, a talented teacher). |

Political decisions are the result of interrelatei activities
ﬁEMmﬁmmﬁMMmmmem@m
Others are affected by the deéisian also directly or inéirectlyi
In the Principal Gane, these key actors include parents; staff,
students, the school board, and the community in general‘

Richard Snydef4 underscores the effects of these iﬁte:actioqs
in summarizing the process of search, appraisal, and choice in
political éecision=making- He describes the intellectual oper-
aticis inherent in decision-naking as rarely residing within a

single individual, Rather, they are distributed "anong variots

 individuals, qroups, or agencies," Wifhin their specialized roles,

these actors may be "deciders, formulators of plans, policies, and

action strategies, or influencers,”
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Médiating variables may affect the outcomes of political
decisions, however. Relationships betweeﬁ and interactions
among individuals as well as misunderstandings and impaired
communications represent a sample of such variables. 'In addition,
the social process characteristic of complex érganizatiéns, i.e.
"bureaucratization of responses, conflict, accomodation, and
" motivations unrelated to the tasks or godls’ cf the Qrganlzatlan"s

serves to further complicate the decision process.

In the game, principals encounter three occasions for
decisions. -Curricular decisions invaive the determination of

what will be taught and, to an extent, what’teachers will do
(or not do) in the classroom. Inter-personal decisions most ‘often
involve the morale of key actors within the school. Patterns

of communication are critical to interpersonal decisions.
Organization decisions involve the maintenance af the school
plant as well as the structure of the educatiénal process.

Closely linked to the occasions for decisions are the types

\w

of decisions encountered in the incidents. Policy aecisién5f

equire the creation or interpretation of school policies and

pefsanal policies and/or rules. Goal decisions concern the
creation and attainment of objectives by indivdiuals and the
organization. To a degree, they are determined by the general
Pufposés and aims of key actors within the occasions for décisimns;

The allocation of resources requires the principal to make

dag;s;cns about who géts what (i.e. how supply will meet dem d)

7
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Conflict decisions thén occur over the allo é ion of resources
or because of communication problems associated with interpérséﬂal
relations.

Political decisions may be made in three different ways:
authority, consensus, and majérity rule. Situational variables
often determine th, most effective method. That isf A decision
made by the principa l alone (authority) working with the advice
of others may be the only way to operate in some situations.
Similarly, consensus (general agreement among everyone involved)
may work in situations where the needs and wants of the individuals
are intertwined with the decision. N21ther indicates a partisulaf
predilection toward task (authority) nor people (consensus) .
Neithar does the use of majority rule indicate a special adherence
to the value of the democratic process. In short, the effective

leader uses these ways equally well depending upon the situation.

Leadership Style .

Contempory writings on administrative and supervisory ‘

~ behavior stress two esseéntial diméasiaﬁs:k The mainténanceraf
the organizational system and the welfare éf the individuals
involved. EEfg;gvaﬁn; and Starﬁatt provide an excellent over-
view of these dimensions in their explication of McGregor's
Theory X and Theory Y management, Halpin's consideration vs.
initiatin§ structure, and Getzel's and Guba's nomothetic vs.

ideographic dimensi@nsis
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‘While each of these theoretical constructs represents

‘an efficacious approach to ;ééaéfégié“ﬁehéviari‘féf purposes
of alternative decision simulation design, Blake and Mouton's
managerial grid is the most aescriptivei7; As in the above
models, concern for people and concern for task are central
to the grid. Mathematically, however, it is possible to rep-

e ~ -~ resent and describEJEightyéane'léadership“stylés}“”Tﬁis”may
8 _ R

be seen in Figure 1.




CONCERN FOR PEOPLE

. PIGURE <

MAVAGERIAL GRID

1,9 Management

Thoughtful attention to needs

Work accomplishment is from

- of people for satisfying e

relationships leads to a

comfortable, friendly organization
atmosphere and work tempo,

through a "common stake" in
organization purpose leads

to relationships of trust and |
respect, |

the necessity to get oul work

while maintaining morale of people

at a satisfactory level,

N — - S
ﬁ! _ |
5,5 anagenent
Adequate organization performance .
e 1§ PO851ble through balancing o]

. PR -
- CONCERN FOR PRODUCTION

committed people; independence|

|9v9ﬂanagerlnent _[ ]

) ) ) _ . —
1,1 Management 9,1 Management
Exertion of minimun effort to "Bfficiency ‘in operations results
get required work done while | from arranglng conditions of |
L sustaining argan;zatlnn N work in such a way that humagﬂh .
membership, elenents interfere to a
minimum degree, '



he Principal Game 1mplements the managerlal grid substan-

tively as a learning device ‘and stzuctu:ally as an Q:ganlzlng
aev;ce. Thus, the individual incidents and the alternatives
Presenteﬁ are - 1nterpfetlve reflestlans of - Elake and Mouton's
general desgriptians of leadership styles. The interpr%ﬁati@ns
evident in- the gaﬁa are those éf'the game designers and not of
Blake and Mouton. | o
As lllustrated on the grld “the‘ééﬁe éancenﬁrates Qﬁ fifé
"pure" 1eaaersh;§ styles -=- (1,1), (5,5), 1,9), (9,1), and (9,9).
Blake and Mouton describe the (1,1) manager as one whc engaqes
in carrying out orders, making the rounds as unébtruslvely as
possible, avoiding é@nflict or c@nfrcntatign, and éccagianaliy,
scapegeatinggg  Fgf example, a (1,1) principal, évefhéaring &’
faculty room dlscu331an on students' lack of fégéé&%’fcf*autharity,
—Wéuld leave the room to avoid having to take a position. in a,i
discussion. |
The "middle of Ehé road" managér (5,5) is:ﬂhéra;téfiseﬁ'by '
Blake and Mouton as an "organization man". Althéggh grgfé;abler
 to the (1, l), (9,1) and (1,9) fﬁé‘ﬁagers, the (5, 5)—managef is
- flawed. En ugh push is éxertéd tc get the job done ana avoid
low mcrél@ *Dndltléns, but the task and the means fcr cgmpletlngf
Vlt are generally déf;nea by the manage:.- Likewise, suberﬂlnates
"tend to be manlpulatéd or cgnsulted in a perfunctgry mannerila
The decision is ult;matély made by the manager

A (5 S) Prlnclpal, when fa;eé W1th a s;mllar "lack af respect" »'

T i"discuss;an, wcul& seek a EDmperlEE. While generally agreeing




Ehat sémeﬁhinq-néedéd to- be d one; the (S'S)VPfinéipal would alSGfrrff 
suggést that teachers shculd try to undarstand the students '

»iiDSltan-_ As a result, téachers reae;ve the message that respéct

|.|\

is ;mpértant but so are stuaénts fee;;ngsir The decision
- .appears satisfactcryj at least superficially. Upon clésef:_
~analysis, however, its canﬁilliatéry nature emérges.- Dn the

pésltlve Slﬂé, the (5,5) prlnclpal has 1nd1catéd some fléxlblllty,

~a willingness to make a decision which takes several variables ERER

‘c@nfl;ct.

H gh concern for PfDdUEt;Gn and - emghas;s upon getting the

ij dcne are characteristic f the (9, l) task manager., This-_,
;style r%semblés McGregar 5 Thagry X superv;scr : Eecaus f tha )

pzaductlén undgf task management may actually dlmlnlsh. 11

As might be expected the (9 1) managér qulckl de V213957 

che reputatlon far taugh-mlndedness, a hard=1;ne apgr@ach to

vgg';g;g;gwﬁg;ﬂégg%gigpgjVané an unwave’lng predlspésltlén toward

’_institutignal goals. 12 _Accguntablllty, in terms af 1nput=

Gutéut, 15 a récu:rent theme in ;ntra—argan;zatlcnal ccmmunlcatléns.m;f

I

The (9,1)7pripclpa1, on the,lssue of student respect, wauld,'

insist that teachers make it a high pricrity itém in the:i_fi‘ilrasjs’ez?{.i le

Wlth 1555 time spent on- bécamlng "friends" with students, more -

time can ba sgent on démandlng respect. Hence, students are
;"ﬁképt in line“ and production increases. Human_rélatiéns arérj

13



f,relat;gnsh;ps._ o ’,' ' '.' 'w;jf

not-central -to-effective-learning-environments.

At the'cppcsité'egtrémé,VthE'(lr9)1"éauﬁtry7élubﬁ maﬂégéfT"'

fE lw gs amcng subardlnatesi Unfartunately, PféﬂUEtan anﬂ task

‘acccmpllshment are genérally sacrlflcaa to maintaln PGE iti

13

A

Thus, lnstltutlcnal gaals and lelcléS becc seconda:yrt

H l ‘D“ :

malntalning mcrale through pDElt;Vé human relatlcns.

L

g neral, the (l 9) manager will employ a nQn—crltlcal,

- warm apprcach in encaurag;ng subordinates té : mpl;sh tasks.,'
tVInstltutlénal gaals are ESSéﬁtlal anly as ‘the ey pr@m@te.a'highr

level of satlsfactlen and securlty améng membérs Qf‘the arganisaf'j  .,

14 _

””tian. Decisions- made must be accégtablé to everyang ;nvalved

, usually thraugh cansensus, w1th emphas;s upan ma;ntalnlng alL;es

- at all'levels of the grgan;zatlaﬂ,

The (1,9) Frineipal,:cénfféntéd’with thé disénssién on

'student resgert, would tactfully remlnd the teachers Df the

;mpartance of c assrcom rappart ana relaxed learﬂ;ng env;ranments._fA

7 Respect 13 galned thrgugh the farmatlén cf clcse relatlanshlps
-_Wlth the stuﬁeatﬂ.  Rather than Eushﬁﬁﬁ students, lead them ,Vlﬁf_,.g;f
}by example. Respect émergas as studénts perce1ve that thé

' tgachers éﬁpéctiiti Mést nén—sugpérters wauld descrlbe the (1, 9)

aggf@ééﬁﬂas permlsslve.r.
The final “pﬁfa“’manéQEfial type ’dentifieﬂ'by Mouton and
Blake is the (9,9) “team manager“ 15 central to this approach

= '1-{; o




'r_is'the”récégﬁitiﬁn of the 1nt§réépenﬂent nature of thé ;ﬁstltut;@n

and all its members.'-Pgl;cy, gcal,'resgurce and c@nfl;ct decislgns

reflect a shared :oncern for tasks to be accamgllsheﬂ and pecplé :m 
aff,cted by the decisions. Pﬁﬁef is dlffused s@mewhat but the -
(9,9) manage: is unlfgrmly recagnizeﬂ as a Etréng 1eader.

This is accomplished prlmarllg thr@ugh:skll;fg;fgsevané
‘maintenance bf systems of inflﬁéﬁce; ﬁembers @f'ﬁhérbfganigationalg
f”i:"{”;syStem'realiﬁe that'ﬁhéif'éuggestiéﬁé7mé§ ﬁétféhly Ee sought, .
fbﬁt implemented. . L;kew;se, they realize the assumption of

respans;blllty for 1mplementatlgn will usually rest with them_l
Pecpl re expacted to camglete tasks, but théy are alsa expecteﬂ
to employ the;r creatlv;tyg 16 ccnflictrlg neither avciaed nor ;1 
saught but used as a méthad Df prgmatlng ;nalv1dua1 and »

;nstltutlanal growth.

The (9;9) prln p al engagea in the dlscu351nn on student

:raspect re:sgnlses thg 1mp@rtance of author ty*ln the classroom. .

chever, the nature af authcrity is not based upgn coerclve,

S xw&m¢&reward,“cr 1eg1t1mata _uses.. @f_pgwer,m“Ncrnls ;t ha ed--sole 1y : ~~,f,~ai

rup@n student s récggnltlan of the téacher as expert. Eathé:

1t mast @ften aperateg frnm a- reférent base.lj' That is, a&mifati@n

and ;espéct emerge as a funct;on of Derfc;mance and strong
";nte;—persénal rélatﬁcns.r As such, it mirrors the (9,9) pziﬁcipal?szﬂf;

leade:shlp behav;gr




T ' -- The Princigal,gggg,inc@rpatates eléments~indigencusftc the
c@n?eét of p@litical,ieciSicnémaking and interrelates them with
a tﬁearetical device used to déscribe'leéﬂership style. Together,

they camprise the cgntent of. the game.} Its f@rm is der d from .

a,game mﬁdél—lfb 1led as-an alternative dec;s;@n slmulatignilgr—

e Before decisions could be made conoerning major revisions.
'in the game's content or form, a systematic formative evaluation. ”
needed to be'undéftak%n_” At'thé time of its publicatién in the

"' National Elementary Principal magazine, the game had gone thfﬂﬂgh o

the first stage Df férmatlve evaluatlan, i.e. crltlcal appra;sali
‘It had béen rEVlEWEd by Préfgssars cf gﬂu:atlgn and a gréup cf
prlnslééls in cenﬁral thc to establ;sh the face valld;ty of
the 1ncldents. For pufp@sés cf the maga, ne fo rmat th;s was
ccnsidered suff ent. g |
.’vﬁéwe?erg lf,thevgamé ﬁa:e't@ bé_élacea cn:thejmérket, )
, imgartant=quéstiéﬂé needed to be ansﬁefed_, For examplef did the
7;$cccas;ans f@r déElSanS reflect sltuat;ans actually encauntered
by‘pr;nclpals-1n>vary;ng ;Qcaleé?” bid th; alt Ernatlves g;ven

:VEDVEE the range éf chclces ngzmally c§n51d§§§d by the pr;nc;palﬁ
Wer%;th%y plausible? Were the types Qf decisions 1nc1uded in

the game praPéftiﬁnaﬁe to thé numbér usually encaunteréd hy the
'prlnclp al? D _ '

| Quéétlgﬁs of form also needed ta be answereﬂ ' Wéra the

methads Bf sccring and the ut;llzatlcn of chance elements detractlng ‘“i
i:‘f:Qm thé‘é me? Was the ESDE%Pt of léadershlP StY;é émP;§32d~1n T

thé>game ac eptable to mgst pr;nclpals?.‘Was the Blake-Mouton




‘managerial grid, as interpréﬁeaffar'thé;gamé, useful as an_, 

'1n§1catér of prlnc;p is‘”leaéefshigbstyles as peféeiveﬂ by

»cthérs_, That is, farmatlvﬁ évaluat;gn a§§ralses thé strengths

céntent wh;le _payoff stzateg;es judga interim effe:ts of the -

themselves and others? Hence, the necessity for a systematic

formative evaluation.

FDf purpases of thlS study, fgrmatlve evaluatlgn fcllaws

ané weaknesses of the prgduct (DI E;QEEEE) 1nternally, feeélng
back ;nfcrmatlan to thé develapers vis & vis 1nd1cated mgd;f;ca—
ticns or IEVlS;QﬁS. It dées nat judqe th% ‘worth of the p:aduct

relative t@ other Prgducts gf a s;mllar genre.'

Scrlven abserves two grcuEs of. act1V1tlES gperatlng dur;ng

-farmatlve evaluatlan —ﬁllnt:;nsisrandrpayaff strateglés_,:

In tr1n31c strateq;es jédgé the intélléctual intéqrity'af,thEA

.~ product for . feedbaak to the d%velégérs.' In shert ‘as’ Banald

Eunnlngham nctes, f@fmatiVE evaluat;an ;s ;ntérlm and 1nternal

ED

,whlle summatlve évaluatlgn 15 termlnal and éx+ernal.

- The farmat:va evaluat;an st:ategy d231gned far the lenclp'

Game GGnSlStE Gf four stages. As, néted abaveg the flrst stage"

'cans;sts gf cfltlcal appraisal or féviéw by quallf;ga experts.j
.The seccnd stagé 1nvglv25 the pllat-testlng of the game in its .
magazlne fcrmat u51ng samples represent;ng a ;:st sectign of

pr;nclgals {e 9. rural, suburban and c;ty) The déEEIlPtlén of

Tais stagei:émp:;sgswﬁgghmgjr rity of this paper.

1
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,stuéents in a 31mulatién and gam;ﬁg rasearch and develapmént
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The third Stage'fééuirés a.larger, more fully déflﬁéd sample -

as. generally DSEd 1n fleld—testlng. At thls stage, summative

: evalgat;an occurs as the game is campared with Dtherrmatﬁrialz

Thé f@u:Lh Stage utll;ses lgngltud;nal stualés and other éxgerﬂ’

Tg;s stage involves val;datlgn evaluation and

/grsvides»the~séverest test of the game as a léarning device.

nammi,

‘Application of Stagé'Twa

~-Stage twa, the p;lgt testlng af the Prlnclpal Game,

praceeded in the fc‘lcw;ﬁg manner.' First, a small sample cf

"alementaty pzlnclgals was 1dent1f;ei Thls gr@up 1nclu§ed

= el -

'prlnclpals fzgm Walla Walla, Washlngtgn and- Austln, Texas.~

" The tﬁtal sample of" EIlhElpElE was 11. In'add;tlan, 22 graduaté,

'class were - asked to participate in- thé éValuat;Qn of the gane."'

Qne subisampla graup (77fﬁ11*t1me'pr1nclgals and 1 1ntern) 

1§ns for the purp@se of determlnlng 1cng range effects’

: designed to héighﬁen:prinéipals"awareness of leadersh;p style. |

the playing of the gamé. —The'grguprwas brlafgd'ana told tD

7iécardwéﬁly déciéiéﬁsrwhigh'theyrcgﬁsiéaréa'baﬁh Sighifi&éﬁﬁﬂﬁhhﬁ
- and indicative of théiristyiE'gf'ﬂeéisiﬂﬁamaking_, They were

- told t@rfE§ér§,éccasiéﬂE for éeclslans (arganlzatlgnal currlculaL
ﬁvanﬂ 1ntef;persgnal),.1nalcaté type of décls;gns (p@llcy, géal

_ réﬁéurce all@catlcn an§'GDﬁfllEt);'aESEf;bé kéy actors (parenﬁs;
--Htaff, sﬁudents and central office); and label ‘the way the dec-

,isi,n was made (authcrlty, :ansensus, -and magarlty rule} w1th14

.
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-~ the framéwafkbillustratéd below: -
ﬁmPescriPtian of _ Action o Way DEElSlQn
" occasion for o -taken ' -~ was .made
decision f T : SRk IR
The terms were defined as Presented Earller 1n the stuay N

At the énd of the week, the e;ght prlnc;pals met to turn -
lﬂ th21r natebcaks and Elay the game. They we:é theﬁrgiven a;
new. set af thEbDQkE fcr the second week Thé gamé wasfplayed ol

: essentlally as publlshéd in the Nat;anal Elementarg Pr;nc;Fal.

The - mcst 51gn;f;cant change Was the remgval ef the 1nc;§ents
= R fram the magazlne so they could be placgd ®n71§§1v1dual Eade;
As in the magazineg the decision chcices’WE?e’%éaa to the

' principals,- The large,grcup cf e;ght was lelaéd 1ntc twc

w;@ﬁwum”wwgrcugs of-- -four- fc; purgases of- manageabllity:-“Thé “two— grcups’"*“““‘fijj
, then played the game and were debrlefed segarately using the
oo v same set of debr;eflng quéstlans (Appendix A)i

Fo 1lgw1ng the campletlan of the. set;nd Dec;s;cn NQtEbGDk T

*

_the data-were analyzed>1n several w “The natébcaks were

E"fav1PWéd and the number éf occasions fgr éec;sléns, types Df

declslans and key actors were réccrﬂed for each ;nc;dent. A

rms;m;lgrwagay15157:  pe rfcrmea on the lnclaents Wlthlﬁ the_; e
game (Appendix B). Zhé-tapesi Drdeﬁ durlng the game plays__
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' and debriefings were reviewed éiid?'siéﬁifiéaﬁt"céﬁiﬁléﬁﬁs‘" and

Euggestiéns ncteﬁ. F;nally, the Declslﬂn Ngtebasks werev"scarea“

ac érdlng to :rltEELaJusediln the*scarlng of~ alternatlve declsi ,s
éu:;ng th g s creatlﬁn. Thesers:cres were then c@mparéd w1th

cores rec 31ved from the Principal Game (Appenﬂ; C)

iy

"LIn-additla , ‘the scores frgm the ‘second week s Decision
B NﬂtébGGkS were ccmpared to the first week’s to éetermine if. tha
f game play had any ;mpact on subsequent decls;sns. These :asults'

Jere, hy thélf very nature, te t,t;ve.

j . .. . The secand sub samplé Ecn31stad of tws groups. The first

- was_ cﬁmpésed Gf 22 graduate students 'in an Educatlén'graduaté

H

class wha were aetlvély énqaged élther in résearch abﬁut

rslmulat;an/gam;ng Qr were in the gfacess cf act;vely creat;ng S

th21r own 51mulatlcns/gam es. -Thére were no elementary pr;nclpals
‘Eﬁ;thls ‘group. However, the. membars cculd relate to the prlnclpal

“as a declslan maker thraugh*hyﬁothegls'and empathy;  They waré'”"'”

H

elati ély SQPhlsticatEd gam% players and dev%lapa:s and cauld

and~play” DE “the™ gama

—— PEQVldE gcgd feeaback cn “the form

The P ;7 ,Eé;rgéﬁgtmatefiéisyh d been uséé ;n”a va:léty'cf.

fomE over the paétwyeér'ij;é”déatigﬁél administration elasse$ 

T and with. ather small gr@ups.,”ThESE pl ys cf the gamé had led ~w¢;,”?

to the creation: Qf several d@u ts quest;gns, and” 93531b;l1t es -

7abéut thg gamg f@rmat that,wculﬂ hcge ully bé resélved to samé’f

dégree by *'ref 1ly truﬁtureﬂ play and systematlc content
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The gra&uate studénts turnéd aut ‘to be w;lllng and some-

tlmes enthus;astlc partlclpants in the play of the Prlnclfal :

--Gaméi Dné elementafy school teacher suggested that it mlght be

L:iplayea w;th elementazy sch@él teachers as a device ta devel@p

,empathy for the préblems facad by elementary sch@él prlnclpals
Speclfic aebrleflng quest;@ns were aevelcped f@f th’*732551cn
and the tage recorded debrleflng was. analyzed with an eye toward

A rév1sl@ns in game Play that mlght ‘be ;ncludéd in the format of
the other part of this subﬁsample; Speclflc suggestlﬂns lmElE—
mented béf@ré usiﬁg the'game matéfials w1th prlnclpalslln the
sub—sample are canta;ned in. Append;x D.

The game materials as rev1sed thzcugh stru:turea play and

syst%matlc cantent analys;s we:e used w;th two elaméntary pr;nclpals o

and their lntézns, making a sampla s;ze Df four. Thé research
21 _ |

~ design for thls sample canslsted of content analy51s ,Qf_tape.:_,;;i 9

recorded débrleflng sessions and of partlclpantsr written. E@mments{

. the game,

Two game 53531én3 ‘were heldf’ane fgr each prlnc;pal ana

B inté?n;,fThe Erlnclpal ‘Game was played, 1nc@rp@rat;ng the changes

noted -in ppendlx D.. An open- enéed débrleflng session was tape.

'fecaziéa for later analys;s, w1ﬁh the game dlréctgr unabtru51VEiy_ -

Vrgéttlng notes as an aid to mémary- Some of the ﬂébrlef;ng ques—j,:5jf

%ti@ﬁs ”’tfd 1n Appendlx A were use& as:aslcnally to insure that 7   35

“all areas af lnterést té the game develapers were cgvered




‘determlnatlcn by the particlpants that the play of the game 15"'
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In partlcular, the game dlrectar fscused on the questi@n_.v

Vaf whéther the play Df the game was val;d for the partlc;pants.'

'-,day—ta—day déclslcns that a: wa:klng pr;nclpal fac es? ThlE fécus-

in questlcn;ng assumes that tha funaamental determlnant af

val;dlty in the develcpment Df materlals af thls type is the

- valid for thém.

When'the Gral debriefing wés ‘completed, indicated by the

fact that the pa;tlc;pants we:e "talkea cut"A they were given w,

.a sheet Df Paper héaﬁed by the fglléw;ng questlan-

Imag;ne that anethér élementary adm;nlstratar said to yau,,f'

"I've heard that yau’ve played the E:lnc;pal Game fWé_fE;,>“

ccn51&er1ng us;ng ‘it for an 1n=serv;:e pragram; Eauld yQu
tell me what 1t was like for yau?“ HDW Wauld yéu resp@nd?

" The responses were. analysed using an adaptatlgn of - the pro-

cedure.. descrlbed by Sllberman and Allendar_gg The cgntent analysls':

Df the SDllﬂlted aescrlpt;éns ylelded scares on twn dlmEﬁEanE.;;;;mm;

Qne SEEEE is calleﬁ evaluatlve tone." It s;gn f ‘S 'hether th%

camments abcut the play -of the gama waré predamlnently pas;tive o

pAc; negatlve in value and the ;ntanslty af the evaluative rémarks '

ﬁmmade ab@ut tha Prlnc;pal Game. The seccnd scgre,.ﬁimgact“fbrééé,

resents he extant to, whlch a Partlclpant 1nd tes in Eﬁé é§$ﬁ7',J"

“'crlptlon that the game has cantrlbuted tg persgnal changé.gé

22
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Evaluat;ve tDne is. based on the sum @f thé EGS;thE and
,,negatLVE evaluat;ve stateménts r3221V1ng a value of +1- and nég—rv
ative statéments,sl; Thls scaflng pracedure calls for a gudge
to 1dént1fy statements that express (1) aggrgval or d;sapgrgval
af the game or any asgect of it (e.g. "Eartlc;patlng ;n the game*
 is a,valuablé and WGIthWhllévéxPefiéhcé-") (2) a judgement af the
warth of th% game -or any aspect of it (e.g._“The experience mada Lo
‘me réallze my tenéencles in making Eertaln types of declsians )u
B (3) a pleasure or ﬂlfflculty experienced in the gamei e. g.-“The
the. cgmplexlty that is Pregent in sltuatlans I enccunter 1n the f,
5chacl setting. ") ‘

Impa;t 15 scor 5 bg reading the entire déscrlptlgn and ratlng
1t on a f@ur Pant scala,»accazdlng ts ‘the’ fDllQWlng Erltéfla.i ‘
1§na lmpact- 2=inferred lmgact, 3= 11m1ted impact; and éesustalned -
1mpact. ND 1mpact is 1ndlcated whén the focus af the degcrlgtign f7

is éﬂtlréiy on what hapgéhea in the- play of the game., The parti-%f%

clpant makes no refaréncé to hcw the ‘game has affected h;m ot

"parsgnal exper;encés in the game, but dges nct ﬂlrectly engess

‘how they affected hlm.- L;mltéd 1mpact 15 1nd1cated when ﬁhe 6351;“+
crl§tlgﬂ’cnnta1ns 1nﬁerm1ttent c@mments that the game expe:;ence,i;'
'gr;;  cantributéi ta either attltu§1n31 changes, em@tlgnal grcwth,

dévéiggmant of learnlng skllls, QI acqulsltlcn Gf knawlédge.

Sustalnaﬂ 1mpact 15 1nd;cated whén mcst of thé descrlptlcn lsr




focused on the partlclpant s selfédEVEIGPméﬁtjas a résultvgf the .

, 23
"éxper;enc%; T

- Three of the four Partlclpants were sc@red tg have LRPEZléﬂCEd

 _Df tha Prlnclpal Game and recg:déd iny p951t1ve femarks on the

“Evaluatlve tone" scoring. - The fourth pa:tlclpaﬂt was searéd f

scale and expressed a mlxturé Qf pcs;tive an& negat;ve rémarks tg
.nét score af O.» Scares fgr eaeh are l;stéd in Appendlx E.

L In théir nral comments, all four partlclpants firmly statéd
that the 51tuat;5ns prégented were clearlymreprésentatlve of the
"”5; :”tlans they do and have faced or cgnce;vably cculd face in |
. h31£-pa:tlcular elemantary school settings. Both full. tlme '
;Wprlnc;pals lndlcated that their flnal position on the éflﬂ bcard"'
qulte accuratély reflected their v1ew of themselves as dec;slgn—
make:s.- Al; partlc;pants egpressed.scme frustrat;gn begause
‘rthe'alternatives(présénted did not praﬁide‘thé:kinésréf"Eémﬁlex

- factual data they would ardlnar;ly have in-their-day- tﬁfday;ff%““““*’
:;declslanng H@wever, all _accepted the necesslty to limit the | S
qégﬁplexlty af the cha;ces far the purggses Qf s;mﬁlatlgn and tarj |

focus ég lé,dgrshlp style as . a fuﬁct;gn of dEClSlGﬁ‘maklng

4§"cluslqgs,

1. a 51nglé_werkable aﬁarlnterest;ng form of the play of the -

 ;24 _'



17-Er1nc1pal Game has béén ldentlfled Hawever, thé mater;als‘

rlkremaln flexlble fDr bath small and 1arge grgup Play‘ and fgr , ﬁ:;
3 varlety af PUIPQSES_‘ In addltlgn there is- PDtEntlal fcr‘  ' o f
'5_the materlals to serve as a frame game far the ather 1ead- R
~ -ership tra;nlng aPpl$catlans, such as far teaehers or the
.mllltary-
2; 3The game waérgénerally dascrlbedbas valldly represent;ng the  fi i;
fpfablem 31tuat1@ns a warklng prinelpal m;ght facé.r Altérnatlve ii:
déclslcns presented were alsé generally c@ns;dered valld by z
.Players! 5péélfl§ exceptlcns mentléned by game playarg hava
been noted and are b21ng IEV1EWEd bY ‘the game aevelopérs-f: ¥‘;;f"£
| Thls ;s one way that the partlclpaﬁts have :Dntrlbuted ta o
Val;ﬂatlng the game- mﬂﬂél cf th% 1eadérsh1p dlmens;an af the

”_’elementafy prlnclpalshlp.

"the Prlnclpal Game is a useful 1nt:@ductloﬁ tc the céncept Df *”~=
‘leadérshlp style; Wﬁlle play Qf the game wauld be unllkely |
'ta alte; leaaérsh;p Etyles dramat;cally, there 15 ev;ﬂence

that the mater;als are useful fér stimulat;ng self—awaraness

,Vi:a self—analys;s cf partlclpants dé:lSLDn‘maklng pracasses.:;_
?;4,',P N lgals genérally stated that ‘the: leadershlp styles thatjﬂm»f
| g é ED: them as a result of Play;gg the game were'jy:ti:a?;h
;TEccuraté assegsments cf th21r 1eadersh1p style as PEIEElv§a :~*~”
rrtby them. They stated that the Blake—Mautcﬁ taskﬁgeaplé~“ )
"i ;ggnceptual scheme was a val;d way ta assess th31r déGlSlQﬁ_ :>,
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take ;ntc acccunt rév1s;ans suggested by game partlc Pa"

part;culazly in the araa Df the pr@part;an between tﬁe types .

' af dec;sléns faced by prlnclpals, the Prlnclpal Game is. ready

- for. summatlve evaluatlan;
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Debri

After keeping a decision notebook for .a week and playing the

1lo0.

1.

Principal Game, what insights did you gain about leadership style?

2. Do you think the concept of leadership style is a valid éne?

3. Do you feel the game is an accurate refle:tlén ‘of "your lead-
ership style?  Why or Why not?

4. A game such as this assumes that the choices given reflect
the alternatives a principal might consider. This-assumes
an idealized .situation. Were the alternatives given an
accurate reflection of PQSSlbllltléS that crcssed your mind
when you read the incident? Which were nct?

5. Were there particular incidents that you considered invalid?
Why? '

6. Were there aspects of the game format that detracted from yéur
enjoyment or involvement in thé game? - What were they? -

7. What strengths or weaknesses did yau perc51ve in the scoring
pracedure? -

8. What strengths or weaknésses did you perce;ve in thé use Gf
the CfLSlS Cards?

9. Eld you feel there was sufflc;ent ccmpgt;;ian within the gamé
to sustain your interest? 1Is gampetltléﬁqéynecéssary ingred-

-ient in a game of this type? :
What, if anything, did you feel you've learned from this

experience? . What effects might a game such as thls have on
your future decision-making? .




. CATEGORIZATION OF INCIDENTS
WITHIN THE PRINCIPAL GAME*

... CURRICULAR  INTERPERSONAL ORGANIZATIONAL

15/48 N 11/48 25/48

(31.25%) (22.9%) . . (52.1%)

GOALS (OBJECTIVES) | CONFLICT |ALLOCATION OF i
' RESOURCES -

POLICY (RULES)

19/48 15/48 : 11/48 8/48

 (39.6%) (31.25%) (22.9%) (16.7%) .

PARENTS STAFF - STUDENTS CENTRAL OFFICE

6/48 : , 39/48 - 12748 |  6/48

(12.5%) ) 81.28) | (25%) |  (12.5%)

- TOTAL NUMBER OF INCIDENTS __48

3

In Back Row, the total of the numerators equals more than forty-
 eight (48). This is caused by overlap between cell categories - ..
~ " -in certain incidents. - T : SR




APPENDIX C

CATEGORIZATION OF DECISIONS* MADE BY ELEMENTARY PRINCIPALS

In Walla Walla, Washington - WEEL 1l and Wéek 2.
WEEK 1
CURRICULAR .  INTERPERSONAL ORGANIZATIONAL
19/81 (23.5%) 24/81  (29.6%) - 38/81 (45 9%)
N ' R ~__ |ALLOCATION OF
POLICY (RULES) GOALS (OBJECTIVES) | CONFLICT |RESOURCES
25/81 (30.8%) 15/81(18.5%) | 19/81 22/81 (27.28)
L : e (23.5%) .
“PARENTS S 0
__(COMMUNTTY) _STAFF | STUDENTS CFN?‘:?‘L OFFICE
- 21/81 (25.9%) 34/81 (41.97%)| 37/81 8/81 (9.87%)
- ”, e J(45.7%) | —
TOTAL NUMBER OF DECISIONS 81
WEEK 2
T GURRICULAR INTERP ERSDNAL ) ORéAﬁIZATIDNAL |
11/74 (14!9%) 23/74 (31.1%) 40/74 (54.05%)
e o . i o “TALLOCATION OF
EQLIQ;@§§LES) ??%FS(DBEECTIVEE) 7,CQNFLICT RESOURCES
30/74 (40.5%) 12/74 (16.2%) | 16/74 17/74 (22.97%)
, (21.6%) R
~PARENTS 1 — =
_(comMUNTTY) _ sTAFF ;s?ggEN?s CENTRAL DFEICE
20/74 (27. oz%) 35,74 (47.3%) | 21/14 4/74 (5 43)
. | (36.5%)
TOTAL NUMBER OF DECISIONS _ 74

*

In some rows, the total of the numeiat@:s equals more than
" the deﬁ@minatct; This 13 caused by @verlap between cell

catega:;es in certain dec1s;ans.




APFENDIX D

Changes in the format of Principal Game mateérials from

Elementary Principal, November-December, 1975, 'in preparation

for play with principals in second sub-sample in this study.

1. Elimination of Crisis Cards - because it was found this

chance element could "distort" a player's score and therefore

not give the player a fair reading of his leadership style in

Game would focus solely on situations over which the principal
has influence. |
2. The play is arranged so that each game player has a copy of
Vréach decision sitﬁaticn as it is being ccnsidérééi This is

accomplished by doing three things:

"éI“‘MﬁEﬁEiﬁgwtﬁé“dééiéiﬁn"éi;ﬁéﬁién$ §ﬁ”§§l6fWéodéd'Garéé"
according to whether the situation involves teachers,
students, pareﬁté, or the central éffiée,
b) 'Eliminatiné movement on the track and determining
which incident is selected by the throw of a,c@l@r
cgied die.
c) Pioviding each player-with anvidentifiéd set of decision
| situation stacks, s0 thatzif, for instance;'a.plaiéfnff 
rolled “yell@w“i all piaférs'wguld pick the top
numbered card from the "yellow" stack- in front of them

and all players would have the same incident.

It'shcuid be nateé’that the cards ccﬁld also be color- ,"'/

coded and labeled by curriculum, @:ganigatignal; and

interpersonal as well as by teachers, students, parents -

. or the central office.




3. Each player feais his own incident, rather than the game
diréctgr./ © o
4. Scoring of the incident is public, rather than secret.
After each incidznt, the player's marker is moved to the
position on the grid which corresponds to the decision he
~has chosen. After each three inéidents,rplayers'averagé their_
scores and proceed with play of the game.:
5. " Play proceeds for thréevrcunds of three, at which p@int"
~ the game director explains the Managéﬁiai Grid and players ...
play one more round. After this final round, debriefing -
begins. | |
6. As a result of the.abcve chénges, the "board" will consist

solely of a representation of the 9x9 cell grid.




EVALUATIVE TONE  IMPACT
SCORE SCORE

PARTICIPANT 1 ' i f] ' 2
3

TI 4
PARTICIPANT 3 - : o 4 3
4

PARTICIPANT 4

w; 3ﬁ¥




