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ABSTRACT

Forty-two studiec were reviewed to find out how
teachers felt about participative decision-making. The studies were
systematized into¢three broad categories: (a) satisfaction and
morale; (b) effectiveness and prodrctivity; and (c) leadership and
supervision. The findings of the studies reviewed seemed to indicate
that, with few exceptions, teachers seemed to favor participation in
decision-making. Most of the investigations consisted of descriptive.
reports of the perceptions of faculty ‘and other educational
personnel. Part of the Teason for ,this may be the difficulty at
arriving at operatlonal definitions for certain concepts, such as,
participation, influence, climate, etc. Without operational
definitions, these concepts become hard to measure. This review of-
the general literature on teacher attitudes toward participation in

decision-making may suggest some avenues and ideas for hard research.
(Author/MJB) )
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Teacher Attitudes Toward Participation in Decision-Making

Introducstion

A fundameneal ideal of our democratic republic is that every pérson

have some way through which she/he can participate in decisions which
dircectly affect her/him. Most people are able to realize this ideal to
a greater or lesser degree in their private lives. It secems logical
that this feeling would also carry over and prevail in an individual's

- working iifc. This would also include the tenching‘proféssioﬁ. The
human relations grPup of school administration scholars has indica;ed
that there is a posgtive rglationship Between participation in .
decision-making and temche; satisfaction.l But does the rescarch
.support this assumption?

Writing about teacher union activity, James A. Belasco and his
colleagues insist upon ghe overriding dcmépd most teachers have made
for participation in deciéinn—making about curriéulum, e&ucétionai

. . 2 - ] :
policy and the like. On the other hand, Richard A. Schmuck has
theorized that many tecachers feel decision-making to Se too
threatening and feel it should be left entirely-up to the

‘principal: "It's his job."3 Actually, the way most teachers feel

about participation in the decision-making process probably lies

lehris Argyrls Tntogrr cing the Individual and the Organization

(New York: Wiley & Sons, 1964) passim.

James A. %Belasco, et al, "A Case Analysis of Negotlatlon Behavior

in an Urban School Gychm," Education and Urban Soc1eLy, I1 (November,
1969), 28.

3Richard A. Schmuck, "Teacher Participation in Organizational
Decisions," ~pt15hal Association of Gccondarv Principals Bulletin, LIII

(October, T969), 90 )
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somewhere bhetween these two extremes. In fact, it may not even be

possible to know how teachers feel aboug it. For it is very

difficult to measure attitudes, However, a great many researchers

have attempted it.
What is attempted in this paper is a review.of some of those
efforts. As has been suggested, the results of the various studics

indicate a very wide spectrum: from avid interest in and a strident
R b . L

~«demand for participation in educational decision-making to apathy

-

toward and probably even dislike for sharingin decision-making. At

-

. ' any rate, there will b& an attempt to categorize the studies in

some meaningful way with some comment about and evaluation of each

Sy

category. Hopefully, any researcher who desires to look further into
how teachers feel about participation in decision—makihg, will be

able to get an adequate picture of what has been done from this

1 4

limited review of the releyant'litérature.

Report of the Research
To realize some order from the studies corducted abaut teacher =

participation in the decision-making process, they must necessarily
be systemitized in some way.« In gencral, the studies mdy be
)

classified into‘'three broad categories: (a) satisfaction and morale;

(b) effectiveness and productivity; and (c) leadership and superyision.

' ¢
Each will be considered in turn.

woam
x

ERIC T ‘

Aruitoxt provided by Eic:



- N . . by

Satisfaction and Morale.

F)

Several studies viewed satisfaction as relsted to teacher rartici- . .

O
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Satisfactién also reported they felt less job tension.

pation. A study by Francis Cﬁase, reported in rhe Phi Delta Kappan,

DL T T T S e Y - L 5 . L, . e e e eew. o P
involved questionncire returns from 1,784 teachers in over 200

" systems in 43 states. 1In general, Chase found a feeling on the

part of the teachers that the opporfuniéy té participate'regularly
énd.activély in educational planning and>policy—makiqg is closely
related to thé'degree of satisfacfion'which.they feel Qith the

system in which t'ev are workiﬁg.l

Defining sagisfaction as a willingness to remain within the current
s;hoq} organization dgspfte inducement to leave, Belasco along with
Joseph A. Alutto explored thg relationship between decisional
participation and teache: satisfaction in two school districts.',?he
data repo.ted in this scudy indicat® that deéisioﬁal climate is a

factor influencing'teacher satisfaction levels. Those'teacheés who

wer; mostMWE%;ing.E?,??US?d?FMLSQViig”ﬁheir current employﬁent viewed
the'influence/auﬁhority as béihg too centralized- in thevsgﬁerintendgn£fs

office. Further, those teachers vho experienced the highest level$/of

2

o .

lerancis s. Chase, "Facto~s for Satisfaction in Teaching," Phi Delta
Kappan, XXXIII (November, 1951), 127-32. - .

2James A. Belasco and Joseph A. Alutto, "Decigional Participation and
Teacher Satis“action,' Educational Administration Quarterly, VIII
(Winter, 1972), 44-58. : :
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Work (New York: John Wiley, 1959), passim.

F. ‘lerzberg, B. Mausncer and Barbara Snyderman have theorized that

cor Lot variables in the work situation, morivators, lead to overall

0

job satisfaction, but play only an ~xtremely small part in producing

- F U e

job dissatisfaction; while other variables, hygienc variables, 1ead
1
to job dissatisfaction, but do ndt in general lead to job satisfactions™
. . . £
Using the framework built on Herzberg's theory, Thomas L. McGreal

attempted to'identify organizational variables related.to teacher
satisfaction and dissatisfaction. Once again, the willingness to
leave was used as a criterion for satisfaction or dissatisfaction. -~ &
The opportunity to participate in making decisions appeared most often

R . 2
as a motivator variable.

8
At least seven studies -were found which specifically mention the

“a

term "morale" in relation to teacher participation in decision-making.
From a study of the returns from surveys conducted in twenty school
systems by the Division.of Surveys and Field--Services of George Peabody
S AN .

College for Teachers between 1949 and 1957, Hency Harap concluded that

morale is not always a question of salarics or class loads. Among

other factors, sharing in decision-making was rated among the strongest
points in teacher morale. Where sharing in policy.making was neglected,

: 3
morale was adversely affected.  -.

] .
“F. Herzberg, B. Mausner and Barbara Snyderman, The Motivation to

2Thomas L. McGreal, "An Investigation of Organizational Variables
Affecting Teacher Satisfaction'" (Unpublished Ed.D. dissertation,
University of Illinois, 1968). . '

i

3Henry Harap, "Morale,'" Nation's Schoolsy; LXIII (June, 1959), 55-57.
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—  Dwight Arnoldys writing in the Educational Research bulletin, -
£ ¢

reported on a rating shect developed by the Educational Council of

O
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the Ohio Fducation Association and administered din the schools of

Ohio. The writer hoped that the facts collected would show how

teachers felt about morale and participation. While Arnold concluded
there was a correlation betwegn /teacher morale and participation, he

also felt that there are many areas needing joint study and improve-
1
ment.
. - ) [ ]
Other studices relate teacher morale to participatidn in decision-

.

makidg. In his doctoral study at Cornell University, William O'Connor

B - ¢

concluced that happiér teachers had more,democratigirelationships with
. ¢ . '
thedr supervisors. This also included participation in decision-
. 2 . . . ' .
making.“ Using the Minnesota Teacher Survey in selected schools in

New York City, Harold Leimzn attempted to quantify teacher morale.

o s -
From-972 responses, he ¢oncluded that teachers who participaté in

L4
school administration have higher morale than tcachers who do not

.

" participate in school administration: He also concluded that these

.

lDwight L. Arnold, "Morale as Influcnced?by Participation in Group
Planning and Action," Educational Research Bulletin, XXXI (November 11,
1953), 202-11.

2William O'Connor,.”A Study of Some Sclected Factors Related to

Teacher Morale"” {Unpublished Ed.D. dissertatign, Cornell University,
1958). : :

o

-
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teachers have a higher regard for themsel@es and for the teaching
N

S T ' e
profession. The rescarch of Charles Wolf and William Snyder, oung

working in Atlanta, Georgia and the other in Pittsburgh, pointﬁto a

O
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positive relationship between teachers' perceived participation in

decision-making and teacher moralc.2

For those who are curious as to the relutionship between teacher

cparticipation .in decision-making and mowvale with race as a variable,

- there is very little in the literatuwe. It was for this reason

¢
that Harry Morall recoumended in his study that it be replicated

for as many areas as possible. He administered a Likert

questionnaire to 487 randemly-selected black and non-black students

and teachers in Volusia County, Fiorida high schools. It appeared

that black teachers in the study percclvcd hhemsclvcs as partlrlpants

_;n—éxﬂamal—aanagement—wifﬁ—EEirwspondlngly ngh moralp than de non-

black teachers.3 - ' ‘

Several studies view.satisfaction as related to teacher
participation. A questionnaire study by George Sharma tried to

discover the expectations thaf teachers hold toward decision-making

lHaroid Leiman, "A Sﬁudy of Teacher Attitudes and Morale as Related to
Participation in Administration" ({inpublished Ph.D. dissertation,
New Yerk University, 1961).,

ZCharles Wolf, "A Study of Relationsh#ps Among Faculty Morale, Philo-
sophies of Human Nature of High School Principals, and Teachers'
Perceived Participation in Educational Decision-Making" (Unpublished
Ed.D. dissertation, George Peabody Coliege for Teachers, 1971);
William Snyder, "Morale As an LEffect of Teachers' Perceptions of
Their Role in Educational Decision-Making" (Unpublished Ph. D
dissertation, University of P1Ltsburgh 1971) .

3Harry Morall, "The Relationship Betwéen Perccived Participation in
School Management and Morale of Selected Black and Nonblack Teachers and
Students in Volusia County, Florida, Senior High Schools" (Unpublished

Ed.D. dissertation, University, of Miami, 1974).
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practices in their school. TFe centered his attention on the extent to
which agreement of actual practices with these expectations leads to

satisfaction with teaching. lle concluded that satisfaction was directly

«

‘related to the extent to which teachers participated in decision-

-

making as individuals or in groups. Sharma also found that satis-
faction was dirertly rolated to the extent to which current practices
in decision-making in the tcacher's schopl conformed to the practices
- 5 1
which the teacher felt should be followed.
Three studies conducted in community colieges prawed intevesting.

Focusing on North Carolina community colleges, Thomas Barrett anticie
pated that the more the respendents perceived their participation in

the decision-making process, the hisher would be their job satisfaction.

el ‘. —————

S The results,—in—gencrat; suppor.ed this. L .

he

Facu’ty participation in docision—making in the public junior
;
colleges of Alabama was studied by William Biow. In quition; he.
categorized arczas in which respondeuté could indicate tgeir preference
as to decision—ﬁaking. - These cutegories‘wcrc: curriculum gnd

instruction, professional personnel p-licies, general institutional
v

lGeorge Sharma, "Who Should Make What Decision?" Administrator's
Notebook, I (May, 1955), 1-4. '

Thomas Barrett, '"Relationship Between Perceivcd‘Faculty Participation
in the Decision-Making Process and Job Satisfaction in the Community
Colleges of Nor:h Carslina" (Unpublished Ed.D. dissertation, N. C.
State University, 1969).

ERIC
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policies, student personnel poelicics, brdgecing and buildipe aud plont.
It was concluded that faculty desires more participation than they

perccived to exist in all of the a cas. They associated this with

A 1
Ljob dissatisfac’ ion. _ . 2

The results of Martin Sol.artz's study in community’co]icges;in
New York State seewm to e¢h-ilenge Blow's conclusion. Paftiujpation
tended to be associat >l with a sénsu of job =atisfaction. However,
interdst in participstion tended to cluster around day-to-day working
conditions such as ﬁbrkload, hiring and firing. Tt did uot appear
) . :

to be associated with the broader aspects of decicsion-naking such

* . . .2
as budgeting and institutional planning. Closely related to Fhese

neals H
HCT

conetusions—werethe resuits of Frod WiTTtams ' srudy conducted amony
: . . Pt
the faculty at Memphis State University. They related participation
in decision-making to job satisfaction. However, an overwhelming
e
- majority felt that the faculty should determine those decisions
relating to academic affairs. While they beliéved th: faculty should

. assume an advisorv capacity, the administration should make the

decisions.in the areas of financial affairs, personnel matters and

o

1William Blow, "Faculty Participation in Decision-Making in the Public

Junior Colleges of Alabama" (Unpublished Ed.D. dissertation, Auburn
University, 1971). g

ZMartip Schwartz, '"The Attitudes of Faculty of Community Colleges in
New York State Regarding Faculty Participation in the Governance of
Their Institutions" (Unpublished Ph.D. dissertation, New York
University, 1970). :

L0
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other dnsititutional policy.l Patriczia Young reported similar results
from her wucy of 1647 teachers from schools in District 1 in

Phil~ o0 ‘bia, Pennsylvauia.

Finally, "thevre were many tedctieys who did not perceive thois
morale and/or job satisfaction %g bLJnL nStoclntcd WJLh participation
in %he decision-makirg process.. In studyiné 192 teachers in Ontario,
Canada sccondaly schools, Robert hnoop and Robert O' Relll) found
tbat teachers desircd to have their ideas considered rather than to
be involved in making actual dccisiops.3 Similarly, Carroll Gardner
at'fhe University of Michigan reported the faculty indicated they
desire more influence than actual ﬁhrtiéipatio& iﬁ’decisﬁon;making.

In an investigation of teacher participagion ;n policy-muking
 and rolated Tartors—im—four T1lirois public school systems, Dartell
Inabnif fcund that it was not what the teachers did in participatiqn

mattéred, but it was the teacher's perception of the environment for

o

v

Fred Williams, "Faculty Participation in Academic Governance as Viewed
-by Selected Faculty Members and Seleceted Administrators at Mcrphis
State University'" (Unpublished Ed.D. dissértation, Mcmphlﬁ State
University, 1971).

Patricia Young, "Normative Aspects of Teacher Participation in
Educational Decision-Making" (Unpublished Ed.D. dissertation,
University cf Pennsylvania, 1973). St
3. 3 ) )

Robert Knoop and Robert O'Reilly, Participatiye Declslon -Making in
Currlculum, ERIC Reproduction Services, Bethesda, Md., ED 006 803 1975.

Carroll Gardner, "Faculty Participation in Departmental Administrative
Activities" (Unpublished Ph.D. dissertation, University of Michigan,
1971). . g

ERIC -
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decision-miking., The fact that the teacher felt she/he was considerod
) . N
in the decision- ﬂakan process was more important. 1

Effectivencess and Productivity

Effectivencss has been defined as tha "degree to which an

v
2

organization realizes its goals.‘ In the case of industry, the goal
P -

on to get profits. 1In the case cf educational organizations,

is prddﬁc
the goal is that qf providing educational services. At
leas® one study has shown a pogitive relationship between §articiputive
decision~making and production in schools.' Constance Berlinger
c;aminca the Inhividuallf Guided Educational/Multi—unit Rlemeﬂtary
"Schools of Madison, Wisconsin. Among the main conclusions was that

the extent of teacher involvement in decision—making and repfésengationA
together were strongly relatis to the effectiveness of thcrunits;3

After étudying a South American quversity, Edwerd Nemcth
! . !

. published findings which indicated that the university had a serious

g

imbalance between the level of performance and expectations, His

r
&

lDarrell Inabnit, "Characteristics of Teacher Participation in
Decision-Making TFunctions of,ﬁhbliC*SChool Administration: - An .
Empirical Investigation of Teacher Participation in Policy—ﬂaking\
and Related Factors in Four Illinois Public-School Systems'" {(Un~
publlshed Ed.D. dlssertatlono, Unlver31ty of IllanlS, 1954) :
Amitai ELX]OHl, Modern Organlzatlonq (Englewood Cllffs N. J.:
_Prentice-H a]l Inc., 1964}, p. 8.

Constance Berlinger, Participative Decision-Making in IGE/MUS-E
Schools, ERIC Reprodyction Services, Bethesda, Md., SP 009 618, 1975.

-
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statewent was, "The accomplishment of major goal activitics are suffering

hecause of inadequate involvement of the faculty members in the.decision-

. 1
making process.

In a study conducted at the Harwood Manufacturing Plant, Lester

Coch and John Ffench found that resistance to changé is lowercud throggh
group participation in planning the modification. In the light of'
this research, it would secem that discussions concerning chenge in
program should be made by the people wﬁo will be asked to implement
them. Several studies in education scem to support this.2 Most,
though not all, of the studies deal with carriculum change. As a

part of pge Kellogg Leadership Project at the University of Florida,
Woodrow”Suga étﬁdiod the rclationsﬂip betwcoa.tﬂé operating patterns
of;principuls'nnd curricuium change within the schools in which thyy
workcd; He found that in schools with moge democratic princjpals,

teachers were more ready for curriculim change;- were not threatencd

<A much by change; and were miking more changes in their work.

¥ . . B
lEdwarvaemeth, "Faculty Participation in University Dcc%sion—Mnkinﬂ"
(Unpublished Ph.D. dissertation, Syracuse University, 1969). '

2Lcster Coch and .John French, Jr. "Overcoming Resistance to Change,"
Human Relations, I (1948), 512-32.. .

3WOodxjc_)w Sugg, "A Study of the Relationship Between Propram Develep-
ment and the Workityg Patterns of School Principals' (Unpublished
Ph.D. dissertation, University of Mlorida, 1955).

1 £
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Also working in Florida but “in'the panharndle area, Richard Stahi
came to similar conclusions. " After obtaining responscs from question-
naires administered to 225 teachers from 12 selected elementary schools,

Stahl reported that many problems encountercd in implementing change

might be resolved by greater teacher participation in decisions to |

' o ‘ P S G e
adopt and use the innovations. Moreover, the data supported the ideas

that‘teachcrs{uundersfanding of the intent and scope of an innovation
can be dincreased by their participatidn in the decisions to adopt it.
This will add to a more effcctivc'implomcntatiqn and more positive
attitudes toward that innovation.l

It would seem, then, that progress in curriculum improvemonﬁ can

. be made if the school staff has a right to participate in making
decisions about it. Three other studies, two at the University of
Wisconsin, appear to SUpport'tﬁis thesis. All of the authors ,
concdr that individual teaciisr pnrtiuiﬁation in curriculum develop-
ment activities increcased the likelihood of curriculum implémontation.z

John M. Johansen further made the distinction between participation

- and perceived influence in decision-makinc about curriculum develop-

v
.

ment and improvements. His study was carried out in 55 school systous

.

lRichnrd Stahl, "Teacher Participation and Attitudes, Innovation
. Characteristics and the Adoption of Fehavioral Objectives" (Unpublished
"h.D. dissertation, Fleorida State 'niversity, 1972), :

John*ll. Johansen, "An Investigation of the Relationships Between
Teachers' Perceptions of Authoritative Influences in Lecal Curriculum
Decision~Making and -Curriculum Tmplementation" (Unpublished Ph.D.
dissertation, Northwestern University, 1965).

ERIC
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in T1llinois. In question was not only the relationship betweon teacher
participation in decision-making about curriculum change and its
implementation, but also what was the relationship between the amount

of their perceived influence and implementation. From the results

of the study, J‘ﬁansen concluded that teacher participation in

curriculum making irrespcctive of perceived influcnces increascd

the likelihood of implementation. Also, the perception that teachers

. . . . . . e 1
were influential further increased the likelihooad of dwplementation.

Upon -first rcading, Olan Knight's study would scom to contradirt

)

Johansen's. .Howevcr, Knight defined "participation' as gotéing people
to spend time.in the_change program; whcfeas for oﬁhér researchers he
said that it had meant the chance to have input inte a decision. He
felt his definition was casier to measure. Based upon his: findings,

[
. '

Charles Kline, "Leader Behavior, Curricular Implementation and Cur-
ricular Change'" (Unpublished Ph.D. disscrtation, University of
Wisconsin, 1969).

Edward Sasse, "Tcacher.and Administrator Participation in Decision-
Making und Curriculum Devélopment”  (Upfublished Ph.D. dissertation,
University of Wisconsin, 1966). 77/

Liohn 11. Johausen, "The Relationshiph Between Teachers' Perceptions
of Influcence in Local Curriculum Dedision-Making and Curriculum
Implementation,” The Journal of Educational Resecarch, 1Y, (October,
1967), 81-13.
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Rpight rejected the hypothesis that participation (gjmo spent) enhances
success of implemeniation of edncaLiondl change.  The study also
munrloded the need for further rescarch.to measure psychological
participation.

The dnstituting of changes and imovations by the individual has
'Bééh”nllﬁdcd.fd“ih'févicwing (he study conducted by Woodvow Sugpg .
However, there are ofher studies in which teachers perceive themsclves
to be morce creative and innovative as a result of participation in
decision-naking. In the two studies about to be dcscribed, there
seems to Mo an Inadequate measure of innovngivc ?ctivity.

Aberlardo Rebuceno sfudiéd teachers from ?elected Catholic schools
ib New York City. He utilized an approach based on an instrument

~ developed by'Ellioﬁ Miginberg as a framework to describe the inter-
action among necd for ﬁﬁdepcndence; sﬁnred decisibn~making and in-
novations. The fjndings of the study showed that there is a marked

2

corrclation between teacher perceived participation in decision-making -

and involvement in innovative activity, and between the need for
independence and innovateness. The data was interpreted as meaning
that more innovation 1. bound to {llow from the interaction of teacher,

participation in decision-making and independence need.”

lO]zm Knight, "Teachers' Participation in Educational Change Related to
Their Judgments of Accomplistment" (Unpubliched Ed.D. disscertation,
Stanford University, 1970).

zAbe]nrdo tebueno, "The Reélationship of Need for Independence, Decision-
Making and Innovate Activity" (Unpublished Fd.D. dissertation, New

York University, 1970).

1 (G
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Also writing at New York ﬂnivcrsity, Miﬁinbcrg had also done a'ﬁtudy
on the relatjonship between teader participation in decision-making,
and imnovative activity. However) he further added the dimension of
perceived influence. The f?sult“ supported the three hypotheses he

had generated. They were The closer to hcrf/himsolf in the

administrative hicrarchy rhat-the teacher poyvecives the  Tocig gr e

responsibility for decision-making, the more likely she/he WJI] bc
to perceive ern/th sclf as participating in decisicn- mnklng;'(Z)
The closer to her-/himself in the administrative hicrarchy that the

teacher perceives the locus of responsibility for decision-making
the more likely she/lie will be to perceive her-/himself as invoived
in innovative activity; and (3) The more a teacher perceives her-/

himself tc be a participant in decision-making; the were likely he/she

will be to perceive her/himself as involved in innocative activity.
L4

4
z-

Leadership-and Supcrvision
1 pel

A third persistent thewe in ihe decisional participation
literature centers around the argument that where system members

assist in the decision-making process they will more rcadily recopgnize

the legitimacy of administrative superiors. Peter M. Blau and W. Richard

lElliot'. Mininberg, "The Relationship Detween Decision-Making, and Tn-

novative Activity: A Study of the Relationship Among Teacher Perceptions

of the Locus of Decision-Making, Their Own Participation in Decision-
M1k1ng, and Their own Involvement in Tuncvative Activity in Selected
Suburban Senior High Schowls" (Unpublished Ph.D. dissertation, New York
University, 1970).

17
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Scott, working with a group of employment counselors, found that

1ncvoa ed trust, which results in higher morale, more productivity
. . A c

and a more effective organization. The question is: Dacs the

lJiterature show that any of this applies also to aducational

organizations? v

WIf‘previausly“discovcred“infiuence=particjpntiOH'Yélhtibﬁshiﬁﬁ”“'”
are applied to the operation of school systems, it should mcan that
by allowing increased decisional phfticipation by tcacﬁino versonnel,
aumln:qtrdtlve officiala should & 1Sc0vcr an increasc in their relative

) ' \

influence.  Alutto dand Belasco éxplorad this question by soliciting
questionnaire data from teachers in two wostern New York. school
districts, one rural and one urban. - Rcsult; %ndiqatcd that the-
greater khe number of decisions in whieh all teachers participated,
the lower the perceived or preferred relative influepcc of school

principals and superintendents. According to the authors, this may

expla;n the resistance. of school supcr:ntcndents to teacher dcmlnds

"

for increased participation in school system decision-making.

)

1 ‘ ‘
Peter M. Blau and W., Richard Scatt, Formal Organizations (San
Francisco: Chandler Pubquhlng Co., 1962, pp. 40-58.

2
Joseph A. Alutto and James A. Belasco, DPthlonal P1rt1(1puljon
Among Teaching Personnel and POICGPLJOnS of Adm]nlslratlvo Influence,

ERIC ReproducLlon bervxcen, Bethesda, Md., SP 003 7]2 1970.
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Writing the same year, 1970, and also using teachers from western
New York, Paul Zaccarine tested the relationship between teacher per-
ception of their participation in organizational decision-making and

their perception of the control their superintcndent.and principal

™~
~

have concerning teaching activities. His conclusions, in general,

\\

participated in organizational decision-making, the less control over
tecaching activities they ;ended to attribute to theif éhperintendent
and principal. They also sﬁggested thét this be taken into account in
relation to teacher ﬁilitancy and collective bargaining.

The findings in the two above-mentioned stﬁdiescﬂcfiﬁitely

contradict conclusions reported earlier (1967) by Robert Balentine.

JInterviewing teachers in the neighboring State of New Jersey, he

" concluded that as teacher participation in policy formulation , increased,
. : v 1 :

so also did their control of the educational system. However, they
perceived little or loss of control by boards of education and
superintendents.. They also saw themselves and their principals as
- . . 1 . . - *
jointly influentia” in school policy.

In the avea of mutuval influence, Harvey Hornstein and his
colleagues conducted an inquiry into what extend shared influence

in organizational decision-making.was related to teacher satisfaction.

i

¥

Paul Zaccarine, "A Study of Teachers' Participatiep in Decision-
Making and Their Consequent Perception of Administrator Control"
(Unpublished Ed.D. dissertation, State University of ‘New York at
Buffalo, 1970). .
2Robert Balentine, "A Study of Teacher Partitipation in School Policy
Formulation in New Jersey" (Unpublished LId.D. dissertation, Ruipers--
The State University, 1968).

R}

~supported-those -of Alutto -and-Belasco. - That is, . the more.teachers.. .. ...

I
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Three hundred and twenty-five primary school ténchcrs from_two
participating.ﬁchool systems located near large metropolitan

arcas were interviewed. The investigators developed a questiounaire
deliberately modeled after the one used by J. G. Bachman and his

collcagues in their study of salesmen and office managers. Analysis

~of the data obtained showed: teachers exhibited greatest satisfaction

with the way their principal was doing his job when they perceived

that they and their principals were mutually influvntial.l

‘An important aspect of organizational structure is leadership.

\
~

This is no less true of educational organizations. Effective leader-
ship of principals, department chaivmen and other administrative

LI . :
personnel “is of paramount importancc in meceting the goal of providing

)

educational services. However, this can not be done adequately if the

:

neceds of the orgadizational members are not met. Participatign in

- . LN . . . . [
vl ’
decision~making may be one way of satisfying the needs of educational

personnel and thus increasing the effectiveness of principais,'dcpnrtr
ment chairmen and other administrative and supervisory personnel. The
follé@ing five studies scem to support this-gcnernlization. |

- In a monstrous (277 pages) study conducted among 11 community

¢

colleges in Maryland, Gordon Cook studied tcacher influence and the

Harvey Hornstein, et al, "Intluence“and Satisfaction in Organizatdon
A Replication," Sociology of Fducation, (Fall, 1968), pp. 380-9.
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effectiveness of departmental chairmen. 1is results indicated that a
departmental chairman, by facilitating an incrcase in the amount cf
tcacher influence within the department, also facilitated increascs

in the uniformity of member attitudes and the overall eff{cctiveness

of the org nn1anlon.l'

Also looking at community colleges, Omar Olson used a H3-item

lecrL Lypo attltude sca 1e Lo measure d1ffcrenL1a1 attite ﬂus ‘toward

faculty participation in-community college povernance and its

o
A B

relationship to administrative effectiveness. The attitude scale
revealed that there was significantsdisagreement between faculty and
administration relative to faculty participatiop in community college

g -7 govérnance. “(The faculty felt.they had very little participation in

college governance; while the administration perceived the role of
i -

the faculty as being greater.) Morcover, .the reepondents found the
perceived disagreement to be dysfunctional to the on-going orpanizational
S , .
and administrative processes. . . \ '
Likewise, in examining six junior colleges in Southern California,
"t .
Mark Mathews came to almost identical conclusions regarding the decision-

making process in junior colleges. The greater the participation

perceived, the higher vas the administrative effectiveness as rated

lGordon M. Cook, "The Rcélationship Between Terceived Iaflucence Measure

and Member Attitudes of (a) Policy Agrcement, (b) Superior -Subordinate
Relations, and (c) Pcer Relations in Sclected Community Cellepe Depart-
ments in Marv]and” (Unpublished Ph.D. disscrtation, University of Md., 1972 )

2Omal Olson, "An Analysis of Faculty-Administration Attitudes in Se-
lected Washington Community Colleges Concerning Faculty Participation in
Commuhity Collepe Governance' (Unpublished Ph.D, disservation, University
of Washington, 1968)+ h

b
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. by the faculty respondents. Further, the greater the participation
perceived, the higher the faculty-administrative rapport as
it - 1
expresscd by faculty respondents.,
Finally, there were three studies related to organizational climate.
Further, the studies are concerned with openness of organizational
ol ’ e
climate. Edgar Morphet ct al cuaracterize the open climate as onc
of c¢quality, and the knowledge that one is master of one's fate.2
This characterization would secem to encompass member participation in
‘the decision-making process. Indeed, Kimball Wiles saw sharing
decisions as the most important phase of successful democratic
H - . -
leadership. The following studics indicate a positive correlation

-

between tcacher participation in cducatjonal'dccision—making and their
perception -of an open organizationai.climate. ,
In testing this hypothesis, Thgodore Gehrman studied ten high
schools in the Commonwcqlth of.Mmésachusctts. "Five of the schools had
instituteﬂ certain operationally defined innova&ions, such as, open
schoois, and five had not. An éddiyional hypothcsis was that those

teaching in the high schools with the innovations would differ ~

significantly in their perception of their schools' climate than those

4

N
l LY

Mark Mathews, "Percepticns of Effectivencss of Administration Based on
Faculty Participation in the Decision-Making Process of - Junior Colleges"”
(Unpublished D.B3.A. disgertation, University of Sauthern Californiae 1967).

Edgax L. Morphet} et al, _Ij,iluc:at;ion_:l..f Organization and Administration
(3rd ed.; Engléwood Cliffs, N. J.: Prentice-Hall, Inc., 1975), p. 253.
S

3kimball Wiles and John T. Lovell, Supervision for.Better Schools

(4th cd.; Englewood Cliffs, N. J.: Prentice-Hall, Inc., 1975), p. 253.
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in the schoois without the innovations. The rcsuits did shnw that
individuals who actively participated in the decisjon"making BroCcesses
of ;hcir'schoo]s perceived that school to have a favorable climate.
However, there was no significant statistichlldiffercﬁce bctween‘the
teachers in the imnovative and non—innovaﬁlvc.schools. he findings ...
were interpreted to mean £hat the innovations themeelves did noﬁ
Newton Bergsteimy- working in westogn Ngw‘York State, and Cary
Adelson, working in nofthonsteru New York State, both conducted

-,

studies on Lcacher parL1c1pat10n in dec1q10n naklng and the

orgauizational climatc of the school. Both investigators reported

a correlation between individual.teachers' perceptions of their

-

participation in decision-making and their perceptions of the
4

openness of the organizational climate. Further, Bergstein's sLudy
' : ’ .

established a correlation between individual teagdcrs' perceptions

of the. openness of the organizationdl elimate and their percéptions
. . L e 2

of organizational output.

Summary

=N

T

The findings of the studies reviewed above seem to indicate a
general conclusion. With a few creeptions, teachiers seem to favor

participation in decision-making. Most of the investipations consisted

‘Theodore CGehrman, "An InvecthaLlon of "the Relationship Between
Participation and Organizational Climate: An Empirical Study of the
Perceptions of lligh School Senior Students, Téachers, Principals and
District Superintendents in Innovative Versus Non-TInnovptive Schools"
(Unpublished Ed.D. disécrtution, Univcrsity of Massachusetts, 1970).

2Cary Adelson, "A Study of the Relationship Betwoon Teacher Partici-
pation .in Decision-Making and the Organizational Climate of the School"

(Unpublished Ed.D. disscrtation, State Unlvcr31ty of N.Y. at Albany, 1972).
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of descriptive reports of the perceptions of faculty and other
&
educational personnel. Part of the reason for this may be the
<
diff iculty at arriving at operaticnal definitions for certain 5

concepts, such as, participation, influence, climate, etec. Without

operational definitions, these concepts become hard to measure.

“Hopefully, this review of the goeneral Titerdature on teacher attitudos: — -

about participatory decision~-making may suggest some avenucs and

Implications

If a high level of teacher effectiveness»and satisfaction is to
be objectified, cducational administration must giveta great déal of
consideration to the attitude held by teéchers‘regarding participation
in the decision—making,process; It is important that the adminisfrative
programs of the institutions that train administnat;rs reflect this
necessity. It is to bg hoped that this rcview.@ill help imprévc group
decision—making.practices in educatién.

Tie findings of these studies have impprtant,implicatioﬁs for
_curficu]um development, creative teaching, instructional improvement

" and implementa’ i.n of effective changes and innovations. The

admifiistrator should involve staff members in decisions about these
things. ‘When teachers are- involved, their understandinﬁ of the

administrator increases. If individual principals stifle teacher

Newton Bergstein, '"The Relationships Among Téachers' Perceptions of
Their Participajion in Decision-Making, Openness of Organizational

R Climate, and Organizational Output in a Sample of Non-Sccondary
Public Schools" (Unpublished £d.D. dissertation, The University of
Rochester, 1972).

v
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involvement, the resultant behavior could work to subvert the effective-
ness of the orpanization to the point that it would not meet its goal

of providing educational services. When tecachers feel that they have

had some say in the making of the policies by which they work, they

will feel more of an identification with the organization. Thus,
they will want to see it work, B
. N .
.
' R
.
i <«
. r
- 4
;
. .
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