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ABSTRACT ~ - .

~ -

A comparison of leadership theory and "administrative
theory will help to show whether there is a confii¢t for educational
administrators between being a leader and being an administrator. Two
definitions cf leadership stress the isportance of initiating

* activities within a group. In -edueation, leadership necessitates
decision-making within an organizational structure (an institution).
The democratic naturg/oi'edgfational organizations means that
'decisionomakin%wi@“ﬁést shaBRed with teachers and staff. Studies of
leadership st'yle reinforce this emphasis on.shared decision-making.
Administrative theories are quite ‘diverse, but they generaily
€nphasize that administration by an individual or a group involves
.dealing with cyclical activities and with policies, resources, and
the execution of decisions, all within a larger system. Hence the
nature of administration is dependent on the nature of the services
to be delivered and on their organizational context. By relating
leadership to administration, then, one sees that they both iamply
working with groups, involve decision-making (preferably democratic,
in an educational institdtion), and are dependent on the nature of
the institution within which they take place. Thus, because
leadership is so closely related to administration, .educational
administrators should be both leaders and administrators. (RW)
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o Can a successful leader be a successful administrator? Can a
v . . ‘ . I3
f:: successful administirator be a successful-.leader? Are leaders and
EE: administrators the same entity? Some researchers have reported that .
N \ke1ng a leader is very d:§t¥hct from being an adm1n1strator Yet,,
(oo | y
(W8 * the public school superintendent and, principal are called upon to be
both. Can the conflict be resolved? -
* _The purpose of this report is to relate leadership theory and
adminisfrative theory with their effect on today's educational
administrator. -
LEADERSHIP DEFINED .
) L
¢ According to Boles (1975) "Leadership is a process in which an
individual takes initiative to assist a group to move toward
productive-goals . . ;“1 ‘Andersop and VanDyke (1972) defined
Teadership as ". . the initiation of new structure or procedure for
. accomplishing an organization's goals and objec%ives e ."2 L ’J
Both definitions indicate that 1e§dershib has to do with a dynamig -
group rather than with a grouyp in a‘static.state. ’ . N .

Q

- . ¢
L)

1Har‘old W. Boles, Introductiof to Educational Leadership, p. 117

2L W. Anderson and L. A VanDyke, Secondary School Adm1n1stra—
tion, p. 23.
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funct1on.

'someth1ng in return.

Spne xtseavchers report that adm*aastratnve tasks do’ not show

L

1eadersh1p, and that the administrative tasks are for ma1ntenance

LR

purposes only while ref1ect1ng the group as maintaining the status

quo. , Lipham viewed leading as the ant1thes1s of«adm1n1ster1ng,3 but

Lonsda]e stressed that there are two main facets of a 1eader s job,

i.e., leading and administering. 4

., LEADERSHIP EXPECTATIONS.

In re]atipg leadership to educational institutione, one must

understand the organizational structure 6f the institution. In the

pub]%c school setting, for example, the Jocal school board delegates

\ ' o -

authority to the superintendent of the system.
-~

po11cy and: the super1ntendent carr1es 1t out as an adm1n1strat1ve

The board establishes

At the same time, the super1ntendent is expected to suggest

poss1b1e so]ut1ons to educat1ona1 problems as he app11es his expert1se

Y

in the f1e1d in a leadership role of decision mak1ng
Campbe11 saw the decision making process in leadership thue]y:
"ThEN1eader needs to be able to specify a consequential problem,

analyze it, find a]ternat1ves, consider the poss1b1e consequences of

g

each- a1ternat1ve, choose the "hestY alternative, and implement it with

action. nd

vy

Leadersh?pecan be a process of soc1a1 1nteract1on, then, where
)

certa1n persons 1nvo1ved dn‘the organ1zat1on g1ve certain tn1n gs for

In the educational settigg described, faculty,

e '

\ .
3, . . . 4. . 1o’
Boles, 8p. cit., p. 119. Ibid., p.“*122.
dIbid., p. 122 - ¢ ~
4 ' a
] 4 ’ "WJ
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a democratic environment.

.than pr1nc1pa]s‘w1thout such 1nf1uence. ub

»e g‘
A' ) + . 3

bu11d1rg adn1nlstrators, and cert1f1ed office personne1 could be -

funct1ons of the Teadership, des1gn for educat1ona1 p1ahn1ng

Educatwona] 1nst1tut1ons are seen to be democratic in nature.
[ -t )

¢

One of Dewey's main theses was that if children are to learn

VN - ¥ ! . " . !
democracy, then they should be taught in a demdcratie mapner and in

. " ,

Are faculty members included in the decision
Lo S~ \ ’
making process at the building level? Are buildirg principals included

in the central of?ice detiéﬁon'makjng,process? In.order to show " P

»

democracy in action to students, the faculty and profeséiona] staff
should® be included in tne decision~mak}ng process. 2

DuVall and Euchon (1981). éaid "Principals who can attract

resources for teachers and improve c]assroom cond1t1ons by part1c1pat1ng

- )

on a management team where the1r influence is demonstraued, w111 have

-

teachers with h1gher morale and more comm1tment to qua11ty education

If teachers know their.

» )

principals help make certain decisions, they view the principat as b-,"

someone'whb can make a difference in their partic&1ar situation.
In fact, a recent survey of the 1iterature indtsated that “ig oyer'
one hundred studies on group procégses that hardly a study'fai1ed to

demonstrate that satisfaction and other benefiqia1 cpn§equence5va€crue

from an increase in the employee's decision making poWer.7 o ‘

< D
)

- °

. ' .
b . . T - v

6DuVaH Lloyd and Euchon, Kenneth, "School Management, Teams:
What Are They arnd How Do They Work?" (NASSP Bulletin, %65, -445, p. 64)
May, -1981. . o T "
5 ) ST o
Ibid., p. 37. Coe L
4 . v ’ ; lf ¢ 1 ’ N .
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R1chnun pointed out -that “Effect1ve 1eadtrsh1p, especially in

v re1at1vely democrat1c organ1zat1ons, oftgn depends on muth more. than
\
forma] author1ty and official- power It also depends on prov1d1ng

-

. O
axenv1ronment and structure that adequate]y satisfy 1mportant human

¢ ¢
X . u8

needs . . ., of mutual ré%pestx trust and conf1dénce

*
bl

. ' Although we shou]d.be careful not to equate education with

busipess arnd industry, certain of their models can be adgpted for use. . .
- | ) ) , S A )
in the field of education For example, Seéxton and Sw1tzer used the :

B]ake Mouton Grid For Adm1n1strat1ve Behav1or, wh1ch is prrmar11y used
¢ \
. in business and 1ndustry, as a model go deve]op the1r own Grid For '
(8 * . . e J -
Eggpationa1‘Managfment.g' This grid js concerned with“effectiveness

in” leadership rather than effi€iency of production.” -
, _ v ‘ o )
The researchers found that in rogtine matters of the educational

-

administrativé process, McGregor's "tﬁeory X'\ sérved as the‘basis of
* leadership style .while in matters, of system wide 1nteri§§, McGregor S 4

"“theory Y" served ‘as the basis of 1eadershu3 sty1e -

-

/

. d LEADERSHIP STYLE . .
/ ‘ . ¢ . -
Acpérding to Hersey and Blanchard from Ohio University,. leadership LN

~

style is how othrs‘bepceive a leader's_behavior, .and not at all what

10

]eader§‘be1ieve*their behavior to he, ' Gétting feedbatk from faculty ;/
S &

¥ o
.

: * ’ N ) . * *
~ \ . .

8Barry R1chman and R1chard Farmer, Leadersh1p,§Goa1s, and Power in
Higher Education, p: 22. "

9M1chae1 J. Sexton and Karen Seitzer,’ “Educat1ona1 Leadersh1p ) :
No Longer a Potpurri,"” Educat}an1 Leadersh1g, Oct. 1977, p. 10424 Cot Loty -

. 10Hersey, Paul; Blanchard, Kennéth and Guest, R. H 0rgan1zat1ona1
Change_QThrouqh Effect1vo Leadership (Englewood Cliffs: Prentice-Hald,
Inc., 19/7Y’ p. S ‘

P
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<+ s,or staff henbers 1s 1mportant in order fol the leader to. get react1on :
S - 1. - - v
. to the type of 1eadersh1p being practiced. .
: * Anderson and VanDyke rconsidered the 1947 study done by fhe N
Inst1tute of Social Research at the Un1vers1ty of Michigan. The study
‘: indicated that higher product1v1ty by the organ1zat10n was more 11ke1y

‘to occur when 1eadersh1p 1nc1uded (1) the use by the manageerf the £ °

— ~

I

principle ofasupport1ve re]at1onsh1ps, (2) his use of group decision

making and group methods of superv1é§on, and (3) h1s high. pgrformance
12

goa]s for the organ1zat1op QVa]ent1ne (1981) found that two of.the
'k\ f1ve most negat1vercomments made hy teachers about their principals
3 ‘ inc]uded (1) a lack of discussion by. thg principa1 with.the teaoher ) ¢
" . about™school related prob]ems to get the teacher's op1n1on, and (é) : |
the—;ack of the teacherts 1nVo1vement in decision mak1ng 13 The
. ; . \\educat1ona1 1eader, then, ought to be 1nvo1ved in effect1ve group

ki
.

- behaVTQr.w1th subordinates. L ) ' ' .
- Y . i . .‘ /'
) -Halpin found tw0“signifiqant factors to be present in the behavior
PN ’ . * .

. . N - ’
: - of effective leaders--namely, initiating structure and consideration. 14
"In1t7at1ng structure," means that the leader i$ defining the

re]at1onsh1p between h1mse1f and the members sof his organ1zat1on It

%y -

also refers fb his efforts to estab11sh we]] def1ned patterns of

organ1zat1on, channe]s of commun1cat1on, and methods of pnpcedure .

-

’ ' 11,Dona1d Stezak," "Part1c1patory Management - Shared Dec1s1on Making
Ty Putting it alv Together,"'Thrust Vo] 5 No. 1, Oct. '75, p. 22-25.

o ' 12Anderson, L w .3 yanDyPe, L A Secondary School Administration, : ) ‘
p. 30ff. _ . , . . T p
1 13 1

l

Va1ent1ne, Jerry) “Do Your Teachers Really Understand You?"
NASSP Bulletin (65, 445; p.37) May '81. .

, ' “MOp Qt“ ’ L o
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' "Cdnsideratidn" neanslihat_there is friéndship, mutual trust, respect, R
ﬁ? and warmth, between the leader and menbers'of the‘staf?. The ®ducational g
Teader definesythe prdper settdng‘hut leaves room for positive interaction ‘ -

’among the members of the group. Ha1p1n sa1d ‘"We believe that leadership

’ based on democrat1c panc1p1es "will bé most effect1ve 015 Halpin believed '

»
that the two ent1t1es of democrat1c pr1nc1p1es and 1eadersh1p were not
mutﬂa]ly exclus{ve events. ., S AN . , .

4 & : -

There doesn't seem to be any one leadership style whith everyone
‘ * - »

- accepts as being the best. In fact, Fiedler said, "Except for the !
N unusua1 case, ‘it is simply not meaningful to speak of an effective !
) .leader orn of an 1neffect1ve lgader; we can only speak of a 1eader who )

‘tends to be effect1ve in one s1tuat1on and ineffective in another We
have known for somet1me that the same type of 1eadersh1p style . . -
-ul6 . %

é; L 4

Thus far (1) two def1n1t1ons of leadership' have been given, (2) the'

will not be su1tab1e for a11 s1tuat1ons

def1n1t1ons have related to those in the educational sett1ng, and (3) ﬂ =N
y e 1eadersh1p style has been touched on to set the stage for the discussion
j; of administrative theory and its relationship to accepted standards of
' ‘ .ande A
« . " eadership behavior. N
A . o
1;_‘ * Q - ~ )
1 ~ADMINISTRATIVE STYLE > -

"There are.several general administrative theories which can\be

k]

're1ated to educat19n, but,, as w1th 1eadersh1p, none has been selected-

-

as being the accepted adm1n1strat1ve théory in the f1e1d
N P / . ' < \
- ; ’ ) ) . Sev.
.~ , . s
Prbig. . . - . e

16Fred E. Fiedler, A Theory of Léadership Effect{veness; p. 261. 1




philosophy, a personal affair or a taxonomy

“(principles) may be derived.

’ R
” \
‘e

y» - 7-
Griffiths suggested some reasogg for this di]emme: (1) the field

3

- possesses -top much factualism, (2) too much, respect for “experts" and

"laws" is apparent, (3) there’is a feaw of theorizing, (4) there is an

. . » . ) .
inadequate professional language and (5) a lack of understanding what

*

" theory Ns exists. He went on to say that theory is not a dream, a

17

»
v

In order for there to be an adm1n1strat1¥e theory, Griffiths be11eved
that the fo11ow1ng crlter1a must be met (1) 1t must be-a guide to action,

(2) it must guide a collection of facts, (3) it must serve as a guide

to new knowledge and (4) it mus?® eXplain the nature of aoministration.18
In the same treatment, Griffiths defined theory as " . . .

essentially a set of assumptions from which a set of empiracle laws
d |I19

‘éome of the ‘assumptions would be:'(l) Administration is the process,

-
- . <

of directing and controlling 1ife in a social organization; (2) it is a

generalized type of behavior to be found in a]]~€?g§nizations;,(3) its

i

funct1on is to develop and regu1ate the decision- ~-making process in the ”

O

mos't effect1ve way possibley’ (4) the adm1n1strator works with groups--

not individuals.. '

-~

Halpin be11eved ‘that sources for administrative theory as 1t \

relates to eduaation 1nc1uded. (1) comments from administrators,

-
o

Vbaniel €. Griffiths, Adhinistrative Theory, p. 1.
Byid., p. 28. 191h34. p. 28, -
- \ ’_*_ . . ‘ .
) { , l-u ' «
. . :
*
2
Q
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4

(2) survey research of teachers, (3) deduct1ve reasoning of teachers and-

20

(4) adaptations of mode]s from other disciplines.’ Therefore, Ha1p1n

saw the ut111zat1on of - 1deas from people who wou]d be affected by the

4

adm1nL;trat1ve behavior .as being important to cons1der in the formulation

’ )

of such behavior.

An eclectic app}oach to a genera] admiqistrative theory for
éducationrcan,be derived from generaittheories promoted by Mort, Sears,
Simon, and Litchfield. ‘ .

Mo}t saw the culture as’having a series of'definab1e s&hétipns‘which

have reasonable bases. The sanctions, when stated as principles, are

-
‘

dimensions of goodness in action. ~f‘rhése principles can be a series of

* tests to decide whether or not a proposed act will be a wise action

within the sy"stem.21 Wil the‘deéiéion‘being COntemp1a%éd be good for

the system without violating sanctions. of society?"

Sears believed that " . . . the administrative fgnction_derives its

nature from the nature of the services it direg:ts."22 In p%actice one

would study the activities ®f educational administration and then

deve]op a theory, not vice-versa, 4+ <5

“Simon saw a steady shift from principles-of administration ‘to a
study 6f the conditién\giier which the pr1nc1p1es are applicable. - He - -

- \
said, "the theory must d&termine .+ + how institutiohalized decisions

S R

v

- 20Andrew W.-Halpin (ED»), Adm1n1strat1ve Theory in Education,
James D. Thompson, "Modern Approaches to Theory in Adm1n1strat1on,"

.
.,

p. 2. , -
25t tfiths, op. cit., p. SOFf. PN
221bidz, p. 50. \ .
4 ’ “.
' \
, - :




‘can be made to conform to values developed within a broader organiza-
23
n

no¥ on]y the 1oca11zed sett1ng but a]so thé tota] system S behav1or? ]
-— -
Litchfield listed four major propositions about the administrative

tional structure. Wil the dec1s1on beJng contemp]ated fit within’

process: (1) it is a cycle of’action; (2) it funq;ipnsrih the area of

2

policy, resources, and execution; (3) it is carried‘on in a larger

Aaction system; and (4) Administration is 'the performance of it'by an

¢

individual or a group in the context’ of an enterprise functioning in its -

env1ronment 24

In other words, th? process is not an end to 1tse1f.nor
is it for only one group funét{oning within a Jlarger setting.

4Theory has now been‘defined.and some of the accepted general
concepts of theory construction have been discussed. The twd‘entities

of leadership and-administration will ho;\Bg related.

B { *

LEADERSHIP 'AND ADMINISTRATJON : \

The mos£ obvious relationship is found in the area of group dynamics.

In bogh‘definitions of ]eadership, the‘group~was of central focué./i—\~
lLeadersh1p deals with the gro@p in act1on, the group prescr1bes the .
.actions of its leader and aTsb Timits his power. In1t1at1ng structure

and consideration were seen to be 1dportant aspec§§ of the group i

dynamics plan for a leader. ‘ s |

"In Griffiths' definition of theory, it was pointed out fhat

dgministration directs and controls a group. An administrator works r
3 . -

231pid., p. 58. 241bid., p. 60-62
" A
. I ~ -
v L3
o 1¢ A ,

~t
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i

o with groups--not with individuals. Litchfield said thal the adminis-

trative process was done in part by a group functioning as a part of a’

- -

larger organizatioq. ; ’ .//
Therefore, both leadership theory and administrative theory :

carefu]iy include the group as the basic unit to %e dealt with, through

\ whiéh goals are met, and by which success 'is measured. ithout the

group, there would be‘no need for leadership and‘tﬁere Qou]d be nothing‘

1
to. administer.
*

3

’ Decision making was an important concept in leadership and adminis- .

. trative theory.' Campbe1l defined a Meader in terms of six steps of the

P

b L
“ decision making process whi]g Griffiths, when describing an administrator,

25

also listed six similar steps. After°1ist{ng,the steps, Griffiths ¢

§

went on to say that " . . a@n organization may be eva1uated (by) the

<

qua11ty of the decisions which the organ1zat1on makes p1us the efficiency
with which the organization puts the decisions into effect."26 The '

y quality would be a function of leadership while the implementation ‘
.: . * . X 4

would be a function of administration. i

. C

Once the group has been estéb1i§hed, and has a leader, the problems

4

J
which arise must bé hand]gg/ﬁn ah organized and rational’manner.

LeQderjpjp thgoryy puts much emphasis on group participation as does

- admini tratiYS\jyeoﬁ}~singf it takes a group to eyd1uate, accept a
solution and then to implement it. B
Y .' - . ] .
/ C. 251b1’d.,rp. 113, e = .
261b1d J ce e '
\ ‘ . 'r . ‘
v i ‘
LsJ ;- i A




llnd11y, the nature of the institution 1t»eﬂr i 1mporLanc to

both leadership and acm1n1strat1on Since educat|0na] institutions
A are considered to be democratic in nature, the aflministrative and
—~ - leadership behaviors need to exhibit democratic principles., As has

_beeh‘shoqu both administrative theory and leadership theory place ~
] ~

_a great- deal of emphasis on the group.- Democratic principles are S
. \ (] ' ’ .
} used in decision making and other aspects of'group dynamics, and ) .

Sears pointed’but that the services directed actually determine the

~administfative function involved. Therefore, if an educational
, h . . \ / .
institution is being djrected‘end it is basically democratic, then the

administrative function whould be democratic also. ' ‘ 5
- { . X A . .
- In concjusion, it has been suggested that leadership is related

very positively with administration at 1eastoin:the'a?eas of (1) group

dynamics, (2) decision-making, and (3) insticutional nature.
Lo 1 4
T0 answer the quest1ons posed at the outset then, it’ appears that

a successful leader must also be a successfu] admfn1strator and vice
a versa as 'they, can be and, perhaps, ought to be the same entity. -
With this re1at1onsh1p estab11shed each field should strengthen
the‘other More stable ané accepted methods for leading should be
? evo1v1ng as a result, and an accepted theory of administration _may be

formulated as fqrtner study continues regarding the re]ht1onsh1p between

+ 3 S . . !
< these two areas. o, s ?\\ < [




