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Chapter I

THE PROBLEM

Introduct ion

The task of analyz ing l i t e r a t u r e  on fa c to rs  re la te d  to  a dm in is t ra ­

t i v e  leadership was most overwhelming due to  the p ro l i f e ro u s  nature of  

the sub jec t .  As a consequence, i t  became necessary to l i m i t  the fa c to rs  

f o r  study.  Those selected were considered c ruc ia l  and re le van t  as they  

provided ins igh t  in to  concepts proven to be e f f e c t i v e  or f e a s i b l e .

Consequently, two questions were selected f o r  intense study:

What are the impl icat ions of  changing a d m in is t ra t iv e  
phi losophies and th e o r e t i c a l  veins upon a d m in is t ra t iv e  
leadership?

Recognizing the great  amount of  b u re au c ra t iza t io n  of  
educational  agencies,  an a n c i l l a r y  question has been 
included in the study: Does the l i t e r a t u r e  suggest a
separate type of leader f o r  bureaucracies?

I t  was the in te n t io n  of  the w r i t e r  to discern answers to  both of  

the above questions on a d m in is t ra t iv e  leadership and hope fu l ly  lead to a 

suggestion of  the desired type of  a d m in is t ra t iv e  leadership needed w i th in  

the framework of  a contemporary m i l ie u .

Statement of  the Problem

I t  was the purpose of th is  study to seek an answer to  the f o l l o w ­

ing questions:

1. What are the im pl ica t ions  of changing m i l ie u  upon 
a d m in is t ra t iv e  leadership?

1
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2. A n c i l l a r y  to  the above, does the l i t e r a t u r e  suggest a 
separate type of  a d m in is t ra t iv e  leadersh ip f o r  bureau­
c r a t i c  organizat ions?

Sign i f icance  of  the Problem

The s ig n i f ic a n c e  of  the problem lay in the f a c t  th a t  leadership  

could not be considered s t a t i c .  Ins tead,  i t  took place in an ever -  

changing m i l i e u .  I t  was f e l t  t h a t  what was considered acceptable or  

" r i g h t "  leadership yesterday could not be considered so today. I t  was 

th e re fo re  necessary to understand the impl ica t ions  of  the changing m i l ie u  

upon leadership .

A d d i t i o n a l l y ,  such an h i s t o r i c a l  analys is  would help exp la in  

past and present inf luences upon educational  a d m in is t ra t io n  and possibly  

help us a n t i c ip a t e  and understand the needed a d m in is t r a t iv e  s t y le  of  the  

f u t u r e .  As educators,  i t  was re lev an t  to  u t i l i z e  the contr ibu t ions  of  

h is to ry  to understand more about our systems, pra c t ic es  and approaches.

L i t t l e  has remained s ta b le  in today's wor ld ,  and consequently,  

perceptions of  what was important changed as trends and data changed.

Fox substant iated  th is  po in t  by s ta t in g  th a t :

I t  is a r e l a t i v e l y  recent development to  place education­
al developments and changes in to  t h e i r  s o c ia l ,  economic and 
h is t o r i c a l  contexts .  The psychological  and soc io log ica l  as­
pects of  education change were not considered p a r t  o f  the 
universe of  f a c t  and data o f  educational  h is to ry  as recen t ly  
as the 1950‘ s . . . .  P o l i t i c s  is j u s t  beginning to  be i n ­
cluded in the universe of  information needed to understand 
educational  events and economics s t i l l  is not (J_0, 196$,  
p. 4 09 -4 10 ) .

Assumptions

There were numerous assumptions th a t  were made in regards to  th is

study:
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1. A dm in is t ra t io n  occured w i t h in  a p a r t i c u l a r  s e t t in g  or  
m i l i e u .  The resu l ts  of  a number of  studies showed tha t  
leadersh ip  "does not occur in a vacuum but a t  a p a r t i c u ­
la r  t ime and place and under a p a r t i c u l a r  set of  c i r ­
cumstances ( 31 , 197*1, p. 2 5 ) . "

2.  Knowledge of a dm in is t ra t ion  has grown continuously.
Leader behavior was not f i x e d ,  but amended i t s e l f  as 
knowledge increased.

3. Every group needed a leader .  This person played an ac ­
t i v e  par t  in the development and maintenance of ro les and 
goal a t ta inm ent .  A group was not e f f e c t i v e  w i thout a 
l eader .

k .  What was in vogue had a tremendous in f luencing  impact 
on leadership behavior.

5. Many of our agencies have become more bureaucratized .



Chapter 11

This chapter included a chronological  review of a dm in is t ra t iv e  

philosophies and th e o re t ic a l  veins ranging from the c la s s ic a l  era to the 

present day contingency th e o r ie s .  Upon examination of  the past and 

present inf luences upon educational  a d m in is t ra t io n ,  the w r i t e r  explored  

the c h a r a c te r is t i c s  of bureaucra t ic  agencies in an attempt to determine  

the extent to which they required a d i f f e r e n t  type of leader from those 

examined in the chronological  review.

According to S t o g d i l l ,  there  were eleven evolv ing  c l a s s i f i c a ­

t ions  of  leadership — each c o n t r ib u t in g  to a b e t t e r  understanding of 

the concept.  These c la s s i f i c a t i o n s  were as fo l lo w s .  Leadership was 

viewed as

1. a focus of group processes.
2. p e rsona l i ty  and i t s  e f f e c t s .
3. the a r t  of in f lue nc ing .
4. the a r t  of inducing compliance.
5. an act or behavior.
6 . a form of persuation.
7. a power r e la t io n s .
8. an instrument of goal achievement.
9. an e f f e c t  of in t e r a c t io n .

10. a d i f f e r e n t i a t e d  r o le .
11. the i n i t i a t i o n  of  s t ruc ture  (37.» 1974, p. 7 - 1 5 ) .

Newell included a statement by Cartwr ight and Zander tha t  seemed

to summarize th ink ing regarding leadership.  Leadership was

viewed as the performance of those acts which help the group 
achieve i t s  pre fe rred  outcomes. Such acts may be termed group 
func t ions .  More s p e c i f i c a l l y ,  leadership consists  of  such 
actions by group members as those which a id  in s e t t in g  group 
goals,  moving the group toward i t s  goals,  improving the q u a l i t y  
of the in te rac t ions  among the members, b u i ld in g  the cohesive-

4
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ness of the group, and making resources a v a i la b le  to the  
group. In p r i n c ip l e ,  leadership may be performed by one 
or many members of the group . . . .  Groups d i f f e r  from 
one another in a v a r i e ty  of ways, and the act ions required  
f o r  the achievement of valued s ta tes  of one group may be 
q u i te  d i f f e r e n t  from those of another.  The nature of leader ­
ship and the t r a i t s  of leaders w i l l  accordingly be d i f f e r e n t  
from group to group (28,  1978, p. 222) .

The b r i e f  summaries above did not do f u l l  j u s t i c e  to t h e i r  ideas 

as they were more complex than has been indicated here.  They did point  

out,  however, tha t  we have a great deal to learn about leadersh ip.

The eventual outcome of th is  study was to i d e n t i f y  the desired  

type of leadership w i th in  an o rg a n iza t io n .  Through the ages, man had 

attempted to  id e n t i f y  the var ious  types of leadersh ip.  P la to ,  f o r  

instance,  proposed three types of leaders:  (1) the phi 1osopher-s tates-  

man who would ru le  the repub l ic  wi th  reason and j u s t i c e ,  (2) the m i l i ­

ta ry  commander to defend the s ta te  and enforce i t s  w i l l ,  and (3) the 

businessman to provide f o r  the needs of the c i t i z e n s .

Bogardus, a modern leadership t h e o r i s t ,  suggested there were 

four  types of leaders:  (1) the a u to c r a t ic  type who rose to the top in a 

large o rg a n iza t io n ,  (2) the democratic type who spoke on behalf  of the 

group, (3) the execut ive type who was selected because of his a b i l i t y  

to get things done, and (k)  the r e f l e c t i v e  i n t e l l e c t u a l  who had d i f f i ­

c u l ty  acquir ing  supporters.

Sanderson and Nafe proposed four  leadership types also: (1) the 

s t a t i c  leader who influenced the thoughts of others ,  (2) the executive  

leader who used power and p o s i t io n ,  (3) the professional  leader who 

st imulated the p o te n t ia l  of  his subordinates,  and (4) the group leaders 

who represented the in te res ts  of the group.

Kencheloe defined a leadership type as the prophet — someone
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who rose to  the c a l l ,  usual ly  a c r i s i s  of his own making. He had great

a b i l i t y  to  secure the in te re s t  and support of  his fo l lo w in g .

Levine named four  leadership types: the char ism at ic ,  the o rg an i ­

z a t i o n a l ,  the i n t e l l e c t u a l ,  and the informal leader .  Haiman found th a t  

f i v e  types of  leaders were neede in a democracy: the e xec ut ive ,  the

judge, the advocate,  the exper t ,  and the discussion leader .

Weber proposed three types of l e g i t im a te  a u t h o r i t y ,  each being 

associated w i th  a s p e c i f i c  type of  leadership: the bureaucra t ic  leader

who was supported by legal a u th o r i ty  and operated in r a t io n a l  grounds; 

the pa tr imonia l  form functioned w i th  a s t a f f  of r e la t i v e s  ra th e r  than  

h ie ra rc h ia l  o f f i c i a l s  and was supported by t r a d i t i o n ;  and the c har ism at ic  

leader who functioned w i th  a s t a f f  of d is c ip le s  and th r iv ed  on heroism.

S t o g d i l l ,  in his book Handbook of Leadership, noted th a t  recent

researchers no longer paid much a t t e n t i o n  to the persuasive ,  i n t e l l e c ­

t u a l ,  and rep rese n ta t ive  types of  leaders.  Instead,  they focused p r i ­

mar i ly  on two types: a u t h o r i t a r i a n  and democratic.  In f a c t  these types

acquired new names. The a u t h o r i t a r i a n  was c a l le d  ta s k -o r ien te d  or s t ru c ­

tured and the democratic was c a l le d  the person-oriented or considerate  

(37,  197^, p. 2 7 ) .

In any case,  because growth of organizat ions was increasing and 

b u re aucra t iz ing ,  data was used, whether i t  was past or present,  to learn  

what type of leadership was needed in today's  complex soc ie ty .

In a recent issue of Time magazine emphasis was given to the 

top ic  of leadersh ip .  The a r t i c l e  began w i th  a quote from Ortego y Gasset 

tha t  summed up the dilemma we face in today's  organizat ions:

Before long there w i l l  be heard througout the p lanet  a 
formidable c ry ,  r i s in g  l i k e  the howling of innumerable dogs
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to the s ta rs ,  asking f o r  someone or something to  take  
command (38,  1979, P- 2h ) .

President C a r te r ,  whose own leadership inadequacies were used 

to describe the inadequacies of many of today 's  leaders ,  was f a u l t e d  fo r  

lacking "the sheer exuberance of power," f o r  not l i g h t in g  up the room 

when he ente rs ,  and f o r  not exerc is ing  power in a subtle  manner.

Of concern  were  the seeming lack of  good leaders and the u n w i l l ­

ingness of America to  be led ,  stated Time. This led to the conclusion  

t h a t  "Americans have been h i s t o r i c a l l y  d is o rd e r ly  in t h e i r  response to 

leadership: A C ons t i tu t io n a l  Convention in Ph i lade lph ia  had i t s  counter­

po int  in a Whiskey Rebe ll ion  in the backwoods. The n a t io n 's  t r a d i t i o n  

has been a c ontrad ic to ry  mixture of the d o c i l i t y  and r e v o l t . "

Time then asked the question,  "Does a l l  th is  mean tha t  the 

t a l e n t  f o r  leadership has abruptly  disappeared from the  American genes?"

The answer was an emphatic "abso lu te ly  not" because the reasons f o r  our 

current  leadership problems l i e  deeper. "S o c ie t ie s  may not always get 

the leadership they deserve and need, but they get a leadership th a t  re ­

f l e c t s  the nature of  the n a t io n 's  power and the condi t ion  of i t s  f o l l o w ­

e r s . "  Time went on to say tha t  these fo l lo w ers  "have become too o f ten  

touchy,  re lu c ta n t  and i r r i t a b l e  pess imist ic"  because there are no c h a r is ­

matic leaders l i k e  Roosevelt ,  Gandhi, and Churchi l l  today and a lso be­

cause the government had not been f u l f i l l i n g  the promises fo r  which they  

has assumed r e s p o n s i b i l i t y .  The problem was compounded because c o n s t i ­

tuents may have been as knowledgeable as t h e i r  leaders (39,  1979, p. 27 ) .

I t  th e re fo re  because evident th a t  "some underlying concensus about 

common d i r e c t io n  is necessary,  and tha t  is now d i f f i c u l t  to locate  (39,  

1979, p. 2 8 ) . "



8

Class ica l

Taking considerat ion  of h i s t o r i c a l  landmarks, we included the 

man who was looked upon as the master th e o r e t ic ia n  of bureaucracy - -  

Max Weber. His toeory appeared at  the turn of the century .

Weber was a German s o c io lo g is t  who f i r s t  f u l l y  developed a 

theory of bureaucracy.  As Bennis pointed out ,  the bureaucra t ic  model 

was the re s u l t  of  a d is ta s te  f o r  "personal subjugat ion,  nepotism, c r u e l t y ,  

emotional v ic i s s i t u d e s ,  and sub jec t ive  judgment (3., 1966, p. k-S)

Such f r a i l  i t i e s  were f r e e l y  p ract iced  during the e a r l y  days of  the In ­

d u s t r i a l  Revolut ion.  In the same v e in ,  i t  was f e l t  t h a t  the theory evo lv ­

ed out of  Weber's experience in the German army as wel l  as the growth of  

German in d u s t r ia l  organ izat ions .

Out of  his impressions and fe e l in g s  came "an apparatus of ab­

s t r a c t  d e p ersona l iza t ion ,  a system tha t  would r a t i o n a l l y  dispense solu­

t ions  wi thout the f r i c t i o n  of sub jec t ive  co lor ing  and human e r r o r . "  In 

other words, p e rs o n a l i ty ,  i r r a t i o n a l i t y ,  and u n p r e d i c t a b i l i t y  were not 

allowed to  en te r  in to  the decision-making process. Instead,  ro les were 

" i n s t i t u t i o n a l i z e d ,  and re in forced  by legal  t r a d i t i o n ,  r a t i o n a l i t y ,  and 

p r e d i c t a b i l i t y  were sought f o r  in order to e l im in a te  chaos and u n a n t ic i ­

pated consequences, and technical  competence ra th e r  than a r b i t r a r y  whims 

were emphasized (3,  1966, p. 5 ) . "

In short ,  Weber be l ieved an organizat ion  could and "should 

fu n c t io n  as a s in g le  mechanism (28,  1978, p. 121 ) ."

As he observed the i n d u s t r i a l ,  m i l i t a r y ,  and p o l i t i c a l  organi ­

z a t io n s ,  he found the elements of bureaucracy l i s t e d  below:



1. a d iv is io n  of labor based on fu nct iona l  s p e c ia l i z a t i o n .
2. a w e l l -d e f in e d  h ierarchy of a u th o r i ty .
3. a system of ru les covering the r ights  and dut ies  of 

employees.
k .  a system of procedures f o r  deal ing with  work s i t u a t io n s .
5.  impersonali ty  of  interpersonal r e la t io n s .
6. Promotion and s e le c t io n  based on technical  competence

(3,  1966, p. 5 ) .

W r i t in g  about the same time as Weber was F re der ic k  T a y lo r ,  an 

American engineer who, because he was c red i ted  with  advancing " the  pro­

f e s s io n a l i z a t i o n  of management," became known as the " f a t h e r  of scien­

t i f i c  management (3,  1966, p. 6 6 ) . "  Using the p r in c ip le s  of  s c i e n t i f i c  

management, he "hoped to maximize the output of  workers (6,  1977-78,  p. 1)

I t  was T a y lo r 's  f e e l i n g  according to Campbell, th a t  the behavior

of workers could and should be analyzed by focusing on such points  as

(1) time and motion,  (2) pay on a piece ra te  basis ,  (3) the separation

of planning and performance, (k)  s c i e n t i f i c  te s t in g  methods, and (5) 

improved coord inat ion  among workers due to s t r i c t  management c o n t ro l .

I t  became obvious tha t  T a y lo r 's  main concern was f o r  p r o d u c t iv i t y .

There was one major d i f fe re n c e  between Taylor  and Weber. The 

former "stressed the impersonal r a t i o n a l i t y  of measurement" w h i le  Weber 

"emphasized the legal domination of ' r o l e '  or pos i t ion  in a ser ies  of

h ie ra rch ies  (2,  1966, p. 6 6 - 6 7 ) . "

At the time in organ iza t iona l  h is t o r y ,  the human dimension was 

not considered or understood. Organizat ions were considered to be "p re ­

designated,  omniscient machines, and any d e v ia t ion  from p re d ic t io n  was 

probably occassioned by the f a c t  tha t  man is r e g re t ta b ly  unpredictable  

and unstable or by o u t r ig h t  engineering  inadequacies (2 ,  1966, p. 6 7 ) . "

I t  could be said th a t  when there  was a c o n f l i c t  between the man and the 

org a n iza t io n ,  the man was ra re ly  favored.
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Further ins ights  into organ iza t iona l  theory was o f fered  by Henri 

Fayol who focused his a t te n t io n  on the top manager and his re spons ib i1i -  - 

t i e s .  I t  was Fayol who contr ibuted the now renowned elements of manage­

ment: planning,  organ iz ing ,  commanding, coord inat ing ,  and c o n t r o l l in g .

He strongly  f e l t  tha t  "adm in is tra tors  in both industry and government 

could make t h e i r  organizat ions more e f f i c i e n t  (6,  1977-78,  p. 1 ) . "

Another i n f l u e n t i a l  co n tr ib u to r  to organizat iona l  theory was 

Luther Gulick - -  a man Campbell f e l t  was "a kind of t r a n s i t io n a l  person 

between in d u s t r ia l  management and the views tha t  were to fo l lo w  (6,  1977- 

78, p. 2 ) . "  G u lc ik 's  o f f e r in g  came in the form of his wel l-known mnemonic 

device P0SDC0RB (planning,  organiz ing ,  s t a f f i n g ,  d i r e c t in g ,  coord inat ing ,  

repor t ing ,  and budgeting (28,  1978, p. 122).

In these c la s s ic a l  th eo r ies ,  the organ izat ion  reigned supreme in 

any c o n f l i c t  th a t  arose between the a dm in is t ra t ion  and the worker.  As 

was stated by Bennis, " the  only road to e f f i c i e n c y  and p ro d u c t iv i t y  was 

to surrender man's needs to the serv ice  of the bloodless machine (2̂ , 1966, 

p. 6 7 ) . "

The era of c la s s ic a l  or s c i e n t i f i c  management theory was summar­

ized as fo l lo w s .  The th e o r is ts  advocated d iv is io n  of labor so that  each 

worker became highly  p r o f i c i e n t  in his assigned task.  In a d d i t io n ,  "the  

organizat ion  • is s tructured according to a plan that organizes a l l  the  

smal l ,  sp ec ia l ized  steps into a p a t te r n ,  thus assuring that the t o t a l  

task  of the organ iza t ion  w i l l  be accomplished." These.these th e o r is t s  

r e l i e d  on t i g h t  control  and supervision along each step of the hierarchy  

so that  a l l  remained coordinated.  There was a pyramidal design to the 

organizat iona l  diagram to  f a c i l i t a t e  communication. Here, motivat ion
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was an uncomplicated concept in tha t  i t  was f e l t  th a t  people would work 

f o r  an organizat ion  simply because they needed the money. The imprint  

of such an organ iza t ion  was evident  to a l l  (29,  1970, p. k S - k 7 ) .

Neo-Classical

I t  was Mary Parker F o l l e t t  who was c red i te d  w i th  considering

the ro le  human behavior had in organ izat iona l  operat ions.  She

viewed organizat ion  as a dynamic system of human r e l a t i o n ­
ships in which in t e g r a t io n ,  both between the ind iv idua l  and 
the o rga n iza t ion ,  and among the various parts  of the organ­
i z a t i o n ,  as a prime re q u is i te  fo r  a successful  e n te rp r is e
(28,  1978, p. 122).

In ad d i t io n ,  she f e l t  tha t  "the process of production was as 

important fo r  the w e l fa re  of  soc ie ty  as the product of production (28,

1978, p. 122). "

I t  was F o l l e t t  who i n i t i a t e d  what became the Human Relat ions  

per iod.  Also included as contr ibu tors  during th is  era (1938-1950) were 

such th e o r is ts  as Mayo, Roethlesberger,  B rnard,  L i k e r t ,  Lewin, Moreno, 

and Rogers.

These people were the f i r s t  to be cognizant of such u n a n t ic i ­

pated consequences as "workers' f e e l in g s ,  a t t i t u d e s ,  b e l i e f s ,  percep­

t io n s ,  ideas and sentiments" and constructed a model th a t  focused on the 

b e l i e f  tha t  "man can be motivated to work more product ive ly  on the basis 

of f u l f i l l i n g  c e r t a in  social  and psychological  needs (2 ,  1966, p. 67 - 8 ) . "

I l l u s t r a t i n g  th is  p o in t ,  f ind ings  of several  th e o r is ts  fo l lo w .  

F i r s t ,  Mayo and Roethlesberger.  Through t h e i r  experiments at  the Western 

E l e c t r i c  Plant they found tha t  "economic and mechanist ic approaches to  

human re la t io n s  in industry  were inadequate." They s ta r te d  out te s t in g  

how worker production was a f fe c te d  by changing the q u a l i t y  of i l lu m in a ­
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t io n  a t  the p la n t .  I t  was discovered th a t  wages and physical condit ions  

did not d i c t a t e  a p a r t i c u l a r  level  of  employee p r o d u c t iv i t y .  Instead,  

the researchers found that  t h i s  employee p ro d u c t iv i ty  increased simply 

because the workers f e l t  tha t  they were p laying an important par t  in the 

experiment.

Thus began the b e l i e f  th a t  good leadership exh ib i te d  democratic  

ra ther  than a u th o r i ta r i a n  behaviors and emphasis was placed on employees 

ra ther  than production.

The contr ibut ions  of F o l l e t t ,  Mayo, and Roethlesberger pointed  

to the b e l i e f  th a t  an organ iza t ion  had dual dimensions: the task and the 

human.

Chester Barnard's concepts of e f fec t ive ne ss  and e f f i c i e n c y  i l ­

lu s t ra te d  th is  d u a l i t y .  According to  him, "e f fe c t iv e n e s s  re la te d  to  

the achievement of  organ iza t iona l  goals, and e f f i c i e n c y  re la te d  to the 

s a t is f a c t i o n  of ind iv idua l  motives (28,  1978, p. 123 ) ."  In a d d i t io n ,  he 

f u r t h e r  contr ibuted  to the human re la t io n s  period of o rgan iza t iona l  

theory be being among the f i r s t  to  "note th a t  formal organizat ions  have 

informal s t ructures  tha t  cannot be ignored (6,  1977-78,  p. 2 ) . "

L ik e r t  was a lso c red i te d  wi th  he lp ing humanize and democratize  

mammoth organ iza t ions .  He found tha t  there  were four  systems of organ­

iza t io n s :  (1) e x p l o i t a t i v e  a u t h o r i t a t i v e ,  (2) benevolent a u t h o r i t a t i v e ,  

(3) c o n su l t iv e ,  and (4) p a r t i c i p a t i v e  and that  the most e f f e c t i v e  organ­

i z a t io n  was one that  was p a r t i c i p a t i v e .  " In  th is  view, great  f a i t h  

could be placed in workers,  and t h e i r  p a r t i c i p a t i o n  would do much to in ­

crease the p ro d u c t iv i t y  of an organ iza t ion  (6,  1977-78,  p. 2 ) . "

Owens summarized the human re la t io n s  or n e o -c lass ica l  era with  

four  d iscover ies  c red i ted  to  Mayo:



13

1. The output of  the worker — hence, the output of  the  
o rgan iza t ion  — is determined more by his social  
capac i ty  than his physical  capa c i ty .

2. Money is only one motivat ion f o r  working in an o r ­
gan iza t io n ;  there are o th er ,  and perhaps more im­
p o r ta n t ,  rewards that  the worker seeks.

3. Highly s pec ia l ize d  d iv is io n  of  labor is not the  
most l i k e l y  way of maximizing the e f f i c i e n c y  of an 
org a n iza t io n .

4. Ind iv idua l  workers react to the organ izat ion  — i ts  
hie ra rc h y ,  i t s  ru les ,  and i t s  reward system - -  not as 
in d iv id u a ls ,  but as members of  groups (2̂ , 1966, p. 4 8 - 9 ) .

Since 1950, a number of th e o r is ts  have attempted to reconci le  

unsubstantiated theor ies  as well  as other debris in the form of over­

statements.  Bennis c a l le d  these authors R e v is io n is ts  because of t h e i r  

e f f o r t s  to revise  " the  nature ,  unsubstantiated and u n r e a l i s t i c  aspects 

of the  human r e la t io n s  period without s a c r i f i c i n g  i t s  radica l  departure  

from t r a d i t i o n a l  theory (3.  1966, p. 69 ) . "

S u rp r is in g ly ,  L ik e r t  was considered to  be a R e v is io n is t .  This 

was because he r e a l i z e d  th a t  his o r ig in a l  theory tha t  p ro d u c t iv i ty  strong­

ly corresponded with  morale was more a wish than a r e a l i t y .  The f o l l o w ­

ing quote substant iated  th is :

On the basis of the study I did in 1937, I bel ieved th a t  
morale and p ro d u c t i v i t y  were p o s i t i v e ly  re la te d ;  tha t  the 
higher the morale,  the higher the production.  Substantia l  re ­
search f ind ings  have since shown tha t  t h i s  re la t io n s h ip  is 
much too simple (3,  1966, p. 69) .

This dilemma was well  i l l u s t r a t e d  in the case of the Non-Linear  

Systems, Inc. of San Diego. The company changed i t s  organ izat iona l  ap­

proach over to  the human re la t io n s  model in the e a r l y  6 0 's by e l im in a t in g  

such pract ices  as assembly l ines  and time clocks.  Although the business 

was i n i t i a l l y  successful ,  the acclaim proved to  be premature as the com­

pany was unable to  weather the business slump. The president then had
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to re tu rn  to the c las s ica l  approach to regain p r o f i t s .  He commented,

"I  have los t  s ight of the purpose of business,  which is not to develop 

new theor ies  of  management."

His new-found awareness pointed to the f a c t  th a t  t h i s  theory,  

l i k e  the c la s s ic a l  design,  can generate excesses. As Hicks and G u l le t t  

s ta te d ,

the model bu i lders  fo rgot  th a t  the behavioral system in an 
organ iza t ion  is par t  of  several la rg e r  systems, such as the  
technologica l  system and the economic system. I f  decisions  
are made in terms of only the behavioral  system, the s i t u a ­
t ion  becomes unbalanced and the same kinds of  r i g i d i t i e s  
develop th a t  the c la s s i c i s t s  caused (J9., 1975, P- b2k) .

Modern Theories

To remedy the imbalance mentioned above, the open systems ap­

proach became preva len t .  Th is ,  as suggested by Hicks and G u l l e t t ,  was 

" the  design emphasis of the fu t u r e  because i t  escapes narrow perspec­

t iv e s  tha t  have r e s t r i c t e d  e a r l i e r  approaches." Even though the approach 

was humanist ic,  i t  was more comprehensive because i t  took in to  account 

the var ied  and emotional needs of the employees as well  as such s i t u a ­

t io n a l  fa c to rs  as technology and economics.

The open systems approach was a fa c e t  of  the social  systems 

theory.  The closed system approach was a lso included in the social  system 

theory but because i t  was independent of  i t s  environment, and because 

a school was not,  i t  was not d e a l t  w i th  here.  Hence, the school was 

termed an open system because of i t s  input-output  r e la t io n s h ip  w i th  i ts  

environment ( 29 , 1970, p. 52 ) .

Besides the input-output r e la t io n s h ip ,  there  were other  char­

a c t e r i s t i c s  th a t  d is t inguished the open systems approach. These were
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offered  by Daniel  E. G r i f f i t h s .

1. Open systems tend to mainta in themselves in steady s ta te s .  
A steady s ta te  is charac te r ized  by a constant r a t i o  being 
maintained among the components of  the system. A burn­
ing candle is of ten  used as an example o f  a steady s t a t e .  
Upon being l ig h te d  the flame is smal l ,  but i t  ra p id ly  
grows to  i t s  normal s ize  and maintains the s ize  as long
as the candle and i t s  environment e x i s t .

2. Open systems are s e l f - r e g u l a t i n g .  In the i l l u s t r a t i o n  
above, a sudden d r a f t  w i l l  cause the f lame to f l i c k e r ,  
but w i th  the cessat ion of  the d r a f t  the flame regains  
i t s  normal c h a r a c t e r is t i c s .

3. Open systems d isp lay  e q u i f i n a l i t y ;  tha t  is ,  id e n t ica l  
re su l ts  can be obtained from d i f f e r e n t  i n i t i a l  condi ­
t ions .

k .  Open systems mainta in t h e i r  steady s t a te s ,  in p a r t ,  
through the dynamic in te rp la y  of  subsystems opera t ing  
as fun c t io n a l  processes. This means th a t  the var ious  
parts  of  the system func t ion  w i thout  p e rs is te n t  con­
f l i c t  th a t  can be n e i th e r  resolved nor regulated .

5.  Open systems maintain t h e i r  steady s ta te s ,  in p a r t ,  
through feedback processes. In genera l ,  feedback re ­
fe r s  to th a t  por t ion  of  the output which is fed back 
to  the input and a f fe c ts  succeeding outputs (29,  1970, 
p. 5 2 - 5 3 ) .

In summary, i t  was observed t h a t  an organ iza t ion  func t io n in g  

w ith  such an approach "responds to inputs of energy and s t im u l i  from i t s  

environment and i t  a f f e c t s  i t s  environment w i th  i t s  o u tpu t ."  I t  was 

f e l t  tha t  " the  use of systems theory can lead to  a search f o r  more p re ­

c ise  d e l in e a t io n  of  the boundaries which mark the l im i t s  of  the o rg a n i ­

za t io n  (29. 1970, p. 5 3 ) . "

Such a theory was a lso useful  in analyzing  the fa c to rs  th a t  

were responsible f o r  in f luencing the behavior of the o rg a n iz a t io n 's  

p a r t i c ip a n t s .  Getzels  and Guba were two people who described an o rg a n i ­

za t io n  as a socia l  system. The i r  models were widely  used in education­

al  a d m in is t ra t io n .  These were i l l u s t r a t e d  in Figures 1 and 2.
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The models i l l u s t r a t e d  th a t  there were behavioral  aspects f o r

each ro le  in the orga n iza t iona l  s t r u c tu r e .  In a d d i t io n ,

every one in the socia l  system ( inc lud ing  the ro le  incumbent) 
is  an observer of  others and thus has c e r t a in  perceptions and 
expectat ions  of  those other  ro le s .  For example, no one in the  
system — teacher ,  parent ,  superintendent ,  custodian,  or other  
r e fe re n t  — has the same expectat ions of  the ro le  of  the p r i n ­
c ip a l  as any other member of  the system (29,  1970, p. 5 3 ) .

The models a lso showed the in te g r a t iv e  manner in which ideas 

of the c u l t u r a l ,  i n s t i t u t i o n a l ,  group, and in d iv idua l  fa c to rs  r e la t e  to  

one another.  I t  was t h i s  process of  in te g ra t io n  and in te r a c t io n  that  

brought about change.

Consequently, the models helped us see t h a t  our organiza t ions  

were not always in e q u i l ib r iu m ,  but th a t  they were in constant "dynam­
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"what the complexity and c o n f l i c t  suggest about the modif icat ions  th a t  

have to  be made in the goals,  expecta t ions ,  needs and s e le c t iv e  percep­

t ions"  of  the p a r t ic ip a n ts  (43,  1971, p. 2 4 -2 5 ) .

The systems theory was used to eva luate  organizat iona l  p e r f o r ­

mance by deal ing  w ih t  the "operat ing  re la t io n s h ip s  tha t  must e x i s t  fo r  

the organizat ions to funct ion"  ra ther  than deal ing  so le jy  w i th  goals.  

This made us aware of  the necessi ty  f o r  g iv ing  serious concern to  the  

basic "soc ia l  system needs of the organ iza t ion  as a p r io r  cond i t ion  f o r  

e f fe c t iveness  (29,  1970, p. 5 6 ) . "

P h i l i p  Selzn ick  gave f i v e  such needs f o r  the socia l  systems

model:

1. The s e c u r i ty  of  the o rga n iza t io n  as a whole in r e l a ­
t io n  to socia l  forces in i t s  environment.

2. The s t a b i l i t y  of  the l ines  of  a u th o r i ty  and communi­
c a t io n .

3. The s t a b i l i t y  of  informal r e la t io n s  w i th in  the o r ­
g an iza t io n .

4 .  The c o n t in u i ty  of  p o l icy  and the sources of i t s  
determi nat ion .

5.  A homogeneity of  outlook  w i th  respect to the mean­
ing and ro le  of  the o rgan iza t ion  (29,  1970, p. 5 6 ) .

Owens stated tha t  the "new adm in is t ra t io n  is very much involved  

the behavior of  people in organ iza t iona l  s e t t in g s"  and th a t  whatever was

new in the new a dm in is t ra t ion  was best viewed as a combination of  the

c la ss ica l  concepts of  those who emphasized s t ruc ture  of organizat ions  

and the human re la t io n s  concepts which had received strong emphasis in 

the 1940 ' s  (2 9 , 1970, p. 11- 12).

In t h is  phase of  a d m in is t ra t iv e  b e l i e f s ,  there were no recipes

f o r  "how to  succeed in a d m in is t ra t io n ."  Instead

i t  gives promise of  equipping adm in is t ra to rs  to understand t h e i r  
organ iza t iona l  environment in g rea te r  depth than prev ious ly .
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I f  t h e i r  promise is kept,  the new a dm in is t ra t ion  would appear 
to be b e t t e r  adapted to a world which is changing w i th  bewi lder ­
ing speed, so f a s t ,  in f a c t ,  t h a t  we cannot reasonably fo recast  
the problems and the circumstances tha t  students now beginning  
t h e i r  study of  educational  adm in is t ra t ion  w i l l  face  a t  the  
height  of  t h e i r  careers (29., 1970, p. 12) .

Proponents of  th is  view of a dm in is tra t ion  subscribed to four  

b e l i e f s  as presented by Owens:

1. Admin is tra t ion  is comprised of s p e c ia l i ze d  knowledge, 
s k i l l s ,  and understandings which are d i f f e r e n t  from 
the a c t i v i t i e s  being administered.  This ind icates  an 
awareness th a t  has been long in coming — th a t  educa­
t io n a l  a d m in is t ra t io n  shares numerous commonalities  
w ith  other  types of  adm in is tra t ion:  business,  medical ,  
p u b l ic ,  e tc .

2.  The p ra c t ic e  of  a d m in is t ra t io n ,  in the 'new' sense, is 
based on a r e a l i s t i c  view of organizat ions  as they 
a c t u a l ly  e x i s t .  Here,  the ad m in is t ra to r  must become 
sens i t ized  to the r e a l i t i e s  of  his o rgan iza t iona l  en­
vironment by explor ing  the concepts and p r in c ip le s  of 
a number o f  th e o r ie s .

3 .  The s c i e n t i f i c  foundations of  the 'new administration'  
are in the behavioral  sciences.  I t  is suggested that  
' i n  an e f f o r t  to understand the true  nature o f  the 
problems of adminstering educational  o rg an iza t ions ,
the ins ights  o f  d is c ip l in e s  such as psychology,  s oc io lo ­
gy, anthropology,  and p o l i t i c a l  science'  be explored.

k .  Change is i n e v i t a b le  in educational  a d m in is t ra t io n ,  and 
innovation is urgently  needed. Here, ,school  adminis­
t r a t o r s  are urged to  seek fresh new horizons by becom­
ing more adaptable and s k i l l f u l  in understanding the 
nature of  change (2]9, 1970, p. 12 -13 ) .

Ownes went on to  say tha t  "educational  a d m in is t ra t io n  was a f f e c t ­

ed very l i t t l e  by the e vo lu t ion  of adm in is t ra t ion  as a f i e l d  of study un-; 

t i l  the middle of  th is  century  . . . ."

Van M i l l e r  concurred by s t a t in g  that

A lo t  o f  the study o f  a d m in is t ra t io n  has been a matter  o f  look­
ing backward or sideways a t  what was done or what is being done.
I t  is s t r i k i n g  to  contemplate how much a d m in is t ra t iv e  experience  
has been exchanged and how l i t t l e  has been studied s c i e n t i f i c a l l y .
The current  excitement a r ises  from the f a c t  th a t  w i th in  recent
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years educational  ad m in is t ra t io n  has become a f i e l d  of  study 
and of development as wel l  as a vocation (41_, 1965,  p. 5 4 4 -45 ) .

This "curren t  excitement" mentioned above caused Owens to  observe 

th a t  " the  year 1950 may wel l  be the tu rn ing  po int  in the development of 

educational  a d m in is t ra t io n  in our time (29 ,1970,  p. 1 6 ) . "

Owens o f fered  several re levant comments that summarized the pro­

gress and goals of current  a d m in is t ra t iv e  theory:

The goal of present a d m in is t ra t iv e  theory is the development 
of conceptual frameworks through which we may systemize and 
in te gra te  our knowledge of the various types of  adm in is t ra t io n .

The reader w i l l f i n d  tha t  to  a s urpr is ing  extent  Barnard an­
t i c ip a t e d  many of the c u r re n t ly  accepted theor ies  and that  
much of what is p resent ly  known or th eor ized  about adminis­
t r a t i o n  has been contr ibuted  by workers in many f i e l d s ,  es­
p e c i a l l y  the behaviora l  sciences. Progress has depended 
upon a constant dialogue involv ing researchers ,  t h e o r is t s ,  
and p r a c t i t io n e r s  as they continue to  ra ise  quest ions,  seek 
answers, and te s t  theor ies  (29,  1970, p. 15)-

The nine c h a r a c t e r is t i c s  of modern theory were stated as fo l lows:

F i r s t ,  the viewpoint of an organ iza t iona l  system. Modern theory  

viewed i t  as a system comprised of four  elements: input,  output,  feed­

back, and environment.

Second, modern theory also placed emphasis on the "dynamic pro­

cess of .^ interaction th a t  occurred w i th in  the s t ru c tu re  of an o rg a n iz a t io n ."  

This was in d i r e c t  contrast  w i th  the s t a t i c  s t ru c tu re  of the c la s s ic a l  

per iod.  The appropr ia te  amount of s t ru c tu re  remained a necessi ty ,  but 

did not serve as a condi t ion fo r  successful  in te r a c t io n .  Thus, as 

Hicks and G u l le t t  s ta te d ,  "modern theory does not replace s t ru c tu re ;  i t  

simply adds an emphasis on the process of in te r a c t io n  tha t  occurs w i th in  

the s t ruc ture  Q 9 ,  1975, p. 2 13 -21 4 ) ."

Th i rd ,  modern theory sought to understand the large system and 

i t s  component parts  - -  the micro and macro so to speak. I t  sought "an
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in tegrated  wholeness of organ izat ion  a t  every leve l"  and because of th is  

had an advantage over c la ss ica l  theory "which i m p l i c i t l y  assumed i d e n t i t y  

of ob jec t ives  (19.  1975, p. 2 1 6 ) . "

A four th  c h a r a c t e r is t i c  of  modern, theory lay in the f a c t  tha t  an 

act could be motivated by more than one de s i re .  "Organizat ions  are as­

sumed to e x is t  because t h e i r  p a r t i c ip a n t s  expect to  s a t i s f y  some objec­

t iv e s  through them." This aspect of modern theory coincided w i th  the 

neo-c lass ica l  era and was in con trast  w i th  the c la s s ic a l .

F i f t h ,  as opposed to c la s s ic a l  the ory 's  c e r t a in t y  and uncondi­

t io n a l  f e e l i n g  tha t  organ izat iona l  performance could be improved i f  man­

agement p r in c ip le s  were fo l lowed,  modern theory recognized a l l  the v a r i ­

ables a t  p lay.  I t  was there fo re  said tha t  modern theory was p r o b a b i l i s ­

t i c  because i t  issued few p r e d ic t i v e  statements wi thout using such 

phrases as "may be," and " u s u a l l y . "

S ix th ,  modern theory was m u l t i d i s c i p l in a r y  in tha t  i t  drew con­

cepts and techniques from such f i e l d s  as economics, ecology,  e tc .  There 

was an attempt to  "provide an in t e g r a t i v e  synthesis of the p e r t in e n t  

parts  of  a l l  f i e l d s  in developing a general  theory of organizat ions  and 

management."

Seventh, modern theory was d e s c r ip t iv e  in tha t  i t  sought to  des­

c r ib e  the c h a r a c te r is t i c s  of management and organ iza t ion .  Some e a r l i e r  

theor ies  were p re s c r ip t iv e  and suggested what should, must, or ought to 

be. In c o n t ra s t ,  "modern th e o r is t s  s t r i v e  to  understand organ iza t iona l  

phenomena and leave the choice of ob je c t iv es  and methods to the i n d i v i ­

dual ,"

Eighth,  "modern theory tends to assume an event is caused by 

numerous fac to rs  that are themselves i n t e r r e la t e d  and interdependent;
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t h is  contrasts  w i th  the tendency of o lder  theor ies  to  assume simple,  

s in g le - f a c t o r  causat ion ."

L a s t ly ,  modern th e o r is t s  be l ieved th a t  " i f  the o rgan iza t ion  is 

to  remain v ia b le  . . .  in i t s  environment, i t  must c o n t in u a l ly  adapt to  

the changing requirements of the environment." In short ,  modern theory  

viewed the organ iza t ion  as adapt ive  Q9., 1975, p. 2 1 3 -17 ) .

Thus, modern theory was considered to be a "general  theory of 

orga n iza t ion  and management, in te g r a t in g  c la s s ic a l  and neo-c lass ica l  

w ith  contemporary concepts. This is done by viewing an o rga n iza t ion  as 

a dynamic process tha t  occurs w i th in  and, in genera l ,  is c o n t ro l le d  by 

a s t ru c tu re  ( 19» 1975, p. 2 2 0 ) . "

Contingency Theories

Hicks and G u l le t t  revealed tha t  the current "move toward a more 

open systems approach is producing a swing towards contingency or s i t u a ­

t io n a l  designs in the 1970 's ."  They s ta ted tha t  th is  was the design em­

phasis of the fu t u r e  because i t  escaped narrow perspectives th a t  had r e ­

s t r i c t e d  e a r l i e r  approaches. * t  s t i l l  had a strong humanist ic leaning,  

but i t  was a more complete way of looking a t  organizat ions as i t  " i n c l i n e s  

a l l  s i t u a t io n a l  fac to rs  inc luding the technology and economic environment  

( J l ,  1975, p. 4 2 5 ) . "

Hughes and Flowers described the contingency model in the fo l lo w -

ing way:

Contingency management, f o r  example, means th a t  job  en­
r ichment should be appl ied w i th  the r e a l i z a t i o n  th a t  some em­
ployees do not want t h e i r  jobs enr iched.  Some p re fe r  e a s ie r  
and more rout ine  work. Some are troubled by chal lenge.  Others 
p re fe r  a f r i e n d l y  s i t u a t io n  and are not much concerned about 
job  content.  Each person and s i t u a t io n  is d i f f e r e n t .  Many 
organizat ions  have p o l i c ie s  and procedures that  r e f l e c t  a s in g le  
value system based on the b e l i e f  tha t  a l l  employees want the
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same work environment and f r i n g e  b e nef i ts  consequently, these 
f i rms are not able  to ad just  s i t u a t i o n a l l y  to d i f f e r e n t  condi­
t ions  (2]_, 1973, p. 16) .

Figure 3 below i l l u s t r a t e d  the development of  the contingency  

approach.

Bureaucracy,

Admi ni s t r a t i  ve 
Theory

S c i e n t i f i c
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ormal S tructure
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Theories of  
Organi zat  i ons
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Theory

Behavioral  and 
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Technical and 
Quant i t a t  ive 
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General Systems
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Figure  3

Development of Theories of  Organizat ions and Management

Woodward was an e a r ly  c o n t r ib u to r  to  the contingency design as a 

r e s u l t  of her study of one hundred English f irms in 1965. She found that  

the " e f f e c t i v e  form of o rgan iza t ion  var ied  according to  the f i r m ' s  tech­

nology. Mass production was more successful  w i th  c la s s ic a l  design,  

whereas u n i t  and process production were more successful  when they used
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humanist ic designs (J9., 1975, p. 4 2 5 ) . "

F ie d le r  was c red i te d  w i th  providing the name of the contingency

approach as he studied leadership.  He found that

an e f f e c t i v e  leadership p a t te rn  is dependent on the i n t e r ­
act ion  of a number of v a r i a b le s ,  inc luding task  s t ru c tu re  and 
leadership p o s i t io n  power. G nera l ly ,  a more c la s s ic a l  approach 
is e f f e c t i v e  when condit ions are s u b s t a n t ia l l y  more favorable  
or unfavorable f o r  the leader ,  but a more behavioral  approach 
is b e t te r  in the inte rmediate  zone of favorab?1i t y . The i n t e r ­
mediate condit ions are the ones that are most common in organ­
iza t ions  Q9., 1975, p. 4 25 -2 6 ) .

One drawback to F i e d l e r ' s  model was tha t  i t  implied that there  

were only two basic  s ty le s  of leadership — task or ien ted  and r e l a t i o n ­

ship o r ien ted .  Because of th is  l i m i t a t i o n ,  Hersey and Blanchard f o l lo w ­

ed w i th  a model tha t  depicted four  basic leadership types tha t  were re ­

la ted  to task behavior and re la t io n s h ip  behavior as an in d iv id u a l 's  

s t y le  of leadership involves a combination of these behaviors.

This r e a l i z a t i o n  was succeeded by W i l l iam  J. Redden who found 

th a t  an e f fec t iven s s  strand should be considered since leader e f f e c t i v e ­

ness depended "on how t h e i r  leadership s ty le  i n t e r r e l a t e s  wi th  the s i t u a ­

t io n  in which they operated ( 18, 1977, P- 104). "

I t  was found th a t  " in  c e r t a in  s table  environments,  the c las s ic a l  

forms tend to be more e f f e c t i v e .  In changing environments the opposite  

is t ru e .  More humanist ic forms are required to  permit organizat ions to  

respond e f f e c t i v e l y  to  t h e i r  unstable environment." This f in d in g  popu­

la r i z e d  the contingency approach (J9., 1975, p. 426 ) .

Bureaucraci es

In an attempt to  determine whether or not bureaucracies required  

a d i f f e r e n t  type of leader from those described in the th eor ies  presented
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in the previous pages, i t  was necessary to review the c h a r a c t e r i s t i c s ,  

f la w s ,  and b e n e f i ts  of  a bureaucracy.

Our study was prefaced by the statement th a t  "we l i v e  in an o r ­

ganized world and the world is f u l l  of organizat ions  (33., 1979, p. * f l ) . "

We considered the f a c t  th a t  we begin our l ive s  in a hospita l  - -  a large  

medical o rg a n iza t io n ,  and graduate to  other large organizat ions such as 

schools and e ven tu a l ly  to business and government. We a lso rea l ize d  

tha t  some of these organizat ions were as large as small towns and even 

nations (5_, 197^, p. 1 ) .

Organizat ions based on bureaucracy were in ex is tence f o r  thou­

sands of years as evidenced by the reference in the Old Testament about 

leaders of tens and leaders of hundreds. Hicks and G u l le t t  recognized 

the leaders of the Egyptian,  Chinese, and Roman Empires. Because organ­

i za t ions  were a par t  of  our l ives  and h is t o r y ,  i t  was impossible to en­

v is ion

human organizat ions  w i thout s t ru c tu re ,  wi thout s t a b i l i t y ,  and 
without order.  Chaos p r e v a i ls .  To overcome what otherwise  
would be u t t e r  confusion -  to give his o rgan iza t ion  (and thus 
also in large  measure h imself)  s t r u c tu r e ,  s t a b i l i t y ,  and 
order -  man has created bureaucracy (19,  1975, p. 127).

Bureaucracies were found in many of our organiza t ions - -  p o l i t i ­

c a l ,  r e l ig io u s ,  economic, m i l i t a r y ,  and educational  to  name a few.

The actua l  study of  them did not begin u n t i l  j u s t  re c e n t ly ,  how­

ever.  Hicks and G u l le t t  suggested the formation and study of bureau­

cracy sprang from our i n t r i c a t e  modern c i v i l i z a t i o n .  They explained  

th a t  a s in g le  man in charge of an ancient  army was able to so le ly  ex­

tend his a u th o r i ty  completely and / d i r e c t l y  to each man under him "because 

the e n t i r e  b a t t l e f i e l d  was w i th in  range of a man's voice and v is io n  and 

because t a c t i c s  were f o r  the most par t  executed by the e n t i r e  army in



25

unison (36,  \Shk,  p. 19-20) .

This p ic tu re  painted a v iv i d  contrast  to  our modern warfare  op­

erat ions  "where thousands of h ighly  technica l  s p e c ia l i s ts  of ten combine 

a i r ,  nava l ,  and land and space forces through h igh ly  complex command 

and supply h ie ra rc h ies  ( 19, 1975. p. 127)-"

Characteri  st  ics

The c h a r a c t e r is t i c s  of the bureaucracy as they re la ted  to admin­

i s t r a t i v e  leadership were revealed through the quest ion,  "What are the  

impl icat ions of bureaucracy upon a d m in is t ra t iv e  leadership?"

Hierarchy

1. In a bureaucracy,  the broad ob ject ives  of an organ­
i z a t io n  are broken down in to  sub-ob ject ives .

2. Tasks to accomplish these ob jec t ive s  are l ikewise  
broken down according to  s p e c i a l i z a t i o n  to  the  
smal lest  possible  u n i t .

3. S i m i l a r l y ,  power and a u th o r i ty  are delegated down- 
wa rd.

k.  A l l  o f f i c i a l s  and t h e i r  subordinates are account­
able to t h e i r  highest o f f i c i a l  " a t  the top of the 
pyramidal h ie ra rchy ."

5. Each pos i t ion  has complete j u r i s d i c t i o n  over an 
a r e a .

6. The e n t i r e  organizat ion  functions according to
an "unbroken, ordered,  and c l e a r l y  defined h ie ra r c h y .1

7. Each p o s i t io n 's  area of a u th o r i ty  " i s  t o t a l l y  defined  
and mutual ly exc lusive (19,  1975, p. 129).

Professional  Aspects of Employment

1. There is f r e e  se lec t ion  of s p e c ia l i s t s  based upon 
technica l  q u a l i f i c a t i o n s .

2. S k i l l s  are acquired v ia  t r a i n i n g  and experience.
3. An o f f i c i a l  takes an "impersonal,  f o r m a l i s t i c  

o r ie n t a t io n  in deal ing w i th  others in the execution  
of his formal d u t ie s ."

k .  An ind iv idua l  is subject to  a u th o r i ty  and co n tro l .
5. The worker must " l i v e  w i th in  the broader regulat ions  

of the organizat ion  and must not damage the organ i ­
za t ion  in his contacts w i th  s o c ie ty . "
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6. Pay is by " f i x e d  sa la ry  and is determined by the de­
mands of the jo b ,  not by the person's a b i l i t i e s  (19,  
1975, p. 130).

Career Aspects

1. "The work is , a career  wi th  tenure and pension r i g h t s . "
2. Advancements are based on s e n io r i t y  and accomplishments 

as determined by judgment of superiors.
3. "Dismissal  is only f o r  o b je c t iv e  cause (J_9, 1975, p. 130). "

Rules,  Regulat ions,  and Procedures

1. "Behavior is subject to  systematic d i s c i p l i n e  and con­
t r o l  ."

2. Decisions are based on "a consistent system of a bst rac t  
ru les ,  regu la t ions ,  and procedures."

3. Objective  r a t i o n a l i t y  and impersonali ty and r o u t i n i z a -  
t io n  are s t r iv e d  f o r .

k.  F i l e s  and records are kept.
5. "The use of  coercion and power is s t r i c t l y  l im i ted

based on o rg an iza t iona l  regulat ions (J9,, 1975, p. 131) ."

Legal Author ity  and Power

1. "Author i ty  and power re s t  in the i n s t i t u t i o n  or o f f i c e . "
2. The power does not persona l ly  belong to an o f f i c e  holder;  

instead,  i t  belongs to the o f f i c e .
3. "Because the o f f i c e  holder has been selected on his

technical  a b i l i t y ,  he wie lds  h is  inf luence because of 
his e xper t ise .  The highest o f f i c i a l  is an exception;  
he may hold power through e le c t io n s ,  ap p ro p r ia t io n ,  
or succession ( 19, 1975, p. 131) ."

T y p i c a l l y ,  an organ iza t ion  used some, but not a l l ,  of these e l e ­

ments. I t  was said tha t  an organ iza t ion  was only p a r t l y  bureaucra tic ;  

the degree of bureaucracy was dependent upon the extent  to  which i t  con­

ta ined the components l i s t e d  above.

The functions  of bureaucracy were a lso explored by Hicks and 

G u l l e t t .  Thus,
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Funct i ons

S p e c i a l i z a t i o n . I t  was said tha t  bureaucracy was a "means of 

coping w i th  complexity,  which i t  converts in to  r e l a t i v e  s im p l i c i t y  with  

each p o s i t io n . "  Bureaucracy allowed a person an opportunity  to s p e c ia l ­

ize in an area where he was most competent.

S t r u c tu r e . This func t ion  provided f o r  log ica l  re la t io n sh ip s  

among a c t i v i t i e s .  I t  a lso allowed " f o r  the l i m i t a t io n s  of  an indiv idual  

in tha t  i t  l im i t s  the scope of one's work to  the span of his competence 

(J9,  1975, p. 136).

P r e d i c t a b i l i t y  and S t a b i l i t y . These functions  came about v ia  

ru le s ,  regu la t ions ,  and s t ru c tu re .  Bureaucracy provided c e r t a in t y  — an 

element th a t  is s trongly  p re fe r re d  over unc er ta in ty  by employees and 

s tudents .

Rat io n a l? t y . Bureaucracies brought r a t i o n a l i t y  to an organiza­

t io n  whereby "judgments are made according to o b je c t iv e  and genera l ly  

agreed-upon c r i t e r i a  - -  not by capr ic e ,  whim, or patronage." The authors 

went on to say that

the uniqueness of a r a t io n a l  organ izat ion  is tha t  in i t  the 
considerat ion is simply who can do the work best ,  judged upon 
impersonal ( r a t i o n a l )  grounds. I t  makes no d i f f e r e n c e  in a 
ra t io n a l  organ izat ion  what f r ie n d sh ip s ,  e x t ra -v o c a t io n a l  per­
sonal q u a l i t i e s ,  or kinships a person may have (19,  1975, p. 137)-

Technical  Competence. I t  was f e l t  tha t

bureaucracy contr ibutes  to democracy by i t s  emphasis on tech­
n ica l  competence as the sole basis fo r  gaining and holding a 
jo b .  Patronage, f a v o r i t i s m ,  t r a d i t i o n ,  and other  a r b i t r a r y  
bases have no e f f e c t ;  one's a b i l i t y  counts f o r  every th ing .  
Because the opportuni ty  to t r a i n ,  apply,  and be selected fo r
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a job is open to every c i t i z e n ,  a s ig n i f i c a n t  degree of  
democracy is achieved (19,  1975, p. 138).

A v a r i e t y  of  theor ies  i l l u s t r a t e d  the "growing b e l i e f  tha t  e f ­

fec t iveness  in bureaucracy should be eva luated on human as well  as 

economic c r i t e r i a .  Social  s a t is f a c t io n  and personal growth of employees 

must be considered,  as wel l  as the p r o d u c t iv i t y  and p r o f i t  of the organ­

i z a t io n  (3, 1966, p. 9 ) . 11

This po int  was best demonstrated by Max Weber himself  when he 

began f in d in g  f laws in the system tha t  he p r a c t i c a l l y  immortalized.

Even though he considered bureaucracy inescapable,  he a lso f e l t  th a t  i t  

would "s t ra n g le  the s p i r i t  of c ap i ta l is m  or the e n te rprenue r ia l  a t t i t u d e  

(3,, 1966, p. 6 ) . "  The quote below i l l u s t r a t e d  th is  point:

I t  is h o r r ib le  to th in k  tha t  the wourld could one day be 
f i l l e d  w i th  nothing but those l i t t l e  cogs, l i t t l e  men c l i n g ­
ing to  l i t t l e  jobs and s t r i v i n g  towards bigger ones -  a 
s ta te  of a f f a i r s  which is to be seen once more, as in the 
Egyptian records, p laying an e ve r - in c reas in g  par t  in the 
s p i r i t  of our present a d m in is t ra t iv e  system, and e s p e c ia l ly  
of i t s  o f fs p r in g s ,  the students.  This passion f o r  bureau­
cracy . . .  is enough to d r ive  one to despa ir .  I t  is as i f  
in p o l i t i c s  . . .  we were d e l ib e r a t e ly  to become men who need 
order and nothing but order ,  who become nervous and cowardly 
i f  f o r  one moment t h i s  order wavers, and he lp less  i f  they are  
torn away from t h e i r  t o t a l  incorporat ion in i t .  That the 
world should know no men but these; i t  is such an evolut ion  
th a t  we are a lready caught up in i t ,  and the great question  
is there fo re  not how we can promote and hasten i t ,  but what can 
we oppose to  th is  machinery in order to  keep a por t ion  of 
mankind f r e e  from t h is  p a r c e l l in g  out of the soul from th is  
supreme mastery of  the bureaucract ic  way of l i f e  (3., 1966, p. 6 - 7 ) .

F laws

A c tua l ly  de tec t ing  the f laws in the bureaucra t ic  model was qu i te  

simple as we a l l  experienced them f i r s t  hand. Bennis l i s t e d  several ex­

amples:
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1. Bosses without technica l  competence and underl ings  
w ith  i t .

2. A r b i t r a r y  and zany ru les .
3. An underworld (or informal)  o rgan iza t ion  tha t  sub­

v e r ts  or even replaces the formal apparatus.
k .  Confusion and c o n f l i c t  among ro les .
5. Cruel treatment of subordinates,  based not upon ra ­

t io n a l  grounds, but upon inhumane grounds (3,  1966, p. 5 ) .

He sta ted th a t  most people,  e i t h e r  p e r io d ic a l l y  or con stan t ly ,  

t o l e r a t e  bureaucracy w i th  a chip on t h e i r  shoulders because of " i t s  

t h e o r e t ic a l  confusion and c o n t r a d ic t io n s ,"  and because of i t s  in e f f i c ie n c y  

and sometime unethical  p ra c t ic e s .  The fo l lo w in g  l i s t  i d e n t i f i e d  several  

a dd i t iona l  c r i t i c i s m s  about the bureaucra t ic  model:

1. Bureaucracy does not adequately a l low  f o r  personal  
growth and the development of mature p e r s o n a l i t i e s .

2. I t  develops conformity and group th in k .
3. I t  does not take in to  considera t ion  the "informal  

o rgan iza t ion"  and the emergent and unantic ipated problems.
k .  I t s  systems of control  and a u th o r i ty  are hopelessly  

outdated .
5. I t  had no adequate j u d i c i a l  process.
6. I t  does not possess adequate means f o r  resolv ing  

d i f fe re n ce s  and c o n f l i c t s  among ranks and, most 
p a r t i c u l a r l y ,  among fu n c t io n a l  groups.

7. Communication (and innovat ive ideas) are thwarted 
or d is t o r t e d  because of h ie ra r c h ia l  d iv is io n s .

8. The f u l l  human resources of bureaucracy are not 
being u t i l i z e d  because of m is t ru s t ,  f e a r  of r e p r i ­
sa ls ,  e tc .

9. I t  cannot a ss im i la te  the in f lu x  of new technology  
or s c ie n t i s t s  en te r ing  the o rga n iza t ion .

10. I t  w i l l  modify the p e rso n a l i ty  s t ru c tu re  such tha t
man w i l l  become and r e f l e c t  the d u l l ,  gray,  condi­
t ioned "organ iza t ion  man (3., 1966, p. 5 - 6 ) . "

In conjunct ion wi th  th is  Owens remarked tha t  bureaucracies "have 

not u n iv e rs a l ly  achieved high leve ls  of e f f i c i e n c y . "  Although i t  was 

said th a t  ideal bureaucra tic  organizat ions  do e x i s t ,  s t ru c tu r in g  these 

ideal  s i t u a t io n s  in p ra c t ic e  may be d i f f i c u l t  mainly because bureaucrats  

had a tendency to make the rules  more important than the problems they

were designed to  solve — consequently a l lowing red tape to dominate.
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Owens remarked tha t  " s p e c i a l i z a t i o n  can reach the po int where we encounter  

r i t u a l i s t i c  behavior,  which leads to the old run-around (29,  1970, p. 5 9 ) - "

Hicks and G u l l e t t ,  even though concerned w i th  the number of unin­

tended or unantic ipated consequences (or dysfunctions) associated with  

bureaucracy, f e l t  that  the functions of  bureaucracies were often  gained 

only a t  the pr ice  of a number of  dysfunctions as they were inherent in 

the bureaucra t ic  model (19,  1975, p. 1^3).

Argyr is  stated th at :

formal organiza t ions may have b u i l t  into t h e i r  design the seeds 
f o r  many non-product ive,  d y s funct iona l ,  energy-consuming a c t i v i ­
t i e s  at  a l l  leve ls  which tend to resu l t  in orga n iza t iona l  r i g i ­
d i t y ,  o rganizat iona l  defensiveness,  and intergroup c o n f l i c t ,  as 
well  as less e f f e c t i v e  decision-making processes . . . .  In 
short ,  organizat ions have a b u i l t - i n  tendency toward i n e f f e c t i v e ­
ness or d isorgan iza t ion  Q_, 1968, p. 31*0-

In th is  same ve in ,  Thomson character ized  bureaucra t ic  dysfunctions  

as bureaupathologies - -  a disease of bureaucracy ( 38 , 1961, p. 152).

This researcher found the l i s t  of  f laws or dysfunctions to be 

endless.  The ones considered the most important were selected f o r  review.

R i g i d i t y . C r i t i c s  of  bureaucracy stated tha t  th is  type of organ­

i z a t io n  was "non-adaptive and thus in c o n f l i c t  wi th  the basic a d a p t a b i l i t y  

laws of n a tu re ."  Because of t h i s ,  an executive ,  f o r  example, hid behind 

a s t r i c t  i n t e r p r e t a t io n  of a regu la t ion  and as a r e s u l t ,  avoided respon­

s i b i l i t y .  Such an o rg a n iza t io n ,  when faced with  innovat ion,  f a i l e d  to 

see th a t  i t  could help the o rgan iza t ion  evolve and adapt.  i t  also f a i l e d  

to see that  adherence to ru les  eve n tua l ly  led to i t s  own obsolesence (19,  

1975, P. 1U5).



Im pers ona l i ty . I t  was f e l t  th a t  in a bureaucracy "persons tend 

to  be seen as in e r t  , , , and not as developing,  emotional ,  unique humans 

tha t  the human being is seen as a means ra ther  than an end; and th a t  re ­

la t ionsh ips  are secondary. Here a worker " is  expected to perform roles  

in his mediated re la t io n s h ip s  with  o f f i c e s  of  the bureaucracy." The end 

re s u l t  can be a production of  "change in p e rs o n a l i ty ,  standard operat ing  

procedures,  and the l i k e  (19,  1975, p. 1^-5)."

Displacement of O b jec t iv es . This was a term used to r e f e r  to  

the bureaucrat 's  tendency to overlook the o rg a n iz a t io n 's  goals because 

he was concentrat ing on the ob jec t ives  of his subunit ra th e r  than the 

o v e r - a l l  ob jec t ive s  of the organ iza t ion .  Hicks and G u l le t t  remarked 

tha t

the o r g a n iz a t io n a l l y  ra t io n a l  purpose of a sub-system ( f o r  ex­
ample, ru les ,  rout ines ,  and procedures) is to  c o n tr ib u te  to  
h ig h e r - lev e l  o b je c t iv e s .  Units or persons f a i l  in t h e i r  o r ­
gan izat iona l  purpose i f  they work f o r  personal ob ject ives  or 
object ives  of  t h e i r  sub-units  w i thout adequate re la t io n s h ip s  
to  overa l l  ob jec t ives  (_[9, 1975, p. 1^6).

Debu re au c ra t iza t io n . This dysfunct ion was the reverse of  d i s ­

placement of o b je c t iv e s .  Here, "the  goals and a c t i v i t i e s  of  the bureau­

cracy are subverted in favor  of the goals and in te re s ts  of outs ide groups 

In extreme s i t u a t io n s ,  these functions may even be taken over by outside  

groups (T9, 1975, p. 6 1 ) . "

L im i ta t io n s  of  C a te g o r iz a t io n . Compartmental ization of a c t i v i ­

t i e s  as well  as persons were needed i f  a bureaucracy was to meet i t s  re ­

quirements of  coord inat ion  and s p e c i a l i z a t i o n .  Bureaucrats f a i l  to re­

cognize the f a c t  tha t  "an adaptive  world can never be completely or  

f i n a l l y  c a teg o r iz e d ."  Instead a person was confined only to  his assign-
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ed department and even i f  he had exper t is e  in a re la te d  department, his  

input was not sought nor u t i l i z e d  in the event tha t  i t  was expressed

(12,  1975, p. 148).

S e l f -p e rp e tu a t io n  and Empire B u i ld in g . As Bendix s ta ted ,  "once 

i t  is f u l l y  estab l ished ,  bureaucracy is among those socia l  s tructures  

which are hardest to d e s t ro y ,"  even though i ts  usefulness is out l ived  

(2,  1945, p. 205).  He found that bureaucracies are a l l  powerful and in ­

capable of deciding how that  power should be used.

Hicks and G u l le t t  s ta ted tha t  the same power tha t  a bureaucrat  

required to do his work in a professional  environment could be used by 

him to perpetuate his job or department beyond i t s  useful  l i f e  (19,  1975, 

p. 148).

I t  was revealed tha t  bureaucrats used t h e i r  experience and know­

ledge to maintain or even increase t h e i r  in f luence at  the top by keeping 

t h e i r  in tent ions  undercover so as to confound t h e i r  c r i t i c s  or cohorts.  

These mysterious t a c t i c s  could make i t  seem that  such a person with  " i n ­

t imate  understanding" of the o rg a n iza t io n 's  operat ions would be d i f f i ­

c u l t  to replace.  I t  was easy to see what l i t t l e  chance innovation had in

such a conservat ive  s e t t in g  ( 19, 1975, p. 148).

Cost of C o n t ro l . This was considered to  be another dysfunction  

because of the expense of mainta in ing ru les ,  re g u la t io n s ,  and procedures 

tha t  have l i t t l e  value in reaching an o rg a n iz a t io n 's  goals.  A great deal 

of time was given to " fo r m a l i z in g ,  implementing, in t e r p r e t in g ,  and en­

fo rc in g  bureaucratic  procedures" tha t  often times i t  could be consider­

ed excessive (Jj3, 1975, p. 149).

While such control  procedures could c o n tr ib u te  to organizat iona l
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p r o d u c t iv i t y ,  in many organizat ions these procedures had a tendency to

grow in to  monsters. Merton suggested a balance:

. . . documentary records are t o  a c e r t a in  point  indispen­
sable to large scale o rgan iza t ions ,  but when these are so 
valued f o r  t h e i r  own sake as to be needlessly m u l t ip l i e d  
and e laborated they get in the way of discharging the func­
t ions of  bureaucracy (2 6 , 1952, p. 396) .

A n x ie t y . This was the end re s u l t  of the pressure to conform and 

improve s ta tus .  Robert Michaels in his  book P o l i t i c a l  P ar t ies  stated  

that

bureaucracy is the sworn enemy of ind iv idua l  l i b e r y  . . . .
The bureaucra t ic  s p i r i t  corrupts  characte r  and engenders 
moral poverty.  In every bureaucracy we may observe place  
hunting,  a mania fo r  promotion,  and obsequiousness toward 
those upon whom promotion depends; there is arrogance  
towards i n f e r i o r s  and s e r v i l i t y  towards superiors (27,  1953, 
p. 176).

Thomson remarked that  a s ta te  of anxiety  resu l ted  when someone 

in the h ierarchy did not perform according to standards.

Although a p a r t i c u l a r  person may have great m atur i ty  
and general psychological  s e c u r i ty ,  an insecure super ior  
at  any point in the h ierarchy above him can, and probably  
w i l l ,  generate pressures which must in e v i ta b ly  be passed 
down the l i n e ,  c reat ing  in s ecu r i ty  and tension a l l  the way 
to the bottom ( 38 , 1961, p. 157)-

Consequently, i t  was not surpr is ing  that  subordinates were in ­

te rested  in t h e i r  superiors a t  every le v e l .  U n for tuna te ly ,  a common 

r e f le x  act ion  used by a bureaucrat when he f e e ls  threatened or anxious 

" is  to f u r t h e r  in s u la te  himself  by a d d i t io n a l  s t ru c tu re  of  ru les and 

procedures and by increasingly  s t r i c t  conformity — sometimes to the 

point of  absurd i ty  (J_9, 1975, P- 150 ) ."

Were bureaucracies worthwhile? Hicks and G u l l e t t  remarked that  

the answer was yes i f  "one puts value on reducing nepotism, g r a f t ,  f a ­

v o r i t i s m ,  and c o r ru p t io n ."  They went on to say that  "bureaucracy is
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the best system th a t  has been devised to deal with  the enormous complex­

i t y  of soc ie ty  or even of a f a i r l y  large  organ izat ion  (J_9, 1975, p. 150). "

Walter  R. Sharp o f fered  the fo l lo w in g  quote to substan t ia te  the 

need fo r  bureaucracies:

Every large  organ izat ion  . . . sooner or l a t e r  f in d s  i t  
advisable  to  set  up routine procedures in the in te r e s t  of 
f i s c a l  r e g u l a r i t y  and operat ional  consistency.  P r iva te  
business corporat ions  are not more immune to  th is  process 
than are government departments. Nor do routine procedures 
necessar i ly  slow up . . . decis ions.  On the c ontra ry ,  i f  
they are proper ly  adapted to the d a i l y  problems of the en­
t e r p r i s e ,  they expedite  the ac t ion  (35,  1931, p. 446 ) .

Hicks and G u l le t t  remarked th a t  a large  c o l le c t io n  of managers 

and subordinates were essentia l  i f  goals were to be met and i f  the o r ­

ganizat ion was to e x i s t  at  a l l .  This po int  was i l l u s t r a t e d  by Simon:

I t  is c le a r  th a t  the actual  physical  task of car ry in g  out 
an o rg a n iz a t io n 's  ob jec t ives  f a l l s  to the persons a t  the  
lowest level  of  a d m in is t ra t iv e  h ie ra rc hy .  The automobile,  as 
a physical  o b je c t ,  is b u i l t  not by the engineer or the ex­
e cu t ive ,  but by the mechanic on the assembly l i n e .  The f i r e  
is ext inguished,  not by the f i r e  c h ie f  or the cap ta in ,  but 
by the team of f i remen who play a hose on the b laze .  I t  is 
equal ly  c le a r  th a t  the persons above t h i s  lowest or operat ive  
level in the a d m in is t ra t iv e  h ierarchy . . . have an essen­
t i a l  ro le  to play in the accomplishment of  . . . o b je c t iv e s .
Even though, as f a r  as physical cause and e f f e c t  are con­
cerned, i t  is the machine gunner, not the major who f i g h t s  
the b a t t l e s ,  the major w i l l  l i k e l y  have /a  g reater  i n f l u ­
ence upon the outcome of the b a t t l e  than w i l l  any s in g le  
machine gunner (36,  1944, p. 16) .

Hicks and G u l le t t  predic ted th a t  bureaucracies would be used fo r  

the foreseeable  fu t u r e  and that  a b e t t e r  understanding of t h e i r  functions  

and f laws led to improved p ra c t ic e .

Owens remarked that  bureaucracy " i s  essent ia l  to our increasing­

ly urban and complex way of l i f e ,  and th a t  we must have f a i t h  th a t  i ts  

serious abberations can be e l im in a te d ,  or a t  least acceptably  c o n t r o l ­

led (29, 1970, p. 6 1 ) . "



He found tha t  he did not fee l  tha t  bureaucracy would be the f i ­

nal step in orga n iza t iona l  development and tha t  i t  was an important  

phase in the formation of a d m in is t ra t iv e  systems. In a d d i t io n ,  Owens 

f e l t  tha t  "as organ iza t iona l  needs change and as our organ iza t iona l  so­

p h is t i c a t io n  grows, bureaucracy,  as we now th ink  of  i t ,  may well  prove 

to be n e i th e r  in e v i ta b le  nor e te rna l  . . . He mentioned tha t  i t  was 

i n e v i ta b le  th a t  change w i l l  come, tha t  i t  w i l l  be s i g n i f i c a n t ,  "and 

tha t  those organ iza t ions  which can adequately adapt w i l l  be judged the 

most s a t is f a c t o r y  (29,  1970, p. 6 1 - 2 ) , "

We thus would work to minimize our f r u s t r a t i o n s  by learn ing  

"how to l i v e  successfu l ly  with  our bureaucracies,  to learn how to adapt 

to them , to accept the pr ice  they e x t r a c t  (even in human and p e rs o n a l i ­

ty  terms) f o r  services rendered,  and to make the most of them (2 9 , 1970,

p. 5 9 ) . "

Kramer concluded that "bureaucracy which has served us so well  

in the p a s t ,  both as an ' idea l  type '  and as a p r a c t ic a l  form of human 

o rg a n iza t io n ,  w i l l  not survive as the dominant form of human organiza­

t io n  in the f u t u r e . "  He stated tha t  "soc ia l  organizat ions  behave l i k e  

other  organisms: they transform themselves through s e le c t iv e  adaptat ion ,  

and new shapes, p a t te rn s ,  models — c u r r e n t ly  recessive — are emerging 

which promise basic changes." He said th a t  th is  is because the methods 

and processes u t i l i z e d  by bureaucracies today are "hopelessly  out of 

j o i n t  wi th  contemporary r e a l i t i e s "  and p red ic ted ,  as did Bennis,  that  

"with  the next 25 to  50 years we w i l l  a l l  witness and p a r t i c i p a t e  in the 

end of bureaucracies (23,  1973, p. 1 6 2 ) . "

Cohen stated th a t  " in  our modern day society  we cannot complete­

ly  do away w i th  bureaucracies despi te  t h e i r  shortcomings, as one l a s t ,
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d r a s t ic  so lut ion to i t s  i l l s "  as such a mammoth bureaucracy is needed to  

guide the functions of major organizat ions (8,  1965 , p. 230).

In a d d i t io n ,  he s tated that  even though we need bureaucracies,  

we do not have to put up w i th  defects  without complaining.  However, 

we have an o b l ig a t io n  to study t h e i r  pa thologies and help them to  get 

back to good heal th  (8,  1965, p. 10) .

Hicks and G u l le t t  expressed s im i l a r  concerns and stated th a t

i t  appears th a t  many of the dysfunctions could be reduced by 
measures such as constant emphasis on organ iza t iona l  objec­
t i v e s ,  by b u i ld in g  c r e a t i v i t y  in to  the organ iza t ion  ( f o r  ex ­
ample research and development departments) ,  and ge t t ing  
away from the 'once j u s t i f i e d ,  always j u s t i f i e d '  t rap .

They a lso suggested tha t  bureaucrats be "required  c o n t in u a l ly  to  

j u s t i f y  t h e i r  own and t h e i r  departments' a c t i v i t i e s  in terms of the out ­

put of  and merely the needs of t h e i r  systems (J_9, 1975, p. 151 ) ."

In a d d i t io n ,  they recommended th a t  bureaucrats constant ly  remem­

ber " t h a t  the persons who hold posi t ions . . . r e ta in  t h e i r  ind iv idua l  

needs, p re jud ices ,  and emotions (19,  1975, p. 151) ."

I t  was a lso  suggested that  managers took the time to see tha t  

the orders b e n e f i t  a l l  concerned in some way. Many of the bureaucra t ic  

dysfunctions could be e l im inated  i f  the needs and c h a r a c t e r is t i c s  of a l l  

organ izat iona l  p a r t ic ip a n ts  were constant ly  considered when decis ions  

were made.

Cohen considered how bureaucracies could be improved and o f fered  

th ree proposals.  One perta ined to the r i g i d i t y  dysfunct ion.  He suggest­

ed tha t  dynamism ra th er  than i n f l e x i b i l i t y  be the s o lu t ion .  The second 

proposal was a l t ru is m  and lo y a l t y .  He suggested that there be a "s e n s i ­

t i v i t y  to the act ions of  the p a r t ic ip a n ts  in a bureaucracy.  A h a l t  to
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t h i s  s e n s i t i v i t y  only leads to dysfunct ional  r i g i d i t y  (8,  1965, p. 2 3 5 ) . "  

This meant lo y a l ty  to the goals of  the organ iza t ion  must be achieved as 

wel l  as "autonomy and a l t ru is m  on the par t  of  a l l  p a r t ic ip a n ts  in order  

to  avoid s t ra in s  f o r  dysfunct ional  m o d i f ic a t io n s ."

The t h i r d  proposal was concerned w i th  the ro le  of checks and 

balances. Such a recommendation would "mainta in  checks and balances of 

in te rna l  and external  sources against misuse of  power and devia t ions  

(8 ,  1965, p. 2 3 8 ) . "

Cohen was aware tha t  these proposals were ivory tower in nature  

and th a t  he "cannot vouch f o r  the human behavior necessary to carry  out 

these proposals ."  I f  these suggestions were to be re a l i z e d ,  they had to 

be implemented simultaneously and maintained over a considerable period  

of t  i me.

Goldman remarked that  the "key to success is the a b i l i t y  to  

func t ion  c o n s t ru c t iv e ly  and p o s i t i v e ly  in an increas ing ly  complex system 

w ith  i n t r i c a t e  sets of  condit ions and v a r i a b l e s . "  He l i s t e d  f i v e  areas 

in which emergent leaders were required to have s k i l l s .  They were: 

pol icy  planning,  in te r fa c in g  wi th  the externa l  environment,  accommodating 

a u th o r i ty  and power, r e la t i n g  to  human concerns,  and inventing the f u ­

tu re .  Each was described b r i e f l y .

Leadership S k i l l s

Pol icy Plann? ng. This was a process th a t  contrasts  wi th  the 

t y p ic a l  decision-making e f f o r t s .  U n for tuna te ly ,  decisions were usual ly  

randomly made by numerous iso la ted  departments.  Pol icy  planning was an 

attempt to  seek opinions from each of the d iverse  groups a f fe c te d  by the 

decis ion .  Goldman def ined i t  as "a process f o r  examing the means and
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ends of education,  p o s i t in g  an array of a l t e r n a t i v e s  and then deciding  

upon a course of act ion  (13,  1977, p. 7 5 ) . "

He said tha t  in order to guide education 's  fu t u r e  in a sequentia l

and log ica l  fash ion,  tomorrow's

leader must have s k i l l s  in working wi th  d iverse  groups of people 
toward achieving a reasoned, ra t iona l  decision-making process 
tha t  w i l l  guide fu tu re  courses of ac t ion .  He must be able to  
understand and t r a n s la t e  complex var ia b les  of causation and 
associat ion as they exp la in  past events and important present  
social  trends.  He must have a fu tures  mind-set tha t  provides  
the perspective  by which he can discern and i d e n t i f y  a l t e r n a ­
t i v e  fu tu res .  Also,  he must be able to a s s is t  others in con­
necting the past,  present,  and emerging fu tu res  as c o n t in u i t i e s  
which are important in p o l icy  formation ( 13, 1977, P- 75) .

Interdependency. Goldman urged leaders of  tomorrow " to  take in to  

account the interdependency among the schools,  t h e i r  externa l  env iron­

ments, and the impact each has upon the o th e r . "  Educational leaders  

re a l i z e d  that  "numerous in te rna l  p o l ic ie s  and decisions are made in con­

s id e ra t io n  of the p o l i t i c a l ,  legal  and socia l  fa c to rs  th a t  are present  

in the external  environment." In summary, these leaders had to be aware 

of " the  importance of the in te r fa c e  between the in te rna l  environment of 

the school and the externa l  environment of the broader society  (13,  1977, 

p. 7 5 - 6 ) . "

Open Communication. Goldman asked us as educational  leaders to 

consider why people have los t  f a i t h  in t h e i r  i n s t i t u t i o n s .  He f e l t  tha t  

confidence could only be restored by leaders who are able to br ing d i ­

verse groups together to work c o l l a b o r a t i v e ly  in an environment of  mu­

tual  respect and shared decis ion-making."  The leader had to f o s t e r  

open communications among a l l  organ izat iona l  p a r t i c ip a n t s  ( 13, 1977, p. 76 ) .



S e n s i t i v i t y  and F l e x i b i l i t y . Goldman expressed the f e e l i n g  that  

since " the  process of o rg a n iza t iona l  control  w i l l  s h i f t  away from admin­

i s t r a t i v e  a u th o r i ty  towards n e got ia t ion  and mediat ion between the needs 

of the ind iv idua l  and the demands of the o rg a n iz a t io n ,"  the leader had 

to become a s k i l l f u l  d ia gnost ic ian .  In a d d i t io n ,  he had to be s ens i t ive  

and f l e x i b l e  "so that  he may vary his own behavior to accommodate a 

broad range of needs expressed by a d iverse group of people ."  In short ,  

the leader had to be able to maximize the s a t is f a c t io n  of both the hu­

man concerns and organizat iona l  demands (J_3, 1977, p. 7 6 - 7 ) .

Invent the Future . L a s t ly ,  the leader had to be w i l l i n g  " to  

search f o r  new ideas,  to explore  and t r y  to give them form . . . ."  In 

a sense he had to be able to invent the fu tu re  (J_3, 1977, p. 77 ) .

As Hopkins sta ted,  i t  was important to r e a l i z e  the need f o r  in ­

venting the " fu t u re  we might be able to achieve i f  we th in k  c r e a t i v e ly  

and act in a fo res ighted  manner . . . .  I t  won't a u to m a t ica l ly  happen -  

we have to  invent i t  and then s t r i v e  to produce i t  (20,  1973 , p. 2 5 5 ) . "

Rubin urged the leader to  give high p r i o r i t y  to the organizat ion  

ob ject ives  which were hopefu l ly  " c o l l e c t i v e l y  determined." Since in d i ­

v id u a l l y  set goals would not aid an organizat ion  in i t s  f u l f i l l m e n t  of 

i t s  goals,  the goals had to be group determined. "A school w i l l  become 

a synergy when i t s  leadership ensures that  every teacher  of the schools 

both understands and perpetuates the ob ject ives  of the school,  and that  

the aggregate teaching e f f o r t s  are coordinated in some systematic pat­

te rn  (30,  1970, p. 5 7 ) . "

Rubin saw the r e s p o n s ib i l i t y  of  the p r inc ipa l  revolve around 

four  main functions:
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1. managing the routine  operat ions of the school.
2. judging the worth of the school 's  ob ject ives  and the  

useful  1 ness of the procedures used to accomplish them.
3. i n s t i t u t i n g  new p r in c ip le s  which resu l t  in b e t t e r  ed-  

cat ion  f o r  students.
4 .  welding the professional  ta le n t s  of the s t a f f  in to  a 

cohesive force (30., 1970, p. 5 8 ) .

He s tated th a t  top p r i o r i t y  had to be given towards mediat ing a 

balance between the teacher 's  i n d i v i d u a l i t y  and the o r g a n iz a t io n 's  ob­

j e c t i v e s .  He went on to s ta te:

I f  he wanted to  be a leader ,  the p r in c ip a l  could not 
serve as a f r i e n d l y  concort of  teachers ,  func t ion ing  as a 
b u f fe r  between the fa c u l t y  and the super intendent 's  o f f i c e .
Leaders,  a f t e r a l l ,  are not managers, much less mediators;  
leaders are ind iv idua ls  who take an en te rp r is e  beyond i t s  
e x i t i n g  l i m i t a t io n s .  But leadership of th is  sort  must be 
inven t ive  and f l e x i b l e  (3 0 , 1970, p. 59_60) .

He a lso remarked that there  were four  c ruc ia l  f a c to rs  th a t  a f ­

fected the behavior of the teachers:

1. He must take in to  account the p o l i t i c a l  elements of the  
s i t u a t io n s  which l i m i t  his in f luence .

2. He must consider the in d iv id u a ls  with  who he w i l l  work 
and se lec t  inf luence t a c t i c s  which are opposite .

3. He must acquire a c le a r  understanding of h is  own 
mi ss i on.

4.  He must se lect a method of act ion  from his r e p e r t o i r e  
of leadership maneuvers th a t  f i t s  the p a r t i c u l a r  
s i t u a t io n  (30,  1970, p. 60 ) .

He f e l t  th a t  the " p r i n c i p a l ' s  task ,  and his g re a tes t  chal lenge

was to oversee the improvement of the school" as he cannot be s a t i s f i e d

with supervis ing the present organ iza t ion  in a constant ly  changing

society (30., 1970, p. 70) .  He remarked:

I f  leadership is taken to mean the act of leading the 
school to  higher levels  of  performance, logic  suggests tha t  
school p r in c ip a ls  ought to give t h e i r  primary a t t e n t i o n  to  
four  tasks: (1) i d e n t i f y in g  weaknesses in the o rg a n iza t io n ,
(2) analyz ing  t h e i r  cause, (3) planning c o r re c t iv e  procedures,  
and (4) i n i t i a t i n g  and susta in ing the c o r rec t iv e  procedure u n t i l  
the desired improvement is accomplished (3£,  1970, p. 63) .
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L a s t ly ,  he urged us to th in k  about the fo l lowing:

1. The able  leader w i l l  be adept a t  e x p lo i t in g  the 
human ta le n t s  a t  his d isposa l .

2. The able  leader w i l l  know th a t  more teacher control  
of in s t ru c t io n  is not only i n e v i t a b l e ,  but d e s i rab le  
and w i l l  use th is  autonomy as i n t e l l i g e n t l y  as possib le .

3. The able leader w i l l  know that  he w i l l  never be f r e e  
of externa l  p re ssures .1

4. The able  leader w i l l  know himsel f  and s t r i v e  to  develop 
the in te rna l  strength as wel l  as the externa l  s k i l l
f o r  doing what his log ica l  in t e l l i g e n c e  d ic ta t e s .

5- The able leader w i l l  constant ly  appraise his o rg a n i ­
za t ion  and i t s  level  of achievement and work f o r  
constant renewal. He must nurture  a las t ing  obses­
sion f o r  f in d in g  the b e t t e r  way (30,  1970, p. 6 3 - 6 6 ) .

Rubin remarked f u r t h e r  on in his book th a t  "not only are  these 

old d i f f i c u l t i e s  s t i l l  wi th  us, but our own time has given r is e  to a new

set of  problems which did not e x is t  a generation ago. In a sense, these

newer complicat ions are the resu l t  of excesses, of the need to  cope with  

too much (30,  1970, p. 103 ) ."

He stated tha t  "great  leadersh ip ,  th e re fo re ,  is more l i k e l y  to  

come from a c re a t i v e  e f f o r t  to  resolve problems than from an unquestion­

ing observance of the  f o l k l o r e  of ad m in is t ra t io n  (30,  1970, p. 109 ) ."

The fo l lo w in g  paragraph summarized Rubin's concern f o r  the fu tu re  

of educational  adm in is t ra t io n .

The fu t u r e  ro le  of  the p r in c ip a l  w i l l  not be charted by a 
science of  ad m in is t ra t io n  or of  teaching or of  learn ing.  Nor,  
one suspects,  w i l l  i t  be charted in any major way by the hor­
ta to ry  l i t e r a t u r e  in the jo u r n a ls ,  urging t h is  or tha t  demarche 
upon the h a rr ie d  educator.  I t  is more l i k e l y  tha t  the ro le  of  
the p r in c ip a l  w i l l  be shaped by power r e la t io n s  between and 
among groups, by the values of s o c ie ty ,  by demography and even 
by fo re ign  a f f a i r s .  For these are the forces that have a c c e l ­
erated the educational  revo lution  of our century and which 
now control  i t s  fu t u r e  (30,  1970, p. 112).

Rubin f e l t  tha t

The coming ro le  of leadership w i l l  require  a major commitment 
of time to human engineering and to the c l u t i v a t i o n  of new
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s k i l l s .  The p r in c ip a l  who makes i t  his f i r s t  concern to 
improve the q u a l i t y  of teaching in his school must himself  
be a perceptive  student of the social  forces which a f fe c t  
the school and of the theory and p ra c t ic e  which order and 
d i r e c t  his func t ion  . . . .  The centra l  th rus t  of his 
energy has been mandated, i t  is toward u n s e t t l in g  the s e t ­
t l e d ,  chal lenging the accepted,  and leading the way to ­
ward an endless reappraisal  of the techniques,  m a te r ia ls  - -  
and above a l l  - -  the a r t  and science of  teaching (30,  1970,
p. 112).

Cawelti  in his a r t i c l e  e n t i t l e d  "Which Leadership S ty le  — From 

the Head or Heart?" urged p r in c ip a ls  to assume a more a c t iv e  and r i s k -  

tak ing ro le .  He was concerned that many educational  leaders are re ­

maining s i l e n t  on current  c ruc ia l  issues.  He a lso stated that p r in c ip a ls  

must assume r e s p o n s ib i l i t y  f o r  demonstrat ing " j o i n t  concern f o r  people 

and goals" whi le  mainta in ing a "balance in modeling q u a l i t i e s  of the 

head and the heart  (7, 1979, p. 3 78 ) . "

The "new adm in is t ra to r"  would use the best of the c la s s i c a l ,  neo­

c la s s i c a l ,  behavioral and systems approaches as there would be no one 

way of viewing or s t r i v i n g  f o r  useful leadersh ip .

He would have to be more aware of  the important ro le  other  admin­

i s t r a t io n s  w i l l  play in his own admin is ter ing .  Just because a useful  

theory o r ig ina ted  in the world of  business,  i t  could no longer be cast  

aside nonchalantly as being i r r e l e v a n t .  He would also be paying more 

a t t e n t io n  to theor ies  evolv ing from such behavioral d is c ip l in e s  as psy­

chology,  anthropology,  and socia l  science.

The new ad m in is t ra to r  would a lso have to  become adept at  seeking 

b e t t e r  ways of doing th ings.  He could no longer w a i t  f o r  a super ior  to  

i n i t i a t e  change. He had to  be a c t iv e ly  involved in each phase of the 

school 's  operat ion so he could e f f e c t i v e l y  in te g ra te  the various compo­

nents when he implemented change. He had to  secure enough to give the
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teachers more autonomy.

He had to be a thorough problem-solver - -  one who knew when 

th ere  was a problem because he was a c t iv e ly  involved in a l l  phases of 

the o rg a n iz a t io n 's  operat ions,  because he knew where to  seek answers, 

and because he was f a m i l i a r  w i th  various learn ing  and leadership th e o r ie s .  

In s hor t ,  he had to  be s e n s i t iv e  and open.

Sergiovanni made us aware of the f a c t  t h a t  since a l l  of the 

fe a tu re s  of a school are  interdependent,  "a change in one v a r ia b le  re ­

s u l ts  in changes in other v a r i a b l e s . "  He commented th a t  " b u re a u c ra t i ­

c a l l y  or ien ted  schools,  w h i le  increasing in f o r m a l i z a t i o n ,  c e n t r a l i z a ­

t io n s ,  and the l i k e ,  d isp lay  a low to lerance f o r  innovativeness and change

(33.  1979, p. 5 4 ) . "

He then described the ideal professional  type of school as one 

th a t  was able  to  adapt w i thout  p u t t in g  an unhealthy emphasis on pro­

duction.  I t  was a lso one t h a t  constant ly  sought " to  accommodate the  

need f o r  expression which professional  workers r e q u i r e . "  In a d d i t io n ,  

i t  is complex and h igh ly  innovat ive  (33., 1979, p. 5 4 ) .  He continued:

Organizat ional  s t ru c tu re  is the c en t ra l  nervous system 
of the school,  and when i t  is funct ion ing  p rop e r ly ,  i t  per­
mits the organ iza t ion  to perform a v a r i e t y  of  re la te d  motions 
and a c t i v i t i e s  — of ten  simultaneously.  But l i k e  any ner­
vous system, i t  has l i m i t s .  Some motions and a c t i v i t i e s  are  
modif ied or p roh ib i ted  because they make excessive demands 
on the school 's nervous system - -  i t s  o rgan iza t iona l  s t ru c tu re .
Take the p r in c ip le s  of in d iv id u a l i z e d  in s t ru c t io n  and teacher  
autonomy, f o r  example. The school can be and should be more 
responsive to ,  and f l e x i b l e  in ,  providing teachers w i th  d i s ­
c r e t io n  and autonomy. But we cannot in d iv id u a l i z e  to  the 
point at  which a separate school would be created f o r  each 
student or each teacher .  To do so would, in a sense, des­
troy  the school as an organizaed I n s t i t u t i o n  (33., 1979, p. 5 5 ) .

Gordon Caweltl  s ta ted  th a t  most th e o r is t s  of the past twenty  

years f e l t  tha t  the "most appropr ia te  s ty le  must demonstrate equal con-
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A study by Michael Macoby found th a t  corporate  success was no

longer dependent upon conforming to  company mores a lready  in ex is tence ,  

as described in Whyte's Organizat ion Man. This r e a l i z a t i o n  led him to  

i d e n t i f y  four  "species of  managers" th a t  func t ion  in today's  respected 

companies. These were the Craftsman who was concerned w i th  p e r fe c t io n  

of the product,  proud of his q u a l i t y  of  work, q u ie t ,  modest, and p r a c t i ­

c a l ,  and did not enjoy leading; the Jungle F ig h te r  who sought power, 

and did considerable  p o l i t i c k i n g  to get ahead; the Company Man who 

was concerned w i th  the human side of the corpora t ion ,  who worked to main­

t a i n  s t a b i l i t y  and i n t e g r i t y ,  and who adhered to p o l ic y ;  and l a s t l y ,  the 

Gamesman who was chal lenged by strong compet it ion and winning over i t ,  

who l ike d  to  take r isks and motivate  o thers ,  and was a team player  fo r  

the corporat ion .  The contest  hyped him up and he communicated h is  en­

thusiasm to  others (25,  1979, p. 3 7 5 ) . "

He found tha t  Gamesmen were more l i k e l y  to  f in d  t h e i r  way to the  

top but th a t  he was not as inc l ined  to  take the r isks  or be as char ismat ic  

as he was a decade ago. In shor t ,  the "conservat ive  tempo of the times 

has slowed down many educational  gamesmen (25,  1979, p. 3 7 6 ) . "

Gates,  Blanchard,  and Hersey concurred w i th  Cawelti  when they 

sta ted th a t  "successful  leaders are those who can adapt t h e i r  behavior  

to meet the demands of t h e i r  own unique environment (21,  1979, p. 3**8)."

Likewise,  Sexton and Switzer remarked th a t  there  was no c a t e g o r i ­

c a l l y  c orrec t  s t y l e .  Ins tead,  the modern educational  leaders should 

know what s t y le  is b e t te r  in which s i t u a t io n  and should be able  to draw 

from both poles a t  w i l l  (3*1 1977, p. 2*1-)."

Gordon L. L i p p i t t  f e l t  somewhat d i f f e r e n t  because he contended



tha t  d i f f e r e n t  leaders were needed a t  d i f f e r e n t  stages of  organ izat iona l  

l i f e .  He f e l t  th a t  ca teg o r iz in g  a leader as a gamesman, craftsman, e t c . ,  

was too l i m i t i n g  in examining the complex aspects of leadersh ip .



Chapter I I I 

DESIGN OF THE STUDY

Designation of  the Research Method

The research method u t i l i z e d  throughout the study was the h i s ­

t o r i c a l  approach whereby an e f f o r t  was made to  examine current  condi­

t ions  and concerns by gaining a deeper understanding of what has already  

been done.

Data along the l ines  of  the two sub-questions of  the study 

were c o l le c t e d ,  c o l l a t e d ,  and in te rp re te d  in an attempt to  discover  

new knowledge.

Sources of the Data

The sources used throughout t h i s  study were mostly secondary in 

nature.  These sources were varied in t h e i r  immediacy and prox imi ty  to  

the primary source.  Some were news a r t i c l e s  th a t  expressed the thought  

of current authors.  The more preva lent sources, however, were c o l l e c t -  

t ions of  a r t i c l e s  and te x ts  devoted to  the de sc r ip t ion  of  leadersh ip ,  

a d m in is t ra t io n ,  and bureaucracy.

Technigues Used to Gather and Analyze Data

As the data was being reviewed and c o l le c te d ,  decisions were 

made about i t s  possible inc lusion on the basis of i t s  consistency.  I f  

the information was consistent w i th  a v a r i e t y  of  authors,  i t  was i n ­

cluded in the study; i f  i t  proved to  be inconsis tent ,  i t  was excluded.

46
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Care was taken to be ob je c t iv e  in the i d e n t i f i c a t i o n ,  considera­

t i o n ,  and report ing  of  a l l  re levant  data whether i t  supported the par ­

t i c u l a r  o r i e n t a t io n  of  t h i s  w r i t e r  or not.

I t  was re a l i z e d  t h a t  i f  the formulated inferences were to  be 

considered c r e d ib le ,  they had to be der ived from a v a r i e t y  o f  compati­

ble sources (40,  I 9 69 , p. 384) .  However, an e f f o r t  was made to  avoid 

fo rm ula t ing  in t e r p r e t a t io n s  beyond the in fe r re d  l i m i t s  of the c o l le c te d  

data .  In a d d i t io n ,  an e f f o r t  was made to  eva lua te  c o n f l i c t in g  pieces  

of research before  making a f i n a l  decis ion about i t s  inc lus ion .

The gathered data was then c a tegor ized ,  c l a s s i f i e d ,  and sum­

marized through w r i t t e n  n a rra t iv es  and then in te rp re ted  w i th in  the  

framework of  h i s t o r i c a l  trends ,  changing phi losophies ,  and curren t  

leadership th e o r ie s .  Using a chronologica l  approach, the l i t e r a t u r e  

was then surveyed and depci ted in an attempt to  d iscern current trends.



Chapter IV 

TREATMENT OF THE DATA

The data o r i g i n a l l y  presented in Chapter I I  was tabulated in 

t h i s  chapter .  This ta b u la t io n  fol lowed the same sequence from c l a s s i ­

cal  to  modern and considered how the leaders in each era  would behave.  

This treatment of the data helped to f u r t h e r  answer the study's two 

main questions.

Class ica l

An educational  leader  subscribing to  Weber's philosophy would 

be one who prescribed a procedure f o r  deal ing  w i th  each s i t u a t i o n .

There was no h e s i ta t io n  in decid ing how a problem was to  be solved as 

every th ing  was "down on paper ."  He expected each person above and be­

low him to r e s t r i c t  themselves to  the s p e c i f ic a t io n s  of  t h e i r  p a r t i c u ­

l a r  job only;  the teacher  was not expected to perform a task th a t  was 

under the j u r i s d i c t i o n  of  the se c re ta ry ,  f o r  example. He was not one 

to  be concerned about his p o p u la r i ty  wi th  his s t a f f ;  instead,  his re ­

la t io n s  w i th  them and his c l i e n t s  was very impersonal.  Because of the  

emphasis on impersona l i ty ,  he promoted a te acher ,  f o r  example, to  the  

p o s i t io n  of  department head on the basis of  technica l  competence a lone.  

The promotion did not take place because he had a p a r t i c u l a r  in te r e s t  

in th a t  teacher.  He exer ted control  over every phase of  the organiza ­

t i o n ' s  operat ions and was not too concerned about whether or not the  

employee was s a t i s f i e d  w i th  his job or supervisors.  I f  a c o n f l i c t
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arose between an organ iza t iona l  leader and a subordinate,  the decis ion  

was always rendered in favor  o f  the o rgan iza t ion .  A leader who sub­

scribed to  the Weberian model paid p a r t i c u l a r  a t t e n t i o n  to  routine  as 

a non-rou t in ized  method of operat ion was not t o l e r a t e d .

The p r in c ip a l  who functioned during T a y lo r 's  time or one who 

would adopt his school of  thought today, would be a proponent of  scien­

t i f i c  management. Under t h i s  phi losophy, an educational  leader was 

concerned w i th  time and motion — how much could be accomplished or  

taught w i th in  a s p e c i f ic  t ime frame. There would be a process of  con­

s tant  measurement to  see how wel l  or to  what extent  goals were being 

met. The human dimension was not a concern w i th  th is  a d m in is t ra to r  be­

cause of the great  emphasis on p r o d u c t i v i t y .

Since cost was a prominent f a c t o r  during t h i s  e r a ,  educational  

leaders had to  be grea t ly  concerned w i th  increasing t h e i r  enrol lments  

as much as possib le .

The school r e f le c te d  the in d u s t r ia l  c u l tu r e  because emphasis 

was placed on perce iv ing  the worker as a production u n i t  th a t  resembled 

a machine in many respects.  The p r in c ip a l  worked to mold his teachers 

to  the task so p rec ise ly  th a t  l i t t l e  th ink ing  was requ ired .  Instead,  

they r e l i e d  on t h e i r  superv isor to  do a l l  the decis ion-making.  Crea­

t i v i t y  was not encouraged, nor i t  seems, to le ra t e d  as i t  might i n t e r ­

rupt the smooth operat ion of  the organ iza t ion .

The p r in c ip a l  was termed an E f f ic ie n c y  Expert .  And, as Cubberly 

mentioned, the c h i ld re n  were a lso  considered in d u s t r i a l  un i ts :  "Our

schools a re ,  in a sense, f a c t o r i e s  in which the raw products (c h i ld ren )  

are  to  be shaped and fashioned in to  products to meet the var ious de-
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mands of l i f e . "

One attempt to  f a c i l i t a t e  the process of  fash ioning  students  

in to  products was the platoon system developed by W i l l ia m  W i r t .  Here,  

e f f i c i e n t  use was made of time and space thus minimizing waste in man­

u fac ture .

During t h i s  time p e r io d ,  the only expecta t ion  of  a leader was 

to  devise and mainta in  a smooth running o rg a n iza t io n .  In order to  f a ­

c i l i t a t e  t h i s  e xpecta t ion ,  the adminstra tor  developed routines  f o r  a l l  

behaviors and p o l i c i e s .  There was no considera t ion  given to  the needs 

of the p a r t i c i p a n t s .  The p r in c ip a l  th e re fo re  did not need to consider  

ways to  motivate  his s t a f f  as money was thought to be the main source 

of inc en t iv es .  A l l  he had to  do was supervise f o r  e f f i c i e n c y / n o n - e f f i -  

ciency and to  see th a t  rules were c o n s is te n t ly  fo l lowed.  He saw him­

s e l f  as a member of  an i n f l e x i b l e  h ierarchy of  command; th e r e f o r e ,  he 

did not ask any questions of  his superiors and did not expect any from 

his subordinates.

Neo-Classica1

The focus on orga n iza t iona l  e f f i c i e n c y  of  the c la s s ic a l  era  was 

somewhat responsible f o r  the phase of  leader behavior th a t  was to  f o l ­

low. During the neo-c lass ica l  period there  was g re a te r  a t t e n t i o n  given 

to the re la t io n s h ip s  w i th in  an o rg a n iza t io n  or school.  As a r e s u l t ,  a 

leader operat ing in th is  s e t t in g  was c a l le d  an Organ izat ional  Engineer.  

Gul ick  found the leadership behavior o f  such an "engineer"  to revolve  

around "purpose,  process,  c l i e n t e l e ,  and p la c e . "

As sta ted  by Hencley a leader was concerned about how leaders  

used a u t h o r i t y  and used the to o ls  of depar tm en ta l i za t io n  and d e c e n t r a l ­



51

i z a t io n  to f a c i l i t a t e  the f low of a u t h o r i t y .

A school a d m in is t ra to r  who operated during the neo-c lass ica l  

era had to be a master of a l l  the elements func t ion ing  in a smooth- 

running organ iza t ion:  planning,  o rgan iz ing ,  s t a f f i n g ,  d i r e c t i n g ,  co­

o rd in a t in g ,  re p o r t in g ,  and budgeting.  He saw his ro le  as one of  un i ­

fy in g  a l l  of these elements so as to  s t ream l ine  the f a c i l i t y ' s  operat ion .  

He had his f i n g e r  in every pot so to speak. He examined his p la n t  to  

determine how people could be more accountable f o r  t h e i r  act ions a t  each 

leve l  of h ierarchy.  By seeking input from an immediate superv isor ,  a 

teacher had to  be able to perform h is /h e r  tasks in a manner more accep­

ta b le  to  the school 's  adm in is t ra to r  and goals would be more l i k e l y  to  

be re a l i z e d .  This p r in c ip a l  met f re q u e n t ly  w i th  his department heads 

to  perform the POSDCORB functions  mentioned above. This technique  

symbolized the de s i re  f o r  un i ty  and c o n t r o l .

A p r in c ip a l  who adopted the phi losophy of Roeth lesberger , Mayo, 

and Barnard placed g re a te r  emphasis on worker s a t is f a c t i o n  than those 

operat ing  in the c la s s ic a l  era.

I t  was not long, however, before educators rea l i zed  the educa­

t io n a l  process was more socia l  than mechanical .  The Organizat iona l  

Engineer was then replaced by the Social  Engineer.  The leaders of  th is  

school of  thought created the image of the leader as one who was not 

only cognizant o f  human r e la t io n s  but who c u l t i v a t e d  and even exp lo i ted  

them f o r  the b e n e f i t  of  the o rgan ia t io n .  The p r in c ip a l  who wished to  be 

termed a Social  Engineer demonstrated th a t  the socia l  and psychological  

aspects were extremely  important in helping the organ iza t ion  meet i t s  

goa Is .
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With th is  awareness, he behaved in such a way th a t  modeled a 

respect f o r  others ,  an acceptance of  ind iv idua l  d i f f e r e n c e s ,  a sensi­

t i v i t y  to the fe e l in g s  of  o thers ,  and an awareness th a t  kindness is not 

synomous w i th  weakness. He rea l i zed  the teachers '  needs f o r  a f e e l in g  

of  personal worth and s ta tus .  A s k i l l f u l  Social  Engineer was carefu l  

not to  carry  the idea of  a democratic a d m in is t ra t io n  too f a r ,  however.

He r e a l i z e d  th a t  an organ iza t ion  needed a u th o r i ty  as wel l  as democracy.

The adm in is tra tor  was constant ly  checking the pulse of  the 

s t a f f  to  see i f  a l l  was wel l  w i th  them persona l ly .  He to le r a t e d  a l l  

the d i f f e r e n t  p e rs o n a l i t i e s  on his s t a f f .  In a d d i t io n ,  he worked to get 

to  know the needs, s trengths ,  and weaknesses of  each teacher  so he 

could groom those q u a l i t i e s  in such a way th a t  would c rea te  p o s i t ive  

feedback f o r  the teacher w h i le  simultaneously he lp ing the organizat ion  

meet i t s  goals more e f f e c t i v e l y .  He created pos i t ions  and opportuni ­

t i e s  f o r  the teachers to  in te r a c t  in formal ly  and most l i k e l y ,  would 

i n t e r a c t  w i th  them whenever appropr ia te .  His o f f i c e  door was constant­

ly open f o r  easy in te ra c t io n  wi th  a l l  s t a f f  members. He probably se­

lected new teachers on the basis o f  how he f e l t  the candidate  would f i t  

in w i th  the e x is t in g  s t a f f .  I f  a teacher  wanted to  t r y  a new approach, 

the p r in c ip a l  was l i k e l y  to approve i t  i f  i t  was wel l  thought through.

In f a c t ,  he would be inc l ine d  to  help the teacher secure needed m a te r ia ls .  

He would expect his teachers to  operate in a s im i l a r  manner w i th  t h e i r  

students .  L a s t ly ,  he stressed the need f o r  the teachers to function  

as a group ra ther  than as in d iv id u a ls .

Such an a dm in is t ra to r  be l ieved as Barnard did tha t  since men 

could work elsewhere,  he had to give a t t e n t io n  towards c re a t in g  a de-
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s i r e  w i th in  the worker to work f o r  reasons other  than s a la r y .  This was 

in d i r e c t  contrast  to Taylor  who be l ieved th a t  since people wanted to  

work, l i t t l e  thought had to be given to  provid ing incent ives  other  than 

money. Tay lor  thought the more the worker was paid,  the more w i l l i n g  

he was to  work.

Barnard r e a l i z e d  that there  were two d i f f e r e n t  types of incen­

t iv es :  o b je c t iv e  and s ub jec t ive .  O bject ive  incentives r e fe r re d  to  such 

things as money, p re s t ig e ,  physical  cond i t ions ,  p a t r io t is m ,  a ss o c ia t io n -  

al a t t r a c t i v e n e s s ,  habi tual  methods, fe e l in g s  of  importance,  and com- 

mradship. Subjective  incentives re fe r re d  to  fe a r  of  being f i r e d ,  r a ­

t i o n a l i z a t i o n  of  opportu nity ,  and in cu lc a t io n  of  motives.  In essence,  

a leader o f  t h i s  era f e l t  tha t  a l l  organ iza t iona l  adm in is tra to rs  had to  

u t i l i z e  a combination of  incent ives ,  sub jec t ive  as wel l  as o b je c t iv e .

A person who emulated L i k e r t ' s  notion of leadership placed 

great t r u s t  in the c a p a b i l i t i e s  of  the worker.  He was de l igh ted  to  see 

tha t  his teachers were a c t i v e l y  involved in c re a t in g ,  o rgan iz ing ,  and 

implementing a plan of  t h e i r  own design.  Here,  a s t ructured h ierarchy  

was not f e a s i b l e  as i t  did not permit  the constant in te r a c t io n  needed 

in a p a r t i c i p a t i v e  environment.

Modern

Another type of  leader ,  as described by Moreno and Lewin, was 

ca l le d  the C l i n i c i a n .  This leadership type was concerned about f a c i l i ­

t a t i n g  he a l th y ,  interpersonal re la t io n s h ip s  among a s t a f f .  The c l i n i c i a n  

used group dynamics as a v eh ic le  f o r  making an ind iv idua l  aware of  how 

others saw him. Such a technique helped reveal  any d is s a t i s f a c t i o n s ,  

h o s t i l i t i e s ,  and power struggles th a t  p reva i led  among his s t a f f .  He
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a lso  used s e n s i t i v i t y  t r a i n i n g  as a way to improve the re la t io n s  among 

his teachers.

Even though such techniques had obvious weaknesses, the im p l i ­

cat ions f o r  those in leadership posi t ions w i l l  increase and as a r e s u l t ,  

add new images to the leadership ro le .

A leader who u t i l i z e d  the systems approach considered the re ­

la t ionsh ips  tha t  ex is ted  w i th in  the organ iza t ion  before he considered  

e f f i c i e n c y .  He r e a l i z e d  th a t  people 's  perceptions of t h e i r  jobs var ied  

according to the expectat ions  held f o r  them by o thers .  For example,  

one ind iv idua l  would f in d  i t  d i f f i c u l t  to  work overt ime because of the 

expectat ions held f o r  him by his fa m i ly ;  whereas,  another in d iv id u a l 's  

fa m i ly  would expect him to work e x t ra  hours.

There were times when he emphasized the i n s t i t u t i o n  over the  

ind iv idua l  depending upon the desired outcome. Such a leader had to be 

adapt ive  as must the o rg a n iza t io n .

Conti ngency

The leader who adopted the contingency approach was one who 

r e a l i z e d  an employee might not want his job enriched w i th  increased co­

worker commraderie, or w i th  incent ives th a t  led to a promotion.  He r e ­

a l i z e d  t h a t  each s i t u a t i o n  was d i f f e r e n t .

Bureaucracies

Perhaps the most obvious evidence of t h i s  synthesis lay in the  

f a c t  th a t  an ad m in is t ra to r  had to  be constant ly  aware t h a t  the school 

was a complex o rgan iza t io n  w i th  formal and informal aspects.

The leaders fo l lowed the bureaucratic  ( formal)  model when i t
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came t ime to  formulate  the organ iza t iona l  s t ru c tu re  by implementing a 

sharp t ly  pyramidal  design.  Or they used the human ( in formal )  model 

when seeking feedback from subordinates.

In any case,  the extent to  which a school implemented the  

bureaucra t ic  model was dependent upon the a d m in is t ra to r 's  a b i l i t y  to  

be responsive to  both in te rna l  and externa l  pressures.  I t  was h igh ly  

u n l ik e ly  th a t  a sharply  pyramidal design would e l i c i t  favorab le  r e ­

su l ts  100% of  the t ime. The as tu te  ad m in is t ra to r  had to be s k i l l f u l  

in diagnosing pathologica l  symptoms t h a t ,  i f  detected and corrected in 

t ime, led to  e f f e c t i v e  human behavior w i t h in  the organ iza t ion .

The formal aspects of  a bureaucracy (the impersonal and unemo­

t io n a l  aspects)  proved to be i n s u f f i c i e n t  in meeting the socia l  ( i n ­

formal )  needs of the p a r t i c ip a n t s .  Money, i t  was found, was not a s u f ­

f i c i e n t  m ot iva to r .  Instead,  i t  was discovered th a t  the in te rna l  opera­

t io n  could be jeopard ized  i f  the p a r t i c i p a n t s '  needs were not recogniz ­

ed and s a t i s f i e d .



Chapter V 

SUMMARY OF FINDINGS

The purpose of th is  study was to  discern the answers to  the  

f o l lo w in g  questions:

1. What are  the im pl ica t ions  of  changing a d m in is t ra t iv e  
philosophies and th e o r e t i c a l  veins upon a dm in is t ra ­
t i v e  leadership?

2. Does the l i t e r a t u r e  suggest a separate type of  lead­
er  f o r  bureaucracies?

The f i r s t  phase of  the study included a chronological  review 

of a d m in is t ra t iv e  phi losophies and t h e o r e t ic a l  veins ranging from the  

c la s s ic a l  era to  the present day contingency th e o r ie s .  This was f o l l o w ­

ed by an e xp lo ra t io n  of  the c h a r a c t e r i s t i c s ,  f l aws,  and b e n e f i ts  of 

bureaucrac ies .

The i n i t i a l  p a r t  of  the study could best be summarized by the 

t im e l in e  shown below:

—i-----------------------1---------------------- f---------------------- 1----------------------1-----------------------i----------------
1920 1930 19^0 1950 i 960 1970

S c i e n t i f i c  Human Behavioral  Systems Contingency
Management Relat ions Sciences Approach Theories

Figure  k

Class ical

To summarize the t im e l in e  b r i e f l y ,  i t  became ev ident  th a t  the  

theor ies  were o r i g i n a l l y  very regimented.  Organizat ions operat ing  dur­

ing the 1920's were considered to be s t a t i c  s t ruc tures  and they reigned

56
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supreme over the p a r t i c i p a n t s .  To these a d m in is t ra to rs ,  the only road 

to  e f f i c i e n c y  and p ro d u c t iv i t y  was to surrender man's needs to  the s e r ­

v ic e  of  the cold ,  in s e n s i t i v e  machine. Mot ivat ion was considered to be 

an uncomplicated concept.  A leader of  the c la s s ic a l  time was consider­

ed to be a good one i f  he demonstrated a u t h o r i t a r i a n  behaviors and im­

p l i c i t l y  adopted the ob jec t ive s  set f o r t h  by his super iors .  He also  

possessed a c e r t a in t y  and uncondit ional  a t t i t u d e  th a t  the performance 

of the organ iza t ion  would be improved when, and only when, management 

p r in c ip le s  were fo l lowed.  The theor ies  of  th is  era were p r e s c r ip t i v e  

and suggested what should,  must, or ought to be.

Neo-c lass ica l

The c la s s ic a l  period was fol lowed by the neo-c lass ica l  or human 

r e la t io n s  period where th e o r ie s ts  f e l t  th a t  a good leader  was one who 

demonstrated the democratic ra th e r  than a u t h o r i t a r i a n  behaviors.  This 

was in d i r e c t  contrast  to  the c la s s i c i s t s  mentioned above . -  The new era  

a lso  recognized the f a c t  th a t  formal organizat ions  have informal s t r u c ­

tures t h a t  could not be ignored.  Equally important was the f a c t  th a t  

they r e a l i z e d  th a t  the output of  the employees was determined more by 

t h e i r  socia l  capaci ty  than t h e i r  physical  cap ac i ty .  They a lso re a l i z e d  

th a t  there  were other  motivat ions  in fo rce  besides money and th a t  these 

motivat ions  were o f ten  more important.  The h ig h l ig h t  of  t h i s  era was 

the r e a l i z a t i o n  th a t  there  was a dynamic process of  in t e r a c t io n  in con­

s tan t  play w i th  the o rg a n iza t io n a l  s t ru c tu re  - -  another po in t  o f  d i r e c t  

contras t  w i th  the the or ies  of  the c la s s ic a l  per iod .  In short ,  they 

found t h a t  a h ighly  s p ec ia l i z e d  d i v is io n  of  labor was not the most l i k e ­

ly  way of maximizing an o r g a n iz a t io n 's  level  of e f f i c i e n c y .  Instead,
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ind iv idua l  workers were found to react to  the h ie ra rc h y ,  ru les ,  and re ­

wards of  an organ iza t ion  not as in d iv id u a ls ,  but as members of  a group.

Modern

The period of  modern theory added even more emphasis to the i n ­

t e r a c t i v e  process th a t  occurs w i th in  an o rg an iza t io n a l  s t ru c tu re .  These 

th e o r is ts  assumed t h a t  an event was caused by numerous i n t e r r e la t e d  and 

interdependent f a c t o r s .  They viewed the o rga n iza t io n  as adaptive  and 

recognized a l l  the v a r ia b le s  a t  p lay .  To these t h e o r i s t s ,  the choice  

of ob jec t ives  and methods f o r  achieving them were l e f t  to the i n d i v i ­

dual leader .  I f  the environment was s t a b le ,  a c la s s ic a l  form of leader ­

ship would be more e f f e c t i v e ;  i f  the environment was perceived to be 

unstable,  a more humanist ic form of leadership would be required.  In 

s h o r t ,  modern t h e i r y  in tegrated  the c la s s ic a l  and neo-c lass ica l  periods  

wirth contemporary concepts.

Bureaucracies

I t  was ev ident  th a t  bureaucracies were increasing in both f o r ­

m a l iza t io n  and c e n t r a l i z a t i o n  because our soc ie ty  was becoming more and 

more complex. Research has also indicated tha t  the leaders of a bureau­

cracy must behave d i f f e r e n t l y  than those in charge of  other  organ iza t ions .  

Bureaucratic  leaders had to  adopt the fo l lo w in g  behaviors.  They had to:

1. accomplish ob je c t iv es  set f o r t h  by t h e i r  super iors .
2.  be accountable to  super iors .
3. adhere to t h e i r  p o s i t io n 's  area of  a u t h o r i t y .
k .  be te c h n ic a l ly  q u a l i f i e d .
5. be subject to  a u th o r i ty  and c o n t ro l .
6.  be impersonal and f o r m a l i s t i c .
7. l i v e  w i t h in  the broader regulat ions  of the o rga n iza t io n .
8.  accomplish goals adequately or have s e n i o r i t y  i f  he was

to be considered f o r  a promotion.



59

9.  s t r i v e  f o r  o b je c t iv e  r a t i o n a l i t y ,  impersonal i ty ,  and 
rout i n i z a t io n .

10. keep exempliary records.

The research ind ica ted ,  however, th a t  the formal aspects of  a 

bureaucracy had been found to be i n s u f f i c i e n t  mainly because they did 

not meet the informal needs of the p a r t i c i p a n t s .  They were a lso in ­

s u f f i c i e n t  because there  was l i t t l e  to le rance  f o r  innovation and a l t e r ­

a t io n s ,  and because, when seeking a replacement, more weight was given 

to p o s i t io n  than t a l e n t  and a b i l i t y .

I f  a bureaucra tic  o rgan iza t ion  was to  surv ive ,  i t  had to  re ­

f r a i n  from p u t t in g  an unhealthy emphasis on production and r i t u a l i s t i c  

behav ior . .  Ye t ,  researchers found bureaucracies were the best systems 

we have to deal w i th  the increasing complexity of  our s o c ie ty .  We need­

ed rou t ine  because, i f  implemented p rop e r ly ,  i t  could expedite  decisions  

and procedures so goals could be achieved.

Researchers f e l t  th a t  we must learn how to  l i v e  successfu l ly  

with  our bureaucracies and to  r e a l i z e  th a t  we do not have to  accept  

t h e i r  f laws wi thout question.  Instead,  we had an o b l ig a t io n  to study 

the dysfunctions of  our bureaucracies in an attempt to  make them more 

f l e x i b l e  and s e n s i t i v e .

I f  our bureaucracies,  as c u r r e n t ly  s t ru c tu re d ,  needed to  be 

a l t e r e d  to  b e t t e r  s u i t  today's needs, our concepts of  leadersh ip would 

also need to  undergo a l t e r a t i o n .  The research indicated th a t  the p re ­

fe r re d  leader behaved in the fo l lo w in g  ways. They had to:

1. be equipped to  understand t h e i r  organ iza t iona l  environment.
2. seek opinions from each of the d iverse  groups to be 

a f fe c te d  by a decis ion.
3. have s k i l l s  in working w i th  d iverse  groups toward ach iev ­

ing a reasoned, ra t iona l  decision-making process tha t  w i l l  
guide fu t u r e  courses of  a c t io n .
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4.  understand and t r a n s la t e  complex v a r ia b les  of  causation  
and assoc iat ion  as they e xp la in  the events of the past  
and important present socia l  trends.

5.  be responsive to both in te rn a l  and externa l  pressures.
6.  be s k i l l f u l  in diagnosing pathologica l  symptoms th a t  can,

i f  detected and corrected in t ime,  lead to e f f e c t i v e
human behavior w i th in  the o rga n iza t ion .

7. have an awareness f o r  the ever present tension th a t  e x is ts  
between ind iv idua l  and o rg a n iza t iona l  goals.

8 .  be adept a t  negot ia t ion  and mediat ion.
9 .  be s e n s i t iv e  and f l e x i b l e  so th a t  they can more adequately

accommodate the broad range of needs expressed by d iverse  
groups of people.

10. be w i l l i n g  to  search f o r  new ideas.
11. help every teacher or p a r t icp a n t  understand and perpetu­

a te  the goals of  the o rg a n iza t io n .
12. c l e a r l y  comprehend t h e i r  own mission,
13- develop an in te rna l  s trength  as wel l  as external  s k i l l s

f o r  doing what they consider most lo g i c a l .
14. constant ly  appraise t h e i r  o rgan iza t ion  to determine i t s  

leve l  of  achievement.
15. nurtu re  an obsession f o r  f in d in g  a b e t t e r  way of doing 

th i  ngs.
16. use the best of the c la s s i c a l ,  n e o -c la s s ic a l ,  behavioral  

and systems approaches since there  w i l l  be no one way of  
so lv ing  problems.

17. know where to  seek answers.
18. be more adaptable and s k i l l f u l  in understanding the  

nature of  change.
19. explore  the ins ights  of  d i s c ip l in e s  such as psychology,  

socio logy ,  and snthropology, and p o l i t i c a l  science.
20. become s ens i t ize d  to  the r e a l i t i e s  of  t h e i r  o rg a n iza t io n a l

environment by exp lor ing  the concepts and p r in c ip le s  of  a
number o f  th eor ies .

21. r e a l i z e  th a t  an event is caused by not one s in g le  f a c t o r  
as advocated by the c la s s ic a l  t h e o r i s t s ,  but by numerous 
f a c to rs  th a t  are i n t e r r e l a t e d  and interdependent.

22. become less re lu c ta n t  to  provide teachers w i th  meaning­
fu l  reward systems which permit  them to  fu nc t ion  as re ­
spected,  autonomous, and responsible  pro fess iona ls .

23. r e a l i z e  th a t  socia l  pressures w i l l  determine fu t u r e  
forces of  change.

24.  accommodate the need f o r  expression th a t  professionals  
requi re.

25. remember tha t  the orders must b e n e f i t  a l l  concerned in 
some way.

2 6 . be able  to  a ss is t  others in connecting the past ,  present,  
and emerging fu tu re s .

In summary, the p re fe r re d  leader w i l l  adapt his behavior to  

meet the demands of his environment - -  an environment t h a t  is unique
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from a l l  o thers .  He must know what s t y le  of leadership w i l l  be e f f e c ­

t i v e  in which s i t u a t io n s .  He must know tha t  there  are  no p r e - e s t a b l i s h ­

ed recipes f o r  succeeding in ad m in is t ra t io n  and th a t  an is o la te d ,  a l l -  

encompassing w e l l -d e f in e d  school of  organ iza t iona l  thought does not 

e x i s t  since our knowledge of ad m in is t ra t io n  is continuously growing.  

Equally  important,  he must be aware of  the excesses th a t  various theor ies  

can c rea te .

Im pl ica t ions  f o r  Future Study

The outcome of the study had several  im pl ica t ions  f o r  fu tu re  

research.  Educators must continue to look a t  changing s i t u a t io n s  and 

the suggested ideal  f o r  a d m in is t ra t iv e  leadership as they occur and 

draw conclusions about what types of  leaders are needed in order to cope 

w ith  our complex soc ie ty .  Just as socie ty  has changed and become more 

and more complex over the past decades, i t  w i l l  continue to  change and 

increase in complexity.  As a r e s u l t ,  the concept of  leadership is 

worthy of  constant study.

Another fo l low-up  study could be made to  determine the e f f e c t i v e ­

ness of  leaders who could be termed "new adm in is t ra to rs"  — those who 

f i t  the descr ip t ion  of  the desired type of  leader o u t l ine d  in th is  

study.  The researcher could seek input from the p a r t i c ip a n ts  at  various  

l ev e ls  of  the o rg a n iz a t io n 's  h ierarchy to  determine the degree to which 

the new adm in is t ra to r  is e f f e c t i v e  or i n e f f e c t i v e .

Studies could a lso  be done on the im pl ica t ions  of  the changing 

tea ch e r 's  posture upon a d m in is t ra t iv e  leadersh ip .  This is a concern 

th a t  is increasing in importance.  A researcher could consider the f a c ­

tors  th a t  contr ibuted to  th is  changed teacher posture.
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The Problem. It was the purpose of this study to answer the follow­
ing questions:

1. What are the implications of changing milieu upon administra­
tive leadership?

2. Ancillary to the above, does the literature suggest a 
separate type of administrative leadership for bureaucratic 
organizations?

Method. The research method utilized throughout the study was the 
content analysis technique of the historian whereby the conceptual 
literature over a period of time was critically examined. Data along 
the lines of the two sub-questions of the study were collected, collated, 
and interpreted in an attempt to discover new knowledge.

Results. During the Classical period, it became evident that the 
administrative philosophies and theoretical veins were originally very 
regimented. Organizations operating during the 1920's were considered 
static structures, guided by prescriptive theories. Here, the only 
road to efficiency and productivity was to surrender man'sneeds to the 
service of the cold, insensitive machine. A leader in the classical 
period was considered competent if he demonstrated authoritarian be­
havior and implicitly adopted the objectives set forth by his superiors.

During the Neo-classical period, theorists felt that a good leader 
was one who demonstrated the democratic rather than authoritarian be­
haviors. The new era also recognized that formal organizations had in­
formal structures that could not be ignored. The highlight of this era 
was the realization that there were other motivations in force besides 
money and that these motivations were often more important. It was 
also discovered that individual workers reacted to an organization's 
hierarchy, rules, and rewards not as individuals but as members of a 
group.

The period of Modern theory added even more emphasis to the inter­
active process that occured within an organization's structure. These 
theorists assumed that an event was caused by numerous interrelated 
and interdependent factors. They felt that the choice of objectives 
and methods for achieving them were to be left to the individual leader. 
In short, the modern era integrated the classical and the neo-classical 
periods with contemporary concepts.

In considering the questions of whether or not a bureaucracy re­
quired a separate type of leadership, it was found that bureaucracies 
were increasing in both formalization and centralization because our 
society was becoming more and more complex. Research also indicated



that bureaucratic leaders must behave differently tha/n those in charge 
of other bureaucracies. If our bureaucracies, as currently structured, 
meeded to be(Ja£ered to better suit today's needs, our concepts of 
leadership would also need to undergo alteration. It was found that the 
preferred leader will adapt his behavior to meet the demands of his en­
vironment.

A major outcome of the study was the realization that educators 
must continue to look at changing situations and the suggested ideal for 
administrative leadership as they occur and draw conclusions about what 
type of leaders are needed in order to cope with our complex society.
Just as society has changed and become increasingly complex, it will con­
tinue to change and increase in complexity. As a result, the concept of 
leadership is worthy of constant study.
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