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LEADER BEHAVIOR AND TEACHER PERCEPTIONS OF
ORGANIZATIONAL CLIMATE IN PUBLIC PRIMARY
SCHOOLS IN MELBOURNE, AUSTRALIA

CHAPTER I

INTRODUCTION

Background of the Problém

A great deal of research has been conducted on how the
behavior of leaders in educational and business settings
affects the work of their subordinates. In the early period
of these leadership studies, the researchers concentrated on
the trait approach. Physical and personality characteristics
such as heighf, voice and intelligence were the determinants
of whether a leader was successful or not. According to this
view leaders are born, not made. This was the charismatic
approach with the gifts possessed by those endowed with lea-
dership characteristics.

. Stogdill (1948) has shown, however, that the trait

approach to leadersﬁip, as it has beén used in most studies



reported in the literature, has yielded negligible, often
contradictory results. Sanford (1952) has aptly summarized

the situation;

From all these studies of the leader we can conclude,
with reasonable certainty, that: a) there are either
no general leadership traits or, if they do exist,
they are not to be described in any of our familiar
psychological or common-sense terms; b) in a speci-
fic situation, leaders do have traits which set them
apart from what followers will vary from situation

to situation. (p. 51)

In short, the behavior of leaders varies widely from
one leadership situation to another. In this connection
Hemphill (1949), in an elaborate study of 500 assorted groups,
demonstrated empirically that variance of leader behavior
is significantly associated with situational variance. Hemp-
hill analyzed in detail the relation between the leaders'
behavior and the size of the group and concluded that, as
compared with small groups, large groups make more and dif-
ferent demands upon the leader.

Lipham (1964) says in commenting on this new situational
(sociological) approach to understanding leadership:

Thus, the focus shifted from a study of personal
needs and dispositions (psychological factors) to
a study of organizational roles and relationships
--from a concern with the characteristics of the
individual to a concern with the characteristics
of the group... Like the psychological investiga-
tions which preceded them, the sociological studies
also were subject to many limitations. Indeed,
many of the earlier sociological studies were
concerned with group phenomena primarily and
with leadership incidentally. (p. 130)

Both of these approaches to the study of leadership

have proven to be helpful yet incomplete in developing a



better understanding of leader behavior.

Halpin (1966) further supports the point that the con-
cept of leadership cannot be understood in the framework of
the trait or the situational approach:

We will greatly increase our understanding of lea-
dership phenomena if we abandon the notion of lea-
dership as a trait, and concentrate instead upon

an analysis of 'the behavior of leaders.' (p. 81)

The view of leaders as leader behavior as Halpin points
out gives us two methodological advantages:

In the first place, we can deal directly with ob-
servable phenomena and, therefore, we need not make
any prior assumptions about the identity or struc-
ture of whatever capacities may or may not undergird
these phenomena. Secondly, we need to recognize the
importance of differentiating between the description
of how leaders behave and the evaluation of the effec-
tiveness of their behavior in respect to specified
performance criteria. (p. 86)

Halpin (1966) states that to measure leader behavior
and leadership ideology the Personnel Research Board at the

Ohio State University devised the Leader Behavior Description

Questionnaire (LBDQ). Hemphill and Coons (1950) constructed

the original form of this questionnaire, and Halpin and Winer
(1952), in reporting the development of an Air Force adapta-

tion of this instrument, identified Initiating Structure and

Consideration as two fundamental dimensions of leader be-

havior.
By measuring the behavior of leaders on the Initiating

Structure and the Consideration dimensions, it is vossible to

determine by reliable and objective means how specific



leaders differ in leadership style, and whether these differ-
ences are related significantly to independent criteria of
the leader's effectiveness and efficiency. In summary, the
LBDQ offers a means of defining these leader behavior dimen-
sions operationally, making it possible to submit to empiri-
cal test additional spegific hypotheses about leader and
group behavior.

The term 'organizational cliamte" began to appear in
the literature following 1950. Cornell (1955) used the term
as he described the '"delicate blending of interpretations by
persons in the organization of their jobs or roles in rela-
tionship to others and their interpretations of the roles of
others in the organization." (p. 219) There were five cli-
mate variables that Cornell described as worthy of research:
1) teacher morale; 2) teacher decision-making responsibility;
3) a location of decision-making power; 4) the evaluation of
the results of teacher decision-making power; and 5) the ex-
tent to which teachers interact directly with administrators.
Cogan (1958),‘in an analysis of the behavior of teachers,
alluded to pervasive and characteristic 'climate" that was
apparent in each school.

Argyris (1958) used the term organizational climate as
the global assessment of the interaction between the task-
achievement dimension and the needs-satisfaction dimension
within the organization, or, in other words, the extent of

the task-needs integration. Haipin (1966) refers to this as



an organization's (school's) '"personality." Personality is
to the individual what organizational climate is to the or-
ganization. Organizational climate according to Halpin
(1966) should not be confused with the single global concept
of morale.

...this reading on the thermometer of morale can

tell us whether the organization is sick, but it

scarcely can provide us with a basis for making

a differential diagnosis of the sickness... We

were seeking to map the same domain of inquiry

that other investigators have described as morale,

but we are seeking to conceptualize--or, if you

will, to map--this domain in a separate way.

(p. 141)

The intent, therefore, of this study was to investigate
leader behavior of primary public school principals in Mel-~
bourne, Australia and relate these findings to the organiza-
tional climate of their respective schools. It is expected
that the results may be helpful to administrators and teach-

ers who wish to develop a more open climate at their school.

Statement of the Problem

The basic problem for this research study is: What is
the relationship between the leader behavior of principals
and the organizational climate of public primary schools in
Melbourne, Australia. |

The question investigated:

~How is a principal's leader behavior, as perceived by

teachers and measured by the Leader Behavior Description




Questionnaire (LBDQ) related to the teachers' perceptions

of the variables of the organizational climate as measured
-by the Organizational Climate Description Questionnaire

(oCcbhQ)*?

Significance of the Study

This study endeavored to measure leader behavior and
how it affects organizational climate. The leader behavior
of public primary school principals from Melbourne, Australia
was measured against the organizational climate of their
schools.

The results for this study should: 1) enable princi-
pals to understand better how their leader behaviof affects
the climate of their schools; 2) aid school systems in their
in-service training programs for administrators; 3) give
further insight into leader behavior for the administrator
preparation programs at universities; and, generate further
interest in the areas of leader behavior and organizational

climate in Australia.

" Organization of the Study

This study is divided into five chapters. Chapter I
consists of an introduction, background and statement of the
problem, significance of the study and organization of the

study.



Chapter II includes the review of related literature
broken into three areas; leader behavior, organizational
climate, and the relationship between leader behavior and
organizational climate.

Chapter III provides a restatement of the hypotheses,
limitations(of the study, definition of the variables, a
description of the sample and the instrument.

Chapter IV includes the presentation and analysis of
the data. _

Chapter V presents the summary, conclusions, discus-

sions and recommendations.



CHAPTER II

THEORETICAL FRAMEWORK AND RESEARCH

The theoretical framework for the study is taken mainly
from the work of Halpin and Croft OCDQ (1963) and Halpin and
Winer LBDQ (1957). To aid in clarification, the theoretical
framework will be divided into three parts. The first part
will deal with leader behavior; the second, with the concept
of organizational climate; and the third, with the relation-
ship that exists between leader behavior and organizational

climate.

Leader Behavior

Andrew Halpin (1959) provided a concise explication of
the behavioral approach to the study of leader behavior when
he stated: |

First of all, it focuses upon observed behavior
rather than a posited capacity inferred from this
behavior. No presuppositions are made about a
one-to-one relationship between leader behavior
and an underlying capacity or potentiality pre-
sumably determinative of this behavior. By the
same token, no prior assumptions are made that



the leader behavior which a leader exhibits in one
group situation will be manifested in other group
situations... Nor does the term...suggest that
this behavior 1s determined either innately or
situationally. Either determinant is possible,

as is any combination of the two, but the concept
of leader behavior does not itself predispose us
to accept one in opposition to the other. (p. 12)

This concept of leader behavior suggests that a lead-
er's effectiveness in one situation will not always be
effective in another situation. As in any complex organiza-
tional setting a leader must be concerned with what Halpin

and Winer (1957) call the Initiating Structure and Considera-

EEQE dimensions.

This statement is supported by studies carried out by
Halpin (1957), the first study being the leader behavior of
aircraft commanders. He discovered that the effective lead-
ers were those who scored high on both dimensions--Initiat-

ing Structure and Consideration. Halpin (1957) in another

study gained descriptions of the leadership behavior of
school superintendents from the superintendents themselves,
from members of their administrative staff, and from members
of the boards of Education. Results of the study revealed
that the leader behavior desired was that characterized by

high scores of both Initiating Structure and Consideration.

Evenson (1959), in a study of high school principals, and
Hemphill (1955), in a study of departmental administrators
in a liberal-arts college, drew similar conclusions to those

of Halpin.
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Halpin (1959) in his book The Leadership Behavior of

School Superintendents defines the dimensions of Initiating

Structure and Consideration.

(1) Initiating Structure refers to the leader's be-

havior in delineating the relationship between himself and
the members of his work group, and endeavoring to establish
well-defined patterns of organization, channels of communica-
tions, and methods of procedures.

(2) Consideration refers to behavior indicative of

friendship, mutual trust, respect and warmth in the relation-
ship between the leader and the members of his staff.

These two dimensions, Initiating Structure and Consid-

eration, are frequently being reported in the literature
when discussing leader behaﬁior, though sometimes they have
appeared under different labels. As has been mentioned
earlier, the effective leader is one who must get the job

at hand completed, yet works with people while attempting to
maintain good human relations. In short, if a leader, whether
he be a President, Aircraft Commander, or School Superinten-
dent, is to be successful, then he/she must maintain a con-
gruence between major group objectives of goal achievement
and group maintenance. In Getzals and Guba's (1957) terms,
he/she must be #ble to manage between the role expectation
of the nomothetic dimension and the need disposition of the
idiographic dimension. Barnard (1938) further emphasizes

this point when he states, '"He must facilitate cooperative
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group action that is both effective and efficient."
Blake and Mouton (1964), who are the authors of the

Managerial Grid, refer to these two dimensions as ''concern

for people" and '"concern for production."

These two types of behavior according to Cartwright

~

and Zander (1960) are relatively independent but not neces-
sarily incompatible.

Any given behavior in a group may have significance
both for good achievement and for maintenance. Both
may be served simultaneously by the actions of a
member, or one may be served at the expense of the
other. Thus, a member who helps a group to work
cooperatively on a difficult problem may quite in-
advertently also help to develop solidarity. In
another group, however, an eager member may spur
the group on in such a way that frictions develop
among the members, and even though the goal is
achieved efficiently, the continued existence of
the group is seriously endangered. (p. 496)

To measure leader behavior the Personnel Research
Board at Ohio State University and Hemphill and Coons (1957)

developed the Leader Behavior Description Questionnaire

(LBDQ). Halpin and Winer (1957) then delineated from factor
analysis of responses from the LBDQ that there were two di-

mensions, (1) Initiating Structure and (2) Consideration.

These dimensions were identified on the basis of a factor
analysis of the responses of 300 crew members who described
the leader behavior of their 52 aircraft commanders. Initiat-

ing Structure and Consideration accounted for approximately

34 and 50 percent, respectively, of the common variance.

From the studies that have been presented, experts
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generally agree that leader behavior is defined by: (1) the
extent to which leaders seem to focus on getting work done;
and (2) the extent to which leaders seem to focus on the
needs or feelings of people and their relationships with
them. In Figure 1, Sergiovanni and Elliot (1975) concep-

tualize the dimensions of their leadership styles.

HIGH

9

8 8

£ 7 TO Low TO High
<3] . .
% 6 RO High RO High
d 5

=i —~ 4

g,g TO Low 'TO High
o 3 RO Low RO Low
=4

= 2

31

=

LOW 2 3 4 5 6 7 8 9 HIGH

TASK-ORIENTED (TO)

Figure 1. The Leadership Grid. From T. J. Sergiovanni,
D. L. Elliot, Educational and Organizational
Leadership in Elementary Schools (Englewood
Cliffs, N.J.: Prentice-Hall, Inc., 1975),

p. 101.

From the studies that have been cited and Halpin's
(1966) conclusion that effective leader behavior is associated
with Sergiovanni and Elliot's (1975) TO High and RO High, it

can be assumed that leader. behavior as measured by LBDQ will
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be a key factor in determining the quality of a school's

organizational climate.

Organizational Climate

One of the most debated and least understood constructs
in the management literature is organizational climate. De-
spite the controversy surrounding the climate construct, it
still is believed by many behavioral scientists to be a major
ecological factor influencing the attitudes and behavior of
individuals in work environments.

Halpin and Croft (1962) reported the findings of their

original study The Organizational Climate of Schools. They

started with the proposition that the "organizational cli-
mate' of a school can be construed as the '"organizational
personality" of a school. Personality, they said, is to the
individual what climate is to the organization.

Social systems theory, and specifically the social
system model, represents the theoretical framework from which
one can derive a conceptualization of the climate of a school.
Lonsdale (1964) writes of organizational climate:

Indeed, organizational climate might be defined as
the global assessment of the interaction between the
task achievement dimension and the need-satisfaction
dimension within the organization, or in other words,
of the extent of the task-needs integration. (p. 166)

Lonsdale (1964) uses the terms task-achievement dimension

and need-satisfaction synonymously with the terms nomothetic
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(institution) and idiographic (individual), respectively.
Conceptually, organizational climate is that state of
the organization which results from the interaction that
takes place between organizational members as they fulfill
their prescribed roles while satisfying their individual
need. Guba (1960) illustrates this concept in operation as
he writes about the task of the administrator.
The unique task of the administrator can now be
understood as that of mediating between two sets
of behavior-eliciting forces, that is, the nomo-~
thetic and the idiographic, so as to produce be-
havior which is at once organizationally useful as
well as individually satisfying. (p. 121)
The concept of organizational climate can be operationalized
to refer to the resulting condition within the school from
the social interaction between the teachers and the prin-
cipal.
Eighteen years ago Halpin and Croft reported their

seminal research on the organizational climate of schools.

A product of that research was the Organizational Climate

Description Questionnaire (OCDQ). Analysis of the responses

to the questionnaire results in a description of the school's
organizational climate,

The OCDQ was an attempt to provide a better measure of
the climate within a school than was then available. Halpin
and Croft were‘dissatisfied with morale as a concept and its

inadequacy as a criterion of measurement of a school's orga-

nizational climate.
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The OCDQ classified organizations along a continuum
ranging from open to closed. The classifications are de-
scriptions of six organizational climates named and ranked
as OPEN, AUTONOMOUS, CONTROLLED, FAMILIAR, PATERNAL, and
CLOSED.

For tﬁe purpose of this study organizational climate
will be defined as the resulting condition within the school
from the social interaction between the teachers and princi-

pal.

‘Relationship Between the Effect

of Leader Behavior and

Organizational Climate

In view of present theoretical conceptualizations
concerning leadership, the failure to discover a
universally applicable set of personality charac-
teristics of the leader seems more logical than it
does surprising. Increasingly the focus must be
upon the relationship of the individual to the
organization. While the extent to which "the man
makes the job" or '"the job makes the man" may be
a relative matter, the fact remains that a major
source of conflict derives from discrepancies be-
tween the basic personality structure of an indi-
vidual and the demands of his organizational role.
Every practicing school superintendent could, no
doubt, cite numerous instances of this type of
conflict. For example, he may, as a person, im-
mensely dislike speaking before groups, yet, as a
superintendent, he seems constantly to be mounting
some podium. Or, at a somewhat deeper level, he
may be an intcnse and introspective person, yet
on the job each train of thought seems to be
abruptly shattered. (Lipham, 1964, p. 132)

Lipham's (1964) review of leader behavior is further supported
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by Moser (1957) who investigated the extent of conflict in
generalized expectations held for the school principal's
role. Intensive interviews designed to stimulate subjective
responses concerning the principal's leadership were held
with schoolApersonnel in twelve school systems. It was dis-
covered tha£ the teachers and the superintendent subject the
principal to markedly different sets of leadership expecta-
tions and that the principal's behavior varies according to
whether he is with superiors or subordinates. Finding that
the principal emphasized nomothetic behaviors (stressing goal
achievement, institutional regulations, and centralized au-
thority) in his relations with the superintendent, and idio-
graphic behaviors (stressing individual needs and wants,
minimum rules, decentralized authority) in his interactions
with teachers, Moser concluded that the principal is in a
delicate position as a member of two organizational families.
Similar findings have been reported by Gross (1958) and
others concerning the school superintendent's role.

From the studies that have been presented, it can be
seen that the principal's leader behavior is being affected
by the role expectation of the organization and the princi-
pal's own need dispositions. These interactions upon the
principal's leader behavior affect how the principal views
his subordinates. The resultant effect of this behavior
tﬁat a princiﬁal diéplays has a great influence on his sub-

ordinates and the organization's climate.
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A discussion by May (1953) indicates further the impor-
tance of the leader's behavior on a school's climate. For,
as May (1953) states, that reason for one person longing for
others "...is that the human being gets his original exper-
iences of being a self out of his relatedness to other per-
sons..." (p. 25) It is a sense of psychological freedom
which develops from "...continual interaction with other
significant persons in his world." (p. 142) Therefore, the
climate which surrounds the interaction in the teacher's life
must be considered and appropriately developed by the leader.

According to Argyris (1957) the needs of healthy indi-
viduals are in conflict with the demands of the formal orga-
nization, Since the needs of healthy individuals are not
congruent with the traditional requirements of formal organi-
zations, a disturbance will result which will tend to manifest
itself in some one or some combination of four kinds of be-
havior: a) quitting the organization, b) moving up in the
organization, c¢) adopting defense mechanisms, or d) turning
apathetic and losing interest. The possible remedy according
to Gibb (1964) is to decrease the incongruence noted by en-
larging the job and/or the role as one way of changing the
nature of the organizational structure or by using employee~
centered leadership as a modification of directive leadership.

After a comprehensive review of research carried out
over a period of 25 years into teacher morale and job satis-

faction, Blocker and Richardson (1962-63) concluded that the
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administrator was the key figure in determining teacher
morale and job satisfaction. The principal was also found
to be the key factor in the professional environment of the
teacher. This position is also supported by Hood's (1965)
study of 1043 teachers and 31 principals. He further stated
that a teacher's relationship with the principal is more
important in determining morale levels of teachers than the
teacher's relationship with other faculty members. Research
also indicates (Thomas, 1969; Grassie and Carss, 1971; Flan-
ders, 1956; and Johnson, 1977) that a principal's personality
and quality of leadership can be the determining factors of
a school's organizational climate.

The principal as well as teachers have to give up some
of their individual values to meet the organizational goals.
However, when dealing with a school's climate, the principals
have a great effect upon the workers by the very nature of
their leader authority. This leads then to the basic hypo-
thesis of the study:

There will be a relationship between the leader
behavior of public primary school principals in
Melbourne, Australia and the organizational cli-
mate in their schools.

There have been previous studies conducted using the
LBDQ for leader behavior and the OCDQ for the measuring of
an organization's climate. (Corpus, 1971; Cooparat, 1978;
Schmidt, 1965; Brickner, 1971; Wray, 1967; Cook, 1965.) The
results of these studies were as follows:

Schmidt (1965) found no significant relationship
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between the LBDQ Consideration and the OCDQ Consideration.
His analysis of the definitions of items revealed thatthe
LBDQ Consideration measures non-authoritarian leader behav-
vior, while OCDQ Consideration measures the principal's
personnel assistance to the teachers.

Brickner (1971) found that Initiating Structure of the
LBDQ was found significantly and positively related to Pro-
duction Emphasis, Thrust, Esprit, Intimacy, and Consideration
of the OCDQ: it was found significantly but negatively re-
lated to Disengagement, Hindrance, and Aloofness.

Wray (1967) found that the LBDQ Consideration was sig-
nificantly and positively related to the OCDQ Consideration.

Cook (1965) found evidence substantiating the global
concept of organizational climate and that Initiating Struc-
ture and Consideration of the LBDQ are associated with the
organizational climate.

Cooparat (1978) found that Initiating Structure was
significantly positively correlated with Esprit and Considera-
tion OCDQ. Non-significant correlations were found between
Initiating Structure-Production Emphasis, and Initiating
Structure-Thrust. It was also found that there was a statis-
tically significant positive relationship between Considera-
tion LBDQ scores and scores on Esprit, Thrust, and Considera-
tion OCDQ. A non-significant correlation was reported between
Cénsideration'gggg and Production Emphasis,

The conceptual hypotheses for this study were:
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H1 There is a relationship between perfbrmance on
the Initiating Structure variable of the LBDQ
and Consideration of the OCDQ.

H2 There is a relationship between performance on
the Initiating Structure variable of the LBDQ
and Thrust of the OCDQ.

H3 There is a relationship between performance on
the Initiating Structure variable on the LBDQ

and Esprit of the OCDQ.

H4 There is a relationship between performance on
the consideration variable of the LBDQ and Con-
sideration of the OCDQ.

H5 There is a relationship between performance on
the Consideration variable of the LBDQ and Thrust
of the 0CDQ

H6 There is a relationship between performance on

the Consideration variable of the LBDQ and
Esprit of the 0CDQ.
The subtests of the OCDQ that were chosen for hypothe-

sis testing were Thrust, Esprit and Consideration. These -

subtests were chosen because according to Halpin (1966),
"Although all eight subtests define each profile, it is evi-

dent that two of the subtests (Thrust and Esprit) possess

special significance in this definition of what constitutes
an open climate." (p. 135) High scores on Thrust and Esprit

are probably the best single indicator of an open climate
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(p. 206). The best single indicator of morale is Esprit.
Halpin (1966) chose Esprit as the key subtest for describing
a school's organizational climate.

With Thrust being the key subtest of the four subtests
of leader behavior, and Esprit as the key subtest of the four
subtests of\group behavior, the researcher selected Thrust
and Esprit as the salient subtests for hypothesis testing.

The subtest Consideration was also added to be analyzed along

with Thrust and Esprit.



CHAPTER III
RESEARCH DESIGN
In this chapter, restatement of hypotheses, limitations
of the study, definition of the variables, description of the
sample, description of the instrument, procedures for collect-

ing the data, and statistical methods are described.

Statement of Statistical Hypotheses

The belief that a relationship existed between leader
behavior of primary school principals and the organizational
climate of their schools was tested through the following
hypotheses:

Hl There is a statistically significant relationship
between performance on the Initiating Structure
variable of the LBDQ and Consideration of the
ochq.

H2 There is a statistically significant relationship
between performance on the Initiating Structure

variable of the LBDQ and Thrust of the 0CDQ.

22
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H3 There is a statistically significant relationship
between performance on the Initiating Structure
variable of the LBDQ and Esprit of the 0CDQ.

H4 - There is a statistically significant relationship
between performance on the Consideration variable
of the LBDQ and Consideration of the OCDQ.

H5 There is a statistically significant relationship
between performance on the Consideration variable
of the LBDQ and Thrust of the OCDQ.

H6 There is a statistically significant relationship
between performance on the Consideration variable

of the LBDQ and Esprit of the 0OCDQ.

Limitations of the Study

1) From a population in excess of 100 primary schools
the number of schools in this study was limited to 50. 2) The
50 schools chosen by random sample procedure were from the
greater Melbourne metropolitan area and not a state-wide
sample. 3) The data for the study were limited to the
information secured through the questionnaires--the Leader

Behavior Description Questionnaire and the Organizational

Climate Description Questionnaire. 4) As with any question-

naire study the assumption was made that the questionnaires
were answered carefully and honestly; it is possible, however,

that a number of items or questionnaires may have been
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answered carelessly.

Definition of the Variables

The following terms have been defined to aid the reader
as he/she proceeds through this study.

Primary Principal. A person appointed formally by

the Victorian Education Department. This person's role was
to provide supervision and leadership of his/her subordinate
personnel within a given school.

Teacher. A person formally appointed by the Victorian
Education Department to serve in a teéching capacity grade
1l - 6 in a given primary school.

Organizational Climate. The concept of organizational

climate was operationalized to refer to the resulting condi-
tion within the school from the social interaction between
the teachers and the principal.

Open Climate. An energetic, lively organization which

is moving toward its goals, and which provides satisfaction
for the group members' social needs. Leadership acts emerge
easily and appropriately from both the group and the leader.

Closed Climate. Characterized by a high degree of

apathy on the part of all members of the organization. The
organization is not '"moving."

Leader Behavior. The term refers to the observed

behavior that is measured by the Leader Behavior Description
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Questionnaire. This behavior is reported by teachers and

consists of two dimensions of subtests; Initiating Struc-
ture and Consideration.

Initiating Structure. Refers to the leader's behavior

in delineating the relationship between the leader and mem-
bers of the\work group, and in endeavoring to establish well-
defined patterns or organization, channels of communication,
and methods of procedure.

Consideration. Refers to behavior indicative of

friendship, mutual trust, respect, and warmth in the rela-

tionship between the leader and the members of the staff.

Description of the Sample

The public primary schools (grades 1-6) in the Greater
Melbourne Metropolitan School System were chosen as the popu-
lation for the study. There were in excess of 100 primary
schools in the city. A random sample of fifty schools was
selected, with all of the teachers in those 50 schools being
included in the study.

The random sample selection method was used to'provide
each school in the population an equal chance of being se-
lected. The writer personally visited the schools and admin-
istered the ggég and the OCDQ to those teachers constituting
the study's sample.

From a possible 530 public school teachers sampled,

505 participated in the study. There were 505 usable
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questionnaires from the returned questionnaires, with the

unit of analysis being the school.

Description of the Instrument

The instruments for data-collection were the Leader

Behavior Description Questionnaire (Halpin and Winer, 1957)

and the Organizational Climate Description Questionnaire

(Halpin and Croft, 1963).

Description of the LBDQ

The LBDQ is composed of a series of short, descriptive
statements of ways in which leaders may behave. The members
of a leader's group indicate the frequency with which he]she
engages in each form of behavior by checking one of five
adverbs: always, often, occasioally, seldom or never. Each
of the keys to the dimensions contains 15 items, and each
item is scored on a scale from 4 to 0. Consequently, the
theoretical range of scores on each dimension is from 0 to

60. The 15 items which define each dimenéion follow:

Initiating Structure

1. He makes his attitude clear to the staff.
2. He tries out his new ideas with the staff.
3. He rules with an iron hand.*

4, He criticizes poor work.
5

He speaks in a manner not to be questioned.
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He assigns staff members to particular tasks,
He works without a plan.*

He maintains definite standards of performance.

O© 00 N O

He emphasizes the meeting of deadlines.

10. He encourages the use of uniform procedures.

11. He makes sure that his part in the organization is
understood by all members.

12, He asks that staff members follow standard rules and
regulations,

13. He lets staff membhers know what is expected of them.

14, He sees to it that staff members are working up to
capacity.

15. He sees to it that the work of staff members is

coordinated.

Consideration

1. He does personal favors for staff members.

2. He does little things to make it pleasant to be a
member of the staff.

He is easy to understand.

He finds time to listen to staff members.

*
He keeps to himself.

[T S I

He looks out for the personal welfare of individual
staff members.

*
7. He refuses to explain his actions.

*
8. He acts without consulting the staff.
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9. He is slow to accept new ideas.*

10. He treats all staff members as his equals.

11. He is willing to make changes.

12, He is friendly and approachable.

13. He makes staff members feel at ease when talking
with them.

14. He puts suggestions made by the staff into operation.

15. He gets staff approval on important matters before

going ahead.

%
_...Scored negatively.

Validity and Reliability of the LBDQ

Halpin and Winer (1957) calculated the reliability

coefficient for each dimension of the Leader Behavior Des-

cription Questionnaire. Using the split-half method,

Initiating Structure had a reliability coefficient of .83

and Consideration had a reliability coefficient of .92. To

insure reasonably reliable data, they suggested that a mini-
mum sample should be no less than seven.

In validity studies done on the LBDQ the tendency for
descriptions of different leaders to differ on the dimensions

of Initiating Structure and Consideration have been statis-

tically supported at the .0l level of significance (Hemphill,
1957, pp. 74085; Rﬁsh, 1957, pp. 52-54; and Halpin, 1966,
pp. 91-96).
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Hill (1963) studied the behavior of 53 school princi-
pals. He found that those who are high on both dimensions

of the Leader Behavior Description Questionnaire were also

rated significantly higher by their subordinates on various
other attitude measures.

Campbell, Corbally and Ramseyer (1967), in summarizing
leadership, stated:

Leaders whose leadership acts were measured on the
Leader Behavior Description Questionnaire showed
high Consideration for others when they exhibited
a real interest in the personal needs of the mem-
bers of the group even while they were taking ini-
tiative in getting the work done. High loadings

on the Initiating Structure dimension resulted from
behavior that tended to clarify goals, organize for
the completion of tasks, and emphasize standards of
production. (p. 281)

Description of the 0OCDQ

The OCDQ study grew out of the intuitive notion that
there are differences in climates between and among schools,
and that these differences can be sensed as one moves from
school to school. In broad terms, Halpin and Croft (1966)
were attempting to establish for the school organization a
means for determining the climate, which is somewhat analo-
gous to the attempts to establish personality measures in
regard to individual behavior. In discussing their work,
Halpin and Croft (1966) pointed out that they were mapping
roughly the same domain of inquiry that other investigations

have described as morale, but they were seeking to
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conceptualize or map this domain in a way which would provide
more heuristic value to the concept.

The OCDQ consists of sixty-four items that may be used
to establish the organizational climate as perceived by the
members of the school's staff, The items are answered on a
four-point scale: rarely occurs, sometimes occurs, often
occurs, very frequently occurs.

" There are eight subtests; these subtests were derived
through factor analysis procedures. Under these procedures,
eight scores-~-one score for each of the eight subtests-~are
obtained for each respondent. These eight scores constitute
the score profile. Because of the use of factor analysis
procedures, the subtests are technically called '"factors,"
and the entire set of eight factors is referred to as the
"factor structure.'" Each respondent (teacher or principal)
indicates to what extent the behavior described by each item
characterizes the climate of the school. Four of the eight
subtests pertain to the behavior of the principal and four
- pertain to the behavior of the teacher. The four subtests
that are related to teachers' behavior are designed to mea-
sure disengagement, hindrance, esprit, and intimacy, which
Halpin and Croft (1966) define as follows:

1. Disengagement indicates that the teachers do not work

well together. They pull in different directions with
- respect to the task; they gripe and bicker among them-

selves.
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Hindrance refers to the teachers feeling that the prin-
cipal burdens them with routine duties, committee de-
mands, and other requirements which the teachers construe
as unnecessary busywork.

Esprit refers to "morale." The teachers feel that their
social needs are being satisfied, and that they are, at
the same time, enjoying a sense of accomplishment in
their job.

Intimacy refers to the teachers' enjoymenf of friendly
social relations with each other.

The four subtests that are related to principal's be-

havior are designed to measure aloofness, production empha-

_sis, thrust, and consideration, which Halpin and Croft (1966)

define as follows:

5-

Aloofness refers to behavior by the principal which is
characterized as formal and impersonal. He ''goes by the
book'" and prefers to be guided by rules and policies
rather than to deal with the teachers in an informal,
face~to-face situation.

Production Emphasis refers to behavior by the principal

which is characterized by close supervision of the staff.
He is highly directive and task-oriented.

Thrust refers to behavior marked not by close supervision
of the teacher, but by the principél's attempt to moti-
vate the teachers through the example which he personally

sets. He does not ask the teacher to give of themselves
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anything more than he willingly gives of himself; his
behavior, though starkly task-oriented, is nonetheless
viewed favorably by the teachers.

8. Consideration refers to behavior by the principal which

is characterized by an inclination to treat the teachers
humanly, to try to do a little something extra for them
in human terms.
Halpin and Croft (1966) obtained score profiles for
each of the seventy-one schools in the original sample.
They used another factor analysis procedure to identify
clusters of schools. From these clusters they identified
six climates that were conceptualized along a rough continuum
ranging from "open" to '"closed."
Halpin and Croft (1966) described the six climates as
follows:

1. The Open Climate describes an energetic, lively organiza-

tion which is moving toward its goals, and which provides
satisfaction for the group members' social needs. Lead-
ership acts emerge easily and appropriately from both the
group and the leader. The members are preoccupied dis-
proportionately with neither task nor social-needs satis-
faction; satisfaction on both counts seems to be obtained
easily and almost effortlessly. The main characteristic
of this climate is the "authenticity" of the behavior'

" that occurs among all the members.
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The Autonomous Climate is described as one in which

leadership acts emerge primarily from the group. The
leader exerts little control over the group members;
high Esprit results primarily from social needs satis-
faction. Satisfactién from task achievement is also
present, but to a lesser degree.

The Controlled Climate is characterized best as imper-

sonal and highly task-oriented. The group's behavior

is directed primarily toward task accomplishment, while
relatively little attention is given to behavior-oriented
or social-needs satisfaction. Esprit is fairly high, but
it reflects achievement at some expense to social-needs
satisfaction., This climate lacks openness, or "authen-
ticity"”of behavior, because the group is disproportion-
ately preoccupied with task achievement.

The Familiar Climate is highly personal, but under-

controlled. The members of this organization satisfy

their social needs, but pay relatively little attention

to social control in respect to task accomplishment.

Accordingly, Esprit is not extremely high simply because
the group members secure little satisfaction from task
achievement. Hence, much of the behavior within this
climate can be construed as "unauthentic."

The Paternal Climate is characterized best as one in

which the principal constrains the emergence of leader-

.ship acts from the group and attempts to initiate most.
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of the acts himself. The leadership skills within the
group are not used to supplement the principal's own
ability to initiate leadership acts. Accordingly, some
leadership acts are not even attempted. 1In short, little
satisfaction is obtained in respect to either achieve-
ment or social needs; hence, Esprit among the members

is low.

6. The Closed Climate is characterized by a high degree of

apathy on the part of all members of the organization.

The organization is not "moving"; Esprit is low because
the group members secure neither social-needs satisfac-
tion nor the satisfaction that comes from task achieve-~
ment. The members' behavior can be construed as '"unau-

thentic"; indeed, the organization seems to be stagnant.

Validity and Reliability of the OCDQ

Halpin and Croft (1963), utilizing two different methods,
computed reliability coefficients for each of the OCDQ sub-
tests. Using the split-half method, reliability estimates
ranged from .84 on Thrust to .26 on Aloofness.

These estimates were necessarily low because of the
small number of items in each subtest. When reliability
coefficients were calculated on an odd-even basis (71
teachers in one school formed the sample), they ranged from

a .76 on Aloofness to a .54 on Hindrance. The following
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table summarizes the reliability coefficients for the 0CDQ

subtests, as formulated by Halpin and Croft.

TABLE 1

ESTIMATES OF INTERNAL CONSISTENCY
FOR EIGHT OCDQ SUBTESTS

Split-Half Respondent
OCDQ Subtests N = 1151 Odd-Even
N =171
1 Disengagement .73 .59
2 Hindrance .68 .54
3. Esprit .75 .61
4 Intimacy .60 .49
5. Aloofness .26 .76
6 Production Emphasis .55 .73
7. Thrust .84 75
8 Consideration .99 - .63"

A validation study of 165 Canadién schools was per-
formed by Andrews (1965). He determined that the subtests
of the OCDQ provided valid measures of important aspects of
the school principal's leadership in relation to his staff.

A strong relationship (r = .61l) existed between teacher
satisfaction and climate (assuming order from open to closed).
An even stronger relationship (r==.68) was found between
teachér satisfactidn_and Esprit. Of eight subtests, six

(Esprit, Thrust, Hindrance, Aloofness, Disengagement, and
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Consideration) were significantly related, and all relation-
ships were as expected in direction and approximate strength.

When Andrews (1965) stratified the sampled schools
according to grading organization (grades 1-6, 7-9, and
10-12), he found no significant differences between any of
the variablés tested. He concluded that the OCDQ was as
valid for other kinds of schools as it was for elementary
schools. Of 756 comparisons, no significant differences
existed between the elementary and junior high schools or
between the elementary and senior high schools.

Stansbury (1968) conducted a validation study of the
OCDQ for Iowa elementary schools. He concluded that the
OCDQ was a viable instrument for use in Iowa elementary
schools, and may be used in a variety of empirical studies.

Brown (1964), using an urban Minnesota sample of ele-
mentary schools, duplicated Halpin and Croft's original
study. He concluded that the OCDQ was a valid tool for
describing the organizational climates of schools in the

urban elementary schools of Minnesota.

Procedures for Data-Collection

The collection of data was completed as follows:
1. Obtained permission from the authors and publishers to
use the LBDQ and the 0CDQ,

2. Obtained permission from the Director of Planning Services
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for the Victorian Education Department to collect data
and administer the two questionnaires to the primary
school teachers and their principals in the public
schools in Melbourne, Australia.

3. The two instruments were then administered by the

author.

Administration of the Instruments

The administration of the two questionnaries was com-
pleted as follows: 1) The researcher made appointments with
each of the principals in the sample. 2) Following the ap~
pointment, a time when the principal and his/her staff could
be assembled was arranged. 3) The researcher was present at
ail administrations of the instruments. The researcher per-
sonally gave instructions for completing the questionnaires,
guarantees of anonymity, and was present to answer any ques-
tions that were posed. 4) Following the completion of the
instruments they were gathered up by the researcher and

placed in a sealed envelope with the school number on it.

Scoring of the Instruments

The LBDQ (Halpin and Winer, 1957) responses were scored
by hand according to manual direction. The OCDQ responses
were scored at the Computer Center of New Mexico State Uni-

versity at Las Cruces, where Croft's Fortran IV scoring
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program is available. The hypotheses were tested by a
Pearson Product Moment Correlation and a Canonical Correla-

tion Analysis (Cooley and Lohnes, 1962).

Statistical Methods

The major interest of this investigation was to deter-
mine the relationship between the two variables Initiating

Structure and Consideration of leader behavior and the three

main variables of organizational climate, Thrust, Esprit and

Consideration. Therefore, the need for a bivariate and a

multivariate statistical design was indicated. Following a

review of bivariate and multivariate statistics, the Pearson
Moment Product Correlation was selected along with Canonical
Correlation Analysis as the means whereby the hypotheses of

the study could be quantitatively tested.

The basic interest of the study was the nature and
extent of the relationship between leader behavior of pri-
mary principals as measured by the LBDQ and the organiza-
tional climate of schools as measured by the OCDQ. Method-
ologically, this implied a study of the relationship between
the two variables of leader behavior and the three "key"
variables of organizational climate. The Pearson statisti-
cal formula was chosen to test Hypotheses 1 through 6. The
IBM 370/158 computer was used in the actual computation of

the Pearson coefficients.
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To test the significance of the computed r, the inves-
tigator used a table for critical values for correlation and
t ratios (Meredith, 1967).

Hotelling (1935) introduced canonical correlation
analysis in an effort to contribute a model which would
permit analyses with more than one dependent variable as
was the case with multiple regression analysis,

If the several criteria cannot be combined on
reasonable a priori grounds, we may seek one or
more linear combinations of the criteria that
correlate highly with one or more linear combi-
nations of the predictors. This is known as
canonical correlation analysis. The problem
here is to find two sets of combining weights--
one for the predictor variables, another for the
criterion variables. (Tatsuoka and Tiedeman,
1963)

The problem in this study was to find, through the use
of canonical correlation, two sets of weights that would
maximize the correlation between the independent and depen-
dent variables. The canonical vectors represent the contri-
butions of the individual variables to the significant can-
onical variates. Cooley and Lohnes (1973) state the point
geometrically in that canonical correlation is viewed as
"a measure of the extent to which individuals occupy the
same relative positions in the 'p' - dimensional space as they
do in the 'q'- dimensional space.'" Canonical analysis in-~
volves a great deal of computational labor and, therefore

requires the services of a computer.

Hypotheses 1l through 6 were tested by Pearson Moment
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Product Correlation and Canonical Correlation analysis and
the findings are presented in Chapter 1IV.

The significance level for evaluating each hypothesis
was .005. This level was chosen to protect for the experi-
ment-wise alpha, which is often done in a study like this
where there are 10 relatively independent correlation co-
efficients. At the .05 level the analysis of the individ-
ual correlation coefficients would show approximately one
correlation coefficient statistically significant solely by
chance. Thus, it is more advisable to test for significance
at the .005 level, which gives an approximate experiment-

wise alpha of .05. (Winer, 1971).



CHAPTER IV
PRESENTATION AND ANALYSIS OF DATA
The presentation of the findings in this chapter are
based upon the administration of the instruments described

in Chapter III, i.e., the LBDQ and the 0OCDQ.

Leader Behavior and Organizational Climate

Five variables were involved in the testing of Hypothe-
ses 1 through 6. Two of the variables were Initiating
Structure and Consideration LBDQ, while three variables
Esprit, Thrust and Consideration were of the OCDQ.

The analysis of the relationship between the two lead-
er behavior variables and the three organizational climate
variables was tested by Pearson Product Moment Correlation
and Canonical Correlation. |

.The data analyses consist of the presentations of:

(1) means and standard deviations for the sample tests on
leader behavior and organizational climate (see Table I);

(2) a matrix of Pearson Correiation Coefficients of the five

41
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variables (see Table II); and (3) Canonical Correlations
with accompanying tests of significance, and the coefficients
or weights associated with the maximization of the correla-
tion at each significant canonical function (see Table III).
Table III describes high negative canonical relationship
between Consideration--.671 (LBDQ) and Thrust (0OCDQ)--.819.
Tatsuoka (1971) describes this kind of relationship as "a
large negative weight which implies that a person close to
the first-adjective pole will tend to score high on the
second said canonical variate." This implies that the
variable on the first-adjective pole which is Consideration
(predictor variable) and the variable on the second-adjective
poie which is Thrust (criterion variable) have a large nega-
tive weight which means Consideration and Thrust are the key
variables from each variable set and they together account
for the majority of the variance (74%) between the two sets
of variables.

It should also be noted at this time that interpreta-
tion of canonical variates are not necessarily susceptible
to "meaningful" verbal descriptions within the framework of
intuitive, everyday concepts (Tatsuoka, 1971). It is in this
sense that the researcher followed Tatsuoka's guidelines on
interpretation-of canonical variates. But it must be remem-

bered that they are subjective appraiséls.



43

TABLE I

MEANS AND STANDARD DEVIATIONS ON THE TWO LEADER
BEHAVIOR VARIABLES OF THE LEADER BEHAVIOR
DESCRIPTION QUESTIONNAIRE (LBDR) AND THE
THREE VARIABLES OF THE ORGANIZATIONAL
CLIMATE DESCRIPTION QUESTIONNAIRE (OCDQ)

Instrument - Subtest Means S.D.
LBDQ _
Initiating Structure 38.910 5.081
Consideration 41.989 7.649
oCDQ
Esprit 44,383 5.183
Thrust 44,191 6.002
Consideration 54,505 5.372

Hl: There is a statistically significant relation-
ship between performance on the Initiating
Structure variable of the LBDQ and Considera-
tion of the OCDQ.

The testing of this hypothesis involved a Pearson pro-
duct moment correlation and canonical correlation. The
Pearson correlation was .371 which was not significant at
the .005 level. Canonical correlation assigned low negative
weights for Initiating Structure (-.242) and Consideration
(-.190).

The bivariate statistic does not support Hypothesis 1.
The coefficients for canonical variables assign low negative
weights to Initiating Structure and Consideration. This
indicates that the predictor variable (Initiating Structure)

is not a key variable in influencing or accounting for



44

variance between it and the criterion variable (Considera-

tion). Based upon the result of the Pearson Product Moment

Correlation, Hypothesis 1 was not supported.

TABLE II

MATRIX OF PEARSON CORRELATION COEFFICIENTS

Esprit Thrust Consid- Consid- Initiat~
eration eration ing Struc-
0CDQ LBDQ ture
* * *
Esprit 1.000 .454 .456 .469 .063
Thrust 1.000 .840°  .803" .478"
Consideration *
(OCDQR) 1.000 . 740 .371
Consideration
(LBDQ) 1.000 . 281
Initiating
Structure 1.000
* s Significant at or beyond the .005 level
TABLE III
Part A CANONICAL CORRELATION
Eigen Canonical Chi . o
Number Value Correlation Square D.F. Significance
1, .783 . 857 59.817 6 .001
2. .073 . 269 3.341 3 .502
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Part B -
COEFFICIENTS FOR CANONICAL VARIABLES

Predictor Variable Criterion Variable

Negative Weights Negative Weights
Consideration -.671 Thrust -.819
Initiating Esprit -.032

Structure -.242 Consideration ~-.190
Hz: There is a statistically significant relationship

between performance on the.Initiating Structure
variable of the LBDQ and Thrust of the OCDQ.
Following statistical analysis the Pearson correlation
estimated the relationship between Initiating Structure and
Thrust to be .478 which is'significant at or above the .005
level. On the coefficients for canonical variables Initiat-
ing Structure had a negative weight of -.242 while Thrust
had a negative weight of -.819. A low negative weight having
been assigned to Initiating Structure, and a high negative
weight being assigned to Thrust indicates that Thrust is a
key variable for accounting for variance among other leader
behavior OCDQ variables. On the other hand, Initiating
Structure with a low negative weight is not a major variable
in influencing or accounting for variance.
Based upon the result of the Pearson correlation,

Hypotheses 2 was supported.
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H3: There is a statistically significant relationship
between performance on the Initiating Structure
variable of the LBDQ and Esprit of the OCDQ.

Upon analysis of the bivariate statistic, it was found
that a correlation of .063 existed between Initiating Struc-~
ture and Esprit; this relationship was found to be not sig-
nificant. The relationship was even lower after a multi-
variate analysis was completed; Initiating Structure had a
negative weight of -.242 while Esprit had a negative weight
of -.032.

Following an analysis of the data, there was no indica-
tion of a relationship between Initiating Structure and
Esprit. Therefore, Hypothesis 3 was rejected.

H4: There is a statistically significant relationship
between performance on the Consideration variable
of the LBDQ and Consideration of the OCDQ.

After analysis by the Pearson correlation, it was found
that the relationship between Consideration LBDQ and Con-
sideration OCDQ was high, .740 which was found to be signifi-
cant at or above the ,005 level. After analysis by the co-
efficient for canonical correlation, Consideration LBDQ was
assigned a high negative weight ~.671 and a low negative
weight of -.190 for Consideration OCDQ.

The bivariate statistic supports Hypothesis 4; however,
the coefficients for canonical variables assign a low negative

weight to Consideration (OCDQ) and a high negative weight to
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Consideration (LBDQ). This indicates that Consideration
(LBDQ) is a key variable for accounting for variance among
other leader behavior variables. On the other hand, Con-
sideration (OCDQ) does not account for much variance.

Based upon the results of the Pearson correlation,
Hypothesis 4 was supported.

H5: There is a statistically significant relationship
between performance on the Consideration variable
of the LBDQ and Thrust of the OCDQ.

Following an analysis of the Pearson correlation, the
relationship between Consideration LBDQ and Thrust OCDQ was
found to be .803 which is significant at or above the .005
level. The canonical correlation assigned two negative
weights to both Consideration LBDQ -.617 and Thrust OCDQ
-.819.

Both the bivariate and multivariate statistics indicate
a high relationship between Consideration LBDQ and Thrust
OCDQ. Therefore, Hypothesis 5 was supported.

H.:

6 There is a statistically significant relationship

between performance on the Consideration variable
of the LBDQ and Esprit of the OCDQ.

The Pearson correlation found the relationship between
Consideration LBDQ and Esprit OCDQ to be .469 which is sig-
nificant at or above the .005 level. The canonical correla-
tion assigned a high negative weight to Consideration LBDQ

-.671 and a low negative weight to Esprit OCDQ -0.032.
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The Pearson Product Moment Correlation coefficients
support Hypothesis 6. The coefficient for canonical vari-
ables, however, assigns a low negative weight to Esprit
(OCDQ) -.032 and a high negative weight -to Consideration
(LBDQ) -.671. This indicates that Consideration (LBDQ) is a
key variable for accounting for variation among other leader
behavior variables. On the other hand, Esprit does not
account for much variance. Based upon the results of the
Pearson correlation, Hyprothesis 6 was supported.

Table III, Part A, summarizes the reéults related to
the Hypothesis. The maximum canonical correlation is .857,
and this is significant from the 0,00 level. Therefore,
there exists one weak function between the sets of variables
which constitutes one significant way in which the two do-
mains are related. Following the first canonical function,

no further significant combinations exist.

Summary of Results

1. The correlational coefficient between Initiating
Structure and Thrust was significantly positively correlated.
Non-significant correlations existed between Initiating
Structure--Esprit and Inifiating Structure--Consideration
(0CDQ) . |

2. The correlational coefficients between Consideration

(LBDQ)--Esprit, Consideration (LBDQ)--Thrust, and Consideration
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(LBDQ)--Consideration (OCDQ) were significantly positively

related.

3. The coefficients for canonical correlation assigned
high negative weights to Consideration (LBDQ) and Thrust
(0CDQ) .

4. The coefficients for canonical correlation assigned
low negative weights to Initiating Structure (LBDQ), Consid-
eration (OCDQ) and Esprit (OCDQ).

5. The maximum canonical correlation is .857 and this

was significant beyond the 0.001 level.



CHAPTER V

SUMMARY, CONCLUSIONS, DISCUSSION
AND RECOMMENDATIONS

This chapter includes the respective conclusions, dis-~
cussions and recommendations drawn from the statistical

analyses and suggestions for further research.

Summarz

The basic problem for this research study was: What
is the relationship between the leader behavior of principals
and the organizational climate of public primary schools in
Melbourne, Australia? |

The public primary schools (grades 1-6) in the Greater
Melbourne Metropolitan School System were chosen as the popu-
lation for the study. There are'in excess of 100 primary
schools in the city. A random sample of fifty schools was
selected, with all of the teachers in those 50 schools
being included in the study.

The instruments for data-collection were the Leader

50
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Behavior Description Questionnaire (Halpin and Winer, 1957)

and the Organizational Climate Description Questionnaire

(Halpin and Croft, 1963).

The collection of data was completed as follows:

A) The researcher obtained permission from the authors and
publishers to use the LBDQ and the OCDQ.

B) The researcher obtained permission from the Director of
Planning Services for the Victorian Education Department to
collect data and administer the two questionnaires to the
primary school teachers and their principals in the public
schools in Melbourne, Australia.

C) The two instruments were then administered by the author.

The responses to the LBDQ (Halpin and Winer, 1957) were
scored by hand according to manual directions. The 0CDQ
(Halpin and Croft, 1963) responses were scored at the Com-
puter Center of New Mexico State University at Las Cruces,
where Croft's Fortran IV scoring program was available. The
hypotheses were tested by a Pearson Product Moment Correla-
tion and a Canonical Correlation Analysis (Cooley and Lohnes,
1962).

The results of this study should: 1) enable principals
to understand better how their leader behavior affects the
climate of their schools; 2) aid school systems in their in-
service training programs for administrators; 3) give further
insight into leader behavior for the administrator prepara-

tion programs at universities, and generate further interest



52

in the areas of leader behavior and organizational climate
in Australia.

This study found four of the six tested hypotheses to
be significant at the .005 level. Those hypotheses found to
be significant were Hz-—Initiating Structure LBDQ/Thrust
0oCDQ, H4-—C$ﬁsideration LBDQ/Consideration OCDQ, Hg--Con-
sideration LBDQ/Thrust OCDQ, and Hgz--Consideration LBDQ/
Esprit OCDQ.

The hypotheses that were not significant were Hl—-
Initiating Structure LBDQ/Consideration OCDQ and Hg--

Initiating Structure LBDQ/Esprit OCDQ.

Conclusions and Discussion

Consistent with the design of this study the conclu-
sions are presented in the order of the hypothesis tested
with the hope that this will impose some order on those
conclusions.

H There is a statistically significant relationship

1°
at the .005 alpha level between performance on
the Initiating Structure variable of the LBDQ
and Consideration of the OCDQ.
Hypothesis 1 was not supported. There was a non-sig-
nificant positi?e correlation between Initiating Structure/
Consideration (OCDQ). The canonical correlation assigned low

negative weights to Initiating Structure/Consideration (OCDQ)
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which indicates that they are not the salient variables of
each set. From the information provided it was concluded
that Initiating Structure had only a minor association with
Consideration OCDQ. In the everyday running of a school this
would mean that Initiating Structure as a leader behavior
variable was not influenctial in being associated with Con-
sideration OCDQ, and that neither variable was a predictor
of the other. Therefore, if it were desirable to encourage
a high degree of Initiating Structure in the leader then one
should not expect Consideration OCDQ to be the end result.
Unlike Brickner (1971), Corpus (1971), and Cooparat's (1978)
findings, Hypothesis 1 did not show a significant relation-
ship.

HZ: There is a statistically significant relation-
ship at the .005 alpha level between performance
on the Initiating Structure variable of the LBDQ
and Thrust of the OCDQ.

Hypothesis 2 was supported. The correlational coeffi-
cient between Initiating Structure and Thrust was found to be
positively significant. The canonical correlation gave a low
negative weight to Initiating Structure and a high negative
weight to Thrust; this would indicate that Thrust is the key
variable in accounting for variation from its set and Initiat-
ing Structure was not. From the above'information it can be
concluded that there is an association between Initiating

Structure and Thrust. To a '"real" world setting this means
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that Initiating Structure would tend to have a high score on
Thrust. Or perhaps one could predict that a leader with a
low perceived score on Thrust would have a low score on
Initiating Structure. This would be helpful information if
one were attempting to develop Thrust in administrators be-
cause one could encourage the development of Initiating
Structure in a leader and this should be a high predictor of
Thrust. The findings of this hypothesis supported the studies
done by Brickner (1971), Corpus (1971), and Cooparat (1978).
H3: There is a statistically significant relationship

at the .005 alpha level between performance on

the Initiating Structure variable of the LBDQ

and Esprit of the OCDQ.

Hypothesis 3 was not supported. The correlation coeffi-

cient between Initiating Structure and Esprit exhibited a
non-significant relationship. The canonical correlation
gave a low negative weight to both Initiating Structure and
Esprit, which indicates that neither of them are the salient
variables in accounting for variance in their respective
sets. From the information provided it can be concluded
that Initiating Structure had only a minor association with
Esprit. What this means to administrators is that Initiating
Structure as a leader behavior variable was not influential
in being associated with Esprit, and that neither variable
was a predictor of the other. If one wanted to develop high

levels of Esprit in administrators then Initiating Structure
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would not be an appropriate style to push. These are impor-
tant findings because they indicate which variables are asso-
ciated, and what variables (independent) predict other vari-
ables (dependent). Unlike Cooparat's (1978) and Brickner's
(1971) findings, Hypothesis 3 did not show a significant
relationship.

H4: There is a statistically significant relationship

at the .005 alpha level between performance 6n
the Consideration variable of the LBDQ and Con-
sideration of the OCDQ.

Hypothesis 4 was supported. The correlation coeffi-
cient between Consideration LBDQ--Consideration OCDQ was
found to have a significant positive relationship. However,
the canonical correlation assigned a high negative weight to
Consideration LBDQ and a low negative weight to Consideration
0CDQ, this would indicate that Consideration LBDQ is the key
variable from its set and Consideration OCDQ was not. From
the information provided it can be concluded that Considera-
tion LBDQ has a high association with Consideration OCDQ.
This is a very important finding because Consideration LBDQ
is a strong predictor of Consideration OCDQ. For example, if
one were training administrators to have some of the qualities
of Consideration OCDQ then one should develop the qualities of
Consideration LBDQ because there is evidence to suggest that
one could produce Consideration OCDQ by implementing and

following Consideration LBDQ. The findings of this
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hypothesis supported the studies done by Brickner (1971),
Corpus (1971), Wray (19692), Schmidt (1976) and Cooparat
(1978).
H5: There is a statistically significant relationship

gt the .005 alpha level between performance on

the Consideration variable of the LBDQ and Thrust

of the 0OCDQ.

Hypothesis 5 was supported. The correlation coeffi-

cient between Consideration LBDQ and Thrust OCDQ was found
to have a significant positive relationship. The canonical
correlation assigned high negative weights to both Considera-
tion LBDQ and Thrust OCDQ. This indicates that Consideration
and Thrust are the key variables for each of their respective
sets. This is another important finding because one can con-
clude that if one could develop the qualities of Consideration
LBDQ in a leader then it is possible to produce the charac-
teristics of Thrust. These findings can be put to great use
in developing administrator preparation programs, and also
in helping to. understand which independent variables produce
what dependent variables, and to what degree these dependent
variables are affected. The findings of this hypothesis
supported the studies done by Cooparat (1978), Corpus (1971),
Brickner (1971), Wray (1969) and Schmidt (1965).

H There is a statistically significant relationship

6
at the .005 alpha level between performance on
the -Consideration variable of the LBDQ and Esprit

of the 0OCDQ.
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Hypothesis 6 was supported. The correlational coeffi-
cient between Consideration and Esprit was found to be posi-
tively significant. The canonical correlation gave a high
negative weight to Consideration and a low negative weight
to Esprit; this would indicate that Consideration is the key
variable frgm its set and Esprit was not. From the informa-
tion described it could be concluded that these findings are
very important. Esprit (dependent variable) was found to
have a positive association with Consideration LBDQ (inde-
pendent variable). These results like the ones mentioned
previously are of interest because they explain which vari-
ables constitute the development of a successful administrator
preparation program. The findings of this hypothesis sup-
ported the studies done by Cooparat (1978), Corpus (1971),
Brickner (1971), Wray (1969) and Schmidt (1965).

The maximum canonical correlation was .857, and this
is significant beyond the 0.001 level. There exists one weak
linear function between the sets of variables which consti-
tutes one significant way in which the two domains are re-
lated. Following the first canonical function no fﬁrther

significant combinations exist.
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Recommendations for Further Study

A relationship was found between leader behavior and
an organization's climate. The theoretical base for this
study was supported. However, it must ge remembered that a
multivariate stafistic was used in this study (canonical
correlation), and to accommodate this kind of statistic, a
larger sample size would have been more appropriate. It is
with this in mind that the reader should be aware that con-
clusions drawn from this study must be generalized with
caﬁtion.

Finding a significant positive correlation between
Initiating Structure and Consideration (LBDQ) with Thrust,
Esprit and Consideration (OCDQ) are standard findings.
Brickner (1971), Corpus (1971), and Cooparat (1978) found
similar results. Brickner's study was done in North Dakota.
Corpus and Cooparat did their studies in the Philippines and
Thailand reépectively. This study was performed in Australia,
so there seems to be no significant cultural differences on
the subtests of the LBDQ and the OCDQ. Therefore, it is
likely for one to assume that these instruments, LBDQ and
OCDQ are performing reliably at what they purport to measure.
This is evidenced by the similar findings among many different
cultural backgrounds (Cooparat/Thailand, Corpﬁs)Philippines,
Brickner/U.S.A.).

The question of '"causation'" was not answered; perhaps
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a qualitative study may be advisable because of the longi-
tudinal nature of this kind of study. This would then enable
investigation of a leader and an organization's climate over
a greater length of time. A study such as this would give
more of a look at superordinate/subordinate interaction; it
would allow; taking into consideration the length of the
leader's incumbency, and many other situational variables
that are not taken into consideration by a quantitative study.
Research similar to this investigation is needed in
Australia to investigate further the dimensions of leader
behavior and their effect upon the quality of an organiza-
tion's climate. Educational administration is now one of
the largest growing fields in education in Australia, there-
fore, studies that help determine a better curriculum for
school administrator training programs are useful and needed.
This study's findings are of interest in assisting

administrator training institutions in Australia with identifying
the potential leader behavior characteristics that are necessary
in developing an open climate. As Halpin and Croft (1966)
have indicated, '

Although all eight subtests define each profile,

it is evident that two of the subtests (Thrust

and Esprit) possess especial significance in this

definition of what constitutes an open climate.

High scores on Thrust and Esprit are probably

the best single indicator of an open climate.

Utilizing Halpin's comments and the results gained by

the data analysis one can infer that Consideration LBDQ
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because of its positive significant correlation with Esprit
OCDR, Thrust OCDQ and Consideration OCDQ is the prime deter-
minant of an open climate. Initiating Structure LBDQ was
also found to be positively significantly correlated with
Thrust OCDQ.

These results could have enormous impact on administra-
tor/leader training programs in Melbourne. Consideration
LBDQ is defined as behavior indicative of friendship, mutual
trust, respect and warmth in the relationship between the
leader and the members of his staff. For many years now the
Victorian education department has concentrated on promoting
senior teachers in all three divisions, i.e., Secondary,
Technical and Primary, on the basis of seniority and tech-
nical skill as a senior teacher. There are now, however, a
large number of institutions teaching educational administra-
tion, from observations made by this writer there is a grow-
ing acceptance of a need for a degree in Educational Admin-
istration as a necessary qualification for administering in
any of the three divisions. What has often been lacking in
these administrator preparation programs is reliable data
gathered in Australian settings and not just data being
imported from North America or England.

What this study's research findings may mean to these
preparation programs is hard to estimate, but with Organiza-
tional Climate being‘one of the most important concepts in

organizational life, and the wish by the Education Department
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to develop more Open Climates in Melbourne's schools.
The Open Climate describes an energetic, lively orga-

nization which is moving toward its goals, and which provides
satisfaction for the group members' social needs. Leadership
acts emerge easily and appropriately from both the group and
the leader. The members are preoccupied disproportionately
with neither task nor social-needs satisfaction; satisfaction
on both counts seems to be obtained easily and almost effort-
lessly. The main characteristic of this climate is the
"authenticity" of the behavior that occurs among all the
members. It is not naive to imagine that if there were lead-
er behavior characteristics that induced an Open Climate then
they would be readily accepted.

These findings then submit that those traits which con-
stitute Consideration LBDQ may be the key to developing an
Open Climate. With these findings administrator programs
should now begin to concentrate on the "human" approach to
management. Techniques that may now be utilized are those
focusing on human skills training, general intrapersonal
and interpersonal competences. |

From what is known about the "humanness" of the
study's findings, how does this affect the quality of the
experiences that a child receives in a school? Another
question for further research would be how adaptive are other
organizationsbin comparison with the findings of this par-

ticular study?
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These research questions are posed because the ques-~
tions were included as an extra section of the OCDQ. The
data that have been collected from this ipformation will form
the basis for a post-doctoral study that will examine the
results from this study along with the information gained

N

on "effectiveness," "quality" and "adaptiveness."
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LEADER BEHAVIOR DESCRIPTION QUESTIONNAIRE

Developed by staff members of
The Ohio State lLeadership Studies

Copyright, 1975, by The Ohic State University

Reproduced with permission of the publisher and author
DIRECTIONS

On the following pages is a list of items that may be used to
describe the behavior of your principal, Each item describes
a specific kind of behavior, bul does not ask you to judge
vhether the behavior is desirable or undesirable.

Read each item carefully.

Think about hov frequently the principal engages in the
behavior described by the item.

Decide wvhether he alwvays, often, occasionally, seldonm,
or never acts as described by the item.

Drav a circle around one of the five letters following
the item to shov the ansver you have selected.

Alvays

Often
Occasionally
Seldom

Never

MO OO

Example:
He does personal favors for group members. A B C (:) E

In this example the respondent circled D to indicate
that the principal seldom engages in the activity
described.,



1.
2,
3.

4.
Se
6.
7.
8.
9.
10.
11,
12,
13,

14,
15,
16,
17.

18,
19.
20.
21.
22,
23.
24,

He
He

He
be

He
He
He
He
He
He
He
He
He
He

A Alvays

B Often

€ Occasionally
D Seldom

E Never

does personal favors for staff members.
makes his attitudes clear to the staff.

does little things to make it pleasant to
a member of the -staff.

tries out his nev ideas with the staff,
acts as the real leader of the staff..

is easy to underétand.

rules vith an iron hand,

finds time to listen to staff members.
criticizes poor work.

gives advance notice of changes.

speaks in a manner not to be questioned.
keeps to himself,

looks out for the personal welfare of

individual staff members.,

He
He
He
He

assigns staff members particular tasks.
is the spokesman of the staff.
schedules the wvork to be done,

maintains definite standards of per-

formance.

He
He
He
He
He
He
He

refuses to explain his actions.

keeps the staff informed.

acts without consulting the staff.
backs up the members in their actions.
emphasizes the meeting of deadlines.
treats all staff members as his equals.

encourages the use of uniform procedures.
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25.
26.
27.

28.
29.

30.
31.

32.

33.
34.

35.

36.

37.

38,

39.

40.

A Alvays

B Often

C DOccasionally
D Seldom

E Never

He gets wvhat he asks for from his superiors.
He is willing to make changes,

He makes sure that his part in the organiza-
tion is understood by staff members.

He is friendly and approachable,

He asks that staff members follov standard
rules and regulations,

He fails to take necessary action.

He makes staff members feel at ease vhen
talking vith them.

He lets staff members knov what is expected
of them.

He speaks as the representative of the staff,

He puts suggestions made by the staff into
operation.

He sees to it that staff members are working
up to capacity.

He lets other people take avay his leadership
in the group.

He gets his superiors to act for the welfare
of the staff.

He gets staff approvsl in important matters
before going ahead.

He sees to it that the work of staff members
is coordinated.

He keeps the staff wvorking together as a team.

A
A



When it is necessary for decisions to be made that affect the
teachers at your school, to what extent does your principal do
each of the following before final decisions are made?

1. Provides the teachers with information
about the decisions. A B CDE
2, Asks for opinions and ideas from teachers., A B C D E

3. Meets with his teachers as a group, pre-
sents problems that must be solved and A B C D E
works with the group to find solutions.



Organizational Climate Description Questionnaire.

In the following section you are asked to respond to 69 statements
that concern aspects of the organization within your school.
Alongside each statement is a four point scale, "rarely occurs",
"sometimes occurs", "often occurs" and "very frequently occurs."
You are asked to indicate the extent to which each statement is
typical of your school by circling the number in the relevant
colum e.g.
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Teachers leave the building as 1 2 3 4
soon as possible at the day's end.
Please note:
(i) This questionnaire is confidential. Its individual contents

will not be disclosed.

(ii) Anonymity is essential. DO NOT WRITE YOUR NAME ON THE
QUESTIONNAIRE,

(iii) Please respond to ALL statements. Your response should be
NEAREST to the situation that applies in your school.

(iv) Responses should be made in relation to YOUR school and
NOT to schools, teachers, etc. in general.

Theory and Résearch in Administration
by Andrew W. Halpin
(¢c) The Macmillan Company, N.Y.,1966.



10.

11.

12,

13,

14,

15.

16,

17.

>
-t
o
H
«
Y]
[ ]
]
1
Teachers' closest friends arc other 1
staff members at this school.
The manncrisms of teachers at this 1
school are annoying.
Teachers spend time after school
with students who have individual 1
problems.
Instructions for the operation of
teaching aids are available. 1
Teachers invite other staff members to
visit them at home. 1
There is a minority group of tecachers
who always oppose the majority. 1
Supplementary books are available for
classroom use. 1
Sufficient time is given to prepare
reports requested by the principal. 1
Teachers know the family background of
other staff members. 1
Teachers exert group pressurc on non-
conforming staff members. 1
In staff mectings there is a feeling of
"let's get things done." 1
Paper-work is burdensome at this
school. 1
Tecachers talk about their personal
life to other staff members. 1l
Teachers seek special favors from the
principal. 1
Materials required by teachers are
readily available for use in class-
work. ]
Student progress reports require too
much work. 1
Teachers enjoy socializing together
during school time. 1

occurs

-== sometimes

N

occurs

often

occurs

very

--= frequently

Eo)

occurs



18,

19.

20,

21.

22,

23.

24‘

25.

26.

27.

28.

29.

30.

31.

32.

33.

34,

35.
36.

Teachers interrupt others who are
talking in staff meetings.

Most of the teachers here accept the
faults of their colleagues.

Teachers have to attend too many
meetings.,

There is considerable laughter when
tcachers gather informally.

Teachers ask nonsensical questions in
staff meetings.

Ancillary services (cleaner, janitor,
groundsman, etc) are available when
needed.

Routine duties interfere with the job of

teaching.

Teachers prepare reports requested by the

principal by themselves rather than in
consultation with their collgeagues.

Teachers ramble when they talk in staff

meetings.

Teachers at this school show much school

spirit.

The principal goes out of his way to help

teathers.

The principal helps teachers solve personal

problems.,

Teachers at this school keep to them-
selves.

The teachers accomplish their work with

great vim, vigor and pleasure.

The principal sets an example by working

hard himself,

The principal docs personal favors for
tecachers,

The principal docs not have lunch, morning

or afternoon tea with teachers.

The morale of the teachers is high.

=== rarely

1
1

The principal uses constructive criticism., 1

occurs

sometimes
occurs

NN

often

occurs

very

~=- frequently

F o8

occurs



37.

38,

39.

40.

41.

42,

43,

46.

47.

48.
49.

52.

53.

540

-

rarely
occurs

The principal stays after school to
help teachers with their work.

ot

Teachers socialize together in small
sclect groups. 1

The principal makes all class time-
tabling decisions. 1

Teachers are contacted by the
principal each day. 1

The principal is well prepared when
he speaks at school functions. 1

The principal helps staff members
settle minor differences. 1

The principal plans the work for the
teachers. 1

Teachers avoid informal contacts with
the principal during school hours. )|

The principal criticizes a specific
act rather than a staff member. 1

Teachers help select what subject
matter will be taught. 1

The principal corrects teachers'
mistakes. 1

The principal talks a great deal. 1

The principal explains his reasons
for criticism to teachers. 1

The principal tries to get better
conditions for tecachers. 1

The principal posts or announces

conspicuously extra duty for
teachers. 1

The rules sect by the principal are
never questioned. 1

The principal looks out for the per-
sonal welfare of teachers. 1

The school secretarial service is
available for teachers' usc. 1

The principal runs the staff mecting
like a business confercnce. 1

sometimes
occurs

often

occurs

very

-=- frequently

£

o

occurs



59.

60.

61.

62,

63.
64.

65.

66.

67.

68.

69.

>

L

o

N

]

H

:

The principal is in the building '

before tecachers arrive. 1
Teachers work Logelher preparing

reports requested by the principal. 1

Staff meetings are organized according
to a tight agenda. 1

Staff meetings are mainly principal-
report meetings, 1

The principal tells teachers of new
ideas he has come across. 1

Teachers talk about transferring from
this school. 1

The principal cheeks the subject matter
ability of teachers.

The principal is easy to understand. 1

Teachers are informed of the result of
an inspection of the school. 1

Grading practices are standardized at
this school. 1

The principal ensures that teachers work
to their full capacity. 1

Tecachers lcave the building as soon as
possible after school is ovev. 1

The principal clarifies wrong ideas
a teacher may have. 1

Time~table changes are posted
conspicuously at this school. 1

occurs

sometimes
occurs

often

occurs

W ===

very

& === frequently

occurs



How good a job is done by the staff in your school anti-
cipating problems that may come up in the future and pre-
venting them from occurring or minimizing their effects?

(i) They do a poor job in anticipating problems.

(ii) Not too good a job.

‘(iii) A fair job.

(iv) They do a very good job.

) They do an excellent job in anticipating problems.
From time to Lime new techniques and materials are found

to increase the ecffectiveness of the teaching process. How

good a job do the staff in your school do at keeping up with
these changes that could affect their teaching?

(1) They do a poor job of keeping up-to-date.

(ii) Not too good a job.

(iii) A fair job.

(iv) They do a very good job.

v) They do an excellent job of keeping up-to-date.

When changes arc made in the routines or tecaching methods, how

quickly do the staff in your school accept and adjust to these
changes?

(i) Most people accept and adjust to them very slowly.

(ii) Rather slowly.

(iii) Fairly rapidly.

(iv)  They adjust very rapidly, but not immediately.

) Most people accept and adjust to them immediately.

What proportion of the staff in your school readily accept and
adjust to these changes?

(1) Considerably less than half of the people accept and
adjust to these changes readily.

(ii) Slightly less than half do.
(iii) The majority do.
(iv)  Considerably more than half do.

(v) Practically cveryonc accepts and adjusts to these changes
readily.

From time to time cmergencies arise, such as materials not being
delivered on time, cquipment breakdowns or illness of key staff
personnel, When these emergencies occur they causc work over-

1 oads: for mapy pcople. Some school staffs cope with these
emergencies more rapidly and succussfully than others., How

good a job do the staff in your school do at coping with these
situations?



(i)
(ii)
(iii)
(iv)
(v)

They do
They do
They do
They do
They do

a poor job of handling emergency situations.
not do very well.

a fine job.

a good job,

an excellent job of handling these situatioms.



Think carefully of the kind of learning experience that you
and the other teachers at your school are able to provide for your
students. Thinking nov of the variety and quality of such educa-
tional experiences provided by thg teachers in this school, how
productive vould you say they are.

1. Their productivity is very lov.
2. It is fairly lov.

3. It is neither high nor lowv.

4, It is fairly high,

5 It is very high.

Hov good would you say is the guality of the education that
students recsive at this school compared to other similar schools

in Melbourne

1. Their experiences are of poor quality.
2. Their quality is not too good.

3. Fair quality.

4, Good quality.

5. Excellent quality.

Does the staff at this school seem to get maximum output
from the resources (money, people, equipment, etc.) they have
available? That is, how efficiently do they do their vork?
l. They do not work efficiently at all.

2. Not too efficient,
3. Fairly efficient.
4, They are very efficient,.

5. They are extremely efficient.
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