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Introduction

This paper reports on a pilot study which explored the viability of relating the different
approaches to school leadership analysis of school organisational culture and the findings
of the effective schools literature on principals.  Drawing on Bass (1990) who highlighted
the differences between transactional and transformational leadership, and Barth (1988)
who explored participatory leadership, we have tested the use of an adaptation of
Lundberg's three tiered conceptual framework for analysing organisational culture and
considered implications for improving students' learning.  In this pilot study, we have not
explored this final link with student learning.  This will provide a focus for a follow-up
project.  

Approaches to Leadership

In the last decade the discourse about leadership has undergone several changes. 
Significant definitions and concepts have resulted from Burns (1978) and Bennis (1984) in
their discussions of transformative leadership, Peters and Waterman (1982) who
encouraged excellence in leadership through management strategies and Sergiovanni
(1987) who viewed leaders as culture builders.  More recently research by Bass and his
colleagues (1990) at the Centre for Leadership Studies at the State University in New
York have contrasted transactional and transformational leadership approaches.  

Transactional leaders are characterised by their promises of reward for good performance
and threat or discipline for poor performance.  Transformational leadership occurs when
leaders broaden and elevate the interests of their employees, generate awareness and
acceptance of the purposes and mission of the group and steer their employees to look
beyond their own self-interest for the good of the group.  Another approach to leadership
has been described as shared or participatory leadership (Barth, 1988).  This leadership
style features high involvement by all in decision making, each person in the institution
feels free and responsible to participate fully and power shifts according to the expertise
and competence of the members of the group.  Each of these approaches have
significantly affected how leaders in education are viewed and how they as educational
leaders develop effective schools.

The Present Context

This initial study coincides with a particularly significant time in Queensland Education's
organisational history.  The release of Focus On Schools (Qld. Department of Education,
1990) enunciated the agenda for reform in every sphere of Queensland public education. 
Just as a new discourse, for Queensland educational administrators, was delineated with a
stated emphasis on devolution, collaboration, equity and shared decision making
structures, announcing an end to the traditional `top down' authoritarian model of
administration, so too were there direct implications for the administrative practices of
school principals and teachers.  Principals' practices too were expected to reflect
responsiveness and democratic decision making processes.  Indeed schools were to
include their community in the process of framing their priorities and goals through the
School Development Plan.  This represented a major shift in school culture where the
community had been generally excluded from planning and decision-making processes and
where an inspectoral system preserved the hierarchical order.

It should be noted that the discourse of Queensland Education Department documents is
not as straightforward as the preceding discussion may indicate.  There are the competing
discourses of social justice and equity on the one hand, and the new managerialist culture
on the other.  This provides a particular focus for this study.  The struggle between a
democratic inclusive rhetoric and the traditional culture of teachers represents a major
issue for change agents.  Principals who assume this role confront cultural conflict within
their schools.

Leaders' Practices and Culture

Since 1982 when Peters and Waterman published In Search of Excellence, the concept of
effective leaders has been debated in the business and education sectors.  Many in-service
activities for leaders and schools have followed a managerial model and encouraged
school leaders to adopt such a model for school improvement.  At the executive level,
those in top management positions have been renamed  "managers" and policy documents



in Queensland have taken, as their guide, management theories (eg. Qld Dept. of
Education, 1990).  Though there has been something of a lag, this corresponds with other
states and national policy trends in Australia.

A difficulty has been constantly articulated in relation to the "products" of business and
education.  Profit margins, marketing success and productivity are indicators used to
assess successful organisations and to identify effective leaders.  In education, the product
of education is children's learning.  Is it possible that the practices of the school leader
(principal) can be equated with the outcomes in his/her school in relation to children's
learning?

This project addresses this question by using the notion of organisational culture (i.e.
school culture) as a link between effective leadership and children's learning.  Put simply,
some school cultures, it has been argued (Pink, 1988), engender greater educational
efficacy.  Moreover, school principals are critical to the development of that culture.  In
analysing culture the focus is on the beliefs, values and attitudes of principals and
teachers about views of knowledge and assumptions about behaviour, teaching and
learning.  Further investigation needs to target students and community members to shade
in the outline we are beginning to sketch.

If culture is now seen as an essential aspect of management, how should culture be
analysed?  Lundberg (1988) defines culture as the set of prevailing beliefs, values and
assumptions operating within an organisation which are reflected in the speech, behaviour
and decision making of organisational members.  Culture is "the phenomenon of reality
construction that allows people to see and comprehend particular events, actions, objects,
utterances and whole situations, including one's own behaviour, in an acceptable way that
is sensible and meaningful" (Lundberg, 1988:38).  An organistaional culture is likely to
reflect group paradigms which provide frameworks about the reality of work,
management and human relationships.  Figure 1 provides a conceptual framework for
analysing organisational culture.  It depicts three levels ranging from the manifest level,
through the strategic level, to the core level.

   FIGURE 1: A Conceptual Framework for Analysing School Culture

       THE MANIFEST LEVEL

       * Symbolic Artifacts (conveying meanings about the organisation)
       * Language (sayings, slogans)                  
       * Stories  (myths, sagas)
       * Rituals and ceremonies
       * Patterned Conduct (norms, conventions and customs)
       * Power relations

       THE STRATEGIC LEVEL

       * Strategic vision
       * Client expectations
       * Projected success in goals
       * Approaches for operating

       THE CORE LEVEL

       * Values
       * Assumptions
       * Ideologies
       

                                                                                                                           
Adapted from Lundberg (1988) 

As noted above, however, the purpose of this pilot study is to analyse leaders' practices
and school culture before turning to the tenuous links which appear to exist in the
literature on effective schools and leadership.

At the most superficial and visible level are artifacts like the language used, the stories
and myths, rituals and symbols which are a feature of the organisation.  Also at the
manifest level are the norms, conventions and customs that new recruits will be taught
when they join an organisation.  These prescribe the bounds of acceptable behaviour in
particular situations and denote the shared rules and norms of the group.  



The strategic level reflects the organisation-specific "oughts".  Such strategic beliefs
provide the paradigm which stes what the organisation is for, the nature of its task and its
environment.  This covers beliefs about how an organisation can succeed in its
environment and how it should be internally managed.

The core level rests in the assumptions and values held by the organisation's members. 
Values are used to judge the situations, acts, objects or behaviour, and basic assumptions
are the largely unconscious beliefs on which all the higher levels of culture rest.

Hence in addressing the issue of leaders' practices, school culture and children's learning,
an analysis of societal, school and community values, beliefs and attitudes about learning
may help the principal as leader in the institution to encourage a match between school
and community values.  Staff of the school need then to take these influences into account
when organising both the environment and children's learning.

Effective Schools Research and Leadership

International research (Levine & Legotte, 1990; Taylor, 1990; Mortimore et al, 1988;
Creemers et al, 1989; Reynolds, 1985 & 1991; Stoll, 1991) note the importance of the
principal's role in school improvement.  S/he is expected to lead change as well as take
on the complex set of tasks related to student learning, teachers' work and well being,
and community needs.   

There is no doubt that the practices of the principal play an important part in shaping a
school (Fullan, 1991, Levine and Lezotte, 1990, Mortimore et el 1989, Taylor, 1990,
Rosenholtz 1989? Rutherford, 1985).  She/he strongly influences the likelihood of change
as has been shown by the above research on school effectiveness.  What the principal's
precise role is, however, is a matter for debate.  Indications are that most principals do
not play direct instructional or change leadership roles (Fullan 1991, Leithwood and
Montgomery 1986).  While it is difficult to assess the extent to which principals' practices
influence student learning, Fullan (1991) notes that the principal is most likely to be the
person who is in a position to shape the organisational conditions necessary for school
change.

Fullan (1991) stresses that principals as middle managers are in the classical
organisational dilemma.  They are accountable to employing authorities as well as the
school and its community.  Hence they are confronted by both external pressures (e.g.
accountability at various levels) and internal pressures (e.g. review of policies, practices
and monitoring of assessment of students' work).  Apart from the distinction between
external and internal features, there are contradictions concerning the definition of
desirable practices.  What are the characteristics of a strong leader?  Ought s/he be
autocratic, or is a more democratic and participative role more appropriate when the
leader's role is so complex ?

This is complicated somewhat when incumbant principals find that the organisational
ethos and gameplan in which they operate undergoes fundamental change.  What is the
nature and extent of support required to assist principals and, concomitantly, their schools 
to meet the demands of social change in general and organisational change in particular ?  
Clearly effective leadership of an educational organisation requires a range of different
approaches than has traditionally been fostered (Ball, 1990).  This is exacerbated when
they find conflict between their notions of educational efficacy and the corporate goals of
education as an instrument of national micro-economic and social policy.
Mindful of Ball's (1988) earlier discussion and anxieties about the effective schooling
research, acknowledgement should be made of the political vulnerability of such research. 
Two major concerns have emerged about such research.  The first concern relates to the
uncritical grafting of such research findings onto schools as quick fix recipes.  The
second recognizes the mobilization of such research on effectiveness and excellence by
political administrations against schools and teachers.  Britain and the United States
provide salutary case studies.  

Methodology

In order to gauge the value of further investigation two schools, one secondary and one
primary, were selected for the pilot study.  They were chosen on the basis of the
reputation of the principals themselves and of the schools as effective.  A demographic
profile of the school was compiled. Data was collected through reflective interviews with
the administration team, subject coordinators, and teachers.  During the interviews each
respondent was asked to comment on their role, vision for the school, organisational
principles, perception of quality public education and on their own practices. 



In the second section of the interview definitions of transactional, transformational and
participatory leadership practices were defined and each respondent was asked to
comment on the appropriateness of these definitions for their interactions with colleagues. 
They were also invited to examine the relationship between leadership styles within their
school, school culture and educational outcomes.

Discussion

The interviews of personnel strategically selected as representative of the school
organisation provide some impressions of the cultures of the schools as depicted by
Lundberg in his identification of the conceptual components of organisational culture. 
The degree of insight is however somewhat narrower than the researchers had intended. 
It would seem that the effective application of Lundberg's model demands a multifaceted
approach to the research which employs a number of methodologies to capture the
complexity of schools (Walker, 1985; Ball 1987; Bogdan & Taylor, 1984).

Notwithstanding the above concerns about the limitations of our pilot study, the research
did uncover the parametres for a more careful and extensive organisational dig in the next
phase of the study.  
  
Comparisons between the two schools are difficult as the schools reflect unique
differences between the schools and their communities.  School A, a "large and growing"
secondary school, is set in an affluent Brisbane suburb where most parents hold
professional occupations and expect academic success and a smooth transition to higher
education for their children.  Like many other traditional secondary schools in
Queensland, School A is adjusting organisational language and practice to establish
congruence with the discourse of Focus On Schools (Queensland Department of
Education, 1990).  This represents adjustment to the manifest and core levels as indicated
by Lundberg (1988). 
There is a recent history of parental participation in the school, the principal having
successfully established and sustained community access to the school.  The size of the
school translates into the provision of increased administrative assistance and the
formulation of administrative processes to expedite the growing administrative
expectations placed upon busy secondary schools.  The principal, having been a
participant and facilitator in principals' professional development programmes outside of
the school, has endeavoured to consumate, in the school, initiatives conceived in the
critically reflective incubator of his professional development.  He has been the principal
of this school for a number of years.  

School B is significantly different.  A much smaller primary school, the principal has
fewer resources to assist in the management of his operation.  The school is located
within a community which rates highly according to all of the indices of disadvantage. 
Unemployment is disproportionately high and increasing.  A recent appointment to the
school after a conservative predecessor, the principal is actively seeking, perhaps
`impatient' for, change.  

Hitherto, parents have experienced little access to the school beyond formal school
arrangements such as parent teacher nights and working bees.  This has been a priority on
the principal's agenda for reform.  He has also sought to flatten the decision making
structures in order to include and `empower' teachers, parents and students in the decision
making process.  Changes in language (manifest level) reflect challenges to the cultural
core of beliefs, assumptions and ideologies.  Many find this expectation of change and the
divergent behaviour of the principal destabilizing and difficult.  This unsettles the culture
with some of the cohort reporting adverse effects on students and teachers alike. 
Teachers in positions of administrative responsibility report that while the school is in a
transitionary stage the effects are 'positive' and 'promising'.  

While the personalities of the two principals are quite different their leadership styles
reflect many similarities.  This is manifest in their interviews.  Both identify their
educational vision in terms of excellence, equity and concern for the needs and progress
of the individual.  Personal development is cited as a priority for the principal, the
teaching staff and the students.  Public accountability is pursued through an increasing
inclusion of the community in the schools' operations and programmes.  Both focus their
discussion on the tangible elements of the principal's responsibility such as curriculum
development, resource management, personnel issues, establishment of participative
decision making structures, school community development, and monitoring of the
welfare of the school community [staff, students & parents].  The intangibles associated
with establishing a positive school climate or ethos are also central to their interview
transcripts.  



After consideration of the approaches to leadership, described earlier, both veered
towards the transformational and shared models.  The stated hallmarks of encouraging all
members of staff to exercise initiative and leadership, consistent delegation,
encouragement of shared problem solving, crystallization and promotion of vision, and
provision of support for individual professional and personal needs were identified as
componnents of their intended practice.

The interviews with staff from the respective schools reveal tensions between the manifest
and core levels of the schools' cultures.  Put simply, there exists disparity between the
stated vision of teachers for their schools and the assumptions, values and ideologies
expressed in their responses.  This is not so for all.
School B exemplifies greater tensions in this respect.  While the rhetoric of teachers'
expressed vision for the future of the school and their professional aspirations are
consistent with the blueprint provided in Focus On Schools (Qld. Department of
Education, 1990), many express frustration with the principal's lack of authoritarianism,
anxiety about the degree to which he is courting community participation and suspicion
about his dialogue with students.  It must be stressed that this is not so for all, but is a
more common feature.  There is a tension between comfort with long established practice
and the principal's zeal for change.  

This is reflective of a number of issues confronting other schools in Queensland at this
point in their history.  On the one hand the principal, being exposed to many divergent
forms of thinking about educational and managerial practice and organisation, confronts
cultural constraints to the implementation of his vision.  On the other hand, schools are
washed into the vortex of greater changes in society and in the state educational
bureaucracy which run counter to the established core of many schools educational
culture. 

School A has its own sources of tension between the leadership practice of the principal
and some within the teaching staff.  The principal is managing and leading a process of
incremental change, his work perceived as developmental.  Levels of anxiety about
change within and outside of the school are significantly less than in School B.  The most
pressing concern expressed by some of this school's respondents concerned the centrality
of the principal to all decision making in the school.  An alleged gap between rhetoric of
delegation and centralization of administration and decision making is perceived as
problematic by a minority of respondents.  Interestingly, those who have been at the
school longer perceive no such gap.  

Both principals are familiar with aspects of the effective schools research and have
attempted to incorporate these finding in the philosophies, organisational practices,
curriculum and pedagogy of their schools.  Generally the respondents cite characteristics
of effective schooling as initiatives encouraged by their principal which contribute to
improved educational outcomes.  Similarly most respondents identify features of the
tranformational and shared leadership models as prerequisite to improved learning in the
school.  

To establish perceived leadership impact upon school performance as something more
than anecdotal represents a major challenge to the next phase of this research.  As has
been earlier acknowledged, this is not unproblematic as there are fissures between the
manifest and core levels within the data.  However the correspondence between particular
leadership patterns and school effectiveness has been identified elsewhere (Mortimore et
al, 1998; Smith and Andrews, 1989).  Moreover the influence of principals in the
improvement of students' educational outcomes was demonstrated in a study of Victorian
schools (Fulcher, Semmens and Slee, 1991).

Subsequent research in this area must confront a number of hurdles to overcome the
shortcomings of this tentative foray into considering the links between leadership
practices, school culture and effectiveness and educational outcomes.  Primarily the
hurdles manifest themselves as methodological and resource issues.  

An extended time frame which allows for continuous observation at all levels of school
operation, along with a range of information gathering processes in an expanded cohort
needs to be established.  Moreover the contested issue of evaluating educational
improvement and educational outcomes will need to be confronted in order to consider the
links between principals and educational achievement.  Perhaps this multi-faceted
approach will enable the researchers to extend insight into what Ball has established as a
complex and chaotic operation (1990), and determine more precisely the influence of
principals' leadership approach over educational performance.
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