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Foreword

Ste-based management, high-stakes student testing, professional
teaching standards, school choice—these are a few examples of the
many educational reform initiatives that have aimed to increase the
accountability of schools over the past decade and a half. For those in
educational leadership roles, one consequence of this reform “zeit-
geist” has been the expectation that their decisions will be data driven
as never before. It seems fitting, in such a context, that decisions
about leaders themselves also be more data driven. This concise and
highly readable book by Larry Lashway offers practical advice and
resources toward that end.

Intended primarily for those with districtwide responsibilities,
this is a “how to” book for school-leader selection, appraisal, and
development. It is written extremely well with this audience in mind.
And while the author touches, of necessity, on only a sample of the
total set of leadership instruments that are available, he provides quite
useful guidance for district administrators no matter which leadership
instruments they select for their own purposes.

The rationale for leadership assessment, along with the dangers
to be avoided in such assessment, are explored in the first chapter.
Examples sprinkled throughout the chapter give practical meaning to
these issues, which all too often have been presented only in abstract
terms.

An overview of various perspectives on leadership is found in the
second chapter. A selective review of the non-school-leadership
literature is followed by a brief treatment of the school-leadership
literature (nothing is said about instructional leadership, however).
Examples of instruments used to assess leadership viewed from each
of the different perspectives are referred to throughout the chapter.
One of the main purposes for this and the next two chapters is the
seemingly obvious but often overlooked interdependence of the needs

Vil



vii  MEASURING LEADERSHIP

of one’s district, the forms of leadership best suited to meet those
needs, and one’s choice of leadership-assessment instrument.

Chapters 3 and 4 address two related issues: how to select or
customize an instrument for your own district (chapter 3); and how to
interpret and use the data generated by such an instrument to improve
leadership in your own district (chapter 4). Most of the technical
issues of which one needs to be aware in selecting and using primarily
guantitative, survey-type instruments to assess leadership are exam-
ined in these chapters. Lashway does this job exceptionally well,
offering highly accessible accounts, with illustrations, of such mat-
ters as instrument validity and reliability.

A selection of nearly twenty instruments for assessing leader-
ship, most available from commercial sources, are described in the
fifth and final chapter of this brief book. For each instrument, this
description consists of its purposes, basic features, nature of the
feedback provided by the instrument, and the followup recommended
in response to such feedback. Information is also provided about the
theory (if any) on which the instrument is based, how to administer
the instrument, statistical validation data about the instrument (if
available), uses, costs, and address for more information about the
instrument.

This book fills an important niche in educational measurement.
Lashway speaks directly to the practical information needs of busy
senior administrators. He does this by stripping away the often obtuse
language used to present information that is, nonetheless, extremely
important for school executives to consider in their decision-making.
Furthermore, his book aims to bring greater rigor to an area of their
decision-making that has, arguably, the greatest long-term impact on
their districts.

Kenneth Leithwood, Ph.D.

Director and Professor

Centre for Leadership Development
Ontario Institute for Studies in Education
University of Toronto



Introduction

Americans have long had a love-hate relationship with testing. As
a nation that values a practical, no-nonsense approach to daily life,
we are intrigued by the notion that thirty to sixty minutes with paper
and pencil can cut through our foggy perceptions to provide a reli-
able, valid measure of the qualities we cherish, from intelligence to
vocational aptitude. Popular magazines learned long ago that a sure-
fire way to capture readers’ attention is to offer a simple ten-minute
quiz that claims to reveal readers’ personality, emotional intelli-
gence, or marital compatibility.

At the same time, we've learned to be suspicious of instruments
that promise so much yet often deliver so little. Virtually all of us
have had the experience of taking a test at school that somehow failed
to capture the knowledge in our heads. If that can happen on a simple
academic test, what can we expect from instruments that purport to
measure intelligence, personality, or leadership?

Thus, when the ERIC Clearinghouse on Educational Manage-
ment asked me to prepare a book with the kteasuring Leader-
ship | accepted the assignment with some ambivalence. While |
knew enough about testing to respect the ability of a well-designed
instrument to capture subtle aspects of human behavior, | had also
spent enough time in schools to appreciate the complexity of the
K-12 environment. | wondered whether any test could pinpoint the
qualities needed to lead such unruly institutions.

But as | read the testing literature | found evidence that formal
assessment could provide insights into dimensions of leadership that
might otherwise go unnoticed. As | examined numerous instruments
(and took advantage of the opportunity to assess my own leadership
gualities), | was impressed that so many of them are thoughtful, well-
designed, and relevant to school leadership (even when they have not
been designed for that environment). In the process, | learned some
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things about my own approach to leadership, and was stimulated to
think about how it could be improved. My exploration into leadership
assessment left me with little doubt about its potential value.

Yet my research also underscored the hazards of taking test
results out of context. It was clear that these tests were not tapping
into some universal leadership “essence.” Each instrument uses dif-
ferent definitions and strategies to assess leadership qualities, and
each offers a different lens through which leadership can be viewed.
Simply learning the score is of little value unless the underlying
model is understood. Productive leadership assessment requires care-
ful attention both before and after the test has been administered.

Thus, this book focuses less on detailed descriptions of instru-
ments than on processhat begins with reflection on the district’s
leadership needs and ends when participants begin to act on the
implications of the results. My hope is that both district officials and
principals will find practical guidance in this discussion.

As with most ERIC publications, this volume is a work of
synthesis, designed to report on the existing literature rather than to
create new theories. However, any synthesis inevitably requires per-
sonal judgments and interpretations. In the attempt to formulate a
coherent picture from diverse sources, | may have seen implications
or made connections that the original authors did not intend. Thus,
readers should not regard the material in these pages as the final word
on the subject, but only as an initial recommendation that should be
freely challenged and adapted through their own insights and experi-
ences.

| want to express my appreciation to the Clearinghouse for
offering me the opportunity to write this volume. | owe a special debt
to Stuart Smith, whose patience | severely tested but whose support
was unflagging. Additional thanks go to Mike Krigelski, superinten-
dent of schools in Centreville, Michigan, whose commonsense com-
ments put a human face on the testing process.

As always, a work of this type relies on access to good libraries,
and I've been blessed with an abundance of rich resources, including
The Evergreen State College, Pacific Lutheran University, the Wash-
ington State Library, and Olympia Timberland Library. Their assis-
tance made a difficult task much easier.



FORETASTE

Snce ancient times, people have searched for
ways of identifying leaders who would be strong
enough, brave enough, or smart enough to guide
them through perilous times. In today’s schools,
that need is stronger than ever.

While many schools continue to use informal meth-
ods of assessing leadership, some are moving to-
ward systematic measurement of leadership quali-
ties. Through the thoughtful use of well-designed
instruments or activities, schools can add depth,
breadth, and objectivity to their assessment of ad-
ministrators.

Casual or careless use of measurement instruments,
however, can give misleading results. Schools must
choose carefully from the wide variety of tools
available, ranging from paper-and-pencil tests to
performance assessments.

This Chapter's Contents:

The Search for Measurement

The Case for Systematic Measurement
The Dangers of Measurement

How Is Leadership Tested?
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The Measure of
a Leader

When the great King Uther died, the kingdom fell into great
peril, for he had no heir and many wished to rule the land. The
Bishop called the lords together to pray and await some divine
sign saying who should be king. And when they had done so, they
found in the churchyard a great stone in which was embedded an
anvil, and in the middle of the stone and anvil was a sword, on
which was written: Whoso Pulleth Out This Sword From This
Stone and Anvil, Is the True and Rightful King. Many great lords
took their turn at trying to wrestle the sword out, but none could
move it the least bit. Then came the boy Arthur and easily pulled
out the sword, which was called Excalibur. Seeing this, the great
lords knelt and recognized him as king.

—English legend

M odern organizations can only envy the denizens of Camelot,

who could count on divine intervention to anoint their leaders. Arthur
proved his worth with a task that was simple, heroic, and unambigu-

ous.

Today the challenge of identifying leadership qualities seems

complex and confusing. Consider the following scenarios:

As the last candidate left the interview room, Marcia Trulo
leaned back, thought for a moment, and announced a 10-
minute break. After a full day of interviewing applicants for
the Meadowdale position, her Executive Council needed
time to stretch and refresh—and she needed time to think.
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On paper the five candidates all looked good—not much to
separate them. One of them had a rather shaky interview, but
the other four all came across well. They had differing
patterns of strengths and weaknesses, but overall none was
head and shoulders above the rest. On that analysis, perhaps
any of the four would be good choices. But she could recall
some other new hires whose performance failed to match the
impression they created during the interviews.

Given all that was happening at Meadowdale—changing

boundaries, high faculty turnover, and declining test scores—
they couldn’t afford an unlucky guess. As she thought back

on the interviews, she tried to identify some sign—however

small the clue—that this was the person with the necessary
leadership qualities.

Mark Lee sat at his desk staring out the window. The students
had left two days ago, the last teacher had turned in keys an
hour ago, and his end-of-year reports weren't due for a week,
so it was a rare moment for reflection. He couldn’t believe
how fast his first year as principal had gone, and at this point
he wasn’'t even sutgow it had gone.

His university classes had taught him some good techniques
for getting things done, but they hadn’t told him much about
assessing his effectiveness. He had felt off-balance all year;
projects he had been really nervous about went off without a
hitch, while seemingly benign issues had suddenly blos-
somed into contentious debates.

Overall, things had moved forward a little, but Lee hadn’t yet
convinced himself that he had the leadership qualities to take
this school where it needed to go. He knew there were some
things he needed to improve on, like organization, but he just
didn’t have an overall sense of direction.

Both Trulo and Lee are looking for a reliable way to measure
leadership. Trulo wants to determine which candidate has enough of
the right qualities; Lee wants to know how to improve his own
qualifications and skills.

Why should this be difficult? Anyone who has worked with other
people knows that leadership exists. There are people of whom we
can say, “He’s a leader,” and everyone nods in agreement. Yet when



THE MEASURE OF A LEADER 7

we try to pinpoint exactly what makes us feel that way, we bog down.
Scholars haven’t done much better, generating hundreds of defini-
tions but little consensus.

Leadership appears to be one of those concepts (much like “love”
or “intelligence”) that plays a vital role in our vocabulary but that
stubbornly resists distillation into a pure essence. Leadership flows
from many sources, sometimes springing from the joy of accomplish-
ment, other times from a modest desire to serve others. It takes many
forms, sometimes visible and heroic, other times quiet and unassum-
ing. It has different effects in different environments; a strategy that
succeeds brilliantly in one organization may completely fail in an-
other.

Given all that, is there hope for Trulo and Lee? Can we move
beyond raw intuition and gut-level hunches to assess leadership
systematically and reliably? The answer is a qualified yes. While
there is no Excalibur test—no heroic task to reveal divine favor—
there are many tools that can help those who wish to choose leaders or
assess their own leadership qualities. This book is designed to pro-
vide an introduction to the measurement instruments that can help
school leaders.

The Search for Measurement

Edward Thorndike, the great educational psychologist, once
summed up his worldview by saying, “Whatever exists at all exists in
some amount.” In principle, everything—no matter how abstract or
complex—could (and should) be measured. The role of scientific
psychology was to find objective, reliable yardsticks for human
behavior.

Thorndike was a towering figure in his time, and his optimistic
views permeated the educational establishment, spurring several gen-
erations of educators to validate their work with numbers. Tests were
designed to assess intelligence, academic achievement, musical abil-
ity, handwriting, and dozens of other qualities. The corollary to
Thorndike’'s credo soon became “If it exists, someone will try to
measure it.”

Today educators are more skeptical of “scientific objectivity,”
but the desire to capture elusive qualities in numerical form remains
strong. Nowhere is the need more strongly felt than in the leadership
domain.
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High Stakes

Schools have always needed strong leadership, but the stakes
have never been higher than they are today. Consider:

» Demographic and cultural shifts are creating increasing num-
bers of the students that schools have traditionally been least
successful in helping.

» Social changes are sending students to school with needs that
go far beyond the academic.

» Public expectations have risen, demanding that schools not
only help students reach higher standards but that they be
sensitive to individual differences in style.

» A growing number of critics have suggested that the public
education system as a whole should be scrapped; radical
reforms such as voucher plans now receive more serious
support than ever before.

» Even defenders of public education now agree that serious
restructuring is in order.

Several decades ago, school boards could expect satisfaction if
they hired leaders who were congenial, hard-working, and organized
enough to get their paperwork done on time. Whatever shortcomings
these leaders had could be easily smoothed over, and no one doubted
that school would continue to run in much the same way it always
had.

In today’s volatile environment, schools pay a much higher price
for a poor choice. If a new principal does not have the necessary
skills, progress grinds to a halt while the entire school tries to cope
with the resulting confusion, disappointment, and conflict. Often the
failing leader becomethe dominant issue in the minds of teachers
and parents. Equally damaging is the new leader who is just compe-
tent enough to avoid overt trouble, but who does not take the school
in any particular direction. Years may pass before his inaction or
indecisiveness suddenly explodes into a crisis.

The stakes are equally high for professional development. No
preparation program can prepare leaders for everything they will
encounter in their careers. Today’s leaders must be learners, swiftly
making adjustments to a rapidly changing environment. Without
accurate feedback about their performance, their self-improvement
efforts will falter.
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The Measurement Continuum

When leaders and their supervisors become dissatisfied with
informal or intuitive appraisals, they usually look for some kind of
test that will identify leadership qualities in tangible, precise ways.
What they envision is what we have come to associate with testing: an
instrument that will reduce complex behaviors to a set of numbers
that can be objectively ranked, compared, and analyzed. In this
common view, the choice is between measuring or not measuring.

However, the reality is more complicated. Measurement actually
exists on a continuum (see figure 1). At one end, measurement is
intuitive, impressionistic, and inexact. We may merely decide that
one person has “more” of the desired quality than another, but this is
still a measurement. (The old phrase “taking his measure” captures
this idea, suggesting the almost instinctive way that people size up
others, trying to locate their place on some scale of skill, courage, or
other quality.)

At the other end of the continuum, leadership is assessed through
systematic data in numerical form. The goal is to render a judgment
that is less influenced by surface appearances and human biases.

FI1 G URE 1

Measurement of Leadership
as a Continuum

Scope =H Precision =H
Informal  ———,—s s ———————— FOrmal
(Intuitive, Validity == Objectivity ==

Approximate)

As we move toward the right side of the continuum we gain four
advantages.

1. Objectivity. Objectivity means that the same criteria are ap-
plied in the same way to everyone. For example, on an objective
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assessment, each candidate is asked the same questions, and the same
criteria are used to rate each response. When objectivity is present,
test users are assured they aren’t comparing apples to oranges. In
contrast, the typical informal interview is idiosyncratic, a dialogue

that wanders off in unpredictable directions. One applicant may get
favorable marks for her response to a question that another applicant
isn’t even asked.

2. Validity. Validity means that the criteria being used have a
relationship to the quality being assessed. A candidate may give a
seemingly apt response to a question in an interview, but does that
response have any relationship to later success on the job? Formal
tests frequently address that question in systematic ways. For ex-
ample, given the scores on a leadership test, we can locate the
subjects several years later and see whether their scores on the test
relate to their success on the job. Do high scorers tend to be judged as
outstanding performers in the field? Do low scorers encounter diffi-
culties on the job? Such studies are difficult and expensive to carry
out (and not every test goes to this length), but most formal measures
have been validated in some way.

3. Precision Precision allows us to make fine distinctions rather
than crude estimates. For example, a principal doing an informal self-
assessment may recognize that she is good at resolving conflicts, but
a formal test may tell her that she scores at the ninety-ninth percentile
in conflict resolution. The difference? The quantitative score may
lead her to see this skill as a unique strength that should be cultivated
and expanded. On most formal tests, the precision is particularly
valuable because it allows us to compare leaders with a much broader
reference group than we could find at the local level. That is, we can
know how a leader rates among a representative national sample, not
just the handful of leaders we know personally.

4. Scope Formal tests generally cover a broader spectrum of
gualities and skills more efficiently than we could do informally. For
example, theeducational Administrator Effectiveness Proffléu-
man Synergistics) offers 120 items that tap 11 key leadership skills in
less than an hour. Because each skill area is probed with multiple
guestions, there is little chance that any single response can dominate
the outcome (as may happen with unstructured interviews).

Viewing measurement on a continuous scale helps us recognize a
crucial pointall assessment involves human judgment. At one end of
the scale, the judgment is informal, intuitive, and approximate; at the
other end it is systematic, objective, and precise—but only relatively
so. No matter how sophisticated the calculations or how extensive the
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validation studies, every test embodies human judgments about lead-
ership and how it can be measured. That is, at some point, the creators
of the test have faced—and answered—the crucial questions, “What
is leadership?” and “How can it best be measured?” Every test
answers these questions in different ways, and every test will mean
something different than any other test.

The Case for Systematic Measurement

In many school districts, leadership is measured on the left end of
the continuum. For example, the hiring process begins with a screen-
ing of résumés in which screeners match the materials against some
list of desired attributes (implicit or explicit). Once the candidates
have been whittled down to three to five, they are brought in for
interviews, which are frequently loose and improvisational, often
opening with, “Tell us a little about yourself” and meandering along
an unpredictable path. The result? Leaders are chosen on impressions
and idiosyncratic perceptions of “fit” rather than merit (Mark Ander-
son 1991).

Some districts have attempted to move this process further to the
right on the measurement continuum. Before reviewing résumés,
they explicitly list desired criteria and then check off the ones they
find on each résumé. In setting up interviews, they identify specific
issues that should be addressed and make sure that each candidate is
asked those questions. Sometimes the interviewers rate the answers
numerically. Throughout the process, some schools attempt to reduce
the effect of subjectivity by involving multiple parties in the selection
process (Anderson).

The same picture is apparent in the professional development of
school leaders. In many cases, leaders are left to ponder their strengths
and weaknesses on their own, based on whatever day-to-day feed-
back they've picked up from teachers, parents, and other administra-
tors. They may be evaluated for accountability purposes, but admin-
istrators get little systematic feedback that could be used for profes-
sional development (Anderson).

Here again, however, some districts have attempted to move
toward more systematic measurement. A number of districts have
implemented carefully designed assessments that provide “360 de-
gree feedback” in which leaders are assessed by superiors, subordi-
nates, peers, and others in the school environment (Richard Manatt).

In summary, much of leadership assessment has been unstruc-
tured and informal, but some districts are seeking to make their
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practices more systematic and precise. Are these districts on the right
track? Will formal measurement of leadership yield richer, more
accurate information? The answer is “yes.”

Informal or intuitive judgments can be easily influenced by
extraneous factors—physical appearance, self-confidence, and ap-
parent fit with community values (Anderson). What one sees in an
hour-long interview is exactly one hour of behavior, mostly verbal,
carefully crafted to create a certain impression. Certain qualities and
skills may fail to surface altogether (for example, a candidate’s ability
to build and maintain relationships with teachers).

Mike Krigelski, superintendent of schools in Centreville, Michi-
gan, uses thierincipal Perceive(Gallup Organization) as part of the
selection process, because it picks up strengths in candidates who
may not interview well. He recalls one applicant who “didn’t have the
knockout look,” but who turned out to be caring, dedicated, and
appreciated by students—qualities Berceiverrecognized. Noting
that interviews are often a matter of impression management, Krigelski
wryly observes, “I trust my gut, but sometimes it turns out to be just
gas.”

Self-assessment (the most common form of assessment for pro-
fessional development) is also notoriously susceptible to bias and
blind spots. Leaders’ self-assessments are frequently more positive
than that of superiors and subordinates (Bernard Bass).

Kenneth and Miriam Clark (1996) argue that information that is
collected systematically and combined objectively provides better
predictors of performance than observer judgments—even when the
observer is highly qualified and knows the candidate well.

The benefits of systematic measurement can be seen more clearly
by using the Johari window, a tool frequently used for analyzing
interpersonal communication (Hanson).

The Johari window, displayed in figure 2, simply shows the
different ways that people’s skills, values, and personal qualities can
be known or not known to themselves and others. Each quadrant of
the window represents a different degree of knowledge of an indi-
vidual by self and others.

1. Qualities known to an individual and to others are part of the
“open self.” For example, a leader sees herself as being “supportive,”
and those who know her agree. In this case, a leadership test seems
superfluous, since everyone is already aware of the leader’s charac-
teristics. But a credible formal test can confirm the congruence
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FI1 G URE 2

The Johari Window

Self-Perceptions

Things you know Things you don’t know

What

others | The Open Self The Blind Area
know

What

oéheqs The Concealed Self|  The Unknown Self
on

know

Others’ Perceptions

between self-perception and others’ perception, elevating the quality
from “something | can do” to “something that is a real strength.”

2. Qualities known to others but not to the individual are part of
the “blind area.” Here is where formal feedback from others carries
real value. For example, a principal may be completely unaware that
certain behaviors are creating an aura of “aloofness”; getting that
feedback in a structured way can serve as a wakeup call, raising all
kinds of productive questions about why this is the case and what can
be done about it.

3. Qualities known to the individual but not to others are part of
the “concealed self.”A leader may present the appearance of an
organized, efficient manager yet be aware that behind the scenes his
use of time is often unproductive or undisciplined. A good test may
be useful in two ways in such a case. First, a skillfully designed
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instrument may draw out responses that the leader would not directly
state to others; what has been concealed is now revealed. Second,
seeing in black and white that one’s facade has been successful may
make a leader uncomfortable enough to do something about it.

4. Qualities that are unknown to both the self and others are in
“the unknown self.”At first glance, it seems as if tests would be of
little help here; if people aren’t aware of certain qualities, how will
the test pick them up? Part of the answer is that tests often focus on
concrete behaviors thare known, but then go on to establish
connections that reveal larger themes. For example, a principal may
routinely make a point of returning all phone messages before leaving
each day, but not recognize this as an indicator of skill in interper-
sonal communications. The test will point that out.

In addition, viewing the results of a test may encourage leaders to
reflect on their strengths and weaknesses, sometimes leading to
discoveries that the test per se did not reveal. For example, a leader
pondering high scores in “dominance” or “directiveness” may sud-
denly realize that those behaviors are not a consciously chosen
strategy but an echo of his relationship with his father.

Users of the Johari window generally believe that performance
and relationships improve when the open self expands and the other
areas shrink. That is, when a leader’s qualities are known by the
leader as well as by others, the leader will function better (Hanson).
Formal tests can play a major role in that process.

The Dangers of Measurement

A well-designed program for measuring leadership is a valuable
resource for choosing and selecting leaders, but testing is not a
panacea, nor is it something that should be done casually. Numerous
obstacles lie in wait for unwary school districts.

1.Poorly designed testMost tests generate numbers, scales, and
even charts, creating an authoritative aura that seems to be above
reproach. Although well-designed tests do provide good information
that cannot be achieved in other ways, not all tests are well designed.
Appropriate use requires careful investigation of the test's makeup,
development, and statistical validity. This is an uncomfortable issue
for many users, who are not adept in statistics, but there are some
relatively simple steps that will help even nonexperts sort through the
issues. Chapter 3 discusses these issues in more detail.
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2. Inappropriate testsAs noted earlier, every test embodies
some theory about the nature of leadership, and no test is completely
comprehensive. Users must carefully evaluate their needs. How is
leadership defined in their district? What are the most important
leadership qualities needed for success in the local environment?
Which test best matches the district’'s needs? No matter how well
designed the test, its validity suffers when the qualities it measures
are irrelevant in the district.

3. Poor use Testing is never just a numbers game. The scores
generated by any test are incomplete; they must also be analyzed,
interpreted and put into context. For example, a test may show that
Candidate A is at the ninety-fifth percentile while Candidate B is at
the ninetieth percentile. In practical terms, is this difference signifi-
cant? Does the five-point difference promise a major difference in
on-the job-performance? Does Candidate A’s superiority on the test
outweigh the achievements on Candidate B’s more substantial résumé?
Test scores are an invitation to reflection and human judgment, not a
substitute for it.

The same reasoning applies when tests are used for professional
development. Simply reporting results to test-takers will be of little
use unless there is a clear pathway for following up. Are leaders
provided with accurate interpretations of their scores? Are they en-
couraged to reflect on the results in a systematic way? Are they
provided resources for taking action on the issues that have been
identified?

4. Ethical risks In some respects, testing is a dehumanizing
process. It takes the rich thought patterns of the leader and attempts to
abstract a few preselected categories. Test-takers see their complex
daily reality—the insights, intuitions, wisdom, and deeply felt val-
ues—reduced to a set of numbers. The experience can be unsettling,
particularly in a high-stakes setting, where jobs and promotions
might be involved. Robert Kaplan and Charles Paulus (1994) note
that while most leaders can handle the stress of feedback, there is
always the chance of “pain.” Pain is not always harmful, but neither
should people be subjected to it arbitrarily.

Consider the following scenarios:

* A candidate for a principalship, with an excellent record of
achievement, is not hired because of a mediocre score on a
leadership test that was hastily chosen by the school “because
we want to be objective.”
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» An enthusiastic first-year principal is dismayed to find that
teachers have rated him as “average” on a majority of items;
the feedback results have simply been placed in his mailbox
with no further explanation.

» The school board decides that the district's 360-degree-feed-
back results will be used to determine salaries and promotions;
the instrument has been developed locally, with no field test-
ing and validation.

In all these cases, careers may be damaged because districts have
exercised little care in choosing and using test instruments. At a
minimum, test users must have a clear, defensible purpose in admin-
istering a test and must use the results in an appropriate and produc-
tive way.

Howv Is Leadership Tested?

Leadership assessment can take many forms, each of which has
advantages and disadvantages. This section discusses the range of
tools available to schools.

Intuitive Judgments

Measurement experts have often criticized the use of subjective
judgments (as in an unstructured interview), and they can point to
evidence that assessors may be unduly influenced by peripheral
factors that have little to do with long-range leadership effectiveness
(Anderson).

Yet the persistent use of such judgments suggests that practitio-
ners have found them to be a source of useful information. Even
administrators who use formal assessments would be reluctant to hire
someone sight unseen, based only on a set of test scores. So it may be
worth asking what assessors can glean from an unstructured face-to-
face meeting.

One possibility is demeanor. How do candidates present them-
selves? Are they good listeners? Do they speak with assurance and
appear to be comfortable with themselves? Do their appearance and
manner say “leader”? These may appear to be nebulous or even
superficial qualities, but school leadership requires intensive inter-
personal interactions; candidates who can present themselves persua-
sively in an interview may be able to do the same in other situations.
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Philosophical compatibility is another useful piece of informa-
tion that can come from interviews. Either through targeted questions
or spontaneous discussion, assessors can often get glimpses of a
candidate’s worldview, allowing predictions about potential har-
mony or dissension. (Some critics point out the danger of “groupthink,”
in which members of an organization continually seek to clone
themselves, screening out new ideas and stifling creativity. While
that risk is real, few districts would find it sensible to hire someone
who would try to turn the organization 180 degrees from its chosen
path.)

In general, intuitive judgments can be useful in determining “fit.”
Without interviews, for example, we could anticipate many more
cases of leaders getting into personality conflicts or philosophical
disputes. Where informal assessments fall short is in assessing
“merit"—the actual skill level of the candidate. Being able to talk
about one’s strengths, or even relating a story that illustrates those
qualities, is a far cry from actually demonstrating the skills.

Performance Judgments

Intuitive judgments require a leap of faith that the behavior we
see in the interview can be translated into effective behavior on the
job. A more reliable judgment might come from observing how a
person actually performs in a school setting. Will that pleasant smile
evaporate when confronted with a demanding parent? Will the well-
rehearsed recitation of educational vision turn to mush in the give and
take of a faculty meeting? Observing on-the-job performance can
answer many of those questions.

Performance assessments generally come from four sources.

1. Superiors.The most common form of on-the-job observation
comes from superiors, who are generally assumed to be senior, more
knowledgeable, and more highly skilled than the people they super-
vise. Superiors are especially able to provide feedback on the leader’s
ability to accomplish assigned tasks. In some settings (particularly
smaller organizations), they may be able to provide information on
how the leader interacts with peers and subordinates.

2. Peers People occupying similar roles can often add insight
into a leader’s performance. From their own experience, they know
what the job requires, and they can often get beneath the surface
behavior to make thoughtful inferences about their colleague’s thought
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processes. Some studies have suggested that peer ratings may be
more predictive than ratings by superiors (Bass).

3. SubordinatesLeaders, according to one popular definition,
are people who have followers. Thus, it makes sense to tap followers’
perceptions. Those on the receiving end of the leader’s actions often
have a keen awareness of what is and is not working, and they may be
highly perceptive about the reasons.

4. Self Many leaders are capable of rating their own performance
honestly and frankly (if not objectively). In particular, leaders know
better than anyonwhy they do what they do. They have a rich
knowledge of their intentions, hopes, and values, and they can ex-
plain the thinking behind their strategies. However, they may not
always recognize the way their actions are perceived by others; some
research shows a wide gap between self-assessments and the assess-
ment of others (Bass). Yet self-assessments can be useful as a starting
point that will place the feedback of others into an understandable
context.

While observations of job performance can provide excellent
insight into a leader’s skills, they also carry a number of disadvan-
tages.

First, every human being sees the world through a particular
“filter” that reflects his or her values, experiences, and aspirations.
That filter not only affects our interpretation of another’s behavior, it
may even keep us from seeing things that would be obvious to
someone with a different filter. For example, someone with a bent for
brisk efficiency (a single-minded focus on the task at hand) will be
likely to notice and value that trait in a subordinate, while his radar
completely fails to pick up another subordinate’s gift for warm,
positive relationships.

Second, superiors, subordinates, and peers may have limited
perspective. No one is likely to have a comprehensive picture of a
leader’s performance. Superintendents, for example, may be able to
comment perceptively on how well principals communicate with the
central office but know less about their communication with faculty.
Similarly, teachers may be highly aware of the principal’s behavior in
a few key areas (such as supporting them on discipline issues), but be
only vaguely aware of how he or she is handling other leadership
tasks. (In such cases, ratings may depend more on the raters’ state of
mind than on careful analysis of the leader’s behaviors. If teachers are
happy, they may give high marks on most questions on the grounds
that the principal must be doisgmethingight.)
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Third, assessments that have high stakes (promotion, hiring, and
so forth) can be affected by micropolitical issues (Bass). A superin-
tendent angling to remove a principal may rate her lower on many
items to help make the case for a dismissal. Teachers may be dissat-
isfied with some parts of a principal’s performance but rate him high
because they know they can at least live with him.

These disadvantages are dangers, not fatal flaws. To some de-
gree, they can be countered by providing multiple ratings from
different perspectives. A growing trend is the use of “360-degree
evaluation,” which uses feedback from all groups—superiors, peers,
subordinates, and sometime others (Manatt, Craig Chappelow).

Simulated Performance

Assessment of on-the-job performance is an especially helpful
tool in professional development, since superiors, subordinates, and
peers are readily available to give their opinion. However, it is less
practical when selecting new leaders from outside the organization.

One alternative is measuring performance through simulated
work activities. The best-known example is the “in-basket” exercise,
in which candidates are given a list of typical action items (such as
phone messages, memaos, reports) that might appear on a leader’'s
daily agenda, and asked to handle them just as they would in real life
(Bass).

Such simulations can be done informally on the local level, or
they can be expanded into a formal set of procedures carried out at an
“assessment center.” In the best known educational example, the
National Association of Secondary School Principals runs centers
around the country that assess leaders or potential leaders on a variety
of skills.

Paper-and-Pencil Tests

What people most often associate with the term “test” is a written
instrument containing anywhere from a dozen to a hundred state-
ments or questions related to leadership behavior or beliefs. For
example, test takers may be asked to agree or disagree with state-
ments about their behavior such as:

» | frequently walk around the building just to stay in touch.
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* | never make a decision without consulting those who will be
affected.

| frequently delegate tasks to others.
* | go out of my way to compliment people for good work.

» | attempt to return every phone message the same day.

Or they may be asked to report on their beliefs:

* Most of the time, employees can be trusted to do the right
thing.

* In today’s volatile environment, long-term planning makes
little sense.

* Maintaining good communications is the leader’s most impor-
tant task.

* Good leaders are born, not made.

* It's better to introduce change a little at a time rather than all at
once.

Tests of this kind yield at least two helpful bits of information.
First, the responses can be grouped thematically to provide a profile
of the leader’s beliefs or behavior in a particular area. For example,
The Comprehensive Lead@iRDQ) has forty items that can be
grouped in four areas: “know yourself,” “know others,” “know your
organization, ” and “know the world.”

Second, the leader’s score can be put in context by comparing it
with scores of others who have taken the test. The score might be
reported, for example, as being at the ninetieth percentile or in the top
guartile of a nationwide sample of leaders who took the test. Even
more helpfully, the scores might be compared to the scores attained
by leaders with demonstrated success in the workplace; then a high
performance on the test could be viewed as a predictor of future
success.

In addition, paper-and-pencil tests tend to be time-efficient, sel-
dom requiring more than an hour, and easily scored, either by sending
them to the vendor or by using a self-scoring key. Users can quickly
get structured, comprehensive profiles of a large number of leaders.

However, tests require considerable time and expertise to de-
velop, something beyond the resources of most school districts. In
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most cases, districts must choose a ready-made instrument and order
it from a vendor.

In summary, school districts have a wide array of choices in
assessing leadership, ranging from the informal to the highly struc-
tured. These choices are not mutually exclusive; using multiple
approaches is possible and probably desirable (Clark and Clark).

Unfortunately, schools do not always make the best use of these
resources. Kenneth Leithwood and colleagues (1994) cite “compel-
ling evidence” that “information generated during appraisal and se-
lection processes is often not used or is misused.”

Districts must be prepared to invest considerable thought and
effort in the assessment process. Even when using ready-made instru-
ments developed by experts, users must exercise judgment in choos-
ing appropriate instruments, administering them fairly and ethically,
and then using the results in a productive way.



FORETASTE

Defining leadership is like defining love: you
can put the words on paper, but somehow they
never seem to quite capture the experience. Like
love, leadership has many dimensions and has gen-
erated dozens of theories, and no single test pro-
vides a comprehensive measure.

Over the years, various researchers have located the
roots of leadership in personality traits, behavior,
the behavioral context, or personal inspiration. The
contending viewpoints lead to instruments with
very different content and format, none of which
has emerged as an all-purpose tool.

In addition, potentially crucial issues such as values
or racial and gender issues have not been exten-
sively addressed by test publishers. Most important
for K-12 administrators, measurement of school
leadership (as opposed to corporate or political
leadership) is rare.

The implication is clear: test users must understand
the assumptions and definitions embedded in a
leadership instrument before they can be
sure it matches their needs.

This chapter’s contents:

Looking at Leadership

Leadership Qualities
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What Do Leadership
Tests Measure?

M aking a leadership assessment can be a deceptively simple
process. Sitting at a desk for half an hour, an executive responds to a
series of short questions, and in a short time (often just minutes) is
rewarded with an impressively detailed profile showing his or her
strengths as a leader.

But this seemingly straightforward process masks considerable
ambiguity. Measuring leadership is not like measuring temperature,
where we can expect that any well-made thermometer will give us
pretty much the same result. Every leadership test makes different
assumptions about what leadership is and how it can be recognized;
every test uses its own language, format, and measurement strategies.

Thus, potential test users must understand how a given test
defines leadership—what it includes and what it leaves out. This
chapter provides a foundation for that understanding by examining
the different conceptions of leadership and how they might be mea-
sured. The first half looks at the major theoretical perspectives that
influence the content of leadership tests; the second part discusses
some of the specific traits, skills, and attitudes that are typically
measured on tests.

Looking at Leadership

Defining leadership is a lot like trying to dismantle a marshmal-
low: you can do it, after a fashion, but not very precisely, and not
without getting your hands sticky.

Although people have always recognized leadership, only in the
last two centuries has it been systematically studied (Bernard Bass).

23
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In that relatively short time, hundreds of philosophers and researchers
have dissected the concept, hoping to find some “essence” that could
explain why certain people are admired, heeded, and followed by
others.

As a result, there is no shortage of ideas on leadership. The most
recent edition of thBass and Stogdil’'s Handbook of Leadergthips
to over 1,100 densely packed pages of research summaries. All this
effort has not yet converged, and likely never will, on a single,
universally accepted view. There are dozens of theories and hundreds
of definitions, not to mention a seemingly infinite number of books
and seminars offering “leadership secrets.”

Although this situation is frustrating for school leaders who
merely want some practical guidance, it should not lead to despair or
cynicism. Even when theories differ, they are not always mutually
exclusive; frequently they just reflect different dimensions of a very
complex phenomenon. Any theory can be seen as a filter that high-
lights certain elements of leadership while ignoring others; collec-
tively, multiple theories give us a rich vocabulary and a multilevel
understanding.

However, this wealth of viewpoints creates a practical problem
for those wishing to use leadership tests. In effect, every instrument
offers its own operational definition of leadership. When a test asks
leaders how often they delegate tasks, it asserts that delegation is an
important dimension of leadership; when it asks how often leaders
return phone calls, it assumes that communication is essential to
leadership.

Test makers may or may not be conscious of any particular
theory when they write tests, but every test reflects some implicit
view of leadership. The following sections outline the major theoreti-
cal perspectives and how they are reflected in assessment.

Leadership as Personal Traits

When the earliest thinkers on leadership looked at greatness they
saw unique, almost godlike, qualities. Thomas Carlyle, who believed
that all of human history was shaped by “the Great Man,” boiled it
down to a simple formula: “The great heart, the clear deep-seeing
eye: there it lies.” Leadership came from personal qualities that rose
above run-of-the-mill humanity.
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Modern images are less heroic (and less gender-specific), but
both researchers and the general public have frequently looked for the
sources of leadership in biography. When we examine the lives of
leaders, it is often difficult to avoid explaining their differences by
personality, as when we contrast two twentieth-century politicians,
Theodore Roosevelt and Robert A. Taft.

In Roosevelt we have a human dynamo whose high-energy
approach drove him to leap at problems and throttle them into
submission. Taft, an Ohio senator who was a leading presidential
contender, took a much more passive stance:

| don't try to supply great moral illumination or stir people
up. There’s probably only one man in a generation who can
do that. What | do is work out each problem as well as | can,
and then if my solution suits other people, they go along.
(Joseph and Stewart Alsop).

Each politician’s approach was so characteristic that it seems
more plausible to explain the contrast by personality differences than
by any conscious strategy. (It may also explain why Roosevelt be-
came president and Taft did not.)

The first generation of leadership research assumed that leaders
possessed distinctive personal characteristics that made them stand
out from other people. These traits were regarded as stable, hence
measurable through psychological testing. Researchers studied lead-
ers in all walks of life, from corporate executives to athletes to
recreation directors. Although they found a large number of traits
associated with leadership, they were unable to formulate any simple
explanation. Good leaders, it seemed, were intelligent, self-assured,
enthusiastic, healthy, energetic, sociable—but not always. At best,
certain traits might be necessary, but never sufficient.

As the list lengthened, without showing any signs of settling on a
few key traits, researchers became discouraged and concluded that
there was no “essence” of leadership that will hold for all cases. As
Warren Bennis remarked of the leaders he studied, other than demon-
strating certain similar abilities, they were “tremendously diverse.
They were tall, short, fat, thin . . . . They evinced no common pattern
of psychological makeup or background.”

In recent years, researchers, reassessing the role of traits, have
conceded that personal qualities do have an impact on leadership
(Karin Klenke1996). While few scholars are ready to argue that
certain people are “born to lead,” it seems unreasonable to deny the
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relevance of personal traits. The failure to reach consensus may
simply reflect the great diversity of leaders who have been studied or
the wide range of methods that have been used.

What kind of traits are we talking about? Klenke suggests three
categories: physical (such as height, weight, and appearance); mental
(such as intelligence); and personal (such as adaptability, self-confi-
dence, and extroversion).

Typically, personal traits are measured by questionnaires given
to leaders and their associates. Originally, psychologists sought com-
prehensive measures of broad traits such as intelligence and person-
ality, but today’s leadership tests have more modest aspirations,
seeking only to zero in on selected personal characteristics that may
influence leadership.

For exampleThe Comprehensive Lead&fRDQ) seeks to mea-
sure a trait called “Knowing Yourself,” which reflects the leader’s
awareness of personal qualities. Likewise, one ther@ePrinci-
pal Perceiver(Gallup Organization) is called “Achiever,” defined as
“an inner drive which continuously propels them to make things
happen and get things done.”

Personal traits can be assessed in a number of ways. The simplest
approach is to list a number of statements and have leaders indicate
the degree to which each statement is true of them:

* | am very generous
* | enjoy novelty
» | am uncomfortable with conflict

Similar statements can be given to superiors, subordinates, or
peers of the leader to get a “360 degree” view. In scoring such tests,
clusters of related statements are usually grouped into themes. For
example, the.ife Styles InventoryHuman Synergistics) groups its
questions into a dozen categories, such as “affiliative,”
“perfectionistic,” and “oppositional.”

Another approach, used by tReincipal Perceiver asks open-
ended questions and analyzes the leader’s statements for key themes.
This approach is less common because of the time involved for
scoring and assessing answers.

Despite the somewhat diminished appeal of the trait approach
among researchers, many practitioners continue to link leadership
with personal qualities and thus find it meaningful to assess such
qualities.
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Leadership as Behavior

When researchers became disenchanted with the search for es-
sential personal traits, they speculated thelhavior rather than
personality might separate successful from unsuccessful leaders.

Investigation showed that most leader behaviors could be grouped
into two broad categories called “task orientation” and “relationship
orientation.” Task-oriented behaviors are aimed at getting the job
done: communicating expectations, evaluating results, planning
projects, and so forth. Relationship-oriented behaviors involve the
interpersonal dimensions of leadership: conveying trust, empathiz-
ing, resolving conflicts, and related behaviors. Over the years these
two categories have proved to be a useful way of describing leader
behavior.

Although researchers immediately began to ask which set of
behaviors was most important, they have never arrived at a clear
answer. Hence, leadership instruments often attempt to measure both
kinds of behavior, though some emphasize one more than the other.

For example, th&ducational Administrator Effectiveness Pro-
file (Human Synergistics) offers eleven themes with a strong slant
toward task orientation: setting goals and objectives, planning, mak-
ing decisions and solving problems, managing business and fiscal
affairs, assessing progress, delegating responsibilities, communicat-
ing, building and maintaining relationships, demonstrating profes-
sional commitment, improving instruction, and developing staff.

Conversely, thdPrincipal Perceiverhas a strong relationship-
orientation, including themes such as developer, relator, individual-
ized perception, stimulator, and team.

In most cases, behavior is measured by having respondents indi-
cate the degree to which they engage in particular behaviors. For
example, the “communicating” cluster might include items such as:

« tells employees what is expected of them
» promptly communicates changes in plans
» provides feedback on employee performance

As with the measurement of traits, some instruments supplement
the leader’'s self-assessment by asking associates to indicate how
often they have observed these behaviors.

Another approach to measuring behavior is the assessment cen-
ter. For instance, a leader may be given a simulated task (such as the
well-known in-basket exercise) while trained observers assess his or
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her performance. The National Association of Secondary School
Principals runs assessment centers that examine behaviors in such
areas as organizing, communicating, and problem-solving. The Na-
tional Association of Elementary School Principals offers a “Profes-
sional Development Inventory” that asks administrators to respond to
simulated leadership situations.

In assessment centers, the leader’s behavior is directly observed
by trained assessors. This method may give a more accurate picture
than the informal impressions of leaders and their associates. How-
ever, centers offer a rather controlled “laboratory” environment and
may not always detect how a leatigrically behaves in a real-world
setting.

Situational Leadership

When researchers first began exploring task-orientation and rela-
tionship-orientation, they thought that one or the other might prove to
be more important to leadership. Despite dozens of studies, however,
they failed to establish consistent links between particular behaviors
and organizational outcomes. That is, some studies showed that task-
oriented leaders were more successful in accomplishing goals while
relationship-oriented leaders created better morale, but other studies
showed that both types of behavior were associated with both kinds
of success (Martin Chemers 1997). Once again, leadership recipes
proved elusive, and some researchers speculated that leadership suc-
cess depended on the situation; something that worked in one setting
might fail in another.

This notion was intuitively appealing, since it might explain
numerous cases where leaders of proved ability are unable to repeat
their success when they transfer to new jobs. For example, a declining
school with a demoralized, inexperienced faculty may benefit from a
principal who provides clear goals, firm structure, and continual
enthusiasm. That approach may be less successful at a thriving school
with experienced, confident teachers who resent someone trying to
tell them how to do their job.

In testing this idea, researchers have found a complex picture
(Chemers). For example, one early finding was that task-oriented
leaders are more successful in high-control situations (with a clear
task, motivated followers, and high authorignd in low-control
situations (with an unclear task, disgruntled followers, and limited
authority). In the first case, a strong task orientation helps keep the
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group happily on task; in the second case, it provides at least some
order in a chaotic situation. By contrast, relationship-oriented leaders
seem to do better with moderate control situations, such as motivated
followers and an unclear task (where participative decision-making
may be productive) or disgruntled followers and a clear task (where
personal attention may sooth the feelings of followers).

The best-known application of this research comes from the work
of Paul Hersey and Kenneth Blanchard (1993), who emphasize the
importance of the match between the leader’s behavior and follow-
ers’ “developmental readiness.” They describe two broad types of
leader behaviors: directive and supportive. Leaders provide direction
when they set goals, communicate expectations, and monitor results.
They provide support by listening, encouraging, reassuring, and
soliciting participation. Taken together, these two kinds of behavior
lead to four leadership “styles:” high direction-low support (direct-
ing); high direction-high support (coaching); low direction-high sup-
port (supporting); and low direction-low support (delegating).

Followers can be characterized by their commitment and their
competence. Taken together, these two qualities result in four differ-
ent developmental levels that can be matched to the four leadership
styles. Ideally, leaders will adapt their style to suit the need of the
workers. Thus, employees with high competence and high commit-
ment are best led through delegating; workers with high commitment
but little competence respond well to directing. For Hersey and
Blanchard, there is no “one best style”; the best approach depends on
the situation, and the best leaders are flexible in their styles.

In theory, tests can assess this kind of flexibility by asking leaders
to devise strategies to handle different kinds of situations. One test
that does this in a direct waylisader Behavior Analysis(Blanchard
Training and Development). Respondents are presented with twenty
hypothetical scenarios and asked to choose the strategy (out of four
listed) that would best represent the approach they would take. A
companion instrument asks peers, superiors, and subordinates to
predict how the leader would be likely to respond.

However, others find this approach to be a little too pat, suspect-
ing that life is messier than a few hypothetical situations on paper. In
addition, some researchers are skeptical of the Hersey and Blanchard
model because its validity has not been extensively studied (Chemers).
Few other tests attempt to measure situational appropriateness so
directly.
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However, many instrument assume that leadership success
depends on a good match between the leader’'s behavior and the
demands of the situation. For example, tests of leadership “style” are
based on the belief that leaders should at least be aware of their
typical approach so they can recognize its advantages and disadvan-
tages in different situations. Style generally refers to the characteris-
tic ways that leaders make decisions, use power, and interact with
others, but the specific definition can vary greatly.

For example, the Myers-Briggs Type Indicator (Consulting Psy-
chologists Press) assumes that human personality is structured along
four dimensions, each containing two contrasting possibilities:
intraversion/extraversion, sensing/intuitive, thinking/feeling, and judg-
ing/ perceiving. These four possibilities result in sixteen basic “types,”
each with a distinctive flavor and a unique way of approaching life
(Isabel Briggs Myers and Peter Myers 1980).

By contrast, th&ife Styles InventorfHuman Synergistics) pos-
tulates twelve styles, each of which can be present in varying degrees:
humanistic-encouraging, affiliative, approval, conventional, depen-
dent, avoidance, oppositional, power, competitive, perfectionistic,
achievement, and self-actualizing.

Despite such differences, most style measures seem to share
several assumptions:

1. Style is a matter of relatively strong preferences that are
difficult, but not impossible, to modify.

2. In general, no one style is preferable to others; each has
advantages and disadvantages. For exampleiféhBtyles Inventory
notes that those with a very strong “oppositional” style may be
perceived as harshly critical; those with a very low oppositional style
may be seen as weak or naive. Interpreters of the Myers-Briggs Type
Indicator often point out the frustrations and ill feelings that can result
when coworkers attempt to use clashing styles on the same problem
(Robert Benfario 1991).

3. Style can be measured by assessing attitudes and perceptions
as well as behaviors.

Transformational Leadership

Most of the viewpoints discussed above are leader-centered,
focused on how leaders think and act. But leadership is also a social
interaction between two or more people. (As many observers are fond
of putting it, a leader is someone who has followers.) In a society that
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values freedom and personal independence, what causes people to
comply with the wishes of others?

Most researchers have explained this relationship as a form of
exchanggethat is, leaders ask for compliance from followers, but in
return they provide concrete rewards such as money, recognition, and
personal advancement. Seen this way, leadership is simply a rational
economic transaction offering something for everyone.

In recent years, some observers have noted that the relationship
sometimes transcends economics. Some leaders have followers who
do more than comply or cooperate—they become enthusiastic and
deeply committed, even when the leader has little material reward to
offer in return. Thesdransformationalleaders build a sense of
community, use evocative, emotionally charged language, and frame
issues in moral terms (Bass).

Although this is sometimes calletiarismatideadership, seem-
ingly implying a return to Carlyle’s brand of heroic leadership, the
underlying issue is not personality but the way that leaders use
authority. Whereas transactional leaders ainsdonplianceby offer-
ing concrete rewards to followers, transformational leaders aim for
commitmentby convincing followers that the organization is an
extension of their identity.

In more concrete terms, transformational leaders use four tools to
get results (Bernard Bass and Bruce Avolio 1994).

 Individualized attentiomecognizes the differences among fol-
lowers and allows for their developmental needs.

» Intellectual stimulationturns the attention of followers to
goals, aspirations, and new ways of doing things.

* Inspirational motivatioris the way that transformational lead-
ers help followers find meaning in their work.

» |dealized influenceccurs when the leader serves as a living
example and role model for followers.

Transformational leadership can be measured by tapping the
perceptions of leaders and followers. For example | #szlership
Practices InventoryJossey-Bass/Pfeiffer) shows a transformational
orientation when it seeks to measure categories such as challenging
the process, inspiring a shared vision, enabling others to act, model-
ing the way, and encouraging the heart.
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The Unknown Leader

If researchers have not yet completely put together the leadership
puzzle, it may be because a few pieces are missing.

First, leadership theories—and leadership tests—are always based
on the leaders we have. Most views of leadership were formulated in
a time when the standard image of leaders was white and male. As
women and minorities enter leadership roles in increasing numbers,
“typical” leader behavior may change—along with our sense of the
possibilities.

At the moment, there is no conclusive evidence that women or
minorities develop distinctive styles that differ from traditional pat-
terns (Chemers; Klenke). However, it may be that female and minor-
ity leaders have felt a need to “fit in” with prevailing leadership
models; as their numbers increase, they may feel freer to develop new
styles and strategies. Thus, test users should be alert to the possibility
that current instruments do not fully reflect what leadership could be.
For example, Klenke suggests that some tests have relied excessively
on forced-choice opposites that limit response to a narrow range of
possibilities.

Another area that has received limited attention is values. In
recent years, leadership gurus have become fond of saying, “Leaders
should spend less time worrying about doing things right and more
time worrying about doing the right thing.” Warren Bennis (1984),
after a lifetime of studying leadership, says that the essential ingredi-
ents of leadership are our “best qualities”: integrity, dedication,
magnanimity, humility, openness, and creativity.

Although values have not been extensively studied, there is
ample anecdotal evidence that followers respond well to qualities
such as honesty and integrity. Kouzes and Posner, after surveying
thousands of employees, have found that “honesty” is the main
guality that followers want to see in leaders. In addition, studies point
out that transformational leaders get their results by appealing to the
values of their followers.

While some tests make an effort to measure core values such as
honesty, integrity, and respect, none address a related question: Does
the contentof the leader’'s beliefs make a difference? After all, a
transformational leader like Martin Luther King, Jr., is remembered
not just for his qualities of dedication, integrity, and courage, but for
what he stood for. If King had advocated a “go-slow” approach to
civil rights, or had favored violent resistance, would he have accom-
plished as much?
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The same question can be asked of school leaders. Thomas
Sergiovanni has recently suggested that effective principals view
learning in constructivist terms. Is this the case, or should principals
follow the advice of the previous decade by providing highly struc-
tured, goal-oriented learning activities? Or does the answer vary from
one situation to another? Research holds no answers, and leadership
tests make no attempt to identify substantive values, much less
suggest that a particular set of values is preferable.

Finally, no matter how eloquent or provocative the discussion or
theory, empirical knowledge about leadership is limited by the lack of
consensus on certain key questions, each of which is answered
differently by different studies:

1.Questions of definitionho is a leader? Is it someone who has
formal authority? Someone who has technical competence? Someone
who has persuasive ability? Is there a difference (as many claim)
between “leaders” and “managers?” If so, how do we tell the differ-
ence? If a test says it has been validated on a population of managers,
can we assume it will give us a portrait of leadership?

2. Questions of effectiveneds.there a difference between suc-
cessful and unsuccessful leaders? Studies of leadership have often
built their conclusions around an identified population of leaders
without asking whether these leaders were all successful. Leadership
tests may also fail to make this distinction.

3. Questions of contexto what extent can results from a study
be generalized to a larger population? Not all organizations are alike;
what'’s required for success in one arena may be irrelevant in another.
We can easily imagine, for example, that successful leadership in the
microprocessor business requires boldness, imagination, and an abil-
ity to spot trends before they have fully emerged. Those same quali-
ties are probably less useful in running a nuclear power plant. This is
a significant question for school leaders, since many of the available
tests have been developed in a corporate environment.

4. Questions of biadMany leadership studies (and most leader-
ship tests) are based not on controlled observation of behavior but on
perceptionsof behavior. Asked to rate their own behavior, leaders
(like everyone else) may see themselves in a more positive light than
actual observation would reveal (Bass). For this reason, leaders’
perceptions are often cross-checked by tapping the perceptions of
those who know them.

However, even fair-minded observers do not always see clearly.
Chemers notes a persistent problem that comes from the “romance of
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leadership™—the belief that organizational outcomes are always due
to the actions of a heroic leader. When things are going well, or
employees are happy, they are likely to attribute it to the actions of the
leader. As a result, when surveyed, they may “see” positive behaviors
that have not actually occurred. In short, leaders’ actual behavior is
obscured by the glare from their haloes. (Of course, if the organiza-
tion is going through hard times, the reverse may apply.)

These questions do not invalidate existing leadership studies or
the instruments that result from them. But they do suggest that tests of
leadership should always be considered provisional or tentative.

The Nature of School Leadership

The views of leadership discussed in the preceding section have
originated in the corporate world (or, to a lesser degree, in politics).
Can we safely assume that school leadership follows the same rules?

Educational administrators have often been quick to take their
cues from business. For example, Total Quality Management—a
process designed to reduce manufacturing defects—took just a year
or two to emerge in education as the Total Quality School.

Yet the differences between business and education are signifi-
cant:

» Schools are not profit-oriented, so there is no single standard

of success (test scores are highly ambiguous).

» School leaders operate in a highly public domain, knowing
that every action will be scrutinized, and every memo may
become a public record.

» Schools are political institutions trying to please an increas-
ingly diverse and contentious society; consensus—or even the
appearance of consensus—is difficult to achieve.

» Schools have a near monopoly, meaning the competitive spirit
that drives many businesses is lacking.

Although school superintendents are often compared to CEOs,
it's hard to imagine a private-sector executive with a similar task:
managing a well-educated group of professionals while simulta-
neously cajoling and soothing a lay board and ever more demanding
public.

Thomas Sergiovanni (1996) argues that schools are an inherently
moral enterprise requiring a very different approach than that used by
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business. “Wholesale borrowing of theories from other fields has
resulted in a characterless literature of educational administration,”
he writes.

Our quest for character does not begin with some other
field’s models, but with our own visions of what we want for
the parents and students we serve, of how we want to work
together to achieve these purposes, and of what we need to do
for purposes and beliefs to be embodied in school practice.

Sergiovanni argues that an adequate theory of educational leader-
ship should be aesthetically pleasing, using language that is both
appropriate and appealing. (For example, gardening is a more appro-
priate metaphor for teaching than Total Quality Management.) It
should place moral authority at the center, emphasizing the mutual
connections and obligations that link members of the school commu-
nity. It should emphasize the school as a producer, not just a transmit-
ter, of knowledge.

In practical terms, this view demands that principals have skills
in nine areas:

* purposing (transforming shared visions into a moral covenant)

e maintaining harmony

* institutionalizing values

e motivating

* managing

» explaining

» enabling (removing obstacles to participation)

* modeling

* supervising

While some of these skills can be found in various leadership
instruments, no test has yet been built around them or, for that matter,
around any comprehensive theory of school leadership.

William Greenfield (1986) advances a similar view, noting that
schools arenormativeinstitutions, gaining employee commitment
through persuasion and appeals to common values rather t