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Robert R. Newton 

Is Effective Teaching 
Effective Leadership ? 

Is the same leadership required in teaching English and in 
teaching math, in teaching the French verb and in teaching 
French literature? Are different leadership qualities required at 
different grade levels? Does class size, or school size, or 
socio-economic group, or level of academic ability alter the 
style of leadership required of a teacher? We all feel they do, 
but we would probably have difficulty putting a finger on the 
precise dimensions of what is called for in each case. Newton 
sees great advantage in applying leadership theory and research 
to the tasks of teaching, especially in teacher training, and 
shows how these familiar problems of the classroom become 
illuminated in the light of concepts already known in business 
and industry and in educational administration. He shows too 
how the concept of a familiar and basic dichotomy, between 
teaching subject matter and teaching children, can be 
reformulated into a progression of styles of leadership enabling 
students to manage their own learning without any leadership at 
all. 

O r g a n i z a t i o n a l theor ies and concep t s have been w i d e l y 
app l i ed i n schoo l se t t ings . O v e r the past 30 years , r e sea rch i n 
areas such as o r g a n i z a t i o n a l c l i m a t e , s o c i a l sys tems , 
bu reauc racy , open sys tems theory , d e c i s i o n - m a k i n g , ro le theo ry , 
o r g a n i z a t i o n a l change, and m o t i v a t i o n , have made the i r way 
f r o m behav io ra l s c i ence d i sc ip l ines to e d u c a t i o n . Th i s journey 
has usual ly been c o m p l e t e d a f te r a s topover for t r a n s l a t i o n and 
adap ta t i on of the concep t s to business and i n d u s t r i a l 
o r g a n i z a t i o n s . A m o n g the most f requent f o c i of in te res t have 
been leadersh ip s tudies and the i r po t en t i a l usefulness for 
e d u c a t i o n a l o r g a n i z a t i o n s . 

B u t app l i c a t i ons of leadersh ip theory to educa t ion have 
cen t e r ed p r i m a r i l y on the leadersh ip behaviour of schoo l 



a d m i n i s t r a t o r s v i s - a - v i s t he i r subordinates - the super in tendent i n 
r e l a t i o n to the a d m i n i s t r a t o r s of the s choo l s y s t e m , the p r i n c i p a l 
i n r e l a t i o n to the f a c u l t y of the i n d i v i d u a l s c h o o l . L i t t l e 
a t t e n t i o n has been focused on the next o r g a n i z a t i o n a l l e v e l , the 
l eadersh ip behaviour of t eachers i n r e l a t i o n to t he i r s tudents . ( l ) 
Y e t i t seems l e g i t i m a t e to see teachers as leaders and the i r 
c lasses as the groups they l e a d . In t e rp re t ing t e a c h i n g as l ead ing 
suggests a v a r i e t y of ways to i nves t i ga t e the r e l a t ionsh ip 
be tween t e ach ing and leadersh ip and to exp lo re whe ther 
e f f e c t i v e t e a c h i n g is not in l a rge measure a c t u a l l y e f f e c t i v e 
l eade r sh ip . 

Three dimensions of leadership 

M u c h of l eadersh ip r e sea rch converges on t w o bas ic 
d imens ions , w h i c h have been g iven d i f f e r en t names by var ious 
au thors . S t o g d i l l , i n his n a r r a t i v e of the genesis of the 
L e a d e r s h i p B e h a v i o r D e s c r i p t i o n Ques t i onna i r e ( L B D Q ) , descr ibes 
the e m e r g e n c e of t w o fundamenta l components o f l eadersh ip 
behaviour : c o n s i d e r a t i o n and i n i t i a t i n g s t ructure . (2) H a l p i n used 
these same c h a r a c t e r i s t i c s i n s tudies of subjects ranging f r o m 
a i r f o r c e w i n g c o m m a n d e r s to schoo l super in tendents . B r o w n 
a n a l y z e d his da t a on schoo l l eadersh ip in t e r m s of sy s t em 
o r i e n t a t i o n and person o r i e n t a t i o n . A n obvious s i m i l a r i t y a lso 
ex i s t s be tween these t w o concep t s and those of a v a r i e t y of 
o ther authors : Barnard ' s e f f ec t iveness and e m p l o y e e o r i e n t a t i o n ; 
G e t z e l s , L i p h a m and C a m p b e l l ' s n o m o t h e t i c and i d i o g r a p h i c 
d imensions ; L i k e r t ' s p e r f o r m a n c e goals and suppor t ive 
re la t ionsh ips ; A r g y r i s ' f o r m a l behaviour and i n d i v i d u a l behaviour ; 
and B l a k e and Mouton ' s c o n c e r n for p r o d u c t i o n and c o n c e r n for 
people . E a c h d i c h o t o m y separates and con t ras t s o r g a n i z a t i o n a l , 
s t r u c t u r a l , and f o r m a l c h a r a c t e r i s t i c s w i t h pe rsona l , suppor t ive 
and r e l a t i o n s h i p - o r i e n t e d c h a r a c t e r i s t i c s . 

F i e d l e r used the same d i v i s i o n ( t a s k - m o t i v a t e d and 
r e l a t i o n s h i p - m o t i v a t e d leader behaviours) and i n a d d i t i o n 
emphas i zed the c r i t i c a l i p m o r t a n c e of the s i t u a t i o n i n w h i c h the 
i n d i v i d u a l was e x p e c t e d to l e a d . It was v i t a l tha t leaders w i t h 
the app rop r i a t e persona l c h a r a c t e r i s t i c s (predominant task 
o r i e n t a t i o n or p redominan t r e l a t i onsh ip o r i en ta t ion ) be c o r r e c t l y 
m a t c h e d to the app rop r i a t e s i t u a t i o n . F i e d l e r a lso assumed tha t 
the pe r sona l i t y t r a i t s of i nd iv idua l s ( thei r d i spos i t ion towards 
task or r e l a t i onsh ip o r i e n t e d behaviour) r e m a i n s t ab le . The 
c r i t i c a l e l emen t s o f the s i t u a t i o n a re th ree : the l e v e l o f p o s i t i v e 
r e l a t i onsh ip be tween l eader and members , the degree to w h i c h 
tasks i n the o r g a n i z a t i o n a re s t r u c t u r e d , and the amount of 
pos i t i ona l power inheren t i n the leader ' s r o l e . L e a d e r s a re 
successfu l when the i r personal s t rengths a re f i t t e d to the needs 
of the s i t u a t i o n , and unsuccessful when s t rengths and s i t u a t i o n 
a re m i s m a t c h e d . 

H e r s e y and B l a n c h a r d adopted F i e d l e r ' s s i t u a t i o n a l emphasis 
by using the same dimens ions of task and r e l a t i onsh ip , and 



s t ress ing and ex t end ing the i m p o r t a n c e of a leader 
a c c o m m o d a t i n g to the s i t u a t i o n i n w h i c h the leader is p l a c e d . 
T h e y p i c t u r e the bas ic leadersh ip s ty les as f a l l i n g i n to four 
quadrants . 

h igh h igh task 
r e l a t ionsh ip and 

and h igh r e l a t i onsh ip 
low task 

l o w task h igh task 
and and 

low re l a t ionsh ip low re l a t ionsh ip 

T h e y def ine task and leadersh ip behaviour i n t e rms s i m i l a r to 
the i r predecessors . 

Task behaviour - T h e ex ten t to w h i c h leaders a re 
l i k e l y to o rgan ize and def ine the ro les o f the 
members of t he i r group ( fo l lowers ) , and to e x p l a i n 
what a c t i v i t i e s e a c h is to pursue, and when , where , 
and how tasks a re to be a c o m p l i s h e d . C h a r a c t e r i z e d 
by endeavour ing to e s t ab l i sh w e l l - d e f i n e d pa t te rns of 
o r g a n i z a t i o n , channels o f c o m m u n i c a t i o n , and ways of 
g e t t i n g jobs a c c o m p l i s h e d . 

R e l a t i o n s h i p behaviour - The ex t en t to w h i c h leaders 
a re l i k e l y to m a i n t a i n personal re la t ionsh ips be tween 
themse lves and members of t he i r group ( fo l lowers) by 
opening up channels of c o m m u n i c a t i o n , p rov id ing 
s o c i o - e m o t i o n a l suppor t , " p s y c h o l o g i c a l s t rokes" , and 
f a c i l i t a t i n g behav iours . 

H e r s e y and B l a n c h a r d m a i n t a i n tha t in a p a r t i c u l a r 
s i t ua t i on the leader ' s behaviour w i l l f i t gene ra l l y in to one of the 
four combina t i ons of t a sk / l eade r sh ip emphasis i l l u s t r a t e d by the 
four quadrants . B u t t he i r theory dev ia tes f r o m most previous 
t h i n k i n g on leadersh ip i n s e v e r a l i m p o r t a n t ways : 

- i t is assumed tha t the l eader has the c a p a c i t y , g iven the 
proper t r a i n i n g , to adapt his or her behaviour to the 
s i t ua t i on ; 

- the re is con f idence i n the c a p a c i t y of the leader to 
c o m b i n e behaviours i n d i f f e r en t p ropor t ions , dependent on 
the s i t ua t i on ; and 

- i t is not assumed tha t the most e f f e c t i v e leadersh ip s t y l e 
is a lways h igh task and h igh re l a t ionsh ip ; in f a c t , t he i r 



t heory proposes tha t a h igh task and h igh r e l a t i onsh ip s t y l e 
c a n o f t en be c o u n t e r p r o d u c t i v e . 

The maturity of the groups and appropriate leader behaviour 

B a s i c to the H e r s e y and B l a n c h a r d approach is the 
assumpt ion tha t the leader ' s behaviour must a lways be a 
func t i on of the m a t u r i t y of the group. The group moves 
th rough a " l i f e c y c l e " , s t a r t i n g w i t h the need for d i r e c t i o n and 
m o v i n g to a point where i t is ab le to opera te independen t ly . 
Perhaps t he i r t heo ry is best i l l u s t r a t e d by c o m p a r i n g i t to the 
process of human g r o w t h and m a t u r i t y . The c h i l d progresses 
th rough a c y c l e : f r om a s t a t e of t o t a l dependence where he or 
she is subject to the d i r e c t i o n and p r o t e c t i o n of parents or 
adul t s ; to a s tage where d i r e c t i o n is s t i l l h igh but the re is a lso 
support for l i m i t e d s e l f - i n i t i a t e d behaviour ; through a s tage 
where parents r educe the l e v e l of d i r e c t i o n , a l l o w i n g the c h i l d 
to make his or her o w n dec i s ions , w h i l e m a i n t a i n i n g a h igh l e v e l 
of suppor t for t he i r ch i ld ' s dec i s ion ; to a f i n a l s tage where the 
c h i l d is independent o f the parents ' d i r e c t i o n and c a n func t i on 
w i thou t d i r e c t p a r e n t a l e m o t i o n a l suppor t . 

H e r s e y and B l a n c h a r d m a i n t a i n tha t groups progress 
th rough s i m i l a r s tages . Jus t as parents must adapt the i r 
behaviour to the needs and s tage of deve lopmen t of the c h i l d , 
so leaders i n an o r g a n i z a t i o n must adapt t he i r behaviour to the 
m a t u r i t y of the groups they l e a d . ( l ^ ) 

I M M A T U R I T Y M A T U R I T Y 

high t ask / h igh task / h igh l o w task/ 
l o w h igh r e l a t i o n s h i p / l o w re l a t ionsh ip 
r e l a t i onsh ip r e l a t i o n s h i p l o w task 

P r o b l e m s e m e r g e when a parent t rea t s a c h i l d who needs 
d i r e c t i o n as though the c h i l d were capab le of s e l f - d i r e c t i o n . 
The c h i l d is i ncapab le of dea l i ng w i t h such independence a t th is 
s tage of l i f e . O n the o ther hand, parents who f a i l to lessen 
t he i r d i r e c t i v e behav iour as t he i r c h i l d r e n a re s t r i v i n g towards 
g rea t e r independence a re l i k e l y e i t he r to encounte r ser ious 
r e s i s t ance or to run the r i sk of keep ing the i r c h i l d r e n 
d e s t r u c t i v e l y dependent on t h e m . The same p r o b l e m c a n 
e m e r g e i n an o r g a n i z a t i o n when a leader ' s behaviour is 
ma l ad ap t ed to the group's l e v e l of m a t u r i t y . A group tha t is 
a c c u s t o m e d to a h igh t a s k - o r i e n t e d and d i r e c t i v e s t y l e w i l l be 
confused when a new leader suddenly expec t s a h igh l e v e l o f 
i n i t i a t i v e and independent p r o b l e m - s o l v i n g . S i m i l a r l y , a group 
tha t has deve loped to the po in t where i t needs m i n i m a l 
d i r e c t i o n and supe rv i s ion w i l l q u i c k l y be i n c o n f l i c t w i t h a new 
super ior who a t t e m p t s c lose superv i s ion of i t s a c t i v i t i e s and 
ins is ts on m a k i n g dec i s ions on e v e r y issue. 





as a group and i n i n d i v i d u a l s tudents . The c l a s s , as a c l a s s , 
should be d r a w n toge the r i n a sense of c o m m o n en te rp r i se and 
deve lop a pos i t i ve group s p i r i t , i n order to a c h i e v e the f u l l 
p o t e n t i a l o f the l e a r n i n g e x p e r i e n c e . Students must sense tha t 
the t eache r is pe r sona l ly c o n c e r n e d about t h e m as i nd iv idua l s 
w h o m he or she s i n c e r e l y l i k e s . The o f t en -hea rd c o m p l a i n t o f a 
c lass or of an i n d i v i d u a l tha t the t eache r does not l i k e i t or 
h i m or her is an i n d i c a t i o n of the s tudents ' e x p e c t a t i o n tha t 
t eachers should d i sp lay a persona l in t e res t i n t h e m . 

Thus the member s of a c lass expec t s i t s l eader to he lp 
t h e m a c c o m p l i s h the goals o f the c lass , to assist t h e m to l e a r n 
m a t h or A m e r i c a n h i s t o ry or Spanish , and , a t the same t i m e , to 
convey the sense tha t he or she is s i n c e r e l y i n t e r e s t e d i n t h e m 
as persons bo th w i t h i n and outs ide of the c o m m o n task i n w h i c h 
they a re i n v o l v e d . 

The sugges t ion tha t t e a c h i n g is i n l a rge par t l ead ing 
p rompts a v a r i e t y of f a s c i n a t i n g ques t ions . M o s t gene ra l l y , is 
the key to e f f e c t i v e t e a c h i n g a c t u a l l y e f f e c t i v e l eadersh ip? A r e 
e f f e c t i v e t eache r s persons who both l ead t he i r c lasses to the 
a c c o m p l i s h m e n t of t he i r l e a r n i n g ob jec t ives and at the same 
t i m e c o m m u n i c a t e a s t rong sense of persona l c o n c e r n for t he i r 
s tudents? 

C o n v e r s e l y , is poor t e a c h i n g a c t u a l l y poor leadersh ip? The 
b r i l l i a n t t e a c h e r whose knowledge of subjects may surpass a l l 
o ther f a c u l t y members is s o m e t i m e s among the weak t eache r s i n 
the s c h o o l . N o p r i n c i p a l or t e ache r wou ld propose tha t 
e r u d i t i o n a lone makes an e f f e c t i v e t e a c h e r . M o s t supervisors 
w o u l d pre fe r a t eache r whose knowledge is adequate , but whose 
a b i l i t y to o r g a n i z e l e a r n i n g expe r i ences and whose rappor t w i t h 
s tudents is super ior , t o the b r i l l i a n t t eache r w i t h poor 
o r g a n i z a t i o n and weak r appor t . 

G i v e n tha t t he re a re t w o bas ic d imens ions to l eadersh ip , 
behav iour t ha t is t a s k - o r i e n t e d and behaviour tha t is 
r e l a t i o n s h i p - o r i e n t e d , is the mos t e f f e c t i v e t eache r the person 
who ranks h igh on bo th dimensions?(4) O r do p a r t i c u l a r 
s i tua t ions r equ i re a change i n l eadersh ip s ty l e and a v a r y i n g 
m i x t u r e of these t w o d imens ions? What va r i ab le s i n f luence the 
type of l eadersh ip behaviour w h i c h is app rop r i a t e? 

- T h e subject taught - is the same leader behaviour 
r e q u i r e d i n t e a c h i n g E n g l i s h and in t e ach ing ma th? O r is 
more t a s k - o r i e n t e d behaviour appropr i a t e in t e a c h i n g m a t h 
because of the na tu re of the sub jec t? 
D o d i f f e r en t ob jec t ives w i t h i n the same d i s c i p l i n e (or 
perhaps the same course) r equ i re d i f f e r en t kinds of 
l eadersh ip? Is the same leader behaviour r e q u i r e d i n 
t e a c h i n g the F r e n c h ve rb as in t e ach ing F r e n c h l i t e r a t u r e ? 

- A r e d i f f e r en t l eadersh ip qua l i t i e s r equ i r ed when t e a c h i n g a t 
d i f f e r en t l e v e l s ? D o f reshmen requ i re t eache r s w i t h higher 
i n i t i a t i n g s t r u c t u r e than seniors?(5) 

- Does the number of years of t e a c h i n g e x p e r i e n c e make a 
d i f f e r e n c e to a teacher ' s emphas i s? F o r e x a m p l e , a re 



older t eachers seen as higher i n i n i t i a t i n g s t r u c t u r e and 
younger t eachers higher i n cons ide ra t ion? 

- Does c lass s i ze have an e f f e c t on the l eadersh ip s t y l e 
poss ib le and appropr i a t e w i t h a p a r t i c u l a r group? 
S i m i l a r l y , does the o v e r a l l s i ze of the schoo l a f f e c t the 
type of behaviour poss ib le w i t h i n c lasses , p r o m o t i n g 
perhaps more i n i t i a t i n g of s t r u c t u r e i n l a rge r , more 
b u r e a u c r a t i c a l l y o rgan i zed schools , or h igher l eve l s of 
cons ide ra t i on i n s m a l l e r schools where g rea te r f a c e - t o - f a c e 
i n t e r a c t i o n is poss ible? 
D o s tudents of d i f f e r en t l eve l s of a c a d e m i c a b i l i t y r equ i r e 
d i f f e r en t amounts of cons ide ra t i on or of i n i t i a t i n g s t r u c t u r e 
behaviour f r o m the i r t eachers? 

- D o s tudents f r o m d i f f e r en t s o c i o - e c o n o m i c groups requ i re 
d i f f e r en t l eadersh ip s ty les ; thus , do s tudents f r o m a f f luen t 
suburbs have needs and expec t a t i ons w h i c h a re d i f f e r en t 
f rom students f r o m l o w e r - c l a s s i n n e r - c i t y schools? 
D o i n d i v i d u a l schools demons t r a t e and p r o m o t e a p a r t i c u l a r 
s t y l e of l eadersh ip behaviour , so tha t the behaviour of 
t eachers as leaders i n a p a r t i c u l a r schoo l is encouraged or 
d e t e r m i n e d i n a c e r t a i n d i r e c t i o n ? 

Implications for the training of teachers 

If e f f e c t i v e t e a c h i n g is a c t u a l l y e f f e c t i v e l eadersh ip , then 
deve lop ing e f f e c t i v e t eache r s means i n s i gn i f i can t par t t r a i n i n g 
t h e m to be l eaders . Teache r s should be i n t roduced to l eadersh ip 
r e sea rch and g iven l eadersh ip t r a i n i n g exper i ences s i m i l a r t o 
tha t of t he i r p r i n c i p a l s , on ly w i t h an emphas is on the unique 
c h a r a c t e r i s t i c s o f l eadersh ip in a c l a s s r o o m s e t t i n g . Such 
t r a i n i n g wou ld deve lop a new p e r c e p t i o n of the t eacher ro l e , 
one w h i c h emphas i zes , i n ways w h i c h had not been obvious i n 
the past , the i m p o r t a n c e of l eadersh ip s k i l l s . If a m o d e l s i m i l a r 
to the H e r s e y and B l a n c h a r d proposa l we re adopted , t eachers 
c o u l d b e c o m e expe r t i n the diagnosis of l e v e l of m a t u r i t y of 
p a r t i c u l a r c lasses and the t eache r behaviour appropr i a t e to tha t 
l e v e l . A t present , t e ache r t r a inees a re schoo led i n d i f f e r en t 
methods of t e ach i ng so tha t they can adapt t he i r t e ach ing to 
the needs of the s tudents or to the r equ i r emen t s of the subject 
m a t t e r . In t e rp re t ing t e ach i ng as l e a d i n g , they would 
s imul t aneous ly be e x p e c t e d to a cqu i r e a t h e o r e t i c a l and 
p r a c t i c a l unders tanding of the d i f f e r en t s ty les of l eadersh ip and 
to know wha t s t y l e is appropr i a t e in a p a r t i c u l a r s i t u a t i o n . 

The task of superv i s ion is seen f r o m a new and va luab le 
pe r spec t ive when t e a c h i n g and l ead ing a re jo ined . The 
superv isor now draws on the t r easury of t h e o r e t i c a l and 
p r a c t i c a l ins ights of l eadersh ip r e sea rch and t r a i n i n g and appl ies 
t h e m t o the superv i sory task . A new a n a l y t i c f r a m e w o r k 
provides a nove l and p r o d u c t i v e way to v i e w c l a s s r o o m t each ing 
and t eache r and s tudent i n t e r a c t i o n . The supervisor begins to 
v i e w superv i s ion i n a new l i g h t and w i t h a new i m p o r t a n t 



purpose: the ana lys i s and deve lopmen t of t eachers as l eaders . 
H e or she becomes a f a c i l i t a t o r whose goa l is to deve lop 
c l a s s r o o m leaders by he lp ing the t eachers unders tand the i r 
l eadersh ip s ty l e s and judge whe ther they a re appropr i a t e and 
p r o d u c t i v e , or less e f f e c t i v e than they migh t be . P r o p e r l y 
p resen ted , r e f l e c t i o n on t he i r l eadersh ip s ty les c o u l d p rov ide a 
d r a m a t i c new ins ight for t eache r s i n t o the na tu re of t he i r r o l e . 

O b v i o u s l y , a new c o n c e n t r a t i o n on leadersh ip behaviour 
w o u l d have i m p l i c a t i o n s for i n s e r v i c e p rograms . L i k e workshops 
he ld for p r i n c i p a l s i n genera l l eadersh ip theory or i n e m e r g i n g 
techniques of l eadersh ip , t eache r s c o u l d begin to p ro f i t f r om the 
same body of r e sea r ch , on ly app l i ed to the unique s i t u a t i o n of 
the c l a s s r o o m . 

Conclusion 

A t the ou tse t o f th is paper , i t was suggested tha t , w h i l e 
the past t w o decades have seen i m p o r t a n t deve lopmen t s in the 
unders tanding of l eadersh ip behav iour , v e r y l i t t l e of th is 
r e sea rch and i t s p r a c t i c a l i m p l i c a t i o n s has been app l i ed to 
t eache r s . Y e t , the i n t e r p r e t a t i o n of t e ach ing as l e ad ing br ings 
to the c l a s s r o o m l e v e l a w ide range of e x c i t i n g p o s s i b i l i t i e s . 
The present emphas is on the i m p o r t a n c e of the s i t u a t i o n , i n 
d e t e r m i n i n g the most e f f e c t i v e l eadersh ip behaviour , suggests 
even more d r a m a t i c a p p l i c a t i o n to t e a c h i n g . P o s s i b l y more than 
any o ther s o c i e t a l i n s t i t u t i o n , e d u c a t i o n must adapt i t s e l f to a 
t remendous v a r i e t y of s i tua t ions : the wide range of ages and 
l eve l s of m a t u r i t y of i t s c l i e n t s , the v a r i a t i ons of knowledge and 
behaviour among s tudents f r o m d i f f e r en t s o c i o - e c o n o m i c groups, 
the d i f f e rences i n con ten t and me thod among d i s c i p l i n e s . H e n c e 
the l eadersh ip behaviour of a t eache r must depend on the 
s i t u a t i o n : whe the r the s tudents a re k i n d e r g a r t e n c h i l d r e n or 
d o c t o r a l s tudents , whe ther the schoo l is l o c a t e d i n an a f f luen t 
suburb or a d e c a y i n g s e c t i o n of the inner c i t y , whe ther the 
c lass is f i r s t year a l g e b r a or F r e n c h l i t e r a t u r e . 

T h e d e s c r i p t i o n presented above leads more to a ser ies of 
quest ions than to a s t a t e m e n t of f i r m conc lus ions : c a n the 
ins ights deve loped i n l eadersh ip r e sea rch and t r a i n i n g be app l i ed 
to the t eache r as l eade r? C a n v i e w i n g t e a c h i n g as l ead ing 
p rov ide t eache r s , p r i n c i p a l s , and supervisors w i t h a new and 
power fu l way of a n a l y z i n g and i m p r o v i n g the i r w o r k ? 

If the con t ingenc i e s of the s i t u a t i o n a re as i m p o r t a n t as 
c o n t e m p o r a r y l eadersh ip r e sea rch suggests , the f i r s t task of a 
t eache r upon m e e t i n g a new c lass should be to assess i t s 
genera l l e v e l o f m a t u r i t y and to adapt his or her behaviour to 
the needs of the g roup . A n d an e x p l i c i t o b j e c t i v e of e ach 
t eache r should be to deve lop the c a p a c i t y of the group and i t s 
members a long the sca l e f rom i m m a t u r i t y t o m a t u r i t y , to pursue 
i t s goals without cons tan t d i r e c t i o n f r o m i t s l eader - deve lop ing 
s tudents in to s e l f - i n i t i a t i n g lea rners who c a n func t ion 
independent ly of c lose superv i so ry l eade r sh ip . 



O b v i o u s l y , my own c o n c l u s i o n is tha t v i e w i n g t e a c h i n g as 
l e ad ing provides numerous and p o t e n t i a l l y power fu l i m p l i c a t i o n s 
for t eachers r e f l e c t i n g on the i r p e r f o r m a n c e , for supervisors i n 
the i r ana lys is of c l a s s r o o m behav iour , and for researchers i n 
the i r i nves t iga t ions i n to the na tu re of e f f e c t i v e t e ach ing and 
l e a r n i n g . 

NOTES 

1. D o n a l d A . E r i c k s o n descr ibes the d e s i r a b i l i t y o f r e d i r e c t i n g 
researchers ' a t t e n t i o n to the l o w e r o r g a n i z a t i o n a l l e v e l s . 
" R e s e a r c h on E d u c a t i o n a l A d m i n i s t r a t i o n : The S t a t e of the 
A r t , " E d u c a t i o n a l R e s e a r c h e r , 8 ( M a r c h , 1979), 9-14. 
K i n i c k i and S c h r i e s h e i m a lso note the c o n c e n t r a t i o n of 
e d u c a t i o n a l l eadersh ip r e sea rch on a d m i n i s t r a t i v e l e v e l s , 
but poin t out the r ecen t in t e res t in e x p l o r i n g the 
l eadersh ip behaviour of t eache r s . A n g e l o 3. K i n i c k i and 
C h e s t e r A . S c h r i e s h e i m , "Teache r s as L e a d e r s : A M o d e r a t o r 
V a r i a b l e A p p r o a c h , " J o u r n a l o f E d u c a t i o n a l P s y c h o l o g y , 70 
( D e c e m b e r , 1978), 928-35 . 

2 . See C h a p t e r 11, " L e a d e r B e h a v i o u r : C o n s i d e r a t i o n and 
I n i t i a t i n g S t r u c t u r e , " i n R a l p h M . S t o g d i l l , Handbook of 
L e a d e r s h i p : A Survey of T h e o r y and R e s e a r c h (New Y o r k : 
F r e e P ress , 1974). 

3. C h a r m e s h and T z e l g o v , in the i r i n v e s t i g a t i o n of c o l l e g e 
t eachers as l eaders , c o n c l u d e tha t the re is c l e a r ev idence 
tha t the c lass is " . . . a s e t t i ng for group i n t e r a c t i o n , where 
the i n s t r u c t o r is e x p e c t e d to ho ld l eadersh ip func t ions" 
(p. 114). R a n C h e r m e s h and Joseph T z e l g o v , "The C o l l e g e 
Ins t ruc tor as L e a d e r : Some T h e o r e t i c a l D e r i v a t i o n s f r o m a 
G e n e r a l i z a t i o n of a C a u s a l M o d e l of Students ' E v a l u a t i o n s 
of T h e i r Ins t ruc tors , " J o u r n a l of E d u c a t i o n a l R e s e a r c h , 73 , 
( N o v e m b e r / D e c e m b e r , 1979), 108-15. 

4. K i n i c k i and S c h r i e s h e i m point out tha t the i n i t i a l 
i n v e s t i g a t i o n of t e ache r l eadersh ip has focused on 
d i s c o v e r i n g the "one best" t eache r leadersh ip s ty l e and on ly 
now is beginning to i nco rpo ra t e the s i t u a t i o n as a c r i t i c a l 
componen t . L e a d e r s h i p re sea rch i n o ther o rgan iza t ions , as 
desc r ibed i n the beginning of the present paper , p roceeded 
through the same two-s t age deve lopmen t . K i n i c k i and 
S c h r i e s h e i m , p . 928. 

5. The r e sea rch of L a h a t - M a n d l e b a u m and K i p n i s uncove red 
c l e a r d i f f e rences among c o l l e g e f reshman-sophomore , 
jun io r - sen io r , and graduate s tudents i n c o r r e l a t i o n s be tween 
t e a c h i n g e f f ec t iveness and the c o n s i d e r a t i o n / i n i t i a t i n g 
s t r u c t u r e d imens ions . Unde rg radua t e s tudents were m u c h 
more l i k e l y than graduate s tudents to v i e w a h igh l e v e l o f 
c o n s i d e r a t i o n f a v o u r a b l y . B a t - S h e v a L a h a t - M a n d l e b a u m and 
D a v i d K i p n i s , " L e a d e r B e h a v i o u r D imens ions R e l a t e d to 



Students ' E v a l u a t i o n of T e a c h i n g E f f e c t i v e n e s s , " J o u r n a l o f 
A p p l i e d P s y c h o l o g y , 58 ( O c t o b e r , 1973), 250-53 . 
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