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Chapter V

SUMMARY OF FINDINGS,SUGCESTIONS AND OVERVIEW

The stﬁdy has investigated how the personal value spstem
of the principal as perceived within a given theoretical framework
of values makes him effective in his role pertormance. wWhile, it
is true that he may by the very nature of the position and respon-
sibility he occupies, be able to withstand tension for short
petiods of time, his own mental health cannot be positively sustain-
ed over long periods, uﬁless he also experiences personal needs
satisfaction and in the protessional context, the satistaction he
will seek is achievement, success and the fulfilment of the
purposes of the institution. Naturally, he will ascribe tO some
educational philosophy:; the question pursued here is whether an
educational phiioséphy is sufficient to motivate the principal
to a competent standard of performance or would his personai‘
value system be a more effective motivating}tactor. ;

Educétion is particularly susceptible to attention in the
value domain by virtue of its position and tunction in society.
This is also what constitutes the peculiarities of eduéational
administration. Administrators in education are called upon to
manage an enterprise which is critically related to the well-
being ot our society viz. the teaching ot literacy, the teaching
of critical ﬁhinking and the tacilitation of social mopility, the
last implying that educational institutions are commnitted to an

unbiased approach to controversial issues - so far they have been

treated as impartial agents for promulgation of ideas,
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There is another aspect to educational instituvtion. They
have come into existence because society wants to "initiate"
"educate" its young to its own way of life, Naturally then,they
are committed to some philosoﬁhy of education. Since principals
are Gealing with students who ére in a developmental stage ot
lite, it is essential that leadership skills ke developed which
are humanistic in nature,

A& school should be evaluated in terms of what it is
striving to accomplish - 1lts philosophy and objectives and
according to the extent to which it ié meeting the needs of the
students enrclled and ot the community it serves. The philosophy
and objectives, must of course, be acceptable to some agency
(an accrediting assoclation, a state department of education, a
Board of Trustees or a Religious Organization) it the evaluation
based upon such vhilosochy and ckjectives is tc be recognized
beyond the confines of the school, A school may be said to be
effective to the extent that there is congruence between its
objectives and its achievements. (Cetzels, 1969)

The overall objective of any institution will be spelt
cut in the context of a philosophy of education. Idealism as a
philosophy of education has values as its basis and the self-
realizaﬁiop for the individual as the ultimate aim of education.
Horne (1946) says that »rruth, Beauty and Gootness are the
spiritual ideals of the race and therefore the supreme task of
education is the adjustment of the child to these essential
realities that the history of the race has disclosed.®

Jacques Maritain (1973) speaking in a similar strata,

says, "“A person possesses absolute dignity because he is in



diréct relationship with the realm of being - Truth, Beauty and
coodness and with God and it is only with these that he can
arrive at his complete fulfilment". Both these philosophers
consider these three universal values as the foundation for
forming and educating man.

This philosophical approach already contains within itself
certain specific values. The problem here is not whether this
'idealist' approach is too narrow oOr whether it is all encompass—
ing - rather the stands taken is that this épproach has been
adopted and the problem investigated is,to what extent the value
oriented approach to education contributes to institutional
effectiveness. Do the value system of the principal influence the
way he administers his institution. Do the value positions retle-
cted by the organization itselr make a ditference to its admini-
stration.

There is a peculiarity about educational institutions that
makes Carlson (1965) call them ndomesticated" organizations.
Unlike economic organizations, the schcol is not compelled to
attend to all the ordinary and usual needs of an organization
such as a competitive propaganGa_for recruitment of clients and
financial backing. There is no struggle tor survival., Funds are
not closely tied to the quality of performance. The school does
not have to compete on the basis of efficiency with rival organiza-—
tiong - it has a monopoly on education. As a consequenee, schools
feel a restricted need tor and interest in Ehange. Again, since
the efficiency of the school has never really been challenged,

few yardsticks have peen developed to measure the gquality of the
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schoolts product or the efficiency of its production. There are
few controls present to support consumer demands for high quality,
wide distribution and low cost. Henfe, the measurement of
effectiveness cannot be a simple study of the relationship
between input and output measures of the school.

However, measures for effectiveness will have to take

cognizance of the theoretical iframework of administratione.

Adninistration as a Frocess

Administration whether in education, industry or government
refers to a human activity that inveolves a minimum of four compo-
nents: (i) The task, (ii) The formal organization, (iii) The work

group, and (iv) The leader,

administration is also a social process in the context of
& social system. Leoked at from this angle, it shows three types
of relationships - structural, functional and operational.
Structurally administration is a hiersrchy of suger-ordinate-
subordinate relationships within a social system, functionally
this hierarchy of relationships is the focus for allocating and
intergrating roles 'and facilities in order to achieve the goals
of the system, Operationally, the administrative process takes
effect in situations involving person to person interaction. In
the analysis of administrative behaviour, the concept oif social
system is applicable regardless of the level or magnitude of the
system under consideration. The fact that administration always
functions within a network of interpersonal and social relation-
ships makes the nature of this network a crucial factor ;n the

administrative process and is alsoc the reason for calling it a
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social system.

Role signiticance ot the Principal

The complexity of the current educational enterprise
requires a massive eftgrt-of co—-ordination. The principal's role
demands some co-ordinative functioning among units and people.

To the extent that he is not knowledgeable about some of the
specifies of the areas with which he works, but is insightiul
regarding ways in which all the parts of the organization can
mesh to provide quality education, he is a generalist. To the
extent that he is the master in a narrow area ot specialization
he is a specialist. In both these functions his values will emerge

in the tollowing areas:

(1) The Decision Making Procéés

The principal is a decision-maker and since values are his
function, the tunction of the environment aﬁd of time, there must
be some guiding principde that ensures effectiveness. He fregquent-
ly operates at the vortex between other people's values and his
own and he cannot ignore their values nor refuse to take a stand
on his own. Actually, detision-making is an action that proceeds
along a continuum. The continuum constitutes the recognition of
the need tor a decision to the eventual completion of all acts
that are a result of the decision and that make the decision
operational., Firstly, values will have determined the definition
of the problem, secondly, it will influence the criteria or
standards by which a solution will be evaluated and become

acceptable and finally it may also influence fromWhere is the
data going to be collected,
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(2) The Exercise of Power

This refers to the span of control implying how many
people are expected to report to the principal, but also how the
power will be exercised - as a bureaucrat or as a democrat.
pover in organization is of two kinds - ascribed power or
position power that is given trom akove and which gives one the
ability to effect obedience in a hierarchical setting - achieved
or personal power which comes trom below and refers to the
ability to influence or persuade others to accept certain
pehaviour or criteria. The value system ot the principal will
decide which kind ot power will be exercised and'consequently
which kind of power will characterize his béhaviour patterne.

The principal's values will be manifested in the manner in
which hé delegates the requisite atﬁOSphere'for groﬁp thinking

and permits freedom of expression.

?roblem solving

The successful handling of problems too is a ma jor task
of the principal. His pefception of the problem as one that he
must handle within the total task assigned to him will depend
on his values. So also will the criteria by which solutions
will be evaluated and tinally the relevancy ot the solution
too will depend on how successtully the principal has clarified
the relevant value. |

How values operate in these three major process of every
educational institution will be explained in the discussion of
the profiles of the twentyfive institutions.

They have been studied under the aspects of (i) admini=

strative strategies, (ii) organizational climate and -



(iii) pupils' academic motivation.

Fig. No, éxplains how values would intluence and
contribute to effective communication. successful communication
between principal and the various role incumbents is decisive
in achieving institutional purposes. When the principal's
behaviou; is motivated by values that are actually acted upon,
those who perceive him and interpret his behaviocur £ind a
consistency in his three major acts = exercise of power, decision-
-making and problem solving. fhere is also the possibili£y of
tension being reduced since communication will be clear.
rurther, the principal will be able to handle the personal or
envirommental blocks which may exist in himself or in his
environment. The broken lines indicate communication which has
originated in value indicators or dysvalues; while the straight
lines indicate communication that has originated in values.

The ‘receiver' of the communication in the educational system
could be either the staff, functiondlly closest to the principal,

the pupils, the parents and the community.

2Administrative strategies

overviews:

The principals of each of the twentyfive sampled schools
had scored their administfatiVe behaviour as perceived by them
regarding instructional leadership in curriculum, teaching and
evaluation; regarding the organization of persons and material
resources and finance and finally his planning of extension
services, The scores of each principal on each dimension had
been arranged in rank order and finally the schools were placed

in order of how the principal had scored himself on all seven
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dimensions from the highest to the lowest, The total sample was
then divided into three egual groups. The results revealed a
number of insights;l

(i) Principals who ranked themselves high on admini-
strative strategies have mostly paternal climate, cﬁaracterizing
their institutions.

(ii) The principal who fell into Group No.IT for admini-
strative strategies showed high scores on the positive dimensions
of leadership behaviour and thelr school climate was most
characterized as "open®". In other words, these scored high on
their actual role performance but had scored themselves as
average for administrative strategies.

(iii) Although the tool lacked a counter=-check in the form
of the teacher perception of principal's administrative behaviour
as measured by the same toql, the concept"of competency is the
underlying theoretical basis for this tool and so it indicates
how competent the principal considers himself to be,

A self image that is remotély aligned to the image as
perceived by others would indicate that the principal is not in
touch with reality. Argyris says, "If one must have a title for
effective leadership, it might be called reality-centered
leadership"- meaning he equates reality with effeftiveness. He
adds further, that reality diagnosis requires self-awareness
and the awareness of others. Theorists speaking on the function~
al aspects of values believe that the process of value clarifi-
cation and value adoptidén of its very nature puts a man in touch

wkth reality- (Brian Hall, 1973) The profiles show that
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principals who do not reach the predetermined standard of core~
ness in values have an unrealistic image of their competency.

(iv) principals who manifested a coreness of values
either through the results of the tools or through the interview
and observation of administrative behaviour were also gauged to
be clear and specific in the overall operational objectives for
their institution. Some principals manifested a greater depth
of vision, The content and style‘of the hand-bock indicated how
well the spelling out of institutional objéctives was done.

(v) Most of the principals who clarified their values were
found to follow a deﬁocratic pattern ot administrative behaviour.
Those who clarified their values and chose the bureaucratic
approach find themselves handicapped by the communication gap
and the results of the profile indicated these principals to be
less effective than they would otherwise.have been. Here, it
would be proper to state the findings of Jack Frymier, in his
book "Napure of Educational Methods", (Charies Merxill Book,
Ohio, 1965, p. 32) who established after a careful study of 265
researches, that democratic persons are more perceptive, have
positive self-image as well as that of others, behave independent-
ly and listen to others. While the case is reverse with
authoritarian people. He says "democratic behaviour would also
seem to possess life-giving, life-supporting, homostatic or
integrative attributes:; the result of democratic behaviour is
to ﬁake all men better, to increase the quality and quantity
of communication and toc maximize the organization®. (p.335

{vi) Certain schoéls manitested problems e.g. of power

struggle, staff hostility. The principal was found to administer
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his institution to the satisfaction of his clientele. The tena-
city of purpose and a sense of duty could spring from his
Personal value system.

(vii) pPrincipals who had succeeded in achieving institu-
tional effeftiveness are principals who give great importance
to establishing rapport with their staff-members. That this kind
of attention pays rich dividends is testified to by researches
as well as by educationists. "To gain acceptance that will
poomote organizational growth, the principal must possess
social skills for getting along with people and have the ability
to understand and motivate individudls and groupé". (Krajewski,

(viii) TInnovative practices were most of the time initia-
ted by the principals and were a.relevant to the needs of the
current situations; however, in a number of schools, sufficient
time was not taken to prepare the climate for it; consedquently
bringing about those innovations involved the expenditure of a
lot ot psychic energy.

(ix) In some cases, the principals in planning their
policies, did not pay sufficient attention to support goals,
even though theoretically they were specific about the\educa~
tional geals. The goals were operationalized in terms of what
"others must do" without considering what their own contribution
had to be = hence their attention was more on working out
detailed procedures for routine work. They did have Bertain
priorities, e.g., Institution code No. V's principal insisted
on discipline and owder. That of Institution Code No. K, was

very particular about personal appearance of both personnel
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and pupils. The principal of Institution Code No. W demanded
good social behaviour from his pupils while the principal of
Institution Code No. P did not seem to have spelt out his goals
in the context of an extremély expensive institution (the
enrolment numbered 2000 ). His contact with his pupils was
minimal tor him to attract his pupils to a higher level of
motivation. (The JIM scale scores for this institution were rather

low).

(x) Each principal's assessment of the critical areas
in administration showed that they were well aware of their
strengths and weaknesses- Almost all of them had blue-prints for
improvement. Of course, some Of these principals are gifted with

higher conceptual skills and would naturally attain a higher

. degree of success. On the whole, the studies seemed to point

out to the fact that against the context of their natural
management talents, how efrective the principal would make his
institution was depending on how well he clarified his values

in terms of the current situation.

Organizational Climate

Conceptually, organizational climate is the state of the
organization which results troﬁ the interaction that takes
place between organization members as they fulfil their prescrib-
ed roles while satisfying their individual needs. It is the
pattern of social ;nteraction that characterizes an organization.
The organizational climate of an institution is a very
authentic index of its effectiveness. Halpin states that the

sub-tests on Thrust and Esprit provide an index ot authenticity,
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the chiet distinguishing factor between an “open® and "closed"
climates. The principal who scores high on thrust is not
enslaved by a narrow definition of his role, nor does he seem tO
be pre-occupied with his status. He is more intent on task
accomplishment., The principals ot the twentyfive schools
(sampled) were ranked in order of their scores on Esprit and
Thrust. It was found out that schools that were characterized
by an open or autonomous climates haé scored high on Esprit
and Thrust. This resuit was in keeping with all previous
studies done on organizational climate.

A ranking of the sampled schools according to the sub-
test results on Esprit and Thrust indicated that some schools
ranked high on Esprit but low on Thrust. Esprit is the positive
dimension of the group behaviour viz, the staff. It implied
that the staff took surficient pride in their institution and
experienced a sense of loyalty or were sufrficiently attached to
the pupils or found meaning in their profession to function
efficiently irrespective of the type of leadership offered by
the principal.

Institution "p" ranked 6th for Esprit and 20th for’
Thrust., Institution "F"ranked 11£h for Esprit and 23rd for
Thrust.,

Tt would be interesting to study the role, established
tradition plays in creating a nurturing, motivating climate or'
environment for the educational experience ot the pupils.

'On the other hand, it was found that some schools ranked

high on Thrust but were ranking quite low on Esprit, e.g.,
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Institution "I" ranked 5th on Thrust an¢ 15th on Esprit;
Institution "T* ranked 6th an Thrust and 12th on Esprit while
Institution "G" ranked 4th on Thrust and 20th on Esprit. The
question arises ~ is the principal too directional or domineer-
ing in the pursuit of institutional objectives for though the
sub-test on production emphasis is really the negative dimension
of principal behaviour, the scores of this sub-test too show
high scores for all these principals. A more plausible reason
could also be that the values of society are changing and a
sense of commitment is losing its worth. rurther, it is the
acceptance, pgeference and commitment to values that transitorms
a profeggigp into a vocation. Unrealistic as it may seem, at any
one point in a person's development, his "job" will be more
meaningful to him as it becomes related to his conselous sense
of vocation. For a vocation gives direction to 2 person's life
as a whole, hopefully actualizing the purpoée that allows fbr
fuller actualization of his ind;viduality. when a person can
see his job as part of his fprseeable life span in his rela-
tion to others, then the drudgery that accompanies working at
any job is taken in stride as part of "my station and its
duties", If this vssion is lacking,'every task becomes a
burden and even a dynamic principal is an interfering leader.
Etzioﬁi (1961) explains that educational institutions to the
extent they are normative organizations, they do attract and
hold participants largely on the basis of their high cﬁmmit-
ment to certain ideals and goals and then one can expect to

find lqwer contlict between the individual and the demands of
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his role. This implies that if the person is at ease in his role,
he will achieve institutional effectigeness more easily. That
commitment & is a crucial ifactor in explaining behaviour over and
above the presence of inventiveg is also shown in an experiment
by Locke, Bryan and gendall (1968). 1In these type of institu-
tions, human relationships are even more crucial in atfecting

the way in which individuals function. Therefore, they are central
to task achievement, e.g., in a supportive climate, persons feels
less the need to detfend themselves and their position against
attack. self-initiated behaviour occurs more readily. People are
not pressurized into making decisions (Newell, 1968). This is
evidenced iﬂ Institution 'G'. On the other hand, the results

of Institution Code No.'D' would f£all on the other end ot the
continuum. It is characterlzed by the "familiar" type of climate.
puring data collection, the investigator felt staftt hostlllty
palpably and yet the climate emerged as familiar, studying the
sub-test scores of this institution it was found that it has
scored 59.4 on consideration, while the open climate prototypé
score is 55 points. The principal claimed that hé was always
respectful‘of others and acted with justice; some pupils too
credited the principal with these values. Hence, without attempt-
ing a conclusive remark, one could say that even though the
principal may not have succeeded in making his institution
totally effective, his values helped him avoid worsening the
situation. The same could be opined of Institution *X*' where
power struggle is the negating factor. Institution Code No.'X'

is characterized by the paternal type of climate but its next

dominant dimensicn is "openness”.
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& general impression received on the eight sub-tests for
each of the sampled schools is that:

(i) the scores on Aloofness are high. The "“open®
climate prototype score is 42. The schools' scores range f£rom
61,6 (Institution "I") to pointA48.9 {Institution "L");

-(ii) the “open" climate prototype scores on Dilsengage-~
ment are point 43. The schools' scores range from 60.2 (Insti-~
tution "EY) to 49 (Institution ®*wy");

(iii) the scores for Hindrance range from 60,7 (Institu-
tion "s*) to 40.4 (Institution "R"). The open climate prototype
scores are 43, However, the Popen” climate prototype scores
ftor Consideration are 55 while the schools* scores range from
59.4 to 49,6 indicating a closer distribution to the normal
distribution,

Thus, on one hand, the overall picture ¥ of all the
sampled schoolé show the sfores on disengagement t© be high,
on the other hand, these schools have achieved a good public
image and the scores on Thrust too are relatively high. But
the scores on Esprit are on the whole disappointingly low. The
gquestion arises - is this due to the quality of the leadership
of the principal or is it due to factors present in the teach-
ers themselves. Educators conversant with teacher trainees
programmes are ot the opinion that today more and more
applicants are getting inte the teaching protession as the last
resort of their job hunting spree. Hence, besides the fact that
the values of the society are changing, is mis-fitness tco a

contributory factor towards low or indifferent commitment both
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to the institution and to the teaching protfession. This naturalli/

calls for further study on teacher motivation and professional

values otr today.

Pupils! Acadehic Motivation

parents, teachers and administrators are aware that the
learning behaviour of their wards is influenced by the level of
their motivation for learning. The overall research f£indings
in this area of motivation is that it gives both direction and

intensity to the learning behaviour of children. What components

ror academic motivation are included in a pupils* desire to do

good work in school would yield helpful results - (Frymier, 1965,
1970) believes it is values, personality structure and curiosity
among other things that account for motivation towards school,
According to him, these pupils who are very perceptive and who
believe in the world of ideas are more apt to desire to do good
work in school than those who feel otherwise. Litwin and stringer
(1968) in "Motivation and Organizational Climate" state that
among the components of climate afiecting motivation ot pupils,
the chief ones are - statf-morale, teacher interadtion with the
pupils and the leadership behaviour of the principal.

The present study focuses on the last component investigat-
ing on how principal's values, institutional values and his
relationship affect the motivation of the pupils,

Taking into consideration, the family background of the
pupils tested in the twenty-five sampled schools, it was found
that ..... |

{i) the results supported the f£indings of the previous
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studies, viz., that pupils coming tfrom favourable cultural,
educational background were highly motivated which those from
poorer backgrounds showed lower scores on motivation, e.g.,
contras£ tﬁe results of Institutions Code Nos. *‘G*, 'M*, 'X',
'NY, 'F* and 'H', with those ot Institutions Code Nos. 'kK*, ‘'A',
'y, '(' and *B';

(1i) it was found that pupils whose expected scores should
have been low, had scored relaiivély high, e.g. Institutions Code
Nos. 'L', 'O', 'A'SU’ and 'PF';

{iii) There were other schools whose scores were lower
than would have been expected of them, e.g., Institutions Code
Nos. *'wW*, 'C', 'p', and '1‘'i )

(iv) schools which presented higher than expected scores
had a nurturing climate.

(v) Those schools where teachers showed surricient
interest in their pupils motivated them to perrérm better. This
was particmlarly noticeable in Institution "F" where instruction-
al leddership was not very evident and yet the school public
results showed were excellent., The JIM scale too registered
relatively high scores.

{vi) schools which had high scbres on motivation were
also schools where the principal took personal interest in the
pupils, The interview revealed that the principal budgetted his
time well, worked hard himselt as testiried to by the pupils,
toun@ time to meet them personally and took his tea;hing
assignments seriously, never sacriticing them in favour ot

administrative duties,
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(vii) It was found in the spontaneous responseéof the
pupils on the values of the principal that those principals who
achieved institutional effectiveness had values that were of
the affiliating type and less of the self~growth type. The
affiliating values were ‘other-oriented' values while the 'self-
growth' values built up the personalit& of the principal.

(viii) Twelve out of twentyiive schools that were sampled
revealed the priorities verbally owned by the principal to be the
same as the stated instiéutional values as they were:perqeived
by the pupils.

(ix) The pupils' manifested behaviour in the different
schcols differed. In those educational institutions where service
goals were pursued enthusiastically, the behaviour of pupils was
characterized by a simplicity, friendliness and a readiness to
go forward to help - a different pattern of behaviour from those
institutions who pursue elitist type of goals., Pupils naturally
identify themselves with their institution and the values that
the institution is perceived to uphold and encourage will £ind
their expression in the behaviour of the pupils.

(x) Pupils are by nature truthful, unless)threatened =5
- hence the number of values mentioned in their spontaneous

response really indicate how well the pupils know their

principal,

pPrincipal Effectiveness as Revealed in Other studies

In a study by ASCD (1960} focused on leadership for

improving instruction, five criteria were suggested for testing



the effectiveness of leadership.

These are stated‘in terms of "if ........ then" relation=-
ship.

(a) staff will be getting appropriate assistance in

defining educational goéls and objectives.

{b) Greater effectiveness in teaching will result.

{c) People will recognize themselves as responsible

contributors to a productive organization,

(d) The climate in which people will work will be condu-

cive to their own growth.

(e) Increases will be made in the wealth of resources

brought to teaching-learning situations.

vroom {1960) found that the more positive a school
pfincipal's attitude towards his organization, the greater the
tendency for him to perpeive similarity between the schoolt
goals and his own.

Pillai‘(1973) found that openness of climate does facili-
tate the capacity of the school to adopt newer educational
practices ané pupil performance is significantly better in open
and autonomous climate schools than that of. school of other
climate types.

In a summary report on the Senior High School Principal-
ship conducted by WASSP and descrihed in Vol.ITI had 60
veffective" principals studied. The tool was a 25 page structur~
ed interview and a 10 page questionnaire to collect data from
“"significant others". The study found that effective principals
devoted their time at top priority in this order: persconnel -

programme development and school management.
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It was found that the principals who claimed they were
spending their time as they wanted had ({(a) the ability to
delegate, {b) capable assistants, {c¢) faith in the competence of
others and concentration upon priority goals, In their functicn-
ing as administrators it was found effeétive principals consider-
ed themselves as important 'change-agents" they identified needs,
planted and nurtured ideas, provided rescurces and involved other
persons.

They believed that school tlimate and institutional
Esprit are directly affected by their own actions. They exercised
cecnsiderable influence over the atmosphere of their school by
establishing the quality.of human relationships and building
confidence and trust, They focused on the instructional leader-
ship aspect of their role and lastly they did not consider stress
a major problem, .

These f£indings are well replicated in a number of school
profiles. The values of the principal as assessed by him and as
observed by pupils are compared and a number of them would
synchronize, Since, values can be observed through behaviour,
the greater the coreness of the values, the higher will be their

CONgruency.

values - the Motivating Factor for Principals

The independent variabte values is considered as an
important motivating factor for administrative behaviour produc-
ing institutional effectiveness., It is assumed that values are
the underlying factors for organizational behaviour. They are

reflected in the goals and objectives of an institution, as well
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as in the way an institution is administered. The values people
hold affect their definition of institutional roles and their
perception of institutional eveﬁts. For each role-incumbent
seleétively perceives and organizes the relationship in terms
of his own goals, experignces and intormation. However, it is
also assﬁmed that the principal's values will influence his
perception and conseguently his decision both regarding the
fulfilment of tasks and the solving of problems, The more his
list of priorities are chosen values, the more conscious he
will be of his direction and identity and supply the community
with léadership that shows purpose and direction.

A& value system always consists of a cluster of values
arranged in rank order, Not all values’aye équally important to
an individual, Some are more central and lie at the core of the
personality. These are core values; these predesignated choice
criteria intluences all other choices. They may deal with how
a person ought or ought not to behave (instrumental values) or
with some goals of existence worthy or unworthy of attaining
(terminal values), It is the lattgr with their respective
cluster of instrumental values that are selected as important
ideals and environmental factors to aid education.

The problem of values has been studied by educational
psychologists, psychoanalyst and existentialist., One may
enquire, (presuming that values are important motivators for
action) on how objective or subjective is a man's value system?
What is the relationship between a man's values and his own

self-realization of them? What is the relationship between



22

674
personal values and human growth? And finally, can value clari-
fying occur without a discussion of the intrinsic worth of
certain values, Though these questions are not directly taken
up for study in this thesis, they do have a nearing on the
dynamics of values., The study does not attempt tO measure the
degree of clarification attempted by the principal in his value
system vis=-a~vis his administrative role not does it distin-
guish between actual values and value indicators, the latter
being preferences or ideals not yet acted upon. The tools do
throw light on whether the principal is in the habit of
clarifying his values or not, ‘

Further, cettain signs have been proposed by Hall (1973)
to indicate the presence or absence of values;¥Time is an
important indicator of what is important to us and what 5ur
valueé are, for what we value will engaged most of our time.
The factor of time, can be lcooked upon from two points of view:
personal and cultural, Firstly, the amount of time spent on
the different tasks will indicate the priorities of the
principal. Secondly, cultural value too will influence the
principal. If he sees his primary value in terms of how he
functions, he becomes what Erich Fromm calls him - "a market-
ed man”, The person with a marketing orientation is neither
productive, nor exploitive nor hoarding nor receptive. His
whole idea is that the only way to create is to exchange. The
market becomes really the judge of values. The market refers
not to the local market, but to the market in which things,

labour and personality are for sale., People are traded and
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used on the basis of the kind of perscnality required for a
given situation. It is easy to visualize, the administrative
pattern that will emerge from this a;titude. Cne different
to another that would -emerge when "persons" in themselves
were considered important., Money is another indicator of
values. Within specified limits, every principal has some
freedom in planning his expenditure, The characteristics of
the budget for time (will indicate the priorities in the

principal's value system. Lastly, the energy spend on the

various tasks will also indicate where the values lie, while

the tools have not been designed specifically to help discover
and name the vélues by means of these "indfcators", the
investigator has also used them in cbservation and interview
schedule to learn of the values of the principal.

The process of acquisition‘of values is a developmental
process -~ the highest point is called “a generalized set",
something that gives an internal consistency to a system of
values - ampredisposition to act in a certain way. (Bloom,
et al., 1965) or completing all the seven steps as described
by Raths, Merrill and Simon (1966) or working through the
elght steps of valuve intergrating process as described by
Savary (1974). All these lead to self-awareness, self-actuali-~

zation, self-possession. The twentyfive sampled schools show

a certain commenality regarding the functioning of values so

they could be grouped together,

Institutions N, J, H, &, and X had principals whose
dominant values was religious value., These belonged to

different dencminations but faith was an important motivating
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factor in their lives. They all stated in different.words
that they had a deep realiza;;on that their life and its
purpose especially rega@ding their profession had a meaning
that went beyond themselves./None of them thought of their
jobs only is socio-economic terms. They seem to have had
value-expériencing in the area of the holy. sSome psychologists
give credence to this: They assert that "human beings who
experience the *holy*' f£ind that this expérience is at least

as significant fqr them in their search for values as any
other - indeeé, othex yalues are both challenged and supported
by it". (Bertocci, 1967). He goes on further to say that the
orchestration of values depends ultimately on the particular
interpretation the experients give to their experience of the
holy*, There is further light through by another psychologist,
when discussing in depth, the experience, He calls it a
"religlious conversion® and defines it as the taccepting of
the Diviné as one's ultimate ground of being". If a person's
backgroﬁnd is Hinduism, naturally, the Divine will be unfer-
stood in that context and so on. The important thing is that
this conversion is not speculative. It marks a radically new
attitude towards selt, others and the,world ksavary, 1968).
This view is also supported by Alport {(1960). He recognizes
the need for a unifying philcsophy of life and he finds that
a mature religious sentiment connects a person to what he
regards as permanent or central in the nature of things.
Indeed, because it is part o the inéividual's search for

meaning, the mature religious sentiment will be more than just
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i25 emotidnal - more than cold reason, It will encourage the person
not to allow his life to run off into little rivulets by
confronting him with the demand that he takes seriously the
intergrity ot his values and their possible intergration with
a ground of keling.

An appraisal ofthis category of principals shows in their
self-assessment that they were realistic and clear on their
priorities. Institutions Code Nos, I, H, J. & and N showed
their principals had spelt out their institutional objectives
and were consistently pursuing them. On the other hand, Insti-
tutions Code No. € and I also claimed they had reliéious values;
however, their value profile as well as effectiveness protile
did not show high positive results. In both cases, observation
of these ipstitutions and informal talks with other role-
incumbents revealed that in the case of "I" the interpretation
of religious values had been narrow and communication skills
too had not been acquired, by the principal, In the case of
Institution "C" the religious values were at the stage ot
ideclogy and the principal seemed to look upon himself as the
custodian of these values not as one who would need to act
first on these values and then lead others. Institution Code
No. "HY was characterigsed by a cleér philosophy of education
that had been consistently interpreted in terms of the personal
religion values which the principal of Institution "J" and "“N"
showed what Rogers calls an evident sign of maturity. That
these type of people know their values and also recognize the

imposition and expectations ot other people’s values and
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calmly make a distinction between the two without wastage of
psychic energy.

The principals ot Thstitutions E, W, P and Vv too were
adherents ot certain values. But these as they were named by
the principal were instrumental values describing how a person
ought or ought not to behave, The priorities of these principals
had narrow basis and so didlnot gover the whole of their
administrative behaviour,., Except for Instituﬁion rp no core
values emerged on the results for Institutions E, W, K and V.
These principals had a scund philosophy of education but the
results seemed to indicate that this was not enough,

ﬁrincipals who had claritied their values appeared to
be persistent in their pursuit of an innovative practice, e.qg.,
Institutions Code Nos. J, _H and HN.

studying principals' vealues against their instituticnal

effectiveness indicated the need for a nurturing atmosphere for

the full functioning of principals' values, The principals of
Institutions X, Q, B and D, had indicated both& through the

tools and in their manifested behaviour that they were value~
criented, yet they 48id not éucceed in realizing their full(éﬁﬁééfﬂ
potential nor satisfactcrily achieve institutional purposes, as
indicated in their results. There was power struggle as the
negating factor in one, unravourable'management attitude in
another anG staff hostility in others. Observation showed that
while the principal managed to behave accorxrding to his

personal priorities in a limited fashion, he was not effective

as leader of an educational institution.
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Lastly, one may say that the study discovered that not
all por any value lends itselt to making the institution
effeftive. Values are powerful motivators but not all values
will lead to institutional,effectiveneés. In this study the
values have been culled out and named as being relevant are
Faith, Goodness and Competence.

1. Faith as a value was discovered to be important
from the principal's seli-assessment, and pupils respcnse in
the two tools. The Institutions which proved this were N, J,
H, S, A, G, L, D and ©,

2. Goodness was important and relevant was indicated
in Institutions R, T, O, H, J, A, F and H;

3. Competence was considered important by the respon-

dents of Institutions v, X, H, J., N and G.

Faith can be seen as a powerful motivator for the
principal because it takes a man beyond himself to commit
himselt to a career that is meaningful. This something thaet
is meaningful can be viewed as an unlimited power, a source of
all lite, an universal truth or goodness or ultimate fultilment
or accepting the Divine as my ultimate ground of Being. The
interesting thing about this is that it is not merely
speculative - it creates a desire tfor some form of personal
union with that "something beyond" and role-incumbents when
in a critical situation or traced with uphill tasks or
unsupported in their endeavour to achieve institutional

purposes testity that they feel upheld by the conviction that
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they limited physical resources are supported by the divine;

‘hence, in an act ot selt-tulfilling prophecy, they set out to

achieve what they expected of themselves., It is understood
that since this value ot taith is developmental the degree ok

success achieved by each principal will ditrrer.

The value of Goodness is essentiélly an affiliating
value; is a value that makes a person pleasing and helpful
to others. This terminal value afid a number of its clusters
are mentioned by the pupils in their spontaneous response on
the values of the principal. Aamong the most frequently
mentioned are kindness, approachability, love, courtesy.
justice and sportsmanship. The clientele the educational

institution handles is growing up children who have not the

'maturity, not the experience or endurance of the adult -

hence values which are of the nurturance type in the principal
will paturally attract the pupils. The value of competence
gains importance because the institution does not exsst for
its own sake. Unlike the family, it is not an end in itself,
hence the principal in his leadership role is committed to
fulfilling the tasks the institution has set for itself.
Besides the self image and the public image of the institu-
tion depends on its competency. A positive institutional
image will arouse a feeling of pride and happiness in the
personnel as well as the clientele and increase the level

of rationality among the role-incumbents, for individual
goals and institutional purposes cannot always coincide

with each other. Tn this important sense the institution
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will be effective, From the very start, the educational institu-
tion has been vi§ualized as a social systém. Hence, participation
and consultation in the decision-meking and problem-solving
process by the staff will lead to ego involvement and intergrate
the behaviour of the individual with the activities required by
the formal organization for goal attainment, The rationale is
that if the individual identifies with an end product and is
committed to attaining it, he will be more motivated to exert
additional energy and initiative towards that end. The committed
individual is not content to perform at expected levels., He will
sacrifice himself and his resources to attain institutional goals
-~ the image the institution bears will go a long way to wither
securing that commitment or not, ‘

The purpose of the study has been to discover the values
ot the principal within a given framework, to discover and name
those values that were helpiul, This purpose has been achieved.
Finally, certain generalizations arise trom this study:

(i) Principals whose value-system manifests a coreness achieve

a relatively higher degree of institutional effectiveness,
(ii) & principal needs more than a philosophy of education in

order to be effective.

(iii) To educate his pupils and lead his staff, the principal
must come acress more as a person than as an administrator,

{(iv) When principal's values manifest a coreness, the pupils!
observation show a gréater congruency with the principal's
self-assessment.

(v) values need a nurturing atmosphere.
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(vi) Effective principals estapblish priorities, clarify values
and communicate them successfﬁlly. For this they choose
neritical? situation and platform well.

(vii) The spiritual dimension seems to be a common factor in

all the schcols that are emerging as effective (relative-

lyy.

Non-Conclusive Observations for Further Study

The present study has limited itself to taking a set of
terminal values and their clusters and seeing how they bring
about institutional efficiency and effectiveness through the
principal. This study is limited in that it has not studied the
clarification process of values that have been chosen for the
study, value clarification implies that as a person clarifies
what choices there are which are having a major influence on his
personality, then only can he know himself, know the direction
he is taking and know what goals he wants to attain.

I. This approach suggests the possibility of studying the
principal clarifying his professional values vis-a-vis becoming
more and more effective.

ix. Theorists and researchers are looking for a functional
theory in leadership and they haée abandoned the notion of
leadership as a trait and hold that situational and reality-
centered leadership is the best type. This goes well with the
clarifyiné process because value clarification is done only in
terms of the situation facing the role-incumbents. There cannot
be a clarification of any value once for all. Hence research

could devise a model continuum for value claritication versus
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efficiency and éffectiveness.

IiI. & very important by-product of value clarificatioﬁ is the
establishment of priorities. If the principal has the habit of
establishing priorities {which is an intrinsic part of value
clarification) then the objectives &f the institution too will be
operationalized and priorities established for allotment of time
and resources - this im the long run would be & surer guarantee
of success in the achievement of the purposes of the institution.
Iv. One characteristics of a value;loaded regponse is its
consistency. It is consistent enough so that the person is
perceived by others as holding that belief or value. &lsoc, if the
behaviour is consistent to a given set of stimuli, then it becomes
predictable. Henfe, it would be possible to study which value
loaded behavioural responses lead to role effectiveness,

V. A consclous adoption of values would give a certain degree
of facility to the principal to constantly relate decision to
institutional goals, A very interestinhg study would issue from
investigating principal's values and the decision-making process
and finding out if there is any correlation between them. So

alsec the values of the pfincipal vis-a~vis his problem-solving

procedures could be studied,

" VI An important element of kehaviour characterized by valuing

is that it is motivated - not by the desire to comply or obey,
but by the individual's commitment to the underlying values
guiding the behaviour (Bloom, 1956). Hence, a value motivated
decision to act would be more resistant to outside pressures

and more helpful to the principal.
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An educatiocnal institution must manifest functional
relationshkips not just the maintenance of a pleasant, friendly
atmosphére, Functional relationships suggest that the administra-
tor requires staff and students to be held responsible for their
actions and experience the consequences of their own acts. This
the principal can Go only;x if he had his own set of values. The
principai who is consistently clarifying his values will be keenly
aware of the way his environment - society, culture try to toist
values on him. (Hall, 1973) He will 5@ sensitive to imposing his
values either on the staff or the pupils,
VII. The principal possessing relevant values will choose demo~
cratic rather than autocratic procedures. Though his apparent
authority will diminish as prdcedures become more democtatic with
the passage of time, and participation becomes widespread, his
personal influence could well be greater. (Hughes, 1972) In other
words, thg exercise of power (ascribed or position) would be “
checked against his value system. This means that he will use his
formal authorfty to ensure compliance with his wishes as the
last resort over a resisting staff-meémber or any other personnel.
VIII. Values of¥ the principal could also be studied in relation
to role distortion and role clarification.
IX. A study could also be made of thgﬁiesence or absence of
congruency between institutional values and the principals person-
al values as leading to institutional efﬁggg;veness or not.
Xe Every organization has a variety of tasks to be performed
and a variety of workers to perform them. If the administrator

knows his staff and is convinced that task and person should be
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matched as closely as possible, he will establish some compati-
bility between particular role assigmnments and individual disposi-
tions, In order to actually accomplish this, the principal needs
to be objective possess a vision and not be moved by likes and
dislikes or take expedient decisions. values by their nature
take a man beyond himself and would dispose him to being
objective.
XI. Since the values of the principal and those of the
personnel will differ, principals could study effective ways of
giving inputs on relevant values., Observation during data
cellection indicated that eftectiVe)principals took time and
pains to train his personnel in the ideology and traditions of
the institution,
XII. An indepth study cbﬁld be made of the principal himself.
To £ind out how self-actualized he is (Maslow) as a result of
value-claritication in his profession.
¥XITI. There could alsc ke a study made of meaningfulness &£
educational leadership in relation to value commitment for the
present study indicates a relationship between them.
XIv. Finally, a study could be made between the value orienta-
tion of a principal whose institution is publicly recognized as
a humanized school, i.e., a school that possesses a school
atmosrhere based on a definite culture consisting of dealings
with our fellow men, of factual explanation and of living
together.,

¥ig. No0.5.80 shows how values function in the communica-

tion area of the educational system., In the educational
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enterprise, the task of achievement is closely linked with
successtul communication and the ultimate effectiveness depends

upon thef.

In the performance or the three major administrative tasks,
it is natural to enccunter or experience environmental and person-—
al blocks or obstacles. (These are listed in diagram 5.80). It is
assumed that the valye system will help the principal to deal
successtully with these obstacles, for a value initiated behaviour
is authentic, powerful and effective in terms of the current
situation.

actually, the problem of the school lies in its artificia-
lity, in the consequent decrease in its relationship with actual
life, in the danger ot its being overtaken by historical develop~
ments and the resultant need for it to be always in a process of
regeneration. The problem of the schood is also one of a relation-
ship between theory and practice and consequently oi the necessa-
rily constant effort to come to terms with both inspite of “the
tensions between them. Fig. No. 5.81 presents a global view of
organizational behaviour with the various dynamic forces inter-
acting in them. In the organization the personal and social
system meet in an interaction and the position of value system
is seen in its global context.

what this study postulates is that the personal values of
tﬁe principal are important and decisive in his functioning as
Head of Educational Institution. The existence of both personal

and environmental'blocks is recognized, but considering the
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personality of the .principal, the kinds of values he ascribes
to and how he has claritied them is closely related to his

effectiveness.
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