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ABSTRACT

Theoretically, the equation between the leader&i@pavior and school climate appears to be relayiv@mple
and straightforward, but practically it is foundharently complex and unpredictable for those whe working with it.
It is interesting that in spite of conducting studfter study on leadership behavior of school ppats,
there remain sufficient gaps in the knowledge bhsthe present article, the available researchesaducted in India and
abroad on leadership behavior in the context obstltlimate, are reviewed. Here, the gap areasmomted out and also
suggested the appropriate steps to develop anhhsigiong the principals to understand strengths amgknesses,

so that they can improve the climate of their origation.
KEYWORDS:Principal's Leadership Behavior, School Climate
INTRODUCTION

Since the beginning of principalship in educatieducators have struggled to define a distinctive for the
position. Theoreticians and analysts, separateaisedied the job and its place in the larger saridleducational context,
urging principals in one decade to be “bureaucraxiecutives” followed ten years later by “humamidticilitator” and

then “instructional leader” (Beck and Murphy, 1993)

Principals themselves have less time for theoretiebates; however, they struggle with their radéirdtion, on a
daily basis. How should | spend my time? What stitsleteachers, parents and board members expecf oug? What
should be at the top of the to-do list? In the pkestade, the growth of standard-based accountabdis intensified such

guestions.

The word ‘Leader’ appeared in the English languagiearly as the year 1300. Stogdill (19@djined leadership
as ‘the process of influencing the activities of amganized group towards goal setting and goal mpishment’
Leadership usually begins with a vision of succesglimmering intuition that solutions are possibfeleader, then,

is an agent for change. The leader changes whkatnvhat ought to be (Sergiovanni, 2001)

Cooley and Shen (2003) found that secondary maisireported they were engaged in new roles tshmply
been “layered” over the old job. That is, insteddraplacing former responsibilities or being integd into the job,
the new duties were simply added to what was ajrehdre. Thus, If schools lack clarity and conssnabout the

principal’'s mission, they may simply add new dutiesin already extensive list, creating job ovetloa
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The multiplicity of demand also creates role canfliSurveys persistently find that principals femin between
the instructional leadership that almost everyagrees should be the top priority and the daily geg@ent chores that are
almost impossible to ignore; often, the managemabponsibilities seem to take precedence (Coolely Simen, 2003;
Goodwin et al., 2003; Ricciardi and Petrosko 2001).

In the standard oriented age, contemporary visiéhsadership can easily be found in the professistandards
established by policymakers, practitioners and ensity professors. Foremost among these are tlelgués developed
by the Interstate School Leaders Licensure Consur{iSLLC), which have gained rapid acceptance. Jikéey themes

are as follows:
» Facilitating shared vision
e Sustaining a school culture conducive to studedtsaaff learning
* Managing the organization for a safe, efficient affdctive learning environment.
» Collaborating with families and community members
» Acting with integrity, fairness and in an ethicahnmer
» Influencing the larger political, social, econoni&gal and cultural context.

The standards, now used to guide principal prejgargrogrammes in at least thirty-five states, siavi these six

dimensions as pathways to one overriding goal destiachievement (Council of Chief State Schoolo®efé 1996).

Similarly, NAESP’s recent guide to professional elepment for principals emphasizes on leader’ riale
creating a dynamic learning community by giving thighest priority to student and adult learningttisg high
expectations, demanding content and instruction #msure student’s achievement, creating a cultdireontinuous
learning for adults, using data to guide improvetmand actively engaging the community (National gksation of

Elementary School Principals 2001).

The ISLLC and NAESP standard represent a “besttipeicapproach based on the judgement of experince
practitioners and knowledgeable observers. Is thesearch evidence to support this view of thedeadole? While these
guidelines have been in place for too short a tonprovide much direct evidence, a recent majoiere\of the literature

by Leithwood and Riehl (2003) identified a numbé&tamre practices” that seem consistent with ttandards were:

» Setting directions, which include identifying amticulating a vision, fostering the acceptance mfugp goals and

creating high performance expectations.

» Developing people, who involve offering intellectgéimulation, providing individualized support apdoviding

an appropriate model.

* Redesigning the organization, which includes stiteeging school cultures, modifying organizationalictures

and building collaborative processes?

Beyond the core roles (which are probably simitadgadership roles in many other types of orgaiuma),

Leithwood and Riehl (2003) noted that the curreshioation reform environment may require princip@scarry out
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several roles that are specifically related to aotability.
e Creating and sustaining a competitive school (ntaakeountability)
» Empowering others to make significant decisionséaéralization accountability)
» Providing instructional leadership (professional@amtability)
» Developing and executing strategic plans (manageaezountability)

Finally, Leithwood and Riehl (2003) found that masyccessful leaders are proactive in promoting @cho
quality, equity, and social justice. Admittedly,nitay be misleading to speak of “the” role of prpadi Leithwood and
Duke (1999), examining all articles on educaticediership published in four major administrationrjais from 1985 to
1995, identified six distinct conceptions of leatép: instructional (influencing the work of teachén a way that will
improve student achievement), transformational rGasing the commitments and capacities of schoaff)st
moral (influencing others by appealing to notiotfigight and wrong), participative (involving otherembers of school
community), managerial (operating the school edffitiy)and contingent (adapting their behaviour itatlfe situation).
They suggested that each conception reflects erdiff emphasis that should be viewed in termseottimnections among

leaders, followers, organizations outside as welhaide environment.

In past decades, many researchers conducted sttmlidmd out the best suitable style of leadership.
The most extensive and comprehensive research gmoged was initiated by Ohio State studies in 1945.
These studies aimed at identifying independent dgioms of leadership behavior. Beginning with ogethousand
dimensions, the description of leadership behawas narrowed down to two dimensions, i.e.(i) ititig structure
(ii) consideration. Initiating structure referstte extent to which a leader is likely to definel atructure his/her role and
those of the subordinates, in the search for gtiainment. Whereas, the consideration is descrlsatie extent to which
a person is likely to have job, relationships trae characterized by mutual trust, respect for slibates,
ideas, and regard for their feelings. A leaderhhigconsideration could be described as one wigst®ibordinates in

their personal problems, is friendly and approatshtibeveryone and treats all subordinates as gqual

Reddin (1970) offered managerial gird with 3-D mgavéal style theory. He added the dimensions of
‘effectiveness’ to the task-concern and relatiopsiincern dimensions, in recognition of the faet tihe effectiveness of
the leaders depends on how their leadership stigerelated with the situation in which they opecatWhen the style of a
leader is appropriate to a given situation, itderted ‘effective’. When the style is inappropriditen it is termed as
‘ineffective’. The difference between the effectiand ineffective styles was often not the actuddavéor of the leader,

but the appropriateness of the leader’s behavitr@a@nvironment in which it was used.

One very popular approach to identify the leadgrsttyle was “Blake and Mouton’s classic managegiad
(1978)". The two dimensions of the grid are ‘comcéor people’ (or relation) along the vertical asisd ‘concern for
production’ (or task) along the horizontal axis.e$h two dimensions are equivalent to the ‘consimeraand ‘initiating
structural’ functions identified by the Ohio Statedies. These are used as the ‘people-centerddtask-centered’ styles

in Michigan studies

In an organizational setting- parents, teacherd paimcipals have always sensed something speeiaindefined,

something powerful yet difficult to describe absahool’s inside environment or school climate referthe deep patterns
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of values and beliefs and traditions that have Beaned over the course of the school’'s history ahith are understood
by the members of the school community (Deal artdrBen, 1980; Heckman, 1993; Schein, 1985; StalpSanith, 1995)
and which is the one of the important factors tradfect the quality of education imparted in schools
A number of researchers have brought out its ingmoe as one of the factors affecting students ilggrn
teacher’'s behavior, their personality and qualisesh as their attitude and accountability towasdsool teaching and

other work along with the achievements of the ozgtion.

A number of researchers have been conducted whaoodstrates that the organizational climate istedl&o
several aspects of school life such as leaderstiiganizational ideologies, students and teacheewacteristics.
In the study made by Hall (1971) theorganizatioclahate was found to be related with the leadergfiphe school

principal.

Wright and his associates (1951) and Perkins (19@ije clearly brought out the significance of dlasm
climate as related to students learning and dewsdop. According to Norton (1984), a school climptays a direct and
critical role in determining what the school is awtiat it might become. The climate sets the tonetlie school’s

approach to resolving problems, trust, and mutespect and generating new ideas.

Sharma (1973) specified that school climate is rémulting condition within the school of social ardction
among the teachers and between the teachers aPRditicgpal. He had used both the R-technique aad}technique and
identified six types of climates — open, autonomdasmiliar, controlled, paternal and closed climakbe hypothesized
relationship between principal’s leadership behagiod school climate can be justified for psychaabpoint of view
that principal as a leader influences the behasfoteachers and other persons working in the scHaoliew of his
desirable and undesirable behavior, people mayloewgood or bad relations with each other as wellwdth him.
Thus, principal’s leadership behavior generatesique kind of atmosphere or climate in school axfthénces the work

culture of the organization, its production andpatitjuantitatively and qualitatively.

Theoretically, the equation between the principladership behavior and organizational climateeappto be
relatively simple and straightforward, while, iraptical; it is inherently complex, messy and unptdble for those who
are working on it. Although, often this field iepleted with largely descriptive studies of effeetileadership.
These studies have rarely tracked or explored sighificant ingenuous designing, the relationshigpween leadership
and organizational climate. It is interesting thmspite of conducting study after study on lealdigr®f school principals
in various guises, there remain sufficient gapthéknowledge base. We don’t know, for example, tvexactly the forms
of principal’s behavior result in school climata@ss different school contexts, and in differemtety of schools? We don't
know what particular combination of training andofessional development that benefits most prinsipal
wishing to improve their schools. But the most @mncfact is that we have very few studies that hexglained the

relationship between principal’s leadership andsthlimate in any depth.

A study made by Loisres (1978)vealed aignificant relationship between organizationainzite and principal's
leadership behavior, however, no matter how teacperceived their school organizational climateytkstill perceived
their principal, as an effective leader but Lojd®§7) found that they were insignificantly relatdde found that
representation demand, reconciliation, persuasagrigitiating structure, role assumption, constlen, and production

emphasis, predictive accuracy, integration, sup@nigntation, tolerance of freedom and tolerancenzertainty were not
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significantly related to school effectiveness.

Chang (1991)n his study investigated the leadership styleth@écontext of Hong Kong. This study took up the
two basic dimensions of leadership style: Relatow Initiation structure. An organizational processs measured in
terms of teacher-teacher interactions, principatier interactions and perceived organizationakcéffeness by
employing organizational effectiveness scale dgpedoby Halpin and Craft (1963). The results sumgubthe traditional

belief that there is a strong relationship of leatlg to organizational process.

Further, Barnett, McCormick, and Conners (1999)dcmted study with the purpose to investigate; &) thlidity
of the transformational/transactional leadershipdehgroposed by Bass and Avolio (1997) in New SdMales state
secondary schools; ii) the validity of the schoelarhing culture model proposed by Maehr, Midgleyicksi,
Roeser, Anderman & Kaplan (1996) in New South Watase secondary schools; iii) the relationshiprafisformational
and transactional leadership behavior of schoohcpals with teacher outcomes — extra efforts, atiffeness and
satisfaction; and iv) the relationship of transfatimnal and transactional leadership behavior dbst principals with
aspects of school learning culture. The sample czeg 54% female and 46% male teachers, of whi®&b Were aged
between 30-50 years. The investigators used thdifetibr Leadership Questionnaire (MLQ) developsdBass and
Avolio (1997) to measure leadership style and Patef Adaptive Learning Survey (PALS) developedNbgehr et.al.
(1996) to measure the dimensions of school learnirture. As the statistical techniques, factor lfxgid and stepwise
multiple regression analysis were used. This singigstigated that first, in practice; teachers talstinguish between
charisma, intellectual stimulation and inspiratiomaotivation. Second, the teachers did not distisigubetween the
transformational leadership behavior, individuahoern and the transactional leadership behaviotirggent reward.
Third, the positive teacher outcome of extra effosatisfaction and effectiveness were found talbsely related to the
transformational leadership behavior of individuadncern. Fourth, the relationship was found to tekistween

transformational leadership behavior of the sclpoiwicipal with aspects of school learning culture.

Further, a study made by Ireh and Bailey (1999)rémad the relationship among Ohio Superintendeattdeship
styles, style adaptability and certain distinct releteristics identified as change oriented. Surdasya from 611
superintendents showed that only per student cligxipenditure was significantly and positivelyateld to leadership style

adaptability. Years of administrative experienduenced the use of a participatory style.

A survey by Daresh et. al.(2000) over 30 ‘expeduthwest principals, revealed several charactesistif
effective principals: possessing technical skilfgluenced by human relations and legal mandatesating an inviting

culture, building community, being an ethical pidaher and understanding relationships.

Mendal et. al. (2002) published their research mepa the study of leadership styles of elementsaiiool
principals in a Southwest Missouri school distrithe purpose of the study was to examine the prat'si leadership
styles and also was to examine which leadershigssgre related to a positive school climate. Datahe study were
obtained through a survey of 169 teachers in 3éashThe findings of the study revealed that thegamity of principals
practice a collaborative leadership style (basetherteacher’s perceptions). These collaboratimgrjpals also contribute
to the highest average scores on positive schonat. The most desirable leadership style to beigribute to a positive

school climate ,therefore, is collaborative.
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The study made by Tintavee, Patee (2010), emetgedehavior measurement model of eight factors @&h
behavioral indicators and revealed that nine belmavivere confirmed as common principal leadersieipabiors of all
study contexts. They are (1) envision future goall alirections for school, and clearly communicate staff
(Buranajant, 2007; Yukl, 2002); (2) be highly clamatic, role modeling and self-sacrificing (Kus2000; King, 2006);
(3) persistently pay attention to both people aratke (direction, vision, and goals) (LeksansernQ&@0King 2006);
(4) promote the school/relation in the communitfeetively (Sirisunhirun, 2004; Valentine & Bowmath988); (5)
strongly believe in clear structure and a chaina@hmand to goal achievement (Sirisunhirun, 2004gKkR006); (6) team
working and team development (Kaewmesri, 2002s@&irhirun, 2004; Yukl, 2002); (7) provide suggessiamd coach or
mentor for improvement, new working paradigm andspeal matters (Srisunhirun, 2004; Yukl, 2002); ¢8mmit to
instructional improvement and missions (Buranaja2®07; Valentine & Bowman, 1988); and (9) delegated
empowering (Kusol, 2000; Kaewmesri, 2002; Yukl, 2D0

Donnelly, Sean Niles. (April, 2012) provided evidenthat transformational leadership, relationalstiru
professional learning communities, and collecteacher efficacy are all related to student achiergnit was found that
teachers at the schools studied here tended to thiewprincipal as more competent in terms of lati@nal trust if they
also perceived that their principal had been aes&fal teacher in a core content area. Principal® wlso perceived as
more trustworthy in terms of reliability if they weconsistently visible, not only in classrooms, &lgso in common areas.
Principals who practiced transformational leadgrstontributed to student achievement by having sitipe effect on
teachers. This study’s findings supported prioreagshers indicated a relationship between profeakidearning

communities and student achievement.

In India, Darji (1975)conducted an investigation in 100 schools in ordestudy the leadership behaviour
patterns of principals, the overall organizatiociahate and other school variables The resultigfstudy showed that; (i)
Leadership behaviour dimensions and patterns playeducial role in organizational climate, staff nmle, academic
motivation, school innovativeness and academicustdf) The percentage of principals manifestinge tiHH
(Highest and High relationship) pattern of leadgrdbehaviour was the highest (49%); (iii) All theinzipals of open
climate school manifested the HH leadership behaviiatterns; (iv) The leadership behaviour dimemsiand patterns
were found to be significant, in relation to vatedof climate morale and innovativeness but notelation to pupil

motivation towards schools and academic statustuials.

Further, Gupta (1978) conducted a study to exartiineleadership behavior dimensions of the headmsasfe
secondary schools in Rajasthan, having differepedyof school climate and examining the dimensiainteadership
behavior and the factors of the personality of edeoy school headmasters, which may be used asmedof the school
climate. The researcher found significant positisfationships between school climate and all tfiemint dimensions of

LBDQ. Thus, the results of all above researchersaled that leadership behavior significantly afeéo school variables.

Attri (2002)conducted a study to know the effect of principakbninistrative background on school climate and
pupil’s achievement. The major findings of the stwdere i) school climate was found open, runningarprincipals,
who had administrative background and there wasedoclimate in the schools which were running unther
administration of principals without administratilbackground; ii) the teachers were found enthusi@stschools under

the administration of principals, who had previ@asninistrative experience; iii) it was found thaademic achievement
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of students is effected by school climate. 80% agEnate schools scored above average results,eah@mly 20% closed

climate schools achieved satisfactory results &9 Below average.

Few researchers were conducted to find out thetioakhip of leadership and school climate / culture
In their original study Halpin and Croft (1968)ministered their OCDQ in 71 elementary schoolganous parts of the
country. It was found that the schools varied iairttclimate profiles. However, later in his studgnducted by Hall
(1971)organizational climate was found to be relatedhtoleadership behavior of school principals. It wascluded in
this study that leadership behavior characterizethigph homothetic and high ideographic orientatiomsy lead to more
open school climates. The study tended to showthigatlimate of an organization is very much asrecfion of leadership
style and qualities. Further, principal’s non-vdrbahavior was found associated with the orgarorati climate of the

elementary schools.

In their research article, Barnett et. al. (1999otqed that if we are serious about school reform,
making a difference to the learning and motivatidstudents, we need a much better understandisgtafol culture and
educational leadership, and the ways they areregitded, because research indicates that bothriticalcto reform and
improvement of schools (Sashkin and Walberg, 19@8gio Vani, 1996; Stoll & Fink, 1996)

Also in India Sharma, (1973nd Sharma et.al (1978)und a significant positive relationship existibgtween
school climate and structural behavior and the idenation behavior of school headmasters. FurtSbgrma (1975)
studied the relationship of school climate with saheffectiveness, principal’s effectiveness anacker’s satisfaction
along with other variables. Lochana (19&kudied therelationships among administrative behavior, organdnal
climate, teacher’'s morale and the traditional argpessive character of the school. He found thexethvas no significant
relationship between the administrative behavigpraicipals and organizational climate of schoaid the administrative

behavior of school principals influenced the tridial or progressive character of schools.

Similarly, Darji and Dongre (1982) confined theiudy to 25 secondary schools, to identify the |esldip
patterns of schools principals as well as the amgdional climate, type of schools and the natudrerganizational health
of schools, through the leadership behaviour patesf principals The findings of the study reportddt close
organizational climate was prevalent in 32% of sthoopen climate in 18% schools and autonomousaté in another

18% schools and open as well as closed climateweas prevalent in district schools than city sckool

Further, Sampuran Singh (1988) his study aimed at determining the pattern ofaoizational climate,
leadership behaviour and moral development in feenentary and secondary schools, reported thatesiary and
secondary schools were found to be similar in teatlehaviour in a task oriented situation, elenmgnsahool teachers
were higher in spirits and intimacy than secondsaiiool teachers; initiating structure as a dimensb leadership

behaviour was significantly related to the dimensiof school climate.

Baraiya (1985)also conducted a study on 500 teachers, 100 hetehsiaand 75 management members of 100
higher secondary schools of Gujarat state to fintl the organizational climate in relation to leath@p behavior,
sex and age of head masters and management. Tlhemax@ used — Organizational Climate Descriptiare§ionnaire
(OCDQ) developed by Halpin and Croft, Leadershiph&gor Description Questionnaire (LBDQ) and Multifar
Leadership Behavior Description Questionnaire (MI@Ddeveloped by the investigator. The study revkdleat a

number of schools having a closed climate are rti@e the number of open climate schools. The memagt members
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having poor consideration, sex and age of managemembers does not influence the climate of schools

Dhulia (1989)conducted a study on the role of administrativdestg teacher’s job satisfaction and student’s
institutional perception, in determining the natafeschool climate. In the study, researcher imfgrthat the school
climate was found to be positively and significgrdbrrelated to the teacher’s satisfaction. Siryila€hakraborty (1990)
conducted a study on the organizational climatseasbndary schools of West Bengal and its correlatioh other related
variables. Significant and positive correlationsrevéound between the school organizational clinzate the leadership
behavior of the principal, the job satisfactiontefichers and school effectiveness. Furtbayajothi (1992ronducted a
study on organizational climate and leadership Wiehaf principals in relation to teacher’'s moratecentral schools and
concluded that — i) the central schools of the Madregion differed in their climate. 18.75% had romdimate,
12.5% had controlled climate, 6.25% had familiamelte, 06.25% had paternal climate and 37.54% laskd climate,
ii) experience and age did not discriminate thecggtion of school climate, teacher morale and leskde behavior,
iii) the open climate related best to the perceptié leadership behavior of the principals by tleachers and the

autonomous climate had the least relationshigeaflership behavior differed with climate.

Barnett, McCornick and Conners (2000) again studres leadership behavior of school principals, eas
outcome and school culture. This study was basedheninvestigation of Bass’s conception of transfak and
transactional leadership with teacher outcomes aspbcts of school culture within the Australianosetary school
setting. Forty-one randomly selected governmenrsgary schools participated in the study.. The Nadtor Leadership
Questionnaire: (MLQ), developed by Bass and Av(ili®97) was selected to measure leadership stykefiltiings of the

study revealed that -
* Most of the variance in leadership behavior ocaiaethe teacher level

» Assignificant relationship was found between transfal and transactional leadership with teachecaues and

school learning culture.

« Transformational leadership behavior managementekgeption passive was negatively related to teacher

outcomes and school learning culture.

e The Transformational leadership behavior (individe@ncern) had significant positive direct and medt effects
on teacher outcomes and school learning culturéheateacher level. In conclusion, this study sgtgg that
transformational leadership was more facilitativgositive transformational and transactional leatigp helped

to explain variation in teacher outcomes, task $ogoal and excellence in teaching.

Further, DeMoss (2002) offered a typology of a spew of school leadership styles across four matqiadrs of
schools within the same high stakes testing enment (climate), examining the role leadership plegeer a decade in
framing how schools would respond to the testingirenment. Principal’'s philosophies about theirffstnd roles as

leader reflected teacher’s approaches to instmatichanges and school’s long-term achievemensgain

Marshall et. al. (2004alsostudied on the relationship among these variabsebieol distinct health, total quality,
principal’s behavior of school organization anddstut achievement. The purpose of this study wadetermine the
congruence among W.E Deming’s 14 points for totzdliy management (TQM), the organizational healttschool

distinct and students achievements They found & lagrrelation (0.88) between the number of Demingnts
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implemented within school districts and overall anigational health and also found a significanatieh (p<0.01)

between organizational health and students ‘achient.
CONCLUSIONS

In brief, above researchers conducted on the oeiship of leadership behavior and climate of orgativn
revealed contradictory results and thus, it ispustsible to draw any definite inference on the$aséihe findings of these
researchers. Therefore, there is a need to cosduw more researchers with more rigorous desigksaw the impact of
principal’s leadership behavior on the various agpef organizational climate responsible for imping the quality of

education as well as the environment of the orgsioiz.
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