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JOB SATISFACTION AND LEADERSHIP STYLE: A STUDY OF
MICHIGAN HIGH SCHOOL PRINCIPALS
David A. Barry, Ed.D.

Western Michigan University, 2002

Given the magnitude of importance in the role of the school principal, it is
important to understand some of the job satisfaction factors related to the retention of
current school principals particularly as it relates to leadership style.

This study focuses on the retention of current principals by analyzing the job
satisfaction of Michigan high school principals and examining its relationship with
the principal’s leadership style. This study incorporates correlation research methods
and survey procedures which include a self-administered questionnaire by the
principal.

The subjects for this study were randomly selected from the target population
of all Michigan public high school principals who were employed during the 2001-
2002 school year. From a random sample, a total of 403 Michigan high school
principals received the surveys with 173 principals responding.

First, in regard to job satisfaction, the study reveals that male high school
principals tended to be more satisfied with their promotion ability than female
principals, and principals in Class A schools had a higher satisfaction with promotion

than those in smaller schools. Overall, male principals in class B high schools had
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greater job satisfaction than principals in class C high schools and the relationship
between job satisfaction with pay and with work suggested that those principals who
were paid more also were more satisfied with their work.

Second, in regard to leadership style, the study reveals that principals in class
A high schools scored significantly higher in transformational leadership than
principals in class C high schools. Likewise, principals between the ages of 46 to 55
as well as between the ages of 56 to 65 had a greater Individualized Consideration for
others than those between the ages of 36 to 45.

Third, in regard to the relationship between job satisfaction and leadership
style, the study reveals that a principal’s job satisfaction increased when the
principal’s leadership style was high in Inspirational Motivation(IM), Individualized
Consideration (IC), Idealized Influence(IC), and Intellectual Stimulation (IS) (the
transformational leadership styles) and low in Management by Exception (MBE) and

Laizze-Faire (LF) (the transactional leadership styles).

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



INFORMATION TO USERS

This manuscript has been reproduced from the microfilm master. UMI films
the text directly from the original or copy submitted. Thus, some thesis and

dissertation copies are in typewriter face, while others may be from any type of
computer printer.

The quality of this reproduction is dependent upon the quality of the
copy submitted. Broken or indistinct print, colored or poor quality illustrations
and photographs, print bieedthrough, substandard margins, and improper
alignment can adversely affect reproduction.

In the unlikely event that the author did not send UMI a complete manuscript
and there are missing pages, these will be noted. Also, if unauthorized
copyright material had to be removed, a note will indicate the deletion.

Oversize materials (e.g., maps, drawings, charts) are reproduced by
sectioning the original, beginning at the upper left-hand corner and continuing
from left to right in equal sections with small overiaps.

ProQuest Information and Learning
300 North Zeeb Road, Ann Arbor, Ml 48106-1346 USA
800-521-0600

®

UMI

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



UMI Number: 3065396

Copyright 2002 by
Barry, David A.

All rights reserved.

®

UMI

UMI Microform 3065396

Copyright 2002 by ProQuest Information and Learning Company.

All rights reserved. This microform edition is protected against
unauthorized copying under Title 17, United States Code.

ProQuest information and Learning Company
300 North Zeeb Road
P.O. Box 1346
Ann Arbor, Ml 48106-1346

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Copyright by
David A. Barry
2002

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



DEDICATION

This dissertation is dedicated with deep love and affection to the following
individuals who have impacted my life profoundly. First to my parents, Richard and
Shirley Barry, who instilled in me a passion for reading and learning as well as the
determination to succeed. Secondly, to my lovely wife, Cindy, who has always been
supportive, encouraging and understanding of my efforts to achieve various goals. [
am deeply grateful for her patience, love and support through this project. Finally, to
my dear children, Andrew, Katelyn, Caleb, and Lucas who are an incredible source of
joy. I am sure they are happy to see Dad bring closure to this project, knowing that [
will have more time to play with them.

[ hope this work will serve as an example for them of what it means to dedicate
oneself to a goal, commit the time and energy, and make the necessary sacrifices to
achieve your goal. Through perseverance all things are possible. [ hope [ have been a

good role model.

ii

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



ACKNOWLEDGMENTS

[ wish to acknowledge the following individuals who were highly instrumental in

assisting me with bringing this project to fruition:

Dr. Van Cooley, my major advisor and doctoral committee
chairperson, who not only guided me but became a mentor, motivator,
and inspirational leader. I will always remember and appreciate the
confidence he had in me to start and complete such a massive and
challenging project. His patience, thoughtfulness, experience and
encouragement made this pursuit a bit smoother and the completion
attainable

Dr. Katharine Smith and Dr. Cheryle Crawford, committee members
for their support, wisdom and encouragement throughout my period of
study.

Dr. Jiapeng Shen, professor, for his support, encouragement, and
inspiration in my writing. His servant leadership and dedication to
graduate college students is encouraging.

Dr. Russell Albright, friend and mathematician, who assisted with the
statistical calculations in the analysis process. His friendship
throughout the years has been an encouragement to me.

All the Michigan high school principals who took the time to complete
the surveys and return them.

Lisa Heitsch and Kathy DeYonker, staff members at Walled Lake
Central High School, who supported my efforts with the mailing and
scoring of survey data.

David A. Barry

iii

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



TABLE OF CONTENTS

DEDICATION. .. oo e
ACKNOWLEDGMENTS ........ooiricineecenseseesstnsessecsneseessssssasssnsssones
LISTOF TABLES ...ttt ettt easss s ennees

CHAPTER

. INTRODUCTION.......eemiteeceteertrecrireeceeeeessneesaeessesssnasssessnssessseennns
Statement of the Problem..............ccooiiiiiiiiiiiiiiets
Context of the Problem............ccomeieveeveeieiiiieneeceeeceeecceeeeeene
Demographic Factors Associated with Principal Attrition..........
Job Satisfaction Factors Associated with Principal Attrition......
Importance of this Study......ccccuveeeeivieeririeereeeirceeeeeeee e,
Operational Research QUESLIONS........ccccoeeueremeeriirrieecreeeecerraseenns
Definition Of TEMMS ..cc..eoeeereierreneeeeeeeeeeeceeeeerresereseseeeesnnesaees
ASSUIMPRIONS .......oveeeeeenereeerreeeersrssssesssseressessssesesssssasessssssssesssssses
LimMitations.........ccvvieeieceieeeeeereeeeeesesreeseeseeeseesaeseseessnsssennens
Chapter SUMMArY ......coccciiiiieeieeerceseneee e ceeeseessseessasenses

[I. REVIEW OF THE RELATED LITERATURE............cccceveeeecannnen.
INErOAUCHION .....oonneriicceccecee e e e s aeesenaees

JOD SAUSTACHON. ....eeeeeeeeeteeeieeeeeeete s teeeeeeseseseesreeessesasessssnens

One Dimensional Job Satisfaction Theory-Work
Environment Characteristics.......c.cocceeeeerueereeeceeecee

------

........

........

........

........

oooooooo

........

........

........

........

........

........

........

........

........

........

--------

One Dimensional Job Satisfaction Theory-Demographlc
Characteristics.......oooneverescesaecennes

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

;;;;;

10
13
15
16
19

20
22
22

22

24



Table of Contents—continued

Personal and School Characteristics with Job Satisfaction.......... 27
Two Dimensional Job Satisfaction Theories ............ccocnervennennns 29
Job Satisfaction in a School Setting ............cccoeveveveererererenen 32
Leadership Style ....... .ot 4]
One Dimensional Leadership Theories..........ccocovenevenincccencncns 44
Two Dimensional Leadership Theories .........cccccoeeeeeireinnueecenccnne 52
Three Dimensional Leadership Theories..........ccocceeeciiiiiiiccnnnnes 66
Multi-Dimensional Leadership Theories .........ccccoccrenirininurnnnnnn. 74
Positive Aency TREOTY .......coveeeeecureeeeeercererereereenerennereens 75
Strategic Leadership Theory......cccooveiccirnnieiieeeene 77
Transformational Leadership Theory .........cccccoceeinienvennnnn. 78
Rationale for Further Studies on Leadership Theories.........ccccccnnenee 87
Job Satisfaction and Leadership Style.........ccccooeiiinninniniiennenne 90
[II. DESIGN AND METHODOLOGY .......cccertmimrereerineteeserseesceesesessseserses 95
INTOAUCEION ......eveiiireeeeeeeeeeeceeeccireereeeseee s enesenee s saessssaessnsessnsssessns 95
Research Design .........o.couiviriiiiiecccienteerceetsstecesscenseeeesesnenne 96
Population Description and Sampling Procedure..........cc.ccccceeuereuennnns 97
[NSTIUMENLALION........coneiiieierceeececereeesseesseessee e e s s s seessaessaoessasensosns 98
Job Descriptive INAeX .....coooueiineieeectceeecceeereecereee et acneeee 99
Validity and Reliability .......ccccooveeuveooiriieieciiiiiccennne 101
Scoring of the JDI and the JIG .........ooverivcireeeeeeeceneee 102
Multifactor Leadership Questionnaire........................ ceeeeeeeeee 103

v

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Table of Contents—continued

Validity and Reliability ...........ccccoceeeeiinnniniiianreeneneene 107
Scoring of the MLQ.......oooueieeceeeceeeeeeeeeeeeee e 107
Demographic Information Survey..........cccoocevimiecrccnvcneiennne. 108
Data Collection and Procedures ............coueeeecreceirrreencrensereseecseensrennns 109
Data Analysis Procedures..........ccoccoeuueeenernrcrcenicnceeneennereeeeeeneeens 111
SUIMMATY ......ouiiiiiiiiiiieectnentteere et secsssereeseseeessneessssssesnsssenessssnnensses 113
[V. ANALYSIS OF THE DATA. ...t eececereaesneeseesesesrenens 115
OVETVIEW ...t rreeecce et e sane s e seeeeseseeesaessnsasesenesensensssens 115
Description of the Sample ..o 116
Research QUESLIONS ...........ccoveeeeeinreireriereeceeeeeceeecteenreecvneeees e sraeenens 120
Research Question #1-Job Satisfaction............ccceeeeerieeevrcecrnennens 120
Research Question #2-Leadership Style ........ccccoveeevemverrnenenn. 131
Transformational and Transactional Leadership Style.......... 141
Research Question #3-Leadership Style and Job Satisfaction...... 148
Transformational Leadership Variables .............ccccceeuenneen. 151
Transactional Leadership Variables ...........ccccocveeeeeennennnne. 154
Job Satisfaction Variables .............ccocoevniinnnnncciniencnnen. 155
SUIMMATY .....onueeiiiieiciiiereeeeereeeceeeenestesesassseeessesssssssesssnasasssssensesssssaens 157
V. FINDINGS, CONCLUSIONS, AND RECOMMENDATIONS .................... 164
OVEIVIEW ...ceeineiinitetienceeeeeessecesete s ce s sessssasess sesessneesaseseassessencssseeseenan 164
Purpose of the Study.................... tveeeeemeeseesestaeessaeesrasesanteenananreanas 165
StUAY DESIZ ...t ceeneeeeseneeesnaesesens s esaessnsessasnns 167
vi

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Table of Contents—continued

Findings.......cccoeeeeeeveeenvnnennnn. reeeeeseeeeeereesassnseeaasenaeaeesrnsasensnese sanaeessanes 168
Research QUESHION | ......cccovrereerrrrrrrneerrenerecssveenaeresrosesessrssnsnnenses 168
GENAET ...t et erree e e e e ressesaenrasssesesesesesesnnns 169
SChOOL SIZE.....coo ettt eeee s eeee e s secneneessenes 170
Years in POSItION ...cocovveeeiirerreecrceeecceteee e cneseeeeesenneeeeaes 172

PaY oot rsas e asa st e s s s e e e eee eeeernnes 174
Variable INteractions........ccceecumueereeieeerienenrenenteeeceenseeeseeesrnnes 175
IMPlICALIONS ......coreeeiiiiiiiietertecccec et 176
Research QUESHION 2 ......ooeeeeieiienceeeeeeeeeeesennnerersessessaansanannas 176
Contingent ReWard..........ccoeceimeerrccreirnceeeceeeeeneesene s 178
Management by EXCEPiOn .......ccccceeeerueenreerieeciienceceneenene 179
Intellectual Stimulation ............c.oceeieeeiieeerreeerereeerceeeeeeneen. 180
Inspirational MOtivation.............ccccoccceevceennerccnnnssseinsssnensncenns 180
Individualized Consideration...........cccoceeeeeeecrrercrcernceeeennneen. 181
Idealized INfIUENCE .....cooeeeeeeeieeecceee e e 182
Transformational Leadership Style..........cccooceevivnernannnenee. 182
Transactional Leadership Style.........cccoovveerveeivcereccencenennnen. 183
IMPLCAIONS .....eeeneeeeiee e ree st aeeeeeaees 184
Research QUESHION 3 ......ooooriiiereeeeeeetenemrereeeeceeeeee e e e e e eaenes 185
Job Satisfaction with Work ........cccceeeveeinieemicninccrcccccenncneene 186

Job Satisfaction with Promotion .......c..cceeiicevrrrcrrececcnnnenne. 189

Job Satisfaction with Supervision ..........cccccoeeveecevcriccccneenns 189

vii

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Table of Contents—continued

Inspirational Motivation............ccccceeveevueennnecennrceneeensenenenns 190

Individualized Consideration.............cocceeeeeceeecrerenecenneccecnene 191

Management by Exception....................... ceererteeeereneeaaesnnaes 192

IMPLCAtIONS ...ttt 192

Recommendations ...........ccccccerereeeneereennreceneenceenceeesereeeseesneesnenenns 193

Action Recommendations..........cccocuereeeeeiereireceenneeeenrrrnnenceesenees 194

Future Research Recommendations..........c.ccccceeeerveinnnnceccuncnnne 194

Closing StatemMeNnt..........cooueerieeiiniirretneenreecesnteeeeaeesessseeesssnesssanes 195
APPENDICES

A. Permissionto use JDL.... .ot 197

B. Job Descriptive INSIIUMENL .......cccoeimiimiiineiiiinntinrrereneeenessessessesssasenens 199

C. Permission to use MLQ ......cccoeciiriiininiieniieniteeceeceeennseeeseeenesessssseessesseseens 202

D. Demographic SUIVEY........cocirieeineiiiintiineetcceresreeceesreessseses s snnes 204

E. Cover Letter to PrinCipals ..........ccovvemiiiiriicniiriireeniceieeceeeeeeeececesneeees 206

F. Permission from Western Michigan University HSIRB................cccccece..0 208

BIBLIOGRAPHY .......oiiiieeiecteenceeeescsneteneeeeseeesssesassatessssnsasssessssaessssasessssonss 210

viii

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



1A

10.

11.

12.

13.

14.

LIST OF TABLES

Frequency Distribution of the Personal and School Characteristics of

Michigan High School Principals-Age and Gender............ccccoeeerrvnerurenenenns 117
Frequency Distribution of the Personal and School Characteristics of

Michigan High School Principals-School Size...........coceveemiviiiincenninnanne 118
Frequency Distribution of the Personal and School Characteristics of

Michigan High School Principals-Years of Experience.............ccccceeveeeenneen. 119
Frequency Distribution of the Personal and School Characteristics of

Michigan High School Principals-Years in Position.............ccccoveicveniencnene 120
Correlations between Personal and School Characteristics of Michigan

High School Principals and Job Satisfaction Subscales ..........cocvvrvrrvrneruenne. 121
Correlations between Job Satisfaction Subscales of Michigan High

SChOOL PTINCIPALS ...ttt stereeeceneeeessae s ere e saee e s e e nnes 123
Measure of Central Tendency in Job Satisfaction Subscales......................... 124

Tukey's Studentized Range Test for Mean Opportunities for Promotion
Job Satisfaction Subscale and Gender ..........ccoeerveemeeiiiineeeeeeen. 125

Mean Distribution of the Personal and School Characteristics of
Michigan High School Principals-School Size with Job Satisfaction........... 126

ANOVA Results for Michigan High School Principals Comparing
School Size and Average Job Satisfaction........cccccceeeeieviercceienceinccenneeeeeeene 126

ANOVA Results for Michigan High School Principals Comparing
Personal and School Characteristics with Average Job Satisfaction.............. 128

Tukey's Studentized Test for Mean Job Satisfaction with Gender and
School Size Companison.........ccoevereeerieiieeseeecercere e crees oo sesneene 129

Tukey's Studentized Range Test for Present Pay Job Satisfaction

Subscale and School Size Comparison..........cccceeveeerieneeecerecreereeeneeeeeeeennes 130
Tukey’s Studentized Range Test for People at Work and Age ...................... 130
ix

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



15.

16.
17.

18.

19.

[
!\)

27.

28.

List of Tables—continued

Correlations between Personal and Leadership Styles of Michigan High
School Principals and Leadership Style Subscales............cccccvvevernnvneennnneen.

Measure of Central Tendency in Leadership Styles..........cccoovevivvcnnnnnnnn.

Tukey's Studentized Range Test for Mean Contingent Reward and
SChOOI SIZE ...ttt eeae

Tukey's Studentized Range Test for Mean Management by Exception
ANA GENAET ...ttt eesr e see e e s ssanees e s sanesassenssnsesenns

ANOVA Results for Michigan High School Principals Comparing
Personal and School Characteristics and Intellectual Stimulation.................

ANOVA Results for Michigan High School Principals Comparing
Personal and School Characteristics and Inspirational Motivation ...............

ANOVA Results for Michigan High School Principals Comparing
Personal and School Characteristics and Individualized Consideration........

ANOVA Results for Michigan High School Principals Comparing
Personal and School Characteristics and Idealized Influence........................

Mean Distribution of the Personal and School Characteristics of
Michigan High School Principals-Age with Leadership Styles.....................

ANOVA Results for Michigan High School Principals Comparing Age
and Leadership Style ... moieeeeeeeeceerrree e eeeee et sseees e aee

ANOVA Results for Michigan High School Principals Comparing
Personal and School Characteristics with Leadership Style-
Transformational........c.ccoouieiieeiinceeeierieeeercceeree e s e e sseesaeesssessnnsessesnans

ANOVA Results for Michigan High School Principals Comparing
Personal and School Characteristics with Leadership Style-
Transactional...........coeeeuriroiicciieetereeercereeesectee e e s e se e saeesssnseesssaasassasenses

Tukey’s Studentized Range Test for Transformational Leadership and
School Size COmMPATISON ...cciirrmiiierreiereeeiereeenreeeeseneeeeeeeeseeaaessreessnessssssonassnas

Standardized Canonical Coefficients for Leadership Style and Job
SASTACHON........oeieieeeeceetcereceerecett et e e e ceecssneesaesacssssesessasssansssssssenes

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



30.

31.

32.

33.

34.

35.

List of Tables—continued

Canonical Correlations between Leadership Styles (V1) and Job
Satisfaction(W1) of Michigan High School Principals..........c..cccoeernunenence...

Multiple Regression Procedure for Job Satisfaction Dependent Variable
Work on Present Job with Independent Transformational Variables ............

Multiple Regression Procedure for Job Satisfaction Dependent Variable
Work on Opportunities for Promotion with Independent
Transformational Variables.............cocoeimiinieiicicecneereene e

Multiple Regression Procedure for Job Satisfaction Dependent Variable
Supervision with Independent Transformational Variables...........................

Multiple Regression Procedure for Job Satisfaction Dependent Variable
People at Work with Independent Transformational Variables.....................

Multiple Regression Procedure for Job Satisfaction Dependent Variable
Work on Present Job with Independent Transactional Variables..................

Multiple Regression Procedure for Transformational Leadership

Dependent Variable Inspirational Motivation and Individualized
CONSIAEIALION ...cenireiiieireeeieececcicee e ceeeteseerneree e e e reeseeresssesasesessssaseessnnseens

xi

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



CHAPTER

INTRODUCTION

The principal is a pivotal player in either facilitating change or maintaining
the status quo in a school or whatever the issue in education. The importance of this
role is supported by research findings that affirm the importance of principal
leadership in school success (Austin & Reynolds, 1990; Cawelti, 1987; Deal &
Peterson, 1990: Donaldson, 1991; DuFour & Berkey, 1995; Ford & Bennett, 1994,
Immegart, 1988; Lewis, 1993; Leithwood & Montgomery, 1986; Sergiovanni, 1991,
Vandenberghe, 1995; Williams & Portin, 1996).

The Senate Select Committee on Equal Education Opportunity (1970) concluded:

In many ways the school principal is the most influential individual in any

school. He is the person responsible for all of the activities that occur in and

around the school building. It is his leadership that sets the tone of the school,
the climate for learning, the level of professionalism and morale of the
teachers and the degree of concern for what students may or may not become.

He is the main link between the school and the community, and the way he

performs in that capacity largely determines the attitudes of students and

parents about the school. If a school is vibrant, innovative, child-centered
place; if it has a reputation for excellence in teaching; if students are
performing to the best of their ability one can almost always point to the

principal’s leadership as the key to success. (p. 305)

Dwyer, Bamnett and Lee (1987) describe the principal as:

The source of leadership that will restore the nation’s confidence in the public
schools. (p. 5)

Hoy and Miskal (1987) have suggested:
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Principals are the prime administrative officers in the schools. They must find
ways to develop teacher loyalty and trust, motivate teacher effort, and
coordinate the work. The administration controls and services the technical
subsystems in two important ways: first, it mediates between the teachers and
those receiving the services—students and parents; and second, it procures the
necessary resources for effective teaching. The teacher needs are a basic
concern of the administration. (p.237)

Barth (1990) goes on to state the importance of the principal as:

Who knows in more detail and cares with greater passion about what goes on
in schools than teachers and principals? (p.26)

Summarily, Fullan and Stiegelbauer (1991) characterize the importance of the
principal as follows:
As long as we have schools and principals, if the principal does not lead
changes in the culture of the school, or if he or she leaves it to others, it will
normally not get done. That is, improvement will not happen. (p. 40)

Richard Riley, U. S. Secretary of Education, reiterated this theme when he
discussed the importance of retaining and attracting highly qualified candidates for
the principalship and said, *“The principalship is a position that is absolutely critical to
educational change and improvement. A good principal can create a climate that can
foster excellence in teaching and learning, while an ineffective principal can quickly
thwart the progress of the most dedicated reformers. In the coming years, the United
States will be faced with a leadership crisis in our schools. We will need more
principals than ever before” (U.S. Department of Education, 1999, p. 2).

As examples of more recent studies, representatives from the Arthur Anderson
firm visited 13 elementary schools (6 of which had been identified as high performing

and 7 as low performing) for the New Jersey Legislature’s Joint Committee on the

Public Schools. This report very clearly summarized that the most important
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component to school effectiveness was the school principal. The report reiterated the

committee’s findings as follow:

The one attribute of all the high performing schools we visited is a dedicated
and dynamic principal. These principals are committed beyond the normal call
of duty, and feel a personal responsibility to ensure the students’ success. The
principal is the educational leader of the school and the person who, on a day-
to-day basis, ensures that students receive a quality education. The principal
establishes high standards and expectations, and takes the initiative to promote
consistent commitment to those standards and expectations. Moreover, the
principals at these successful schools assume responsibility for the education
their students received and do not entertain excuses for why students do not
learn. Their belief that all students can and will learn permeates the school
environment and contribute to the success of their schools. However,
principals do more than just believe that students can learn. In order to obtain
results, they collaborate with other stakeholders to develop initiatives that
promote high academic achievement for all students (Arthur Anderson, 1997,

p- 24).
Teske and Schneider (1999) supported the report in their study of eight high
performing New York schools. While the schools varied in size, grade level and
characteristics of management style, one common theme emerged: every high
performing school had effective leadership by the principal. Teske and Schneider
further concluded that schools “succeeded to a large degree because of the alert,
consistent, resourceful, and sustaining energy of the principals” (p.26) and these
leaders were an *‘essential ingredient in school success” (p. 23). Given the magnitude
of the importance of the role of the school principal, it is important to understand the
barriers in either the recruitment of new principals or more specifically, examine
some of the factors related to the retention of current principals.

Therefore, this investigation and the purpose of this study will only examine
the retention of current principals to investigate a) the job satisfaction of Michigan

high school principals, b) the leadership styles of Michigan high school principals,
and c) the relationship of these leadership styles to the job satisfaction level of these
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same principals. The significance of job satisfaction was clearly outlined by Lawler
and Procter (1972) when they concluded that job satisfaction of employees influences
absenteeism and retention. The importance of retaining our current successful
principals is the basis for choosing this important topic. A closer examination at the
emerging problem of principal job retention becomes magnified in light of the
conclusions drawn by Kathleen McCormick (1987, p. 19) concerning the pending
shortage of new candidates for the principalship: “We don’t have enough people to
fill the jobs.”

Statement of the Problem

The preliminary analysis of the contextual problems associated with principal
recruitment and retention reveal two significant factors. The recruitment of people
who are willing and qualified to fill the role of the principalship is increasingly
difficult. There are two reasons for this difficulty in filling the principalship positions.
First, candidate pools are smaller and there are more openings prompted by increased
numbers of students and increased administrative retirements. Second, job
satisfaction of school principals and the retention of school principals may have also
had an impact on the attrition of school principals. Greater demands of the position
have reduced the attractiveness of the principalship. Each of these trends is cause for
concern. Both the attrition and retention of principals has resulted in a serious
shortfall of well-trained, high quality, and high-energy people available and willing to
serve in these important roles. The contextual framework or premise in solving the
problem of a shrinking candidate pool of administrators is either in the recruitment of
qualified candidates or the retention of current principals in their position. Since there
is much written about the recruitment of qualified candidates, further investigations

are needed in regard to retention of current principals. Shen, Cooley, & Ruhl-Smith
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(1999) reported that additional research needs to be conducted on factors associated
with job satisfaction and its impact on retention and recruitment of school principals.
More specifically, the question of job satisfaction of the individuals in these positions
and their relationship to leadership style has not been widely studied. According to
Yackel (1984), job burn out or satisfaction and its relationship to leadership style
among school principals is one that requires further investigation. This study is
intended to contribute to the body of research around the implications of the
principal’s job satisfaction and the impact in the recruitment and retention of both

perspectives with current principals.

Context of the Problem

Yerkes and Guaglianone (1998, p. 11) reported that the contextual concerns
inherent in the principalship include the public’s view of education in general. *The
American high school, designed for another age and another task, is in deep trouble.”
However, the role of the principal is one of the most influential positions affecting
school effectiveness. Better preparation, selection, induction, and evaluation of school
leaders have offered an important beginning to the problems faced in education. The
U.S. Department of Education’s Principal Selection Guide (1987, p. 112) states, “‘the
preparation, selection, orientation, and development of school leaders is one of the
most economical options for significantly improving schools.”

According to some reports from as early as 1984, there is a looming crisis in

the number of qualified candidates to fill these positions (Abrell, 1984; Craven, 1989;
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McCormick, 1987). Among the many news stories appearing about schools, the
media has proclaimed a new problem- a leadership shortage. Newspapers from Los
Angeles to New York have run headlines about the shortage of school principals. The
New York Times indicated that New York City schools began the 1999-2000 school
year with 195 principal vacancies and with interim or acting principals overseeing
144 schools (The New York Times, September 8, 2000, p.13). Another article
attributed the mass exodus of principals from local public schools as a result of,
among other things, *“job pressures, thin budgets and ever-increasing challenges
facing public education™ (The Boston Globe, June 29, 1997, p.1, West Weekly). The
article portrayed a crisis, citing an example of an affluent suburb that had only six
minimally qualified applicants for a financially attractive principalship vacancy. Bess
Keller, a writer for Education Week, addressed the critical issue of a shortage of
principal candidates by saying, *“Across the country, there’s not a hotter seat in all of
education than the one in the principal’s office™ (1998, p. 25). Not just the media is
aware of the changing working conditions for school administrators; others have
made similar observations (Daley, 1999; Hendrie, 1998; Houston, 1998; Keller, 1998;
Marloe, 1998).

In addition to the media promulgation of the pending shortage of qualified
administrators, The National Association of Elementary School Principals (NAESP)
and the National Association of Secondary School Principals (NASSP), in
collaboration with Educational Research Services (ERS), released findings from their

1998 study titled- Is There a Shortage of Qualified Candidates for Openings in the
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Principalship?. This study provided data that would support the premise of a
potential crisis in school leadership due to attrition and recruitment of new leaders. In
response to one of the survey questions, 47% of the urban districts, 45% of the
suburban districts, and 52% of the rural districts reported shortages of qualified
candidates for principal vacancies. This leadership shortage was reported in all school
community types and at each level in the school-elementary, middle, and high school.
Therefore, one of the contributing factors associated with the retention of high school
principals are the factors associated with job satisfaction. Wooster (1991) reported
that an increase in dissatisfaction among principals might result in a leadership void

in American schools.

Demographic Factors Associated with Principal Attrition

Long (2000) would suggest that during the next five years many of the
country’s teachers will retire or be eligible for retirement. This trend is also reflective
of the current school administrators, especially principals. One factor associated with
principal attrition suggested by Dowd and Keller (1998) is that many principals are
reaching retirement age (62% of principals surveyed by NAESP/NASSP). Likewise,
Parkay and Currie (1992) estimated that 60% of the principals working will reach
retirement age by the year 2000.

The average age of a principal in the United States is close to 50 (Long,
2000), and 40% of all U.S. principals will probably retire within the next decade

(Ferrandino & Tirozzi, 2000). Other projections indicate record-breaking numbers of
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retirees nationwide over the next five to ten years (Education Research Service, 1998;
Leithwood, Begley & Cousins, 1994). The U.S. Department of Labor estimated that
40% of the nation’s 93,200 principals are nearing retirement and that the need for
school administrators from now until the year 2005 will increase 10% to 20 % (Kurtz,
2000).

The problems caused by retirements are compounded by a shortage of
younger candidates to fill these principal positions when people retire and fewer
teachers who desire to fill these leadership posts. Jordan (1994) studied the availability
of new administrators to fill these positions upon retirement in the state of Louisiana
and discovered that the number of teachers seeking administrative certification was
shrinking. And for those teachers with administrative certification less than half plan
to enter into administration. Nationally, the percentage of K-8 principals younger than
age 35 dropped from almost 5 percent of all school leaders in 1988 to just 1.3 percent
in 1998, according to figures compiled by the National Association of Elementary
School Principals. Nearly half (47%) of the nation’s public school teachers hold
master’s degrees, many in school administration (National Center for Educational
Statistics, 1999). The findings of a 1998 New England School Development Council
(NESDEC) seem to summarize findings from other state reports:

When approached on the basis of numbers of certified (qualified) residents per

state. . .the supply of principals in general appears more than adequate to meet

the current and future demands. However, many New England districts have

experienced a reduced pool of quality applicants for administrative openings
(NESDEC, 1998, p.8)
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The urgency of this dilemma was reported by author Mark Stricherz reported
in an article in Education Week (October 24, 2001) that the New York City school
system has just 16 principals in its 1,100 schools who are younger than 35. Chicago’s
public schools have 13 under the age of 40, while Philadelphia employs 12 principals
under 40. Jill S. Levy, the president of the Council of Supervisors and Administrators
in New York, said the demands of the academic standards movement and the
bureaucracy of large districts make it hard for young leaders to be hired. Levy further
stated, *“‘the job is so complicated and it’s such an accountability position that young
principals, teachers, and assistant principals aren’t feeling prepared to enter the ranks
of principals” (p.7).

A study conducted in Utah found that half of all surveyed districts reported
principal shortages at all levels (Galvin & Sperry, 1996). The 1998 survey by ERS
found that districts were already experiencing difficulty filling important principal
positions that have opened because of retirements, resignations, and promotions. Fifty
percent of the 403 school districts surveyed indicated problems replacing elementary
and secondary school principals. Muse and Thomas (1991) stated that the projected
retirements during the next decade would be half of all current school principals.
Long (2000) stated that 79% of Indiana’s principals will probably retire by 2009. The
[owa Department of Education (1999) reported that among principals in lowa who are
eligible to retire by 2003, an astounding 93% plan to do so. Another factor associated
with the increase of openings for school principals is the number of openings created

by increasing numbers of students. For example, in the years between 1986 and 2006,
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10
school enrollment will increase by 48% in Washington State (Fotheringham, 1996).

The pool of applicants for high school principals is particularly low, and the problem
is widespread (Adams, 1999; Bloom & Krovetz, 2001; Bowles, King & Crow, 2000;
Fenwick & Pierce, 2001; Gilman & Lanman-Givens, 2001; Potter, 2001; Whitaker,

2000; Yerkes & Guaglianone, 1998).

Job Satisfaction Factors Associated with Principal Attrition

Further complicating the shortage of principals due to retirements, attrition,
and an increase in student population is the increased job stress and responsibilities
associated with the position. Murphy and Beck (1994) concluded that the principals
occupy a role with contradictory demands. Principals are expected to work actively to
transform, restructure and redefine schools while they hold organizational positions
historically and traditionally committed to resisting change and maintaining stability.
Bowles (1990) suggested that some of the factors contributing to the scarcity of
school administrators are limited administrator mobility, inequitable salaries,
escalating responsibilities, and little or no job security. The difficulties most often
identified with the job of principal include the following: work weeks of 60-80 hours
per week (Ferrandino & Tirozzi, 2000; Rodda, 1999), workload and its complexity
(Oberman, 1996), supervision of evening activities, minimal pay differential between
top teachers and administrators (Asch, 1999; Carrigan, Brown & Jenkins, 1999),
feeling “bombarded” with very high expectations of constituents, state and district

mandates, and increasingly complex society with attendant social problems. A similar
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finding by Gilman and Gilman (2001) outlined several components of the
principalship that hold back promising candidates from even applying for these
positions. Some of these factors included too little pay, costly and irrelevant
requirements, too many pressures, too many hats to wear, not enough time, and too
little authority. Symptoms of distress are building all around exasperated by the
inability of educators to develop coherent remedies to schools’ most pressing
problems. Fenwick and Pierce (2001) summarized it best when they reported in their
research on the principal shortage:
Although no comprehensive study has been done on the principal shortage, in
the minds of many people and the public in general is the image of the
overworked, underpaid, principal-bureaucrat tangled in a web of
administrivia, unionized teachers, uninvolved parents and disinterested
students, This image triggers a general reaction of sympathy and resignation:
*No wonder they’re leaving in droves-who would want that job?” (p. 27)
Cawelti (1994) characterized the principal as demoralized and having given
up on truly educating his/her students. According to Barth (1996), the primary reason
for low morale among principals was overwork and under appreciation from a public
fed steady diet of school criticism. Adams (1999) cited the erosion of authority to
initiate change, escalating expectations of accountability, lack of support, and a
stressful political environment for school leaders as other factors that cause principals
either to consider leaving the field entirely or to request classroom teaching
assignments.
In another report, James Doud and Edward Keller concluded in their

publication, The K-8 Principal in 1998 that these added stresses have caused a number

of principals to retire early. The authors reported that the 40% turnover rate among
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principals is a significant trend in the last 10 years, and is expected to continue over
the next decade. At a time when the demands of our society call for improving
education and the needs of our children cry out for leadership, the pool of available
candidates to fill the leadership role has been abandoned because of demographic and
job satisfaction factors associated with the position. School principals found
themselves in the brunt of criticism that is played out in highly public arenas. Further,
principals have reported that their jobs leave little time or energy for personal lives and
the financial compensation doesn’t match the expectations (Houston, 2000).

One option to address the principal shortage dilemma is the selection and
recruitment of new candidates to fill the administrative vacancies. Since there is a
significant amount of research and information to support the effort of recruitment of
new principals (Baltzell & Dentler, 1983; Bass, 1981; Comett, 1983; Cline &
Richardson, 1988; Duke, 1987; Jenson, 1986; Lindsay, 1985; Mojkowski, 1991;
NASSP, 1988; NPBEA, 1989; Schmuck, 1988; U.S. Department of Education, 1987;
Zakariya, 1983) and limited research on job satisfaction among school principals, this
study will focus only on the job satisfaction of current principals to add to the current
literature of this important topic. Demographic or job satisfaction factors aside, we
need to understand what sustains principals who stay in schools long enough to make
a difference. Donaldson (1997, p. 2) boldly stated the urgency of this pursuit: “As the
going gets tougher for school leaders and as we see wonderful teachers increasingly
choose not to become principals, the need to learn more about what is rewarding in

school leadership work becomes more urgent.”

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

12



13
Importance of this Study

A long history of research on leadership styles has resulted in many theories
as to what style is and what characteristics and traits are associated with those leaders
that are effective. However, research has established that leadership style is a
complex phenomenon that does not lend itself to simple definitions or statements as
to what style works best. One problem in trying to determine the relationship of
leadership styles with a person’s job satisfaction was that effective leadership style in
one situation was not effective in another. The situational nature of leadership style
has made it difficult to identify a single profile of skills that is best at all times
(Coleman, 1981; Duke, 1982; Pitner, 1986; Pitner & Hocevar, 1987).

Trusty and Sergiovanni (1966) reported that the largest deficiencies for
professional educators were satisfying esteem, autonomy, and self-actualization
needs. In light of these observations and what appears to be a void of research at the
secondary level, it was not clearly known which leadership style appears to be most
effective as it relates to job satisfaction. Therefore, this study provides useful
information for designing strategies and training programs geared to improve the job
satisfaction of principals. Additionally, the research could reveal some possibilities
for increasing principals’ satisfaction levels as a result of knowing which leadership
style appeared to be most effective or satisfying. Such information could assist them
when making decisions about various organizational activities. Moreover, results of
this study could provide a vehicle for educators seeking ways to discover the optimal

tools for school management by critically examining different leadership styles.
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Results of this study may also provide additional information that could be useful in
the selection and placement of principals in appropriate positions based upon their
perceptions of job satisfaction.

Therefore, this study focused on the relationship between leadership styles of
Michigan high school principals with job satisfaction of those same principals. To
investigate the relationships of leadership styles and leader job satisfaction, three
research questions were formulated. It is the hope of the researcher that not only
practicing school administrators benefit from this study but also administrator
preparation programs.

The first question was to discover whether or not there was a relationship
between a principal’s personal and school characteristics and job satisfaction. The
question asked: How do a principal’s personal and school characteristics as measured
by the variables of gender, age, years of experience, years in current position, and size
of school relate to the job satisfaction level of Michigan high school principals?

These varniables included in this study would be used to study the effects of job
satisfaction of the principal.

The second question was to discover whether or not there was a relationship
between a principal’s personal and school characteristics and leadership style. The
question asked: How do a principal’s personal and school characteristics as measured
by the variables of gender, age, years of experience, years in current position, and size

of school relate to the leadership style of Michigan high school principals? These
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variables included in this study would be used to study the effects of these variables
on the leadership style of the principal.

Finally, the researcher sought to explore the various leadership styles among
high school principals in Michigan and their prevalence and relation to job
satisfaction. In other words, it was an attempt to determine if principals’ job
satisfaction varies with specific leadership styles. How, then, does the leadership style
of high school principals currently employed in Michigan associate with the job
satisfaction of principals in general? An investigation of these questions should
provide useful information to current administrators as it relates to job satisfaction

levels.

Operational Research Questions

The following are operational research questions from the conceptual
questions presented in the preceding section of this chapter. These operational
research questions are then the basis for the literature review in the next chapter and
give an outline for the purpose of the study.

Question 1: How do a principal’s personal and school characteristics as
measured by the variables of gender, age, years of experience, years in current
position, and size of school relate to the job satisfaction, as measured by the Job
Descriptive Index (revised) of Michigan high school principals? These five variables

can be hypothesized using each variable as a relationship between job satisfaction of
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Michigan high principals and their gender, age and years of experience, years in
current position, and size of school.

Question 2: How do a principal’s personal and school characteristics as
measured by the variables of gender, age, years of experience, years in current
position, and size of school relate to the principal’s leadership style, as measured by
the Multifactor Leadership Questionnaire (MLQ) of Michigan high school
principals? These five variables can be hypothesized using each variable as a
relationship between leadership style of Michigan high principals and their gender,
age and years of experience, years in current position, and size of school.

Question 3: How do the leadership style of high school principals currently
employed in Michigan associate with the job satisfaction of principals? In other
words: [s there is a relationship between the Michigan high school principal’s
leadership style, as measured by the Multifactor Leadership Questionnaire (MLQ)
and job satisfaction, as measured by the Job Descriptive Index (revised) in their
current position?

Definition of Terms

The following terms are defined for the purpose of this study:

High School Principal. The head or director of a high school (Webster, 2000, p.
1052).

High School. A school inclusive of grades 9 through 12, or any combination of those

grades. (Webster, 2000, p. 1178).
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Job Satisfaction. The feeling an individual has about his or her job and effectiveness

in response to a situation (Locke, 1969, 1976; Smith, 1982; p. 6). It is often associated
with extrinsic and intrinsic rewards (Porter, Lawler & Hackman, 1975). The five job
satisfaction sub-scales as measured by the job descriptive index will be assessed to
classify job satisfaction. The five classifications are defined below (Stanton &

Crossley, 2000, p. 36).

Satisfaction with work. The employee’s satisfaction with the work itself. The various
attributes of work include the opportunity for creativity and task variety, allowing an
individual to increase his or her job knowledge, changes in responsibility, amount of
work, autonomy, job enrichment, and complexity.

Satisfaction with pay. Pay satisfaction is the attitude toward pay and is based on the
perceived difference between actual pay and expected pay. Expected pay is based
upon the value of perceived inputs and outputs of the job and the pay of other
employees holding similar positions or possessing similar qualifications. Pay
satisfaction is also influenced by the personal financial situation of the employee, the
economy, and the amount of pay an employee has received previously.

Satisfaction with promotions. Satisfaction with promotions measures the employee’s
satisfaction with the company promotion policy and the administration of that policy.
Satisfaction with promotions is thought to be a frequency of promotions, the
importance of promotions, and the desirability of promotions.

Satisfaction with supervision. Satisfaction with supervision is based upon a

supervisor’s consideration and employee centered interests (praising good
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performance, taking personal interest in employees, providing feedback and listening)
results in greater levels of employee satisfaction with supervisors. Furthermore, the
greater the supervisor’s perceived level of competence on the job, the greater the
levels of satisfaction.

Satisfaction with people. The degree of satisfaction with co-workers is thought to be
determined by the work-related interaction among co-workers and the mutual liking
or admiration of fellow employees.

Leadership style. The nine leadership style factors, as measured by the Multifactor
Leadership Questionnaire, will be assessed to classify leadership style. The nine
classifications are defined below (Bass and Avolio, 2000, p. 30).

Idealized Influence (behavior/attributed). The leader provides followers with a clear

sense of purpose that is energizing; a role mode! for ethical conduct, which builds
identification with the leader and his/her, articulated vision. Also, the leader has
certain personality traits that followers admire or wish to aspire.

Inspirational Motivation. The leader gets the followers to complete a goal.
Intellectual Stimulation. The leader gets the followers to question the tried and true
ways of solving problems; encourages them to question the methods they use to
improve upon them.

Individualized Consideration. The leader focuses on understanding the needs of the
followers and works continuously to get them to develop their full potential.
Contingent Reward. The leader clarifies what is expected from followers and what

they will receive if they meet expected levels of performance.
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Management by Exception(active and passive). The leader focuses on monitoring
task execution for any problems that might arise and correcting those problems to
maintain current performance levels. Also, the leader tends to react only after
problems have become serious to take corrective action. Often times will avoid
making any decision at all.

Laissez-faire. The leader does not respond to a situation or is absent when a critical
situation occurs in the organization. The leader will not actively seek solutions to

problems.
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