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LEADER ATTITUDES AND LEADER STRESS:
IS THERE A CONNECTION?
Earl B. Kaurala, Ed.D.
Western Michigan University, 1996

In an era of technological innovation, information explosion, and
state and national calls for educational reform, it seems important to
adopt processes that will allow for rapid diffusion of knowledge and
implementation of new technologies into classrooms. The leadership
provided by the principal is extremely important to this process.
Unfortunately, principals can be overwhelmed by the conflicting expecta-
tions that have become associated with their role within the educational
community.

The purpose of this study was to investigate the leadership
attitudes of Michigan secondary school principals and the relationship of
these attitudes to the work-related stress the surveyed principals indi-
cated they experienced. Of the 234 principals surveyed, 207 returned
completed survey instruments.

The instruments used in this study were the Tennessee Stress
Scale-Revised (TSS-R, McWilliams & Schnorr, 1989), the Leadership
Opinion Questionnaire {LOQ, Fleishman, 1989), and a demographic data
sheet. The variables for the study included TSS-R total stress scores,
TSS-R coping scores, LOQ consideration scores, LOQ structure scores,
gender, age, marital status, years of work experience as a principal, level

of educational preparation, grade levels for which the principal is
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responsible, presence of an assistant principal, environment, athietic
classification as an indication of school size, hours worked per week,
and principai seif-estimate of stress.

The study showed significant relationships between TSS-R total
stress levels and the following variables: TSS-R coping levels, LOQ
consideration levels, years of work experience as a principal, level of
educational preparation, grade levels for which the principal is responsi-
ble, presence of an assistant principal, and principal self-estimate of
stress.

The findings indicate that principals often do not cope well with
their perceived stress and that they are not always able to define the
level of stress they are experiencing. Although increased years of experi-
ence, advanced educational preparation, and reduced range of responsi-
bilities have a positive impact upon stress levels, the presence of an
assistant principal appears to be a somewhat stronger factor in lowered
stress levels. Further research, however, will be necessary to establish

the exact nature and degree of the relationships found in this study.
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CHAPTER |
INTRODUCTION
Context of the Problem

Change in education can be incredibly slow to take meaningful
effect (Mort & Ross, 1957; Pincus, 1974). In an era of technological
innovation, information explosion, and state and national calls and
mandates for educational reform, it seems important to adopt processes
that will allow for rapid diffusion of knowledge and implementation of
new technologies and strategies into classrooms. The leadership pro-
vided by the principal is extremely important to this process (W. F. Smith
& Andrews, 1989). Joyce, Wolf, and Calhoun (1993) concluded, after a
review of studies dealing with school-improvement initiatives, that
school administrators must have "broad responsibility for overseeing the
health of the organization, making and coordinating initiatives, and
governing the cadre (the technical unit that provides support within the
organization)” (p. 28). Furthermore, their investigations of previous
studies indicated that "integrated organizations, with collaborative social
climates, are more healthy to work in and generate more job satisfac-
tion" (Joyce et al., p. 25). This kind of an organizational environment
should result in change that is both rapid and lasting. Unfortunately,
principals can be overwhelmed by the often conflicting demands and
expectations that have become associated with their role within the

educational community. The resulting stress can diminish their

1
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effectiveness as leaders.

Bass's (1985) discussion of changes in leader behavior under
varying circumstances is reievant to the concept of ieadership during
times of stress. Bass pointed out the importance of personal characteris-
tics, such as personality and values, and their effect upon leader be-
havior under changing situations. In his review of the problem, he re-
ported that leaders with authoritarian leanings will continue to be author-
itarian despite situational changes and that leaders who follow egalitari-
an principles will change their style as the situational demand changes.
On the other hand, he also reported that

would-be transformational leaders, leaders with vision, will-

ingness to encourage others to look at old problems in new

ways, and to hold on to inner convictions despite continuing
disappointments, are persons who can withdraw and refocus

their energies, who can remain master of their own fate,

who have a variety of other strengths and talents which can

carry them during the times of troubles and adversities.

(Bass, pp. 171-172)

[t is precisely this kind of leadership that is needed of a school principal
so that the work of teaching and learning can continue during times of
changing political climates, conflicting calls for reform, and confusion
and uncertainty about best educational practice. The purpose, then, of
this study was to investigate the leadership attitudes of Michigan sec-
ondary school principals and the relationship of these attitudes to the
work-related stress the surveyed principals indicated they experienced.

A discussion of the research questions used to guide this study of
leadership attitudes and leader stress is presented in this chapter. The

discussion includes definitions of terms as well as implications for signif-

icance. This chapter, then, serves as a preliminary review of the
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literature and of the concepts which supported the need for a study of

this nature.

Leadership and Stress

Leadership

In a search for information that would contribute to the formula-
tion of research questions for a proposed study of leadership attitudes
and leader stress, it readily became apparent that leaders must be able
to create organizational cultures that are conducive to the achievement
of goals that have been embraced by both leaders and followers (Bennis,
1989a; Burns, 1978; Yukl, 1989). It also seemed apparent that princi-
ples of transformational leadership that contribute to the growth of
collaborative cultures will help to mitigate the negative influences of
stress by creating a climate mutually satisfying to leaders and followers
(Brimm, 1983, Burns, 1978).

Narrowly defined, leadership at the middle management level is
often considered to be "supervision." Thought of in the light of current
leadership theory, however, supervision is a positive form of leadership
which leads to growth and development of the leader, the follower, and
the organization. Sergiovanni (1991), for exampie, suggested that
authority for supervision stems from five sources: bureaucratic, psy-
chological, technical-rational, professional, and moral. Although the first
three sources are the most commonly held today, Sergiovanni wrote:
"If . . . a vision of teaching as collective practice were to emerge, pro-

fessional and moral authority would be the driving forces for supervisory
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practice. . . . Supervision would then emerge from within educators
rather than being externally imposed” (p. 205).

It is possible, then, that a leader who bases authority upon pro-
fessional and moral foundations will also grow and develop from within.
Burns (1978) noted that the relationship between the leader and the
follower has the potential of raising "the level of human conduct and
ethical aspiration of both leader and led, and thus it has a transforming
effect on both" (p. 20). Understood in this context, the purpose of
educational leadership is to facilitate the creation of an organization that
will be conducive to positive change and to growth for both leaders and
followers.

Sergiovanni (as cited in Brandt, 1992), in a 1992 interview, com-
mented that "traditional management theory is based on the notion that
organizations are managerially tight and culturally loose when it's prob-
ably the opposite: they are managerially loose" (p. 48). The culture of
successful schools reflects this mix of loosely and tightly structured
systems. One writer exhorted principals to be "tight on mission and
loose on technical aspects of how to achieve that mission” (Roberts,
1992, p. 93).

The culture which is established reflects the values that hold the
individuals in the organization together. When leader and follower have
worked together to build a culture so that they are united in mission, the
followers will become "purposeful and enterprising in their actions”
(Grimmett, Rostad, & Ford, 1992, p. 186). Ultimately, the leader's
purpose is to be part of a process that not only allows for change but

that naturally brings about desired change.

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



At this point, then, it is important to define leadership as it was

envisioned in this study.

Definition of Leadership

The process of transformation from one state to another is ex-
ceedingly complex. In the words of Burns (1978):

To perceive the working of leadership in social causation as
motivational and volitional rather than simply as "economic”
or "ideological" or "institutional” is to perceive not a lineal
sequence of stimulus-response "sets" or "stages," nor even
a network of sequential and cross-cutting forces, but a rich
and pulsating stream of leader-followership forces flowing
through the whole social process. The living tissue is unima-
ginably complex. Much that is causal must be inferred, as
apparent "leaders” react to anticipated motivations of appar-
ent "followers" before initial action is taken and as followers
react in advance to expected leadership actions. The actual
interplay and conflict of countless and infinitely varied
motive and power bases produce a density of relationship
beyond full comprehension, although the hierarchical and
developmental organization of motives, values, and purposes
imparts some order and direction. (p. 437)

According to Bennis (1989a), "the key aspect of the process
insofar as leadership is concerned is the ability of the leader to develop a
collaborative relationship with his subordinates™ (p. 2). Yukl (1989)
affirmed this definition of leadership by stating that leadership is a
"group phenomenon involving an influence process whereby intentional
influence is exerted by the leader over the followers™ (p. 3).

Bass (1985) described a transformational leader as one who is
able to motivate followers to do more than they expected to do. His
studies among leaders in business, government, education, and industry
showed that transformational factors were more highly correlated with

"extra effort by subordinates, perceived unit effectiveness, and
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subordinate satisfaction” (Bass, p. 32) than were transactional factors.

Rost (1991) proposed a postindustrial definition of leadership. His
definition presented leadership and management as two very distinct
concepts having differing purposes and, consequently, the definition
does not admit to the necessity of either concept being included in the
definition of the other. Under this definition, leadership has four essential
elements: "(1) a relationship based on influence, (2} leaders and follow-
ers develop that relationship, (3) they intend real changes, and (4) they
have mutual purposes” (Rost, p. 127). In his analysis of this postindus-
trial definition of transformative leadership, Rost rejected a moral defini-
tion of leadership while including an ethical dimension. His argument
was that a moral definition pertains to the content of leadership whereas
the definition needs to be more concerned with process, which includes
the ethical dimension. He asserted:

What leaders and followers, as well as leadership watchers

and commentators, need to know about the ethics of leader-

ship is the centrality of influence in the leadership process

and the essentiality of mutual purposes as common purpos-

es. When they have learned that, they can then talk about

and encourage good leadership--that which will, according to

their moral standards, generate people, groups, organiza-

tions, and societies that exude a higher moral purpose.

(Rost, 1991, p. 127)
A close reading of the passage quoted leads to an analysis of "their
moral standards.” Rost's view is that the definition of moral standards
varies from leader to leader. What is perfect morality to one leader is
immorality to another.

Burns, in the "Foreword" to Rost's (1991) book, suggested that

Rost "underestimates the crucial importance” of the variables of values,

ethics, and morality in transforming leadership (Rost, p. xii). He also
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doubted Rost's grasp of "the great conflict in great leadership” and
thought him to be leaning toward "consensus procedures and goals
that . . . erode such leadership” (Rost, p. xii). Nonetheless, Burns found
Rost's postindustrial concept of leadership to be compelling and worthy
of further study.

Finally, Grimmett et al. (1992) showed that transformational
supervisory models foster changes in educational practice. The shift in
supervisory practice "finds its expression in a culture of collegiality”
(Grimmett et al., p. 186).

For the purposes of this study, leadership was considered to be
the ability to create an organizational culture conducive to the achieve-
ment of educational goals that have been embraced by both leader and

follower.

The Effects of Stress

Unfortunately, there are intervening variables which can short-
circuit this leadership process. One of those variables is leader stress
(Parkay & Rhodes, 1992; Swent, 1983). Granted, stress in many circles
has become something of a status symbol; and, as such, has been
picked up by the popular media. Writing in Maclean's, Gordon (19390}
ruminates:

In fact, many people probably like the idea of stress. They

think of themselves as stressed people. It means . . . that

they are trying hard, that they are fighting the odds. Con-
versely, if they are not stressed, it means that they are doing
something wrong in their lives. It is possible that there are
people out there suffering stress from worrying that they are
not suffering enough stress. (p. 13)

Nevertheless, "work-related stress can have devastating
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consequences and result in job dissatisfaction, emotional and physical
exhaustion, and a general inability to cope effectively” (Parkay &
Rhodes, 1992, p. 104). An analysis of the literature showed that re-
search has clearly established the presence of this type of stress in the
lives of those who are in leadership positions. Although stress can have
positive results, such as feelings of accomplishment and of increased
energy, its negative effects can be enervating. In order to be effective,
for example, a "leader’s feelings of self-confidence, competency, or self-
efficacy . . . provide . . . the feelings that he or she can be a leader and
exert influence” (Hunt, 1991, p. 107).

In synthesizing relevant research, Parkay and Rhodes (1992)
found that sources of stress identified by researchers include "those
related to time demands; difficulties with teachers, students, parents,
and community members; lack of district support; inadequate resources;
a high level of visibility; and a generalized feeling of responsibility for a
total school program" (p. 104). A preliminary examination of these
sources would tend to show that they would arise especially in instances
where authority for supervision is based upon bureaucratic, psychologi-
cal, and technical-rational models. Leadership based upon professional
and moral sources would seem to be much more conducive to elimina-
tion of the types of stress mentioned previously.

Stress, as defined for this study, is delineated in the next sub-

section.

Definition of Stress

Stress has been defined in many ways. A general definition of

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



stress is "any action or situation that places physical or psychological
demands on people” (Brimm, 1983, p. 64). Terms commonly associated

with stress include frustration, tension, anxiety, strain, and coanflict

(Brimm, 1983; Parkay & Rhodes, 1992; Tanner, Schnittjer, & Atkins,
1991).

Parkay and Rhodes (1992) defined stress as "an unacceptable,
occasionally extreme, tension between one's image of an ideal situation
and one's perception of the way things really are"” (p. 105). It is this
tension which can cause loss of effectiveness in dealing with the myriad
responsibilities leaders face every day. Brimm (1983) asserted that
"there is little doubt that worker productivity, as well as a person's
physical and mental health, is affected greatly by stress and tension”
(p. 64).

Selye {(1976) defined stress as "the common denominator of all
adaptive reactions in the body" (p. 64), or more precisely, as "the state
manifested by a specific syndrome which consists of all the nonspecifi-
cally-induced changes within a biologic system" (p. 64).

Monat and Lazarus (1991) summarized the many attempts to
provide an adequate definition for the term stress by indicating that
among experts in the field there is still much debate about the concept
itself. They wrote that "finding consensus among definitions of stress
and related concepts (such as frustration, threat, and conflict) is . . .
likely to remain a difficult endeavor” (Monat & Lazarus, p. 5).

Finally, the Managerial Stress Cycle proposed by Gmelch (1991)
and presented in Chapter Il of this study used the following definition of

stress: "The anticipation of one's inability to respond adequately to a
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perceived demand, accompanied by one's anticipation of negative
consequences for an inadequate response” (p. 17). Because of the
negative connotations of this definition, Gmelch transformed it into a
positive one: "The anticipation of one's ability to respond adequately to
a perceived demand: accompanied by our anticipation of a positive
consequence for an adequate response” (p. 17). He indicated that "the
psychological base of this definition plays a major role in the resilience
to, or acceptance of, managerial stress as well as the positive or nega-
tive character of stress itself" (Gmelch, p. 17).

For the purposes of this study, then, stress was considered to be
the result of any action or situation which has the potential of affecting

an individual's health as well as that individual's job performance.
Significance of the Research Questions

The preliminary analysis of the concepts of leadership and stress
revealed that a style of leadership that establishes its authority upon
professional and moral sources of authority is to be found in transforma-
tional models that build collaborative organizational cultures. In a culture
where everyone is working together toward common purposes, many of
the sources of stress emphasized by researchers may be eliminated, or
at the very least, mitigated.

The purpose of this study was to investigate the leadership at-
titudes of Michigan secondary school principals and the relationship of
these attitudes to the work-related stress the surveyed principals indi-
cated they experienced. According to Yackel (1984), the question of

stress and its relationship to leadership among school principals is one
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that has not often been investigated. Consequently, not only school
administrators but also administrator preparation programs may benefit
from this study. To investigate the relationships of leadership attitudes
and leader stress three research questidns were formulated.

First, the researcher sought to explore the sources and effects of
stress, stress reduction techniques, and the principals’ level of coping. It
seemed obvious that stress was an expected part of the principalship.
How, then, do secondary school principals currently employed in Michi-
gan cope with the level of stress they experience? Stress coping strate-
gies, other than those which are physiological, have been shown tc be
ineffectively used over the long term (Roberson & Matthews, 1988). An
investigation of the ability of principals to cope with stress should pro-
vide useful information to practicing administrators.

A second question sought to discover whether or not there was a
relationship between stress and leadership attitudes by posing the ques-
tion: What is the relationship of the stress being experienced by Michi-
gan secondary school principals to leadership dimensions of considera-
tion and structure? The discussion in the previous sections of this chap-
ter pointed to the possibility of more productive work environments and
of reduced stress levels if collaborative cultures have been established.

A final question was developed to investigate the impacts upon
stress from variables other than leadership attitudes. The question
asked: How do the variables of gender, age, marital status, years of
work experience as a principal, level of educational preparation, grade
levels for which the principal is responsible, presence of an assistant

principal, environment, athletic classification as an indication of size of
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school population, hours worked per week, and principal self-estimate of
stress level relate to the stress level experienced by Michigan secondary
school principals? The variables inciuded in this part of the study would
be used to define the nature of the population sample and to study their

effect upon a principal's ability to withstand the forces of stress.

Conceptual Hypotheses

The following conceptual hypotheses were generated for the
research questions presented in the preceding section of this chapter.
These questions and hypotheses were used to guide the review of the
literature.

Question 1: How do secondary school principals currently em-
ployed in Michigan cope with the level of stress they experience? The
conceptual hypothesis for this question was developed as: There is a
linear relationship between the Michigan secondary school principals’
ability to cope and their total stress levels.

Question 2: What is the relationship of the stress being experi-
enced by Michigan secondary school principals to leadership dimensions
of consideration and structure? For this question, the conceptual hy-
potheses were developed as: There is a linear relationship between the
stress levels of Michigan secondary school principals and their considera-
tion levels, and there is a linear relationship between the stress levels of
Michigan secondary school principals and their structure levels.

Question 3: How do the variables of gender, age, marital status,
years of work experience as a principal, level of educational preparation,

grade levels for which the principal is responsible, presence of an

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

12



13

assistant principal, environment, athletic classification as an indication of
size of school population, hours worked per week, and principal self-
estimate of stress level relate to the stress level experienced by Michigan
secondary school principals? The first nine hypotheses developed for this
question conceptualized a relationship between the stress levels of the
Michigan secondary school principals in the study and their gender, age,
marital status, years of work experience as a principal, level of educa-
tional preparation, grade levels of responsibility, presence of an assistant
principal, environment, and athletic classification as an indication of
school size. Hypothesis 10 conceptualized a relationship between the
stress levels of the principals and hours worked per week. The final
conceptual hypothesis was stated as: There is a relationship between
stress levels of Michigan secondary school principals and self-estimate of

stress level.
Chapter Summary

The purpose of this study was to investigate the leadership at-
titudes of Michigan secondary school principals and the relationship of
these attitudes to the work-related stress the surveyed principals indi-
cated they experienced. The purpose of this introductory chapter was to
present background information to support the need for this study. This
preliminary discussion led to a presentation of the research questions
and conceptual hypotheses.

The next chapter provides a synthesis of the literature pertinent to
both leadership and stress. An interpretive summary after the synthesis

brings the two concepts together.
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CHAPTER Il

REVIEW OF RELATED LITERATURE

Introduction

The purpose of this study was to investigate the leadership at-
titudes of Michigan secondary school principals and the relationship of
these attitudes to the work-related stress the surveyed principals indi-
cated they experienced. The responses of these practicing principals
provided insight into the link between leadership attitudes and the stress
levels of principals. The leadership that principals provide is needed to
create cultures conducive to purposive change (Patterson, 1993;
Selznick, 1957; C. S. Smith & Scott, 1990). A review of literature was
undertaken to explore what had been written about the effects of stress
upon leadership and about the nature of leadership, especially as it re-
lated to having potential for creating cultures that could facilitate

change.

Principal Stress and Impact Upon Leadership

This investigation began with an examination of the sources and
effects of stress, stress reduction techniques, and how well principals
cope with stress. The results of this literature search gave credence to
the conceptual hypothesis of a relationship between principals' ability to

cope with stress and their total stress levels.

14
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Sources of Stress

A review of the literature pertaining to the development of leader-
ship--and transformational leadership in particular--revealed that effective
leadership will create a culture in which responsibility for forward
movement is shared. Sources of stress that would tend to make it diffi-
cult for principals to work effectively in building such cultures of sharing
have been well documented in the literature. The most common sources
identified included: (a) constraints to administration, (b) interpersonal/
intrapersonal relations, (c) administrative responsibilities, (d) time man-
agement, (e) responsibility for people, (f) adult pressure groups, (g) role
conflict, (h) role expectations, (i) role ambiguity, and (j) task-based or
management-type stressors as opposed to instructional-type stressors
(Brimm, 1983; Calabrese, 1976; Foster, 1986/1987; Gazda, 1991;
Marshall, 1980/1981; McGowan, 1991/1992; Shelton, 1991; Siler,
1983). Although results of studies dealing with the degree of stress
caused by stressors in the lives of principals have not been consistent,
Kottkamp and Travios (1986) affirmed that "because of the principal's
hierarchical position, stress is likely to have an organizational dimension
as well as a strictly personal one. . . . Debilitating effects of stress on
the individual may be translated into larger negative effects for the
whole school” (p. 235).

Kottkamp and Travios (1986) attempted to clarify these stressors
by using role theory to group various sources of stress felt by school
principals into four types:

(1) role_conflict: perception of incompatible work demands;
(2) role ambiguity: perception of inadequate information
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regarding expectations for his or her work; (3) role overload:
perception of more work than the principal can complete in a
given time; [and] (4)powerlessness: perception that out-
comes being sought by the principal cannot be controlled.
{p. 236).
They found that role conflict, role ambiguity, role overload, and power-
lessness predict job dissatisfaction. Role conflict and powerlessness
were individually significant as predictors of job satisfaction. The varia-
bles of role conflict, role overload, and powerlessness were found to be
individually significant as predictors of emotional exhaustion (Kottkamp

& Travilos, p. 241).

Stress_Reduction Techniques

Because of the impact a principal has upon the school, the impor-
tance of strategies to help the principal cope effectively with stress
arising from a variety of sources is obviously important. This importance
is evidenced in the literature where much has been written about various
stress reducing techniques. Swent (1983), in a comparative study of
1,245 school administrators, identified three major categories of stress
reducers: (1) physiological, (2) cognitive and psychological, and (3)
interpersonal and organizational management skills. Category 1 was
most often used (66%) by these administrators, with Category 2 (22%)
a distant second, and Category 3 (12%) a far-removed third. Swent
concluded that this is not surprising, since it is easier to jog three times
a week than to change ingrained patterns of action and of thought.

A more recent study by Tanner et al. (1991) showed very little
relationship between use of time management techniques and stress. It

must be noted, however, that this study correlated the use of these
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techniques to various stress-producing administrative functions. The
researchers concluded that practicing time management is irrelevant to
stress reduction, even though their study did not consider how effec-
tively these strategies were actually being used. Again, it seems likely
that ineffective use of coping strategies was the root of the problem. As
noted earlier, changing behavior and ways of thinking is difficulit.
Roberson (as cited in Roberson & Matthews, 1988) also found
that only 13% of the principals in her study reported using direct coping
strategies, defined as "planning ways of dealing with stressful situa-
tions" (p. 80). Another 13% of the principals confessed to using
destructive coping strategies such as excessive eating and drinking.
Shelton (1991), in a study of Missouri school principals, found
that 69% of the respondents reported that they coped effectively with
their stress. Destructive coping strategies, however, were used by 13%
of the principals and 10% of the assistant principals in the study.
Undoubtedly, many of the possible coping strategies can be useful
in the short term. Studies of middle level managers in other fields have
shown the efficacy of stress management methods. An experimental
study of nurse managers and stress management training, for example,
showed that job stress can be significantly reduced through participation
in stress management programs (Joecken, 1990). In order to be effec-
tive, however, the strategies must be consciously employed until they

have been internalized.

Beyond Coping Strategies to Leadership

Effective methods of dealing with stress are critical to personal
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and organizational health. A perceived failure to achieve at expected
levels will bring about "feelings of insecurity, hopelessness, or despera-
tion” {Brimm, 1883, p. 64}. A leader assailed by these feelings wiil not
be successful in accomplishing personal or organizational goals. On the
other hand, a study of self-esteem, role stress, and job satisfaction
among marketing managers found that a manager's higher self-esteem
resulted in better ability to cope with stressors and to prevent them from
creating stress {Howell, Bellenger, & Wilcox, 1987).

Because time management techniques as well as other methods of
reducing or coping with stress have had only limited success, it is im-
portant for the purposes of this study to look at some fundamental
aspects of leadership behaviors and attitudes. As noted previously,
stress seems to be most meaningfully impacted in the long term by real
changes in behaviors, attitudes, and workplace conditions. Although
there has been research interest in exploring the connections between
administrator behavior, attitudes and/or workplace conditions, and
administrator stress, research findings have been inconclusive.

Yackel (1984) surveyed maile principals in K-12 schools in rural
Saskatchewan. The purpose of this study was to examine the relation-
ship between leadership style and administrative stress. The study found
no relationship between leadership style and sources, frequency, or
intensity of administrator stress. Neither did it find any relationship
between leadership style and coping mechanisms or their use. The re-
searcher believed that the results of the study may reflect the individual
nature of leadership style and stress; the instruments used in the study;

or perhaps, even the time of year when the study was conducted (June).
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Sarros and Friesen {1987) reported on the results of a study
which involved 763 teachers and administrators in a large western
Canadian schooi district. The study had three purposes which were to
study (1) the nature of administrator burnout, (2) the job factors which
might predict burnout, and (3) work conditions that administrators feit
led to burnout. The findings revealed that interpersonal relationships
were

viewed as major contributors to all three dimensions of

burnout. Thirty-eight percent of administrators claimed these

relationships contributed to feelings of Depersonalization
burnout. A further 26% claimed interpersonal relationships

led to Emotional Exnhaustion burnout, and 18% identified

Personal Accomplishment burnout as a result of unsatisfac-

tory interpersonal relationships. (Sarros & Friesen, p. 169)

Further, the quality and intensity of interpersonal relationships was
affected by "the conflict caused by differences in ideologies and values
between administrators and their staffs" (Sarros & Friesen, p. 172).

Kottkamp and Travlos (1986) investigated the issue of thrust
leadership behavior among 74 New Jersey high school principals. The
study examined the relationships among role related stressors, job satis-
faction, emotional exhaustion, and thrust. Thrust was defined as:

a dynamic behavior of the principal characterized by efforts

to "move the organization." Though "starkly task-oriented”

this behavior is not marked by close supervision. Rather, the

principal asks no more of teachers than he or she is willing

to give and leads through active personal example and

modeling of desired behavior. (Kottkamp & Travlos, p. 237)

The findings indicated little relationship between thrust behavior and the
variables of job stressors, job satisfaction, and emotional exhaustion.

The researchers concluded that response bias or method bias may have

contributed to the findings. Also, they wrote: "The operation for thrust
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may not be a sensitive measure of principal behavior" (Kottkamp &
Travlos, p. 245).

Carr {1284} reported on an Australian stratified random sampling
of 94 public school administrators. The report outlined the pressures
created by school restructuring efforts that emphasize vocational educa-
tion, efficiency, and privatization. Thirty-seven percent of those surveyed
had anxiety and/or depression scores higher than expected. Demographic
factors had no apparent effect upon anxiety or depression levels. Eighty-
one percent of the factors contributing to anxiety and/or depression
were work related. In the discussion preceding and following the report
of the actual study, Carr pointed out that a culture of managerialism has
been forced upon school administrators by policy makers. Consequently,
"the public school principal becomes an implementor of policy and often
an apologist for the government with this technical orientation providing
the rationale for why managerial considerations rather than educational
ones must take precedence" (Carr, p. 349). Carr suggested that a major
implication of the study is that public school principals do not need to be
engaged in some kind of adjustment therapy to help mitigate their stress
but that, rather, it is the work environment that needs to be adjusted.

This suggestion, as weil, underscores the importance of going
beyond coping strategies to issues perhaps more fundamental to less-
ened leader stress. The next section includes a discussion of issues
relevant to the second research question, which dealt with leader at-

titudes and their relationship to stress levels.
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Transforming Leadership and Its Potential
for Lessened Stress

if, as has been argued, principal stress has organizational reper-
cussions and, if, as Carr (1994) asserted, workplace environments have
impacts upon principal stress, what kind of leadership has the potential
for lessening the severity of workplace stress? Research Question 2
speculated about the relationship between the stress principals experi-
enced and the leadership dimensions of consideration and structure. The
investigation of this question began with an exploration of transforma-
tional leadership and its potential for reducing principal stress through
the creation of collaborative work environments. This investigation also
gave credence to the conceptual hypothesis that there was a relationship
between the leadership attitudes of consideration and structure and the
level of stress experienced by the principals who were part of this study.

This section reports on the literature review pertinent to transfor-
mational leadership. included in this report are the ability of this type of
leadership to allow for personal growth and, aiso, the transformational
characteristics of empowerment and trust that are necessary to estab-
lishing collaborative environments and, consequently, to lessened leader
stress. This section also reports on a second concern of this portion of
the literature review; specifically, is there evidence that coilaborative
environments are truly conducive not only to change but also to en-
hanced school effectiveness? Finally, this section concludes with a
report on the importance of principal leadership in instituting a climate
receptive to change as opposed to the use of extrinsic motivational

systems to promote change.
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Transformational Leadership

In analyzing the ability of transformational leadership to change
both the followers and the leader, Burns (1978) wrote:

The transforming leader recognizes and exploits an existing

need or demand of a potential follower. But, beyond that,

the transforming leader looks for potential motives in follow-

ers, seeks to satisfy higher needs, and engages the full

person of the foliower. The result of transforming leadership

is a relationship of mutual stimulation and elevation that

converts followers into leaders and may convert leaders into

moral agents. (p. 4}

Writing about transforming leadership in another passage, he added:

The premise is that, whatever the separate interests persons

might hold, they are presently or potentially united in the

pursuit of higher goals, the realization of which is tested by

the achievement of significant change that represents the

collective or pooled interests of leaders and followers.

(Burns, pp. 425-426)

Bass (1985) acknowledged the potential effectiveness of transac-
tional leadership in accomplishing specific purposes. His thesis is,
however, that a transformational component will result in the followers
performing beyond their own expectations. A good deal of the power in
transformational leadership, according to Bass, is found in the inspiring
behaviors of the transformative leader. In fact, Bass asserted that
"charisma is a necessary ingredient of transformational leadership,"”
adding, however, that charisma is not "by itseif . . . sufficient to
account for the transformational process” (p. 31). He cautioned, as well,
that "the extent to which followers are ready to endow leaders with
charisma depends on the personality of the followers as much as on
their leaders' (Bass, p. 36). Finally, his analysis of quantitative studies of

the transactional and transformative scores of leaders led Bass to
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conclude that transformational leadership contributes to "extra effort,
effectiveness, and satisfaction with the leader as well as to appraised
subordinate performance beyond expectations that are attributabie to
transactional leadership” (p. 229).

Yukl (1989) summarized the research and thinking relative to
transformational leadership with these words: "In general, transforma-
tional leaders formulate a vision, develop commitment to it among inter-
nal and external stakeholders, implement strategies to accomplish the
vision, and embed the new values and assumptions in the culture of the

organization” (pp. 230-231).

Growth As a Core Value

An examination of the development in the thinking about leader-
ship clearly shows that a core leadership value is growth on the part of
both leader and follower. This value is based upon the belief that growth
is possible and that professional and personal growth can become a
norm in the organization.

A contributing factor to the establishment of this norm is the
belief that "leadership empowers the work force” (Bennis, 1989b,
p. 23). Bennis, in his descriptive analysis of leadership found that
empowerment has four themes: (1) "People feel significant,” (2) "learn-
ing and competence matter;" (3) "people are part of a community;"” and
(4) "work is exciting” (p. 23).

Empowerment, in turn, builds trust and allows for risk taking or
experimentation. Shared values, a shared sense of purpose, and mutual

respect are central to this process. Lao Tzu (as cited in McCollum, 1995)
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wrote: "Fail to honor people, they fail to honor you" (p. 242). St. Paul,
the New Testament apostle and missionary, rejoiced that the gospel
message had been entrusted to him. He exclaimed: “And | thank Christ
Jesus our Lord, who hath enabled me, for that he counted me faithful,
putting me into the ministry” (1 Tim. 1:12). Because of the trust rela-
tionship that had been created, Paul underwent heavy trials without
losing heart or confidence. Senge (1995) wrote that rather than losing
personal uniqueness, a follower in this kind of relationship actually
becomes more deeply aware of his own personal sense of vision and
that he, in fact, grows in personal uniqueness (p. 230).

If the educational leaders have fully revealed themselves and their
intentions and if they are honest in their relationships, trust will follow.
Trust will lead to growth because followers will dare to step unto un-
trodden ground knowing that their confidence has not been misplaced.
"Teachers learn from taking risks and demonstrating new ideas. The
value here is that taking risks is preferred over the stagnation resulting
from the isolationist, avoidance tendencies shown by teachers in typical
school cultures” (Grimmett et al., 1992, p. 189).

The sense of belonging that will be created by conditions of trust
and mutual respect is important to the furtherance of the mission that
has been established. Kelley {1992) included Pat Riley's response when
he was questioned why his successful Los Angeles Lakers worked so
hard: "The game is about the primal instinct to be part of something”
(Kelley, p. 70). Sergiovanni (1991) clarified this longing for collegiality
aptly by stating:
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Contrived collegiality is certainly better than no collegiality,
but it is still not the same as the real thing. . . . The real
thing, by contrast, is connected to the existence of a set of
norms and values that defines the faculty as a community of
like-minded people who are bonded together in a common
commitment. Because of shared work goals and common
work identity, they feel obligated to work together for the
common good. The source for such collegiality rests in
professional and moral authority. (p. 213)

When both leader and follower are acting under this kind of au-
thority, common purposes and mutual growth will occur. At the root of
this occurrence is a leader who has enabled the development of a culture

of collective, collaborative practice.

Effectiveness as a Function of Collaboration

The question, of course, that must be answered deals with the
effectiveness of collaborative models as related to enhanced student
achievement. The literature reviewed to this point dealt with leadership
styles that have the potential of building work climates conducive to
positive teacher and principal interactions. A personally satisfying work
place will, as a matter of course, not lead to debilitating stress for either
leader or follower. In an educational setting, however, one expects more
than worker happiness. The various reform movements referred to in
Chapter | as well as the professional ethics of principals and teachers
demand that student achievement be positively affected by what hap-

pens in the school and in the individual classrooms.

Difficulty of Defining Effectiveness

Unfortunately, research into what makes a particular school effec-

tive has been clouded by uncertainty over the definition of effectiveness
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and by misapplications of the results of school effectiveness research.
Purkey and Smith (1983) undertook a comprehensive survey of school
effectiveness studies. They found many points of agreement among the
various studies, but they also found effectiveness characteristics that
were peculiar to some studies but not to others. Then, too, they also
discovered that schools seemed to leap into adopting various character-
istics without any regard to the possibility that a method that worked
under one set of circumstances may not work in another. These re-
searchers preferred to think of the identified effectiveness characteristics
as being "seeds for school improvement that can be sown elsewhere"”

(Purkey & Smith, p. 439).

Contributions of School Culture to Effectiveness

These concerns aside, there appears to be evidence that school
culture characterizes academically effective schools. In such schools, "a
structure, process, and climate of values and norms emphasize success-
ful teaching and learning” (Purkey & Smith, 1983, p. 442). Purkey and
Smith concluded that how consensus is built is the key to improving
schools. Their studies led them to believe that two groups of variables
play a critical role in the process of building the culture and climate
necessary for academic effectiveness.

The first group is composed of organizational and structural varia-
bles that can be manipulated by administrative and bureaucratic means.
These variables are necessary to the development of the second group.
The variables in the first group are (a) "school-site management," (b)

"instructional leadership,” (c) "staff stability,” (d) "curriculum articulation
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and organization,” (e} schoolwide staff development,” (f} "parental in-
volvement and support,” (g) "schoolwide recognition of academic suc-
cess,” {h) "maximized iearning time,” and (i) "district support™ (Purkey &
Smith, 1983, pp. 443-444).

School culture and climate, according to Purkey and Smith
(1983), is central to whether a school is effective in achieving its stated
goals, whatever the nature of those goals might be. The elements of a
school culture that has the potential for such effectiveness include
(a) "collaborative planning and collegial relationships,” (b) "sense of
community,” (c) "clear goals and high expectations commonly shared,”
and (d) "order and discipline” (Purkey & Smith, p. 445). The power of
the culture defined by the variables in both groups is that the culture
developed is not "directly susceptible to bureaucratic manipulation”
(Purkey & Smith, p. 443).

Little and Bird (1984) reported results of a study undertaken to
determine the influence secondary school principals have upon teaching
and learning. This ethnographic study of four high schools and one junior
high school led Little and Bird to conclude that the way the school was
organized was pertinent to the improvement of curriculum and instruc-
tion within that school. Speaking of schools that exemplified characteris-
tics of success, they wrote: "These are schools in which a pattern of
principles and priorities is clear, and in which academic and other gains
appear to have followed from administrators' and teachers’' work with
one another" (Little & Bird, p. 25).

Little (1982) reported on workplace conditions of school success

as illuminated by a study of four successful and two unsuccessful
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schools. She found that schools best able to adapt to change and most
often deemed successful were those that sustained "sharing expecta-
tions (normsj both for extensive coiiegial work and for anaiysis and
evaluation of an experimentation with their practices” (p. 338) and in
which, consequently, continuous improvement was undertaken by
mutual agreement.

Paredes (1993) reported on a study that corroborated the impor-
tance of school climate issues to student persistence to stay in school.
Teachers and students in 10 Austin, Texas, schools were surveyed to
investigate three factors of school climate: teachers as professionals,
goals for student learning, and school discipline and management.
Teachers' expectations for student success and teachers' instructional
goals were related to higher achievement and lower dropout rates. These
findings indicated the importance of school climate as a variable in

school improvement.

Leadership That Unifies and Mobilizes for Success

Leadership of the principal appeared to be crucial to creating
effective school cultures and climates. The studies reviewed in the earli-
er part of this chapter indicated that leadership founded upon transac-
tional practices is not able to sustain continued growth and development
and that it would not promote long-term positive change. At this point,
then, it seems important to consider various motivational strategies that
might be a part of transformative leadership that would lead to height-
ened teacher performance and student achievement and to lessened

principal stress.
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In a study of merit pay systems and their effects upon schools,
Bacharach, Lipsky, Shedd, and Wood (1984) noted that these systems
overly emphasized extrinsic rewards as teacher motivators. Aithough
monetary incentives have their purposes, most attention in effective
schools, according to Bacharach et al., was given to processes that
moved the locus of responsibility for coordination of teaching and learn-
ing from the administrator to the teacher. In a collaborative, collegial
cuiture teachers had grown to realize that "their responsibility is to their
school and its students, not to the principal and their ‘'own' students”
(Bacharach et al., p. 62).

The idea that good performance is self-rewarding and motivating
in itself was a theme central to Rosenholtz's (1989) theoretical frame-
work for the definition of workplace commitment. The perennial and
perplexing problem of how to unify commitment so that teachers are
working toward the same instructional goals was studied by Rosenholtz
and her colleagues in a study of eight Tennessee school districts. A
study of the data revealed that task autonomy and discretion had a
moderately strong correlation to teacher commitment as did teacher
psychic rewards and learning opportunities. Rosenholtz concluded:

When principals relinquish their need to control, trusting

faculty with discretionary decisions, decisions that may

result in greater performance fulfillment, teachers tend to
become more unstinting contributors to the workplace.

Teachers' psychic rewards also contribute in an equally

meaningful way to their workplace commitment. Indeed . . .

their sense of pride in success not only enhances their

commitment but also the amount of effort they are willing to

put forth in future planning. Finally, although to a somewhat

lesser extent, teachers' learning opportunities show a signifi-

cant independent effect on teacher commitment, under-

scoring the likely importance of new work challenges in
combating workplace alienation and boredom and in

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

29



increasing their sense of control over their professional
environment. (pp. 144-147)

Teacher motivation, then, is more a factor of intrinsic reward
systems than of extrinsic systems. A leader who is able to generate
enthusiasm and commitment among the members of the school staff will
have a greater likelihood of seeing increased achievement of school
goals. The kind of leadership that unifies and mobilizes followers will

result in positive benefits to the entire school community.
Effective Leader Behavior: Structure and Consideration

As a result of the many reports of the success of kcollaboration in
promoting effective change, education reform efforts have urged the use
of shared decision making as part of school governance structures.
Recent studies, however, have tended to show that "when it comes to
making significant changes in practice, it is the principal's leadership and
vision that most often provide the essential push” (Miller, 1995, p. 1).
The following paragraphs discuss two leadership studies that have had a
continuing impact upon leadership theory and practice. These studies
support the focus of the second research question upon consideration
and structure as important leadership attitudes.

The Michigan leadership studies (as cited in Yukl, 1989) revealed
that managerial task-oriented behavior and relationship-oriented behavior
along with participative leadership were the types of leadership behavior
associated with positive work-group productivity. Task-oriented behavior
pertained to leader involvement with planning and scheduling, providing

necessary resources to get a task accomplished, and leading followers in
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establishing high but attainable performance goals. Relationship-oriented
behavior was demonstrated in the manager's

showing trust and confidence, acting friendly and consider-

ate, trying to understand subordinate problems, helping to

develop subordinates and further their careers, keeping

subordinates informed, showing appreciation for subordi-
nates’ ideas, and providing recognition for subordinate con-
tributions and accomplishments. Moreover, effective manag-

ers tended to use general supervision rather than close

supervision. (Yukl, p. 83)

Finally, Yuk! related that studies by the University of Michigan tended to
show that greater satisfaction and higher performance were shown by
subordinates who had participated in decision-making processes. Other
studies, however, whiie supporting greater satisfaction and performance
levels among followers who worked under participative leaders, showed
that satisfaction and performance improved under leaders who exhibited
higher levels of task-oriented and relationship-oriented behaviors than
under leaders who scored at lower levels in these behaviors (Yukl,
1989).

The task- and relationship-oriented behaviors corresponded to the
structure and consideration dimensions analyzed in the Ohio leadership
studies (as cited in Yuki, 1989). In these studies consideration is defined
as "the degree to which a leader acts in a friendly and supportive
manner, shows concern for subordinates, and looks out for their wel-
fare” (Yukl, 1989, p. 75). Initiating structure is defined as "the degree to
which a leader defines and structures his or her own role and the roles
of subordinates toward attainment of the groups' formal goals" (Yukl,

1989, p. 75).

As studied by Fleishman and Harris (1962), subordinates were
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more satisfied under the leadership of managers who were relatively high
in consideration. In fact, structuring behavior did not create negative
effects upon foliower satisfaction if moderate to high ieveis of considera-
tion were present.

Leaders who are acting on the basis of a philosophy of leadership
rooted in transformational principles will display the characteristics of
consideration and initiating structure. As noted earlier, the transforma-
tional leader is one who is able to create a climate of true collaboration
and collegiality based upon mutual trust. As leader and follower work to
promote mutually established goals, the transformative leader will con-
tinue to keep a sharp focus upon both the vision and the mission of the
organization. This leader, who has been involved in creating a collabora-
tive environment, will also suffer fewer negative effects of stress.

The discussion in the previous sections emphasized that change of
any kind is extremely difficult. A stressed-out leader is not going to be
able to bring about personal change or growth; neither will such a leader
be able to create an atmosphere in which followers will flourish and

where mutually established organizational aims will be accomplished.
The Influence of Demographic Variables

The measurable effects of this environment in a school situation
upon the stress experienced by the principal have not, however, been
satisfactorily established. Studies of the relationship between leadership
style or behavior examined in the literature review tend to show little
relationship. Researchers have suggested many reasons for these

results--for example, research methods, testing instruments, and even
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time of year. Another consideration, of course, is the effect of various
demographic variables upon both leadership and stress. The final re-
search question asked how the variabies of gender, age, maritai status,
years of work experience as a principal, level of educational preparation,
grade levels for which the principal is responsible, presence of an assis-
tant principal, environment, athletic classification as an indication of size
of the school population, hours worked per week, and principal self-
estimate of stress related to the stress level experienced by Michigan
secondary school principals.

Research studies have pointed to the influence of personal and
environmental variables upon the stress experienced by school adminis-
trators. Calabrese (1976), for example, found that the size and location
of the school and years of principal experience had implications for the
use of the coping strategy of time management. Siler (1983) discovered
that experience and social support from family, friends, and colleagues
were important to reducing stress and increasing ability to cope.
Kottkamp and Travios (1986) studied the effects of age upon perceived
stress. In their analysis of other studies, they found conflicting results
reported: lowered stress with advancing age and increased stress with
age in boundary spanning positions and among high level executives as
well as increased stress from mid-life changes in the first half of the
fourth decade of life. In their own study of stressors, emotional
exhaustion, and thrust behavior, only 40-46-year-old principals mani-
fested predicted relationships. On the other hand, age, experience, and
education were not found to be moderators of stress among marketing

managers in a study reported by Howell et al. {1987). Cooper (1988)
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reported that the origin of 8 out of 10 of the top 10 stressors were to be
found in the day-to-day administrative duties of the principal. Roberson
and Matthews (1988} aiso discovered that principal work ioad had great
influence upon stress levels. Washington (1980) reported that urban
principals perceived their jobs to be more stressful than those of other
professionals. Fong and Amatea (1992) found that single professional
women had higher levels of stress symptoms than married women who
were also parents. Gadzella, Ginther, and Bryant (1990) learned that
married professionals of both sexes had significantly higher scores on
coping mechanisms that did single subjects. E. Smith (1995) reported
finding in a study of university faculty higher stress among women than
among men. Schnorr and McWilliams (1989), however, noted that the
stress experienced by women in professional and managerial roles was
not remarkably different from the stress experienced by men in those
positions. Finally, Gmelch (1991) concluded, after analyzing the results
of several studies, that "the evidence that either men or women experi-
ence more stress is inconclusive and does not prove to be a productive
or functional line of inquiry for applied research" (p. 4).

These and other studies pointed to the existence of factors that
could have an important impact upon the leadership abilities of school
principals. The impact, however, of these variables has been unclear. For
that reason, the work of Gmelch (1991) was particularly helpful in
understanding why the findings of the effect of demographic variables
upon stress may be so inconclusive.

Gmelch (1991), as a result of his studies of stress, suggested in

his presentation of the Managerial Stress Cycle that the so-called
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secondary filters of the stress cycle moderate each stage of the stress
cycle. The four stages of the cycle are composed of (1) stressors, (2)
perception of these stressors, {3) responses, and {4) consequences of
the responses. The filters include demographic considerations as well as
the individual's personality and predisposition. Consequently, the atti-
tude of the leader may significantly filter perceptions of stress and may
determine resultant responses and consequences.

Taken as a whole, the various studies of stress appeared to give
credence to the conceptual hypothesis of a relationship between the
various demographic variables posed in the third research question and

the level of stress experienced by Michigan secondary school principals.

Chapter Summary

Stress is, indeed, a fact of life in the principalship. Stress has been
shown to be an intervening variable that can make it difficult or even
impossible for the leader to create a culture conducive to the achieve-
ment of goals embraced by both leader and follower. Principles of lead-
ership that contribute to the growth of collaborative cultures should help
to mitigate the negative influences of stress and should serve to create a
climate where the positive aspects of stress are much in evidence.

A leader with an orientation toward building a collaborative culture
will be a leader who is not suffering from the ill effects of negative
stress. The literature survey indicated that many of the stress-producing
factors are role related. The time, clearly, has come for a redefinition of
the role of the leader. A transformational leader is one who is self-

confident and assured because everyone is working together toward the
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achievement of mutually established goals. The leader no longer must be
"a cut above" everyone else in the organization; rather all in the organi-
zation are pariners working toward a common end.

Such an environment is liberating to both leader and follower. The
leader, for example, will spend less time being a watchdog and more
time in such satisfying pursuits as team-building and community out-
reach. Followers will be free to work toward accomplishing personal and
organizational goals without intensely bureaucratic considerations and
restrictions.

The purpose of this study was to investigate the leadership at-
titudes of Michigan's secondary school principals and the relationship of
these attitudes to the work-related stress they experienced. This chapter
has reviewed pertinent analyses and research studies that have dealt
with leadership, stress, and the relationship between leadership and
stress. Chapter Ill presents the research methodology used for the

present study.
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CHAPTER 1ll

METHODOLOGY AND INSTRUMENTATION

Introduction

The purpose of this study was to investigate the leadership at-
titudes of Michigan secondary school principals and the relationship of
these attitudes to the work-related stress the surveyed principals indi-
cated they experienced. The technique of survey research was used to
collect data to search for answers to the research questions. Specifical-
ly, the study sought to examine (a) how secondary school principals
coped with the level of stress they experienced; (b) the relationships
between the stress levels of these principals and their consideration and
structure levels; and (c) how the variables of gender, age, marital status,
years of work experience as a principal, level of educational preparation,
grade levels for which the principal is responsible, presence of an assis-
tant principal, environment, athletic classification as an indication of size
of school population, hours worked per week, and principal self-estimate
of stress level related to the stress levels experienced by Michigan
secondary school principals. This chapter presents the methods used in

the study.

Subjects in the Study

The subjects for this study were randomly selected from the

target population of 590 secondary school principals who were
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employed as principals in one of the public high schools in Michigan
during the school year 1993-94. Secondary school principals’ names

were obtained from the Michigan Education Directory 1992 (Michigan

Education Directory, Inc., 1993), which lists all public school principals
in Michigan for the academic school year of publication. For each district
in the state, the directory lists the elementary, middle, and secondary
schools with the names of their principals. Secondary principals were
considered to be principals in buildings designated in the directory as
housing pupils in Grades 7-12 or some combination of these grades. All
of the names of the secondary principals were numbered; and using a
table of random numbers, a sample of 234 principals was selected.

In determining an appropriate sample size, the "Table for Deter-
mining Needed Size of a Randomly Chosen Sample From a Given Finite
Population of N Cases Such That the Sample Proportion p Will Be Within
+/- .05 of the Population Proportion p With a 95 Percent Level of Con-
fidence" in Isaac and Michael (1981, p. 193) revealed that an N of 600
needs an S of 234. This represents 39% of the population. The sample

figure of 234 from an N of 590 represents 39.66% of the population.

Instrumentation

Three instruments were used to collect data for this study: (1) the
Leadership Opinion Questionnaire (LOQ, Fleishman, 1989), (2) the
Tennessee Stress Scale-Revised (TSS-R, McWilliams & Schnorr, 1989},
and (3) a demographic data sheet. Each of these instruments is dis-
cussed in this section.

The Leadership Opinion Questionnaire, developed by Fleishman
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(1989) is a 40-item questionnaire in Likert-type scale. The LOQ was
chosen because it measures the leadership dimensions of consideration
and structure which refiect leadership attitudes pertinent to buiiding a
collaborative culture oriented toward accomplishing definite goals.

The Examiner's Manual (Fleishman, 1989) for the LOQ inciudes
the following information about these dimensions:

Consideration (C) reflects the extent to which an individual is
likely to have job relationships with subordinates character-
ized by mutual trust, respect for their ideas, consideration of
their feelings, and a certain warmth between the individual
and them. A high score is indicative of a climate of good
rapport and two-way communication. A low score indicates
the individual is likely to be more impersonal in relations with
group members.

Structure (S) reflects the extent to which an individual
is likely to define and structure his or her own role and those
of subordinates toward goal attainment. A high score on this
dimension characterizes individuals who play a very active
role in directing group activities through planning, communi-
cating information, scheduling, criticizing, trying out new
ideas, and so forth. A low score indicates the individual is
likely to be relatively inactive in giving direction in these
ways.

An important research finding is that these dimensions

are independent. This means that supervisors may be high

on both dimensions, low or both, or high on one and low on

the other. (Fleishman, 1989, p. 1)

Internal consistency reliabilities of the LOQ have been determined
using split-half and test-retest methods. Reliability estimates in various
studies have ranged from .62 to .89 (Fleishman, 1989). Gibb (1972)
questioned the direct validities of the LOQ scores to criterion perfor-
mance but pointed out that Fleishman and others have emphasized the
contingent significance of other variables to the relationships between

leader attitudes and behavior and the effectiveness of leadership.

Kirchner {1965) concluded that the LOQ presented good evidence of
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validity and that it was more suitable for research and training activities
than as an instrument for evaluating supervisory performance.

The researcher was given permission by London House, a division
of Macmillan/McGraw-Hill, to purchase the Leadership Opinion Question-
naire {(LOQ) for dissertation research. A discount of 10% was promised
upon receipt of an overview of the research results and of the LOQ
scores for normative purposes. The LOQ contains 40 statements. Each
statement is followed by five choices. To score, the response sheet is
literally taken apart, as the questions are on two sheets of paper sepa-
rated by a carbon sheet. Each of the five possible responses for each
item is numbered 0-5, and each item is designated as belonging to either
the consideration or structure dimension. The scorer must tally the
scores for each dimension. Tables of norms for various professions are
given in the Examiner's Manual (Fleishman, 1989). For the purposes of
this study, raw scores were used for the analysis of the results.

The Tennessee Stress Scale-Revised (TSS-R), developed by
McWilliams and Schnorr (1989), measures work-related stress in three
areas: stress producers, stress coping mechanisms, and stress symp-
toms. The TSS-R was developed to measure stress among professionals
in many fields. Normative characteristics for educational professionals
are available. Reliability tests, as reported by McWilliams and Schnorr
indicate a .88 test-retest reliability. McWilliams and Schnorr, in assessing
the validity of their instrument, found that all variables correlated strong-
ly with the Eysenck Personality Inventory Neuroticism scale (.89), with
the Eysenck Personality Questionnaire Neuroticism scale (.83 to .89),

and with the Psychoticism scale of the Eysenck Personality
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Questionnaire (.81 to .89).

The TSS-R is composed of 60 items. Items 1-20 refer to stress
producers, ltems 21-40 to stress coping mechanisms, and items 41-60
to stress symptoms. The subscores are added to obtain the total score.
Responses are in a yes/no format. Directions for scoring indicate which
items receive a score of 1 and which items receive a O.

To collect demographic data on variables that were thought to
have a bearing upon the stress levels of principals, the researcher creat-
ed a one-page personal data sheet which was attached to the TSS-R.
Demographic information requested included gender, age, years of work
experience as a principal, level of educational preparation, grade levels
for which the principal is responsible, presence of an assistant principal,
environment, and athletic classification as an indication of size of school
population. Information gleaned from the TSS-R itself included hours

worked per week, marital status, and personal estimate of stress.

Procedures

After protocol clearance had been received from the Human
Subjects Institutional Review Board (Appendix A), the survey instru-
ments were sent out with a cover letter to each of the principals in the
study. One hundred and sixty-four responses (70%) were received. A
second cover letter and a new set of materials were sent to principals
who had not responded a month after the first materials had been sent.
Included in the packet was a fresh, $1 "for a cup of coffee” on the
researcher. By the time another month had gone by, 207 responses

(representing 88.46% of the sample) had been received. One of the
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group of nonresponders returned the material with a note stating he or
she did not wish to participate, and another nonrespondent had retired.
The remaining 25 nonrespondents remain anonymous.

Return envelopes were numbered to keep track of respondents.
As envelopes were received, the completed survey forms were taken out
and given numbers. This new number became the ID number used in the
final tallying and data entry. After 207 responses had been received, the

forms were scored. Scores were then placed upon individual taily sheets.
Method of Data Analysis

The information collected and tallied was coded, put into a Statis-
tical Package for Social Sciences (SPSS) data set, and entered into a
mainframe computer for analysis with appropriate statistical procedures.
The SPSS computer program (Norusis, 1990b) was used to carry out the
procedures. An alpha level of .05 was used to test all of the null hy-
potheses. Listed below are the research questions used with the hy-
potheses proposed to answer the questions.

Question 1: How do secondary school principals currently em-
ployed in Michigan cope with the level of stress they experience? The
conceptual hypothesis for this question was developed as: There is a
linear relationship between the Michigan secondary school principals’
ability to cope and their total stress levels. "Ability to cope"” was opera-
tionalized as the coping score from the Coping subsection of the Ten-
nessee Stress Scale-Revised and "total stress level” as the composite
score for total stress on the Tennessee Stress Scale-Revised. The SPSS
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