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Espousing Democratic Leadership Practices: 
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This article examines principals' espoused values and their values in action. It provides a 
reanalysis of previously collected data through a values lens. The original research study was 
an international quantitative and qualitative investigation of principals' leadership ap­
proaches that was based in 75 schools. This particular excerpt of the research provides a 
qualitative lens into tivo European principals' espoused values versus values in action in a 
site-based management environment. The study demonstrates that principals' espoused 
values can be different from their values in action as perceived by themselves and others. This 
has implications for the practical application of modern school restructuring site-based 
management theory, and it shows the need for a value-based component to principals' 
leadership training. 

Cet article porte sur les valeurs que les directeurs d'écoles épousent en principe et les valeurs 
qu'ils manifestent par leurs gestes. En s appuyant sur une optique axée sur les valeurs, on y 
présente une nouvelle analyse de données déjà recueillies. Le projet de recherche original 
consistait en une étude quantitative et qualitative des styles de leadership des directeurs dans 
15 écoles. Cet extrait de la recherche fournit un portrait qualitatif des valeurs que deux 
directeurs européens épousent en principe par rapport aux valeurs qu'ils manifestent par 
leurs gestes dans un contexte de gestion sur les lieux. L'étude révèle que les valeurs adoptées 
par les directeurs peuvent se distinguer des valeurs qu'ils manifestent par leurs gestes, telles 
qu'elles sont perçues par eux-mêmes et par les autres. Les implications de cette conclusion 
touchent l'application pratique de la théorie moderne de la gestion sur les lieux de la 
restructuration scolaire. De plus, les résultats démontrent le besoin d'ajouter une compo­
sante fondée sur les valeurs dans la formation au commandement des directeurs d'écoles. 

A s it has been for decades, change remains a c o n t i n u a l p r e o c c u p a t i o n for 
t o d a y ' s prac t i t ioners a n d researchers i n e d u c a t i o n a l a d m i n i s t r a t i o n ( D a r l i n g -
H a m m o n d & M c L a u g h l i n , 1995; F u l l a n , 1995; L i e b e r m a n , 1995; Schlechty, 
1997). In response to n e w trends t o w a r d he ightened educator accountabi l i ty , 
m a n y suggest that the t r a d i t i o n a l , h ie rarch ica l m a n a g e m e n t s tructure is n o 
l o n g e r a p p l i c a b l e (Beck & M u r p h y , 1996; D e v e r e a u x , 2000; D u m a , 1998; F u l l a n , 
1997; M u r p h y , 1996). T h e c o n t e m p o r a r y , d e c e n t r a l i z e d , local l eve l site-based 
m a n a g e m e n t i n v o l v i n g a l l s takeholders is touted as the c u r r e n t l y acceptable 
d e c i s i o n - m a k i n g f r a m e w o r k ( C l a r k & C l a r k , 1996, D e c o u x & H o l d a w a y , 1999; 
D e v e r e a u x , 1995, 1997a, 1997b; H e n d e r s o n , 1994; O T o o l e , 1995). T h i s n e w 
f o r m of c o o p e r a t i n g s c h o o l m a n a g e m e n t is in ternat iona l ly r e c o g n i z e d as a 
v i a b l e i m p r o v e m e n t in i t i a t ive a n d is c o n s i d e r e d an al ternat ive , w o r k a b l e m a n ­
agement s t ructure ( B u l l o c k & T h o m a s , 1997; N o v a Scotia D e p a r t m e n t of E d u ­
ca t ion , 1994). 

Lorraine Devereaux has held positions as principal and teacher in the province of Newfoundland 
and Labrador for the past three decades. She is currently completing a doctoral degree in 
educational administration. Lorraine can be reached by e-mail at ldevereaux@stemnet.ca. 
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Yet M u r p h y a n d H a l l i n g e r (1993) c o n c l u d e , " A t nei ther the theoret ical n o r 
the c o n c e p t u a l levels w a s there m u c h ev idence to l i n k . . . r e s t r u c t u r i n g efforts 
(such as s i te-based management ) w i t h changes i n c lassrooms, re la t ionships 
b e t w e e n teachers a n d s tudents , a n d / o r s tudent o u t c o m e s " (p. 254). A s a case i n 
p o i n t , the O n t a r i o E d u c a t i o n I m p r o v e m e n t C o m m i s s i o n (1998) suggests that 
s c h o o l c o u n c i l s i n O n t a r i o h a v e not l i v e d u p to expectat ions a n d c lear ly state 
that c o u n c i l s " e x p r e s s e d f rus t ra t ion over the current a d v i s o r y role of school 
c o u n c i l s , f e e l i n g that s c h o o l . . . admin is t ra tors d o not l isten to their a d v i c e . " 
T h e y a d d that a l t h o u g h " m a n y . . . p r i n c i p a l s n o w encourage a n d s u p p o r t a 
h i g h l e v e l of i n p u t f r o m their school counc i l s a n d parents. Others d o not . Some 
a c t i v e l y a v o i d s e e k i n g a d v i c e " (p. 7). A Review of Policy/Program Memorandum 
No. 122 (Peel D i s t r i c t S c h o o l B o a r d , 2002) i n O n t a r i o requires that p r i n c i p a l s 
s u p p o r t c o u n c i l act ivi t ies , seek its a d v i c e in a p p r o p r i a t e areas, a n d act as a 
resource. In O n t a r i o , one k e y area w h e r e school counc i l s seek i n v o l v e m e n t as 
i d e n t i f i e d b y the M i n i s t r y of E d u c a t i o n (2000) is i n 

the selection of principals, including the review of board policies on principal 
selection ... In addition, school councils are still looking for ways to have mean­
ingful input into decisions that affect the education of their children at the local 
level. They want boards and principals to listen and respond to their concerns, 
(p. 4) 

A s a resul t of this , a M i n i s t r y of E d u c a t i o n (2000) Guideline out l ines strategies 
" f o r b o a r d s to i n v o l v e their s c h o o l counc i l s w h e n c o n s i d e r i n g the p lac e me nt of 
p r i n c i p a l s i n schools ; a n d to h e l p s c h o o l c o u n c i l s ident i fy the characterist ics 
d e s i r e d i n a p r i n c i p a l for their s c h o o l " (p. 4). 

Si te-based m a n a g e m e n t i n the f o r m of school counc i l s is c u r r e n t l y a b lanket 
g o v e r n m e n t - l e g i s l a t e d r e f o r m effort i n N e w f o u n d l a n d a n d L a b r a d o r , C a n a d a 
a n d r e s p o n s i b i l i t y for c o u n c i l es tabl ishment a n d i m p l e m e n t a t i o n has been 
p l a c e d d i r e c t l y w i t h s c h o o l p r i n c i p a l s . H o w e v e r , the R o y a l C o m m i s s i o n (1992) 
caut ions , " C o m p e t e n t l e a d e r s h i p is c r i t i ca l for any major r e s t r u c t u r i n g to 
w o r k " (p. 211). R e a l i z a t i o n that a shift i n o r g a n i z a t i o n a l m a n a g e m e n t theory 
also requires a change i n l eadersh ip p a r a d i g m s is of u t m o s t i m p o r t a n c e for the 
success of s c h o o l c o u n c i l s . T o m a k e the t rans i t ion i n m a n a g e m e n t a p p r o a c h , 
the essential ro le of the s c h o o l p r i n c i p a l as change agent is w i d e l y r e c o g n i z e d 
( D a v i d , 1996; F u l l a n , 1997; Scr ibner , C o c k r e l l , C o c k r e l l , & V a l e n t i n e , 1999; 
T r a f f o r d , 1997). 

Because " a p r i n c i p a l ' s current o b l i g a t i o n to the school c o m m u n i t y a n d its 
s takeholders is c o l o s s a l " (Devereaux, 2000, p . 10), " a u t h e n t i c " l eadership c o u l d 
p r o b a b l y be the c o n t r i b u t i n g factor that determines the success of n e w school 
i m p r o v e m e n t in i t ia t ives s u c h as site-based m a n a g e m e n t (Begley, 2000a). 
Begley describes "authent i c l e a d e r s h i p " as that w h i c h is necessary to p r o p e r l y 
g u i d e t o d a y ' s e d u c a t i o n s y s t e m . B u t then aga in , recent research s tudies o n 
v a l u e s i n e d u c a t i o n a l l e a d e r s h i p suggest that there m a y be a di f ference be­
t w e e n p r i n c i p a l s ' e s p o u s e d values a n d their va lues i n act ion (Begley, 1996; 
C o o m b s , 2001; R o c h e , 1999). Roche o b v i o u s l y sees this as a serious p r o b l e m as 
d e t e r m i n e d b y data gathered t h r o u g h research, a n d contends, 

Critics of administrators might well point to the numerous examples wi th in this 
study's data where articulated values stand as an obvious contradiction to the 
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lack of commitment to those same values. When a school community perceives a 
significant dissonance between what school leaders say and what they do, the 
apparent hypocrisy often results in a credibility or authenticity crisis for the 
principal concerned, (n.p.) 

Begley (2000a) c o n f i r m s this fear a n d suggests that the c o n f l i c t i n g p r o b l e m of 
p r i n c i p a l s a d v o c a t i n g one v a l u e w h i l e d e m o n s t r a t i n g another i n ac t ion i n ­
creases the l i k e l i h o o d that one cogni t ive k n o w l e d g e schema c o u l d s h o w c o m ­
m i t m e n t to one set of va lues w h i l e a preferred p r o c e d u r a l schema c o u l d 
c o m m u n i c a t e a response to another v a l u e set. 

H o w e v e r , B h i n d i a n d D u i g n a n (1996) suggest that "authent ic leaders 
breathe the l i fe force in to the w o r k p l a c e a n d keep the people fee l ing energised 
a n d f o c u s e d . A s s t e w a r d s a n d g u i d e s they b u i l d people a n d their self-esteem. 
T h e y d e r i v e their c r e d i b i l i t y f r o m p e r s o n a l in tegr i ty a n d ' w a l k i n g ' their 
v a l u e s " (p. 29). B l a c k (1998); D e v o s , V a n d e n Broeck, a n d V a n d e n h a y d e n 
(1998); O n t a r i o E d u c a t i o n I m p r o v e m e n t C o m m i s s i o n (2000); M u r p h y (1996); 
a n d R i c c i a r d i (1997) suggest that p r i n c i p a l s need spec ia l democra t i c s k i l l s to 
w o r k e f fec t ive ly w i t h s c h o o l counc i l s . T r a i n i n g i n authent ic , ethical , v a l u e -
based l e a d e r s h i p is seen as a n essential prerequis i te for the success of today 's 
e d u c a t i o n a l s y s t e m ( B o e c k m a n & D i c k i n s o n , 2001; B o y d & M a r t i n e z , 1997; 
C a m p b e l l , 1997a, 1997b; D a y , 2000). In d i s c u s s i n g cr i t ica l p r i n c i p a l s ' l eadersh ip 
pract ices , L e i t h w o o d (1994) suggests that " c l a r i t y about one's va lues , w i t h 
consequences for students at the apex of the values h i e r a r c h y " (p. 513) is essential 
to success, a n d it is a lso w i d e l y r e c o g n i z e d that this v a l u e of increased s tudent 
o u t c o m e s p u r p o r t s to be the m a i n p u r p o s e b e h i n d school counc i l s . 

It is s o m e w h a t expected , then, that m a n y w o u l d suggest that if other than 
s t r u c t u r a l change is to take place, t r a i n i n g m u s t be p r o v i d e d to p r i n c i p a l s 
(Devereaux , 2000; R i c h a r d s o n , B l a c k b o u r n , R u h l - S m i t h , & H a y n e s , 1997; M o r ­
ris , 1999; O d d e n & Wohls te t ter , 1995). In v i e w of this, it becomes c ruc ia l to 
d e t e r m i n e i f s c h o o l p r i n c i p a l s rea l ly adhere to the needed va lues , democrat i c 
processes, a n d p a r t i c i p a t o r y d e c i s i o n - m a k i n g r e q u i r e d for today ' s effective 
p r o f e s s i o n a l w o r k sett ings. 

The Problem 
C u r r e n t l i terature reveals " v a l u e - a d d e d " reflective l eadersh ip as a necessary 
a d m i n i s t r a t i v e lens to m o v e e d u c a t i o n into the future . Scholars a n d prac­
t i t ioners a l i k e p r o m o t e a m o d e l of v a l u e s - l e d l e a d e r s h i p as needed for d i f f i c u l t 
t imes (Begley, 1999a, 1999b, 2000a, 2000b; Begley & Johannson , 1997; Begley & 
L e o n a r d , 1999; B r o w n & T o w n s e n d , 1997; C r e i g h t o n , 1999; D a y , H a r r i s , & 
H a d f i e l d , 2001; F e r r a n d i n o , 2001; Starratt, 1994). H o d g k i n s o n (1991) def ines 
va lues as " a c o n c e p t i o n , exp l i c i t or i m p l i c i t , d i s t inc t ive of a n i n d i v i d u a l or 
characterist ic of a g r o u p , of the des irable w h i c h inf luences the select ion f r o m 
a v a i l a b l e m o d e s , m e a n s , a n d ends of a c t i o n " (p. 110), a n d W i l l o w e r (1992) 
contends that "because a s ign i f i cant p o r t i o n of the pract ice i n e d u c a t i o n a l 
a d m i n i s t r a t i o n requires re ject ing some courses of ac t ion i n favor of a preferred 
one, v a l u e s are g e n e r a l l y a c k n o w l e d g e d to be central to the f i e l d " (p. 369). Ye t 
Begley (1996) bel ieves that a l t h o u g h H o d g k i n s o n (1991) argues that m o t i v a ­
t i o n a l bases are at the core of b e i n g a n d that i n d i v i d u a l s ' va lues reflect these 
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m o t i v a t i o n a l bases, there can be s igni f icant differences i n espoused va lues of 
i n d i v i d u a l s or g r o u p s a n d their va lues i n act ion. 

T h i s s t u d y at tempts to e x p a n d o u r k n o w l e d g e about h o w leaders can i n ­
crease the chances for successful si te-based m a n a g e m e n t i n schools . T h e re­
search quest ions u s e d to g u i d e the s t u d y are as f o l l o w s . 
1. Is there a di f ference b e t w e e n p r i n c i p a l s ' e spoused va lues a n d their va lues i n 

ac t ion as p e r c e i v e d b y self? 
2. Is there a di f ference be tween p r i n c i p a l s ' espoused values a n d their va lues i n 

ac t ion as p e r c e i v e d b y others? 

A Framework for Inquiry About Values 
T h e o r i g i n a l research o n w h i c h this reanalysis of data is based focused o n the 
e s p o u s e d v a l u e s a n d the va lues i n act ion of t w o E u r o p e a n p r i n c i p a l s as per ­
c e i v e d b y self a n d as p e r c e i v e d b y teachers a n d c o u n c i l m e m b e r s . The data 
c o l l e c t i o n w a s c a r r i e d out u s i n g a qual i ta t ive research m e t h o d o l o g y . O b s e r v a ­
t i o n , i n t e r v i e w i n g , a n d d o c u m e n t r e v i e w , w h i c h are the three most w i d e l y 
u s e d techniques b y qua l i ta t ive researchers i n f o r m e d the researcher of this 
s t u d y (Greene, 1994; Janesick, 1994; P u n c h , 1994). Fontana a n d F a y (1994) 
c o n t e n d that " y o u cannot . . . except t h r o u g h i n t e r v i e w i n g , get the actor's ex­
p l a n a t i o n " (p. 65). E i s n e r (1991) sees the presentat ion of r i c h " t h i c k descr ip ­
t i o n " as, " a n effort a i m e d at in terpreta t ion , at get t ing b e l o w the s u r f a c e " (p. 15). 

T h e o r i g i n a l s t u d y w a s c o n d u c t e d i n a E u r o p e a n context d u r i n g s p r i n g 
1995. T h e data w e r e g leaned t h r o u g h i n t e r v i e w s w i t h e ight par t i c ipants . P a r ­
t ic ipants i n the s t u d y cons is ted of t w o p r i n c i p a l s , the senior a n d j u n i o r teacher, 
a n d one parent f r o m each s c h o o l . T o preserve conf ident ia l i ty a n d to increase 
the c la r i ty a n d s i m p l i c i t y of the s t u d y , the data presented refer to P r i n c i p a l O n e 
as m a l e a n d P r i n c i p a l T w o as female . These t w o schools w e r e selected based on 
one school ' s l o n g h i s t o r y of i n v o l v e m e n t i n site-based m a n a g e m e n t that w a s 
B o a r d - c o n t r o l l e d (local e d u c a t i o n author i ty) , a n d the other school (grant -main­
tained) w a s c o m p l e t e l y a u t o n o m o u s , r e c e i v i n g f u n d s d i r e c t l y f r o m g o v e r n ­
ment . 

T a p e d i n t e r v i e w s w e r e c o n d u c t e d w i t h a l l par t i c ipants over a o n e - m o n t h 
p e r i o d , a n d the inves t iga tor w r o t e responses o n the i n t e r v i e w schedules . There 
w e r e a p p r o x i m a t e l y t w o w e e k s of i n t e r v i e w a n d observat ion t ime per school as 
w e l l as d a i l y s h a d o w i n g of the p r i n c i p a l s . In a d d i t i o n to i n t e r v i e w a n d obser­
v a t i o n , p o l i c y d o c u m e n t s a n d other school-re lated materials were presented 
for e x a m i n a t i o n . The inves t iga tor w a s p r o v i d e d the o p p o r t u n i t y to attend staff 
a n d c o u n c i l meet ings . These mater ia ls a n d experiences i n f o r m e d the re­
searcher 's ana lys i s . 

T h e researcher w a s i n f o r m e d b y H o d g k i n s o n ' s (1991) values c o n c e p t u a l 
f r a m e w o r k a n d b y Begley ' s (2000a) V a l u e s Syntax a n d A r e n a s of A d m i n i s ­
t ra t ion w h i l e s o r t i n g a n d c a t e g o r i z i n g va lues collected in the data . H o d g k i n s o n 
p r o v i d e s a three-t iered h ie rarch ica l va lues p a r a d i g m . " A f f e c t i v e va lues of pre ­
ference" (p. 4) are representat ive of T y p e 3, the lowes t values leve l , a n d these 
s u b - r a t i o n a l va lues are " r o o t e d i n o u r e m o t i v e structure a n d i n c l u d e a n y i n ­
s t inc tua l p a t t e r n s " (p. 4). N e x t are type 2b ra t ional values , " w h i c h because of 
their q u a l i t y of consensus , acquire a quas i - ra t iona l just i f icat ion or cachet" (p. 
4). T y p e 2a ra t ional va lues are p l a c e d h i g h e r than consensus because they are 
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c o n s i d e r e d " a u t h e n t i c a l l y ra t ional i n that they re ly for their g r o u p i n g or jus­
t i f i ca t ion u p o n s o m e f o r m , h o w e v e r p r i m i t i v e , of u t i l i t a r i a n or cost benefit 
a n a l y s i s " (p. 4). A t the top of the h i e r a r c h y are the m o s t c o n t r o v e r s i a l T y p e 1 
t rans - ra t iona l va lues , w h i c h are "essent ia l ly matters of fa i th , belief a n d w i l l " (p. 
4). 

T o p r o v i d e fur ther ins ight into va lues structure, Begley (2000a) uses a 
s p h e r i c a l f i g u r e d e r i v e d f r o m H o d g k i n s o n ' s theoretical f r a m e w o r k . Begley 
p r o v i d e s a v a l u e s t e r m i n o l o g y b y p e e l i n g back the layers , as of a n o n i o n , thus 
e x p o s i n g a va lues syntax . T h e r ings i n c l u d e act ion, at t i tude, v a l u e , m o t i v e , a n d 
self. 

The first ring represents the action and speech of the individual , which is the 
only way by which anyone can make empirical attributions about the value 
orientations of any other indiv idual . . . . [The second ring, attitudes are] outward 
and visible signs of inward and invisible inclinations.... With a modest amount 
of cooperation from a subject, it is relatively easy to catalogue ... the specific 
values. [The third ring] a person holds or manifests for whatever reasons.... 
Between the values layer and motivational base layer of the figure is a separate 
layer labeled "available knowledge" ... which is acquired through life experi­
ences, training and reflection and provides the linkage between the basic motiva­
tional bases of the fifth layer ... and the specific values adopted and manifested 
by the indiv idual . [The self is] the inner core of the individual ... the soul, the 
life-force or spark of life. (pp. 235-236) 

B e g l e y (2000a) also p r o v i d e s a second o n i o n - l i k e schema of seven v a l u a t i o n 
arenas i n e d u c a t i o n a l a d m i n i s t r a t i o n that he describes as the interact ive en­
v i r o n m e n t i n w h i c h v a l u a t i o n processes and a d m i n i s t r a t i o n occur . These are 
self, g r o u p , p r o f e s s i o n , o r g a n i z a t i o n , c o m m u n i t y , cu l ture , a n d transcendental . 
T h e self is i n the m i d d l e , s i g n i f y i n g the i m m e n s e in f luence of the i n d i v i d u a l 
leader to d i s t r i b u t e l e a d e r s h i p a n d as the c o n d u i t for g r o w t h a n d d e v e l o p m e n t 
w i t h i n g r o u p s , o r g a n i z a t i o n s , c o m m u n i t i e s , a n d cul tures . The second r i n g 
represents the arena of col lect ive groups i n w h i c h are f o u n d f a m i l y , peers, 
f r i ends , a n d acquaintances . The t h i r d r i n g , profession, represents f o r m a l a d m i n ­
is t ra t ion a n d authent ic l eadersh ip as a profess iona l ac t iv i ty . The four th r i n g is 
representat ive of the o r g a n i z a t i o n . T h e next r ings represent the c o m m u n i t y as 
a re levant source of in f luence o n s c h o o l l eadersh ip . F i n a l l y , the seventh r i n g 
a c c o m m o d a t e s the t r a n s c e n d e n t a l — G o d , the H o l y Spir i t . T h i s syntax is i n v a l u ­
able for e x p l a i n i n g v a l u e confl ic ts a n d c lear ly delineates sources of a d m i n i s ­
trat ive v a l u e conf l ic ts w i t h i n a n d a m o n g the v a r i o u s arenas. 

H o d g k i n s o n (1991) posi ts that " a va lues a u d i t is a s t o c k t a k i n g of one's o w n 
v a l u e s . It is a ref lect ive a n d c o n t e m p l a t i v e effort w h i c h seeks to b r i n g in to the 
l i g h t of consc iousness the range, d e p t h a n d b r e a d t h of one's preferences, c o n ­
d i t i o n i n g a n d b e l i e f s " (p. 136). In this p a r t i c u l a r s t u d y , as w e l l as s t o c k t a k i n g 
the p r i n c i p a l ' s o w n va lues the researcher i n c l u d e s others ' v i e w s o n their p r i n ­
c ipa ls ac tua l a t - w o r k va lues as observed i n act ion . The s t u d y is c o n s i d e r e d to 
h a v e great s igni f i cance t o w a r d a i d i n g school p r i n c i p a l s to become m o r e aware 
of the c r i t i c a l i m p o r t a n c e of enac t ing the values they espouse. 

313 



L. Devereaux 

Presentation and Analysis of Data 
D a t a gathered t h r o u g h K o u z e s a n d Posner 's (1989) L e a d e r s h i p Practices I n v e n ­
tory a n d C h a p m a n ' s (1982) A t t i t u d e scale are presented a n d a n a l y z e d b e l o w 
t h r o u g h H o d g k i n s o n ' s (1991) a n d Begley 's (2000a) va lues lens o u t l i n e d above. 

Principal One 
P r i n c i p a l O n e stated that l e a d e r s h i p 

should be enabling ... interested in the people that are being led ... to the point 
of caring for them as people as well as them as task achievers. Leadership is 
about a light touch for heavy purposes. It's about being direct and honest and 
open, approachable and preparing the ground for people. 

T h i s s c h o o l a d m i n i s t r a t o r ' s va lues , as art iculated b y self, appear qui te p r i n ­
c i p l e d . 

E t h i c a l l y , he seems to be p a v i n g the w a y to e m p o w e r m e n t of f o l l o w e r s 
t h r o u g h h o n e s t y a n d openness . H o w e v e r , a c o u n c i l m e m b e r has a total ly 
d i f ferent v i e w and suggests that " e v e n if w e have s o m e t h i n g to say, w e get 
k n o c k e d d o w n . " A parent m a i n t a i n s , " w e al l have o u r little p i g e o n h o l e s . . . . W e 
just d o w h a t the p r i n c i p a l tells us a l l the t i m e " (International Electronic journal for 
Leadership in Learning [IEJLL], 2000). T h i s suggests that in his dea l ings w i t h 
others, P r i n c i p a l O n e appears not to w o r r y about values of consensus or e v e n 
consequences . H o w e v e r , w e m u s t be m i n d f u l that a " c u l t u r a l i s o m o r p h " m a y 
be at p l a y here. Begley (2000b) def ines c u l t u r a l i s o m o r p h s as 

conditions in schools that appear to share the same shape or meaning from 
district to district or country to country, but actually are often composed of quite 
different elements. A s a result, practices may be espoused even when they may 
not have a good fit in a particular community or leadership context, (p. 25) 

T h i s p a r t i c u l a r s c h o o l is g r a n t - m a i n t a i n e d a n d c o m p l e t e l y a u t o n o m o u s . There­
fore, i n this p r o f e s s i o n a l arena P r i n c i p a l O n e m a y feel that he can l i m i t l e s s l y 
assert his a u t h o r i t y . T h i s appears to be a credib le observat ion as one parent 
c o u n c i l m e m b e r alleges, " T h e . . . c o u n c i l has a w i d e range of di f ferent people 
a n d the p r i n c i p a l seeks their a d v i c e . H e doesn' t real ly take i t . " 

In this school set t ing there seems to be a d is t inc t dif ference be tween the 
a r t i c u l a t i o n a n d a t t r i b u t i o n of va lues f r o m the f i rs t -person, second-person , a n d 
t h i r d - p e r s o n perspect ive . F o r e x a m p l e , i n the f o l l o w i n g quote , w h i c h is a 
s e c o n d - p e r s o n a t t r i b u t i o n b y a c o u n c i l representat ive of va lues mani fes ted b y 
the p r i n c i p a l , this p e r s o n suggests, " A t the m o m e n t , w e are not a l l o w e d contact 
w i t h parents . W e are t o l d th ings b y parents a n d then w e go to the p r i n c i p a l a n d 
w e d o n ' t g o back to parents . " T h u s this o r g a n i z a t i o n a l set t ing is e x p e r i e n c i n g 
i n t e r p e r s o n a l v a l u e conf l ic t . T h e p r i n c i p a l ' s espoused values of e n a b l i n g a n d 
c a r i n g for others a n d a p p r o a c h a b i l i t y are not o n l y i n confl ic t w i t h the percep­
t ions of others, the p r i n c i p a l also appears to be exper ienc ing in t rapersona l 
v a l u e conf l i c t b y c o n t r a d i c t i n g h i m s e l f about e n a b l i n g others. In a f i rs t -person 
a r t i c u l a t i o n of a v a l u e p o s i t i o n b y the p r i n c i p a l , he expresses his o w n va lues b y 
stat ing, 

I have one area of difficulty here with one ... council member. I . . . find it irksome 
when a person says: Y o u can do so and so when I know perfectly wel l what I can 
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do ... I find it irksome for the school council to be run through elementary ways 
of doing things. (IEJLL, 2000) 

W h e n q u e s t i o n e d if clashes o n school c o u n c i l are over i m p o r t a n t issues or if 
d i s p u t e s are m o r e i d i o s y n c r a t i c , this p r i n c i p a l repl ies , "I h o p e they 're never 
based o n personal i t i es , t h o u g h c lear ly there is p e r s o n a l in te rac t io n . " 

P r i n c i p a l O n e declares, " M o s t s c h o o l c o u n c i l m e m b e r s re ly o n the i n f o r m a ­
t i o n they get f r o m the s c h o o l , " a d d i n g , " a l l p o l i c y dec is ions are m a d e b y t h e m 
. . . T h e y a p p r o v e it . W e m a k e the r e c o m m e n d a t i o n s a n d that is one of the areas 
of p r o b l e m . . . i n that they feel it 's s e w n u p . " These data o n the surface appear 
to s h o w v a l u e s of consensus , yet the p r i n c i p a l a d d s , " C o u n c i l m e m b e r s have 
r e c o g n i z e d that I a m p r e p a r e d to take on the m a n a g e m e n t role in the ful lest 
extent . . . . I r ecognize that it can be seen as a b lock , a st i tch u p , but it hasn' t been 
c h a l l e n g e d " (IEJLL, 2000). 

These data indica te this p r i n c i p a l ' s p e r s o n a l preference a n d c o u l d cause one 
to w o n d e r if there m i g h t not be a fear of consequences over o u t w a r d disagree­
m e n t w i t h the p r i n c i p a l o n the part of other v a l u e actors i n this school c o m ­
m u n i t y . In the p r e c e d i n g p a r a g r a p h , the researcher attributes a v a l u e to the 
p r i n c i p a l f r o m a t h i r d p a r t y perspect ive , a n d it is rea l ized that, d u e to the 
subject ive na ture of the account, the researcher does not c l a i m i n f a l l i b i l i t y 
r e g a r d i n g these assertions about the p r i n c i p a l ' s m o t i v a t i o n s a n d va lues . 

R e g a r d i n g c o n s u l t a t i o n w i t h teachers, this p r i n c i p a l exp la ins that because 
" w e s o m e t i m e s m a k e dec is ions o n the h o o f , " a l l par t i c ipants are not i n v o l v e d 
i n d e c i s i o n - m a k i n g . T h e biggest area of mis take is o m i t t i n g to tell people or to 
consul t . Ye t w h e n q u e s t i o n e d to w h a t extent the p r i n c i p a l is p r e p a r e d to use his 
expert ise to i n f l u e n c e d e c i s i o n - m a k i n g , P r i n c i p a l O n e responds , "I t h i n k that's 
s o m e t h i n g w e d o as f u l l y a n d as often as w e n e e d . " H o w e v e r , r e g a r d i n g school 
c o u n c i l , he e x p l a i n s , " C o u n c i l s w h o d o not consul t w i t h the p r i n c i p a l are 
d o o m e d . " T h i s p r i n c i p a l ' s e spoused values a n d his se l f -percept ion of va lues i n 
ac t ion are c o m p l e t e l y cont rad ic tory . H e expects others to consul t w i t h h i m , but 
appears to be l ieve that he is above consul ta t ion himsel f . P r i n c i p a l O n e 
espouses i n c l u s i o n a n d honesty a n d appears cer ta inly to " t a l k the t a l k " of 
d e m o c r a c y ; h o w e v e r , the other v a l u e actors express their sent iments that this 
p r i n c i p a l does not " w a l k the w a l k " of i n c l u s i v e a d m i n i s t r a t i v e practices. 

W h e n q u e s t i o n e d if he exper iments w i t h n e w ideas even to the p o i n t of 
r i s k i n g fa i lure , P r i n c i p a l O n e repl ies , "I t h i n k that's true. There are certain 
i n n o v a t i o n s that w e h a v e i n t r o d u c e d that have been r i s k y . " A teacher a n d a 
c o u n c i l m e m b e r suggest that the p r i n c i p a l has i n t r o d u c e d the " W r i t e r ' s In i t ia ­
t i v e " a n d a d d that this w a s i n direct response to the na t iona l c u r r i c u l u m . T h u s 
it w a s a r e q u i r e d change i n p r o g r a m . H e r e the p r i n c i p a l ' s va lues are those of 
consensus a n d are based o n consequences. The p r i n c i p a l c la ims that if an i d e a 
or p r o g r a m exper ienced fa i lure he " w o u l d have to say, w h a t ' s next, a n d get o n 
w i t h i t . " H e bel ieves that he practices the p h i l o s o p h y " b y mistakes w e l e a r n " 
a n d e x p l a i n s , " w e h a v e to be p r e p a r e d to a c k n o w l e d g e that w e h a v e m a d e a 
m i s t a k e . " C o n t r a r y to this , one i n t e r v i e w e d teacher bel ieves the p r i n c i p a l 
w o u l d become " u p s e t " if he m a d e a mis take . A second teacher bel ieves P r i n ­
c i p a l O n e w o u l d become " v e r y d e f e n s i v e , " sugges t ing this p r i n c i p a l " d o e s 
v e r y m u c h l i k e th ings to be successful a n d if they 're not he is not easy to d e a l 
w i t h . " 
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W h e n q u e s t i o n e d about profess iona l d e v e l o p m e n t , P r i n c i p a l O n e reports 
that he attends six to 10 sessions each year that are u s u a l l y one-day events, a n d 
he stays u p to date o n the m o s t recent d e v e l o p m e n t s affect ing the o r g a n i z a t i o n . 
A teacher suggests that P r i n c i p a l O n e has m a n y " o u t of s c h o o l " c o m m i t m e n t s , 
b u t w o n d e r s w h e r e he s p e n d s so m u c h t ime, stat ing, "I t h i n k he cer ta inly 
attends a n a w f u l lot of th ings out of school a n d I d o n ' t k n o w w h a t they are. W e 
h a v e requested that w e are i n f o r m e d about i t . " The p r i n c i p a l alleges that he 
encourages p r o f e s s i o n a l d e v e l o p m e n t for teachers, but " they ' re not c o m p u l ­
s o r y . " H o w e v e r , r e g a r d i n g teachers' profess iona l d e v e l o p m e n t , one teacher 
m a i n t a i n s that this p r i n c i p a l " a l l o w s it, but does not encourage i t . " 

P r i n c i p a l O n e declares that he has a v i s i o n for the school , sugges t ing , " I ' d 
l i k e this s c h o o l to offer c h i l d r e n the o p p o r t u n i t y to h a v e a d e v e l o p m e n t i n 
m u s i c that is not easy to p r o v i d e i n p r i m a r y schools a n y w h e r e . " H e a f f i rms that 
teachers are e n c o u r a g e d to share i n this goa l , d e c l a r i n g , " W e ' v e t a l k e d about it 
a n d w e ' v e also ta lked about it w i t h school c o u n c i l . . . . It is a very l o n g , dis tant 
d r e a m . " Yet a c o u n c i l m e m b e r contends she does not k n o w the p r i n c i p a l ' s 
v i s i o n for the schoo l , a d d i n g that she "hasn ' t seen that m u c h d e v e l o p m e n t , " 
a n d a teacher declares that this p r i n c i p a l does not share a c o m m o n v i s i o n for 
the s c h o o l w i t h her. A n o t h e r teacher p o n d e r e d at length before a n s w e r i n g h o w 
she t h o u g h t the p r i n c i p a l feels about future prospects at this s choo l . F i n a l l y she 
r e p l i e d , "I can ' t i m a g i n e a n y t h i n g b e i n g different . If he stays here, it w o u l d be 
a great ly e n h a n c e d s c h o o l w i t h regard to p h y s i c a l changes . . . . I w o r r y about the 
e thos . " T h u s the c u l t u r a l arena of a d m i n i s t r a t i v e d e c i s i o n - m a k i n g appears to 
be neglec ted b y the p r i n c i p a l . 

P r i n c i p a l O n e contends that " O n e of m y frustrat ions is m y fa i lure yet to get 
p e o p l e to take m o r e d e c i s i o n s . " H o w e v e r , w h e n asked if ideas p u t for th b y 
teachers are u s e d , P r i n c i p a l O n e responds , " I t h i n k it 's true to say that m o s t 
in i t ia t ives are t o p - d o w n . . . . T h e agenda is largely d e t e r m i n e d b y m e " (IEJLL, 
2000). A teacher contends that teachers' ideas are not used b y the p r i n c i p a l , 
s ta t ing, " G e n e r a l l y , as a w h o l e , no . I t h i n k the p r i n c i p a l w o u l d m o d i f y ideas . . . . 
Y o u k n o w he d e v e l o p s his o w n ideas, tends to actual ly t h i n k of his o w n focus 
f i r s t . " I n r e g a r d to h o w the school s h o u l d be r u n , the p r i n c i p a l declares, " W e 
s h o u l d a l l treat each other i n a courteous manner , w i t h respect. I h o p e that 
n o b o d y w o u l d say of m e that I d o n ' t treat t h e m w i t h respect a n d I d o not treat 
t h e m w i t h c o u r t e s y . " O n e teacher suggests that P r i n c i p a l O n e w a n t s to bel ieve 
he is a faci l i tator , but 

on occasions is more autocratic than he w o u l d like to be. I don't think he 
recognizes this in himself. The principal feels he is very approachable, but there 
are people who have worked wi th the principal who don't feel that way. 

W h e n q u e s t i o n e d w h e t h e r the p r i n c i p a l a l w a y s practices the va lues he 
agreed o n w i t h others , one teacher says Yes , whereas a second teachers says she 
does not r e a l l y k n o w the p r i n c i p a l ' s va lues , a d d i n g that at one p o i n t the 
p r i n c i p a l s a i d class s ize w o u l d be kept l o w , " b u t this d i d not h a p p e n . " Yet 
P r i n c i p a l O n e bel ieves that he f o l l o w s the va lues agreed o n w i t h teachers of 
this s c h o o l , c l a i m i n g , "I h o p e so. I m e a n I t h i n k it 's true of a l l of us that f r o m 
t ime to t i m e w e m a y revert to some gut fee l ings . " H e m a i n t a i n s that he 
celebrates w i t h teachers at the e n d of a successful project, s tat ing, "I a l w a y s try 
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to express thanks to p e o p l e w h o h a v e successful ly b r o u g h t about a project. I 
w r i t e notes . . . h a v e sent f l o w e r s to teachers. T h e y felt it w a s part p a t r o n i z i n g 
b u t I d i d n ' t m e a n it that w a y . " W h e n ques t ioned if the p r i n c i p a l is s u p p o r t i v e 
of teachers ' c o n t r i b u t i o n s to the school , one teacher s a i d Yes , whereas another 
r e p l i e d , "I h a v e felt that because P r i n c i p a l O n e is not v e r y s u p p o r t i v e of m y 
v i e w s , there h a v e been certa in constraints o n the a m o u n t of s u p p o r t . " A l ­
t h o u g h he appears to take t ime to celebrate a c c o m p l i s h m e n t s , a n d he m a k e s 
sure s o m e p e o p l e are r e c o g n i z e d for their contr ibut ions to the success of 
projects, p e o p l e seem to be pra i sed a n d feel v a l u e d o n l y w h e n their ideas are i n 
agreement w i t h the p r i n c i p a l . There appears to be a bar te r ing sys tem in place 
w h e r e s u p p o r t is g i v e n i n exchange for l o y a l t y . W h e n conf l ic t arises, s u p p o r t is 
c o n s t r a i n e d . 

T h r o u g h o u t the data presented above there is a cons iderable a m o u n t of 
p a r a d o x a n d conf l i c t r e g a r d i n g P r i n c i p a l O n e ' s espoused values , his self -per­
c e p t i o n of v a l u e s i n ac t ion , a n d others ' percept ions of his va lues as observed i n 
ac t ion . There appears to be a pat tern of repeated o b s e r v e d act ion that suggests 
that he a p p e a r s to ta lk the h i g h e r ethical values , but acts out va lues of p e r s o n a l 
preference . It seems that he prefers to behave a u t h o r i t a t i v e l y a l t h o u g h he 
aspires to be e n a b l i n g . H e appears to espouse the values of consensus that are 
c r i t i ca l to the success of a s c h o o l c o u n c i l set t ing or the c o m m u n i t y arena, yet 
acts c o n s e n s u a l l y o n l y w h e n dec is ions appear i n the o r g a n i z a t i o n a l arena, for 
e x a m p l e , c o m p u l s o r y c u r r i c u l u m passed d o w n t h r o u g h n a t i o n a l s tandards . 
Because this is a g r a n t - m a i n t a i n e d schoo l , he appears u n a f r a i d of the conse­
quences of h i s act ions w i t h the v a r i o u s s takeholders , as he is essent ial ly ac­
countab le o n l y to g o v e r n m e n t . 

U n f o r t u n a t e l y , it is poss ib le that the conf l ic t i n this school c o m m u n i t y m i g h t 
be r e s o l v e d o n l y b y r e m o v i n g the p r i n c i p a l . T h e t r a d i t i o n a l , a u t h o r i t a r i a n 
m a n a g e m e n t s t ructure that educators a n d researchers so s t r o n g l y advocate 
l e a v i n g b e h i n d appears to be a l ive a n d w e l l i n this school sett ing. It appears to 
be the a d m i n i s t r a t i v e choice of P r i n c i p a l O n e as he exhibi ts l eadersh ip qual i t ies 
m o r e s u i t a b l y l i n k e d to the past. 

Principal Two 
P r i n c i p a l T w o conc ise ly s u m s u p her p e r s o n a l l eadersh ip beliefs as, " the i r o n 
fist i n the ve lve t g l o v e . " Ye t r e g a r d i n g leadersh ip , this same p r i n c i p a l declares, 

It's got to be democratic ... I had a dictator for a principal before 1 came here. I 
swore if I ever became principal, I w o u l d never be like her. She ruled her staff 
w i t h a rod of iron and they all resented it. (IEjLL, 2000) 

W h e n a d d r e s s i n g p r i n c i p a l s ' in f luence o n c o u n c i l , she asserts, "I t h i n k m o s t 
c o u n c i l s , a n d I ' m s p e a k i n g for m y o w n , they d o l is ten to the p r i n c i p a l . I m e a n 
99.9% of the t i m e the p r i n c i p a l has her w a y " (/E/LL, 2000). In reference to w h a t 
extent this p r i n c i p a l is p r e p a r e d to use her expert ise to inf luence d e c i s i o n ­
m a k i n g , she declares , 

W e ' l l use it all the time. If it's something you really want you're obviously going 
to try to influence the school council to your side... . The wise council member 
w i l l listen to the principal. They know we know what we're talking about. 
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H o w e v e r , in response to the same quest ion as to w h e t h e r the p r i n c i p a l uses her 
expert ise o n c o u n c i l , a parent representat ive suggests, "She just has her say as 
a n y o n e else i n v o l v e d . She doesn ' t try to lay d o w n any l a w s . " A c c o r d i n g to 
these data , P r i n c i p a l T w o o b v i o u s l y espouses d e m o c r a c y , yet sees herself as 
e x e r t i n g her o w n i n f l u e n c e to the h i l t o n d e c i s i o n - m a k i n g . C o n v e r s e l y , h o w ­
ever , others perce ive her to practice d e m o c r a c y in act ion. It appears that c o u n ­
ci l m e m b e r s i n this s c h o o l d o not detect the p r i n c i p a l ' s use of expert ise in 
i n f l u e n c i n g t h e m . 

T h i s p r i n c i p a l suggests that " T h e att i tude of the p r i n c i p a l t o w a r d c o u n c i l 
m e m b e r s is an i m p o r t a n t factor. It's a t w o - w a y re la t ionship . T h e y s u p p o r t us if 
they ' re g i v e n lots of i n f o r m a t i o n . " A c o u n c i l m e m b e r describes the re la t ionsh ip 
be tween P r i n c i p a l T w o a n d c o u n c i l as " v e r y g o o d " and adds that the idea l 
r e l a t i o n s h i p exists w h e n both part ies are "able to a p p r o a c h each other if there's 
a gr ievance . . . i n fact, ac tual ly i n practice w e c a n . " A g a i n , P r i n c i p a l T w o 
appears to "prac t i ce w h a t she preaches . " The c o u n c i l m e m b e r a d d s that they 
k n o w their p r i n c i p a l w e l l , d e c l a r i n g , " W e k n o w that she is g o o d and fair . . . W e 
k n o w her character to be honest . " Others w i t h w h o m she w o r k s appear to 
observe v i s i b l e s igns of P r i n c i p a l T w o ' s espoused v a l u e of honesty i n her d a i l y 
practices. 

W h e n asked if the c o u n c i l w o u l d s u p p o r t her if she objected to s o m e t h i n g , 
P r i n c i p a l T w o insists , "I t h i n k so, because w e ' r e the ones w h o ' v e got to p u t 
th ings in to pract ice , aren' t w e ? " She a d d s t h o u g h that " d e m o c r a c y , I t h i n k is 
v e r y , v e r y i m p o r t a n t [for] the w h o l e c o m m u n i t y of the school , w h e t h e r they 're 
teaching staff, n o n - t e a c h i n g staff or school c o u n c i l m e m b e r s . Y o u k n o w y o u 
need to l is ten to each o ther . " H o w e v e r , one school c o u n c i l m e m b e r declares, 
" S o m e t i m e s I feel that w e sit there a n d things are debated, but at the e n d of the 
d a y , I d o n ' t feel l i k e w e ' v e h a d a great i n p u t " (IEJLL, 2000) and another c o u n c i l 
representat ive suggests that a l t h o u g h " e v e r y aspect of the school is d i s c u s s e d " 
b y s c h o o l c o u n c i l m e m b e r s , b u t "I t h i n k they w o u l d p r o b a b l y take the 
p r i n c i p a l ' s s ide , because w e k n o w her so w e l l . " It appears that c o u n c i l m e m ­
bers feel l i k e they can contr ibute to d iscuss ions , but d u e to this p r i n c i p a l ' s m o r e 
than t w o decades of educa t iona l experience, they m a y feel she is better 
e q u i p p e d to m a k e s c h o o l dec is ions . Therefore , they m a y w i l l i n g l y a l l o w this 
p r i n c i p a l to use va lues of p e r s o n a l preference a n d thereby overru le their s u g ­
gest ions. 

P r i n c i p a l T w o bel ieves there are par t i cu lar characteristics of a s c h o o l that 
m a y affect re la t ionsh ips , sugges t ing that these are " tolerance, respect, a n d 
w i l l i n g n e s s for the school to l i s ten to people , w i l l i n g n e s s to l end a h e l p i n g 
h a n d . . . . O b v i o u s l y if the oppos i te of these th ings are true, y o u h a v e n ' t got an 
effective s c h o o l , h a v e y o u ? " W h e n asked about the re la t ionship be tween her­
self a n d c o u n c i l , the p r i n c i p a l says, "It's excellent. The school c o u n c i l m e m b e r s 
are v e r y s u p p o r t i v e . " A c o u n c i l m e m b e r states, 

In this school ... we wouldn' t say the principal knows best and leave it at that. It 
w o u l d still be a case of let's talk it out first, but more often than not it would be 
the way that the principal considers the right way of running the school... . 
(IE]LL, 2000) If it was something the principal really wanted and council was 
against it, I really don't think that would go down too well with the principal. I 
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think it w o u l d be very hard for her to accept something like that, but it's never 
arisen. 

In c o n c l u s i o n , a c o u n c i l m e m b e r declares, "I t h i n k w e ' r e v e r y fortunate here. 
W e d o n ' t h a v e a n y p r o b l e m s , but I ' m sure other schools d o t h o u g h , " a n d the 
p r i n c i p a l contends that c o u n c i l m e m b e r s a l w a y s accept the al ternat ives 
p r o p o s e d b y her , s ta t ing, " N o r m a l l y it 's been d iscussed . . . b u t o n the w h o l e , 
yes they d o . " A c c o r d i n g to these data , P r i n c i p a l T w o tries h a r d to appear to 
pract ice the r a t i o n a l va lues based o n consensus that are c o n s i d e r e d to be a n 
e x t r e m e l y i m p o r t a n t e lement for effective school counc i l s , b u t i n real i ty uses 
her p o s i t i o n a l p o w e r w h e n s o l v i n g c o u n c i l issues. 

P r i n c i p a l T w o m a i n t a i n s that e x p e r i m e n t a t i o n w i t h n e w ideas or p r o g r a m s 
is d o n e " o n l y after staff c o n s u l t a t i o n a n d w e ' r e pret ty sure of o u r g r o u n d . If w e 
t h o u g h t i t w o u l d be a fa i lure I t h i n k w e w o u l d say n o . " A teacher suggests, 
" T h e ear ly years class is s o m e t h i n g w h i c h has been her in i t ia t ive . W e d i d n ' t get 
f u n d i n g for that at a l l . That ' s a n in i t i a t ive she has . " Yet P r i n c i p a l T w o c o u l d not 
g i v e e x a m p l e s of p r o g r a m s w h e r e she w o u l d take r isks , d e c l a r i n g , " N o t off the 
t o p of m y h e a d , n o . . . . T h i n g s that w e have t r ied w e h a v e been fa i r ly sure of 
because it 's after a lot of consu l ta t ion , real ly l o o k i n g at w h a t w e ' r e d o i n g . " A 
fear of consequences appears to h i n d e r the p r i n c i p a l ' s r i s k - t a k i n g ab i l i ty . T h i s 
is p l a u s i b l e as this p a r t i c u l a r school is School B o a r d - c o n t r o l l e d . 

T h e p r i n c i p a l m a i n t a i n s that she enjoys chal lenge i n her w o r k " to a certain 
extent b u t I t e n d to w a n t to be safe ." P r i n c i p a l T w o contends , t h o u g h , that she 
" cha l l enges teachers a l l the t ime to s tr ive to d o better." A teacher m a i n t a i n s that 
the p r i n c i p a l chal lenges her to p e r f o r m at h i g h e r levels , s tat ing, 

Science is m y area and I need support to do it. It's a challenge, and one that I 
might not have wanted to have, to be honest, but I didn't really have a lot of 
choice in the matter. I was given a double increment for taking on science.... I 
was financially rewarded for taking on something I was not too keen on doing. 

P r i n c i p a l T w o appears to p r o m o t e a n arena of profess iona l d e v e l o p m e n t for 
teachers i n her s c h o o l . H o w e v e r , she uses m a n i p u l a t i o n to d o this t h r o u g h use 
of extr ins ic r e w a r d s . T h u s she appears to behave author i ta t ive ly w h e n it is to 
her a d v a n t a g e . 

P r i n c i p a l T w o declares that her v i s i o n for the school is 

to make it the best school possible. This is the age where every child should be at 
their best.... The staff should work wel l together. The parents should be happy 
with what's going on and feel they can approach the school with any problems 
... People have to have confidence in us. 

A teacher suggests , " O u r v i s i o n is that every c h i l d is h a p p y a n d f u l f i l l e d , 
l e a r n i n g at their o w n pace , " a n d another teacher bel ieves that "here . . . w e try 
to g i v e each c h i l d h i g h self-esteem so that they 've a l l d o n e w e l l , a c c o r d i n g to 
their o w n a b i l i t y . " 

R e g a r d i n g g i v i n g teachers a u t o n o m y o v e r m a n a g i n g their c lassrooms, the 
p r i n c i p a l c o m m e n t s , "Teachers are d iverse , b u t y o u have a c o m m o n p o l i c y , so 
the ethos is the s a m e . " She m a i n t a i n s that teachers' ideas are u s e d , s tat ing, "If 
the ideas are g o o d then y o u use t h e m because this is the o n l y w a y y o u get 
v a r i e t y i n the s c h o o l . " A teacher suggests, " I ' m free to p l a n a n d arrange w h a t 
goes o n i n that c l a s s r o o m a c c o r d i n g to the needs that I see." H o w e v e r , P r i n c i p a l 
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T w o bel ieves that teachers d o w h a t is expected of t h e m , assert ing, " T h e p l a n ­
n i n g is based o n p o l i c y . . . . so then, s l i p d s h o d w o r k isn ' t g o i n g o n . " But she also 
states, " Y o u m a k e sure that teachers d o k n o w their w o r k is v a l u e d . " O n e 
teacher e x p l a i n s , " T h e p r i n c i p a l s h o w s every conf idence i n m y a b i l i t y . " The 
p r i n c i p a l appears to e m p o w e r a n d v a l u e the contr ibut ions of teachers, a l w a y s 
e n s u r i n g , t h o u g h , that they w o r k w i t h i n school or b o a r d p o l i c y g u i d e l i n e s , yet 
g i v i n g t h e m e n o u g h f r e e d o m to feel they are creat ive a n d i n n o v a t i v e i n their 
a p p r o a c h . It appears that this p r i n c i p a l possesses the ab i l i ty to e m p o w e r o t h ­
ers, yet uses it w h e n she p e r s o n a l l y prefers to d o so herself. W i t h regard to 
f o l l o w i n g the v a l u e s she agreed o n w i t h teachers, P r i n c i p a l T w o declares, 
" W e l l , w e t ry . There ' s n o t h i n g perfect i n this w o r l d , is there? W e t r y . " T h i s 
suggests that the p r i n c i p a l bel ieves she m a y not a l w a y s be consistent i n pract ic ­
i n g the v a l u e s she espouses. 

P r i n c i p a l T w o suggests that others k n o w her beliefs o n h o w best to r u n the 
schoo l , a n d states, 

I've never met the average child. They're all very different ... Teachers need to 
cater to those children's needs, right from the bottom of the scale right to the top. 
There should be a general order and calm ... that is how I like to see the school. 

A teacher contends that the p r i n c i p a l bel ieves " i n e n c o u r a g i n g us to d e v e l ­
o p o u r o w n ideas . She bel ieves i n l e a d i n g f r o m the front a n d takes a n active 
par t i n t each ing c h i l d r e n . If y o u have t rouble w i t h a c h i l d or a parent , the 
p r i n c i p a l w i l l back y o u u p . " A second teacher af f i rms that P r i n c i p a l T w o " d o e s 
d iscuss th ings w i t h us . She is not so c o m p l e t e l y a u t o n o m o u s . " B o t h inter­
v i e w e d teachers perce ive that P r i n c i p a l T w o f o l l o w s the va lues she agreed o n 
w i t h t h e m . A c o u n c i l m e m b e r m a i n t a i n s that the p r i n c i p a l " i s v e r y fair w i t h 
p e o p l e . T h i s p r i n c i p a l expects the c h i l d r e n to . . . respect each other a n d care 
about each other . She is l i k e that a l l the t ime. The p r i n c i p a l va lues c h i l d r e n . . . 
a n d y o u c a n not ice that a l l the t i m e . " These data suggest that P r i n c i p a l T w o 
appears to enjoy m u c h c r e d i b i l i t y w i t h her staff. 

A teacher states w h a t she bel ieves are this p r i n c i p a l ' s beliefs about h o w the 
s c h o o l s h o u l d be r u n d e c l a r i n g , "It's s u p p o r t , v a l u i n g y o u r o p i n i o n , v a l u i n g 
the c h i l d r e n ' s o p i n i o n . " A n o t h e r teacher contends that P r i n c i p a l T w o " d i s c u s ­
ses th ings w i t h u s , " a n d r e g a r d i n g c u r r i c u l u m the p r i n c i p a l is "as one of the 
staff then, c h i p p i n g i n a n d t a l k i n g as e v e r y b o d y else does . " T h i s suggests that 
P r i n c i p a l T w o m o d e l s the w a y t h r o u g h active p a r t i c i p a t i o n a n d thus spends 
t ime a n d energy o n m a k i n g sure that other people adhere to the va lues that 
they h a v e agreed o n . A s c h o o l c o u n c i l m e m b e r contends that P r i n c i p a l T w o 
a l w a y s s tands b y her v a l u e s , s tat ing, " T h e p r i n c i p a l has a code that she 
reiterates to staff, to p a r e n t s . " A c c o r d i n g to others, P r i n c i p a l T w o appears to 
l e a d t h r o u g h a code of ethics. P r i n c i p a l T w o insists that she tries to s t a n d b y her 
va lues of h o w the s c h o o l s h o u l d be r u n , yet adds , "Somet imes things h a p p e n 
a n d y o u h a v e to, p e r h a p s , t u r n a b l i n d eye . . . Teachers are h u m a n . T h i n g s d o 
g o w r o n g . S o m e t i m e s y o u h a v e to c u r b y o u r tongue a n d not say w h a t ' s o n the 
t ip of i t . " 

P r i n c i p a l T w o contends that she o p e n l y praises teachers i n d i v i d u a l l y a n d i n 
the g r o u p w h e n they h a v e d o n e a g o o d job o n a project, d e c l a r i n g , " O b v i o u s l y 
y o u m u s t pra ise . A g a i n , it s h o w s that y o u v a l u e w h a t they're d o i n g . " T h i s 
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p r i n c i p a l e x p l a i n s that she makes herself par t of the staff b y m i x i n g w i t h them, 
"I a m par t of the staff . . . . I l i k e to hear that w e ' r e f r iends as w e l l as col leagues. It 
m a k e s a v e r y g o o d a tmosphere i n the s c h o o l . " A s perce ived b y self, P r i n c i p a l 
T w o a p p e a r s to foster a team spi r i t a n d p r o m o t e a col lect ive g r o u p v a l u a t i o n 
arena. 

T h e f i n d i n g s i n this research s t u d y suggest that i n the E u r o p e a n e n v i r o n ­
ment , it is qui te poss ib le that p r i n c i p a l s ' e spoused values can be di f ferent than 
their v a l u e s i n ac t ion , as p e r c e i v e d b y themselves a n d other s c h o o l 
s takeholders . A c c o r d i n g to the data , P r i n c i p a l O n e c l a i m e d to be i n c l u s i v e a n d 
o p e n w i t h s takeholders , yet pract iced e x c l u s i o n . O t h e r s takeholders be l i eved 
that he w a s p r o b a b l y u n a w a r e that he w a s d o i n g this , yet c o n c l u d e d that it w a s 
cer ta in ly h a p p e n i n g i n their school sett ing. T h i s has i m p l i c a t i o n s for the need 
for p r i n c i p a l s to b e c o m e reflect ive pract i t ioners ( C o o m b s , 2001; S e r g i o v a n n i , 
1995). P r i n c i p a l s m u s t be b r o u g h t to a n awareness of the p o s s i b i l i t y of inner 
conf l i c t b e t w e e n va lues a n d actions. If p r i n c i p a l s d o not practice the d e m o c r a ­
tic l e a d e r s h i p they espouse , then n e w school i m p r o v e m e n t in i t ia t ives such as 
s i te-based m a n a g e m e n t that require s c h o o l c o m m u n i t y s takeholder i n p u t a n d 
p a r t i c i p a t i o n for success are d o o m e d to fa i lure . 

C o n v e r s e l y , P r i n c i p a l T w o felt that she w a s not a l w a y s consistent i n pract ic ­
i n g the v a l u e s she a s p i r e d to, yet others be l i eved this p r i n c i p a l w a s true to her 
w o r d a n d to h e r code of ethics that she o p e n l y shared w i t h t h e m . A c c o r d i n g to 
the data presented i n this s t u d y , a l t h o u g h b y her o w n a d m i s s i o n m a n y t imes 
she fa l tered , others p e r c e i v e d that P r i n c i p a l T w o t r ied h a r d to l i v e b y her 
v a l u e s . T h u s as p e r c e i v e d b y self, she d i d not a l w a y s adhere to the democra t i c 
processes a n d p a r t i c i p a t o r y d e c i s i o n - m a k i n g c o n s i d e r e d essential for success 
i n t o d a y ' s p r o f e s s i o n a l w o r k sett ing, yet to others she a p p e a r e d to l i v e b y a 
code of ethics. T h u s i n contrast to s takeholders ' c lear ly v i s i b l e p e r c e p t i o n of 
P r i n c i p a l O n e as not p r a c t i c i n g the va lues he e s p o u s e d , i n P r i n c i p a l T w o ' s case, 
the c o m m u n i t y d i d not perce ive a " s i g n i f i c a n t d i s s o n a n c e " b e t w e e n her 
e s p o u s e d v a l u e s a n d va lues i n ac t ion . Therefore , i n this o r g a n i z a t i o n a l arena a 
" c r e d i b i l i t y or authent i c i ty c r i s i s " (Roche, 1999) w a s not ev ident . P r i n c i p a l T w o 
a p p e a r e d to experience i n t e r p e r s o n a l conf l ic t related to her espoused d e m o c r a ­
tic a n d p a r t i c i p a t o r y d e c i s i o n - m a k i n g va lues a n d her actual practices. H o w ­
ever , there a p p e a r e d to be n o i n t e r p e r s o n a l conf l ic t b e t w e e n P r i n c i p a l T w o a n d 
other s takeholders i n this si te-based m a n a g e d school sett ing. T h i s suggests that 
a ve teran p r i n c i p a l ' s es tabl i shed p e r s o n a l c r e d i b i l i t y can h i g h l y inf luence the 
percept ions of other s c h o o l s takeholders . 

Conclusion 
F i n d i n g s of this s t u d y s u p p o r t the sugges t ion that some leadership practices, 
espec ia l ly those descr ibed i n the data presented above, m a y deter rather than 
p r o m o t e c o n t e m p o r a r y s c h o o l r e s t r u c t u r i n g m o d e l s s u c h as site-based m a n ­
agement . It a lso c a n serve to e x p l a i n w h y some schools m a y be e n j o y i n g 
success w i t h s i te-based m a n a g e m e n t , whereas others are not . The v a r i o u s 
perspect ives a n d d e s c r i p t i o n s presented t h r o u g h o u t the article p r o v i d e n o 
assurance that a l l p r i n c i p a l s are w i l l i n g to share p o w e r or that they e v e n 
s u p p o r t s i te-based m a n a g e m e n t as a means to successful change. 

Therefore , a l t h o u g h s o m e m i g h t argue that va lues cannot be taught i n 
p r o f e s s i o n a l d e v e l o p m e n t sessions, the researcher contends that exposure to 
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this type of t r a i n i n g is essential for success i n today 's profess iona l school 

set t ing. It is i m p e r a t i v e that p r i n c i p a l s become m o r e aware of the benefits of 

m o d e r n m a n a g e m e n t theories a n d that they be enabled to d e v e l o p reflective 

pract ices that h e l p readjust t r a d i t i o n a l mindse ts . T h i s underscores the i m p o r ­

tance of i n c r e a s i n g theoret ical a n d pract ical exposure a n d ref lect ion o n per­

sonal e s p o u s e d v a l u e s a n d h o w to a l i g n these espoused values w i t h va lues i n 

ac t ion as seen t h r o u g h the eyes of self a n d others. 

It is c r i t i ca l to the effectiveness of e m e r g i n g res t ruc tur ing efforts that 

g o v e r n m e n t s , s c h o o l b o a r d off ic ia ls , p r i n c i p a l s , school counc i l s , a n d re­

searchers are m a d e a w a r e of the need for p r i n c i p a l t r a i n i n g that stresses a 

va lues c o m p o n e n t . In p a r t i c u l a r , the t r a i n i n g s h o u l d concentrate o n h o w to 

counteract the p o s s i b i l i t y that p r i n c i p a l s ' espoused democrat ic va lues m a y not 

c o r r e s p o n d w i t h their va lues i n act ion. 
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