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n	 New content has been added that addresses current issues in today’s 
schools. This content affords students an opportunity to acquire informa-
tion on new requirements in school leadership as well as new approaches 
to the principalship. Examples of the new contents are discussions of:
n	 Common Core
n	 Race to the Top
n	 Research on Effective Teaching
n	 Research on Effective Leadership
n	 Research on Transforming Underperforming Schools
n	 New Research on Building Professional Learning Communities
n	 Focused Professional Development (Learning Forward)
n	 New Emphases on Instructional Leadership
n	 Supervising the Instructional Program
n	 Developing Nurturing Schools

n	 The results from recent research studies addressing school leadership 
have been used to update the roles and functions of the principal.

n	 Video clips have been added throughout the text. The video clips illus-
trate issues discussed in selected sections of chapters.

n	 Scenarios with reflective questions have been added to the end of each 
chapter. The scenarios transform into practical situations the concepts 
discussed in the chapters.

n	 A section entitled Understanding Self has been added to the end of each 
chapter. This section contains reflective questions and exercises that 
allow the reader to assess his or her understanding of the concepts and 
issues discussed in the chapter.

n	 The New Theory for the principalship in Chapter 4 has been expanded, 
clarified, and given focus with the addition of four dimensions of princi-
pal leadership: understanding self and others, understanding the com-
plexity of organizational life, building bridges through relationships, and 
engaging in leadership best practices.

n	 A Self-Check Quiz on the contents of each chapter has been developed 
and added to end of chapter materials. The Self-Check Quiz consists of 
multiple-choice questions that allow the reader to check the extent to 
which chapter content materials are understood.

New to This Edition
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n	 A Glossary of Terms has been added.
n	 Models for use in leading educational change have been added to Chap-

ter 15.
n	 The 8 competencies in Chapter 1 have been expanded to 13.

Basic Ideas

There are four dimensions to principal leadership.
There are forces and stages to effective principal leadership.
Teacher effectiveness models are emerging.
Effective schools are learning communities.
Professional development is an essential tool for use in school improvement.
Effective principals provide instructional leadership.
Supervision is crucial in the development and implementation of an effective 

instructional program.
In school leadership, there are moral imperatives.

Basic Questions Answered

1.	W hat do principals need to know and be able to do?
2.	W here and how do principals spend their time?
3.	W hat are the most challenging issues faced by principals of today’s 

schools?
4.	H ow are effective principals turning around underperforming schools?
5.	H ow are effective principals balancing management and leadership 

functions?
6.	H ow are districts measuring teacher effectiveness?
7.	W hat are the benefits of developing professional learning communities 

in schools?
8.	W hat are the competencies and disposition of effective school leaders?
9.	W hat are the moral imperatives of school leadership?
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Preface

Everywhere you look there is someone with an easy solution for improving 
schools. “Research says” if you put these principles in place—if you teach, 
manage, or supervise using this list of behaviors—all will be well. Careers are 

built, journals are filled, and, for some with entrepreneurial bents, fortunes are 
amassed as the “solutions” are proposed.

The engine that drives this grand solutions machine is our search for simple 
answers. This searching, we fear, drives us to think in the rationalistic tradition about 
our work, to make unwarranted assumptions about the linearity and predictability 
that exist in the world, and to overestimate the tightness of links between research 
and practice. The result is the adoption of management theories and leadership prac-
tices that look great on paper, sound compelling when heard, and maybe even make 
us feel good, but that don’t fit the actual world of schooling very well.

The term rationalistic is chosen over rational or irrational deliberately, for what is 
often thought to be irrational is actually rational, and vice versa. Winograd and 
Flores (1986) sort the differences as follows:

In calling it [traditional theory] “rationalistic” we are not equating it with “rational.” 
We are not interested in a defense of irrationality or a mystic appeal to nonrational 
intuition. The rationalistic tradition is distinguished by its narrow focus on certain 
aspects of rationality which often lead to attitudes and activities that are not rational 
when viewed in a broader perspective. Our commitment is to develop a new ground 
for rationality—one that is as rigorous as the rationalistic tradition in its aspirations 
but that does not share the presuppositions behind it. (p. 8)

In a similar vein, Kozlov (1988) uses the categories “Neats” and “Scruffies” to 
sort researchers in the field of artificial intelligence as follows: “For a Neat, if an idea 
about thinking can’t be represented in terms of mathematical logic, it isn’t worth 
thinking about. For a Scruffy, on the other hand, ideas that can’t be proved are the 
most interesting ones” (pp. 77–78).

It isn’t easy for anyone to be a Scruffy. After all, it’s very comfortable to be a Neat. 
You have all the answers, and you fit nicely into our bureaucratic, technical, and ratio-
nal culture. Fitting nicely reaps many career rewards. But still, many of us feel uncom-
fortable with the position of the Neats. A frequent first response to this discomfort is 
to try to change the world to fit our theories and to damn those aspects of the world 
that will not cooperate. A better alternative, we propose, is for us to change our theo-
ries to fit the world. A scruffy world needs scruffy theories. Reflective practice, as we 
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will argue in Chapter 3, is key to making scruffy theories work. If we want better 
schools, we are going to have to learn how to manage and lead differently. This text 
doesn’t provide the answers, but it can help you find them.

The key to accepting the challenges of leadership in a scruffy world is for princi-
pals to understand leadership differently. When writing articles and books for prin-
cipals, it is common to point out how important a principal is to the successful 
functioning of the school. Part of this ritual is to portray the principal as some sort of 
superhero who combines the best qualities of strong “instructional leadership” with 
a messianic ability to inspire people to great heights. It turns out that principals are 
indeed important, and their leadership is indeed indispensable, but in different ways 
than commonly thought.

From the perspective of the Neats, principals practice leadership directly by cal-
culating what levers to pull to get the school structured differently and what buttons 
to push to get people motivated to do what is needed. Neat principals are highly vis-
ible players in the drama of leadership. Everything revolves around them. Should 
neat principals fail to provide the needed leadership, things go awry.

Scruffy principals view the problem of leadership differently. Their leadership 
is much more subtle and aimed at building substitutes for leadership into the 
school. Substitutes, they argue, are the keys needed to encourage teachers and stu-
dents to become self-managing. The sources of authority for leadership, as scruffy 
principals see it, need to be idea based and anchored to moral commitments. Their 
job is to create new connections among people and to connect them to an idea 
structure. They do this by practicing leadership through binding and bonding. 
Their aim is to build a followership in the school. For the secret to leadership, they 
argue, is to have something worth following—something to which followers 
become morally committed.

A key theme in this text is that what we believe to be true about management 
and leadership depends on the metaphor we use to understand the school. Schools, 
for example, have traditionally been understood as formal organizations of one kind 
or another, and this metaphor encourages us to think in certain ways about school 
organizational structure, teacher motivation, power and authority, curriculum devel-
opment, and supervision and evaluation. If the metaphor were changed to commu-
nity, these ways of viewing the world of school management and leadership would 
no longer make sense. Instead, a new management and leadership would need to be 
invented to be more congruent with what communities are and how they function. 
Key would be the development of communities of practice throughout the school. 
Communities of practice are known as professional learning communities in some 
places and as critical friends groups in other places.

Members of communities of practice are committed to learning, sharing, and car-
ing for one another. They come together voluntarily because they feel an obligation 
to do so. Without this voluntary commitment and practice, little of consequence hap-
pens in schools for very long. Trusting relationships are key. Why do we need com-
munities of practice? Because today’s learning requirements can only be met when 
collegiality leads to a shared practice of teaching. Communities of practice, we will 
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soon see, are not cozy collections of people who are committed to group harmony 
and little else. They are committed to doing what is right for students.

Learning is often scary and is always hard work. As Wilson and Berne (1999) 
remind us, “You read, you think, you talk. You get something wrong, you don’t 
understand something, you try it again. Sometimes you hit a wall in your thinking, 
sometimes it is just too frustrating. Yes, learning can be fun and inspiring, but along 
the way, it usually makes us miserable. And to move forward we often have to 
acknowledge that which we do not know” (p. 200). Important learnings emerge 
when teachers’ extant assumptions are challenged—when they experience disequi-
librium. “Productive disequilibrium offers useful territory for teachers’ learning” 
(Ball & Cohen, 2000, cited in Wilson & Berne, 1999, p. 200).

But why learn together? Because the greatest asset a school has is its collective 
intelligence. Leaders have to figure out how to harness this intelligence, to grow it, 
and to use it to help the school achieve its purposes. This intelligence, however, is too 
often divided among individuals, and this division dilutes its effectiveness. Thus, as 
we shall see in this text, school leadership should not just be about making individu-
als smarter for their own sake. It should also be about making schools smarter. 
Schools get smarter when individual intelligences are aggregated. And smart schools 
lead to smart students.

The concept of lifeworld is introduced in Chapter 1. We might think of the life-
world as a school’s local values, traditions, meanings, and purposes as embodied in 
traditions, rituals, and norms that define a school’s culture. The lifeworld is impor-
tant because it is at the core of a school’s organizational character. Character is what 
gives a school a special focus, an idea structure, and an orientation toward purpose 
that has consistently been linked to more effective schooling as measured by levels of 
civility and student achievement. Chapter 1 also examines how standards can either 
help or hinder the development of a school’s character depending on whether they 
are driven by that school’s lifeworld or imported from afar.

Throughout the text, readers will find a number of inventories and question-
naires. Their purpose is to help raise and clarify issues, stimulate thought, encourage 
reflection, and provide a basis for discussion of concepts and ideas. They are not pre-
sented as fine-tuned measurement devices suitable for “research purposes”; how-
ever, faculties and groups may benefit from collecting school data and using results 
as a basis for discussion and reflection.

Acknowledgments

Obviously, the contents of a work of this nature come from a number of sources. First 
and foremost, we express appreciation to Dr. Pastella Hampton, Research Assistant, 
University of Memphis, and Lakesha A. Simmons, Graduate Assistant, University of 
Memphis, for their assistance in conducting research that was used to refine this 
edition, and to Dr. Sherwood Thompson, Professor, Eastern Kentucky University, for 
his editorial comments to Chapter 14. Expressions of appreciation are also given to 



Ms. Tonya Cooper, Principal, Chimneyrock Elementary School, Shelby County 
School System, for her invaluable work with the creation of end-of-chapter scenarios 
and multiple-choice questions for the Self-Check Quizzes.

In addition, we would like to thank Dr. Larry McNeal, Chair, Department of 
Leadership, University of Memphis, and Dr. William Allan Kritsonis, Professor, 
University of Texas of the Permian Basin, for their motivation, encouragement, and 
support throughout the creation of this edition.

Finally, the authors would like to thank the reviewers of this edition: Guy  
Banicki, Illinois State University Judith Docekal, Loyola University Lisa G. Driscoll, 
University of North Carolina at Charlotte Michael Owens, Wayne State University 
Kent D. Peterson, University of Wisconsin-Madison.

References

Ball, D. L., & Cohen, D. K. (2000). Developing practice, developing practitioners: Toward a 
practice-based theory of education. In L. Darling-Hammond & G. Sykes (Eds.), Teaching as 
the learning profession: Handbook of policy and practice. San Francisco: Jossey-Bass.

Kozlov, A. (1988). Aristotle in the fast lane. Discovery, 9(7), 77–78.
Wilson, S. M., & Berne, J. (1999). Teacher learning and the acquisition of professional knowl-

edge: An examination of research on contemporary professional development. In A. Iran-
Nejad & P. D. Pearson (Eds.), Review of research in education (pp. 173–209). Washington, DC: 
American Educational Research Association.

Winograd, T., & Flores, F. (1986). Understanding computers and cognition. Norwood, NJ: Ablex.

x	 Preface



Toward a New Theory of  
Principal Leadership

The Moral Dimension

Brief Contents

Preface  vii

p a r t  o n e

The Moral Dimension

c h a p t e r 1    Setting the Stage: Administering as a Moral Craft        02

p a r t  t w o

Toward a New Theory of  
Principal Leadership

c h a p t e r 2    The Principal’s Job Today and Tomorrow        34

c h a p t e r 3    The Limits of Traditional Management Theory        69

c h a p t e r 4    A New Theory for the Principalship        87

c h a p t e r 5    The School as a Moral Community        110  

xi



xii	 Brief Contents

Instructional Leadership

Providing Leadership
p a r t  t h r e e

Providing Leadership

c h a p t e r 6    The Forces of Leadership and the Culture of Schools        139

c h a p t e r 7    The Stages of Leadership: A Developmental View        166

c h a p t e r 8    Leading in a Community of Leaders        183

p a r t  f o u r

Instructional Leadership

c h a p t e r 9    Characteristics of Successful Schools        204

c h a p t e r 10    Becoming a Community of Mind        220

c h a p t e r 11    Teaching, Learning, and Community        249

c h a p t e r 12  �  Instructional Leadership, Supervision, and Teacher 
Development        276

c h a p t e r 13  �  Clinical Supervision, Coaching, Peer Inquiry, and Other 
Supervisory Practices        297 



Motivation, Commitment, and Change
p a r t  f i v e

Motivation, Commitment, and Change

c h a p t e r 14  �  Motivation, Commitment, and the Teacher’s 
Workplace        322

c h a p t e r 15    The Change Process        346

Glossary    369
References    373
Index    390 

	 Brief Contents� xiii



The Moral Dimension

Contents

Preface        vii

p a r t  o n e

The Moral Dimension

c h a p t e r 1  S  etting the Stage: Administering as a Moral Craft        02

Building Relational Trust        03

Views of the Principalship        03

The Heart, Head, and Hand of Leadership        04

The Moral Imperative        05

Understanding the Moral Dimension in Leadership        09

Strengthening the Heartbeat        11

The 13 Core Competencies        12

Followership Is the Goal        19

Building the Character of Your School        23

A Commitment to Democratic Values        24

Time, Feeling, Focus        26

Servant Leadership        28

Acquiring an Understanding of Self        28

Scenario Analysis        30

xiv



	 Contents� xv

Toward a New Theory of  
Principal Leadership

p a r t  t w o

Toward a New Theory of  
Principal Leadership

c h a p t e r	2  T  he Principal’s Job Today and Tomorrow        34

Defining the Role of the Principalship: Ideal vs. Reality        35

Thick Visions: A Values-Based Approach        36

Breaking Ranks        37

A Standards-Based Approach        40

Parochial Schools        43

The Complex Nature of Managerial Work        46

No Child Left Behind        48

Demands, Constraints, and Choices        50

The Changing Role of the Principal        50

Race to the Top        56

Principals’ Priorities: Comparing Perceptions        58

A Look Ahead        60

New Emphasis on Instructional Leadership        61

Direct and Indirect Leadership        63

Acquiring an Understanding of Self        64

Scenario Analysis        65

c h a p t e r	3  T  he Limits of Traditional Management Theory        69

Mindscapes of Practice        70

The Neats        70

Reflective Practice: The Paradigm of the Scruffies        71

Changing Mindscapes        74

Contrasting Traditional Management Theory and Leadership        79



xvi	 Contents

Acquiring an Understanding of Self        82

Scenario Analysis        83

c h a p t e r	4    A New Theory for the Principalship        87

Toward a New Theory of Principal Leadership        87

The New Theory and Leadership in the Schoolhouse        90

The New Theory and School Organization        92

The New Theory and Relationships        94

The New Theory and the Issue of Developing a Motivational Strategy        97

The New Theory and Instructional Change        98

The New Theory and the Issue of Where to Fit People into the Improvement  
Planning Process        100

Controlling Events or Probabilities?        101

Changing Our Metaphors        103

Acquiring an Understanding of Self        104

Scenario Analysis        104

c h a p t e r	5  T  he School as a Moral Community        110

The Story of Community        111

Social Covenants        112

A Theory of Community        113

The Importance of Relationships        117

The Pattern Variables        118

Finding the Right Balance        120

Bonding and Bridging        120

Why Is Community Important?        122

Pathways to Student Learning        131

Acquiring an Understanding of Self        132

Scenario Analysis        133



	 Contents� xvii

Providing Leadership

p a r t  t h r e e

Providing Leadership

c h a p t e r	6  T  he Forces of Leadership and the Culture of Schools        139

The Forces of Leadership        141

The Dynamic Aspects of School Culture        149

A Primer on School Culture        154

Acquiring an Understanding of Self        159

Scenario Analysis        161

c h a p t e r	7  T  he Stages of Leadership: A Developmental View        166

The Sources of Authority for Leadership        167

The Stages of Leadership        171

Why Leadership by Binding and Bonding Works        174

Leadership Styles Count, Too        175

Craftsmen Leaders Are Critical        176

The Archetypes in Review        176

Idea-Based Leadership        177

Acquiring an Understanding of Self        179

Scenario Analysis        179

c h a p t e r	8  L  eading in a Community of Leaders        183

Practical Issues        184

Leadership as a Practice        186

New Leadership Values for the Principalship        187

Distributed Leadership        195

Reciprocity Is Key        196



Instructional Leadership

Constructivist Leadership        197

A Community of Leaders        197

Acquiring an Understanding of Self        199

Scenario Analysis        199

p a r t  f o u r

Instructional Leadership

c h a p t e r	9  C  haracteristics of Successful Schools        204

Characteristics of Successful Schools        206

Academic Press and Community        211

The Importance of Character        212

Reflective Practice        214

Acquiring an Understanding of Self        216

Scenario Analysis        216

c h a p t e r	10  B  ecoming a Community of Mind        220

The Importance of Goals        223

Using Educational Platforms        227

Purposing Is the Linchpin        228

The Principles of Learning        231

Leading with Ideas        232

Both Discipline and Discretion Are Key        238

Providing the Necessary Leadership        240

Acquiring an Understanding of Self        244

Scenario Analysis        245

xviii	 Contents



	 Contents� xix

c h a p t e r	11  �T  eaching, Learning, and Community        249

Comparing the Theories        249

Implications for Supervision        253

Research on “Effective Teaching”        253

Teaching and Basic Skills Score Gains        258

Recent Research        259

Teaching for Understanding        259

The Common Core State Standards Initiative        263

The Classroom as Learning Community        264

Authentic Learning        265

An Integrated View        266

Purposes and Objectives        268

Acquiring an Understanding of Self        269

Scenario Analysis        271

c h a p t e r	12  �I  nstructional Leadership, Supervision, and Teacher 
Development        276

Training Models        279

Professional Development Models        280

The New Face of Professional Development        281

Renewal Models        282

Teacher Development and Types of Teacher Competence        283

The Nature of Professional Expertise        284

Reflecting on Supervision        284

Supervision and Evaluation        285

Linking Teacher Development to School Effectiveness        291

Helping Teachers Achieve Goals        292

Acquiring an Understanding of Self        293

Scenario Analysis        294



xx	 Contents

Motivation, Commitment, and Change

c h a p t e r	13  �C  linical Supervision, Coaching, Peer Inquiry, and Other 
Supervisory Practices        297

Supervisory Models: A Historical Overview        298

Clinical Supervision as an Example        300

A Shortcut Strategy for Clinical Supervision        307

A Different Approach to Supervision        309

Enhancing reading Comprehension at Lovejoy Elementary School        310

Peer Supervision        311

Looking at Student Work        312

Coaching        314

Coaches as Roving Leaders        315

Teacher Collaboration        316

An Evolving Job        316

Acquiring an Understanding of Self        317

Scenario Analysis        317

p a r t  f i v e

Motivation, Commitment, and Change

c h a p t e r	14  �  Motivation, Commitment, and the Teacher’s 
Workplace        322

Problems and Contradictions in Policy and Practice        323

It Is Not That Simple        327

Using Motivation Theory and Research to Inform Practice        330

Women as a Special Case        337

Motivation, Efficacy, and Student Performance        337

The Power of Beliefs        339



	 Contents� xxi

Acquiring an Understanding of Self        340

Scenario Analysis        341

c h a p t e r	15  T  he Change Process        346

More Than Adoption, More Than Implementation        347

A Systems View of Change        349

Overcoming Resistance to Change        351

A Theory of School Improvement        353

A Model for Instructional Improvement        355

Sustaining Improvement        358

Leading Improvement and Sustaining Learning        358

Some Ethical Questions        362

The Change Facilitating Team        363

The Meaning of Educational Change        364

Moral Purpose Is Key        365

Acquiring an Understanding of Self        365

Scenario Analysis        366

Glossary    369
References    373
Index    390 



This page intentionally left blank 



1

Part One
The Moral Dimension

Understanding Self and Others

P art One of the text serves a twofold purpose. First, it lays a foundation for 
understanding the contents of the text. Then, speaking to the moral dimen-
sion of the principalship, it establishes a framework for leadership in schools 

of today and tomorrow. It is designed to provide the reader an opportunity to under-
stand self, and what she or he believes and values. Options are also provided for 
how effective leaders might behave in the principalship. Qualities and characteris-
tics of effective leaders, competencies they need to master, and skills they need to 
acquire in order to lead effectively while serving in the role of principal are also 
addressed. The discussions are based on the premise that the qualities identified are 
moral imperatives for principal leadership.

Leadership is defined in terms of dimensions, and some of the challenges that 
principals face while serving as instructional leaders are outlined. Having explored 
an understanding of self and some of the challenges of the principalship, the reader 
is invited to develop an understanding of other individuals working in the school-
house, as well as those receiving services from the school.

Comprehensively, Part One lays the foundation for the remainder of the text, 
which describes the moral imperatives of the principalship and illustrates how prin-
cipals might address those imperatives through reflective practice. The reader can 
position her- or himself to develop a deep understanding of (1) what it means to be a 
principal; (2) how one develops craft-knowledge sufficient to serve in the role; (3) the 
different aspects of schooling; (4) conditions that exist in the schoolhouse; (5) sources 
of authority; and (6) the importance of relationship building.
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Setting the Stage

T his chapter focuses on setting the stage for leadership in the principalship, 
providing a framework for bringing leadership together as a coherent strat-
egy for change and as a moral spearhead for practice. Leadership practice in 

the principalship is an incredible challenge. However, successful principals are 
everywhere. They know that for every challenge, there is a reward for them, their 
school, and the children they serve. Few professions offer as much in return for the 
required dedication and commitment.

Granted, principal leadership is the key ingredient in school effectiveness, and it 
takes a special person to lead a 21st-century school. That person has to understand 
self and others, understand the complexity of organizational life, build bridges 
through relationships, and develop the capability necessary to engage in leadership 
best practices (Green, 2010). With these four dimensions operating simultaneously, a 
foundation for effective principal leadership is in place.

Operationalizing these dimensions, principals can establish professional learn-
ing communities wherein trusting relationships exist among teachers and princi-
pals, and leadership is distributed throughout the organization. Once trusting 
relationships are established, common values are shared, collaboration exists 
between and among individuals and groups, there is disciplined behavior in the 
school, the faculty conducts inquiry into best practices, and actions necessary to 
maintain professional growth and achieve student success are taken (DuFour, 
DuFour, Eaker, & Many, 2010; Fullan, 2003a). It is a huge challenge to build a profes-
sional learning community in a school where one does not exist. However, some 
school leaders have achieved success in doing so. We need to learn from these school 
leaders, focus on the right processes and procedures, and create the conditions 

	 1
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under which new leaders can develop and flourish (Fullan, 2003a). Overcoming this 
challenge is the moral imperative of school leadership, but there are obstacles. Prime 
among them are the social relationships in schools that too often keep us apart. Yet, 
it is the quality of these relationships that helps schools develop the relational trust 
necessary for lasting change. Relational trust is a powerful concept that we discuss 
in the following section. It is also a necessary ingredient in any attempt to bring 
about change for the better.

Building Relational Trust

Roland Barth (2006) suggests that relationships within schools can be categorized 
in four ways: as parallel play, as adversarial, as congenial, and as collegial. To illus-
trate parallel play, imagine two 5-year-olds reading a book in different sections of a 
kindergarten classroom. One has a book on dogs; the other has a book on cats. 
They each appear to be enjoying the contents of their books but never share their 
books with each other, let alone come together to determine that they each are 
viewing a book on animals that are pets. When relationships become adversarial, 
teachers get students in their separate classrooms, teach them content material that 
will be assessed on the state achievement test, and wait for the results, hoping that 
their students make the highest score. Congenial relationships, by contrast, are 
interactive and positive, personal and friendly, reflecting consideration for others 
and being helpful when we can. Despite their value, congenial relationships repre-
sent promises unfulfilled. There seems to be a line that teachers and others dare not 
cross. Being involved in the teaching life of others, sharing one’s practice with them 
by working together, and in other ways coming together on behalf of the teaching 
and learning success for all children may come about, but these characteristics are 
rarely realized on the congenial side of the line. Thankfully, crossing over the line 
puts us in a world where together we are able to function as communities of prac-
tice. At the heart of any community of practice are collegial relationships. In order 
for meaningful improvement to occur in schools a collegial culture must exist, one 
in which professionals talk about practice, share their craft knowledge, and observe 
and root for one another’s success. In the absence of such a culture, staff or curricu-
lum development, teacher leadership, student appraisal, team teaching, parent 
involvement, and sustained change are not possible (Barth, 2006).

Views of the Principalship

This text discusses a number of views of the principal: strategic problem solver, cul-
tural leader, barterer, and initiator are examples. Are these the roles and images of 
leadership that one should follow in order to be an effective principal? Similarly, what 
about the motivational concepts and ideas that are central to the new principles of 
management and leadership that will be presented in Chapter 4? Also, what are the 
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benefits of discussing the characteristics of successful schools, the forces of leadership, 
strategies for bringing about change, the dimensions of school culture, and concepts 
discussed in other chapters? Will these ideas, if routinely applied, help one to be an 
effective principal? The answer is yes—well, no—actually, maybe. Unfortunately, there 
is no guarantee that the concepts presented in this text will fit all readers or all the con-
texts and problems they face in the same way. Leadership is a personal thing. It com-
prises three important dimensions—one’s heart, head, and hand. A graphic depiction 
of these dimensions appears in Figure 1.1. That is why different principals in the same 
situation so often behave differently. Leader and context defy separation.

The Heart, Head, and Hand of Leadership

Heart—The heart of leadership has to do with what a person believes, values, 
dreams about, and is committed to—that person’s personal vision, to use a 
popular term. To be sure, sharing personal conceptions of what a good school 

Heart

Beliefs, Values,
Dreams, and
Commitment

Head

Theories of Practice;
Ability to Reflect

Hand

Actions Taken, Decisions Made,
Leadership and Management

Behaviors

Leadership

f i g u r e  1.1    The Heart, Head, and Hand of Leadership
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is will reveal many common qualities, but what often makes them personal 
statements is that they will differ, as well.

Head—The head of leadership has to do with the theories of practice each of us 
has developed over time and our ability to reflect on the situations we face in 
light of these theories. This process of reflection combined with our personal 
vision becomes the basis for our strategies and actions.

Hand—The hand of leadership has to do with the actions we take, the deci-
sions we make, and the leadership and management behaviors we use as 
our strategies become institutionalized in the form of school programs, 
policies, and procedures.

As with heart and head, how we choose to manage and lead are personal reflec-
tions, not only of our vision and our practical theories, but also of our personalities 
and our responses to the unique situations we face. In this idiosyncratic world, 
one-best-way approaches and cookie-cutter strategies do not work very well. 
Instead, diversity will likely be the norm as principals practice. Each principal 
must understand self (Green, 2010), find her or his way, and develop her or his 
approach, if the heart, head, and hand of leadership are to come together in the 
form of successful principalship practice.

Does that mean that the concepts presented in this text are not true? If they are 
not truths to be emulated and imitated, what are they? They comprise a different 
kind of truth. They represent a concept boutique on one hand and a metaphor 
repository on another. The idea is to visit the boutique, trying on one idea after 
another, seeking a fit here or there, and to visit the repository, seeking to create new 
understandings of situations one faces and new alternatives to one’s practice. As 
boutique and repository, the role of knowledge about schooling changes from 
being something that principals apply uniformly to being something useful that 
informs the decisions they make as they practice. This is the nature of reflective 
practice. Principals reflect on their actions, and this reflection becomes a part of a 
continuous learning process.

The Moral Imperative

Although many may prefer the work of administration to be some sort of applied 
science that is directly connected to a firm knowledge base of theory and research, 
the reality we face is that it is much more craftlike. The message from this reality is 
equally clear. Successful practice requires the development of craft know-how.

Yet, administering schools is no ordinary craft. Bringing together head, heart, 
and hand in practice; the unique nature of the school’s mission; and the typically 
loosely structured, nonlinear, and messy context of schooling combine to make 
administering a moral craft, a fate shared with teaching (Tom, 1984), relationship 
building (Green, 2010), and supervision (Sergiovanni & Starratt, 1988). The reasons 
for this moral imperative are (1) the need to transform schools from organizations to 
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institutions; (2) the need to build character and instill virtue; (3) the need to adopt 
standards; (4) the need to develop relationships; and (5) the need for discretion.

From Organizations to Institutions

The job of the principal is to transform the school from being an ordinary organiza-
tion concerned with technical functions in pursuit of objective outcomes into an 
institution. Organizations are little more than technical instruments for achieving 
objectives. As instruments, they celebrate the value of effectiveness and efficiency by 
being more concerned with “doing things right” than with “doing right things.” 
Institutions, however, are effective, efficient, and more. They are responsive, adap-
tive enterprises that exist not only to get a particular job done, but also as entities in 
and of themselves. In Selznick’s words:

Organizations become institutions as they are infused with value, that is, prized not 
as tools alone but as sources of direct personal gratification and vehicles of group 
integrity. This infusion produces a distinct identity for the organization. Where insti-
tutionalization is well advanced, distinctive outlooks, habits, and other commitments 
are unified, coloring all aspects of organizational life and lending it a social integra-
tion that goes well beyond formal coordination and command. (Selznick, 1957, p. 40)

Selznick’s conception of institution is similar to the more familiar conception of 
school as a learning community. In learning communities, the focus is on learning, 
and educators are committed to achieving high levels of learning for themselves 
and for all students (DuFour, DuFour, Eaker, & Many, 2006). To achieve either, the 
school leader must move beyond concerns for goals and roles to the task of build-
ing purposes into the school structure and embodying these purposes in every-
thing that she or he does with the effect of transforming school members from 
neutral participants to committed followers. The embodiment of purpose and the 
development of followership are inescapably moral. The rationale for this state-
ment is further expanded in the next section.

Building Character and Instilling Virtue

The job of the school leader is to provide students with knowledge and skills and to 
build character and instill virtue. As Cuban (1988) points out, both technical and moral 
images are present in teaching and administering. “The technical image contains val-
ues that prize accumulated knowledge, efficiency, orderliness, productivity, and 
social usefulness; the moral image, while not disregarding such values, prizes values 
directed at molding character, shaping attitudes, and producing a virtuous, thought-
ful person” (p. xvii). Technical and moral images of administration cannot be sepa-
rated in practice. Every technical decision has moral implications. Emphasizing 
orderliness, for example, might serve as a lesson in diligence for students and might 
be a reminder to teachers that professional goals cannot be pursued to the extent that 
bureaucratic values are compromised.
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Adopting Appropriate Standards

Whether concern is for virtue or efficiency, some standard has to be adopted. What is 
efficient in this circumstance? How will virtue be determined? Green (2013) proffers 
that appropriate standards for today’s schools should address the questions, “What 
does an individual need to know and be able to do in order to be an effective leader 
in today’s schools? What type of disposition and what knowledge, skills, and attri-
butes are needed to enable a school leader to perform effectively?” (p. 5). Determin-
ing criteria for effective leadership and teaching, deciding on what is a good 
discipline policy, or coming to grips with promotion criteria standards, for example, 
all require value judgments. Answers to questions of how and what cannot be 
resolved objectively as if they were factual assertions, but they must be treated as 
normative assertions. Normative assertions are true only because we decide that 
they are. “We must decide what ought to be the case. We cannot discover what ought 
to be the case by investigating what is the case” (Taylor, 1961, p. 248). Normative 
assertions are moral statements.

Balancing Relationships Between Principals and Others

Despite commitments to empowerment and shared decision making, relationships 
between principals and others are inherently unequal. Although it is often down-
played, and whether they want it or not, principals typically have more power than 
teachers, students, parents, and others. This power is in part derived legally from 
their hierarchical position, but, for the most part, it is obtained by virtue of the 
greater access to information and people that their position affords them. Princi-
pals are not chained to a tight schedule. They do a lot of walking around. They are 
the ones who get the phone calls, who are out in the streets, who visit the central 
office, who have access to the files, and so forth. As a result, principals function 
more frequently in the roles of figurehead and liaison with outside agencies. Their 
access to more information allows principals to decide what information will be 
shared with others, what information will be withheld, and frequently what infor-
mation will be forgotten. Often, teachers and others in the school rely on the prin-
cipal to serve as the “coordinating mechanism” that links together what they are 
doing with what others are doing. In teaching, where much of the work is invisible, 
the coordinating function is a powerful one. Furthermore, much of the information 
that principals accumulate is confidential. When teachers have problems, they fre-
quently confide in the principal. Information is a source of power, and the accumu-
lation of power has moral consequences.

Whenever there is an unequal distribution of power between two people, the rela-
tionship becomes a moral one. Whether intended or not, leadership involves an offer 
to control. The follower accepts this offer on the assumption that control will not be 
exploited. In this sense, leadership is not a right but a responsibility. Morally speaking, 
its purpose is not to enhance the leader’s position or make it easier for the leader to get 
what she or he wants but to benefit the school. The test of moral leadership under 
these conditions is whether the competence, well-being, and independence of the 
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follower are enhanced as a result of accepting control and whether the school benefits. 
Tom (1980) makes a similar argument in pointing out that “the teacher-student rela-
tionship is inherently moral because of its inequality” (p. 317).

Utilizing Discretion

The context for administration is surprisingly loose, chaotic, and ambiguous. Thus, 
despite demands and constraints that circumscribe the principal’s world, in actuality, 
discretion is built into the job, and this discretion has moral implications.

For example, frequently how things look is different from how things work. In 
their timeless research on the reality of managing schools, Morris and colleagues 
(1984) discovered numerous instances in which principals and schools were able to 
develop implicit policies and pursue courses of action that only remotely resem-
bled officially sanctioned policies and actions. They noted that not only maintain-
ing student enrollment levels, but also increasing them was often viewed as a 
managerial necessity by principals. However, principals were not motivated for 
official “educational” or “societal” reasons, but to protect or enhance the resource 
allocation base of their schools. Staffing patterns and budget allocations were often 
linked to a principal’s standing among peers and were related as well to morale 
and productivity levels among teachers. Furthermore, principals of larger schools 
had more clout with the central office. Simply put, more staff and bigger budgets 
were viewed as being better. Schools losing resources, however, “usually suffer a 
decline in purposefulness, security, and confidence that goes beyond the loss of 
operating funds” (p. 128).

As a result, principals tended to view monitoring, protecting, and increasing 
school enrollments and attendance as one of their key, albeit implicit, tasks. This led 
them to engage in courses of action that were at variance with the officially sanc-
tioned definition of their tasks and roles. There was, for example, a concerted effort 
to change existing programs and revise the existing curriculum so they were more 
attractive to students and thus better able to hold their enrollment. One of the princi-
pals reported, “We may have to cut physics, for instance, and add environmental 
science. It’s in. . . . I’ve got to get my faculty to see that they have to reshape the tra-
ditional curriculum of the school. Their jobs are at stake” (Morris et al., 1984,  
pp. 128–129). Another principal in their study worked to change his school’s kinder-
garten program so that it was more structured and “rigorous,” not for educational 
reasons or philosophical commitments, but so that the school would be better able to 
compete with the neighborhood Catholic school.

Despite clear guidelines governing attendance procedures (e.g., fixed atten-
dance boundaries and age requirements), principals became flexible by bending 
the rules for student admissions and taking liberties with reporting enrollment 
information to the central office. In the words of one principal, “In general, I’m not 
picky about where the students in the school live,” noting further that if a child 
subsequently became a behavioral problem or was suspected of being a behav-
ioral problem, she always checked the home address (Morris et al., 1984, p. 30). 
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Some principals were inclined to look the other way even when they knew that 
students came from other school districts if they thought the students were 
“extremely bright.” Some principals used leniency in enforcing attendance bound-
aries as the lever to extract better behavior and more achievement from students. 
Principals stressed that they were doing the parents and students a favor and 
expected good behavior in return. Not all students were treated equally. While 
bright students were encouraged to attend, “troublemakers” were not. In the 
words of one principal, “Let him go, that guy’s been nothing but trouble for us” 
(Morris et al., 1984, p. 131).

Although discretion can provide principals with a license for abuse, it is also a 
necessary prerequisite for leadership. “From choice comes autonomy. Autonomy is 
the necessary condition for leadership to arise. Without choice, there is no autonomy. 
Without autonomy, there is no leadership” (Cuban, 1988, p. xxii). Discretion, there-
fore, is necessary if principals are to function effectively. Yet, how principals handle 
discretion raises moral issues and has moral consequences for the school.

Engaging in Leadership Best Practices

Effective school leaders identify and utilize best practices to address the assessed 
needs of students. Using theories of practice, they communicate with various pub-
lics, make decisions, manage conflict, and lead change. To a large extent, these hap-
penings determine the practices, processes, programs, and procedures that inform 
the teaching and learning process. Poorly conceived, they have a disparate effect on 
teacher attitudes and student learning. This line of reasoning is supported by 
Houchens and Keedy (2009), who argue that principals’ theories of practice have an 
impact on school culture and climate variables, ultimately impacting the teaching 
and learning process. Identifying practices that effectively provide all students an 
opportunity to learn is a moral imperative.

Understanding the Moral 
Dimension in Leadership

Key to understanding the moral dimension in leadership is understanding the differ-
ence between normative rationality (rationality based on what we believe and what 
we consider to be good) and technical rationality (rationality based on what is effec-
tive and efficient). Happily, the two are not mutually exclusive. Principals want what 
is good and what is effective for their schools, but when the two are in conflict, the 
moral choice is to prize the former over the latter. Starratt makes the point poignantly 
as follows: “‘Organizational effectiveness’ employs technical rationality, functional 
rationality, linear logic. Efficiency is the highest value, not loyalty, harmony, honor, 
beauty, truth. One can run an efficient extermination camp or an efficient monastery. 
The principles of efficiency are basically the same in either context” (Sergiovanni & 
Starratt, 1988, p. 218).




