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The purpose of this research was (a) to identify the
degree to which vocational administrators use perceived
transformational, transactional, and laissez faire leadership
styles, and (b) to determine if the leadership behaviors
differed between male and female vocational administrators.
The research also sought to determine which administrator
characteristics could best predict perceived leadership
effectiveness.

The target population consisted of vocational
administrators in Virginia and vocational teachers (raters)
selected by each administrator to participate. From an
accessible population of 134 administrators, 101
administrator responses and 260 usable rater responses
provided data for statistical analyses which included Pearson
product-moment correlations, t-tests, and stepwise multiple
regression.

Data were collected using the Multifactor Leadership
Questionnaire (MLQ) Form 5X developed by Bass and Avolio

{(1991). Two parallel rating forms were used: self and



rater. Demographic information was collected from each
administrator to provide a descriptive profile of the
participating administrators.

Correlational analyses revealed that subscale items for
transformational leadership (attributed charisma, idealized
influence, inspirational leadership, intellectual
stimulation, individualized consideration) were significantly
related to perceived leadership effectiveness for both self-
ratings and raters (others). Transactional subscales had
lower correlations with leader effectiveness. A significant
relationship was revealed between the transactional subscale
items of contingent reward and management-by-exception-
passive with effectiveness, with management-by-exception-
passive having a negative correlation. The intercorrelations
of subscale items were positive for both transformational and
transactional leadership styles.

The t-test analyses for self-ratings revealed
significant differences for intellectual stimulation and
effectiveness between male and female administrators. The t-
test analyses of rater (other) data revealed no significant
differences by gender.

Multiple regression analysis provided the following
prediction equations: (1) Self-perceived effectiveness was
best predicted by the gender and transformational leadership
variables, and (2) Rater-perceived effectiveness was best

predicted by transformational leadership.
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VOCATIONAL ADMINISTRATOR LEADERSHIP EFFECTIVENESS AS A
FUNCTION OF GENDER AND LEADERSHIP STYLE
Chapter One
Background
Historically, vocational educators and policy makers
have listened to labor market needs and responded to changes
in society by expanding vocational service areas or by
targeting special populations. The current recognition "that
we really have crossed over into an electronic/communications
era -- a postindustrial era that will not permit us, without
heavy penalty, to cling to outdated industrial styles of
thinking and practice" (Wirth, 1992, p. 154) prompted policy
makers to develop the 1990 reform initiative in vocational
education. Passage of the Carl Perkins Vocational and
Applied Technology Education Act of 1990 (Perkins II)
initiated major changes in vocational education (Wirth,
1992).
Carl Perkins Vocational and Applied Technology Education Act
of 1990 —-- Public Law 101-392
Perkins II sought to improve academic as well as

technical skills of vocational students. This legislation
granted more power to local school divisions in expenditure
of funds and emphasized a broad integration of academic and
occupational education (Wirt, 1991; Wirth, 1992). For the
first time, vocational educators were required to work

collaboratively with academic educators in curriculum
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integration. Vocational education has thus been moving from
a narrow skill-based training focus to focusing on "all
aspects of the industry" in which abilities learned may be
useful in many occupations throughout a particular industry
(Boesel & McFarland, 1994; Rosenstock, 1991). The
substantive change from former legislation in which
vocational educators had been bound by law to keep their
funds and programs separate from academic programs is
significant. Funding stipulations now require evidence of
the integration of academic and vocational programs instead
of separation.

Another dramatic change is the decentralization of
funding. Under the basic grant, 75 per cent of the funds go
directly to the local level (Wirt, 1991; Wirth, 1992). Local
systems are responsible for developing plans that reflect the
expenditure of funds and efforts for program improvement
(Wirt, 1991). Students in selected technical areas are now
able to progress from high school to postsecondary technical
programs in a seamless manner as a result of the initiation
of technical preparation (tech prep) programs. Local
vocational education administrators have the ultimate
responsibility for interpreting federal legislation and
insuring its implementation.

Role of Local Vocational Administrator

The changes caused by Perkins II have had an impact on

the role of the vocational administrator, particularly in the



areas of vocational programming and program administration.
The local vocational administrator is charged with initiating
the implementation of significant changes in curriculum and
the development of new tech prep programs. Since the new
legislation by-passes state administration, new
responsibilities are placed on local administrators at
implementation sites (Boesel & McFarland, 1994; Wirt, 1991).
Consequently, leadership provided by local vocational
administrators is crucial to the implementation of
educational changes. Depending on the school division's
particular organizational structure, a vocational
administrator may be in a line or a staff position (Finch &
McGough, 1982). A vocational administrator in a line
position has authority over teachers and programs. However,
many system wide vocational directors serve in staff
positions. In a staff position, the administrator serves as
coordinator or consultant to schools throughout the system,
and has little or no authority over vocational teachers. 1In
both of these positions, the vocational administrator's
position within the organizational structure can influence
what changes can actually occur in the schools' vocational
programs (Finch & McGough, 1982).
Effective Leadership

Faced with the challenges and opportunities for change,

vocational administrators are charged with the

responsibility, but not always the authority, of effectively



inspiring and leading other educators. Mitchell and Tucker
(1992) suggest that the "thinking that lies behind effective
leadership is complex and varied" (p. 30). They went on to
suggest that educators have typically considered effective
leaders to be those who "take charge and get things done" (p.
30). Another indicator of an effective leader, recognized
especially during times of change, is the feeling expressed
or the attitude followers have toward their leader (Bennis &
Nanus, 1985; Yukl, 1981). Mitchell and Tucker (1992) stated
that "leadership is less a matter of aggressive action than a
way of thinking and feeling" (p.31). Fullan (1992) suggested
that a collaborative work culture promotes the individuality
of followers by respecting their contribution in setting the
organizational vision. Thus, an effective leader in
organizations experiencing change is one who initiates a
vision and motivates followers to collectively develop and
personally adopt the vision. According to Bennis and Nanus
(1985), the leader "empowers [sic] others to translate
intention into reality and sustain it" (p. 80).

To successfully motivate vocational educators to
transform from traditional ways of skill-specific job
preparation to a new broad-based integrative education, the
leader must be effective in inspiring trust and respect. The
success or effectiveness of any change in schools rests
ultimately with the "front line workers" -- the teachers.

However, the ways a leader initiates changes and involves



followers (teachers) in making changes affects the followers'
attitudes toward leader and program effectiveness.

What distinguishes those who lead from those who do not
lead? Some administrators are clearly more effective leaders
than others. Moss, Finch, and Johansen (1991) stated that
merely holding an administrative position does not make a
person a leader. To clarify the idea of leadership, Moss,
Lambrecht, Jensrud, and Finch (1994a, 1994b) have defined
leadership as both a process and a property. The "process"'
involves determining when change is needed and influencing
the group to change. The "property" of leadership is the
follower's perception of the person as a leader. Bettin,
Hunt, Macaulay, and Murphy (1992) explained their criteria
for effective leadership was the way the leader behaves, the
relationship the leader has with followers, and the
priorities set for both themselves and the organization.

Perceptions of effective leadership vary according to
the situation or organizational structure. Furthermore, the
characteristics of those in administrative positions are
quite diverse.

New Leaders

As the American workforce experiences significant shifts
in demographic composition, leaders who emerge and are
responsive to the shifting needs of educational reform and
the organizational culture may not reflect the traditional

image of a leader. Traditionally, formal administrative



positions in education have been dominated by men. While
this situation still exists, women are beginning to assume
more administrative roles as education restructures itself
(Hill & Ragland, 1995; McGrath, 1992; Shakeshaft, 1987). The
shift in educational administration reflects the change in
the American workforce. According to Morrison (1992), the
most significant factor relative to the emerging workforce is
that "nearly all the growth in the workforce in this decade
will come from people who are not white and male" (p. 14).
Although, most of the workforce growth over the next ten
yvears will include individuals other than the traditional
white male, Morrison (1992) reported that the white male
sector will still comprise approximately a third of the
workforce. She expressed concern about whether upper level
positions of leadership in organizations will reflect the
growing diversity. Likewise, it is appropriate to question
whether diversity will be reflected in the administrative
leadership of educational organizations.

The projected diverse workforce and the increase of
females in vocational administrative positions coincide with
vocational education reform. For a long time the attributes
associated with leading were command, control, and top down
management (Moss et al.( 1994a). According to McGrath
(1992), many women who have achieved leadership positions
have found it necessary to assume male-like characteristics.

"They have become aggressive and competitive, wearing dark



suits, [and] consciously lowering their natural speaking
voices" (McGrath, 1992, p. 64). McGrath (1992) goes on to
state that "rather than lacking leadership skills, women have
the right 'stuff'"(p. 65). Eagly, Darau, and Makhijani
(1994) found that male and female leaders are equally
effective, especially in educational settings.
Transformational versus Transactional Leadership

For vocational education to change in response to
societal shifts and demands, vocational educational
leadership must reflect these changes (Moss, Finch, &
Johansen, 1991). Especially during times of change or
reform, administrators who successfully lead others often
possess attributes associated with transformational
leadership (Finch, Faulkner, & Gregson, 1992-1993; Van Ebron
& Burke, 1992). Bass and Avolio (1990) have defined this
recent leadership paradigm as one in which "the need to
promote change and to deal with resistance to it has, in
turn, led to an emphasis on democratic, participative,
relations-oriented, and considerate leadership" (p. 11). 1In
transformational leadership, the leader establishes a vision
and involves the followers in its development while
considering their individual needs and providing
opportunities for intellectual stimulation (Bass & Avolio,
1990, 1994; Tucker, Bass, & Daniel, 1992; Van Ebron & Burke,
1992) Transactional leadership, on the other hand, works

more effectively when organizations (school systems) are



operating under more stable or settled conditions (Mitchell &
Tucker, 1992; Van Ebron & Burke, 1992). Transactional
leadership focuses on contingent reinforcement, including
positive contingent reward and/or negative management-by-

exception (Bass & Avolio, 1994).

Conceptual Framework

Much of the current research on effective leadership and
leaders has focused on transformational leadership. The type
of leaders needed during times of reform and change seems to
reflect the transformational leadership paradigm proposed by
B. M. Bass (1985) in his theory of leadership. The
transformational leadership idea was first mentioned by
Downton (1973), furthered developed by J. M. Burns (1978),
and was elaborated on by Bennis and Nanus (1985). 1In 1985,
B.M. Bass "presented a formal theory of transformational
leadership as well as models and measurements of its factors
of leadership behavior" (Bass & Avolio, 1994, p. 2). Bass
and Avolio (1990, 1994) have further developed
transformational leadership assessment and have created a
training program. Van Ebron and Burke (1992) and Burns
(1978) stated that a leader relates to followers as either a
transformational or transactional leader. However, research
has indicated that leaders often use a combination of
transactional and transformational leadership behaviors

(Bass, 1985; BRass & Avolio, 1990; Moss et al., 1994b).



The transformational leadership model described by Bass
and Avolio (1991) contained four behavioral components:
idealized influence, inspirational leadership, intellectual
stimulation, and individualized consideration. A fifth
behavioral component, attributed charisma, is sometimes also
included (Bass & Avolio, 1991). Bass and Avolio (1990)
considered idealized influence and charisma as the same
factor for a while, but have now made distinctions between
these two factors. A transformational leader may employ one
or more of the five behaviors. Persons who follow the
transformational leader are willing to put the vision and
goals of the organization as a whole above their own personal
desires. The transformational leader encourages and nurtures
the individual development of those in the organization in
such a way that workers feel like, and actually are, a
significant and valued part of the organization. The
transformational leader listens to ideas and thoughts of
individuals throughout the organization and maintains open
lines of communication.

Transactional leadership as defined by Bass and Avolio
(1994) is based on contingent reinforcement which is divided
into contingent reward and management-by-exception. In
contingent reward leadership, an exchange occurs between the
leader and follower based on the performance of designated
tasks. The contingent reward system of leadership or

management has been more effective in motivating others to



higher levels of performance than management-by-exception,
but not as effective as transformational leadership (Bass &
Avolio, 1990, 1994). In management-by-exception, the leader
only becomes involved when a problem arises, thereby
supporting the status quo (Bass & Avolio, 1990). Bass and
Avolio (1994) divided management-by-exception into active and
passive categories, depending on whether the leader actively
monitors followers' work or passively waits for mistakes to
occur and then takes action.

A third form of "leadership" presented by Bass and
Avolio (1990) is laissez-faire or non-leadership. According
to Bass and Avolio (1994), the laissez-faire leader avoids
leadership by not interacting with followers, and is, for
this reason, ineffective. "Decisions are often delayed;
feedback, rewards, and involvement are absent; and there is
no attempt to motivate followers or to recognize and satisfy
their needs" (Bass & Avolio, 1990, p. 20).

Transformational leaders create change while
"transactional leaders tend to work within the system to
preserve the status quo" (Silins, 1992, p. 319). The study
of transformational and transactional leadership is quite
extensive in the areas of business and the military, but
limited in education and especially in vocational education.
Moss, Finch, and Johansen (1991) have stated that vocational
education is currently experiencing unstable times and must

begin "its own transformation if it is to remain a viable
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