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C H A P T E R I 

I N T R O D U C T I O N 

T h e P r o b l t n a 

A major problem confronting the administration of public schools 

i s that of determining the readiness of teachers to assume responsi-

bility of administrative nature and a role of leadership. This problem 

i s not new to public schools; however, it has become more acute and 

a greater concern with the increasing enrollment during the post-war 

years. An example of the rapid growth of schools in areas of increas-

ing population concentration may be found in the Dallas Independent 

School District, Dallas, Texas. During March, 1952, the school cen-

sus enumerated SI, 013 scholastics. By enumerating the children l iv-

ing within the district that were under school age, the probable census 

for March, 1957, was set at 104,445. The estimate of the scholastic 

population for the same y e n including the number of children likely 

to move into the district, was set at 115,000. These f igures indicate 

a growth in the number of children of nearly 34, 000 by 1957 in only 

one school district. * 

1 Figures were taken from an unpublished study made by, and 
available from, the Census Department, Dallas Independent School 
District, Dallas, Texas. 



P r o m o t i o n f r o m within v s . s e l t c t i o a from wi th -

ou t . —As new schools axe stalled and retiring personnel are re-

placed, the school administration has the choice of securing leader-

ship by promoting teachers from the ranks, employing administrators 

from outside the system, or a combination of these two practices. 

Freeman and Taylor observe that to avoid low morale and the stulti-

fying effect of inbreeding, an organisation must strike a fine balance 

between promotion from within and attracting new blood from without. 2 

Ignoring talent from within is as bad as promoting without regard to 

talent. 

To resolve the dilemma presented by the need for striking a fine 

balance between these two practices, the school administration must 

have an accurate inventory of the leadership talent within the system. 

The making of this inventory is further complicated as the school 

grows in size, since no one person is in a position to observe and 

evaluate the readiness of all the teachers to assume the role of lead-

ership. 

Methods of inventorying leader ship t a l e n t within 

St ".Cft00* sys tem. —While final selection of personnel for the role 

of leadership rests with top-level administration, the major responsi-

bility for the screening process must rest with the supervisory 

S. JL. Freeman and £. K. Taylor, How to Pick JLeaders, p. 208. 
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personnel of the individual school. These a r e the persons who a r e in 

daily contact, with the t eache r s and who know their s t rength and weak-

ness , both persona l and profess ional . With the adminis t ra t ive and 

supervisory personnel a t this level of adminis t ra t ion occupying the 

key posit ion in a screening p roces s , there a r e two alternatives avail-

able to utilise this knowledge of the personnel tinder their supervision. 

The first is a subjective report assessing the prospective value of 

each teacher as a leader, and the second is the employment of a r a t -

ing device in a s se s s ing prospective values. Since the first method 

possesses all the inherent weaknesses of the second method, and to 

a greater degree, no further consideration will be given to it. 

Ra t ing d e v i c e s . —The commonly used rating devices em-

ployed in the evaluation of teacher performance have four significant 

weaknesses . The first and mos t common weakness i s that of "halo 

effect . " Second, the r a t e r allows his own bias in some a r e a s to in-

fluence his ratings. Third, the "generosity error" is quite common. 

Fourth, the devices available do not apply to all situations. 

"Halo affect" is that psychological phenomenon in which the 

r a t e r tends to permit his general feeling of favorableaess o r unfavor-

ableness toward the subject to influence the rating of specific traits. 

Thorndike found in a study of ra t ings that they were apparent ly af-

fected by a marked tendency to think of the person in general a s r a t h e r 



good or r a t h e r in fe r io r and to color judgments of Ms qualit ies by this 

genera l feeling. 3 Stouffe« et ad., repor ted that in the Army enlisted 

men who were asked to evaluate thei r o f f i ce r s on a aerie© of eleven 

questions dealing with apparently different a spec t s of l eadersh ip 

seemed to " c a r r y ove r" a general " favorable" or "unfavorable" a t t i -

tude, instead of answering each question a s though it dealt with a d i f -

f e ren t aspect of the o f f i c e r ' s b e h a v i o r . 4 This s ame weakness i s 

pointed out by 3L»awshe in mer i t* ra t ing system* including long l i s t s of 

5 

i t ems such as initiative* co-operat ion, ingenuity, e t ce te ra . The im-

plication i s that the pe r son doing the rat ing can look a t an employee 

one way and see only "initiative, " that he can look at him another 

way and see only "co-operat ion. M "Such i s con t ra ry to the fac t s a s 

demonstrated by the research studies, 

The second observed error i s the "bias" on the part of the rater 

in his interpretation of the rating instrument. This error i s likely to 

exist to some degree as long as human judgments are a major factor 

in ra t ings . Hocking s ta tes that, 
. . . we do not commonly acquire our major beliefs by a 
process of reasoning. They come to us f irst by way of 
authority o r suggestion, the authority of pa ren t s and 

^Edward L, Thorndike, "Constant £ r r o r in Psychological Rat- > 
ings, M Journal of Applied Psychology, IV (March, 1920), 25. 

^Samuel A. Stouffer, et a l . , Measurement and Predict ion, IV, 167. 

5C. H. JLawshe, J r . , Principles of Pe r sonne l Testing, p. 27. 

6Ibid. 
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teachers* the suggestion of admired persons whose views 
are absorbed by the hero-worshipping mind of childhood* 
or of the social environment, especially of those snore in-
timate groups whose views are simply accepted or taken 
over because they are the current and approved ways of 
looking at things in those groups or sets. Beliefs so gained 
and held without farther examination may be called preju-
dices* not in the derogatory but in the literal sense of the 
word. ̂  

Third, it is quite common for the rater to give the subject the 

benefit of the doubt. Investigation has found that the "generosity er~ 

ror" has been made to the extent that it is not uneoiaiMon "to find 60 

to 80 per cent of unselected groups rated above average. • 

A fourth objection may be added to most rating devices in that 

they may be developed commercially and do not apply to the specific 

situation, or they are developed empirically with inadequate valida-

tion. 

P u r p o s e of the Study 

This study has a twofold purpose. The first is to demonstrate 

the use of the Forced-Choice Technique in developing a rating scale 

for the selection of teachers adjudged to be ready to assume responsi-

bility of an administrative nature and a role of leadership. The second 

is to develop a tentative rating scale for this purpose in the Ballas 

Independent School District, Dallas, Texas, 

ophy. P. 6. William Ernest Hocking, Types of Philos< 
n n » » f t n l w < D > u w n i t t i m i H i m - - r r - j i -n.i m ir jjin nn inixuiijiiinjuni' 

L»ee J. Cornbach, Essentials of Psychological Testing, p. 397. 



O r g a n i s a t i o n of t h e S t u d y 

The remainder of this study i s presented in four parts. The fac-

tors in leadership that were considered in the selection of the tech-

nique that was employed in the construction of the rating scale are pre-

sented in the following chapter. The third chapter is concerned with a 

description of the Forced-Choice Technique and an account of the pro-

cedure followed in developing the rating scale. The application of the 

scale and the results of the tests of validity and reliability are given 

in the fourth chapter. The last chapter contains the conclusions and 

recommendations of the study. 
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CHAPTER II 

S O M E FACTORS IN EDUCATIONAL L E A D E R S H I P • 

A consideration of the selection of educational leaders presents 

a number of imperative questions concerning the nature of educational 

leadership. What i s leadership? Is there a common criterion for de-

termining the worth of an individual a s an educational leader ? If ad . 

ministrative leadership differs from other types of educational lead-

ership, what factors distinguish i t? Can a defensible theory of this 

type of leadership and the selections of such leaders be formulated? 

D e f i n i t i o n of L e a d e r s h i p 

The term "educational leadership" indicates a special type of 

leadership. Regardless of how the area of leadership may be del im-

ited by such modifiers as "educational," "group, " or other such terms, 

the need for a consideration of the meaning of leadership pers i s t s . 

Much has been written in professional literature in an effort to 

provide an exact meaning for leadership. Such worh has done much to 

i solate critical factors in leadership, but none s eems to have achieved 

such a purpose. 
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Figors call® i t a "process of mutual stimulation" and distin-

guishes the "leader" from the "dominator. Jennings contrasts lead-

ership with isola t ion. 2 To B c m y s , leadership i s Hie "engineering of 

c o n s e n t . I t i s getting people to follow because they want to follow, 

not because you want them to follow. Krout speaks of leadership and 

"fellowship. " 4 Freeman and Taylor-see leadership as the ability to 

create group action toward an organizational objective with maximum 

effectiveness and co-operation f rom eafch individual. * Terman has 

stated that the opposite of a leader i s an outcast. ^ The Staff, Office 

of Strategic Sendees , claim nothing new in their conception of lead-

ership. They think of it as a man's ability to take the initiative in 

social situations, to plan and organise action, and in so doing evoke 

co-operation. ^ The National Conference of Professors of Educational 

Administration describe leadership as a relation between or among 

persons. * This relation, this interplay, results in one person 

*Paul Pigors, Leadership or Domination, p. 16. 
- 'iumWMIWWMmil' ,01,*,null. •• -<HH» w I » 

2Helen Hall Jennings, Leadership and Isolation, p. 217. 

3 Edward JU Beraays, Tomorrow'a Public Relations, p. 19. 

*N. K. Kraut, Introduction to Social Psychology, p. 651. 

^Freeman and Taylor, oj>. c i t . , p. 40. 

6JL.ewis M. Terasaa, "A Preliminary Study in the Psychology and 
Pedagogy of leadership, M Pedagegical Seminary, XI, 414. 

' 78talf, Office of Strategic Services, Assessment U Men, p. 101. 

^"Educational Leaders: Their Function and Preparation, " 
lUport •* Second Work Conference, National Conference of Professors 
of Educational Administration, pp. 15U49V 



becoming a l«tdtr for a time, or for good, and other persons becom-

ing followers. To Cook, leadership means to influence people toward 

changed behavior, to aid the an in their own growth processes . ^ Yauch 

considers leadership from an abstract point of view as a function, a 

function of a s individual in a group situation. 

The factors common to all these points of view concerning lead-

ership are personality traits of the leader and the social climate in 

which he operates. The interaction of these two elements seem to de-

termine the success or failure of the leader. Hemphill concludes: 

. . . after an analysis of the definitions of leadership that 
a definition must include both the characterist ics of a so-
cial situation and the characteristics of aa individual. If 
we approach the problem of leadership in an operational 
manner, leadership may be said to be the behavior of an • 
individual while he i s involved in directing group activi-
ties. Then we mmy make the hypothesis that the individ-
ual will be judged to be an "excellent, M a "fair, M or a 
"poor," leader in terms of the Judge's estimate of the 
characteristics of the social situation on w e hand and 
his observation of the leader's behavior on the other. . . . 

The two assumptions involved in the foregoing 
view of leadership; namely, that leadership i s the- behavior 
of an Individual directing group activities and that ade-
quacy of leadership i s an'evaluation of the correspondence 
between the individual's behavior and the behavior de* 
xnanded by the situation, seem to be implied in the many 
criteria selected by investigators in the study of leader-
ship. This view of leadership is broad in scope* bring-
ing into consideration the group situation, the behavior of 

9 
.Lloyd Allen Cook, Inter group Relations in Teacher Education, 

pp. 184-185. "* ' 

10Wilbur A. Yauch, Improving Human Relations in School Ad-
ministration, p. 39. 
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the leader* and a judgment of leadership adequacy. It i s 
a l so solidly rooted in concrete behavior rather than ab-
s t rac t constructs . ** 

Sou rce s of C r i t e r i a f o r L e a d e r s h i p 

At leas t three sources of c r i t e r i a may be considered when 

judgtoents a r e made concerning the correspondence between the situa-

tional factors and the behavior of a prospective educational leader . 

These are philosophy of e d u c a t i o n , operational methods employed, 

and the group function served. Not only should a high degree of agree -

ment be found between the situation and the individual in each of these, 

but also a positive relation must exist between thfc three criteria in 

both the situation and the individual if the position of the leader is to 

be tenable. 

P h i l o s o p h y of e d u c a t i o n . -—There a r e many c lass i f ica-

tions of the various basic beliefs about education; however, all of these 

fall into a rather dear dichotomy in their relation to the function of 

leadership. This division is between the conservative or traditional 

point of view as opposed to the liberal or progressive beliefs. 

Brameld sttsnmarisses the conservative belief of the essent ial! st 

in positioning the leader as one, because of his superior position, who 

i s justified in determining the bulk of what those in his charge shall 

l lJohn K. Hemphill, Situational Fac to r s in l eade r sh ip , pp. 5-6. 
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know and do.1 2 His second classification of conservative thought i s 

that of perennial ism. la this group "the supreme purpose of the uni-

varsity i s to create leaders who know what justice and righteousness 

really are. 

Dewey answers the conservative belief in the authority of fixed 

beliefs and institutions: 

. . . let us admit the case of the conservative: if we once 
start thinking no one can guarantee where we shall coxae 
out, except that many objects, ends, and institutions are 
doomed. Every thinker puts some portion of an appar-
ently stable world in peril and no one can wholly predict 
what will emerge in i ts place. ** 

Me further emphasises this dichotomy of thought as follows: 

The traditional view is that our standards for con-
duct are derived from a certain fixed and unchangeable 
"structure" of the universe* such as the will of God, or 
the innate superiority of race* or the inescapable hostil-
ity between capitalism and economic justice. The other 
view i s that man's control over his economic and social 
environment makes it possible for him to build "new 
mansions" for himself by constructing a system of moral 
relationships which relies for guidance on the principle of 
continuous extensions of common interests and purposes, 
nothing else. The former view inevitably invokes the 
principle of authority at some point; the latter view does 
not. * 5 ^ 

12 
Theodore Brameld, Patterns of Educational Philosophy, p. 262. 

1SIbid,» p. 342. 

14 'Progressive Education, XXX (October, 1952), 10. 

l § I b i d , , p. 4. 
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It may be concluded that any judgment of the adequacy of leader-

ship would be influenced by the degree of agreement found la the basic 

point of view from which the beliefs about education ar ise in the leader 

a ad the group to be led. 

O p e r a t i o n a l m e t h o d s » A second critical consideration 

in assess ing the adequacy of leadership i s found in the methods em-

ployed to give expression to the basic beliefs of the leader. This 

dichotomy of beliefs finds expression in authoritarian and democratic 

operational methods. 

®arr does sot find this difference to be an overt expression 

since the machinery for every.day operation for a school system will 

appear outwardly to be similar. ** Inwardly, however, the whole a t . 

titude and setting will be different because under a democratic opera* 

tion al l persons concerned participate in the co-operative formula-

tioa of the scheme. Tead states that whenever there i s general regard 

for the dignity, Integrity, and worth of each person, whenever general 

consent is freely given and wide responsibility i s being consciously a s -

sumed for the attaining of commonly agreed-upon aims, and whenever 

the creative growth of individuals i s occurring, there i s democracy 

in fact. ^ 

^A» S. Barr, William H. Burton, and JLeo J. firueckner. 
Supervision, p. 102. 

, 7Ordway Tead, The Art of Administration, p. 68. 
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From this point of view it may be assumed, then, that the aims 

and the administration of day-to-day operation may be identical under 

either democratic or autocratic methods. Cinder autocratic l eader-

ship, these would he imposed by the "super ior position" of the leader. 

The success of each a leader would be dependent on the willingness of 

the group to acquiesce to the directives of the leader. For the leader-

ship of a democratic leader to be adjudged adequate, the group must 

accept the responsibility inherent in interactive participation. In 

either instance, the methods of the leader must be in agreement with 

the demands of the group a t the time leadership i s exercised. 

Group f u n c t i o n s e r v e d . —A third source of criteria in 

the selection of leaders may be found in the group function served by 

the leader. I*ewtn states that groups are sociological wholes; the 

unity of these sociological wholes can be defined operationally in 

the same way a s a unity of any other dynamic whole, namely, by the 

interdependence of its parts. " This definition of a group and the 

force that permits it to function implies that a consideration of lead-

ership in relation to the group must be made from the point of view 

that the group i s an interacting whole and not an atomistic whole. 

The group is not an aggregate of individuals directed by a leader, 

tw»t it is a complex organisation of interacting parts. Barnard 

^®K»rt L>ewin, Resolving Social Conflicts: Selected Papers 
on Group Dynamics, p. 72. ' 
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indicates this complexity by stating that informal organizations a re 

found within ai l formal organizations, the lat ter being essential to 

order and consistency; the fo rmer , to vitality. These a r e mutually 

reactive phases of co-operation, ami they a r e mutually dependent. 

If the l a rge r organization, contains later acting smaller organizations 

and the dynamic character of each i s dependent to some degree on 

leadership, then, leadership must he thought of a s multiple in the 

larger organization, and not singular. 

One type of leadership that may be identified with an informal 

organization within the formal organisation, in the field of education, 

is that leadership exercised by the peer leader in his relation to 

par t or all of the staff or community. Kilpatrick, under the more 

democratic conception, identified this leadership a s emerging from 

within the group as the progress of events stimulates one member , 

and then another, to volunteer suggestions which the others, upon 

consideration, weigh and accept solely upon their inherent mer i t s . 2 0 

A second type of educational leader may not be a member of any 

group except a s all those engaged in the field of education may be con-

sidered a group. Counts s tates that society requires great numbers 

^Chester I. Barnard, The Functions «f the Executive,. p. 286. 

20William H. Kilpatrick, Official Program, National Council 
2i gducafrion, National Education Association, Atlantic City, New 
Jersey, February, 1938. 
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©f persons who, while capable of gathering and digesting facts, arc 

at the same time able to think in this role of educational leader ship.21 

It would not be a tenable position to assume that the character-

i s t ics of the two types of leadership mentioned above are mutually 

exclusive, nor w.uld it be tenable to expect *he characteristics to be 

identicals One i s functioning in an area concerned primarily with 

day-to-day human relations in an intimate group while the other i s 

concerned with creative thought as it relates to the progress of a 

profession. The same situation i s found in a consideration of a third 

type of educational leadership, administrative leadership. While it 

may be desirable and necessary for this leader to possess many of 

the characteristiLcs of the other two, the distinguishing characteris-

t ics will be found in the group function of the role of administration. 

The necessity of administration i s described by Cornell as follows: 

. . . Coordination i s required because of specialisation. • 
Administration i s necessary in order that the combined 
influences may be maintained in sotme "oone of rational-
ity. " . . . A major administrative function clearly i s re -
lated to the formulation and definition of purpose, for it 

. i s impossible to put pieces into harmonious or reciprocal 
relation to one another without purposiveness. . . , The 
work of administration i s one of the specialised functions 
having to do with maintaining the organization in opera-
tion. 22 

2 1 George S. Counts, Dare the School Build a Mew Social Order 7, 
20'"* 2 2# 

**Fgggr»aaiir0 Education, XXX (November, 1952), 32-33* 
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A d m i n i s t r a t i v e L e a d e r s h i p 

H the arbitrary supposition i s mad# that the administrative 

leader i s necessary to the operation of an educational system and that 

the function of this leader is specialised to the extent that it differs 

from other roles of leadership, the question presented is one of de-

termining the area# in which this leadership differs. 

. These differences are considered as, they are related to per-

sonal factors and situational factors. 

P e r s o a a l f a c t o r s . —Much effort has been expended in 

studies of leadership in the attempt to isolate the personal factors 

that differentiate between leaders and mm-leaders. Stogdill's re-

view brought together a large number of data on these qualities. He 

l i s t s these as; (1) Capacity: intelligence, alertness, verbal facility, 

originality, judgment; (2) Achievement: scholarship, knowledge, 

athletic accomplishment; (3) Responsibility: dependability, initiative, 

persistence, aggressiveness, self-confidence, desire to excell; 

(4) Participation: activity, sociability, co-operation, adaptability, 

humor; and (5) Status: socio-economic position, popularity. 2 3 in 

this review, the difference in the leader and nou-leader i s not one 

of kind but one of degree. The Staff, Office of Strategic Services, 

approached the problem of identifying the leader by determining the 

Stogdill, "Personal Factors Associated with leader-
ship: A Survey of the Literature,n Journal of Psychology. XXV 
(January, 1948), 64. "" 1 
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correlation between leadership and other variables. This report in-

dicated that the correlation between leadership and each of these 

variables was as follows: energy and initiative—-. 72{ effective intel-

ligence—-. 65; propaganda skill—. 51; emotional stability'— 48; motiva-

tion for assignment—. 44; social relations—.. 44; observing and report-

lag... 32; physical ability— . 21; and security—. 16. 

The first of these examples of investigations of leadership iden-

tifies many qualities found in leaders, and the second a s se s se s the de-

gree to which some of the qualities of leadership were found to be 

critical. While such studies have contributed to an understanding of 

personal factors in leadership, there remains the problem of the 

measurement of these qualities in the individual, and the relation the 

balance between these personal qualities has to successful adminis-

trative leadership in a specific situation. 

S i t u a t i o n a l f a c t o r s . —> A second group of factors controlling 

the effectiveness «f the administrative leadership is found in the situa-

tion. These factors may be classified as the mores of the community, 

the level of readiuess of the staff to work as a group, and the responsi-

bility imposed by the larger group, state or school district, of which 

the school and community is a part. The relationship of the adminis-

trative leader ef the formal organisation may differ little from the 

peer leader of the informal organisation ia the first two of these 

74. 
Staff, Office of Strategic Services, op. cit., p. 306. 
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factors. The third factor differentiates between these two types of 

leadership since the responsibility imposed on the administrative 

leader to a large extent defines the relation of the individual with the 

stall and community, limits the methods that may be employed, and 

establishes an obligation to authority outside of the immediate situa-

tion. Cornell states that there exist* in organization customs, tra-

ditions, or social norms in addition to prescribed rules of conduct. 

These are seen to emerge from the actual behavior of persons in the 

organisation and are interrelated to all other elements of the entire 

organisation. The prescribed rules or legal aspects place adminis-

trative leadership in a unique place in the group. 

Pittenger points out that under the general interpretation of 

the Federal Constitution, the state i s recognised as the legislative 

and administrative unit la the management and control of schools. 

lisaiilton and Mort describe the local districts as creatures of the 

state for the carrying out of the obligations of the state to educate Its 

27 

citiseas. It i s the local organisation which is responsible for car-

rying out the will of the state, and in most instances, the official 

representatives of the local community have been delegated the 
x ^Progress ive Education, XXX (November, If 52), 31. 

^Benjamin Floyd Pittenger, Local Public School Administra-
tion, p. 20. 

2 7 R. R. Hamilton and Paul SL Mort, The LAW and Public 
Education, p. 20. ———» 
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authority to adapt many of the s ta te ' s geaerai direct ives to meet local 

needs. The administrat ive leader has the obligation of enforcing 

these ru les . Ascher descr ibes the position of the adminis t ra tor a s 

follows: 

The public servant soon finds himself in the gr ip of 
force* pulling him In opposite directions. 2t i s his duty to 
see that the laws and regulations a r e faithfully and ef f i -
ciently executed. On the other hand, la our kind of gov-
ernment, he must not only give the citiaens a f a i r bread:, 
he naus tmake the citizen feel that he i s getting a fa i r 
break. He most achieve the consent of the governed. 
He mast serve the ultimate purpose of "efficient" gov-
ernment; the realization of the individual worth of the 
citisen. Regardless of the desirabil i ty of the goals and 
practice* of a school and a community, the responsibility 
imposed on the administrative leader by law and by mora l 
obligation to the community cannot be held i s abeyance but 
is immediate. He must function in the existing situation 
and discharge that responsibili ty if he is to achieve the 
success necessa ry fo r Ms leadership to affect an improve-
ment in the" status quo. 

The Ambivalence of Cr i ter ia for 

thte Se lect ion of . L e a d e r s h i p 

The criteria for judging the worth of leadership appear equally 

at t ract ive. This seems to be the case when personal qualities a r e 

weighed against situational factors, o r when a group of factors gov-

erning one type of leadership a r e considered in relation to another 

type. Whalijuist noted the same impasse i s viewing the practices of 

American schools: 

2SCharles S. Ascher, "Human Relations in Administration, '• 
Phi Delta Kappan, XXXIV (February, 1953), 175. 



ZQ 

A person privileged to visit a score or more American ' 
school# *t any level i* impressed with Hie variety of school 
practices. Ho two schools seem to be doing the same thing 
in the same manner. Very few schools seem to be teaching 
the same subject matter or employing similar method. . . . 
H the investigator listens to professional addresses and ' 
reads professional literature, he will note the same dis-
crepancies. The speakers seem to he at odds with one an-
other; in fact, few speeches will be logically consistent. 
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With the existence of those wide differences in practice in educa-

tion* it would logically follow that the same range of differences would 

exist ia leadership. Freeman and Taylor conclude that no single as-

pect of human differences could possibly cover all the facets of leader-

ship, since leadership is a complex affair and leaders are highly 

complex individuals. 3 0 They have the same basic aptitudes, skills, 

and personality factors possessed by all men in some degree. Yauch 

says that "it is the curious outcome of many peoples' experience 

that these qualities [of leadership] have the habit of developing in 
ft3l 

Se lect ion of A d m i n i s t r a t i v e Leade r s 

A criterion for the selection of administrative leaders, in a 

relatively limited area such as education, would require that the per* 

sonal qualities of leadership be isolated and measured.. The balance 

*̂ John T. Wahlquist, The Philosophy of American Education, p. 3. 

3®Freeman and Taylor, o£. cit., p. 14. 

31 Yauch, oj». cit., p. 55, 
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between these qualities would then be required a s they re la te to the 

situational fac tors . This relationship would then change a s tie f ac -

to r s differ between situations. This would preclude the development 

of a standard by which prospective leadership may be judged. 

The selection of administrat ive l eaders must be based on human 

judgment. Such judgments must be made by those in a position to 

know the personal qualities of the prospective leader and the requ i re -

ments of tike situation. The problem, then, i s to secure a s objective 

judgments a s possible, basing the evaluation on the thinking of the 

group rattier than on the a rb i t r a ry s tandards of each individual ad-

minis t ra tor or supervisor called upon to ra te personnel. 
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C H A P T E R III 

P R E P A R A T I O N OF S C A L E A C C O R D I N G 

TO F O R C E D - C H O I C E T E C H N I Q U E 

R a t i n g S c a l e s 

P a f p o a i . — R a t i n g scales have not been devtloped to the point 

where they may be used as an absolute method of solving the problem 

of personnel selection. Whenever human beings are called upon to 

rate themselves or other hiamha bel age, aa appropriate rating scale 

can increase the objectivity of human judgments, give a basis for com-

paring the judgments ©f different raters in different groups, and es -

tablish a means of measuring the degree of differences between sub-

jects rated in a given group. 

H i s t o r y . -—Rating scales probably have been in existence as 

long as any method employed in experimental psychology designed to 

give quantitative measurement to qualities of personality and other 

personnel evaluation. One of the first rating forms was used by 

Fechner in 1871 for the purpose of securing objective evaluations of 

esthetic judgments.* About ten years later Galton developed a nine-

*R. S. Woodworth. Experimental Psychology, p. 369. 
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point seal® to determine the extent to which meats! i m a g e r y was ex-

perienced. ^ This enabled the subjects to express the degree of ex-

perience. Following this development, rating methods were adopted 

in many a r e a s of pe r sonne l work. The "mam. to m a n " technique de -

veloped by the A r m y ' in 1917 and the work done by Pater son 4 in 1922 

marked attempts to further refine rating methods by making provision • 

for a finer discrimination by the rater. This trend in the develop-

ment of ra t ing techniques continued until about the beginning of World 

War 11.- The failure of these developments has been evidenced by 

the continued r eques t by management f o r an instrument that will 

give an accurate appraisal of employees* service and potential worth. 

The weakness of these s ca l e s m a y be found in the fundamental bas i s 

that "the accuracy of evaluation i s essential ly a function of the degree 

of infallibility of judgment in the rater completing the form. 

T h e F o r c e d - C h o i c e T e c h n i q u e 

B a c k g r o u n d With the onset of World War II the War De-

partment had a s urgent need for upgrading o f f i c e r s to command a 

^Gardner Murphy, Historical Introduction to Modern Psychology. 

*Araay Personnel Section, "The Rating Scale ," Psychological 
Bulletin, XV (1918), 203-206. 

*©• G. Paterson, "The Scott Company Graphic Rating Scale, " 
Journal erf Personnel Research, 1 (1922), 361. 

"*<*• H. Pockrass , "Common Fal lacies in Employee Ratings, " 
P e r s o n n e l Journa l , XVIII (1940), 263, 
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rapidly expanding Army, The records were inadequate for sound ap-

praisal of the capabilities of the personnel available* The sca les in 

use at the time had been designed to supply the needed information; 

however, M2OQ0 of the 4000 [ office*®] of suitable age were superior. 

"Superior11 was the highest rating given* In If 45 the Ad jus tan t Gen-

eral ' s Office inaugurated an extensive study to improve the rating sys -

tem. Of all the methods developed and applied* one which came to be 

known as the forced-choice technique showed the most promise. In 

1947 the Army officially adopted a new Officer Efficiency Report based 

on the new raiting method. In 1948 the Standard Oil Company of New 

Jersey launched a comprehensive program in the application of this 

new technique.* The results of these experiences have been very fa-

vorable. Concerning the Army's experience. Sis son reports that. 

The new method i s superior to all other methods 
examined. It produced a better distribution of ratings 
relatively f ree from the usual pile-up at the top of the 
scale. It i s l e s s subject to influence by the rank of the 
off icer being rated. It i s quickly and objectively scored 
by a machine. And above all, it produced ratings which 
are valid indices of real worth. 8 

6 C. D. Harron (Major General), "Efficiency Reports, " Infantry 
Journal, April, 1944. 

7 
Employee Relations Department, Standard Oil Company of 

New Jersey, Made to Measure, 1951, p. 39. 

®E. Donald Sisson, "Forced-Choice, the New Army Rating, " 
Personnel Psychology, 1 (1948), 366. 
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R a t i o n a l e of t h e f o r c e d - c h o i c e t e c h n i q u e . —The 

new technique has come to be known as the "Forced-Choice Tech-

nique, H This technique has placed the rater in a petition requiring 

Mm to choose from a group of descriptive phrase® the one most de-

scriptive and the one least descriptive of the subject rather than make 

a subjective judgment of how much or how little a characteristic ap-

plies. Sisson describes this feature in the technique employed by the 

Army as follows: 

• - • Rather than indicate how much or how little of each 
characteristic an off icer posse s se s , the rater i s required 
to choose, from several sets of four adjectives or phrases, 
which best characterises the officer and which i s least de-
scriptive* In other words, it cal ls for objective reporting 
and minimizes subjective judgment. And because of the way 
in which the tetrads—s ets of four rating elements—are con-
structed, it reduces the rater's ability to produce any de-
sired outcome by the choice of obviously good or obviously 
badtraits . It thus diminishes the effects of favoritism and 
personal Mas. * 

The logic on which this method of grouping descriptive phrases 

i s based i s simple. Of the four phrases or adjectives, two will be 

favorable and two unfavorable. The two favorable i tems will be 

equally attractive and the two unfavorable will be equally unattractive. 

However, only one of the favorable and one of the unfavorable items 

will be significantly related to the measurement for which the scale 

i s constructed. Freeman and Taylor present this basis a s follows: 

9 ib id . f p. 345. 



26 

The philosophy of "forced- choice" i s simple. 
Haters dislike saying anything derogatory about ratees. 
If forced to choose between two descriptions or state-
meats about a man they will tend to say the nicer, if the 
other is closer to the truth. Fine! JLet's give them two 
equally alee things that could be said about the candidate 
and make them choose one or the otter* If both are 
equally nice the rater has no reason not to toll the truth. 
. . . Both are equally nice but only one is significantly 
related 60 leadership success. (The rater would not-know 
which i s significant. 

Richardson, one of the key researchers in developing this tech-

nique, has listed the following assumptions and postulates on which 

the technique is based: 

1. There are two distinct phases of merit rating: reporting 

and evaluating. 

2. The observing supervisor must be free to give an accurate 

and complete report. 

3. The reporting and evaluating processes should be separated. 

4. The language in the written form should be drawn from the 

personnel making the rating and should be tested for uni-

formity of meaning. 

5. In the reporting process, the supervisor must make critical 

judgments. The forced-choice technique forces Mm to 

choose the descriptive phrase most accurately describing 

the subject's behavior. 

l0Freeman and Taylor, og>. cit., p. 193. 
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6. The reporter has no way of evaluating the subject, as he 

is engaged only in the reporting proct i i . ** 

it. ^ o g c e d . c h o i c e r a t i n g s c a l e , —The typical forced-

choice rating scale contains from twenty-five to thirty Mocks of four 

descriptive words or phrases describing behavior in job performance 

and personality traits. Two of the items in each Mock are favorable 

descriptions* and two are unfavorable. An example of such a tetrad 

might be: 

Co-operates with other teachers (favorable). 

Minds Ms own business (favorable). 

i*aeks interest in professional activities (unfavorable). 

Maintains poor discipline (unfavorable). 

The rater must choose the phrase most descriptive and tike phrase 

I e a s t descriptive- of tike subject. The choice is made without knowing 

whether the subject is being rated up or down. 

The techniqu* employed in pairing the phrases in each tetrad i s 

described later; however, the phrases are paired so that the two fa-

vorable items appear equally attractive to the rater. The two un-

favorable items appear equally unattractive to the rater. One item 

in each pair is known to be especially characteristic ©f either high-

ranking subjects or of low-ranking subjects. The item i s said to 

•Mario,®. W. .Richardson, "Forced-Choice Performance lie-
ports: A Mod«ra Merit Eating Method, " Personnel. November. 1949. 

208-2l0« vi-u.I rrmiiur MHU.IUI 
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discriminate between Ugh and low subjtcts. It Is this item that i s 

weighted to count for or against the subject. Below i® an illustration 

of how the i tems in each Mock are weighted. 

ft* r*ijiif*r*tns*fv • 
II \sXiJt*Ks£\J&lJ • 

"Most" ' * "Least" 

Gains respect hut never demands It — / 1 — 1 

Suspicious and inclined to pry into 
pupils' affairs —1 , -/ l 

Intolerant with weaknesses in others 
on staff 0 § 

Logically presents his stand on a question 0 0 

In such a tetrad the score range is four points, from ->2 to -/2. 

A forced-choice scale of twenty-five tetrads would have a score range 

of 101 points, from -50 to «/50. 

Cons truct ion of Sca le 

The forced-choice technique was employed in developing a scale 

for the purpose of determining the readiness of teachers for the role 

of administrative leadership. The procedures employed were s imi-

lar to those employed fey the Army with certain modifications to adapt 

the technique to the situation existing in the Dallas Independent School 

District, Dallas, Texas. 

S t e p J , —Approximately 10 per cent of the schools in the Dallas 

Independent School District were chosen to participate a s the primary 
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group 1b this study. The principals in these schools served as the 

rater group, and the professional stall of each school served as the 

subject group. This group included nine ichaol* In the school ays -

tem. 

S t e p II.—Each principal ranked the teachers under his super* 

vision in the order of their readiness to serve as administrative 

12 

leader®. A standard procedure was employed whereby the principal 

chose the teacher he considered having the highest readiness, and 

then the teacher with the least readiness. This process was continued 

with the remaining unranked group until all the teachers were ranked. 

S t e p I I I . —Eachprincipal in the primary group then wrote a 

narrative description of an individual he had ranked in the highest 

one third, aa individual he had ranked in the middle one third, and an 

individual he had ranked in the lowest one third. The principals were 

assigned varying orders of writing these descriptions (i . e . , highest, 

lowest, average—-lowest, highest, average, etc.), 

Additional narrative descriptions were secured from teachers 

and administrators in graduate classes at the Southern Methodist Uni-

versi ty and the North Texas State CoUege. Each was requested to 

describe an individual he considered belonging to the highest one 

third of school, administrators or prospective administrators, an 

* ̂ Appendix A. 
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individual belonging to the average or middle one third, and an individ-

ual belonging to the lowest one third. 

Step XV. —The descriptive phrase® aad adjectives were culled 

tv&m tiie narrative descriptions. £ach of these was placed on. a sepa-

rate card with a key- giving the source of the description and category 

described. Five hundred forty-six phrases and adjective© were culled 

from these descriptions. 

No 'change was made in the language used by the narrator. 

S tep V. — The descriptive phrases were sorted into groups of 

related meanings or areas, and the classification was placed on the 

item card. The following arbitrary classification was used: 

Personal traits* (I) physical 

(1) emotional 

(3) social 

(4) intellectual 

Professional traits: (1) training 

(2) skill in classroom 

(3) interaction with professional 
staff 

(4) interaction with community 
outside the classroom 

The descriptive terms in each area were examined for the pur-

pose of eliminating duplications and extremely unfavorable items. 
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The experience of the Army indicated that raters lead to resist ex-

tremely aaftvonkle items, and this impairs the effectiveness of a 

IS 

forced-choice scale. Two hundred seventy items were culled, 

leaving 276 terms to he evaluated. 

Step VI. —The 276 items to be submitted to the Item qualifica-

tion judges were mimeographed in random order. Only the master 

list was numbered in order that the lists could be combined in varying 

sequence, The number assigned to each item was placed on the item 

card. 

Each principal in the primary group served as an item qualifica-

tion judge. He was supplied with three copies of the list*4 to judge. 

One Met was judged as to how well each item fit the subject described 

in the highest one third of the staff under Ms supervision, one list 

was judged in relation to the subject in the middle or average one 

third* and one list in terms of the subject in the lowest one third. 

The following values were assigned by the judge to each item 

in each of the three lists: 
Value: 

5—Fits the subject very well. 

1 'Staff, Personnel Research Section, Personnel Research and 
Procedures Branch, The Adjutant General's Office, "The Forced 
Choice Technique and Rating Scales, n paper read by £. A. Rund-
quist at A. P. A. meeting, September 5, If46, Philadelphia, Penn. 

^ ̂ Appendix B. 
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4—Fits the subject to a Mgh degree. 

3—-Fits the subject to aa average degree. 

2—Fits the subject to a low degree. 

1—Does not fit the subject at all. 

A va lw of three was assigned to each item not rated by the 

judges. 

2 $ 

Step VII. —A computation sheet was completed for each 

item on the list. All values assessed each item by all the judges were 

tabulated. A "preference index1* and a "discriminating index" were 

calculated for each item. ("Preference index** and "discriminating 

index" are hereafter abbreviated to PI and DI« respectively. ) The PI 

of a particular item reflects the tendency of raters to use the item to 

describe teachers. . It i s the mean rating, on the five-point scale, 

assigned the item by all the raters, taking the descriptions of the 

teachers with the highest,average, and lowest readiness for adminis-

trative leadership together from the item qualification list. The DX 

is an indication of the ability of the item to discriminate between high-

est and lowest readiness of teachers. This index was found by taking 

the absolute difference for each of the five values on the rating scale 

between the Mgh and low categories and finding the sum of these dif-

ferences. The PI and the JDX were placed on the item card. 

Appendix C. 

UAppendix B. 
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Since many favorable and unfavorable i t ems were found in de-

script ions of the high, average, and low categories, a simple graph-

ical method was used to determine whether an i tem was t© be c lass i -

f ied a* favorable or unfavorable. An item was considered favorable 

when the tabulation of the Item Computation Sheet tended to c lus ter 

along a continuum extending f rom the lower le f t to the upper f ight . 

For an unfavorable item the continuum extended from the upper left 

to the lower right. This was t rue since the high category was tabu-

lated on the top line and the low category was tabulated on the bottom 

line with the value of the item increasing from left to right. A plus 

sign was placed on the item card by the DI for a favorable item and a 

minus sign for an unfavorable i tem. 

S t e p V I I I . —Through the use of a scatter diagram with the 

PI value represent ing tine axis and the DI value represent ing the other 

axis* the item cards were distributed so that the items could be 

pai red with an equal o r approximately equal P I and with a significant 

difference in the DI. An examination of the distribution of the i t ems 

revealed that twenty-five pa i r s of favorable items and twenty-five 

pa i r s of unfavorable i t ems could be secured if the i t ems were paired 

to permi t a . Of variance in the 1*1 and maintain a six to aa eight 

point difference in the DI. The range of the PI from these pairs was 

from 1. 00 to 5.00, and the range of the DI was from zero to 18. 00. 
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Each pair contained two favorable or two unfavorable Items with each 

selected from a different area of meaning. Twenty-it ve favorable 

and twenty-fire unfavorable pairs were selected, using these criteria. 

An example of the application of these criteria may be i l lus-

trated by the qualifications an item must posses s to be paired with the 

item given in Appendix D. The item in Appendix D has the following 

characteristic*: (I) favorable, (2) area of meaning classification num-

ber six* (3) PI of 3. 22, and (4) D2 of eighteen. For an item to be paired 

with the above item, it mast posses# the following qualifications: 

0 ) favorable, (2) area of meaning other than number six, (3) PI of 

not l e s s than 3 .15 or more than 3. 29, and (4) D1 of not l e s s than ten or 

more than twelve. 

S t e p IX.—The final step in the construction of the scale was 

tiie arrangement of i tem-pairs into tetrads. One pair of favorable 

i tems was combined with one pair of unfavorable items. The order of 

favorable and unfavorable items was made random in the various 

tetrads. The scale contained twenty-five tetrads. The f irs t rating 

scale was designated Form A, as shown below. The tetrads and the 

items in each tetrad were rearranged in random order to construct 

Form B . 1 7 

*7Appendix £ . 
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The instructions to the raters for the use of the scale we*# as . 

follows: 

1. Read all lour statements in the first tetrad. 

2. Decide which of the four statements i s most descriptive 

of the person being rated and maris: it with an "M»M 

3. Decide which of the four statements i s least descriptive 

and mark it with an "JL. n 

4. Proceed in like manner to mark all the other tetrads. 

The scoring was done as follows; If the favorable item which 

discriminates high from low teacher readiness (had the higher DI) 

was marked with an "M, " a score of plus one would be given. If the 

same item w i s marked with an "I*, M a score of minus one would be 

given. If the non-discriminating item was checked, aero score would 

be given. In the unfavorable pair of items, the item which discrimi-

nates low from high teacher readiness (had the lower DI) would be 

given a score of plus one if it was marked wife an n l* . n M the same 

item was checked with an "M»M a score of minus one would be awarded. 

If the non-discriminating items Aken were marked with an r,M" or an 

ML# " no credit would be given. The weight of each item was placed 

on a scoring template. 

The algebraic sum of the minus and plus scores gave the total 

score. This gave the rating scale a range from - 5 0 to */50. In order 
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that negative numbers might fee eliminated from the statistical calcu-

lation, a sum equal to the lowest possible negative seore was added to 

all scores. This produced a range from aero to 100. 

The Rat ing Scale 

The following rating scale was constructed in accordance with 

the procedures described above, and was used as the' basic scale in 

this study. The values of the items included appeared only on the 

master scale and not on the scales used by the raters. 

A RATING SCAUE— TEACHER READINESS FOR 
ADMINISTRATIVE LEADERSHIP 

SCHOOL 

FORM A 

RATER TEACHER 

Instructions: (1) Read all four statements in the f irst tetrad. 
(2) Decide which of the four statements i s roost descriptive of the 
person being rated and mark it with an MM. "" (3) Decide which of the 
four statements is least descriptive and mark it with an "JL." 
(4) Proceed in like manner to mark all the other tetrads. 

Value 

M b 

1. 

Plans work very carefully -

Adept at meeting people 0 0 



37 

V 

Value 

M L . 

Biased is his opinions. -H. 

Limited experience in classroom 0 0 

2. 

Create# i®od will araons fellow teachers 4 
*»»bUe school trainine and experience i» 

one school system. 0 0 

Aa idealistic point of view. 0 0 

Teaches almost altogether by textbook 
method. — 

3. 

Bomiaeertog. 0 Q 
Versatile. • yi * * * 

Aggressive. 0 0 

Inconsistent. 
— ^ 4" 

4. 

WW not accept responsibility. — 4 
Sympathetic. 6 0 
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Value 

M 

Inclined to minimise the role of the 
individual. 0 0 

Efficient. — 

5. 

JLets personal feelings ea ter into situations. 0 0 

Liberal in point of view. 4- — 

An exceptionally good politician. 0 0 

Seldom makes detailed plans for lessons in 
advance. — / 

6. 

F i rm in decisions. 0 0 

Excellent organizer . 4-

Mo rea l in teres t in teaching. — 

Disregards opinions of others , 0 0 
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Value 

M L 

?. 

Ha* strong desire to be liked. ® Q 

Forces children—does not lead. -

Co&stutly talks—is unwilling to listen. § o 

Standards for teachers are the highest. 4- MM). 

8. 

Well liked by all members of the faculty. 

Inclined to envy other teachers' success. 0 0 

Language tends to be trite and ambiguous. — - / 

Conforms to the school rules to the letter. 0 0 

9. 

Gains respect but never demands it. — 

Suspicious ami inclined to pry into pupils' 
affairs. . / 

Intolerant of weakness in others on staff. 0 0 

JLogically presents his stand on a 
question. 0 0 
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Value 

M L 

10. 

Little interest la future training. 0 0 

Always recognises superior work. / — 

Has few intimate friends. — 4" 

Never awed by personalities. 0 0 

11. 

Wants everyone to be happy. 0 0 

Gives own tixoe freely to ass i s t pupils. / 

Graduate work lacks plan or goal. Q 0 

Feels that many people dislike Mm. — / 
12. 

Reticent about expressing Ms own ideas. 0 0 

Friendly hut impersonal with staff. 0 0 

Dislikes handling discipline problems. — 4* 

Eager to improve professional status. 4- — • 
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Value 

M b 

13. 

^ B o e s not hesitate to attack problems. / — 

Faith in faculty and student body. 0 0 

Unable to secure close co-operation. — 

Few interest* outside of school. 0 0 

14. 

Inclined to procrastinate. — 

Sense of humor. 4 — 

Inconsiderate at times. 0 0 

Weil groomed. & 0 

IS. 

Active member of several professional 
organisations. / 

Caters to people who are influential. 0 0 

Expresses sincerity of purpose. 0 0 

Has tendency to generalise from few facts. — • / 
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Value 

M L> . 

u. 

Gives long homtirork assignments. 0 0 

Per severance. -

Emotionally unstable. 

Gracious. 0 0 

17. 

Teaching is chosen Held. 4 — 

Courteous in manner. 0 0 

Resents suggestions from other teachers. 0 o 

Keports are generally late. — -

I t . 

Ebqpects too much from co-workers. 0 0 

Enjoys working with children. 4" -

Accepts suggestions and criticism 
gracefully. Q 0 

Primary interest in personal social life. - 4" 



43 

Value 

M h 

19. 

Mo admutittrativc training. — + 
Closest friends outside of school. 0 0 

Practical. 

Energetic. 0 Q 

20. 

Thinks above Ms co-workers. « . 

, Tends to isolate himself in social gather-
ings. § 0 

Long service in system. 0 0 

inefficient In keeping records. — / 

21. 

Poor speaker in public. 0 0 

Has no interest in assuming duties of 
leadership. — 

Adaptable to new situations. — 

Dislikes unpleasantness. 0 0 
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Value 

M h 

21, 

Progressive In Ms methods. / — 

Does minimum of required tasks. • / 

ConmtinicKtti emotioaal teaaivt to others. 0 0 

Active church member end leader. 0 0 

23. 

Loytl to administration and staff. mm 

Expresses self well. 0 0 

Does not recognize good ideas in other 
teaching situations. — 

Keeps no schedule of his appointments. 0 0 

24. 

Over-emphasis on the three It's. 0 a 

Alert. / — 

Cynical about motives of others. — 4" 

Co-operative. 0 0 
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Value 

M b 

25. 

Interest l a child secondary to adequate 
standards. — -f 

Intelligent but temperamental. 0 0 

Informal. 0 0 

Confident. — 



C H A P T E R IV 

A P P L I C A T I O N O F T H E C O M P L E T E D S C A L E 

A N D T H E D E T E R M I N A T I O N O F I T S 

V A L I D I T Y AMD R E L I A B I L I T Y 

A rating scale prepared by any one of many procedures may 

appear to be good or pour according to the point of view from which it 

i s examined. It would hardly be adequate* however, to accept or re -

ject a scale on that basis, f o r judgments to be made concerning its 

worth, it must be applied, the validity measured by a criterion or 

criteria outside the scale, and a test of its ability to give consistent 

rea&lts should be made. 

A p p l i c a t i o n o f S c a l e 

The rating scale was submitted to a qualified jury, to the nine 

schools in the primary group that participated in the construction of 

the scale, to a second group of nine schools in the Dallas Independent 

School District, and to a third group of nine schools outside tike Dallas 

Independent School District. 

Q u a l i f i e d j u r y . —The rating scale was completed by a jury 

of nine members. The Jury included administrators at the top level 

46 
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of administration in the Dallas Isdtpssdcnt School District and 

teachers at the graduate level of school administr ation at the North 

Texas State College anil the Southern Methodist University. Each 

member rated a teacher he considered among the highest 10 per cent 

of prospective administrators. 

P r i m a r y of s c ho ©I s • ~ The primary-group of 
mi i] » l i i i i r p i i i i a u i i ^ ( i < < i i i i I » i m | i w t W W i a l w a i f i i i n - < f i M i w i a l B i i W W H W L i r i i i w * w t l > M W i i B m n W W S r . i M ) i i » ) - i i i i | i | i i m i » ! i i ! » ! . M W i l w > l > i M . i i ' i . . ' i n * 

schools was composed of the nine schools in tike Dallas Independent 

School District in which the principal participated in the construction 

of the scale. The following ratings were requested In each of these 

schools: 

1. The principal rated each teacher he had placed in rank or-

der in step two of the scale construction. Form A was 

used for this rating. 

2. The principal re-rated each teacher after an interval of 

one month, using Form B. 

3. Bach teacher rated by the principal was rated on Form A 

by three teachers with different amounts of experience, 

selected by the principal. Each of the three teachers 

rated each member of the staff except him self. 

' s e-c ond g r o u p o f s c h o o l s »~ A second group of 

schools was composed of nine schools in the Dallas Independent 

School District that did not participate in the construction of the scale. 

The following data were requested ia each of these schools: 
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1. The principal of each school ranked the teachers under Ms 

supervision la the same manner as the principals in the 

primary group of schools. 

2. £ach principal rated the same teachers, using Form A. 

3. Each principal re-rated the staff, using Form B after an 

interval of one month. 

The t h i r d group of s c h o o l s . —A third group of nine 

schools outside the Dallas Independent School District participated in 

the study. The same data were requested from each of these schools 

as were secured from the second group of schools. 

V a l i d i t y 

Two methods were employed in determining the validity of the 

rating scale. In the first of these* the rating scale was submitted 

to a qualified Jury to use in rating a prospective administrator each 

juror considered in the upper 10 per cent. In the second, each prin-

cipal assigned a rank order to the group of teachers he later rated by 

using the scale described above. 

C r i t e r i o n . — Ir. each technique the criterion for judging the 

validity of the rating scale was the same, It was dependent on the 

judgment of the juror in the first and on the judgment of the rater in the 

second in assigning the rank to the subject being rated. L&wshe says; 
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The ranking method is Intended to force distribution, 
that i s , to force the rater to use the whole range of the 
scale Instead of some particular part. Without having to 
interpret such words as "excellent" and "poor, " the super-
visor identifies the best ten percent now in Ma department, 
and the poorest ten percent, etc. The spreading of the dis -
tribution i s important because if aH employees are rated 
the same or nearly the same, there i s no differentiation, 
awl the ratings are use less for test-validation purposes. * 

The weakness inherent in the use of this criterion i s obvious; 

however, no other criterion was available. The Army Air Force's 

Aviation Psychology Program Research Reports recognise this in-

adequacy, but state: 

. . . There are three categories of criteria: ultimate, 
intermediate, and immediate. By the ultimate criterion 
i s meant the final goal of a particular type selection or 
training. . . . 

In practice, ultimate criteria are rarely, if ever, 
available for use in psychological research. They may 
be completely inaccessible, but in the event they arc 
potentially available they are likely to be far away both 
in time and in space, confused by a number of other in-
teracting factors, and difficult to express in usable quan-
titative form. In such a case we are almost Inevitably 
thrown back upon substitute criteria which we judge to be 
related to the ultimate criterion toward which we aspire. 

. These criterion measures we may designate as inter-
mediate, or, in certain cases , immediate criteria. 2 

From this point of view, there i s no doubt of the desirability 

of criteria other than judgments. Baier answers the cri t ics of this 

technique as follows: 

lLawshe, og. c i t . , p. 32. 

^"Research Problems and 
Aviation Psychology Research Reports, Report No. 3, p. 30. 

^"Research Problems and Techniques, " Army Air Forces 
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The Personnel Research Section and other investi-
gators have searched and are stilt searching for more ob-
jective and appropriate criteria. , . . Until such a devel-
opment occurs, investigators will no doubt continue to 
use ratings as criteria. . . . ^ 

Q u a l i f i e d jury.—It may. be recalled that each juror was re-

quested to rate a prospective administrator he regarded as a prospect 

at the top level, falling within the upper 10 per cent. Each of the 

scores assessed by the jurors was compared with the scores assessed 

369 Dallas teachers by Dallas principals, all raters using Form A of 

the scale. The scores assessed by the Dallas principals were ar-

ranged in the order of value, from the highest to the lowest; thus 

making it possible to compute for each teacher a percentile rank. 

The percentile rank of .each score assessed by esfceh juror, when put 

in the distribution of scores assessed Dallas teachers by Dallas prin-

cipals, is given in Table I on the following page. 

Three of the nine scores are within the range of the highest 10 

per cent of the prospective administrators, and six are below. The 

range of percentile ranks is thirty-one points, from sixty-three to 

ninety-four. It should be noted, however, that the lowest percentile 

rank of sixty-three tends to be an extreme score in the distribution, 

and the median score is eighty-three. 

Donald E. Baier, "Reply to Travers' 'A Critical Review of 
the Validity and Rationale of the Forced-Choice Technique,,n Pmr-
chological Bulletin, 3SXVIIJ, 421. 
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TABLE 1 

PERCENTILE RANK OF SCORES ASSESSED BY EACH 
JUROR WHEN PLACED IN DISTRIBUTION OF 
SCORES ASSESSED 369 DALLAS TEACHERS 

BY DALLAS PRINCIPALS 

Juror 

A 

B 

C 

D 

E 

F 

0 

H 

Z 

Percenti le 
Rank 

94 

93 

93 

86 

S3 

80 

30 

80 

43 

This would appear to suggest the operation of any one or m o r e 

®f the following conditions a s r e g a r d s the jurors: 

1, The range of acquaintanceship of the j u r o r with many p r o s -

pect ive a d m i n i s t r a t o r s did not include e l ement s that r e -

la te to the opera t ion of the one r a t ed in situations that 

were reflected in the i ns t rument . 

2. The instrument was designed for a pa r t i cu l a r school 

sys tem and was couched in t e r m s that yielded 
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understandings thai were not known to the jurors in Hie 

same way they were known to the principals. 

3. The principals knew the teachers and the teachers' work 

from close association in operational situations, whereas 

the jurors in some cases may not have had such oppor-

tunity*. 

4. "Halo effect" may have beea more operative in the jurors' 

choice of one prospective administrator than in the prin-

cipals' rating of an entire group. 

5. The ability of both groups of raters to make accurate ob-

servations and to report them objectively may have been 

an influencing factor. 

6. The jurors were making discrete ratings, whereas the 

principals were in a position to follow the tendency of 

thinking in terms of a continuum in rating a group. 

While the precise factors that affected the differences in rat-

ing* as between the two groups are not fully known., it seems rattier 

clear that the instrument did operate when used by the qualified jury 

to select three people whose percentile rankings placed them at 

levels that compared with those assigned to the top 10 per cent of 

the teachers rated in the Dallas Independent School District. In all 

except one case, the ratings by the jurors discriminated, in terms 
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of the Oallass criterion, so that eight were placed at the eightieth 

percentile or better. 

R a n k o r d e r a s s i g n e d fey r a t e r s . —Ia the construction 

and administration of the scale, each rater listed all the subjects 

under his purview by name and in order from best to least qualified 

to assume administrative responsibility and the role of leadership. 

These rankings were compared with the rankings obtained from scores 

on the rating scale. Of the primary group of nine Dallas schools that 

• participated in the scale construction, eight returned these data. 

All nine: of the second group of Dallas schools that did not participate 

in building the scale returned these data. Eight of the nine schools 

outside the Dallas Independent School District returned adequate 

data. 

The correlation between the rank order assigned, the subject 

group by the raters and the rank.order assessed by the scores on 

the rating scale was determined. Rho was employed to determine 

these correlations. While Garrett advises caution in the interpreta-

tion of rho, he states: 

. . . Rho may be transmuted into a product-moment r 
by means of tables, but the difference between rho and 
its equivalent r i s so small that with little loss of accu-
racy rho may be taken as equal directly to r. * 

^Henry E. Garrett, Statistics in Psychology and Education, 
p. 346, 
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Rho values were assumed, for the purpose of this investigation, 

to be equivalent to r and are reflected in coefficients of correlation. 

Xn order to be able to assert statistically the operation of chance fac-

tors, the values reflected as coefficients of correlation in the tables 

that follow were compared with Fisher's "Correlation Coefficients 

at the . OS and . 01 Levels of Confidence. Where the level of sig-

nificance falls at the . 01 level the value reflected in the coefficient 

of correlation can be asserted to occur once in one hundred t imes 

as a result of chance factors. Similarly, where the level of signifi-

cance falls at the . 05 level, chance could account for the value five 

times in one hundred. 

The coefficients of correlation and levels of significance of 

the principals* initial rank order of the teachers in each school and 

the rank order on the scale score. Form A, are given on the follow-

ing page in Table Z for the primary group of schools. 

In the primary group of schools, six of the coefficients of cor-

relation are statistically significant at the . 01 level , two at the . 05 

level, and none above the . 05 level. Since the levels of significance 

obtained reflect nothing above the . 05 level of confidence* there i s 

statistical warrant for the assumption that the coefficients of cor -

relation may not be due to chance. The wide range in correlation 

%id.# p. 446, 
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TABLE 2 

COEFFICIENTS OF CORRELATION AND LEVELS Of 
SIGNIFICANCE OF PRINCIPALS' INITIAL RANK 
ORDER AND RANK ORDER ON SCALE SCORE, 

FORM A, FOE PRIMARY GROUP 
, OF SCHOOLS • . 

School Coefficient of ' 
Correlation 

' Levels of Sig-
nificance 

A .79 

B .76 

C . 7 3 

D .69 
.01 

• IS .61 

F .•49 

Q . 54 

II .37 
. 05 

coefficients may be due to the operation of the "halo effect" in the 

subjective judgments with which the scale scopes were corre la ted. 

The coefficients of correlat ion and the levels ©f significance 

of the principals' initial rank order of the teachers in each school 

and the rank order on the scale score, Form A, are given below 

in Table 3 for the second group of schools. 
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TABLE 3 

COEFFICIENTS OF CORRELATION AMP LEVELS OF 
SIGNIFICANCE OF PRINCIPALS' INITIAL RANK 
ORDER AND RANK ORDER ON SCALE SCORE, 

FORM A, FOR THE SECOND GROUP 
OF SCHOOLS 

School Coefficient of 
Correlation 

Levels of Sig-
nificance 

A .86 

B .76 

c , ?S 

D .70 .01 

E . 68 

F .62 

G .60 

H 

1 

. 0 

- . 1 3 
Above . 05 

Seven of the coefficients of correlat ion of the second group of 

schools a r e statist ically significant a t the . 01 level, none a t the 

. 05 level, and two above the . 05 level. The variability of the coeffi-

cients of correlation of the seven schools that are significant at the .01 

level appears to justify the assumption that the correction of "halo 
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«ff«cfcM In Mbj«ctiv« is tint tasking of t M c h t r i was opera* 

tftv* •&* Hint e l m c e fMto r t pooalbly wer« S td i a» assump-

tion «a«M hardly b* Mppoxtml by tha two coafflclant* of cor r t la t iM 

aigai!ic««l at ft I m l above , 05. Cliaaca may have been. * factor in tike 

m l m by mm$ b w « m . it abool* Ins tfeat the 

wmmm I® ibis group of acboola haA not y»f t idp t t«4 in tb* eocwtametiM 

«f tb« acala &ud potalMy did not ucderataad It* apcMtlan. Tfee»« tw® 

c©«ffiei**il* of «^f fS t t t«B may be due to w m &m ffca pmrt of the 

Mta r . 

Tba e M t R d c a U «f c w H l f t t t o a ami tite ) « v « l i of s i g » i f i a a e « of 

tbe pf lne i fwte 4 init ial m f t . mw4m of lit* £«acli®i»® In me.h acfcaol and 

the miair. awter an th* seal® t eor t , Form A, are $imm ®a tkm follow-

tag p*g» Is ttftte 4 «mt the third group <xf mkrnO*, 

Jfoor of tii* cmMeimmts of corrtlnttan la t&t thlrtf grasp of 

•etooia mm statistically significant at tb« .01 o s t t t t l i J S 

lavat, an* tfcrae abov© the , 05 l«y«L WM1« It sJiQuii ba r»co$ttia«4 

t i m t %hm •* waiwt* Mpraaaalwi fey thes« eonralatian e©ef» 

flciaa&i may b« <fitaa t© cl*a»«« factor#, otfaar factor® aatar into eh* 

yictnra ami tkovM be consi<iara4* Any on® of the loUMiai factors 

«>•? iaHttancad tkaaa data: 

i . Tbe aeiiia acora may feave liaan correcting tbe "halo effect** 

epamt tw In the i s b j t c t i n ran& or<le*. 
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TABLE 4 

COEFFICIENTS OF CORRELATION AN© LEVELS OF 
SIGNIFICANCE OF PRINCIPALS' INITIAL RANK 
ORDER AND RANK ORDER ON SCALE SCORE, 

FORM A, FOR THE THIRD GROUP 
OF SCHOOLS 

School Coefficient of 
Correlation 

Levels of Sig-
nificance 

A 

B 

C 

D 

.it 

.TO 

. 6 3 

.01 

44 .OS 

F 

G 

H 

. §S 

. 0 

Above , 05 

2. The r a t e r s may have posses sed inadequate knowledge of the 

mechanics of the ins t rument . 

3.. Tht values wrousd which the scale was constructed naay have 

d i f fe red f rom the values in the schools outside the school 

system f o r which the scale was designed. 
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4. The raters' understanding of the meanings of the terms in-

eluded Is the scale n*r have differed from the understand-

ings of the raters la the Dallas ICIMWII. 

While it would be difficult to project all tike Vetera that many-

have catered into producing a different result, it should be recogained 

that the scale did appear te discriminate ia these schools at a level 

comparable to that la the Dallas schools la snore than §© per cent of 

the cases. 

R e l i a b i l i t y 

The reliability of the scale was tested by two methods. First* 

ia the primary group of schools, the scores assessed the teachers ia 

each school by the principal using the rating scale, Form A, were 

compared with the scores assessed the same teachers by three teach. 

era in each school, main# the same scale form, Second, In all three 

groups of schools ia which the rating scale was applied, the principal 

rated and re-rated each teacher using different forms of the rating 

scale. 

€ o m p a r i s o n of p r i n c i p a l and, t e acher r a t i n g 

scores.—Of the nine schools in the primary group of schools, ratings 

were secured from three teachers in seven schools who rated all the 

teachers in their schools except themselves, and from two teachers ia 

one school, making a total of twenty-three teacher-raters. The ratings 
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given, by thes« twenty-three teacher-raters were corn pared with the 

principal ratings of the same subjects In each school. Below, Table 5 

gives the coefficients -of correlation* Pearson product-moment, and the 

levels of significance of the correlations between the principals' rat- • 

lags and the teachers' ratings in each school. 

TABLE5 

COEFFICIENTS OF CORRELATION AM© LEVELS OF 
SIGNIFICANCE OF PRINCIPAL RATINGS AND 

TEACHER RATINGS IN THE PRIMARY 
GROUP OF SCHOOLS, USING 

SCALE FORM A 

Levels of Sigr 
nificaace Coefficients of Correlation 

.01 .89 . 8 5 . 82 . 7 8 . 7 3 .7t . 67 . 45 . 64 .62 .56 . 5 4 

. 05 .69 . 5 3 .48 .42 

Above . 0 5 . . . . 40 . 24 . 23 .17 . 14 . 1 3 - . 02 

Twelve of the coefficients of correlation in this group are statis-

tically significant at the . 01 level, four at the . 05 level, and seven 

above the . 05 level. Since sixteen of these coefficients of correlation 

reflect a level of confidence at or below the . 05 level , there i s statis-

tical support for the assumption that chance factors were not an undue 

influence in the values reflected by these. While chance may have 

influenced the seven coefficients of correlation falling above the . 05 

level of confidence, other elements should be considered. In addition 
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to a consideration of chance factors, the magnitude of the coefficients 

of correlation^that may be expected in a test of reliability of a rating 

scale i s â  primary concern. The same variables would become opera, 

l ive ia either consideration. 

If the coefficients of correlation are lower than expected, the 

factors entering into each application of the instrument should have a 

high degree of correspondence for the consistency of the instrument 

to be responsible. In asserting a magnitude of a coefficient of cor -

relation that i s acceptable in this situation, it probably should be re -

membered that the following variables could have been operative: 

1. The raters did not have the same professional status with the 

subject group which could have influenced Hie relationship 

between the subject group and each rater. 

2. One group of raters participated in the construction of the 

scale and probably had a better under standing of the instru-

ment and had given more careful consideration to the rat-

ing process . 

3. The raters did not have equal opportunity to observe the sub-

ject group in situations calling for leadership. 

4. The raters possibly were projecting their ratings from a dif-

ferent frame of reference, one from that of a teacher and 

one from that of an administrator. 
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While all the factors may not be isolated that entered into this 

situation, the evidence apparently does indicate a rather high degree 

of consistency in one third or more of the cases . 

C o m p a r i s o n ' o f r a t e a n d r e - r a t e - s c o r e s .—A second 

test of the consistency of the instrument was made by employing the 

rate and re-rate technique. In this operation the same raters and the 

same subject groups were used. Form A of the scale was used for 

the f i r s t rating, and Form B was used for the second rating after an 

interval of about one month. Of the twenty-seven schools requested to 

participate in this study, twenty of them returned adequate data for 

this comparison. Table 6, on the following page, g ives the coeff i -

cients of correlation and the l eve l s of significance. 

Of the twenty schools returning adequate data, nineteen of the 

coefficients are statistically significant at the . 01 level , none at the 

. 05 level , and one above the . OS level . There i s statistical support 

for the assumption that chance did not exert an undue influence in this 

situation. This assumption may be further supported inasmuch as the 

one extremely low correlation was produced in a school where erratic 

results indicated the rater may have been in error in the application 

of the scale. 

While a consideration of the chance factors may contribute to an 

understanding of the values represented by the coefficients of corre-

lation in the se l f -cor relation of an instrument, the adequacy of the 
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TABLE 6 

COEFFICIENTS OF CORRELATION AND LEVELS OF 
SIGNIFICANCE OF PRINCIPALS' RATE, FORM A, 

.AND RE-RATE, FORM B, FOR TWENTY' 
SCHOOLS 

Coefficients of Correlation 
Levels of 

Primary Croup 
of Schools 

'Second Group 
of Schools 

Third Group 
of Schools 

Significance 

. 9 5 . 98 . 9 3 

. 9 4 . 8 8 . 9 3 

. 90 . 8 ? . 89 

.m . 34 . 3 6 . 0 1 

.81 .77 . 83" 

. ?9 . 70 . 71 

. 6 6 

»05 Above . 05 

magnitude of the coefficient of correlation i s possibly the m o r e sig-

nificant fac tor to be considered. The measure applied in this in-

stance was the index of reliability. 

The index of reliability measures the trustworthiness of an ob-

tained set of s c o r e s by showing how well they ag ree with their 
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theoretically true counterparts. A true score may be defined as the 

mean of a very large number of determinations made on an instru-

ment or parallel forms under approximately identical conditions, By 

applying the index of reliability to the self-correlation of the scale, 

the highest coefficient of correlation of which tha scale is capable is 

. 81 in the situation that produced the lowest coefficient of correla-

tion considered, or . 66. The situation, that produced the highest coef-

ficient of correlation of . 98 i s capable of producing a top correlation 

coefficient of .99. The situation producing a median -of . 86 is capable 

of producing a high of . 92. 

This evidence appears to support the assumption that the scale 

i® capable of acceptable consistency in repeating its performance. 



CHAPTER V 

C O N C L U S I O N S AMD RECOMME N 0 A I I O N S 

The evidence seems to support the theory that leadership suc-

cess i s dependent upon the degree of correipoadtocc between the per-

sonal characteristics of the leader and the demands of the situational 

factors. When the scale was applied in situations other than the school 

system for which it was constructed# its validity was appreciably r e -

duced. When it was submitted to a jury and the Dallas criterion ap-

plied* it discriminated to a lower degree In a majority of the cases 

than the l imit set. The validity of the scale was much lower larhen it 

was applied in schools outside of the Dallas Independent School Dis-

trict and its validity measured ia the same manner as in the original 

school district. Ia Dallas, the coefficients of correlation were signifi-

cant at the . 01 level in 74. 5 per cent of the schools. The schools out-

side of Dallas produced coefficients of correlation at the . 01 level 

only 50 per cent of the time. It may be concluded that an instrument 

designed for a specific set of conditions would not be expected to yield 

ratings, when taken from that set of conditions, that could be compared 

with ratings of persons ia the situation for which the instrument is 

specif ical ly designed. 

65 



66 

The Forced-Choice Technique appears to be an acceptable 

means for separating the reporting and the evaluating aspect# in rating 

personnel in the situation in which it was applied. However, the re-

porting should; be done by personnel in a position to make accurate 

and repeated observations of the work of the personnel being rated. 

In the primary group of schools, when the teachers rated the group 

and their ratings were compared with the principals' ratings, they 

were significant at the . 01 level in 52 per cent of the cases . Since 

the principal was in a p®si tion to make repeated and accurate observa-

tions and these correlations were significant at the . 01 level 74. 5 per 

cent of the time, the above tentative conclusion may be made. 

It may be concluded that the reliability of the scale is acceptable 

when used by personnel qualified to make accurate reports, since the 

rate and re-rate measure of reliability was significant at the . 01 level 

in 95 per cent of the;cases and the magnitude of the coefficients of 

correlation appeared to reflect an acceptable level . 

Since the range of the coefficients of correlation in the measure -

meat of the validity of the scale was over 100 per cent greater in the 

group of schools in Dallas that did not participate in the construction 

of the scale than in the schools that did participate in i ts construction, 

there i s warrant for the suggestion that all personnel that are to use 

the scale should participate in it® construction. While the broader 
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base should make possible the construction of a scale with a greater 

discrimination, the greater value would, possibly be in the in-service 

training of the personnel. Such training could result in a better under-

standing of the instrument and a more critical observation on the part 

of the rater. 

The technique employed in this study to construct a rating scale 

lends Itself to implementing a democratic approach to personnel ad-

ministration where merit rating i s required for re-employment, pro-

motion* or salary increment. It presents the opportunity for placing 

the evaluation of personnel in the hands of the group being rated and 

the descriptive report in the hands of those discharging a delegated, 

responsibility to the larger democratic group as an administrator. 

The ratting scale developed in this investigation is. not recom-

mended for use without further application and study, together with 

careful analysis} and the technique i s not presented as a cure for all 

personnel evaluation problems. Where human judgments are called 

on to a s s e s s the worth of personnel, however, the evidence of this 

investigation and of other similar investigations warrants the recom-

mendation that forced-choice techniques should be applied to minimise 

the constant bias present in subjective judgments. 



1̂ -

APPENOIX A 

Name of School 

Ranking T e a c h e r s f o r A d m i n i s t r a t i v e L e a d e r s h i p 

Col, A—Please list the teachers assigned to your building in al-
phabetical order. 

Col. jB—(a) Select the teacher in Col- A best qualified to assume 
administrative responsibility and the role of leadership and place Ms 
name on line number one in Col. B. Draw a line through his name in 
Col. A. (b) Select the teacher least qualified, and place his name in 
Col. B on the line corresponding the last teacher listed in Col. A. 
Draw a line through his name in Col. A. (c) From the remaining 
teachers in Col. At select the teacher best qualified and place in 
Col. B on line number two. Draw a line through his name in Col. A. 
(d) From the remaining teachers, select the least qualified and place 
in Col. B on the line corresponding to the next to last teacher in 
Col. A. Draw a line through his name in Col. A. (e) Continue this 
process until all teachers in Col. A. have been placed in Col. B. 

Col. A Col. B. 

1. 1. 

2. 2. 

3. 3. 

4. 4. 

5. 

6. 

7. 

5. 

6. 

?. 

8. a. 

66 
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Col. A Col. B 

9. 

10. 

11. 

12. 

13. 

14. 

15. 

16. 

17. 

18. 

19. 

20. 

21. 

22. 

23. 

24. 

25. 

26. 

27. 

28. ^ 

29. 

9. 

10. 

11. 

12. 

13. 

14. 

15. 

16. 

17. 

18. 

19. 

20. 

21. 

22. 

23. 

24. _ 

25. 

26. 

27. 

28.^ 

29. 
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Col. A. Col. B. 

30. 

31. 

32. 

33. 

34. _ 

35^ 

36. 

37. 

38. 

39. 

40. 

30. 

31. 

32. 

33. 

34. 

35. 

36. 

37. 

38. 

39. 

40. 



A P P E N D I X 

EVALUATION O f ITEMS FOR INDIVIDUAL HAVING 

READINESS FOR ADMINISTRATIVE LEADERSHIP 

The attached l i s t of descriptive terms have been taken from the 
descriptions you contributed of individual* you considered as high, 
middle, and low in readiness for administrative leadership. To your 
descriptions, we have added descriptions collected from teachers and 
administrators in graduate c l a s s e s at Southern Methodist University 
and North Texas State College. 

•; You are requested to evaluate each Item in the attached l i s t in 
terms of how accurately it describes the Individual you described 
as having * readiness for administrative leadership. 
P lease assign one of the following values to each item: 

S—Fits the subject very well. 
4—Fits the subject to a high degree. 
3—-Fits the subject to an average degree. 
2—Fits the subject to a low degree. 
1—Does not f i t the subject at all. 

If the subject i s in a situation where an item does not apply or 
the item cannot be observed* place an MX" in the space provided for 
an evaluation number. 

$ 
Category of description designated. 

71 



72 

Extremely conscientious. 

_ Insists on the strict loyalty 
of the other teachers. 

_ Does misunum of required 
task. 

_ Able to reeogniae individual 
difference 6. 

_ Follows well i s activities 
. sparked by other teachers. 

^ Progressive in Ms methods. 

_ Faith in faculty and student 
body. 

_ Impatient with children at 
times. 

Takes student's part 
against teacher. 

_ Inclined to minimise the 
role of the individual. 

^ Inability to secure close co-
operation because work 
designated is not clear. 

Attaches unusual importance 
to the workin own class-
room. 

Works better as an individual. 

Tends to isolate himself in 
social gatherings. 

Often chosen by his peers 
as leader of the group. 

Able to give kind and constructive 
criticism. 

_ Likes to consult with parents. 

Creates good will among 
fellow teachers. 

^ Has closest friends outside of 
school entirely. 

^ Understands problems of the 
home and parents' attitudes. 

^ Conform® to the school rules to 
the letter. 

Inspires students with demo-
cratic ideals. 

Has had experience in public 
speaking. 

Insecure with principal and 
fellow teachers. 

Will not discuss school prob-
lems after leaving school. 

Adaptable to new situations. 

( inspected for qualities of 
fairness and firmness by 
community. 

An exceptionally good poli-
tician. 

Does not have proper profes-
sional attitude for adminis-
trative work. 

Teaching methods lack variety. 
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^ A master teacher. 

^ Fellow workers feel a 
freedom to go to person 
with problems and sugges-
tions. 

_ Sojwewhai: skeptical about 
present educational ad-
vancement. 

_ Well liked by all members 
of the faculty. 

^ Excellent organiser. 

^ Interested in all problems 
pertaining to his work. 

t Interested in new ideas. 

JLittle interest in future 
training. 

Alert to the needs and 
problems around Mm. 

Always well groomed. 

Has little interest in | h e 
workings of other 
school systems. 

Teaching i s chosen f ie ld . 

Mas completed minimum re-
quirements to qualify in 
administration. 

Public school training and 
experience in one school 
system. 

Eager to improve profes-
sional status. 

Co-operative. 

Keeps no schedule of his ap-
pointments. 

A happy person. 

^ Has strong desire to be liked. 

___ Active member of several 

professional organizations. 

_ Dresses carelessly. 

^ Has little originality. 

^ Greatest interest i s in sports. 

_ Shrinks from speaking before 

groups. 

^ Seldom gets upset. 

^Perseverance. 

^ Practical. 
Overemphas izes the three 

It's. 
Pupils voluntarily come for 

counseling. 

Mostly concerned with making 
a living. 

( Limited experience in class-
room. 

Uses the resources of the 
school system. 

Able to view people and 
situations objectively. 
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•V" 

Never awed by personali-
t ies . 

Intelligent. 

Has tendency toward gadgets 
a s teaching problem 
solutions. 

Overlook® lew opportuni-
t ies to become local point 
of attention. 

Excellent team worker. 

Participates in group dis -
cussion. 

Friendly but impersonal 
with stall. 

Dependable. 

Ability to see through the 
difficulties of others and 
aid them in solving their 
problems, 

Mas favorites among staff. 

^ Evaluates problems before 
giving decision. 

_ Reports are generally late. 

Interest in the child i s 
secondary to maintaining 
adequate standards. 

Well trained in handling 
groups. 

Congenial. 

Emotionally unstable. 

Always considers general good 
of the school. 

_ Sense of humor. ' 

t Eager. 

^ Makes no effort to impress 
people. 

Age in middle thirties. 

Middle aged. 

Always fair in treatment of 
pupils. 

_ Seldom attends professional 
meetings. 

Accepts suggestions and 
crit ic ism gracefully. 

Makes others f ee l their 
opinions are worth-while. 

i Some experience i s the busi-
ness world. 

^ Profits by suggestions and 
crit ic ism. 

Maintains cheerful atmosphere 
in c lassroom. 

Old-fashioned ideas about 
education. 

Expects perfection. 

Wants everyone to be happy. 
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Is 

Clean. 

_ Bachelor's degree. 

Doctor's degree. 

m Ability to manage people 
in the community. 

^ Ability to obUiB co-opera-
tion and assistance of 
parents. 

_ dives long homework a s -
signments. 

_ Co-operates and loyal to 
administration and staff. 

_ Deeply religious. 

_ Versatile. 

a Experienced in all grades. 

t Emphasises showmanship 
in public relations. 

Adept at meeting people. 

_ Standards for teachers are 
the highest. 

. Poor speaker ia public. 

Works hard to improve his 
personal and professional 
abilities. 

Stimulates thinking. 

Provides instructional 
materials. 

_ Well liked by pupils. 

^ Never raises voice but has 
complete control of the 
situation. 

_ Has poor memory for names. 

^ Easily swayed. 

^ Understands child growth and 
development. 

__ E g r e s s e s self well. 

_ Impulsive. 

^ Conservative in point of view. 

^ Makes each one feel he is im-
portant. 

^ Poor physical health. 

_ Courteous in manner. 

Has inquiring mind. 

^ Dresses in excellent taste. 

Magnetism about Ms person-
ality. 

_ Often resort© to the use of 

sarcasm in correcting pupils. 

Inclined to be given to egotism. 

A good listener. 
i-»ets personal feelings enter 

into situations. 
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v -

Understands human rela-
tions. 

Dislikes P. T. A. 

Does not recognize good 
ideas in other teaching 
situations. 

lias over-all knowledge s i 
mechanics of instruction. 

Excellent vocabulary. 

Intellectually- honest. 

Gives own time freely to 
ass is t pupils. 

Transferred to several 
schools in the school 
system. 

Knows the community. 

( Confident. 

Never seems to have time to 
visit with teachers. 

Loves people. 

Scholarly. 

Does not hesitate to attack 
problems. 

Has tendency to make a good 
showing for parents by 
flattering personal 
contacts. 

Excepti onally well read. 

Cynical about motives of 
others. 

Dislikes handling discipline 
problems. 

Has few intimate friends. 

Disregards opinions of others 
and causes friction. 

Inclined to envy other teachers' 
success. 

Feels that many people dis-
like him. 

Pleasing tone of voice. 

People respect his judgment. 

The ability to arbitrate diffi-
culties impartially. 

^ Graduate work,lacks plan or 
goal. 

Relies upon the status of Ms 
position. 

Promotes co-operative endeavor. 

Young, in late twenties. 

Is a good teacher by subject 
matter standards. 

Criticisms are constructive. 

Takes university courses to 
"brush up" on new tech-
niques. 

Master's degree. 
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^ Punctual. 

_ Has not been ambitious to se-
cure master's degree. 

_ Suspicious and inclined to 
pry iato pupils1 affairs. 

^ A lack of consideration of 
details. 

_ Abl« to share prestige with 
staff members. 

^ Cheerful, helpful attitude. 

Alert. 

_ Highest moral character. 

^ Moderate. 

_ Active church member and 
leader, 

_ Rearing family. 

Inconsistent. 

_ JLacks neatness in ctass-
room. 

Person of humility. 

Intolerant with weaknesses 
in others on staff. 

Never volunteers for extra 
work. 

Informal. 

Few interests outside the 
school. 

_ Reticent about expressing Ms 
own ideas. 

_ Brings community into the 
school. 

Makes teachers fee l they are 
intelligent professional 
people, 

_ Expects pupils to do their 
" best. 

_ Little interest in national 
educational affairs. 

^ Expects too much from co-
workers. 

^ Develops wholesome feeling 
of mutual respect with co-
workers. 

^ Primary interest in personal 
social life. 

, Inefficient in keeping records. 

language tends to be trite 
and ambiguous. 

_ Resents suggestions from " 
other teachers. 

Inconsiderate at times. 

Biased in his opinions. 

Has some training in adminis-
trative education. 

Plans work very carefully. 

Shy. 
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Commanding. 

Has tendency to generalise 
from lew facts. 

Lacks ability to weigh situa-
tions carefully. 

^ Well liked by parents. 

_ Exploits the work of others 
in his OWB behalf. 

_ His work seems to be a 
necessary evil. 

Enjoys working with chil-
dren. 

Optimistic in outlook. 

Lets his religious beliefs 
intrude in his relations 
with the staff. 

Domineering. 

Liberal in point of view. 

Abie to do> individual 
counseling. 

Tries to reach disciplinary 
problems through one 
level. 

i Often irritates co-workers. 

Give® a great deal of individ-
ual help in classroom. 

Seldom makes detailed plans 
for lessons in advance. 

Overly impressed with his 
position. 

Follows very closely the 
printed instructional guides. 

Gives feeling of confidence and 
security to pupils. 

Thinks school administration 
i s a highly respected 
position. 

Works to improve community. 

_ Long service in system. 

Always ready and willing to 
help out when possible. 

Caters to people who are in-
fluential. 

Continually tries to improve 
proles sionally. 

_ Small in stature. 

_ Makes decisions and sticks to 
them. 

^ Makes many requests to P. t. A. 
for supplies and other a s -
sistance. 

l Gains respect but never de-
mands it. 

Respected but feared by 
students. 

Force® children—does not lead. 



79 

No administrative training. 

__ Always has time to listen to 
teachers1 problems. 

Dislikes unpleasantness. 

^ Informed about the newest 
trends. 

_ Interested in all school 
activities. 

An idealistic point of view. 

Gracious. 

^ Gets along well with pupils 
and staff. 

_ Talks very little. 

Usually makes good de-
cisions. 

No real interest in teaching. 

Content to work in particu-
lar subject field, 

( Very attractive. 

_ Holds self above teachers. 

Expresses sincerity of 
purpose. 

Communicates emotional 
tension to others. 

Has no interest in assuming 
duties of leadership. 

Overly considerate of parents 
and their problems. 

_ Is very ambitious to become an 
administrator. 

_ Constantly talks—is unwilling 
to listen. 

^ Sympathetic. 

# Logically presents Ms stand 
on a question. 

^ Inclined t© procrastinate. 

Parents question methods at 
times. 

^ Energetic. 

^ Insecure in Ms position. 

A dynamic personality. 

Solicits co-operation and 
suggestions. 

( Always recognises superior 
work. 

Professional attitude dominates. 

Fiery and aggressive. 

Attitude of suspended judg-
ment. 

Intelligent but temperamental. 

Resolute and firm in de-
cisions. 
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Constant complainer about: 
whole school setup. 

Efficient. 

Rarely criticise* co-workers 
or par eats. 

"Laisaex faire" classroom 
order. 

Thinks far above Ms co-
workers. 

Easy to approach.. 

Visits in homes of parents. 

Vain. 

Will not accept responsibility. 

Teaches almost altogether by 
textbook method. 

Never make# rash or hasty 
demands. 

Aggressive. 

Reads current professional 
literature. 

Shows little interest in non-
class room activities. 



A P P E N D I X C 

ITEM COMPUTATION SHEET 

Pre fe rence Index = B/A s 3 .22 

Item 230 J X i c r i m i u t i a g Index * C s 18-/ 

Category I Z 3 4 5 

High jLHf 1111 9 

Average I ^ari 11 9 

Low U U1 1111 t 

S u a 3 3 10 7 4 27 (A) 

Sum x Score 3 6 30 28 20 87 (B) 

K - L 2 3 4 5 4 18 (C) 
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A P P E N D I X D 

H (A) NT <B) 6 (C) 230 (D) 

Gains re«ycct but never demands it. 

1 8 / ( E ) 3. 22 <F) 

(A) Category. 

(B) Source of description, 

(C) Arc*. 

(D) Item number. 

(E) Discrimijaatiag index. 

(F) P re fe rence index. 
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A P P E N D I X E 

A RATING SCALE—TEACHER READINESS FOR 

ADMINISTRATIVE LEADERSHIP 

FORM B 

SCHOOL RATER TEACHER 

Instruction*: (1) Read a l l four statement® in the f i r s t tetrad. 
(2) Decide which of the four s ta tements i s mos t descr ip t ive ©f the p e r -
•an being r a ted and m a r k it with an HM. H (3) Decide whi&h of the four 
statements i s l ea s t descr ip t ive and m a r k i t with an "L. « (4) P roceed 
in l ike manner to m a r k al l the other t e t r ads . 

Value 

M L 

1. 

In te res t in child secondary to adequate 
s tandards . 

M M * 

Confident. — 

Informal . 0 0 

Intelligent but texnve r amenta!. 0 0 

8 3 
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Value 

M Is 

Z. 

Limited experience ia c l a s s room. 0 0 

; P lans work ve ry careful ly . mjtL — 

Biased in Ms opinions. 

Adept a t meeting people. Q 0 

3. 

Co-operat ive. 0 0 

Cynical about motives of o thers . — 4" 

Aler t . / — 

Over -emphas i ses the three R ' s . 0 0 

4. 

Teaches a lmos t al together by textbook method. - 4* 

An ideal is t ic point of view. 0 0 

Public school training and experience in one 
school sys tem. 0 0 

Crea t e s good will among fellow teachers . 4- — 
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Value 

M la 

5. 

Keeps no schedule of Ms appointments. 0 o 

Does not recognise good ideas in other 
teaching situations. / 

Expresses self well. 0 0 

Loyal to administration and staff. — 

6. 

Inconsistent. 

Aggresisive. 0 0 

Versatile. •/ — 

~ Domineering. 0 0 

7. 

Active church member and leader. 0 0 

Communicates emotional tension to others. 0 u 

Doe® minimum of required task* — 

Progressive in Ms methods. — 
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Value 

M ll 

8 . 

Efficient. 4- -

Inclined to minimise the role of the individual. 6 0 

Sympathetic. 0 0 

Will not accept responsibility. — 4" 

9. 

Dislikes unpleasantness. 0 0 

Adaptable to new situations. -f mm 

Has no interest in assuming duties of leadership, — IIÎ W 

Poor speaker in public. a 0 

10. 

_______ Seldom makes detailed plans for lessons la 
advance. 

• / 

An exceptionally good politician. 0 0 

Liberal in point of view. — 

.Lets personal feelings enter into situations. 0 0 
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Value 

* 
M L 

11. 

Inefficient ia keeping records. — ' / 

Long service ia system. 0 0 

Tends to isolate Mm self in social gatherings. 0 0 

Things above his co-workers. — 

12. 

Disregards opinions of others. 0 0 

No real interest in teaching. •mm 4* 

Excellent organiser. — 

Firm in decisions. 0 0 

13. 

Energetic. 0 0 

Practical* / -

Closest friends outside of school. 0 0 

Mo administrative training. — 4" 
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? 

Value 

M JL 

14. 

Standards for teachers are the highest. 4- — 

Constantly talks—is unwilling to listen. 0 0 

Forces children—does sot lead. — 

Has strong desire to he liked. 0 0 

IS. 

Primary interest in personal social l ife. — / 

Accept® suggestions and crit icism gracefully. 0 0 

Enjoys working with children. "f ~ 

Expects too much from co-workers. 0 0 

16. 

Language tends to be trite and ambiguous. — 

Conforms to the school rules to the letter. 0 0 

Inclined, to envy other teachers* success . 0 a 

Well liked by all members of the faculty. / -
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Value 

M L 

11. 
Reports are generally late. — 4 

%esent0 suggestions from other teachers. 0 • d ' 

Courteous in manner. 0 0 

Teaching i s chosen field. * 

m. 

Give® long homework assignments. Q a 

Gracious. a 0 

Emotionally unstable. — 4 
Perseverance. 4 — 

19. 

Gain® respect fctot never demands it. 4 — 

______ Suspicious and inclined to pry into pupils' 
affairs. 4 

l og i ca l ly presents Ms eland on a question. 0 0 

Intolerant with weaknesses in others on staff. 0 0 
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Value 

• 

M I* 

20. 

Never awed by personalities. 0 0 

Has few intimate friends. — 4 

Always recognizes superior work. 4* -

little interest in future training. 0 0 

21. 

Has tendency to generalise from few facts. — 4 

Expresses sincerity of purpose. 0 0 

Caters to people who are influential. 0 0 

Active member of several professional 
organizations. 4 — 

22. 

Feels that maay people dislike him. - 4 
Graduate work lacks plan or goal. 0 0 

Gives own time freely to assist pupils. 4 — 

Wants everyone to be happy. 0 0 
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Value 

M L 

23* 

Well groomed. 0 0 

Inconsiderate a t t imes . 0 0 

Sense of hunnor. — 

Inclined to procrastinate. - 4-

24. 

E a g e r to improve p ro fess iona l s ta tus . î  

Disl ikes handling disc ipl ine . • / 

Friendly bat impersona l with s taff . 0 0 

Reticent about express ing M s own ideas . 0 0 

25. 

Few i n t e r e s t s outside the school. 0 0 

Unable I® s e c u r e c lose co-opera t ion. -

Fa i th in facul ty and student body. 0 0 

Does not hesitate to attack problems. 4~ - • 

Note: The value of each i tem was not included in the ra t ing 
forms used. 
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