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ABSTRACT

The purpose of this qualitative study was to examine the principal’s leadership
behaviours of private secondary schools in Hong Kong with respect to the effect of a
principal’s leadership behaviours on students’ enrollment as perceived by teachers
and senior teachers. The private secondary schools principals, more than anyone else,
have the capacity to create conditions for the teachers, students and parents that
influence student enrollment. The literature review has shown evidence on the
importance of leadership behaviours of principals in general but there is limited
evidence on how teachers perceive the effects of leadership. Therefore, a study on
teachers’ perceptions of the impact of leadership behaviours on student enrollment

was carried out as opposed to a study of the direct impact of leadership on enrollment.

The effective leadership behaviours of private secondary school principals were
studied from different perspectives of teaching staffs such as (a) principals; (b) senior
teachers; and (c) teachers in Hong Kong. Three research questions were answered
with data collected using a survey instrument, Leadership Practices Inventory (LPI)
(Kouzes & Posner, 2003), and interview instrument, Leader Effectiveness Index (LEI)
(Moss et al., 1994). The leadership practices or behaviours rated or ranked high from

both the frequency count (Gall et al., 1996) derived from the interview transcript

using the Leader Effectiveness Index (Moss et al., 1994) and the questionnaire,
Leadership Practices Inventory (Kouzes and Posner, 2003). This study was a cross-
case analysis (Creswell, 1998) in a multiple-case study (Yin, 1993), the results were

summed up from the number of frequency-count recording. The different leadership
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behaviours of the principals are perceived by the teachers and senior teachers to affect
the students’ enrollment. Researcher bias is clarified by providing the Researcher’s

Background (Creswell, 1988; Stake, 1995).

Three Leadership practices: (a) Modelling the Way, (b) Encouraging the Heart, and (c)
[nspiring the Shared Vision (Kouzes & Posner, 2003) were found to be the principal’s
leadership behaviours to affect the students’ enrollment as perceived by the senior
teachers and teachers. Results indicated Modelling the Way may be a key factor or
practice to influence the students’ enrollment. After analyzing the data, it 1s shown
that the teachers and senior teachers perceived that the key practices ot Encouraging
the Heart and Inspiring a Shared Vision may also influence the students’ enrollment.
These findings are also supported by Peyer’s (1995) and Marley’s (2003) studies
conducted on high school students entering the college or university, where modelling
the way, encouraging the heart and inspiring the shared vision (with the exception of
the leadership practice of “enabling others to act”) were found to be explicit
behaviours practised by principals. This study has implications for the preparation and
In-service training of the principals or administrators who consider the eftect of

principal’s leadership behaviours on students’ enrollment.
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CHAPTER ONE

1.1 Introduction

As 1n other countries, the expansion of private education in Hong Kong seems
inevitable. Although the government in Hong Kong is taking a much more active role
than before in promoting the development of private education, some government
policies and regulations are not well aligned with this initiative. Perhaps the most
obvious example 1s the 1ssue of autonomy. Some private schools have complained
that some government policies have a negative effect on the school's autonomy. One
of the critical 1ssues surrounding private education debates is how to maintain a
delicate balance between encouraging healthy development and maintaining adequate
control. As Ho (1996) stated, "Without government mechanisms, development won't
last long. On the other hand, governing mechanism will become meaningless without
development" (p.1). To maintain the vitality and to spur the growth of private

education, the government must align policy with practices.

Because of the decreasing birth rate, there 1s keen competition for students among
schools in Hong Kong. The private schools compete with each other to attract
students in order to ensure their finance and survival. The private schools which have
more students can get more funding so that they are highly motivated to improve
themselves. Therefore, the effective leadership of the principal in a private school will
be a key factor for the school’s survival. This is however a complex issue and 1n the
first instance, this thesis focuses on the perceptions held by teachers concerning the
effects of leadership on enrollment, since it is important to know the views of those

who are most closely involved and likely to see the effects of leadership on the

complex domain of enrollment.

This study is designed to explore perceptions of the effective leadership behaviours of
private secondary school principals (1.e. 80 schools principals) in Hong Kong. The
study has three major objectives: (1) to determine the effect of the principal’s
leadership on student enrollment as percetved by private schools’ teachers in general;
(2) to observe how different groups of teachers perceive the effect of their principal’s
leadership on student enrollment; and (3) to analyse the nature of perceived

relationships between the principal’s leadership and student enrollment in private




schools in Hong Kong. In doing so, this study will examine a number of different
leadership theories as they apply to the principals of private secondary schools in
Hong Kong and this then informs the ways in which the perceptions of teachers of
their principals are studied taking into consideration the different perspectives of
three different groups of teaching staff: principals, senior teachers and teachers. Three
research questions are answered with data collected using two survey instruments: the
‘Leadership Practices Inventory’ (LPI) (Kouzes & Posner, 2003), and an interview
instrument, Leader Effectiveness Index (LEI) (Moss et al., 1994). Findings from this
research are triangulated using multiple methods such as survey questionnaires, in-
depth interviews, interviews with students and parents, and documentary material on

teacher turnover rate, student enrollment, school plan and report checking, public

examinations results.

1.2 Background of the Problem

For centuries, charismatic leaders have engaged the interest of historians, politicians,
and artists, with the focus placed on the unique traits or qualities of the ‘great man’.
Leaders and leadership remain substantial topics in the current literature on
administration 1n all aspects. Leadership is still very much seen as a vibrant and
dynamic force that enables contemporary organisations to establish and to achieve
their goals. However, interest has largely shifted to more pragmatic concerns.
Researchers studying social institutions, for example, are interested in the role and
influence of leaders related to their work with groups, as well as the impact of their
“style” on productivity, satisfaction, and interrelationships between group members.
More specifically, the focus has shifted to observing the behaviour of the leader in
individual situations. As no two situations are exactly alike, 1t 1s usually concluded
that there is no one ideal leader behaviour (Hersey & Blanchard, 1982). These
situation theorists have given impetus to a mixed perspective of leadership behaviour,

which is based on an assumption: the best leadership style is a blend of traditionally

recognised tasks and relationship behaviours (Peyer, 1995).

It is a symptom of this that there has been considerable research on leadership in a
wide variety of fields and practices over the last four decades. Despite all of this

attention, there is still no definition of leadership or a single useful means of



measuring the effectiveness of leaders. Yet, there is an extensive body literature that

attempts to define the attributes of effective school leaders and to link these attributes

to effectiveness of schools (Alkin, 1992).

A broad array of effective leadership behaviours has thus been identified in the
literature on leadership. One essential ingredient of “strong school leadership is the
ability to blend many practices into a balance, well-managed package of school

leadership behaviour” (Hopkins, 1994). Research by Kouzes and Posner (1993)

indicated that leadership skills and abilities are “an observable, learnable set of
practices...It is about an attribute and a responsibility” (p.1). Bennis (1989) said that
leadership seemed to be “a marshalling of skills possessed by a majority but used by a
minority. It’s something that can be learnt by anyone, taught to everyone, denied to
no one” (p. 27). Theretore, if the behaviours and practices of those who are deemed
eftective educational leaders are recognizable, it is entirely possible to use those
recognised skills to design programmes to prepare future educational leaders and to

help practicing educational leaders improve their leadership skills.

Peyer (1995) used a theoretical framework for administrative behaviours and
leadership to examine how a high school principal’s behaviour facilitates or impedes
the transition of high school graduates to college in Wisconsin. The study used both
qualitative and quantitative data based on the Moss et al. (1994) Leader Effectiveness
Index (LEI) and used the LEI as a survey instrument with a Likert scale. This study
also uses the Moss et al. LEI, but 1t 1s modified to use an open-ended questionnaire
for the semi-structured interviews. Besides, this study also uses the Kouzes and
Posner (2003) Leadership Practices Inventory (LPI) to develop descriptive profiles of
principals and to support the data gleaned from the interviews. Peyer (1995)
recommended that the interview can be expanded and the study can be similarly
conducted in multiple states to identify leadership eftectiveness attributes that
facilitate the transition of high school graduates to college beyond Wisconsin for
future study. The result is consolidated to provide predictive information concerning

these attributes regardless of states of residence. This study 1s 1n part of a response to

that call, by using the instruments in a difterent country.

This study is the first to investigate the effective leadership behaviours of the private



secondary school principals in Hong Kong through the perceptions of principals and
teachers. Data is collected by using a survey instrument of Leadership Practices
[nventory (LPI). The LPI has two forms: Self and Observer (Appendix I and
Appendix II). An interview instrument, Leader Effectiveness Index (LEI) is also used.
The LEI (Appendix IV) is an instrument designed to assess the effectiveness of the
leadership behaviour of principals. This qualitative research is verified by using
multiple methods such as survey questionnaire, in-depth interviews, students and
parents interviews and document collection such as teacher turnover rate, student
enrollment, school plan and report checking, public examinations results,
triangulation and clarifying researcher bias. Data analysis is triangulated by survey,
interviews. The result 1s analysed whether 1in the views of those involved — the three
groups of teachers: principals themselves, senior teachers and teachers — it is success
or not of the private school principals’ leadership practices in Hong Kong such as: (1)
inspires a shared vision and establishes standards; (2) fosters unity, collaboration, and
ownership and recognises individual and team contributions; (3) exercises power
effectively and empowers others to act; (4) exerts external influence to set the right
context for the organisation; (5) establishes an environment conducive to learning (6)
creates a satisfying work environment. The six items rate the overall leadership
performance of the school principal being studied. The LEI 1s an individual report and
table of presenting LEI raw scores. Researcher bias is clarified by providing the
Researcher’s Background (Creswell, 1998). The results will be shown on
Individualized Feedback Report for the principal. The next step 1s to utilize that
information to plan how the principal might improve his or her performance as an
effective principal. This might help the principal to establish developmental goals,

formulate a leadership development plan and initiate the planned activities.

1.3 Statement of the Problem

The Education Bureau of Hong Kong places high expectations on school principals to
lead with readiness and ability, especially secondary school principals. In this
research, these expectations are taken to imply the principal should, follow the items
of the LPI. create a positive climate such as to give each school member an
opportunity to grow. to inspire a shared vision, to enable others to act, to model the

way, to encourage the heart, to increase productivity and pursue higher quality. One



may argue that the recognised authority, which comes with the position,
automatically eases the work of the principal. Yet the principal still needs to face the
great challenges. Not only is the position of principal assailed on all sides by a wide
variety of pressures and demands which often conflict with one another, it is also
subject to problems which emerge constantly from economic conditions, changing
values and social crisis. Demands may also come from teachers, studéents and parents
who keep challenging the principals’ position and their administrative practices as
school leaders. At times, a principal’s job may become very complex and overloaded.
Hence, 1t 1s of great value that a harmonious relationship be created within the group
between the principals and their staff members. Effective principals, when coping
with pressing administrative 1ssues and dealing with different teachers, students and
parents, may exhibit different leadership behaviours and practices due to causes that

have been internalized or factors that are influencing them from the outside.

1.4 Purpose of the Study

The purpose of this study is to investigate the effective leadership behaviours of the
private secondary school principals in Hong Kong as perceived and reported by

principals and teachers.

1.5 Significance of the Study

Educators consider the principal as one of the key persons at any level in any school
system. The term ‘Principal’ is related to ‘prince’ which means the first in rank,
degree, importance and authority. The principal, therefore, is one with authonty to
make decisions and is accountable for the entire operation of the school (Konnert and
Augenstein, 1990). Fox (1974) called the principal as an organiser, a coordinator, a
modifier and an evaluator. Brodinsky (1984) and Andrew et al. (1985) reported that
principal’s leadership greatly affects teachers’ morale, which in turn results in
increased or decreased learning by students (Robinson, 1984). Roueche and Baker
(1986) contended that the principal’s leadership is perhaps the most important
element in creating and maintaining an orderly and productive school climate.
Rossow (1990) stated that today’s school principal must be a leader of people and not

a manager of things. Sergiovanni (1984) defined the principal as the person who can



provide a force to those in the school who desire to make change to improve the
school. Sergiovanni (1984) wrote about the principal as “the one who provides the
version and lays out the expectations and then who practices the right blend of
management to get the job done.” According to Drake and Roe (1994), a competent
principal possesses strong technical skills, instructional skills, cognitive skills, human
skills and conceptual skills, while Starratt (2004) saw the principal as the one who has

a vision ot what the school might become. (citied in Lo, 1996, p.6)

The effective leader who manages the organisation in good performance always
includes the development of a vision for the school. Visionary leadership
characteristics are important for effective principals (Dalton, 1997). These are defined
as articulating a future view for the school and providing a strategic plan to achieve
that view. Dalton (1997) found that superintendents and principals shared the
1identical perceptions regarding the relative importance of visionary leadership
characteristics of effective principals. Principals must model behaviours consistent
with the school’s vision (Whitaker, 1997), and develop a clear purpose in the school,
so that student achievement can improve (Sohn, 1998). They must 1dentity and
implement instructional strategies that will result in achieving the school’s vision and
mission. The principal also performs duties related to staff development, ways of
motivating teachers and staff moral. A principal’s typical day consists of unexpected
interruptions, non-instructional needs of teachers, organisational maintenance,

discipline problems and frequent administrative meetings with superiors, parents,

supports staff and others (Duife, 1991). (based on Dalton, 1997, p.35)

Based on the four frames of understanding organisations: the structural, human
resource, political and symbolic, Bolman and Deal (1993) suggested that there may
be four leadership orientations in organisations: the structural leadership, human
resource leadership, political leadership and symbolic leadership. For the educational
organisations, Sergiovanni (1984) proposed a five leadership forces model to explain
how principal’s leadership is related to excellent school performance. In this model
there may be five aspects of principal’s leadership: the technical leadership, human
leadership, educational leadership, symbolic leadership, and cultural leadership.
[ntegrating the above two models, Cheng (1994) suggests that the principal’s

leadership can be described by five dimensions: structural leadership, human



leadership, political leadership, symbolic leadership and educational leadership. The
human leadership refers to the extent to which the principal is supportive and fosters
participations; the structural leadership refers to the extent to which the principal
thinks clearly and logically, develops clear goals and policies, and holds people
accountable for results; the political leadership refers to the extent to which the
principal 1s persuasive and effective at building alliances and support as well as
solving contlicts; the symbolic leadership refers to the extent to which the principal is
inspirational and charismatic; and the educational refers to the extent to which the

principal emphasises and encourages professional development and teaching
improvement. The first four dimensions can be assessed by measures of Bolman and
Deal (1993) and the last one by a measure developed from the idea of Sergiovanni
(1984). With this integrated model, Cheng (1994) seeks to describe and understand
principal’s leadership from five critical dimensions that have roots in different

organisational theories and specific nature of educational organisations.

If principals are to set the stage for the above scenarios of human dynamics and

organisational cultures, this study should:

1. identify leadership theories and practices that are relevant and adaptable to the

Hong Kong education system.

2. provide a basis for effective leadership behaviours and thus improve the

performance of educational administrators.

3. provide a source of information — the reports of their views and perceptions by
teachers of different kinds — designed to encourage further study of the leadership

role and the responsibilities of private secondary school principals in Hong Kong.

1.6 Research Questions

To achieve the purpose of the study, the following research questions were used to

determine the effective leadership behaviours that affected students’ enrollment of the

private secondary schools.



What the descriptive profiles of the private school principals are as reported
in the perceptions of the (a) principals, (b) senior teachers, and (c) teachers
which are indicated by data collected using the Kouzes and Pozner (2003)

Leadership Practices Inventory-Individual Contributor? (Appendix I and
Appendix II)

. What the descriptive profiles of the private school principals are as reported

In the perceptions of the (a) principals, (b) senior teachers, and (c) teachers

which are indicated by data collected using the Moss, Lambrecht, Jensrud,

and Finch (1994) Leader Effectiveness Index? (Appendix 1V)

. Is, in the perceptions of the teachers and senior teachers, the students’

enrollment of the private schools influenced by the principals’ leadership and
ability to (a) challenge the process, (b) inspire a shared vision, (c) enable

others to act, (d) model the way, and (e) encourage the heart?

1.7 Assumptions

In conducting the study, the following assumptions were made:

1.

[11.

[V.

The questionnaire and interviews accurately measure perceptions of attributes of
a principal’s leadership.

The collective perceptions of principals and teachers that are measured by the
questionnaire and interview are valid assessments of the principals’ behaviours.
The design, sampling procedures, and data-processing techniques used 1in this
study are appropriate to the intent of the investigation.

The respondents answer the questionnaire and interview with sufficient honesty

and objectivity.

V. The results of the recorded data are interpreted fairly, sufficiently and accurately.

VI. The individuals who participate in the qualitative study are a representative

sample of staff in private secondary schools in Hong Kong.

1.8 Limitations

The following limitations are present in the study:



1.8.1 Section One: Questionnaire Survey

1. The study was carried out during the 2005-2006 academic year and was
confined to private secondary schools in Hong Kong. The Hong Kong
government classifies private schools into four major categories. 9 Caput
Schools receive government assistance in the form of a per capital grant. 47
Direct Subsidy Scheme (DSS) schools (3 key subgroups in this category: Pro-
China schools, Former Bought Place Schools, and New Direct Subsidy
Scheme schools), receive direct subsidy from the government based upon the
number of their students. 24 Private Independent schools, which include
profit-making and non-profit-making institutions, do not receive any

government subsidy. Government, subsidized and Grants secondary schools

were not included in this study.

Total population sample for the study

Types | Total Number of schools
Caput school 9 schools
DSS school ' 47 schools
Local private independent school| 24 schools
I1. The study included principals, senior teachers, and teachers of private

secondary schools in Hong Kong.
[II. Measurement of effective leadership behaviours of principal were based on
the teachers’ and principals’ self perceptions only as reported 1n the

questionnaires from by Kouzes & Posner Leadership Practices Index (2003)

(LPI).

1.8.2 Section Two: Interviews

.  The investigation is limited to 12 principals and 48 teachers of the private
secondary schools in Hong Kong.

[I. The interview is limited to a set of questions under to explore the leadership
behaviours (i.e. in terms of the LPI: challenge the process, inspire a shared
vision, enable others to act, model the way, and encourage the heart). The set ot

questions were modified from Moss, et al. Leader Effectiveness Index (1994)

(LED).
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[1I.  Leader Effectiveness Index (LEI) has not been used in Hong Kong

1.9 Definition of Terms

The following terms have specific meaning in this study and are presented to provide

clarity.

1. Leadership: “The use of non-coercive influence to direct and coordinate the
attributes of members of an organised group toward the accomplishment of group
objectives” (Jago, 1982, p.315).

2. Effective Administrative Behaviours: Certain individual and professional

characteristics deemed effective by research (Creswell, 1998; Moss et al., 1994).

1.10 Research Design and Procedures

This study was designed as an analytical study using qualitative methods. The study
research was “‘the in-depth study of instances of a phenomenon in its natural context
and from the perspective of the participants involved in the phenomenon” (Gall et al.,
1996, p.754). The phenomenon was the effective leadership behaviours of private

secondary school principals in Hong Kong.

The phenomenon of the effective leadership behaviours of the private secondary
school principals was studied from an internal perspective using the personal views of
participants. The personal view was the perception and understanding of reality as
seen by participants in a qualitative descriptive study (Gall et al., 1996). The
participants included: (a) 12 secondary school principals, (b) 24 seniors teachers 1n

the secondary schools, and (c¢) 24 secondary school teachers.

In the past decades, literature emphasised to the importance of effective leadership,
but little was found in the literature that connects this to the principal’s leadership
behaviours. Effective leadership in principals 1s still a new concept in Hong Kong
although it is often referred to in the literature of educational management and
improvement. There has been very little study of the effective leadership of school
principals in Hong Kong. Leadership Practices Inventory (LPI) is developed by

Kouzes and Posner’s (2003) using several studies in Hong Kong. Leader Effective



L]

Index (LEI) is developed by Moses, et al. (1994) which have not been used before to
measure the principal’s leadership in Hong Kong. These instruments are selected in
this study because of Marley’s (2003) work in examining the effective leadership
behaviours of two h<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>