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ABSTRACT 

The purpose of the mixed design study was to examine the perceived 

effectiveness of leaders who made use of the invitational leadership style of leading their 

organization. The theoretical foundation for this study was leadership theory as viewed 

through the lens of varying types of leadership models. Four research questions emerged 

throughout the study. The population for this research study consisted of all practicing 

public school principals in a Midwest state, as well as the teachers who serve under their 

leadership. Study participants consisted of 178 individuals. The Principal Perceptions of 

Leadership Practices and the Teacher Perceptions of Leadership Practices surveys were 

utilized to collect pertinent data, as well as through semi-structured, open-ended 

interviews. Findings revealed that there is a statistically significant difference between 

the usages of invitational leadership qualities in effective schools versus less effective 

schools. It was also concluded that there was no significant difference between the 

invitational leadership qualities of male and female administrators. Qualitative findings 

established that teachers believed that the invitational qualities of respect and trust were 

leadership qualities that were most influential to creating an effective organization, while 

principals agreed that trust is the predominant influencing factor. The invitational 

leadership factor of people proved to be the undisputed choice for teachers and principals 

when striving to establish an overall effective school organization. The active use of 

invitational leadership was proven in this study to be a leadership model that should be 

considered effective when seeking to create a healthy, positive, and successful 

organization. Implications for leadership preparatory programs and recruitment are 

significant. 
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CHAPTER ONE 

INTRODUCTION TO THE STUDY 

Background 

 The identification of effective leadership characteristics has been a long standing 

controversy for educators across the nation. The critical mass of research literature 

supports the concept that effective leadership is significant to the successful creation of a 

well balanced and healthy organization (Bruffee, 1999; Bolman & Deal, 1997; Furman, 

2003; Schein, 2000; Yukl, 2006). The need to clearly distinguish and define the 

characteristics that comprise successful and effective leadership, resulting in high quality 

education, is of high significance to various stakeholders such as teachers, parents, 

students, and community members. Effective leaders are thought to serve as a positive 

model and influence on the overall attitudes and beliefs of their followers (Davis, 2003; 

Fullan & Miles, 1992; Hallinger & Heck, 1999; Leithwood & Duke, 1999; Schein, 2000). 

As a result of the No Child Left Behind Act of 2002, educational accountability 

standards have increased tremendously (Stecher & Kirby, 2004). Subsequently, 

educational leaders are now responsible for meeting expectations unparalleled to that of 

previous decades (Aldridge, 2003). As previously mentioned, stakeholders are primarily 

concerned about providing and receiving a quality education. While what constitutes a 

quality education may be difficult to delineate, Guttman (2005) summarized quality 

education as being comprised of two principles. The first element “identifies learners' 

cognitive development as a major explicit objective of education systems” (p. 1), and the 

second principle accentuates “the role of education in promoting shared values, 

responsible citizenship, and creative and emotional development--objectives that are 
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much more difficult to measure” (p.1). Authors Horn and Kincheloe (2001) postulated 

that stakeholders are searching for "a high-quality education that seeks not to restrict, 

regulate, and contain students and teachers but to engage them in understanding new 

levels of thinking, of better ways of being human" (p. 38). As rigorous expectations of 

quality education continue to spiral, the demand for high accountability persists to 

increase as well. Consequently, as accountability standards increase, the need for 

improved effective leadership, organizational health, the leader as a change agent, and the 

development of a positive school culture increases in direct correspondence.  

When considering educational programs and academic outcomes, public outcry 

has prevalently been voiced and subsequently sanctioned by the educational community 

at large (Rosenbach & Taylor, 1998). In response to these changing and amplified 

conditions of accountability, numerous leadership models have been designed to meet the 

leadership needs of the past several decades (Hallinger & Heck, 1999; Kezar, 2000; 

Leithwood, Jantzi, & Steinbach, 2000; Sergiovanni, 2000; Spears & Lawrence, 2004; 

Yukl, 2006). While models such as transformational and servant leadership have served 

educational leaders for several decades, one comprehensive model has been created that 

promises to provide a positive and encouraging structure to guide today’s leaders through 

complex times.  

The relatively new model referred to is invitational leadership. The invitational 

leadership model was designed by William Purkey and Betty Siegel in 2002 based on the 

invitational theory of practice. As Purkey (1992) articulated, “Invitational theory is a 

collection of assumptions that seek to explain phenomena and provide a means of 

intentionally summoning people to realize their relatively boundless potential in all areas 
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of worthwhile human endeavor” (p. 5). Purkey further explained the purpose of 

invitational leadership:  

Its purpose is to address the entire global nature of human existence and 

opportunity, and to make life a more exciting, satisfying and enriching 

experience. Invitational theory is unlike any other system reported in the 

professional literature in that it provides an overarching framework for a variety 

of programs, policies, places and processes that fit with its basic components.  

(p. 5) 

The leadership model of invitational leadership is a comprehensive design that is 

inclusive of many vital elements needed for the success of today’s educational 

organizations. Contemporary school leaders must go far beyond the everyday tasks of 

budgets, making schedules, dealing with student behavior and irate parents. As Bolman 

and Deal (2002) ascertained: 

The most important responsibility of school leaders is not to answer every 

question fully or make every decision correctly. They, of course, need to track 

budgets, comply with mandates and keep the buses running. But as leaders they 

serve a deeper, more powerful and more durable role when they are models and 

catalysts for such values as excellence, caring, justice and faith. (p. 1) 

These servant types of values: excellence, caring, justice, and faith are all inherent 

elements of the invitational leadership model. Review of current literature firmly supports 

the need for a change in leadership in order to adequately meet the needs of current 

educational institutions (Bolman & Deal, 2002; Day, Harris, & Hadfield, 2001; Kouzes & 

Posner, 2003; Rosener, 1990). Halpern (2004) affirmed that "Rapid changes . . . require 
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new kinds of leadership - leaders who have the necessary knowledge to achieve a goal 

and leaders who can manage amid the uncertainty of nonstop change" (p. 126). The 

necessity for a change in leadership is further warranted based on the need for an “ethic 

of caring” (Grogan, 2003, p. 25). Current literature also strongly supports this need for a 

leadership model that is caring and ethical in nature (Bolman & Deal, 1997; Bolman & 

Deal, 2002; Grogan, 2003; Halpin, 2003; Patton, 1997; Tallon, 1997). Grogan (2003) 

described leadership as being “predicated on caring about those he or she serves” (p. 24).  

Invitational leadership exemplifies a model of caring as an integral part of its 

primary tenets and fundamental belief system. As Halpin (2003) concluded:  

Social capital, which is the crucible of trust, refers to the ability of people to work 

together for common purposes. Invitational leadership contributes to its growth by 

the way in which it cares for and supports the efforts of others. (p. 84)  

Invitational leadership is comprehensive in nature, consisting of many positive and 

essentially sound educational components (Day, Harris & Hadfield, 2001; Kelly, Brown, 

Butler, Gittens, Taylor & Zeller, 1998; Purkey, 1992; Purkey & Novak, 1996; Purkey & 

Siegel, 2003; Stillion & Siegel, 2005), it may well serve as a model of leadership that will 

positively impact the diverse and changing needs of today’s educational organizations. 

Conceptual Underpinnings of the Study 

 

Accountability standards in education have increased significantly in the past few 

years, primarily based on the issue of the No Child Left Behind Act of 2001. The 

theoretical foundation for this study is largely based on the need for a new model of 

leadership which will accommodate the ever changing complexion and needs of today’s 
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educational community (Bolman & Deal, 2002; Day, et al., 2001; Kouzes & Posner, 

2003; Rosener, 1990).  

This study was framed through the lens of leadership. As a result of an expansive 

literature review, five main components surfaced as recurring themes among current 

trends in leadership. These components consist of: increased accountability, need for 

effective leadership, organizational health, leader as a change agent, and development of 

school culture. 

Increased Accountability 

Today’s educational leaders are faced with an onslaught of intense national, state, 

and local standards of accountability, while experiencing a reduction in financial 

allocations, resources, and public support. The level of high stakes testing, account-

ability, and public pressure to meet these high standards, compared to the shrinking 

resources and support, is unparalleled by accountability pressures of past decades. The 

No Child Left Behind Act of 2001, proposed by President George Bush, served as a 

mechanism of educational reform. As Stecher and Kirby (2004) articulated, “Educational 

accountability became the law of the land with the passage of the No Child Left Behind 

Act of 2001” (p. iii). When referring to new standards of accountability, Carnoy, Elmore, 

and Siskin (2003) concluded, "The expressed purpose of the new state accountability 

systems is to raise student achievement and, more generally, to improve the quality of 

schooling" (p. 6). While increased accountability has indeed enhanced the quality of 

schooling, it has also amplified the pressure to meet set standards with high performance 

ratings. 
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With the advent of the No Child Left Behind Act came stringent standards with 

which school leaders were now forced to comply. The standard of meeting AYP (annual 

yearly progress) became a main focus for educators, as well as striving to ensure 

adequate improvement for all marginalized sub-groups within the organization. 

While adequate funding was pledged from its inception, school districts have been left to 

carry most of the financial burden, with less than the promised amounts received 

(Aldridge, 2003; Houston, Education World School Issue, 2006).  

Failure to meet the new standards of accountability results in strict sanctions 

against the struggling school or district. It is critical for contemporary educational leaders 

to possess the skills and knowledge necessary to lead their organizations during these 

turbulent times (Caldwell & Hayward, 1998; Davis, 2003; Fullan & Miles, 1992; 

Furman, 2003, Hallinger & Heck, 1999; Muijs & Harris, 2003; Schein, 2000). The desire 

of educational leaders to successfully meet accountability standards was aptly described 

by Carnoy, Elmore, and Siskin (2003) when they affirmed, “School administrators and 

teachers, exposed to scrutiny by published test scores, are expected to improve 

educational delivery to avoid ‘failing’ and to gain the rewards of high academic 

achievement” (p. 6). 

Need for Effective Leadership 

As changing times and standards create a new arena for improving skills and 

abilities possessed by leaders, the need for the development of effective leadership 

qualities becomes more important and necessary than in any other time in history (Davis, 

2003; Furman, 2003; Muijs & Harris, 2003; Schein, 2000). During this period of 

instability it is critical that today’s leaders acquire skills that will prove effective and 
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reliable. Bolman and Deal (2002) concluded that effective leaders "are able to see pattern 

and order where others are overwhelmed by confusion" (p. 1). Effective leadership is an 

educational organization’s best hope for dealing with confusion and unpredictable 

sources of financial support, increasing mandated standards, and public criticism. 

Moreover, authors and theorists have established that effective leadership will indeed 

serve as the cornerstone for future success in coping with the ever-changing educational 

needs of today’s society (Davis, 2003; Furman, 2003; Hallinger & Heck, 1999; Schein, 

2000). Hallinger and Heck (1999) were quite explicit about their belief that effective 

leadership is greatly responsible for overall school effectiveness, as well as for student 

achievement. 

Organizational Health 

The ability to establish a healthy organization is yet another component critical to 

the needs of overall leadership success (Fullan & Miles, 1992; Hill, 2003; Schein, 1996; 

Yukl, 2006). The term organization has been defined as, “a complex social system of 

patterned interactions among people” (Yukl, 2006, p. 432). This interaction among 

people is critical to the success or failure of creating a healthy organization (Lencioni, 

2002; Katzenbach & Smith, 2003; Nonaka & Takeuchi, 1995; Yukl, 2006). Hill (2003) 

described organizational health as “an organization's ability to function effectively, to 

cope adequately, to change appropriately and to grow from within" (p. 1). As effective 

leaders seek to create an organization that is capable of growth and success, they must be 

attentive to all aspects that contribute to the overall health of the organization (Fullan & 

Miles, 1992; Lencioni, 2002; Katzenbach & Smith, 2003; Nonaka & Takeuchi, 1995; 

Schein, 1996).  
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Currently, educational leaders must pay great attention to their organization’s 

ability to cope and function in the midst of external and internal pressures to meet high 

academic and public standards (Aldridge, 2003). When highlighting the need for 

educational leaders to develop healthy organizations Hill (2003) concluded "exemplary 

school districts are purposeful, dynamic, healthy and continuously growing learning 

organizations that target all of their resources toward student development" (p. 1). As an 

effective leader attempts to build a healthy organization, it is of utmost importance that 

he or she be able to handle the issue of change in a diplomatic and successful manner 

(Kotter, 1999; Leithwood & Duke, 1999; Schein, 2000; Sims & Sims, 2002). 

Leader as a Change Agent 

When striving to develop a healthy organization, the ability to handle change with 

a positive approach is an essential characteristic of an effective and successful leader. As 

previously established, today’s educational climate is most decidedly characterized by 

change (Bennis, Spreitzer, & Cummings, 2001; Conger, Spreitzer, & Lawler, 1999; 

Fullan & Miles, 1992; Kotter, 1999; Leithwood & Duke, 1999; Schein, 2000; Sims & 

Sims, 2002). Serving as an agent for change is not uncommon to many contemporary 

educational leaders. The exacting manner in which leaders handle the change process is 

of critical importance to the healthy growth of any organization (Bennis, Spreitzer, & 

Cummings, 2001; Conger, Spreitzer, & Lawler, 1999; Fullan & Miles, 1992; Kotter, 

1999; Leithwood & Duke, 1999; Schein, 2000; Sims & Sims, 2002). 

The critical nature of how effectively leaders handle change within their 

organizations was encapsulated by Sims and Sims (2002) when they stated: 
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As the twenty-first century begins, the world is in a constant state of change, and 

no organization, in the United States or elsewhere, can escape the effects of 

operating in a continually dynamic, evolving landscape. The forces of change are 

so great that the future success, indeed the very survival, of thousands of 

organizations depends on how well they respond to change or, optimally, whether 

they can actually stay ahead of change. (p. 1) 

Within the educational community, the need for long lasting, effectual change is a 

top priority for most interested stakeholders (Fullan & Miles, 1992; Kotter, 1999; 

Leithwood & Duke, 1999; Schein, 2000). Halpin (2003) noted that effective change is 

most possible when the change process is handled correctly. The author further noted that 

people “feel able and willing to embrace change if the way in which they are requested to 

do so by their managers is interpreted by them as welcoming and affirming. Such positive 

invitations tell them that they are able, responsible and worthwhile” (p. 81). The positive 

handling of the change process is of particular importance during these troubled times for 

education (Fullan & Miles, 1992; Kotter, 1999; Leithwood & Duke, 1999). 

Development of School Culture 

  A current trend in leadership theory is the importance of developing a positive 

school culture (Ayman, 1995; Martin, 2002; Peterson & Smith, 2000; Rafaeli & Worline, 

2000; Schein, 2000; Tierney, 1988). It is firmly believed that the development of a strong 

and optimistic culture is one of the best qualities that any educational leader can strive to 

achieve in his or her organization (Martin, 2002; Peterson & Smith, 2000). Schein (1996) 

defined culture as “the set of shared, taken-for-granted implicit assumptions that a group 

holds and that determines how it perceives, thinks about, and reacts to its various 
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environments” (p. 236). The successful dealing with the ever-changing environment is a 

natural concern and priority for contemporary educational leaders. 

 The need for the development of a shared vision that reflects the culture of the 

organization is a top priority among effective leaders. As the vision for the creation of a 

positive school culture is shared, the likelihood of developing a culture that supports the 

needs of the organization’s members is strongly increased (Martin, 2002; Peterson & 

Smith, 2000; Tierney, 1988). Similarly, researchers (Lencioni, 2002; Katzenbach & 

Smith, 2003; Preskill & Torres, 1999) agree that the establishment of trust and respect are 

critical to the creation of a positive school culture. Interestingly, invitational leadership is 

built strongly on the foundation of trust and respect when creating a successful 

organization (Day, Harris & Hadfield, 2001; Purkey, 1992; Purkey & Novak, 1996; 

Purkey & Siegel, 2003; Stillion & Siegel, 2005).  

Varying aspects of leadership effectiveness identified in the literature review 

became the specific constructs to be analyzed through the lens of leadership. The 

components of increased accountability, need for effective leadership, organizational 

health, leader as a change agent, and development of school culture surfaced as major 

themes to reflect on when considering leadership models and theories. The inter-

relationship of these themes, as viewed through the lens of leadership, informed this 

study. These integrated themes were foundational to this study, serving as an outline of 

effective leadership characteristics necessary for organizational growth and success. One 

overarching question clearly emerged: As a result of current educational turmoil, do 

presently relied upon leadership models adequately serve today’s educational leaders?   
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Statement of the Problem 

 Today’s educational climate has changed significantly in the last few years 

resulting in a marked increase in issues of accountability, high stakes standards, and 

shrinking resources available to all school districts. Schools are expected to educate 

children of all major and marginalized subgroups to a heightened degree never before 

expected by modern measures. Faced with these seemingly insurmountable tasks, 

educational leaders are expected to manage organizational quality while increasing the 

academic outcome for all stakeholders.  

 As a result of No Child Left Behind mandates “states rushed to develop 

accountability systems that met the requirements of the new law” (Stecher & Kirby, 

2004, p. 1). Subsequently, states were directed to “establish a definition of ‘adequate 

yearly progress’ (AYP) to use each year to determine the achievement of each school 

district and school” (U. S. Department of Education, July 24, 2002, ¶ 2). Educators at all 

levels of public education began to sense the urgency of the situation, striving 

immediately to meet standards which seemed unattainable to all within the educational 

community. Educational leaders were most profoundly affected by these mandates, being 

held responsible for the ultimate attainment of these increased standards of 

accountability. 

 Educational leaders are currently faced with the need to develop strong programs 

of academic instruction, appropriate curriculum, and ongoing assessments which allows 

for both formative and summative tracking of students’ academic achievement. 

Educational leaders are also responsible for building high functioning teams (Bolman & 

Deal, 1997; Katzenbach & Smith, 2003; Lencioni, 2002), healthy and learning 
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organizations (Fullan & Miles, 1992; Hill, 2003; Schein, 1996; Yukl, 2006), effective 

change (Bolman & Deal, 1997; Morgan, 1998; Nonaka & Takeuchi, 1995; Schlechty, 

2000), and the creation of a positive school culture (Ayman, 1995; Martin, 2002; 

Peterson & Smith, 2000; Rafaeli & Worline, 2000; Schein, 2000; Tierney, 1988). In order 

to promote these organizational qualities, leaders must model behaviors which are 

aligned with the organization’s goals for success. Kouzes and Posner (2002) suggested 

“to effectively model the behavior they expect of others, leaders must first be clear about 

their guiding principles . . . Leaders must find their own voice, and then they must clearly 

give voice to their values” (p. 14). As leaders seek to find their voice and style of 

leadership, models or guidelines often prove helpful in creating an effective set of 

behaviors to emulate (Yukl, 2006). 

Educational leaders have had access to numerous models of leadership by which 

to pattern their behaviors, roles, and responsibilities (Hallinger & Heck, 1999; Kezar, 

2000; Leithwood,  Jantzi, & Steinbach, 2000; Sergiovanni, 2000; Spears & Lawrence, 

2004; Yukl, 2006). Due to current stringent levels of accountability and consequences, 

educational leaders are required to possess skills unsurpassed in previous decades. Recent 

research has indicated that current leadership models may well fall short in preparing 

contemporary leaders for the challenges of today’s educational institutes (Bolman & 

Deal, 2002; Day, et al., 2001; Kouzes & Posner, 2003; Rosener, 1990). Consequently, a 

need exists for a new model of leadership that provides the guidance and direction that 

will serve the educational leaders of the twenty-first century (Billups, 1999; Burke, 2002; 

Council of Chief State School Officers, 1996; Stecher & Kirby, 2004; Tungate & Orie, 

1998). 
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Purpose of the Study 

 The purpose of this study was to investigate in what ways and to what degree, if 

any, an invitational leader impacts the overall success of the public school setting. This 

study focused on leadership qualities and characteristics which lead to successful and 

consistent achievement. Achievement was measured by accountability standards as 

described by No Child Left Behind mandates and subsequent state standards referred to as 

the MSIP (Missouri School Improvement Plan) process.  

 A mixed-design descriptive approach was chosen to support the focus of this 

study. A descriptive study “describes a given state of affairs as fully and carefully as 

possible” (Fraenkel & Wallen, 2003, p. 15). In view of the fact that school organizations 

are comprised of numerous and varied aspects of the educational process, this study was 

designed to purposefully identify and articulate explicit characteristics and behaviors of 

leaders believed to conduct themselves in an invitational leadership manner. Of further 

importance to this study was the potential impact that invitational characteristics may or 

may not have on the overall success of an educational organization.  

One aspect of leadership theory that clearly has not been extensively researched is 

the relatively new model of invitational leadership as outlined by Purkey and Siegel in 

2002 (Asbill & Gonzalez, 2000; Egley, 2003). While the invitational leadership model 

contains certain parallels to participative, transformational, and servant leadership, the 

invitational model transcends these common parallels in several elements of design. The 

results of this study should contribute to the current body of research and literature on 

invitational leadership. This study should also serve as a potential model for those 

individuals training future educational leaders as a viable and successful model to 
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emulate when dealing with the educational challenges of the twenty-first century (Day et 

al., 2001; Kelly et al., 1998; Purkey, 1992; Purkey & Novak, 1996; Purkey & Siegel, 

2003; Stillion & Siegel, 2005).  

Research Questions 

 Initial review of literature evidenced the fact that a modest amount of research 

and purposeful study has been conducted on the subject of invitational leadership (Asbill 

& Gonzalez, 2000; Egley, 2003). Asbill and Gonzalez (2000) concluded that their 

attempt at an extensive literature review “revealed that little had been written on the 

application of Invitational Theory to administrative practices” (p. 14). Egley (2003) 

further established “the research on the effects of Invitational Education Theory in the 

educational administrative process is relatively new as compared to other theories 

pertaining to leadership” (p. 57). Additional and supported information is needed in order 

to more fully understand the potential benefits of the invitational leadership model.  

Research and information gained from a synthesis of related literature (Day et al., 

2001; Kelly et al., 1998; Purkey, 1992; Purkey & Novak, 1996; Purkey & Siegel, 2003; 

Stillion & Siegel, 2005) helped formulate research questions and guide this study. The 

researcher attempted to find answers to the following research questions: 

1. Is there a difference between the usages of invitational leadership qualities 

in effective schools versus less effective schools? 

2. Is there a significant difference between the invitational leadership 

qualities of male and female administrators? 

3. What invitational leadership characteristics do the leaders implement or 

exhibit that lead to organizational success? 
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4. Which characteristics of invitational leadership do teachers and 

administrators view as the most influential in contributing to an overall 

effective school? 

Statement of Hypotheses 

 In the attempt to answer research questions one and two, a null hypothesis was 

formulated by the researcher. Fraenkel and Wallen (2003) defined hypothesis as “a 

prediction, a statement of what specific results or outcomes are expected to occur” (p. 

20). The authors further explained that null hypothesis “specifies there is no relationship 

in the population” (p.236). The following null hypotheses were investigated in this study: 

Hypothesis 1. There is no statistically significant difference between the usages of 

invitational leadership qualities in effective schools versus less effective schools. 

Hypothesis 2. There is no statistically significant difference between the 

invitational leadership qualities of male and female administrators.  

Limitations and Assumptions 

According to Hayes, Young, Matchett, Mccaffrey, Cochran, and Hajduk (1992) 

"all research methods have their limitations" (p. 43). It is imperative that a well designed 

research study clearly delineate limitations of the study so that the reader is aware of the 

potential lack of generalization of findings to other potential studies. This study was 

limited by the geographical area studied and the design used by the researcher. Specific 

limitations are listed as follows: 

1. This study was limited by geographic parameters utilized in one Midwest state. 

2. This study was limited by use of one academic school year from which to derive 

results. 
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3. This study was further limited by the degree of validity and reliability of the 

survey instrument utilized by the researcher. 

4. It was assumed that participants were open and honest in their responses and 

interpreted the survey instrument and interview protocol in the way in which they 

were intended. 

5. It was assumed that participants responded to the survey/interview based on 

personal experiences. 

6. This study was limited by the extent of experience the researcher possessed in 

survey and interview skills. 

7. Researcher bias is assumed to be a limitation of the study as well. An attempt to 

control research bias was addressed through the use of the triangulation of the on-

going review of data and by additional review of an educational researcher. 

Design Controls 

The design of this study was carefully based on a method of descriptive research. 

Descriptive research is particularly effective when analyzing complex educational issues 

which involve abilities and behaviors. The use of surveys is frequently employed when 

conducting descriptive research due to accessibility to analyze the thoughts and 

viewpoints of various individuals. Seels, Fullerton, Berry, and Horn (2004) concluded        

"The common denominator among such studies is the use of survey techniques for the 

purpose of reporting characteristics of populations or samples" (p. 257). Fraenkel and 

Wallen (2003) further determined that “the most common descriptive methodology is the 

survey, as when researchers summarize the characteristics (abilities, preferences, 

behaviors, and so on) of individuals or groups, or (sometimes) physical environments 
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(such as schools)” (p. 15). The researcher specifically sought self reporting input from 

superintendents and principals, as well as teachers serving under individuals thought to 

possess invitational leadership qualities and leaders from schools deemed to be less 

effective. 

A cross-sectional survey was chosen by the researcher to provide a quantitative 

measure to the data collection process. Fraenkel and Wallen (2003) defined cross-

sectional survey as “information from a sample that has been drawn from a 

predetermined population. Furthermore, the information is collected at just one point in 

time” (p. 397). The cross-sectional survey provided for a greater depth of analysis when 

considering the need for the use of invitational leadership. 

 Additionally, the design of this study included the associational research format. 

Fraenkel and Wallen (2003) described associational research as “research that 

investigates relationships” (p. 15). The design of associational research allows the 

researcher to transcend the simplicity of describing events or opinions by investigating 

existing relationships between concepts. This study may further be delineated as 

correlational, since the researcher studied the possible correlation between invitational 

leadership characteristics and overall positive achievement and success outcomes. Data 

collection and analysis allowed the researcher to investigate the possible link between 

invitational leadership qualities and organizational success. 

Analysis of MSIP information and interviews were used as a triangulation method 

to buttress the information revealed from the survey process. Seidman (1998) articulated 

that conducting an interview is “a powerful way to gain insight into educational issues 

through understanding the experience of the individuals whose lives constitute education” 
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(p. 7). Furthermore, qualitative data gathered through follow-up interviews supported the 

findings gathered from the quantitative data. Subsequently, open-ended, semi-structured 

interviews were conducted to assist in the researcher’s ability to provide rich, thick 

description to the research findings (Merriam, 1998). Merriam summarized rich, thick 

description as “providing enough description so that readers will be able to determine 

how closely their situations match the research situation, and hence, whether findings can 

be transferred” (p. 211).  

A significant obstacle to the survey method of inquiry was the possibility for lack 

of response from subjects who were asked to respond to the surveys (Seels et al., 2004). 

Fraenkel and Wallen (2003) described this phenomenon as “nonresponse” (p. 407). The 

authors concluded that “in almost all surveys, some members of the sample will not 

respond” (p. 407). In an effort to overcome this obstacle, the researcher personally 

contacted superintendents, principals, and teacher leaders to request their approval for 

inclusion in this study. Assurance of anonymity was further guaranteed in attempt to 

control for honest and experience based responses from all participants.  

Definition of Key Terms 

 It is important to note that certain key terms were utilized throughout this study. 

For the benefit of the reader in establishing a critical common language (Bruffee, 1999) 

the following terms have been defined to add clarification to the study: 

 Accountability. Stecher and Kirby (2004) explained that, “Accountability in 

education refers to the practice of holding educational systems responsible for the quality 

of their products – students’ knowledge, skills, and behaviors” (p. 1).  
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 AYP (Adequate Yearly Progress). The NCLB Act mandates “all schools, districts 

and states to show that students are making Adequate Yearly Progress (AYP) in 

communication arts and mathematics. NCLB requires states to establish annual 

performance targets that would result in all students scoring at the proficient level on the 

state’s assessment by 2014” (Missouri Department of Elementary & Secondary 

Education Website).  

 Accredited for Distinction in Performance. Accredited for Distinction in 

Performance has been defined as “districts that meet all but one of the MSIP Performance 

measures and all MAP and Reading standards according to the most recent Annual 

Performance report (APR)” (Missouri Department of Elementary & Secondary Education 

Website). 

 Consistent Achievement/Overall Effectiveness. These terms are used 

interchangeably throughout this study to refer to achievement that leads to school 

effectiveness/school success. Achievement which is considered consistent is determined 

by a school district having met MSIP requirements on a regular basis, particularly if met 

with distinction. 

 Effective Schools. For the purpose of this study, the criteria of school success was 

defined as districts which were chosen based on their performance in meeting MSIP 

standards which qualified the district for the label of “Accredited for Distinction in 

Performance” for four or five successive years. Districts were also chosen based on their 

school’s ability to meet AYP (Adequate Yearly Progress) for two or more successive 

years. 
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 Invitational Leadership. Leadership that is based on invitational theory which “is 

a collection of assumptions that seek to explain phenomena and provide a means of 

intentionally summoning people to realize their relatively boundless potential in all areas 

of worthwhile human endeavor” (Purkey, 1992, p. 5). Invitational leaders invite people 

within an organization to succeed. Invitational qualities demonstrated by the leader 

supports others in their attempt to succeed. It is important to note that that invitational 

leadership has been created based upon four basic assumptions that exemplify 

invitational leaders. The four assumptions are as follows: 

1. Optimism – the belief that people have untapped potential for growth and  

development (Day et. al, 2001, p. 34). 

2. Respect – the recognition that each person is an individual of worth (Day 

et. al, 2001, p.34). The belief that everyone is able, valuable, and 

responsible and is to be treated accordingly. 

3. Trust – possessing “confidence in the abilities, integrity, and 

responsibilities of ourselves and others” (Purkey & Siegel, 2003, p. 12). 

4. Intention – a decision to purposely act in a certain way, to achieve and 

carry out a set goal, (Day et. al, 2001, p. 34). Stillion and Siegel, (2005) 

defined intention as, “knowing what we intend to bring about as well as 

how we intend it to happen gives clarity and direction to our work” (¶ 15). 

Invitational leadership focuses on the framework of five areas which contribute to 

the success or failure of individuals. Purkey and Siegel (2003) refer to these areas as the 

five P’s. These five areas “exist in practically every environment” and serve as a means 

by which to invite others professionally (Purkey, 1992, p. 7). The five P’s consist of: 
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1. People – Purkey (1992) affirmed that “nothing is more important in life  

than people. It is the people who create a respectful, optimistic, trusting 

and intentional society” (p. 7). 

2. Places – refers to the physical environment of an organization. It has been  

suggested that places are the easiest of the five areas to change due to their 

visibility. 

3. Policies – “Policies refer to the procedures, codes, rules, written or 

unwritten, used to regulate the ongoing functions of individuals and 

organizations” (Purkey, 1992, p. 7).  

4. Programs – Programs play an important role in invitational leadership  

“because programs often focus on narrow objectives that neglect the wider 

scope of human needs” (Purkey, 1992, p. 7). Invitational leaders find it 

important to monitor programs to insure that they fulfill the goals which 

they were designed for (Purkey, 1992, p. 7).  

5. Processes – The “how something is accomplished” (Purkey & Siegel, 

2003, p. 125). The final P addresses the “ways in which the other four P’s  

function (Purkey, 1992, p. 7). Processes can be defined as the way that 

people, places, policies, and programs are evident in a school. 

 Less Effective Schools. Less effective schools were defined as though schools 

which never received the MSIP status of Accredited for Distinction in Performance. 

MSIP (Missouri School Improvement Program). “A Department of Elementary 

and secondary program requiring all school districts to meet specific standards and show 
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continuous progress in their programs” (Missouri Department of Elementary & 

Secondary Education Website). 

Organization. Yukl (2002) defined organization as “a complex social system of  

patterned interactions among people” (p. 431). 

Organizational Health. Hill (2003) described organizational health as “an 

organization's ability to function effectively, to cope adequately, to change appropriately 

and to grow from within" (p. 1). 

Overall Effectiveness/Consistent Achievement. (Terms used interchangeably)  

Overall effectiveness is defined as what is considered sufficiently effective by each state 

in order to successfully meet or exceed state educational standards. Overall effectiveness 

may also refer to the organization’s ability to create and maintain positive organizational 

health and culture. 

Participative Leadership. Participative leadership is defined by Leithwood et al. 

(2000) as a leadership style which “assumes that the decision-making processes of the 

group ought to be the central focus for leaders” (p. 12). 

 School Culture. Schein (1996) defined culture as “the set of shared, taken-for-

granted implicit assumptions that a group holds and that determines how it perceives, 

thinks about, and reacts to its various environments” (p. 236). 

 School Success. For the purpose of this study, the criteria of school success was 

defined as districts which were chosen based on their performance in meeting MSIP 

standards which qualified the district for the label of “Accredited for Distinction in 

Performance”. Districts were also chosen based on their school’s ability to meet AYP 

(Adequate Yearly Progress) for two or more successive years. 
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 Servant Leadership. A leadership style that is based on influencing others through 

service to the people being led. 

 Stakeholders. Stakeholders are considered to hold a vested interest in the general 

outcome of a specific effort (Patton, 1997). 

 Transformational Leadership. A leadership style that is based on influencing 

others through shared goals and empowering others to achieve more than they believed 

possible. 

Summary 

Since the advent of No Child Left Behind there has been an increase in 

accountability in all aspects of educational endeavors. As a result of this increase in 

accountability, a need for highly effective leadership is of greater importance than ever 

before. Radd (1998) analyzed “with the growing number of documented at-risk youth a 

systematic approach is needed to invite students to learn and stay in school. We need to 

recognize and apply proven processes so that intentionally positive invitations occur for 

all students” (p. 19). 

Thus, the focus of this study was to examine a leadership style that might provide 

the necessary skills needed in today’s educational organizations. Purkey and Siegel’s 

(2002) invitational leadership model has been suggested as a viable model to emulate in 

the twenty-first century. Egley (2003) argued: 

Invitational Leadership is a refreshing change from the standard theories of 

leadership that emphasized the process of influencing others through the use of 

power to an alternative leadership style that promotes collaboration and shows 

consideration and respect for individuals in the educational system. (p. 57) 
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 This study focused on assessing the extent, if any, an invitational leader impacts 

the overall success of the public school setting. Additionally, this study concentrated on 

leadership qualities and characteristics which lead to successful and consistent 

achievement. Descriptive research was employed to provide analysis of complex 

educational issues which involve abilities and behaviors. A survey and interviews were 

conducted in the attempt to identify the extent of impact experienced through the 

application of invitational leadership. 

 Chapter Two provides an expansive literature review which focused on the 

following related components: increasing accountability issues, need for effective 

leadership, organizational health, leader as a change agent, development of school 

culture, leadership theories, comprehensive description of invitational leadership, 

comparison of invitational leadership to other models, and finally the need for a new 

leadership model. A description of the research design and methodology is presented in 

Chapter Three. The presentation and analysis of the data are presented in Chapter Four of 

this study. Chapter Five is comprised of this study’s summary, conclusions, and 

recommendations for further research.  
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Chapter Two 

REVIEW OF RELATED LITERATURE 

Introduction 

One of the most controversial issues within the field of education has been that of 

identifying successful characteristics of leaders. Experts agree that effective leadership 

serves as the corner stone to success in any organization (Bruffee, 1999; Bolman & Deal, 

1997; Furman, 2003; Schein, 2000; Yukl, 2006). Subsequently, the attempt to thoroughly 

understand what comprises effective leadership is of high importance to educators 

concerned with promoting excellence. Teachers, professors, superintendents, principals, 

and caring parents embrace a vested interest in promoting quality in educational 

leadership. The skills possessed by a leader are undeniable ingredients which contribute 

to the success or failure of any organization (Hallinger & Heck, 1999; Schein, 2000; 

Yukl, 2006). Although there is no singularly accepted set of leadership skills and 

characteristics, many researchers generally agree that effective leaders can successfully 

guide and influence the attitudes and productivity of their followers (Davis, 2003; Fullan 

& Miles, 1992; Furman, 2003; Hallinger & Heck, 1999; Leithwood & Duke, 1999; 

Leithwood, Jantzi, & Steinbach, 2000; Schein, 2000; Yukl, 2006). 

According to Bass and Stogdill (1990), well over 8,000 books and journal articles 

have been written about leadership and the importance of the abilities possessed by 

organizational leaders. The authors further emphasized that, “From the days of Aristotle 

and Homer, through Machiavelli and Shakespeare, writers have explored the 

phenomenon of leadership and followership” (p. 4). Today’s educational community 
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continues to demonstrate an increased interest in the changing needs of leadership, 

especially in light of current social conditions. 

As the complexion of modern education has transformed significantly over the 

past two decades, the responsibilities and functions of today’s educational leaders have 

changed considerably as well. Contemporary educational leaders face a myriad of 

rigorous and intense national, state, and local standards of accountability in the midst of 

shrinking resources and support (Aldridge, 2003; Jennings, 2003; Penner, 1981; Shapiro, 

1990). Today’s school leaders also face an increase of public scrutiny which accentuates 

the need for strong, positive, and exceptional leadership within our public school systems 

(Caldwell, & Hayward, 1998).  

In response to this increased need for excellent management and guidance, many 

leadership models have been designed and implemented to meet the ever demanding 

needs of the educational community (Hallinger & Heck, 1999; Kezar, 2000; Leithwood,  

Jantzi, & Steinbach, 2000; Sergiovanni, 2000; Spears & Lawrence, 2004; Yukl, 2006). In 

the midst of previously established leadership models, one relatively new model has been 

carefully and thoughtfully created. This model, referred to as invitational leadership, was 

introduced in 2002 by Purkey and Siegel. As Stillion and Siegel (2005) summarized, 

“Purkey . . . having studied human behavior for four decades, proposed that leaders must 

take an invitational stance in dealing with others and in developing themselves” (p. 4). 

Invitational leadership is a comprehensive model that may well serve as a template for 

successful educational leadership during these times of tremendous educational change 

and increased accountability (Ellis, 1990; Purkey & Novak, 1996; Purkey & Siegel, 

2003; Stanley, Juhnke, & Purkey, 2004; Schmidt, 1997).  
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The purpose of this study was to investigate in what ways and to what degree, if 

any, an invitational leader impacts the overall success of the public school setting. Within 

the context of this literature review, the following related components were carefully 

examined: increasing accountability issues, need for effective leadership, organizational 

health, leader as a change agent, development of school culture, leadership theories, 

comprehensive description of invitational leadership, comparison of invitational 

leadership to other models, and finally the need for a new leadership model. The 

researcher sought to use these varying components to establish and substantiate the need 

for considering a more specific and inclusive leadership model, such as invitational 

leadership, in response to the current demand for increased standards and accountability. 

The aforementioned components were further examined through the lens of leadership 

theory to validate the need for discovering new ways to lead effectively in the face of 

changing educational requirements and increased accountability. 

Increased Accountability 

 The changing disposition of today’s society is serving to shape the future of how 

education is perceived and how educators, especially educational leaders, deal with and 

react to the ever changing needs of the stakeholders they serve. The changing social fiber 

was emphasized by the Council of Chief State School Officers (1996): 

The social fabric of society is changing, often in dramatic ways. On the one hand, 

the pattern of the fabric is being rewoven. In particular, we are becoming a more 

diverse society – racially, linguistically and culturally. On the other hand, the 

social fabric is unraveling for many children and their families. Poverty is 
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increasing. Indexes of physical, mental, and moral well-being are declining. The 

stock of social capital is decreasing as well. (p. 5)    

As educational leaders witness the decline in previously mentioned societal dynamics, 

they realize with greater certainty that the leadership ways of the past will no longer 

adequately serve today’s students. 

 Today’s leaders of public school organizations are faced with a myriad of 

challenges that have rarely been faced in past decades. These challenges include such 

issues as social pressures, legal issues, increased standards and accountability, as well as 

quality of educational outcomes. Stecher and Kirby (2004) explained that, “Account-

ability in education refers to the practice of holding educational systems responsible for 

the quality of their products – students’ knowledge, skills, and behaviors” (p. 1).  

One major challenge for leaders to contend with is the consideration of what 

students encounter on a daily basis. Today’s students are challenged with extremely 

difficult choices regarding peer pressure, societal standards, and mores. As students face 

such issues as drugs, alcohol, sexually transmitted diseases, and pressures to perform 

academically, leaders are forced to deal with these same issues from an administrative 

perspective (Cross, 1997). In dealing with these social challenges within the school 

setting, leaders of educational organizations must cope with these difficulties delicately 

and diplomatically, while dealing adequately with consequences that might prove 

harmful to the school setting (Sallis, 2002). Yet another challenge that today’s 

educational leaders deal with is an increasingly litigious society (Burke, 2002). One 

author concluded that for educators an issue that is “fast becoming one of every 

educator’s fears – a lawsuit” (Billups, 1999, p. 1). Additionally, Burke (2002) reflected 
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that “When lawsuits are filed over playground squabbles among children, or injuries 

suffered in a weekend basketball game, or against ministers who offer pastoral counsel, 

something basic has gone wrong” (p. 171). As law suits have increased, so has the 

pressure to conform to all areas of standards and accountability (Billups, 1999; Burke, 

2002; Tungate & Orie, 1998). 

 As social and legal pressures have increased, the field of education has been hard 

hit by critics calling for higher standards of accountability for all educators. “Account-

ability advocates believe that student achievement will improve only when educators are 

judged in terms of student performance and experience consequences as a result” 

(Stecher & Kirby, 2004, p. 2). In response to this call for increased accountability, the 

United States Congress worked to redesign a previously existing education act. “In 

December 2001, the U.S. Congress approved a reauthorization of the Elementary and 

Secondary Education Act (ESEA) and renamed it the ‘No Child Left Behind Act’” 

(Stecher, Hamilton & Gonzalez, 2003, p. 1). Stecher et al. (2003) further concluded that 

the No Child Left Behind Act “has broader scope and is more ambitious than any 

previous federal school reform legislation. One of the major changes in NCLB is an 

emphasis on accountability based on student test results” (p. 1). Educational leaders 

would now have to meet the challenge of a new set of stringent standards. 

 No child left behind. The proposed answer to the outcry for increased 

accountability came in the form of the No Child Left Behind Act of 2001 (henceforth 

referred to as NCLB). The NCLB act served as a catalyst for educational reform, whether 

educators wanted it or not. As Stecher and Kirby (2004) voiced, “Educational 

accountability became the law of the land with the passage of the No Child Left Behind 
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Act of 2001” (p. iii). Leaders were forced to now view and analyze their organizations in 

specific ways they were previously unaccustomed to. The NCLB act has garnered a great 

many opponents, as well as supporters, for its tenets of accountability. In a speech made 

to a United States Department of Education Conference, John Boehner, Chairman of the 

Committee on Education and the Workforce remarked: 

I was proud to work closely . . . to pass the No Child Left Behind Act. Some of us 

are conservatives, others are liberals. But we all share a common belief in the 

potential of American education. No Child Left Behind reflects that strongly held 

belief. It’s about hope. It says no child in America should be written off as un-

teachable simply because he or she happened to be born into a certain 

demographic group. And no school should be written off as incapable of 

producing results simply because it operates in a disadvantaged community.  

(June 12, 2002)  

Opponents to the NCLB act take quite a different view of the 2001 enacted public law. 

The National Education Association stated on their web page: 

The law has serious shortcomings.  

� It imposes invalid one-size-fits-all measures on students, failing to 

recognize different children learn in different ways and with different 

timelines. 

� Its vision of accountability focuses more on punishing children and 

schools by not giving them the support they need to improve. 

� It favors privatization, rather than teacher-led, family-oriented solutions. 

(The National Education Association, 2006)    
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Regardless of their view of the NCLB act, educators have been left to carry out the 

specific details and components of the law. As Stecher and Kirby (2004) concluded: 

 Although the No Child Left Behind act is hundreds of pages long and details of  

its implementation are quite complex, the logic of its accountability system is 

quite simple. The accountability system has three major components: *Goals – 

explicit statements of desired student performance – to convey clear and shared 

expectations for all parties * Assessments for measuring attainment of goals and 

judging success * Consequences (rewards or sanctions) to motivate adminis-

trators, teachers, and students to maximize effort and effectiveness. (p. 2)    

There are stringent consequences to bear for those school districts that prove 

themselves unable to meet the criteria and standards set forth in the NCLB act of 2001. 

Aldridge (2003) summarized the consequences of not meeting NCLB tenets as follows: 

Sanctions will be placed on schools that fail to meet the adequate yearly progress 

(AYP) standards. If a school fails to meet AYP for two consecutive years, the 

school is identified as ‘needing improvement’ and school choice (e.g., vouchers) 

must be offered to students, at the cost of the ‘failing’ school. If the school does 

not meet AYP for three consecutive years, supplemental services must be 

provided through Title I funds. If the school fails to meet AYP for four 

consecutive years, corrective actions will take place. These sanctions could 

include replacing school staff, changing the curriculum, decreasing administrative 

authority, increasing the length of the school day, and changing the organizational 

structure of the school. If the school fails to meet the AYP for five years, all staff 
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could be fired and the school could be reopened as a charter school or taken over 

by the state. (¶ 5)  

Educators throughout the nation strive daily to make every attempt to fulfill the numerous 

standards delineated in NCLB with the constant knowledge that failure to do so would 

prove devastating to all interested stakeholders. 

Residual problems of NCLB. Educational leaders are now faced with the dilemma 

of inadequate funding in the wake of No Child Left Behind mandates. As articulated by 

Reggie Felton (2005), director of federal relations for the National School Board 

Association, “While unfunded state and federal mandates long have been problems for 

school districts, the No Child Left Behind Act has put more pressure on school budget-

makers” (¶ 5 of Education World School Issue). Felton further emphasized, “When the 

federal law [NCLB] was passed, they [school officials] were told funding would 

accompany the mandates. When that did not come, they became concerned . . . Clearly, it 

is our position that federal funding is not adequate” (¶ 6 of Education World School 

Issue). 

School leaders have dealt with many issues as a result of the NCLB act. While 

funding has been a primary issue, other problems have arisen as well. Aldridge (2003) 

argued: 

The No Child Left Behind requirements have placed further pressure on states 

during this crisis. Although NCLB funding increased, the total allocated still falls 

more that $5 billion short of what was originally authorized. Testing, hiring of 

new teachers and paraprofessionals, increasing the qualifications of current 
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personnel, and creating data collection and warehousing systems are examples of 

requirements that federal spending will not fully cover. (¶ 4) 

 Additional stress and skills required of current leaders have served to complicate the 

position held by leaders in educational institutions throughout the nation.  

Lack of guidance and clarified direction has served as a tremendous depletion of 

energy, time, effort, and resources on the parts of public school leaders at the state and 

local levels. The American Federation of Teachers (2006) concluded in their newsletter:  

Unfortunately, flaws in the law are undercutting its original promise. Guidance 

for states has been unclear, untimely and unhelpful, and the U.S. Department of 

Education’s attempts to make the law more flexible have brought about only 

minimal improvements without addressing NCLB’s larger flaws. Underlying all 

these issues is the pervasive problem of funding, which is far less than what was 

promised and far less than what is needed. (¶ 2 American Federation of Teachers 

newsletter) 

As a result of the federal government’s financial cuts for the 2006-2007 

educational budget, school leaders at local levels are forced to close or decrease 

educational programs, reduce teaching staff, increase class size, and out-source services, 

just to name a few compromises made by leaders. Paul Houston (2006), president of the 

American Association of School Administrators reflected, “Superintendents are feeling 

the pressure of the double whammy of accountability and tight finances. The 

superintendents say they [federal officials] want more and more and are giving us less 

and less” (¶ 9 of Education World School Issue).  
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Unquestionably, such current and pressing issues of accountability must be 

addressed directly by today’s educational leaders in ways that are forging new frontiers in 

leadership. These new frontiers in education will require skills and innovation from 

organizational leaders that are unrivaled by past systems and models of leadership. For 

these reasons, it is now more important than ever that educational leaders possess the 

leadership skills required to recognize, analyze, adapt, and seek solutions to the most 

difficult of situations (Muijs & Harris, 2003; Stetcher & Kirby, 2004; Stoll & Fink, 

2003).  

Need for Effective Leadership 

It is only natural that public school district personnel would strive to seek positive 

leadership during times of difficulty. Muijs and Harris (2003) postulated that, “Effective 

leadership has long been established as a key factor in securing school effectiveness and 

school improvement” (p. 6). While effective leadership is the ultimate goal to be 

achieved, it must first be established what comprises effective leadership. As previously 

suggested, today’s educational leaders are expected to possess a wider range of skills than 

has been expected in years prior. For this reason it is imperative that leaders attend to the 

matter of learning those skills necessary to achieve effective leadership (Davis, 2003; 

Furman, 2003; Hallinger & Heck, 1999; Schein, 2000). Patton (1997) suggested that “a 

leader should have the knowledge of his or her organization’s development by acquiring 

abilities in organizational change, communication, problem solving, conflict resolution, 

development of teamwork, human resources, shaping organizational culture and learning, 

and developing an organizational mission” (p. 103). Whereas these are but a few of the 

skills that a leader must acquire, they are important and comprehensive in nature. 
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While leadership effectiveness is difficult to define and delineate, it is easily 

recognizable to all who witness its affects. As Yukl (2006) argued, “Like definitions of 

leadership, conceptions of leader effectiveness differ from one writer to another” (p. 9). 

He further explained that “most researchers evaluate leadership effectiveness in terms of 

the consequences of the leader’s actions for followers and other organization 

stakeholders” (p. 9). Without doubt, the consequences of the leader’s actions are more 

imperative in today’s educational setting due to the rigorous increase in high 

accountability and augmentation of educational standards of excellence. 

As today’s educational leaders seek to meet the ever changing demands placed 

upon the educational system of the twenty first century, the need for effective leadership 

is crucial. Effective leaders are typically characterized by possessing a strong vision for 

their organization. Bolman and Deal (1997), Leithwood, Jantzi, and Steinbach (2000), 

Nonaka and Takeuchi (1995), Willower and Licata (1997), and Yukl (2006) 

acknowledged the importance of a leader’s ability to establish and promote a shared 

vision in order to help focus an organization’s goals and direction. 

 As Bolman and Deal (1997) suggested, “Effective leaders help establish a vision, 

set standards for performance, and create focus and direction for collective efforts” (p. 

297). Additionally, Fairholm (1997), Morgan (1998), Nonaka and Takeuchi (1995), 

Rosenbach and Taylor (1998), Willower and Licata (1997) believed in the importance of 

the leader’s abilities and skills to create a successful vision for his or her organization. 

Yukl (2006) emphasized that vision “should appeal to the values, hopes, and ideals of 

organization members and other stakeholders” (p. 295). Yukl further alleged that the 
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vision should be simple enough to be communicated easily. Establishing a positive vision 

will help leaders create and sustain a healthy and stable organization.   

Yet another aspect of effective leadership is the leader’s ability to vary their 

actions and reactions depending upon the circumstances and situations to be dealt with. 

As Bolman and Deal (1997) confirmed, “Wise leaders understand their own strengths, 

work to expand them, and build teams that can provide leadership” (p. 317). 

Subsequently, truly effective leaders make wide use of viewing situations through 

different lenses when they discover something is not working correctly (Bolman & Deal, 

1997; Donaldson, 1998; Morgan, 1998; Schlechty, 2000). Effective leaders prove 

repeatedly their ability to view their organizations in different ways in order to best build 

and enhance upon the abilities of their organization.  

One of the critical issues today’s leaders must be proficient with is handling 

conflict and difficult situations (Davis, 2003; Hallinger & Heck, 1999; Kouzes & Posner, 

2003; Muijs & Harris, 2003; Yukl, 2006). Effective leaders seem to understand how to 

manage conflict in a positive and controlled manner. As Bolman and Deal (1997) stated, 

“We need more people in managerial roles who can find simplicity and order amid 

organizational confusion and conflict” (p. xii). While a moderate amount of conflict can 

prove beneficial to an organization by stimulating new ideas and concepts, too much 

conflict can prove debilitating to all members involved. It is vital that leaders handle 

conflict in a controlled and positive manner (Davis, 2003; Fullan & Miles, 1992; 

Katzenbach & Smith, 1993; Lencioni, 2002; Ousten, 1999; Willower & Licata, 1997; 

Yukl, 2006). Poorly handled conflict promotes more problems and infighting, while well 
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managed conflict may result in stimulating “the creativity and innovation” of an 

organization (Bolman & Deal, 1997, p. 173).  

 As effective leaders seek successful methods to deal with conflict within today’s 

strained organizations, it is essential that they make wise decisions and choices. Willower 

and Licata (1997) suggested utilizing reflective problem solving. The authors detailed the 

importance of analyzing all current situations, reflecting upon past actions and decisions, 

as well as considering all alternative solutions to any given problematic situation. As 

alternative solutions are generated, the likelihood of finding a best fit for the organization 

increases. Effective leaders appear to have a natural aptitude to recognize the importance 

of considering various solutions to difficult situations. 

It is imperative that leaders within contemporary educational organizations 

remain calm and focused as they attempt to make decisions that are ethical and effective 

for their involved stakeholders (Bolman & Deal, 1997; Willower & Licata, 1997). While 

it is critical that an effective leader retain composure in the face of adversities, it is also 

important that they realize that attempting to solve conflicts require time and 

consideration in order to achieve the best solution to the problem. Fullan and Miles 

(1992) determined, “it is folly to act as if we know how to solve complex problems in 

short order” (p. 746). In these tumultuous times for education, leaders will need to call 

upon the strength and knowledge provided by leadership models and theories to help 

afford them the skills and expertise necessary to maneuver through uncharted waters. As 

today’s leaders deal with the stress of increased accountability and shrinking resources, it 

is vital that effective leaders strive to deal with conflicts in a positive manner that will 

best promote health and a sense of well-being within the organization 
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Organizational Health 

One of the primary functions of leaders in educational organizations is that of 

creating a healthy and growing organization (Fullan & Miles, 1992; Hill, 2003; Schein, 

1996; Yukl, 2006). The encouragement and development of meaningful working 

relationships has recently become one of the primary focuses of effective leaders seeking 

to create a healthy organization. One way leaders are able to help establish relationships 

in their organizations are to demonstrate supportive behaviors. Yukl (2006) stressed that 

effective leaders understand the importance of “showing trust and confidence, acting 

friendly and considerate, trying to understand subordinate problems, keeping sub-

ordinates informed, and showing appreciation for subordinates’ ideas and accomplish-

ments” (p. 54). It is likely that a leader may develop a healthy organization if he or she 

demonstrates these behaviors.   

 As leaders consider the significance of acquiring skills in leadership practice and 

theory, ethics and morals, the change process, and creating a positive organizational 

culture, the overall health of the organization will benefit (Fullan & Miles, 1992; Preskill 

& Torres, 1999; Schein, 1996). When considering the creation of a healthy and thriving 

organization, leaders must be able to assess the current status of their organization’s 

ability to adapt and change as needs warrant. Schein (1996) argued that “the central 

condition of organizational health was the ability to cope and adapt” (p. 235). As a leader 

assists the organization in the ability to adapt, he or she must unquestionably be 

concerned with the relationships within the organization (Lencioni, 2002; Katzenbach & 

Smith, 2003; Nonaka & Takeuchi, 1995; Yukl, 2006). Current trends in leadership focus 

on the strong and healthy relationships that must be carefully formed in order for an 
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organization to survive. These carefully formed relationships can help to formulate a 

culture of acceptance and collaboration which helps to create the overall health of the 

organization (Fullan & Miles, 1992; Lencioni, 2002; Katzenbach & Smith, 2003; Nonaka 

& Takeuchi, 1995; Schein, 1996).  

Experts believe that the formation of relationships is a central component of 

organizational health. As affirmed by Larson and Ovando (2001), “As members of a 

civilized society, we regularly enter into relationships of trust with public institutions and 

with those who work within them” (p. 63). The subject of trust is a strong moral and 

ethical issue. Trust is a valuable commodity that must be earned, established, maintained, 

and treasured. Lencioni (2002), Katzenbach and Smith (2003), Nonaka and Takeuchi 

(1995), Preskill and Torres (1999), and Yukl (2006) established the importance of the 

ethical act of building trust as a means to build a healthy organization.  

Yukl (2006) discussed the need for leaders and followers to develop a “high level 

of mutual trust” (p. 118). Yukl further emphasized the need for leaders and followers to 

trust one another when he stated, “It is difficult to delegate authority to individuals or 

self-managed groups when followers do not trust each other, because they will not share 

information or cooperate in trying to solve mutual problems” (Yukl, 2002, p.109). As 

effective leaders deal with difficult situations, they traditionally discover the importance 

of mutual trust and shared leadership as a means by which to sustain a cohesive and 

healthy organizational unit (Lencioni, 2002; Katzenbach & Smith, 2003). It is significant 

to note that this important issue of trust is a central theme in the invitational model of 

leadership (Purkey, 1992; Purkey & Novak, 1996; Purkey & Siegel, 2003). 
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In the process of developing a healthy and growing organization, a leader must 

also consider the organization’s content and context for learning. The leader must be 

aware of how his or her organization creates knowledge and processes information. 

Nonaka and Takeuchi (1995) believed that, “To create knowledge, the learning that takes 

place from others and the skills shared with others need to be internalized, that is, 

reformed, enriched, and translated to fit the company’s self-image and identity” (p. 11). 

The leader needs to also emphasize instructional practices, as well as make arrangements 

to accommodate the diverse needs of learners in order to help create a strong 

organizational unit (Cervero & Wilson, 1994). As effective leaders work to create healthy 

educational organizations, they must consider the salient decision of which leadership 

style to incorporate into their daily personal and professional life (Davis, 2003; Kezar, 

2000; Leithwood & Duke, 1999; Leithwood, Jantzi, & Steinbach, 2000; Yukl, 2006). The 

leadership style chosen should also include the knowledge and ability to serve as a 

successful change agent during these times of educational reform. 

Leader as a Change Agent 

 When considering the creation of a healthy and thriving organization, leaders 

must be able to assess the current status of their organization’s ability to adapt and 

change as needs warrant (Bennis, Spreitzer, & Cummings, 2001; Conger, Spreitzer, & 

Lawler, 1999; Fullan & Miles, 1992; Kotter, 1999; Leithwood & Duke, 1999; Schein, 

2000; Sims & Sims, 2002). One of the greatest challenges facing educational leaders is 

that of school reform, bringing about necessary change in the way schools function on a 

daily basis (Hill, 2003). It is important for leaders to make meaningful, incremental 

changes within their organizations (Davis, 2003; Fullan & Miles, 1992; Katzenbach & 
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Smith, 1993; Lencioni, 2002). Fullan and Miles (1992) suggested that leaders make 

“small, easy changes rather than big, demanding ones” (p. 746). Morgan (1998) 

confirmed this idea when he suggested, “use small changes to create large effects” (p. 

271). Small, well thought through changes will be more readily accepted by the majority 

of any organization’s members. A leader’s ability to serve as a change agent to bring 

about long lasting and effective change is an overwhelming challenge facing all 

educational leaders. Fullan and Miles (1992) determined that knowledge of the change 

process is crucial. The change process must be viewed as a learning continuum that 

includes active participation from all those involved.  

The attempt to introduce change in an organization is often the first reaction to 

organizational strife or problems. Interestingly, Bolman and Deal (1997) affirmed that 

conflicts or problems within an organization are “natural and inevitable” (p. 172). The 

authors further emphasized that “from a political perspective, conflict is not necessarily a 

problem or a sign that something is amiss” (p. 172). As conflict and difficulties arise 

within an organization, it is essential that leaders view these situations through a variety 

of lenses (Bolman & Deal, 1997; Donaldson, 1998; Morgan, 1998; Schlechty, 2000). 

Bolman and Deal corroborated that the most effective leadership utilizes a varied 

approach when dealing with organizational conflict (p. 299).  

Leaders must also understand their stakeholders’ resistance to change. Resistance 

to change may be interpreted as reluctance, unwillingness, lack of buy in, and fearfulness. 

Leaders must recognize, as Fullan and Miles (1992) articulated “change threatens 

existing interests and routines, heightens uncertainty, and increases complexity” (p. 750). 

Once leaders establish a firm understanding of the change process, they are also able to 
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understand individual’s resistance to change. Leaders are then able to understand that 

reactions to change are “natural responses to transition, not misunderstood as resistance” 

(Fullan & Miles, 1992, p. 748). The aforementioned authors further noted that, 

“Education reform is as much a political as an educational process” (p. 746). It is vital 

that current educational leaders understand the power and policy process in order to help 

make the change and reform process more effectual.  

The ability to facilitate and evaluate effectual change in an organization is one of 

the most difficult, yet crucial, tasks for any leader (Bolman & Deal, 1997; Katzenbach & 

Smith, 2003; Morgan, 1998; Nonaka & Takeuchi, 1995; Patton, 1997; Schlechty, 2000; 

Yukl, 2006). External pressures placed on an organization forces leadership and members 

to undergo organizational change (Morgan, 1998). Effective leaders of organizations 

search to find the most beneficial means by which to affect a successful reform effort 

(Leithwood & Duke, 1999).  

An effective leader will work to bring about positive and long lasting change, 

when change is necessary within an organization. A leader must work carefully to bring 

about change in a way that the organization’s members will not only experience complete 

buy in, but be pleased with the eventual outcome of the change effort. As Schein (2000) 

forewarned, “change programs fail because they do not take into consideration the 

underlying culture” (p. xxviii). The effort to change organizations for the better must be 

well planned by all interested stakeholders.  

 Katzenbach and Smith (2003) and Lencioni (2002) believed that teams are a 

critical component for successful change. It is essential that leaders encourage their 

followers to establish the types of characteristics that will help them to form into a 
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cohesive working unit (Bolman & Deal, 1997; Bruffee, 1999; Fullan & Miles, 1992; 

Katzenbach & Smith, 2003; Lencioni, 2002). Characteristics such as trust, shared 

leadership, accountability, and interdependence serve to bond individuals into a team, as 

opposed to a working group (Katzenbach & Smith, 2003). Bruffee (1999) affirmed that, 

“People who take part in a collaborative enterprise such as this exceed, . . . what no one 

of them alone could have learned, accomplished, or endured” (p. 9). 

 Yet another aspect of the change process is that of recognizing the organization’s 

culture. Fullan and Miles (1992) emphasized “changes in structure must go hand in hand 

with change in culture” (p. 748). The culture of an organization must be clearly identified 

and understood in order to create effective change. Schein (1996) suggested that any 

change process is likely to experience failure if the culture of an organization is ignored. 

Bolman and Deal (1997) and Katzenbach and Smith (2003) further emphasized that it is 

important for leaders to recognize that there is no one, single method for leading a change 

effort. 

Development of School Culture 

 Current trends in leadership focus on the strong and healthy relationships that 

must be carefully formed in order for an organization to survive. These carefully formed 

relationships can help to formulate a culture of acceptance and desire to achieve 

excellence (Ayman, 1995; Martin, 2002; Peterson & Smith, 2000; Rafaeli & Worline, 

2000; Schein, 2000; Tierney, 1988). To help ensure a healthy and growing organization, 

leaders must be ever vigilant to develop a culture that reflects the vision of the organi-

zation in which they lead. Schein (1996) defined culture as “the set of shared, taken-for-

granted implicit assumptions that a group holds and that determines how it perceives, 
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thinks about, and reacts to its various environments” (p. 236). As today’s fast paced 

society is ever changing, it is more imperative than ever that effective leaders create 

cultures that deal successfully with their environment (Martin, 2002; Peterson & Smith, 

2000; Tierney, 1988).  

Consequently, one of the most important aspects of leadership is being able to 

establish a healthy and positive organizational culture. The leader is a vital component in 

creating the culture of an organization, as affirmed by Tierney (1988) when he suggested 

that, “many administrators intuitively understand that organizational culture is important” 

(p. 6). Tierney further acknowledged that within the last ten years, “organizational culture 

has emerged as a topic of central concern to those who study organizations” (p. 2). 

Creating a sense of ownership and shared leadership is a viable part of creating a positive 

culture. Respect and trust also serve as primary components of an organization’s healthy 

culture (Lencioni, 2002; Katzenbach & Smith, 2003; Preskill & Torres, 1999). 

The task of identifying an organization’s culture is a difficult one, a task that 

requires time and effort to correctly recognize the various nuances of the existing culture. 

Effective leaders are aware of this task and take the responsibility seriously, realizing as 

Schein (1996) affirmed that culture is “a social force that is invisible yet very powerful” 

(p. 239). The power of culture may evidence itself in a variety of ways. Martin (2002) 

articulated that, “Manifestations of culture include rituals, stories, humor, jargon, 

physical arrangements, and formal structures and policies, as well as informal norms and 

practices” (p. 55). Effective leaders strive to ensure that existing cultures are protected 

and enhanced upon in the most positive ways possible. 
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The ability to establish a culture of support, encouragement, warmth, and 

acceptance requires a great deal of effort and hard work on the part of organizational 

leaders. Developing a place where students and teachers like to be does not 

spontaneously occur. The effort must be carefully thought through and planned. As 

Hansen (1998) suggested, the efforts to improve school culture requires that dedicated 

individuals make a concerted and conscious effort to improve and enhance the culture 

and conditions of the school, “So that teachers can teach better and students can learn 

more” (p. 15). 

An important issue for today’s leaders to consider is the creation of a positive 

school culture that will support the building of relationships within the organization. As 

Kneese, Fullwood, Schroth, and Panakake (2003) concluded, "Studies on school climate 

show positive results when healthy relationships are formed among students and between 

students and their teachers" (p. 42). Teachers and students share an undeniable stake in 

the culture of the school in which they teach and learn. As effective leaders become 

increasingly aware of accountability issues, they pay greater attention to the relationships 

which are nurtured and encouraged among various stakeholders. Review of literature 

(Flannery & Vanterpool, 1990; McCombs & Whisler, 1997; Millis, 1990; Oldroyd & 

Hall; Witcher, 1993) strongly supports the need for emphasis on academics, an 

atmosphere of caring, an exciting and motivating curriculum, professional team work, 

and a positive home and school relationship when seeking to create a positive school 

culture. As Witcher (1993) advocated: 

Within schools exhibiting such a climate, an atmosphere that generates high 

faculty morale is evidenced by increased job satisfaction and productivity. There 
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also exists an aura of cohesiveness as well as an increased sense of school pride. 

These schools are often characterized by a high rate of student attendance and 

academic achievement. (p. 3)  

This increased achievement rate is a desired goal for all leaders concerned with meeting 

accountability standards of excellence. 

As leaders seek to create a positive school culture it is essential that they 

understand what takes place within the culture of their organization. Schein (2000) 

believed that in order to understand what goes on in any organization, you must first 

understand the cultural assumptions of that organization (pp. xxiii - xxiv). Leaders must 

also be aware of subcultures (Schein, 2000) that exist within organizations. Various 

subcultures rely on underlying assumptions that must be understood by an organization’s 

leader. An effective leader must be able to understand that, “One cannot create, for 

example, a climate of teamwork and cooperation if the underlying assumptions in the 

culture are individual and competitive, because those assumptions will have created a 

reward and control system that encourages individual competitiveness” (Schein, 2000, p. 

xxix). Similarly, Schein argued that a leader can not create a climate of empowerment 

and participation if the underlying belief of the culture is that everyone must do whatever 

the boss says they should do. Truly effective leaders began to understand that leadership 

through coercion and fear proved ineffectual when attempting to create a productive 

team. Researchers and practitioners began to seek models of leadership which would 

provide a positive example of how to lead organizations to success (Davis, 2003; Kezar, 

2000; Leithwood & Duke, 1999; Leithwood, Jantzi, & Steinbach, 2000; Yukl, 2006).  

 



                                                                                                                                      

 47 

Leadership Theories 

Once leadership researchers moved beyond the analysis of leadership skills they 

began to develop leadership theories by which to identify various leadership qualities and 

trends. Davis (2003) concluded that, “Leadership was the object of intense study during 

the last half of the twentieth century and there is now an immense body of research and 

theory on the subject” (p. 8). The topic of leadership has been of high interest since it is 

believed that the qualities possessed by the leader is what helps to make certain 

organizations succeed while others may founder and fail. The concept of followership is 

also linked to leadership theory, because leaders and followers make up the composition 

of any organization. Davis argued that the “concept of leadership is clarified further by 

thinking more carefully about the role of followers” (p. 11). It is important to consider 

leadership theories as a means to “distinguish leaders from nonleaders” (Davis, 2003, p. 

10). 

While Yukl (2006) identified leadership theories as belonging to one of four 

categories: (1) intra-individual process, (2) dyadic process, (3) group process, or (4) an 

organizational process (p. 15), Davis (2003) identified six categories of leadership. Davis 

(2003) referred to these six categories as: “trait theories, power and influence theories, 

behavioral theories, contingency theories, cultural and symbolic theories, and cognitive 

theories” (p. 8). Numerous theorists have sought to create leadership models that fit 

within these various categories described by Yukl and Davis (Hallinger & Heck, 1999; 

Kezar, 2000; Leithwood,  Jantzi, & Steinbach, 2000; Sergiovanni, 2000; Spears & 

Lawrence, 2004; Yukl, 2006). 
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Various leadership theories have been developed throughout the years which 

include: directive, instructional, participative, charismatic, transformational, 

transactional, and servant leadership, to name but a few (Davis, 2003; Kezar, 2000; 

Leithwood & Duke, 1999; Leithwood, Jantzi, & Steinbach, 2000; Yukl, 2006). While 

directive and instructional leadership fall within the contingency and cognitive theory 

realm for example, theories such as transformational and servant leadership belongs in 

the cultural and symbolic category, addressing the personal and ethical needs of the 

leader’s organization (Leithwood & Duke, 1999; Leithwood, Jantzi, & Steinbach, 2000 a, 

2000 b; Spears & Lawrence, 2004). A more recent leadership model which also addresses 

the personal and ethical needs of an organization has been introduced to the educational 

community. “A relatively new entry into the field is that of invitational leadership” 

(Stillion & Siegel, ¶ 9, 2005). Invitational leadership is a comprehensive model which 

merits further consideration from educational leaders.  

Comprehensive Description of Invitational Leadership 

 It has been authenticated throughout this literature review (Aldridge, 2003; 

Jennings, 2003; Penner, 1981; Shapiro, 1990; Stillion & Siegel, 2005) that a new day has 

transpired for contemporary leaders, requiring skills and knowledge exceeding that of 

previous needs in leadership (Caldwell & Hayward, 1998). 

As today’s leaders seek to acquire the skills and knowledge necessary to prove 

effective in current educational organizations, it becomes important to realize that there 

are no simple answers to achieve leadership excellence. Bolman and Deal (2002) 

affirmed, “When you look at examples of effective leadership, it becomes clear that it's 

not related to any one style, personality, gender or ethnicity. Many pathways point to 
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effective leadership. But some qualities are consistent across effective leaders” (p. 1). 

The critical task is to find the combination of qualities and characteristics that will 

consistently provide leaders with the skills and knowledge to succeed on a regular basis. 

Purkey and Siegel (2002) attempted to blend leadership qualities, values, and principles 

when they developed the invitational leadership theory and model for inviting success 

from all interested stakeholders. In their book Becoming an Invitational Leader Purkey 

and Siegel (2003) described, “this model shifts from emphasizing control and dominance 

to one that focuses on connectedness, cooperation, and communication” (p. 1). 

The invitational leadership model seeks to invite all interested stakeholders to 

succeed (Day, Harris & Hadfield, 2001; Kelly et al., 1998; Purkey, 1992; Purkey & 

Novak, 1996; Purkey & Siegel, 2003; Stillion & Siegel, 2005). As noted by Day, Harris, 

and Hadfield (2001) invitations are “messages communicated to people which inform 

them that they are able, responsible and worthwhile” (p. 34). These messages are 

corresponded through “inter-personal action, but also through institutional policies, 

programmes [sic], practices, and physical environments” (Day et al., 2001, p. 34).  

Interestingly, invitational leadership has a highly personal and ethical component 

included within the constructs of the model. Stillion and Siegel (2005) articulated that 

invitational leaders work to establish an environment where workers are able to achieve 

their goals and potential while participating in the shared vision and mission of the group. 

The abovementioned authors further determined “Invitational leadership intentionally 

creates positive physical places to work and puts into place policies that reflect the 

optimism of the leader and lead to trust and respect among workers” (¶ 9). These basic 
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values and principles are fundamental to ethical leadership and “share much in common 

with Greenleaf’s servant leadership theory” (Stillion & Siegel, 2005, ¶ 10) 

It is important to note that invitational leadership has been created based upon 

four basic assumptions that exemplify invitational leaders. The assumptions are 

optimism, respect, trust, and intentionality. Day et al. (2001) described these four 

assumptions as follows:  

Optimism – the belief that people have untapped potential for growth and 

development 

Respect – the recognition that each person is an individual of worth 

Trust –– possessing “confidence in the abilities, integrity, and responsibilities of 

ourselves and others” (Purkey & Siegel, 2003, p. 12). 

Intention – Intention – a decision to purposely act in a certain way, to achieve and 

carry out a set goal, (Day et. al, 2001, p. 34). Stillion and Siegel, (2005) defined 

intention as, “knowing what we intend to bring about as well as how we intend it 

to happen gives clarity and direction to our work” (¶ 15). 

These four principles serve as core values to invitational leadership. 

 Optimism is a fundamental component of invitational leadership. Social reformer, 

John Gardner (1990), reflected that “a prime function of a leader is to keep hope alive”. 

Stillion and Siegel (2005) depicted the optimism of a leader as one “who can reframe 

problem situations as opportunities and view the impossible as merely difficult” (¶ 14 p.). 

In the midst of today’s difficult challenges and high accountability standards, the 

characteristic of optimism could prove to be a dynamic element to success for 

educational organizations. Stillion and Siegel (2005) argued that “Optimistic leaders 
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embrace both challenge and change, expecting that the outcome will be a positive one” (¶ 

14). Today’s educational institutions and stakeholders need to experience the positive 

outcomes that the value of optimism may bring. 

 The value of respect is one of the most innate needs of all human nature (Purkey, 

1992). Purkey (1992) affirmed that “people are able, valuable, and responsible and 

should be treated accordingly” (p. 6). Respect in others demonstrates a basic belief in the 

worth and value of our fellow workers, students, parents, and leaders. Showing respect to 

fellow organizational members “leads to an inviting, inclusive workplace where diversity 

is the norm and every individual can flourish” (Stillion & Siegel, 2005, ¶ 12).  

 The value of trust is closely related to respect. Purkey and Siegel (2003) defined 

trust as “having confidence in the abilities, integrity and responsibilities of ourselves and 

others” (p. 12). Trust is a crucial element that contributes to the success of an 

organization. Conversely, lack of trust serves as a barrier to the development of cohesive 

team work and efforts. As Lencioni (2002) analyzed “Trust lies at the heart of a 

functioning, cohesive team. Without it, teamwork is all but impossible” (p. 195). 

Subsequently, building trust is a critical element for any successful leader to possess. 

 Intentionality is another important component to the invitational leadership 

model. As Stillion and Siegel, (2005) concluded that “knowing what we intend to bring 

about as well as how we intend it to happen gives clarity and direction to our work” (¶ 

15). Developing and maintaining specific and clear intentions facilitates the process of 

organizational growth and success. As Purkey (1992) articulated “Intentionality can be a 

tremendous asset for educators and others in the helping professions, for it is a constant 
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reminder of what is truly important in human service” (p. 9). Invitational leaders are 

purposefully intentional in their work and their efforts with all stakeholders.  

Additionally, Purkey and Siegel (2003) postulated a specific framework by which 

schools can become "invitational" by concentrating on five areas contributing to success 

or failure: places, policies, programs, processes, and people. The authors believed that 

each one of these elements contribute to the creation of a positive school climate and 

ultimately a healthy and successful organization. The personality of a place is at once 

noticeable to observers. It is evident if the environment is sterile, empty, and lifeless or 

warm, exciting and filled with the personalities of all those who inhabit that space. As 

Purkey (1992) affirmed “places are the easiest to change because they are the most 

visible element in any environment. They [places] also offer the opportunity for 

immediate improvement” (p. 7). Since places are so visible, they are essential to promote 

in a positive manner, as well as being more readily managed aspects of an organization’s 

image.  

The area of policies is another component of success or failure in invitational 

leadership. Leaders must determine if their organization’s policies serve only to restrict 

and confine, squelching all sense of individuality, or whether they create positive and 

productive opportunities for the organization (Fowler, 2004). Policies of schools which 

are successful and possess a positive school culture are created to encourage and seek a 

win/win result. Covey (1989) described win/win as a mindset that constantly seeks to 

benefit mutually in all human interactions. Schools that establish such policies seek to 

create a cooperative, rather than a competitive arena.  
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The establishment of attractive programs becomes yet another element in Purkey 

and Siegel’s (2003) framework for establishing a positive and successful organization. 

Most often, school leaders are guilty of offering very few options and choices. According 

to Hansen (1998), students often feel "disinvited in school" due to the fact that they 

always feel overlooked. No one cared enough to encourage their participation in sports or 

other school activities, they receive papers with a grade only lacking additional 

comments, and their absences were rarely, if ever, noticed by their teachers. Hansen 

further explained that, "these students suffered from a caring disability; not enough 

educators cared to invite them to participate in school life" (p. 16). Schools that possess a 

positive school culture appear to make great effort to provide for a variety of creative and 

attractive programs (Witcher, 1993). Rigorous academic courses taught by outstanding 

teachers help to increase the effectiveness of the instructional program, as well as raise 

the standards for academic achievement (Edmonds, 1979; McCombs & Whisler, 1997). 

Processes are yet another vital component of the invitational leadership model 

(Day, Harris & Hadfield, 2001; Purkey, 1992; Purkey & Novak, 1996; Purkey & Siegel, 

2003; Stillion & Siegel, 2005). In many schools, the participation process is limited to 

here's the deal, take it or leave it (Cleveland, 2002). Cleveland (2002) concluded that 

some leaders desire to be “presumed to be ‘in charge’" (p. 1). However, leaders that make 

the effort to establish a successful school culture seem to be much more aware of the 

need to include all stakeholders in as many of the decision making processes as possible. 

According to Hansen (1998), "Schools that are noted for possessing a positive school 

climate encourage decision making characterized by participation, cooperation, and 



                                                                                                                                      

 54 

collaboration. Students are encouraged to take responsibility, to be involved, and to speak 

with their own voices" (p. 17).  

The final element of Purkey and Siegel’s (2003) framework of five areas 

contributing to success or failure is the aspect of people. In this essential area, the most 

important element for leaders developing a successful school is the people that comprise 

the school and its many facets. People are the one resource that is most guaranteed to 

make a difference in creating a positive school culture. Hansen (1998) confirmed, 

"Investment in people results in effective change" (p. 17). Involving people in as many 

activities that require cooperation and positive results is an excellent way to help 

individuals become part of an effective team. It is also an outstanding starting place in 

developing a more positive work and learning environment. It should be noted that it is 

critically important to provide people with the recognition that they have earned (Hansen, 

1998). Teachers and students alike enjoy the feeling of being appreciated for a job well 

done. This simple truth is a fundamental need of all of humankind (Halpin, 2003; Tallon, 

1997).  

Yet another aspect of meeting the needs of the people of an organization is the 

creation of relationships (Bruffee, 1999; Katzenbach & Smith, 2003; Lencioni, 2002; 

Tallon, 1997). The formation of positive relationships is an integral part of creating a 

successful school. As Kelly et al. (1998) suggested, "Every child deserves a school that is 

inviting, academically challenging, and safe. The overall ambiance of the school and 

quality of instruction are enhanced as the school develops a 'concordant relationship' 

among the students, parents, teachers, and administrators" (p. 62). 
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 The five areas described above are often referred to as the “five P’s” of the 

invitational leadership model. Purkey and Siegel (2003) refer to these five P’s as a means 

by which to invite others professionally. As the authors concluded the, “five powerful 

factors – people, places, policies, programs, and processes (the five P’s) – are highly 

significant for their separate and combined influence on Invitational Leadership” (p. 

104). Purkey and Siegel continued to affirm the importance of the five P’s when they 

proclaimed, “The combination of these five P’s offers an almost limitless number of 

opportunities for the Invitational Leader, for they address the total culture or ecosystem 

of almost any organization” (p. 104). The inclusion of the five P’s significantly assists in 

making invitational leadership a unique and holistic leadership model (Stillion & Siegel, 

2005). The researcher has included a concept map which shows the connection between 

the four basic assumptions and the five P’s of the invitational leadership model (see 

Appendix N).  

Comparison of Invitational Leadership to Other Models 

At this juncture in the literature review it is essential that a thorough comparison 

be made between invitational leadership and a few other predominantly recognized 

models of leadership. For the purpose of this study, a comparison will be drawn between 

the invitational leadership model and the participative, transformational, and servant 

models of leadership. 

Participative leadership was coined by Yukl in 1994 to include the concepts of 

group, shared, and teacher leadership (Leithwood, Jantzi, & Steinbach, 2000, p. 14). 

Participative leadership is defined by Leithwood et al. (2000) as a leadership style which 

“assumes that the decision-making processes of the group ought to be the central focus 
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for leaders” (p. 12). Leithwood and Duke (1999) believed that participative leadership 

was founded on the principles of organizational effectiveness, democratic principles, and 

moral leadership. In participative leadership “authority and influence are available 

potentially to any legitimate stakeholder in the school based on their expert knowledge, 

their democratic right to choose, and/or their critical role in implementing decisions” 

(Leithwood & Duke, 1999, p. 51). 

Similar to the participative leadership model, invitational leadership shares the 

belief in active participation of interested stakeholders and the fundamentals of moral and 

ethical leadership. The invitational leadership model, is however, a more inclusive, 

holistic approach to leadership “that addresses the total environment in which leaders 

function” (Purkey & Siegel, 2003, p. x). While believing in active participation of 

organizational members, invitational leadership seeks to achieve a balance of authority 

and influence throughout the organization (Day, Harris & Hadfield, 2001; Purkey, 1992; 

Purkey & Novak, 1996; Purkey & Siegel, 2003; Stillion & Siegel, 2005).  

The leadership models of transformational and servant leadership have received 

the most acclaim in the last few decades as excellent leadership models to attempt to 

emulate (Davis, 2003; Leithwood & Duke, 1999; Leithwood, Jantzi, & Steinbach, 2000 a, 

2000 b; Spears & Lawrence, 2004; Yukl, 2006). Both models possess similar tenets that 

call upon the leader to lead in exemplary ways. Like invitational leadership, these 

leadership models strive to assist leaders in the endeavor to support their organizational 

members in empowering ways (Davis, 2003; Farling, Stone & Winston, 1999; Hoyle, 

2002; Sergiovanni, 2000; Spears & Lawrence, 2004). While transformational and servant 
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leadership share many similar characteristics, subtle differences between the two models 

do exist.  

Transformational leadership is characterized by an adjustment in purpose and 

resources of all members involved in the leader-follower affiliation. Furthermore, 

Leithwood and Duke (1999) surmised that transformational leadership expects “an 

elevation of both” leaders and followers, “a change ‘for the better’” (p. 49). Rosenbach 

and Taylor (1998) added that “Transformational leadership involves strong personal 

identification of followers with the leader” (p. 3). The authors further explained that the 

transformational leader strives to motivate “followers to perform beyond expectations by 

creating an awareness of the importance of designated outcomes” (p. 3) Transformational 

leaders achieve this “in such a way that all followers share values and beliefs and are able 

to transcend self-interest and tie the goal to the higher-order needs of self-esteem and 

self-actualization” (Rosenbach & Taylor, 1998, p. 3). Transformational leaders allow 

followers to create a mental image of the shared vision and convert these shared goals 

into effective action. Transformational leadership calls for a transforming experience for 

the leader and for the follower. As Leithwood, Jantzi, and Steinbach (2000 b) affirmed, 

“transformational leadership is a powerful stimulant to improvement” (p. 37). 

Servant leadership is often viewed as an expansion upon transformational 

leadership (Farling, Stone & Winston, 1999; Hoyle, 2002; Sergiovanni, 2000; Spears & 

Lawrence, 2004). Farling, Stone, and Winston (1999) concluded that “servant leaders are 

indeed transformational leaders" (p. 49). However, servant leadership has been 

characterized by Yukl (2006) as including the tenets of “nurturing, defending, and 

empowering followers” (p. 420). Yukl further explained that servant leaders must pay 
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attention to the “needs of followers and help them become healthier, wiser, and more 

willing to accept their responsibilities” (p. 420). Servant leaders are able to instill a 

certain trust in their followers. As Ciulla (1998) articulated, "People follow servant 

leaders freely because they trust them" (p. 17). 

Servant leadership seems comparable to transformational leadership in its goal of 

fostering vision, trust, and empowering followers (Spears & Lawrence, 2004). However, 

servant leadership was noted by authors Farling, Stone, and Winston (1999) as further 

possessing “variables of vision, influence, credibility, trust, and service" (p. 49). Servant 

leaders are concerned more with the welfare of their followers than with their own 

welfare. “Serving others is the means by which the servant leader facilitates the 

accomplishing of their desired goals. Merely serving is not the means by which to get 

results, but the behavior of serving is the result” (Farling, Stone & Winston, 1999, p. 49). 

Numerous researchers (Bolman & Deal, 2002; Ciulla, 1998; Farling, Stone & Winston, 

1999; Hoyle, 2002; Sergiovanni, 2000; Spears & Lawrence, 2004; Yukl, 2006) have 

deemed servant leadership to be of high ethical and moral value within the field of 

leadership. The leadership models of transformational and servant leadership have proven 

valuable resources to educational leaders seeking the most excellent leadership 

characteristics available. By emphasizing positive and ethical qualities in themselves and 

in their followers, transformational and servant leaders have been able to achieve 

elevated standards of leadership in the past few decades (Ciulla, 1998; Farling, Stone & 

Winston, 1999; Hoyle, 2002; Sergiovanni, 2000; Spears & Lawrence, 2004).  

  Stillion  and Siegel (2005) reflected that “invitational leaders accept the basic 

premise of servant leadership; that those who would lead must be willing to serve, but go 
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beyond this premise to attempt to describe the values and roles that invitational leaders 

must play in their organizations” (¶10). Invitational leadership indeed holds closely to 

many of the same beliefs and components of the transformational and servant leadership 

models. One similarity is that of creating and sharing of a vision. Purkey and Siegel 

(2003) affirmed, “Invitational leaders seek to enroll associates in a vision of greatness – 

to offer them a vivid and compelling picture of human endeavor” (p. 6). The elements of 

trust and respect are also shared components of invitational, transformational, and servant 

leadership. As the creators of invitational leadership, Purkey and Siegel (2003) spoke of 

the importance of trust to their model when they espoused, “Trust is critical to 

Invitational Leadership because it recognizes the interdependence of human beings” (p. 

12). The authors further delineated the importance of respect to the invitational model 

when they concluded, “Nothing is more important to Invitational Leadership than respect 

for people – the belief that we and our associates are able, valuable, and responsible, and 

should be treated accordingly” (p. 7). 

 Yet another component that invitational leadership shares with previously 

mentioned models is that of being at all times moral and ethical. “Invitational Leadership 

is at heart a moral activity, intentionally expressing respect and trust in ourselves and 

others, personally and professionally” (Purkey & Siegel, 2003, p. 19). Invitational 

leadership also similarly seeks to empower members of the organization. As Purkey and 

Siegel (2003) advocated, “The Invitational Leader is unique in asking others to meet their 

goals as a condition of his or her own success . . . encouraging others in their quest for 

self-fulfillment is embedded in the principles of Invitational Leadership” (p. 23). The 
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authors further concluded that “leadership, then, becomes a mutual commitment between 

colleagues, rather than a series of orders issued from the top down” (p. 23).  

While the invitational leadership model shares several common components with 

the participative, transformational, and servant leadership models, a few intrinsic and 

decisive differences exist, however. The main points of differentiation are the elements of 

optimism and intentionality. The five areas contributing to success or failure: places, 

policies, programs, processes, and people are also unique to the invitational model. As 

formerly explained, the values of optimism and intentionality are believed to be 

important characteristics for effective leaders to acquire. The concentrated effort of 

values and principles as they apply to places, policies, programs, processes, and people 

are also vital for effective leaders to attend to when attempting to create a positive and 

successful organization. These important and unique qualities serve to make usage of the 

invitational leadership model an excellent choice during these times of critical need and 

increased accountability for educational leaders (Day et al., 2001; Kelly et al., 1998; 

Purkey, 1992; Purkey & Novak, 1996; Purkey & Siegel, 2003; Stillion & Siegel, 2005). 

Need for a New Leadership Model 

Throughout this literature review evidence has been provided to substantiate the 

tremendous need for direction that involves numerous characteristics of effective 

leadership (Caldwell, & Hayward, 1998; Davis, 2003; Fullan & Miles, 1992; Furman, 

2003, Hallinger & Heck, 1999; Muijs & Harris, 2003; Schein, 2000), and leadership that 

will transcend models and theories previously utilized (Bolman & Deal, 2002; Day, et al., 

2001; Kouzes & Posner, 2003; Rosener, 1990). The need for leadership that transcends 

previous models has been validated by literature which calls for increased standards for 
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accountability issues (Billups, 1999; Burke, 2002; Council of Chief State School 

Officers, 1996; Stecher & Kirby, 2004; Tungate & Orie, 1998), the need for effective 

leadership during these progressively more difficult times (Billups, 1999; Burke, 2002; 

Cross, 1997; Stecher & Kirby, 2004), the need for organizational health (Fullan & Miles, 

1992; Hill, 2003; Schein, 1996; Yukl, 2006), the leader as a change agent (Bennis, 

Spreitzer, & Cummings, 2001; Conger, Spreitzer, & Lawler, 1999; Kotter, 1999; Sims & 

Sims, 2002), and the development of a positive school culture (Ayman, 1995; Martin, 

2002; Peterson & Smith, 2000; Rafaeli & Worline, 2000; Schein, 2000; Tierney, 1988). 

Various researchers (Day, et al, 2001; Kouzes & Posner, 2003; Ogawa & Bossert, 

1995; Rosener, 1990) have called for more participatory leadership during these difficult 

times in education. Rosener (1990) confirmed that, “Challenges, such as cost 

containment, accountability to the public, globalization, integrating technology, and 

measuring student outcomes, require more participatory forms of leadership than have 

existed in the past” (p. 119). Additionally, Day et al. (2001) articulated, “The evidence is 

sufficient to suggest that existing theories of leadership do not adequately reflect or 

explain the current practice of effective leaders” (p. 26). The aforementioned authors 

further described that the critical mass of literature supports “a person-centered 

philosophy that placed emphasis upon improving teaching and learning via high 

expectation of others” (p. 26). As these authors affirmed, current theories of leadership 

remain inadequate to meet the needs of current day leaders (Bolman & Deal, 2002; Day, 

et al., 2001; Kouzes & Posner, 2003; Rosener, 1990). As public scrutiny and 

accountability standards increase, a change in current leadership style and theory appears 

to be warranted. 
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A tremendous need exists for today’s schools to become institutions of academic 

excellence (Flannery & Vanterpool, 1990; McCombs & Whisler, 1997; Millis, 1990; 

Oldroyd & Hall; Witcher, 1993), while concentrating on creating an organization that 

cares and serves all interested stakeholders (Bolman & Deal, 1997; Bolman & Deal, 

2002; Grogan, 2003; Halpin, 2003; Patton, 1997; Tallon, 1997). Bolman and Deal (2002) 

indicated an increased need for caring school systems that “serve the best interests of the 

institution and its stakeholders” (p. 1). The authors further acknowledged “this implies a 

profound and challenging responsibility for leaders to understand the needs and concerns 

of those they serve” (p. 1). The invitational leadership model uniquely answers the appeal 

for increased leadership standards (Day, et al., 2001; Kelly, et al., 1998; Purkey, 1992; 

Purkey & Novak, 1996; Purkey & Siegel, 2003; Stillion & Siegel, 2005). Invitational 

leaders impact the organizational system in many positive ways (Day, Harris & Hadfield, 

2001; Kelly et al., 1998; Purkey, 1992; Purkey & Novak, 1996; Purkey & Siegel, 2003; 

Stillion & Siegel, 2005). As Ogawa and Bossert (1995) confirmed, “leadership must 

affect more than individual actions; it must influence the system in which actions occur” 

(p. 233). A need exists for a leadership model that systematically and holistically 

addresses the internal and external essentials of an organization. Invitational leaders 

concentrate on the creation of organizations that are people-centered and success 

oriented, while dealing with all necessary aspects of the organization (Purkey, 1992; 

Purkey & Novak, 1996; Purkey & Siegel, 2003; Stillion & Siegel, 2005). 

Day et al. (2001) acknowledged that invitational leaders “engaged in people-

centered leadership, constantly creating, maintaining, reviewing and renewing the 

learning and achievement cultures for students, staff and the close communities of 
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parents” (p. 26). When referring to the establishment of an achievement oriented culture 

the authors further established “that invitational leaders modeled this in the many 

thousands of daily interactions through which common visions, expectations, standards, 

relationships and definitions of effectiveness were formed, framed, supported and tested” 

(p. 26). Invitational leadership adequately provides the needed guidelines and direction to 

support organizational growth and success. 

Due to increased standards and accountability, public education is now facing a 

need for excellent leadership, unparalleled to any other time in recent or past history 

(Aldridge, 2003; Caldwell & Hayward, 1998; Jennings, 2003; Penner, 1981; Shapiro, 

1990). Kouzes and Posner (2003) acknowledged that, “Leadership matters. And it matters 

more in times of uncertainty than in times of stability. And since leadership matters more 

in times of uncertainty, then leadership development should matter more now than ever” 

(p. 23). This strong statement seems reflective of the preponderance of current literature 

which supports the increased and ever present need for excellent leadership (Aldridge, 

2003; Caldwell & Hayward, 1998; Jennings, 2003; Penner, 1981; Shapiro, 1990). Kouzes 

and Posner further advocated, “If today’s leaders want tomorrow’s organizations to 

thrive, they have an obligation to prepare a new generation of leaders” (p. 23). Ginsberg 

and Plank (1995) similarly postulated that leaders must begin to engage “in activities 

aimed at improving educational opportunities everywhere and for all children” (p. 31). As 

society seeks to improve educational opportunities for children, educational institutions 

must also seek to improve, especially within the leadership arena. 

The body of knowledge gathered throughout this literature review suggested that 

the invitational theory of practice (also referred to as ITOP) may serve as an answer to 
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Kouzes and Posner’s, Ginsberg and Plank’s, as well as many other researcher’s plea for a 

more comprehensive model of leadership to meet the needs of today’s educational 

climate. Numerous researchers (Day, Harris & Hadfield, 2001; Kelly et al., 1998; Purkey, 

1992; Purkey & Novak, 1996; Purkey & Siegel, 2003; Stillion & Siegel, 2005) support 

invitational leadership as a viable model to serve the needs of today’s educational 

institutes. As Stanley, Juhnke, and Purkey (2004) affirmed, "ITOP presents a way of 

creating and maintaining schools that are both safe and conducive to academic success" 

(p. 1). Stanley, et al. further concluded that “Schools that have applied ITOP have 

reported positive changes . . . Moreover, improvement in such areas as student 

performance levels, teacher morale, faculty attendance rates, and school safety have also 

been recorded” (p. 1). Halpin (2003) similarly reported that “invitational leadership 

contributes … by the way in which it cares for and supports the efforts of others” (p. 84). 

In further corroboration that invitational leadership serves as a positive influence for 

today’s educational institutes, Stoll and Fink (2003) argued, “The result of such 

leadership is a moving school, populated with colleagues committed to learning, learning 

together, and who share a belief that learning should be valued for its own sake and for 

others' well-being and development” (p. 114). Reviewed literature supported the belief 

that the invitational leadership model will serve as a positive source to help prepare 

tomorrow’s educational leaders. 

Gender Issues in Leadership 

 The issue of gender differences in leadership has been researched for numerous 

years (Cleveland, Stockdale, & Murphy, 2000; Rosenbach & Taylor, 1998; Rosener, 

1990; Stelter, 2002). Research has long supported the precept that males are perceived to 
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be more competent than females when considering work related issues. “Earlier 

researchers postulated that most workers believed women to be less competent than men 

in the workplace” (Henderson, 1994, p. 51). Henderson (1994) further described that 

male and female workers preferred male supervisors for they “were believed to possess 

the characteristics of good managers-emotional stability, ability to make correct 

decisions, analytic ability, and the like” (p. 51). Henderson further found that this general 

preference for male leadership created a specific hierarchy of leadership. Henderson 

argued, “The erroneous belief that males are more competent than female workers has 

resulted in a hierarchy of preferred leaders in the following descending order: (1) white 

males, (2) nonwhite males, (3) white females, and (4) nonwhite females” (p. 52). 

 Conversely, Krantz (1998) reported that while superiors generally preferred 

‘masculine’ traits in their leaders, it was found that “‘feminine’ traits were more highly 

valued by subordinates” (p. 150). As a result of extensive gender research, Rosener 

(1990) established that women consistently strive to create positive interactions with 

fellow co-workers and followers. Rosener further contended that female leaders 

“encourage participation, share power and information, enhance other people’s self-

worth, and get others excited about their work” (p. 120).  

While males have typically held positions of authority, women have slowly begun 

to break into upper management positions in the last several decades. "The relative 

scarcity of women in top leadership roles is not a new phenomenon and can be 

demonstrated both in national U.S. and international terms" (Stelter, 2002, p. 1). 

Henderson (1994) further argued that “despite many gains, women are still grossly 

underrepresented in professional and managerial jobs” (p. 58).   
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Social perceptions have greatly contributed to the issues of gender in leadership. 

Stelter (2002) concluded that "Where gender is perceived within the context of social 

status, female leaders may be perceived more negatively than male leaders” (p. 1). The 

author further articulated that “traditional perspectives of leadership center on masculine-

oriented concepts of authoritarian and task-oriented behavior, then these same 

perspectives may contribute to a ‘glass ceiling’ essentially prohibiting relationship-

oriented (i.e. feminine) leadership behaviors from being recognized as viable leadership 

behavior” (Stelter, 2002, p. 1).  

As women attempt to break through this imposed glass ceiling, it is important to 

continue to research how men and women vary in their leadership styles. Stelter (2002) 

emphasized that “gender differences in leadership can be accounted for through a variety 

of rationale. From interpersonal relationships to social role expectations to differences in 

perception and styles, men and women may indeed lead differently in addition to being 

‘followed’ differently” (p. 1). Most assuredly general agreement exists that men and 

women will naturally vary in their leadership styles. Asbill (2000) postured that “using 

the command-and-control style of managing, a style traditionally associated with males, 

is not the only way to succeed” (p. 58). While differing leadership styles is to be 

expected, one can not underestimate the still prevalent propensity to stereotype based on 

gender. Stelter (2002) postulated that “superiors may rely more on gender stereotypes and 

assumptions in describing and rating male and female leadership effectiveness and 

performance” (p. 1) than on any other standard of effectiveness. 

While Rosener (1990) affirmed that “effective leaders don’t come from one 

mold” (p. 121), she noted that female leaders have been forced to pattern their leadership 
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styles, to a large degree, based on successful male leadership behaviors. Rosener 

articulated that “the first female executives imitated their successful male role models in 

order to get into top management” (p. 123). Henderson (1994) added that “women in 

leadership positions are often in a Catch-22 situation: they are devalued if they display 

‘feminine’ behaviors (nurturing, cooperative, passive) and chided when they exhibit 

‘masculine’ behaviors (assertiveness, independence, aggressiveness)” (p. 52). In a more 

positive light, Rosener suggested that she “sees a ‘second wave’ of successful women 

who are not adopting styles and habits of successful men, but are drawing on skills and 

attitudes they have developed as women” (p. 124).  

It is, therefore, generally accepted that men and women lead in different ways. 

Current research concerning gender issues in leadership suggested that, "Women  . . . are 

naturally socialized towards skills in participative leadership, collaborative group 

management, and quality interpersonal relations . . ., whereas men’s styles have been 

more described as goal-directed”(Stelter, 2002, p. 1). Rosener (1990) cautioned however, 

against attributing transformational and participative leadership only to women leaders 

since numerous male leaders also demonstrate these positive leadership characteristics.  

Rosenbach and Taylor (1998) confirmed the need to consider gender issues as “an 

important challenge for leadership” (p. 56). In the attempt to fully understand the 

characteristics that lead to successful leadership within today’s organizations, it is 

imperative that gender issues be considered. Henderson (1994) advocated “therefore the 

major issue is not men versus women. Instead, it is fairness for all workers regardless of 

their gender” (p. 54). Additionally, Stelter (2002) affirmed "The successful organization 
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of the future will not only understand leadership in terms of gender but also its 

contribution to workforce and organizational effectiveness" (p. 1). 

Summary 

 The review of literature concerning characteristics possessed by effective leaders 

focused on the positive attributes which contribute to the creation of a successful 

organization. The literature reviewed also sought to establish the need for a positive and 

moral model of effective leadership. The following related components were carefully 

examined: increasing accountability issues, need for effective leadership, organizational 

health, leader as a change agent, development of school culture, leadership theories, 

comprehensive description of invitational leadership, comparison of invitational 

leadership to other models, and finally the need for a new leadership model. These 

components were utilized to frame the need for a change in leadership direction. The 

critical concept of gender issues in leadership was addressed as a point of interest for 

continued study.  

In today’s uncertain times, strong leadership is needed now, more than at any 

other time in history. As Bolman and Deal (2002) so affirmed, "The tragedies of Sept. 11 

and their aftermath are only one factor in a widespread crisis of meaning and moral 

authority. It is in times like these that leadership is both most difficult and most needed" 

(p. 1). Information gained from the literature review strongly supported the need for a 

new leadership model, such as invitational leadership. Schmidt (1997) stated that one of 

the things he was most convinced of was “that invitational theory and practice consists of 

viable philosophy and a useful model of caring for oneself and others in genuine and 

authentic ways” (p. 205). Caring and authentic behaviors and principles on the part of 
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today’s leaders could prove significant in solving the leadership crisis that has been thrust 

upon public schools.  

It is an undeniable fact that today’s leaders have high expectations and great 

accountability standards to meet. Indeed, a noble goal for any leader is to help his or her 

followers to achieve more than they ever thought possible. By researching the 

characteristics and possible impact of invitational leaders, this study helped determine the 

usefulness of considering the unique theory and model of invitational leadership and its 

affect on creating a healthy and successful organization. Delineated in Chapter Three will 

be the methods and research design of the study. A rationale for including a mixed design 

is provided. Contained in Chapter Four are the analysis of the data explained in chapter 

three, while presented in Chapter Five are the findings, conclusions, implications, and 

recommendations for future research to be conducted.  
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CHAPTER THREE 

RESEARCH AND METHODOLOGY 

Introduction 

 Today’s educational leaders are faced with challenges that appear to be increasing 

exponentially with each new academic school year. As a result of the No Child Left 

Behind Act of 2001, the issue of increased accountability is of principle importance to 

educators nationwide (Stecher & Kirby, 2004). Subsequently, effective leadership within 

educational organizations has come under increased scrutiny, demonstrating the need for 

exemplary leadership at all educational levels (Davis, 2003; Furman, 2003; Hallinger & 

Heck, 1999; Schein, 2000). As the need for effective leadership escalates, the necessity 

for new leadership models to emulate increases as well (Billups, 1999).  

A comprehensive review of literature provided evidence to substantiate the 

current need for strong and effective leadership (Caldwell & Hayward, 1998; Davis, 

2003; Fullan & Miles, 1992; Furman, 2003; Hallinger & Heck, 1999; Muijs & Harris, 

2003; Schein, 2000), as well as leadership that will transcend models and previously 

utilized theories (Bolman & Deal, 2002; Day, et al., 2001; Kouzes & Posner, 2003; 

Rosener, 1990). One little known theory, invitational leadership, has been recommended 

as a leadership model to consider for today’s educational leaders to emulate (Asbill & 

Gonzalez, 2000; Day, et al., 2001; Kelly et al., 1998; Purkey, 1992; Purkey & Novak, 

1996; Purkey & Siegel, 2003; Stillion & Siegel, 2005). Current research on invitational 

leadership is limited (Asbill & Gonzalez, 2000) and “the research on the effects of 

Invitational Education Theory in the educational administrative process is relatively new 

as compared to other theories pertaining to leadership” (Egley, 2003, p. 57). 
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Consequently, this study was intended to investigate the possible outcomes achieved by 

those exhibiting invitational leadership qualities. 

In chapter three the research design and methodology for this study is offered. A 

mixed design of quantitative and qualitative information was chosen to analyze to what 

degree, if any, invitational leaders impact the overall success of the public school setting. 

The sample and population has been carefully delineated for the edification of the reader. 

The protocol for collecting data was detailed as well. Two hypotheses were formulated 

for the researcher’s prediction of possible outcome, along with detailed procedures for 

data analysis. Additionally, an explanation of the researcher’s biases and assumptions are 

offered. 

Problem and Purpose Overview 

Increased accountability standards and ever changing demands placed on today’s 

educational leaders have created the distinct need for a leadership model to emulate that 

transcends current leadership models (Bolman & Deal, 2002; Day, et al., 2001; Kouzes & 

Posner, 2003; Rosener, 1990). The model of invitational leadership is thought by 

numerous researchers (Day et al., 2001; Kelly et al., 1998; Purkey, 1992; Purkey & 

Novak, 1996; Purkey & Siegel, 2003; Stillion & Siegel, 2005) to be worthy of serious 

consideration for future use by educational leaders in the twenty-first century. 

The purpose of this study was to investigate in what ways and to what degree, if 

any, an invitational leader impacts the overall effectiveness of the public school setting. 

This study focused on leadership qualities and characteristics which lead to successful 

and consistent achievement. Underscored throughout the study is the need for effective 

leadership, the nurturing of organizational health, the leader serving as a change agent, 
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and the development of a positive school culture. Moreover, the researcher sought to 

identify any significant differences between the leadership behaviors of female and male 

leaders. 

Research Questions 

Research and information gained from a synthesis of related literature (Day et al., 

2001; Kelly et al., 1998; Purkey, 1992; Purkey & Novak, 1996; Purkey & Siegel, 2003; 

Stillion & Siegel, 2005) helped formulate research questions and guide this study. The 

researcher attempted to find answers to the following research questions: 

1. Is there a difference between the usages of invitational leadership 

qualities in effective schools versus less effective schools? 

2. Is there a significant difference between the invitational leadership 

qualities of male and female administrators? 

3. What invitational leadership characteristics do the leaders implement or 

exhibit that lead to organizational success? 

4. Which characteristics of invitational leadership do teachers and 

administrators view as the most influential in contributing to an overall 

effective school? 

Statement of Hypotheses 

 In the attempt to answer research questions one and two, null hypotheses were 

formulated by the researcher. Fraenkel and Wallen (2003) defined hypothesis as “a 

prediction, a statement of what specific results or outcomes are expected to occur” (p. 

20). The authors further explained that null hypothesis “specifies there is no relationship 



                                                                                                                                      

 73 

in the population” (p. 236). The following null hypotheses were investigated in this 

study: 

Hypothesis 1. There is no statistically significant difference between the usages of 

invitational leadership qualities in effective schools versus less effective schools. 

Hypothesis 2. There is no statistically significant difference between the 

invitational leadership qualities of male and female administrators.  

Population and Sample 

 The population for this research study consisted of all practicing public school 

principals in a Midwest state. Teachers who serve under the leadership of these principals 

comprised a large part of this study’s population as well. The leaders in this study’s 

population were selected utilizing a multi-tiered sampling process. This study set forth to 

examine the possible relationship of identified invitational qualities and the affect they 

might have on the leader’s organization.  

Fraenkel and Wallen (2003) described the importance of a research sample as 

“individuals who will participate (be observed or questioned) as a part of the study”  

(p. 96). The researcher utilized a purposeful sample to examine the specific constructs 

which emerged as a result of the extensive review of literature. Merriam (1998) 

summarized purposeful sampling to be “based on the assumption that the investigator 

wants to discover, understand, and gain insight and therefore must select a sample from 

which the most can be learned” (p. 61). It was the intent of the researcher to investigate 

as fully as possible the characteristics of individuals believed to be invitational leaders in 

comparison to those who may not demonstrate invitational leadership qualities.  
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 To assist in achieving a purposeful sampling, a multi-tiered criteria process was 

carefully devised. The first criterion was geographical in nature, as the researcher divided 

a Midwest state into quadrants. Counties located in each quadrant were specifically 

identified for principal selection purposes (see Appendix A). In order to select principals 

from schools considered effective in meeting high accountability standards, the 

researcher identified all school districts based on their district’s performance in meeting 

Missouri School Improvement Program (MSIP) standards which qualified the district for 

the label of “Accredited for Distinction in Performance”. The researcher further required 

that the district had successfully met the MSIP standards with distinction for four or five 

years, assuring greater consistency of effective achievement. Accredited for Distinction in 

Performance has been defined as “districts that meet all but one of the MSIP 

Performance measures and all MAP and Reading standards according to the most recent 

Annual Performance report (APR)” (Missouri Department of Elementary & Secondary 

Education Website). Conversely, once districts had been identified as effective based on 

receiving Distinction in Performance, the researcher then identified districts to be 

considered less effective if they had never received recognition for Accreditation for 

Distinction in Performance status. After data was disaggregated for each school district 

in the Midwest state, the researcher selected one school district considered to be effective 

and one school district considered to be less effective from each of the four quadrants of 

the state to be included as participants in the research study.  Subsequently, a total of four 

districts considered to be effective and four districts considered to be less effective were 

incorporated into the quantitative and qualitative portions of this research study. 
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Further criteria were then applied in order to stratify for improved, purposeful 

sampling. According to Fraenkel and Wallen (2003), “Stratification ensures that the 

sample is representative” and reflects what the research is intended to study (p. 486). 

Once the researcher identified eight districts throughout the selected Midwest state, the 

researcher applied additional criteria by which to assure that leadership of each school 

could be attributed to the characteristics of the current leader. Each district ultimately 

chosen to be included in this study had to meet the criteria of their leadership team having 

served in their current position for an average range of three to five years. This criterion 

was supported by Conger et al. (1999) as they affirmed that evidence supports the fact 

that a time frame for effective change “takes place over three to five years” (p. 246). 

Principal’s average tenure of three to five years was identified based on the Department 

of Elementary & Secondary Education Directory. The final criterion applied was that of 

gender consideration, which was identified for the purpose of distinguishing between 

possible differences in leadership characteristics based on gender.  

 With stratification completed, the additional technique of representative sampling 

was utilized during the collection of data for research analysis. Representative sampling 

is applied in order to accomplish generalizability, which increases the “degree to which a 

sample represents the population of interest” (Fraenkel & Wallen, 2003, p. 109). Fraenkel 

and Wallen (2003) concluded that whenever representative sampling is used “generaliza-

tion is made more plausible if data are presented to show that the sample is representa-

tive of the intended population on at lease some relevant variables” (p. 110). Districts and 

principals were chosen as part of this study’s representative population based on their 

ability or lack of ability to demonstrate effective school performance. 
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 Once districts and principals had successfully met the researcher’s criteria for 

inclusion in this study, the researcher contacted each district’s superintendent and 

principals to establish their involvement in the study. Each principal was asked to identify 

one teacher leader who could serve as a contact person to help in the data collection 

process. All participants were informed of the details of the study, how long surveys and 

interviews would take, anticipated time frame for the study, what to expect during the 

study, and ensured that all information would be anonymous and protected for each study 

participant. 

While the targeted audience for this research study was primarily intended for the 

educational community, it is believed, however, that the research contained throughout 

this study should prove valuable to leaders within a wide range of public and private 

organizations. The tenets of invitational leadership are based on positive characteristics 

which should prove strengthening to the leadership of any organization.  

Data Collection and Instrumentation 

 Two issues of ethical consideration served as an ever present standard by which 

the researcher conducted all data collection and analysis of results. The issues of 

informed consent and the protection of all study participants were of critical importance 

throughout the research project. Participants should be fully informed of any and all 

potential risks or hazards that may be involved in any research study (Fraenkel & Wallen, 

2003, p. 58). The informed consent form, which was provided to all participants, detailed 

the intent of the study, the use of potential findings, and any consequences for the 

participant (Seels, Fullerton, Berry, & Horn, 2004). Superintendents of districts were 

asked to sign an informed consent form which described the survey and interview process 
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(see Appendix B), giving their permission for their district employees to participate in the 

research study. All principals and teachers who were surveyed were provided with a 

cover letter which clearly described the research and informed consent process, denoting 

that “by completion of this attached survey it is implied that you agree to participate in 

this study and waive the requirement for a written consent” (see Appendix E and F). 

Principals and teachers chosen among the five percent of the participants to be 

interviewed were requested to sign informed consent forms for the interview process (see 

Appendices C and D). Preceding all data collection efforts, all participants had the 

opportunity to read the consent form, demonstrate understanding of its content, and sign 

the appropriate informed consent form with the proviso that participation was strictly on 

a voluntary basis and could be ceased at any time during the study’s research duration. 

Each leader who qualified for the study was surveyed utilizing a modified version 

of the Leadership Survey developed by Asbill (2000), and renamed Principal Perceptions 

of Leadership Practices for the purpose of this study (see Appendix E). Teachers serving 

under the leaders were surveyed as well, utilizing the Leadership Survey with appropriate 

modification and renamed Teacher Perceptions of Leadership Practices (see Appendix 

F). In order to add depth and rich description to the study, five percent of all principals 

and teachers surveyed were interviewed, utilizing a semi-structured, open-ended question 

protocol (see Appendices G and H).  

Teacher and Principal Perceptions of Leadership Practices Survey 

 Kate Asbill developed a leadership survey which was “validated with input from a 

panel of experts” (Asbill & Gonzalez, 2000, p. 17). Asbill’s survey was drawn from an 

extensive review of leadership literature and from literature available concerning 
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Invitational Education theory. The author adapted her survey from the Invitational 

Teaching Survey (ITS), which was originally developed by Amos, Purkey, and Tobias in 

1985. Interestingly, Asbill named the survey Leadership Survey in the attempt to 

eliminate any possible bias that might have naturally occurred by naming it “The 

Invitational Leadership Survey” (Asbill & Gonzalez, 2000, p. 18). In an attempt to best 

suit the purpose of this research study, the researcher modified some items found on 

Asbill’s leadership survey for teachers (see Appendix F), with the intent of creating a 

survey that would more directly fit the design of this particular study. The researcher also 

created an additional survey which mirrored the teacher’s survey utilizing wording to 

represent the administrator’s point of view (see Appendix E). The researcher renamed the 

two modified surveys to adequately reflect the purpose of this study. The surveys were 

renamed Teacher Perceptions of Leadership Practices (TPLP) (see Appendix F) and 

Principal Perceptions of Leadership Practices (PPLP) (see Appendix E). The researcher 

sought and received permission to adapt Asbill’s (2000) leadership survey in order to best 

meet the needs of this study (see Appendix I).   

 The teacher’s survey consisted of a 44-item scale which was designed to ascertain 

educators’ perceptions of their principal’s leadership characteristics. The principal’s 

survey also consisted of a 44-item scale created to assess the leader’s perceptions of their 

own personal leadership characteristics. Both surveys utilized the Likert-type scale as 

part of the instrument’s design, employing a scale of 1 to 5, 1 representing strongly 

disagree to 5 representing strongly agree. Items 38-41 utilized a 1 to 5 scale with 1 

representing not effective to 5 representing very effective. Using a Likert-type scale 

provides for a closed-ended response, while reducing the possibility for ambiguity 
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(Dunn-Rankin, Knezek, Wallace, & Zhang, 2004; Fraenkel & Wallen, 2003). All but 

eight survey questions were written in a positive manner. The negative items were 

purposefully included to serve as a cross reference to assure that participants were 

responding in a legitimate and careful manner. Negative survey items were ranked in 

reverse order to assist in the statistical analysis process. Subsequently, a 1 response 

would be ranked as a positive 5, while a 5 would be ranked with a value of 1 on all 

negative stated questions. Item number 42 provided for the demographic purpose of 

identifying gender. Item numbers 43 and 44 consisted of two open-ended questions 

which provided the respondent the opportunity for written comments. When entering the 

responses of principals and teachers into the SPSS statistical package, principal responses 

were coded as a one, while teacher responses were coded as a two, in order to clearly 

distinguish between leader and teacher responses.  

 Survey questions were selected to replicate the components or subscales of the 

invitational theory, as well as perceived leadership effectiveness. The subscales of trust, 

respect, optimism, intentionality, and perceived effectiveness were included in the study 

(see Appendix M). The subscale of trust consisted of survey questions number 1, 2, 11, 

13, 15, 26, 32, and 35. The subscale of respect consisted of survey questions number 4, 5, 

14, 18, 20, 21, 25, 27, 33, 36, and 37. The subscale of optimism was comprised of survey 

questions number 7, 8, 9, 16, 19, 22, 23, 24, and 28. The intentionality subscale consisted 

of survey questions number 3, 6, 10, 12, 17, 29, 30, 31, and 34, while the effectiveness 

subscale included questions number 38, 39, 40, and 41. A t-test was conducted on each 

subscale to ascertain any significant differences that might exist. The underlying 

principles of personally and professionally inviting leadership qualities were imbedded in 
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the survey. The various subscales assisted in the coding of all qualitative data that was 

utilized later in the study to provide rich, thick description to the study (Merriam, 1998). 

Teachers and principals were also provided with items 43 and 44 for written comments 

which provided them the opportunity to reflect on current leadership qualities. The 

opportunity to write additional comments was also afforded at the end of the survey for 

ancillary annotation. These comments added to the depth of the study and to the overall 

comprehensive understanding of effective leadership (see Appendix J and Appendix K). 

Asbill piloted the survey and presented the leadership survey to a panel of 12 

judges with the intent of validation. The survey instrument was found to “have a .97 level 

of reliability, indicating a high degree of internal consistency for this instrument” (Asbill 

& Gonzalez, 2000, p. 18). Modifications adapted for this research study were so minimal 

that there should be no sizable affect on the reliability or validity of the instrument. 

Interview Protocol 

 In the attempt to specifically address research questions three and four, and in 

order to add a rich description to the quantitative results, five percent of the participants 

in the survey process were selected to be included in follow-up interviews conducted by 

the researcher. The interview protocols (see Appendices G and H) were piloted by four 

principals and seven teachers in the attempt to test for clarity and consistency in quality 

and purpose. The interview protocols consisted of eleven semi-structured, open-ended 

questions in the endeavor to ascertain enriched insight into leaders’ and followers’ 

perceptions of invitational leadership qualities and their affect on organizational success. 

This technique of triangulation added to the rich, thick description provided in this study 

(Fraenkel & Wallen, 2003; Hayes et al., 1992; Merriam, 1998; Newman & Benz, 1998). 
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 The conceptual development of the interview protocols used in this study was 

based on the extensive review of available literature. The eleven question interview 

protocol (see Appendices G and H) for both administrators and teachers were based 

distinctly on the invitational leadership’s four assumptions, as well as the five factors 

which contribute to success or failure of an organization.  

Prior to the interview session, each participant was provided with a copy of the 

definitions of invitational leadership’s four assumptions of optimism, respect, trust, and 

intention, as well as definitions of the five factors of people, places, policies, programs, 

and processes (see Appendix L). The researcher conducted both phone and electronic 

interviews. The researcher sought to put each participant at ease before the actual 

interview session began. When appropriate, the participant was asked for their expressed 

permission for the researcher to tape record the interview. Once permission was received, 

the interviews were conducted in a professional and non-biased manner, ranging in time 

duration from 60 to 70 minutes in length. Phone interviews were successfully tape 

recorded and later transcribed verbatim. Upon completion of transcripts, each individual 

interviewed by phone was given the opportunity to read over their interview responses 

with the understanding that they were free to change or clarify any of their statements. 

Interviews conducted by electronic means were allowed due to lack of time on the part of 

a few of the participants. Electronic interviews were collated and coded in a similar 

manner as were the phone interviews.  

Once interviews were completed, the organizational system of coding was 

employed in order to effectively manage collected data (Merriam, 1998). The researcher 
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sought to categorize data into subscales for the purpose of establishing thematic 

connections throughout collected data (Seidman, 1998).  

Data Analysis 

 The data from the Teacher Perceptions of Leadership Practices (TPLP) (see 

Appendix F) and Principal Perceptions of Leadership Practices (PPLP) (see Appendix 

E) derived from selected districts, principals, and their faculties were collected, tabulated, 

and analyzed. For research questions one and two, data was entered into the SPSS 

statistical package, version 11.5, to obtain detailed analysis of survey data. As the data 

were entered, the responses of principals were coded as a one, while teacher responses 

were coded as a two, in order to clearly distinguish between leader and teacher responses. 

The following statistical methods were utilized to analyze research questions one and 

two: 

 Research Question 1. In the attempt to ascertain if a difference existed between 

the usages of invitational leadership qualities in effective schools versus less effective 

schools, an independent samples t-test for uncorrelated means was calculated. Asbill 

(2000) concluded that “the t-test is used in inferential statistics as a tool for analyzing 

data to find differences in variables” (p. 86). 

 Research Question 2. In order to distinguish differences between the invitational 

leadership qualities of male and female administrators, an independent samples t-test for 

uncorrelated means was calculated. Fraenkel and Wallen (2003) defined t-test as “a 

parametric statistical test used to see whether a difference between the means of two 

samples is significant” (p. 241). The t-test was therefore used to determine the level of 
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significance, if any, between male and female administrators and how they apply 

invitational leadership qualities.  

 Subscales. A t-test was also utilized to determine differences among the variables 

represented by subscale components. The subscales of trust, respect, optimism, 

intentionality, and perceived effectiveness were analyzed separately to ascertain pertinent 

information concerning the leadership qualities comprised in the invitational leadership 

model. 

 The following qualitative approach was employed to address research questions 

three and four: 

 Research Questions 3 and 4. The qualitative approach of interviewing was 

employed to determine the characteristics that leaders implement to help lead an 

organization to success and to ascertain which attributes of invitational leadership 

teachers and administrators view as most influential in the goal to contribute to an overall 

effective school. The use of interviews contributed to the enriched description contained 

within this study.  

 Additional data analysis included the collection and analysis of district documents 

such as district AYP, statistical profile of each district, student data such as drop out rates 

and graduation analysis, as well as the district’s report card available on the DESE 

website. These artifacts helped to supplement the researcher’s depth of understanding of 

each district’s organizational beliefs and priorities.  

The Researcher’s Biases and Assumptions 

 One distinct underlying assumption of the researcher was the basic belief that 

school leaders exert the ability to impact and influence the success or failure of their 
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educational organization. The researcher’s experiences with various leaders, both 

negative and positive in nature, have impacted the researcher’s belief in the significant 

role that the leader plays in their organization. The researcher’s interactions with varying 

types of educational organizations and many varied individuals serving within the 

organizations have also influenced the researcher to believe that certain ethical qualities 

should be present in leadership behaviors. 

 Due to these natural researcher biases and assumptions, every care was taken to 

interpret and analyze data in a non-biased and analytical manner. Furthermore, care was 

taken to provide for triangulation of data to assist in reducing biases and assumptions on 

the part of the researcher. 

Summary 

 The review of literature reveals that increased accountability has amplified the 

need for a new leadership model for today’s leaders to emulate (Bolman & Deal, 2002; 

Day, et al., 2001; Kouzes & Posner, 2003; Rosener, 1990). The lesser known theory of 

invitational leadership has been recommended by numerous researchers (Asbill & 

Gonzalez, 2000; Day, et al., 2001; Kelly et al., 1998; Purkey, 1992; Purkey & Novak, 

1996; Purkey & Siegel, 2003; Stillion & Siegel, 2005) as a potential theory to serve as an 

effective model for educational leaders to pattern their leadership styles after in the 

attempt to create healthy and successful academic organizations.  

The primary goal of this research study was to examine and investigate the 

potential degree to which invitational leadership qualities impact an educational 

organization. Additionally, the researcher sought to identify which attributes of 

invitational leadership, if any, do teachers and administrators view as the most influential 
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in contributing to the overall success of the educational organization. Furthermore, the 

researcher sought to identify any significant differences between the leadership behaviors 

of female and male leaders.  

 The population of this study was comprised of a purposeful sampling of 

practicing public school principals in a Midwest state during the 2006-2007 school year. 

The selected districts’ and principals’ faculties were also included as part of the 

population sample. Numerous stratified criteria were applied for the selection of all study 

participants. Moreover, specific criteria were employed to ensure consistency of what 

constituted school success.  

 The data were gathered utilizing the Teacher Perceptions of Leadership Practices 

(TPLP) (see Appendix F) and Principal Perceptions of Leadership Practices (PPLP) (see 

Appendix E). The surveys were comprised of a 44-item scale for teachers and leaders. 

The surveys were designed to assess teachers’ and educational leaders’ perceptions of 

leadership characteristics, as well as assess the perceptions of leadership characteristics’ 

impact on overall school success. The Likert-type scale was utilized for the leadership 

survey as part of the survey instrument’s design. The survey instrument was found to 

“have a .97 level of reliability, indicating a high degree of internal consistency for this 

instrument” (Asbill & Gonzalez, 2000, p. 18). 

With the intent of buttressing the results gained from the quantitative research, 

follow-up interviews were conducted by the researcher. Triangulation was achieved 

through the conduction of interviews, which consisted of eleven semi-structured, open-

ended questions, as well as through the analysis of various district documents. One 

interview protocol was designed for teachers, while a mirrored protocol was developed 
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for the principals. Five percent of all survey participants were selected to be interviewed. 

The qualitative results from the interviews allowed for the inclusion of rich, thick 

description to the research study. 

 An independent-samples t-test was calculated to determine if differences existed 

between the usages of invitational leadership qualities in effective schools versus less 

effective schools. To establish differences between the invitational leadership qualities of 

male and female administrators, an independent samples t-test for uncorrelated means 

was calculated employing the 11.5 version of the SPSS program. The qualitative use of 

interviews were utilized to ascertain the characteristics that leaders implement in the 

attempt to lead an organization to success. Interviews also served to establish which 

attributes of invitational leadership teachers and administrators view as most influential 

in the goal to contribute to an overall effective school. All quantitative results were 

triangulated with findings gained during follow-up interviews, as well as the review of 

district documents in order to provide rich description to the study.  

 Included in Chapter Four are a presentation of the quantitative and qualitative data 

and an analysis of each research question and hypotheses. Contained in Chapter Five is a 

summary of the conclusions based on the findings, as well as implications and 

recommendations for further research. 
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CHAPTER FOUR 

PRESENTATION AND ANALYSIS OF DATA 

Introduction 

 The intent of this study was to examine the role that leadership characteristics 

play in the creation of organizations deemed to be effective. As various aspects of 

educational accountability and organizational health were examined (Fullan & Miles, 

1992; Hill, 2003; Schein, 1996; Yukl, 2006), the prospect of the need for a new 

leadership model was considered. Research has indicated the necessity of providing for a 

leadership model that exceeds models and theories formerly utilized (Bolman & Deal, 

2002; Day, et al., 2001; Kouzes & Posner, 2003; Rosener, 1990). 

The purpose of this study was to investigate in what ways and to what degree, if 

any, an invitational leader impacts the overall success of the public school setting. This 

study further focused on leadership qualities and characteristics which lead to successful 

and consistent achievement (Ayman, 1995; Martin, 2002; Peterson & Smith, 2000; 

Rafaeli & Worline, 2000; Schein, 2000; Tierney, 1988). Achievement was measured by 

accountability standards as described by No Child Left Behind mandates and subsequent 

state standards referred to as the MSIP (Missouri School Improvement Plan) process.   

Prior to the initiation of the data collection process, the researcher sought 

approval from the Institutional Review Board (IRB) of the University which would grant 

research authorization (see Appendix O).  In order to collect the necessary data for this 

research project certified personnel from 14 elementary, middle school, and high schools 

were surveyed. The population for this research study consisted of all practicing public 
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school principals in a Midwest state. Teachers who serve under the leadership of these 

principals comprised a large part of this study’s population as well. 

Independent-samples t-tests for uncorrelated means were conducted to determine 

the differences that might exist between the usages of invitational leadership qualities in 

effective schools versus less effective schools, and to examine differences between the 

invitational leadership qualities of male and female administrators. Independent t-tests 

were also performed on each of the five subscales in order to ascertain any significance 

that might exist among the components of trust, respect, optimism, intentionality, and 

perceived effectiveness. A 0.05 significance level was established for all statistical tests 

conducted. 

 The researcher conducted follow-up interviews with five percent of the 

participants who completed the surveys, in order to triangulate the comprehensive data 

collected throughout the study. Follow-up interviews were also employed in order to 

provide a rich, thick description to the quantitative results achieved. All participants 

interviewed were certified personnel, currently employed in a public school system. All 

of the interviews conducted were recorded and transcribed by the researcher. The 

interview protocols (see Appendices G and H) consisted of eleven semi-structured, open-

ended questions. The researcher carefully coded each transcript for specific comments 

which related to any of the five subscales of the study. The researcher made special note 

of interviewees’ responses that pertained to the subscale components of trust, respect, 

optimism, intentionality, and perceived effectiveness. Additionally, the researcher coded 

responses which pertained to the five areas that the invitational leadership model 

espouses to contribute to success or failure of an organization: places, policies, programs, 
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processes, and people.  These patterns in responses added depth and substance to the 

quantitative data collected by means of surveys conducted. Additional data analysis 

included the collection and analysis of district documents such as district AYP, statistical 

profile of each district, and student data such as drop out rates and graduation analysis, as 

well as the district’s report card available on the DESE website. These artifacts helped to 

supplement the researcher’s depth of understanding of each district’s organizational 

beliefs and priorities.   

 The data were analyzed in an endeavor to answer the following research 

questions: 

1. Is there a difference between the usages of invitational leadership 

qualities in effective schools versus less effective schools? 

2. Is there a significant difference between the invitational leadership 

qualities of male and female administrators? 

3. What invitational leadership characteristics do the leaders implement or 

exhibit that lead to organizational success? 

4. Which characteristics of invitational leadership do teachers and 

administrators view as the most influential in contributing to an overall 

effective school? 

The following research hypotheses have been evaluated to offer response to the 

stated research questions:  

Hypothesis 1. There is no statistically significant difference between the usages of 

invitational leadership qualities in effective schools versus less effective schools. 
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Hypothesis 2. There is no statistically significant difference between the 

invitational leadership qualities of male and female administrators.  

Presented in this chapter is an analysis of the data collected, description of the 

data collection instruments, analysis of the research questions and hypotheses, and a 

summary of the findings. 

Data Analysis 

Population 

 The population for this research study consisted of the principal and all certified 

staff of 14 schools which participated in this study. The population more specifically 

consisted of an n of 14 principals, and an n of 164 teachers currently employed by eight 

public school districts. All schools were geographically located in a Midwest state and 

were selected utilizing a purposeful sampling which consisted of a multi-tiered criteria 

process. Of the 14 principal surveys sent out to participating schools, all 14 surveys were 

returned, yielding a return rate of 100%. Of the 252 teacher surveys sent out to 

participating schools, 164 were returned, yielding a return rate of 65 %.  A sample of five 

percent of the participants who completed the Principal Perceptions of Leadership 

Practices survey and the Teacher Perceptions of Leadership Practices survey were 

interviewed using an eleven semi-structured, open-ended question protocol. 

Data Collection Instruments 

Survey Instrument 

Each leader who qualified for the study was surveyed utilizing a modified version 

of the Leadership Survey developed by Asbill (2000), and renamed Principal Perceptions 

of Leadership Practices for the purpose of this study (see Appendix E). Teachers serving 
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under the leaders were surveyed as well, utilizing the Leadership Survey with appropriate 

modification and renamed Teacher Perceptions of Leadership Practices (see Appendix 

F). These surveys were used to measure the four principles of invitational leadership 

characteristics: trust, respect, optimism, and intentionality, as well as the aspect of 

perceived leadership effectiveness. The surveys were also utilized to provide quantitative 

data to assist in answering the research questions posed in this study. 

 The teacher’s survey consisted of a 44-item scale which was designed to ascertain 

educators’ perceptions of their principal’s leadership characteristics. The principal’s 

survey also consisted of a 44-item scale created to assess the leader’s perceptions of their 

own personal leadership characteristics. Both surveys utilized the Likert-type scale as 

part of the instrument’s design, employing a scale of 1 to 5, 1 representing strongly 

disagree to 5 representing strongly agree. Items 38-41 utilized a 1 to 5 scale with 1 

representing not effective to 5 representing very effective. Using a Likert-type scale 

provides for a closed-ended response, while reducing the possibility for ambiguity 

(Dunn-Rankin, Knezek, Wallace, & Zhang, 2004; Fraenkel & Wallen, 2003). All but 

eight survey questions were written in a positive manner. The negative items were 

purposefully included to serve as a cross reference to assure that participants were 

responding in a legitimate and careful manner. Negative survey items were ranked in 

reverse order to assist in the statistical analysis process. Subsequently, a 1 response 

would be ranked as a positive 5, while a 5 would be ranked with a value of 1 on all 

negative stated questions. Item number 42 was a demographic question to ascertain 

gender. 
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Two open-ended questions, item numbers 43 and 44, were included on the survey 

in order to provide respondents the opportunity to express additional thoughts and ideas 

concerning data collected on the survey instrument. The written comments solicited from 

respondents were employed to attach deeper significance and meaning to the study. The 

written responses provided valuable information about principal and teacher perceptions 

of leadership practices. 

Kate Asbill developed a leadership survey which was “validated with input from a 

panel of experts” (Asbill & Gonzalez, 2000, p. 17). Asbill (2000) piloted the survey and 

presented the leadership survey to a panel of 12 judges with the intent of validation. 

Asbill utilized Cronbach’s Coefficient Alpha to ascertain the internal consistency of 

reliability for the Leadership Survey. “The reliability of the Leadership Survey was 

calculated and found to be .97 for all items” (Asbill & Gonzalez, 2000, p. 93). These 

measures signified a high level of reliability for the Leadership Survey which was used in 

modified form for this study. Modifications adapted for this research study were 

considered so minimal that there should be no sizable affect on the reliability or validity 

of the instrument. 

Interview Protocol 

The conceptual development of the interview protocols used to gather qualitative 

data in this study was based on the extensive review of available literature. The eleven 

question interview protocol (see Appendices G and H) for both administrators and 

teachers were based distinctly on the five subscales included in this study, as well as the 

five factors which contribute to success or failure of an organization. These five factors 
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are more commonly referred to as the five P’s of the invitational leadership theory 

comprised of: people, places, policies, programs, and processes.   

The interview protocol was piloted by four principals and six teachers who were 

currently employed in public school systems. The principals and teachers were asked to 

provide specific feedback concerning the clarity of the interview protocol. They were 

asked to make suggestions which might facilitate improvement of the interview process 

(Merriam, 1998). The use of the follow-up interview process added depth and dimension 

to the research study through triangulation and elaboration of data collected. The 

information elicited through the interview method provided an enhanced facet to the data 

collected that would not have been possible through the survey process alone (Fraenkel & 

Wallen, 2003; Hayes et al., 1992; Merriam, 1998; Newman & Benz, 1998; Seidman, 

1998). The interview process also served as a tool for respondents to clarify or expound 

on thoughts they had developed during the survey process. The follow-up interviews 

provided for additional insight for the researcher as well.  

Research Questions: Analysis of Data 

 Responses to the Principal Perceptions of Leadership Practices survey and the 

Teacher Perceptions of Leadership Practices survey collected from the certified staff 

members of the 14 schools included in the study were carefully entered into the SPSS 

statistical package, version 11.5. Data were analyzed using the independent samples t-test 

for uncorrelated means. Statistical significance was determined at the .05 level of 

confidence. The statistical procedures were employed to answer research questions one 

and two: 
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Research Question 1. Is there a difference between the usages of invitational 

leadership qualities in effective schools versus less effective schools? 

 An independent –samples t-test was calculated to assess the difference between 

the usages of invitational leadership qualities in effective schools versus less effective 

schools. The test was proven to be significant, t (175.344) = 4.99, p< .001, which rejected 

the research hypothesis that there is no statistically significant difference between the 

usages of invitational leadership qualities in effective schools versus less effective 

schools. Schools considered to be effective (M = 3.93, SD = .43990) on the average 

received consistently higher attributes of effective leadership qualities than those schools 

considered to be less effective (M = 3.65, SD = .30255). Additional comparison of the 

means reveals a significant difference in the leaders of effective schools’ application of 

invitational qualities as opposed to leadership qualities demonstrated by school leaders in 

those schools considered to be less effective (see Table 1). Represented in Table 1 is the 

overall average for the component of effectiveness. The researcher totaled and averaged 

the subscale answers from the survey in order to generate an average score for this 

overall component. 
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Table 1 

Usages of Invitational Leadership Qualities in Effective versus Less Effective Schools  

 
Variable 

 
N 

 
Mean 

 
Standard Deviation 

 
Standard Error Mean 

 
Effective Schools 

 
108 

 
3.9325 

 
.43990 

 
.04233 

 
Less Effective 

Schools 

 
70 

 
3.6542 

 
.30255 

 
.03616 

Note. While an even number of Effective and Less Effective Schools were included in this study, 

significantly fewer Less Effective Schools responded to the survey instrument. The average subscale 

numbers shown above reflect the scores received on Likert-type items that ranged from a 1 (strongly 

disagree) to a 5 (strongly agree). 

Further investigation into the differences that might exist between the usages of 

invitational leadership qualities in effective schools versus less effective schools included 

analysis of the five subscales derived from The Principal Perceptions of Leadership 

Practices Survey (PPLP) and the Teacher Perceptions of Leadership Practices Survey 

(TPLP). These subscales were used to measure the four assumptions of invitational 

leadership qualities and the aspect of perceived leadership effectiveness. Independent t-

tests were performed on each of the five subscales in order to ascertain any significance 

that might exist among the components of trust, respect, optimism, intentionality, and 

perceived leadership effectiveness. A 0.05 significance level was established for all 

statistical tests conducted. The results achieved were as follows: 

Trust. On the Principal Perceptions of Leadership Practices Survey (PPLP) and 

the Teacher Perceptions of Leadership Practices Survey (TPLP) the subscale of trust 

consisted of survey questions number 1, 2, 11, 13, 15, 26, 32, and 35. These questions 

were included on the survey to ascertain if the quality of trust was present in the leader’s 
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current leadership style. The researcher totaled and averaged the answers from the 

surveys in order to generate the subscale average scores, these scores were then compared 

in the t-test. An independent t-test was calculated on the subscale of trust which rendered 

a significance of, t (171.433) = 3.386, p = .001 (see Table 2). Schools considered to be 

effective (M = 4.36, SD = .579) on the average received consistently higher scores on the 

subscale of trust than those schools considered to be less effective (M = 4.10, SD = .440).  

Table 2 

Trust Subscale for Leaders of Effective versus Less Effective Schools  

 
Variable 

 
N 

 
Mean 

 
Standard Deviation 

 
Standard Error Mean 

 
Effective Schools 

 
108 

 

 
4.36 

 
.579 

 
.056 

 
Less Effective 

Schools 

 
70 

 
4.10 

 
.440 

 
.053 

Note. While an even number of Effective and Less Effective Schools were included in this study, 

significantly fewer Less Effective Schools responded to the survey instrument. The average subscale 

numbers shown above reflect the scores received on Likert-type items that ranged from a 1 (strongly 

disagree) to a 5 (strongly agree). 

Respect. On the PPLP and the TPLP the subscale of respect consisted of survey 

questions number 4, 5, 14, 18, 20, 21, 25, 27, 33, 36, and 37. These questions were 

incorporated in the survey in order to determine a leader’s level of respect. The 

researcher totaled and averaged the answers from the surveys in order to generate the 

subscale average scores, these scores were then compared in the t-test. An independent t-

test was calculated on the subscale of respect which rendered a significance of,                 

t (175.130) = 3.138, p = .002 (see Table 3). Schools considered to be effective (M = 4.04, 
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SD = .495) on the average received consistently higher scores on the subscale of respect 

than those schools considered to be less effective (M = 3.84, SD = .344). 

Table 3 

Respect Subscale for Leaders of Effective versus Less Effective Schools  

 
Variable 

 
N 

 
Mean 

 
Standard Deviation 

 
Standard Error Mean 

 
Effective Schools 

 
108 

 

 
4.04 

 
.495 

 
.048 

 
Less Effective 

Schools 

 
70 

 
3.84 

 
.344 

 
.041 

Note. While an even number of Effective and Less Effective Schools were included in this study, 

significantly fewer Less Effective Schools responded to the survey instrument. The average subscale 

numbers shown above reflect the scores received on Likert-type items that ranged from a 1 (strongly 

disagree) to a 5 (strongly agree). 

Optimism. On the PPLP and the TPLP the subscale of optimism was comprised of 

survey questions number 7, 8, 9, 16, 19, 22, 23, 24, and 28. These questions were 

included on the survey with the purpose of identifying a leader’s ability to demonstrate 

the leadership characteristic of optimism. The researcher totaled and averaged the 

answers from the surveys in order to generate the subscale average scores, these scores 

were then compared in the t-test. An independent t-test was calculated on the subscale of 

optimism which rendered a significance of, t (169.164) = 4.604, p < .001 (see Table 4). 

Schools considered to be effective (M = 4.37, SD = .535) on the average received 

consistently higher scores on the subscale of optimism than those schools considered to 

be less effective (M = 4.03, SD = .422). 
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Table 4 

Optimism Subscale for Leaders of Effective versus Less Effective Schools  

 
Variable 

 
N 

 
Mean 

 
Standard Deviation 

 
Standard Error Mean 

 
Effective Schools 

 
108 

 

 
4.37 

 
.535 

 
.051 

 
Less Effective 

Schools 

 
70 

 
4.03 

 
.422 

 
.050 

Note. While an even number of Effective and Less Effective Schools were included in this study, 

significantly fewer Less Effective Schools responded to the survey instrument. The average subscale 

numbers shown above reflect the scores received on Likert-type items that ranged from a 1 (strongly 

disagree) to a 5 (strongly agree). 

Intentionality. On the Principal Perceptions of Leadership Practices Survey 

(PPLP) and the Teacher Perceptions of Leadership Practices Survey (TPLP) the 

intentionality subscale consisted of survey questions number 3, 6, 10, 12, 17, 29, 30, 31, 

and 34. These questions were integrated into the survey to ascertain if the quality of 

intentionality was present in the leader’s current leadership style. The researcher totaled 

and averaged the answers from the surveys in order to generate the subscale average 

scores, these scores were then compared in the t-test. An independent t-test was 

calculated on the subscale of intentionality which rendered a significance of, t (173.586) 

= 3.008, p = .003 (see Table 5). Schools considered to be effective (M = 4.28, SD = .584) 

on the average received consistently higher scores on the subscale of intentionality than 

those schools considered to be less effective (M = 4.06, SD = .425).   
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Table 5 

Intentionality Subscale for Leaders of Effective versus Less Effective Schools  

 
Variable 

 
N 

 
Mean 

 
Standard Deviation 

 
Standard Error Mean 

 
Effective Schools 

 
108 

 

 
4.28 

 
.584 

 
.056 

 
Less Effective 

Schools 

 
70 

 
4.06 

 
.425 

 
.051 

Note. While an even number of Effective and Less Effective Schools were included in this study, 

significantly fewer Less Effective Schools responded to the survey instrument. The average subscale 

numbers shown above reflect the scores received on Likert-type items that ranged from a 1 (strongly 

disagree) to a 5 (strongly agree). 

Perceived Effectiveness. On the PPLP and the TPLP the effectiveness subscale 

included questions number 38, 39, 40, and 41. These questions were incorporated into the 

survey to establish respondent’s perceptions of their current leader’s overall effectiveness 

in their position of leadership. The researcher totaled and averaged the answers from the 

surveys in order to generate the subscale average scores, these scores were then compared 

in the t-test. An independent t-test was calculated on the subscale of perceived 

effectiveness which rendered a significance of, t (175.130) = 3.138, p = .002 (see Table 

6). Schools considered to be effective (M = 4.25, SD = .748) on the average received 

consistently higher scores on the subscale of perceived effectiveness than those schools 

considered to be less effective (M = 3.59, SD = .662).          
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Table 6 

Perceived Effectiveness Subscale for Leaders of Effective versus Less Effective Schools  

 
Variable 

 
N 

 
Mean 

 
Standard Deviation 

 
Standard Error Mean 

 
Effective Schools 

 
108 

 

 
4.25 

 
.748 

 
.072 

 
Less Effective 

Schools 

 
70 

 
3.59 

 
.662 

 
.079 

Note. While an even number of Effective and Less Effective Schools were included in this study, 

significantly fewer Less Effective Schools responded to the survey instrument. The average subscale 

numbers shown above reflect the scores received on Likert-type items that ranged from a 1 (strongly 

disagree) to a 5 (strongly agree). 

During the course of the interview process, the voices of study participants 

supported numerous quantitative findings. As the subscale of perceived effectiveness was 

analyzed, the research further noted that teachers in effective schools were much more 

likely to agree with their principal’s perception of his or her own leadership behaviors 

than were those from schools considered to be less effective. Most frequently, principals 

of less effective schools scored themselves very high in utilizing invitational leadership 

qualities of effective leadership, while their faculty scored them consistently lower on 

their usage of effective leadership behaviors. One survey respondent said of their 

principal, “It is January 7th and my principal has not visited my room once. I feel he does 

not stick to school policies when dealing with discipline issues. He is too soft.” While 

another interviewee articulated, “There is no real rhyme or reason as to the ‘how’ things 

get done around here. It is rather hit and miss I’m sorry to say.” 

 Conversely, one survey comment from an effective school setting stated, “Our 

current principal is a very capable leader. She has good communication and 



                                                                                                                                      

 101 

organizational skills. She leads with respect for the individual so that all feel they are 

valued and can be successful.” A particularly moving interview session rendered the 

following response, “My principal is highly effective. Good leadership is intentional. Just 

as a ship needs a captain, a school needs good leadership to move from good to great. A 

leader should be proactive, compassionate and willing to be a servant to others.”   

 When principals considered to be effective in their leadership endeavor were 

asked how they implemented the invitational leadership qualities of trust, respect, 

optimism, and intentionality one leader succinctly stated, “Each of these qualities are 

pivotal to the creation of a team that works. I try to consistently demonstrate each of 

these qualities to my staff members.” The leader further explained, “You never know 

what any given person is going to need on any given day, so you must be demonstrating 

these positive characteristics on an ongoing basis in order to build a strong foundation for 

success.” Similarly one principal noted, “I believe if I exhibit each of these characteristics 

on a consistent and daily basis, my staff will feel better about what they do and therefore 

they will be more productive, which has to be good for kids.”  

Research Question 2. Is there a significant difference between the invitational 

leadership qualities of male and female administrators? 

An independent –samples t-test was conducted to evaluate if there is a significant 

difference between the invitational leadership qualities of male and female leaders. The 

test was found to not be significant, t (175) = -.365, p = .716, which retained the research 

hypothesis that there is no statistically significant difference between the invitational 

leadership qualities of male and female administrators. The invitational leadership 

qualities of male administrators (M = 3.80, SD = .33922) on the average received similar 
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scores concerning the usage of invitational leadership qualities as did their female 

counterparts (M = 3.83, SD = .43237). Additional comparison of the means revealed no 

appreciable difference in the usage of invitational leadership qualities based on the 

gender of the administrator (see Table 7). An overall average for the component of 

gender is represented in Table 7. The researcher totaled and averaged the subscale 

answers from the survey in order to generate an average score for this overall component. 

Table 7 

Invitational Leadership Qualities Based on Gender of Principal  

 
Variable 

 
N 

 
Mean 

 
Standard Deviation 

 
Standard Error Mean 

 
Male Principals 

 
7 

 
3.8008 

 
.33922 

 
.05734 

 
Female Principals 

 
7 

 
3.8294 

 
.43237 

 
.03628 

Note. An even number of male and female principals were selected from Effective Schools and Less 

Effective Schools to be included in this study. The average subscale numbers shown above reflect the 

scores received on Likert-type items that ranged from a 1 (strongly disagree) to a 5 (strongly agree). 

 As shown in Table 7, the researcher sought to assure an equitable comparison of 

male and female administrators. This outcome was achieved through careful selection of 

schools within districts considered to be effective and those deemed to be less effective in 

order to achieve a purposeful and equitable balance between the gender categories. 

Further investigation into the subscale results for trust, respect, optimism, 

intentionality, and perceived effectiveness revealed little appreciable difference between 

the way male and female leaders utilize the invitational leadership qualities to assist in 

the creation of an effective organization (see Table 8). 
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Table 8 

Subscale Findings for Invitational Leadership Qualities Based on Gender Differences  

 
Subscale  

 
Variable 

 
N 

 
Mean 

 
Standard  

 
Deviation 

 
Standard 

 
 Error Mean 

 
Trust 

 
 t (171.433) = 3.386,  

 
p = .001 

 
Male 

 
Female 

 

 
7 
 

7 

 
4.24 

 
4.26 

 
.420 

 
.571 

 
.071 

 
.048 

 
Respect 

 
t (175.130) = 3.138,  

 
p = .002 

 
Male 

 
Female 

 

 
7 
 

7 

 
4.00 

 
3.96 

 
.359 

 
.471 

 
.061 

 
.040 

 
Optimism 

 
t (169.164) = 4.604,  

 
p < .001 

 
Male 

 
Female 

 

 
7 
 

7 

 
4.18 

 
4.25 

 
.419 

 
.543 

 
.071 

 
.046 

 
Intentionality 

 
t (173.586) = 3.008,  

 
p = .003 

 
Male 

 
Female 

 
7 
 

7 
 

 
4.18 

 
4.20 

 
.463 

 
.556 

 
.078 

 
.047 

 
Perceived Effectiveness 

 
t (175.130) = 3.138, 

 
 p = .002 

 
Male 

 
Female 

 

 
7 
 

7 

 
3.94 

 
4.00 

 
.645 

 
.817 

 
.109 

 
.069 

Note. An even number of male and female principals were selected from Effective Schools and Less 

Effective Schools to be included in this study. The average subscale numbers shown above reflect the 

scores received on Likert-type items that ranged from a 1 (strongly disagree) to a 5 (strongly agree). 

 Research questions three and four were completely qualitative in nature. Follow-

up interviews, as well as written comments on the two surveys used in this study, were 
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employed to achieve corroborating information that would add depth and dimension to 

the preceding quantitative results. 

Research Question 3. What invitational leadership characteristics do the leaders 

implement or exhibit that lead to organizational success? 

As the researcher sought to find patterns and themes among the transcripts of 

interviewees and written comments on the TPLP, a few distinct trends became notably 

clear. Teachers were very decisive that the invitational qualities of respect and trust were 

most important when considering the creation of organizational success. One teacher 

interviewee succinctly stated, “If a leader doesn’t have the trust of their staff, they will 

not be an effective leader.”  The quality of respect was considered even more important 

by teachers. Based on interview results and survey written comments, it appeared clear 

that teachers feel strongly effected by the presence or absence of the leadership 

characteristics of respect and trust as implemented by their leaders. One interviewee 

elaborated, “I don’t feel my principal respects me, so I feel ill at ease every time I am in 

her presence.” Conversely, one survey participant wrote, “My principal is always positive 

and treats each person with respect. Feeling respected for what I do means the world to 

me.”   

Principals were more evenly split among the qualities of optimism, respect, and 

trust. However, based on interview and survey written comments, principals 

demonstrated a stronger belief that the characteristic of trust was most important when 

creating an invitational atmosphere. One principal responded when interviewed, “I feel 

that trust is the most important aspect of leadership, for trust nurtures all the other 



                                                                                                                                      

 105 

assumptions that make up effective leadership.” This elemental statement appeared to be 

the general consensus among principals included in this study. 

Research Question 4. Which characteristics of invitational leadership do teachers 

and administrators view as the most influential in contributing to an overall effective 

school? 

Follow-up interviews and written comments on the TPLP and the PPLP strongly 

revealed that teachers and principals were in 100% agreement that the invitational 

leadership factor of people was the single most influential characteristic that contributes 

to the overall effectiveness of an organization. Without hesitation, interviewees 

responded to this question which sought to ascertain what factor they believed to be most 

influential in contributing to effective organizations, with the belief that people are the 

central aspect that must be attended to. Written comments on returned surveys also 

contributed to the overwhelming theme that the needs of people must be considered 

above all else. Principals and teachers agreed that the way people are treated comprise a 

significant component which contributes to the success or failure of an organization. One 

teacher commented, “I feel our principal is very effective because she puts people first, 

above all else. She takes the stance that if your people aren’t happy, nothing productive is 

going to happen.” Similarly, a principal remarked, “The most important thing in any 

organization is the people. Relationships are the cornerstone to everything that takes 

place in my organization.” When asked about the most important factor to address when 

building an effective organization, yet another principal answered simply, “people, 

people, people. That’s what it’s all about!” 
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This research question revealed an unanticipated theme within the written 

comments and interviewee responses. The theme that repetitively emerged was that of 

principals or leaders who showed favoritism for members of an organization. A 

surprising number of comments focused on the specific aspect of leaders that consistently 

show favoritism toward certain members of their organizations, while demonstrating 

disfavor to the remainder of the organization’s members. 

A few written comments received on the surveys included such examples as: 

“There are favored teachers within the district, their input is final over other’s opinions”, 

“My principal is quite young and show favoritism toward all the younger teachers. The 

older, more experienced teachers are left to feel inadequate, ignored, and old”, and “My 

principal shows so much favoritism that it has completely fragmented our faculty.” One 

interviewee shared, “I have pretty much given up trying to excel at my job. Since I’m not 

one of the ‘in teachers’, it really doesn’t matter what I do, my principal won’t pay any 

attention to what I achieve. The worst part is, because I’m not one of her ‘favorites’ my 

students ultimately suffer in the long run.”  

Findings 

The results of this study indicated that there is a significant difference between the 

usages of invitational leadership qualities in effective schools versus less effective 

schools. Furthermore, additional analysis revealed that no significant differences exist 

between the invitational leadership qualities of male and female administrators. A 

representative sample of 178 teachers and principals from a Midwest state completed the 

44 question Principal Perceptions of Leadership Practices Survey (PPLP) and the 

Teacher Perceptions of Leadership Practices Survey (TPLP). Imbedded within the 



                                                                                                                                      

 107 

survey were the five subscales of trust, respect, optimism, intentionality, and perceived 

effectiveness. 

Analysis of the survey data revealed significant implications for the usage of 

invitational leadership qualities by those leaders in effective schools, as opposed to those 

leadership characteristics employed by leaders of less effective schools, which rejected 

research hypothesis one. It is of further importance to note that while slight differences 

did exist between the invitational leadership qualities of male and female administrators, 

the differences were so minimal that they are not considered to be significant which 

retained research hypothesis two.  

Qualitative findings supported the results of quantitative measures, adding greater 

depth and meaning to the overall study. Follow-up interviews and written comments on 

surveys contributed to the analysis process. Interview results and survey written 

comments revealed that teachers identified the leadership characteristics of respect and 

trust as critical leadership qualities to implement when striving to establish an effective 

organization. A teacher interviewee stated, “Our principal shows us trust and respect by 

valuing our professional judgment. This has proven important to our entire staff.” 

Principals demonstrated a belief that the characteristic of trust was most important when 

creating an invitational atmosphere. One principal interviewee affirmed, “Being visible, 

talking with my staff, being able to laugh with them, knowing about their personal lives 

and talking about mine are all ways that I build trust among my staff members.” 

Additional qualitative data revealed that principals and teachers agreed 

unanimously about the factor that is most influential in contributing to an overall 

effective school. The invitational leadership factor of people was identified by all 
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respondents as the single most influential aspect that assists in the creation of a healthy 

and successful organization. Evidence of this people centered focus was acknowledged 

when one principal stated, “My biggest focus is to let my teachers know that I support 

and appreciate them 100%.” 

Statement of Research Hypotheses 

Hypothesis 1. There is no statistically significant difference between the usages of 

invitational leadership qualities in effective schools versus less effective schools.  

Based upon the analysis and the research data as presented in Table 1 this 

hypothesis is rejected at the .05 level of confidence. The usages of invitational leadership 

qualities in effective schools versus less effective schools were found to be statistically 

significant. 

Hypothesis 2: There is no statistically significant difference between the 

invitational leadership qualities of male and female administrators. 

Based upon the analysis and the research data as presented in Table 7, this 

hypothesis is retained. No significant differences between the invitational leadership 

qualities of male and female administrators were found. 

Summary 

 The purpose of this study was to investigate in what ways and to what degree, if 

any, an invitational leader impacts the overall success of the public school setting. The 

researcher also sought to examine the role that leadership characteristics play in the 

creation of organizations deemed to be effective. 

 Analyses of the data gathered from the Principal Perceptions of Leadership 

Practices Survey (PPLP), Teacher Perceptions of Leadership Practices Survey (TPLP), 
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and follow-up interviews of five percent of the survey respondents, provided findings for 

the research questions posed in this study. The researcher collected data in order to 

ascertain if a significant difference exists between the usages of invitational leadership 

qualities in effective schools versus less effective schools. The researcher further 

investigated to determine if there is a significant difference between the invitational 

leadership qualities of male and female administrators. 

 Additionally, the characteristics of trust and respect were identified by teachers to 

be highly influential for leaders to implement when creating a successful organization. 

Principals were divided among the characteristics of optimism, respect, and trust. 

Administrators, did however, feel more strongly that trust was a crucial component when 

implementing effective leadership behaviors. Teachers and principals were in complete 

agreement that the invitational leadership factor of people was the single most important 

issue to attend to when seeking to create a successful, healthy organization. 

 Qualitative data collected helped to support and buttress the findings revealed 

through quantitative means. Both forms of data contributed to the depth of findings and 

results garnered throughout this mixed-design research study.  Qualitative findings 

afforded a more extensive view of the perceptions of teachers and principals’ concerning 

what constitutes effective leadership. 

 In the final chapter of this research study, the researcher will more extensively 

underscore the findings which resulted from this study. Conclusions based on the data 

analyses are also discussed in Chapter Five, as well as implications for practice and 

recommendations for future study. 
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CHAPTER FIVE 

SUMMARY, CONCLUSIONS, AND RECOMMENDATIONS 

Introduction 

 The characteristics that prove critical for effective leadership were examined in 

this study. The researcher more specifically investigated the possible impact that 

invitational leadership might have on the creation of an effective organization. Presented 

in this chapter is the purpose of the study, as well as the design and procedures utilized in 

the research investigation. A detailed review of the findings is included, as well as the 

conclusions, limitations, implications for practice, and recommendations for further 

research. 

Purpose of the Study 

The purpose of this study was to investigate in what ways and to what degree, if 

any, an invitational leader impacts the overall effectiveness of the public school setting. 

This study focused on leadership qualities and characteristics which lead to successful 

and consistent achievement. Underscored throughout the study are changing 

accountability standards, the need for effective leadership, the nurturing of organizational 

health, the leader serving as a change agent, and the development of a positive school 

culture. Moreover, the researcher sought to identify any significant differences between 

the leadership behaviors of female and male leaders. 

While there have been many studies conducted on leadership effectiveness, as 

well as studies on effective schools, the role invitational leadership might play in the 

assistance in creating effective organizations, as well as enhancing upon overall 

leadership effectiveness, has not been fully examined (Asbill & Gonzalez, 2000; Egley, 
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2003). While the invitational leadership model contains certain parallels to participative, 

transformational, and servant leadership, the invitational model transcends these common 

parallels in several elements of design. The results of this study should contribute to the 

current body of research and literature on invitational leadership.  

Recent research has indicated that current leadership models may well fall short in 

preparing contemporary leaders for the challenges of today’s educational institutes 

(Bolman & Deal, 2002; Day, et al., 2001; Kouzes & Posner, 2003; Rosener, 1990). 

Consequently, a need exists for a new model of leadership that provides the guidance and 

direction that will serve the educational leaders of the twenty-first century (Billups, 1999; 

Burke, 2002; Council of Chief State School Officers, 1996; Stecher & Kirby, 2004; 

Tungate & Orie, 1998). 

The invitational leadership model uniquely answers the appeal for increased 

leadership standards (Day, et al., 2001; Kelly, et al., 1998; Purkey, 1992; Purkey & 

Novak, 1996; Purkey & Siegel, 2003; Stillion & Siegel, 2005). Invitational leaders 

impact the organizational system in many positive ways (Day, Harris & Hadfield, 2001; 

Kelly et al., 1998; Purkey, 1992; Purkey & Novak, 1996; Purkey & Siegel, 2003; Stillion 

& Siegel, 2005). As Ogawa and Bossert (1995) confirmed, “leadership must affect more 

than individual actions; it must influence the system in which actions occur” (p. 233). A 

need exists for a leadership model that systematically and holistically addresses the 

internal and external essentials of an organization. Invitational leaders concentrate on the 

creation of organizations that are people-centered and success oriented, while dealing 

with all necessary aspects of the organization (Purkey, 1992; Purkey & Novak, 1996; 

Purkey & Siegel, 2003; Stillion & Siegel, 2005). 
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The research questions guiding this study were as follows: 

1. Is there a difference between the usages of invitational leadership 

qualities in effective schools versus less effective schools? 

2. Is there a significant difference between the invitational leadership 

qualities of male and female administrators? 

3. What invitational leadership characteristics do the leaders implement or 

exhibit that lead to organizational success? 

4. Which characteristics of invitational leadership do teachers and 

administrators view as the most influential in contributing to an overall 

effective school? 

The following research hypotheses were evaluated in an effort to answer the 

research questions: 

Hypothesis 1. There is no statistically significant difference between the usages of 

invitational leadership qualities in effective schools versus less effective schools. 

Hypothesis 2. There is no statistically significant difference between the 

invitational leadership qualities of male and female administrators.  

These research questions and accompanying hypotheses were engendered as a 

result of an extensive literature review concerning the need for effective leadership in the 

wake of increased accountability standards. Although there are numerous leadership 

theories to use as models for leadership behaviors (Hallinger & Heck, 1999; Kezar, 2000; 

Leithwood,  Jantzi, & Steinbach, 2000; Sergiovanni, 2000; Spears & Lawrence, 2004; 

Yukl, 2006), many researchers believe that a new leadership model is warranted to meet 
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the needs of the demands of the twenty-first century (Billups, 1999; Burke, 2002; Council 

of Chief State School Officers, 1996; Stecher & Kirby, 2004; Tungate & Orie, 1998). 

Various researchers (Day, Harris & Hadfield, 2001; Kelly et al., 1998; Purkey, 

1992; Purkey & Novak, 1996; Purkey & Siegel, 2003; Stillion & Siegel, 2005) support 

invitational leadership (also referred to invitational theory of practice - ITOP) as a viable 

model to serve the needs of today’s educational institutes. As Stanley, Juhnke, and 

Purkey (2004) affirmed, "ITOP presents a way of creating and maintaining schools that 

are both safe and conducive to academic success" (p. 1). 

Design and Procedures 

Data for this mixed-design study were attained through the administration of two 

survey instruments. The Principal Perceptions of Leadership Practices Survey (PPLP) 

(see Appendix E) and the Teacher Perceptions of Leadership Practices Survey (TPLP) 

(see Appendix F) modified from Asbill’s (2000) Leadership Survey, was administered to 

178 certified faculty members from fourteen public schools participating in the study.  

The Principal Perceptions of Leadership Practices Survey and the Teacher 

Perceptions of Leadership Practices Survey evaluated the four assumptions of 

invitational leadership: trust, respect, optimism, and intentionality, as well as perceived 

effectiveness. The Principal Perceptions of Leadership Practices Survey and the Teacher 

Perceptions of Leadership Practices Survey contained 41 statements using a five-point 

Likert-scale to report the participant’s perceptions of their current leader. One survey 

item provided for the demographic of gender, while the final two items provided for the 

opportunity for written comments.      
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Qualitative data were collected through follow-up interviews of five percent of 

the respondents who completed the Principal Perceptions of Leadership Practices 

Survey and the Teacher Perceptions of Leadership Practices Survey. The interviews 

consisted of a semi-structured interview protocol interrelated to the potential 

characteristics that comprise effective leadership, especially that of invitational leadership 

components.  

The quantitative data were analyzed using the SPSS 11.5 statistical package to 

examine the potential differences between leadership behaviors of leaders of effective 

versus less effective schools, as well as possible differences in leadership qualities 

between male and female leaders. Independent samples t-tests for uncorrelated means 

were conducted to determine the differences that might exist between the practice of 

invitational leadership qualities in effective schools versus less effective schools, and to 

examine differences between the invitational leadership qualities of male and female 

administrators. Independent t-tests were also performed on each of the five subscales in 

order to ascertain any significance that might exist among the components of trust, 

respect, optimism, intentionality, and perceived effectiveness. A significance level of      

p < .05 was established for all tests conducted. 

Discussion of the Findings 

The results of this research study of effective leadership characteristics in relation 

to the current literature available on this topic are examined in the following section. The 

predominant themes from the review of related literature encompassed research on 

effective leadership characteristics (Bolman & Deal, 1997; Katzenbach & Smith, 2003; 

Yukl, 2006), and invitational leadership (Asbill, 2000; Purkey, 1995; Purkey & Siegel, 
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2003). Bolman and Deal (1997) considered effective leadership characteristics as they 

related to utilizing various lenses by which to analyze the effectiveness of an 

organization. Katzenbach and Smith (2003) viewed effective leadership through the 

tenets of the six characteristics which build highly effective teams, while Yukl (2006) 

analyzed effective leadership through decades of multiple research findings. Kelly et al. 

(1998) and Day et al. (2001) discussed effective leadership characteristics as they related 

to the invitational leadership model. Purkey (1995) first addressed his concept of 

invitational education as it related to the overall educational process. Subsequently, 

Purkey and Siegel (2003) developed the invitational leadership model to address the 

specific skills necessary for leaders to create a successful and effective organization. The 

researcher gleaned information from available research and applied the information in a 

new way. To the researcher’s knowledge, this study represents a unique perspective that 

combines the analysis of both effective leadership characteristics and the tenets of 

invitational leadership as it applies to the creation of an effective and successful 

organization. A summary of existing research, including the current findings is displayed 

in Table 9.  
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Table 9 

Summary of Related Research 

Researcher Effective 

Leadership 

Characteristics 

 Invitational 

Leadership (I. L.) 

Theory 

Effective Leadership 

and I. L. applied to 

Effective Organizations 

Purkey (1995)  ▲  

Bolman & Deal 

(1997) 

 

▲ 

  

Kelly et al. (1998) ▲ ▲  

Asbill (2000) ▲ ▲  

Day et al. (2001) ▲ ▲  

Katzenbach et.al. 

(2003) 

 

▲ 

  

Purkey & Siegel 

(2003) 

  

▲ 

 

Yukl (2006) ▲   

G. Burns (2007) ▲ ▲ ▲ 

 

Interesting and relevant findings have been established, as well as educationally 

meaningful implications have been identified throughout the course of this study. It is the 

researcher’s belief that this study showed that a generalization can be made that the use 

of invitational leadership tenets and the creation of an effective organization are highly 

correlated. 
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Finding 1 

In consideration of the first research question, this study showed that a significant 

difference does in fact exist between the usages of invitational leadership qualities in 

effective schools versus less effective schools. When quantitatively analyzed, a 

comparison of the means revealed a significant difference in the leaders of effective 

schools’ application of invitational qualities as opposed to leadership qualities 

demonstrated by school leaders in those schools considered to be less effective (see Table 

1 in chapter four). 

The results of the analysis were so significant that one can confidently conclude 

that leaders in schools that have been identified by stringent state measures to be effective 

(MSIP), are recurrently practicing leadership behaviors that produce positive results. As 

surveys were entered into the SPSS statistical package, the researcher visually noted the 

consistency by which the teachers scored leaders in effective schools. While a few trends 

or patterns were noted, the majority of the surveys were answered in a very consistent, 

across the board manner by the majority of all teachers. 

As teachers and principals answered interview questions openly and honestly, it 

became increasingly apparent that teachers and principals who worked in effective 

schools were strongly cognizant of the effective leadership skills which led to the 

organization’s overall success. One teacher interviewee commented, “My principal 

possesses the exact skills to make this school run smoothly. While we hit a few rough 

spots, I feel certain at all times that we will pull together as a staff to emerge successful 

due to the direct leadership of our principal.” A particularly moving interview session 

with a teacher from an effective school rendered the following response, “My principal is 
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highly effective. Good leadership is intentional. Just as a ship needs a captain, a school 

needs good leadership to move from good to great. A leader should be proactive, 

compassionate and willing to be a servant to others.” The consistent use of invitational 

leadership tenets were found to assist in the creation of a successful and healthy 

organization.  

Finding 2 

The research question pertaining to gender showed that within the context of this 

study, there were no significant differences between invitational leadership qualities 

demonstrated by male or female leaders (see Table 7 in chapter four). While slight 

differences may be noted on the various subscales of trust, respect, optimism, 

intentionality, and perceived effectiveness, the differences were so negligible, it can not 

be considered statistically important. This study established what the researcher believed 

at the onset of the research project, that quite simply, effective leadership behaviors will 

prove effective, regardless of the gender of the leader. Positive annotations from written 

comments and interviewees praised the efforts of effective leaders, regardless of gender. 

Leadership characteristics considered to be effective and helpful in the creation of 

successful organizations were not based on the gender of the leader, but rather based on 

the leader’s effective behaviors exhibited. 

While numerous researchers discuss at length the differences that exist between 

the leadership styles of men and women, the results from this study did not support that 

belief. The findings from this study can be generalized to the supposition that effective 

leadership qualities should simply be considered effective, regardless of the gender of the 

leader. It is not difficult to envision that male and female leaders might well ascribe to 
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such positive leadership attributes as establishing trust among their organization’s 

members, convey respect for their employees, express encouragement, or compliment a 

job well done. Indeed, positive and effective leadership behaviors remain positive and 

effective, regardless of the individual demonstrating them.  

Subsequently, it seems reasonable to infer that effective leadership takes on many      

facets, as Rosener (1990) suggested “effective leaders don’t come from one mold” (p. 

121). When seeking to create a healthy and successful organization, the most critical 

aspect to consider is that of the implementation of effective leadership skills. As Stelter 

(2002) affirmed "The successful organization of the future will not only understand 

leadership in terms of gender but also its contribution to workforce and organizational 

effectiveness" (p. 1). 

  Finding 3 

When considering the outcome of the third research question of this study, the 

researcher sought to discern which invitational leadership characteristics leaders 

implement or exhibit that lead to organizational success. Interestingly, teachers and 

principals expressed strong opinions concerning the four assumptions (trust, respect, 

optimism, and intentionality) of invitational leadership. Each characteristic of effective 

leadership were viewed as important contributing factors when seeking to create a 

successful organization.  

Additional investigation into the five subscales derived from The Principal 

Perceptions of Leadership Practices Survey (PPLP) and the Teacher Perceptions of 

Leadership Practices Survey (TPLP) were used to measure the four assumptions of 
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invitational leadership qualities and the aspect of perceived leadership effectiveness. The 

following specific results were found: 

Trust. The subscale of trust is “critical to Invitational Leadership because it 

recognizes the interdependence of human beings” (Purkey & Siegel, 2003, p. 12). Purkey 

and Siegel (2003) concluded that “the leader who has established trust throughout his or 

her organization has come a long way toward ensuring the ultimate success of that 

organization” (p. 13). Similarly, individuals interviewed for this study strongly agreed 

that trust was a critical component of what comprised effective leadership. One principal 

responded when interviewed, “I feel that trust is the most important aspect of leadership, 

for trust nurtures all the other assumptions that make up effective leadership.” Yet 

another principal interviewee acknowledged, “To my staff, knowing that I trust what they 

do each day is a big deal to them. In turn, I have had several teachers tell me that they 

trust me and know that I will support them no matter what. These types of things build 

mutual trust.”  One teacher interviewee succinctly stated, “If a leader doesn’t have the 

trust of their staff, they will not be an effective leader.”  This fundamental statement 

appeared to be the general consensus among teachers and principals.  

Respect. The subscale of trust is yet another important feature of the invitational 

leadership model. The value of respect within the leadership arena is critical and most 

basic to organizational effectiveness. Respect denotes the simple belief that people 

possess worth and value and should be treated as such. Stillion and Siegel (2005) 

espoused that, “The recognition of the fact that all people are valuable and must be 

respected leads to an inviting, inclusive workplace where diversity is the norm and every 

individual can flourish” (p. 6). Respect was a frequent topic of written responses on both 
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the PPLP and the TPLP, with respondents identifying the importance they attribute to 

respect as a critical component to overall leadership effectiveness. Interviewees 

responded particularly strongly on the concept of respect and the important role it played 

in their feelings toward their current leader. One interviewee elaborated, “I don’t feel my 

principal respects me, so I feel ill at ease every time I am in her presence.”  Conversely, 

one survey participant wrote, “My principal is always positive and treats each person 

with respect. Feeling respected for what I do means the world to me.” One interviewee 

poignantly affirmed, “I feel respect is very important. If a teacher and/or student are 

respected, they can optimally perform up to their potential and understand the intentions 

set forth by administrative policies. If respect is evident, the work place will be more 

positive and a trust will then be established.” Repeatedly, the aspect of respect occurred 

as an essential characteristic that teachers, in particular, desired to have their principals 

show them on a regular basis. Numerous written comments and interviewees voiced the 

opinion that when a principal displays respect for his or her staff, a positive atmosphere 

begins to be created, an atmosphere that promotes excellence and satisfaction within the 

organization. It is therefore, inherently obvious that the invitational leadership 

assumption of respect is pivotal to successful acquisition of effective leadership.  

Optimism. The characteristic of optimism is yet another essential component of 

invitational leadership. John Gardner (1990) suggested that a primary purpose of a leader 

is to maintain hope and optimism. Purkey and Siegel (2003) ascribed the optimistic 

leader as an individual who is able to reframe problematic situations as opportunities and 

consider the impossible to be simply difficult. Numerous participants in the survey 

process responded positively to their leader’s ability to be encouraging and enthusiastic. 
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One respondent wrote, “My principal is very enthusiastic and positive, and that 

contagious spirit spreads.” A principal from an effective school acknowledged, “I believe 

attitude is contagious. I try to remain positive at all times and communicate future visions 

for our school in positive terms. I confront behaviors that are negative and try to help the 

staff member turn those behaviors to positive ones.” Yet another principal acknowledged, 

“You can’t be afraid to deal with negative behaviors in your building. Working to turn 

the negatives to positives helps to create a sense of optimism for the future. I always try 

to live by the following: ‘Praise in public, constructively criticize in private’.” One 

teacher interviewee said of her principal, “His ability to take things in stride and remain 

positive spills over to his staff; this creates a sense of optimism in our building. It is quite 

simply a fun place to work.” Undeniably, the invitational leadership characteristic of 

optimism serves to contribute a tremendous increase in organizational members’ desire to 

work to assure excellence and success in all they do. 

Intentionality. Hockaday, Purkey, and Davis (2001) defined intentionality as, “the 

ability of individuals to link their inner consciousness and perceptions with their purposes 

and actions” (p. 1). More simply stated, intentionality entails “having an end in sight”. 

Stillion and Siegel (2005) believed that “purpose and meaning are inherent parts of 

intentionality” (p. 7). The ability to act in a planned, purposeful, and focused manner is a 

significant component of invitational leadership. Throughout the interview process 

interviewees appeared to be less certain of this component of their leader’s behaviors. 

After probing further, the researcher was able to discover that the leaders of effective 

schools appeared to be more distinct in their ability to share a purposeful vision and 

mission with faculty than were those leaders of less effective schools. Similarly, leaders 
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of effective schools were much more likely to believe strongly in the component of 

intentionality than were the leaders of less effective schools. One principal from a school 

considered to be effective firmly stated, “Everything you do must be with clear intent. ‘If 

you don’t know where you’re going you’re never going to get there’. As a leader it is 

critical that everything we do is with purpose.” One teacher interviewee said of her 

principal, “She strives to be clear with her intentions at all times. Occasionally her 

intentions don’t always mesh with the will of the majority, but she follows through with 

the path she sets. I believe this has helped bring us to a better place as a school.” When 

asked about the characteristic of intentionality, one teacher from a less effective school 

had this to say about the leader she works under, “I guess he tries to have a plan and work 

that plan, though often he seems very disorganized and making things up as he goes. It 

seems there is little purpose to what or why things are done.” One interviewee stated 

simply, “Good leadership is intentional.” As with previous mentioned invitational 

leadership assumptions of effective leadership characteristics, the characteristic of 

intentionality is central for leaders to adhere to if they desire to bring about effective and 

long-lasting change and excellence to an organization. 

Perceived Effectiveness. While it is considered that a variety of characteristics 

encompass effective leadership, Bolman and Deal (2002) affirmed that “some qualities 

are consistent across effective leaders” (p. 1). Yukl (2006) affirmed that “most 

researchers evaluate leadership effectiveness in terms of the consequences of the leader’s 

actions for followers and other organization stakeholders” (p. 9). Since the main intent of 

this study was to examine the role that leadership characteristics play in the creation of 

organizations deemed to be effective, it was imperative to establish the perceptions of 
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current educators concerning the overall effectiveness of their organization’s leader. 

Interestingly, when completing the PPLP or the TPLP surveys, respondents from schools 

considered to be effective by MSIP standards were much more likely to respond with an 

agree or strongly agree on the four questions concerning effectiveness than were 

respondents from schools considered to be less effective based on MSIP standards. 

Teachers are quite certain whether their leader is effective or ineffective. Interviewees 

and written statements garnered from the surveys clearly revealed teacher’s opinions on 

effective leadership. It is a quality that is at once felt, though perhaps difficult to exactly 

pinpoint. As one interviewee surmised, “I don’t need DESE telling me whether or not my 

school is effective or not, or whether my leader is effective or not. The feeling of 

effectiveness, or lack thereof, is in the air each and everyday I walk into my building. An 

effective leader is a force to behold, while an ineffective leader is one to avoid.” Written 

statements acquired from surveys from less effective schools included such comments as: 

“My principal is ineffective at solving problems amongst staff members”, “Our principal 

doesn’t want to ‘rock the boat’, even if it’s the right decision that makes someone 

unhappy”, and “My principal demonstrates a general sense of disrespect for his faculty.”  

Perhaps more succinctly one teacher wrote, “Something is lacking to ultimately achieve 

change, positive change in our school.” 

 Conversely, written comments from teachers working in schools deemed to be 

effective articulated, “My principal is organized and decisive. She cares for both students 

and staff”, and “Our current principal is a very capable leader. She has good 

communication and organizational skills. She leads with respect for the individual so that 

all feel they are valued and can be successful.” Ultimately, effective leadership skills, 
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practiced on a consistent basis, lead to effective and generally more excellent outcomes 

than haphazardly ordering the leadership skills that one ascribes to. Since a hopeful 

outcome of effective leadership is to help transform the perceptions of those around us in 

positive ways, one teacher’s comment perhaps most aptly summed up the goal of 

effectiveness when she wrote, “My principal is encouraging and enthusiastic – she makes 

me look forward to coming to school despite student challenges.”   

Finding 4 

The final question that helped to guide this study revealed numerous interesting 

findings. The researcher sought to determine which characteristics of invitational 

leadership teachers and administrators viewed as the most influential in contributing to an 

overall effective school or organization. When asked what aspect they considered most 

influential in contributing to an overall effective school, teachers and principals 

overwhelmingly agreed that “people” within an organization was the most influential 

factor to consider when seeking the establishment of any successful organization. While 

the other factors of places, policies, programs, and processes were addressed, it was 

fascinating to observe that each respondent offered the same answer to this question; 

people are the most influential element in an organization. It is important to note that 

regardless of the background of the teachers and principals, effective or less effective 

schools, each firmly believed in the factor of people. 

One teacher responded, “All people of an organization have to be what is most 

important. Sadly, not all leaders are well versed in this critically important skill. When 

you work under a leader that lacks in people skills, all you can think about is how you 

can get out this negative situation.”  Similarly, one principal commented, “I believe the 
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number one reason why people lose their job is because of their lack of people skills, 

whether they are the teacher, principal, or superintendent you must treat people in a 

positive manner.” 

Virtually all interviewees shared poignant stories of leaders who had placed a 

high priority on people within an organization, or sadly, those leaders who mistreated the 

people of an organization. This question then led the researcher to an unexpected theme 

within the written comments and interviewee responses. The theme that repeatedly 

emerged was that of principals or leaders who showed favoritism for members of an 

organization. Interestingly, this problem appeared more prevalent among leaders of less 

effective schools, nevertheless a few leaders from effective schools were reported as 

demonstrating this less than desirable leadership trait as well. One interviewee 

commented, “Some teachers are allowed to not follow the rules and others are held 

accountable to the letter of the law. Some teachers are the principal’s ‘buddies’.” A few 

written comments received on the surveys included such examples as: “There are favored 

teachers within the district, their input is final over other’s opinions”, “My principal, with 

several of her friends, make decisions which best suits themselves and their beliefs”, and 

“My principal sometimes comes across as having ‘favorites’ and others don’t get a 

chance to shine.” One interviewee shared, “I have pretty much given up trying to excel at 

my job. Since I’m not one of the ‘in teachers’, it really doesn’t matter what I do, my 

principal won’t pay any attention to what I achieve. The worst part is, because I’m not 

one of her ‘favorites’ my students ultimately suffer in the long run.”  

As the researcher collated survey information, it was observed that specific 

patterns of responses prevailed for certain principals. It became clear for a few principals, 
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which teachers were among the leader’s “favorites” and which teachers were not favored. 

Ultimately, as we consider the influential issue of people, it is of great importance that 

leaders remain cognizant of how they treat each and every member of their organization. 

This is a matter of respect and consideration that, as discussed previously, is paramount 

to effective leadership.       

Conclusions 

Research Question 1. Is there a difference between the usages of invitational 

leadership qualities in effective schools versus less effective schools? 

The results of this study indicated the characteristic behaviors typically ascribed 

to by leaders of schools deemed to be effective differ consistently from those leaders of 

schools deemed to be less effective. In order to achieve these results, 178 certified 

personnel from 14 schools currently working in public school districts in a Midwest state 

were surveyed using the Principal Perceptions of Leadership Practices Survey and the 

Teacher Perceptions of Leadership Practices Survey. Follow-up interviews were 

conducted on five percent of the respondents to the two survey instruments. 

The data first confirmed that there were significant differences between the 

usages of invitational leadership qualities in effective schools versus less effective 

schools. The significance levels were, in fact, so compelling that it is reasonable to 

suggest that the principals leading in those schools found through the MSIP process to be 

more effective, ascribe to invitational leadership behaviors on a regular basis. It was 

further established through written comments and follow-up interviews that teacher’s 

perceptions of these leaders were consistently more positive and affirming than the 

perceptions of leaders in schools determined to be less effective. Perhaps one teacher 
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interviewee put it best when she concluded, “I’ve worked for effective principals and I’ve 

worked for ineffective principals. Without a doubt, everything that the effective principal 

does is more people oriented and positive in nature. The ineffective principals seem to 

always just be putting in their time.” 

Further investigation into five subscales derived from The Principal Perceptions 

of Leadership Practices Survey (PPLP) and the Teacher Perceptions of Leadership 

Practices Survey (TPLP) were used to measure the four assumptions of invitational 

leadership qualities and the aspect of perceived effectiveness of leadership. Significance 

levels on each of the five subscales of trust, respect, optimism, intentionality, and 

perceived effectiveness were noteworthy. Consistently, leaders of effective schools were 

scored high on these important leadership behaviors, whereas leaders of schools 

determined to be less effective received scores that were customarily lower. Additionally, 

the teacher’s perceptions of leaders in less effective schools were consistently sporadic 

and less decisive of those from effective school organizations. Follow-up interviews and 

additional survey comments were also more consistently positive concerning the 

leadership qualities in effective schools; conversely negative comments were more 

predominant from follow-up interviews and additional survey comments from less 

effective schools.                         

Research Question 2. Is there a significant difference between the invitational 

leadership qualities of male and female administrators? 

The data from the study were further used to determine if there were significant 

differences between the invitational leadership qualities of male and female 

administrators. It can be concluded from the data that no significant differences existed 
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between the invitational leadership qualities of male and female administrators. Closer 

investigation of subscale results for trust, respect, optimism, intentionality, and perceived 

effectiveness revealed no substantial difference between the way male and female leaders 

utilize the invitational leadership qualities to assist in the creation of an effective 

organization. 

Leadership characteristics considered to be effective and helpful in the creation of 

successful organizations were not based on the gender of the leader, but rather based on 

the leader behaviors exhibited. These findings conclude that effective leadership should 

be considered effective, regardless of gender. It appears reasonable to assume, as Rosener 

(1990) affirmed, “effective leaders don’t come from one mold” (p. 121). Male and female 

leaders who ascribe to positive invitational leadership characteristics on a consistent basis 

should be equally successful in their attempt to implement effective leadership qualities 

which results in a healthy and successful organization.  

Research Question 3. What invitational leadership characteristics do the leaders 

implement or exhibit that lead to organizational success? 

Follow-up interviews with survey respondents substantiated the quantitative 

findings of this study. The interviewees were anxious to share their ideas about what they 

believed effective leadership should consist of. They were equally eloquent about the 

characteristics that leaders should not emulate when attempting to build a highly effective 

team, resulting in the creation of a positive and healthy organization. 

Teachers were particularly articulate about the leadership characteristics that they 

believed most critical when implementing steps to create a genuinely successful and 

effective learning environment in these days of high accountability standards and external 
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scrutiny of the educational process. Teachers felt strongly about the invitational qualities 

of respect and trust as vital leadership behaviors to practice when considering the creation 

of organizational success. The quality of respect was considered even more imperative 

when teachers reflected on what principals do, or fail to do, when attempting to build a 

highly effective team. Based on interview results and survey written comments, it 

appeared obvious that teachers feel strongly effected by the presence or absence of the 

leadership characteristics of respect and trust as implemented by their leaders. 

Interestingly, authors such as Lencioni (2002), and Katzenbach and Smith (2003) 

identified respect and trust as primary components of a healthy and successful 

organization. One survey comment simply stated, “My principal demonstrates trust and 

respect for me, other staff members, and the students as well. That’s all I really need in 

order to do my job.” 

When sharing their beliefs about important leadership characteristics which lead 

to the establishment of effective organizations, principals were more equally split among 

the qualities of optimism, respect, and trust. However, based on interview and survey 

written comments, principals confirmed a more prevalent belief that the characteristic of 

trust was most important when creating an invitational atmosphere. A principal 

interviewee firmly stated, “Trust is the bottom line. It is the beginning and the end of all 

things that will make a learning environment work.” Review of current literature strongly 

supports the principals’ commitment to trust as a significant component of effective 

leadership. Lencioni (2002), Katzenbach and Smith (2003), Nonaka and Takeuchi (1995), 

Preskill and Torres (1999), and Yukl (2006) recognized the importance of the ethical act 

of building trust as a vital means by which to build a healthy organization. 
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Research Question 4. Which characteristics of invitational leadership do teachers 

and administrators view as the most influential in contributing to an overall effective 

school? 

When asked what aspect they considered most influential in contributing to an 

overall effective school, teachers and principals overwhelmingly agreed that “people” 

within an organization was the most influential factor to consider when seeking the 

establishment of any successful organization. It was interesting to observe that not one 

individual offered any other answer to this question. It is, therefore, easy to surmise that 

members of an organization be they leaders or followers; agree that people should be 

placed as a top priority within any organization. As one teacher concluded, “All people of 

an organization have to be what is most important. Sadly, not all leaders are well versed 

in this critically important skill.”  Purkey and Siegel (2003) firmly believed that the most 

important element for leaders developing a successful school is the people that comprise 

the school and its many facets.  

An unexpected theme was identified through written comments and interviews. 

The aspect of leaders who show favoritism for members of an organization was a 

repeated pattern throughout written comments and interviews. Interestingly, this problem 

appeared more prevalent among leaders of less effective schools, nevertheless a few 

leaders from effective schools were reported as demonstrating this less than desirable 

leadership trait as well. One teacher’s comments revealed, “My principal comes across as 

having ‘favorites’ and others don’t get a chance to shine.” Yet another teacher shared, “I 

have pretty much given up trying to excel at my job. Since I’m not one of the ‘in 
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teachers’, it really doesn’t matter what I do, my principal won’t pay any attention to what 

I achieve.” 

Inherently, favoritism is a means by which to exclude certain individuals. Since 

the issue of people is so critical to the creation of an effective organization, steps should 

be taken to assure that people within an organization are recognized for their 

contributions and treated in a fair and equitable manner.  

Limitations and Design Control 

There were numerous limitations to this research study; however the researcher took 

every precaution to diminish the effects of these limitations on the study. The researcher 

obtained input and assistance from experienced researchers throughout the course of this 

study. The researcher recognized the following limitations:    

1. This study was limited by geographic parameters utilized in one Midwest state. 

2. This study was limited by use of one academic school year from which to derive 

results. 

3. This study was further limited by the degree of validity and reliability of the 

survey instrument utilized by the researcher. 

4. It was assumed that participants were open and honest in their responses and 

interpreted the survey instrument and interview protocol in the way in which they 

were intended. 

5. It was assumed that participants responded to the survey/interview based on 

personal experiences. 

6. This study was limited by the extent of experience the researcher possessed in 

survey and interview skills. 
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7. Researcher bias is assumed to be a limitation of the study as well. An attempt to 

control research bias was addressed through the use of the triangulation of the on-

going review of data and by additional review of an educational researcher. 

While steps were taken to minimize the effects of the limitations, it must be 

assumed that limitations have a certain effect on the overall concluding results. The 

design of this study was carefully based on a method of descriptive research. Descriptive 

research is particularly effective when analyzing complex educational issues which 

involve abilities and behaviors. The use of surveys is frequently employed when 

conducting descriptive research due to accessibility to analyze the thoughts and 

viewpoints of various individuals. Seels, Fullerton, Berry, and Horn (2004) concluded        

"The common denominator among such studies is the use of survey techniques for the 

purpose of reporting characteristics of populations or samples" (p. 257). The researcher 

specifically sought self reporting input from superintendents and principals, as well as 

teachers serving under individuals thought to possess invitational leadership qualities and 

leaders from schools deemed to be less effective. A significant obstacle to the survey 

method of inquiry was the possibility for lack of response from subjects who were asked 

to respond to the surveys (Seels et al., 2004). Fraenkel and Wallen (2003) described this 

phenomenon as “nonresponse” (p. 407). The authors concluded that “in almost all 

surveys, some members of the sample will not respond” (p. 407). In an effort to 

overcome this obstacle, the researcher personally contacted superintendents, principals, 

and teacher leaders to request their approval for inclusion in this study. Assurance of 

anonymity was further guaranteed in attempt to control for honest and experience based 

responses from all participants.  
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Additionally, the design of this study included the associational research format. 

Fraenkel and Wallen (2003) described associational research as “research that 

investigates relationships” (p. 15). The design of associational research allows the 

researcher to transcend the simplicity of describing events or opinions by investigating 

existing relationships between concepts. Data collection and analysis allowed the 

researcher to investigate the possible link between invitational leadership qualities and 

organizational success. 

Analysis of MSIP information and interviews were used as a triangulation method 

to buttress the information revealed from the survey process. Examination of MSIP 

information such as district AYP, statistical profile of each district, and student data such 

as drop out rates and graduation analysis, as well as the district’s report card facilitated 

the researcher’s ability to establish patterns of effectiveness and consistent achievement 

for schools participating in the study. The use of the follow-up interview was also a 

critical component of this research study. Seidman (1998) articulated that conducting an 

interview is “a powerful way to gain insight into educational issues through 

understanding the experience of the individuals whose lives constitute education” (p. 7). 

Furthermore, qualitative data gathered through follow-up interviews supported the 

findings gathered from the quantitative data.  

Implications for Practice 

The findings of this study suggest that a strong correlation exists between the 

usage of invitational leadership characteristics and the creation of an effective 

organization. It is therefore important to consider the application of the invitational 

leadership model among current and future organizational leaders. Since the invitational 
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leadership theory “is believed to be a process for improving schools” (Asbill, 2000, p. 

109) an important implication for practice would be for school districts to pay close 

attention to the tenants of invitational leadership, applying them accordingly to their 

educational setting.  

Extensive review of literature and written comments and interview results from 

this study strongly support the belief that principals have the power to positively affect 

the creation of an effective learning organization. It is therefore suggested the invitational 

leadership theory be utilized at the university level to assist in the training of future 

leaders. In so doing, future leaders may be educated in the skills and knowledge 

necessary to acquire leadership behaviors and qualities that can positively transform an 

organization.  

Yet another implication for practice may be derived from the invitational 

leadership’s assumption of intentionality. It is recommended that all leaders become well 

versed in the issue of intentionality. Intentionality has been defined as, “a decision to 

purposely act in a certain way, to achieve and carry out a set goal, (Day et. al, 2001, p. 

34). Founders of the invitational leadership model, William Purkey and Betty Siegel, 

articulated that, “Intentionality is at the very heart of Invitational Leadership. Of the four 

principles, intentionality plays the paramount role in Invitational Leadership because it is 

the element that gives any human activity purpose and direction” (Purkey & Siegel, 2003, 

p. 19). It is additionally advocated that active use of intentionality be initiated at all levels 

of an organization. 

Based on the findings of how influential the aspect of people are to the creation of 

a successful and healthy organization, it is essential for school leaders to work to develop 
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the positive people skills and necessary communication skills to maintain the necessary 

level of treatment that members of an organization deserve. Steps should be taken to 

assure that people within an organization are recognized for their contributions and 

treated in a fair and equitable manner. 

The results of this study indicate that in order for effective organizations to be 

created and maintained, positive leadership skills must be acquired and practiced 

consistently by leaders. Reflective practices on one’s leadership skills and people skills 

should be assessed frequently in order to maintain optimal benefit for the organization. 

Further implications for practice should include not only educational institutes, but the 

application of invitational leadership principles to the business world as well. 

Recommendations for Future Research 

The results of this study should contribute to the current body of research and 

literature on invitational leadership, as well as what effective leadership behaviors are 

comprised of. Due to increased standards and accountability, public education is now 

facing a need for excellent leadership, unparalleled to any other time in recent or past 

history (Aldridge, 2003; Caldwell & Hayward, 1998; Jennings, 2003; Penner, 1981; 

Shapiro, 1990). It is therefore recommended that additional studies be conducted on the 

invitational leadership model to further ascertain its reliability and validity as a viable 

training model for leaders.  

It is recommended that the study be replicated in other states other than the 

Midwest state focused on in this study. This replication would improve upon the amount 

of generalized assumptions that could be based on the study. 
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Yet another recommendation for future research would be to add a socio-

economic component to the study. In addition to the effective versus less effective 

component, a socio-economic component could prove enlightening to the educational 

community. 

Additionally, the issue of gender and how it relates to leadership qualities could 

be enhanced upon for further findings in this area. Perhaps a larger population could be 

sampled that might reveal different findings than those achieved in this study. 

Summary 

The purpose of this study was to investigate in what ways and to what degree, if 

any, an invitational leader impacts the overall effectiveness of the public school setting. 

This study focused on leadership qualities and characteristics which lead to successful 

and consistent achievement. Significant findings resulted in the belief that invitational 

leadership characteristics do, indeed, influence the development of successful 

organizations, as measured by the Principal Perceptions of Leadership Practices Survey 

and the Teacher Perceptions of Leadership Practices Survey. The findings further 

clarified the importance of the daily interactions of the principal in relation to their 

teachers. 

Throughout the literature review provided in this study, evidence has been 

provided to substantiate the tremendous need for direction that involves numerous 

characteristics of effective leadership (Caldwell, & Hayward, 1998; Davis, 2003; Fullan 

& Miles, 1992; Furman, 2003, Hallinger & Heck, 1999), and leadership that will 

transcend models and theories previously utilized (Bolman & Deal, 2002; Day, et al., 

2001; Rosener, 1990).  
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Based on the findings in this study, it is believed that the invitational leadership 

model should serve as a practice to emulate in order to achieve positive results in 

effective leadership. Halpin (2003) articulated that “invitational leadership contributes … 

by the way in which it cares for and supports the efforts of others” (p. 84). Reviewed 

literature and study results supported the belief that the invitational leadership model 

should serve as a positive source to help prepare educational leaders for the challenges 

they face in creating effective and successful educational organizations. 
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Appendix A 

Counties located in quadrants of Midwest State 
 

Quadrant One: Adair      Quadrant Two: Audrain 
  Andrew        Callaway 
  Atchison        Clark 

Boone         Knox 
Buchanan        Lewis 
Caldwell        Lincoln 
Carroll         Marion 
Cass         Monroe 
Chariton        Montgomery 
Clay         Pike 
Clinton        Ralls 
Cooper         Scotland 

  Daviess        Shelby 
DeKalb        St. Charles 

  Gentry         St. Louis Co. 
  Grundy        St. Louis City 
  Harrison        Warren 
  Holt 

Howard 
Jackson 
Johnson 
Lafayette 
Linn 
Livingston 
Macon 

  Mercer  
  Nodaway  

Pettis 
Platte 

  Putnam   
Randolph 
Ray 
Saline 

  Schuyler 
  Sullivan 
  Worth 
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Quadrant Three: Barry            Quadrant Four: Bollinger 
   Barton                Butler 
   Bates                            Cape Girardeau 
   Benton                Carter 
   Camden                Crawford 
   Cedar                Dent 
   Christian                Dunklin 
   Cole                 Franklin 
   Dade                 Gasconade 
   Dallas                Howell 
   Douglas                Iron 
   Greene                Jefferson 
   Henry                Madison 
   Hickory                Maries 
   Jasper                Mississippi 
   Laclede                New Madrid 
   Lawrence                Oregon 
   McDonald                Osage 
   Miller                Pemiscot 
   Moniteau                Perry 
   Morgan                Phelps 
   Newton                Reynolds 
   Ozark                Ripley 
   Polk                 Scott 
   Pulaski                Shannon 
   St. Clair                St. Francois 
   Stone                        St. Genevieve 
   Taney                Stoddard 
   Vernon                Texas 
   Webster                Washington 
   Wright                Wayne 
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Appendix B 
 

Informed Consent Form 
Superintendent 

 
Dear Participant: 
 
 Thank you for considering participation in my study on leadership practices in public 
schools which lead to successful and consistent achievement.  This study is part of my 
dissertation research for a doctoral degree in educational leadership and policy analysis from the 
University of Missouri-Columbia.  The information gathered should be useful in the field of 
professional development of school leaders, as well as add to the body of knowledge concerning 
excellence in leadership.   
 For the study, schools were selected from four quadrants of the state of Missouri.  From 
the selected schools, all principals and teachers from each school will be included. Your staff’s 
participation will take approximately fifteen minutes to complete the Principal Perceptions of 

Leadership Practices (PPLP) or the Teacher Perceptions of Leadership Practices (TPLP) 
instrument. Five percent of the survey participants, including principals and teachers, will be 
randomly selected to participate in the interview process. The interview process will take 
approximately half an hour to one hour of the participant’s time. 
 
 Before you make a final decision about your participation, I need to explain how your 
rights as participants are protected: 
  

1. Participation in the study is completely voluntary.  Your staff may withdraw from 
participation at any time they wish without penalty, including in the middle of 
completing the PPLP or TPLP, or after it is completed.  Your staff’s consent to 
participate or refusal to participate will not affect their employment in any way.  
Your staff may also decline to answer any questions that they feel uncomfortable 
answering during the survey or interview process. Your staff will be encouraged to 
contact me with any questions or concerns about their participation.  You can call me 
at (417)-234-0023 during the day and (417)-890-7382 in the evening.  In addition, 
you are also welcome to contact the dissertation advisor for this research study, Dr. 
Barbara Martin, who can be reached at (816)-373-6427. 

 

The University of Missouri does not compensate human subjects if discomfort eventually results from 
the research. Nonetheless, the university holds medical, professional, and general liability insurance 
coverage, and provides its own medical attention and facilities if participants suffer as a direct result of 
negligence or fault from faculty or staff associated with the research. In such unlikely event, the Risk 
Management Officer should be contacted immediately at (573) 882-3735 to obtain a review of the matter 
and receive specific information. Related ethical guidelines about Protection of Human Subjects set forth in 
the Code of Federal Regulations “45 CFR 46” will be upheld. This statement is not to be construed as an 
admission of liability.  

 
2. Your identity and your district’s identity will be protected in reporting of results.  I 

will not list any names of participants, or their corresponding institutions, in my 
dissertation or any future publications of this study. 

 

● Confidentiality. Participants’ answers will remain confidential, anonymous, and separate from any 
identifying information. Only the researcher and the dissertation supervisor will have access to identifiable 
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data. Collected data will be kept locked and destroyed three years after completion of this study. Participants’ 
identity and district or school affiliation will not be published. Data will be aggregated for statistical analysis and 
summarized for reporting, protecting participants’ confidentiality at all times.  

 
This research has been preauthorized by the Institutional Review Board-IRBs of the University of 
Missouri-Columbia. If you have further questions regarding research participants’ rights, please 
contact the University of Missouri-Columbia Campus Institutional Review Board at (573) 882-
9585, or visit http://www.research.missouri.edu/cirb/index.htm or 
http://ohrp.osophs.dhhs.gov/humansubjects/guidance/ 45cfr46.htm For inquiries about the survey 
or your district’s participation, please contact the researcher Gwen J. Burns at (417) 234-0023, or 
at (417) 890-7382, or by email at gburns@spsmail.org  You may also contact the dissertation 
supervisor Dr. Barbara Martin at (816)-373-6427. 
 
If you have questions regarding your rights as a participant in research, please feel free to contact 
the University of Missouri-Columbia campus Institutional Review Board at (573)-882-9585. 
 
If at this point you are still interested in participating, please fill out the consent form below.  
Keep a copy of this letter for future reference.  Thank you for your time and consideration. 
 
Sincerely, 
 
 
Gwen J. Burns 
 
 

 
 
 
I, (Name)    , (District)    , (Date)       /      /       
give consent for my district’s staff to participate in this research project and understand the 
following: 
 1.  Your responses will be used for dissertation research and potential future publications. 

2.  Your participation is voluntary, and may be withdrawn at any point in the study prior 
to  
      submission of the survey or interview process.  

 3.  Your identity will be protected in all reports of the research. 
 4.  Your consent or refusal to participate in this study will not affect your employment in 
any way.  
 
                                
                             Signature 
 
Please keep a copy of this consent letter for your records.  
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Appendix C 

Informed Consent – Teacher Interview 

 
I, (Name ___________________ ), (District _________________ ), (Date ___/___/___ ) consent 
to participate in this research project and understand the following: 
PROJECT BACKGROUND: This project involves gathering data through a survey and various 
interviews investigating the factors of how an administrator’s leadership characteristics may 
assist in the creation of an overall successful organization. Two randomly chosen individuals will 
be chosen to be interviewed. The data will be collected for analysis and may be published. You 
must be 18 years of age to participate. 
PURPOSE: The purpose of this study focused on leadership qualities and characteristics which 
lead to successful and consistent achievement.  
VOLUNTARY: The interview is voluntary. You may refuse to answer any question or choose to 
withdraw from participation at any time without any penalty or loss of benefits to which they are 
otherwise entitled. 
WHAT DO YOU DO?  Sign this consent form and return to the researcher. The interview 
should take no more than 50 minutes to complete.  
BENEFITS: Your participation in this research project will enrich the information base. A 
clearer understanding of how leadership characteristics may assist in the creation of an overall 
successful organization will expand the educational knowledge base. The findings could serve to 
increase the degree of educational excellence achieved by school districts. 
RISKS: This project does not involve any risks greater than those encountered in everyday life. 
CONFIDENTIALITY: Your confidentiality will be maintained in that a participant’s name will 
not appear on the survey, interview, or in the published study itself. A code number may be 
assigned so that responses may be grouped for statistical analysis. The data will only be reported 
in aggregate form. 
INJURY: It is not the policy of the University of Missouri to compensate human subjects in the 
event the research results in injury. The University of Missouri does have medical, professional 
and general liability self-insurance coverage for any injury caused by the negligence of its faculty 
and staff. Within the limitations of the laws of the State of Missouri, the University of Missouri 
will also provide facilities and medical attention to subjects who suffer injuries while 
participating in the research projects of the University of Missouri. In the event you suffered 
injury as the result of participating in this research project, you are to immediately contact the 
Campus Institutional Review Board Compliance Officer at (573) 882-9585 and the Risk 
Management Officer at (573) 882-3735 to review the matter and provide you further information. 
This statement is not to be construed as an admission of liability. 
 
Thank you for your assistance in providing current information regarding the characteristics of 
effective leadership. Your efforts are greatly appreciated. If you have any questions regarding the 
study, please contact me at home (417) 890-7382, work (417) 523-4302, or gjb5ff@mizzou.edu. 

You may also contact my Faculty Advisor, Dr. Barbara N. Martin at: Dr. Barbara Martin, 4105 
Lovinger Hall, Central Missouri State University, (660) 543- 8823. If you have questions 
regarding your rights as a participant in research, please feel free to contact the Campus 
Institutional Review Board at (573) 882-9585. Thank you in advance for your assistance with this 
project. 
Sincerely, 
Gwen J. Burns 
Doctoral Candidate, University of Missouri-Columbia      
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Appendix D 
 

Informed Consent Form 
Principal Interview 

 
Dear Participant: 
 
 Thank you for considering participation in my study on leadership practices in public 
schools.  This study is part of my dissertation research for a doctoral degree in educational 
leadership and policy analysis from the University of Missouri-Columbia.  The information 
gathered should be useful in the field of professional development of school leaders.  Your 
participation has been approved by your Superintendent.   
 
 For the study, schools were purposively selected from four quadrants of Missouri.  From 
the selected schools, all principals and teachers from each school will be included in the survey 
instrument. Five percent of the survey participants will be chosen to be involved in the interview 
process. Your participation in the interview will vary in length, but should take approximately 
half an hour to one hour.    
 
 Before you make a final decision about your participation, I need to explain how your 
rights as participants are protected: 
  

3. Participation in the study is completely voluntary.  You may withdraw from 
participation at any time you wish without penalty, including in the middle of 
completing the interview or after it is completed.  Your consent to participate or 
refusal to participate will not affect your employment in any way.  You may also 
decline to answer any questions that you feel uncomfortable answering. Please do not 
hesitate to contact me with any questions or concerns about your participation.  You 
can call me at (417)-234-0023 during the day and (417)-890-7382 in the evening.  In 
addition, you are also welcome to contact the dissertation advisor for this research 
study, Dr. Barbara Martin, who can be reached at (816)-373-6427. 

 

The University of Missouri does not compensate human subjects if discomfort eventually results from 
the research. Nonetheless, the university holds medical, professional, and general liability insurance 
coverage, and provides its own medical attention and facilities if participants suffer as a direct result of 
negligence or fault from faculty or staff associated with the research. In such unlikely event, the Risk 
Management Officer should be contacted immediately at (573) 882-3735 to obtain a review of the matter 
and receive specific information. Related ethical guidelines about Protection of Human Subjects set forth in 
the Code of Federal Regulations “45 CFR 46” will be upheld. This statement is not to be construed as an 
admission of liability.  

 
4. Your identity and your building’s identity will be protected in reporting of results.  I 

will not list any names of participants, or their corresponding institutions, in my 
dissertation or any future publications of this study. 

 

● Confidentiality. Participants’ answers will remain confidential, anonymous, and separate from any 
identifying information. Only the researcher and the dissertation supervisor will have access to identifiable 
data. Collected data will be kept locked and destroyed three years after completion of this study. Participants’ 
identity and district or school affiliation will not be published. Data will be aggregated for statistical analysis and 
summarized for reporting, protecting participants’ confidentiality at all times.  
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This research has been preauthorized by the Institutional Review Board-IRB of the University of 
Missouri-Columbia. If you have further questions regarding research participants’ rights, please 
contact the University of Missouri-Columbia Campus Institutional Review Board at (573) 882-
9585, or visit http://www.research.missouri.edu/cirb/index.htm or 
http://ohrp.osophs.dhhs.gov/humansubjects/guidance/ 45cfr46.htm For inquiries about the 
interview or your participation, please contact the researcher Gwen J. Burns at (417) 234-0023, or 
at (417) 890-7382, or by email at gburns@spsmail.org  You may also contact the dissertation 
supervisor Dr. Barbara Martin at (816)-373-6427. 
 
If you have questions regarding your rights as a participant in research, please feel free to contact 
the University of Missouri-Columbia campus Institutional Review Board at 573-882-9585. 
If at this point you are still interested in participating, please fill out the consent form below.  
Keep a copy of this letter for future reference.  Thank you for your time and consideration. 
 
Sincerely, 
 
 
Gwen J. Burns 
 
 

 
By completing the interview you understand that the following safeguards are in place to protect 
you: 
 1.  Your responses will be used for dissertation research and potential future publications. 

2.  Your participation is voluntary, and may be withdrawn at any point in the study prior 
      to submission of interview results.  

 3.  Your identity will be protected in all reports of the research. 
 4.  Your consent or refusal to participate in this study will not affect your employment in  
       any way. 
 
By completion of the interview it is implied that you agree to participate in this study and waive 
the requirement for a written consent.   
 
Please keep this consent letter for your records.   
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Appendix E 

Principal Perceptions of Leadership Practices 
PPLP 

 

Dear Respondent: 

 This survey is being conducted to determine principal perceptions of the 

leadership practices used on a daily basis. Please know that all responses are kept strictly 

confidential and are completely anonymous. It should take approximately 15 minutes to 

respond to this survey. Please answer the questions based on your current leadership 

practices.  

 By completing the attached survey entitled the Principal Perceptions of 

Leadership Practices (PPLP) you agree to participate in the study of leadership 

characteristics being conducted by Gwen Burns. By completing the PPLP you understand 

that the following safeguards are in place to protect you: 

1.  Your participation is voluntary, and may be withdrawn at any point in the  

      study prior to submission of the survey. 

 2.  Your identity will be protected in all reports of the research. 

3.  Your consent or refusal to participate in this study will not affect your       

      employment in any way.  

4. Your responses will be used for dissertation research and potential future     

     publications. 

By completion of this attached survey it is implied that you agree to participate in 

this study and waive the requirement for a written consent.   

Please keep this consent letter for your records. Please do not place any name, 

number, or other identifying markings on your survey in order to protect your 

confidentiality.   

Thank you for your help. 

                                                                       Respectfully, 

Gwen Burns 

Doctorate Candidate 
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Principal Perceptions of Leadership Practices 

PPLP 

Instructions: 

 Please rate your leadership characteristics by selecting the response for each item 

which best describes your leadership behaviors. Mark only one response per item. 

Directions:  For items 1 – 37 please answer the following questions by placing an “X” in 
the box that best matches your level of agreement with the statement. 
 

 Item Strongly 
Disagree 

Disagree Neutral Agree Strongly 
Agree 

1 Demonstrate a belief that faculty 
and staff members are 
responsible and capable 

     

2 Create a climate of trust 
 

     

3 Make a special effort to learn 
names 

     

4 Use sarcasm, name-calling and 
negative statements 

     

5 Often cause others to feel 
stressed 

     

6 Facilitate policies, and 
procedures which benefit staff, 
students, and teachers 

     

7 Demonstrate optimism      

8 Expect high levels of 
performance from co-workers 

     

9 Resistant to change      

10 Make an intentional effort to 
provide necessary instructional 
materials 

     

11 Create a climate for improvement 
through collaboration and shared 
decision-making 

     

12 Remain informed about 
important issues 

     

13 Encourage cooperation rather 
than competition 

     

14 
 

Assure that all necessary 
communications reach those 
concerned 
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 Item Strongly 
Disagree 

Disagree Neutral Agree Strongly 
Agree 

15 Treat faculty and staff as though 
they are irresponsible 

     

16 Express appreciation for faculty 
and staff’s presence in school  

     

17 Provide opportunities for 
professional growth through  
meaningful in-service 

     

18 Offer constructive feedback for 
improvement in a respectful 
manner 

     

19 Care about co-workers 
 

     

20 Take time to talk with faculty and 
staff about their out-of-school 
activities 

     

21 Listen to co-workers 
 

     

22 Communicate expectations for 
high academic performance from 
students 

     

23 Encourage staff members to tap 
their unrealized potential 

     

24 View mistakes as learning 
experiences 

     

25 Show insensitivity to the feelings 
of faculty and staff 

     

26 Model values, attitudes, and 
beliefs that encourage others to 
improve their skills/abilities 

     

27 Believe that people are more 
important than things or results 

     

28 Demonstrate a lack of enthusiasm 
about your job as a principal 

     

29 Fail to follow through 
 

     

30 View the principalship as a 
position of service to others 

     

31 Make an intentional effort to treat 
others with trust and respect 

     

32 Delegate authority and 
responsibility when appropriate 

     

33 Impolite to others      
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 Item Strongly 
Disagree 

Disagree Neutral Agree Strongly 
Agree 

34 Have a sense of mission which 
you share with others     

     

35 Delegate responsibilities to 
provide learning opportunities 

     

36 Express appreciation for a job 
well done 

     

37 Treat each co-worker as a unique 
individual 

     

 
For items 38 – 41: Please answer the following questions by placing an “X” in the box 
that best matches your level of agreement with the statement. 
  

 Item Not 
Effective 

Slightly 
Effective 

Moderately 
Effective 

 
Effective 

Very 
Effective 

38 How do you classify the 
overall work effectiveness of 
your school? 

     

39 How do you rate your 
school’s effectiveness 
compared to other schools 
you have worked in? 

     

40 How do you rate your 
effectiveness in meeting the 
job-related needs of your 
faculty and staff? 

     

41 How effective have you been 
in positively transforming 
your school? 

     

 
Please circle one: 
42.  I am a: 
               1. Male 2. Female 
 
For items 43 – 44: Please use the space provided for your answers. Additional comments 
may be included on the next page. 
 
43. Please express your general observations about the leadership behaviors you        
      most commonly utilize in your current position as principal. 
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44. Please express any specific comments about the effectiveness you believe you have 
experienced in your current leadership position. 
            

            

            

            

             

 

 
Additional Comments:          
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Appendix F 

Teacher Perceptions of Leadership Practices 
 

TPLP 

 

Dear Respondent: 

 This survey is being conducted to determine teacher perceptions of the leadership 

practices of principals. Please know that all responses are kept strictly confidential and 

are completely anonymous. It should take approximately 15 minutes to respond to this 

survey. Please answer the questions with your current principal in mind.  

By completing the attached survey entitled the Teacher Perceptions of Leadership 

Practices (TPLP) you agree to participate in the study of leadership characteristics being 

conducted by Gwen Burns. By completing the TPLP you understand that the following 

safeguards are in place to protect you: 

1.  Your participation is voluntary, and may be withdrawn at any point in the  

      study prior to submission of the survey. 

 2.  Your identity will be protected in all reports of the research. 

3.  Your consent or refusal to participate in this study will not affect your       

      employment in any way.  

4. Your responses will be used for dissertation research and potential future     

     publications. 

By completion of this attached survey it is implied that you agree to participate in 

this study and waive the requirement for a written consent.   

Please keep this consent letter for your records. Please do not place any name, 

number, or other identifying markings on your survey in order to protect your 

confidentiality.   

Thank you for your help. 

Respectfully, 

Gwen Burns 
Doctorate Candidate 
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Teacher Perceptions of Leadership Practices 

TPLP 

Instructions: 

 Please rate your principal by selecting the response for each item which best 

describes your own perceptions of his or her leadership behaviors. Mark only one 

response per item. 

Directions:  For items 1 – 37 please answer the following questions by placing an “X” in 
the box that best matches your level of agreement with the statement. 
 

 Item Strongly 
Disagree 

Disagree Neutral Agree Strongly 
Agree 

1 Demonstrates a belief that faculty 
and staff members are 
responsible and capable 

     

2 Creates a climate of trust 
 

     

3 Makes a special effort to learn 
names 

     

4 Uses sarcasm, name-calling and 
negative statements 

     

5 Often causes others to feel 
stressed 

     

6 Facilitates policies, and 
procedures which benefit staff, 
students, and teachers 

     

7 Demonstrates optimism      

8 Expects high levels of 
performance from co-workers 

     

9 Is resistant to change      

10 Makes an intentional effort to 
provide necessary instructional 
materials 

     

11 Creates a climate for 
improvement through 
collaboration and shared 
decision-making 

     

12 Remains informed about 
important issues 

     

13 Encourages cooperation rather 
than competition 

     



                                                                                                                                      

 169 

 Item Strongly 
Disagree 

Disagree Neutral Agree Strongly 
Agree 

14 Assures that all necessary 
communications reach those 
concerned 

     

15 Treats faculty and staff as though 
they are irresponsible 

     

16 Expresses appreciation for 
faculty and staff’s presence in 
school  

     

17 Provides opportunities for 
professional growth through  
meaningful in-service 

     

18 Offers constructive feedback for 
improvement in a respectful 
manner 

     

19 Cares about co-workers 
 

     

20 Takes time to talk with faculty 
and staff about their out-of-
school activities 

     

21 Listens to co-workers 
 

     

22 Communicates expectations for 
high academic performance from 
students 

     

23 Encourages staff members to tap 
their unrealized potential 

     

24 Views mistakes as learning 
experiences 

     

25 Shows insensitivity to the 
feelings of faculty and staff 

     

26 Models values, attitudes, and 
beliefs that encourage others to 
improve their skills/abilities 

     

27 Believes that people are more 
important than things or results 

     

28 Demonstrates a lack of 
enthusiasm about his or her job 
as a principal 

     

29 Fails to follow through 
 

     

30 Appears to view the principalship 
as a position of service to others 

     

31 Makes an intentional effort to 
treat others with trust and respect 
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 Item Strongly 
Disagree 

Disagree Neutral Agree Strongly 
Agree 

32 Delegates authority and 
responsibility when appropriate 

     

33 Is impolite to others      

34 Has a sense of mission which he 
or she shares with others     

     

35 Delegates responsibilities to 
provide learning opportunities 

     

36 Expresses appreciation for a job 
well done 

     

37 Treats each co-worker as a 
unique individual 

     

 
For items 38 – 41: Please answer the following questions by placing an “X” in the box 
that best matches your level of agreement with the statement. 
  

 Item Not 
Effective 

Slightly 
Effective 

Moderately 
Effective 

 
Effective 

Very 
Effective 

38 How do you classify the 
overall work effectiveness of 
your school? 

     

39 How do you rate your 
school’s effectiveness 
compared to other schools 
you have worked in? 

     

40 How do you rate your 
principal’s effectiveness in 
meeting the job-related needs 
of the faculty and staff? 

     

41 How effective has your 
principal been in positively 
transforming your school? 

     

 
Please circle one: 
42.  I am a: 
               1. Male 2. Female 
 
 
 
 
Items 43 and 44 appear on the next page. 
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For items 43 – 44: Please use the space provided for your answers. Additional comments 
may be included on the bottom of the page. 
 
43. Please express your general observations about the leadership behaviors of your        
      current principal. 

            

            

             

             

44. Please express any specific comments about the effectiveness of your current 
principal. 
            

            

            

            

             

 

 
Additional Comments:          
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Appendix G 

Principal’s Interview Protocol 

1. As an administrator how do you believe you create a sense of optimism in all 

interested stakeholders? 

2. How important do you believe the aspect of respect is in the arena of leadership? 

How do you demonstrate respect for your faculty and staff? 

3. From an administrator’s perspective, how do you attempt to build trust among 

those who follow your leadership? 

4. How important do you believe it is to be “intentional” in your leadership 

behaviors? How do you demonstrate the characteristic of intentionality to those 

you serve?  

5. Considering invitational leadership’s five P’s, how do you believe you address the 

issue of “people” within your organization?  

6. In what ways do you attend to the “places” of your organization? 

7. How do you focus on “policies” as a part of trying to create a successful 

organization? 

8. How do you deal with the aspect of “programs” within your organization? 

9. In what ways do you address “processes” within your organization? 

10. Of the four assumptions – Optimism, Respect, Trust, and Intention, which do you 

feel as an administrator is the most important component? Why do you feel this 

way? 



                                                                                                                                      

 173 

11. Of the five P’s, people, places, policies, programs, and processes, which do you 

believe as an administrator is most important to address? Why do you feel this 

way? 
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Appendix H 

Teacher’s Interview Protocol 

1. In what ways do you feel your administrator creates a sense of optimism in all 

interested stakeholders? 

2. How important do you believe the aspect of respect is for leaders to show those 

who work under their leadership? How does your administrator demonstrate 

respect for your faculty and staff? 

3. How does your administrator attempt to build trust for and among those who 

follow their leadership? 

4. How important do you believe it is for leaders to be “intentional” in their 

leadership behaviors? How does your administrator demonstrate the characteristic 

of intentionality to those they serve?  

5. Considering invitational leadership’s five P’s, how do you believe your 

administrator addresses the issue of “people” within their organization?  

6. In what ways does your administrator attend to the “places” of your organization? 

7. How does your administrator focus on “policies” as a part of trying to create a 

successful organization? 

8. How does your administrator deal with the aspect of “programs” within your 

organization? 

9. In what ways does your administrator address “processes” within your 

organization? 

10. Of the four assumptions – Optimism, Respect, Trust, and Intention, which do you, 

as a teacher, believe is the most important component? 
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11. Of the five P’s, people, places, policies, programs, and processes, which do you, 

as a teacher, believe is the most important to address? 
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Appendix J 
 

Sample representation of comments written in response to question 43 on  
Teacher Perceptions of Leadership Practices Survey  

 
Question 43 read as follows: Please express your general observations about the 

leadership behaviors of your current principal. 

Effective Schools:  

� “She is very calm and appears to assess everything before reacting.” 

� “Good leader, very organized.” 

� “Sees the larger picture. Is respectful. Requires top-quality work.” 

� “Good, positive leadership, however, sometimes comes across as having 

‘favorites’ and others don’t get a chance to shine.” 

� “I feel our principal does a very effective job as her role in the principalship. I 

really feel she has an open door policy (during school hours).” 

� “Encouraging, enthusiastic – makes me look forward to coming to school despite 

student challenges.” 

� “Excellent – thinks outside the box, a problem solver.” 

� “Great leader!” 

� “She is always willing to work with the staff. She attends our reading meetings 

and listens to what we have to say.” 

� “Our current principal is a very capable leader. She has good communication and 

organizational skills. She leads with respect for the individual so that all feel they 

are valued and can be successful.” 
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� “She is organized and decisive. She cares for both students and staff. She 

occasionally makes decisions based on input from a select few rather than the 

majority.” 

� “Good leadership characteristics in some areas but mostly with grade level 

teachers. Good leadership in new ideas for the building, but implementing too 

many new ideas, too often. Lacks in leadership with teachers in special classes.” 

�  “The principal is responsive to teacher input and expresses a positive attitude. 

There are favored teachers within the district, their input is final over other’ 

opinions.” 

� “Does not set good example for teachers and students in work ethic or bipartisan 

behavior.” 

� “My principal has an agenda that does not meet the needs of the school.” 

� “The current principal is somewhat unavailable during the school day. Very rarely 

can you pop in to discuss a matter. The office is either empty or the principal is on 

the phone.” 

� “Lacks in areas of discipline afraid to step on toes of parents/students.” 

� “A team player, high energy and always interested in what takes place in the 

classrooms. Always has best interest of students as top priority.” 

� “Our principal is very inspirational, enthusiastic and shows she loves her job. Her 

enthusiasm is contagious. She is one of the best principals I have ever worked 

for.” 

� “The principal is very optimistic and devoted to improving the school for our 

students.” 
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� “Our principal is an excellent leader. She is a motivator and cares about others.” 

� “She is the most positive individual I have ever met.” 

� “Not always realistic in problem solving. She needs to hold the students more 

accountable for their actions.” 

� “My principal does an excellent job of modeling what a great administrator looks 

like. She is definitely a positive leader.” 

� “Our principal models behavior each day that makes me want to do a better job. I 

know that the principal expects no more of me than she is willing to do herself.” 

� “She is an amazing leader and is always making each teacher feel appreciated.” 

� “Always upbeat, expects the absolute best from us and herself.” 

� “Language wise he uses inappropriate language, but it’s never directed in a 

negative way at someone. It’s common language to the people in our area.” 

� “More concerned about appearances of facilities than child-friendly 

environment.” 

 

 
Less Effective Schools: 
 

� “It is January 7th and my principal has not visited my room once. I feel he does 

not stick to school policies when dealing with discipline issues. He is too soft.” 

� “Something is lacking to ultimately achieve change, positive change in our 

school.”  

� “My principal needs to allow his staff more control over their areas of expertise.” 

� “Well done over all, but a need to eliminate the 4, 5, 6, and so on second chances 

in discipline.” 
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� “Demonstrates professionalism. Respect for others.” 

� “Ineffective at solving problems amongst staff members.” 

� “Our principal doesn’t want to ‘rock the boat’, even if it’s the right decision that 

makes someone unhappy.” 

� “Needs to be open to change, be more positive in that area.” 

� “Makes blanket statements when there is a problem instead of going to individual 

teachers.” 

� “In my opinion he does not delegate so most of the time he is unavailable to help 

others.” 

� “While my principal is interested in ‘honors’ of the school, sometimes loses touch 

with the reality of getting there.” 

� “As a first year principal in our building, he is learning each and every day. He 

cares about everything, the students, the teachers, and the community.” 

� “He listens attentively to and encourages staff. He is optimistic and always in an 

upbeat mood. He is always ‘available’ with an open door.”  
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Sample representation of comments written in response to question 44 on  
Teacher Perceptions of Leadership Practices Survey  

 
Question 44 read as follows: Please express any specific comments about the 

effectiveness of your currents principal. 

Effective Schools:  

� “She’s transformed a negative environment to a positive.” 

� “She is a very effective principal. She does what is needed to get the job done.” 

� “She has verbalized, ‘What can I do to help you teach?’ I’ve never had that kind 

of support before!” 

� “Excellent leadership, promotes a sense of optimism throughout the building.” 

� “She isn’t readily available to staff. She leaves the office at 3:30 and is often busy 

during teacher breaks.” 

� “Whether arranging for summer school field trips, finding funds available for a 

new reading series, or working in the Outdoor Classroom our principal has earned 

the respect of her school district for her positive ‘can do’ approach.” 

�  “The current principal is more active with updating textbooks.” 

� “She has been very effective in several areas of curriculum, starting new reading 

and math programs. Started new discipline program for our building that has been 

successful.” 

� “She is a people person. Her concern and compassion for the school, staff and 

students is shown daily in the way she handles situations.” 

� “She is effective and quick on handling student/teacher issues.” 

� “Lively, energetic, and very organized. Good with providing materials for 

meetings and keeping meetings brief. Values time of staff to a point, but 
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sometimes geared towards own benefits. Good ideas for assisting classroom 

learning, but piles too much on her staff at one time.” 

� “Sometimes I feel she is unavailable. The majority of the time she is packed up 

and has gone before 3:30 p.m. This is very inconvenient some days.” 

� “My principal, with several of her friends, make decisions which best suits 

themselves and their beliefs.” 

� “Leaves building/office before all students (tutoring or special activities) are out 

of the building. She begins programs very vaguely expecting the teachers to 

‘figure it out’. She conveys an attitude of superiority and uses authority to ‘make 

it her way’.” 

� “Too many meetings have been scheduled.” 

� “She stands firmly behind the faculty.” 

� “We are in a re-organizational period – lots of balls in the air.” 

� “I feel she needs to trust the PLC committee to run professional development days 

verses her telling them what will be done.” 

� “Needs to stop giving students so many chances. We need more consequences or 

students are going to end up running this school.” 

� “The staff is now more cohesive.” 

� “Steadily decreased in effectiveness over the years.” 
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Less Effective Schools: 

�  “He encourages the use of technology, is open-minded about using a wide variety 

of instructional strategies, and allows staff to use their professional judgment in 

daily decision making.” 

� “I think our students need a more strict structure that they are not getting.” 

� “I feel that he needs to be more consistent and follow the handbook when it 

comes to discipline.” 

� “Has final say – not sure it’s always his thoughts or ideas.” 

� “Not positive of his follow through.” 

� “Allows students to take advantage of the policies which sends an overall bad 

impression.” 

� “I am sure he would be very effective if we could actually interact or have him 

help us with situations that may arise.” 

� “Needs to listen to teachers as an expert in their field.” 

� “He listens to what others have to say.” 

� “Has mellowed from authoritative rule maker to more team builder and 

encourager.”  
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Sample representation comments written in response to Additional Comments section of 
Teacher Perceptions of Leadership Practices Survey  

 
Effective Schools: 

� “I’ve worked for 4 different principals and this one is the best so far. Others were 

disrespectful and rude to the point that teachers were wanting to walk out on their 

jobs! This principal requires twice the work and people are thanking her for it – 

because she herself works hard and she handles everything with respect.” 

� “Although I am older than my principal, I’ve never been made to feel an age 

difference. In regards to education and our roles at school, I’ve always felt that we 

were equal partners in wanting the best for our students.” 

� “She works to ‘catch’ her teachers doing a great job and she commends them.” 

� “She is great at planning and delegating. She is friendly and uses local resources 

when possible.” 

� “Very concerned about the welfare of the students and working toward their good. 

Maybe needs to continue with this goal in mind, but keep the teacher’s welfare in 

mind also.” 

� “After school availability is also poor, as the principal leaves 20 minutes after 

school ends on a daily basis.” 

� “She makes me want to come in and do the best that I can. I feel that she is the 

best principal I have ever worked for. My job is much easier knowing that I have 

a principal who is so positive.” 

� “I count myself very fortunate to have worked with _____ - she is the principal all 

teachers deserve, as well as students deserve to have.” 
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Less Effective Schools: 

� “He is supportive in matters of student discipline.” 
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Appendix K 
 

Sample representation of comments written in response to question 43 on  
Principal Perceptions of Leadership Practices Survey 

 
Question 43 read as follows: Please express your general observations about the 

leadership behaviors you most commonly utilize in your current position as principal. 

Effective Schools: 

� “Through weekly faculty meetings many issues can be resolved and/or discussed 

before they distract from the learning environment. Teachers are encouraged to 

work collaboratively on a weekly basis as an hour of planning time is built into 

the building schedule for grade level and resource teachers to meet. I attend those 

meetings as well.” 

� “My biggest focus other than the district’s vision of MAP is to let the teachers 

know I support and appreciate them 100%.” 

� “Decision-making, delegation of responsibilities, communication skills.” 

� “Our school has received the Distinction in Performance Award from DESE all 

five years of my tenure.” 

� “Treat all staff with respect. Collaborate. Staff unity during year (social). Time for 

staff to talk to one another uninterrupted.” 

� “Communication is paramount.” 

� “A combination approach, servant leadership, transformational leadership, 

participative leadership, and situational leadership.” 

� “I view myself as an equipper. Encourage teachers/staff to press onward and 

upward to reach goals of achievement.” 
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Less Effective Schools: 

� “My job is to provide a safe, respectful learning environment which promotes 

learning and independent thought.” 

� “Leadership behaviors must be as flexible as the job. Every situation and 

individual requires differing strategies.” 

� “The leadership behaviors that I utilize as a principal are listening, cooperation, 

flexability (sic), and communication.” 

� “Communication and high expectations.” 

� “Transferring leadership through a gradual release belief - have built a PLC 

building, lead by example.” 

� “Collaborative/collegial atmosphere – trustful, understanding, caring” 
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Sample representation of comments written in response to question 44 on  
Principal Perceptions of Leadership Practices Survey  

 

Question 44 read as follows: Please express any specific comments about the 

effectiveness you believe you have experienced in your current role as principal. 

Effective Schools: 

� “I think principals must respect the time teachers have to accomplish tasks as well 

as the added responsibilities of completing requisitions, referral paperwork, etc. I 

believe any paperwork should have a purpose! Unless it is going to be utilized it 

should not be a priority!” 

� “The teachers trust me and are not afraid to express their ideas and feelings.” 

� “Made reading a priority. Made resources available to staff. Made time available 

for staff to meet.” 

� “I believe that communication builds trust. This significantly improves morale.” 

� “I would be more effective with a full-time assistant principal. We have an 

amazing staff which easily allows for participatory practices in decision-making. 

Collaboration time greatly enhances my ability to lead staff in ‘knowledge 

creation’ and problem-solving, etc.” 

 

Less Effective Schools: 

� “We have established a working and learning environment which is conducive to 

students and teachers maximizing their potential.” 

� “My staff and parents have been very positive about my “pro-kid” philosophy to 

education.” 
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� “I have had the opportunity to work with, and for, the same individuals for the last 

five years. I have had very positive comments such as, ‘your (sic) doing a great 

job’, made on many occasions.” 

� “Communication/Partnerships – every staff member meets weekly to collaborate 

(with grade level and special teachers and paras). Grade levels have daily 

common plan times.” 

� “Worked with staff to build our education for students. Developed building into a 

PLC, focus on literacy, brought in eMINTS, facilitated development of respect for 

all, safe environment for students, use of data.” 

� “Some staff members are resistant to change, causing a reduction in effectiveness. 

I am desperately trying to work with the comfort zone of the staff.” 

� “Restructured Comm. Arts program to be effective and consistent. Discipline is 

fair/consistent.” 
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Sample representation of comments written in response to Additional Comments section 
on Principal Perceptions of Leadership Practices Survey  

 
Additional comments were added as follows: 

Effective Schools: 

� “Our special education department has had a difficult time adjusting to teaching 

classes rather than just providing support for students as they had in the past.” 

� “I love my job and the people I work with!” 

� “The 13 years I spent coaching prepared me far more the principalship than any 

college course(s) I have taken.” 

 

 
Less Effective Schools: 

� No comments received 
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Appendix L 

Definition of Invitational Leadership Terms for Interview Purposes 

Dear Interview participant, 

In order to assist in the interview process, please find the following Leadership 

terms and definitions. It is my hopes that these definitions will assist in the interview 

process as certain specific terms will be used throughout the interview. 

      1.   Optimism – the belief that people have untapped potential for growth and  

development (Day et. al, 2001, p. 34). 

2. Respect – the recognition that each person is an individual of worth (Day 

et. al, 2001, p.34). The belief that everyone is able, valuable, and 

responsible and is to be treated accordingly. 

 
3. Trust –the need to trust others to behave in concert and in turn, as leaders, 

to behave with integrity (Day et. al, 2001, p. 34). 

 
4. Intention – a decision to purposely achieve and carry out a set goal, the 

need to be actively supportive, caring, and encouraging (Day et. al, 2001, 

p. 34).  Stillion and Siegel, (2005) defined intention as, “knowing what we 

intend to bring about as well as how we intend it to happen gives clarity 

and direction to our work” (¶ 15). 

 
Definition of the five “P’s”: 

1. People – Purkey (1992) affirmed that “nothing is more important in life  

than people. It is the people who create a respectful, optimistic, trusting 

and intentional society” (p. 7). 

 
2. Places – refers to the physical environment of an organization. It has been  

suggested that places are the easiest of the five areas to change due to their 

visibility. 
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3.  Policies – “Policies refer to the procedures, codes, rules, written or 

unwritten, used to regulate the ongoing functions of individuals and 

organizations” (Purkey, 1992, p. 7).  

 

                  4.  Programs – Programs play an important role in invitational leadership  

“because programs often focus on narrow objectives that neglect the wider 

scope of human needs” (Purkey, 1992, p. 7). Invitational leaders find it 

important to monitor programs to insure that they fulfill the goals which 

they were designed for (Purkey, 1992, p. 7).  

 
5. Processes – The final P addresses the “ways in which the other four P’s  

function (Purkey, 1992, p. 7). Processes can be defined as the way that 

people, places, policies, and programs are evident in a school. 
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Appendix M 

Leadership Survey 

Subscales 

Subscale Item Numbers 

Trust 1, 2, 11, 13, 15, 26, 32, 35 

Respect 4, 5, 14, 18, 20, 21, 25, 27, 33, 36, 37 

Optimism 7, 8, 9, 16, 19, 22, 23, 24, 28 

Intentionality 3, 6, 10, 12, 17, 29, 30, 31, 34 

Effectiveness 38, 39, 40, 41 
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This is to certify that your research proposal involving human subject participants has 
been reviewed by the Campus IRB. This approval is based upon the assurance that you 
will protect the rights and welfare of the research participants, employ approved methods 
of securing informed consent from these individuals, and not involve undue risk to the 
human subjects in light of potential benefits that can be derived from participation.  
 
Approval of this research is contingent upon your agreement to:  
 
(1) Adhere to all UMC Policies and Procedures Relating to Human Subjects, as written in 
accordance with the Code of Federal Regulations (45 CFR 46).  
 
(2) Maintain copies of all pertinent information related to the study, included but not 
limited to, video and audio tapes, instruments, copies of written informed consent 
agreements, and any other supportive documents for a period of three (3) years from the 
date of completion of your research.  
 
(3) Report potentially serious events to the Campus IRB (573-882-9585) by the most 
expeditious means and complete the eIRB "Campus Adverse Event Report". This may be 
accessed through the following website: http://irb.missouri.edu/eirb/.  
 
(4) IRB approval is contingent upon the investigator implementing the research activities 
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as proposed. Campus IRB policies require an investigator to report any deviations from 
an approved project directly to the Campus IRB by the most expeditious means. All 
human subject research deviations must have prior IRB approval, except to protect the 
welfare and safety of human subject participants. If an investigator must deviate from the 
previously approved research activities, the principal investigator or team members must:  
a. Immediately contact the Campus IRB at 882-9585.  
b. Assure that the research project has provisions in place for the adequate protection of 
the rights and welfare of human subjects, and are in compliance with federal laws, 
University of Missouri-Columbia's FWA, and Campus IRB policies/procedures.  
c. Complete the "Campus IRB Deviation Report". This may be accessed through the 
following website: http://irb.missouri.edu/eirb/.  
 
(5) Submit an Amendment form to the Campus IRB for any proposed changes from the 
previously approved project. Changes may not be initiated without prior IRB review and 
approval except where necessary to eliminate apparent and immediate dangers to the 
subjects. The investigator must complete the Amendment form for any changes at 
http://irb.missouri.edu/eirb/.  
 
(6) Federal regulations and Campus IRB policies require continuing review of research 
projects involving human subjects. Campus IRB approval will expire one (1) year from 
the date of approval unless otherwise indicated. Before the one (1) year expiration date, 
you must submit Campus IRB Continuing Review Report to the Campus IRB. Any 
unexpected events are to be reported at that time. The Campus IRB reserves the right to 
inspect your records to ensure compliance with federal regulations at any point during 
your project period and three (3) years from the date of completion of your research.  
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