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INTRODUCTION

The study of leadership has 1ntens1fied in recent,

Years with most studies carried out in the fields of o

‘ management and. education. In 'the last two decades

controlled experiments (cf Stogdill 1974 Friedman 1984°

'Sisk»'1985) have given rise 1x> a body of knowledge
regarding leadership which had preViously been absent As

'fyet however little work has been done to pull this

knowledge ‘together to generate a systematic theory of

?leadership. The application of research on leadership has
hbeen scanty.»f What has been done is ;uumarily among,

bus1ness executives and educational administrators.

On July 4 1960 John F. Kennedy said "It is time for

‘a new generation of leadership, to cope with new problems-

and new‘opportunities for there is a new world to be won."

This call for an emphaSis on’ developing 1eaders and the’

'grow1ng critical need for leaders has been echoed in the

field of education._ Harry Passow writes°

yThe»generalvwelfare “the standard of liv1ng, the cultural

level of society all depend to a great ‘extent on the_

»contributions of a comparatively small number of
'c1tizens--ind1v1duals who have developed their outstandingf,"

‘abilities and who are prov1ding leadership.r~

(1979 - p. 5)

‘ Passow intended. to pragmatically' point out that each



society‘depends on its leaders for direction and growth,
not to raise the specter of elitism;

During the past two decades there has been ane
.1ncrea51ng demand for quality leadership._ People are _v
crylng out for effective leadershlp to avoid military and
economic,disasters; The business world,puts high demands
on 1eadersh1p, and rewards leaders far out of proportion to
the . average worker or superv1sor. In many fields, such as
education and medicine, the managerial demands on top level
administraters has led to stress breakdowns, early
retirement and the briefest renure among top positions in
recent hiStory (Bunce, 1981; Hayes, 1983).

‘Despite this interest and perceived need, there is no
unified definition of leadership, description of leadership
develcpment, means to identify leadership potential, method
of training, or systematic theory of application. Thus,
the discrepancy between the present need and the ability to
meet that need has been a growing phenomenon for more than
twenty years (Time, 1979). Nathan Kravetz (1982) has said,
"Discrepancies in any field, academic, social, or
physical-recreational, bring about distorted, unbalanced,
and skewed developmenf. When 1left unexamined and
unremedied, they may produce the incomplete and inadequate
citizen".

Many mentally gifted persons eventually attain
pesitions of 1leadership. While giftedness is not
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neoessarily‘a ;merequisite for»leadership,ileaders are>
often:gifted; With the massive increase in - the amount of‘
information ‘available today in what has been termed the;
"information age," and the increas1ng compleXity of the
technology needed to solve maJor problems intellectually
gifted people may be 1n,greatervdemand 1n_the future; |
Giftedness'is often'defined as having'aniIQ score,two
standard deviations above‘the‘norm (100) ~ Thus in many
school district hav1ng an IQ of 132 is suffiCient to meet
qualifying standards. In'the school district in Wthh this
prOJect was carried out the tool for'identification of
giftedness was a ruhe point instrument including IQ
excellent grades high test ‘'scores on standardized tests,
plus other factors which could add to the overall score.
| Leadership is much more difficult to define. As w111
be seen in the rev1ew of literature there is no standard-
definition of 1eadersh1p.‘ The best definition the present E
author has seen 1s from the IBM Corporation deSigned by‘
- their own top executives. "A leader is onevwho is able to
initiate, communicate, motivate and sustainvoonmonality of
purpose" (Jenson; 1982, p. 2; cf. Rodgers, 1986, PP.
. 25-28). '
thile sone leaderShip skillsrand abilities may'he‘
found JJI a child's early years suff1c1ent maturity and
opportunity to exer01se social leadership 1s usually not
present until Junior high ‘school age._ Young adults are
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able to lead research projects, serve effectively in
stude_nt councils, direct group activities (such as school
projects, yearbooks, church or community youth groups), andv
participate in high-level decision- making (such as
reviewing values, assessing personal factors in problems,
maintaining goal directedness using,‘ proper methods of
: communications and motivatlon) Many junior high 'stndents
~are ablegto get jobs such as paperbv routes or sales
‘positions. A few vstudents at this age enter fields such as
entertainment'f,’_ technology or writing. |

Since it is typically at this age (12-14) that voung
adults 'begin to take personal and group leadership and make
decisions which affect other people, it seems appropriate
to discern what leadership information can be taught so
that effective abilities are developed. ‘This may be
especially true for gifted students who have better ability
to understand, process and internalize the information
necessary to deve{op their‘skills.

‘This project wiil examine some of the leadership
research data from business and education, develop a
teaching unit on leadership, administer that unit to a
seventh grade classbof _gifted students (described on p.
20), evaluate the leadershipb tendencies present in the
class members, and assess the effectiveness of the unit in
educating"the students regarding leadership abilities and
characteristics of leaders. It will attempt to discern if
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any particular instrument is effective in 1dent1fy1ng
leadersh:l.p potential and provide a short term (flve years)
assessment of the actual leadership involvement of the top':
students picked out in the class. : R

Because of the li'mited scope of‘ this project, it w111
focus on developing a teaching unit on 1eadership’. It is
'not include an exhaustive study of leadership, it willi' not
generate a conclus:.ve spec:.f:.c theory of 1eadersh1p, the
study will not research the effectiveness. of instruments in
identifying 1leaders, a_-nd,_ finally, will not predict the
effectivenes_s of .th'e teaching unit to develop leadership ‘

talent over time .

REVIEW OF LITERATURE

This section will review the literature which exists
on both 1leadership 'an,d giftedness, >looking for areas in
which the two fields of study meet. In the fielduof
leadership much has been written in genera1; While 1little
has been universally agreed on in terms of developing a
comprehens:.ve theory of - leadership, there has been
considerable »effort;v to consolidate the »fi-ndi‘ngs- of
thousands of research reports. |

The rstruggle to gen’eratea theory of leadership has
been well »summarized by Burke. '"Debate between tho'se who_'f
contend that there is one best style of leadership and
those who contend that s:.tuatlons call for dlfferent styles
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has raged for'Years,among theorists and researchers" (1980,
p. 54)' Although there are many groups and leaders who
contend that one style is best for all situations, they
disagree aSmto which is the best style. Other theorists-
maintain that leaders-have to deal’with whatever Situationt
they face and that the style of leadership must change for
new or changing situations. The first group focuses on the
leaders. The second‘group focuses on the environment in
which the leader must work. |

The development of leadership theory has followed a
chronological pattetn from basic theories in the 1950's, to
- large researchrprojects in the 1960's and 1970's, to review
and revision of theory in the late 1970's and 1980's. The
present discussion‘of the research will follow this
chronological’pattern,-attempting to relate the various
parts, |

In the 1950's, the understanding was that there were
two styles, or dimensions, of leadership. Some researchers
calledvthem'task roles and group building roles. Others
calledithem task and socio-emotional factors. In the 1late
1950's andbearIY‘1960's Fred Fiedler called them task
motivation and relationship motivation (1977).

As defined by this early work, task motivated leaders
seem to have a drive to accomplish the goals they are given
or have developed sometimes to the exclusion of caring for
the people 1nvolved in the project. Relationship motivated
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leaders seem to care morebfor the well-being of the'people
on their team than for the accomplishmeht of‘the goals of
the group.

These'labels, or similar ones, héve been widely used
both in iesearbh and in the busineSs and educational
marketplace. Fiedier argued  that one style or the othgr
could be used dependihg on the situation, butfthat the most
effective 1leader needé to know, and‘be able to implement,
both styles. The‘blending of the two factors has set the
pace for theory development.

Fiedler's theory has been supplemented by research
done by Paul Hersey and Ken Blanchard (1969). They
developed the following chart to reflect the identifiéation

of different leadership styles.

HIGH 9 | 9,1 B 9,9
Relationship
LOW 1 1,1 | . 1,9
| 1 9
LOW HIGH
Task



Hersey and Blanchard's theory SPec:Lfies that differentf“

types of leadership-—represented by three of the fourv‘_ B

quadrants in the chart-—are needed, depending on the nature“" |

of thevtask. ngh relationship skills (9, 1) are best usedffl

'when there is a personnel problem.» ngh task skills (1 9) -
are needed when there is a- problen w1th production of thev
product or fulfillment of the goals of the group. Bothv
skills are needed at a- high 1evel (9, 9) when anv
organization lS starting or under901ng a maJor change of |
‘direction or 51gn1ficant restructuring. o The 1,1
des:.gnation is a non—leader score. ‘ o | » |
Robert Blake and’ Jane Mouton (1964) have disagreed‘
'w1th Hersey and Blanchard. They argue that the best styleh
of leadership always 1nvolves both a concern for production
‘and a concern for people. | Thus, 'only the top right
quadrant in the chart represents good 1eadersh1p to Blake
and Mouton. They believe that good 1eaders who are
concerned w1th both people and production will ‘need " a
variety of strategies and techniques. k
Actually, the difference between Hersey & Blanchard
‘l’and Blake & Mouton :|.s best seen as a difference between a.
"_theory focused on’ leadership and ' a theory focused on‘
‘ 1dentification of 1eaders respectively. There is not as
much conflict between these two pos:l.tions as has been
thought (Burke 1980) In the 1960's & 70's much more was
‘done in terms of extens:.ve. research_. Jay“. Hall (1966)
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,studied more than 11 000 managers from various levels of

',business and industrial organizations. “His definition ofj‘ -

’ effectiveness or_success, as ‘a leader was‘measured(in o

: terms of,high managerial level'and youth" While one cangh_
,{argue With this method of measuring success his findings.

ixare compelling.ji Hall concluded that a 1eader s

. .‘-.achievement is pOSitively correlated With the following o

Characteristics (a) a high need for personal fulfillment’t”
_(b) chOice of subordinates who have a high need for‘u

personal fulfillment (c) better interpersonal skills (d)i'

1::subordinates involved in decision making,](e)'a1'

'Vparticipative style of management and-(f) an equal

_emphasis on task and people.: Ihese findings tended to
'lconfirm Blake & Mouton at increaSing levels of

j»interpersonal influence and added the element ofj

R participative decision making.

Also JJl the early 1970' s, Ralph Stogdill (for ten -

;years the Assoc1ate Director of the Ohio State University“va

rLeadership Studies) organized an inventory of "all the‘

o published research findings on 1eadership" (1974 p Vii)

"-'igHis group studied more than 7000 books and articles.i'

»VThere are references to more than 3 OOO reports in the - 40}2."

'sections of his Handbook
o In the preface Stogdillbcomments:
Four decades of research on 1eadership have produced a
beWildering mass of findings. The»endless
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- accumulation ‘of empirical data has not produced an
integrated understanding of 1eadersh1p. There is need “
,for a stocktaking-—for an 1nventory of results. :
(p. vii) | |
Almost every sentence in the .book is footnoted Wlth";.
fone ‘or more research reports. It is adVisable here to
summarize the maJor findlngs and suggest some applications.
 One of the early problems is the definition of a leader, or '
of _leadership.g , Some ‘researchers cited ‘by_ Stogdill .viewed
leadership ias iunidirectional'influence, pe‘rsuasion,“ or
direction from 'one-member of a group to the ‘rest of the
group. Oth’er researchers c:.ted by  Stogdill disagreed.
They believed leadership to be an 1nteract1ve process.
Stogdill s conclus:.on (pp., 16,’2-3) was that ‘a number of‘
traits (personality,‘ interpersonal‘ ‘s:kill,- " problem »‘so‘lving'
skills, etc.) prepare a ’person for a leadership role; then
social or env:.ronmental factors allow the person to
actively 1n1t1ate leadership. ThlS active leadership is
bthen sustained over time based on pos:.tion’ personal
1n1tiative 1nteract1ve communication and success.
Of- spec:.al interest is Stogdill s conclus1on regarding
trait characteristics~ |
The follow:.ng conclusions are supported by uniformly -
pOSJ.tive ev1dence from 15 or more of the studies surveyed._
" The average person who occupies a pos:.tion of 1eadersh1pv
‘exceeds the average member of his group in the follow1ng
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respects: (1) 1ntelligence, (2) scholarship, (3)
dependability in exercising responsibility, (4) activity
énd sqcial participation, and (5) socio-economic status |
(p. 62). He highlighfs two traits (intelligence and
scholarship) which can be associated with some gifted
children. |

‘Many of the studies on leadership discussed in
Stogdill's Handbook were based on factor analysis. Six
common functions were identified (p.30): (a) defining
objectives and maintaining goal direction, (b) providing
means for goal attainment, (c) providing and maintaining
group structure (4d) facilitéting group action and
interaction, (e) maintaining‘ group cohesiveness and member
satisfaction, and (f) facilitating group task performance.
Note that none of these relate to production. All deal
withv directing and maintaining the group in its efforts to
achieve a goal. Especially in natural groups, the leader
who is spontaneous and encourages participation is quickly
promoted and highly wvalued.

Characteristics of ‘1eaders were also studied using
factor analysis. There were twenty-six primary
charactkerkistbics and f‘ive seemingly indispensable
characteristics (p. 93) which were (a) social and
inter;personal skills, (b) technical management skills,' (c)
social nearnésé, and friendlineSs, ‘(d) task motiwvation and
appliéation, and - (e) group. fask supportiveness. All
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studies of leaders in which these five were absent showed
-low leader effectiveness.

Stogdill in his Handhook concluded that the primaryv
leadership functions and leader characteristics are
‘teachable and 1earnab1e. ThlS has very important
implications for teachers and parents of gifted children.
We may be able to literally train leaders for_tomorrow.

The performance of leaders on the job occurs in three
main categories (p. 163). Supervisionﬂof subordinates and
projects takes 39% of the leader's time..v Planning and
-general managerial functions take 32% of the leader's time.
All‘other factors combined take 29%, and no single element
is»over 8%. Thus, training needs to include the teaching
ofvplanning and controlling strategies as main aspects.

| Stogdill says that leaders who are highly task
oriented usually accomplish results in‘terms of production.
Leaders who are highly people oriented build 1loyalty,
commitment'and satisfaction. The,converse is also true,
namely that leaders who are 1low task oriented don'tl'
accomplish results and leaders who are low-peeple oriented
don't build 1oya1ty, and so forth. Further research has
shown that this combination of task and person erientation
almost'always results in successful experiences in
production and in member satisfaction. The task related““

trait that correlates most highly with production is

12



structuring, or organising and differentiating jobs-
! (Stogdill 1974 p.' 395). X | AN
‘A different approach to the issue of leadership wasd"
developed by R. K._Greenleaf (1977), Director of Management}fi
gResearch for AT&T. In his book he indicates that he:: S
‘~.has a concern for the total process of education and

.

what appears to be 1nd1fference to the indiv1dua1 as:

'e-servant and 1eader 'as a person and in s001ety, on thef"'

.3tac1t assumption that intellectual preparation favors )
*:optimal growth in these ways,‘where quite the reverse o
.may be true.:(p. 6) S |

& .

Greenleaf lays ‘the blame on - the educational process. "An |

L occa31ona1 gifted teacher will take some initiative but

‘the 1nst1tutions rarely sanction the effort" (p. 4)
Greenleaf says that the nature of national and -
:_ international companies or schools is to fit the 1ndiv1dual

’1nto the needs of the community.y;The present needs yfor

’ some decades have been for technicians and administrators

‘a‘not visionaries or dynamic leaders who genuinely seek tofv

'jserve.f Greenleaf b‘lieves that we reap what we SOW/

“:Ftherefore most leaders of bu51ness and soc1ety today are

skin deep" servants only., He thinks that most politi01ansy

"and social leaders are also shallow. Thus,.he believes no,f,vl,f

’foundation 1s being laid for change.}f : »
After identifying the problem (xfdso.manyy
anti leaders"i(Greenleaf 1977 p 22) briefly; éreenleaf’ :



notes that leadership :|.s often bestowed on people by the

. pragmatic fact that others follow the person. Greenleaff’_

'says this comes from one of two Treasons.. Either the-“ Lo

s1tuation presents a problem no one else can adequately'__

resolve or the leader has so served the people it is
: almost natural to bestow the right to leadership -on - the
) -person. In the first case a person is called to leadership‘
because : of skills or abilities he possesses.‘ He will
‘remain a 1eader as : long as h1s skills are needed. In the
second case the person has so given of himself hlS ~time,
‘hls .effort he has so 1dent1f1ed w:.th the ones he is
serving,, it is obv:Lous he is the 1eader. The -con»ten,tion is_
' that both forms are valuable, both forms can be learned;
but that in the 1ong run a servant leader is more‘
-trustworthy and will accomplish morevof a qualitative
nature for the good of humankind.

F.our. o‘f Greenleaf's articles in the book,are on
e.ducation. ‘The first ist concerned with ltwo issues. First,'
| an assumption in education that some individuals ‘know what
others ought to learn and that the teachers -are Justified
in 1mpos:.ng their Judgments ks backed up w1th sanctions.
‘*VGreenleaf questions the morality modeled in this aspect of
the system. He concludes that all. education should be"‘
voluntary and should not grant degrees or credentials as
was the case in the Un1vers1ty of Virginia when Jefferson
was rectorf  The second assumption is that our total

14



educational system is based on mandatory attendance and.j
then on SOClal and economic factors. HlS contention 1s’

that removal of adverse sanctions and any form of coerCion SRR

.would set free the spirit of the student learners. Peop1e7"

"who (a) deSire to learn (b) use what they learn vand (c)
'by default become the leaders of soc1ety would quickly rise
to the top. This would make servant leaders available to i(
a soc1ety.‘}” ' | ” | | |

S "; ln an article Greenleaf presented as‘ a Senior

:»Woodrow Wilson Fellow he offers a proposal for

'establishing a leadership training program for ‘a voluntary‘i'

tgroup of students led by faculty volunteers.;~The goals of

’the program are that the students learn (a) to clarify and f;v‘.

establish.'values for themselves as persons and in the‘

community, and (b) to use the resources of the univerSity:

'and the community to find and implement solutions to humanv -

“problems._y Greenleaf believes these goals are capable of
fulfillment and that the process will train the students to"

'i do  the same thing in society,;because the_university isir:
"“part of the world.. RERES | | |

Another article by Greenleaf was the opening address

. to representatives of 75 colleges under a Lilly Endowment”;,,

vfor the liberal arts.__ It is a ;uoposal that resourceé*t"

‘-people from 1oca1 communities serve as mentors and coaches,

hto students who are identified as having abilities

1nterests, and the drive to become 1eaders in the future in\. .



a similar role as‘the mentor.now holds. This iink between
society and the schools is usually missing.

The late 1970's also saw a rise in the international
study of leadership. The Japanese leadership style, based
on financial success in the marketplace, is 1largely
participative (Ouchi, 1981; Pascale and Athos, 1983).
Théir business enﬁironment resembles much more of a
"family" approach. Once‘hired, an employee has "tenure"
unless he or she "dishonors" the company. Future
management personnel are identified early and trained
within the company (i.e., mentorship is a planned
phenomenon as part of a total training package). From the
Board of Directors down there is a continual concern for
both production and personnel.

In 1979 Hunt and Larson published Crosscurrents in

Leadership, which is the fifth volume in the Leadership

Symposia Seriés. The fourteen articles are arranged in
three main sectiOps. This work updates the 1974 work by
Stogdill. Most research begins with a theory, selects a
relevant population, and tests the theory. While this
approach is. fine for testing small aspeéts of a theory or
practice, it is not appropriate for building general field
theory (ifs assumptions are far too broad, its population
ustally is picked becauée it élready demonstrates some

aspects of what is beihg looked for in the group).
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vThevcontentioﬁ of these authors is that the study of
leadership needs to make mid-course corrections in the
research-' For 1arge'groups there should be a summariiing
of the fesearch done thus far, establishing clear research
methodology, and greater spedifiéity‘on the exact nature of
what should be studied. Unfortunately, the authors do not
do in their study what their own methodology suggests. The .
book includes calls for this summarization, but offers no
examples. There are no significant changes in the empirical
findings from Stogdill's findings in 1974.

The evidence from the studies in the 1970's strongly
suggests that both task concern and relationship concern
are important, regardless of the'sifuation. Thus, while a
leader may need to draw on a variety of skills in
order to manage effectively, he will aiways need to have a
commitment to both task fulfiilment and people needs.

These conclusions from'business and educational
environments have implicatiohs for all of society. Values
are becoming more humanistic and persons are valued for who
they are and what their needs are, as well as for what they
can contribute. The amount of information is growihg
rapidly and even with’the use‘of computers to help organize
and access knowledge, it is difficult for one 1leader to
know everything necessary to make decisions. For both
these reasons the leadere who involve their followers in
making decisions will gain cemmitment which will filter

17



through the entire organization. As Field Marshal
Montgomery said, "A leader has the capacity and will to
rally mve»n‘and women to a c_ommon'purpose, and the character |
wh‘ich inépires.confidénce" (Sanders, v1980, ’p. 19).

In 1961, Barbe collected speeches from a number of
educators in a book titled Educating Tomorrow's Leaders.
Most Of. the articles call vfor a renewed emphasis on
vcharac'ter' dévelopment and interpersbnal skil-is aé a balance
with cognitive content. This began a trend which includes
research from the taxonomy of the affective domain and an
emphasis on interpersonal relations.

Ih 1969, Pasternack studied leadership patterns in
gifted students in group contexts. His research largely
substantiates 'Ehét intelligence combined w:.th concern for
"environmental" factors can produce effective leaders. In
1973, Isaacs studied the relationship of giftedness and
_leédership, but his concern was for parents and téachers of
gifted students as leader models for thé students. A
similar work was done by Michael and Dolbres Giammatteo in
1981.

2 Recanizing. the need for both managemént‘ techniques
and interpersbnal skills' James Cribbin published Leadership
in 198 1.’¢ He atterznptve'd‘ to present an action—briented
interpersonal process, based on research, as the foundation
for leadership. The dynamic elements of situations call
for a knowledge of: the environment, the organization one

18



is leading, and human behavior. Only with this information
can the 1leader determine appropriate behawvior. This
‘emphasis on behavior, fo@using on motivation, interaction
brocessés, and negotiation; is‘directed towards leaders in
the Blake & Mouton category who aré seeking to balance‘
people and production concerns. * )
" One attempt to pull the theory together has been well
received and widely applied. Erwin Stanton (1982) wrote:

This book is intended for managers and executives who,

regardless of organizational level and functiénal

specialty, supervise and direct the work activities of

people in profit or non—profit’settings. (p. vii.)

His reality céntered management system involves five
elements:

1. Persohnel selection and placement - the successful
staffing of motivated people, whatever the task.

2. Training and development - the need to focus on
attitudes of excellence and cooperation as well as
production.

3. A good performance appraisal program - evaluating
task and relationship development with goals of both honest
feedback and motivation.

4. Superﬁision and direction - the on-going
application of an effective leadership style to both the
product‘process and the people involved.

5.vReward system - a source or system of feedback that
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gives personal and public approval to pe‘rsonnel who perforrﬁ
well. | o

Thus, in business and education t‘here‘ has been a
gfowixﬁg consensus that a good leader must be committed to
both accomplishing a task and caring for the people needs
of his subordinates (Bass, 1975; Nanus, 1985; McCormack,
1984). The leader must have character qualities which
build a relationship‘ of trust and confidence (Fiedler,
1974; Eims, 1975; Johnson, 1977; Peters, 1985). He must be
able to apply 1leadership skiils in actual sj.tuations
(Douglass, 1981; Gangel, 1974; Magoon, 1980; Maher, 1985).
A very simple matrix of these concerns for training leaders
includes- character, conviction, and competence (Clinton,
1985). Identifying and developing these characteristics
for junior high or high school age pebple is an educational

task which has not been -éddressed_ in the 1literature.

PROJECT DESIGN

Justification
The 1iteratﬁre ‘review indicates that no significant
data exists regarding leadership skills or aptitude among
“se\‘\fentrh‘ grade gifted students. There is not sufficient
evidencev‘ to -di_re‘,cvi‘:, the‘-bp‘roj':_ecv:‘t nor to ine specific
direcv:tion‘ to tésting. of hecessity, i:hé devélopment of the
unit has had- v1':o ‘be done based on the author's bpastb
expe'rien‘:c"e'and“traininvg,- from the literature studied,‘ and
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from consultation with other professionals who teach gifted

students and/or leadershipvcurricula.

Goals

The project has the following goals: (a) to develop a
new teaching unit on leadership the will be appropriate in
‘quantity and quality for seventh grade through high school
gifted students (Sisk, 1985), (b) to use two instruments to
begin to assess the presence of 1leadership skills and
aptitudes among a small group of gifted seventh grade
students enrolled in a "Gifted and Talented Education
(GATE)" class, and (c) to teach the unit to the same group

of students, and (d) to conduct a summative evaluation.

Sequence

A teaching unit on leadership was developed by the
author in 1978-1980 for use with adults. In 1981-1982 it
was modified for use with adolescents. Six weeks after the
beginning of the 1982-1983 school year, the first session
of the unit on 1eaderShip was presented to a combined class
of GATE students (N=70). The students had been told
previously that as a:'part of their Social Studies
curriculum there would be a year—iong sequence on
leadership. The six‘presentafions of this teaching unit on
leadership constituted half +the year's content
(approximately ten hours).' Since the unit was presented
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prior to any content'ffombthe teacher, no prior knowledge
wés”expected. ‘Most of thése studénts had been together in
GATE'glasses for the previous three years. In chécking‘
with the‘teachérs in fhe'eiemehfary’schools it was found
that there had been no organiZed instruction on leadership
in the GATE curriculum. A formative evaluation was done in
the first session; After the‘six'presentations, a summative
evaiuation was done. Finally, the two GATE teachers were
’as_ked to discuss the unit and its value and to write a
fihal évaluation from their perépective. |

Abfive year follow-up survey was done with four
students: two of the students who showed 'the 'greatest‘
leadership potential (of the seventy in;the sample, cf. P-
20) and with two students whbvshowedblittle leadership

potential, as defined elsewhere in this project.

~Choice of Materials and Resources

Since thereawere‘no}exiéting leadership trainiﬁg
materials for use with gifted studenté at this grade levei,
a unit was developed by the author. Stogdill (1974) was
used as the main resource for butline purpéses, since it is
based on the_greatest‘empirical data base. Other content
came from Barber (1981), Clous ,(1985), Gallager (1979),
Gibson (1980), Jackson (1980), Kohlberg (1981),. Liﬁdsay‘
(1981),'Macccby (1981), Maher (1985), Morris (1985),
Thompson (1985), éndonod (1984){ The structure of the‘
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lessons is based on Egan (1975), Gallager (1975), Joyce and
Weil (1986), Mager and Beach (1976), Meeker (1969), and
Quirk (1978). No single secondary source accounts for more °
than 10% of the final unit.

A number of instruments which assess 1leadership
pdtential are available; but none has been standardized for
seventh graders, much less normed for gifted seventh grade
students. Therefore, tne choice of instruments was done by
the author bésed on previous personal experience. Three
tests were administered to the‘students in the sample: the
‘Personal Profile System (see Geier, 1979 and Kaplan 1983,
1984), the Personal Rating Scale (completed responses were
inadequate so this instrument could not be used in thKe
analysis), and the Learning Style Inventory (see Kolb,

1976). Aiso, peer and teacher nominations were obtained.

Procedures

Student Population

The stndents in the classes had all been>identified as
gifted either by the central GATE process--either IQ scores
(=> 132) or by the San Bernardino District instrument (see
the discussion nfvthiékinstrument‘dn page 3 above) --or by
the GATE coordinator, working with the principal. Data was
collected on most of the students including IQ score, CTBS
math cdmposite score, and whether they had been previously
identified as gifted.' The class was evenly divided between
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maie (35) and female (35) students (there were 76 students,
‘butdsik failed‘to attend eneugh-sessions to collect data
for comparison purpeses; none of the students for whom data;
is missing’were‘amongdthe top choices as leaders, either by

the instruments or by the students).

Educational Objectives
The primary objective‘Was to find out whether a class
~of seventh grade gifted students could be taught basic
pr1n01p1es of leadership which they could then apply
effectively. A secondary objective was to find out if any
of the instruments were effective in identifying good

leaders.

Formative Evaluation

In.the‘first session the students were asked to write
four principles of leadership. No student listed more than
one of the principles 1later presented in the unit. The
students were also asked to identify (a) a student in the
class they had worked w1th before on a class project who
was a good leader for the group, (b) a student in the Class
for whom they had voted in anvelection for a class or
school leader or as a student council officer, (c) a
student in the class whom they would like to have as the
leader of a team, when the team had to accomplish a
research project within a Six week period, (d) a student‘in
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the class whom they think would do a good job as student
council president. :These questions were asked prior to any
~ training or definitions-in,regard to leadership skills or

assessment of potential Therefore in effect the results
‘are based ‘on experience and popularity, which are two of
" the bases for leadership choice in Stogdill s research (pp.,
232- 235).

The desire of the author in asking these questions was
bto find out what persons the students already identified as
leaders in popular and‘productive situations, at personal
and social 1eVels. Having the students identified by this
means would help validate how-effectively the instrunents

picked out the perceived leaders from within the group.

Summative Evaluation

At the conclusion_of the six presentations the
‘students were asked to recall from memory the three content
questions and to make two evaluations. The content
questions were (a)’define a "1eader,"v (b) 1list the three
characteristics of‘a 1eader,;and (¢c) 1ist the four‘steps in
effective exercise of leaderShip, The evaluations were (a)
describe the host important point you‘have learned from
this unit and (b) describe what would you 1like to see
changed about the leadership unit. The written responses:

were tabulated and w111 be presented later 1n this project.
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Project Evaluation .

Basing their responses on personal experiences and
teaching expertise, the two GATE teachers were asked to
discussed the project in 1light of its research goals the
effeétiveness of the presentations in terms of motivating
the students and fitting thq needs of the teacher's class
dbjectives.‘ They sent their responses to initial faculty
advisor for this project, Dr; Kravetz. The author theh met
with the teachers and with Dr. Kravetz to discuss their
responses. Specifically, the teachers felt that the
project's‘objéctives had been aCcomplished, that the unit
met their overall teaching‘objectives, and that it had been

well presented.

EVALUATION
Results of the Project Testing

The leadership curriculum unit was taught to 76
seventh grade students as described above. A questionnaire
was administered to them during the first session. The
leadership instruments were used.in the third and fourth
sessions. Prior‘»toi testing, all students were assigned
numbers. All data will bebrepoffed based on the student's
assigned‘number;

The instruments used were the Personal Profile System:
(PPS, see Geier, 1979; for studies of this instrument see
Kaplan, 1983 and Kaplan, et al., 1984); the Learning Style
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‘of.indiyidual processes'information by getting involved
with the actual situationband relates to others by his/her
experiencelwith the person. |

The second categorybis Reflective Observer (RO). The_
RO is a person who listens, reflects on the content, then
responds to his or hereown conclusions. This person often
needs more time to reflect than. others do and is not
usually perceiVed'as'a leader in the short run, but can
perform‘wellbrhm ahrole whichhcalls for positional
authority. |

The third category is Abstract Conceptualizer (ACj
An AC wants to understand how the information or action
fits inh: a wider picture or how the whole fits into a
system. He tends to respond to the context as well as to
the content. |

The fourth category ia the ActivevExperimenter (AE).
The AE can gather data from a variety of sources and tends
. to respond by d01ng something more or less creative with
the 1nformation. He wants to know why it works like that,
:or how it can be manipulated or applied in a new or

different context.

Responses‘to thetPeer Evaluation Questions'
Thebclass‘had been together.about‘four,weeks wheny
these qnestions‘were'asked. ‘Many of the etudents had been
in one of two sixth grade classes, therefore, they had
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prior experience with each other. They had not yet done
any team:prbjects in any of their classes‘in the current
year. Student Council elections énd Class elections;had

been held in these classes.

Response to the first questioh: "Who have you worked with

before on a class project who was a good leader for the
group?"

Thirty-four of the seventy-six students were
identified as having been good leaders in the past.‘ Seven
students were listed three times each and eight students

were listed two times each.

Response to the second question: "Name a student in this

class for whom you voted in an election for a class or

school leader or as a student council officer."

One student was 1listed thirteen times. One student
was listed ten times. Two students were listed six times.
Fifteen students were listed three times or less. The four
students who received six or more votes had also recently
been elected to the student council. This gquestion
resulted in being very selective among the total
.~ population. The fbur students who stand out are numbers 3,
10, .6, .and 42.

| The PPS pattern on student number 3 is high I, second
‘high (also above the midline) D. This pattern is
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reflective of a ‘pér‘son who is céncérned with people ahd
relationships and also»abbut achieving objectives. He 
works to bring his'dr the groups‘objectives into reality
and works well wifh people in ‘doing this. vNumber 3's LSI
is high AE and high AC. This'reflect's’an orientatioh
toward rétional processing of information, relating
specifics fo a.system, and working with‘the'results in hew
or creative application,

The PPS pattern on number 10 is‘high I, second high D.
This is identidal to number 3fsfpattern.' The LSI pattern
for number 10 is high AE, secénd high AC,ralso identical‘to
number,é'shpattern. o

The PPS pattern on'nuhber 6 is high I, the second high
is D. The LSI pattern is high AE, second high CE. This
indicates a tendency to-work less with patterns or systems :
and more with actuél peqple or situations.

The PPS pattern on number 42 is high I. The second
score is D, but not above the midline. The LSI pattern is
high AC,.seqond high CE. ThiS‘is'simi;af to number six.

On thé_PPs é;l four students were_highest on the I
scaie,:Ail fouf'student;s second highest score was D, only
one of fhem‘beloh the midline. This singular combination
is hiéhly improbahie}(p<;00015,’sincehthere were twelve
'poséible combinations.~'

On‘the LSI all students highest score was AE, with the
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second score evenly split between AC and CE.  This also

_represents a fairly unusual coincidence.

Response to the~thirdtquestion° "Who would you like to have

as a leader of a team you are on when the team had to'

accomplish a research project Within a six week period°" ,
| The question was>asked with the intent of establishing
-‘avwork situation which called for a leader who was" expected"
to lead the group in accomplishing a task ‘as well as beingu

a friendly (popular) 1eader. The results were one studentf

.was listed ten times, one student was 1isted 'seven times'
one student was listed five times one student was listed
four times. The two highest students on this question were
the two highest on the preVious questions but in reverse
~ order. The third student has a PPSvpattern'of high‘I and
an'LSI pattern3of‘high AE. The fourth student has a PPS
pattern of]high I‘ second high D and an LSI pattern of
_:_:’high AE. ERR It L |
| | On the PPS all four students were high I. On the LSI
k all four were high AE Three of the four students have IQ

| scores above 142 (the mean IQ in the class is 128). The

' other student (number 3) had not been tested for IQ.‘

VResponse on the fourth question' "Who do you . think would do-

a good Job ‘as student council preSident°"

HaVing‘worked,with,each,othervfor-a month’since the
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class elebfién the students had more obportunity to get to
know each other. This,vote,"therefore, was in effect a
popularity contest based on relatively good knowledge in a -
classroom context. The results were that one studenfb
received twenty votes, two students reqeived six votes, and
one student received five votes. Three of these four
students are among the ones already described. They all
have PPS highs of I, second high D, and LSI patterns of
high AE. The fourth student (one of the ones who received
six votes) has a PPS with high I and a LSI with high AC,

second high AE.

Summary of the Test Data

Of the seven high peer identified leaders on all
scales (10, 3, 6, 42, 11, 37, 38), three appear on two or
more of the question responses and two of these appear as
the two top choices on fhree of the four questions. A
»closer look at these students is appropriate.‘

Student 10 received the highest listing on the latter
two questions and on the first question. This student's IQ
is 168, his CTBS math composite score reflects a grade
level of 12.9 (actual grade level at testing was 7.1). The
class average on the CTBS was 10.0 (note that the CTBS only
scores to 12.9 maximum; in this class seven students scored
12.9). His PPS is high I, second high D. His LSI is high
AE, second high AC. The PPS and LSI suggest an active,
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‘experimenting influencer who.isyﬁoderatelf'gOalkdireCted;;
-Thebhigh 10, hlghest in ‘the class by 18 p01nts (more ‘than
~one standard dev1ation), plus the profile scores suggests ae.
strong conceptual abillty. This is supported by the. CTBSc
math score s1x years above grade levelrf The interpretlve
pattern correlates well w1th bu51ness leadership flndlngs
1 to 1ndlcate a successful leader. Thls is conflrmed by the
strong class support 1n both popular electlons and task
~oriented contexts." i | B »

‘The second hlghest ratlngvstudentlls number 3. This
student was ranked h1ghest on the second questlon and
second hlghest on’ the 1ast two questlons (related to
present ch01ces).mvShevhas not been tested;fOrgiQ. _Her PPS
is high I, ‘second‘high'bh Her LSI is'high‘AE second high
CE, and a thlrd hlgh score (above 60%) on Achr Her CTBS
_math score 1s 10 6 approxlmately three and_one-half years
eabove grade 1eve1 h EREAT h. U v‘ o |

. The thlrd hlghest ranking student was number 6.’ This
.student ‘was glven two or more votes on all four questions‘
::and was ranked thlrd or fourth on two of the questlons.
‘fvThis student's scores are._ PPS hlgh I second. high . D°
| LSI high AE second hlgh CE; IQ 143; CTBS math 10.2. Thisa;
lls almost 1dentlcal to the. two prev1ous students
1ndlcating a student who 1s both hlghly gJ.fted and is

percelved as a leader.
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The’finalbfoﬁf‘students in the top‘fanked category are
numbers 11, 37, 38, 42. Two of these students' scores are
- PPS high I,-secqnd high D. Onevof these iSILSI;hiQh AE;
IQ0-136; CTBS-lO.Q.' The other student is LSI-high CE,
Second high AE; IQ-132; CTBS-8.1. The other two students
are PPS high I, second high S (steadiness). One of these
has LSI-high AE, second high>AC; IQ—148;ICTBS—12.9. The
final student has LSI-high AC; CTBS-9.3. No IQ was
available for this student.

The composite pattern of high scores from the two

tests are shown on the following chart.

CE RO AC AE
D
I 1 1 5
S
C

When this summary is viewed in light of the fact that
all students scored high I, and five of the seven scored
second ﬁigh D, that all but two scored high AE (the other
two had that as their second score), and that there was no
other pattern or combination of patterns in the top éeven.
The data. gathered in this preliminary study leads to an
hypothesis that the PPS needs to be further investigated to
discern whether it identifies leaders. Thg probability of
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these scores occurring in this particular combination is

very low as reported previously (p< 0001).

One way to check this apparent direction is to look

for other students who have similar scores on the PPS and
LSI and see if there are some who have this pattern but
were not picked as leaders on the preferencetquestions. In
fact only one other student, number 43, shares tne PPS and
LSI pattern of the top seven. This student has PPS-high I,
second _.h’igth‘;vLSI-high AE; IQ-126; CTBS-12.9. This
student received three votes on question four, tied with
one of the seven_leaders. The overall voting pattern for
this student indicates that he would have been fifth
overall in terms of the vote for school president.
Discussion with two of the GATE teachers supported the idea
that this student is 1looked upon as a leader by a limited
number of peers, but that perceived personality factors
'influence others not to follow this student. '.

These findings support the idea that a pattern emerges
from considering PPS and Lsi scores_coﬁpared withvactuall
_leaderShip’indicatorsf»uIn fact, the relationship is that
six of‘tne top eight leaders_snare an identical pattern and
that those six'exheust'thatbparticular category.k The other
two leaders 'vary by only one or two scores from 'thlsv
pattern.

A further question concerns the relatlonshlp between
leadership and glftedness. Five of the seven leaders have
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IQ scores within the t_ép 14 students in the total. number of
76. Three of the top four IQ scores for the whole class
are ihlthé.seVen‘ieaders._ | -
| _ Offthé top fiVezleaders, all have CTBS'mafh composifef
scores of 9.7 or higher, that is, at least two and one-half
years above grade level. However, while this indicates a
high ave’rage for a 'normal‘ p‘opulation}, "'it is not
particularly,high for this gifted class. Thé’class average
on the CTBS is 10.0. The math CTBS does not seem to
discrimihate leaders from noﬁ-leadérs, nor to indicate IQ.
Thus, all thé'tob'leaders have high IQ and CTBS math
'scores. Other high IQ scoring peopie do not appear to be
natural 1leaders, at 1least within this GATE population.
The:e seems to bé a strong relationship between leadership

, préference and high intellectual ability.

‘ Five Yeaf Foilow-Up Report

Two of #he étudéhts (number 6 and number 10) who had
:theafop'scores were tracked for five school years. Two
ofhef‘sfudents (humber 25‘and humber 39) with nearly
opposité profilésk(modéfate CS scores; there is no exact
 opposite in the'matrix of the test)'were also tracked for.
these years fOr'purposes of comparison. |

Students 6 and 10 havevbeen outstanding’overall. Both‘
won'mahyv(literéliy-a'score or more each) of awards‘for“
scholaétic and writing achievemént.and athletic and
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dramatic barticibation;T‘ For 1eadership purposes,lthe.v
yfollowing discussion centers on elective and citizenshipiv‘

types of leadership accomplishments.

1 student 1o has had 23 positions of leadership and/ori.*

‘awards in the last five years.g Nine of these were- throughi7

“election.,three were in class offices five'were in schooln
clubs, one was in a community group.i The other fourteenh
awards were by teacher or all school selection.

Student 6 has had ten positions of 1eadership and/oriu
awards in the 1ast five years.l Five were through election
‘all for class offices., Three of the other awards were byi
t»teacher or all school selection,_two were national honorary’"
bappOintments.‘ | o |

Students 25 and 39 had moderate C and S scores With

”_the I and D scores below the midline (this is the nearesty

to oppos1te of the PPS instrument scores of the indicated"

'uleaders) | Neither of these students have had any elective
’positions or leadership appOintments in the past five
YearS-' S R R | ,',‘ |
These results tend to confirm that the high I, hignyb
.‘.combination is indicative of 1eadership. However the
";=ynumbers are so small (four students) that no concluSion can: .

“be drawn.gft}

Results of the Teaching Unit
Upon completion of the teaching unit the students were



asked to answer five questions. Three of these were recallﬁf-

-questions from the content Two were questions which asked

'.them to make an evaluation of the content, The questionsgwj’

: and the students responses will be given below.

"Question 1‘*"Define a 1eader."

| The answer to question one should be‘"A leader is one
who has the ability to initiate communicate motivate and‘“
sustain commonality of purpose."dt Of 67 respondents -58

’(86 9%) answered the question with the correct answer{"

Many of these correct respondents have partial answers buti o

‘included at least three of the four components and the 1dea
o of common purpose. 42% gave the answer correctly and -

completely.’g

'«unestion 2'1"List the three characteristics of a leader." .

This should have been answered : character,
conviction competence."f Of the 67 respondents 64'1isted
iall three parts of the answer._ Two others. listed two of

vthe correct parts. One student had no response.‘ 1i

a,QueStion“S:.ﬁﬁist-four steps”inheffective,exercise"of'

leadership "f t“‘ | B .
| This related to the main p01nt of the training on v
ﬁ,competence, i.e. the functions which a leader does to be an:x
effective leader.:' The response should have been ’"plan,
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. .organize, manage'and‘cOntrOI.?; Fourteen respondents gave

two or less correct parts.~fF&fteenk(22%) gave-threeddg

correct parts and thirty-eight (56%) gave all four correct{j‘

uresponses.

Question 4: "Describe the,most_importantepointvyou have

learned from this unit "o

The most important pOints listed were; (a) knowledge
’vabout mys_elf as a .._1ebader '(N=19),‘ (b) knowing 'how' I can
become a good leader'(N-lé), (c) knowing what makes a good.i
vleader (n-14), and (d) knowing how to organize and complete
a prOJect (N-9) | o |
In examining this data ’the~author‘found that 37
'students (55%) personalized the fact that they 1earned
about themselves as 1eaders and how»f ' |
they could be good 1eaders._ Fourteen other students (20%)

gave a s1m11ar response which was stated impersonally.‘

: QueStion 5:-"What would you llke to see changed about the

leadership un1t°" ' The responses were., (a) no response

"(N 23) (b) have shorter ses31ons (N 14), (c) have more
.kabout conv1ctions (N 6), (4a) have more sess1ons and more'd

‘ content (N-3), (e) have more student part1c1pation (N 3),.

L (£) use more tests about us (N 2), and (g) teach more about_“v"

competence (N 2)
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These responses were helpful in revising the unit for
-further use. Fourteen students wanted shorter sessions.
The six sessions were seventy-five minutes long because the
school had double sessions for social studies. Normala
sessions are about forty minutes. Thirteen students asked
for more content and three asked for more student
participation. These could be met by increasing the
content in the indicated sections and by having more time
for the students to practice the SRiils being taugnt. The
teacher planned to do the latter in subsequent sessions in

the year long plan.

CONCLUSION

The teaching unit seems to have‘effectively taught the
students the goal of a 1leader, the characteristics of
1eadership, and steps in‘effectively exercising leadership.
It also seems to have motivated the students to belleve
'that they can become effective leaders. This was evidenced
_by the»class discussions,and requests to the teacher to‘
assign projects so they could 1lead. vThe student
suggestions for 1mprov1ng ‘the unit were ‘all helpful.

Testing indicates that there is a response pattern
closely»assooiated with perceived leadership. The two
instruments indicated may be used in further testing both:
to show the students some of the specific characteristics
oflleaders and to inform them of their own natural
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potenfial and ways in which they can develop and/or édapt
in their leadership style.

Thoée perceived as leaders were in the top 15% of the class
of gifted students in IQ ahd/or CTBS math scores. Thus, in
this case, high IQ was associated with leadership.

There is a possibility of using the two instruments to
search for leadership potential ih seventh graders. There
seems to be a relationship between the findings of the PPS
and peer-identified leaders. ‘It also appears possible to
teach a significant amount about leadership to junior high
students. A more exhaustive analytical study would have to
be carried out to confirm these preliminary findings
regarding predictive ability.

Additional study needs to be done in many areas. The
instruments were normed on adults. Junior high norms have
not been established. The unification of diverse
information into a cohesive whole, as presented in the
unit, was of neﬁessity done on the basis of the
researcher's experience, since no comprehensive theory
exists.

The nature and extent of giftedness among leaders in
the business and political communities is unknown. A
longitudinal study on a significant number of gifted
leaders would hopefully reveal much about the development
of leadership potential in actual experience. This could
foliow the format of Bloom's 1985 study on development of
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talent. . A study could be set up to test gifted students'

abllity to learn and then apply the funct:.ons of effective
leadershlp. It could also be set up to see how much of
leadership skills can be learned versus how much is

"naturally" acquired through informal or genetlc means.

42



APPENDIX
A Teaching Unit on

LEADERSHIP

Stephen M. Clinton

© 1988

43



Contents

I. The Need for Leaders

II. Assessment of Leadership Potential
III. Interpretation

IV. A Theory of Leadership

V. Developing Character

VI. Developing Convictioné

VII. Developing Competence

Bibliography

44



' The Need for Leaders |

Sess1on One»

‘Objectives°-By the end of this session the students w111-4f}-f7’

1 Define leadership._¢.‘£ | }
2. Describe the need for a speCific type of 1eader.,
,i3; Identify the three elements necessary for a person
to be -an effective leader. | | | _‘ ) |
OverView._Prior to and in this sess10n the teacher w111;.
| 'l.'Nominate leaders from hls/her class
2.eDo ‘a peer nomination survey 3 |
’ 3.>Present the 1esson titled "The Need for Leaders"
‘4§vMake the ass1gnment for next meeting.
I. Teacher nomination of 1eaders -
| Prior to obtalning the student nominations for leaders -
-i from their class the teacher should make a list of all the
bstudents in the class who the teacher cons1ders effective

1eaders._ Include 1n the list students who you think could

@fbe effective leaders 1n a'short time 1f one or two obstacles

were removed.m Your ch01ce of,leaders should be based on

'reading the rest of this

eaching Unit to be 1nformed of R

"crlteria'and definiti“ns of?l aderfhip.r'

*L'List of Student Leaders




ZII. Peer Nomination of Leaders d

After an'introduction andbopening comnentsiregardingv
'having this unit, the teacher should have the students answer -
the follow1ng questlons. | |

a. Write down the name of one person in the ciasszith‘
whom vou have‘worked,bwhovproved>to be‘abgood leader of a
small group. -

| b. Write down the‘name of someone in the ciass for whom
‘you have voted in an election. |

c. Write down the name of someone in the Class who you
would llke to be the leader of a team;_when the team has to
accomplish a research project in the next six weeks, and all
the members of the team will have to work together.

d. erte down the name of a person in the class who you
‘would vote for student body pre31dent who would do a good
job. " - |

. Collect the student responses for later tabulation.
Tabulatlon 1ncludes listing each person who 'is voted for in
each of the four categorles then consolldatlng the names
into one list by how many total votes they recelved Anyone

who receives‘ten or more votes should be considered a leader.
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'Téxt‘-The Need for Leaders .
A. Introduction

President Kennedy, in a speech delivered on July 4,

' 1960 wrote ‘"It is time for a new generation of leadership,g
to cope w1th new problems and new opportunities for there.is
_a new world to be won.ﬁv We are 11v1ng today in the context
of the world to which John Kennedy referred ‘How are we |
doing? Do we have the leaders we need?

TIME magazine’s cover’headline in 1974 read "Where are
America's Leaders?"” Fourteen years after Kennedy s death we
‘had experienced in the .United States the race riots of the
1ate 1960's, ‘the Vietnam War, the‘radicaleolitical,and
hippievsocial movements,kand the_Watergate.scandal. The
::leadershipfneeded tobrenew‘and,reStore,America was still
m1551ng.‘ | | o

The situation became worse. ln l979, and again in 1981,
TIME wrote "A Cry for Leadership!“» These articles included .
the following quotesﬁ |
B. Social Climate

1. Douglass Fraser of the United Auto Workers ‘a labor
,‘union said, "I can,t think of any leaders. lsn t this sad?"

2; William F. Buckley;'a‘writer and conservative
wrote "There S no one I know of who has the potential grip‘
on the 1mag1nation of the American people that would be
conclusive enough to cause everybody to say there is a

“leader' "
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3; Arthur Schle51nger Jr., then Secretary of Energy,
' dsaid "I don t see around the kind of people who const1tuted7'
leadership when I was younger."‘ | | :' :

4. Omar Bradley, general,of_the.army,.said;'"The world'
- has achieyed brilliance'without'GOnscience. Ours is a worldc
of nuclearjgiants and ethical infants;" |

Why‘are these comments true? vThe,U.S;iis the heir of
some of the greatestfleaders in‘the WOrld. Weuareiproducing
no less capable'people. Why are we not produc¢cing exemplary
leaders, and how can we begln to do so?
C. Leaders are a Resource
People who can give direction to different aspects of our
culture, and sustaln other people through the process - are
SCarcekand precious. ThlS has‘been recOgnized in many
dlfferent spheres of life. |

1. Peter Drucker, a top management consultant states,
"Good leaders ‘are -our scarcest and most precious commodity.l
Where Will we find the great-leaders who will inspire
courage, build vision, give-éirection?"te

2 'Walter‘Lippmann a“social critic, writes,}"Leaders
are the custodlans of a natlon s ideals of the beliefs it
:cherlshes - of its permanent hopes of the faith whlch makes a
natlon of a mere aggregatlon of ind1v1duals "

'.‘3. Harry Passow, an educator, said, "The general

ﬁwelfarey.the standard of living, the cultural level of
society all depend to a great'extent on the contributions of
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a.c0mparativeiy small number'ofvcitizens'=jindividuals'whdta_:t'

"have developed their outstanding abilities and who are.

_yprov1ding leadership in these areas of spec1alized talent.h_f,:f o

Because our nation and the world are so complex today, we iiy
"need 1eaders who can combine expertise 1n their spec1alty .ﬁ
'tw1th personal character and the ability to lead others.g“lv“
r'These leaders area by area through the culture are:y
‘desperately needed today, and the need w111 only become
vgreater in the years to come.; | - R

| h The people who w111 meet these needs w111 be 1eadersr
They w1ll have to combine academic and professional expertise L
with depth of character and dynamic conviction or v1sion. -
-Let's look at some definitions of leadership and try to i
':develop one to work w1th in the rest of this unit., |
- D. Defining Leadership ':. | 7 ‘ _
B fE Field Marshall Montgomery - Leadership 1s the capacity pf,,t
Q:and w111 to rally men and women to a common purpose andlthei -
"character which inspires confidence. | |
| Pres1dent Harry Truman'- A 1eader is‘a person who has
»‘gthe ability to get others to do what they don t want to do
.and like 11:. R | | |

Paul Judkins, Jr.3; A leader 1s a person with a

”'following and a cause. Maintenance of the status quo demands B

".]dlplomacy, change demands 1eadership.1_h

Ralph Nader ; The function of leadership is to produce
more leaders not more followers. |
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Oswald Sanders - True greatness, true leadership is
achieved not by reducing men to one s service, but in g1v1ng
oneself in selfless service to them.' This is never done
iw1thout cost. , . |

| A few years ago IBM Corporation asked their top leaders

to get together 1n a conference setting and come up w1th a .

definition of 1eadersh1p. After two days, these executives
:developed the follow1ng definition. | |
\ '"Leadership is the ability to initiate motivate
communicate and sustain commonality of purpose."

.This»definition describes a leader in terms of what,he
or she'does. It is the best definition I have seen. 'If'you“
‘aspire to be a leader :or if you want to follow a good
1eader you should memorize this definition.

We need to go a step further and describe the'kind’of
'personal characteristics that w111 be required for this type f
of 1eadership;,‘If 1eadersh1p 1s what is done, what are the)
characteristics of the person who is a 1eader°
Character |

'y The-first need is forzcharacter. When‘the extent of
President Nixon s deception vulgarity, etc. became .known, he
was faced with resigning or being removed. Two other modern
leaders Edward Kennedy and Gary Hart have had to drop out
of presidential campaigns because of suspic1on of 1mmora11ty.j
People w111 not stand for improper behav1or in their top
leaders. Thislis because people want‘to believevin their
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leaders and trust their leadership, not merely have someone
to administrate a program.

CharaCtér,is the inner persoﬁ.' It is honesty, love,
simplicity. When a person is right within himself or hersélft
that inner.person will shine«thrbugh the words and actions
and the attitude will be perceived."ﬁikewise, whenvthere is
an inner core of immorality, this will eventually become
evident and will impair a leader's effectiveness. A pérson's
reputation - the external self - will be close to the reallty
of their nature. »This is often seen in their attitude as
either a desire to control peqple or as an attitude to serve
them. One great leéder said, "Whoever wishes to be first‘
among you_shallybe the servant of all." (Jesus)

This is not talking about the morality of a pérson'é
actions. This is something deeper, in the'natuie of the
person. Actions are an expressionréf this inner natufe.

When you see a person repeatedly, and apparently simply,
doing the right thing, ybu begin to trust that person. This
is a demonstration of character.

Conviction

The second need for a dynamic»leader is conviction. A |
leader has a cauée, he has‘somethihg he wants to do and will
see it accomplished or is ready to die trying. Some people
want.to‘imptove the ehvironment, some want to make a million
dollars; some want to be the best athlete in the‘world.
Whatever the cause, they’are»willing,tO'pay the price to
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achieve success.

The 500 largest corporations in the U.s. are regularly
studied by Fortune magazine. As they studied the leaders of
these corporations they found one trait that all the leaders
had in common - they refused to accept failure. They never
quit trying. This kind of inner'determination comes because
a person has some innerbconviction they believe in and want
to bring into reality. |

~People don't have many of‘these kind of convictions,
maybe one or two.»-Most people donft have this kind of
conviction at all. A leader must have the inner character to

build trust, and a conviction that will inflame the minds of

L people. Someone has said "There is a great battle going on

a11 over the world, which in the final ana1y81s is a struggile
-for the hearts minds and souls of men." (Karl Marx)

A person with”character; but not conviction, is a nice
friend. A person mith conviction, bdt without character, can
be a crime boss or a dictator. But to be successful in
guiding a people a leader needs a third element

Competence

Ours is a big, complex morld and there are many
competitors for the allegiance of people. A»leader must have:
character, conviction and the skills to make things work.
Competence’includes the ability to pian, organize, manage and
control the.actitities ofvpeople so that the deSired goals>
are achieved.
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This is the easiest area in which to train someone to be
ableader. There are many training programs for effective |
‘ managerial excellence. | | |
'E Development of Leaders | |

| Every person who wants to can. become a leader.»‘
.Character can be improved when someone wants to do so badly
'enough.' Convictions can deepen ‘or even change .when the
‘1nner motivation 1s directed to the fulfillment of a deeply
,held value. Competence in management skills and abilities top

make a leader practically effective can be taught All that

‘is needed lS the knowledge of these things and the commitment”"

’Vof people to be trained v v |
Daniel H. Burnham an architect said "Make no little
plans, they have no magic to stir men' s blood and will
¢probab1e themselves not be realized° make big plans aim high'
. and hope and work remembering that a nobel idea once
_’realized w1ll never die but long after we are gone will be a
living thing, asserting itself w1th ever grow1ng inten51ty "
IV. Assignment | ‘ ‘
' Tell the class to make a list right now of the ten
v greatest leaders of all time.' After they have done this have’_i
vthree or: four student share their lists. Then assign them to |
:'vpick one of the leaders on their own 1ist and answer the
ﬁffollow1ng question about him/her. What did this person do “
chat set him or her apart _and led to his being called great°'
‘Have the students write a one page summary of their findings. si
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i: Assessment of Leadership Potential
S | ) | Sess10n Two v B _ o
Objectives. by the end of this session the students should'jii~‘
1 be able to carry out aSSignments which w111 help infd
the identification of their leadership potential.
2 have taken three tools o 3
OverView. Prior to and in this session the teacher will |
1 Collect and evaluate the "1eader" assignments.
2 Distribute and help the students take three tools.»vd
‘v‘ 3. Make the aSSignment.bj- | | " |
l. Collect and evaluate the "leader" ass1gnments.v _
ThlS should be done between the first two units."At“theb
beginning of the second unit have two students read their
' reports to the class. The best reports to be read for the
ipurposes of this unit should be ones which include
‘:descriptions of a leader s character convictions and
competence at giving direction to millions of people. fItJ
w111 be helpful for modeling purposes if one of the reports

h read is on a male leader and one 1s on a female 1eader but

B '1t 1s 1mportant that they be good reports._ ;H

h. II. Introduction to this session and completion of the tools.sv

',Introduction

Hk’ We need to evaluate ourselves sovthat we can’ find out

“ howvwe measure up to the need for leaders and find out the'_} .
‘areas in which we need to grow and be trained to become v

better leaders. | | | B



As we find out more about ourselves we are able to
discern.strengthé of persohality and character, of skills and
.interpersonal abilities. By knowing our strengths we know
what we can do best. These are the areas from which we
usually want to lead. By knowing the areas which are weaker
in our ability to 1ead,‘we can work to develop these areas so
that they do not hinder our effectiveness.

Sometimes it hurts to admit we have weaknesses. It can
threaten us and we may feel insecure. That's normal. But
the best attitude to adopt is that we need to improve and
develop our abilities. Therefore,‘this is going to help me.
If you are honest and desire to learn, then you Can.grow and
be more able fo help others. You Can'devéIOp your ability to
lead other people in the future; H

'The teacher should take each of these instruments before
administering them to the class or reading any further in the
instructions.

Learning Style Inventory

Distribute and help the étudents to take the Learning
Style Inventory. This instrument will help assess their
preferred manner of learning, that is, how they process and
aésimilate new matefial. This is an essential function of
leaders.

- The key, after learning their own typical preference, is
to underétand that all these styles are available and can bé
used by a good leader in the way in which each situation
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needs'to be'comprehended. It is also heipful in learning
that dlfferent people come at learning differently and that
we need to allow, in our interpersanal transactions for
these differences.

LeastvPreferred Co-worker

This scale helps find out about interpersohal attitudes;
The scale asks the subject to identify one person with whom
they have worked in the past who was the hardest to get along
with. The questions then ask about the co-worker's
‘personaiity and the value of the persoh. It does not ask
abodt the cg-wbrker's performance;

| Use ﬁith a variety of workérs has confirmed that the
higher the 1evel10f 1eadership, the more the person is able
to'diétinguish between a co-worker's personality and his/her
_ :performance.: Thérefore, the higher the numbér scored the
better, in terms of leadership potential.

Personal Profile System

This instruﬁent assesses how a person will behave in
various'ci:cumstahces. The three graphs indicate the type of
need-bases motivation‘which guides the person in choosing
behaviors. Those who are motivated to initiate tasks are
designated by the fD“ label. Those who are motivated to
initiate contacts or relationships with people are
designated-by the "I" label. Those who are motivate tO‘buiId
and kéeﬁzclose personal contacts are designated by the ngm
tiabélg Those who are'motiVatediby the completion of tasks
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are designated by the "C" label.

Eech’person will usually have two or three scores above
the midline on the graphs. Any score above the midline
indicatee a significant need in that area in‘a person's life;
Research indicates that the combination of highest "I," with
a "D" above the midline, is the “natural’ leader style. A
leader needs to be an initiator toward people and needs to
have a purpose or conviction which they want to see worked
out. People who do not have these strengths can develop
these abilities. Graph one gives the usual pattern of
‘behavior. 'Graph twotshows the tendency of the person to
'change behavior under pressure. Thus, the direction of
change from Graph one to Graph two indicates the need based
tendency of the respondent when under pressure. An effective
leader‘needs:to be able to choese nis responses. to meet a
variety of circumstances.

This instrument is also helpful in seeing that‘a good
team needs to have all four characteristics present. Thus,
each person's ability is necessary and ueefnl.

Conclusion

A good leader needs to be able to learn from many
different circumstances, thus different learning styles are
useful. The leader must be able to use different styles as
the need arises, and will often want to have people on the .
executive team who have different styles.

The leader needs to be able to distinguish between
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personality and performance in order to retain followers and’
to deal with failures without alienating people. | , C |
| The leader needs to 1nitiate both toward people and
'toward task or goal fulfillment.g He also needs to see that
'tpersonal relationships are maintained and that goals are
b“vaccomplished. To do these things he will need a balanced
biteam of people,,-l |
III. | Assignment | |
R The students should read all the interpretive pages of
}’each 1nstrument before the next session. ‘The teacher should,a‘
‘prepare a quiz (about five questions) based on these
-instructions and the major interpretive sections of the
.instruments,* This quiz‘should be given just prior to theb
next session. ‘d‘i i | ‘v”i - '
Since the purpose is to help the students see lf they
bare properly comprehending ‘the information the answers to »
‘the quiz'should be given but the quiz should not be graded‘or'ﬁ
o collected ' The students should be instructed to use the quiz
-bto find the weak areas of their comprehension and restudy the‘_

'-1nformation. ,
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'Interbretationv 
| Session Three
j'ThisusessiOn is to be spent on helping the students
‘finalizé'theiriinteréretatibn of the three instruments, so
that before session four they éaﬁiwxite é personal assessment
of their 6wn 1eadérship potential, including:
1. the record of their thrée set of test scores;
2. an analysis of their léadership strengths;
- 3. an-’analysis of their leadership weaknesses;
4. a statement of theif_hopes for future leadership;
5.-& deScription of the areas they neéd to develop so

that their future hopes may be realized.
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A Theory of Leadership
Seséion Four
Objectives: by the end of this session the students will
1. be able to define leadership and describe the three
majof characteristics ef a leader.
2. relate their‘own 1eadership’development to the‘ ,

general theory‘and design a'plan for self-improvement.

Introduction

A theory set ouf the elements of a ﬁodel in an
interconnected way which enables a person to see the major
elements of the model and to see the development of the
elements from one to another. | |

‘A Theory of Leadership

A definition of‘leadership‘was given in session one.
Every student should be familiar with this definition.

Leadership is the ability to initiate, motivate,

communicate and sustain'commonality of purpose.

In keeping with this definition, the leaderiis one who
works with people to accomplish a goal. 1In some cases, the
leader will need to provide all four aspects of the
definition, namely to initiate a goal (conceptualize it and
refine it so that many people can easily understand it),
motivate other people to adopt this goal and give themselves
to the fuifillment of it, communicate with the workers and
with others outside the group concerning the activities
necessary to fulfillment of the goal, and sustain the group
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cohesivenesé’and individual effort until the goal is
fulfilled.

On mény occasions the ciréumstances and/or the
environment will designate many of the elements. At the cbre
of leadership in these cases will be the fulfillment of the
communication and sustaining elements.

In either case, the successful leader will be one who
combines personal character, a clear, specific conviction and

managerial competence toward the fulfillment of the goal.
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CHARACTER - CONVICTION
COMPETENCE

Character'is the inner person. It is honesty, 1love, .
- simplicity. When a person is right within himself or herselfs.
that inner person will shine throngh the words and actions
and the attitude will be perceived. Likewise, when there is
an inner core of immorality, this will eventually become
evident and will impair a leader's effectiveness. A person's
reputation - the external self - will be close to the reaiity
of their nature. This is often seen in their attitude as
either a des1re to control people or as an attitude to serve
them. One great 1eader.said, "WhoeVer wishes to be first
among you’shall be the.servant of all." (JeSus)

Th1s is not talking about the morallty of a person S
actions. This is something‘deeper, in the nature of the
person.: Actions are an expression,of this inner nature.

When you see a person‘repeatedly, and apparentiy simply;‘ ‘
doing the right thing, you begin to trust that person. This
is a demonstration of character. ,

| Convictions are’more diffiCult to identify. Many‘people‘
don t have speCific, deeply felt conv1ctions.» Often people"
who do have conv1ctions have a difficult time describing
those convictions. The first effort is to try to describe
different kinds of convictions. | |

‘ Convictions can be thought of in two broad categories.

The first category is values. This 1ncludes beliefs and
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opinions about spedific iteﬁs. These could include racial

‘ feélings, telling the trufh‘bs. lying, whether to drink
,alcohol,ornnot. It could aléo include specific items about
" which we have very deep, highly emotional feelings: the issue'v
of divorce (more 1iké1y to be deeply‘felt if you come from a
home where a divorce has taken place), or, the issue of drunk
driving (if you have had a close relative killed by a drunk
v‘driver you will probably feelnyour.position more deeply).
These are all issues of vaiues‘ They relate to specific
‘items, but are often not related to éach other.

Another category of convictions relates to'Your
philosophy of 1life, 6r the meaning and pﬁrpoée of life when
it is ail taken together (what Bloom calls "characterized by
a value set"). It is unusual to have this set of convictions
well definéd‘before age 21 or so.

This level‘bf conviction is often defined by a person's
religious feeling,‘whether committed theist or atheist. If
yoﬁ believe in God, especially if you think of him as savior
in some eternal séhse, this religious belief may become the
heart of your views on ail other subjects. Some people hold
equally deep convictions that there is not a god of any kind,‘
that mankind is alone in the world, and that to hold any
other belief is to pervert human effort into false efforts.

Other people come to clear, deep convictions through
some climactic experience which deeply influences them to
hold some parficular value, not just‘as a‘surfacé‘value, buf
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as a gentralvvalue,vin light of which all other values are
adjusted. Other people come to this same centralizing of a
value fhrough personal reflection and self—examination:

Leaders have deeply held convictions about something.
vThis is usually part of what makes them leaders, they are
passionately committed to some vaiue and have oriented their
life to achieve the goals this value suggests. Without any
deeply felt conviction, a leader becomes a manager of a task
or of a group. There are many managers, few leaders.

This inner dynamic sense of purpose can be developed
through personal value clarification and reflection on one's
convictions concerning the purpose of life, your place and
purpose in the world, what is true about reality, and the
issues about which you believe you shbuld have deep feelings.

Competence in leading concerns the leader's ability to
plan a course of actidn leading to the fulfillment of the
goal, recruitment and organization of a group of people to
work toward the goal, managing the group through motivation
and communication, and control of the outcomes through
evaluation and restructuring.

Conclusion: All these elements (character, conviction
and competence) work together to influence the leader's
behavior. To the extent these are effective, the leader will
be both influential and successful.

A successful leader is one who uses his or her
character, conviction, and competence to initiate, motivate,
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communicate and sustain commonality of purpose.

Assignment

The student should fake the personal assessment they
developed, now with suggestions and corrections by the
teacher, and revise their plans in light of this session.

Each student needs to identify his or her present level
of development in the three areas. Only then will they be
able to assess the needed areas of growth and plan the study
and experiences which will lead to personal growth.
Hopefully, this experience will also lead to a felt need for

more informétion andvoppOrtunity to learn about leadership.
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Developing Character
| Session Five
'Objectives:
By the end of this session the students will:
1. have defined "character."
2. know eight elements of character and what hinders the
development of character.
3. have been through a role-play model of character

analysis.

Introduction

The inner person, who you are when you are alone, is the
real person. When we are with other people we tend to show
off, or cover up, or project an image. When we are alone or
sometimes when we are with people who know us well, our true
person is revealed.

Many people lack a clear view of who they are. Their
self-perception is not good. They need to be in touch with
their inner person, especially their feelings and beliefs.

We each need to know ourselves and be honest with ourselves.

It is sometimes a problem to be honest with ourselves.
We may have tried to put on a front for so long that we don't
know who we really are. Or, our life experiences may have
led us to learn certain habits that aren't really true of
what we want to be doing, but are a response to what we think
is expected of us; these dishonest fesponses may have led to
an unheélthy mental situation. Thefefore, the first goal of
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examining our character is to learn to honestly evaluate

ourselves.,

Identifyingngharacter"”Lbqu?}l‘ L
4 At this point let's define more specifically what we
-_mean by character., A person 5 character is his/her inner é??‘tf
‘-value set (Krathwold 1964) manifested 1n the total lifestyle*;i;7
over a period of extended time.f There are many elements e
which make up the value set of a good character.» The |
‘folloWing discussion will focus on eight elements..’i~fif:y:
1. Integrity~--Firm adherence to a system of ethics.

y t Honesty and dependability in word and deed.: Harmony 'Th
ebetween public and private 1ife.v An unblemished reputation

in relationships with the oppos1te sex creditors neighbors ’

’n'government etc.: A total lifestyle that enhances one s =

,reputation because it highlights the person s wholeness._{ﬁi;;,
2. Direction -»Interested in doing what can and ought to bex‘ﬁr
done._p - ] '

Sees the potential and the possibilities, as well as the_

‘ kobstacles and hurdles., Thinks about what can happen—dreams

‘t‘imagines, forecasts predicts. Focuses on the 1dea1 -Thinksf'i"
gin the future as well as the present.y Thinks""” ‘ 5
ndevelopmentally, not Just operationally.; | s ‘

3: Confidence - An observable assurance of worth and ability.f?f’

R Faith in oneself and one s abilities, Without conceit or?f

arrogance.a May be quiet and cautious or aggreSSive and bold.

Conveyed by phySical presence and bearing, by personal |
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dynamism, by knowledge and experience, by positiqn and

status, by the way one speaks. Not uncertain, unsure, |
hesitating, wavering; or insecuré. Clnselg related to one's»;
self;concept. | | .

4. Curiosity - An insatiable desire to leérn.

A healthy dissatisfaction with one's present level of
achievemént. A lively interest in searching and probing. An
inquisitive mindvthat wants to explore and is constantly
asking pertinent questions. Pursues general realms of
knowledge_as well.as special areas of interest. Motivated to
explore and investigate.

5. Creativity - Enjoys generating new ideas.

Willing to:experiment; to try the new. To innovate, not
just repeat. kThe ability to focus and harness the
imagination. To do éomething different. To lobklat all
sides of an issue and to seek new perspectives.

6. Stability - A consistent, dependable‘lifestyle.

Not given to major medbchanges, nor major fluctuations
of interests. Able‘to stick with the plan) to adjust to the
new and‘unexpeéted without losing sight of thefgoal. ' The
ability to cope pétiently and steadily with pressures,
problems and Challénges. _

7. Happiness - An‘attitude that‘is pléasantly positive.

A joy, gladness, optimism andtcontentment4that is
pOsitiVe;'yet reélistic. Notjsilly‘and superficial. Not
~overly sober and serious, An outlook on life’thét is
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essentially peacefulband poSitive..‘

8. Discernment - sensitive, perceptive insight.
) A’deliCatevawareness_of what is going on internally_and_ i

externally. The'ahility to acourately assess the situation.v

To know what is right and wrong and what needs to be said and

done. The ahility‘to distlngulsh the real from the apparent.

Hinderance to the Development of Character

There are two main blocks to the development of good
character: stress and poor relationships.

We all live with stress, and for the most part it is
good for us. When someone asks you to do something, that
,gives‘you stress. First you have to make a deoision, then

you have to follow through then you have to live with the
results.. Any demand on our time or activ1ty is stress.
Often we put ourselves under stress by demands we make on
ourselves. o

We can respond to most stres$ by simplyglooking‘at who
we are; what we wapt to do, and then making a decision. 1In
- these cases, the stress has resulted in healthy growth. The
stress was an opportunity to be challenged or stretched, to
help someone who needed us. |

But stress also comes in two negative forms. When we
are under a load phy31cally or emotlonally, events which we
could usually handle may now prove to put too much stress on
us. The result may be anger or attack or withdrawal. In
this case, we do not respond_in‘a_healthy way. Thls
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unhealthy response can ‘lead to our character qualities being
compromised (lying, cheating, instability, loss of
happiness). | ﬁ;

Another form of unhealthy stress is when someone or some
event comes to us with demands we cannot meet. This may
often happen in disaster situations: or home is destroyed in
a fire; a close relative or a friend dies. It may'come
through someone screaming at us toido something and,We are so
bshocked or‘afraid that‘we can't respond.

Since‘stress comes to all of us,‘We can.prepare for it
both physically and mentally. Physically we can prepare for
stress by getting proper nutrition and exercise. It is a |
fact that people who are in good shape physically can take
more stress and handle it better than people in poor health.

Mentally we can prepare to deal with stress by building
good mental habits. We need to look at some of the ways we
have reacted to situations in the past and evaluate those
reactions. Is that how I want to respond to that situation? .
If I didn't respond as I wish, how should I have responded?‘
And how can I respond by choice in the future? Many future
stress situations will be similar to what we have already
experienced. Bykanticipating what problems we may encounter,
we can build'up good mental responses.

Leadership situations are always interpersonal
situations. Leaders lead people. Leaders spend 80% of their
time in interpersonal communications. There are four
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abilities which help build good relationships.add foutb..
abilities which keep good‘relationships from breaking down.
How to Build Good Relationships | |
1. Establish and maiﬁtain good friendships.- /

This calls for character qualities of humor{ a good
seif-céncept, a positive outlook on life, stability, the
ability to émpathize and éYmpathize, listening; showing
genuine»interest>in others. Non-verbal factors are
important: a smile, a touch, a laugh. These are all
contagious. Friends are also very helpful when thg times of
stress come, through their listening, caring and support.

2. Accept individual‘differencés.

We ténd to include some,peopleband exclude others in our
‘friendships. When we relate to people on the basis of
external cirdumstances (how much money do théy have, how do
they dress, etc.) we will often miss many imporfant contacts.
By looking for charaéter quélities, we can find people who
will be friends in many situaticns,v They will be people we
can count on in both stress and relaxation. The only reason
we should exclude someone from a relatidnship is because of a
poor attitude toward us. Even then we should remain open toij
the person's attitude chaﬁging. Good leaders tend to be |
signifiqantly more open in their personal and working
relafioné than non-ieaders. They’seebthe potential in people
and how others can fit into the 6vera11 plan.

3. Build and maihtain a servant attitude.
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There are positions of leadership in_every actiVity and
those who occupy them have both responsibility and authority.
The attitude with which a person uses his authority should be
that of a servant. A servant acts in 1ove to meet the needs-
of others and to draw‘them to the common objective;.bThen,
together, the group is.able to accomplish the’objective in a
way that is fulfilling to alltthe members. A»servant leader }
does not do everything for the people. He serves bypoaring
for their needs while they all work together on the
_objective.
4;~Communicate honestly,fopenly, and-appropriately.

| A leader is Willing to reveal enough about himself and
his goals =le} that people know who he is. and feel good about
both his strengths.and weaknesses, They need»to know him as
a person as well as an organizationalvleader. Of course,
only appropriate informationvshould be shared. This will
probably differ with those closer to you in the group, but
all should see that you are open and honest.
| When you lead by the example of your own life, as well
as by what you say, it puts. pressure on other people to
examine how they are.responding. If you are open, they will
be‘also. This has the potential of deepening the
relationships of all those involved. |
‘How to Maintain Good Relationships.
1. Recognizefand handle negative reactions in'others.
“People may'be'negative.for many reasons.’ We need to be
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close to others so that we can freely talk with them and
‘explore ﬁhy they have reacted negatively. The skill of
listening will be important,v Gften psople differ because
they have a different perspective on the situation and we can.
learn from them. This doesn't mean we will give up on the |
objective, but we'may~be:ab1e to find ways to fulfill

" multiple objectives. If someone is alWaYs'negative, then
they may have to leave‘the group. |

2. Handle crisisvsituations firmly.

- In crisis s1tuations people often don't know what to do.
' Crisis often results in a loss of perspective and
objectivity. Listen gain other counsel if needed, then make
a decision and act.upon-it. Often’this action w111 be to
vhelp other people. You cannot be in the situation for them,
but you can help them to act and to seek success.

3. Face conflict openly.

Conflict is not always wrong. Sometimes'it comesbjust
because people are different and need space to carry out
theit responsibilities in their own way. In these cases,
learn to put'up with difference as long as -the purpose is
still being accomplished.

If the conflict is over issues of your:behavior, then
,youbmay need to apologize and change the behavior. Or you
‘may need to explain;why youvchoose:thatfhehavior and seek .
reconciliation without changing.

| The point is that the issueineed to be opened up and
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dealt with openly. When a leader has to mediate between
othefs whO-are-in'conflict, he must deal with the issues and
behaviors, not the personalities.
4. Learn to solve problems.

| Cafefully evaluate;the situation. Leaders need to seek
and get good ad&ice. Without correct information, it is hard
to make correct deCisions. Consider various options for
change. Try to take different perspectives. Consult with
others until you have all the information. ‘A good leader
learns to know how mnch-information is necessafy to make a
decision. If you spend too long on the 1nformation you may
miss the opportunity. If you get too 1itt1e 1nformation, you -
are sure:to~haye problems iater.r Once a decision is made see
that a11 people 1nvolved in the problem follow through on the
solution. ' ‘

Assignment

The point of this exercise is for the students toblearn
to evaluate character and to choosevleaders based on
character. Pick.an issue currently confronting the school or
community with which the students will be familiar. ‘Form the‘
students into teams (ahout five each) and have them pick a
leaderdwho will help-them resolve the issue. Then have the
leader bringiabout a proposed‘solution. After each group has;
a leader and a proposed solution, ask them to write down the
qualities they wanted in the 1eader, the good and bad aspects
of working out a solution and whether the leader acted as
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they anticipéted or if they have suggestions for better
leadership. Then have them choose another student from
within the same group as a new leader and give them another
iésue to deal with. Again help them evaluate the dynamics of
the leader selection, solution choosing ahd resolution phasés

of the project.
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Developing Convictions
Session Six
bbjectives: by,the’endsof this session the‘stUdent will:
1. be able to define Convictions
2. know how to form one's own convictions
Many people don't\have‘speCific, deeply'felt

convictions. Often, people who do have convictions have a
difficult time describing those convictions. The first
effort is to try to describe different kinds of convictions.
Convictions can be thought of in two broad categories. The
first category iS»values.p This includes beliefs and opinions
about specific items. These could‘include racial feelings,
telling the truth‘vs. lying,‘whethervto drink alcohol or not.

| It could also include spe01fic items about which we have
very deep, highly emotional feelings: the issue of divorce
(more'likely to be deeply felt if you come from a home where
a divorce has taken place), or, the issue of drunk driv1ng
(if you have had a close relative killed by a drunk driver
you will probably feel your position more deeply) ‘These are
all issues of values. They relate to specific items, but are
often not’related to each other.

| Another category of conVictions relates to your
philosophy of life, or the meaning and purpose of life when
it is all taken together (what Bloom calls "characterized by ?
a value set") It 1s ‘unusual to have this set of convictions
well defined before age 21 or so.
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This level of.conviction‘is,Often defined'by'a‘pérson's
’religioué féeling, thfher_committed theist o:'atheist. If
you belicve in God, especially'if.you think of_him as savior~,.
in scme‘eternal sense,vthis religious belief may become the
heart of your viewsvonvall other snbjects. Some peoplé hold
€qually deep convicticns that there is not a god of any kind,
tnat mankind is alone in the wcrld,_and,thaf to hold any
otherlbelief is tc‘pefyeft'hqman‘éffort infc falsevefforts.
People often come to clear, deep convictions through
some ciimatic‘expérience which deeply influences them to hold
SOméJbarticular valdé,~nct,just ésva surface value, but as a
central Qalue, in 1ight of which cther values are adjusted.
cher_people come to this same centralizing of a value
fhrough personalbreflection and self-examination.
| Leaders have deeply held convictions about something-
This is usually part of what makes thcm 1eadérs, they are
péssionately committed to some value and have oriented their
lifé to achieve the goals this value suggests. Without any
deeply felt convic;ion, a leader becomes a manager cf a task
or of a group. There are many managers, féw leaders. |
This inner dynamic sense of purpose can be developed
through personai valuc deVeiopment and reflection on one's
convictions concerning thé purpose of life, your place and
purposefin the WOrld, what is true aboutbreélity, and thc

issues about'which.you believe you should have deep feelings.
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Martin Luther‘King, Jr. had deep convictions about God
(he Wasva‘Christian minister) and about racial equality. His
speeches; actions-and writings are oriented toward furthering'f
these two causes. |

| President John Kennedy had deep convictions about the

United States beComingva first class world power and about
the development of technology. This worked out in the United
States being first to pdt a man on the moon. But lesser
known achievements include the renewed emphasis on science
and technology in public schools billions of doilars going
into computer and technology research, and the growth of the
military-induStrial.complex during the sixties and seventies.

Steve Wozniak (a gradUate of the Caiifornia Mentally
Gifted Minors program) andvsteve Jobs built the second
. largest COmputer company, Apple Computers, around an idea of
staff and performance excelience._b

Leaders need to have deep_convictions; They also need
to be able to communicate these effectively to other people.
In this role they become value- shapers. Thomas Peters in A

Search for Excellence (1982), says,

An effective leader must be the master of two ends of
the spectrum: ideas at the highest level of abstraction'
'and actlons at the most mundane 1evel of detail ~The
value shaping leader is concerned on the one hangd, with
soaring, lofty vi51ons that w111 generate excitement
’.‘and;enthusiasm for_tens or hundreds of thousands of
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| people. 'Thatls where thevpathfindinerole»is critically-'
important.: On the other hand it seems the only way- to

‘ instill enthusiasm is through scores of daily events,.,ff,

v with the value-shaping manager becoming an 1mp1ementor ;f:~p

'upar excellence..(p. 287) |

‘This combines what has been describe as conv1ctions w1thh
ﬂcompetence 1n follow through In this way, convictions are
passed on to other people and the leader becomes a yf_”

‘value-shaper.”'

'_3Assignment'”h"f S ' |
| The students should each write down five values they
cthink are most important to them.; The teacher Will need to s“
'help them see if what they wrote is a value or a description
~ of a goal (a behaviorally-oriented phrase) Next the j' |
students should research their own values to l) define them
2) write a. paragraph about how they came to hold each value
' 3) write a paragraph about how they would like to implement
' each of these values through their 11fe and 4) how they
wwould like to 1nf1uence others concerning each of these
:values.bv'i7“r'““" | A

In the process the students may shorten their list to B
\hhtwo or three values. The purpose of this assignment is for fo

each student to clarify and sharpen hlS or her own values."
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Developing Competence
v Session.Seven _ e
Objectives: by the endjof this session theIStudentvwilltl‘
| l be able to describe the four broad stages in -
B exercising leadership. | |
2 have begun the process of exercising leadership and
E of evaluating leadership effectiveness.v n
Let's review the definition of leadership we are using
vin this unit° v‘ ,. .
» Leadership is the ability to initiate, motivate,
icommunicate and sustain commonality of purpose.

'_ If a leader has the character and conViction needed he
~ or she is ready to exercise leadership.’ This means working
w1th other people to bring them to share the value (common
purpose) and work toward 1ts fulfillment in some aspect of :
11fe. | |
| The various phases of exerciSing leadership have been
. summarized 1nto four stages. plan organize, manage and
“control [cf Douglass Management (1973), pp. 1-16, 1-17; and
.Stogdill Handbook (1974), pp. 156- 166] This simple f'schema
w1ll be used to develop the idea of competence in working

with people and developing a practical application of one's

Planningigf
,Can you identify thesCOmmon factor in the following
activities:‘an,Apollo moon shot, a small business,meeting,»a
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trip to Hawaii, reaching the Americanvpﬁblic with a new
computer? At fifst'glance ho similarity is apparent. What
does a moon shot have in common with a business meeting? The
common fhread in all these activities is planning.

In each case above, it is necessary to sit down and
think through what you want to do and make necessary
preparations before beginning a project. It is this thinking
ahead that we define as planning. Planning is the process of
predetermining a course of action. Often you will want to
involve other peoplé in the stége of planning, especially
those who have experience in the ijectivé you wish to
accomplish, or if other people will be effected by your
activities.

There are four steps in planning. The first step is to
establish objectives. 1In this step you determine what should
be accomplishéd. You establish a target toward which you and
the people who work with you will be directing your efforts.
You cannot very well determine how much money will be spent
or when different activities need to happen until you have'
determined what should be accomplished.

Objectives are ériteria against which you can measure
'the effectiveness of the present activitiés. vTherefore, they
need to be stated as measurable activities in an organized
set.

For example, write a research paper on an assigned topic
within the next week. It can be clearly determined whether a
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person fulfills this or not.

The second ctep is‘to program. Here you lay out the
steps which will be necessary to go from where you are now to
your objectives. You‘start with the first needed activity,
then the next, etc., until the correct activities are going
on so that the‘objectich’can be accomplished. You then have
a'list oé ﬁhe necded,activities an thc order in which they
are to happen. |

To use the‘objective giﬁen above,‘write a research paper
on én assigned topic within the next week, the steps may be
shown as follows:

1) choose a topic for a research paper from é list

provided by the teacher within teo minutes,

2) spend ohe hour in study in the library,

3) spend two hours discussing your findings and
ideas with other students who have chosen to
work on the same topic,

4) write a three page paper on the topic and turn
it in to the teacher seven days from now.

Each of these is a measurable step (usually both of
directed effort and of time) and the whole set is organized
to accomplish an overall task-4writing a research paper.

| The next step is to cchedule fhe activities. 1In this
step‘you determine when each differenf activity will be
accomplished. Determine when each activity will begin and
end. Enter these on a written schedule so that you can
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remember each one and will be able to measure whether each
one'is-finished on time. This is a very important step
beeause.it coerdinates thevectivities}of all the people whef,
will be involved. |

The final step of planning is to budget. In this step
you determine how much personnel, funds andeother resources -
will be needed end how they should be supplied. Many
practical issues are faced in this step: Howbmuch money is
needed and how it can be-ebtained, how many people are needed
and hoﬁ to recruit and train them, what materials are needed
and where will they be obtained.

Expect your plan to chahge as you work through the
actual steps. From your‘plan you will know the»approximate
steps to take and what the requirements will be. Do not
worry about rewriting your plan unless major shifts take
place.

Once a plan is developed you'use it to keep yourself and
those working with you aimed at fulfillment of the objective.
The plan is also ueeful to give other people an overview of
what your value or objective will look like when it is put
- into action.

Ofganizihg

Organizing.is a logical step in a process of
accompliShing an objective. It is difficult to motivate
péople.to‘get involved in something if it is not clear and
defined in your own mind. Planning must precede organizing.
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Organizing is the process of placing people 1nto a unified
structure to accomplish obJectives.

Since the people involved may change, the environment orﬁ
situation may change, and the work load may grow, organizing.
is not accomplished once and for all, but is_continual.

In any plan there will tend to be natural clusters of
activities and people.that seem to go together. These links
need'to be recognized in your organization.

Once you have determined the related steps in the chain
of act1v1t1es you can show these on a chart. ‘From the
research paper example above We might show twenty-five
students choos1ng a topic and d01ng research in the library,
then coming ‘together in groups centered around the topics to
discuss their findings.

All personnel involved need to be shown'on the chart so
that their contribution can be seen. Begin at the top or
left side of a chart and show all the steps involved.
Assigning people to specific jobs is called delegation.
Delegation is the process by which a leader gives
responsibility and authority. ~Assign people_to activities
that will utilize each person's strengths_and previous
experience. | |

If the job is complex or will extend over a longer‘r
period, say a month or,more. then the leader may need to -
develop job descriptions for each person. Job descriptions
are for the people and include all the steps that particular

85



person will need to do to accomplish his part of the'task.
Usually yoﬁ should include: what the responsibilitiesvare,
what authdrity the person has for doing the tasks, to whom
the person looks‘for'direction_and appfoval; and who looks to
the pérson for direction. |
Managing

Managing is causing peoplé‘tO‘take effective action.
This is where the activities you have been planning and
organizing will‘actuaily take place! This is when you will
see the objective begin'to be fulfilled.

The teacher should develop one page essays on the
folloﬁing topics to give to each student:‘

* Being a consistent example.

* Making hard decisions.

* Live with some tension.

* Be confident about yourself and the project.

* Care about the people. |

x Keep focused on the overall objective (not on the

pianning steps or the organizational chart).

* Motivate fhrough Creating self-starters (help others

to see the need_and feel the commohbvalue).

* Encourage and fecognize achievement.

* Dissolve inter-personal tensions.

* Be flexible, because changes will al&éys take place.

These ten topics are all needed steps of managing a
project and when applied will lead to fulfillment of the
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objective through the plan ‘and the organization.
Control | ‘ | }
Control is a process the leader takes to assure that the
'group performance conforms to the plan and fulfills the
:obJective. Controlling will help to harness and sustain the
initial momentum of a plan. In this sense controlling 1sl_
essentially an attitude which is committed to accomplishing
the obJective and want to measure progress to make sure the
JOb is getting done. o | | ‘

To establish controls, set intermediate target p01nts at
which you can measure whether the plan is on course and is
accomplishing the obJective. By having these target points
all personnel will know whether the objective lS being
accomplished and will be able to applaud the progress or.
redouble their efforts as needed. : | |

There can be target p01nts for each individual and/or
the group as a whole.i Each person needs to report on hlS
progress and each leader needs to verify the report. You are'
measuring the results of your effort. If you find that there
:is a problem in the actiVity, you can either change the
efforts being put out or you can rev1se the plan.

A551gnments ]f{fh

‘The teacher can use this opportunity to accomplish other N
s‘educational objectives by having the students form ‘into

groups and seek to accomplish a group educational goal. Eorb
example, the students mayvbe put into groups-of,five,or six,
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and given the assignment of doing a group research project.

They are responsible to select a leader (do not put all your B

natural leaders in the same group), plan the tasks organlze o

the work ‘and the personnel manage the work and control the |
»results. The teacher sets the obJectlve and evaluates the “
-outcome by measurlng the products agalnst the obJectlve. i
Durlng this process the teacher w111 be able to help the
students learn by leading by how they lead and manage the»r
group.- On another progect the students can switch belng the
group 1eader, In thlS“way they‘will be exposed to other
people's strengths and will learn more»about'interpersonalg‘

dynamics.
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