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In Asian cultures, leadership is aimed primarily at creating and
sustaining group cohesiveness. The principal’s desire to sustain group
cohesiveness would outweigh any concerns over individual perfor-
mance. Actions taken by the leader to address the individual would
be taken with this in mind. A confrontational approach might well be
seen as an abuse of the leader's trust and responsibility, rather than
responsible action taken for the improvement of the organization.

Forexample, as Redmond has observed, in Thailand: “Respon51b11~
ityisa  proud and cold word, capable of causing abysmal rents in the
social fabric and frayed edges of tender feelings. An ethic of compas-
sion, the inculcation of deference to superiors (kreng jai) and an
ingrained desire for harmony and familiarity have created a commu-
nal security blanket” (1994, b2). The application of a Western
conception of results-oriented leadership would likely produce the
wrong results. Avoidance would be a course of action aimed towards
maintaining group cohesiveness, despite the consequences for stu-
dents or logical arguments to the contrary..

Or as Hall and Hall (1987) have observed with respect to leadership
in Japanese culture:

In the United States, a leader is usually someone with a
strong ego, often with personal charisma, selected for
his ability to make decisions, and to take responsibility
with or without consulting his associates. This kind of
‘take charge’ leader who wants to put his stamp on the
organization can be devastating to the Japanese because
he destroys the sense of harmony and consensus that is
vital to their performance (p. 79).

In terms of normative practices, Asian cultures have traditionally
been willing to accept trade-offs in the attainment of cognitive and
skill performance against goals of spirit and community. The result of
these culturally-based variations is a fundamentally different ap-
proach to human relationships in Eastern societies. The quite different
importance attached to reason and logic has manifest implications for
how leaders relate to followers. For example, as suggested above, a
leader’s efforts to improve performance outcomes in schools may
require increased accountability for results. Yet, in Thai culture, for
example, the very notion of taking responsibility or being account-
able is quite different from how we conceive of it in the West.

[Responsibility] signifies ‘being the source or cause of
something.’ It means that one is ‘capable of making moral
or rational decisions on one’s own. . ..” These, in fact, are
what it means to be a person in Western terms. Westerners
are more committed to taking responsibility because it
automatically brings with it the recognition and respect,
regardless of consequent profit or loss, accorded to ‘real
persons’. . .. But in Thailand, it is rank and its rewards that
give a faint reading of responsibility into the bargain.

The honour is not in the responsibility itself (let

alone its fulfillment) but in the position that allows it to
be borme (Redmond, 1994, b2).

The cultures of Asian countries address the subordinate-

superordinate relationship in a manner very different from the
West. In Chinese-oriented societies, the term kowtow is used to
signify the need of the subordinate to show deference to
superordinates based simply on rank. “For the Japanese, order
depends on people’s knowing and accepting their proper place
or rank and on not disturbing ‘the proper order’ of things” (Hall
& Hall, 1987, p. 45).

In Thailand, educational administrators spend significant
amounts of their time in efforts to kreng jai (show consideration
for) their seniors. This includes associates within the school
community and in the larger educational system. It is quite
common for groups of 20 or more school principals to travel
considerable distarices to greet visiting administrators from the
Ministry of Education at the local airport or bus station with
flowers. In fact, a significant portion of the Thai principal’s day
is spent outside the school building in community-building
activities. Thai educational administrators report that such sym-
bolic activities are critical to maintaining both vertical and
lateral relationships within the institutional system and the
community at-large. Thus, the predominant norms of the
society create a context that influences what is seen as desirable
or appropriate administrative behavior on the part of the princi-
pal.

Asian educators are now struggling to find a balance among
the educational goals they hold for students. Global economic
forces, shifting values, and the desire for better living standards
are pressing these societies to adopt Western practices designed
to improve efficiency and performance. The trade-offs against
other traditional educational goals such as community that are
made in the name of improved cognitive performance often go
unnoticed. The desire to retain a sense of social cohesion and
community, however, remains a stated priority in Asian nations.

Conclusion

In this brief article, I have tried to outline the rationale for
approaching leadership as a culturally dependent variable. The
argument asserts that our broader conceptualization of the
leader’s role must be framed in light of the culture in which the
administrator and the organization are situated (Getzels et al.,
1968; Hofstede, 1976, 1980). The powerful impact of culture on
the institutional system within which eductinal administors
operate and the social interaction in which they engage is only
revealed if one steps far enough back from the subject of study.
In this case that may mean stepping outside of the culture.

The societal culture is the source of the values that shape the
goals of the educational system. Moreover, interactions between
the educational leader and others who inhabit the school and its
community reflect the normative values concerning human
relationships that characterize a given culture. In a broad sense,
this translates into what come to be perceived as desirable
normative practices within the institutional culture in which the
school is located. ,

Cross-cultural contrasts in societal values lay the groundwork

(continued on next page)
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for understanding the varying normative practices that emerge
among leaders, followers and institutions across societies. The
existence of culturally-based differences in values have been
established empirically. Their effects on leadership behavior are
supported by experience and theory, if not yet by empirical re-
search. Given the theoretical and practical significance of this
perspective, scholars in our field should focus greater attention on
the cultural dimensions of educational administration.

This article is too brief to even outline the components of a
culture-based theory of leadership. It is intended primarily as a
stimulus for further discussion, not in anticipation of having
cracked this hidden set of relationships wide open. If, however,
culture is accepted as a key influence on the relationship between
leaders and followers, then we must begin to unpack its component
variables. For example, it is not immediately apparent just where
the leverage points lie in a theoretical conceptualization of culture
and leadership. Stated differently, where within the culture con-
struct do we look to find the variables that influence leadership
within a given culture?

This article has also been too brief to explore the implications of
this perspective for thinking about a knowledge base for the field.
If, however, the thesis offered here is accepted, it is readily
apparent that the degree to which knowledge can be treated as
general versus local hinges in no small part on features of the
culture (Black & Mendenhall, 1990; Habana, 1994; Ribbons,
1994). Again, however, it remains unclear just how differences in
cultural context influences the portability of knowledge in profes-
sional practice. This issue will also command greater attention in
the future.

In the coming decades there will be increasing interdependence
among countries throughout the world. This globalization of soci-
eties will, without doubt, highlight the cultural relativity of some
portion of our knowledge base in the social sciences and humani-
ties. It is my hope that scholars in educational administration in
North America will exercise intellectual leadership by reframing
consideration of a knowledge base for our field in light of the
cultural variation that characterizes the practice of administrative
leadership internationally.

Endnotes
! For the purposes of this article, I will use the term leadership
since that construct is the focus of my argument. At the same time,
the general thesis that I propose is equally salient to the broader
topic of administration. This will be more fully developed in a
forthfoming paper.
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UCEA DATA BASE PROJECT STARTING UP

In 1974, UCEA received a $150,000 grant from the Ford Foundation to develop
and expand a national data system to track graduate students in educational administration.
For several years, the project flourished, helping women and other under-represented
groups gain access to a wider job market. The data base also provided an understanding
of who the educational administration students were, how they were different from the
past, and who they were likely to be in the future. Eventually, the project was discontinued
for a number of reasons, primarily fiscal.

In December, the Executive Committee, responding to suggestions from the
Plenum, decided to revive this project, or at least see what kind of interest there might be
among UCEA member faculty. A call for participation was issued and several scholars
answered the call. Meeting in San Francisco a few weeks ago, Linda Behar-Horenstein
(University of Florida), Betty Merchant (University of Illinois), and Patrick Forsyth
(UCEA) met to-discuss start-up issues related to reviving the student data project. Three
domains of inquiry have been identified: 1) the traditional collection of demographic
variables, 2) an analysis of the alignment between what is taught in educational leadership
courses and the needs of doctoral students seeking careers as practitioners and researchers,
and 3) an analysis of the currency of course content and the modes of insturctional delivery
in relationship to contextual issues that challenge aspiring leaders.

UCEA member departments will be contacted in the near future for suggestions
related to an initial fall data collection. There is great potential for participation in this
project by teams of researchers, by instructors who wish to access the data for teaching
research, by planners who want to examine trends in the student profile, and by reformers
who want to study curriculum issues related to the field of educational administration. If
you are interested in participating or learning more about the project, contact Professor
Linda Behar-Horenstein at Isbehar @biochem7.chem.ufl.edu.

NEW from ERIC at OREGON

Implementing Problem-Based Learning in Leadership
Development

Edwin M, Bridges and Phalip Hallinger = 1995 = xiji « 194
pages = perfect (sewlarap) bind + |SBN 0-863552.131-X
= 51485, Professors Bridges and Hallinger discuss the
aperation of PBL inthe classroom and describe their template
for developing PBL instructional matenials. They also-examine
the ewaluation of studemt performance and opiions for
incorporating PEL into EJ.D, research progects.

EDWIN M. BRIDGES
PHILIP HALLINGER
IMPLEMENTING

LEARNING

FBL Propects: A New Cummiculum for Adminisorasos
Training

I LEADERSMIP
DEVELUPMENT

In & PBL environment, instructons present stederds with
problematic situations calbed proecrs, A propect is the basic
umitof [struction ina PBL curmiculum. Esch of the following
projects has two versions=—a student edition and an instructor
edueon

Time Management: Work of the Principal. Edwin M.
Brdges = 19494 = Text, 57 pages: reading materials, 106 pages
& Imstrcior Edinion: S15, 00« Sruderms Edintomn: S 14,000 Siudents Bandle comespondence, deal with
imermaptions, conduct & classroom observation. hold an unicheduled meeting with a hostile
parenl. and make an oral presentation (o a group of conpemed parems

Write Right! Edwin M. Bridges « 1994 « Tean, 19 pages: reading materials. 34 pages « Insirucior
Edition: 36,00« Studenr Edirion: §5_ 50, This project focuseson organizing, prepar ni. ansd editing
wriiben Commumnication,

Leadership and School Culture. Philip Hallinger and Barbara L. Habschmidt = 1994 = Text, 21
pages: reading matenals, 135 pages » Mstructor Edirkpees 31550 « Sneddeny Edinl: 51450,
Students contend with a veteran school faculty facing multiple changes iniheir work congext over
whach they feel littke comtrol,

ERIC|

Make checks payable 1o University of OregonERIC = ERIC Cleaninghouse oa
Educational Management = 5207 University of Cregon
Eugene, Oregon 974035207 = BOOE3E-8341 = Fax S00/3586-21%4






