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INSTRUCTIONAL leaders are 
caught up in the current wave of effort 
to improve education in the United 
States. As the teaching profession at large 
marshals its forces toward greater profes- 
sionalization, leaders within this group 
find that new demands for higher levels 
of performance are placed upon them. 
Continued public concern for better edu 
cation also adds to the pressure for re- 
evaluation of the adequacy of the leader 
ship in the schools.

Just how instructional leaders improve 
their effectiveness is a major concern to 
persons holding such positions, to prepar 
ing institutions, licensing agencies, and 
professional associations. Identifying 
areas of knowledge and competence 
which instructional leaders should de 
velop is not a simple task. The number of 
different leadership positions in a single 
school system and other situational fac 
tors, which vary from district to district, 
place different competency demands on 
the individuals involved.

In this paper, it is assumed that in 
structional leadership is offered by many

1 The writer wishes to recognize the following 
colleagues who contributed significantly to her 
thinking in this area: J. B. Burr, Alexander 
Frazier, C. B. Mendenhall, Paul Klohr and John 
Ramseyer.

persons in a school system superintend 
ent, principals, teachers, supervisors, and 
curriculum workers and that variations 
in specific knowledge and competence 
needed will exist among the positions. 
However, because all persons are work 
ing toward common goals in the improve 
ment of instruction, some common needs 
will be held by all. Likewise, it is as 
sumed that instructional leadership is 
situational and that factors inherent in 
specific situations will require specific 
competencies from instructional leaders.

A Dynamic Concept

The writer believes, however, that 
there are certain identifiable common 
elements of leadership behavior in all in 
structional improvement situations. Proof 
of this is the commonality of expectations 
to be found in the job descriptions that 
are written for the various leadership 
positions in widely different school sys 
tems. Furthermore, the proposal pre 
sented here is based upon a dynamic 
concept of competence.
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Competent leadership is viewed, not as 
a static trait or quality, but as the demon 
stration of growth and power of an in 
dividual. It is a quality of behavior 
which results from the interaction of 
many forces within the individual, such 
as his experiences, knowledge and un 
derstandings, specific skills and attitudes. 
The manifested behavior is further stim 
ulated or limited by the many forces of 
the environment or situation. Each in 
structional leader may be expected to 
seek growth and development in areas 
of knowledge and competence in terms 
of his own unique potentialities and the 
requirements of his environment.

Areas of Knowledge and 
Competence

Common to all definitions of the func 
tion of instructional leadership is the pro 
vision for the "improvement of teaching." 
This means that successful experience as 
a teacher is basic to effective instruc 
tional leadership. Adequacy in teaching 
involves: (a) being liberally educated 
in the context of today's world; (b) 
knowing subject matter, both as fact and 
as discipline, with particular emphasis 
upon one's specific teaching position; 
and (c) possessing professional knowl 
edge and skills, such as knowing the 
learner and the learning process, being 
skillful in teaching methodology, under 
standing the potentialities of educational 
programs and innovations, being able to 
use research findings and techniques in 
solving instructional problems, and dem 
onstrating continued growth in working 
with parents and interpreting the school 
to the community.2

'For elaboration see: Margaret Lindsey, edi 
tor. New Horizons for the Teaching Profession. 
Washington, D.C.: National Commission on 
Teacher Education and Professional Standards, 
NEA, 1961. Chapter 4.

Instructional leaders who counsel with 
teachers should have quality of teaching 
experience which is derived from several 
lands of teaching situations. Preferably, 
a person in a leadership role should have 
taught at more than one level of the 
school and in several communities. An 
elementary school consultant, for ex 
ample, should have taught at both the 
primary grade and intermediate grade 
levels. The K-12 curriculum coordinator, 
or director of instruction, should have 
had teaching experience at the elemen 
tary, or junior high school level, as well 
as at the high school level. If competence 
is viewed as continuing growth and 
power, leaders may continue to grow in 
teaching competence through short-term 
teaching assignments on-the-job.

When a person shifts the focus of 
his major responsibilities from a specific 
classroom to a wider realm of endeavor, 
additional and different expectations 
are held for him. He is expected to main 
tain and further develop his competence 
as a teacher, particularly as a teacher of 
adults. In addition, he is expected to 
have the technical know-how, the hu 
man relations skills, and the conceptual 
abilities to enable him to act effectively 
in improving educational programs. This 
means offering leadership to others, act 
ing as an agent of change, and being a 
resource person in numerous areas of 
education. In this larger professional role, 
the instructional leader should pursue 
growth in the following areas: (a) hu 
man development and learning, (b) the 
role of school in society, (c) scholarship 
in subject matter, (d) the process of cur 
riculum change and supervision, (e) the 
organizational structure of the school, 
and (f) educational research and meth 
odology.

Human growth and development and 
learning. The instructional leader should
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seek increased breadth and depth in un 
derstanding how children, youth and 
adults grow, develop and learn. Such 
knowledge is basic to all instructional 
decisions, whether they concern long- 
range plans or incidental matters. Clues 
to solutions to curricular problems in 
the realm of reading readiness, teach 
ing reading to five-year-olds, foreign lan 
guage in the elementary school, ex 
tending the school year, or establishing 
special classes for the able student, are 
to be found in the domain of human 
development and learning theory.

An instructional leader in the schools 
should have sufficient sophistication in 
this area to enable him to identify rather 
quickly the fallacies underlying such 
plans and proposals for educational im 
provement as are to be found in The 
Amidon School, Tomorrow's Illiterates, 
and the like. Inasmuch as serious disci 
pline problems, underachievement, and 
high drop-out rates are major concerns of 
the schools, particularly the high schools, 
it is imperative that instructional leaders 
seek to understand the developing body 
of learning theory and research in such 
areas as motivation, perception, and the 
role of the self concept. Knowing the 
learner and how he learns will help the 
educator to maintain "an even keel" when 
facing pressures to try specific programs 
and methods to alleviate problems.

As the instructional leader grows in un 
derstanding the development and learn 
ing of others, he should seek to gain 
increasing insight into self. He should 
develop an awareness of his own growth 
and learning, his motivations, his per 
ceptions of teaching, and his own limita 
tions. Knowing self and understanding 
one's own learning will aid in the un 
derstanding of the learning of others.

The role of the school in society. While 
the instructional leader studies the

learner for direction in curricular plan 
ning, he must be able to assess also the 
social order in which the school exists. 
Certainly, some of the most troublesome 
problems confronting education today 
arise from the social matrix. Many of the 
problems are linked to the changing 
economic conditions and rapidly growing 
and shifting populations. Other problems 
stem from changing human values, fear 
of war, and a general concern for secu 
rity.

Schools in one region are facing the 
difficult problems of desegregation. At 
the same time, schools in other parts of 
the nation should be scrutinizing their ef 
forts in intercultural education, in teach 
ing accurate understandings about races 
and ethnic groups, and in improving the 
human relationships that exist among the 
various cultural groups in the school and 
community.

On what basis does the school make 
decisions about initiating special pro 
grams for the culturally disadvantaged 
child or about instituting new content in 
curricular areas? Surely, the beliefs and 
expectations of the community must in 
fluence these. Leadership in such deci 
sion making can be effective to the de 
gree that it is bolstered by insight into 
the social and cultural structure of the 
school, the nation and the world. The 
implication is that instructional leaders 
should seek greater understandings 
in the social and political sciences. As 
the school is increasingly pressured to 
expand its functions and to meet needs 
arising from present social conditions, 
perhaps one of the greatest tasks con 
fronting educational leaders is the clarifi 
cation of the role of the school in modern 
democratic society.

Scholarship in subject matter. Expec 
tations which are now held for classroom 
teachers on "the new horizon" include a
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commitment to scholarship in at least one 
area of knowledge. 3 If one associates 
with this the current proposals to or 
ganize school curricula in terms of "the 
structure of the disciplines," it is readily 
apparent that the leader in today's 
school must be a well informed person, 
who is continuing to grow in several of 
the teaching fields. It is unrealistic to 
assume that such a person can know well 
all, or even several, of the content areas 
in the school curriculum. He can, how 
ever, demonstrate his own learning abil 
ity through developing competency in at 
least one field. Knowing the structure 
and a mode of inquiry in one content 
field will facilitate his understanding and 
appreciation of the structure and modes 
of inquiry of other fields. For many in 
structional leaders, the field of concen 
tration may be one of the foundations 
of education psychology, philosophy, 
sociology; for others, it might be a teach 
ing field, such as mathematics, art, litera 
ture, life sciences, or music. Important 
here, is the fact that the leader must 
continue to develop the habit of learn 
ing and seeking meaning in new areas 
as well as in his major field of interest.

Curriculum change and supervision. 
The processes of curriculum change and 
supervision involve working with people 
in effecting social change. They include, 
also, the organization of the learning ex 
periences into some logical and usable 
form. Competence in this area demands: 
(a) understanding about and skill in 
group processes; (b) increasing aware 
ness of the principles basic to social 
change; (c) insight into the psychological 
factors involved in changing human be 
havior; and (d) skill in communication.

The competent instructional leader 
should be improving also his knowledge 
and the technical skills required in pro-

* Margaret Lindsey, editor, op. cit., p . 44-48.

gram development. Undoubtedly the ex 
tent to which he has achieved an under 
standing of one or more of the disciplines 
will influence his effectiveness in this 
regard. Being informed about the struc 
ture of a field of study should expand the 
leader's ability to visualize a K through 
12 developmental program in a given 
area. As the instructional leader con 
tinues to develop power in supervision 
and curriculum development, the theory 
and research from such related fields 
as anthropology and social psychology 
should be available to him. For example, 
being informed about role theory and 
leadership theory, as proposed by social 
psychologists, and about the principles 
of social change that have been identi 
fied and tested by anthropologists will 
cultivate insight into productive ways of 
working with people.

Competence in communication re 
quires more than simply the ability to 
use the language effectively. Necessary, 
also, is the skill of listening to that which 
is said and to that which remains un 
said. An understanding of the structure 
and the force of the communication proc 
ess will enable the leader to stimulate 
the flow of communication among all 
members of the educational organiza 
tion.

The organizational structure of the 
school. Closely related to the preceding 
area of competence is knowing about 
the organization of the school, within 
which teaching and learning occur. The 
organizational structure establishes the 
framework for interaction of all of the 
individuals involved; it prescribes the 
role which each person is expected to 
perform and it provides the avenues for 
getting the jobs done. The instructional 
leader should seek increasingly to un 
derstand the unique roles of individuals 

(Continued on page 477)
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in the organization. He should be able 
to see clearly his role in relation to 
those of other persons and to understand 
that the role he is expected to perform 
changes as the roles of others change. 
Leaders should develop insight into the 
informal, as well as the formal structure 
of the organization. Both kinds of organi 
zation influence communication and de 
cision making in the institutions.

Knowledge of educational research and 
research methodology. It is implied in 
the other areas of knowledge and com 
petence that the instructional leader 
should be well informed about research 
in education and related fields and its 
application to the problems and needs 
of his job situation.

However, expression of more than 
"knowledge about" research is required 
from the competent leader. He must in 

creasingly demonstrate that he values re- 
sea>ch as a means of improving instruc 
tion, that he is able to identify areas in 
which research is needed, that he can 
and does use research in studying prob 
lems confronting the school and com 
munity, and that he is able to help others 
use research techniques. Inasmuch as 
classroom teachers are increasingly seek 
ing research techniques for studying and 
improving their teaching, it becomes 
more and more important that leaders in 
the school increase competence in this 
area.

Leaders develop areas of competence 
unevenly. The five areas of competence 
described are deemed significant be 
cause many of the causes of problems 
confronting instructional leaders are im 
bedded in them.

The areas are not considered to lie 
exclusive; in fact, overlapping and in- 
terrelatedness characterize the group. 
The achievement of growth and develop 
ment in one area will enhance develop 
ment in other areas. The same levels of 
maturity in all areas, by all leaders, 
would not be expected, either. Both 
situational factors and personal factors 
will regulate th« extent of growth in 
each. Certain areas of growth gain im 
portance in specific situations; therefore, 
individuals will develop competencies 
unevenly, depending upon their abilities 
and the demands of the situation.

One factor governing the level of com 
petence needed in a given area, for ex 
ample, will be the level of competence 
of other people in the situation. While 
the degree of breadth and depth of 
knowledge and competence in each area 
will be differentiated for each person, by 
job, situation and personality, a mini 
mum command of all fields is essential 
and is directly related to job effective-
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