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LUNDY, MURIEL L. A Study of the Relationships Between Managerial 
Styles and Moral Reasoning. (1978) 
Directed by: Dr. Robert M. O'Kane. Pp. 149 

This dissertation explores the relationship between managerial styles 

of school administrators and their levels and stages of moral reasoning. 

The selected population served as school administrators during the 1977-

1978 school year. The determination of managerial style, herein using 

traditionalist/judicial, troubleshooter/negotiator, catalyst, and vision

ary as the four managerial styles, occurred during participation in an 

extensive leadership seminar prior to this study. The levels and stages 

of moral reasoning were determined in this investigation. 

The Kohlberg Moral Judgment Scale was used with 137 administrators. 

Data pertaining to years in a leadership position, school enrollment, 

location, and sex were used in the analysis. Reliability as determined 

from the scores of two raters of the responses to the Moral Judgment 

Dilemma is considered to be high. 

The distinction between manager, from which managerial style is a 

derivation, and administrator was drawn. The term manager refers to 

functions associated with getting the job done; i.e., planning, organ

izing, directing, and evaluating. Administrator refers to value and 

ethical dimensions reflected by persons holding positions of responsi

bility in organizations. 

The results of the study couple the concept of manager with the 

conventional level of moral reasoning. Administrator is linked to the 

postconventional level of moral reasoning. The conventional level of 

moral reasoning and the traditionalist/judicial managerial style are 

most prevalent in the population studied. 



The study concludes by suggesting that schools and those responsi

ble for their direction are subject to social and moral forces which 

maintain societal expectations and traditions. Sex and location exert 

minor differences on moral reasoning and managerial style. Years in 

a leadership position and school enrollment do not show any effect on 

either managerial style or moral reasoning. In the purposive sample, 

the level of moral reasoning and managerial style contribute to the 

maintenance of schools as extensions of the current social system 

patterns. Schools with administrators' values that reflect development 

of human values as a primary focus for a social system were not advanced 

in this study. 
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CHAPTER I 

INTRODUCTION AND BACKGROUND 

This dissertation is concerned with gathering and analyzing data 

about the moral reasoning of educational administrators. The moral rea

soning levels of a selected group of administrators are related to their 

styles of management. The results of these data are inferred to educa

tional organizations, in the final chapter of this research. 

Much interest and curiosity about organizations has occurred since 

people have lived together in forms of communal relationships. Etzioni 

(1964, p. 1) ascribes attraction to organization to the fact that: 

We are born in organizations, educated by organizations and 

most of us spend much of our lives working in organizations. 

We spend much of our leisure time paying, playing and 

praying in organizations. Most of us will die in an 

organization... 

Talcott Parsons and William B. Wolf interpret organizations similarly. 

Parsons (1960, p. 17) defines organization as "social units deliberate

ly constructed to accomplish specific goals." Wolf's (1966, p. 185) de

finition of organization asserts that "an organization is any group of 

persons formally brought together to work toward a common end or ends." 

Involved in organizations are purposes, people, work to be done, 

jobs and positions, communications, and relationships of people to people 

and people to their work. A viable organization is dependent upon the 

coordinated activity of a group of persons in the pursuit of common 
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goals. When persons are able to communicate with each other and are 

willing to contribute to the coordination and regulation of behavior for 

the accomplishment of goals, an organization comes into being. The 

intended aim of an organization is the cooperative arrangement of 

individuals. These individuals contribute to the planned and joint 

activities with their talents and energies to result in effective and 

harmonious activity. 

The work of Getzels and Guba pioneered the study of organization as 

part of the social system. The social system has been defined by Parsons 

(1960, pp. 5-6) as a number of persons interacting in a similar situation 

where shared ideals and goals assist these persons to meet personally 

rewarding experiences. Getzels and Guba analyzed the social system as 

having two dimensions, the sociological and the psychological, which 

were in turn analyzed to arrive at the nomothetic and idiographic dimen

sions, respectively (Getzels, Lipham, and Campbell, 1968, p. 56). 

The normative or nomothetic dimension of the social system is com

prised of the institution, its roles and expectations, leading to 

institutional/social behavior of members within the social system. This 

behavior is achieved through the integration of institution, role and 

expectation for performance of relevant tasks (Getzels, Lipham, and 

Campbell, p. 65). 

The idiographic or personal dimension of the social system is com

prised of the individual, the personality and need-disposition, leading 

to observable behavior. Because of the loves, fears, aspirations, and 

hates of the individuals, the role holders create unique styles of 

behavior which are characteristic of the normative dimension of the 
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social system. Reciprocity between the two aspects of the social system 

creates the uniqueness of the observable behaviors which emanate from a 

social system (Getzels, Lipham, and Campbell, p. 77). 

Organizations are comprised of the two dimensions of the social sys

tem. The nomothetic dimension of institutions, roles and expectations, 

and the idiographic dimension of individuals, personality and needs, are 

aspects of organizations which affect the behavior of organizational 

members. The resulting effect of organizations upon individuals in the 

social system is often regulatory for human behavior. This regulation 

leads to common goals or ends which are prescribed through the structure 

and roles of an organization. When organizations succeed in creating 

certainty of roles, the goals and ends of the organization are enhanced 

(Wolf, 1966, p. 1853. 

It is through the formal organization that goals and ends are clearly 

stated and determined. The formal organization emphasizes structure which 

defines specific duties and responsibilities of persons in different 

positions in the organization. Channels of communication, coordination 

and control of members' activities, and the official lines of functioning 

are represented in the formal organization. The formal organization is 

akin to the nomothetic dimension of the social system described earlier. 

The other important aspect of all organizations is the informal 

organization. This is characterized by the interpersonal relationships 

of the members of the formal organization. Frequent contacts, common 

working activities, and shared beliefs create the informal system. 

These provide for common points of view and behaviors which are charac

teristic and prized by members of the informal group. The informal 
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may be likened to the idiographic dimension of the social system discussed 

above (Gregg, 1957, pp. 287-288). 

Long before the research of Getzels and Guba, Max Weber developed a 

model of organizations. He identified a complex of relations which guide 

activities in organizations and enhance the productivity and effectiveness 

of the organization. Weber's work minimized the idiographic dimension, as 

personal, irrational, and emotional elements were not characteristics of 

his model. Speed, precision, discretion, and technical know-how were in

tended to be enhanced through the following characteristics of bureaucracy: 

1. A well-defined hierarchy of offices with functions 

and authority allocated through these offices. 

2. Selection of office holders on the basis of certificated 

competence for qualifications. 

3. Remuneration received through fixed salaries. 

4. Office holders who are subject to rules and regulations 

to assure predictability and stability. 

5. Rules and regulations impersonal, performance 

of functions independent of the personal self 

(Sergiovanni and Carver, 1973, p. 137). 

Loyalty to the organization, behavior which is consistent with the 

criteria of the organization, and deference to authority of organizational 

leaders are side effects of large organizations which are frequently 

characterized as bureaucratic. Not-so-large organizations also have 

bureaucratic characteristics; therefore, Weber's ideal model for organi

zations de-emphasizes the limitations of the human resources working 

within it. The idiographic dimension of the social system and 
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organizations' is regulated and not present in the structured formal 

organization and bureaucracy which Weber identified to increase 

efficiency and productivity. 

Barnard (1938, p. 190) has bridged the distinctions between 

informal and formal organization succinctly by stating that simple and 

complex organizations always have an impersonal system of coordinating 

human efforts with an underlying and unifying purpose. Simultaneously 

there is the indispensable ability to communicate, the necessity for 

personal willingness and "for effectiveness and efficiency in maintaining 

the integrity of purpose and the continuity of contributions". 

The preceding discussion emphasizes the role that organizations 

hold in the social system to meet goals and purposes of an individual 

and collective nature. Organizations need people to exist. People bring 

to them diverse personalities and needs. These diversities are regulated 

by the formal and bureaucratic structure of the organization. Since 

productivity to meet organizational goals is dominant, human behavior is 

frequently regulated to the extent that personal and human concerns, 

as represented through the informal organization, are of secondary 

importance. The result is the defining of roles and behaviors within the 

organization by the purposes and goals of the organization. Human 

behavior, associated with the role of persons in the organization, can 

be regulated by the organizational goals to meet efficiently the purposes 

of the organization. 

There appears to be minimum consideration given to personal and 

affective needs which people bring to organizations. Organizations do 

not exist for the human condition, for the intellectual and social 
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concerns which persons in organizations possess. "Getting the job 

done" is the major reason for the existence of organizations and their 

concern for efficiency to meet goals and purposes. In educational 

organizations this includes planning, organizing, directing, and con

trolling for the acquisition of knowledge and skills of clients, the 

students. 

The previous description of organizations as bureaucracies indi

cated the presence of a hierarchy of offices. These offices, or posi

tions of higher rank in organizations, are held by persons known as 

administrators or managers. Administration consists of activities and 

functions which coordinate the efforts of people toward the achievement 

of goals. Educational administration provides goals, policies, programs, 

personnel, and material which facilitate the achievement of a common 

goal--teaching and learning (Campbell, Corbally, and Ramseyer, 1962, 

pp. 75-76). The performance of persons holding administrative positions 

is subject to values and perceptions derived from the social context, 

philosophy, and administrative theory along with expectations and de

mands of the setting (Hack, Ramseyer, Gephart and Gregg, 1971, pp. 7-8). 

Educational administration is largely concerned with policy and 

goals. It is the nature of the policy and goals which should be of 

paramount importance. On the one hand, the content of the policy and 

goals can focus on the nomothetic dimension of organizations which 

includes the institutional roles and expectations. In this instance, 

the organization is the primary element for consideration and develop

ment. Thus, the educational organization becomes one in which the formal 

structure and the bureaucratic tendencies dominate. 
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On the other hand, the content of policies and goals can also 

focus on the idiographic dimension which considers individual personal

ity and needs. When this dimension is of primary importance, adminis

trative policy and goals which promote educational goals of teaching 

and learning are enhanced. This circumstance promotes the often-stated 

idea that the purpose of educational institutions is to develop human 

potential of both teacher and student within the organization. 

Because educational administrators are in positions where their 

decisions have high visibility and wide-reaching effects for developing 

human potential, they need to develop policies and goals which meld the 

nomothetic and idiographic dimensions of organizations in the social 

system. Policies and goals are needed which develop and improve the 

human factors represented in the idiographic dimension through the 

nomothetic dimension of the institution and its roles and expectations. 

It is for this reason that a distinction is made between management and 

administration. Administrative policies and goals which relate to the 

human constellation of values are characteristic of administration as 

the term is used by the writer. 

Management consists of a pattern of tasks which are performed to 

coordinate the efforts within an organization toward productivity. These 

basic functions frequently include planning, organizing, controlling, 

and decision making (Petit, 1966, pp. 46-47). Further examination of 

management reveals that it has an economic base related to the produc

tion of goods and services which yield money for profit and solvency 

(Petit, p. 47). Management is used in this study to refer to the 

performance of a set of functions or activities which are utilized to 
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achieve organizational ends. The nomothetic dimension with concern for 

the institution, roles and expectations would be considered a primary 

characteristic of management. The resulting activity of management is 

directed toward productivity and efficiency of the organization. 

A distinction between administration and management is made to 

advocate the use of the term administrator as concerned with the formu

lation of policy and goals which center about human concern and develop

ment. Current educational administration practices appear to be more 

closely allied with procedures associated with management. 

Campbell, Corbally, and Ramseyer (1962, p. 77) identify several 

management functions of administrators as being: raising money, con

structing facilities, instituting accounting procedures, and organizing 

transportation systems. These writers are careful to indicate that 

these management functions are important to the educational programs 

for teaching and learning. However, when such representative management 

functions are not clearly related to the educational goals of teaching 

and learning, they lack applied educational purpose. When major adminis

trative considerations are directed toward management procedures as 

represented above, policy and goals are oriented toward mechanical and 

technical matters rather than toward policies which will augment the 

development of social and ethical values. 

Because of this distinction in conceptualization of the roles of 

administrator and manager, persons holding educational administrative 

positions in this study are considered as educational managers. Here

after, these persons will be referred to by the discrete term of func

tionary. Functionary will refer to persons who perform guiding and direct

ing activities in organizations, particularly educational organizations. 
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It can be recognized that organizations accomplish goals and pur

poses because of efficiency from both individuals and the bureaucratic 

organizational structure. Therefore, it is feasible to assume that 

organizational functionaries also support efficiency and organizational 

goals and purposes. Functionaries, then, are administrators or managers 

who are officials of rank in organizations who perform duties which 

assist the organization to meet its goals and purposes. 

It has been asserted that organizations are primarily concerned with 

"getting the job done". Military, business, industry, and corporate 

organizations establish this pattern which is replicated in other organi

zations, such as educational ones. With this pattern established, there 

appears to be an underlying value system operating. The content and 

effects of value systems have been clarified by Dwayne Huebner. He 

"identifies value systems according to the kinds of educational purposes 

and means with which they are associated" (Sergiovanni and Carver, 1973, 

p. 19). One of the value systems which Huebner isolates is the technical 

value system which is described as a: 

.. .means-ends approach in the form of an economic model... 

end results are specified rather clearly, and activities and 

programs are rationally and economically designed to achieve 

them...Technical valuing and economic rationality are re

quired to meet community expectations for productivity 

and efficiency. (Sergiovanni and Carver, p. 57) 

In this value system, results are clearly specified with programs 

and activities rationally and economically designed to achieve the desired 

results. This value system supports productivity, efficiency, and goals 

which specific organizations utilize to continue their life. 



10 

Organizations are arranged in a means-ends approach. Functionaries 

in organizations aid and abet these means and ends. The technical value 

system is pre-eminent in the means-ends approach of organizations. 

It can be inferred that functionaries in organizations might hold the 

technical value system and a means-ends approach to organizational 

goals and purposes. Accomplishing organizational goals which have a 

technical value and economic rationality appears to be the dominant 

purpose for the organization. Human concerns of persons who work within 

the organization seem to take a secondary position in the meeting of 

organizational goals and purposes. As Lonsdale (1964, p. 148) indicates, 

the choice between task-serving and/or needs-serving purposes for the 

organization still belongs to the administrator even though integrating 

these is a desirable aim. 

Management and administration literature cites the consideration 

of human and personal elements within the organization. Even with the 

press for efficiency in organizations including schools, Bernthal places 

human values above economic values. The former include freedom, opportu

nity, self-realization, and human dignity. These human concepts show a 

concern for the prijnary importance of human considerations for functionar

ies in organizations (Bernthal, 1966, pp. 450-451). 

Frederick (1966, p. 74) argues for the theory of social responsi

bility of the business enterprise toward the public, although he does not 

define the means for determining social responsibility. However, the 

ends are clearly prescribed as consideration for the public through cor

porate consideration of social ramifications of policy making and deci

sion making. 
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Petit (1975, pp. 480-500) also supports the doctrine of social 

responsibility for decision making by functionaries. Awareness of human 

values and concerns and relating these to decision making are important 

aspects of the social responsibility of functionaries. Petit extends 

the profit and loss concern with the inclusion of social responsibility 

for corporate functionaries. 

Golembiewski believes that functionaries have a major objective in 

getting the personnel and the organization to strive to meet the standards 

of the Judeo-Christian ethic. This doctrine stresses the virtues of 

precedence, temperance, courage, justice, love, mercy, and self-sacrifice. 

These virtues, when combined with the ultimate goal and good embraced 

through the Ten Commandments (World Book, 1978, p. 293) are thought by 

this writer to enhance organizations in their striving for inclusion of 

human concerns (Golembiewski, 1965, pp. 61-65). 

Sullivan (1968, pp. 1-49) is an advocate of the human concern theme 

for functionaries. He is not prescriptive but strongly implies that the 

morality of the functionary is of uppermost importance to that person's 

daily work. 

Organizations which strive to incorporate human and personal social 

concerns, as these writers advocate, would be functioning from Huebner's 

ethical value system. This is described as: 

...dealing with assumptions about the nature of man and 

standards concerning one's relationships with his fellow 

man...They are human values--the school is basically a 

human organization. (Sergiovanni and Carver, 1973, p. 19) 
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This value system centers about the constellation of human values. When 

present in an organization, it would augment the functionaries' concern 

for organizations as existing for the development of persons and social 

matters. 

Despite these assertions regarding the functionaries' inclusion of 

human and personal concerns, there is a lack of information pertaining to 

the means for functionaries to implement human concerns in their work. 

Existing data describe standards and results of values and ethical and 

moral judgments related to human and personal concerns. There is a 

dearth of data identifying the criteria by which human concerns may be 

determined or influenced by functionaries. The lack of empirical evidence, 

however, does not deter some programs which prepare functionaries from 

stressing the importance of human concerns through the inclusion of 

literary, sociological, philosophical, and anthropological courses of 

study. 

A promising development to ascertain the means and ends of human con

cerns has been developed by Lawrence Kohlberg. The Kohlberg Moral Judg

ment Scale assesses moral reasoning and is based on a universal value is

sue of justice as it occurs in six developmental stages. This scale is 

developed to ascertain the cognitive utilization of justice principles in 

the logical thought processes of individuals ranging from preadolescence 

to adult years. 

Kohlberg claims that "adequate moral reasoning is principled, i.e 

makes judgments in terms of universal principles" which are "universal 

guides to making a moral decision" (Kohlberg, 1976, p. 182). Justice is 

the universal principle on which all moral men agree. 
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Decision-making content based upon rational principles of justice 

involves the cognitive structure of moral reasoning. The content of 

such principled thought processes for making decisions does not emanate 

from built-in constraints or affectations. The utilization of princi

pled processes for making decisions indicates rational thought which has 

significance for others. The functionary role is in an arena where 

decisions are made which have significance for others. Therefore, the 

functionary is in a position where her/his behavior affects others. 

The presence of moral reasoning for persons in positions of respon

sibility, such as functionaries, means the utilization of cognitive 

structured thought based upon principles of justice. In Kohlbergian 

terms, the decision-making thought becomes a cognitive structure deter

mined by the person's level and stage of moral reasoning. As the level 

and stage of moral reasoning increase, the cognitive structure toward 

justice is also increased. Therefore, the content of moral reasoning will 

indicate greater cognizance for human development concerns. 

Kohlberg has related moral reasoning levels and stages to a social 

perspective. It is feasible to relate the social perspective to organi

zations using the moral reasoning stage of the functionaries. Thus, the 

moral reasoning stage of functionaries becomes a means to determine the 

organizational ends associated with human development concerns. 

The relationship between the functionaries' concerns for efficiency 

and productivity or for human development concerns as determined by moral 

reasoning stage scores has yet to be ascertained. It is the position of 

this writer that it would be valuable to look at the question of school 

functionaries from a moral reasoning perspective. Such information could 
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possibly offer insight regarding the role of functionaries in schools and 

serve to give direction to the job of the school functionary. 

Need for the Study 

Organizations all have persons at the helm who are called, in this 

study, functionaries. The stress of organizations is toward efficiency 

and technical matters causing the functionaries to respond in a similar 

manner. In other words, functionaries operate in their positions with 

a system of valuing and/or moral reasoning which can foster the techni

cal, efficient production of the organization or the human development 

aspects of the organization. This phenomenon is applicable to commer

cially oriented organizations as well as educational organizations. 

The importance of the responsibility of the head of an organization 

is described by Singer. This importance is increasing due to the com

plexity of decisions, their remoteness of application, and the duration 

of their impact. The underlying considerations in more complex decisions 

need to include social responsibility along with technical competence. 

Because every decision implies a value judgment, "the decision maker 

reveals his own philosophy of life in making these critical decisions" 

(Singer, 1976, p. 85). 

The standards by which decisions are made may be indigenous to the 

situation, the organization, the goals, the persons involved, or other 

built-in expectations or constraints. The standards for making decisions 

under these circumstances would be akin to Kohlberg's "bag of virtues" 

or character traits and not necessarily consisting of rational princi

ples. Reliance would be on past, present, and expected circumstances. 
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The cognitive-developmental theory of moral reasoning developed by 

Lawrence Kohlberg is based upon interaction between the organism (person) 

and the environment creating the development of cognitive structures of 

moral reasoning. By cognitive-developmental theory assumptions, inter

actions between an organism and environment yield equilibrium. This 

equilibrium is assessed as a cognitive structure comprised of justice 

principles. The employment of these principles of justice has been 

termed moral reasoning which has been assessed to occur in developmental 

levels and stages. 

Functionaries in organizations who hold positions of responsibility 

can be rated on their level and stage of moral reasoning through the 

application of the Kohlberg Moral Judgment Scale. The result of the 

completion of data pertaining to the Moral Judgment Scale reveals the 

extent of the utilization of cognitive thought based upon principles of 

justice. The moral reasoning of functionaries identifed by level and 

stage is then inferred as affecting the decision making and policy 

considerations of persons holding positions of responsibility. 

The rational cognitive structure based upon principles of justice 

involves the role-taking opportunity. Kohlberg describes this role-taking 

opportunity as follows: 

The more the individual is responsible for the decisions 

of the group, and for his own actions in their consequences 

for the group, the more must he take the roles of others 

in it... (Kohlberg, cited in Goslin, 1969, p. 399) 

Role taking, then, includes awareness of one's subordinate's roles and 

the relationships among the same. Role taking becomes an opportunity to 
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utilize justice principles which should in turn afford reward to the 

subordinate as well as the decision maker. 

Moral reasoning represents not only a schema for the structuring 

of thought processes but an awareness of other persons' moral thought 

processes as well. Its philosophical orientation is toward man as an 

end rather than a means. An illustration of this point can be seen in 

the following discussion of a Kohlbergian moral dilemma story: 

In the dilemma in which a woman is dying because a druggist 

refuses to release his drug for less than the stated price, 

the druggist is not violating the ordinary moral rules (he 

is actually not stealing or murdering). But he is violating 

principles; he is treating the woman simply as a means 

to his ends of profit. (Kohlberg, cited in Phi Delta 

Kappan, 1975, p. 672) 

For the educator in a position of responsibility, where role taking 

and the opportunity to make decisions on moral principles "comes with 

the territory" (Purpel and Ryan, 1976, title page), the cognitive struc

ture toward justice in moral reasoning exhibits to others a belief about 

a universal concept, justice. Resolving claims between persons on prin

ciples of justice is "giving each his due" (Kohlberg, cited in Phi Delta 

Kappan, 1975, p. 673) which dignifies man. It can offer the opportunity of 

role taking to others and in the long span of time create a moral atmos

phere which can aid in the advancement of moral reasoning of other persons. 

Men have always been attracted by the idea that there 

exists in us some ideal form of the good...something moving 

in man, some dynamic that is pushing toward a higher level 


