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Abstract approved: 

The purpose of this study was to determine if, when leadership styles and 

personality types of the supervisor and employee are similar, employee ratings are 

higher than when the leadership styles and personality types of the supervisor and 

employee are dissimilar. 

Personnel from four Oregon school districts were selected to participate in this study 

(n = 60). All subjects received training on the collaborative consultation model of 

service delivery to students with disabilities. Training was conducted by Dr. Bonnie 

Staebler and Dr. Bonnie Young, professors at Western Oregon State College. 

Three instruments were used to collect data for this study. The LEAD-Self was used 

to identify leadership styles of supervisors and consultants. The Myers-Briggs Type 

Indicator was used to determine personality types of supervisors and consultants. 

The third instrument used in this study was the Survey of Effectiveness of 
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Collaborative Consultants. This survey provided an effectiveness rating on each 

consultant as perceived by the supervisor. 

A Pearson r product-moment correlation was conducted on the data and regression 

analyses were completed. The pooled correlation coefficients for LEAD-Self 

difference with effectiveness ratings of consultants revealed an r value of -.3292 

which is significant at the .05 level. These data resulted in an R2 score of .2575. 

The pooled correlations for MBTI difference and effectiveness ratings of consultants 

resulted in an r value of -.0042 and an R2 score of .06675. 

Results from the first and second research hypotheses indicated that a relationship 

did exist between leadership style difference and effectiveness ratings of consultants. 

The results of this study demonstrated that approximately 26% of the variability in 

consultant effectiveness scores could be explained by the difference in supervisor 

and consultant leadership styles. 

Results from the third and fourth research hypotheses indicated that a relationship 

did not exist between personality type difference and effectiveness ratings of 

consultants. The results demonstrated that only 7% of the variability in consultant 

effectiveness scores could be explained by the difference in supervisor and 

consultant personality types. 
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A Study of Supervisors' Ratings of Consultant Teacher Effectiveness 

in Relation to Leadership Styles and Personality Types 

INTRODUCTION 

Background of Present Problem 

Traditionally, teachers of students with disabilities have been evaluated using the 

same criteria used for evaluating teachers of students without disabilities. Even 

today, a review of teacher evaluation forms and processes used by most school 

districts would show no difference in the criteria used with these two groups of 

educators. This sameness was perhaps appropriate when special needs students 

were taught in self-contained programs that were operated as separate, secluded 

classrooms and special education teachers were performing instructional duties 

typical to regular classrooms. Howevei since the enactment of Public Law 94-142 

(Education for All Handicapped Children Act of 1975) and more recently, Public 

Law 101-476 (Individuals with Disabilities Education Act of 1990), services for 

students with disabilities have changed drastically. No longer are children 

segregated solely based upon an intelligence score or a perceived ceiling of mental 

capability. All children are now to be afforded a mainstreamed school environment. 

Inclusion of all children into a regular classroom setting is to be provided whenever 

possible. 
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Due to this change in service delivery for special needs students, a change in the 

role of special educators has resulted. Similar to the change in treatment of 

students with disabilities, special education teachers are no longer isolated into 

separate classrooms teaching alternate curricula. A special education teacher today 

is seen ever increasingly as a team member with the regular classroom teacher to 

assist in meeting the needs of children in the regular classroom. 

With this change in roles, questions on how to evaluate the job performance of 

special education teachers have arisen. Much of their work day now is spent 

dealing with human interaction issues: adult to adult, adult to child, and child to 

child. Much of the work of a special education teacher today is with adults and, 

compared to former practices, very little time is spent in the direct instruction of 

students. A specialist's role has become one of consultation about how to achieve 

success in the regular classroom setting. The work day of a consultant is filled with 

problem solving, creative thinking, acts of communication, assisting with the 

grieving process, and in conflict resolution. Obviously, these are not skills that can 

be evaluated with the use of traditional teacher evaluation systems which chart 

anticipatory set, behavior management techniques, and grading practices. As a 

result of this drastic change in the specialist's role, field administrators have been 

asking just how the special education consultant should be evaluated. 

Compounding the confusion over evaluation of the special education consultant is 

the emerging national belief in outcome based education (OBE). Many school 
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districts are formalizing teacher expectations and evaluation systems that align with 

the principles of OBE. Other districts are taking a less structured generalized belief 

in the OBE philosophy. Regardless of the level of implementation, a trend toward 

emphasizing the learning outcomes of students is prevalent in American schools 

today. 

Proponents of OBE assert that all teaching actions should be for the sole purpose 

of increasing targeted student outcomes. When very little time each day is spent by 

the consultant in direct instruction of students, the connection between evaluation 

of student outcomes and teacher performance becomes obscure. Again, 

administrators find themselves questioning how to evaluate the job performance of 

special education consultants. 

Therefore, the changing role of the special education teacher and a national trend 

dictating accountability for increased student outcomes are two issues challenging 

job performance criteria currently used for special education teachers. 

The Specific Problem 

When any evaluation process occurs, influencing variables must be carefully 

considered. Controversies over gender, race, age, and religious biases have resulted 

in legislative action to eliminate any such influence on job hiring or evaluation of 

job performance. Recent researchers have investigated different variables impacting 

employee evaluations. McGlaughlin (1984) found competence ratings were 
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influenced by evaluator preferences, while Wickert (1987) found administrator 

competence a factor, and Mount and Ellis (1987) discovered sex related biases to 

have an impact. Downs (1989) investigated "styles" of supervisors in relationship 

to employee satisfaction, Acheson (1990) in relation to employee performance level, 

and Staley and Shockley-Zalabak (1986) pertaining to communication skills. 

Two additional variables which need to be studied are the leadership styles and 

personality types of the supervisor and employee. If it is accepted that people feel 

good around other people who are like themselves, it is plausible that supervisors 

may hire and give better evaluation ratings to employees who are like them. If true, 

the idea presents reason for understanding the impact of such influencing variables 

through awareness training for supervisors and professionally designed hiring 

procedures and evaluation practices. 

Statement of the Problem 

Researchers have identified the leadership styles and personality types of supervisors 

and employees; howevei they did not examine the match or mismatch between the 

leadership styles and personality types of supervisors and employees. Therefore, the 

following research question will be investigated: When leadership styles and 

personality types of the supervisor and employee are similar, are employee ratings 

higher than when leadership styles and personality types are dissimilar? 
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Purposes of the Study  

The purposes of the study are:  

1.	 To determine if supervisors rate consulting teachers higher in 

effectiveness if their leadership styles are similar and if they rate 

consultants lower if their leadership styles are dissimilar. 

2.	 To determine if supervisors rate consulting teachers higher in 

effectiveness if their personality types are similar and if they rate 

consultants lower if their personality types are dissimilar. 

Research Hypotheses 

H1:	 The supervisor's rating of the effectiveness of the consulting teacher will be 

higher when the leadership style of the supervisor and consulting teacher are 

similar. 

H2:	 The supervisor's rating of the effectiveness of the consulting teacher will be 

lower when the leadership style of the supervisor and consulting teacher are 

dissimilar. 

H3:	 The supervisor's rating of the effectiveness of the consulting teacher will be 

higher when the personality type of the supervisor and consulting teacher are 

similar. 
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H4:	 The supervisor's rating of the effectiveness of the consulting teacher will be 

lower when the personality type of the supervisor and consulting teacher are 

dissimilar. 

Definition of Terms 

Consultant 

"A person who, through interactive processes, enables people with diverse expertise 

to generate creative solutions to mutually defined problems" (Idol, Paolucci-

Whitcomb, Nevin, 1987, p. ix). The consultants used in this study are educational 

specialists who received inservice training on the practices of collaborative 

consultation by Dr. Bonnie Staebler and Dr. Bonnie Young, professors at Western 

Oregon State College. 

Collaborative Consultation 

One of several models of consultation in which the consultant is viewed as a 

collaborative member of the professional team rather than as an expert. The 

process of collaborative consultation produces solutions that are different from those 

that the individual team members would produce independently (Idol, Paolucci-

Whitcomb, Nevin, 1987). 
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Supervisor 

An educational administrator who has direct evaluation responsibilities for the 

consulting teacher. Supervisors used in this study received inservice training by 

Staebler and Young on the practices of collaborative consultation. 

Personality Type 

The manner in which individuals prefer to use their perception and judgement 

which makes a seemingly random variation in behavior orderly and consistent 

(Myers and McCaulley, 1990). 

Leadership Style 

The manner in which a person influences the activities of an individual or group in 

order to accomplish a goal. For this study, the leadership styles defined by Hersey 

and Blanchard (1982) will be used: 

Telling providing specific instructions and closely supervising performance.  

Selling explaining decisions and providing opportunity for clarification.  

Participating sharing ideas and facilitating decision making.  

Delegating giving to others the responsibilities and implementation.  

Limitations of the Study 

1.	 The districts participating in this study were not selected by random 

sample. Only the employees working in Oregon school districts and 

who received training by Staebler and Young on the practices of 



8 

collaborative consultation were used. The entire population of 

consultants was used in this study. 

2.	 The number of supervisors in this study is limited because only the 

employees working in Oregon school districts and who received 

training by Staebler and Young on the practices of collaborative 

consultation were used. Therefore, the entire population of 

supervisors trained on the practices of collaborative consultation was 

used in this study. 

3.	 The Myers-Briggs Type Instrument (1976) contains a forced-choice 

format. Therefore, this instrument is situationally dependent upon 

administration and format. 

Basic Assumptions 

1.	 The leadership styles and personality types of supervisors and 

consultants can be identified and the effectiveness of consultants can 

be measured. 

2.	 The perceived effectiveness of consultants by their supervisors has a 

direct relationship to actual effectiveness of the consultants. 
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Summary 

The use of traditional teacher evaluation practices with teachers serving in a 

consulting role has been questioned by supervising administrators. Questions 

challenging job performance criteria currently used for special education teachers 

have arisen due to the changing role of the special education teacher and a national 

trend calling for greater accountability for increased student outcomes. 

Through current research on teacher evaluation practices, variables that influence 

employee competency ratings have been identified. Other influences must be 

identified and understood. 

This study will examine the impact of supervisor and consultant leadership styles 

and personality types on the effectiveness ratings of the consultant. The limitations 

to and basic assumptions of this study were presented. 
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REVIEW OF RELATED LITERATURE  

This paper will explore resulting evaluation bias caused by the match or mismatch 

of leadership style and personality type between the supervisor and consultant 

teacher. Evaluation bias, in this study, is the inflation or deflation of evaluation 

scores due to the match or mismatch in styles. Evaluation bias has been researched 

in relation to other factors besides leadership style and personality type. Therefore, 

a review of current literature pertaining to these evaluation biases will be presented. 

Consulting teachers have been selected for study in this research project. Current 

literature contains specific criteria by which to measure the effectiveness of 

consultant teachers, creating a well-defined arena for evaluation by supervisors. 

Research defining these criteria, as well as the role of collaborative consultant will 

be discussed. 

Literature on leadership styles is abundant and indicates a movement through 

several trends in past years. Likewise, personality type research has gone through 

many stages of development, much of which will be presented herein. 

Evaluation Bias 

A review of the literature reveals recent research that investigates different variables 

impacting employee evaluations. In a review of school evaluation and personnel 

relations, Thomas and Ogletree (1986) reported that "errors in the evaluation 
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process are attributable primarily to the values, prejudices, and stereotypes held by 

raters" (p. 8). Furthermore, these authors believe that "people tend to behave more 

benevolently toward those to whom they are attracted than to whom they are not 

attracted" (p. 8). 

Michael (1989) developed a paper for the purpose of investigating reasons 

evaluators make inaccurate judgements about the work performance of others. 

Among several findings, Michael identified "Affiliation with those holding similar 

views or having similar qualities" (p. 7) as having a strong influence on performance 

ratings. As noted by Michael, it is easier to relate to persons who are similar and 

people tend to react negatively toward persons or situations that are dissimilar and 

it is, according to Michael, an error of the evaluator to do so. 

Michael also investigated the personal characteristics of evaluators, such as 

leadership abilities and gender. Michael (1989) noted that Bernardin and Buckley 

(1981) studied leadership styles of evaluators and found that evaluators described 

by subordinates as lower in consideration for their employees were more apt to give 

unfavorable ratings. Regarding gende4 Michael reported that females tended to 

give higher ratings than males and higher ratings to males than to females (London 

and Poplawski, 1976; Hammer, Kim, Baird, and Bigoness, 1974). 

A third error affecting evaluation found by Michael focused on the negativity effect; 

the propensity for an evaluator to assign low ratings to an employee in order for the 
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employer to appear more knowledgeable and intelligent. As interpreted by Michael, 

such an evaluation "might be determined by the self-presentational motives of the 

evaluator and not the performance of the evaluatee" (1989, p. 11). 

According to Lincoln and Guba (1981), bias is one of the more frequent charges 

leveled at evaluators. Mount and Ellis (1987) agreed that the process of evaluation 

is a process inherently judgmental and therefore, "potentially subject to systematic 

error" (p. 85). In addition, Mount and Ellis did a considerable review of sex-related 

bias in job evaluation and found that such errors do affect female employees. 

As reviewed above, several researchers identified various biases that impact 

employee evaluations. The number of biases identified as well as the studies 

recorded in current literature are few. The history of studying evaluation bias 

appears brief. None of the available studies included a system to analyze if a match 

in style between the supervisor and employee was present. The investigation of 

such a match or mismatch is the next logical step in research. 

Consultant Teacher 

One group identified by researchers which needs study regarding effectiveness is 

that of collaborative consultants. West and Idol claimed that, "Investigations are 

needed to determine knowledge, skills, attitudes, and personality characteristics of 

successful versus unsuccessful consultants and consultees" (1987, P. 405). In 
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addition, as reported by Savelsbergh (1988), Idol and West have stated that a need 

exists for research on leadership styles and effective consultants. 

Collaborative consultation is an educational services delivery model which supports 

the successful integration of special needs students into regular classroom 

environments. Consultants are becoming a widely used resource in providing 

support services to teachers in regard to students with disabilities. Inherent in this 

influx of consultants is the need to establish practices for measuring consultant 

competencies. Administrators employing consultants must be aware of such 

evaluation practices and the impact that leadership styles and personality types may 

have upon the evaluation results. 

Throughout the years, consultation is a term that has been varied in definition. 

Whereas Webster's Dictionary (1987, p. 282) defines a consultant as "one who gives 

professional advice or services," a detailed, yet practical definition of collaborative 

consultation by Idol, Paolucci-Whitcomb, Nevin is provided below: 

Collaborative Consultation is an interactive process that enables 
people with diverse expertise to generate creative solutions to 
mutually defined problems. The outcome is enhanced, altered, and 
produces solutions that are different from those that the individual 
team members would produce independently. The major outcome of 
collaborative consultation is to provide comprehensive and effective 
programs for students with special needs within the most appropriate 
context, thereby enabling them to achieve maximum constructive 
interaction with their nonhandicapped peers (1987, p. 1). 
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A thorough review of models of delivering consultant services by West and Idol 

(1987) identifies ten different models of consultation. The range of models is 

expansive, including behavioral, organizational, human relations, advocacy, process, 

clinical, program, and collaborative consultation. 

Regardless of the specific definition of each model, the purpose and process remain 

in common. First, as reported by Meyers, Parson, and Martin (1979), consultation 

is a problem-solving process. Secondly, and perhaps most importantly, through 

consultation, the consultee is more able to deal effectively with similar problems in 

the future. For the purpose of this study, a review of collaborative consultation is 

most applicable since this model is used most frequently in the integration efforts 

for placement of special education students in regular classrooms. 

The emergence of collaborative consultation is a relatively new concept, since 

traditionally, consultation was seen as an expert-based concept (Savelsbergh, 1988). 

According to Huefner (1988), as reported by Savelsbergh (1988), this model is 

receiving increased attention in state departments of education and local school 

districts. However, as expressed by West and Cannon (1987), there is a scarcity of 

research in general and special education addressing the skills or competencies 

needed by special educators participating in collaborative consultation. The studies 

that do exist appear to differentiate between the technical skills involved in 

consultation, such as effective teaching practices, behavior management, and the 
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completion of Individualized Educational Programs for students with disabilities, and 

that of process skills, such as personal warmth, empathy, and rapport. 

West and Cannon (1987) themselves conducted a research project for the purpose 

of identifying and validating essential collaborative consultation competencies 

needed by regular and special educators to meet the educational needs of special 

education students. A 100-member Delphi panel identified forty-seven competencies 

within eight categories as essential to the collaboration process. The competencies 

receiving the highest panel ratings included interactive communication, collaborative 

problem solving, personal characteristics, and evaluation of consultation 

effectiveness. The panel rated competencies in staff development as important but 

not essential, which is consistent with the findings of Friend (1984) and Idol-

Maestas and Ritter (1985). However, in the West and Cannon study (1987), the 

panel gave a low rating of importance to the skills of consultation research, theory, 

models, and systems analysis. 

A study by Friend (1984) was completed by having 150 resource teachers, 194 

regular education teachers, and 176 principals complete a survey that described 

consultation skills and activities. The seventeen survey questions were generated 

through a literature review of important consultation skills, as well as a preliminary 

investigation of resource teachers' perception of their consultative duties. Identified 

as the top three essential characteristics of a collaborative consultant were 1) 

systematically evaluating interventions to determine effectiveness, 2) establishing 
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a climate of mutual trust, and 3) explaining resource teacher perception of a 

problem situation to a regular education teacher. The least supported skill of the 

seventeen was that of conducting inservice training for regular education teachers. 

In a discussion of the study results, Friend observed that the outcome of this study 

indicated that resource teachers practicing consultation are expected to be "super 

teachers" and she raised the question regarding the degree to which expectations for 

resource teacher job performance are realistic. 

Janney and Meyei in a report describing a project in New York that assisted school 

districts in working with students with disabilities, ascertained that "a person with 

technical expertise in a content area is not necessarily an effective consultant: 

Knowing how to do something is different from enabling someone else to do it" 

(1989, p. 13). Conoley (1981) stated, "An effective consultant is a process expert 

as much as a content expert." Janney and Meyer (1989) concurred with Conoley 

and Conoley (1982) that consultants need skills involved in personal processes, 

providing feedback, receiving feedback, and creativity. Likewise, these researchers 

believed that a consultant needed the task skills of facilitating communication, 

keeping a group on task, and basic principles of teaching and learning. 

Even though the majority of research on consultant skills revealed a lower ranking 

of importance for task skills than for relationship skills, Si leo, Rude, and Luckier 

(1988), in an article about transition planning for youth with disabilities, stated, 
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Of primary importance is the development of a
theoretical/philosophical base to guide the implementation of 
consultation roles and practices. Professionals must be knowledgeable 
about various consultation approaches such as the systems, 
behavioral, education and training, clinical, and organization 
models. (1988, p. 337) 

Only after addressing the issue of the knowledge-based skills, did these authors 

address the need for application of existing communication research. 

Whereas extensive research has been devoted to measuring leadership style and 

personality type, and there is an emerging trend to evaluate effectiveness of 

collaborative consultants, little has been done to investigate the relationship among 

these three variables. Savelsbergh (1988) recommended that research be conducted 

to compare supervisors' personality preferences with their views on the effectiveness 

of consultants. 

Leadership Style 

The process that resulted in the present views on leadership was one of great 

dynamics and diversity. The earliest leadership research, as reported by Mazzarella 

and Smith (1989), examined inherent traits of leaders. Prior to the 1930's it was 

believed that only certain persons were endowed with inborn abilities and traits 

necessary for serving as a leader. The contributions made by Bird (1940), Jenkins 

(1947), and Stogdill (1948) are known still today as the major works on leadership 

trait theory (Bryman, 1986). The most extensive of the three was the summary 

completed by Stogdill which identified over one hundred personal traits associated 
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with leadership, including physical characteristics, social background, and 

intelligence (Bass, 1990). Stogdill's work (1948) was heralded as extensive in 

design as evidenced by a review of recent summaries citing 111 references to 

leadership characteristics, in which only six references were published prior to the 

1930's (McGregor, 1976). Even though situational leadership was not studied 

formally until several decades later, Stogdill asserted that, "the qualifications, 

characteristics and skills required in a leader are determined to a large extent by the 

demands of the situation in which he is to function as a leader" (Bass, 1981, p. 65). 

Research on leadership traits in the 1940's was abandoned during the next decade 

for studies involving leadership behaviors (McMurray and Bentley, 1987). Such 

behaviors were identified because of the effect they created upon followers. The 

focus of research was placed upon that which a leader "does" as opposed to earlier 

trait theories that studied what a leader "is." This emphasis was evident in the Iowa 

Childhood Studies which involved organizing ten-year-old children in work tasks 

over a three-month period (Bryman, 1986). Each group had the same leader who 

acted in a different fashion with each group. From this study came the leadership 

terms laissez-faire, authoritarian, and democratic, as they were used to describe the 

differing behaviors of leaders. The results of the Iowa studies supported the 

emerging trend to examine leader behaviors rather than personal characteristics. 

Another highly influential series of studies conducted during this time was that of 

the Ohio State Leadership Studies (Bryman, 1986). These studies provided to the 



19 

field of leadership research the early development of operational definitions for what 

people "do" in leadership positions. The Ohio research team amassed a large 

number of descriptions for the behaviors of leaders, eventually reducing the number 

into 130 questionnaire items. The resulting research instrument was called the 

Leader Behaviour Description Questionnaire (LBDQ) and reflected the general 

leadership themes of Consideration (relationship) and Initiating Structure (task). 

The Ohio State studies found that task and relationship behavior were separate 

dimensions but not mutually exclusive (McMurray and Bentley, 1987). These 

studies, for the first time, described leader behavior in terms of two separate axes 

rather than on a single continuum. 

The LBDQ and its resulting revisions (LBDQ-X11) were consequently used in several 

studies. Schriesheim and Murphy (1976) reviewed social service organizations and 

found that when jobs were stressful, subordinate performance was enhanced by a 

greater degree of Initiating Structure. In addition, the study concluded that when 

job stress was low, Initiating Structure inhibited subordinate performance. 

The identification of leader behaviors by such measures as the LBDQ, provided more 

specific descriptions than ever before. A gradual move away from the general 

themes of leader behavior gave way to the more specific measurement of leadership 

style. 
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Whereas the 1950's reflected the attitude that leadership was something "done to 

others, the generation of the sixties studied leadership as an interaction between 

leaders and subordinates. This belief in process-oriented leadership answered the 

political agenda calling for an interaction between the psychic needs of the leader 

and the social needs of followers. The 1960's was a time when young citizens of 

this country no longer accepted time-tested traditions, including conventional 

authority. An understanding of social learning theory became paramount during 

this stage of historical development. Bandura's studies on human modeling were 

completed during this period (Gagne, 1977) whereby he proclaimed that human 

beings play an essential role in the conditions for effective learning of attitudes. 

The entire social and political sense of the country was parallel to the emerging 

trend of leadership style as a process occurring between a leader and subordinate. 

The work of Zahn and Wolf (1981) addressed this new sensitivity to the process of 

leadership, which resulted in the creation of the task-relationship diad (Bryman, 

1986). Their model was built on the idea that superior-subordinate relationships 

were based on an exchange. No longer were researchers clinging to the belief that 

leadership was doing something to somebody. 

Leadership studies during 1970-80 introduced such terms as transactional and 

situational leadership. Researchers became aware of two-way influences and of a 

relationship among many variables inherent in leadership positions. This period is 

characterized by the understanding that different effective leader behaviors were 
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dependent upon the specific situation at hand. Hollander and Julian are credited 

with stating that in a transactional approach, "in order to be allowed to continue 

in a position of leadership, the leader must be responsive to the needs of his 

followers" (Bryman, 1986). Fiedler (1967), conducting research in a wide range of 

settings, such as industry, the military, and the sports arena, also concluded that the 

type of leader required for enhanced group performance is situationally contingent. 

Leadership styles first emerged in the 1950's, yet a resurgence and more thorough 

development of the concept took place during the period from 1970 to 1980. The 

work of Yukl (1981) listed nineteen categories and thereby responded to the trend 

of searching for more specific rather than general identification of leadership styles. 

According to Bryman (1986), Yukl's work was consistent with that of Oldham 

(1976) and of Jones (1983) in arguing that specific categories were more helpful 

in determining what made a leader effective in a particular situation. Yukl's 

categories included such leadership indicators as praise-recognition, goal setting, 

work facilitation, and conflict management. 

Even though the identification of styles was progressing towards a greater 

specificity, a review of Yukl's categories illustrates that compared to style identifiers 

available today, a rather crude level of classification was still evident in the 1970's. 

Yukl's categories included performance emphasis, consideration, inspiration, praise-

recognition, structuring reward contingencies, decision participation, autonomy-

delegation, role clarification, goal setting, training-coaching, information 
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dissemination, problem-solving, planning, coordinating, work facilitation, 

representation, interaction facilitation, conflict management, and criticism-discipline. 

Leadership studies current in the 1990's combine the concepts developed over the 

past sixty years. New studies suggest that effective leadership results from a 

combination of learned behaviors and inherent traits (Mazzarella and Smith, 1989). 

A trend in the most recent research supports style flexing or the need for leaders to 

change their styles to fit any given situation. 

The leader of today has available many ways to measure leadership style. Some 

researchers stress decision-making styles (Tannenbaum and Schmidt, 1976), some 

measure views of human behavior (McGregor, 1976), others determine if a leader 

is more drawn to the people or the job (Stogdill, 1974; Fiedler, 1967; and Halpin, 

1959), while still others stress how leaders respond to follower maturity (Hersey 

and Blanchard, 1982). 

Measurement of leadership styles is the first step that allows for style flexing. As 

noted by Paul Hersey and Kenneth Blanchard, as reported by Mazzarella and Smith 

(1989), "successful leaders can adapt their leader behavior to meet the needs of the 

group." Since leadership is often regarded as the single most critical factor in the 

success or failure of institutions (Bass, 1990), it behooves leaders of today to 

identify their own styles and determine the appropriate application of styles theory 

to their assigned leadership roles. 
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A study was completed by McMurray and Bentley (1987) to see if it were possible 

to identify leaders in public education who possessed high flexibility/high 

effectiveness leadership characteristics. These researchers utilized the Leader 

Behavior Analysis (LBA) instrument by Blanchard Training and Development, which 

measures perceived leadership style. The study employed sixty-six East Tennessee 

administrators; however, the sample size was narrowed to twenty-one when 

effectiveness and flexibility cut-off scores were applied. Analysis of the decision-

making processes of these administrators revealed the application of follower 

maturity criteria as prescribed by Hersey and Blanchard. Even though completed 

with a limited sample, results of this study provided implications concerning styles 

of leaders and their criteria for selecting subordinates for task assignments. 

In a study on administrative brain dominance styles, Norris (1986) explored brain 

styles of 115 Tennessee school administrators, all of whom were nominated by an 

expert panel on the basis of outstanding leadership. The Hermann Brain Dominance 

Survey was used to measure four quadrants: cerebral left (analytical, logical); 

cerebral right (conceptual, creative); limbic left (organized, status quo); and limbic 

right (emotional, interpersonal). Results of Norris' study noted left-brain styles as 

most prevalent within the sample group of administrators. Norris warns that 

educational leaders must develop a new visionary perspective (right-brain) 

orientation to the building of human potential. 



24 

Current literature on leadership styles supports the concept of adaptive leader 

behavior. Only after identifying their personal leadership styles can leaders analyze 

the resulting effect of those styles on the workplace. Then, and only then, can truly 

effective leadership occur. 

Personality Type 

In contrast to the evolutionary historical movement of leadership styles, the study 

of personality types has remained fairly constant since its inception in Jungian 

theory in the 1920's. Jung (1953) believed that much seemingly random variation 

in behavior was actually quite orderly and consistent because of basic differences 

in the manner in which individuals preferred to use their perception and judgement 

(Myers and McCaulley, 1990). He further believed that people were different in 

fundamental ways even though they had the same instincts (archetypes) that drove 

them from within (Keirsey and Bates, 1984). Given these instincts, Jung studied 

preferences for how people functioned and came to believe these preferences were 

characteristic and could be "typed." Consequently, Jung developed function 

categories known as psychological types. 

Jung's study of psychological types was complemented by his belief that both the 

Freudian and Adlerian explanations of attitude types had merit (Monte, 1987). The 

essence of the difference, according to Jung, was explained in the personalities of 

the two men. To Jung (1953), Adler represented the introverted manner of 

functioning, whereas Freud remained more of an extravert. Jung observed that 
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Adler and Freud approached the personalities of their patients from the perspective 

of their own theory, as well as the constraints of their own personality. 

Further development of Jung's personality type theory resulted in not only the 

identification of the two attitude types of introversion/extraversion, but also in four 

functional types: sensing; thinking; feeling; and intuition. These functional types 

provided for the gradations and variety within the introverted and extraverted 

personalities (Myers and McCaulley, 1990). 

Sensing is "the sum total of external facts given to me through the functions of my 

senses" (Jung, 1971, p. 461). Sensation deals with orientation to reality and tells 

that something is, not what it is. Thinking tells what a thing is, and, according to 

Jung, was "the linking up of ideas by means of a concept (Jung, 1971, p. 481). 

Thinking is a preference for making judgements objectively and impersonally, 

analyzing facts and ordering them in terms of cause and effect. The third function 

of feeling was explained by Jung as telling what a thing is worth. The feeling 

function ascertains whether something is acceptable or unacceptable. The fourth 

function, called intuition, was the most difficult for Jung to define (Monte, 1987). 

He commented that "Whenever you have to deal with strange conditions where you 

have no established values or established concepts, you will depend upon the faculty 

of intuition" (Jung, 1968, p. 14). 
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Two additional attitudes which enhanced Jung's original theory were added by 

Isabel Myers, and her mother, Katherine C. Briggs (Lueder, 1983). These attitudes 

indicated a person's preference for the manner in which they dealt with the outside 

world (the extraverted part of life), and were termed perceiving and judging (Myers 

and McCaulley, 1990). Perception is the act of information-gathering and is defined 

as "the process of becoming aware of things, people, occurrences, or ideas" (Luedei 

1983, p. 4). Judgement is decision-making that involves the process of coming to 

conclusions about what has been perceived. The perceiving and judging attitudes 

indicate dominant mental processes. For a person with a perceiving attitude, their 

perceiving function (either sensing or intuition) is dominant over their judging 

function (either thinking or feeling). If, on the other hand, a person has a judging 

attitude, their judging function is dominant over their perceiving function. 

A total of sixteen possible types can result from the various combinations of the four 

functions and four attitudes developed by Jung and enhanced by Myers and Briggs. 

Each of the sixteen types have unique characteristics. 

The work of Myers and Briggs throughout the 1950's provided a revival of Jung's 

psychological types with the development of a test to measure personality type 

(Keirsey and Bates, 1984). According to the authors, the purpose of the Myers-

Briggs Type Indicator (MBTI) was to make Jung's psychological type theory 

understandable and useful in people's lives (Myers and McCaulley, 1990). The 

MBTI has been used in research projects involving the fields of counseling, 
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education, and career advisement. Wright (1966) analyzed the relationship of 

administrator and teacher effectiveness with that of personality as measured by the 

MBTI. Austin and Cage (1980) utilized the MBTI in an analysis of student teacher 

and cooperating teacher personality types in relation to the evaluation ratings of the 

student teachers. Results of the study showed that student teachers receiving 

ratings from cooperating teachers having the same personality preference did not 

receive significantly higher ratings than student teachers whose ratings came from 

cooperating teachers with different personality preference. In addition, it was found 

that student teachers with personality preferences of feeling (F) and sensing (S) 

received the highest student teacher ratings overall. Studies by von Fange (1961) 

and Morrison (1980) determined the predominate personality type of school 

administrators to be extravert, sensing, thinking, and judging. 

Jung's psychological type theory provided a basis for identifying personality 

characteristics. Others have made similar efforts. Specifically, in relation to the role 

of consultant teachers, several researchers have studied personality characteristics 

necessary to be an effective consultant. A study by Savelsbergh (1988) found that 

effectiveness ratings of consultant teachers were highest for those with sensing and 

extravert personality types. Alpert (1976) stated that it is helpful for the consultant 

to be warm, colorful, and funny. Dinkmeyer and Dinkmeyer (1976) believed 

consultants should be empathetic. Several authors have argued that consultants 

must be flexible (Dory, 1977; Fine, Grantham, and Wright, 1979). 
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In a list of essential consultation characteristics, West and Idol (1987) included 

concern, warmth, empathy, and understanding. Conoley and Conoley (1982) 

profiled effective consultants and found, among other characteristics, that personal 

qualities necessary for effective consultants included being friendly, open, 

supportive, flexible, and efficient. This study was confirmed by the work of Bossard 

and Gutkin (1983), who found the personality traits of effective consultants to 

include being friendly, open, out-going, and non-threatening. 

A list of thirty-eight personal characteristics needed by consultants was compiled by 

Brown, Wyne, Blackburn, and Powell (1979). The list included such characteristics 

as awareness of personal values, ability to maintain objectivity, personal calmness 

during crisis, emotional stability, independent functioning, and the ability to gain 

the confidence and trust of others. 

In summary, the psychological type theory of Jung and more recent research on 

personality types have resulted in the ability to measure personality characteristics 

of different people. Included in this practice is the identification of personality 

characteristics consistently recognized in persons known to be effective consultant 

teachers. 
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RESEARCH PROCEDURES  

The purpose of this research was to determine if, when leadership styles and 

personality types of the supervisor and employee are similar, employee ratings are 

higher than when the leadership styles and personality types of the supervisor and 

employee are dissimilar. This chapter provides a description of the research 

procedures including five major components of 1) population, 2) design, 

3) instruments, 4) methodology, and 5) data analysis procedures. 

Population 

The subjects who participated in this study were certified personnel serving as 

collaborative consultants in school settings and their supervisors. Subjects were 

employed in the Portland School District, Gresham School District, Salem School 

District, and Linn-Benton Education Service District (ESD). Table I details the 

number of subjects participating from each school district. 

TABLE I 
Number of Research Subjects 

District No. Consultants No. Supervisors 

Portland 17 1 

Gresham 5 1 

Salem 32 1 

1Linn-Benton 6 

TOTAL 60 4 
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School districts chosen for this study represented diversity among community size, 

geographical location, and socio-economic status. Community demographics 

included a metropolitan setting of 440,000 people in Portland which lies in the 

northwest corner (Multnomah County) of the state of Oregon. Salem School 

District is located in the state's capital of Salem, Oregon, an urban area with 

111,575 residents. Salem is located fifty miles south of Portland. Gresham, which 

lies twenty miles east of Portland and is a semi-rural area of 68,000 people. Finally, 

a rural setting is served by the Linn-Benton ESD, which is sixty-five miles south of 

Portland in the town of Albany. Linn-Benton ESD provides educational services to 

the two counties of Linn and Benton, with a combined population of 162,200. 

In addition to the community demographics, another element unique among these 

school districts was the free and reduced lunch counts. Free and reduced lunch 

percentages are often used as indicators of socio-economic status within school 

districts. The counts are derived from the number of low income families whose 

children attend the area schools. The percentage of students eligible for free and 

reduced lunches enrolled in the school districts participating in the study are 

presented in Table II. 
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TABLE II  
Free and Reduced Lunch Counts  

District Free/Reduced Lunch Percentage 

Portland 41.0% 

Salem 34.0% 

Linn-Benton 24.0% 

Gresham 15.9% 

Another characteristic of the participating school districts was their commitment to 

a consultation model of service delivery for students with special needs. A previous 

study completed by Savelsbergh (1988), found that the objectives of the consultant 

model in these districts are similar and based upon the principles of situational 

leadership, open communication and trust among team members, appropriate 

interviewing skills and active listening skills. The Salem School District was not 

included in the Savelsbergh study but has been found to be aligned with the same 

objectives and principles as the other school districts in this study. 

The subjects in this study were not selected by random sample. The study utilized 

the population of consultants who received inservice training on the practices of 

collaborative consultation by Dr. Bonnie Staebler and Dr. Bonnie Young and who 

had been previously or were currently employed as a collaborative consultant in one 

of the four participating school districts: Gresham, Linn-Benton ESD, Portland, and 

Salem. Likewise, the entire population of supervisors was used. 



32 

Design 

This study presented quantitative research. The statistical procedure used was a 

bivariate correlation coefficient. The correlational method of data analysis was 

selected because it provided information concerning the degree of relationship 

between the variables. This study called for an analysis beyond the casual-

comparative method. A measure of magnitude of relationship was required. 

Each variable contained in this study presented continuous scores, therefore, a 

product-moment correlation was performed. As noted by Borg and Gall (1989), the 

product-moment correlation is the most often used correlation technique since it 

produces the smallest standard error and because most educational measures yield 

continuous scores. 

The dependent variable was the effectiveness ratings of the collaborative 

consultants. The independent variables were 1) the difference between the LEAD-

Self score of the supervisor and the LEAD-Self score of the collaborative consultant, 

and 2) the difference between the MBTI score of the supervisor and the MBTI score 

of the consultant. 

This research raised the following question: When learning styles and personality 

types of the supervisor and employee are similar, are employee ratings higher than 

when learning styles and personality types are dissimilar? In order to study this 

question, this research was designed to establish if a correlation existed between the 
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difference in supervisor and consultant scores on two different measures and the 

effectiveness score of the collaborative consultant as perceived by the supervisor. 

The study included a two phase analysis; first by comparing the difference in 

supervisor and consultant scores on the LEAD-Self (leadership assessment), and 

secondly by comparing the difference in supervisor and consultant scores on the 

Myers-Briggs Type Indicator (personality measure). 

In summary, this study researched a product-moment correlation between the 

variables of collaborative consultant effectiveness score and the difference in 

leadership style and personality type scores of the supervisor and consultant. 

Instruments 

The LEAD-Self, Myers-Briggs Type Indicator, and the Survey of Effectiveness of 

Collaborative Consultants were selected for use in this study. 

The instrument used in this study to measure leadership style was the LEAD-Self 

Leadership Inventory, developed by Hersey and Blanchard (1973). The LEAD-Self 

Leadership Inventory measures self-perception of three aspects of leadership 

behavior; style, style range, and style adaptability. These three measurements are 

reflective of the situational leadership theoretical model of Hersey and Blanchard 

(1982). The instrument was originally designed as a training tool and requires 

approximately ten minutes to complete. 



34 

The Leadership Effectiveness and Adaptability Description (LEAD) contains two 

forms; LEAD-Self and LEAD-Others, which identify four styles of leadership: 

1) high task low relationship (telling), 2) high task high relationship (selling), 

3) low task high relationship (participating), and 4) low task low relationship 

(delegating). According to the theory of situational leadership, as the level of 

maturity of the employees change, the leaders should adapt their style to suit the 

situation. 

The LEAD-Self is constructed of twelve leadership situations in which respondents 

select from four alternative actions, representing the four styles of leadership. This 

instrument was standardized on the responses of 264 managers who comprised a 

North America sample. The managers ranged in age from twenty-one to sixty-four. 

Thirty percent were in entry-level management, fifty-five percent in middle 

management, and a final fourteen percent in top-level management. 

Validity 

A significant correlation of .67 was found between the adaptability scores of the 

managers and the independent ratings of their supervisors (Zedek, 1985). Face 

validity, determined by expert opinion, exists for measuring components of the 

theory base of situational leadership. Content validity, according to Greene (1980) 

was clearly established via the procedures employed to create the original set of 

items. 
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In a review of several empirical validity studies, Greene (1980) reported a low 

correlation and relative independence of the scales with respect to gende4 age, 

years of experience, educational degree, and management level. Based on his 

review of the instrument and resulting studies, Greene determined the LEAD-Self to 

be an empirically sound instrument. 

Reliability 

Greene (1980) reported the stability of the LEAD-Self to be moderately strong. A 

reliability coefficient of .75 for dominant style was found among the sample of 

managers. In two administrations across a six-week interval, seventy-five percent 

of the managers maintained their dominant style and seventy-one percent retained 

their alternate style. The contingency coefficients were both .71 and each was 

significant at the .01 level. Greene states that the LEAD-Self scores remained 

relatively stable across time and he feels the user may rely upon the results as 

consistent measures. Eberhardt (1985) has suggested that research using the LEAD-

Self be conducted because of the potential usefulness of several of the theoretical 

concepts. 

The second instrument selected for use in this study was the Myers-Briggs Type 

Indicator (MBTI), Form F, developed by Katharine Briggs and Isabel Briggs Myers 

(1976). The MBTI identifies personality type by placing a respondent's score along 

four continuums: Extravert-Introvert, Sensing-Intuition, Thinking-Feeling, and 

Judging-Perceiving. The theoretical base of this instrument was Jung's theory of 
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psychological types (Myers and McCaulley, 1990). Wiggins reports the MBTI to be, 

"an excellent example of a construct-oriented test that is inextricably linked to 

Jung's theory of psychological types" (1989, p. 538). 

Form F of the MBTI contains 166 items written within a forced-choice format. The 

MBTI is intended for use with normal populations. According to Devito (1989), the 

MBTI is "probably the most widely used instrument for non-psychiatric populations 

in the areas of chemical, counseling and personality testing" (p. 1030). He believed 

the MBTI satisfied many of the criteria of a psychological test, even though the 

manual rejected the notion of the MBTI as a test. Devito further explained that the 

MBTI has been widely used in pastoral counseling, student personnel and 

organizations (e.g., businesses, religious communities). 

Validity 

Face validity is recorded in the test manual showing that self-ratings of type and the 

assignment made by the instrument have closer correspondence than would be 

expected by chance. Construct validity is determined by data presented that 

correlated the MBTI with well-known personality, interest, and academic scales. 

Such a correlation was made between the MBTI and the Jungian Type Survey. Both 

instruments were designed to measure the same Jungian dimensions except Judging-

Perceiving. As reported by Divito (1989), the construct validity between 

corresponding dimensions were moderately high and is statistically significant. 
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Reliability 

Several test-retest reliability studies have been published by various authors (Devito, 

1989). Test-retest reliability coefficients from these studies ranged from .48 (14 

months) to .87 (7 weeks). The test-retest reliability of males on Thinking-Feeling 

seemed to be the least stable. 

A compilation of studies on MBTI test-retest reliabilities presented by Myers and 

McCaulley (1990), and showed the test-retest reliabilities to be consistent over time. 

When a change in type was reported, it most often occurred in only one preference 

or in scales where the original preference was low. 

Split-half reliabilities were stable up to thirty-five omissions for Form F and were 

consistent with reliabilities of other personality instruments, many of which have 

longer scales than the MBTI (Myers and McCaulley, 1990). Re liabilities were higher 

for test takers who were older and who had higher levels of school achievement. 

The third instrument selected for use in this study was the Survey of Effectiveness 

of Collaborative Consultants (Appendix A), a questionnaire developed by 

Savelsbergh (1988). The design of Savelsbergh's survey was based on a study 

conducted by West and Cannon (1987) in which a 100 member Delphi panel 

selected competencies they felt to be essential for effective consultation. The top 

ten competencies rated highest by the panel after round two and which had the 

highest consensus were used as a basis for the questionnaire. Responses are 
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recorded on a 1-5 Likert scale (ranging from "poor" to "outstanding"). Consultants 

receiving a score of forty or higher are considered to be "effective." Savelsbergh 

explained that a score of forty was selected since a rating of four indicated above 

average and there were ten competencies listed. 

Validity/Reliability 

Face validity was determined by the 100 Delphi panel members in the original study 

done by West and Cannon (1987). To determine reliability, Savelsbergh (1988) 

completed a split-half correlation and then a Spearman-Brown analysis on the 

adopted Survey of Effectiveness of Collaborative Consultants, which showed a 

reliability of .97. The procedures used in the development of the survey and the 

resulting validity and reliability make this survey an excellent tool for rating 

consultant effectiveness. 

Methodology 

This study researched if, when leadership styles and personality types of the 

supervisor and employee are similai; employee ratings are higher than when the 

leadership styles and personality types of the supervisor and employee are dissimilar. 

A study completed by Savelsbergh (1988) collected raw data from the LEAD-Self 

and MBTI on consulting teachers in the Portland School District, Gresham School 

District, and Linn-Benton ESD. In addition, scores from the Survey of Effectiveness 

of Collaborative Consultants, completed by supervisors of the consultants in these 
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districts were collected by Savelsbergh. The raw data from the Savelsbergh study 

were obtained in January, 1992, through written correspondence. 

Raw data were collected from the Salem supervisor in February, 1992, and Salem 

consultants in June, 1992. These data were collected by written correspondence. 

The LEAD-Self and MBTI instruments were mailed to the supervisor and consultants 

who were requested to complete and return the response sheets. The LEAD-Self and 

MBTI instruments were also mailed to the supervisors in Gresham and Portland 

school districts and the Linn-Benton ESD from August, 1992, to April, 1993. 

Response sheets were hand scored by the researcher. All answer sheets were coded 

and the identity of each participant remained anonymous. This process of obtaining 

additional LEAD-Self and MBTI data was under the direction of Dr. Bonnie Staebler, 

who received specialized training for this purpose and who ensured consistency 

among all administrations. 

Further data were collected from the Salem supervisor who completed a Survey of 

Effectiveness of Collaborative Consultants for each Salem consultant. The scores 

were hand delivered to researcher in February, 1993. 

Data Analysis Procedures 

Once the raw data were collected from the Savelsbergh study and the additional 

data were generated for this study, the scores were entered into an IBM personal 
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computer with the use of "WordPerfect" software. Through the use of the 

correlation coefficient and linear regression components of a SPSS/PC+ statistical 

software package for IBM personal computers, the difference in absolute value 

between the supervisor and collaborative consultant scores was correlated with the 

effectiveness scores on each consultant. 

Summary 

This study investigated if, when leadership styles and personality types of the 

supervisor and employee are similai employee ratings are higher than when the 

leadership styles and personality types of the supervisor and employee are dissimilar. 

The subjects who participated in this study were collaborative consultants and their 

supervisors from the Linn-Benton ESD, and the Portland, Gresham, and Salem 

School Districts. The instruments used in this study were the LEAD-Self, the Myers-

Briggs Type Indicatoi and the Survey of Effectiveness of Collaborative Consultants. 

A product-moment correlation was computed on the raw data obtained with 

regression analyses resulting. 



41 

ANALYSIS OF RESULTS  

This chapter outlines the results from the present study. Each of the four research 

hypotheses will be stated, followed by a description of the data analysis used and 

results obtained. 

The purpose of this study was to determine if, when leadership styles and 

personality types of the supervisor and employee are similai employee ratings are 

higher than when the leadership styles and personality types of the supervisor and 

employee are dissimilar. 

Data from three different instruments were used in this study: LEAD-Self (1973), 

Myers-Briggs Type Indicator (1976), and the Survey of Effectiveness of 

Collaborative Consultants (1988). The following is an explanation of the scores 

obtained from these instruments. 

An analysis of the scores obtained from the LEAD-Self (1973) instrument revealed 

that all consultant teachers and supervisors in this study, without exception, showed 

a preference for the selling and participating styles of leadership. Therefore, it was 

decided to explore the magnitude of difference between a supervisor and consultant 

among all four styles of leadership. In order to calculate such a difference, each 

consultant's four scores were subtracted from the supervisor's four scores. These 

four numerals, indicating a difference on each of the four columns, were then added 
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together for one total difference score. Indication of a positive or negative number 

was irrelevant for this procedure; absolute value of these numbers was used. 

Scores from the MBTI (1976) instrument revealed one of sixteen personality 

preferences for each consultant and supervisor. Table HI shows the number of 

consultants in this study represented in each of the sixteen preferences. 

TABLE III  
Consultant Teacher Personality Type Preference  

ISTJ ISFJ INFJ INTJ 
n = 5 n = 6 n = 6 n = 3 

ISTP ISFP INFP INTP 
n = 3 n = 6 n = 7 n = 1 

ESTP ESFP ENFP ENTP 
n = 1 n = 1 n = 1 n = 2 

ESTJ ESFJ ENFJ ENTJ 
n = 1 n = 9 n = 6 n = 2 

I = Introvert S = Sensing T = Thinking J = Judging 
E = Extravert N = Intuition F = Feeling P = Perceiving 

The style clusters of the four participating supervisors were ESTJ, INFP ENFJ, and 

INTJ. 

In order to analyze the raw data from the MBTI, statistically it was necessary to 

transform these scores. Table IV indicates the manner in which the scores were 

transformed. 



43 

TABLE IV  
Myers-Briggs Type Indicator: Transformed Scores  

ntrovert Extrover  

Original Scale  

67 +6  

Transformed Scale  

+66 -66  

Example: The original scale score of Introvert 20 transforms to -19. 

In order to make a distinction between the two opposites of personality types, a 

positive sign was assigned to the style positioned to the right and a negative sign 

for the style positioned to the left. These signs do not indicate value, rather 

position of the style on the continuum. Positions on the continuum for each 

personality preference continuum are shown in Table V. 

TABLE V  
Continuum Position of Personality Preferences  

Left (Negative Sign) Right (Positive Sign) 

Introvert Extravert 

Intuitive Sensing 

Feeling Thinking 

Perceiving Judging 
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In addition to being assigned a four letter cluster, a score of magnitude was 

provided for each of the four letters. Therefore, a difference score was calculated 

between consultant and supervisor scores. The process of determining the 

differences of scores was similar to the process used with the LEAD-Self scores. The 

absolute value differences of each of the four categories were determined. The 

differences in all four categories were added for a total difference score. 

The mean, standard deviation, and minimum and maximum scores were derived for 

the three instruments used. These results are displayed in Table VI. 

TABLE VI  
The Mean, Standard Deviation, Minimum and Maximum Scores  

for the Three Instruments  

Variable Mean SD Min. Score Max. Score 

LEAD-Diff 5.50 2.84 0.0 12.0 

MBTI-Diff 105.50 29.94 56.0 180.0 

Effectiveness 41.42 8.77 15.0 50.0 

A correlation coefficient was computed to determine if consultant effectiveness 

ratings were dependent upon the similarity or dissimilarity of leadership style and 

personality type of the consultants and supervisors. The statistical analysis was 

completed in two phases. First, a Pearson r product-moment correlation coefficient 

was computed between the difference in LEAD-Self scores and consultant 
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effectiveness scores. Secondly, the same was completed between the difference in 

MBTI scores and consultant effectiveness scores. For the analysis, a correlation 

coefficient was computed for each individual school. In addition, a discriminant 

analysis procedure was used to produce an overall pooled correlation coefficient. 

A one-tailed test of significance was chosen over a two-tailed test due to the 

researcher's expectations that an alternative hypothesis would be supported. 

Research Hypothesis #1 

The supervisor's rating of the effectiveness of the consulting teacher will be higher 

when the leadership style of the supervisor and consulting teacher are similar. 

Research Hypothesis #2 

The supervisor's rating of the effectiveness of the consulting teacher will be lower 

when the leadership style of the supervisor and consulting teacher are dissimilar. 

A Pearson r product-moment correlation was conducted on the data as displayed in 

Table VII. Additionally, regression analyses were completed for each school district 

with the effectiveness score serving as the dependent variable and the difference in 

LEAD-Self scores as the independent variable. Table VIII displays the regression 

statistics obtained. 
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TABLE VII  
Pearson Product Moment Correlation Coefficients  

LEAD-Self Difference with Effectiveness Ratings of Consultants 

School 
District r value N df 

1 -.5548** 32 30 

2 -.2782 17 15 

3 -.1238 6 4 

4 .8144 5 3 

POOLED -.3292* 

* p<.05 
** p<.01 

TABLE VIII  
Summary Statistics for Regression Analyses  

of Effectiveness on LEAD-Self Difference  

School 
District R e p fyahE 

1 .3078 .0010 

2 .0774 .2796 

3 .0153 .8153 

.6633 .09324 

POOLED .2575 
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When the LEAD-Self and effectiveness ratings data from the four school districts 

were pooled, a correlation of -.3292 resulted. This total value was significant at the 

.05 level. These results indicated that the null hypothesis, stating there was no 

relationship between leadership style difference and effectiveness ratings, was 

rejected. A significant relationship did exist between the difference in supervisor 

and consulting teacher LEAD-Self scores and the effectiveness ratings of the 

consultant. The first and second research hypotheses in this study were confirmed. 

Upon completion of regression analyses of the data pooled for all districts, an R2 of 

.2575 was obtained. This figure indicated that approximately 26% of the variability 

in effectiveness scores could be explained by the difference in supervisor and 

consultant LEAD-Self scores. 

P-values for three of the four districts were quite low. District #3 has a 

comparatively higher p-value (.8153). However, the p-value for District #3 was 

interpreted as statistically not different from zero since the sample size of six was 

so small. 

Research Hypothesis #3 

The supervisor's rating of the effectiveness of the consulting teacher will be higher 

when the personality type of the supervisor and consulting teacher are similar. 
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Research Hypothesis #4 

The supervisor's rating of the effectiveness of the consulting teacher will be lower 

when the personality type of the supervisor and consulting teacher are dissimilar. 

A Pearson r product-moment correlation was conducted on the data (Table IX). 

Additionally, simple regression analyses were completed for each school district with 

the effectiveness score serving as the dependent variable and the difference in 

Myers-Briggs Type Indicator scores as the independent variable. Table X displays 

the regression statistics obtained. 

TABLE IX  
Pearson Product Moment Correlation Coefficients  

MBTI Difference with Effectiveness Ratings of Consultants  

School 
District r value N df 

1 -.1099 32 30 

2 .1504 17 15 

3 .8930* 6 4 

4 -.5829 5 3 

POOLED -.0042 

* p<.05 
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TABLE X  
Summary Statistics for Regression Analyses  

of Effectiveness on MBTI Difference  

School 
District R2 p-value 

1 .0120 .5494 

2 .0226 .5646 

3 .7975 .0166 

4 .3398 .3023 

POOLED .0668 

When the MBTI and effectiveness ratings data from the four school districts were 

pooled, a correlation of -.0042 resulted. This total value was not statistically 

significant. The null hypothesis that there was no relationship between personality 

type difference and effectiveness ratings was accepted. The third and fourth 

research hypotheses in this study were not confirmed. 

Upon completion of regression analyses of the data pooled for all districts, an R2 of 

.0668 was obtained. This figure indicated that only 7% of the variability in 

effectiveness scores could be explained by the difference in supervisor and 

consultant MBTI scores. 
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P-values for three of the four districts were quite high, indicating a large degree of 

probability that the level of R2 scores could be produced if the null hypothesis were 

true. 

Summary 

This section outlined the results from the present study. Scores resulting from 

correlation coefficient analyses and regression analyses were provided. Research 

Hypotheses #1 and #2 were accepted at the .05 level. A significant relationship did 

exist between leadership style difference and effectiveness ratings of collaborative 

consultants. Research hypotheses #3 and #4 were not confirmed. No significant 

relationship was found between personality type difference and effectiveness ratings 

of the consultants. 
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SUMMARY, DISCUSSION, IMPLICATIONS AND RECOMMENDATIONS 

Summary 

The purpose of this study was to determine if, when leadership styles and 

personality types of the supervisor and employee are similai employee ratings are 

higher than when the leadership styles and personality types of the supervisor and 

employee are dissimilar. Specifically, four research hypotheses were presented. 

Research Hypothesis #1 

The supervisor's rating of the effectiveness of the consulting teacher will be higher 

when the leadership style of the supervisor and consulting teacher are similar. 

Research Hypothesis #2 

The supervisor's rating of the effectiveness of the consulting teacher will be lower 

when the leadership style of the supervisor and consulting teacher are dissimilar. 

Research Hypothesis #3 

The supervisor's rating of the effectiveness of the consulting teacher will be higher 

when the personality type of the supervisor and consulting teacher are similar. 

Research Hypothesis #4 

The supervisor's rating of the effectiveness of the consulting teacher will be lower 

when the personality type of the supervisor and consulting teacher are dissimilar. 
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In order to determine effectiveness ratings of consultants and the difference in 

leadership styles and personality types, data were collected from four Oregon school 

districts: Gresham, Linn-Benton ESD, Portland, and Salem. The leadership styles 

of supervisors and consulting teachers were measured by use of the LEAD-Self 

instrument. Also each supervisor and consultant was assessed with the use of the 

Myers-Briggs Type Indicator as a measurement of personality type. A third 

instrument used in this study was the Survey of Effectiveness of Collaborative 

Consultants which provided an effectiveness rating on each consultant as perceived 

by the supervisor. 

Analysis of the data was done by using a Pearson r product-moment correlation and 

simple regression techniques. Using these statistical measures allowed for a study 

of the magnitude of relationship between supervisors' and consultants' leadership 

styles and personality types. 

Results from the first and second research hypotheses indicated that a relationship 

did exist between leadership style difference and effectiveness ratings of consultants. 

The results of this study demonstrated that approximately 26% of the variability in 

consultant effectiveness scores could be explained by the difference in supervisor 

and consultant leadership styles. 

Results from the third and fourth research hypotheses indicated that a relationship 

did not exist between personality type difference and effectiveness ratings of 
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consultants. The results demonstrated that only 7% of the variability in consultant 

effectiveness scores could be explained by the difference in supervisor and 

consultant personality types. 

Discussion 

The results of this study indicated a significant Pearson r product-moment 

correlation for the leadership styles Research Hypotheses #1 and #2. A significant 

Pearson r product-moment correlation was not indicated for personality types 

Research Hypotheses #3 and #4. An evaluation of these results identified several 

factors that may have influenced the results, such as supervisors' attitudes at the 

time of rating the consultants. 

In regard to leadership styles Research Hypotheses #1 and #2, a negative 

correlation was desired in order to show an increase in effectiveness (y axis) with 

a decrease in the difference between supervisor and consulting teacher leadership 

scores (x axis). Of the four school districts participating in this study, the leadership 

data from only one district resulted in a negative correlation significant at the .01 

level. The magnitude of r obtained by two other districts were minimal and of little 

practical importance (Wallen and Fraenkel, 1991). The fourth district obtained a 

strong r value (.8144); however, the analysis resulted in a positive correlation. 

Research Hypotheses #1 and #2 were confirmed with confidence when a leadership 

style pooled correlation of the four districts was calculated. When pooled, a total 
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r value of -.3292 resulted. This value is significant at the .05 level. It should be 

noted that a positive correlation of .8144 (District #4) did not have a major impact 

on the pooled results due to the low sample size of five. Additionally, the strong 

r value of -.5548 (District #1) did have a significant impact due to the 

comparatively large sample size of 32. 

Analysis of the personality type data from the four participating districts for 

Research Hypotheses #3 and #4 produced very different results from the leadership 

style data. This analysis did not indicate a significant correlation between 

supervisor and consultant personality type difference and the effectiveness of the 

consultant. A pooled r value of -.0042 was obtained. The two districts with the 

largest sample size (and consequently the largest effect on the pooled results) had 

opposing correlations; one was positive, the other negative. The two districts with 

the smallest sample sizes showed similar results with one r value being negative and 

the other positive. District #3 had the strongest value of r, .8930, which was 

statistically significant at the .05 level. However, the small sample size of six gives 

reason for caution to be used in the interpretation of District #3 results. 

Discussion of Other Factors Influencing Results 

In determining additional factors that may have influenced the results, possible 

sources of the variability in effectiveness scores were identified. Even though an R2 

of .2575 on the regression analysis for LEAD-Self difference was obtained, it was 

indicated that about seventy-five percent of the variability in effectiveness scores 
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needed to be explained through other, yet unquantified variables. Such variables 

might have included factors influencing the supervisors' attitudes at the time of 

rating the consultants, for example, past experiences with an employee or stressors 

unrelated to the workplace. 

Influences may have resulted from a supervisor's past experiences with an employee. 

For instance, if a supervisor clings to residual anger at employees for their past 

involvement in strike activities, the negative emotions of the supervisor could 

produce variability in the effectiveness scores of the employee. Another example 

might occur if a supervisor felt threatened by the competence of a highly skilled 

consultant. There could have been a myriad of factors influencing the supervisors' 

attitudes. 

Another factor that may have influenced the variability in effectiveness scores was 

stressors unrelated to a supervisor's job. All supervisors are, at one time or anothei 

affected by life stressors such as fatigue, divorce, and death of a family member. 

If any of these types of events were being experienced at the time the supervisor 

completed the effectiveness ratings of the consultants, the emotional state of the 

supervisor could be viewed as an influencing variable. 

One factor that could have, but was found not to have influenced the results of this 

study was the inability of the supervisors to document ineffectiveness. A review of 

the data revealed that when an employee was truly ineffective, the supervisor 
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indicated so even if the supervisor and consultant styles were similar. With the 

exception of one district (District #4: MBTI), each supervisor scored at least one 

consultant as ineffective when the consultant had a similar style to the supervisor. 

Had each supervisor not used any low effectiveness ratings, or if the supervisors 

assigned only low effectiveness ratings to consultants with dissimilar styles from the 

supervisors, the influence of supervisors' bias would have been much stronger. 

The results from this study demonstrated that supervisors' knowledge and 

judgement of what constitutes ineffective consultants was not overpowered by their 

biases in favor of an employee with similar style. In this study, a trend existed for 

supervisors to give higher effectiveness ratings to consultants with similar leadership 

styles and lower ratings to consultants with dissimilar styles. However, any bias 

resulting from these style differences did not paralyze the supervisors' ability to 

document ineffectiveness. 

Likewise, when an employee was truly effective, the supervisor indicated so even 

when their styles were dissimilar. Each supervisor scored at least one consultant as 

highly effective when the consultant had a style dissimilar to that of the supervisor. 

As was noted by Thomas and Ogletree (1986), people may "tend to behave more 

benevolently toward those to whom they are attracted than to whom they are not 

attracted" (p. 8); however, the results of this study indicated that any bias against 

employees with dissimilar style did not appear to override the supervisor's ability 

to judge effectiveness. 
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In identifying other factors that may have influenced the results of this study, 

consideration was given to factors such as supervisors' bias, and unquantified 

variables, examples of which were prior experiences with employees and personal 

stressors. 

Implications of the Results 

Based upon a review of the literature and the results of this study, several 

implications have been identified. 

1.	 Evaluation bias does exist. These biases are often attributable to the "values, 

prejudices, and stereotypes held by raters" (Thomas and Ogletree, 1986, p. 

8). Whether it be gender-related bias as was thoroughly researched by 

Mount and Ellis (1987) or a leadership style difference as was researched in 

this study, supervisors must be aware of and sensitive to the effects of such 

biases. 

Likewise, it is prudent for employees to be aware of such evaluation biases. 

Employees should determine the degree to which they are willing to style 

flex and measure that flexibility against their own moral and ethical system. 

All workers must contend with the uniqueness of each supervisor in the work 

environment. How to deal with them is a personal choice. 
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2.	 Leadership styles are utilized in the workplace and can be matched or 

mismatched among supervisors and co-workers. Whereas the earliest 

leadership research examined inherent traits of leaders (Mazzarella and 

Smith, 1989), today the belief is held that leadership styles are situational 

(Fiedler, 1967) and style flexing should be used (Hersey and Blanchard, 

1982). 

3.	 Personality types of supervisors and employees can be identified. Howevei 

the impact of these types on the evaluation process appears less influential 

than that of leadership styles. One explanation may be that, in the 

workplace, leadership styles emerge, whereas the personality types are less 

apparent. As workers, people put aside their strongest personality 

preferences that may be more observable in a social or family setting. In the 

work environment, it is leadership style that people display as their mode of 

operation. 

Another explanation might be found by completing a review of supervisor 

training programs. Through pre-service and inservice programs, supervisors 

are instructed to remain objective at work and to put aside personality issues. 

As a result of such training, supervisors most commonly display and respond 

to such issues pertaining to leadership rather than those generated by 

personality type. 
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Recommendations 

From the results of this study, recommendations for future research, higher 

education, and administrators can be made. 

Recommendations for Future Research 

1.	 Replication of this study should occur with a larger sample size for each 

participating school district. Because of the sample sizes contained in this 

study, especially those for Districts #3 and #4, the impact of any single score 

disproportionately affects the overall trends. 

2.	 A replication of this study should be conducted that controls for factors 

influencing the supervisors' attitudes at the time they rate consultant 

effectiveness. In order to rule out the possibility of a supervisor being 

influenced by such factors as residual anger toward an employee or personal 

life stresses, a replication study should utilize employees who are supervised 

by more than one person. By measuring the leadership style and personality 

type of two supervisors who each rate the consultants, a comparison among 

the two ratings per consultant could be drawn. Such a study would provide 

for the correlation of style difference with effectiveness scores as well as a 

comparison between effectiveness ratings assigned by the two different 

supervisors. 
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An alternate approach for controlling the effects of supervisors' attitudes 

would be obtained through the utilization of an independent rater. 

Effectiveness ratings of the consultants completed by an independent rater 

would provide for triangulation of the data. 

3. Replication studies should include: 

a) school districts outside of Oregon, 

b) Oregon school districts where personnel received training from other 

than Drs. Staebler and Young, 

c) school personnel that serve in roles other than collaborative 

consultants (e.g. regular education teachers, special education 

teachers providing traditional self-contained classroom services), 

d)	 workers other than school district employees (e.g. corporate 

managers, factory workers, migrant laborers), and 

e) use of the LEAD-Other instrument to identify a leadership style as 

perceived by others rather than self. 

4.	 Completion of a qualitative study would provide valuable information about 

the effects of a match or mismatch in styles between the supervisor and 

consultant that this quantitative research did not provide. 

5.	 The next logical step for research in the areas of leadership and personality 

styles is to pursue further study of supervisor and employee ability to style 



61 

flex. In addition, style flexing should be factored into studies as a possible 

variable impacting the effectiveness ratings of employees as perceived by the 

supervisor. It should be determined if employees and supervisors with 

greater style flexing abilities are correlated with higher employee evaluations. 

Recommendations for Higher Education 

Basic administrative and teaching certification programs should include a curriculum 

component that contains leadership style, personality type, and evaluation bias 

instruction. Enough training time should be allowed for both supervisors and 

teachers to determine their own techniques for dealing with the effects of bias 

within the workplace. In addition, mastery of administrative internship 

competencies should ensure the reduction of evaluation bias and should be certified 

by the intern supervisor. 

Recommendations for Administrators 

1.	 Each administrator should become aware of the leadership style and 

personality type of each employee. Accommodations in the workplace should 

be made in order to utilize the expertise and uniqueness of each individual. 

Value must be given to all persons, regardless of leadership style or 

personality type. It is essential for supervisors to understand that all styles 

and types are necessary to maximize the effectiveness of the educational 

organization. 
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2.	 Biases based on employee characteristics different from those of a supervisor 

must be minimized. Evaluation processes should be reviewed and revised in 

order to eliminate any current bias created through leadership style 

differences. Assigning employees to different supervisors on an annual basis 

or having two different supervisors conduct employee observations during 

the same year are examples of techniques that can be used to reduce the 

effects of supervisor bias. 

Summary 

Supervisor and consulting teacher leadership style differences do have a statistically 

significant impact on the effectiveness rating of consultants. The results of this 

study add to the knowledge base since, previously, little was done to measure the 

effects of the match or mismatch of supervisor and employee style. Due to the 

original nature of this research, the understanding of the match or mismatch of 

leadership styles and personality types has been broadened. This understanding, 

ultimately, may be used to improve systems used for employee evaluations. 
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APPENDIX A  
Survey of Effectiveness of Collaborative Consultants  

Identification #: 

SURVEY OF EFFECTIVENESS OF COLLABORATIVE CONSULTANTS 

Listed below are 10 essential collaborative consultation competencies. Please rate each 
item based on your observation as the consultant's supervisor 

1 = poor 2 = fair 3 = average 4 = above average 5 = outstanding 

The above mentioned consultant I (have) supervise(d): 

1.	 Exhibits ability to be caring, respectful, empathic, 1 2 3 4 5 
congruent, and open in consultation interactions. 

2.	 Demonstrates willingness to learn from others 1 2 3 4 5 
throughout the consultation process. 

3.	 Communicates clearly and effectively in oral and 1 2 3 4 5 
written form. 

4.	 Utilizes active, ongoing listening and responding 1 2 3 4 5 
skills to facilitate the consultation process (e.g., 
acknowledging, paraphrasing, reflecting, clarifying, 
elaborating, summarizing). 

5.	 Interviews effectively to elicit information, shares 1 2 3 4 5 
information, explores problems, sets goals, and  
objectives.  

1 2 3 4 56.	 Gives and solicits continuous feedback which is  
specific, immediate, and objective.  

1 2 3 4 57.	 Gives credit to others for their ideas and  
accomplishments.  

1 2 3 4 58.	 Manages conflict and confrontation skillfully 
throughout the consultation process to maintain  
collaborative relationships.  

1 2 3 4 59.	 Is willing and safe enough to say, "I don't know...  
let's find out."  

1 2 3 4 510.	 Remains available throughout implementation for 
support, modeling, and/or assistance in modification. 

Note. From A Study of Effective Consultant Teachers' Leadership Styles and Personality 
Preferences (p. 115) by M. C. Savelsbergh, 1988, unpublished doctoral dissertation, 
Oregon State University, Corvallis Reprinted by permission. 
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APPENDIX B 
Permission for Use of Raw Date 

September 21, 1993 

Mary C. Savelsbergh, PhD 
California State University, Chico 
Department of Education 
Chico, California 95929-0222 

Dear Dr. Savelsbergh, 

The time has come for me to make sure that all details have been completed for the 
final copy of my dissertation. [ need to include in my dissertation a written 
statement from you indicating your permission for me to utilize the raw data from 
your dissertation research. If this request meets with your approval, please 
complete the bottom portion of this letter: I have enclosed a self-addressed stamped 
envelope. 

I am most appreciative of your willingness to share the data collected during your 
research. Thank you again, Mary, for all your support and encouragement. Just 
like the sign in your office says - you are helping others up the rungs ofthe ladder! 

Sincerely, 

Doctoral Candidate 
Oregon State University 

I give my permission for Sandy L. Houck, Doctoral Candidate, Oregon State 
University, to use the raw data that was collected during completion of my doctoral 
dissertation, completed in 1988. 

Signature 
Mary C. Savelsbergh, PhD 
California State University, Chico 
Department of Education 
Chico, California 95929-0222 

Date 

Redacted for privacy

Redacted for privacy
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APPENDIX C  
Permission for Use of Survey of Effectiveness of Collaborative Consultants  

January 6, 1992 

Mary C. Savelsbergh, PhD  
California State University, Chico  
Department of Education  
Chico, California 95929-0222  

Dear Dr. Savelsbergh, 

As you know, I am currently completing requirements for a PhD degree at Oregon State University. 
As part of my doctoral dissertation, I would like to use the Survey of Effectiveness of Collaborative 
Consultants developed by you in 1988. 

I am studying the relationship between consultant and supervisor leadership styles and personality 
types and the effect of such a relationship upon supervisor perceptions of consultant effectiveness. 

I am quite impressed by the survey you developed. The theoretical base, from the work of West and 
Cannon, is strong. The format you utilized to reflect the top ten competencies is concise and easy to 
administer. I would very much appreciate using this instrument in my study. With your 
permission, I hope to begin utilizing the survey in late January. 

If this request meets with your approval, please complete the bottom portion of this letter. I have 
enclosed a self-addressed stamped envelope. 

Thank you, Mary, for your time and consideration in this matter. 

Sincerely, 

Sanely JL. Houck  
Doctoral Candidate  
Oregon State University  

I give my permission for Sandy L. Houck, Doctoral Candidate, Oregon State University, to use the 
Survey of Effectiveness of Collaborative Consultants. 

Mary C. Savelsbergh, PhD 
California State University, Chico 
Department of Education 
Chico, California 95929-0222 

Date 

Redacted for privacy

Redacted for privacy




