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Abstract: The purpose of this study was to measure how consistently and extensively 
primary and secondary school principals use several managerial behaviours or practices 
deemed to be relevant to effective leadership. A random stratified sample (n=97) of 
principals was selected to participate in the study. The sample included 68 principals 
from primary and 28 from secondary schools, 44 males and 52 females. The average age 
was 49, and the average experience as school principal was 7 years. The Managerial 
Practices Survey (MPS) developed by Yukl, Wall, and Lepsinger (1990) was utilised to 
assess how often the principals use fourteen different categories of managerial 
behaviours. Results show the following: recognising, supporting, consulting and team 
building are the four behaviours used most frequently by principals. Furthermore, 
significant differences were found, for several managerial practices, on the basis on 
school level, gender, and age. Primary school principals use recognising (p<.05; t=2.38; 
df=94) significantly more often than secondary school principals. Female principals use 
monitoring (p<.05; t=2.04; df=92) more extensively than male principals. Compared to 
younger principals (36-50 years of age), older principals (51-61 years of age) use 
recognising (p<.05; t=2.07; df=94) and networking (p<.05; t=2.06; df=93) to a greater 
extent. 
  

Introduction 
Past leadership behaviour research can be classified into two basic areas. In the first 
instance, researchers have focussed on the nature of managerial work trying to identify 
how managers spend their time, and examining their activities, roles, functions, and 
responsibilities. Following that line of research, investigations have focussed on 
comparing the behaviours of effective and ineffective leaders. As a result, various 
classifications of managerial roles, practices, and behaviours have emerged.  

 
Yukl (1994) has suggested an integrating taxonomy of 14 mid-range behaviour categories 
called “managerial practices”. According to him, the taxonomy encompasses most 
aspects of managerial behaviour relevant to understanding managerial effectiveness. As 
illustrated in Figure 1, each category further contains a larger number of specific 
component behaviours. Yukl (1989) also suggested that each category of behaviour is 
relevant for all managers, but their relative importance varies depending on the type of 
organization and managerial job. The top two quadrants in Figure 1 include behaviours 
under giving-seeking information and making decisions, two dimensions relating to task-
oriented behavior. The bottom two quadrants include behaviours under building 
relationships and influencing people, two dimensions relating to relationship-oriented 
behavior.   
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Purpose of the Study and Research Questions 
The overall purpose of this research was to gather empirical data concerning several 
dimensions relevant to effective school principal leadership in Singapore. A lot of data 
were generated through this project, and an index is being currently developed to 
categorize the school principals in the sample on an “effectiveness scale” using the value-
added rankings for the past five years. When that variable is added to the data set, it will 
be used as a criterion measure against which to cross-tabulate all the findings. The 
specific purpose of this portion of the research was to measure how consistently and 
extensively primary and secondary school principals use several managerial behaviours 
or processes deemed to be relevant to effective leadership. In this paper, only some of the 
basic descriptive information related to these managerial behaviours is presented. 

 
The following three research questions were formulated to guide the study: (1) Which 
managerial processes are used more extensively by school principals? (2) Are there 
differences between primary and secondary level principals in the extent to which they 
make use of these managerial practices? (3) How do ex post facto factors like overall 
experience as a school principal, tenure as principal at a particular school, gender, age, 
and the principals’ academic qualifications relate to managerial practices used? 
 

Procedures 
Primary and secondary school principals in Singapore constituted the target population 
for this study.  At the time of the study, there were 193 primary and 147  secondary 
school principals in this population for a total of 340 principals. Two proportionate 
samples (110 + 60) were randomly selected from this population. At first, a stratified 
random sample of 110 subjects was selected as follows: 70 from the primary level, 
proportionally from government and government-aided schools, and 40 from the 
secondary level, also proportionally from government, government-aided, and 
independent schools. After approximately twelve weeks, in an attempt to increase the 
total number of returned instruments, a second random sample of 60 subjects were also 
proportionally drawn from the primary and secondary pools of principals. At the end of 
this process, 96 principals (n=96) had responded for a 57% rate of return. The breakdown 
of subjects was as follows: 68 principals from primary level and 28 from the secondary 
level, and 44 male and 52 female principals. The average age was 49, and the average 
experience as school principal was 7 years. 
 
The Managerial Practices Survey (MPS) developed by Yukl, Wall, & Lepsinger (1990) 
was utilised to assess how often the subjects use specific managerial behaviours.  This 
being a copyrighted instrument, permission to use it was requested and granted by Gary 
Yukl and Manus Associates. Over the years, the MPS has consistently been revised 
through factor analysis, use of judges, critical incidents, and other procedures in an 
attempt to assess the meaningfulness, validity, and reliability of the instrument.  
Following numerous studies with different types of subjects, Yukl, Wall & Lepsinger 
(1990) reported internal consistency estimates ranging from .80 to .93 for the scales.  The 
authors also reported retest stability coefficients ranging from .61 to .91 for the 14 scales. 
High and significant correlations were also found between the scales and the criterion 
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measure of managerial effectiveness. In this study, using the Principals’ data, reliability 
analysis with SPSS resulted in a Cronbach Alpha value of .92. 

 
The questionnaire contains 70 items grouped into 14 categories of managerial practices as 
follows: informing, planning, clarifying, consulting, inspiring/motivating, recognising, 
monitoring, problem solving, supporting, team building, networking, delegating, 
developing/mentoring, and rewarding. Within each category of managerial practice, 
subjects were asked to describe how often they use each specific behavior using a Likert-
type scale ranging from 1 (never, not at all) to 4 (usually, to a great extent). 

 
Results and Discussion 

Results are presented in order of the research questions. The first question was: “which 
managerial processes or behaviours are used more frequently by the school principals”? 
Results shown in Table 1 indicate that school principals use all fourteen managerial 
behaviours from a moderate to a great extent, the means ranging from 3.07 to 3.83. In a 
case study of a Singapore primary school principal’s leadership, Zhang (1998) observed 
that the successful principal relied on these fourteen managerial behaviours, and used “a 
variety of approaches, techniques, methodologies, and strategies”. In this study, and as 
can be seen in Table 1, recognizing, supporting, consulting, and team building are the 
four behaviours used most frequently, whereas rewarding and delegating are the two 
behaviours used less extensively.  

 
Recognizing involves giving praise and showing appreciation for effective performance, 
significant achievements, and important contributions to school activities. Three major 
forms of recognizing are praise, awards, and recognition ceremonies. According to Yukl 
(1994), the primary purpose why managers use recognition with subordinates is to 
strengthen desirable behavior and task commitment. Descriptive studies of effective 
organizations (Kouzes & Posner, 1987), Peters & Austin, 1985, and Peters & Waterman, 
1982) have suggested that effective leaders provide extensive recognition to subordinates 
for their achievements and contributions. A field study by Wikoff, Anderson, and 
Cronwell (1983) found that praise by the supervisor increased subordinate performance. 
 
Supporting includes several behaviors whereby the principal shows consideration, 
acceptance, and concern for the needs and feelings of people. Supporting helps to build 
and maintain effective interpersonal relationships. In general, past research has shown 
that subordinates of supportive leaders are usually more satisfied with their leader and 
with their job. 

 
Consulting involves asking teachers for their opinions and ideas, then making the 
decision alone after seriously considering their suggestions and concerns. Besides 
autocratic decision-making procedures, consulting constitutes a form of “participative” 
decision-making, the other two forms being “joint decision-making” and “delegation”. 
Actual decision behaviors of principals may involve a mix of different procedures, such 
as consulting about a problem but not about final choices. Furthermore, consultation may 
occur informally during the course of repeated interactions with teachers rather than at a 
single point of time, in a formal meeting for example. It may take place during brief 
contacts in the hall, at a social event, or at lunch for example. According to Yukl (1994), 
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there is some research evidence that effective managers use a substantial amount of 
consultation and delegation to empower subordinates and give them a sense of ownership 
for decisions. It is interesting to note that while principals say they frequently consult, 
delegating is the behavior they report using least often.  
 
Team building involves encouraging cooperation and teamwork. Principals use team 
building to build a cohesive school with strong member identification to the institution. 
There are a variety of behaviours associated with team building: stressing the importance 
of cooperation, encouraging sharing of information and ideas, emphasizing common 
interests, holding team building sessions, using ceremonies and symbols to develop 
identification with the school, and encouraging activities such as parties and luncheons to 
facilitate social interaction. Descriptive research on effective managers suggests that team 
building is important for strengthening subordinate identification with the institution’s 
mission. 
 
The second and third research question were: “are there differences between primary and 
secondary principals in the extent to which they make use of these managerial processes”, 
and “do factors like overall experience as a school principal, tenure as principal at a 
particular school, academic credentials of the principal, and gender influence the use of 
managerial behaviours”? Whereas factors like experience as a school principal, tenure as 
principal in a particular school, and academic qualifications of the principals did not 
account for differences with regards to managerial practices used, significant differences 
were found, for several managerial practices, on the basis of school level, gender, and 
age.   

 
Table 2 shows that significant differences were obtained for three of the fourteen 
managerial processes: recognizing, monitoring, and networking. Looking at the data on 
the basis of school level, it can be observed that primary school principals use 
recognizing significantly more often than secondary school principals p<.05; t=2.38; 
df=94). Again, the process of recognizing relates to providing praise and expressing 
appreciation for effective performance and special efforts and contributions. 

 
With regards to gender differences, result show that female principals use monitoring 
more consistently and extensively than male principals (p<.05; t=2.04; df=92). 
Monitoring is typically used for obtaining information about work activities, checking on 
the progress and quality of work, evaluating the performance of teachers and the success 
of projects and programs, etc. The behaviour involved in monitoring can take many 
forms, like making classroom visits, walking about, reading teachers’ reports, inspecting 
the quality of samples of work, holding progress review meetings with teachers, etc. In 
their case study of typical thinking and behaviour of four principals in Singapore, Stott & 
Low (2000) reported: “Mrs The (female principal) did much walking about the school to 
make sure everything was in order, while Mr Siong (male principal) saw little necessity 
to engage in these activities” (p.102). According to Meredith & Mantel (1985), 
monitoring provides much of the information required for planning and problem solving, 
and is the main reason why it is so important for managerial effectiveness. When 
monitoring is insufficient, a leader is unable to detect problems before they become 
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serious. Research done by Larson & Callahan (1990) has shown that internal monitoring 
can have an indirect effect on the leader’s performance by facilitating the effective use of 
other behaviours like recognizing, rewarding, clarifying, and problem solving. Komaki 
(1986) found in his study that managers who did more monitoring were more effective. 
In a study of elementary school principals, Yukl (1991) found that more internal 
monitoring was done by principals of schools showing higher academic achievements. 

 
When grouping subjects by age (36 to 50 years of age as opposed to 51 to 61 years of 
age), results show that older principals also use recognizing (p<.05; t=2.07; df=94) and 
networking (p<.05; t=2.06; df=93) significantly more often than the younger group of 
principals. Networking involves a wide variety of behaviours for the purpose of 
developing and maintaining contacts with people who are important sources of 
information and assistance. Networking can be internal and external. It can involve 
simply social networking (e.g. informal discussions about anything and everything at 
social events, sending cards, taking part in leisure or sport activities, meeting people for 
lunch, etc); or it can involve instrumental networking (e.g. offering assistance to 
someone, doing favors, providing helpful information, etc.). Research has shown that 
effective managers develop extensive networks of contacts with people inside as well as 
outside the organization.  
 

Conclusion 
Results from this study show that school principals in Singapore use the following four 
management behaviours more consistently and extensively: “recognizing”, “supporting”, 
“consulting”, and “team building”. It is noteworthy to point out that three of these 
behaviors (recognizing, supporting, and team building) relate to “managing 
relationships”, and the other one (consulting) relates to “managing work”, suggesting 
that principals may be more relationship-oriented than task-oriented. This finding appears 
to contradict an observation made by Stott & Low (2000) in their recent case study of 
principals in Singapore when they wrote: “principals see themselves as individually 
accountable for the success of their institutions, and this frequently leads them to actions 
that typify a task (rather than relationship) emphasis and that convey the message that 
saving their own skin is the first consideration” (p. 104). 
 
Primary level principals and older principals rely on “recognizing” significantly more 
frequently. In other words, primary and older school principals make more frequent use 
of praise and show more appreciation to teachers and staff for their efforts and good work 
in an attempt to obtain their commitment. Older principals also appear to rely more 
consistently on networking behaviors. More investigation is necessary in order to 
examine whether such networking behaviors are more “social” than “instrumental” in 
nature. 

 
Female principals use “monitoring” as a management behaviour significantly more than 
their male counterparts. They are more involved in walking about, making classroom 
visits, and other such monitoring behaviours. More research is required to assert why 
checking and controlling behaviours would be more prevailing among female principals.  
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Figure 1: Taxonomy of managerial behaviours (Yukl, 1994) 
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Table 1 
Managerial Behaviours Used by School Principals 
 
         Standard  

Mean   Deviation 
Behaviours 
 
1.  Recognising    3.83   .28 
2.  Supporting     3.82   .26 
3.  Consulting     3.80   .29 
4.  Team Building    3.79   .30 
5.  Problem Solving    3.72   .32 
6.  Motivating/Inspiring   3.71   .30 
7.  Developing/Mentoring   3.66   .41 
8.  Planning     3.66   .32 
9.  Clarifying     3.66   .34 
10. Informing     3.62   .33 
11. Monitoring    3.56   .41 
12. Networking    3.38   .42 
13. Delegating     3.36   .49 
14. Rewarding     3.07   .82    
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Table 2 
Comparison of Managerial Processes Used by School Level, Gender, and Age 

 
School Level                 Gender                  Age 

                   Primary    Secondary     Male        Female  36-50  51-61       
(n=68) (n=28)           (n=44)      (n=52) (n=46)   (n=50) 

________________________________________________________________________ 
Managerial Process     Mean  SD Mean  SD         Mean  SD    Mean  SD        Mean  SD   Mean  SD 
________________________________________________________________________ 

 
Recognising 3.87  .23   3.73  .35*  3.81  .28  3.85  .28    3.77  .34  3.89  .19** 
  
Monitoring 3.56  .38   3.55  .47 3.47  .48  3.64  .32***  3.54  .39  3.58  .43 

  
Networking 3.37  .44   3.40  .37 3.40  .42  3.36  .43        3.29  .41  3.46  .41**** 
__________________________________________________________________________ 
*  p  <  .05  (t= 2.38;  df = 94)    ***  p  <  .05  (t = 2.04; df = 92)    
**p  <  .05  (t = 2.07; df = 94) ****p  <  .05  (t = 2.06; df = 93) 
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