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What lies behind us and what lies before us
are tiny matters compared to
what lies within us.
—RALPH WALDO EMERSON
This collection of new articles about ethical leadership in a global context provides insights from scholars that is as important to the practitioner’s world as it is to students and academics. In a world where Enron, WorldCom, and AIG have created cynicism about the integrity of the modern organization, the need to focus on the ethical duties of leaders and organizations is more important today than at any time in the last century.
The insights of these scholars offers a perspective about ethical duties that enables leaders to examine their day-to-day actions, claims about commitment to ideals, and the underlying assumptions that form the basis of true beliefs. This self-examination process is critical as we reflect on the integrity of organizations, the creation of trust, and the obligations of those who lead.
Leadership must be ethical if leaders are to pursue the active participation and cooperation of others. Only when leaders serve with integrity will they earn the followership of others. Leaders must become the personification of the ideals that they proclaim and become the benefactors of others in a world mired in self-interest.
Leaders have the moral obligation to challenge the thinking of those with whom they live and work, asking others to honor obligations to society in a way that creates value and sustains the future. The leader-follower relationship adds value only when leaders are trustworthy and act with a commitment to the welfare, growth, and wholeness of society and those whom they serve.
This volume provides the reader with the opportunity to examine ideas about leadership, the standards by which we must govern, and the obligations that we owe to others within a world that is facing constant moral pressures to compromise our values in the pursuit of self-interest. The message of this volume is that we must willingly examine the underlying foundations of our thinking as we reflect on the opportunities and duties that confront us.
Leadership is far more than an exchange relationship or a simple quid pro quo transaction. The leader’s obligation requires the leader to help an organization to become its best, but along the way the leader must also demonstrate a transformational commitment to employees, customers, and others served by the organization.
As stewards in a world that is struggling to survive, leaders owe others a profound set of covenantal responsibilities. Leaders must not only be the servants of others, but they must also teach correct principles so that others may govern themselves. Leaders not only inspire others but they build partnerships with others in the discovery and creation of new meanings and profound new truths about life and about organizational work.
The message of this volume is that we have much to learn about leadership; about ethical duty; and about a world that has become smaller, more interrelated, and more difficult to define. Although the authors of this volume do not profess to possess all of the answers about the topics addressed herein, their insights offer opportunities for discussion about principles that affect each one of us—both today and in the years ahead.
—Cam Caldwell, PhD
I think therefore I am.
—RENÉ DESCARTES
I critically think to be.
I refractively think to change the world.
Welcome to The Refractive Thinker: Volume IV:
Ethics, Leadership, and Globalization.
Thank you for joining us for the first 2010 edition, Volume IV, as we continue to celebrate the accomplishments of these doctoral scholars affiliated with many phenomenal institutions of higher learning. The purpose of this next offering in the anthology series is to share yet another glimpse into the scholarly works of these authors, specifically on the topics of ethics, leadership, and concerns within the global landscape of business.
In addition to exploring various aspects of ethics and globalization, the purpose of The Refractive Thinker™ is also to serve the tenets of leadership. Leadership is not simply a concept outside of the self, but comes from within, defining our very essence; where the search to define leadership becomes our personal journey not yet a finite destination. In the words of Dr. Thomas Woodruff (2009) “Change has no conclusion” (RT: Vol. III, p. 213).
The Refractive Thinker™ is an intimate expression of who we are—the ability to think beyond the traditional boundaries of thinking and critical thinking. Instead of mere reflection and evaluation, one challenges the very boundaries of the constructs itself. If thinking is inside the box, and critical thinking is outside the box, we add the next step of refractive thinking, beyond the box. As in our first three volumes, the authors within these pages are on a mission to change the world, never satisfied or quite content with what is or asking why, instead these authors intentionally strive to push and test the limits to ask why not. Join us on this next adventure of The Refractive Thinker™ where Volume IV continues the discussion specifically themed to explore the realm of ethics, leadership, and globalization. This offers yet another bite of the apple from the tree of knowledge upon an ever expanding canvas from which these authors choose to cast their paint, envisioning new horizons in which to move forward and explore the future.
I invite you to join with me as we venture forward to showcase these authors of Volume I V. The goal is to offer a chance to bring to publication more ideas for which the audience may be interested in the expertise and guidance that they offer.
Please contact The Refractive Thinker Press for further information regarding these authors and the works contained within these pages. Perhaps you or your organization may be looking for their expertise to incorporate as part of your annual corporate meetings as a key note or guest speaker (s), perhaps to offer individual or group seminars or coaching, or require their expertise as consultants.
We look forward to your interest in discussing future opportunities. Let this continue our journey begun with volume I to which The Refractive Thinker™ will serve as our guide to this and future volumes. Come join us in our quest to be refractive thinkers and add your wisdom to the collective. We look forward to your stories.
The foundation of leadership embraces the art of asking questions—to validate and affirm what we do and why. Leaders often challenge this status quo, to offer alternatives and new directions, to dare to try something that has not yet been done as again proved true in this case with volume I V. This publication required the continued leap of faith and belief in this new publishing model by those willing to continue forward on this voyage. As a result, please let me express my gratitude for the help of the many that made this project possible.
First, let me offer a special thank you to Trish Hladek, my husband Bill Lentz, and Dr. To m Woodruff and his wife Diane for their unwavering support and belief that traversing unchartered waters is worthy of the journey. My gratitude extends to our Peer Review Board to include: Dr. Tom Woodruff, Dr. Laura Grandgenett, and Dr. Michael Elia; and our Board of Directors to include: Dr. Elmer Hall, Dr. Edward Knab, Dr. Judy Blando, Dr. Lisa Kangas, Dr. Tom Woodruff, (and myself); as well as our production specialist, Gary Rosenberg; Refractive Thinker logo designer, Joey Root; and cover and companion website designer, Jacqueline Teng.
Let me also extend my sincere thanks to all the participating authors who continue to believe in this project as we move forward with our eyes to the future. We appreciate their commitment to leadership, and to the concept of what it means to be a Refractive Thinker™.
Dr. Cheryl A. Lentz
Managing Editor
Las Vegas, NV
April 2010
Educational leadership requires an educator to make substantive decisions that affect staff, students, and community. Good sound judgment and practical implementation support the social and economic influences that these decisions have on a school community. To accomplish this endeavor, an educational leader needs a personal ethical belief to support moral decision-making. Therefore, this chapter proposes educational leaders develop an understanding of ethical theory to form an ethical belief leading to sound judgments based upon personal, moral deliberation exemplifying best practices to facilitate good educational decision-making.
In this first section, the philosophical theories of Plato, Aristotle, Immanuel Kant, and John Stuart Mill provide an ethical foundation for educational leadership. Ethical thought secures a foundation in ancient writings as early philosophers attempted to make sense of society and interpersonal relationships. The study of ethics is the “study of ideas, ideas about right and wrong” (Beckner, 2004, p. 25). Philosophers perpetuated the study of ethics as civilizations developed and matured into large nations and powers. The resolution of societal dilemmas is important to achieving happiness and the good life through “a more orderly, more thoughtful approach to solving problems” (Beckner, p. 48). The philosophical theories of Plato, Aristotle, Immanuel Kant, and John Stuart Mill provide a diverse foundation of ethical thought for educational leaders when looking for the best solution to solve difficult problems and carryout leadership responsibilities.
The early philosophical writings of Plato established a moral foundation for further development of ethical thought and action based on virtue. Plato emphasized a social order specifying a place for each person within society and a system for fulfilling personal obligations. However, he pursued a universal truth supporting the worthwhile endeavors of others in the public arena (Vassallo, 2004). In Plato’s view, an individual’s motivation for action is the virtue to do what is right as expressed by those select few who consider the whole society (Beckner, 2004). Plato referred to virtue as not innate; however, a person can be assisted by thinkers in recollecting what was known before the present life began (Klugman & Stump, 2006). Plato’s moral theory focused upon the what and the how of philosophical questions (Vassallo). Answers were not important, only the aspect of questioning (Vassallo).
In contrast, Aristotle focused more on the subject matter and his opinion of the subject (Beckner, 2004). Aristotle established values and virtues to assist the individual in making correct ethical choices; happiness guides an individual to two types of virtue: moral and intellectual (Vassallo, 2004). One achieved virtuousness through contemplation and calculation of issues and made the right choices by developing a value system (Beckner; Vassallo). This value system provided a person with the tools, or virtues, to discover the right action in the right situation somewhere between two possible variables (Beckner; Klugman & Stump, 2006). The individual then used the multiple disciplines of art, science, prudence, wisdom, and intuition to find the various avenues for seeking Truth (Vassallo). Educational leaders must develop value systems to support individuals to make correct ethical choices regarding behavior.
Moral objectivists followed principles or rules that serve good reason as the best guidance in making practical decisions (Beckner, 2004). Immanuel Kant professed either divine law or natural law as the basic principle for guidance in acting ethically. However, natural inclinations must be subjugated to a law that was “universally binding on all rational beings” (Beckner, p. 53). Kant used the term categorical imperative to explain the universal maxims that one can reach through powers of reason by weighing principles against other moral principles (Beckner). This categorical imperative applied to all and denoted decision-making that applied to all. The ‘principle of ends’ referred to individual actions to treat all humanity as an end and not as a means to the end (Beckner). In educational settings, rules and laws guide all individuals to act according to the universal principles of the institution.
In the development of ethical study, the relativist theory followed utilitarianism to promote actions proportionally right to achieve happiness; that is, the greatest good for the greatest number (Patterson, 2005). Philosophers of the time associated utilitarianism with social Darwinism and the survival of the fittest. However, J. S. Mill did not make this connection between utilitarianism and social Darwinism because Mill rejected nature as an ethical model and placed “emphasis on human social and personal development” (Patterson, p. 74). Mill stated pleasure was the highest moral principle, albeit not a selfish or self-centered principle, but an aggregate happiness for all (Patterson). The measures of happiness were impartial with much regard for the happiness of others as for one’s self (Beckner, 2004; Patterson). When making ethical decisions, leaders should consider the pleasure and pain of others; and wise leaders make the best decision. The moral and intellectual development of people is important to produce a society of happy and ethical people (Beckner; Patterson). The emphasis upon individual equity is important to the relativist as Mill wrote women failed to reach full potential because they did not have equal educational opportunities (Patterson). Consequently, Mill believed women who advanced toward happiness would have a positive effect on the character of men (Patterson).
Ethical study should provide educational leaders with the ability to develop reasoning skills to make up their own minds (Klugman & Stump, 2006). Leaders should resist following ethical teachings as one set of morals or values established as the one best ethically correct behavior. Leaders need to evaluate and reason what is best culturally in an ethically diverse setting of educational institutions (Klugman & Stump). Through an understanding of ethical thought, leaders can change core values and beliefs to increase moral reasoning ability when making decisions requiring analytical problem solving and various outcomes (Klugman & Stump). Lyndale (as stated in Klugman & Stump) reflected that understanding ethical theory supports critical thinking skills and allows one to participate in evaluating decision-making and developing moral reasoning skills. The next section recommends a practical approach to educational leaders in developing a personal ethical belief.
The ethical theories of Plato, Aristotle, Kant, and Mill espoused perspectives an educational leader can legitimately use to act ethically within the educational environment. In addition to an understanding of ethical theory, an educational leader needs a sound personal ethical belief for moral decisions. Three sound approaches to developing a personal ethical belief include rules-based thinking (deontology), ends-based thinking (teleology), and care-based thinking (value theory) (Kidder, 1995 as in Beckner, 2004).
One theoretical perspective of ethical belief is the objective basis of duty to a higher organization like church, family, or society. Thus, deontology theory judges action on whether an action is right or wrong without individual interpretation (Beckner, 2004). Individual principles should benefit the society based on common needs to maintain continuity and stability in society (Beckner). Rules provide a system by which one can act morally without thinking about day-to-day actions.
The difficulty with deontology as the only ethical belief system is the stagnant state of affairs when personal action occurs through rote, unchanging, or universal behavior (Beckner, 2004). Human response becomes entrenched in an action based on a one-way-based rule system of an earlier society. The acceptance of a one basic set of principles can create difficulty when one basic rule comes in conflict with another basic rule (Beckner). No mechanism for handling stark contrasts in conflict exists, and the only method for change would be revolution. The educational leader should consider end-based thinking, or teleology, as a second ethical belief system when developing best practices in educational decision-making.
Beckner (2004) said a consequentialist approach to ethical thought reflects an assessment of consequences and a forecasting of outcomes as the primary mechanism for action. The theory of teleology seeks to control an action through deterrent or preventive measures based upon consequences. Self-interest, for the teleologist, promotes social good because pleasing the self, leads to supporting society. This view of teleology is similar to the theory of egoism, which urges everyone to seek the good life so long-term interests will succeed over short-term interests (Beckner). The concept of utilitarianism is similar to the theory of teleology as utilitarianism includes consequentialism and the utility principle. Each individual seeks pleasure and an acceptance of individual action based on the extent that the individual derives pleasure, does not derive pleasure, or experiences pain (Beckner).
Because society cannot identify what is acceptable or universally ‘good’ behavior, teleology helps one avoid the total acceptance of following rules that deontology requires (Beckner, 2004). Teleology does not identify who will determine what is right or wrong rather teleology protects innocent people from being taken advantage of unfairly or treated inappropriately (Beckner). Beckner says those who fail to act appropriately are punished accordingly and “the punishment should fit the crime” (p. 66). For the educational leader, the ethical beliefs of deontology and teleology resolve some basic ethical dilemmas while leaving other dilemmas unresolved. Another ethical belief system for the educational leader to use in decision-making is value theory.
The ethicist who focuses on value theory incorporates some aspects of deontology and teleology in the description of a good person and how this good person develops (Beckner, 2004). A person who believes in a value system identifies the priorities in valuing the good life and develops a value system that guides the person’s action. First, an individual forms a value system within the family, and for some individuals this value system stays intact throughout life; however, for others a value system develops through life’s vast experiences of facing difficult situations that require thoughtful reflection and appropriate action.
Value theory focuses on virtues that provide one with the ability to recognize and do the right thing (Beckner, 2004). The ability to do the right thing translates into virtuous action that exemplifies one’s character (Beckner). In addition, value theory provides options for a leader to develop the skill in selecting principles or consequences as guidance for making ethical decisions based on a specific situation (Beckner). Over time, an individual will need experiences and wisdom to develop quality decisions without possessing basic rules or principles as guiding factors (Beckner). Deontology, teleology, and value theories form the foundation for a modern rationale of ethical thought in today’s society and for today’s educational leaders.
These three ethical beliefs provide an educational leader with the understanding of rules-based thinking (deontology), ends-based thinking (teleology), and care-based thinking (value theory). The limitations of these historical schools of thought require education leaders have a modern belief system to develop a personal ethics philosophy to facilitate decision-making processes in this complex society. A leader can combine a theory of personalism with servant leadership and transformational leadership to develop a cycle of moral problem-solving and moral deliberation in conjunction with other educational leaders to improve sound, reflective judgment within educational institutions. The next section explores educational leaders responding to ethical dilemmas using deontologism, consequentialism, and mixed consequentialism in an accountability era.
Educational leaders face a variety of issues that require ethical or moral decision making. Hardy (2004) cautioned educational leaders in measuring accountability by “promoting student achievement [and developing] stringent academic goals [to achieve the federal mandates of No Child Left Behind (NCLB) by stating] all students will pass state tests by 2014” (p. 17). Leaders face substantial ethical challenges to ensure students reach accountability measures by engaging learners and teachers (Starratt, 2004). The accidents of human life and human passion create situations requiring the application of moral behavior to bring about the best solution in this educational environment (Wienand, 2006). Educational leaders find themselves facing issues influenced by material selfishness at the root of human behavior (Micewski & Troy, 2007). To establish a successful learning environment, educational leaders respond to ethical dilemmas by understanding the multiple perspectives of deontologism, consequentialism, and mixed consequentialism.
When educational leaders face an issue that is clearly right or wrong and can use practical decision-making, the leader solves the problem using deontology (Beckner, 2004). Deontology suggests that an individual ought to respond in a certain way when faced with a black or white ethical decision (Micewski & Troy, 2007). One’s moral duty is to focus on the right and wrong of a situation and help others without regard for the self (Granitz & Loewy, 2007). To solve problems, the educational leader can use the laws and rules passed by a legislative body to guide the decision-making process (Micewski & Troy). The leader responds with respect for the laws; and therefore, stays within the boundaries of ethical behavior (Micewski & Troy). The educational leader following deontoligism in ethical decision-making process considers the rights of all people. The leader considers rights and freedoms of others to form a foundation of ideas for what is ethically right (Micewski & Troy). Ultimately, justice influences all human relations when individuals interact and meet the minimal requirements for ethical behavior (Micewski & Troy).
When individual rights and freedoms collide, an educational leader can base ethical decision-making on rules and laws (Micewski & Troy, 2007). A reconciliation of individual freedom forms a “universal tenet of transcendental equality of all people” as the basis of morality for the deontologist (Micewski & Troy, p. 21). Furthermore, the deontologist’s idea of universality of duty reflects the equal entitlement of others to enjoy rights and freedoms within boundaries of justice relevant for all (Micewski & Troy; Weinand, 2006) Deontologism is life affirming and does not deny the “transcendental right of every human being to strive for happiness and wellbeing” (Micewski & Troy, p. 23).
To the educational leader, a consequentialist approach focuses the leader’s perception on weighing the costs of an action compared to benefit. Consequentialism offers a leader ethical decision-making to provide “the greatest happiness for the greatest number of people” (Granitz & Loewry, 2007, p. 297). Hence, the focus on a good outcome relates “to the acting individual’s (or group of individuals) notion of good and bad” (Micewski & Troy, 2007, p. 18). The educational leader’s action should benefit the individual or a group of individuals, not because it is the right thing to do, but because the good of the action outweighs the right of the action (Micewski & Troy; Beckner, 2004).
Beckner (2004) said the consequence of a leader’s action is the end that justifies the means. This basic relativist tenet supports the concepts of egoism and utilitarianism. Egoism is self-interest as it urges each individual to pursue personal goals to benefit the social good (Beckner). For instance, the educational leader seeks to support the individual teacher who designs classroom curriculum that keeps students engaged and improves test scores. Likewise, utilitarianism emphasizes goodness or badness of an act as determined by the end-result of the act, which can be either good or bad (Beckner). Act utilitarianism requires the action to focus upon the individual act in a particular case to determine the goodness of the act (Milde, 2002). For example, a classroom teacher focuses upon content with highly skilled students to improve student performance on grade level exams and is successful in increasing student performance. However, the same teacher focuses on content with under-skilled students and is not successful in raising these students’ scores. Act utilitarianism does not include a universal perception or judgment for the goodness of the act (Beckner).
Similar to deontology, rule utilitarianism requires the action focus upon the rule as a basis for the goodness of the act (Milde, 2002). Rule utilitarianism does not guide actions to provide the best rules for people to follow all the time because the rules are good for “a single society and certain kinds of situations” (Beckner, 2004, p. 65). For instance, grade level teachers can develop curriculum guidelines that support the study of local history through visits to local farms and orchards. As the farms and orchards are sold to developers, the teachers keep their curriculum focus on local farms and orchards refusing to change direction with the community. The visits to the local farms cease and teachers resort to pictures and stories about the farms and orchards with no reference to the changes within the community.
Consequentialism focuses upon ends-based thinking compared to the rules-based thinking of deontology (Beckner, 2004). Setting an absolute goal at all cost supports justification to use any means to achieve the goal (Micewski & Troy, 2007). Hence, consequentialism focuses upon the evaluation of an action based upon the consequences of the action determined by the degree of well-being and the happiness for the greatest number of people resulting from the action (Page, 2004). In education, consequentialism can focus ethical decision-making on a current action with a future effect; ecology classes can teach that the use of fossil fuels may cause ice caps to melt leading to a rise in ocean levels and the destruction of coastal communities. Sometimes, current actions may have a detrimental effect on a great number of people (Page).
Ethical decision-making includes the process of an incentive, a means, and a result (Micewski & Troy, 2007). Both deontologism and consequentialism focus on a desired result that drives an action. This dichotomy between deontology and consequentialism reflects the difference between the right action that produces the consequence versus the justification of the act to achieve the end-result (Micewski & Troy). Fortunately, an ethical theory can be deontological in the recognition of a principle of justice and consequentialist in the recognition of a principle of utility (Nandi, 2006).
An educational leader using only deontologism or consequentialism to resolve ethical dilemmas will face unresolved conflicts. The deontologist will never use whatever means it takes to arrive at the desired end-result because the deontologist reflects on the concept of moral duty (Micewski & Troy, 2007). When duties are in conflict, the educational leader hinders the desired result when using deontology as the only moral determination (Milde, 2002). Furthermore, the consequentialist must resolve conflicts by appealing to the consequences of the actions and has no alternative method of action (Milde). The deontologist, on the other hand, can rely on a long-view perspective to a short-term dilemma by keeping the individual act within a legal boundary (Micewski & Troy).
The shortcomings of deontologism and consequentialism propel leaders to re-examine the context of ethical decision-making by reflecting upon ethical dilemmas (Ladkin, 2006). To develop a sound ethical approach, ethical leaders can rely on a mixed consequentialism approach. A mixed consequentialism approach can provide a leader with the ability to focus on personal moral development and incorporate an ethical relationship into the evaluation of the dilemma (Ladkin). The educational leader can attend to the “habits of judging and jumping to conclusions” and work to remain open by inquiring into the issues behind difficult decisions (Ladkin, p. 93). The development of relationships can evoke ethical sensitivities that will respond to the context of the dilemma (Ladkin).
Ethical behavior is paramount in this age of accountability. Educational leaders need to be a “cohesive unit, acting for the good of the entire district despite differences” (Hardy, 2004, p. 17) existing between individuals. Individual behavior influences a code of ethical conduct that self regulates and self legislates a mantra for doing the right thing “even when it is not exclusively in our self-interest” (Micewski & Troy, 2007, p. 23) to do so. The educational leader’s concern regarding relationships with humanity is the basis of an ethic of care rather than principles and perceptions of just behavior (Page, 2004).
An ethic of care focuses upon nurturing relationships with others as the guiding principle overriding all other “determinations of what is moral or right” (Page, 2004, p. 10). Educational leaders will need to take a long view of how participants in education will best resolve the issues of state and federal mandates. The best resolutions accommodate reform policies to ensure that all students learn in exemplary environments conducive to academic success (Starratt, 2004). Leaders will confront and survive the accountability. The next section relays the debate of educating special needs students in a full inclusion setting as one ethical responsibility of educational leaders. This debate reflects the need for leaders to evaluate and reason what is best culturally in an ethically diverse educational setting (Klugman & Stump, 2006).
Educators debate the issue of full inclusion versus continuing the current model of isolated special education placements (Gallagher, 2001). Advocates for full inclusion view the issue as a moral one. Even those who advocate for inclusion argue against full inclusion because these advocates question whether those deemed extremely medically or psychiatrically fragile should be in the regular education setting (Gallagher). In the last half of the 20th century, educators seek to identify and provide “an appropriate education for children with disabilities” (Paul, French, & Cranston-Gingras, 2001, p. 14). The education of special needs students is a “morally complex set of activities with many ethical challenges” (Paul et al., p. 14). Sensenig proposes the inclusion of special needs students in the general education programs in an ethical matter that requires a review of legal, social, and moral issues.
In the early years of caring for disabled individuals, the institution-builders were promoting an ethic of care that provided decent accommodations and treatment for disabled individuals in residential facilities. However, the system fell apart and now strong accountability measures control existing residential facilities (Paul et al., 2001). In the 20th century, a new ethic of care promotes an integrated community program setting and inclusion in educational placements rather than institutions and alternative pullout programs (Paul et al.).
This advocacy came from family and friends of individuals with disabilities, and from professionals in the medical, social, and educational fields (Paul et al., 2001). These politically active individuals won Constitution arguments for the right to due process that led to successful litigation and the development of law and public policy (Paul et al.). One advocate for a morally responsible setting was Lloyd Dunn, a special education leader, whose support was for improving “the educational outcomes for children with disabilities” (Paul et al., p. 3).
The political support for children with disabilities is in the federal laws of PL 94–142. This first law, Education for All Handicapped Children Act, guarantees students with disabilities a right to receive a free, appropriate public education (FAPE) (Sack-Min, 2007). Fulfilling FAPE requirements in the least restrictive educational environment (LRE) requires leaders to education students with disabilities in the general education classroom (Rude, Paolucci-Whitcomb, & Comerford, 2005). The ideology of full inclusion promotes a responsibility of inclusive education to pursue the rights of the least restrictive environment (LRE). The values and principles of full inclusion permit all students with disabilities access to the general education classroom.
The impact of special placements and the type of services a student receives can strain local school budgets. A lack of sufficient funding can impact the implementation of the Individuals with Disabilities Education Act (IDEA) (Sack-Min, 2007). The advocacy for IDEA supports the overemphasis on the process of providing the individualized educational plan (IEP) of the student. This emphasis on process overlooks the outcomes of the services provided (Sack-Min). The democratic view of individualism, privacy, and rational choice do not support the communal view of a disability community, special needs of minorities, and inclusion (Paul et al., 2001). The moral defense of inclusion requires a vision of a society that we hope to be an educational community that supports this vision (Paul et al.).
The segregation of special needs students may perpetuate the prejudices that make separate schools desirable (Gallagher, 2001). To argue against the right of all individuals to make choices in education denies the right to self-determination (Gallagher). Advocates for special needs students state scientific research should resolve the debate for or against full inclusion because a method of neutrality is beneficial to settle the issue (Gallagher). Continuing the current method of placements makes sense to the traditionalists who emphasize disabilities as real, labels as necessary, interventions required, and difficulties confronting the general education classroom (Gallagher).
Advocates for full inclusion owe that disabilities are “social constructions” of certain human attributes (Gallagher, 2001, p. 643). Perceptions become reality because disability classifications are what we make of them (Gallagher). The social construction of disabilities is what meaning society brings to bear on the perceived differences of special needs individuals (Gallagher). Likewise, the strain and stress experienced by students and teachers in classrooms every day are genuine and the differences of special needs students should be a part of the classroom environment (Gallagher). The difference of the special needs student is a social construct that has social judgment implications. The classroom context in “teaching approaches, standards, assignments and assessment format, physical arrangements and content” can accommodate the difference associated with disabilities (Gallagher, p. 645). Perceiving a disability as a difference requires educators to take a closer look at the classroom context so we can alter how we teach.
The empiricist suggests educators deliver teaching interventions in separate placements (Gallagher, 2001). These interventions include “behavior modifications, task analysis, cognitive training, medication, the commercial Direct Instruction Programs, token economies, mnemonic strategies, self-management, peer tutoring and systematic formative evaluation” (Gallagher, p. 647). However, the foundation of behavior psychology supports these interventions, and these interventions can be effective in multiple settings, not only the separate placements advocated by the empiricist (Gallagher).
The advocates for separate placement state that general education classrooms cannot accommodate all students. In addition, the advocates for separate placements express the difficulty of the regular education setting in meeting the needs of the disabled student in “large classes, inadequate resources, accountability for standards, and the reluctance of general education teachers to welcome special needs students” (Gallagher, 201, p. 649). The advocates for separate placements view the benevolent humanitarianism of a separate placement as a caring more nurturing school experience for the disabled student (Gallagher).
However, the placement of the special needs student in the general education classroom advocates for moral choice in an appropriate general education setting (Gallagher, 2001). Special needs students have the opportunity to receive an education with their peers in the general education classroom. Educators need to face the responsibility for society, schools, and classrooms that we have constructed and make the moral choice to choose with care and deliberation the moral decision to teach all children in the general education classroom (Gallagher).
Without an ethical compass, this conflict of full inclusion or specialized settings for students with disabilities would take the direction of minimal labeling or classification of students with disabilities. Students would attend general education classrooms based on age. Educators would place students unable to meet the demands of the general education setting in self-contained classrooms and disciplined appropriately.
The absence of an ethical compass would permit minimal adherence to the IDEA, FAPE, and LRE. The educator would seek to control the school community and advance individualism for the majority of the population. Educators would subdue the minority population of special needs students in self-contained classrooms to control costs with minimal specialized programs and assistance.
On occasion, special needs students would receive special programs if the courts ordered the school to provide them. The wealthy parents of special needs children will move to districts that have the best programs. The low-income parents will not know their rights and will remain silent about the student’s needs (Sack-Min, 2007).
An ethical educational leader coming into a hypothetical school district in which no ethical compass exists in accommodating special needs students would bring in a qualified team of special educators to classify special needs students. Educators would place the students in appropriate multiple settings: inclusion, special classes, outside placements, and residential. The special education programs would attempt to meet the needs of classified students in the appropriate setting.
For those students placed in an inclusion setting, an ethical educational leader would begin to communicate personal values regarding rights of student with disabilities and social responsibilities of the educational community. Educational leaders would begin to overcome mythologies about disabilities, unchallenged and uninformed mindsets about what education is and how it occurs, race, gender, and class-biased models of what a classroom and school should look like (Paul et al., 2001). The practical interface of special and general education students in inclusive settings would focus upon the “instrumental efficacy of instructional practices and schooling” (Paul et al., p. 15).
An educational leader will need community participation and communication to support ideas about multiple settings for students with handicapping conditions. Several public forums will bring other leaders, parents, and students on board with these new ideas. If public forums are unsuccessful, educational leaders can request a state audit to turn the school district around. Ultimately, the outcomes of practice and the promises of the law would create urgency in providing the educational support for students with disabilities (Paul et al., 2001). Ample time would overcome disputes and dilemmas regarding unfair treatment of students with disabilities. Programs for early intervention services in the regular classroom could defray costs of educating classified students (Sacks-Min, 2007).
Educating students with disabilities is a moral and social responsibility of all educators. The cost of educating these students can be very high. However, with the appropriate accommodations and the appropriate placement, students with disabilities would become an integral part of the community. The education of students with disabilities is a “morally complex set of activities with many ethical challenges” (Paul et al., 2001, p. 14). Educators have an ethical responsibility to be proactive leaders within their educational institutions (Starratt, 2004).
Ethical leadership is the responsibility of all educational leaders. Current educational leaders must seek to establish an ethical education system that ties happiness to living according to a certain social order valuing virtue relative to the whole educational society. This chapter offers a rationale for good sound judgment and practical implementation of ethical decision-making to support the social and economic influences that decisions have on the school community. Educational leaders must weigh actions against moral principles when faces with ethical dilemmas. Therefore, educational leaders need a combination of ethical decision-making to focus on personal, moral deliberation exemplifying best practice in facilitating educational decision-making.
Beckner, W. (2004). Ethics for educational leaders. San Francisco: Jossey-Bass.
Gallagher, D. J. (2001). Neutrality as a moral standpoint, conceptual confusion, and the full inclusion debate. Disability & Society, 16(5), 637–654.
Granitz, N., & Loewy, D. (2007). Applying ethical theories: Interpreting and responding to student plagiarism. Journal of Business Ethics, 72, 293–306.
Hardy, L. (2004). The ethical school board. American School Board Journal, 191(5), 16–19.
Klugman, C., & Stump, B. (2006). The effect of ethics training upon individual choice. Journal of Further and Higher Education, 30(2), 181–192.
Ladkin, D. (2006). When deontology and utilitarianism aren’t enough: How Heidegger’s notion of “dwelling” might help organizational leaders resolve ethical issues. Journal of Business Ethics, 65, 87–98.
Micewski, E. R., & Troy, C. (2007). Business ethics—Deontologically revisited. Journal of Business Ethics, 72, 17–25.
Milde, M. (2002). Legal ethics: Why Aristotle might be helpful. Journal of Social Philosophy, 33(1), 45–66.
Nandi, V. (2006). Model of neutral inclusivity. Retrieved from www.trinp.org/MNI/BoI/7/5/3.htm
Page, J. S. (2004). Peace education: Exploring some philosophical foundations. International Review of Education, 50(1), 3–15.
Patterson, W. R. (2005). The greatest good for the most fit? John Stuart Mill, Thomas Henry Huxley, and social Darwinism. Journal of Social Philosophy, 37(1), 72–84.
Paul, J., French, P., & Cranston-Gingras, A. (2001). Ethics and special education. Focus on Exceptional Children, 34(1), 1–18.
Rude, H. A., Paolucci-Whitcomb, P. E., & Comerford, S. (2005). Ethical leadership: Supporting human rights and diversity in rural communities, Rural Special Education Quarterly, 24(4), 26–31.
Sack-Min, J. (2007). The issues of IDEA. American School Board Journal, 194(3), 20–25.
Starratt, R. J. (2004). Ethical leadership. San Francisco: Jossey-Bass.
Vassallo, P. (2004). Notes on the methods of inquiry of Plato and Aristotle. ETC: Review of General Semantics, 61(3), 373–380.
Wienand, I. (2006). Descartes’ Morals’. South African Journal of Philosophy, 24(2), 177–188).

Dr. Neysa T. Sensenig holds an Associates in Applied Science Degree in Business Administration (AA) from the State University of New York (SUNY) Rockland Community College in Suffern; a Bachelor of Arts in English (BA) from SUNY Empire State in Saratoga Springs; a Master of Arts in English (MA) from the State University of New York at New Paltz, a Master of Arts Degree in Educational Administration (MAED) from the SUNY at Albany; and a Doctorate in Educational Leadership (Ed.D) from the University of Phoenix School of Advanced Studies.
Dr. Sensenig has been employed by New York Public Schools for the past 21 years and has been the Assistant Superintendent for Business at the Marlboro Central School District, Marlboro, New York for the last 8 years. Dr. Sensenig has also taught writing as an Adjunct Professor at SUNY Sullivan County Community College, SUNY at New Paltz, and Marist College in Poughkeepsie, NY.
Dr. Sensenig’s dissertation is entitled Impact of the 6+1 Trait Writing Model on Writing Instruction in Grades Three Through Eight. Previously, Dr. Sensenig has published a work entitled: Theory for the Desirability of All Games in the English Graduate Review SUNY New Paltz, December 1993. Dr. Sensenig contributed to the Robert Penn Symposium at Western Kentucky University in April 1994 a manuscript titled: Growth and Redemption: The Poetry of Robert Penn Warren.
To reach Dr. Sensenig, please email: neysasensenig@msn.com.
“The most important element of good government
is to rule with reason and order while
representing the ideal state”
—PLATO (REPUBLIC)
The decade that began on 2000 was known by many names—the ohs, the uh ohs, the double ohs, the 2000s, the aughts, the naughts, and the zeroes (Beam, 2009; Glossary, 2010). Tragedies during the 2000s included: the 2001 earthquakes in El Salvador killing 5,565 people; the 2001 terrorist attacks within the United States (U.S.) killing 2,752 people and creating wars in Afghanistan and Iraq that have killed over 140,000 others; the 2003 Space Shuttle Columbia explosion upon reentry to the earth’s atmosphere killing 7 astronauts; the 2004 Hurricane Charlie that killed 10 people and caused more than $15 billion damages; the 2004 Boxing Day tsunami in the Indian Ocean, created by an ocean earthquake measuring 9.3 on the Richter scale, killing 230,000 people in 14 countries; the 2005 Hurricanes Dennis, Katrina, Rita, and Wilma’s devastations of towns and cities in the U.S. southern gulf states of Louisiana, Mississippi, Alabama, and Florida as well as in Mexico and Caribbean countries; and depending on how you counted in the decade, the 2010 earthquake in Haiti killing more than 200,000 people (America, 2009).
Despite these and other not listed here tragedies and despite thwarted terrorists’ attacks (the 2001 shoe bomber over Boston, Massachusetts, the 2007 attempt to blow up John F. Kennedy airport in New York City, and the 2009 Christmas Day bombing attempt over Detroit, Michigan), scandalous stories ruled American media as 2009 closed (America, 2009). Showcasing arrogance and lack of good moral character, many people who were perceived as leaders in their fields faltered under the bright spotlight of media scrutiny. The following famous names were found in many end-of-the-decade articles:
In 2009,
NASDAQ chair Bernie Madoff was sentenced to 150 years in prison after defrauding his clients out of more than $65 billion;
Golfer Tiger Woods, married and father of two, was sexually linked to at least 10 other women;
Late night talk show host David Letterman admitted to inappropriate behavior and affairs with multiple interns in his office;
South Carolina governor Mark Sanford, married, admitted to a long-term affair with a woman from Argentina, after being discovered returning from Argentina when he told his staff he would be hiking in Appalachia.
In 2008,
The U.S. paid $150 billion to American International Group (AIG) as a government bailout; then AIG executives distributed bonuses (including $5 million with a $15 million golden parachute to Chief Executive Officer Mark Sullivan) and attended a luxury retreat at St. Regis in Monarch Beach, California with $200,000 in rooms, $150,000 in meals, and $23,000 in spa services;
The U.S. paid $700 billion to the banking industry as a government bailout; then executives at some banks raised their customers’ interest rates and minimum payments to inappropriately high levels (e.g., raising minimum payments from $150 to $999 a month and interest rates up to 79.9%);
New York governor and former state attorney Eliot Spitzer resigned after it was discovered that he spent thousands of dollars on prostitutes and call girls;
Presidential hopeful senator John Edwards, married to a wife publicly struggling with breast cancer, admitted to a long-term affair that created a child. In a strange twist, Senator Edwards convinced his aide to take responsibility for the child.
Illinois governor Rod Blageojevich was arrested on corruption charges for selling the U.S. Senate seat formerly belonging to U. S. President Barack Obama;
Miss USA beauty pageant winner Tara Conner admitted to cocaine and alcohol abuse and was forced to check into rehabilitation center or lose her crown;
In 2007,
NFL quarterback Michael Vick served 18 months in prison and lost his NFL salary for running an illegal dog-fighting ring;
NASA astronaut and naval officer Lisa Nowak was arrested for attempted kidnapping with intent to terrorize Air Force Captain Colleen Shipman, burglary of a conveyance with a weapon, battery, and attempted destruction of evidence;
Five times Olympic gold medal winner track and field star Marion Jones forfeited all her awards and medals after admitting to performance-enhancing drug use.
In 2006,
Enron chairman Ken Lay was indicted by a grand jury for accounting fraud and corporate abuse. He would have faced 20 to 30 years, but he died before he was sentenced;
Lobbyist Jack Abramoff was sentenced to 5 years and 10 months for fraud;
U. S. Representative Mark Foley resigned after admitting to sending inappropriate electronic mail and instant messages to teenage male pages;
In 2005, television celebrity Martha Stewart served 5 months in prison for lying about the sale of her ImClone stock;
In 2004, many prisoners were violently tortured and died at Abu Gharib prison in Iraq;
In 2003, reporter Jayson Blair admitted to fabricating events, locations, and comments for his stories during his 4 years and 600 articles with the New York Times; and
In 2001, U.S. Representative Gary Condit admitted to having an affair with Chandra Levy, a woman who worked for him and whose remains were found in the Washington, DC area (NBC, 2009).
A quick review of the list reminds us that leaders from all sectors—private, public, business, sports, and politics—failed the moral compass test (Thompson, 2009). The themes represented in the bullets above could each be chapters and studies of their own. For purposes of this chapter, the theme will be generally defined: an unbridled greed and an arrogance of entitlement that allowed people to ignore or deny their moral center. Yet, at the end of this decade of greed and arrogant entitlement, the author observed what is hopefully the beginning of a tipping back toward good moral character and ethical choices. There will be more about this observation at the end of this chapter.
Formal leadership studies have existed for more than eighty years. Multiple models, discussions, and matrices can be categorized into these simplistic themes: (a) roles, skills, knowledge, abilities, values, and methodologies of leaders; and (b) is leadership learned or are leaders born? Basic leadership theory models include great man, trait, group, contingency, transactional, and transformational (Rost, 1993).
Great man theory, developed around the 19th century, held that leaders were born not made. Leaders were born into class positions that dictated leadership behavior. Trait theory was based on leadership in the 1920s through 1940s that posited that leadership was personality and skills based. Group theory emerged in the 1950s with the theory that if managers gave attention to their employees, employees would increase their production and performance. Famous group theories included Maslow’s hierarchy of needs and McGregor’s Theory X and Theory Y (Rost, 1993).
Contingency theory was based on leadership from the 1960s forward and included exchange, behavioral, path-goal, normative, situational, and principle-centered theories. It was not based on traits but rather on characteristics; the idea being that the leaders’ characteristics must have relevance to the followers, activities, and goals of the groups. Transactional theory was based on leadership from the late 1970s and was the first one listed as 21st century leadership. It was based on a political exchange, barter system. Because of the give to get dynamic, most transactional relationships are short-lived. Transformational theory was based on leaders and collaborators working together on mutual purposes to effect real change (Rost, 1993).
Leaders of organizations and governmental agencies have started abandoning the transactional (i.e., give and take) approaches to leadership and are adopting transformational approaches (Berkley, 2008). Transformational strategies were reciprocal, relied on trust, empowered employees, and encouraged ownership of organizational goals (Colbert, Kristoff-Brown, & Bradley, 2008). Burns and Bass, known for their work in transformational and visionary leadership, focused on strategies for supervisors to enhance the motivation, morale, and performance of employees. Collaborative, transformational leadership theory emerged as a way to influence employees’ perceptions, values, expectations, and aspirations. Because of the trust, empowerment, and engagement components, transformational leaders should have a high level of leadership ethics to ensure the highest level of ethical employee performance (Berkley, 2008).
In an analysis of poor leadership, Williams (2005) suggested, “If the leader is disengaged or absent, followers find themselves in a state of disorder and confusion with little hope of a vision for a way out of the mayhem” (pp. 6–7). Vivar (2006) warned managers not to leave employees feeling lost or abandoned. Several researchers showed workers strongly preferred visible communicators who were present and available (Rosengren, Athlin, & Segesten, 2007; Rouse, 2009).
A review of supervisor leadership literature indicated federal government employees regularly study supervisor and employee performance. Biannual studies and research were conducted to investigate the effectiveness of specific projects, but an analysis revealed a significant theoretical gap in the existing governmental literature. Historically, agency research lacked a conceptual framework to ground the analysis within the leadership literature. Data analysis consisted of basic frequency information with an executive summary. Few studies included an analysis of results within the context of contemporary theory, thereby hampering governmental leaders in the identification of meaningful, valid, and executable recommendations for improvement.
Inside each of the theories listed above are the key tenets, components, and major proponents. In value-based and principle-centered leadership theories, the key tenets include integrity, trustworthiness, listening, respect, courage, persistence, and modeling ethical leadership examples (Rost, 1993). It is in these tenets that leadership ethics resides. According to Woodruff, “ethics and values are essential ingredients in the makeup of today’s global leaders. These leadership values should include behavioral integrity, which is leading by example, where the words of the leader match their personal actions. Leaders with a solid ethical foundation live this example which adds to the credibility of the leader and the organization” (2009, p. 11).
Leaders have a responsibility to their employees, to their organizations, and to society (Rouse & Schuttler, 2009). Leaders must be trusted and respected or it will not matter what they say. Talented employees will not continue to work for supervisors who are unethical and cannot be trusted. Trust has to be earned. One of the ways to build trust is to practice open communication, visibility, and attentiveness (Schuttler, 2010).
Information is key and should be shared whenever possible. “Positive visibility must be displayed in all actions—including e-mails, memorandums, meetings, and casual conversations—regardless of the audience” (Schuttler, 2010, p. 37). Attentiveness is being proactive, listening to your employees and being aware and in tune with what is going on around you. The attentiveness and visibility of leaders influence employees’ perception of a supervisor’s communication skills.
Kerfoot (2007) indicated leader engagement, as well as disengagement, was contagious. If leaders were not careful, they could inadvertently communicate poor attitudes and behaviors to their employees. Treat your employees professionally with dignity and respect, and strengthen your communications with your employees and you will improve your working relationships, your employees’ morale, and your organizations’ performances (Schuttler, 2010).
Below are partial findings from a 2009 dissertation presented in partial fulfillment of requirements for a doctor of management degree. The online survey was conducted from May 31, 2009, through July 6, 2009, at a large federal agency within a United States cabinet-level department. The purpose of the current mixed-methods study was to examine the relationship between leadership, communication, and employee performance within one federal agency directorate. The mixed-methods study included a quantitative test of the relationship between leadership communication and employee performance and a qualitative exploration of recommendations to enhance communication and leadership competencies.
The descriptive design provided clarification within the study with detailed characteristics identified in the study (Cone & Foster, 2006). The goal was to test the correlation between the predictor variables of perceived supervisor leadership and communication and the criterion variable of employee performance. The population included national employees, supervisors, and executives who work within one federal agency directorate headquartered in Washington, DC.
Participating leaders were located within one directorate comprised of 201 field offices throughout the United States. Demographic data collection included: (a) the division and location where the survey respondent worked, (b) the rank of either general service or senior executive service the survey respondent held, and (c) whether the survey respondent supervised people. Open coding simplified the examination of the written data to identify correlations between responses. The mixed methodology study was conducted to assess the correlations between supervisor leadership, supervisor communication, and employee performance.
The Supervisor Leadership Communication Inventory (SLCI) developed by Rouse and Schuttler (2009) was used for the study with the authors’ permission. The instrument was used to measure the study variables in a two-dimensional grid showing how supervisor leadership and communication could predict employee behavior. The SLCI contained 53 questions to measure supervisor leadership and employee performance, 3 demographic questions, and 3 open-ended questions to allow the participants to offer comments, suggestions, and recommendations for better leadership communication and better employee performance. The SLCI was tested for reliability several times (Rouse, 2009) with consistently high reliabilities reported (Rouse & Kaplan, 2008; Rouse & Schuttler, 2009; Schuttler & Rouse, 2008).
Agency officials granted approval to distribute survey announcement fliers in employee break rooms and cafeterias and through private social networks such as Linked In, Facebook, and My Space. One Uniform Resource Locator (URL) provided an incentive question asking for the name of the participants’ favorite charity and stating that the author would provide one dollar for each completed survey. The participants chose the American Cancer Society as their most listed charity. Participants who chose the other URL to complete the survey were asked to list their names and mailing addresses if they wished to participate in the Starbucks $20.00 gift cards raffle. Personal information was listed voluntarily and was not a requirement to complete the survey. The winning survey respondents, each 25th person, received gift cards. All gift cards were mailed to the winners by July 20, 2009.
The data were collected over 35 days through secure, exclusive URLs. The URL sites hosting the survey recorded each participant’s IP address and allowed only one response from each IP address. Each survey result was recorded on one spreadsheet with the participant code as the row heading and the question number as the column heading. Participant codes were used to maintain confidentiality. The spreadsheet was the main data depository of all survey data collected.
Response Rate. Based on the Sample Size Calculator with a confidence level of 95% for a population of 7,683 employees, the study required 366 completed surveys to obtain its targeted population (Creative Research System, 2009). After 35 days of data collection, 435 individuals participated in the study. Eighty-seven percent (87%) (n = 378) completed the survey while 13% (n = 57) provided partial responses. With 378 completed surveys, the study exceeded the target population by 12 respondents. Fifty-seven (57) participants began the survey but ended before completing it. Each of the 57 participants stopped their survey at demographic questions at the beginning. The first question was asking the participants to identify the division where they worked. Each of the participants who opted out of the survey left before completing the first demographic question.
Distribution Methods. The URL site listing the charity question had 227 participants (52.2%) while the URL site listing the gift card raffle had 208 participants (47.8%). Except for the questions regarding the charity and the Starbucks gift cards raffle, all information on each URL was identical. As illustrated in Figure 1, findings show significant differences (t (380) = 3.66, p = .001) between the average supervisor leadership score for individuals who responded to the survey after receiving the charity invitation (M = 3.04, SD = .72) as opposed to the responding to the flier (M = 2.90, SD = .80).
Significant differences (t (380) = 4.00, p = .001) were found between the average supervisor communication score for individuals who responded to the survey after receiving the charity invitation (M = 2.99, SD = .78) as opposed to those responding to the flier (M = 2.82, SD = .88). There were significant differences (t (380) = 3.56, p = .001) between the average outcome score for individuals who responded to the survey after receiving the charity invitation (M = 3.16, SD = .80) as opposed to those responding to the flier (M = 3.00, SD = .97). There were no significant differences (t (380) = - .55, p = .58) between the average employee performance score for individuals who responded to the survey after receiving the charity invitation (M = 3.13, SD = .56) as opposed to those responding to the flier (M = 3.15, SD = .62).

Figure 1. T tests showing differences between participants’ responses within two URLs.
The variables were computed using a codebook. Negatively phrased items were reflected, and items were subsequently summed to produce composite scores for supervisor leadership, supervisor communication, and employee performance. The skewness of all three constructs was near zero, indicating the variables were suitable for inferential statistical analysis.
A reliability analysis was conducted to verify the reliability of the SLCI items. The supervisor leadership and communication constructs had high reliability while the employee performance and organizational outcome measures had acceptable reliability. The SLCI’s overall Cronbach’s alpha was .82. The findings indicated the measures were sufficiently reliable for conducting the statistical analysis. Three professionals subjected the data from the three open-ended questions to content analysis by coding. One coder had a Doctorate in Management degree, one coder had a Doctorate in Education degree, and the final coder had a Master’s of Arts degree. Using the a priori approach, themes were provided by the Federal Human Capital Survey and Best Places to Work in Federal Government Studies (Partnership for Public Service, 2007).
Senior leadership. The purpose of Research Question 1 (RQ1) was to investigate the correlation between senior leaders’ leadership and employees’ performance. The scores for each participant were plotted on a two-dimensional grid. As shown in Figure 2 on the following page, the scatter plot reveals a strong positive relationship between the two variables. Supervisor leadership was significantly correlated (r(1,379) = .63, p < .01) with employee performance. High levels of supervisor leadership were associated with high employee performance, and low supervisor leadership was significantly associated with low employee performance. The data provided strong support for the alternative hypothesis that a significant correlation exists between supervisor leadership and employee performance.

Figure 2. Scatter plot of supervisor leadership and employee performance.
A view of the above scatter plot in color would reveal that the lower left corner is the red zone grid, the middle section is the yellow zone grid, and the upper right section is the green zone grid. With a traffic light metaphor, the model’s framework allows managers to identify critical concerns (red), as well as elements needing to be watched (yellow), and other elements working well (green) (Schuttler, 2010). The majority of the study’s respondents rated the agency in a mid-range (yellow) performance zone, indicating opportunities for improvement.
Employees admitted to sometimes feeling lost and confused, and to providing less than excellent performances because of their floundering. Many employees attributed these feelings to their perceptions that leaders were making seat-of-the-pants, by-the-gut decisions or trendy fad decisions without consideration of the agency’s strategic goals and plans. Employees also wrote about inconsistent leadership depending on where they worked and about ineffective explanations for ever-changing directions and assignments (Schuttler, 2010).
Employee Performance. An open-ended question pertained to how, if at all, leaders could improve employee performance. Responses to the question were categorized using themes listed in Laws of Communication: The Intersection Where Leaders Meet Employee Performance (Schuttler, 2010). Theme categories included: (a) trust, (b) visibility, (c) education, (d) change, (e) mentoring/coaching, (f) attentiveness, (g) morale, and (h) other.
Being more visible accounted for 21% of the participants’ responses to the second open-ended question, followed closely by attentiveness (19%) and education (17%). Other response percentages for the question included trust (10%), mentoring/coaching (6%), morale (5%), and change (2%). The category of other (20%) was divided into subcategories. The participants’ responses to the category of other included: (a) hiring the correct people, (b) delivering consistent messages to all employees, (c) training, (d) everything is okay, and (e) cannot fix it. Providing consistent messages to all employees was the participants’ response 45% of the time in the category of other, followed by everything is okay (20%), and hire correct people (16%), decrease email (11%), and cannot fix it (8%).
Approximately 80% of the participants who responded were field employees, and approximately 20% of the participants who responded were employees working at headquarters. Field employees who participated in the study had consistently lower perceptions than employees who participated in the study from headquarters. As shown in Figure 3 on the following page, the statistical comparison of the means of headquarters and field participants indicates highly significant differences.
A purpose of the mixed-methods study was to discover relationships between supervisor leadership and employee performance. Research Question 1 asked, what relationship, if any, exists between senior leaders’ leadership and employees’ performance. The H1O stated there is no significant correlation between supervisor leadership and employee performance. The H1A stated there is a significant correlation between supervisor leadership and employees’ performance. Quantitative responses indicated that supervisors’ leadership was significantly correlated (r = .63, p = .001) with employee performance. High levels of supervisor leadership were associated with high employee performance, and low supervisor leadership was significantly associated with low employee performance.

Figure 3. Gap analysis comparing headquarter and non-headquarter participants’ perceptions.
The results aligned with conclusions in previous studies that supervisors’ leadership affects their employees’ performance (Bernerth, 2007; Bohn & Grafton, 2002; Kerfoot, 2007; Major, Davis, & Germano, 2007). Supervisor leadership includes employee motivation, commitment, encouragement, integrity, fair management, creativity, professional development, and employee empowerment (Partnership for Public Service, 2007). Grindley (2009) noted the Federal Government’s supervisors and leaders had the responsibility to reestablish a sense of pride into government employees, to create incentives for motivation and commitment, and to encourage employees.
Colbert et al. (2008) stated supervisor leadership was the basic act of engaging others to follow by including reciprocal strategies, trust, and employee engagement. Lunney (2009) stated employees who were fully engaged had higher opinions of their supervisors’ abilities while employees with lower engagement had less favorable opinions of their supervisors’ abilities. Bohn and Grafton (2002) and Brodsky and Newell (2009) showed a strong correlation between supervisor leadership and employee performance. Correlations of leadership and employee performance were found in studies from the Ballenstedt (2009), Isley (P. Isley, personal communication, March 17, 2008), Rosenberg (2009a, 2009b), Partnership for Public Service (2007), USMSPB (2008), and the current study.
An open-ended question asked, how, if at all, could leaders improve employee performance? Though responses were qualitative, they neatly fit into an a priori system of themes by the Best Places to Work in Federal Government (Partnership for Public Service, 2007). Themes and responses included: (a) effective leadership (56%), (b) performance-based rewards and advancement (15%), (c) teamwork (10%), (d) strategic management (6%), (e) employee skills/mission match (1%), and (f) other (12%). The category of other was divided into subcategories that included (a) provide more training (71%), (b) nothing can/should be done (12%), (c) leave the agency (12%), and (d) remove the union (5%).
According to the U.S. Office of Personnel Management’s Handbook (2001), employee performance is defined as distinct from productivity and includes employee morale and job satisfaction (O’Connor, 2006). Kerfoot (2007) determined that, if supervisors and leaders were engaged, their employees were more likely to be engaged. O’Connor (2006) stated low employee morale was not a problem with motivation but with a lack of job certainty and mission support failure. To improve employee morale and employee performance, supervisors should communicate more about the employees’ position within the organization’s overall mission and assist with training opportunities and other strategies to address skill deficiencies. Major, et al determined relationships between supervisors and employees were one of the critical elements for positive employee morale and performance (2007). Colbert, et al (2008) found that when supervisors exhibited a positive influence by motivation, inspiration, and commitment to concern for employees’ intellectual opportunities and professional needs, employees’ morale increased and employees were more engaged in the organizations’ vision, mission, strategies, and goals.
Quantitative responses in the current study indicated field employees had consistently lower perceptions of supervisors than employees located in headquarters. The statistical comparison of the means of both headquarters and field showed highly significant differences. The participants included approximately 80% from the field and 20% from headquarters, a similar distribution as in the current employee population of 87% field employees, and 13% headquarters employees (“agency,” personal communication, July 18, 2009). The qualitative responses were similar to responses that midlevel managers’ perceptions of supervisors’ communication differed significantly from the perceptions of frontline employees (Rouse, 2009). As senior leaders create communication strategies, they should remember that what they consider sufficient in headquarters was not considered sufficient in field offices.
In addition, there was a gap indicating lower perceptions between those who responded from electronic invitations and those who responded from paper invitations. Those who responded from paper invitations rated significant differences between the average supervisor leadership score and the average supervisor communication score. However, there were no significant differences rated on the average employee performance score.
The purpose of the current study was to confirm findings in previous studies of relationships between leadership, supervisor communication, employee performance, and organizational performance (Ballenstedt, 2009; Partnership for Public Service, 2007; USMSPB, 2008). Recommendation #1 was to replicate the study agency-wide for an accurate assessment in communication and leadership, targeted relationship building, and training for all leaders. The second recommendation included a suggestion for further research within other government agencies and private organizations. The recommendations for further research will add to the body of leadership, communication, employee performance, and organizational outcomes knowledge.
If senior leaders and supervisors increase their leadership and communication knowledge and skills, they can increase employee and organizational performance. By developing both sides of the two-dimensional grid, leaders are more likely to be able to move their agencies and organizations from the yellow zone to the green zone. Within the green zone, employees feel valued and become self-directed. Within the green zone, employees “are responsible for performance improvement, [can] modify goals as conditions change, [and] are champions of change” (Schuttler, 2010, p. 14). Employees who feel valued and have higher morale are more likely to feel more engaged in their organizations and are more likely to give higher rating to their performance and their organization’s performance (Brodsky & Newell, 2009; USMSPB, 2008).
Ethical leaders model integrity, trustworthiness, listening, respect, courage, and persistence regularly (Rost, 1993). Three methods to model ethical leadership include open communication, visibility, and attentiveness. Leaders who continue to model these characteristics will add credibility to their teams and the organizations (Schuttler, 2010).
To model ethical communication, a leader must be open and honest. A leader should simply state if information cannot be shard instead of making up a lie “Hiding information makes people suspicious and compromises your integrity” (Kaplan, 2010, ¶7).
To model ethical visibility, leaders should make walking around and having discussions with people part of their regular routine. If they only walk around when things are going wrong, they will be perceived as looking for trouble. As well, sitting in the office and sending emails may be easier and more efficient. However, leaders will have much more credibility with others if they get up, walk around, and look people in the eye, especially when delivering bad news. “Leaders should remember that the manner and tone in which an organization communicates is one of the main drivers for how the business will perform” (Kaplan, 2010, ¶9).
To model ethical attentiveness, leaders should actively listen to team members, assist them with their career development, and set an ethical example for them to follow. Leaders should not ask team members to work long hours unless they are seen working long hours. Leaders should not ask team members to take pay cuts or cuts in hours if they are not willing to take the same cuts. Leaders should walk the walk they want their teams to walk, and walk the talk they are sharing with the team (Kaplan, 2010).
Is the common sense guidance listed above significant, substantial, and relevant in view of the greed and arrogant entitlement characteristic that was so prevalent in the last decade? Should leaders make conscious decisions to make ethical choices even when they are more difficult? Should leaders make conscious decisions to make ethical choices when others around them are making unethical decisions for short-term gains? To answer this question, please consider an event observed toward the end of 2009 that may perhaps be a tip back toward rewarding ethical behavior.
Tipping is a term made famous in the 2000 book, The Tipping Point: How Little Things Can Make a Big Difference (Gladwell, 2002). Gladwell posited that there are patterns and factors that define each influential trend. His theory was that new ideas are constantly being introduced, and that there are three simple rules that illustrate what may ‘tip’ an idea or product into popularity. They are: (a) the Law of the Few, (b) the Stickiness Factor, and (c) the Power of Context. The Law of the Few stated that for an idea or product to reach the tipping point, a few key types of people must champion it. The stickiness factor is harder to define. Stickiness is unconventional, unexpected, and can be contrary to common wisdom. The power of context is very important when determining what tips an idea or product into popularity. Gladwell defined context broadly including even minute variations in social groups, the environment, community, or neighborhood (Gladwell, 2002).
These factors were in place at the season finale of Survivor: Samoa. The CBS television show was the first reality television show. It was developed in 2000, and it has created a new genre for television. Survivor has been on the air for 10 years and is shown in more than 45 countries. There have been 301 contestants and 19 winners. The premise of the show is to place between 16 to 20 people, per season, in competitive tribe-settings in different exotic locales (e.g. Fiji, Samoa, Thailand, Australian Outback, Africa, Marquesas, Pearl Island, Guatemala, Palau, Panama, Cook Islands, China, Gabon, Micronesia, Tocantins, and the Amazon) (Denhart, 2009).
Survivor’s logo is Outwit, Outplay, and Outlast. In the early seasons, contestants generally depended on outplaying the other contestants. In recent seasons, there was a shift towards outwitting. However, outwitting has become defined as lies, manipulation, theft, and sabotage. No Survivor contestant has been perceived as having less ethics than Russell Hanz, runner-up in the Survivor: Samoa season (Denhart, 2009).
From the first day, Russell lied to all of his contestants telling them that he was a fireman in New Orleans who lost all his family in Hurricane Katrina. He was a millionaire oilman from Daytona, Texas. He manipulated contestants by lying continually and by making promises that he did not keep. He sabotaged his own tribe by emptying all their water canteens, and opening cages holding chickens so that he could take advantage of the chaos. He was openly contemptuous of his team members calling them weak and ignorant (Denhart, 2010).
Watching Russell Hanz on Survivor: Samoa was a great object lesson of a person playing the short game with no regard for personal or professional ethics or his personal legacy. He made it clear that he wanted to be the puppet master, the master manipulator who controlled people for his own devious plan. He bragged about it often.
Russell forgot about the long game. Many of the people he had lied to, tricked, and manipulated were placed on the jury that would vote between Russell and Natalie White to determine who would win the $1 million and the title of ‘Sole Survivor.’ Natalie was a Survivor contestant with a plan to arrive at the end of the game without abandoning her ethics and integrity.
A nail-biting season finale on December 21, 2009, provided a surprising ending that should be the first tipping point towards determining that ethics is an essential characteristic for leaders in the 2010 decade. Watching the jury vote for Natalie as the 19th Sole Survivor was also a vote against greed and entitled arrogance. Russell Hanz’ response to losing the title and the money was one of disbelief. He could not understand how the jury he had tricked, lied to, manipulated, and voted off, could vote against him. Russell’s arrogance was so strong that he offered to pay Natalie $100,000 for the title of ‘Sole Survivor.’ When she declined to give up her title, Russell created a website, www.Russellgotscrewed.com (Denhart, 2010).
By his actions to date, it appears that Russell has not learned the lesson of the jury vote. Yet, it is this author’s hope that others did notice. It was a small, much needed spark in an otherwise disappointing decade.
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Beneficence is a fundamental concept of medicine, which embodies the notion above all, do no harm (Walker, 2007). Beauchamp and Childress (1994) defined beneficence as the “moral obligation to act for the benefit of patients in balancing benefit, risk, and cost of all treatment” (as cited in Stroud, 2002, p. 180). While this principle illustrates the healthcare professional’s duty to contribute to the patient’s welfare, the principle becomes convoluted when the wishes of the patient directly conflict with that of the physician (Beauchamp & Childress). Beauchamp and Childress further argued both beneficence and autonomy carry equal weight in the bioethical decision making process; the physician’s goal of treatment or treatment options must be understood and the autonomous decisions of a competent patient must be respected. The concept of hospice has challenged the ethical principle of beneficence and brought into question the issue of patient autonomy based on its founding principle of foregoing aggressive, possibly life sustaining treatment, for a good death (Lobar, Youngblut, & Brooten, 2006; Morrison, Maroney-Galin, Kralovec, & Meier, 2005; O’Gorman, 1998; Ruhnke et al., 2000).
Physicians regularly encounter cultural dilemmas associated with prognostication and discussion with regard to end of life treatment options, especially hospice care. The physician’s role as the head of the multidisciplinary healthcare team requires the physician to develop a sense of personal and professional identity to lead effectively within individually established cultural boundaries. Patients rely on a physician’s professional opinion to determine the course of medical care; however, end of life issues represent the largest barrier to communication between patients and physicians. Additionally, the patient’s family often plays a pivotal role in end of life decision-making, relying on their understanding of their loved ones diagnosis, prognosis, and alternate treatment options provided by the primary care physician (Cherlin et al., 2005). Recent studies on caregiverphysician communication conducted among patients and families revealed infrequent discussions of hospice by physicians, inability to share prognosis, physician’s lack of understanding of patient’s preference, and the exclusion of patient and family in the decision-making process (Caserett & Quill, 2007; Cherlin et al.; Gauthier, 2005; Hickman, 2002; Larkin & Schotsmans, 2007; Matzo, 2004; Ruhnke et al., 2000). Consequently, the physicians and their patients may not have a collective understanding of the meaning of illness or death, nor do they have a united approach to end of life issues when they arise.
Culture is defined as “the behavior patterns, arts, beliefs, institutions, and all other products of human work and thought, especially as expressed in a particular community” (American Heritage Dictionary, 1994). Devore and Schlesinger (1995) argued culture “often refers to the fact that human groups differ in how they structure their behavior, their worldview, their perspectives on the rhythms of life and their concept of the essential nature of the human condition” (p. 903). Contributing to the complexity of culture are the social, economic, and political forces inherent within any society that alter the way in which culture is viewed. An individual’s cultural beliefs and values are main determinants of decision-making and ultimately create behavioral patterns in society. The influence of culture in decision-making is evident in all aspects of an individual’s life; however, culture may become more pronounced during end of life decision-making. Without the proper context in which to base end of life discussions, the intersect of diverse cultures and healthcare policy may result in misunderstanding with regard to treatment decisions, lack of trust in the healthcare team, and tense interactions. Recent studies demonstrated deeply embedded cultural beliefs are prevalent throughout the healthcare system, influencing physician practice and the application of technology for terminally ill patients. (Hern, Koenig, Moore, & Marshall, 1998; Lapine, Wang-Cheng, Goldstein, Nooney, Lamb, & Derse, 2001). Additional studies revealed that cultural variations between healthcare providers and their patients may affect the attitudes towards death, how patients and their families approach end of life decision-making, and the treatment received immediately preceding death (Kawaga-Singer & Blackhall, 2001).
This study sought to ascertain if cultural beliefs influence the decision-making process of a physician in referring a patient to hospice services. This qualitative, phenomenological study used the modified Van Kaam method by Moustakas (1994) and semi-structured interviews to explore the influence of cultural beliefs on physician referrals to hospice services. A purposive sample of 14 physicians practicing in the Mercer County, NJ area for approximately two or more years using the American Medical Association database of practicing physicians was used.
Based upon the analysis of data provided by the 14 participants in the study, the following five themes emerged from the data gathered during the interview process: (a) physician personal perspectives, (b) physician perspectives on culture, (c) physician perspectives on hospice care, (d) communication with patients, and (e) physician training and experience.
The physicians in this study expressed many personal views with regard to death and dying, acculturation and the role of a physician, and the skills required to communicate effectively in end of life circumstances with a patient and their family. Nearly 72% of the participants interviewed directly mentioned death as a natural and inevitable part of the process of life. In dealing with communication and decisions regarding the end of life circumstances of a patient, some participants felt that the role of the physician is to remain analytical and scientific, and focused on their job as a physician, to present the best options and effectively communicate the situation to the patient, regardless of their own cultural beliefs (28.6%). Nearly 36% of the physicians interviewed perceived that a personal acculturation experience enabled this ability to disconnect their own beliefs when making decisions for their patients, helping them to better perceive the patients needs through the culture and background of the patient rather than their own culture. The physician’s personal skill in terms of bedside manner, humility, and communication, are determining factors affecting the physician’s ability to effectively and positively communicate with the patients and achieve a positive result (21.4%). The perspectives presented in theme 1 seemed to allow for increased ease of communication and decreased conflict between patient and physician. These perspectives enable the participants to focus on their job and the needs of the patient, by having a greater understanding and respect for the dignity of life and the individual, regardless of cultural differences.
Casarett and Quill (2007) identified lack of communication skills and the inability to predict the life expectancy as the two major factors that impede hospice referrals and complicate the patient-physician relations. The participants identified patient-physician communication as a significant barrier during end of life discussions. Additionally, the participants reported a lack of training in palliative care and cultural diversity as another barrier in end of life discussions. An open line of communication between patients and physicians can determine the patient’s definition of a good death and the measures that the patient would not wish to employ near the end of life. In discussions concerning end of life issues between physicians and patients’ families, the physicians are often the initiators and dominant voice in these conversations.
The participants in the study reported that their cultural beliefs do not impose on the patient’s decision-making process. The participants also reported the patient’s cultural beliefs impeded discussions regarding hospice services in most of the cases in which hospice referrals were delayed. Physicians must develop a level of cultural sensitivity about the patient population served, as well as an increased awareness of the influence of culture in shaping patients’ values, beliefs, and views regarding the world around them. The respondents stated they have adopted an analytic approach to healthcare decisions when they interact with patients. This analytic approach, however, does not foster a supportive relationship between patients and physicians. The development of culturally compatible systems within healthcare provides a framework for the multidisciplinary team to approach complex, yet culturally sensitive end of life decision-making processes (Cort, 2004; Meier et al., 2004).
The physicians in this research study defined culture similarly, with nearly 86% defining it as some set of beliefs or behaviors resulting from individual upbringing within a society. The majority of the participants agreed that culture plays a role in an individual’s decision-making process (57%); however, the participants equally perceived that culture does not play a role in their own decisions made as a physician for a patient (57%). In theme 2, the participants mentioned rather that the patients’ cultural beliefs have a significant impact of the decisions and the acceptance or rejection of recommendations made by the physician (35.7%). According to these respondents, this impact of culture on the part of the patient can at times create disconnect between the patient and the patients’ family and the physician.
The participants stated that comprehensive training in terms of cultures in the Mercer County, New Jersey area would enhance the patient-physician relationships. Respect for differences and nuances inherent within each culture allow the healthcare professional to provide cultural competent care. The physicians’ cultural disconnect within their own clinical practice has created a sterile relationship in which patients have identified an emotional chasm. A delicate balance between analytical reasoning and cultural sensitivity within the patient-physician relationship would foster effective communication regarding end of life decision-making.
The third theme categorized by the analysis isolates the physicians’ perspectives on hospice and hospice care. The physicians in this study unanimously defined hospice care as an option for care that includes comfort measures in a situation of limited life expectancy (100%). The majority of the participants agreed that hospice is generally accepted or embraced by their own culture (71.4%), with some even alluding to the fact that hospice care is handled by the immediate family in their own culture (21.4%), eliminating a conflict of physician beliefs and culture in recommending hospice care for their patients. Nearly 29% of the participants mentioned the dignity of the patient in terms of their right or choice to die and decide their own fate. Although some participants perceived the resistance or acceptance of hospice care to be from the patient (21.4%), some also noted reluctance in other physicians to recommend hospice care (14.3%). Additional studies revealed that most physicians cite late hospice referrals as a direct result of family reluctance to accept patient prognosis and that death was near (Chung, Essex, & Samson, 2008; Sanders, Burkett, Dickinson, & Tournier, 2004). Research by Teno et al. (2007) revealed that hospice referrals were appropriate; however, short hospice stays affected the quality of end of life care received. Transition from personal culture to organizational culture depends on the individual physician’s medical training and acculturation into the healthcare system. Regulatory and healthcare policies provide guidelines for physician practice; however, it does not dictate the direction of clinical practice.
Within this particular theme, participants most commonly expressed that communication is significantly impacted by patient culture (14.3%). The other constituents in this theme received only one response (7%). With regard to these constituents, individual participants noted that having a similar culture as the patient can make communication easier and that having a different culture than the patient can make communication more difficult or frustrating for the physician. Only one participant gave direct examples of when a patient’s culture created a conflict with letting the patient die (7%).
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