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From Transformational Leadership to Cultural
Management — An analysis of the success of a newly
arrived secondary principal in Hong Kong

Wai-Tin Hui
Department of Education Studies, Hong Kong Baptist University

Abstract

This paper investigates the change in organizational culture of a
Hong Kong secondary school caused by the leadership process and style
of a newly-arrived principal in her first seven years of service. With the
practice of transformational leadership in the school, the principal brings
continuous progress in the school physical environment, students’ learning
atmosphere and the staff attitude in professional development. Along these,
the school culture has been shifted from ‘strict and conservative’ to ‘care
and development’. These evident give a strong support to the recent studies
of western scholars in the fitness of transformational leadership in the Hong
Kong school context.

The school value and mission are shared unilaterally by the principal.
Pairing with the competence of the middle managers in both management
and teaching, the policy that promotes school performance can be effectively
executed and substantiated, then followed by the establishment of new
pedagogical culture. But the change in underlying philosophy of the staff
and the set up of cultural artifacts are both not apparent in the due course.
Therefore, with reference to western theory in organizational culture, the
formation of new organizational culture is still incomplete. From another
point of view, the framework of organizational culture in Hong Kong
schools is differed from the western counterparts, so more researches should
be done on Hong Kong’s model to accommodate local context.

The exemplars in school leadership involved in this successful
transformation can act as references of many school administrators.
However, as there are various modes of governance among Hong Kong
schools, it requires further exploration of the effective model of leadership
and school culture in considering different combinations of stakeholders.
Then, a school-based school culture and leadership can be built based on the
unique characteristics of individual school.

Keywords: transformational leadership, school culture, school
effectiveness
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MR R BB A N B R B K 7 R SR R B SR IR AR P A R
17 o RBRAENTHERY) > BEFATEREHHEE (School Man-
agement Initiative, SMI) » & E/RFER M HOH HY 38 R R B A 304 o e
R BRI I EEZRARSCE A E I E B - B
£ 1997 7 HRBREER - T B ARE ) A EHBORRE I
REEFLHENIIIRE (Cheng 2003:418) A& FEH Hmiyiie -

AWFCHI B R BT » Frh 8 — AT BUF R
H—EFEERE i - — EHARE S0 SMI - MMEEAE 1997 SR IKEK
P BRI B LA A E BEBOR - HAERR S E E RS SIRI T BOE
HITHEDL T - B ry B 2 DUBUT ~ #4098 (Man-
agement by Exception) B3 o fELLIAR] » SRR E @A ANE
SR EAGAE N B AR EH IR RMEES > (H2A5 3 B0 B R
FEHE 5 i — S ER AR IR R AN E AT Ry » 755 [REHRT R RAYHRER - )
Bt FERERHE T R Rt T+ K 2 sk By B2 AR B4l B i) A
5 o EEFHBIITFFRIRAL 2K 2 AR BRI — — = BRFEIL
BRI —I AR T s = -

£ 2002 FEF R 0" BTREEZRKRE - FBREEIHZ
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i 7R S 3B Y B 28 2 B James McGregor Burns £ 1978 5 X &
H > 3 Bernard Bass #£ _ETHAC /\ AN EE B » Burns (1978)
fa - EAEE T RERACER S EDETERRR - ERERS T HEE
R QR A BT B A B K S - (M B R A ARSI L ' (Burns
1978:20) ° Bass & (2006 ) ZIHAPY{E "iv Ry Ay SHERIRHHETR -

1. idealized influence ARG ]
2. inspirational motivation I B 5 )
3. intellectual stimulation A S
4. individualized consideration HE AL e 122

H _Eic ALK - TR | AR SRR RAETT
B E SR E e R - G HE WY % o HEEEAY (instructional ) DAIZR A
5574 (transactional ) » [f] 25 f& R AU GH3E (Leithwood 1992) > JR&
R = IR BRI I

HWHEBE A M E WE = EEER G (Cheng
2003)  FREIFG St & e _EAC BT ORBGE TR —RE R
TIEMEE W - BIEHPAEREE (internal effectiveness ) 4 EE 2% &

! JF 2 “ultimately becomes moral in that it raises the level of human conduct and ethical aspirations of both

the leader and led and, thus, has a transforming effect on both”

211



2012 BIBREAIIGT & — Rk E I — EOETHIEE R BORR SR

EIMREE (external effectiveness) HYIENK o {ELHEIZUES | - Mim
TERE S RIS BT BOIREE T 2 E R - KB TiEEai%
BRSO BE R AR K AUEE (future effectiveness ) B » Leithwood ZF
(1999) f&HT T A S 2 — {2 Al & 2 FAHEUCE R TR -

Leithwood % (1992) %% B fliH 2 s S 38 2 AF BR PR R i Bt A DL
N EIEERE

L. Toh B2k Fl g e — 8 B R i MR SR - DA ]
2. fEHELAN SR
3. B BhZN A St R R

Leithwood ¥ (2008) HY—IEWFFEH{SH - S FE KA &ie
FHEER RSB /K S IR R - (2 2T 2R B ~ S ARk B TAE R
o SERE RNV & A SRR By B e L - ARG HETNE
Rk ~ FERE O B RIEE SR 2R 52 2 2 SO Iy T+ # - [RIARHE - SEWTSTOR
[G}fE T Bass (1997) HUWIFEARGIR » S/ AE TAERRAE B B i i JBK
=5 R A B R RS T R —

TEEE - BB EREELE RS - FERE U
B =B R - Bt E G E H AR BT - 1 R AR
F L E T & A i i IR EE - T A R B R AR Rt & R 2K 75K (Cheng
2003:434) HYRERNE fF o b =R 8 QU T H B0E R B Y i =i
1% o 15 E B BB A JFE B A5 A EE A R BT R i o TR BTN B - B
AR B SE B fe ~ RE A M Ao i 7K B o B R a8 — O B A R I Y e 8
[KIZ2 o LSRR AY H B A SR XAy i a8 — H (A Ay $5 B AU 4
HEEABEAFEE (Yu 2002 :46) °

— -~ #E#sE

EE LY 5y 2 —Ead o - FEE S R b B EHE B b E &
NOREER - TS A AREMRA (Schein 2004:12) ° [MAFEAZRN
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At s Bush (1998) FEHIFEH AN - MRS KB B
ANFHEES - FofsEe - U SR b
1172 S R S N R et ng e

Handy (1993) f&HK R fE 2 E B2 DA R - FHE R TR
Pers o B AR A BRREARBE Ry Ei - T DARHARR SO B U H B 2T - it
SRS — I RE AR AT 2 IR L~ (B SR i B HOE R ry s
Handy (1985) 5 43 RH kY FE SCALFH Y » 2 #% Handy & Aitken
(1986) HEFILERIEHEERAERE ¢

1. AL club culture
2. AL role culture
3. BB UL task culture
4. i A AL person culture

TEMAE g 2 B » IR R A2 h 22 T E HIA A 2R
2R A R AL T S B A TERY 22 B EE /)N Wb A Rk 2 B B
AU o B4 o TEECERRE JJHYE R B 20 A B A 22 HEXTE R A
Bl G 2y 8 KRR 78 ® St (Handy & Aitken
1986)

TEFE B ALRYE BERE » Lewis (1996:14-15) $gH ZEERA
SARAE H kg B B 58 o 1 AEMRBEIRE - (] {5 B Schein (2004) BYHE
Wb =Jgim (B 1) fEFERIMESE -

TEEE— 52 IMER /MR - anF B g R TR ~ Biig 1Y
AR BOE — 2 AW HIEE o Wi fE Ry — g 5 2 2R R 09 B &
EAEFTTE S H 2 B A RS BB H AR HEST » 0 DUBCGR A Y
B AT ARBEHL 2K T i B BN R 2 BN B B S
WIEEFEE  BENESE - NENTE - BEBRNVEAA MR —
FEVE o (B H BRI T R R EHY A% K38 (Schein 2004:25-26) ©
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HER -

m}
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S‘%Ht
=

1 HERBCUERIE R
(HUF H Schein 2004: 26 * BCE A ARG DLIE HFHE K i

Beoh - £ B E BRI S - 275 Bush & Qiang(2000)
B ANHESUERINTTE AT © M2 R S hE ) £ B8R A D B
HE T o AL EIKREE - SRRt m P E A T B AR
P SAL o AL - FER R B R SEAEE T AN F 21 a8 D2 i

W VE Ry B2 A 35 » LA F RO S0 A Ak SO b S8 (T A5 A A T B
(Reynolds 1996:153-4;Turner 1990:11) ° 2R » K £ W EF &
& (FEHEEZE » KEELEHE Thomas Sergiovanni (1984:9) FEFE
o BRAE AL T EE IR HE - B R Y B R A
AE - BN —EEREE  EREFERHE -

2 {ESERE
— EXTEAM
R EZ TR 2002 FEIMMAFTILFE » FEMIRBEERE »

P bR TR vl a5 ER A s I iy - OB S AR BRI T R 3
B e MiAEERAGHE LRI T BRERE R (E AL AL L L B R
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W) DIESATA B2 38 Je S 2R A B 3642 71 - it - BRA P g B
A EAEF 2N R A2 A B h Ry - SRR IE O I B BRA] -

R\ HEAEARIACY) - TR E TR A B S EBCE M H A LR R B - FTEUE A
IR E R AR R A - AR BN I AR R A R s sl AR 223 5 - 4B T
By, EAFERIEE - SR TIFEEE, -

215



2012 BIBREAIIGT & — Rk E I — EOETHIEE R BORR SR

EHEREMASIL R RRERLT 7 T ERE T EE | 515 - fEH
HHVE A - KGR M SIS - AN
— [RIEAT FEERR o BEAL o it AE Sy v o0 S Atk 3 i B R R A P A
FIBZIE o b MGES [ B2 Z T BAY B - [FIRFS 28 AR A HE -
7 BT SRR BRI E 5 -

BRI E R BT AT B 2 4E S5 BRI I RE Fe  52 A
Bt o MR ERARHYEHBOR - RSB B R G I 22 A PRy — R B - A
B - 2 PLHERA RS - FER R BB - SRS
T LUR EEHRS - DURE GG 3R i P 5 2R BH 2 4% PRl R S AR O < 1
LR RFIE LR - EEEGAE T AR - R —F
RS R AR AR - AR R R e S IR AV L - BBR LLs BE TR kB
20 - 2RI - KGR — 2 IR, - IRZEANRIUBGERAME - N
& X IRE B HE AL

g DA b i B 811 i Ve e MR 5 5t K 5 A T A 7
21 o B - B EAIRR DL B 210 BB S - R % Dt B2
SR RS R BT R R IR BOR > MR A R FEHBAIER -
KL - R S RN BAETE R5TH - R B AR R =& A R
B o R S HANEREE FRAL B AR ¥ S Y 32 THE R 7 1
5577 -

= HEER

B R BT L)+ ST PR 2 by Jk R g - A
B 5 Ry IR IR S0 2 O R B AR+ it
SR D R R BB O T - AT SER I 2 B A T R gk
ERE G - AR E AR - #RE - ORI
BN - E1 2 RIS S M 5 DR B R TR
HEH A AR 522 5

AR BB A 38 2R A TR A A A B e S BB 1 e B B

216



AR AP B SR LR — h M — (e &t T2 ) BORAYRE)

] 5 B A BBl e 5 e 5 L 7 et ol A B 22 g Y ST B ot 5 RJIEELAH
TSR SBEAE P A = B B A7 S e ol e [R) R 52 A 2 T 8 e S8 0 5 /R R
R o ZRHRYERTRERE L F R EAlESEHBAEI 2B SEE
B IR R B R B PR R o

Sy—J5Ta - AT TR E R AR B 5 E AT W 2 37 V) e
FIRETT » B A5 JIRY R I8 IS A 3 B 51 A S A1 B Rt i B B A ST e e
/N R H BRI SN RS o BLAh - SR R R AR B S AR AR
HZ R - $ETHAH AR PR K o A8 DU A 2l B 4 5 1 o 3
o BETAAE LR BB E RS E LR MIE TR
e AU 5 8 7 il S A R ST I R

[

EBEXt

ELFS P H A B AR /UL AR A B BE A M E I
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Bass (1997) i Hi A QHE IR Al gE & H A A5 & Xy HE -
i ) " RNV ERE gt g IRMIHEEA SRS S HEXR
HIFEEEME o 5 ° (Bass 1997:136) RH AR TEIGLIF B -
TR EMNZAES T HEE Y FEN A EE o —BE R
RA A SRR T L EE AL a5 R EAREEEE

FRE

BEAh - FRRIEELT RIS Leithwood (1992) f& i ¥ EHK
R QFUELE ORI — (A BN EAR - B E bRy B ~ R HAETE
SR e B e B Bh 2 AR SO R R © 5351 Lintos (1992) f2HHE:
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DAL 42 B AU FE I B - (575 2L LU T IKSRAYEC & 4G RETS HH Bk
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L RE SR 22k MRIRTISCR - AR B &
B R AT ECE TR RE -

P2 “in the collectivistic societies of Asia, more directiveness would be expected of its transformational

s
leaders.
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BAGR - G ISR AL 7RIS AL - Rt - AR 32 B LB 5 1 50
B AT Ay - i A DLEE R A8 5 AR R IRIFIR 2 DU = - 1
NS EE R o # - FETHEBE AL T HARBORIYEEE - ol 3
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EAELT TEBR ) (refreezing) — XAUEFURE FHYRELE - £ T4
FEAC GBI - BRRA » KEMt @R EELEESER A E
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BEHE - BOEk -

fE Fullan (1991) AYBEHIZGAVEE —FEBY T #EE) , (initiation)
o B EEESE - MGSE - FEARNRRER EREE
AW =B Se S = A B - ST " RRE) , IR o B
FUGES IRERE » N EE BE BB EME SR > BE MR
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A — D FEE R -

bt s AT E JI MR T PR T R R B (Bass
1997:134; Leithwood et al. 1999:22) fFHHREMAAIITE < SEIR[E
RFIFE T i B2 B A R R S (Yu 2002:46) 0 filf A HERY
B S EH i E ARSI R A R E A

M2 & B2 ENRIRED - BB RS EIEEE
BRGNS R A2 » AEARRIAYNTZEH > Walker & Dimmock
(2002) $eHFRINA ST SRS BRSNS - R0 - &
BRI FEAR I RRERNITR » EaY R EMKEGRA
AT ] LB AR R A5 8T - R b S S v i A Ll 3t 5
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BfEx H

Questionnaire on School Leadership Adapted from Leithwood K. et.
al. (2006) Making Schools Smarter (3rd ed.) Thousand Oaks: Corwin

Press pp 61-65

Variables and Indicators
for School Leadership

Illustrative Measures (The Principal ...)

Setting Directions
1. Identifies and articulates
a vision

1.
2.

Communicates school vision to staff and students
Assists staff in developing a shared vision of what they
would like to accomplish

3. Gives staff an overall sense of purpose for their work

2. Fosters the acceptance
of group goals

. Encourages staff to evaluate their progress toward achiev-

ing school goals

. Helps staff develop consensus around school priorities
. Refers to school goals when staff are making decisions re-

lated to changes in programs or practices

3. Encourages high perfor-
mance expectations

o]

. Expects a high level of professionalism from staff
. Holds high expectations for students
. Expects staff to be effective innovators

Variables and Indicators

Illustrative Measures (The Principal ...)

for School Leadership
Developing People 10. Helps staff members find resources to support their pro-
1. Provides individualized fessional development

support/consideration 11. Treats staff members as individuals with unique needs

12.

and capacities
Listens carefully to individuals’ opinions when initiating
actions that affect their work

2. Provides intellectual
stimulation

13.

14.

15.

Challenges staff to reexamine basic assumptions about
their work

Provides information to staff to help them carry out their
tasks more effectively

Encourages staff to evaluate their practices and refine
them as needed

3. Provides an appropriate
model

16.
17.

18.

Leads as much by “doing” as by “telling”

Symbolizes success and accomplishment within the pro-
fession

Demonstrates a willingness to change own practices as a
result of new understandings
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Variables and Indicators
for School Leadership

Ilustrative Measures (The Principal ...)

Developing the Organiza-

tion

1. Creates a collaborative
culture

19.

20.
21.

Gives high priority to developing shared values, beliefs,
and attitudes related to teaching and learning

Promotes an atmosphere of caring and trust among staff
Encourages ongoing collaboration for program imple-
mentation

2. Restructures the organi-
zation

22.

23.

24.

Ensures that staff have adequate involvement in decisions
about programs and instruction

Establishes working conditions that facilitate staff col-
laboration for planning and professional growth
Distributes leadership broadly among staff, representing
a diversity of opinion

3. Builds positive relation-
ships with families and
community

25.

26.

27.

Demonstrates sensitivity to community aspirations and
requests

Incorporates community characteristics and values in the
school

Actively encourages parents and guardians to become in-
volved in their children’s education

Variables and Indicators
for School Management of
Instruction

Ilustrative Measures (The Principal ...)

1. Planning and supervis-
ing instruction

28.
29.

30.

Considers teacher expertise when hiring

Regularly visits classrooms to observe teaching and
learning

Works with teachers to improve instruction

2. Providing instructional
support

31.
32.

33

Secures program resources
Coordinates instructional program

. Participates in discussions of instructional issues
34.

Secures technical assistance for staff who need it

3. Frequent and regular
monitoring of school
progress

35

. Reviews student progress regularly
36.

Is available, accessible, and highly visible

4. Buffering staff

38

39.

. Minimizes daily disruptions that interfere with instruc-

tion

. Has effective strategies for resolving student discipline

problems
Buffers staff from EDB or SMC initiatives that are poten-
tial distractions from school priorities
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RESPONSE SHEET
1 = strongly disagree; 2 = disagree; 3 = slightly disagree;
4 = slightly agree; 5 = agree; 6 = strongly agree.

If must stay neutral or reply “don’t know”, please circle both 3 and 4

Evidence supporting the response Response (Please Circle)
Setting Directions 1.1 23456
1. Identifies and articulates a vision 2.123456
3.123456
2. Fosters the acceptance of group goals 4.123456
50123456
6.123456
3. Encourages high performance expectations 7.123456
8123456
9.123456
Evidence supporting the response Response (Please Circle)
Developing People 10123456
1. Provides individualized support/consideration 1.1 23456
122123456
2. Provides intellectual stimulation 13123456
14123456
15123456
3. Provides an appropriate model 16.1 23456
172123456
18123456
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Evidence supporting the response Response (Please Circle)
Developing the Organization 199123456
1. Creates a collaborative culture 200123456

21.123 456

2. Restructures the organization 222123456
23.123456

24123456

3. Builds positive relationships with families and com- 25.1 2 3 4 5 6
munity 260123456
27.123 456

Evidence supporting the response Response (Please Circle)

1. Planning and supervising instruction 280123456
29.123456
30,1 23456
2. Providing instructional support 31.123456
322123456
33123456
3. Frequent and regular monitoring of school progress 34.1 2 3 4 5 6
35123456
3.1 23456
4. Buffering staff 37.1 23456
38123456
39123456
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