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Summary y 

Thee optimal scale of schools remains a hotly debated issue. One contentious point 
iss whether scale expansion, especially the merging of schools, will increase or 
decreasee the effectiveness of the school organization. 
Thee criteria for effectiveness used in educational research are exceedingly 
diverse.. Commonly the criterion is the goal attainment of the primary process as 
measuredd by test results on the level of pupils. In this dissertation the criterion is 
organizationall  effectiveness, involving not only goal attainment, but also 
commitmentt of teachers, coordination of organizational units, and the interaction 
betweenn school and social environment. 
Twoo central questions are: what influence do scale differences and the 
introductionn of a new management layer above a cluster of schools have on 
organizationall  effectiveness? And how does this influence work? For instance, 
cann it be explained by organizational characteristics or leadership styles? 
Thee research project concerns primary schools and involves two subprojects: 
1.. The influence of scale differences is investigated by means of a survey and a 
secondaryy analysis of available primary school cohort data (PRIMA). 
2.. The influence of introducing the multi-school management layer is investigated 
throughh case studies and a questionnaire. 

Inn chapter 1 the educational policy of the government, which is aimed at scale 
expansion,, deregulation and increasing the autonomy of schools, is discussed. 
Sincee the mid-eighties the government has encouraged scale expansion in primary 
schools,, initially by merging schools and later on by merging school authorities 
andd the introduction of a multi-school management layer. Chapter 1 also contains 
aa review of empirical research into scale differences and scale changes. Research 
hass focused on the consequences of school mergers and results have often been 
equivocal.. The issue of organizational effectiveness has received relatively scant 
attention. . 
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Chapterr 2 is dedicated to the theoretical background of the dissertation, espe-
ciallyy educational and organizational theories. The concepts of scale, structure, 
steering,, policy making and organizational effectiveness are discussed. 
ScaleScale is conceptualized in two ways: quantitatively, as a state, the size of schools 
andd school boards at a certain moment; and qualitatively, as a process of change 
overr time. 
StructureStructure is analysed through a model involving five dimensions: centralization, 
specialization,, configuration, formalization, and standardization. 
SteeringSteering (control) is conceptualized as leadership style, defined by the behaviour 
off  the school leader when interacting with the teachers. Leadership style is an 
indicationn of the organizational climate, which is seen here as an aspect of 
organizationall  culture. 
Thee concept of policy making is broadly defined in this study: the extent to which 
schoolss make and implement policy. Both aspects are closely connected. 
Too measure organizational effectiveness an organization-theoretical model 
developedd by Van Wieringen has been used: the ABCD continuity model, which 
iss based on the competing value model of Quinn & Rohrbaugh. In the ABCD 
modell  four domains of effectiveness are defined: adaptation, commitment, 
coordinationn and goal attainment. Adaptation refers to the process of the school 
adjustingg to the expectations of the environment; commitment is of the teachers to 
thee school; coordination is the extent to which the diverse organizational units are 
attuned;; and goal attainment refers to the setting of goals and working 
systematicallyy towards them. 
Startingg from the reviews of government policy, empirical findings and 
theoreticall  considerations, three central research questions are formulated 
concerningg the relationships between scale, structure, steering, policy making, 
andd organizational effectiveness: 
1.. What correlations are there between scale (differences and change), 
characteristicss of organizational structure, and steering by the school leader? 
2.. What is the direct influence of scale, structure, steering and policy making on 
organizationall  effectiveness? 
3.. What is the indirect influence of scale, structure and steering on organizational 
effectivenesss via policy making? 

Inn chapter 3 the design of the first subproject, the investigation into scale differ-
ences,, is described. As a first step towards answering the three research questions, 
thee core concepts are linked to measurable variables. The schools participating in 
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thee research were drawn from the reference sample of the PRIMA cohort 1996 
(1733 schools), to which 22 schools were added from the PRIMA additional sam-
ple,, totaling 195 schools. Two selection criteria were used for sampling: balanced 
responsee and school size. To achieve a proportional distribution over the diverse 
sizee categories, four strata were defined. From each one of these strata the schools 
weree selected at random. For these 195 schools we used a subset of the data from 
thee management questionnaire of the PRIMA cohort. The remaining variables 
havee been operationalized in a structured interview schedule. Interviews by tele-
phonee have been conducted with the school leader of the schools selected using 
thiss schedule. The data from these two sources, the selection of PRIMA data and 
thee survey, were analysed together. 

Wee can assume that the data used in this study are representative. This was 
establishedd by comparing the sample with the PRIMA-sample on two variables: 
denominationn and multi school management. Furthermore, the scales used were 
testedd psychometrically. 
Thee following techniques were used for the data analysis. 
1.. Principal component analyses and Cronbach's alpha were used for the 
psychometricc testing of scales. 
2.. Cross-table, T-test and Pearson's test were used to test the significance of 
differencess and correlations, with levels of significance set at 5%. 
3.. The STEPWISE method of multiple regression analysis was used to measure 
thee extent to which scale size, structure, steering, and policy making may predict 
organizationall  effectiveness. 
4.. Structural linear analysis was used to explain organizational effectiveness as a 
totall  domain, by giving some understanding of covariances and assumed relations 
betweenn factors. 

Chapterr 4 discusses the results of the first subproject. It starts with a description 
off  correlations. 
Ass to the correlation between scale size and structure (in particular configuration), 
itt is concluded that the division of primary schools into different units (lower, 
middlee and upper) is considerably more common, especially in bigger schools. 
Standardizationn of teaching processes, as indicated by the use of a pupil-
monitoringg system, is seen more frequently in schools with a multi-school man-
agementt structure. A pupil-monitoring system is also used more frequently as the 
sizee of the school board increases. Centralization, specialization, and formaliza-
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tionn also correlate significantly with scale size. Decision-making is more central-
izedd as the school and the school board increase in size. There is more specializa-
tionn in bigger schools (and in schools with multi-school management), and there 
iss more formalization when the school board is bigger. 
Theree is no correlation between the size of the school or of the school board on 
thee one hand, and directive or supportive styles of leadership on the other hand. 
Somee aspects of policy making show a significant correlation with scale size: 
profess serialization of teachers is stronger in schools without multi-school 
management.. Furthermore, the tendency to employ extra staff for activities in the 
schooll  is stronger as the school and the school board increase in size. 
Scalee size correlates with organizational effectiveness in the domains of 
adaptationn and integration. 
Onlyy one correlation is found between a structural variable and organizational 
effectiveness:: the more influence higher layers have on operational decision-
making,, the more adaptive schools are. 
Steeringg correlates significantly with all four domains of effectiveness. The 
highestt correlations are found between supportive leadership style and 
commitmentt /goal attainment, and between directive leadership style and 
coordinationn /goal attainment. 
Somee aspects of policy making also correlate significantly with effectiveness, in 
particularr adaptation, integration and goal attainment. The highest correlation is 
foundd between the tendency to employ extra staff and adaptation. 

Thee chapter continues with an explanation of organizational effectiveness in four 
domains. . 
Thee steering by the school leader as reflected in a supportive and directive 
leadershipp style is shown to be the most important predictor of organizational 
effectiveness,, in particular commitment, coordination and goal attainment. 
Adaptationn is predicted by leadership style only weakly. 

Thee last section of chapter 4 is dedicated to the construction and testing of a linear 
structurall  model. 
Thee latent independent variables in the linear structural model are steering, 
structure,, and the scale size. The effectiveness of the school organization is the 
latentt dependent variable. 
Inn constructing the model, it is assumed that steering, structure and scale size will 
havee both a direct influence on effectiveness, and an indirect influence, which 
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occurss via policy making. To obtain sufficient agreement between the model 
specificationss and the covariance structure, five extra factor loadings have to be 
added. . 

Itt is concluded that organizational effectiveness is mainly determined by steering, 
andd to a lesser extent by scale size. Although steering also has a significant effect 
onn policy making, the latter only has an influence on one domain of effectiveness, 
namelyy adaptation. 

Chapterr 5 discusses the design and results of the second subproject, on scale 
changes.. It consists of case studies and a nation-wide questionnaire on multi-
schooll  management, which aims at providing a broader framework for the case 
studies.. The four case studies include two large multi-school management 
structuress (> 6 schools) and two small multi-school structures (< 6 schools). The 
researchh questions are: 

1.. What influence does the process of introducing a multi-school structure have 
onn the internal structure, the steering and policy making in the school? 
2.. What influence do the changes in structure, steering and policy making in the 
school,, as a consequence of the introduction of a multi-school management, have 
onn the effectiveness of the school organization? 

ReRe 1. Most multi-school structures were created in 1998, and include between 6 
andd 20 schools. An important reason for opting for a multi-school structure is the 
desiree to improve the professionalism of the board and management; this desire 
resultss from the increasing complexity, dynamics and scale size of schools. 
Educationall  factors appear to play a subordinate motivational role. 
Boardss with a multi-school management feel particularly competent in the 
financiall  and economic sphere, less so in the organizational and human resources 
field,field, and much less so in the commercial and legal sphere. 
Thee case studies show that the public boards were made independent, by which 
theyy were expected to become more decisive. In the non-public multi-school 
groupp the aim was to create more distance from the board. 
Inn the large multi-school structures, dissatisfaction with the functioning of the 
boardd prompted the introduction of a multi-school management layer. In the small 
multi-schooll  structures a factor was that the school leader did not have enough 
timee to direct the primary process. 
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Withh the introduction of multi-school management an extra layer is created, either 
inn the form of a multi-school director (in small groups of schools), or of a team of 
multi-schooll  directors with a chairperson or general director (in large groups of 
schools).. A general director is the most common model nationwide. In the large 
multi-schooll  groups more tasks and responsibilities were placed at the level of the 
schooll  leaders than in the small groups. In the latter the multi-school director is 
moree directly involved in the primary process. 
Schooll  boards may understand their role as either executive, policy initiating or 
supervisory,, and this understanding determines the allocation of tasks and 
responsibilitiess between the board, multi-school management and school leaders. 
Mostt boards take supervisory or policy-initiating roles. Responsibilities and tasks 
delegatedd to the multi-school level mainly involve financial management and 
recruitmentt of personnel. 
Thee division of responsibilities between the board and management is commonly 
formalizedd in management regulations. The introduction of multi-school 
managementt causes a shift in the division of responsibilities between authorities 
andd schools. A consequence may be some lack of clarity over who is supposed to 
doo what and who is responsible for what. School leaders in particular were often 
insufficientlyy involved in negotiations on this question. 
Thee case studies show that the consultation and communication structure is more 
formalizedd in the large groups of schools. In the small groups, there is a tendency 
too introduce a formal framework only later on. 
Itt is concluded that as a result of the introduction of a multi-school structure the 
divisionn of tasks and responsibilities and the decision making process have 
becomee more formalized. This has contributed to the teachers having more 
influencee in decision-making about operational matters, whereas their influence 
onn strategic decisions has decreased. 
Multi-schooll  management has also led to an increase in staff positions; two 
exampless are internal supervisor and care co-coordinator. The increased 
centralizationn prompts standardization of procedures and methods, not only in the 
fieldfield of human resources and financial affairs, but also in educational policy. 
Thee tasks of the school leader change. The school leader endeavours to present 
him/herselff  as the one who directs educational policy, and delegates some man-
agementt tasks to the level of middle management. Other management tasks, in 
particularr human resources and financial affairs, shift to the multi-school level. 
Schooll  leaders seem to receive insufficient direction from the multi-school level. 
Inn their role as educational manager they should pay more attention to profession-
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alizingg teachers, by which capacities of the schools for devising and implement-
ingg policy may increase. 

ReRe 2. Schools appear to become more adaptive with the introduction of multi-
schooll  management. There is a great deal of communication between the schools 
inn a multi-school structure. They feel that they can learn from one another about 
bothh educational reforms and changes in the school organization. Boards also 
becomee more active on the local community level. 
Multi-schooll  management has virtually no effect on commitment and 
coordination,, regardless of the size of the multi-school group. There is, however, 
generallyy more rapport between schools within the multi-school group. 
Inn three of the four multi-school groups the greatest improvement was seen in the 
domainn of goal attainment. Schools have become more goal oriented at the level 
off  the primary process (development of quality-assurance instruments, 
introductionn of pupil-monitoring systems, introduction of a school plan). The 
strongerr direction given by the school leader at the didactic level is an important 
factorr in this. 

Chapterr 6 reviews, starting with the three central research questions and the 
answerss that are expected, based on empirical findings and theoretical 
considerations,, the answers that in fact this investigation has produced. The 
chapterr concludes with a discussion. 
Somee of the answers are reviewed below, 

1.. What correlations are there between scale (size and change), characteristics of 
organizationall  structure, and steering by the school leader? 
Bothh subprojects show that larger schools and schools with multi-school 
managementt indeed have a different organizational structure. Scale change is 
paralleledd by changes in structure, on the board, multi-school, and school level. 
Thee first subproject does not indicate a relation between scale and leadership 
style.. In contrast, the second subproject suggests that scale change involves a 
changee in steering by the school leader. However, the first subproject was 
quantitative,, and the second subproject qualitative. Furthermore, steering was 
moree broadly interpreted in the second subproject than in the first: in the second 
subprojectt it referred to the school leader taking a role in directing educational 
policy,, whereas in the first subproject it referred to leadership style. 
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2.. What is the direct influence of scale, structure, steering and policy making on 
organizationall  effectiveness? 
Inn the first subproject, a test of the linear structural model indicates that steering 
hass the strongest, and scale size a weaker influence on organizational 
effectiveness.. Scale size has some direct effect. No relation was found between 
structuree (in the aspect of centralization, i.e. the extent to which higher versus 
lowerr levels in the school determine decision-making) and effectiveness. 
Thee second subproject suggests that schools become more adaptive and also more 
goall  oriented after the introduction of a multi-school structure. This can partly be 
explainedd by the structural changes at the board, multi-school and school level. 
Thee schools pay more attention to each other and appear to learn from this. Their 
orientationn on educational processes in the school is stronger, which probably is 
alsoo a result of the increased government attention to quality assurance. 
3.. What is the indirect influence of scale, structure and steering on organizational 
effectiveness,, via policy making? 
Thee first subproject indicates that not one of the expected indirect influences on 
organizationall  effectiveness is significant. Policy making is a predictor of 
adaptation. . 
Thee second subproject suggests that the introduction of a multi-school structure 
hass made the educational process a more direct responsibility of school leaders. 
Thiss is tackled broadly, particularly in the large multi-school groups. Tasks are 
delegatedd to core teams of professionals. This type of scale change appears to 
stimulatee a broader involvement in educational tasks, whereby policy making and 
goall  attainment are improved. 
Inn the discussion one cautious conclusion is that with the introduction of multi-
schooll  management, i.e. a combination of large and small scale, schools appear to 
becomee more effective in their interaction with the environment and in attaining 
goals.. There are no indications, however, that this improves the commitment of 
memberss of staff (orientation on co-operation and involvement in the school) and 
thee coordination of the different units of the school. Caution is advised, as only a 
feww cases have been studied. 
Iss it advisable that the government stimulates a further expansion in scale? To 
reducee the risks of an expansion in scale (Meier 1996) and to utilize the 
advantages,, expanding the scale of school boards and introducing multi-school 
managementt could be stimulated further, while at the same time further merger of 
schoolss must be discouraged. 
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Itt is recommended to utilize an approach to research on effectiveness that is 
broaderr conceptually than is common up to now. Effectiveness criteria on out-
comess of the primary process at pupil level and on the conditions in the teaching-
learningg process should be combined with criteria on the organizational level. 
Thuss researchers may endeavour to make a connection between the system-theory 
perspectivee and the goals-model perspective. 
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