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Abstract 

The non-experimental correlational study focused on the relationship between University 

Interscholastic League (UIL) One-Act Play (OAP) directors’ leadership styles, degrees, years of 

experience, and success in the competition. The Multifactor Leadership Questionnaire (MLQ) 

provided leadership insights from high school directors in Texas who compete in the yearly UIL 

OAP competition. A Pearson product-moment correlation coefficient, scatterplots, ANOVAs, 

and post-hoc Tukey HSD tests analyzed data to examine statistically significant differences and 

relationships. No statistical difference was found between leadership attributes and degree types. 

Statistically significant differences exist in scores for leadership styles and years of experience 

Tests revealed differences between years of experience working in education and 

Transformational and Transactional leadership styles. Specifically, the Transformational 

characteristics of Idealized Attributes (IA), Idealized Behaviors (IB), and Inspirational 

Motivation (IM) were significant compared to experience. The Management-by-Exception-

Active (MBEA) characteristic was significantly related to Transactional Leadership across 

experience. Further, results showed a statistically significant relationship between leadership 

style and success in the UIL OAP competition. Twelve of the fifteen categories examined by the 

MLQ had a statistically significant relationship with competitive success. Supplementary 

findings include statistically significant differences between the directors' leadership styles and 

their ages, their gender, the enrollment size of the school, and the number of years they have 

directed compared to their competitive success. Future research should utilize multi-rater 

feedback to examine whether the director’s self-reported leadership style is consistent with 

stakeholder perception. 
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Chapter One 

Introduction 

Overview 

Theatre teaches people how to see the world from a different perspective, reminds people 

that they are not alone, and builds community (Acting Studio Chicago, 2017). The power of 

theatre is evidenced across the globe as actors and audiences alike are changed by the process 

(Litwak, 2019). As the conduit between the actor, the audience, and the script, the director’s 

influence on production stakeholders and the audience’s experience is undeniable (Brestoff & 

Richard, 1996; Knowles, 2015). The theatrical director is the creative visionary, the lead teacher, 

and the team mascot all in one package (Mitchell, 2008). When directors work to create theatre 

within a school setting, they invest in the lives of students in extraordinary ways through 

“meaningful socialization” activities and by providing opportunities for students to engage in 

experiences that expose them to different cultures, languages, and traditions (Gonzalez, 2013). 

The work of the theatre educator is done in the classroom, evidenced on the stage, and evaluated 

by all (Bloom, 2001). 

The focus of this quantitative study is to investigate the leadership characteristics of 

Texas high school theatre directors. Additionally, the study examines the leadership attributes of 

the directors across demographics and success in the University Interscholastic League (UIL) 

One-Act Play (OAP) competition. The study addresses the research gap in directorial leadership 

and focuses on the impact of directorial leadership on production success. Chapter One provides 

the background and problem statement, purpose and significance, research questions, theoretical 

framework, limitations, assumptions, and definitions. 
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Background and Problem Statement 

In 1968 a panel of distinguished theatrical leaders from eight countries came together at 

the International Conference on Theatre Education and Development (ICTED) to discuss artistic 

leadership, its relevance to theatre’s future, and theatrical directors’ development (Bogard, 

1968). The proceedings revealed that while other countries desired to teach leadership to theatre 

directors, the United States panelists were concerned that anyone could lead and influence the 

theatre if leadership skills were introduced to all directors as part of their education. The result 

was that while the panel defined the necessary skills for artistic leadership, teaching those skills 

was left out of the director’s curriculum (McNamara, 1968).  

However, artistic leadership provides opportunities for the growth and vitality of theatre 

as a genre and the stakeholders within the creative endeavors (Lapierre, 2001; Lester, 2014). 

Artistic leadership is not an innate skill. Artistic leadership must be taught (Cohen, 2011). Just as 

the 1968 panel stated, leaders in arts must have the ability to promote creativity and innovation 

in themselves and others. As visionaries, directors need to adapt to industry changes (Brestoff & 

Richard, 1996). Further, directors must be empathetic to inspire others to invest themselves in 

artistic endeavors (Cohen, 2011; McNamara, 1968). Unless leadership skills are taught, theatrical 

directors will continue to direct using historical traditions without input from modern 

methodologies, research, and applications (Brestoff & Richard, 1996; Hauser & Reich, 2018; 

Romanska, 2014). 

Research on leadership supports the mindset that quality leaders learn to lead through 

education, experience, and mentorship (“Leaders Are Made Not Born,” 2008; Depree, 1989; 

Kouzes & Posner, 2017; Shannon et al., 2020). However, a lack of research and the perception of 

artistic temperament and subjective content perpetuates the idea that a director’s creative 
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behaviors and traits are innate, not learned (Wah, 2017). Theatre scholar Ric Knowles, author of 

Fundamentals of Directing (2015), argues otherwise. While theatre historians have often 

described artistic directors as flamboyant tyrants, promising directors today must be 

collaborative, educated, and mentored (Brockett, 1991; Cohen, 2011; Knowles, 2015; Lazarus, 

2012; Noland & Richards, 2014; Roznowski & Domer, 2016). 

Each spring, more than 14,000 Texas high school students participate in the most 

prominent play contest in the world as part of the UIL OAP Contest (UIL, n.d.-b). UIL OAP 

comprises more than 1,300 plays representing school districts across Texas, from the smallest 

high school, Valentine, with eight high school students, to Allen High School, with an 

enrollment of 6,959 students (UIL, 2022b). Each participating school, no matter enrollment size, 

can list up to four adults who are full-time employees representing the school district as 

directors. However, many directors lack foundational arts-based pedagogy, directorial 

knowledge, and leadership training (Lazarus, 2012). Texas does not require UIL OAP directors 

to be certified teachers, have degrees, or have experience in theatre (UIL, 2021a). With over 

360,000 teachers in Texas and less than 2% certified theatre teachers, the lack of directorial 

credentialing poses a potential disadvantage to students in schools without knowledgeable 

directors (N. Camarillo, personal communication, February 11, 2022; TEA, 2020).  

More than 5 million Texas public high school students participate in UIL before 

graduation (TEA, 2021; UIL, n.d.-a). UIL governs extracurricular athletics, academics, and fine 

arts competitions. The Texas public high school experience is typically defined by UIL 

programming in the form of UIL competitions, either as a competitor or spectator (UIL, 2021a). 

In terms of high school theatre, UIL OAP impacts students, teachers, and community members 

with over 300 contests each year (UIL, 2021a). Little research exists on teaching, directing, and 
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leading students in UIL OAP. Theatre, in general, is an under-researched area as graduate 

degrees are often “practice-oriented” instead of “research-oriented” (NAST, 2021, p. 109).  

Purpose of the Study 

The non-experimental correlational quantitative study aimed to determine the difference 

between the director’s education, experience, and leadership style. Additionally, the study sought 

to determine if there was a relationship between the director’s leadership style and the success of 

their productions. As a result of the study, theatre education programs have insight into how 

leadership style impacts theatrical productions. Theatre preparation programs can provide 

leadership training to future directors. The directors, in turn, will be better prepared to lead 

stakeholders in creating quality productions. 

Significance of the Study 

The significance of this study is to provide data on UIL OAP directors, their leadership 

behaviors, and ultimately the success of their productions. As the first study of its kind, this 

quantitative study provides foundational results for future studies on directorial leadership that 

correlate to the case studies and personal accounts of renowned directors such as Bloom (2001), 

Mitchell (2008), and Knowles (2015). Study results offer information for directors, school 

administrators, and theatre education preparation programs on leadership styles, educational 

attainment, experience as directors, and success within UIL OAP. Findings can be used for 

teacher, director, and leadership training and workshops.  

For example, theatre techniques and leadership styles can be taught to students in 

directing and theatrical management classes. Directing students learn strategies for 

communicating with actors while management students learn how to run facilities (Hodge & 

McLain, 2009). Including leadership vocabulary, theories, and techniques in the standard theatre 
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curriculum would allow students to learn and apply these principles, such as the Dramaturgical 

Model of Charismatic Leadership, which includes frontstage (communication) and backstage 

(facilities management) leadership concepts (Sharma & Grant, 2011). Further, future directors 

and theatrical managers will be prepared to communicate with their stakeholders by 

incorporating leadership training into directing and management courses. 

Research Questions 

The focus of the study was on the leadership styles and characteristics of UIL OAP 

directors. Specifically, the study investigated if the director’s leadership behaviors impacted 

production success. Secondary questions sought to determine if demographic factors influenced 

leadership preference. The research addressed the following questions:  

1. Is there a relationship between leadership characteristics and success in UIL OAP? 

2. Is there a difference between degree type and leadership style? 

3. Is there a difference between leadership characteristics and years of experience in 

education? 

The following are the null and alternate hypotheses:  

H01: There is no statistically significant relationship between leadership characteristics 

and success in UIL OAP. 

Ha1: There is a statistically significant relationship between leadership characteristics and  

success in UIL OAP. 

H02: There is no statistically significant difference between the type of degree and 

leadership style. 

Ha2: There is a statistically significant difference between the type of degree and 

leadership style. 
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H03: There is no statistically significant difference between the leadership characteristics 

and years of experience in education. 

Ha3: There is a statistically significant difference between the leadership characteristics 

and years of experience in education. 

Understanding how leadership styles impact all stakeholders involved in theatrical 

productions allows theatre degree programs to prepare future directors more effectively. 

Educational theatre directors and theatre teacher preparation programs need to include leadership 

elements in the classroom management curriculum. An examination of demographics and 

leadership styles provides information to use within the UIL OAP structure. The following 

section addresses the study’s theoretical framework. 

Theoretical Framework 

The theoretical framework uses the Dramaturgical Leadership Model (Buzzanell et al., 

1997; Sullivan et al., 2014; Szatkowski, 2019). The term dramaturgy dates to Aristotle. A 

dramaturg is someone who provides historical context, collaborates with others, and arranges 

dramatic actions (Romanska, 2014). Dramaturgy, in theatrical terms, has traditionally been 

defined as the literary-related activities that support the artistic and production process (Hodge & 

McLain, 2009; Knowles, 2015; Szatkowski, 2019). 

Dramaturgy is a system of communication. As a device for communication, the 

dramaturgical perspective states that humans play various roles in society, and within these roles, 

there are different expectations, consequences, and opportunities (Sullivan et al., 2014). The 

roles are divided into two basic categories: onstage and offstage personas (Goffman, 1959). The 

onstage persona is where leaders manage their public personality for stakeholders or audience 
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members. The offstage persona is where leaders manage their reactions and expectations 

internally (Goffman, 1959; Pettit, 2011; Sharma & Grant, 2011). 

The concept of onstage and offstage personas is the foundation of the dramaturgical 

perspective. The dramaturgical perspective includes understanding personal and organizational 

impression management as a communication tool. Impression management is developed through 

four stages: framing, scripting, staging, and performing to promote the chosen image or persona 

(Harvey, 2001). The Dramaturgical Leadership Model uses the theatrical elements of actor, 

audience, and script to describe the interactions of stakeholders. In this model, stakeholders are 

actors who frame (act out) the script through interactions. Stakeholders are also spectators who 

witness the actors’ work. Finally, the Dramaturgical Leadership Model uses the script or 

messages to provide feedback to the stakeholders (Buzzanell et al., 1997; Gardner & Avolio, 

1998; Harvey, 2001). 

As leaders, UIL OAP directors must understand how their onstage and offstage personas 

impact their stakeholders and, ultimately, the success of their productions. The leadership 

behaviors of UIL OAP directors influence the student experience and the production that is 

created. Using the Dramaturgical Leadership Model to analyze directors’ interactions as leaders 

can provide data on growth areas for theatre teacher education programs and opportunities for 

director development within the UIL. The Dramaturgical Leadership Model applies to all 

leadership styles. For this study, the focus is on positive leadership models, including Aesthetic 

Leadership, Transformational Leadership, Shared Leadership, and Full Range of Leadership 

(Avolio & Bass, 2002; Blanch et al., 2016; Gardner & Avolio, 1998). A more detailed 

description of each of these models is included in the literature review and discussed in Chapter 

Two. 
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Limitations of the Study 

The following limitations impacted the results of this study: 

1. The study examines leadership styles from only the director’s perspective and does 

not include students, administrators, parents, or other stakeholders’ viewpoints of the 

leader’s style. 

2. The study explored directorial leadership from a managerial standpoint, not the 

instructional perspective. The ability of the director to teach content is not addressed 

or evaluated. 

3. The study demonstrates the director’s leadership behaviors tied to UIL OAP only; 

since it is self-reported, it may be inflated. 

4. The entire target population did not participate. 

5. There could be missing data as responses are voluntary. 

The limitations represent factors that potentially influence the ability to generalize the 

findings from the study results. Limitations reflect the study’s research design and methodology. 

Acknowledging the limitations is necessary to ensure that appropriate methodology is used for 

the study. Chapter Five discusses the limitations’ impact on internal and external validity. The 

following section discusses the study’s assumptions. 

Assumptions 

The following assumptions provide a basis for this research: 

1. All participants answered honestly. 

2. The reported leadership preferences can be generalized beyond the theatre directors in 

the UIL OAP system.  
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3. Understanding the impact of leadership preferences on UIL OAP will aid directors 

and state leaders in formulating director leadership training. 

4. All participants understood the questions and terms used in the Multifactor 

Leadership Questionnaire. 

5. The Multifactor Leadership Questionnaire was the appropriate measure for UIL OAP 

directors. 

These underlying assumptions were considerations that guided the research and provided 

a foundation for the study. The assumptions were believed to be accurate and made in good faith. 

Some assumptions are outside the researcher’s control but necessary for the study. The following 

section provides definitions of key terms that the study utilizes. 

Definitions 

The following definitions are utilized for this study: 

Aesthetic Education: The philosophy of learning something new to foster an appreciation of the 

world, inspire curiosity, and indirectly build concern for all in one’s environment (Shih, 2020). 

Aesthetic Experience: The universal human condition of appreciating creative and sensory 

stimuli associated with an experience (Frishkopf, 2019). 

Aesthetic Leadership: Creative leaders in the arts industry who influence followers and perform 

leadership roles within communities, cultures, and groups (Carroll & Smolović Jones, 2017; 

Schroeder, 2008; Wang & Chia, 2020; Zhang et al., 2011). 

Aesthetic Sensemaking: Feelings about what is going on and how those feelings inform actions 

(Flamand et al., 2021; Sinha, 2010; Sutherland & Jelinek, 2015). 

Artistic Director: Responsible for all creative aspects of a theatrical production, including acting, 

directing, and designing (Hodge & McLain, 2009). 
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Arts-Based Learning: Artistic activities including visual, musical, and performing arts used to 

teach empathy, collaboration, creativity, innovation, and reflexive thinking. Non-art industries 

often use activities to increase awareness of self and others (Flamand et al., 2021). 

Drama-Based Pedagogy: Employs drama activities to teach content that does not culminate in a 

product or a performance (Ranzau & Horowitz, 2017). 

Dramaturg: A literary advisor who collaborates with the director (Wilson & Goldfarb, 2012). 

Also, a person who represents the playwright’s vision and guides the production (Jacobus, 1995). 

Dramaturgical Framework: The concept of the environment representing the “stage,” the leader 

as the “actor,” and followers are the “audience.” In this framework, impression management is 

understood through the leader framing, scripting, staging, and performing actions and activities 

based on the performance region (front stage or backstage) (Sharma & Grant, 2011). 

Dynamic Classroom Management Approach: A teacher-created positive environment that 

supports and encourages all students to be change agents, active learners, and goal setters (Davis, 

2017). 

Educational Theatre: A broad term for the pedagogical and educational use of drama, theatre, 

and performance that ranges from non-structured free play to professional theatre created by 

adults for educational purposes (Gonzalez, 2013; McAvoy, 2019). 

Embodied Knowledge: Bringing together the physiological and the phenomenological elements 

of practicing fine arts. Allows for critical discussion, growth, and transformation in participants 

and viewers (Bhukhanwala et al., 2016). 

Full Range of Leadership Model: A leadership model that includes three Transactional 

behaviors, five Transformational behaviors, and two Passive Avoidant, non-leadership 

behaviors. Transactional Leadership behaviors are Contingent Reward and Management-by-
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Exception-Active. Transformational Leadership behaviors are Idealized Attributes, Idealized 

Behaviors, Inspirational Motivation, Intellectual Stimulation, and Individual Consideration. 

Passive Avoidant behaviors are Management-by-Exception-Passive and Laissez-Faire (Bass & 

Avolio, 2004; Northouse, 2021). 

Leadership: The process an individual uses to influence, promote, and achieve a common goal 

(Northouse, 2021). 

Multifactor Leadership Questionnaire (MLQ): A standardized survey that measures the Full 

Range of Leadership model factors. The MLQ is a normed survey used extensively in academic 

research and leadership training (Bass & Avolio, 2004; Noland & Richards, 2014; Northouse, 

2021). 

Organizational Beauty: An organization’s message and purpose agree, an appreciation of the 

organization’s culture and the product or service it provides (Katz-Buonincontro, 2011; Ladkin, 

2008; Ramirez, 2021). 

Organizational Culture: The shared meaning held by stakeholders within an organization that 

distinguishes it from other organizations characterized by beliefs, values, and symbols (Robbins 

& Judge, 2021). 

Passive Avoidant: Represents the absence of leadership. Passive Avoidant behaviors are 

Management-by-Exception-Passive and Laissez-Faire (Bass & Avolio, 2004; Northouse, 2021). 

Performance-Based Pedagogy: Lessons are structured around content analysis, use art-based 

activities, and employ a culminating “real-world” experience or production (Smith, 2020). 

Teacher Leadership: A leadership process that is formal and informal within the classroom and 

beyond. Teacher leadership fosters professional learning and influences colleagues, students, 

administration, and the broader community. Teacher leaders promote active teaching and 
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learning to increase student engagement, empower learners, and support achievement (York-Barr 

& Duke, 2004). 

Transactional Leadership: Leaders who rely on rewards and punishments to achieve optimal job 

performance of subordinates. Transactional Leadership includes the behavior categories of 

Contingent Reward and Management-by-Exception-Active (Bass & Avolio, 2004; Burns, 2003; 

Northouse, 2021). 

Transformational Leadership: Inspiring followers to embrace shifts or changes in beliefs, needs, 

and values to achieve organizational or team goals (Burns, 2003; Northouse, 2021). 

Transformational Leadership includes the behavior categories of Idealized Attributes, Idealized 

Behaviors, Inspirational Motivation, Intellectual Stimulation, and Individual Consideration (Bass 

& Avolio, 2004; Northouse, 2021). 

Transformational Learning Theory: Learning in adulthood through the reflection and 

reinterpretation of experiences, exchanges, and opportunities of childhood (Buttigieg & Calleja, 

2020; Mezirow, 1997). 

University Interscholastic League (UIL): An interschool organization that represents Texas 

public schools and provides educational extracurricular academic, athletic, and music contests 

for students (UIL, 2020). 

Whole Person Perspective: Developed by John Heron, this perspective is based on the felt 

meanings of participants called “modes of psyche” and the “ways of knowing” that provide 

experiential knowing that is dependent on feelings, emotions, and intuition (Heron, 1992; Yorks 

& Kasl, 2002). 
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Summary 

UIL OAP directors are artistic leaders, whether or not research is focused on their work. 

UIL OAP directors impact stakeholders due to their leadership style. While this impact is rarely 

discussed in terms of directing, the effect of teachers on student engagement in conjunction with 

authentic drama-based instruction is studied and significant (Cawthon et al., 2011). With over 

1,300 plays impacting over 14,000 students in the UIL OAP contest each spring, there is a need 

to study directors’ leadership characteristics (UIL, n.d.-b). The study of directorial leadership 

style and its impact on UIL OAP is the first study of its kind and addresses the research gap. 

Chapter Two provides an overview of UIL, reviews leadership relating to the fine arts, and 

addresses the evolving role of the high school teacher-director-leader. 
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Chapter Two 

Review of Literature 

Introduction 

Chapter Two examines the literature on the educational theatre system, directors as 

leaders, and the impact of artistic directors on production success. Like other studies that 

examine leadership and its implications within a particular setting (Balwant, 2016; Barnes et al., 

2014; Jodar i Solà et al., 2016), this study addressed the gap between leadership and theatre 

directors. Additionally, this study builds on previous research by examining leadership styles 

utilized by UIL OAP directors in Texas. 

American educational theatre is based on competition (Dart, 1964; Knauf, 1967; 

Macgowan, 1957; Meyn, 1957; Wilson & Goldfarb, 2012; Woodruff, 2010; Zaointz, 2018). 

While an unsettling thought to those who ascribe to theatre for art’s sake, the reality is that 

educational theatre in America is inextricably tied to competition (Dart, 1964; Woodruff, 2010). 

With 26,000 school theatre programs in the United States, reaching more than 46 million 

audience members each year, the relationship between the director and the production’s success 

is significant (Data USA, 2019; Palmarini, 2019). This study explores the existing body of 

scholarly works around UIL OAP directors in Texas, their leadership preferences, and the 

corresponding success in their competition productions. 

Competitive theatre is not uniquely American. Theatre festivals in America replicate the 

Greek theatre festivals dating back to 534 BC (Brockett, 1991). Greek theatre was tied to 

religious and cultural celebrations, and public funds supported the dramatic presentations. 

Tradition gives the first theatre award to Thespis at the City Dionysia festival, where dramatic 

playwrights performed their plays in front of tens of thousands of spectators (Brockett, 1991; 
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Klar, 2006; Wilson & Goldfarb, 2012). Since ancient times, theatre has been tied to sport, 

religion, and competition within every civilization in the world (Zaiontz, 2018).  

The earliest documented American educational theatre competitions are accounts of the 

National Little Theatre Tournament held from 1923 to 1931 (Dart, 1964; Macgowan, 1957). One 

New York Times writer in 1926 stated that the “most important influence of the contest was on 

the young dramatists” who would go on to be pillars of modern American theatre and Pulitzer 

Prize winners (Dart, 1964, p. 257). In the 1950s and 60s, The Educational Theatre Journal 

published articles on dramatic contests and suggested that neighborhood theatres have a “friendly 

tournament” as this would lead to growth through the exchange of ideas, better performances, 

increased ticket sales, and broader audiences (Dart, 1964, p. 257; Knauf, 1967; Macgowan, 

1957; Meyn, 1957). The Kennedy Center American College Theater Festival (KCACTF) is a 

national theatre program that, since 1969, has involved close to 20,000 students each year in 

adjudicated performances (KCACTF, n.d.). Further, competitive theatre does not just happen at 

the college level. The International Thespian Society, sponsored by the Educational Theatre 

Association (EDTA), hosts an annual summer festival where 6th to 12th grade students perform 

and receive feedback and awards (EDTA History, 2021). The summer festival is the culminating 

event for many state festivals, including the Texas Thespian Convention, which in 2019 had over 

8,000 participants and qualified 769 students for the International Festival awards (Skiles, 2020). 

Additionally, every year since 1927, Texas public high schools compete in the UIL OAP contest 

to win the State Championship (UIL, 2021a).  

However, because many school theatre programs are labeled as extra-curricular, the 

relationship between the quality of the production and the director’s education is often 

overlooked and an afterthought (Gonzalez, 2013). Yet the number of students involved in theatre 



LEADERSHIP IMPACT OF UIL OAP DIRECTORS 27 

programs nationwide each year makes the question of the director’s education, efficacy, and 

leadership of students in productions significant. Texas UIL OAP directors are not required to be 

licensed theatre teachers but must be full-time school district employees (UIL, 2021a). Without 

appropriate theatre education, there is a potential lack of directorial understanding of aesthetic 

behaviors, arts-based pedagogy, and organizational dynamics. The study addresses the gap 

between current and relevant leadership literature, organizational culture, and the more than 

1,300 UIL OAP directors each year in Texas. The research challenge is uncovering scholarly 

articles on educational theatre practices identifying the teacher or director as a leader. While 

studies include the arts and theatre tangentially, very few sources focus on the director’s 

leadership attributes, how this impacts the organization, and the director’s perceived production 

success.  

Evidence suggests a disconnect between leadership and fine arts. Creative exercises such 

as improvisation and storytelling are utilized extensively in leadership development (Barry & 

Meisiek, 2010; Cranston & Kusanovich, 2012; Garavan et al., 2015; Tawadros, 2015; Wang & 

Chia, 2020). The exercises are vetted and used as training in corporate retreats and leadership 

seminars. The activities teach employees interpersonal “soft skills” and prioritize creative skills 

(Bates & Morgan, 2018; Harrison, 2016; Mehmood et al., 2021; Nir & Piro, 2016). However, 

fine arts managers and directors have resisted adopting leadership ideologies in the theatre 

environment. A leadership article on charismatic leadership and teaching art states that little from 

the reciprocal viewpoint of leadership theories impacting visual and performing arts is published 

(Owen, 2014). 

An initial literature review on the broad topics of teachers as leaders, artistic directors, 

leadership theories, and organizational culture provides the foundation for the creative leadership 
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discussion. Peer-reviewed scholarly journals, manuscripts, books, and reference materials 

accessed through ProQuest, ERIC, EBSCOhost, JSTOR, DOJA, SAGE, Social Science Research 

Network (SSRN), Project Muse, and Google Scholar were used for this review. Key terms and 

phrases for identifying appropriate literature were aesthetic leadership, director as the leader, 

educational theatre, transformational teaching, and theatre as an organization. While not 

exhaustive, the literature included in this chapter reflects the relevant research applicable to fine 

arts, includes seminal works that address fine arts education, and, where available, includes 

studies conducted within the past five years. 

The organizational structure for this chapter first establishes the historical framework for 

theatre directors, educational theatre, the impact of theatre on education, and the background of 

Texas competitive high school theatre. The second section discusses leadership theories applied 

to fine arts, examines Aesthetic, Transformational, and Shared Leadership styles, and briefly 

looks at Power-Based Leadership. The third section addresses organizational culture, the 

interplay of organizational culture with the dynamics of theatre, and the application of 

organizational culture in the secondary classroom. The fourth section of the review provides the 

leadership development models addressed in the research, specifically Katz-Buonincontro’s 

Aesthetic Leadership Theory, Allen and Blythe’s Aesthetics of Facilitation Framework, Gardner 

and Avolio’s Dramaturgical Model of Charismatic Leadership, Kogler-Hill’s Model of Team 

Leadership, and Bass’ Full Range of Leadership Model. Learning theories found in section five 

are drama-based learning, performance-based learning, Mezirow’s Transformative Learning 

Theory, and Heron’s Whole Person Perspective. The final section focuses on the director as an 

artistic teacher-leader and addresses recent studies and conceptual papers on the qualities and 

attributes of directors. 
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Historical Framework 

The role of the theatre director can be traced throughout history (Brockett, 1991). While 

it has evolved from the initial manager role in ancient times to an artistic interpreter in modern 

times, the director’s impact on productions is significant (Brestoff & Richard, 1996; Knowles, 

2015). The director is the bridge between the playwright’s words, the actor’s interpretation, and 

the audience’s experience (Gonzalez, 2013; Mitchell, 2008).  

Early Directors 

From Ancient Greece to modern productions, the role of theatre directors is to stage the 

most compelling show possible. Early Greek theatre references Aeschylus directing his plays 

(Wilson & Goldfarb, 2012). Roman theatre history credits Plautus with adapting Greek plays for 

audience enjoyment (Innes & Shevtsova, 2013). The Middle Ages had play leaders whose sole 

function was to direct the prescribed productions (Smith, 2019). The 16th century saw the rise of 

commedia dell’arte, which had stock characters and a company leader (Innes & Shevtsova, 

2013). The 17th century brought Moliere, a master playwright who frequently gave instructions 

to the troupe performing his work, and Shakespeare, who is considered one of the world’s 

greatest dramatists (Brockett, 1991; Wilson & Goldfarb, 2012). William Shakespeare was the 

company manager of the acting troupe called The Lord Chamberlain’s Men. He included 

portrayals of the stage director in several of his plays, including A Midsummer Night’s Dream 

and Hamlet (Innes & Shevtsova, 2013). In A Midsummer Night’s Dream, Shakespeare’s director 

provides a glimpse into the world of directing in 1594. Shakespeare also offers future 

generations examples of directors and their directorial styles (Shakespeare, n.d.).  
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Modern Directors 

The English actor-manager, David Garrick, was the first modern director in the mid-

1700s. Garrick was the director of the Drury Lane Theatre and was responsible for choosing the 

plays and staging them from 1747 until 1776. As a director, Garrick developed rehearsal 

schedules and is credited with developing a natural acting style (Brocket, 1991; Milshtein & 

Henik, 2019). In 1786, the Royal Dramatic School in Paris was founded as the first acting 

school, and this, along with the rise of theatre in Eastern Europe, ushered in modern acting and 

directing practices (Brocket, 1991). 

By the early 1800s, the role of the director was identified as a necessary element of 

theatre. Melodrama, a theatrical production style that requires precise timing and spectacle, 

became the popular format of plays. Director René-Charles Guilbert de Pixerécourt demanded 

complete control of shows. His example paved the way for other directors to control both the 

spectacle and the movement of actors on stage (Brocket, 1991). Russian actor and director 

Konstantin Stanislavsky created the Moscow Art Theatre in the late 1890s. Stanislavsky was the 

first director to emerge from the new theatrical management style, where the director controls all 

production elements. Stanislavsky’s research and theories are relevant and taught today 

(Brockett, 1991; Carnicke, 2020; Shevtsova, 2019). In acting worlds, Stanislavsky is revered or 

reviled depending on personal experience with his “system,” which is heavily psychological and 

requires actors to embody attributes of their characters through improvisation activities and 

intensive training (Brockett, 1991; Burdenko et al., 2018). Stanislavsky is known for being 

detailed, autocratic, and an unrelenting perfectionist in terms of the production quality of his 

plays (Brockett, 1991; Carnicke, 2020; Jones, 2019). Stanislavsky felt that when working with 
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untrained actors, the director was justified in being authoritarian and that the director was the 

sole interpreter of the playwright (Press, 1966). 

One of the most prominent directors of the 20th century was Max Reinhardt (Russell, 

1985). Reinhardt’s contribution to acting and directing was his belief that no single approach 

would work for staging all plays. Before Reinhardt’s influence, most directors staged plays in 

their distinctive personal style without regard to the content. In contrast, Reinhardt felt that each 

play was a unique problem to be solved. The script provided the clues (Brockett, 1991; Cohen, 

2011). From this framework, modern directors like Peter Brook, Peter Hall, and Hal Prince 

created riveting productions that encapsulated the foundational work of directors before them.  

Brook, Hall, and Prince continued to influence the evolution of the theatre director as 

they sought to create innovative plays that were authentically acted (Brockett, 1991; Cash, 2022). 

Peter Hall was the original director of Waiting for Godot, one of the most important modern 

dramas. Hall directed at the Royal Shakespeare Company until 1968 (Lunden, 2017). Following 

Hall’s move to The National Theatre, Sir Trevor Robert Nunn, an award-winning director with a 

world premiere of a new musical currently in production, took over the Royal Shakespeare 

Company and directed there until 1986 (Gans, 2022; Rabinowitz, 2022). Nunn is known for his 

cutting-edge staging of Shakespeare, for pushing actors to find their psychological motivation, 

and for commercially successful productions (Brockett, 1991; Cash, 2022; Mazer, 2021).  

Educational Theatre Programs 

Since 1914 and the founding of the first drama department at Carnegie Institute of 

Technology, educational theatre has evolved into a robust industry (Data USA, 2019; Winship, 

1954). The National Association of Schools of Theatre (NAST) was established in 1965 and is a 

voluntary accreditation program that sets standards and expectations for high-quality theatre 
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education (NAST, 2022). While NAST is a voluntary affiliation, creating rigorous programs 

allows aspirant departments something to attain (Dempster, 2017; Hendy et al., 2021; 

Warburton, 2016). The NAST handbook provides general competencies, guidelines, and 

standards for theatre education programs (NAST, 2022). The handbook outlines curricular 

structure and outcomes for the students, including listing requirements such as the ability to 

create productions and to write plays. However, leadership skills are not required. NAST 

recommends that when preparing students for professional careers, students “become aware of 

attributes and characteristics associated with leadership” (NAST, 2022, p. 109). However, how 

the students will become “aware” is not expounded. The lack of leadership curriculum in modern 

directing programs is directly tied to the 1968 panel discussion at the ICTED, where 

international theatre leaders chose to keep artistic leadership training out of the director’s 

curriculum. Limiting leadership materials was due to a desire to control who could direct, 

influence, and lead theatre companies and programs (McNamara, 1968). 

Today, over one thousand higher education institutions in the United States grant degrees 

in general drama and theater arts (Data USA, 2019; General Drama & Theater Arts, 2020). 

Institutions with theatre degrees offer acting, directing, playwriting, drama education, stagecraft, 

technical theatre, and theatrical design instruction. According to NAST, students who earn 

bachelor’s degrees in theatre spend between 30% and 45% of a 120-semester hour degree 

program completing theatre-specific courses (NAST, 2022). Of the over 2 million bachelor’s 

degrees awarded in 2019 in the United States, less than 9,000 were degrees in drama and theatre 

(Data USA, 2019). More problematic is that only 133 bachelor’s degrees were in directing (U.S. 

Department of Education & National Center for Education Statistics, 2021). With the demand for 
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directors projected to grow by 24% from 2020 to 2030, with over 15,000 job openings each year, 

the need significantly outpaces directing graduates (Bureau of Labor Statistics, 2022). 

Aspiring directors interested in earning their master’s degree have options in training 

programs. A recent article titled Learning to Lead: 10 MFA Directing Programs Designed to 

Train Well-Rounded Directors discusses directing curriculum. The article states that students 

learn to balance dramatic theory and practice, build community, and develop skills in themselves 

and their actors in movement, script analysis, and voice (Mullaney, 2018). Further, the article 

references aspiring directors as “artistic leaders” and “emerging leaders” yet does not address the 

leadership skills taught (Mullaney, 2018, p. 34). An analysis of the schools mentioned in the 

article reveals that only a few include leadership principles or training in the curriculum 

overview.  

Nonetheless, scholarly research supports the work of NAST and addresses the need for 

programmatic safeguards and learning outcomes in theatre education (Berkeley, 2008, 2011; 

Drapeau, 1989; Kriley et al., 1977). Standards for educational theatre programs are significant as 

theatre’s impact on education is significant. While the percentage of university students 

graduating with degrees in theatre may be small, studies reveal that teachers who use drama-

based activities in their classrooms positively impact students (Özdemir & Çakmak, 2008).  

Impact of Theatre on Education 

Using elements of drama in teaching increases student engagement (Walton, 2020). 

Drama-based activities aid student collaboration and socialization, improve reflective thinking, 

and create an awareness of others and surroundings (Jjarrah, 2019; Kandil & te Bokkel, 2019; 

Nash et al., 2020; Sabah Bilal, 2019; Spooner et al., 2019). Dramatic play, expressive arts, and 

role-playing are used in various educational settings. Dramatic activities teach self-regulation 
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and resilience and are proven to help students who have experienced trauma and students with 

cognitive and developmental disabilities (Nicholson, 2020; Schnyder et al., 2021). However, a 

disconnect between drama activities and research-informed methods develops when theatre 

leaves the classroom and is relegated to an afterschool, extracurricular costly activity (Beveridge, 

2009; Elpus, 2020; Gara et al., 2020). In Texas, public school theatre activities are often 

justified, not because of their intrinsic value to education but because of the yearly state-wide 

theatrical competition (UIL, 2020). 

University Interscholastic League 

The University Interscholastic League (UIL), established in 1910, is the largest 

interschool organization globally and represents primarily public schools in Texas. The UIL was 

founded by Dr. S.E. Mezes, the president of The University of Texas, as an outreach initiative to 

provide educational extracurricular academic, athletic, and music contests for secondary 

students. The UIL operates under the Diversity and Community Engagement Division at The 

University of Texas (About the Division, 2022). The UIL comprises 1,369 member schools 

across Texas, divided into six conferences based on high school student enrollment. 

The six different classifications provide a structure for competition so that schools 

compete with other schools similar in size. The six conferences are 1A, which includes schools 

with enrollment up to 104 students; 2A, which is enrollment between 105-249 students; 3A, 

which is 250-544 students; 4A, which is an enrollment of 545-1,299; 5A, which is 1,300-2,224; 

and 6A, which starts with a high school population at 2,225 (UIL, 2022b). Member schools 

include all 1,029 public school districts in Texas, plus open-enrollment charter and private 

schools that choose to join and follow the required rules for participation (TASB, 2022). The 

Legislative Council, a rule-making body comprising 32 public school administrators representing 
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the six different classifications, governs UIL. The member school districts participate in 

governing UIL through committees and advisory boards and focus on the equitable participation 

of all schools, no matter enrollment size (UIL, n.d.-b). The structure of UIL is such that each 

school has a representative voice through the lower committees, such as the District Executive 

Committee. Grassroots level committees arrange contest schedules, certify district 

representatives for competition, enforce rules, and settle disputes among district school members. 

Each district comprises between five and ten high schools depending on geographical location 

and student enrollment (UIL, 2022a). 

While UIL was initially created to provide leadership and guidance for athletic coaches 

and debate teachers (UIL, n.d.-b), the organization now governs 77 secondary offerings covering 

everything from football to robotics and speech events to powerlifting. The UIL is an 

extracurricular program and the backbone of Texas schools (UIL, Constitution section). Almost 

every Texas public school student participates in at least one UIL activity by graduation (UIL, 

n.d.-b). While created as a program for high school students, in 2008, the UIL began the A+ 

Academic program, which oversees contests starting in second grade and provides twenty 

categories for elementary through junior high students. Additionally, UIL governs all athletic 

competitions beginning in seventh grade (UIL, 2021a, 1401 section). In support of drama-based 

education, UIL offers speech and debate events, one-act plays, poetry and prose interpretation, 

theatrical design, and the Young Filmmakers Festival (UIL, 2020). 

UIL One-Act Play 

In 1927, UIL established the One-Act Play (OAP) Contest, the world’s largest high 

school play production contest, with over 1,300 plays and more than 14,000 students 

participating each spring. The annual State Meet comprises the top forty-eight plays (eight from 
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each of the six classifications) that have advanced through up to five rounds of competition. 

Ultimately, one production in each of the six enrollment classifications wins the State 

Championship (UIL, n.d.-b). Theatre historians link the development of UIL OAP to the growth 

of educational and community theatre in Texas (Murray, n.d.; Gotuaco, 2006; Stevens, 2010). 

UIL OAP continues to motivate school districts to add theatre as an academic subject 

(Rodriquez, 2019).  

The purpose of UIL OAP is to foster an appreciation for good theatre, develop a lifelong 

appreciation for the arts, promote a healthy artistic rivalry among schools, teach students how to 

win or lose graciously, and increase theatre arts as an academic subject in schools (UIL, 2020, 

Purpose section). UIL OAP promotes the appreciation of the performing arts as students, 

teachers, families, and communities that might not otherwise see or participate in theatre 

productions do so through the one-act play competition. The city of Rankin, located in far west 

Texas, with a population of only 851 and a high school enrollment of 101, participates in the UIL 

OAP competition each year. Rankin High School OAP won the 2021 1A State Championship, 

and placed 3rd in the most recent 2022 state contest (City Data, 2019; OAP State Program, 2021, 

2022; UIL, 2021). The closest theatrical company to Rankin is more than 50 miles away. 

Because of UIL OAP, the students, families, and community can see over thirty different 

productions from the zone to the state-level competition each year (Sikes, 2022). 

Many small schools may not have theatre teachers or structured academic theatre 

programs. However, UIL gives these programs the same opportunities as larger schools with 

multiple theatre degreed teachers and large educational programs (UIL, n.d.). While the artistic 

rivalry has led many school districts to hire theatre professionals and increase budgets for fine 

arts, UIL does not control the amount spent on productions for contests; it only provides 
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parameters for fair play and safety rules. The UIL publishes a handbook that includes the most 

recent regulations adopted by the Texas legislature and the executive committee (UIL, n.d.).  

Directors for the productions are full-time district employees with a yearly contract or retired 

teachers or administrators with 20 or more years of experience. Each school may have up to four 

adults listed as directors (UIL, 2020, Guide for Directors section). Directors are not required to 

have theatre experience or be certified teachers. However, the schools cannot receive outside aid 

in directing or organizing the production (UIL, 2020, Faculty Director section). Rankin 

Independent School District, with only 35 employees, listed three directors on their UIL OAP 

enrollment. Two of the three directors are theatre-certified educators (Official Record of 

Educator Certificate, n.d.; OAP State Program, 2021, 2022).  

UIL Impact on Theatre Education in Texas 

Since 1927, theatre has been a part of many Texas high schools. UIL OAP has been a 

driving force in Texas theatre education, from the smallest rural to the largest urban schools. In 

1937, the Texas State College for Women offered the first directing workshop and taught 

interested school district employees stage directing, how to work with student actors, and 

children’s theatre (Murray, n.d.). In 1938, F. Loren Winship was named the state UIL OAP 

director and began his tenure as a theatre professor at The University of Texas, the first 

university in Texas to offer theatre as a discipline. Winship is the father of educational theatre 

(Houston ISD, 2022; UIL, 2020). The development of educational theatre resulted in higher 

quality productions, which forced school districts to find qualified directors to be competitive. 

By 1950 over 550 schools participated in UIL OAP (UIL, 1950). This growth made the 

need for educational theatre standards evident (Cooper, 1971). Dr. Winship at The University of 

Texas and other university theatre faculty across the state joined together and established The 
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Texas Educational Theatre Association (TETA) in 1951 to help codify teaching standards for 

theatre education (TETA, 2022). As a result of TETA’s efforts, Texas became the first state to 

require minimum teaching standards for secondary theatre educators. In 1966, the Texas 

Education Agency established drama as a unique course taught in the discipline of fine arts 

(Cooper, 1971). The increased demand for theatre education courses eventually led to, in 1988, 

Texas administering the first theatre teaching certification in the United States (TETA, 2022). 

With the growth of UIL OAP from 83 productions in the first year of the contest in 1927 

to over 1,300 productions today, the need for knowledgeable theatre directors has grown 

(Rodriquez, 2019; UIL, 1950). Additionally, Texas requires fine arts curriculum in school 

districts that offer Kindergarten through 12th grade (Agency, 2021). While communities can 

choose how they provide the enrichment curriculum of art, dance, music, and theatre instruction, 

the state requires that teachers be “highly qualified” and fulfill the Every Child Succeeds Act 

(Agency, 2022). School districts that choose not to teach theatre education still compete in UIL 

OAP but at a potential disadvantage. There is no leveling for the educational attainment of the 

director and no junior varsity status for students who have not had the opportunity to take a 

theatre class. UIL OAP is the same experience for all schools. Whether directed by a first-year 

tennis coach, a district mechanic, or a twenty-year theatre teacher with a Master of Fine Arts in 

Directing, all productions are graded by the judges on the same rubric (UIL, 2020). 

The number of Texas teachers with theatre degrees or theatre teaching certificates 

currently directing UIL OAP is unknown. UIL does not request this information from school 

districts, as the only requirement is that the director(s) be under a full-time contract for the 

school year (UIL, 2020). A public information request to the Texas Education Agency showed 

that 8,661 people in Texas hold current theatre certification of some type. This number includes 
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over 4,100-lifetime certificates dating back to 1955 (N. Camarillo, personal communication, 

February 11, 2022). Considering that the standard retirement age for teachers in Texas is 65 

(Teacher Retirements System of Texas, 2022), removing people who received their credentials 

before 1990 from the list of potential working theatre-certified teachers is reasonable. Doing so 

leaves 6,300 people in the state of Texas with theatre certifications. Of these 6,300, no records 

show how many people currently work in the public school system as teachers. Only having 

6,300 theatre-certified teachers in the state is significant, as Texas employs more than 360,000 

teachers in the public school system (Texas Education Agency, 2022). 

With over 90% of eligible member schools enrolling in OAP, the gap between 

credentialed and educated theatre directors and the need is significant (Stevens, 2010; UIL, 

2022). Of note are Rankin ISD’s two directors with current theatre credentials. Rankin ISD’s 

website reveals that one of the directors is a classroom teacher, and the other is the school 

principal. The third director is not a certified educator but a district employee who oversees 

federal programs (Rankin ISD, n.d.). The general lack of credentialed and experienced theatre 

teachers available to direct UIL OAP is felt in all aspects of the student experience (Saxton, 

2016). Without knowledge of theatre and directing, those who take on the responsibility of UIL 

OAP often struggle with contest expectations. The directors must learn to direct and lead groups 

through on-the-job experiences (Butterworth, 2013, Gotuaco, 2006; Pettigrew, 1968). 

Leadership Theories Applied to Fine Arts 

Theatre has long been used to showcase and debate leadership attributes and attitudes 

(Küpers, 2004). Traditional leadership attributes such as modeling appropriate behavior, 

inspiring others to work towards a shared vision, and promoting a collaborative environment 

relate to leadership as a performing art (Biehl-Missal, 2010; Depree, 1989; Kouzes & Posner, 
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2017; Küpers, 2004). The metaphor of the leader as an artist is applicable by focusing on the 

symbolic and relational aspects of leadership. Moreover, this comparison refers to the 

environment as the stage, the followers as the audience, and the leader as the performer 

(Abdourrahmane, 2019; Sinha, 2010). Leadership attitudes and practices such as being confident 

and approachable correlate with acting activities whereby the leader “finds” their leadership style 

through self-reflection and visualization activities (Spooner & John, 2020; Tichy, 2007). Some 

researchers say that the creativity and innovation of theatre provide a leadership framework, 

going so far as to create a matrix framework for artful creation for leaders (Flamand et al., 2021; 

Ibbotson & Darsø, 2008). Studies show that creative attributes taught using theatre activities can 

produce practical results and transformational leaders (Biehl-Missal, 2010; Sohmen, 2015; 

Spooner & John, 2020). Yet these same attributes do not necessarily translate to transformational 

directors. Available historical accounts describe directors as primarily autocratic while, at times, 

benevolent leaders (Cohen, 2011; Ziegler, 1987). Understanding that the director is a creator of 

communities, a bridge between the world of the playwright’s words and the actor’s physical 

expressions of character, helps explain why directing is both leading and art (Bloom, 2001; 

Cohen, 2011). 

As the bridge between script and performance, it is a risk every time the director 

determines the movements and emotions for a scene. The director knows that their decisions will 

be understood by some actors and audience members and lost on others. While playwrights offer 

suggestions for staging, the director’s role is to bring these ideas to life. Directors must research 

the playwright, the genre, and the themes inside the script to determine the production style. 

Once the research is complete, the director begins to create the art. Yet creating the art requires 
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the director to communicate the artistic vision and the aesthetic choices to stakeholders 

(Mitchell, 2008; Wind, 1925).  

Aesthetic Leadership 

According to scholar Jonathan Schroeder, William A Kern Professor of Communication 

at Rochester Institute of Technology, Aesthetic Leadership is the “manner in which artists, and 

other aesthetic workers, perform leadership functions within groups, communities and culture, 

often outside established positions of authority” (2008, p. 5). Aesthetic Leadership can 

complement or contradict the autocratic, democratic, and passive avoidant leadership styles as 

aesthetic leaders are often trained in literature, art, or theatre and are usually innovative and 

creative to span several disciplines. Aesthetic leaders can look at social and cultural concerns 

alternatively to traditional leaders. The artwork of Jacques-Louis David in 1793 was an act of 

propaganda that supported the French Revolution and promoted social change (Schroeder, 2008). 

Artistic interventions like Jacques- Louis David’s are the foundation for modern Aesthetic 

Leadership (Berthoin Antal et al., 2017; Ladkin, 2008; Schroeder, 2008; Taylor & Hansen, 

2005). 

The parameter of Aesthetic Leadership for this discussion is a “follower-inclusive” 

approach that focuses on the leader’s influence on a process instead of on the attributes of said 

leader (Carroll & Smolović Jones, 2017; Wang & Chia, 2020; Zhang et al., 2011). While 

Aesthetic Leadership stemmed from discussions about leadership being art rather than science 

(Ropo et al., 2017), Aesthetic Leadership is based on the four practices that Katz-Buonincontro 

(2011) identified. The four traits are emotional awareness and empathy, sensory and somatic 

attentiveness, interest in organizational beauty, and promotion of moral purpose (Katz-

Buonincontro, 2011). In addition to the original four traits, researchers have expanded Aesthetic 
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Leadership to include the practice of leading beautifully, promoting a healthy self-awareness, 

acknowledging the organizational life as a holistic and multidimensional organism, and 

embracing existing scientific management tools (Hansen et al., 2007; Helth, 2019; Ketelle & Lin, 

2019; Ladkin, 2008; Turan & Cetinkaya, 2021; Zhang et al., 2011). The expanded Aesthetic 

Leadership Model allows for the understanding that while aesthetics is not unique to fine arts, the 

emphasis on the creative process within the artistic structure opens the door for discussions on 

emotional awareness and self-awareness (Smith, 1996; Ketelle & Lin, 2019). 

Emotional Awareness and Empathy. Transformational leaders recognize their 

organizations’ aesthetic and theatrical components and the emotional and sensory elements that 

impact their stakeholders (Nath & Dwivedi, 2021). Emotional intelligence, which is the 

interaction between emotion and perception, is embedded in the emotional awareness and 

empathy piece of the aesthetic leadership philosophy (Hajncl & Vučenović, 2020). Aesthetic 

leaders are emotionally intelligent, have a firm grasp of their emotions, and understand how to 

manage emotions while handling potentially difficult situations (Gómez-Leal et al., 2021). The 

follower-inclusive mindset of Aesthetic Leadership requires organizations and leaders to 

recognize the felt response of followers within environments or organizations that prioritizes 

meanings and symbolic associations (Güven & Polat, 2016). Symbolic associations connect 

stakeholders to the organization, product, or leader and can be physical or emotional (Storie et 

al., 2020). Physical and emotional connections are linked to theatre as the act of play production 

is an opportunity to investigate cultures, norms, and societal expectations (Bloom, 2001; 

Mardirosian & Lewis, 2016). 

 In his research on emotion work and stage managers, Gregory Kordsmeier states: 

“leaders who can understand and respond to group members’ emotional states have happier and 
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higher performing groups” (2017, p. 67). Aesthetic leaders who model emotional awareness and 

empathy provide necessary examples for followers and students working through experiential 

learning situations. Theatre is a textbook example of an experiential learning environment as 

participants learn while creating and producing plays. The link between action and thought is 

evident in the production. Leaders who understand the role and power of emotions can harness 

this element of Aesthetic Leadership to positively impact organizations (Beard & Wilson, 2006; 

Mardirosian & Lewis, 2016). Research on using theatre to teach empathy reveals that theatre 

directors have the unique opportunity to engage students in conversations, role-playing, and 

group activities. Students learn empathy and sympathy through the activities (Haroutounian, 

2016; Hodge, 1994; Hodge & McLain, 2009; Mardirosian & Lewis, 2016).  

Sensory and Somatic Attentiveness. The aesthetic experience is the universal human 

condition of appreciating creative and sensory stimuli associated with an experience (Frishkopf, 

2019). Foundational literature on the aesthetic experience bridges the human imagination, the 

work environment, the arts, and science (Bronowski, 1978). Further, the aesthetic experience is 

categorized by meaning, self-expansion, and active discovery (Marković, 2012). Meaning is the 

individual understanding of the purpose of an activity. Self-expansion is the broadening of 

experience and perspective. Active discovery is the extent to which the individual feels like they 

are actively seeking answers and solutions to experiences (Choi, 2019). Embracing the aesthetic 

experience as a fundamental truth allows for the inclusion of the senses and gives creativity a 

leadership role. In their work on Aesthetic Leadership, Ketelle and Lin (2019) studied behaviors 

through arts-based activities designed to challenge the participants’ understanding of leadership 

and its impact on followers. The study had participants evaluate their emotional awareness 
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through creative problem-solving tied to sensory and bodily awareness through journaling “gut 

feelings”. 

Further, Aesthetic Leadership is concerned with knowledge from sensory experiences 

and the connections formed from the experiences (Hansen et al., 2007). In an interview about the 

impact of Theatre of the Senses, director Enrique Vargas (2021) reminds participants to pay 

attention to how their bodies respond to stimuli, listen to the silences, and be open to new 

experiences. Other researchers describe sensory attentiveness as being present and understanding 

how to use physical proximity as a leader (Katz-Buonincontro, 2011; Kouzes & Posner, 2017). 

In the book Arts Integration in Education, the writers discuss the importance of helping students 

create embodied knowing by engaging in various activities that reach the three brain pathways: 

verbal, object, and spatial-visual. Through the three different pathways, the director facilitates a 

deeper interaction for stakeholders (Mardirosian & Lewis, 2016). Finally, leading with somatic 

attentiveness is accepting and inclusive and creates a safe environment for followers. 

Stakeholders have a sense of coherence as both the message and purpose agree with the work 

(Ladkin, 2008). 

Interest in Organizational Beauty. The sense of coherence is the foundation of 

organizational beauty in Aesthetic Leadership. Leaders provide stakeholders with opportunities 

to appreciate an organization's culture and the product or service it provides when the message 

and purpose agree (Katz-Buonincontro, 2011; Ladkin, 2008; Ramirez, 2021). As part of an 

investigation on the sustainability of organizations that balance technical knowledge with 

aesthetics and art-based practices, Turan and Cetinkaya (2021) proposed a conceptual model that 

addressed the technical, social, and aesthetic dimensions of an organization’s “artifacts” or 

products. The study results revealed that while the executives interviewed did not overtly 
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measure their organization’s aesthetic value; the executives did value the perceptions and 

preferences of stakeholders (Turan & Cetinkaya, 2021). 

From a theatrical standpoint, interest in organizational beauty is when theatre aims to 

challenge, inspire, and entertain audiences (Styan, 1969). Yet, when evaluating theatre produced 

for UIL OAP, the sense of coherence of the play is assessed in terms of consistency and overall 

theme (UIL, 2020). The judging ballot includes a section on the ensemble. The ballot requires 

the judge to determine whether the ensemble exhibited fair, good, or excellent levels of 

cohesiveness, unity of purpose, and clarity of relationships. The director is evaluated for overall 

consistency and execution of directorial choices regarding theme and style (UIL, 2021b). The 

production is evaluated for stylistic consistency and believability (UIL, 2021). While rarely 

discussed in terms of theatre, the organizational beauty of production is the consistency and 

coherence of the play’s purpose. Therefore, organizational beauty is determined by “the leader’s 

capability to decide, and follower’s intentions to implement” said purpose (Srivastava & Shree, 

2019, p. 1272). 

Promotion of Moral Purpose. Finally, the promotion of moral purpose relates to the 

ability of the leader to bring stakeholders together for a common cause (Katz-Buonincontro, 

2011). A study on the aesthetic dimension of organizations’ sustainability asked participants to 

evaluate bringing people together via a moral purpose by creating a shared vision. The study 

found that the leaders, who represented eleven universities in Turkey, understood that they 

needed aesthetic elements and arts-based practices within their organizations. Yet they were 

unsure how to foster something so individualized. However, the study confirmed that the 

attempts at arts-based approaches contributed to the organization’s sense of purpose (Turan & 
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Cetinkaya, 2021). The leader’s promotion of a common cause was the driving force behind 

stakeholders’ willingness to join in creating a shared purpose. 

Further, in terms of communicating the organization’s vision, the actual delivery from the 

leader is the most critical element of promoting the moral purpose of an organization (Ketelle & 

Lin, 2019; Taylor & Hansen, 2005). Leaders determine the organization’s direction (York-Barr 

& Duke, 2004). Determining the direction or vision is fundamental in directing and the director’s 

primary job (Hodge, 1994). In her guide for directors, Katie Mitchell (2008) suggests creating a 

floor plan that addresses unseen areas crucial to the play’s action. She calls these “circles of 

place” and uses this as the foundation of a vision board complete with pictures so that actors can 

“see” what they are doing and where they are going, even though these are areas that the 

audience never sees (2008, p. 24). Only when followers, or actors, in this case, know the 

organization’s direction can the leader build a shared vision. Directors do this with specific 

short-term goals and by communicating high-performance expectations (Leithwood et al., 2019). 

Aesthetic Leadership in the Classroom is not Aesthetic Education 

 Aesthetic Leadership in the classroom is not equivalent to aesthetic education. Aesthetic 

education is the philosophy of learning something new to foster an appreciation of the world, 

inspire curiosity, and indirectly build concern for all in one’s environment (Shih, 2020). John 

Dewey first discussed aesthetic education in his philosophical work Art as Experience. Dewey 

believed personal growth and learning were through an aesthetic or experiential process (Dewey, 

2008; Smith, 1971). Modern research on high school students’ aesthetic education states that the 

aesthetic phenomenon is where education and art meet (Güven & Polat, 2016). 

One study suggests that “aesthetic education is not about shaping children into artists but 

shaping children into citizens who have aesthetic literacy” (Shih, 2020, p. 574). While Aesthetic 
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Leadership can and does coexist with aesthetic education, the line between Aesthetic Leadership 

and aesthetic education is where aesthetic sensemaking comes into play. Aesthetic sensemaking 

comes from feelings about what is going on and how those feelings inform actions (Flamand et 

al., 2021; Sinha, 2010; Sutherland & Jelinek, 2015). The art of sensemaking provides a structure 

for aesthetic education and leadership; and from this structure, students and educators focus on 

mastering their crafts. Aesthetic skills are transferable for furthering education and Aesthetic 

Leadership (Taylor & Ladkin, 2009). 

Counterargument 

Not all leadership scholars agree with creating a leadership theory from an aesthetic 

perspective. In his essay on aesthetics and leadership, Ramirez (2021) suggests that discussions 

on aesthetics in an organization’s strategy, whether it is beautiful or ugly, have merit. However, 

he does not believe Aesthetic Leadership to be a leadership strategy. Further, Ramirez states that 

an organization’s aesthetics come from framing or re-framing the product or leader with an 

image or slogan. The argument against Aesthetic Leadership is the intermingling of aesthetic 

principles with arts-based activities. Ramirez believes that the exaggeration of qualities in 

leaders based on potential followers creates an unrealistic view of the leader, much like an artist 

rendering creates an exaggeration, caricature, or heroic figure. The leader’s strength is not based 

on actual qualities but on the ability to communicate a strategy that speaks to the masses. 

Moreover, while the leader employs aesthetic qualities, leadership attributes such as appealing to 

stakeholders are seen in other leadership theories such as Transformational Leadership (Ramirez, 

2021).  
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Transformational Leadership 

Transformational Leadership, developed first by James MacGregor Burns, is based on 

inspiring followers to embrace shifts or changes in beliefs, needs, and values (Burns, 2003: 

Northouse, 2021). Transformational leaders challenge stakeholders to unify for a common goal, 

reach beyond what was initially thought possible, and consider each stakeholder as an individual 

(Balwant, 2016; Bass & Bass, 2009; Hamilton, 2021). Transformational Leadership includes 

four dimensions: Idealized Influence (Attributes and Behaviors), Individualized Considerations, 

Inspirational Motivation, and Intellectual Stimulation (Bass & Bass, 2009). Transformational 

Leadership is a widely researched leadership philosophy and one of the most frequently studied 

leadership styles in fine arts and educational settings (Leithwood et al., 2019; Shava & Heystek, 

2021). Transformational school leaders set the direction for the organization through a shared 

vision (Inspirational Motivation), build relationships and develop people (Individualized 

Consideration), support the desired practices of the organization by fostering collaboration and 

shared responsibilities (Intellectual Stimulation), and support the work that is carried out by 

teachers and staff (Idealized Influence) (Leithwood et al., 2019). In terms of theatre 

management, Transformational Leadership gives people closest to the observation level to a 

needed change the authority to implement said change (Rhine, 2006). When leaders recognize 

stakeholders as significant contributors to the organization, the leader utilizes Idealized 

Influence.  

Idealized Influence 

Described as charisma or the emotional element in Transformational Leadership, 

Idealized Influence is the ability of the leader to inspire confidence and build pride in the 

stakeholders (Raman et al., 2021; Zhao et al., 2020). Idealized Influence is “setting the table” and 
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is the foundation for Transformational Leadership (Noland & Richards, 2014). As a factor of 

Transformational Leadership, Idealized Influence is measured with two components: Attributes 

and Behaviors (Northouse, 2021). Additionally, transformational leaders’ Idealized Influence 

significantly impacts followers’ creativity and motivation (Mao et al., 2020). Followers can have 

negative feelings about a charismatic leader yet still willingly follow and fulfill the leader’s 

requests (Parry et al., 2019). Theatrical directors understand that their role is to stage the best 

possible play and that pleasing all parties all the time is not possible (Hauser & Reich, 2018). 

From experience, Hauser states that the director has “both the authority and the responsibility” to 

make tough decisions and that remaining calm in times of stress keeps all stakeholders moving 

forward (Hauser & Reich, 2018, p. 11). As the “activator of the text,” the director should share 

with others their “enthusiasm, energy, and willingness to grapple with the unknown” (Bloom, 

2001, p.122). Finally, the director should not be so consumed with making friends with the 

actors that they lose sight of being the leader (Bloom, 2001). Maintaining the balance between 

leadership and friendship is the transformational leadership element of Individualized 

Consideration. 

Individualized Considerations 

Treating stakeholders as individuals is the primary concern of the second 

Transformational Leadership trait of Individualized Consideration (Noland & Richards, 2014). 

Individualized Consideration is “going to bat” for stakeholders, developing a mentoring 

relationship, and offering specialized attention to followers so that everyone can achieve their 

full potential (Avolio & Bass, 1995; Balwant, 2016; Christie et al., 2019; Pearce, 2006; Zhu et 

al., 2011). Transformational leaders give stakeholders “full respect and trust, timely 

encouragement, and appropriate expectations” (Mao et al., 2020, p. 229). Director Frank Hauser 
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states that directors should never bully, shout at, or imitate actors. He says that while bullying or 

sarcasm may get a quick laugh, it will create an enemy (Hauser & Reich, 2018). Knowing how to 

inspire stakeholders to accomplish the organization's goals requires Individualized Consideration 

along with Inspirational Motivation. 

Inspirational Motivation 

In addition to Idealized Influence and Individualized Consideration, transformational 

leaders understand the significance of Inspirational Motivation. Inspirational Motivation is a 

byproduct of individualized care in that the extent of personalized focus predicts follower 

motivation (Noland & Richards, 2015). Further, the leader’s behavior and intrinsic motivation 

significantly impact the relationship with followers and their motivation (Barbuto, 2005). 

Intrinsic motivation translates into follower or learner autonomy in self-directed tasks in 

supportive environments where the leader actively supports independence in followers and 

models self-directed learning (Han, 2020). Writers Hauser and Reich (2018) tell directors to be 

positive forces in rehearsals and plan for success by giving actors time to consider the work they 

are being asked to do before asking them to do it. Further, directors should thank all stakeholders 

for their commitment and contribution to the project and not only appreciate actors’ willingness 

to take public risks that the rest of society would not dream of, but to love them for it (Mao et al., 

2020).  

Intellectual Stimulation 

Intellectual Stimulation is the ability of the leader to foster creative and innovative 

thinking in followers (Zhang et al., 2019). Intellectual Stimulation results from actions or 

challenges of the leader to prod stakeholders to look at a problem in a new light (Balwant, 2016). 

Further, stakeholders’ Intellectual Stimulation follows the leader’s Intellectual Stimulation and 
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calls for the transformational leader first to be a transformational learner and embrace self-

development through peer support and collaboration (Christie et al., 2019; Schmidt, 2019). In a 

study of 475 undergraduate students, researchers found that transformational leaders help 

cultivate student curiosity, promote innovation, and foster cultural exchanges (Zhao et al., 2020).  

From a theatrical standpoint, Intellection Stimulation is paralleled with the need to create 

a growth mindset in actors by moving away from a performance goal to a presentation or a 

process goal (Schmidt, 2019). Simply removing the concept of a fixed production, a “one chance 

to get it right” mindset, allows actors to find new paths, take risks, and be innovative. The goal of 

the one best performance stifles actors’ growth as they consider their work to be either successful 

or a failure. In looking at each performance as a learning opportunity, actors can show 

transformational change over the length of the production (Schmidt, 2019). 

An alternate viewpoint 

The traditional understanding of transformational change happens because of 

transformational learning and, therefore, Transformational Leadership (Poutiatine, 2009). 

However, there are critics of the Transformational Leadership Theory (Berkovich, 2016; 

Garavan et al., 2015). Critics suggest that Transformational Leadership is a behavioral starting 

point, not necessarily a leadership model. A strongly developed leader identity allows the leader 

to make confident decisions based on the strength of previous leadership experiences. Further, 

because Transformational Leadership is focused on behaviors and their effects, researchers claim 

that without a distinctly different definition, Transformational Leadership is effective leadership 

with behaviors attached (Berkovich, 2016; Garavan et al., 2015). In an investigation of arts-

based leadership, researchers suggest that arts-based interventions differ from conventional 

Transformational Leadership behaviors. Their interventions are follower-focused instead of 
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leader-focused (Garavan et al., 2015). The study results showed that the randomly selected 

participants in arts-based interventions were more likely to develop emotional intelligence and 

leader identity than the control group. The arts-based interventions gave personalized 

intervention to participants already in leadership roles in a pharmaceutical company. As a result, 

the participants working together to create their idealized leader showed significant shifts from 

the “I” to the “we” mindset (Garavan et al., 2015). Critics of the Transformational Leadership 

Theory disagree on the definition (Berkovich, 2016; Garavan et al., 2015; Taylor & Ladkin, 

2009). However, the behaviors addressed and the outcomes presented are similar. 

Aesthetic and Transformational Leadership Together 

Considering Aesthetic and Transformational Leadership together, Choi’s (2019) study of 

the aesthetic experience between Transformational Leadership and innovation was 

groundbreaking. While other studies addressed how aesthetics impact leadership (Christie et al., 

2019; Taylor & Hansen, 2005; Taylor & Ladkin, 2009; Zhao et al., 2020), Choi addressed how 

Transformational Leadership promoted aesthetic experiences for software engineers. Choi 

identified the elements of a team effort, group discussion, and innovation as crucial process 

activities and studied how the transformational attributes of Idealized Influence, Inspirational 

Motivation, Intellectual Stimulation, and Individual Consideration of the leader impacted the 

aesthetic experience of the engineers. The results revealed that growth-oriented engineers 

preferred the Intellectual Stimulation and Individualized Consideration of Transformational 

Leadership as these behaviors directly impacted innovation and the aesthetic experience within 

the workplace (Choi, 2019).  

Due to the creative and collaborative nature inherent in theatre, one person rarely makes 

all the decisions about a production. Even when the director is highly controlling, the product is a 
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group effort (Innes & Shevtsova, 2013). In the book, The Director’s Craft: A Handbook for the 

Theatre by Katie Mitchell (2008), the author lists summary points as directorial takeaways at the 

end of each chapter. Common themes between directing and transformational leadership are 

consistency, patience with others, goal setting and long-term thinking, being a mediator, 

collaboration, taking ownership for mistakes, and allowing for the vision for the production to be 

shaped by the work of others (Mitchell, 2008). Theatre historians agree with Mitchell’s summary 

points, at least in theatre leadership (Brockett, 1991; Cohen, 2011; Hodge & McLain, 2009). 

William Shakespeare is one of the most well-known playwrights and theatre managers. His 

success with the Globe Theater and his production company was due to his vision for what could 

be done, how he shared that vision with others, and how he convinced them to join him in the 

process (Rhine, 2006). 

Distributed, Dual, and Shared Leadership 

A leader’s ability to share a vision and convince others to join in the work to bring about 

that vision is one of the foundational aspects of successful teams or groups (Robbins & Judge, 

2021). Creating a theatrical production is a team effort. Leading a theatrical production requires 

understanding workgroups and team leadership (Bloom, 2001; Cohen, 2011). Team leadership 

differs from traditional organizational leadership, as team leadership is process-driven (Kogler-

Hill & Northouse, 2022). Effective teams suggest a leadership style that allows for collaboration, 

the delegation of leadership activities, and sharing of influence (Kogler-Hill & Northouse, 2022). 

Investigating “team leadership” outside of sports requires searching for terms like collaborative, 

collective, dual, participative, and shared leadership, as the terms are used interchangeably in 

research (Acton, 2022). The search is problematic because of the plethora of term options and 

the inconsistent literature definitions. However, the terms, distributed, dual, shared, and team 
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have three common characteristics: focus on lateral influence, the unit of analysis is the group or 

team, and team members share the responsibilities (Sato & Makabe, 2021; Syed & Panhwar, 

2020). 

Distributed Leadership 

Distributed Leadership is more than a simple management tool to delegate the workload. 

Effective leaders use Distributed Leadership to share power, decision-making responsibilities, 

and influence (Gronn, 2002). Distributed Leadership impacts organizational culture by providing 

opportunities for more stakeholders to interact with obligations, share opinions and ideas, create 

collegiality, and support innovation and motivation (Acton, 2022; Kogler-Hill & Northouse, 

2022). Distributed Leadership acknowledges that leaders do not act alone; even the most 

autocratic leader is only one part of an organization. Distributed Leadership is a distributed 

practice (Berthoin Antal et al., 2017; Gronn, 2002). 

Adults struggle to share leadership with students within organizations formally. Research 

shows that giving students opportunities to take on meaningful responsibilities increases 

students’ voice, ownership within the organization, and ultimately improves performance 

(Keiler, 2018). However, the ability of the adult to step away and allow this is often difficult due 

to internal and external pressures and expectations placed on the leader (Keiler, 2018; Mitra, 

2005). The inability of adults to relinquish control holds true in theatre. Yet, team effectiveness 

depends on the development of all stakeholders and impacts the consistency of performance 

(Kogler-Hill & Northouse, 2022). Performance is the outcome of team ownership (Gu et al., 

2021). While the performance within UIL OAP is ultimately the responsibility of the adult 

directing the play, the cast is responsible for developing their parts. At the same time, the crew 

(another group of students) is responsible for running the show. As part of the competition, no 
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adult can offer suggestions or help during the performance once the show is ready on the stage. 

As actors and crew, the students must have the ability and experience to make necessary 

decisions to bring about a quality production. The lack of student ownership in the process 

becomes obvious when productions are disqualified for going over time. The students must 

determine when and how to end the show without adult input (UIL, 2020). The ability of the 

team to work together while addressing individual needs and desires while simultaneously 

focusing on the unified goal is the definition of a strong group (Robbins & Judge, 2021). 

Dual Leadership 

Dual Leadership is an intriguing artistic collaborative leadership style not unlike 

Distributed Leadership (Lawrence, 2017). A recent study that examined the unique position of 

creative leaders working alongside managerial leaders in performing arts companies was that the 

assumptions leading to the research (and found in the literature) were proven false (Reynolds et 

al., 2017). The myth of inevitable conflict, strong unyielding personalities, and structured 

communication led to shared goals, collaboration, and partnerships. Further, the research 

revealed three pillars: trust, a shared vision, and communication necessary for shared leadership 

in artistic organizations (Reynolds et al., 2017). 

Shared Leadership 

Shared Leadership requires a common purpose and is embedded in social interaction in 

organizations where knowledge, expertise, and skills are distributed across teams (Benoliel, 

2021; Wang & Chia, 2020). Shared Leadership attributes are found in theatrical work, and 

teaching Shared Leadership via an arts-based workshop is a proven method (Wang & Chia, 

2020). The results of a Shared Leadership arts-based study support the need for transformative 

learning experiences that promote communication, collaboration, and being comfortable taking 
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the initiative. However, Shared Leadership means understanding the fluidity of leadership and 

requires that the leader be willing to follow others at times (Wang & Chia, 2020). 

Another aspect of Shared Leadership is the concept of boundary spanning. Boundary 

spanning is working with one group while developing partnerships and collaborating with others 

outside the original organization (Benoliel, 2021; Druskat & Wheeler, 2003). The nature of 

theatrical work requires the leader to be comfortable spanning boundaries. As UIL OAP allows 

for up to four directors per production, incorporating Shared Leadership within the structure of a 

given school allows for more effective teams. Understanding the team’s dynamics and 

determining which director could be the boundary-spanning external representative would free 

other directors to focus on the internal activities, leading to better overall team effectiveness 

(Sohmen, 2015).  

For example, suppose one director is responsible for the administration activities rather 

than taking care of the students’ socio-emotional needs. In that case, that director could handle 

all the paperwork UIL requires. While the actual competition does not begin until late February 

to early March, the enrollment deadline for participation is October 1st each year. The UIL office 

requires paperwork to be submitted each October, November, December, and February. Missing 

a deadline means not participating in the competition (UIL, 2020). In the case of a single 

director, the leader must determine the parameters of the boundary. If the director has too many 

external pressures to focus on, the director’s attention will be scattered. As a result, the 

stakeholders will not develop the necessary cohesive bond for a quality production. However, if 

the director rigidly holds on to all the internal group needs and ignores the external demands, the 

production is at risk due to the responsibilities associated with a competition play (Shaked & 

Benoliel, 2019; Somech & Naamneh, 2017). 
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In a study on Shared Leadership, Johnson and Dipboye (2008) studied the relationship 

between leaders’ and followers’ task performance. The study revealed that while the expressive 

delivery of charismatic leaders resulted in better recall of training materials in followers, an 

increase in Participative Leadership over Directive Leadership resulted in improved follower 

performance on tasks. Additionally, the study showed that Participative Leadership was more 

effective when there was a less-structured task, but if highly structured, there needed to be more 

Directive Leadership. Balancing tasks versus the creative process and leadership was the key to 

follower performance (Johnson & Dipboye, 2008). 

Shared Leadership fosters innovation and fuels vision (Sohmen, 2015). Studies reflect 

that in the fine arts, when leadership thwarts collaboration, the performers display the leader’s 

choices without creativity and the human touch because the learning process for the performers 

is stunted (Kramer & Crespy, 2011; Reynolds et al., 2017). Further, collaborative leaders that 

teach followers through the willingness to change perspectives are called “leadership artists” 

(Adler, 2015). As such, “leadership artists” turn things upside down and look at an event in a 

new way, pay attention to what is there, recognize patterns, embrace serendipitous events, and 

see and respond to the world around them (Owen, 2014). Whether the term used is Dual, 

Collaborative, Shared, or Participative, leadership philosophies reflect the fundamental truth that 

effective leadership creates healthy organizations (Kouzes & Posner, 2017). From an artistic 

standpoint, a healthy organization fosters creativity and innovation and provides opportunities 

for followers to nurture and grow their talents (Sohmen, 2015). 

Power-Based Leadership 

The final leadership theory in this literature review is how leaders use their power within 

their organizations. In a study of orchestral quality and leader power, Krause (2015) explores the 
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impact of the conductor’s four types of Power-Based Leadership on musicians. Since the 

musicians are adult professionals with intrinsic motivation to perform well, the study aimed to 

compare the performance outcome with the type of power used with the orchestra. Previous 

studies (Kramer & Crespy, 2011; Ladkin, 2008) focused on the kind of shared leadership 

structure within orchestras, but this study evaluated the leader’s use of coercive, expert, 

informational, and legitimate power. The study results showed that expert power conductors had 

more robust orchestral quality (Krause, 2015). 

In contrast, the conductors that used coercive power had the least success. The results 

should push artistic leaders and teachers to question their tactics. Traditionally, teachers use 

coercive power through punishment and reward, which is not the path to quality results (Krause, 

2015). Directors need to know that using expert power results in better quality performances. 

However, a potential lack of knowledge and experience exists due to the lack of required 

prerequisite training or education in theatre before directing students in the contest play (UIL, 

2021a). 

Power-Based Leadership includes referent and reward powers. The use of referent power 

is considered soft power, as this is power based on establishing trust, respect, and credibility 

(Robbins & Judge, 2021). Reward power is deemed harsh as it controls materials and resources 

(Sinha et al., 2021). The soft and harsh power bases are categorized depending on how restrictive 

they are to the individual’s autonomy. Research shows that transformational leaders use soft 

power bases that promote equity and independence, while authoritarian styles use harsh power, 

including punishment, rewards, and reciprocity (Pierro et al., 2013; Robbins & Judge, 2021). 

Transformational leaders use personal power that stems from referent and expert power rather 

than positional power that is legal and coercive. Transformational leaders who employ soft 
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power using their charismatic influence increase follower’s commitment to the organization 

(Pierro et al., 2013).  

Organizational Culture 

Organizational culture is what distinguishes one organization from another. An 

organization’s culture comes from shared values, beliefs, and assumptions that characterize the 

experience of stakeholders as they interact with the organization. Organizational culture impacts 

where stakeholders place their attention. Culture is evident in the physical and material symbols 

seen and worn by stakeholders. Culture is learned, shared, and taught through stories that provide 

the foundation for stakeholder understanding of the organization (Robbins & Judge, 2021). 

The Interplay of Culture and Theatre 

In his book Leading at a Higher Level (2018), Ken Blanchard discusses team leadership 

and its impact on organizational culture. Blanchard suggests that high-performance teams require 

participant-observers. Participant-observers understand the content, what the team is doing, and 

the process, which is how the team works together. The role of the participant-observer is either 

assigned to one person or rotated through the group (Blanchard, 2018; Bolman & Deal, 2008). 

Sociologist Erving Goffman was an early researcher on the participant-observer model 

(Goffman, 1959). Goffman recounts his desire to be close enough to the action to observe 

behaviors but removed enough to not interfere with their work (Goffman, 1959; Pettit, 2011). In 

theatre, the participant-observer is often the assistant director or stage manager (Kordsmeier, 

2017; Laberschek et al., 2020). 

Blanchard’s critical point is that an organization’s culture should be by design and not by 

default. While not often a topic of discussion, the organization’s culture within the world of 

theatre is allowed to be determined usually by seniority and skepticism, which is typical of 
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traditional organizations (Blanchard, 2018). In a study on the socio-motivational impact of drama 

on students, the results show that the qualities of the environment are potentially 

transformational or detrimental to student self-discovery and their willingness to participate 

within the group. Further, the study shows that a warm, accepting, supporting, and nurturing 

environment makes students feel valued. Students are then willing to trust the director to make 

decisions for the group (Hanrahan & Banerjee, 2017). 

Being valued and supported is critical for solid teams and extraordinary performances. 

While Kouzes and Posner (2017) did not study theatre organizations, their work applies. Further, 

their work on fostering collaboration is ideal for theatre directors. They said: “extraordinary 

performance isn’t possible unless there’s a strong sense of shared creation and shared 

responsibility” (Kouzes & Posner, 2017, p. 197). 

Theatre is ideal for building community because it is a creative and social activity where 

the concepts on stage are typically problems related to the human condition (Cohen, 2011; 

Cranston & Kusanovich, 2012). Directors must recognize that a theatrical production is the 

blending of the directorial vision and the contributions of everyone involved. Further, 

collaboration requires personal investment and sensitivity, which happens when actors and crew 

members trust the director’s motives for allowing collaboration (Cohen, 2011; Reynolds et al., 

2017). Over time, the leader earns the opportunity to collaborate by building social capital and 

relationships that foster collaboration authentically (Bolman & Deal, 2008; Kramer & Crespy, 

2011). Without authenticity and trust the required cooperation for a successful production will 

not occur (Tichy, 2007).  

Building community and a collaborative culture are involved (Cohen, 2011; Hauser & 

Reich, 2018; Kramer & Crespy, 2011; Mitchell, 2008; Reynolds et al., 2017). Directors must 
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provide clear goals and boundaries for the cast and crew so that all stakeholders understand the 

vision for the production. However, the director’s leadership style must be flexible to allow for 

various problem-solving approaches so long as the result is within the desired vision (Dunham & 

Freeman, 2000). Directors do not create alone, and since building a production is a collaborative 

process, they are wise to use the talents of stakeholders (Cohen, 2011; Hauser & Reich, 2018). 

In a rare study on communication and collaboration in theatre, researchers found that a 

collaborative culture was evidenced in the production and experienced by all stakeholders 

(Kramer & Crespy, 2011). However, the level of collaboration was different based on the 

commitment of the stakeholders. Entry-level crew members doing simple tasks with minimal 

skills did not have the same level of commitment as crew members completing skilled tasks. Due 

to this, some crew members completed assigned tasks without being asked to collaborate on the 

process. In contrast, other crew members, with the necessary skill set and interest in project 

collaboration, participated in decision-making (Kramer & Crespy, 2011). 

Collaboration is a learning process, with growth and stretching while learning. Leaders 

who embrace collaboration provide a safe environment for stakeholders to be creative, seeking 

unexpected answers and allowing for solutions that may require new thinking and even new 

programs (Wang et al., 2018). Empowering stakeholders to collaborate and create sometimes 

requires leaders to remove structural barriers and, at times, remove troublesome members that do 

not want to be a part of the organization’s growth (Kotter, 2012). While much of the research on 

collaboration refers to traditional organizations, the recommendations hold for a positive 

collaborative culture in theatre and education (Kramer & Crespy, 2011; Davis, 2017). 
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Culture in the Classroom 

Building a positive collaborative culture requires leaders who promote collegiality and 

professionalism (Marzano, 2003). The organization’s culture spills into every facet of the 

organization, including classrooms in a school. Research-informed collaboration techniques such 

as “intention versus improvisation, action versus artifice, and safety versus possibility” naturally 

fit into classrooms with tweaking for time, place, and audience (Cawthon et al., 2011; Vanover, 

2020, p. 41). The Dynamic Classroom Management Approach (DCMA), which includes the 

components of flexibility and adaptability of management style, understanding of diverse 

backgrounds, effective pedagogy, and a positive perspective and outlook, is reminiscent of the 

tenets of Transformational Leadership (Davis, 2017). The DCMA states that flexibility and 

adaptability are necessary to provide inclusive experiences for all students (Individualized 

Consideration) and maximize student engagement and motivation (Inspirational Motivation). 

Further, while the term Idealized Influence is not used, this approach states that the teacher 

creates a positive environment that supports and encourages all students to be change agents, 

active learners, and goal setters. Finally, like Transformational Leadership’s Intellectual 

Stimulation, the DCMA asks teachers to cohesively structure their materials with clear learning 

outcomes relevant to students and incorporate active learning activities that support questioning 

(Davis, 2017). 

The impact of organizational culture on students involved in theatre is significant. 

Researchers studied the effect of theatre participation on teenagers over two years. They found 

that the environment’s qualities directly influence students’ experience and higher self-esteem 

(Hanrahan & Banerjee, 2017). Drama-based instruction improves classroom culture and 

increases student engagement. Using arts-based methods to teach leaders transferable leadership 
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skills, researchers developed the Drama for Schools program to teach non-arts teachers how to 

use improvisation, role-playing, and other classroom activities. The Drama for Schools project 

allows teachers to learn authentic, active-learning techniques that support differentiated 

instruction for diverse learners. The program results include increased student engagement, 

fewer behavior issues, improved learning outcomes, and increased respect for others (Cawthon et 

al., 2011). 

Combining the practices addressed for positive organizational culture with the research 

on classroom management, educational directors have a template for creating a theatrical 

environment ready for success (Stein & Bathurst, 2008). Student actors need the foundational 

elements associated with research-informed drama-based pedagogy. Further, while not 

developed for theatre leadership, a study on adaptive school leadership provides an effective tool 

called the Intention Pyramid (Garmston & Wellman, 1999). At the base of the pyramid, 

intentions or goals determine the starting point for work to be done. The middle layer of the 

pyramid is attention, and the top layer is action (Garmston & Wellman, 1999). As the base of the 

pyramid, intentions must be measurable and achievable for the intention stage to move from 

theoretical to practical (Kee et al., 2010). Specifically related to theatre, the pyramid of intention 

provides directors with clarity about what needs to be accomplished and how to achieve that 

using the skills and strengths of all stakeholders. While the purpose is to create the best possible 

production, the attention layer requires leaders to focus on the specifics of the intention. With 

different elements putting pressure on the leader, it is easy for the director to lose the necessary 

focus on creating a solid production. However, by focusing on the essential elements and 

delegating other tasks, the director can ensure that the group’s actions support and align with the 
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stated goals. The director provides all stakeholders with the necessary structure for a successful 

venture (Garmston & Wellman, 1999; Kee et al., 2010).  

Leadership Models 

Each leadership framework addressed previously has associated models for use described 

in the next section. The Aesthetic Leadership Scale (ALS) and the Aesthetics of Facilitation 

Framework (AFF) address Aesthetic Leadership, with the ALS providing a normed survey and 

categories of practice. The Dramaturgical Model of Charismatic Leadership provides a theatrical 

framework for leadership applications. The Hill Model of Team Leadership is a framework that 

stresses the role of the leader in team effectiveness, and the Full Range of Leadership Model is a 

broad look at leadership and non-leadership behaviors. 

Aesthetic Leadership Scale and Framework 

The ALS and the AFF are leadership models that include sensory engagement and 

experiential learning as primary components (Carroll & Smolović Jones, 2017). Aesthetic 

Leadership requires connections between individuals and events (Taylor & Hansen, 2005). The 

ALS focuses on aesthetic characteristics in leaders. The AFF focuses on how the aesthetic 

characteristics impact stakeholders (Carroll & Smolović Jones, 2017; Schroeder, 2008; Wang & 

Chia, 2020; Zhang et al., 2011). 

Aesthetic Leadership Scale. The Aesthetic Leadership Scale (ALS) was developed and 

implemented by researchers to study the Aesthetic Leadership characteristics of school leaders 

(Polat & Öztoprak-Kavak, 2011). Once validated, the original scale that included 72 items was 

reduced to 66 questions. The questions measured appearance, application, approach, 

communication, honesty, sensitivity, and support. Together, these seven traits give the Aesthetic 

Leadership Factor (Polat & Öztoprak-Kavak, 2011). The original ALS was modified to measure 
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the general leadership characteristics of clinical nursing leaders and consists of 32 items relevant 

to the nursing context (Mannix et al., 2015). As part of their work, the researchers tied the scale 

results to the five exemplary leadership practices of Kouzes and Posner (2017; Patrick et al., 

2011). Adding the categories of practice to the ALS dramatically increased the scale’s 

usefulness. 

An exemplar research article for this paper is the study of high school students’ 

perceptions of their teachers’ leadership behaviors (Güven & Polat, 2016). The ALS (51- 

questions) was used along with semi-structured interviews. The study results showed that high 

school students rated their teachers at a medium level in overall Aesthetic Leadership. Students 

rated their teachers highest in appearance and lowest in approach. Results showed that while 

teachers cared about how they and the environment appeared, the teachers did not follow through 

with making the environment a positive one where everyone was working together with a unified 

vision (Güven & Polat, 2016).  

Aesthetic of Facilitation Framework. The tenets of Aesthetic Leadership were adapted 

into the Aesthetics of Facilitation Framework to address the reality of teachers being facilitators 

of student learning and leaders of their environments (Allen & Blythe, 2018). The Aesthetics of 

Facilitations Framework was developed from a qualitative study coded using the principles of 

Aesthetic Leadership (Katz-Buonincontro, 2011). The framework categories are: affective 

awareness, authentic engagement, embodied knowing, and responsive designing (Allen & 

Blythe, 2018). The differences between the original Aesthetic Leadership Framework and the 

Aesthetics of Facilitation Framework are found primarily in the change from a lone leader 

mindset to working as a facilitator for a group.  
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The lone leader approach emphasized the leader’s emotional awareness and empathy. 

However, a group facilitator must consider all participants’ emotional cues and states (Allen & 

Blythe, 2018; Katz-Buonincontro, 2011; Ketelle & Lin, 2019). The significant difference 

between the frameworks is the understanding that there are inward-facing and outward-facing 

roles as facilitators. The inward-facing orientation is where the leader or facilitator understands 

that their emotions and responses impact group dynamics. The facilitator needs internal 

consistency. In contrast, an outward-facing orientation is setting goals and shaping the direction 

of meetings and projects. Leaders with the facilitative mindset know that their inward actions are 

evaluated based on their ability to validate the group’s purpose by being transparent with goals 

and plans (Allen & Blythe, 2018). 

Dramaturgical Model of Charismatic Leadership 

The Dramaturgical Model of Charismatic Leadership developed by Sharma and Grant 

(2011) is founded on the work of Gardner and Avolio (1998) and their dramaturgical perspective 

of Charismatic Leadership. Gardner and Avolio pioneered the traditional elements of 

Charismatic Leadership. They stated that their dramaturgical perspective was defined by the 

parameters of the leader not only exhibiting charismatic behaviors but the followers describing 

the leader as such. Further, this model hinges on the mindset that leaders and followers are vital 

players, which comes from the work of Erving Goffman’s sociological dramaturgical perspective 

of people having a front stage and backstage (Gardner & Avolio, 1998; Goffman, 1959; Smith, 

2013). Understanding how to use preventive or backstage practices impacts the leader’s 

influence and the ability to use corrective or front stage practices with the audience or followers 

(Whittle et al., 2020). Moreover, the power of the leader to harness impression management 
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through framing, scripting, staging, and performing is an element of the charismatic leader 

(Gardner & Avolio, 1998; Harvey, 2001). 

The Dramaturgical Model of Charismatic Leadership first establishes a scene, which is 

the organizational environment. The three central concepts are leader impression management, 

the charismatic relationship, and organizational outcomes within that scene. The three concepts 

impact both the backstage and the front stage elements. The backstage is where the leader/actor 

resides and creates their persona. Developed through impression management, this backstage 

persona includes the narrative and storytelling of self, vision, and organization. The front stage is 

where the followers/audience meets the leader. The audience interacts with the leader through 

each element and gives feedback through the charismatic relationship. The actor/leader 

impression management and the followers/audience acceptance of the relationship translate to 

the organizational outcomes. Feedback from one of the elements, be it backstage or front stage, 

directly impacts the other side, and the cycle starts again (Sharma, 2009; Sharma & Grant, 2011). 

Hill Model for Team Leadership 

The Hill Model for Team Leadership, developed by Susan Kogler-Hill, is a functional 

framework that stresses the importance of the leader doing whatever it takes to maintain team 

effectiveness (Shaban, 2016). This framework starts with leadership decisions at the top of the 

model, and based on internal or external factors, actions are taken (Kogler-Hill & Northouse, 

2022). The steps are task-focused, relational-focused, or environmental-focused. All three of 

these components directly tie to team effectiveness which is evaluated on performance or 

development. A fundamental element in this model is the concept of the leader’s mental model. 

The leader’s mental model is understanding the situation presented to the team and the internal 

and external environmental factors. Based on the cognitive model, the leader must decide 
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whether to act. The strength of this model is the ability to use this in a shared leadership 

structure. Instead of formally holding a behavioral role, the leader does critical functions, 

allowing for changing leaders based on organizational needs. A weakness in this model is that 

the leader must have the skills to diagnose growth areas and problems in the team and then 

understand when to act. While the structure may be in place, the leader may not be able to see 

the issues and act (Kogler-Hill & Northouse, 2022; Shaban, 2016).  

Full Range of Leadership Model 

As discussed previously in this chapter, Transformational Leadership is the philosophy of 

leaders tapping into the motives of followers to reach the desired goals of the leader (Northouse, 

2021). Transformational Leadership is part of a continuum of leadership called the Full Range 

Leadership Model, which includes the components of Transformational, Transactional, and non-

leadership behaviors known as Passive Avoidant (Avolio & Bass, 2002). The Full Range model 

addresses effective and ineffective practices and active and passive attributes (Northouse, 2021). 

The Multifactor Leadership Questionnaire is used to assess characteristics in leaders as applied 

to the Full Range of Leadership model (Bass & Bass, 2009). The strength of this model is that it 

is well known, accepted, and normed. The Full Range of Leadership model allows for a wide 

range of leadership behaviors. However, criticism of the model is due to its lack of clear 

definitions and guidelines (Northouse, 2021). The model is broad, encompassing most leadership 

activities. An example of the breadth of the model is the ability to describe both positive/ 

exemplary and negative/avoidant leadership practices within the Full Range of Leadership 

(Avolio & Bass, 2002; Kouzes & Posner, 2017; Northouse, 2021). 
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Learning Theories 

Numerous learning theories apply to this study on the leadership behaviors of one-act 

play directors and their productions. However, since this study focuses on the fine arts and 

encompasses teenagers and adults, the choice is to concentrate on learning theories applicable to 

arts education. The first learning theory in this section is drama-based pedagogy and focuses on 

education through fine arts. The second is the performance-based approach to teaching. The third 

is the Transformational Learning Theory, as discussed in the leadership section of this chapter. 

The final learning theory in this section is Heron’s Whole Person Perspective. 

Drama-Based Pedagogy 

Drama-based pedagogy employs drama activities to teach content that does not create a 

product or a performance (Ranzau & Horowitz, 2017). Education through-theater models prepare 

students to understand cultural, historical, and leadership lessons (McAvoy, 2019). Studies 

presented previously in this chapter use drama activities and arts-based methods (Biehl-Missal, 

2010; Sohmen, 2015; Spooner & John, 2020). Drama-based, process-oriented learning 

encourages active, experiential learning in contrast with passive “sit and get” learning (Bennett 

& Raymond, 2019). With drama-based activities, students learn to communicate with one 

another, collaborate and compromise, and work within groups (Cawthon et al., 2011; Flamand et 

al., 2021; Ranzau & Horowitz, 2017). Employing drama-based activities is more than just having 

students read Romeo and Juliet aloud in a 9th grade English class. Teachers who use drama-

based learning must first determine the learning outcome desired for the activity and express this 

goal to students, including determining the problem and creating the setting (Jornet & Erstad, 

2018). Second, teachers must be willing to let go of some control so that students feel 

comfortable being innovative and creative. Letting go of control and allowing for classroom 
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unpredictability is not for all teachers. And finally, to successfully employ drama-based 

pedagogy, the teacher must be organized, have a firm classroom management policy, and be 

willing to ask for and listen to student feedback (Ranzau & Horowitz, 2017). Drama-based 

pedagogy requires teachers who are innovative and performative. Drama-based pedagogy is an 

aesthetic experience for students and teachers (Bellezza, 2020).  

Performance-Based Pedagogy 

While drama-based pedagogy is structured around creative classroom activities used to 

teach content, performance-based pedagogy is structured around content analysis, uses art-based 

activities for teaching, and employs a culminating “real-world” experience or production (Smith, 

2020). Performance-based instruction, known as The Folger Method, was developed by the 

Education Division of the Folger Shakespeare Library to empower educators to embrace 

alternative methods of teaching classic literature (Mardirosian & Lewis, 2016). The Folger 

Method is focused on the collaborative journey teachers and students have together to discover 

literature and performance. While primarily focused on teaching Shakespeare and other complex 

texts, the Folger Method is built on equity and inclusivity and invites all students to participate 

actively in learning. The Folger Method is student-centered and uses activities to amplify student 

voice and choice through analyzing and questioning the classical literature, political hierarchies, 

and cultures (LoMonico, 2016). The Folger Method promotes student engagement as students 

know their work will be seen and experienced by others (Meyer & Thomsen, 1999). Including a 

public product in performance-based teaching fosters student decision-making skills as students 

analyze choices and then must put the selections to action. Confidence is built as students 

perform for an audience, receive feedback, overcome challenges while having fun, and feel 

satisfied with the performance. Finally, performance-based teaching empowers participants as it 
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is “active, intellectual, energizing, and a pleasure for the teacher and student” (Shakespeare & 

O’Brien, 1993, p. xii). 

Transformational Learning Theory 

The Transformational Learning Theory of Mezirow hinges on the idea that learning in 

adulthood is through the reflection and reinterpretation of childhood experiences, exchanges, and 

opportunities (Buttigieg & Calleja, 2020; Mezirow, 1997). Transformational learning changes 

perspectives and causes identity shifts (Lawrence, 2017). Described as a disorienting dilemma, 

for transformational learning to occur, Mezirow states that there must be a trigger event that 

requires a change in thinking or focus. The disorienting event may cause an emotional response, 

promote self-reflection, and challenge previously held beliefs (Bhukhanwala et al., 2016; 

Lawrence, 2017; Mezirow, 1997; Naranjo, 2022; Spooner & John, 2020; Tedford & 

Kitchenham, 2021). A study on transformational learning in fine arts revealed that a disorienting 

dilemma could be as simple as removing students from their everyday routines or having 

students consider the environment around them from a different perspective. The shift of focus 

for students is the trigger situation or disorienting dilemma (Naranjo, 2022). 

Students must feel safe in their environment to embrace situations that cause disorienting 

dilemmas. The trigger may cause critical self-reflection and a shift in thinking, but only when 

students experience transformational teaching (Spooner & John, 2020). Transformative 

educators are not only transformative leaders but also model transformational learning (Buck et 

al., 2019; Noland & Richards, 2014, 2015). Transformational teaching practices are learner-

centered activities that require students to document critical growth experiences in reflective 

(personal records of the learning experience) and reflexive (a record of what was done and why) 
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journals (Ahmed & Zaky, 2021; Luyten & Bazo, 2019; Mezirow, 1997; Tedford & Kitchenham, 

2021).  

Transformational learning aligns with the fine arts as the theatre is where disorienting 

dilemmas are discovered, interpreted, and brought to an audience. Mezirow suggests using group 

projects, role play, and simulations for transformational learning. The activities offered are the 

very definition of theatre. Further, embodied knowing brings together the physiological and 

phenomenological elements of practicing fine arts and allows for critical discussion, growth, and 

transformation in participants and viewers (Bhukhanwala et al., 2016). One example of 

promoting transformational learning through the fine arts is asking students to “think like an 

artist” by having them respond to low-level artistic experiences stemming from a famous artist or 

creative process referred to as “Sparkler Experiences” (Haroutounian, 2015). In one “Sparkler 

Experience,” the students are asked to work in groups and create Moving Mood Pictures. Each 

group must depict the mood of a piece of music through an interpretive (abstract) drawing 

inspired by the music. The participants then create a visual picture of the drawing and perform 

their moving masterpieces with their bodies. After the performance, the students share their 

creative process through peer critiques (Haroutounian, 2015).  

Research on artistic knowing complements a 2019 qualitative study on the students’ arts 

integration experience using the Studio Habits of Mind as a framework (Anderson et al., 2019; 

Haroutounian, 2015, 2016). The habits are like Mezirow’s processes for learning (Bouchard, 

2021; Mezirow, 1997). They include embracing problems, learning to picture what cannot be 

directly observed, conveying ideas and feelings, observing contexts closely, reflecting and 

critiquing, and stretching and exploring beyond what is comfortable (Anderson et al., 2019; 

Haroutounian, 2016; Mezirow, 1997). 
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However, not all researchers support Mezirow’s Transformational Learning Theory. 

Some critics state that transformational learning can happen outside disorienting dilemmas, and 

to require a trigger situation to activate learning that changes people is to misrepresent education 

(Buttigieg & Calleja, 2020). One critic states that the Transformational Learning Theory is 

stagnant, overused, and under-analyzed (Gouthro, 2018). Further, detractors state that 

Transformational Learning as a modern learning theory needs to be inclusive and recognize the 

culture and climate of education today (Buttigieg & Calleja, 2020; Gouthro, 2018). 

Whole Person Perspective 

The Whole Person Perspective understands that people learn in different ways, on 

different schedules, and through different experiences. Through his Conceptualization of Modes 

of Psyche and Ways of Knowing, John Heron (1992) is credited with much of the Whole Person 

Perspective. The Whole Person Perspective includes four modes of the psyche: affective, 

imaginal, conceptual, and practical. The modes of psyche are placed next to the four ways of 

knowing: experiential, presentational, propositional, and practical. Each of the four modes and 

ways is stacked in a pyramid, with knowing being learned as experienced (Heron, 1992; Yorks & 

Kasl, 2002). Researchers support Heron’s work and state that “knowing” gives voice to felt 

experiences through emotional connections in individuals, others, and experiences (Garrett-Petts 

& Nash, 2012; Taylor & Ladkin, 2009; Yorks & Kasl, 2002).  

Researchers followed artists who worked on a ten-year community public art project in a 

study on the Whole Person Perspective through artistic inquiry. The study explored the artist’s 

role while they created public art in collaboration with community stakeholders. The project 

revealed that the artist-researchers struggled to balance their creativity and voice as often the 

artists were seen as only needing to contribute visually. The artists’ frustration when they were 
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only allowed to contribute to one area reinforced the need to consider the whole person (Garrett-

Petts & Nash, 2012). 

The Whole Person Perspective is a critical theory to keep in mind concerning fine arts. 

Understanding the concept of felt encounters and multiple ways of knowing can guide directors 

and teachers to create meaningful learning for all students (Yorks & Kasl, 2002). Additionally, to 

understand a person, observers must be willing to look at the context of action or inaction and 

search for patterns to frame the situation (Rothausen, 2016). In doing so, as Heron’s 

conceptualization reveals, the person is seen as a whole being. 

Artistic Leadership: Teacher, Leader, Director 

The last section of this chapter considers the director as an artistic teacher-leader. The 

articles presented in previous sections help build praxis for successful creative leadership. 

Whether the term is aesthetic, transformational, extraordinary, or even artistic, the successful 

theatre director employs similar traits as evidenced in research. Ultimately, directors have the 

same goal: to produce the best possible play. 

Artistic Leadership 

Researchers of directing state that “directing is an enlightened form of leadership of 

others in the creative process” (Hodge & McLain, 2009, p. 2). An enlightened form of leadership 

comes from the unique requirement of having dual competencies: artistic and leadership skills 

(Elstad & Jansson, 2020). Creative directors must have a vision for the production that they can 

use to drive all aspects of the play, from acting to design to staging. Further, artistic directors 

must have the ability to take the vision and translate it into staged realities. The staged reality is 

true to the vision when artistic directors have the leadership skills to communicate with all 
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stakeholders, the willingness to take risks, and the ability to find equilibrium in an environment 

often wrought with emotion (Cohen, 2011; Hodge & McLain, 2009).  

As the artistic leader, the director must negotiate stakeholder involvement in the artistic 

product (Ibbotson & Darsø, 2008). As a collaborative process, the work of producing a play 

involves internal stakeholders such as designers, production crews, and actors. Internal 

stakeholders each have personal visions for the production that should be acknowledged and 

respected, even when not aligned with the director’s vision (Bloom, 2001; Hodge & McLain, 

2009; Mitchell, 2008). Artistic leaders must also work with stakeholders in external positions 

such as facility and business management (Berthoin Antal et al., 2017). The internal and external 

elements create an extremely complex organization as successful directors must manage their 

vision and quest for originality in a production with the creativity and innovation of others and 

the fiscal responsibilities and constraints (Ibbotson & Darsø, 2008; Reynolds et al., 2017). 

A study on global arts leadership reveals that emotional, cultural, and systems 

intelligence are critical factors in artistic leadership (Keeney & Jung, 2018). Emotional 

intelligence is categorized into personal and social intelligence. Personal intelligence is how 

people manage themselves. Social intelligence is how people respond to and handle relationships 

with others (Mardirosian & Lewis, 2016). Cultural intelligence is categorized into three 

components which are cognitive, behavioral, and motivational. Cognitive cultural intelligence is 

the ability to recognize shared understandings. Behavioral cultural intelligence is the ability to 

mimic shared understanding. And motivational cultural intelligence is the desire to persist with 

the culture’s behaviors and potentially integrate the behaviors into personal practice (Paiuc, 

2021). Systems intelligence is the ability to see and understand multiple inputs or relationships 

which allow the leader to consider the organization and the environment. Systems intelligence is 
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characterized by acknowledging areas of concern, being willing to evaluate the situation, 

learning from the problem, and wanting to change processes when needed (Keeney & Jung, 

2018).  

The artistic leader/director must have a “leadership triumvirate” (Rhine, 2006, p. 39). The 

triumvirate includes first the ability to create a strategic vision and plan for a production. Second, 

the leader must have the ability to communicate the idea to all stakeholders and work to build 

consensus through collaboration and team building. Third, the leader must have the maturity, 

self-assurance, and experience that translates to a professional demeanor that can lead a group 

towards a goal even in conflict or turmoil (Rhine, 2006). 

In one of the few quantitative studies on theatre leadership and the “leadership 

triumvirate,” researchers asked 396 theatre companies about upper-level management. Two 

hundred six managers returned their surveys which consisted of questions about the importance 

of various traits in upper-level theatre management. The respondents rated how well-prepared 

they felt the theatre manager must be for each of the 57 attributes on the survey. Character, 

leadership, board relations, fundraising and development, personnel management, labor relations, 

fiscal management, marketing and public relations, and theatre-specific and artistic traits were 

represented. The results revealed that the character traits of enthusiasm, time management, 

problem-solving, and gentle touch, were the more valuable and needed traits. The second most 

needed category was leadership. The leadership traits were communication skills, vision/strategic 

planning, credibility, decisive decision-maker, self-assurance, goal-driven, maturity, team 

building, professional presentation, consensus building, and years of experience. Ranked 

individually, the trait with the highest response for required need and ability was communication 

skills. The study results proved the need for the artistic leadership triumvirate (Rhine, 2006). 
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The literature on the leadership needs of artistic directors is compelling. However, as 

revealed in the literature, artistic skills are equally important. Directors also perform the 

activities associated with directing and leading these activities (Cohen, 2011). Further, as studies 

have shown, simply having the ability to perform and lead is not enough. Directors must first 

learn artistic directing skills and then be allowed to use them in real-world experiences (Keeney 

& Jung, 2018; Rhine & Pension, 2021).  

Impact of Teacher-Leader 

Real-world experience is the training ground for the teacher-leader. While many teachers 

and directors may not have formal leadership training, they have untold real-world experience. In 

a study on leadership and academic optimism using arts-based interventions with disadvantaged 

youth, researchers found that building collective confidence and optimism in the teacher-leader 

positively impacted students (Srivastava & Shree, 2019). Moreover, the research showed that 

when organizations focus on building collective efficacy and believe that all involved can make a 

difference, lasting relationships are forged between teachers, students, and stakeholders (Moosa, 

2021; Srivastava & Shree, 2019). 

Further, the study found that when the teacher-leader recognized and acknowledged areas 

of weakness in their pedagogical or technical skillset, they had the opportunity to build 

associations with stakeholders. Students and colleagues could see the teacher-leader’s 

“humanness” and viewed them as consistent and self-disciplined as they modeled ideal learning 

behaviors. The teacher-leader’s belief that they could make a difference in the student’s 

performance was vital in overcoming difficulties and building resilience. Students learned to 

trust the teacher from this public optimism and worked harder. The resulting data showed that 
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academic optimism from the teacher could negate socio-economic status and other disadvantages 

(Srivastava & Shree, 2019). 

The Teacher-Leader-Director 

Finally, as a practitioner of performance-based pedagogical methods, the teacher-leader-

director is part puppet master, ringmaster, and magician (Gaudry-Routledge & Binder, 2020; 

Mardirosian & Lewis, 2016). With multiple roles to fill between teaching content, managing a 

classroom, following through on school responsibilities, and producing plays, the teacher-leader-

director must find a way to balance all the parts, which is hard to achieve. The difference 

between arts-based teaching methods and performance-based methods is straightforward. There 

is a performance at the end of performance-based teaching, and while simple in concept, the 

result is significant (McKay & Sappa, 2019). Studies show that the teacher-leader-director often 

must push against a traditional education system built on systems and standardized procedures 

unsuitable for performance-based pedagogy (Mardirosian & Lewis, 2016). Anecdotal accounts 

of burnout and low morale among fine arts teachers fill the internet (Baldwin, 2022). Teacher-

leader-directors navigate the traditional classroom and production responsibilities as they prepare 

“real-world” ready content (Kihm & Slawson, 2020). 

Preparing students for a performance competition while working within the public school 

educational system is the reality of the UIL OAP Teacher-Leader-Director. Understanding that 

many UIL OAP directors interacting with student actors daily do not have foundational academic 

or professional theatre experience adds weight to this research. Therefore, the following sections 

on backstage (personal) behaviors and front stage (group) behaviors summarize what literature 

shows to be effective behaviors for a theatre director in the role of an artistic teacher-leader. 
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Backstage (personal) Behaviors. The backstage or personal behaviors of the director are 

the foundational behaviors of effective teacher-leader-directors (Harvey, 2001; Whittle et al., 

2020). The director cultivates individual behaviors that encourage risk-taking and model failure 

as part of learning while being emotionally consistent and exhibiting self-regulation (Chaudhary 

& Panda, 2019; Sutherland & Jelinek, 2015). Further, by being self-aware and understanding 

their talents, the director can be honest about and acknowledge their weaknesses (Ketelle & Lin, 

2019; Kordsmeier, 2017). By modeling active listening, the director exhibits courage, resiliency, 

vulnerability, and trustworthiness (Bennett & Raymond, 2019; Han, 2020, Li et al., 2021; Pearce, 

2006). Finally, understanding that learning and creativity is a process that sometimes appears 

chaotic and frenzied, the director can model the unknown and support stakeholders as they work 

through creative processes (Dunham & Freeman, 2000; Vogelsang et al., 2012). In establishing a 

strong backstage foundation, the director can build a front stage or group culture that can thrive.  

Front stage (group) Behaviors. The director’s front stage or group behaviors are the 

visible behaviors that promote inclusivity and foster the collaborative participation of all group 

members (Chen et al., 2021; Parry et al., 2019). Understanding their impact on motivation and 

learning, the director provides stakeholders with concrete plans, directions, and goals (Balwant, 

2016; Mao et al., 2020; Noland & Richards, 2014; 2015). The director works to build 

relationships and is empathic. The director has a positive outlook that empowers and enables all 

stakeholders to participate equally in the group effort (Freeman et al., 2014; Syed & Panhwar, 

2020; Turan & Cetinkaya, 2021; Wang et al., 2012). When fostering creativity in others, the 

director understands the need for boundaries. The director’s job is to be close enough to the 

action so that all participants feel safe but far enough removed to give actors freedom to 

experiment (Cho & Vitale, 2019; Ibbotson & Darsø, 2008; Ribeiro et al., 2019). The director 
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finds avenues for deepening the student’s connection with the content and promotes open-

minded experiences that increase the desire to learn (Bellezza, 2020). 

The front stage work of the director is complex yet fluid as stakeholders bring their 

behaviors and dynamics to the group. As the curtain rises and the audience views the production, 

the director’s work is seen, evaluated, and critiqued. Performances are nuanced and 

unpredictable, like actors and crew members (Bloom, 2001; Mitchell, 2008). Due to the 

relationship between the audience, the performers, and the content, an exact duplicate of the 

production cannot be obtained (Szatkowski, 2019). Theatre is a living organism impacted by 

front stage and backstage dynamics (Wilson & Goldfarb, 2012).  

Summary 

The world of theatre, education, leadership, and UIL OAP is complex. Much of the work 

is hidden backstage and is never seen. The literature review for this chapter provided a glimpse 

into the world of artistic leadership and provided context for the significance of this study. A gap 

in research on leadership and theatre was identified in addition to a gap in research on artistic 

leadership principles for theatre teachers. The investigation revealed that competition has defined 

theatre since 534 BC (Brockett, 1991; Innes & Shevtsova, 2013). Furthermore, the role of the 

director has evolved from being synonymous with the work of the playwright or manager into 

being defined as an artistic leader (Brockett, 1991; Milshtein & Henik, 2019; Smith, 2019; 

Wilson & Goldfarb, 2012). Society’s expectations of modern theatre have prompted educational 

programs for theatre and standards (Data USA, 2019; Empster, 2017; Mullaney, 2018; NAST, 

2022; Winship, 1954). 

Running parallel with the growth in theatre programs is the impact of drama-based 

activities in education and business (Dart, 1964; EDTA History, 2021; Knauf, 1967; Macgowan, 
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1957; Meyn, 1957; Skiles, 2020; Woodruff, 2010). Creative activities and soft skills are an 

accepted part of education and corporate job training (Barry & Meisiek, 2010; Bates & Morgan, 

2018; Cranston & Kusanovich, 2012; Garavan et al., 2015; Harrison, 2016; Mehmood et al., 

2021; Nir & Piro, 2016; Tawadros, 2015; Wang & Chia, 2020). While evolving, performance-

based pedagogy is utilized in classrooms, competitions, and corporations (Haroutounian, 2015, 

2016; Mardirosian & Lewis, 2016). 

Competitive theatre in Texas was reviewed, as was the UIL and its relationship to 

education in the state (Gotuaco, 2006; Murray, n.d.; Rodriquez, 2019; Sikes, 2022; Stevens, 

2010; UIL, 2021). The lack of available theatre teachers in Texas was identified, as was the 

impact of UIL OAP on communities (N. Camarillo, personal communication, February 11, 2022; 

Texas Educational Agency, 2022). From this, the problem in the research was identified as UIL 

OAP directors do not have to be certified teachers with theatre experience or training, just full-

time employees of a school district (UIL, 2021a). The lack of education and experience leads to a 

director’s gap in knowledge of fundamental directing skills and a lack of understanding of 

leadership behaviors. Further, there is a gap in scholarly research on directors as leaders. 

Leadership theories applied to the fine arts revealed that Aesthetic Leadership is creative 

and innovative (Berthoin Antal et al., 2017; Ladkin, 2008; Schroeder, 2008; Taylor & Hansen, 

2005). More, fine arts leaders must be transformational and collaborative (Bloom, 2001; Cohen, 

2011; Flamand et al., 2021; Sohmen, 2015; Spooner & John, 2020). The collaborative mindset is 

evidenced through distributed, dual, and shared leadership behaviors (Acton, 2022; Bloom, 

2001; Kogler-Hill & Northouse, 2022; Robbins & Judge, 2021; Syed & Panhwar, 2020). Finally, 

Power-Based Leadership was investigated, along with a look at soft and harsh powers (Krause, 

2015; Pierro et al., 2013). 
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Leadership models associated with fine arts were researched, and the Aesthetic 

Leadership Scale and Framework were addressed (Allen & Blythe, 2018; Güven & Polat, 2016; 

(Polat & Öztoprak-Kavak, 2011). A look at the Dramaturgical Model of Charismatic Leadership 

provided a foundation for understanding leadership’s front stage and backstage realities (Gardner 

& Avolio; 1998; Goffman, 1959; Sharma & Grant, 2011; Smith, 2013; Whittle et al., 2020). The 

Hill Model for Team Leadership was evaluated as it relates to theatre, shared leadership, and 

team effectiveness (Kogler-Hill & Northouse, 2022; Shaban, 2016). Finally, research on the Full 

Range of Leadership Model was provided (Avolio & Bass, 2002; Bass & Bass, 2009; Northouse, 

2021). 

Learning theories were evaluated based on their association with fine arts, including 

drama-based and performance-based pedagogies (Biehl-Missal, 2010; McAvoy, 2019; Ranzau 

&Horowitz, 2017; Sohmen, 2015). Additionally, the Transformational Learning Theory and 

Heron’s Whole Person Perspective provided the necessary framing for artistic whole-person 

learning (Buttigieg & Calleja, 2020; Heron, 1992; Lawrence, 2017; Mezirow, 1997; Taylor & 

Ladkin, 2009). The research concluded with a review of traits and behaviors needed for 

successful teacher-leader-directors (Bennett & Raymond, 2019; Han, 2020; Sutherland & 

Jelinek, 2015). Chapter Three discusses the methodology, including the research design, survey 

instrument, and data collection.
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Chapter Three 

Procedures and Methodology 

Introduction 

The non-experimental correlational study focused on the relationship between the 

director’s leadership style and the success of their productions as part of the UIL OAP contest. 

Further, the study investigated whether the leadership characteristics of high school theatre 

directors in Texas are impacted by education and experience. The literature reviewed in Chapter 

Two examined the role of UIL OAP directors in the Texas theatre education system and the 

historical impact competition has on educational theatre. Additionally, the literature established 

the gap in theatre teacher curriculum and leadership principles. Since leadership skills are not 

taught as part of general theatre education programs, theatre directors have limited exposure to 

research-based leadership practices (Lester, 2014; NAST, 2020; Wah, 2017). However, the 

impact of a director’s leadership style on stakeholders within productions is significant (Cohen, 

2011). The lack of research on theatre directors as leaders revealed a gap in the literature and a 

shortage of scholarly resources for teachers and administrators. The study provides feedback for 

higher education, fine arts administrators, and the UIL as they look at creating positive teaching 

and learning environments for directors and students.  

None of the previous studies investigated the relationship between directors’ leadership 

behaviors and success. With 26,000 school theatre programs in the United States and over 

14,000 students participating in Texas UIL OAP theatre competitive programs alone, the need is 

significant (Data USA, 2019; Palmarini, 2019; UIL, 2021a). Chapter Three outlines the research 

paradigm, design, sampling procedures, data collection sources, and statistical tests for this 

study. 
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Research Paradigm  

A postpositivist worldview was used for this quantitative research study. A postpositivist 

view seeks to identify and assess the leadership style of UIL OAP directors compared with 

degree type, years of experience in education, and their success in competitions. The 

postpositivist philosophical approach promotes challenging traditional thinking and reduces 

variables to measurable observations (Creswell & Creswell, 2018). In addition to the 

postpositivist viewpoint and the Dramaturgical Leadership Model as the theoretical framework, 

this study used a quantitative methodology to examine the sample population. The study includes 

descriptive statistics to summarize the dataset and inferential statistics, which allow for 

conclusions to be made concerning the more extensive, unmeasured population from the 

measurements of the sample group (Spatz, 2019). Survey results from the study allowed for 

comparing directorial leadership styles against demographic factors. Analyzing the survey results 

provided opportunities to determine if significant statistical differences existed. 

Research Design 

The non-experimental correlational study focused on the relationship and differences 

between directors’ leadership styles and characteristics and their degrees, years of experience, 

and success. A correlational approach allowed for an examination of relationships between 

variables within the research questions and assessments to determine the direction and degree of 

relationships (Spatz, 2019). Similar studies discussed in Chapter Two tested the correlational 

relationship between leadership styles using the MLQ and a variety of variables (Balwant, 2016; 

Barnes et al., 2014; Jodar i Solà et al., 2016). The correlational design of this study provides an 

understanding of the impact leadership characteristics have on success in UIL OAP by 

establishing a quantitative view of the relationship. 
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Other approaches were considered in selecting the appropriate design for the study. Other 

approach options include causal-comparative, quasi-experimental, and experimental. The causal-

comparative approach was rejected as the approach uses the data collected to determine possible 

causes. Quasi-experimental was inappropriate as it sought to establish cause and effect within 

variables. The experimental approach was rejected as it utilizes the manipulation of variables to 

evaluate the impact on other variables (Creswell & Creswell, 2018).  

The Multifactor Leadership Questionnaire (MLQ), designed by Bass and Avolio (2022), 

was the survey used for this study. The MLQ measures the nine characteristics that encompass 

the Full Range of Leadership Model and identifies three outcomes of leadership behavior: Extra 

Effort, Effectiveness, and Satisfaction. The MLQ, 5X Short, as referred to in the manual, has 

been extensively validated and normed since its preliminary results were published in 1999. The 

validity holds through an additional fourteen separate studies (Bass & Avolio, 2004). The 

reliability for the total items on the MLQ ranges from .74 to .94 and is based on a total sample 

size of N = 27,285. Researchers use Confirmatory Factor Analysis to determine the factor items’ 

goodness of fit (GFI). The GFI for the nine-factor model within the United States for self-raters 

is 0.93 (Bass & Avolio, 2004). 

As the MLQ holds validity across various organizations, cultures, and languages, this is 

an appropriate instrument to examine UIL OAP directors’ leadership styles. Further, as an 

instrument designed for use with self-rating of leadership behaviors, the MLQ establishes 

validity to artistic leadership behaviors not typically discussed. While the MLQ structure 

identifies the Full Range of Leadership which includes nine styles of leadership, six of which are 

subgroups, this study is focused on Transformational, Transactional, and Passive Avoidant 

unless the data from the survey identified a subgroup as a statistically significant area of 
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research. Focusing on the three main types of leadership identified by Bass and Avolio (1995, 

2002, 2004) aligns this study with similar research studies (Balwant, 2016; Barnes et al., 2014; 

Jodar i Solà et al., 2016). In addition to the Full Range attributes, an examination of the three 

leadership outcomes: Extra Effort, Effectiveness, and Satisfaction, provide a statistical link 

between the literature on artistic leadership and success in UIL OAP. 

Sampling Procedures and Data Collection Sources 

The target population for the study is high school UIL OAP directors in Texas. While the 

number of directors is unknown, the UIL OAP Director’s Facebook page has over 4,000 

members (UIL One Act Play Directors, 2009). Communications with the Academic Director of 

UIL and the UIL State Theatre Director offered support for the study. In addition, UIL OAP 

directors were asked to share the link with their peers in cluster convenience sampling. The 

target sample size determination was performed using G*Power software to compute an a priori 

power analysis at .80 power (probability of finding significance), alpha criterion level of .05, and 

an expected effect size of 0.25 (Cohen, 1988; Faul et al., 2007; Lakens, 2013). The a priori 

analysis revealed the need for a minimum of 216 responses to determine the significance of 

degree and leadership style (see Appendix G). 

Approval for the study was granted by the Institutional Review Board (IRB) at the 

University of the Cumberlands (see Appendix B). IRB approval permitted the administration of 

the Multifactor Leadership Questionnaire (MLQ) to Texas UIL OAP directors who chose to 

participate in the study. The MLQ is a normed and reliable survey used to measure leadership 

types. The MLQ is a research tool for education and leadership (Avolio et al., 1999). The MLQ 

has a self-rating form with 45 questions on a 5-point Likert-type scale that measure self-

perception of leadership behaviors and assesses the Full Range of Leadership styles.  
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Copyright permission was obtained from Mind Garden Inc. to use and distribute the 

MLQ for a nominal fee per user (Mind Garden Inc, 2022). The survey was combined with 

demographic questions into one Google Form survey instrument for ease of use and data 

collection. Sample survey questions as provided by Mind Garden and the demographic questions 

are found in the appendices. Participants accessed the survey using a URL link that began with 

an inclusion question asking if they had directed high school UIL OAP at least once for 

competition to ensure survey integrity. The inclusion question was used to evaluate potential 

participants’ fit within the study.  

Potential participants that replied “no” were not granted access to the informed consent 

question and were not granted access to the survey. Potential participants that answered “yes” 

were sent to the informed consent page and, once affirmed, were given access to the survey. As 

part of the informed consent, participants were informed that no identifiers would be gathered or 

used (see Appendix A). Demographic questions over degree type, years in education, years 

directing, and success in UIL OAP were collected before the questions provided by the MLQ. 

The first section took less than five minutes for participants to complete. The second section of 

the survey consisted of the MLQ questions, which took no more than fifteen minutes to 

complete. Participants were informed that they were not required to answer all survey questions 

and could withdraw from the study anytime. Data collected is securely kept for a minimum of 

three years in a password-protected file within a password-protected Google Drive available to 

the dissertation committee. 

Statistical Tests 

To analyze the impact of leadership styles of theatre directors in Texas and the success of 

their UIL OAP experience, tests for correlations were performed on the data compiled from the 
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MLQ and the demographic survey questions. Correlational statistics describe and measure the 

association between the leadership characteristics of UIL OAP directors and demographic 

factors, including education, years of experience, and success in UIL competitions (Creswell & 

Creswell, 2018). One-way analysis of variance (ANOVA) tests were used on research questions 

with only one independent variable to compare means, variances, and interactions. Where the 

AONVA revealed statistically significant results, a Tukey Post-hoc test was used for further 

analysis. Pearson product-moment correlation coefficient was used to determine the direction 

and degree of the relationship between the two variables (Spatz, 2019). 

Research question one evaluated the statistical relationship between leadership 

characteristics and success in UIL OAP. Pearson’s r was used to determine the direction and 

degree of the relationship between leadership characteristics and advancement in UIL OAP. 

Directors self-reported the number of times they advanced within five different categories. 

Research question two asked if there was a significant difference between the type of degree and 

leadership style. Three separate one-way ANOVA tests were used for this question. The third 

research question asked if there was a difference between years of experience in education and 

leadership behavior. One-way ANOVA tests were used for this question as well. Because the 

data’s validity depends on the participant’s willingness to complete the survey, heavy 

recruitment online in targeted Facebook groups and emails within the UIL theatre population 

were performed to saturate the population and combat threats to internal validity. External 

validity concerns are tied to the participants potentially identifying in the same demographic 

categories, thereby limiting the research process as generalizations about the population cannot 

be made (Creswell & Creswell, 2018). SPSS was used for statistical analysis (IBM Corporation, 

2022). 
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Summary 

Chapter Three presented the quantitative methods used to study the leadership styles of 

UIL OAP directors in Texas, along with the research paradigm, design, sampling procedures, 

and data collection sources. Using Pearson’s r, the relationship between the leadership styles of 

directors and their competitive success in one-act play was determined. A series of one-way 

ANOVA tests determined the differences between leadership characteristics, degrees, and years 

of experience. Data was gathered via an online survey where participants voluntarily responded 

to a series of demographic questions and then completed the Multifactor Leadership 

Questionnaire (MLQ). The MLQ is a widely used survey in education and leadership research 

and is normed, valid, and reliable (Avolio et at., 1999). The results from this study can be used to 

inform theatre teaching and director training for UIL OAP. 

The literature review from Chapter Two indicated a gap in research on directorial 

leadership. A postpositivist viewpoint combined with the Dramaturgical Leadership Model as the 

theoretical framework guides the methodology in Chapter Three. Chapter Four provides the 

research findings. 
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Chapter Four 

Research Findings 

Introduction 

A non-experimental correlational study examined the relationship and differences 

between directors’ leadership style and their degrees, years of experience, and success in UIL 

OAP. A correlational approach allowed for an examination of relationships between variables. 

The quantitative methodology provided an opportunity to use descriptive and inferential statistics 

to determine if there was a significant difference in leadership characteristics and the 

independent variables of education, experience, and competitive success. The Multifactor 

Leadership Questionnaire (MLQ) was used to collect self-reported data on directors’ leadership 

styles. The use of the MLQ allowed for an examination of the Full Range of Leadership 

attributes and the broad categories of Transformational, Transactional, and Passive Avoidant. 

Additionally, the survey identified three outcome behaviors: Extra Effort, Effectiveness, and 

Satisfaction. Demographic questions included age, sex, educational attainment, years of 

experience working in education, years directing UIL OAP, size (classification) of school, and 

competitive success in UIL OAP. The study surveyed UIL OAP directors in Texas during June 

2022. 

A Pearson product-moment correlation coefficient was used for the first research 

question to determine if there was a relationship between the variables of leadership 

characteristics and the level of success. A series of ANOVAs with post-hoc Tukey HSD tests 

examined if there was a difference between degree type and leadership style, as well as if there 

was a difference between leadership characteristics and years of experience in education. 

Research question two used multiple independent variables reflecting the participant’s 
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educational background and three dependent variables that were evaluated individually: 

Transformational Leadership, Transactional Leadership, and Passive Avoidant. The independent 

variable for research question three was the number of years of experience participants self-

reported in the demographics section of the survey. Leadership style was the dependent variable. 

Participants and Research Setting 

The study was conducted in Texas and focused on UIL OAP directors. At the time of the 

study, the number of UIL OAP directors was unknown as the state does not record this 

information. However, using the data from the State Board of Certification for theatre teachers 

and the UIL OAP Facebook pages, it was evident there were enough potential participants for the 

study (N. Camarillo, personal communication, February 11, 2022; UIL One Act Play Directors, 

2009). The study remained open from June 2, 2022, to June 24, 2022. A total of 243 participants 

responded to the survey. Four responses could not be used as they did not meet the participation 

criteria of having directed a high school competitive UIL OAP, leaving 239 (N = 239) responses 

for analyses. The characteristics of the participants are shown in Table 1 (see Appendix E) and 

include age, sex, years in education, years directing UIL OAP, educational background, school 

classification, primary role in education, and how many times the director advanced in 

competition at each level. 

Analysis of Research Questions 

After completing the demographic questions, participants completed the MLQ survey (45 

questions). The MLQ survey contains questions on a five-point Likert-type scale of: Not at all 

(0), Once in a while (1), Sometimes (2), Fairly often (3), and Frequently, if not always (4). 

Additionally, the responses from four questions for each of the nine leadership attributes are 

averaged to ascertain the level of each characteristic. The leadership attributes were: Idealized 
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Attributes (IA), Idealized Behaviors (IB), Inspirational Motivation (IM), Intellectual Stimulation 

(IS), Individual Consideration (IC), Contingent Reward (CR), Management-by-Exception-Active 

(MBEA), Management-by-Exception-Passive (MBEP), and Laissez-Faire (LF). Additionally, 

three outcomes of leadership: Extra Effort (EE), Effectiveness (EFF), and Satisfaction (SAT), 

were determined from the average of their associated questions. Mind Garden’s manual and the 

MLQ 5X Scoring Guide offered descriptive statistics for each of the fifteen characteristics and 

instructions on the appropriate use of the survey. The MLQ items were reported on a frequency 

scale associated with the participant exhibiting more or less of a leadership style. Moreover, the 

manual provided a table of attribute norms for reference. The instructions stated that this tool 

was not for labeling leaders but for identifying traits or behaviors currently present in 

participants (Bass & Avolio, 2004). 

A Google Form was used to host the survey, and responses were collected onto a Google 

Sheet. The average score for each category was calculated on the Google spreadsheet before 

uploading it to SPSS (IBM Corporation, 2022). SPSS was used to calculate the frequencies for 

the demographics as listed in Table 1 (see Appendix E). Using an alpha criterion level of .05, 

SPSS was used to determine if there was statistical significance between leadership style and 

degree, years of experience, and success in UIL OAP. 

Research Question One 

The first research question stated: Is there a relationship between leadership 

characteristics and success in UIL OAP? The MLQ provided data for an analysis of the 

leadership characteristics. Demographic data allowed for determining the level of success in UIL 

OAP. The null and alternate hypotheses stated: 
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H01: There is no statistically significant relationship between leadership characteristics 

and success in UIL OAP. 

Ha1: There is a statistically significant relationship between leadership characteristics and 

success in UIL OAP. 

The study used a Pearson product-moment correlation coefficient to determine the 

relationship between leadership characteristics and success. The variables were the categories of 

advancement, which were: never advancing out of the first round of competition, advancing to 

district if a zone competitor, advancing to bi-district, advancing to area, advancing to region, and 

advancing to the state competition, the twelve different MLQ characteristics, and the three MLQ 

leadership average scores for Transformational, Transactional, and Passive Avoidant. Table 2 

illustrates the descriptive statistics for the leadership styles of UIL OAP directors and includes 

the mean and standard deviation for each of the fifteen characteristics. Table 3 provides the mean 

and standard deviation for the six categories of director success. Both Tables 2 and 3 around 

found (see Appendix E). 

The results from the first research question revealed several significant relationships 

between leadership characteristics and success in UIL OAP. Where the correlation was below 

r(df) = .20, p < .05, a scatterplot was used to verify that the variables had a linear relationship 

(Spatz, 2019). Table 4 (see Appendix E) provides the results for each correlation and the fifteen 

different measured attributes. The scatterplots are provided (see Appendix F) for each attribute 

when applicable. 

The Pearson product-moment correlation between Idealized Attributes (IA) and success 

identified five of the six categories as significant. The positive correlations were advancing to 

district, r(172) = .29, p < .001, advancing to bi-district, r(196) = .23, p < .001, advancing to area, 
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r(217) = .31, p < .001, and advancing to region, r(205) = .29, p < .001. Advancing to state and IA 

had a low positive correlation with, r(200) = .18, p = .013. Figure 1 (see Appendix F) illustrates 

the scatterplot for advancing to state and IA. 

The Pearson product-moment correlation between Idealized Behaviors (IB) and success 

identified two of the six characteristics as significant. The analysis of advancing to area and IB 

were found to have a low positive correlation with r(217) = .18, p = .01. Advancing to region 

had a positive correlation with r(205) = .20, p < .001. The scatterplot for Idealized Behaviors is 

labeled Figure 2 (see Appendix F). 

The next two attributes, Inspirational Motivation (IM) and Intellectual Stimulation (IS), 

each had statistically significant characteristics in relation to success. The Pearson product-

moment correlation between IM and success identified two of the six characteristics as low 

positive significant correlations: advancing to area, r(217) = .15, p = .03, and advancing to 

region, r(204) = .15, p = .04. Figure 3 (see Appendix F) illustrates the scatterplot for advancing 

to area and region. The correlation between IS and success identified one category as significant. 

Advancing to region had a low positive correlation, r(205) = .14, p = .04. Figure 4 (see Appendix 

F) illustrates the scatterplot for advancing to region and IS. 

The Pearson product-moment correlation between Individual Consideration (IC) and 

success identified four of the six categories as significant. Advancing to district had a low 

positive correlation with, r(171) = .17, p = .03. Moderately positively correlations accounted for 

the remaining three in this group, they were: advancing to area, r(217) = .24, p < .001, advancing 

to region, r(204) = .28, p < .001, and advancing to state, r(199) = .23, p < .001. The scatterplot 

for IC and advancing to district is found in Figure 5 (Appendix F). 
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The Pearson product-moment correlation between Contingent Reward (CR) and UIL 

OAP success was significant in three categories. Advancing to bi-district had a low positive 

correlation with, r(197) = .18, p = .01. Advancing to area had a moderately positive correlation 

with, r(218) = .21, p < .001, as did advancing to region, r(205) = .22, p < .001. The scatterplot 

for CR and advancing to bi-district is found in Figure 6 (see Appendix F). 

The correlation between UIL OAP success at competition and the director’s Laissez-

Faire (LF) behaviors were negatively correlated in five categories. Only directors who had never 

advanced out of the first round of competition showed a positive correlation. Three of the six 

categories were statistically significant. Advancing to bi-district had a negative low correlation 

with, r(197) = -.18, p = .01, advancing to area was r(218) = -.20, p < .001, and advancing to 

region, r(205) = -.14, p = .04. The scatterplot for LF and advancing to bi-district and region is 

illustrated in Figure 7 (see Appendix F). 

Extra Effort (EE) and success were significantly related for four categories. Analyses for 

never advancing and advancing to district data failed to reject the null hypothesis; however, the 

remaining four categories had statistically significant p-values. Advancing to bi-district had a 

low positive correlation with, r(195) = .16, p = .03. Advancing to area had a positive correlation 

with, r(216) = .25, p < .001. Advancing to region had a positive correlation with, r(203) = .23, p 

< .001, and advancing to state competition had a low positive correlation with, r(198) = .15, p = 

.03. The scatterplot for EE and advancing to bi-district and region is titled Figure 8 (see 

Appendix F). 

The leadership outcome of Effectiveness (EFF) was significantly related to advancement 

in three of the six categories. Once again, analyses for the first two categories of never advancing 

and advancing to district data failed to reject the null hypothesis; however, each of the three 
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middle categories had low positive correlations and statistically significant p-values. The 

correlations were advancing to bi-district with, r(195) = .16, p = .02, advancing to area with, 

r(216) = .19, p < .01, and advancing to region with, r(203) = .16, p = .02. The scatterplot for EFF 

and success is illustrated in Figure 9 (see Appendix F). 

The broad category of Transformational Leadership that includes the subgroups of IA, 

IB, IM, IS, and IC were significantly related in all advancing categories. Only directors who had 

never advanced out of the first round of competition held the null hypothesis. The statistically 

significant correlations were advancing to district with, r(171) = .23, p < .001, advancing to bi-

district with, r(195) = .18, p = .01, advancing to area with, r(217) = .28, p < .001, and advancing 

to region with, r(199) = .18, p = .01. The scatterplot for Transformational behaviors and success 

is found in Figure 10 (see Appendix F). 

Like Transformational behaviors, only directors who never advanced out of the first 

round of competition showed no significant correlation to the attributes that make up 

Transactional Leadership. Additionally, the directors who never advanced in competition had a 

negative Pearson Correlation (r = -.05) and a negative sum of squares (SS = -12.99). In contrast, 

all advancing directors had a statistically significant positive correlation. The Transactional 

Leadership score was derived from the average of CR and MBEA. The statistically significant 

correlations were advancing to district with, r(172) = .18, p = .02, advancing to bi-district with, 

r(197) = .16, p = .02, advancing to area with, r(218) = .26, p < .001, advancing to region with, 

r(205) = .28, p < .001, and advancing to state competition with, r(200) = .19, p = .01. The 

scatterplot for Transactional behaviors and success is in Figure 11 (see Appendix F). 

The Passive Avoidant characteristic, the average of MBEP and LF, was negatively 

correlated with all the advancing categories. Further, the relationship was statistically significant 



LEADERSHIP IMPACT OF UIL OAP DIRECTORS  97 

in three of the six categories. The correlations were advancing to bi-district with, r(197) = -.18, p 

= .01, advancing to area with, r(218) = .20 < .001, and advancing to region with, r(205) = -.14, p 

= .04. The scatterplot for Passive Avoidant and success is found in Figure 12 (see Appendix F). 

Three of the fifteen attributes were not statistically significantly related to success on the 

Pearson product-moment correlation. Management by Exception - Active (MBEA), Management 

by Exception – Passive (MBEP), and Satisfaction (SAT) retained the null hypothesis. However, 

using the data from the MLQ and the correlation tests, it was possible to evaluate the relationship 

between leadership style and success in UIL OAP. Since twelve of the fifteen categories had 

statistically significant findings related to success in UIL OAP, the null hypothesis was rejected 

for research question one. 

Research Question Two 

The second research question stated: Is there a difference between degree type and 

leadership style? The MLQ provided data for an analysis of the leadership styles. Demographic 

data provided the degree type. The null and alternate hypotheses stated: 

H02: There is not a statistically significant difference between the type of degree and 

leadership style. 

Ha2: There is a statistically significant difference between the type of degree and 

leadership style. 

A one-way analysis of variance (ANOVA) was used for three separate calculations to 

examine the hypothesis for research question two. The independent variable was the degree type: 

no bachelor’s degree or beyond; degree field other than education or theatre; degree in education 

but could include theatre certification; and a degree in theatre but could include a teaching 

certification. The dependent variables were the MLQ leadership styles, specifically, 
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Transformational Leadership, Transactional Leadership, and Passive Avoidant. For each of these 

three leadership styles, an ANOVA was used to analyze if a difference occurred in the attribute 

scores when grouped by degree type. Descriptive statistics for educational background related to 

Transformational Leadership are provided in Table 5, Transactional are in Table 6, and Passive 

Avoidant are found in Table 7 (see Appendix E for Tables 5-7). 

The ANOVA (see Table 8) showed no statistically significant findings for educational 

background and leadership style: Transformational: F (3,233) = 2.11, p = .10, Transactional: F 

(3,235) = 1.04, p = .38, Passive Avoidant: F (3,235) = .17, p = .92. Due to the lack of statistically 

significant relationships, the null hypothesis is retained, and no further tests were needed. There 

is no statistically significant difference in the MLQ leadership attribute scores when grouped by 

type of degree. 

Research Question Three 

The third research question stated: Is there a difference between leadership characteristics 

and years of experience in education? The MLQ provided data for an analysis of the leadership 

characteristics. Demographic data provided the years of experience in education. The null and 

alternate hypotheses stated: 

H03: There is not a statistically significant difference between the director’s leadership 

characteristics and the years in education. 

Ha3: There is a statistically significant difference between the director’s leadership 

characteristics and the years in education. 

A one-way ANOVA was computed to examine the hypotheses for research question 

three. The study grouped participants by categorizing years of experience in education using 

ranges of 1 year, 2 to 3 years, 4 to 7 years, 8 to 10 years, 11 to 14 years, 15 to 19 years, 20 to 24 
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years, 25 to 29 years, 30 to 34 years, and 35+ years. Table 9 illustrates the descriptive statistics 

for Transformational Leadership, Table 10 has Transactional Leadership, and Table 11 includes 

the Passive Avoidant characteristics (see Appendix E for Tables 9-11). The independent variable 

was years of experience. The dependent variables were the scores of the MLQ leadership 

categories, specifically, Transformational, Transactional, and Passive Avoidant behaviors. The 

ANOVA (see Table 12) showed statistically significant differences between Transformational 

Leadership scores on the MLQ when participants were grouped by years of experience, F (9,227) 

= 3.56, p = < .001, η2 = .12 as well as Transactional Leadership scores, F (9,229) = 2.53, p = .01, 

η2 = .09. However, Passive Avoidant scores showed no significant differences across years of 

experience, F (9,229) = .785, p = .63.  

Tukey’s HSD tests were used for multiple comparisons of Transformational and 

Transactional Leadership (Tables 13 and 14, see Appendix E). Tukey’s HSD test showed a 

statistically significant difference exists in Transformational Leadership scores between 2 to 3 

years of experience (M = 3.12) and 25 to 29 years (M = 3.56) p = .03 and 35+ years (M =3.64) p 

= .01. Significant differences were also found between 15 to 19 years (M = 3.27) and 20 to 24 

years (M =3.53) p = .04, 25 to 29 years (M =3.56) p = .01 and 35+ years (M =3.64) p < .001. 

Tukey’s HSD test showed a statistically significant difference exists in Transactional Leadership 

between 2 to 3 years of experience (M = 3.11) and 30 to 34 years (M = 3.64) p = .03 and 35+ 

years (M =3.71) p = .01.  

Additionally, tests were run on the attributes used in Transformational and Transactional 

averages to identify areas of further significance. The additional ANOVA (see Table 15) for 

Transformational attributes showed a statistically significant difference in years in education and 

Idealized Attributes (IA), F (9,228) = 3.56, p < .001, η2 = .12, Idealized Behaviors (IB), F 
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(9,229) = 2.08, p = .03, η2 = .08, and Inspirational Motivation (IM), F (9, 227) = 2.14, p = .03, 

η2 = .08.  

Post-hoc Tukey HSD tests were used for multiple comparisons of the significant 

transformational characteristics. The results are illustrated in Table 16 (see Appendix E). 

Tukey’s HSD test showed a statistically significant difference in Idealized Attributes and 

Individual Consideration. No significant differences were found in Inspirational Motivation 

across years of experience. Significant differences were found in Idealized Attributes between 8 

to 10 years and 35+ years (M = 3.53) p = .04. Further IA differences were between 15 to 19 years 

and 25 to 29 years (M = 3.43) p = .03 and 35+ years (M = 3.53) p = .01. Significant differences 

between Individualized Consideration were between 15 to 19 years (M = 3.43) p = .05 and 35+ 

years (M = 3.53) p = .01. 

An additional ANOVA (Table 17, see Appendix E) was performed on the Transactional 

attributes of Contingent Reward (CR) and Management-by-Exception-Active (MBEA). The 

results revealed that CR was statistically different, F (9, 229) = 1.93, p = .05, η2 = .07. A Tukey 

Post-hoc test was run on CR factors. There were no statistically significant differences across the 

years of experience for this leadership characteristic. 

Research question three asked if there was a statistically significant difference between 

years of experience in education and leadership style. An ANOVA revealed that 

Transformational and Transactional Leadership behaviors had significant differences when 

compared across years of experience. However, there was no difference between years of 

experience and Passive Avoidant leadership behaviors.  
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Supplementary Findings 

Beyond the research questions, additional findings exist. Statistically significant 

differences were found between the age of the participants and their leadership style tendencies. 

Additionally, data suggests a correlation between the leadership style of the director and the size 

(classification) of the school. Further, the Transactional Leadership attribute of Management-by-

Exception-Active was significant across gender. Finally, statistically significant differences were 

found between the years of experience directing UIL OAP and competitive success. 

Age and Leadership Style Tendency 

As part of the demographic questions, participants responded with their ages. To protect 

anonymity, responses were grouped for analysis into age ranges: 20-29, 30-39, 40-49, 50-59, 60-

69, and 70 and above. Table 18 (see Appendix E) shows the descriptive statistics for leadership 

tendency across age groups. An ANOVA with age as the independent variable and three 

dependent variables of primary leadership styles (see Table 19) revealed statistical significance 

for Transformation Leadership F (5, 226) = 3.49, p < .001, η2 = .07 and Transactional 

Leadership F (5, 228) = 3.02, p = .01, η2 = .06. Post-hoc Tukey HSD tests were not reliable as 

the number of participants in the age groups, and the means were not consistent (Brooks & 

Johanson, 2011). For example, the 20-29 age group had 25 participants, the 30-39 group had 66 

participants, and the 70 and above group only had 12 participants. For the Transformational 

score, the mean was 3.34 for the 20-29 group and 3.73 for the 70 and above group. Passive 

Avoidant behaviors were not statistically significant across age groups. 

Leadership Style of the Director and School Classification 

Included in the demographic section of the survey was a question about the size of the 

school the educator worked at and asked the participants to record the number of years for each 
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of the UIL size classifications. UIL classifies schools based on high school enrollment, and the 

classifications for the 2021-2022 school year were: 1A = enrollment up to 104 students; 2A= 

enrollment between 105-249 students; 3A= enrollment between 250-544 students; 4A= 

enrollment between of 545-1,299; 5A= enrollment between 1,300-2,224; and 6A enrollment 

starts at 2,225 (UIL, 2022b). Since the data were continuous, a Pearson product-moment 

correlation coefficient was used to determine the relationship between leadership style and 

enrollment. The results of this test are found in Table 20 (see Appendix E). Transformational 

Leadership’s average score and classification was statistically significant for 6A schools, r (151) 

= .18, p = .03. The relationship between Transactional Leadership scores and school size was 

significant for 2A, r (152) = .16, p = .04. The relationship between Passive Avoidant scores and 

school size was significant for 3A, r (162) = -.18, p = .02. 

Leadership Style and Gender 

The Transactional Leadership attribute of Management-by-Exception-Active was 

statistically significant across gender. Respondents provided their gender as part of the 

demographic questions. The descriptive statistics are provided in Table 1 (see Appendix E). The 

breakdown on gender was Female (172) n = 172 with 72%, Male (62) n = 62 and 25.9%, and 5 

respondents or 2.1% choosing to not say gender. Results of a one-way ANOVA for MBEA 

across gender was statistically significant, F (2, 238) = 14.70, p < .001, η2 = .11. 

Competitive Success and Years Directing UIL OAP 

Finally, participants responded to a demographic question about how many years they 

have directed UIL OAP. The categories were 1 year, 2 to 3 years, 4 to 7 years, 8 to 10 years, 11 

to 14 years, 15 to 19 years, 20 to 24 years, 25 to 29 years, 30 to 34 years, and 35+ years. To 

protect anonymity, responses were further grouped for analysis into ranges of 1 to 3 years, 4 to 7 
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years, 8 to 10 years, 11 to 14 years, 15 to 19 years, and 20+ years. An ANOVA with years 

directing UIL OAP as the independent variable and six dependent variables: never advancing out 

of the first round of competition, advancing to district if a zone competitor, advancing to bi-

district, advancing to area, advancing to region, and being a state competitor revealed statistical 

significance in all categories. Descriptive statistics for this test are in Table 21 (see Appendix E).  

Results of a one-way ANOVA for never advancing out of the first round of competition were F 

(5, 183) = 3.622, p = .00, η2 = .09. Advancing to district if a zone competitor were F (5, 165) = 

52.32, p < .001, η2 = .61. Advancing to bi-district was F (5, 190) = 22.60, p < .001, η2 = .37. 

Advancing to area was F (5, 211) = 55.37, p < .001, η2 = .57. Advancing to region was F (5, 

198) = 38.19, p < .001, η2 = .49. Advancing to state competition was F (5, 193) = 16.36, p < 

.001, η2 = .30.  

Summary 

The study focused on the relationship between the leadership styles of UIL OAP directors 

and their degree types, years of teaching experience, and success at competition. A Pearson 

product-moment correlation coefficient examined the data for the first research question between 

leadership style and success and found multiple areas of significance. Where the Pearson 

Correlation was low, r < .20, scatterplots were run to verify linear relationships. 

A series of ANOVAs and post-hoc Tukey HSD tests examined data for research 

questions two and three. Research question two, which evaluated whether there was a 

relationship between degree type and leadership style, revealed no significant difference, and the 

null hypothesis was retained. The third question, with regard to years of experience and 

leadership, revealed multiple significant areas. Statistically significant differences exist between 

the years of teaching experience and the scores for Transformational and Transactional 
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leadership styles. Post-hoc Tukey HSD tests further showed significant differences between a 

variety of experience groups. Because Transformational and Transactional leadership 

characteristics are averages of the Full Range of Leadership attributes, ANOVA was run on both. 

The Transformational attributes of IA, IB, and IM were significant when compared to 

experience, as was the Transactional attribute of MBEA. The research questions and subsequent 

data provided valuable supplementary findings. Chapter Five assesses research questions, 

limitations of the study, and implications for future research. 
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Chapter Five 

Summary, Discussion, and Implications 

Introduction 

The directors’ leadership style impacts the theatrical production experience (Mitchell, 

2008). The theatre director influences stakeholders across all areas, including acting, designing, 

technical work, management, and the audience experience (Brestoff & Richard, 1996; Knowles, 

2015). Exemplary leaders understand that their leadership approach depends on their role, 

setting, and audience (Kouzes & Posner, 2017). The same applies in theatre, as directors utilize 

different leadership styles based on their position within the organization, the theatrical 

environment, the stakeholders within the production, and their audience (Bloom, 2001; Hodge & 

McLain, 2009; Mitchell, 2008). While previous studies examined artistic leadership (Garavan et 

al., 2015; Krause, 2015), a gap exists in exploring the leadership styles of Texas high school UIL 

OAP theatre directors. 

Theatre directors face leadership challenges due to the lack of leadership training 

available within the industry (Bloom, 2001). Artistic leadership training tends to focus on task 

and facility management rather than teaching leadership principles or skills   

(Adler, 2006; Bolman & Deal, 2008; Stein & Bathurst, 2008; Webb, 2020). As full-time 

employees in Texas public schools, high school UIL OAP directors are not required to complete 

leadership training or have degrees (UIL, n.d.-a). Exacerbating the problem is the reality that 

UIL OAP is an extra-curricular activity, and budgets are determined by school administrators 

outside of the state’s foundational school funding (Swaby, 2019). The disparity of resources 

creates additional directing challenges (Crescencio, 2019; UIL, n.d.-b). The challenges that 

directors face cause some directors to take a more personalized leadership approach while other 
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directors take a more traditionally autocratic directorial approach (Cohen, 2011; Gotuaco, 2006; 

Stevens, 2010; Ziegler, 1987).  

 High school theatre is tied to competition (Brockett, 1991; Innes & Shevtsova, 2013; 

Mardirosian & Lewis, 2016). The quest for competitive success combined with a scarcity of 

resources leaves some schools without knowledgeable directors. The number of available 

theatre-degreed education professionals is considerably less than the need (N. Camarillo, 

personal communication, February 11, 2022; Murray, n.d.; Rodriquez, 2019; TEA, 2020). 

Further, the general lack of leadership principles taught in the teacher education curriculum 

creates a gap in classroom management perpetuated within fine arts education (Lester, 2014; 

NAST, 2020; Wah, 2017). While previous studies examined leadership in education and 

leadership within the performing arts, the study contributes new information regarding the 

leadership approaches used by Texas high school UIL OAP directors.  

Furthermore, the study contributes new information regarding the leadership styles of 

directors and their success in the yearly UIL OAP competition. Additional findings address 

leadership style across the demographic factors of educational attainment and years of 

experience. The chapter discusses the outcomes of the three research questions. Supplementary 

conclusions relating to the director’s age, years directing UIL OAP, and the school’s 

classification were analyzed. Finally, the chapter examines the study’s limitations and discusses 

the implications for future research. 

Practical Assessment of the Research Questions 

The non-experimental correlational quantitative study addressed the gap in research on 

directorial leadership and its impact on production success. Additionally, the study sought to 

determine whether the director’s education and experience yielded a difference in leadership 
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behaviors. The following section provides the conclusions from the three research questions and 

the supplemental findings. 

Research Question One 

The first research question investigated if there was a statistically significant relationship 

between the director’s leadership behaviors and production success. The variables were the level 

of success and leadership style. As the Pearson product-moment correlation coefficient measures 

the association between the relationship of two variables, determining independent and 

dependent variable status was unnecessary (Metsämuuronen, 2022). The advancement categories 

were: never advancing out of the first round of competition, advancing to the district competition 

if a zone competitor, advancing to bi-district, advancing to area, advancing to region, and 

advancing to the state competition. The leadership styles were the nine different MLQ 

characteristics, the three MLQ leadership average scores for Transformational, Transactional, 

and Passive Avoidant, and the three Outcomes of Leadership. Research question one stated: 

1. Is there a relationship between leadership characteristics and success in UIL OAP? 

The null and alternate hypotheses were:  

H01: There is no statistically significant relationship between leadership characteristics 

and success in UIL OAP. 

Ha1: There is a statistically significant relationship between leadership characteristics and 

success in UIL OAP. 

A Pearson product-moment correlation coefficient revealed significant relationships 

between leadership scores and success in UIL OAP. Of the fifteen characteristics evaluated on 

the MLQ, only three retained the null hypothesis: Management by Exception - Active (MBEA), 

Management by Exception – Passive (MBEP), and Satisfaction (SAT). Of the remaining twelve 
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characteristics, the five characteristics (IA, IB, IM, IS, IC) that make up the Transformational 

Leadership score were statistically significant for all advancing categories. Similarly, the score 

for Transactional Leadership, which consists of CR and MBEA, was statistically significant in 

all advancing categories. The score for Passive Avoidant non-leadership style of MBEP and LF 

were negatively correlated for advancing categories. 

The study’s results were consistent with the studies of leaders and success in other fields 

(Balwant, 2016; Mao et al., 2020; Vandenberghe et al., 2002). Two separate meta-analyses of the 

MLQ related to performance revealed similar findings to the study of theatre directors and their 

UIL OAP success (Balwant, 2016; Deinert et al., 2015). The meta-analysis showed that Idealized 

Influence, the combination of IA and IB, was directly related to mentoring stakeholders while IM 

was directly related to performance (Deinert et al., 2015). The study of UIL OAP directors is 

consistent with these results, as directors who scored high in IM positively correlated with 

advancing to area and region competitions (Balwant, 2016; Deinert et al., 2015; Mao et al., 2020; 

Vandenberghe et al., 2002).  

The scope of the study included directors’ self-reported data and their answers on the 

MLQ over their perceived leadership styles. The MLQ results reflect how directors view their 

leadership. Directors view their leadership style in one way; however, stakeholders can view it 

differently. Further, as directors self-reported their success, the recorded success in UIL OAP 

competition could be different. Future research should include stakeholder feedback on 

leadership style. Additionally, as UIL OAP’s competitive success is a public record, future 

research could incorporate actual success in competition compared to demographics.  
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Research Question Two 

The second research question examined if there was a difference between UIL OAP 

directors’ educational attainment and leadership style. UIL does not have educational guidelines 

for directors; therefore, the educational background of directors is typically unknown (UIL, n.d.-

b). For this question, educational attainment was the independent variable. Educational 

attainment was reported as having a degree in theatre, a degree in education, a degree in another 

field, or no degree. The leadership styles of Transformational, Transactional, and Passive 

Avoidant were the dependent variables. Research question two stated:   

2. Is there a difference between degree type and leadership style? 

The null and alternate hypotheses were:  

H02: There is no statistically significant difference between the type of degree and 

leadership style. 

Ha2: There is a statistically significant difference between the type of degree and 

leadership style. 

A one-way ANOVA test failed to reject the null hypothesis for research question two. 

The ANOVA showed no statistically significant differences between degree type and leadership 

style. The results were consistent with previous studies on leadership styles and educational 

attainment (Flanigan et al., 2017). Additionally, the consistency between the findings of this 

study and earlier studies on teachers and leadership styles reveals the need for future research on 

including leadership training in teacher education programs (Lawrence, 2015; Özgenel & Aksu, 

2020). 
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Research Question Three 

The third research question examined the difference between leadership characteristics 

and years of experience in education. As the independent variable, participants reported years of 

education experience in groups using ranges of 1 year, 2 to 3 years, 4 to 7 years, 8 to 10 years, 11 

to 14 years, 15 to 19 years, 20 to 24 years, 25 to 29 years, 30 to 34 years, and 35+ years. The 

dependent variable was leadership style, with the initial test focused on Transformational, 

Transactional, and Passive Avoidant behaviors. Research question three stated:   

3. Is there a difference between leadership characteristics and years of experience in 

education? 

The null and alternate hypotheses were:  

H03: There is no statistically significant difference between leadership characteristics and 

years of experience in education. 

Ha3: There is a statistically significant difference between leadership characteristics and 

years of experience in education. 

One-way ANOVA and post-hoc Tukey HSD test rejected the null hypothesis for 

Transformational and Transactional Leadership. However, Passive Avoidant failed to reject the 

null hypothesis. Regarding Transformational Leadership, the ANOVA and Tukey HSD tests 

showed statistically significant differences between 2 to 3 years and 25 to 29 years and 35+ years 

of experience. Significant differences were also found in Transformational Leadership between 

15 to 19 years and 20 to 24 years, 25 to 29 years, and 35+ years. Regarding Transactional 

Leadership, Tukey’s HSD test showed a statistically significant difference between 2 to 3 years 

of experience and 30 to 34 years and 35+ years.  
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Because the ANOVA revealed statistically significant findings for Transformational and 

Transactional characteristics, additional ANOVAs for the attributes used in Transformational 

and Transactional Leadership were completed. The differences between IA, IB, and IM were 

statistically significant across years in education. Post-hoc Tukey HSD tests showed statistically 

significant differences between IA and 8 to 10 years and 35+ years in education. No significant 

differences were found in IB or IM across years of experience. The scores for Contingent 

Reward, a Transactional attribute, were statistically significant across years of experience. A 

post-hoc Tukey test failed to show significant differences for CR across years of experience. The 

results of the study were consistent with previous studies on the impact experience has on 

leadership style (Fletcher & French, 2021; Ibrahim & Al-Taneiji, 2012). Further, the results of 

the study agreed with previous findings. Whereas leaders become more experienced in their 

work, they are less likely to use transformational attributes (Giri & Santra, 2010).  

Supplementary Findings 

The study identified additional findings beyond the scope of the initial research 

questions. Findings suggest that Transformational and Transactional leadership styles are 

statistically significantly related to age. Additionally, the Transactional Leadership attribute of 

Management-by-Exception-Active score was statistically significant within gender.  

Findings also revealed a correlation between leadership style and the size of the school. 

UIL classifies schools into six categories by high school enrollment. The study showed that 

Transformational Leadership scores were statistically significant for the largest (6A) schools. 

Transactional Leadership scores were statistically significant for 2A, one of the smaller 

enrollment sizes. Passive Avoidant scores were significant for 3A schools which is a middle 

enrollment schools with between 250-544 students (UIL, 2022b). Previous studies on leadership 
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as related to organizational size support these findings as larger organizations tend to support job 

differentiation, innovation, and foster the transformational attributes of IA, IB, IM, IS, and IC 

(Krishnan, 2012; Jung & Lee, 2016; Mesu et al., 2015). However, a previous study on leadership 

styles in small, medium, and large organizations failed to find statistical significance between the 

leadership style and the organization's size (Bojadjiev et al., 2019). Further studies on leadership 

styles and organizational size are warranted. 

Finally, significant differences were found between competitive success and the years of 

experience directing UIL OAP. Years of experience directing was the independent variable, and 

the six possible responses for advancing were the dependent variables. An ANOVA showed 

statistically significant differences between advancing in competition and years of directing UIL 

OAP in all categories. These results supported the findings found in research question three and 

previous studies on experience and success (Balwant, 2016; Deinert et al., 2015). 

Limitations of the Study 

 Limitations related to the design and the sample population impacted the study. External 

and internal threats to validity were examined (Creswell & Creswell, 2018). Efforts to mitigate 

the limitations were made to protect the validity of the results (Ross & Bibler Zaidi, 2019). The 

following were limitations of the study: 

1. The study examined the leadership characteristics of UIL OAP directors from their 

perspective using self-reported data. A multi-rater study that would include students, 

administrators, parents, or other stakeholders’ viewpoints of the leader’s style would 

provide a comprehensive view. 

2. The study explored directorial leadership from a managerial standpoint, not the 

instructional perspective. As UIL OAP directors working with high school students, the 
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ability of the director to teach students theatre content was not addressed. Further, as 

theatre is not a tested subject in Texas, there is a lack of curricular feedback that could be 

used to support future studies. 

3. Directors self-reported their success within UIL OAP. However, for many schools, UIL 

OAP is one of the three or four major productions produced each year. The success or 

lack of success within UIL OAP may not be indicative of the director's leadership style 

for other productions. 

4. The study occurred in June, during the summer, when teachers who direct UIL OAP are 

on break. Furthermore, some directors were unaware of the study because the UIL OAP 

season begins in late February and ends in May. Because the entire target population did 

not participate, the results may not accurately reflect the group. 

5. Responses within some of the demographics were low. Of the years in education, the 

categories of 1 year of experience (n= 6) and 2 to 3 years (n= 7) were substantially 

smaller than the number of respondents for 4 to 7 years (n= 34).  Due to the low numbers 

of 1-3 years of teaching experience, the data may not reflect the population. 

The quality and rigor of a study are defined by its limitations (Ross & Bibler Zaidi, 2019). 

The use of the MLQ, an extensively validated and normed study, provided support for 

investigating theatre directors’ leadership styles (Bass & Avolio, 2004). The use of G*Power 

software to compute an a priori power analysis determined that a minimum of 216 responses 

were needed to determine significance (Cohen, 1988; Faul et al., 2007; Lakens, 2013). 

Mitigating study limitations allows for implications for future use (Ross & Bibler Zaidi, 2019). 
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Implications of Future Study 

The results reveal a need for further study of UIL OAP directors and their leadership 

styles. The use of meta-analyses and a review of the literature ensured validity and protection 

against internal and external threats (Balwant, 2016; Deinert et al., 2015; Mao et al., 2020; 

Vandenberghe et al., 2002; Wu et al., 2012). The results of the analysis offer several implications 

for future research. These opportunities include:  

1. Time the study to reach UIL OAP directors during the school year. This could be 

done either in the fall as UIL OAP school entry cards are due to the state or 

immediately after the competition ends in May. Changing the timing of the study 

could provide for a larger sample size and a potentially larger demographic spread. 

2. Examine UIL OAP director leadership style using a multi-rater survey. Asking 

directors for their perceptions of their leadership and the stakeholder view of the 

leadership style would provide insights into the director’s self-reported data. 

3. Compare the director self-reported leadership style with stakeholder responses. 

Findings could be used in creating curricula within theatre education programs. 

4. Conduct further studies on directors as teacher-leaders. A gap exists in research on 

director and teacher classroom leadership styles (Garmston & Wellman, 1999; Kee et 

al., 2010). Additional studies would contribute to the body of knowledge for 

directors. 

5. Conduct further studies of theatre education programs and the relationship to director 

leadership. A better understanding of the impact of director leadership on students 

and success would benefit the theatre discipline. 
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The implications of the study offer a starting place for future research. Opportunities exist 

for teacher-leaders, theatrical directors, and knowledgeable UIL OAP directors (Adler, 2006; 

Bolman & Deal, 2008; Stein, 2016; Stein & Bathurst, 2008; Webb, 2020). The study results were 

provided in Chapter Four and discussed in Chapter Five. The following is a summary of the 

study. 

Summary 

The study of the leadership style of theatre directors is significant in contributing to 

existing knowledge concerning theatre and leadership. The study contributes to a gap in research 

on director leadership styles within educational settings. Additionally, the study contributes to 

the gap in research on the impact leadership style has on stakeholders and the success of 

theatrical productions. The study provides an opportunity for future research on directorial 

leadership, the connection to successful productions, and the potential for research-informed 

theatre practices. 

Directors impact all aspects of theatrical productions (Brestoff & Richard, 1996; 

Knowles, 2015). The director is ultimately responsible for the acting, directing, designing, and 

producing the play (Litwak, 2019). As the production leader, the director bridges the script, the 

actor, and the audience (Gonzalez, 2013; Mitchell, 2008). Directors lead productions of all 

shapes and sizes. In Texas, UIL OAP provides directors an opportunity to lead, direct, and 

compete, whether in the smallest community school to the largest high school in the state (UIL, 

2022b). As such, directors must communicate with stakeholders from different demographics 

and organizational structures (Lazarus, 2012). The director understands that the organizational 

environment impacts the leadership style (Owen, 2014). 
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The study found significant relationships between leadership style and success in UIL 

OAP. Twelve of the fifteen categories evaluated on the MLQ were statistically significant in 

relation to competitive success. The results were consistent with previous studies on leaders and 

success (Balwant, 2016; Mao et al., 2020; Vandenberghe et al., 2002). Meta-analysis identified 

Idealized Motivation as positively correlated to success in UIL OAP (Deinert et al., 2015). 

The study found no difference between the director’s educational attainment and 

leadership style. The results were consistent with a previous study (Flanigan et al., 2017). As 

leadership is not part of the university education or theatre curriculum, the results of this study 

and the previous studies, suggest that leadership should be included in teacher training programs 

(Lawrence, 2015; Özgenel & Aksu, 2020). 

The study found statistically significant differences between experience in education and 

experience directing UIL OAP compared to leadership behaviors. The study’s results were 

consistent with previous studies on the impact experience has on leadership style (Fletcher & 

French, 2021; (Giri & Santra, 2010; Ibrahim & Al-Taneiji, 2012). Additionally, the study 

revealed a significant difference between age and the positive leadership traits of 

Transformational and Transactional Leadership. No significant difference between Passive 

Avoidant behaviors and age were found. 

Finally, the study found that size of the school impacted leadership style. Directors in 

small schools demonstrated transactional attributes. Participant scores for Passive Avoidant 

characteristics showed that directors in mid-size schools had statistically significant results for 

non-leadership attributes. Large school directors demonstrated transformational attributes. These 

findings were consistent with studies on leaders and organizational size (Krishnan, 2012; Jung & 

Lee, 2016; Mesu et al., 2015). 
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The study establishes the need for further research on leadership and educational 

directors. Future studies should utilize multi-rater MLQ surveys to determine if the self-reported 

viewpoints are consistent with stakeholder input (Avolio & Bass, 2002). Furthermore, future 

research on directorial leadership’s impact on the success of productions could be used in 

university theatre education programs to better prepare future directors. 
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Appendix A 

Informed Consent 

You are invited to participate in a research study entitled “An examination of the leadership 
styles of UIL OAP directors”.  Please read this form and ask any questions you may have before 
acting on this invitation to participate in the study.  

 
This study is being conducted by Emily McLemore, a doctoral candidate at the University of the 
Cumberlands and has been approved by the UC Institutional Review Board (IRB). 

 

Background Information: 

The purpose of this study is to determine if there is a relationship between the education and 
experience of the director and their leadership style. Additionally, the study seeks to determine if 
there is a relationship between the director’s leadership style and the success of their 
productions. This study will involve a minimum on 200 directors, with the goal of reaching 
significantly more UIL OAP directors. 

 
Inclusion Criteria: 

This study is open to all individuals who are currently or have previously participated in the high 
school UIL OAP competition as a director. 

 

Procedures: 

If you agree to be in this study, you will be asked to answer demographic questions along with 
45 questions on the Multifactor Leadership Questionnaire. Completion will take approximately 
10 to 15 minutes. 

 
Voluntary Nature of the Study: 

Your participation in this study is strictly voluntary. Your decision whether or not to participate 
will not affect your current or future relations with positions or services unrelated to the study. If 
you initially decide to participate, you are free to withdraw at any time later without affecting 
those relationships. 

 
Risks and Benefits of Participation: 

There is no more than minimal risk associated with participating in this study and there is no 
individual benefit to participation in the study. However, study findings may provide the overall 
benefit of leadership development in theatre training. In the event you experience stress or 
anxiety during your participation in the study, you may terminate your participation at any time. 
You may refuse to answer any questions you consider invasive or stressful. 
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Compensation: 

There will be no compensation provided for your participation in this study. 
 

Confidentiality: 

Any data or records gathered from your participation will be kept private. In any report of this 
study that might be published, the researcher will not include any information that will make it 
possible to identify you. Research records will be securely stored and only accessible to the 
researcher. Data will be stored in a secure, password protected location.  

 
Comments and Questions: 

The researcher conducting this study is Emily McLemore. The researcher’s faculty advisor is Dr. 
Whitney Taylor, whitney.taylor@ucumberlands.edu. Please direct any questions you have 
related to the consent or participation to the researcher, Emily McLemore, 
emclemore18703@ucumberlands.edu or Dr. Whitney Taylor, 
whitney.taylor@ucumberlands.edu. If you have questions later, you may contact them via 
emclemore18703@ucumberlands.edu or the UC Institutional Review Board (IRB) office at at 
irb@ucumberlands.edu. 

 
Consent: 

I have read the above information, been given adequate time to consider the information, and 
understand that my participation is voluntary and that I may stop participation at any point. If I 
have asked questions, I have received answers. I consent to take part in this study and understand 
that my answers are completely anonymous. 

 
☐ Yes  
☐ No 
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Appendix B 

IRB Approval 
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Appendix C 

Inclusion Question 

I have participated in the UIL OAP competition at least one time at the high school level as a 

director. 

☐ Yes  
☐ No 

 

Demographic Questions 

1. What is your age?  

2. What is your sex?  

3. What is your educational background? 

4. What is your primary role? 

5. How many years have you worked in education? 

6. How many years have you directed UIL OAP for competition? 

7. For the next set of questions, please indicate the number of times you advanced in UIL 

OAP Competition? (Close approximation is understandable.) 

Never advanced beyond the first round of competition 

Advanced to District (if a Zone competitor) 

Advanced to Bi-district 

Advanced to Area 

Advanced to Region 

State Competitor 
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Appendix D 

Permission To Use Survey 
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Appendix E 

Tables 

Table 1 

Demographic Characteristics of UIL OAP Directors 

Characteristic  n % 
Sex Female 172 72.0 

Male 62 25.9 
Prefer not to say 5 2.1 

Age 20-29 25 10.5 
30-39 66 28.2 
40-49 51 21.8 
50-59 47 20.1 
60-69 33 14.1 
70 Plus 12 5 
No answer 5 2.1 

Years in Education 1 year 6 2.5 
2 to 3 years 7 2.9 
4 to 7 years 34 14.2 
8 to 10 years 36 15.1 
11 to 14 years 29 12.1 
15 to 19 years 25 10.5 
20 to 24 years 31 13 
25 to 29 years 33 13.8 
30 to 34 years 21 8.8 
35 plus years 17 7.1 

Years as a UIL OAP Director 1 year 11 4.6 
2 to 3 years 34 14.2 
4 to 7 years 57 23.8 
8 to 10 years 34 14.2 
11 to 14 years 27 11.3 
15 to 19 years 34 14.2 
20 to 24 years 16 6.7 
25 to 29 years 14 5.9 
30 to 34 years 4 1.7 
35 plus years 7 2.9 

Note. N = 239. 
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Table 2 

Descriptive Statistics for UIL OAP Director’s Leadership Styles 

Attribute Mean Std. Deviation n 
IA Average 3.26 0.50 238 
IB Average 3.54 0.46 239 
IM Average 3.53 0.38 237 
IS Average 3.39 0.51 239 
IC Average 3.64 0.37 238 
CR 3.43 0.49 239 
MBEA 1.82 0.80 239 
MBEP 1.22 0.67 239 
LF 0.85 0.64 239 
Extra Effort 3.45 0.54 237 
Effectiveness 3.41 0.50 237 
Satisfaction 3.45 0.54 237 
Transformational Average Score 3.47 0.31 237 
Transactional Average Score 3.53 0.37 239 
Passive Avoidant Average Score 0.85 0.64 239 
Note. n = number of responses. 

 

Table 3 

Descriptive Statistics for Level of Success in UIL OAP Competition 

Advancement Mean Std. Deviation n 
Never advanced out of first round of competition 2.99 3.94 190 
Advanced to District (if a Zone competitor) 6.66 7.84 172 
Advanced to Bi-district 4.21 4.55 197 
Advanced to Area 5.35 7.01 218 
Advanced to Region 3.59 5.47 205 
State Competitor 1.36 2.68 200 

Note. n = number of responses. 
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Table 4 

Relationship Between Leadership Style and Success in UIL  

Attribute Inferential Statistic NA AD AB AA AR SC 
IA Average Pearson Correlation .05 .27 .23 .31 .29 .18 

Sig. (2-tailed) .53 <.001* <.001* <.001* <.001* .01* 
n 189 172 196 217 205 200 

IB Average Pearson Correlation .02 .17 .15 .18 .20 .10 
Sig. (2-tailed) .77 .13 .03* .01* .01* .17 
n 190 172 197 218 205 200 

IM Average Pearson Correlation <.001 .11 .09 .15 .15 .06 
Sig. (2-tailed) 1.00 .16 .23 .03* .04* .43 
n 188 171 195 217 204 199 

IS Average Pearson Correlation -.01 .12 .06 .12 .14 .08 
Sig. (2-tailed) .91 .11 .43 .08 .04* .27 
n 190 172 197 218 205 200 

IC Average Pearson Correlation -.06 .17 .07 .24 .28 .23 
Sig. (2-tailed) .41 .03* .31 <.001* <.001* <.001* 
n 189 171 196 217 204 199 

MBEA Pearson Correlation .07 <.001 -.10 <.001 .05 .07 
Sig. (2-tailed) .34 .98 .16 .99 .49 .32 
n 190 172 197 218 205 200 

MBEP Pearson Correlation .07 -.07 -.07 -.10 -.05 -.02 
Sig. (2-tailed) .31 .35 .31 .13 .47 .73 
n  190 172 197 218 205 200 

LF Pearson Correlation .07 -.14 -.18 -.20 -.14 -.07 
Sig. (2-tailed) .36 .06 .01* <.001* .04* .35 
n 190 172 197 218 205 200 

CR Pearson Correlation -.04 .14 .18 .22 .22 .13 
Sig. (2-tailed) .60 .08 .01* <.001* <.001* .07 
n  190 172 197 218 205 200 

Extra Effort Pearson Correlation <.001 .10 .16 .25 .23 .15 
Sig. (2-tailed) .96 .18 .03* <.001* <.001* .03* 
n 188 171 195 216 203 198 

Effectiveness Pearson Correlation -.03 .09 .16 .19 .16 .06 
Sig. (2-tailed) .66 .24 .02* .01* .02* .37 
n 188 171 195 216 203 198 

Satisfaction Pearson Correlation .02 .05 .10 .13 .11 .05 
Sig. (2-tailed) .76 .53 .17 .06* .11 .48 
n 188 171 195 216 203 198 

Transformational 
Average Score 

Pearson Correlation .01 .23 .18 .28 .30 .18 
Sig. (2-tailed) .92 <.001* .01* <.001* <.001* .01* 
n 188 171 195 217 204 199 

Transactional 
Average Score 

Pearson Correlation -.05 .18 .16 .26 .28 .19 
Sig. (2-tailed) .53 .02* .02* <.001* <.001* .01* 
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Attribute Inferential Statistic NA AD AB AA AR SC 
n 190 172 197 218 205 200 

Passive 
Avoidant 

Pearson Correlation .07 -.14 -.18 -.20 -.14 -.07 
Sig. (2-tailed) .36 .06 .01* <.001* .04* .35 
n 190 172 197 218 205 200 

Note. n = Number of participants. * = p >.05. 
NA= Never Advancing out of First Round of Competition, AD = Advanced to District (if a Zone 
competitor), AB = Advanced to Bi-district, AA = Advanced to Area, AR = Advanced to Region, 
SC = State Competitor. 
 

Table 5 

Educational Characteristics of Directors in Relationship to Transformational Average Scores 

Education n Mean Std. 
Deviation 

Std. 
Error 

95% CI for Mean 
LB UB 

No bachelor’s degree  5 3.17 .37 .17 2.70 3.63 
Other degree field 43 3.45 .31 .05 3.35 3.54 
Degree in Education 48 3.52 .27 .04 3.44 3.60 
Degree in Theatre 141 3.47 .32 .03 3.41 3.52 
Total 237 3.47 .31 .02 3.43 3.51 
Note. n = number of responses. 
LB = Lower Bound, UB = Upper Bound, CI = Confidence Interval. 
 
 
Table 6 

Educational Characteristics of Directors in Relationship to Transactional Average Scores 

Education n Mean Std. 
Deviation Std. Error 95% CI for Mean 

LB UB 
No bachelor’s degree 5 3.28 .77 .34 2.32 4.23 
Other degree field 44 3.51 .41 .06 3.39 3.63 
Degree in Education 49 3.57 .31 .04 3.48 3.66 
Degree in Theatre 141 3.53 .37 .03 3.47 3.59 
Total 239 3.53 .37 .02 3.48 3.58 
Note. n = number of responses. 
LB = Lower Bound, UB = Upper Bound, CI = Confidence Interval. 
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Table 7 

Educational Characteristics of Directors in Relationship to Passive Avoidant Average Scores 

Education n Mean Std. 
Deviation Std. Error 95% CI for Mean 

LB UB 
No bachelor’s degree 5 .70 .76 .34 -.24 1.64 
Other degree 44 .84 .65 .10 .64 1.04 
Degree in Education 49 .81 .54 .08 .66 .97 
Degree in Theatre 141 .86 .67 .06 .75 .97 
Total 239 .85 .64 .04 .76 .93 
Note. n = number of responses. 
LB = Lower Bound, UB = Upper Bound, CI = Confidence Interval. 
 
 
Table 8 

ANOVA Results for Leadership Styles Across Educational Background 

Attribute SS df MS F p 
Transformational 
Average Score 

Between Groups .61 3 .20 2.11 .10 
Within Groups 22.26 233 .10   

Transactional 
Average Score 

Between Groups .43 3 .14 1.04 .38 
Within Groups 32.79 235 .14   

Passive Avoidant Between Groups .21 3 .07 .17 .92 
Within Groups 96.69 235 .41   
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Table 9 

Descriptive Statistics for Transformational Leadership Across Years of Educational Experience 

Note. n = number of responses. 
LB = Lower Bound, UB = Upper Bound, CI = Confidence Interval. 
 

Table 10 

Descriptive Statistics for Transactional Leadership Across Years of Educational Experience 

Note. n = number of responses. 
LB = Lower Bound, UB = Upper Bound, CI = Confidence Interval. 
 

  

Years of Experience n Mean Std. Deviation Std. Error 95% CI for Mean 
LB UB 

1 year 6 3.38 .25 .10 3.12 3.64 
2 to 3 years 6 3.12 .27 .11 2.84 3.40 
4 to 7 years 33 3.42 .33 .06 3.31 3.54 
8 to 10 years 36 3.45 .27 .04 3.36 3.54 
11 to 14 years 29 3.50 .26 .05 3.40 3.60 
15 to 19 years 25 3.27 .35 .07 3.12 3.41 
20 to 24 years 31 3.53 .29 .05 3.43 3.64 
25 to 29 years 33 3.56 .26 .05 3.46 3.65 
30 to 34 years 21 3.53 .33 .07 3.38 3.67 
35+ years 17 3.64 .33 .08 3.47 3.81 
Total 237 3.47 .31 .02 3.43 3.51 

Years of 
Experience n Mean Std. 

Deviation Std. Error 95% CI for Mean 
LB UB 

1 year 6 3.58 .35 .14 3.22 3.95 
2 to 3 years 7 3.11 .57 .21 2.58 3.63 
4 to 7 years 34 3.51 .39 .07 3.37 3.64 
8 to 10 years 36 3.51 .32 .05 3.40 3.61 
11 to 14 years 29 3.52 .31 .06 3.40 3.64 
15 to 19 years 25 3.36 .41 .08 3.19 3.53 
20 to 24 years 31 3.57 .27 .05 3.47 3.67 
25 to 29 years 33 3.59 .39 .07 3.45 3.72 
30 to 34 years 21 3.64 .44 .10 3.44 3.84 
35+ years 17 3.71 .31 .07 3.56 3.87 
Total 239 3.53 .37 .02 3.48 3.58 
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Table 11 

Descriptive Statistics for Passive Avoidant Across Years of Educational Experience 

Note. n = number of respondents. 
LB = Lower Bound, UB = Upper Bound, CI = Confidence Interval. 

 

 

Table 12 

ANOVA Results for Leadership Styles Across Years of Educational Experience 

Attribute SS df MS F p 

Transformational 
Average Score 

Between Groups 2.83 9.00 .31 3.56 <.001* 
Within Groups 20.03 227.00 .09   
Total 22.87 236.00    

Transactional 
Average Score 

Between Groups 3.01 9.00 .33 2.53 .01* 
Within Groups 30.21 229.00 .13   
Total 33.22 238.00    

Passive Avoidant 
Between Groups 2.90 9.00 .32 .79 .63 
Within Groups 94.00 229.00 .41   
Total 96.90 238.00    

Note. *= p <.05.  

Years of 
Experience n Mean Std. Deviation Std. Error 95% CI for Mean 

LB UB 
1 year 6 .79 .71 .29 .04 1.54 
2 to 3 years 7 .82 .81 .31 .07 1.57 
4 to 7 years 34 .88 .67 .11 .65 1.11 
8 to 10 years 36 .99 .59 .10 .79 1.19 
11 to 14 years 29 .97 .86 .16 .65 1.30 
15 to 19 years 25 .80 .51 .10 .59 1.01 
20 to 24 years 31 .79 .50 .09 .61 .98 
25 to 29 years 33 .75 .55 .10 .55 .95 
30 to 34 years 21 .62 .59 .13 .35 .89 
35+ years 17 .90 .76 .18 .51 1.29 
Total 239 .85 .64 .04 .76 .93 
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Table 13 

Post-Hoc Tukey HSD Results for Significant Differences in Transformational Leadership Across 

Years of Educational Experience 

(I) Years worked (J) Years worked Mean Diff.  
(I-J) 

Std. 
Error p 95% CI 

LB UB 
2 to 3 years 25 to 29 years -.44* .13 .03 -.86 -.02 

35+ years -.52* .14 .01 -.97 -.07 
15 to 19 years 20 to 24 years -.26* .08 .04 -.52 -.01 

25 to 29 years -.29* .08 .01 -.54 -.04 
35+ years -.37* .09 <.001 -.67 -.07 

20 to 24 years 15 to 19 years .26* .08 .04 .01 .52 
25 to 29 years 2 to 3 years .44* .13 .03 .02 .86 

15 to 19 years .29* .08 .01 .04 .54 
35+ years 2 to 3 years .52* .14 .01 .07 .97 

15 to 19 years .37* .09 <.001 .07 .67 
*. The mean difference is significant at the 0.05 level. 
Note. n = 237. 2 to 3 years n = 6. 15 to 19 years n = 25. 20 to 24 years n = 31. 25 to 29 years  
n = 33. 35+ years n = 17. LB = Lower Bound, UB = Upper Bound, CI = Confidence Interval. 

 

 

Table 14 

Post-Hoc Tukey HSD Results for Significant Differences in Transactional Leadership Across 

Years of Educational Experience 

(I) Years worked (J) Years worked Mean Diff. 
(I-J) 

Std. 
Error p 95% CI 

LB UB 
2 to 3 years 30 to 34 years -.53* .16 .03 -1.04 -.03 

 35+ years -.61* .16 .01 -1.13 -.08 
30 to 34 years 2 to 3 years .53* .16 .03 .03 1.04 
35+ years 2 to 3 years .61* .16 .01 .08 1.13 
*. The mean difference is significant at the 0.05 level. 
Note. n = 238. 2 to 3 years n = 7. 30 to 34 years n = 21. 35+ years n = 17.  
LB = Lower Bound, UB = Upper Bound, CI = Confidence Interval. 
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Table 15 

ANOVA Results for Transformational Attributes Across Years of Educational Experience 

Attribute SS f S F p 

IA Average 
Between Groups 6.81 9 .76 3.35 <.001* 
Within Groups 51.43 228 .23   
Total 58.24 237    

IB Average 
Between Groups 3.80 9 .42 2.08 .03* 
Within Groups 46.51 229 .20   
Total 50.30 238    

IM Average 
Between Groups 2.71 9 .30 2.14 .03* 
Within Groups 31.93 227 .14   
Total 34.65 236    

Note. *= p <.05. 

 

Table 16 

Post-Hoc Tukey HSD Results for Significant Differences in Transformational Characteristics (IA 

and IC) Across Years of Educational Experience 

Dependent 
Variable 

Years worked Mean Diff. 
(I-J) 

Std. 
Error p 95% CI 

(I) (J) LB UB 

IA Average 
8 to 10 years 35+ years -.46* .14 .04 -.91 -.01 

15 to 19 years 25 to 29 years -.42* .13 .03 -.82 -.02 
35+ years -.53* .15 .02 -1.01 -.05 

IC Average 15 to 19 years 35+ years -.36* .11 .05 -.73 <.001 
*. The mean difference is significant at the 0.05 level. 

Note. LB = Lower Bound, UB = Upper Bound, CI = Confidence Interval. 
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Table 17 

ANOVA Results for Transactional Attributes Across Years of Educational Experience 

Attribute SS df MS F p 

CR 
Between Groups 4.08 9 .45 1.93 .05* 
Within Groups 53.82 229 .24   
Total 57.90 238    

MBEA 
Between Groups 6.98 9 .78 1.22 .26 
Within Groups 145.86 229 .64   
Total 152.84 238    

Note. *= p <.05. 

Table 18 

Descriptive Statistics for Leadership Across Age Range 

 
Age Range n Mean Std. Deviation 

Std. 
Error 

95% CI for Mean 
LB UB 

Transformational 
Average Score 

20 - 29 25 3.34 .35 .07 3.19 3.48 
20 - 39 65 3.46 .26 .03 3.39 3.52 
40 - 49 50 3.45 .30 .04 3.37 3.54 
50 - 59 47 3.48 .28 .04 3.40 3.56 
60 - 69 33 3.56 .36 .06 3.43 3.68 
70 and above 12 3.73 .25 .07 3.57 3.89 
Total 232 3.48 .30 .02 3.44 3.51 

Transactional 
Average Score 

20 - 29 25 3.39 .50 .10 3.18 3.60 
20 - 39 66 3.53 .32 .04 3.45 3.61 
40 - 49 51 3.47 .34 .05 3.38 3.56 
50 - 59 47 3.55 .33 .05 3.45 3.65 
60 - 69 33 3.65 .39 .07 3.51 3.78 
70 and above 12 3.79 .30 .09 3.60 3.98 
Total 234 3.54 .37 .02 3.49 3.58 

Passive Avoidant 20 - 29 25 .84 .62 .12 .59 1.09 
20 - 39 66 .89 .61 .07 .74 1.04 
40 - 49 51 .85 .63 .09 .68 1.03 
50 - 59 47 .80 .55 .08 .64 .96 
60 - 69 33 .70 .63 .11 .48 .93 
70 and above 12 .77 .72 .21 .31 1.23 
Total 234 .83 .61 .04 .75 .90 

Note. n = number of responses. 
LB = Lower Bound, UB = Upper Bound, CI = Confidence Interval. 
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Table 19 

ANOVA Results for Leadership Styles Across Age Ranges 

Attribute SS df MS F p 

Transformational 
Average Score 

Between Groups 1.53 5 .31 3.48 <.001* 
Within Groups 19.81 226 .09   
Total 21.33 231    

Transactional 
Average Score 

Between Groups 1.95 5 .39 3.02 .01* 
Within Groups 29.38 228 .13   
Total 31.33 233    

Passive Avoidant 
Between Groups .87 5 .17 .47 .80 
Within Groups 85.09 228 .37   
Total 85.97 233    

Note. *= p <.05. 

 

Table 20 

Relationship Between Leadership Styles Across School Classifications 

 1 A 2 A 3A 4A 5A 6A 

Transformational 
Average Score 

Pearson 
Correlation .07 .11 .04 .10 .13 .18 

Sig. (2-tailed) .39 .18 .66 .22 .09 .03* 
n 150 157 161 151 167 151 

Transactional 
Average Score 

Pearson 
Correlation .11 .16 .06 .05 .11 .16 

Sig. (2-tailed) .17 .04* .47 .52 .18 .06 
n 152 159 162 152 168 152 

Passive Avoidant 

Pearson 
Correlation -.02 -.08 -.18 -.11 -.01 -.07 

Sig. (2-tailed) .82 .34 .02* .18 .92 .41 
n 152 159 162 152 168 152 

Note. n= number of years respondents worked at each school classification. * p < .05. 
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Table 21 

Descriptive Statistics for Advancement and Years Directing UIL OAP 
 

 

Advancement Years 
Directing n Mean Std. 

Deviation Std. Error 95% CI for Mean 
LB UB 

Never Advancing 
Out of the First 

Round of 
Competition 

1 to 3 years 36 1.47 4.475 0.746 -0.04 2.99 
4 to 7 years 45 2.47 2.063 0.307 1.85 3.09 
8 to 10 years 30 2.17 2.64 0.482 1.18 3.15 
11 to 14 years 23 4.61 4.142 0.864 2.82 6.4 
15 to 19 years 26 4.46 4.528 0.888 2.63 6.29 
20 + years 29 4.03 4.946 0.918 2.15 5.92 
Total 189 3.01 3.947 0.287 2.44 3.57 

Advancing to 
District if a Zone 

Competitor 

1 to 3 years 24 1.04 0.806 0.165 0.7 1.38 
4 to 7 years 38 2.45 2.413 0.391 1.65 3.24 
8 to 10 years 28 3.96 3.372 0.637 2.66 5.27 
11 to 14 years 21 5.76 4.805 1.049 3.57 7.95 
15 to 19 years 28 6.75 4.527 0.855 4.99 8.51 
20 + years 32 18.88 8.983 1.588 15.64 22.11 
Total 171 6.68 7.852 0.6 5.5 7.87 

Advancing to Bi-
district 

1 to 3 years 38 1.32 0.904 0.147 1.02 1.61 
4 to 7 years 53 2.34 2.183 0.3 1.74 2.94 
8 to 10 years 32 4.06 2.793 0.494 3.06 5.07 
11 to 14 years 22 4.91 4.264 0.909 3.02 6.8 
15 to 19 years 25 6.08 3.872 0.774 4.48 7.68 
20 + years 26 10.12 7.146 1.401 7.23 13 
Total 196 4.22 4.556 0.325 3.58 4.86 

Advancing 
to Area 

1 to 3 years 36 0.94 0.826 0.138 0.66 1.22 
4 to 7 years 51 1.53 1.983 0.278 0.97 2.09 
8 to 10 years 33 3.42 3.221 0.561 2.28 4.57 
11 to 14 years 24 4.88 4.025 0.822 3.18 6.57 
15 to 19 years 34 5.76 5.022 0.861 4.01 7.52 
20 + years 39 16.05 8.657 1.386 13.24 18.86 
Total 217 5.36 7.021 0.477 4.42 6.3 
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Note. n = number of respondents. 
LB = Lower Bound, UB = Upper Bound, CI = Confidence Interval. 
 

 

  

Advancement Years 
Directing n Mean Std. 

Deviation Std. Error 95% CI for Mean 
LB UB 

Advancing 
to Region 

1 to 3 years 31 0.61 0.715 0.128 0.35 0.88 
4 to 7 years 48 0.83 1.358 0.196 0.44 1.23 
8 to 10 years 30 2.2 2.524 0.461 1.26 3.14 
11 to 14 years 23 2.65 3.128 0.652 1.3 4 
15 to 19 years 33 3.3 3.513 0.612 2.06 4.55 
20 + years 39 11.23 7.628 1.221 8.76 13.7 
Total 204 3.59 5.484 0.384 2.84 4.35 

State 
Competitor 

1 to 3 years 29 0.21 0.559 0.104 -0.01 0.42 
4 to 7 years 48 0.33 0.724 0.105 0.12 0.54 
8 to 10 years 28 0.96 1.774 0.335 0.28 1.65 
11 to 14 years 23 1.13 1.517 0.316 0.47 1.79 
15 to 19 years 33 0.94 1.321 0.23 0.47 1.41 
20 + years 38 4.29 4.597 0.746 2.78 5.8 
Total 199 1.35 2.691 0.191 0.98 1.73 
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Appendix F 

Figures 

Figure 1 

Scatterplot for Advancing to State Competition and IA 

 

 

Figure 2 

Scatterplot for Advancing to Region and IB 
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Figure 3 

Scatterplot for Advancing to Area and Region and IM 

 

Figure 4 

Scatterplot for Advancing to Region and IS 
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Figure 5 

Scatterplot for Advancing to District and IC 

 

 

Figure 6 

Scatterplot for Advancing to Bi-district and CR 
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Figure 7 

Scatterplot for Advancing to Bi-district and Region and LF 

Figure 8 

Scatterplot for Advancing to Bi-district and Region and EE 

 



LEADERSHIP IMPACT OF UIL OAP DIRECTORS  178 

Figure 9 

Scatterplot for Advancing to Bi-district, Area, Region, and EFF 

 

Figure 10 

Scatterplot for Advancing to Bi-district, Region, and Transformational Leadership Behaviors 
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Figure 11 

Scatterplot for Advancing to District, Bi-district, State, and Transactional Leadership Behaviors 

 

Figure 12 

Scatterplot for Advancing to Bi-district, Region, and Passive Avoidant 
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Appendix G 

G* Power Sample Size 
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