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1

AbsTrACT

Orientation: Invitational leadership (IL) is consistent with current leadership trends and, because 
South African schools are in need of sound leadership, it is necessary to have a framework that can 
guide principals to act in accordance with the expectations of their educators.

research purpose: This study challenges the internationally accepted ‘Four Corner Press’ of 
Purkey and Novak (1984) as a framework for IL in the South African school context.

Motivation for the study:  IL appears to be a comprehensive model for successful school leadership. 
This necessitated an investigation to determine whether the ‘Four Corner Press’ reflects the 
expectations of teachers and, if so, whether it could serve as a valuable leadership tool.

research design, approach and method: A questionnaire containing 31 Likert-scale items, 
underpinned by the principles of IL, was disseminated to 600 educators conveniently drawn from 
the population of 88 828 teachers in Free State and Eastern Cape schools.

Main findings: The data obtained from the survey enabled the researchers to perform a factor 
analysis, which revealed that South African educators’ expectations of leadership aligned with the 
‘Four Corner Press’.

Managerial implications: The ‘Four Corner Press’ can be used as a plausible framework for IL in 
South African schools, which has implications for the development and training of principals.

Contribution/value-add: The ‘Four Corner Press’ can be regarded as a reliable prototype of IL 
expectations within the South African context, which contributes to extending the body of 
knowledge of education leadership in South Africa.
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INTrODUCTION

This study challenges the ‘Four Corner Press’ of Purkey and Novak (1984) as a framework for creating 
an invitational environment in South African schools. Although organisational leadership currently 
focuses on quality performance through the promotion of human dignity and collaboration, there is no 
such thing as a ‘perfect’ management and leadership theory (Hellriegel et al., 2008). Rather, invitational 
leadership (IL) is consistent with most current leadership trends by being less hierarchical and following 
a more collaborative, human-directed approach to the leading of organisations.

South African schools have a dire need for sound leadership practices. Research by numerous 
researchers, such as Sergiovanni (1992), Schein (2000) and Yukl (2005), revealed that the educational 
leader exerts a greater influence on the school than any other factor. This notion is further extended by 
Bruffee (1999) and Furman (2002), who emphasise good leadership for the successful creation of a well-
balanced and healthy organisation. As effective leaders have a great impact on the attitudes and beliefs 
of their followers, South Africans are in need of leaders who are able to create an environment in which 
education will flourish in order to save the South African education system from a crisis (Morrow, 2008).

Grogan (2003) refers to the core of leadership as being ‘predicated on caring about those he or she serves’. 
IL, in essence, exemplifies caring as part of its primary tenet. Caring for oneself and for others forms the 
basis for establishing solidarity and a positive organisational culture (Niemann & Kotze, 2006; Schein, 
2000), which are believed to be some of the best qualities that any educational leader can strive to achieve.

The invitational education theory was chosen as the framework for this study because it has been found 
to be an effective theory within the educational environment by numerous researchers, such as Asbill 
(1994), Barth (1991), Eagly (2003) and Steyn (2005, 2006). The IL approach predominantly focuses on the 
perceptual approach to understanding behaviour. In this context, the perceptual theory, as described 
by Combs and Snygg (1959), implies that people behave according to how they see themselves and their 
environment. It is therefore clear that invitational behaviour is supported by a variety of psychological 
paradigms, such as individual and reality psychology, and by the cognitive behaviour modification 
theory.

Individual psychology, as propounded by Adler (1956), which emphasises people’s personal needs and 
their need for recognition, has a major impact on leadership, as it implies that a person (a leader) may 
purposively direct behaviour to gain recognition for success. This self-concept theory was extended by 
Purkey (1970) and it is in this context that Glasser (1986) supports the principle that people can control 
their lives and can thus take responsibility for their lives.

Kok, Smith and Swart (1992) connect the reality psychology of Glasser (1975) to the invitational theory 
in the sense that, if people are regarded as valuable assets, they become self-responsible, which, in 
turn, leads to the development of their self-concept through the direction and guidance of others. In 
terms of leadership, this implies that school leaders should guide their staff to reach their potential. 
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Staff members will consequently look at themselves through 
the eyes of their principals: if they are viewed as failures, they 
will not be able to develop a positive self-concept but, if they 
are viewed positively, they will also view others and their 
professional environment positively.

The cognitive behaviour modification theory of Meichenbaum 
(1977) is clearly aligned with the invitational theory, which 
assists people to alter their self-destructive and anti-productive 
thoughts cognitively towards positive behaviour.

Invitational leaders assist their staff members in believing in 
their untapped potential and that their competencies can be 
unleashed if they approach this in a positive manner. In this 
context, questions arise as to how leaders should behave in 
order to become inviting and, consequently, to alter negative 
behaviour.

In terms of the dynamic nature of education and, in particular, 
in terms of the tremendous changes that education in South 
Africa has undergone, IL appears to be a comprehensive model 
that could serve as a framework for successful educational 
leadership (Purkey & Siegel, 2003; Stanley, Juhnke & Purkey, 

2004). With the growing number of teachers leaving education, 
it has become necessary for principals to be able to provide an 
effective, orderly and nurturing environment in which positive 
attitudes are cultivated for the school to move towards success.

In order to take the principles of the invitational theory 
into organisational management, Purkey and Novak (1988) 
developed the ‘Four Corner Press’, which can serve as a 
framework for IL behaviour. This press is based on the 
various pillars of invitational ‘personhood’, which enhance 
sound leadership. These pillars refer to being personally and 
professionally inviting towards oneself and towards others. 
Being professionally inviting means inviting success if the 
behaviour of leaders complies with the leadership expectations 
of their staff.

The various dimensions of the ‘Four Corner Press’, as introduced 
by Purkey and Novak (1988) and substantiated by Brinson 
(1996), and its particular implications for good leadership in 
schools form the core of this investigation. The following is a 
summary of the various quadrants of the ‘Four Corner Press’, 
which Purkey (Purkey & Novak, 1988, p. 41) describe as a 
‘blueprint’ for action.

Personally inviting towards oneself

Including aspects such as:
• taking care of oneself  (for example 

getting sufficient sleep, eating well, 
exercising)

• developing  one’s abilities
• building loving relationships
• striving towards a positive presence
• living life to the fullest (for example,

participating in sport, celebrating
holidays, growing a garden)

• recharging (for example taking time 
off, doing enjoyable things)

• practicing religion
• complimenting oneself.

Professionally inviting towards oneself

Including aspects such as:
• being lifelong learners by improving 

qualifications, skills, etc.
• professional development
• reading extensively
• creating a pleasant atmosphere 
• participating in a group
• using one’s own talents and 

interests in the working 
environment.

Personally inviting towards others

Including aspects such as:
• giving and accepting praise
• being open and willing to show  

respect and to maintain it 
• cultivating friendship
• being polite
• sharing with others and inviting 

others to share of themselves (e.g.  
communication).

Professionally inviting towards others

This corner is a culmination of the previous 
that focuses on aspects such as taking
advantage of all previous corners, by:

• communicating in a ‘shared 
language’

• evaluating other and existing 
practices in a fair and appropriate 
way (i.e. applying one’s 
competences)

• treating others with respect
• instilling trust
• acting as manager, facilitator, 

counsellor or change agent 
(depending on situation)

• fostering collaboration.

Source: Purkey and Novak, 1988, p. 26

Figure 1
‘Four Corner Press’ (A condensed version)
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According to Brinson (1996), the ‘Four Corner Press’ can serve 
as a long-range plan for the implementation of the invitational 
approach in schools. Purkey and Novak (1988, p. 26), however, 
admit that, although these four corners seem to be ‘simple to 
describe, they are not easy to implement and that the goal is to 
balance the demands of the four corners and to orchestrate ways 
to blend them together’. The following discussion presents the 
core of the four corners as intended by Purkey and Novak.

Personally inviting – self

It has already been mentioned that the way in which people 
view themselves is directly related to their ability to assist 
others in realising their potential and in building positive self-
concepts. Being personally inviting towards one’s self implies 
that one has to care for oneself. Purkey and Novak (1988, p. 
42) view trust in, and respect for, oneself, as well as optimism 
and intentionality, as requisites for being inviting towards 
oneself emotionally, intellectually and physically – something 
such as ‘invitations begin at home’. So teachers learn from the 
kind of person whose example they choose to follow (Smith, 
1995). If school leaders conduct themselves in a manner that 
reflects, amongst others, their self-care (such as eating well and 
exercising regularly), personal development, positive attitudes 
towards life and their environment, and their ability to 
recharge, chances are good that they awaken the same positive 
approaches in their followers.

Personally inviting – Others
According to Purkey and Novak (1988), this dimension focuses 
on developing and maintaining unconditional regard and 
respect for others. This can be cultivated by being open and 
willing to give praise but, at the same time, also to accept praise, 
foster friendship, act politely and share with others. If school 
leaders cultivate a secure and nurturing environment, their 
staff members are able to open up and give more of themselves.

Professionally inviting – self
Invitational behaviour requires the feelings, wishes and 
aspirations of other people being taken into account. Purkey 
and Novak (1988, p. 43) write that ‘our own well-being is 
dependent on the well-being of those we love and who love 
us in return’. Without social affiliation, leaders are not able to 
develop because such occasions allow for learning from others, 
and drawing from one’s own talents and interests. Being 
professionally inviting towards oneself implies actions such 
as updating skills, rekindling professionalism, writing, being 
creative, joining professional groups, managing time and even 
dressing professionally.

Professionally inviting – Others
Purkey and Novak (1988) regard being professionally inviting 
towards others as a consistent process of becoming co-
responsible for staff behaviour and for the modification of 
such behaviour. This applies to leaders themselves, as does 
embarking on supporting, assessing and guiding others within 
that professional environment. Becoming professionally 
inviting towards others also implies leaders taking advantage 
of the opportunities presented in the previously mentioned 
corners. Since the success of professionally inviting behaviour 
towards others is determined by what people share with 
others, it implies that school leaders should focus on aspects 
such as forming support groups, having mentors, working 
cooperatively, sharing decision-making and being honest and 
trustworthy. 

According to the above, it seems as if the ‘Four Corner Press’ 
can be regarded as a plausible framework for IL. If teachers 
and learners are treated in a trustworthy, collaborative, 
compassionate and respectful manner, as spelt out by Purkey 

and Collins (1992), they act and react accordingly towards their 
colleagues. This, in turn, fosters a school climate and culture, 
which, according to Eagly and Jones (2005), ‘invite’ everyone to 
experience success.

According to Steyn (2005), principals who are able to transform 
their schools into more participative and inviting institutions 
usually go through a shift in how they think about their staff 
members (others) and about themselves (personal). School 
principals who involve their staff and encourage them to 
buy into their schools’ goals and activities create a feeling of 
empowerment and of being cared for. Steyn expands on this 
by stressing, amongst others, that the constant control of staff 
is contrary to their developmental needs and tends to create 
a disinviting climate. This implies that there should rather be 
an emphasis on the principles of personhood, which includes 
aspects such as trust, involvement, respect, facilitation and the 
creation of a pleasant environment.

Purkey and Siegel (2003, p. 1) describe the invitational approach 
as ‘a theory of practice that addresses the total environment in 
which leaders function’ and that the ‘Four Corner Press’, as a 
guide to invitational behaviour, therefore provides a basis for 
contemplation and exploration. No framework, however, can be 
applied mutatis mutandis to any environment. Since the ‘Four 
Corner Press’ was developed against the American backdrop, 
the question therefore arises whether this framework could 
also be useful in the South African educational arena. Because 
South African schools have such a need for sound leadership, 
it is of the utmost importance that whichever framework is 
suggested represents the inherent leadership expectations of 
the educational corps.

In order to challenge the ‘Four Corner Press’ as a suitable 
framework for IL in South African schools, the purpose of this 
investigation is to test the following research hypothesis: 

There are a number of similarities between the various dimensions 
of IL as expressed in the ‘Four Corner Press’ and the expectations 
of South African teachers in the sampled schools.

For testing purposes in view of building a directive theory, 
a researcher-developed questionnaire (RDQ) based on 
the dimensions of IL was used to expand the invitational 
framework to guide the actions of South African school leaders 
in establishing open and inviting schools. 

reseArCH DesIgN
research approach
In order to realise the goals of this project, the ‘Four Corner 
Press’ had to be challenged as being appropriate for the South 
African context. It was therefore necessary to determine whether 
the basic leadership expectations of South African teachers 
are consistent with the basic invitational principles reflected 
by the ‘Four Corner Press’. An empirical investigation was 
thus performed by means of a survey, disseminated amongst 
600 conveniently selected educators. The survey contained a 
number of Likert-scale items underpinned by the principles of 
the ‘Four Corner Press’. The primary data obtained from the 
survey enabled the researchers to perform a factor analysis to 
determine whether the ‘Four Corner Press’ model aligns with 
South African educators’ expectations of an inviting leader.

An empirical investigation follows a quantitative, and therefore, 
positivistic stance of enquiry. The aim here was thus to classify 
the important features of the ‘Four Corner Press’ model and 
to construct a statistical model in an attempt to explain South 
African teachers’ expectations of invitational behaviour. 
The data obtained from the analysis could then, in turn, be 
applied to empower South African school leaders to act in an 
invitational manner.
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research method
sampling
For the purpose of this investigation, a quantitative investigation 
amongst practising teachers from different strata, such as the 
type of school (primary, secondary or combined), the location 
of the school (rural, urban or township), race and gender, was 
conducted. Table 1 illustrates the demographic information of 
the sample. The sample was conveniently drawn from Free State 
and Eastern Cape primary and secondary schools. A response 
rate of 60.67% (364 out of 600 questionnaires) was obtained, 
which represents 0.40% of the universum of educators in public 
schools in these regions (N = 88 828). 

The sample of teachers in the investigation rightfully 
represents the gender composition of teachers in South Africa 
(i.e. 33% men and 67% woman, http://www.education.gov.za/
emis/emisweb/statistics.htm), which, therefore, enhances the 
external validity of the study. 

Measuring instrument
An RDQ was designed by combining the various characteristics 
of the invitational theory and the leadership survey instrument 
by Asbill (1994). The RDQ was designed to fit the South African 
educational environment and contained 31 closed Likert-type 
items, 26 items where respondents had to select the rating 
that best described their leadership expectations and 5 items 
illustrating the respondents’ experiences of school leadership. 
Owing to the limited scope of an article, it was decided that this 
article would portray only the results related to the 26 items 
concerning the respondents’ expectations of inviting leadership 
actions, as illustrated by the ‘Four Corner Press’. Each of the 
pillars of invitational behaviour (personal self, personal others, 
professional self and professional others) was represented by 
items that reflect the required leadership practices needed to 
portray that particular dimension of being invitational. The 
respondents had to rate their expectations of the particular 
inviting leadership practice by indicating whether they, (1) 
strongly agreed, (2) agreed, (3) were not sure, (4) disagreed or (5) 
strongly disagreed. All total and mean scores were calculated 
and the statistical analysis was performed through the SPSS 
data-analysis program.

Although the questionnaire was constructed and adapted by 
the researchers themselves, the questionnaire can be regarded 
as reliable, as the Cronbach alpha reliability analysis reveals 
coefficients of 0.906 for questions 1–26, which are applicable 
variables in this study. The validity of the questionnaire is 
enhanced by the fact that Asbill’s standardised leadership 

survey instrument (1994), amongst others, was foundational 
to the questionnaire’s construction. Questions which portray 
real-life situations were used, as these are positive attributes 
of content validity (Kerlinger & Lee, 2000; Kouzes & Posner, 
1993). The construct validity of the instrument is also enhanced 
by the fact that the items measured are related to the kind of 
statements that participants generally make about their own 
and others’ experiences of best practices in leadership (Cooper 
& Schindler, 2006; Kouzes & Posner, 1993).

research procedure
Data were collected by means of a survey disseminated 
amongst 600 conveniently selected teachers from the Free 
State and Eastern Cape provinces, 364 teachers returning the 
questionnaires (response rate = 60.67%). The data were captured 
on an electronic file and analysed with the SPSS 16.0 data-
analysis program. The statistical-analysis methods applied in 
this investigation are explained below.

statistical analysis
Principal-factor extractions were performed, followed by 
a varimax rotation, after which the factor structure was 
determined. The eigenvalues were studied to determine the 
number of factors that underlies the RDQ.

resULTs

In order to challenge the validity of the ‘Four Corner Press’ as a 
viable framework to guide school leaders towards following an 
invitational approach, a factor analysis of teachers’ expectations 
of their principals’ leadership practices was conducted. The 
items that measure the independent variables of the study’s 
scale were accordingly subjected to the factor analysis through 
the SPSS Version 16. A principal component analysis (PCA) 
formed part of the factor analysis to reduce the data to a few 
significant clusters, after which a varimax rotation assigned 
eigenvalues to the significant clusters, enabling the researchers 
to determine that the South African teachers’ expectations of 
IL in their schools are similar to those reflected in the ‘Four 
Corner Press’.

The factor analysis commenced with the Kaiser Meyer Olkin 
(KMO) analysis and Bartlett’s test of sphericity (Table 2). The 
KMO indicates the sampling adequacy (0.831), which should 
be greater than 0.5 for a satisfactory factor analysis to proceed 
(Garson, 2009). The Bartlett’s test results (Table 2), with a 
determinant significance value of 0.001 (df = 325), implies that 
there is more than one dependent value in a linear function to 
another. They reveal that the relationships amongst variables 
are appropriate to conduct a factor analysis, as the value is 
significant at the 99% level (p < 0.01) (http://faculty.chass.ncsu.
edu/garson/PA765/statnote.htm).

The PCA extraction method was used to search for variables 
that depend strongly on a single factor. A factor analysis was 
run to separate appropriate variables into seven components 
(Table 3), providing eigenvalues larger than 1 (the sum of 
the variances of the factor values), which transform the set 
of variables into new sets of composite variables. Although 
seven factors emerged from the PCA, only the four factors 
that revealed eigenvalues higher than 1.500 were used for the 
purpose of this investigation. These factors reflect most of the 
variance amongst variables.

Table 1
Demographic information of the sample

Category Frequency %
gender Male 116 32.95

Female 236 67.05

Total 352 100

age 21–30 years 68 20.36

31–40 years 110 32.93

41–50 years 128 38.32

> 50 years 28 8.38

Total 334 100

location of the school Urban 106 30.46

Township 116 33.33

Rural 126 36.21

Total 348 100

Province Free State 214 58.15

Eastern Cape 154 41.85

Total 368 100
Includes only valid totals and percentages.

Table 2
Kaiser Meyer Olkin (KMO) and Bartlett’s tests

Chi-square+ df Sig. adequecy

Bartlett’s test of sphericity 1137.360 325 0.000*** -

KMO measure of sampling adequacy - - - 0.831

*** = 99% significant (p < 0.01), +Approximately.
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Cooper and Schindler (2006) argue that the interpretation of 
factor loadings does not necessarily portray the meaning of 
factor loadings. Factor loadings are used largely for exploration, 
as they illustrate what one sees in them, and they can 
accordingly be interpreted by detecting patterns, discovering 
new concepts or reducing data (Cooper & Schindler, 2006). This 
explains why the researchers valued cross-loaded variables. 
Cross-loadings indicated that some of the variables, such as 
principals evaluating their own actions, enjoying refreshments 
with staff members, portraying sensitivity towards the needs 
of others, qualifying themselves through further study and 
reading educational journals, measured multiple constructs 
and that they were therefore not homogeneous (Table 4). This 
study was regarded as an exploratory investigation and the 
factor loadings were therefore used largely for exploration and 
for the detection of patterns (Cooper & Schindler, 2006). Cross-
loaded variables could be resolved by looking at the ‘Four 
Corner Press’ model. In some cross-loaded cases, the lower 
factor loading was used, as it reflected the theoretical principles 
underpinning the ‘Four Corner Press’ model.

These sets of variables were refined by the varimax rotation 
resulting from the PCA, which provided a rotated component 
matrix with four extracted components (Table 4). (Extraction 
method: PCA. Rotation method: Varimax with Kaiser 
normalisation. A rotation converged in 13 iterations.)

According to the results of the rotated component matrix (Table 
4), each of the four extracted components is related to a number 
of factors. These factors are clustered around the components by 
means of the eigenvalue, which indicates the relative strength 
of each factor to the total variance of the study. The highest total 
variances are accounted for by components 1–4.

Table 5 indicates the four factors that emerged from the 
analysis with their factor loadings. These factor loadings can 
be interpreted like correlation coefficients (Cohen, Manion & 
Morrison, 2007), as they indicated the correlation between the 
teachers’ expectations of their leaders’ invitational practices 
and the factors that surfaced from the analysis.

DIsCUssION

By challenging the ‘Four Corner Press’ of Purkey and 
Novak (1984) as a framework for creating an invitational 
environment in South African schools, teachers’ expectations 
of their principals’ leadership practices emerged. The various 
leadership components identified according to the factor 
loadings (eigenvalues) were largely subjective in nature but it 
was easy to detect patterns in this exploration, as the identified 
components (Table 5) largely replicate the dimensions of IL as 
reflected by the ‘Four Corner Press’ (Table 6).

The first component that emerged from the data analysis 
includes most of the items related to professionalism in the 
workplace, such as principals:

•	 fostering unity and collaboration in the workplace
•	 listening attentively when staff members speak to them
•	 promoting teacher confidence
•	 using polite language when speaking to staff members
•	 demonstrating enthusiasm for their jobs
•	 providing opportunities for teamwork
•	 evaluating their own actions.

The second component reflects items representing principals 
caring for themselves, such as being serious about religion, 
appearing to enjoy life, having someone to confide in when 
experiencing problems and engaging in pleasurable activities. 
The third component includes dimensions indicating 
expectations concerning principals’ caring attitudes towards 
their staff members, underpinned by their efforts in getting to 
know their staff, by enjoying refreshments with their staff 
during break and by showing sensitivity towards the needs 
of their staff. The fourth component portrays the teachers’ 
expectations regarding opportunities for development and was 
therefore termed personal professional development, illustrated 
by principals being members of a teachers’ union, qualifying 
themselves through further study and reading educational 
journals.

Table 3
Principal component analysis (PCA)

Component initial eigenvalues extraction sums of squared loadings rotation sums of squared loadings

 Total % Variance Cumulative % Total % Variance Cumulative % Total % Variance Cumulative %

1 9.461 36.388 36.388 9.461 36.388 36.388 6.138 23.608 23.608

2 2.445 9.405 45.792 2.445 9.405 45.792 3.389 13.036 36.644

3 1.658 6.376 52.169 1.658 6.376 52.169 2.287 8.798 45.442

4 1.522 5.853 58.022 1.522 5.853 58.022 2.171 8.35 53.792

5 1.387 5.333 63.355 1.387 5.333 63.355 1.847 7.104 60.896

6 1.191 4.581 67.936 1.191 4.581 67.936 1.584 6.093 66.989

7 1.035 3.981 71.917 1.035 3.981 71.917 1.281 4.927 71.917

8 954 3.671 75.587  -  -  -  -  -  -

9 0.84 3.232 78.819  -  -  -  -  -  -

10 684 2.632 81.452  -  -  -  -  -  -

11 641 2.466 83.917  -  -  -  -  -  -

12 0.584 2.245 86.162  -  -  -  -  -  -

13 0.473 1.821 87.983  -  -  -  -  -  -

14 0.432 1.661 89.644  -  -  -  - -  -

15 0.357 1.372 91.016  -  -  -  -  -  -

16 0.351 1.351 92.367  -  -  -  -  -  -

17 0.316 1.214 93.581  -  -  -  -  -  -

18 0.29 1.117 94.698  -  -  -  -  -  -

19 0.264 1.014 95.712  -  -  -  -  -  -

20 0.23 0.885 96.597  -  -  -  -  -  -

21 0.22 0.845 97.443  -  -  -  -  -  -

22 0.189 0.728 98.171  -  -  -  -  -  -

23 0.153 0.59 98.761  -  -  -  -  -  -

24 0.136 0.522 99.283  -  -  -  -  -  -

25 0.096 0.369 99.652  -  -  -  -  -  -

26 0.091 0.348 100  -  -  -  -  -  -
The extraction method was PCA.
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The above-mentioned components portray only 17 of the 26 
variables that were applied during this investigation. The other 
nine variables contain small factor loadings, which are not 
considered significant for the exploratory purpose of this study 
because of their small influence to variance amongst variables 
(Cooper & Schindler, 2006).

As mentioned earlier, there is no uncontested management 
and leadership approach. However, it is evident from this 
investigation that teachers have particular expectations of their 
principals’ leadership behaviour, which implies that leaders 
clearly have a great impact on the attitudes and beliefs of their 
followers. In order to make a valuable contribution to South 
African education, a plausible framework for the training of 
school principals in establishing a conducive environment 
remains a challenge to researchers. The fact that teachers 
seem to have more or less the same expectations of IL as those 
expressed in the ‘Four Corner Press’ model in itself provides 

sufficient evidence for the acceptance of the hypothesis. This 
implies that the ‘Four Corner Press’ can be regarded as a 
reliable prototype of the expectations of IL and could therefore 
be a useful model within the South African context.

This research further reveals the need for the training of 
school leaders towards an invitational approach to leading and 
managing schools. The dimensions of IL include principals 
taking care of themselves to ensure that they possess the well-
being to function optimally and principals’ responsibility 
towards personal professional empowerment through various 
actions (such as improving their qualifications, reading and 
attending conferences) in order to become life-long learners 
and, as such, enabling themselves to keep abreast of all 
developments in education.

Being an invitational leader further implies leaders being 
expected to have their staff members’ personal and professional 
well-being and development at heart. School leaders are 

Table 5
Factor analysis of South African teachers’ expectations of school principals’ invitational leadership practices

Factor groupings representing Sa teachers’ expectations of their leaders’ invitational behaviour Factor loading %

Factor 1:  Professionalism in the workplace Promote unity and collaboration 0.870 3.98

Listen attentively when spoken to 0.854 2.78

Promote teachers’ confidence 0.763 0.89

Use polite language when talking to staff members 0.606 9.41

Demonstrate enthusiasm regarding one’s job 0.572 0.73

Provide opportunities for exchange of ideas (teamwork) 0.550 0.55

Evaluate one’s own action 0.503 0.37

Factor 2: Caring for oneself Take religion seriously 0.853 5.85

Appear as if one enjoys life 0.700 0.55

Have someone to confide in when having problems 0.642 0.59

Engage in pleasurable activities 0.525 1.21

Factor 3: Caring for staff members Special effort to know each teacher 0.694 2.25

Enjoy refreshments with staff during break 0.451 6.38

Shows sensitivity to the needs of staff members 0.440 5.33

Factor 4:  Personal professional development Being a member of a union 0.620 2.47

Qualify oneself through further study 0.445 36.39

Read educational/management orientated journals 0.406 1.66

Table 4
 Rotated component matrixa

Variable Component

1 2 3 4

Qualify oneself through further study 0.530  -  - 0.445*

Use polite language when talking to staff 0.606  -  -  -

Enjoy refreshments with staff during break  - 0.575 0.451*  -

Take religion seriously  - 0.853  -  -

Show sensitivity to the needs of others 0.651  - 0.440*  -

Provide opportunities for the informal exchange of ideas 0.550  -  - 0.465

Should be a member of a teachers union  -  -  - 0.620

Make special effort to know each teacher 0.427  - 0.694  -

Read educational or management orientated journals 0.450  -  - 0.406*

Sometimes engage in pleasurable activities  - 0.525  -  -

Promote unity in the school 0.870  -  -  -

Promote teachers’ self confidence 0.763  -  -  -

Listen attentively when spoken to 0.854  -  -  -

Demonstrate enthusiasm regarding one’s job 0.572 0.447 0.465  -

Have someone to confide in when one needs to discuss controversial issues  - 0.642  -  -

Appear as if one enjoys life  - 0.700  -  -

Think about/evaluate one’s own actions 0.503* 0.612  -  -

Components according to Eigenvalues. - - - -
*Crossloaded values used due to its relation with the ‘Four Corner Press’.
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consequently expected to, amongst others, act politely, care 
for their staff members, facilitate continuous communication, 
foster collaboration and provide constant recognition and 
reward. All these dimensions of IL need to be included in 
training programmes in view of fostering staff attitudes that 
steer schools towards success.

Limitations of the study
Certain limitations could have influenced the results of the 
study. Firstly, the population of the study was not homogeneous, 
which means that a larger variety of factors could have 
influenced the results and, secondly, the respondents were from 
only two provinces in South Africa. The fact that the sample 
does not constitute a homogeneous group, however, does 
have the advantage of the results possibly including a wider 
range of views and, as such, overcoming the limiting effect 
of the inclusion of respondents from only two provinces. The 
relatively large sample – 364 respondents – also contributes to 
the enhancement of the validity and reliability of the findings.

recommendations
In view of the above findings and the theory underpinning IL, 
the following recommendations for practice are made:

•	 The ‘Four Corner Press’ can serve as a framework to be 
followed by principals towards creating an invitational 
environment in which teaching and learning can flourish.

•	 The development and training of principals in IL will 
enable them to apply this knowledge within their work 
environment in terms of becoming personally inviting 
towards themselves and towards others, as well as acting 
in a professionally inviting manner towards themselves 
and towards others. It is particularly in this context that the 
‘Four Corner Press’ could make a valuable contribution. 

•	 IL practices should form part of management training in 
South Africa, as they resemble the expectations of teachers 
of what is necessary for good leadership. The invitational 
approach should therefore form part of any training 
initiative that has the transformation of leadership in 
South African schools as its aim.

Conclusion

In conclusion, it is valuable to note that people seem to behave 
according to how they experience their environment. This 
is based on principles resembling the perceptual theory by 
Combs and Snygg (1959) and on the pillars of personhood by 
Purkey and Novak (1988). It is particularly in the latter context 
that school leaders should be guided towards an inviting 
approach because, if staff members are treated in a trustworthy, 
collaborative, compassionate and respectful manner, they, in 
turn, will act and react accordingly towards their colleagues. 
Whatever framework is suggested for school leaders to follow, 
it should resemble the expectations of their followers.

Practitioners and managers are therefore compelled to become 
involved in future research. This could include an extended 
project targeting respondents from all the provinces in the 
country and therefore provide a more complete overview of 
teachers’ expectations of their principals’ leadership.

In the context of the indicated leadership expectations, IL has 
the potential to make a difference in the lives of leaders and 
in the lives of those with whom they work, which, in turn, 
could foster a school climate and culture that invite schools to 
flourish and become more successful. If the actions suggested 
by the ‘Four Corner Press’ could become an integral part of 
school leaders’ personal and professional profile, it could 
consequently serve as a framework for leadership and could 
be used to train South African school leaders to address the 
educational challenges in South Africa.
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