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A Sweet Journey Through  
The Delicate Balance 
Of Effective Leadership 
 

By Tracy Youngberg 

Principal, Stafford Elementary School 
 
 

 

“You got your peanut butter in my chocolate!" "You 

got your chocolate in my peanut butter!" Are you 

old enough to remember the commercials in the 

80's where an unsuspecting person is eating a 

large chocolate bar and another eating peanut 

butter straight from the jar accidentally collide to 

create the yummy combination known as Reese's 

Peanut Butter Cups? Regardless of your age, I am 

fairly certain most know this delicious candy treat in 

one or more of its current forms. I personally prefer 

the Reese's Peanut Butter Cup miniatures, or the 

smaller cups individually sealed in gold wrappers, 

as they have what I believe to be the tastiest 

combination of chocolate and peanut butter. 

Regardless of which variation you prefer, few will 

argue the fact that chocolate and peanut butter 

make a delicious combination.   

 

While enjoying one of my favorite miniature cups 

graciously offered to me during a recent meeting, it 

occurred to me that the delicate balances of 

effective leadership in my role as a school principal 

could easily be explored through what I will 

describe as my “not so scientific theory of the 

chocolate to peanut butter ratio”. 

 

Principals, like leaders in any organization, have 

daily opportunities to demonstrate specific 

characteristics, or key ingredients, necessary for 

their team’s success. Some of these ingredients 

can be powerful combinations, worthy of the 

chocolate and peanut butter comparison. Take, for 

example the act of balancing the skills of a 

manager and those of a leader. Both skills are 

necessary to create a successful outcome for any 

type of organization. But, much like our candy 

treats, a slight variation on either of the two 

ingredients in a leader will yield distinctly different 

results.  

 

Managers appeal to the organization’s need for 

order and stability. Since managers are focused on 

maintaining the status quo, they limit risk taking 

within their staff members and enforce rules and 

procedures that will ensure conformity. Managers 

are, of course, interested in reaching their identified 

goals, but they often function with a short term view 

of the path forward.  Leaders, on the other hand, 

are interested in bringing about change and are 

therefore more naturally forward thinking. Leaders 

work to create an environment that encourages risk 

taking in their staff members in an effort to 

empower and motivate them to new ways of 

reaching organizational goals. Managers appeal to 

logical processes of those they evaluate, while 

leaders appeal to the heart and passion of their 

followers. Depending upon the team’s history, 

current performance levels, key initiatives and staff 

expertise, the ratio of management and leadership 

skills relied upon by the leader will vary. In fact, 

according to the Wallace Foundation (2011) the five 

key functions of principal leadership are: 

 Shaping a vision of academic success for all 

 Creating a climate hospitable to education 

 Cultivating leadership in others 

 Improving instruction 

 Managing people, data and processes (p.4) 
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While these key leadership drivers are intended for 

a school environment, they do in fact draw many 

parallels to team success within any type of 

organization. Much like the varieties of the 

aforementioned Reese’s Peanut Butter cups, the 

two ingredients of management and leadership 

skills are interwoven throughout the key functions 

of a principal or leader anywhere. Take for 

example, shaping a school’s vision of academic 

success for all students. Leaders possess the 

ability to envision what a low performing school will 

look like after the mission of academic success for 

all has been accomplished and work to 

communicate and empower staff members, 

students and parents to make the vision a reality 

(McEwan, 2003). Managers would be less likely to 

envision the end result. They would instead focus 

on enforcing specific standards and aligning time, 

money and human resources to accomplish the 

identified tasks (Educational Business Articles, 

2015). “You got your peanut butter in my 

chocolate!" "You got your chocolate in my 

peanut butter!"  No matter how you look at it, 

developing a vision of success for all will prove to 

be ineffective if the climate, people and processes 

are not aligned to ensure progress toward that 

vision. On the other hand, managing people, data 

and processes will not be sustainable without an 

identified vision and an understanding that 

leadership must be a shared process and reliant 

upon those within the organization.   

 

While the vital and complicated role of a school 

principal or leader at any level, can never really be 

reduced to a candy comparison,  I challenge you 

consider my “not so scientific theory of the 

chocolate to peanut butter ratio” as you reflect on 

your own leadership strengths and focus areas. 

Where do your daily leadership practices fall on the 

continuum? And, how can you develop your 

leadership skill set to ensure a “sweeter” result? 
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