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Praise for Understanding Leadership





This is a rich resource for leaders at all levels in educational settings. The authors use a range of national and international examples and include resources which are accessible and ready for practical application. The questions at the start of each chapter and the self-review at the end of each chapter will help to support individual reflection, as well as provide stimuli for teams and coaching conversations. The authors challenge traditional assumptions about leadership, management, social equity and collaboration. They provide evidence for readers to construct alternative perspectives with the imperative on the core business of learning and leadership for the future.


At the centre is the message that each learner, child or adult is unique. Around this fixed point the authors open up the layers of leadership and learning in each of the eight chapters. The book is valuable on many different levels; in supporting an individual leader to articulate their personal construct of leadership, through to supporting a leadership programme as a core text. The book provides a coherent and logical framework for examining leadership – individuals and teams can use it to tell their leadership story.


Carolyn Hughan, Director, ETC Teaching School Alliance


 


Understanding Leadership could not have been written at a better time! School leaders across all sectors and in all areas of school life are going through a time of substantial change and uncertainty. Indeed many leaders at the moment are wondering how and if they will be able to adapt at all.


Understanding Leadership is the perfect antidote to all this uncertainty and an excellent resource for leaders at all levels and across all sectors. In fact, one of the main points that the book makes is that ‘virtually all the ideas and principles discussed in this book apply to everyone who works in the school community’, as the authors are very clear that leadership ‘should be regarded as a collective capacity rather than the status of the few’.


The book sets out very clearly the reasons why leaders in education play such a vital role in society. In each chapter the authors do an excellent job of enthusing and inspiring practitioners at all levels with the potential for good that exists within the various remits of leadership.


It would be difficult to find another book that sets out the principles, philosophies, challenges and theories of leadership with such clarity, with so many excellent sources to illustrate various trains of thought and with so many opportunities for self-reflection and for re-energising one’s own practice.


The way that Libby Nicholas and John West-Burnham have written this book gives the reader a very clear picture of the principles that underpin each of the ideas and ways of being. They also provide the reader with a very clear understanding of how these ideas may look in practice and the benefits that one would see having established them within one’s own organisation. The book makes aiming for certain goals, certain cultures and certain ways of being a really plausible proposition: time and time again I found myself reflecting on how much sense the concepts make. It is fascinating how the authors are so skilled in placing leadership within the context of society and of real-life scenarios by emphasising the link between leadership and moral purpose throughout the book.


The book is structured in such a way that it would make the perfect accompaniment to school improvement – three year school strategic plans could easily be based on the principles outlined. INSET days, away days, CPD could all be very easily aligned around the structure of each of the chapters. I cannot wait to look at my own short, medium and long term strategic plans, together with our whole school professional development and philosophy of education now, and begin to adapt these to match the sequence of the chapters in this book. Indeed the authors place great emphasis on the symbiotic relationship between leadership and learning and, very interestingly, note that ‘leadership in education exists to enable learning’.


The book is also excellent at linking the various theories and ideas with not only current pressures but also with exciting opportunities that the current climate is bringing to educationalists. The sections on learning, partnerships and evidence-based practice could not be better set out and the words of wisdom within these chapters stand out as an absolute must for all leaders of today. 


The book is very informative and it is written in a way that enables the reader to reflect, think, question, hypothesise, wonder and, at the same time, be inspired and feel skilled and equipped to design and put next steps into practice. The way the book focuses on the personal qualities of successful leaders is hugely impressive and, I feel, will be quite transformational. The authors make an excellent and quite unique link between love and leadership, to remind the reader that ‘the current emphasis on performativity and competition has to be reconciled with the centrality of effective human relationships’.


It is a book that school leaders will have both as a quick reference point whenever they need inspiration and ideas and as an essential tool that enables them to think strategically to drive their own visions and create learning climates where all children are able to maximise their potential.


Marcelo Staricoff, Head Teacher, Balfour Primary School


 


Understanding Leadership provides the reader with a range of illuminating opportunities to seriously think and reflect on their effectiveness as a leader in responding to the fundamental challenges in schools today. The text is characterised by regular opportunities for personal review and a series of challenging, and sometimes provocative, questions. This is a must-read for any school leader operating within the current constantly changing educational landscape.


Leanne Eyre, Director of Professional Learning, University of Chester Academies Trust
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Introduction





The purpose of this book is to act as a resource to support your personal review and reflection on your effectiveness as a leader. Throughout the book we have tried to provide you with a range of ideas, research and information that will provide a stimulus for your thinking. Our approach is deliberately challenging and we make no apology for what might be seen as somewhat confrontational language and questioning.


Challenge is one of the most significant factors in effective learning. In many respects we follow Socrates in his use of the aphorism ‘know thyself’ and the assertion at his trial that ‘the unexamined life is not worth living’. Leadership cannot be taught; it has to be learnt. Questioning, interrogating and analysing ideas and practice are fundamental to that learning process. This book is not an academic text, nor is it a self-help manual. We hope that it is both intellectually coherent and challenging, and professionally relevant and supportive.


We have tried to draw on an eclectic range of sources to encourage as many alternative perspectives as possible. Generally, we have tried to use evidence-based sources, although sometimes we have drawn on anecdotal insights and personal observations as well as the occasional indulgent polemic.


The distinctive nature of this book is the regular opportunities it provides to stop reading and review and reflect on the messages and implications for your understanding of leadership. At frequent intervals the text is interspersed with questions, challenges and opportunities for personal reflection, and each chapter ends with a structured review to help identify your strengths and possible areas for development. Equally, we hope that you will find this book to be a useful resource in your work with your coach and as part of your appraisal process. Some of the topics might well lend themselves to supporting collaborative learning opportunities through shared review and reflection.


It might also be worth considering keeping a journal as an aid to review and reflection as you read through the book. We recognise that for some this is the most natural process and for others it can be contrived and artificial. We hope that our approach is helpful and facilitates your thinking about the process of reflection as much as about the themes of that reflection.


We are not academically or professionally neutral; we strongly believe that the dominant themes informing educational leadership are to do with the key issue of equity in all its various permutations. This directly influences our choice of themes and resources, although we believe that almost all of the book is relevant to a range of contexts and systems.


The following questions, themes and topics underpin the eight chapters in this book:


1. Why leadership?




	Understanding the origins of prevailing models of leadership.


	Recognising the problems with certain approaches to leadership in education.


	Justifying the models of leadership prevalent in schools.


	Developing a common language to enable shared understanding of effective leadership.





2. Creating a preferred future – leading change


What is the evidence that your leadership has a strategic perspective?




	Creating a culture of aspiration and hope.


	Moving from improving to transforming.


	Developing strategic conversations.



	Building preferred scenarios.


	Leading change and innovation.





3. Leadership as a moral activity


How does your leadership create a culture and practice based on shared values?




	Building a moral consensus focused on securing equity.


	Working through authenticity and integrity.


	Considering how successful leaders make decisions.


	Focusing on ‘doing the right things’ as a leader.


	Holding colleagues to account.





4. Learning as the core purpose of school leadership


What do leaders do to secure effective learning for all?




	Embedding the principles of effective learning.


	Realising potential through personalisation.


	Focusing on teaching to close the gap.


	Enabling progress in learning and so achievement for all.


	Emphasising evidence and data-based teaching and learning.





5. Leading through collaboration and cooperation


How far is leadership based on cooperation and collaboration?




	Moving from autonomy to collaborative working – bonding to bridging.


	Developing social capital.


	Looking at leadership beyond the school – across the system.


	Focusing on intervention to prevent failure.






6. Building capacity – sharing leadership


Is leadership about personal status or collective capacity?




	Moving from dependency to interdependency.


	Building a culture of trust and empowerment.


	Progressing from distributed to shared leadership.


	Securing leadership capacity and sustainability.





7. Leading through relationships


In what ways does leadership work through sophisticated personal relationships?




	Focusing on the rational–emotional continuum of leadership.


	Understanding leadership through love and power.


	Leading through trust and empathy.


	Encouraging a commitment to care and compassion.


	Developing emotional literacy.





8. Leadership and personal resilience


How is effective leadership nurtured and sustained?




	Fostering strategies for personal growth and development.


	Developing personal well-being – ‘reservoirs of hope’.


	Advocating resilience and sustainability.
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Chapter 1


Why leadership?





There seems to be a broad consensus across educational systems that leadership is a key variable in educational improvement. There is less consensus as to the exact nature of successful leadership and the direction that leadership in education might take. This chapter explores the following issues:




	Why is there such an emphasis on leadership?


	What are the origins of the prevailing models of leadership in education?


	What are the problems and issues with certain approaches to leadership in education?


	Can we justify the prevailing models of leadership found in schools?


	Is there a common language to enable a shared understanding of effective leadership?





The problem with leadership


There seems little doubt that leadership is a highly significant factor in explaining the success or otherwise of a school or indeed any human social enterprise. Leadership has always been a vital element in any school improvement strategy, and all the research evidence points to certain types of leadership behaviour as being essential to turning schools around. Indeed, it would seem that there is an overwhelming consensus not just about the importance of leadership but also about the specific components of that leadership:




A large number of quantitative studies … show that school leadership influences performance more than any other variable except socio-economic background and the quality of teaching. (Barber et al. 2010: 5)





This assertion has, of course, to be qualified from a number of perspectives: the historical context and prevailing culture of the school, the leadership styles and strategies adopted and, crucially in a high stakes accountability model, the relative impact of the leader.


What is very clear is that there is an increasing focus on what might be described as a ‘managerial perspective’ in government, across the public sector and in education. This is reflected in neoliberal stances on the importance of competition, the absence of central control, the emphasis on autonomy and the increasing stress on technical expertise as being more significant than any concept of community accountability or institutional or local democracy.


However, Pink (2008: 2) argues:




We are moving from an economy and a society built on the logical, linear, computerlike capabilities of the Information Age to an economy and a society built on the inventive, empathic, big-picture capabilities of what’s rising in its place, the Conceptual Age.





If this is true, then it would seem to imply the need for a radical reconceptualisation of the prevailing models of leadership. But the history of the West has tended to stress the individuality of leadership and regard leadership as, in some way, intrinsically heroic. This has been reinforced, not least in schools, by a parallel culture of dependency (waiting to be saved by the hero) rather than the more complex and demanding concept of followership (accepting responsibility for co-creating a preferred future). It might be that one type of relationship between learner and teacher, essentially dependent, is a microcosm of the relationship between head teacher and staff. In order to respond to the challenges of living in a very different world, leadership may need to be understood as a process and a relationship rather than personal status and a reified position posited on degrees of significance and value:




our understanding of leadership needs to move beyond contemplation of isolated heroes and consider instead those who translate their ideas into action … in order to understand how individual leaders and followers contribute to the leadership process we need to understand and explain how their psychologies are shaped and transformed by their engagement in shared group activity. (Haslam et al. 2011: 17)





The crucial point here is that leadership is derived from significant relationships – that is, leadership is a function of the social and emotional dynamics of the group. It is not so much a matter of the leader taking control of the group but rather understanding the emotional climate of which they have become a part. The reality is, of course, that leadership is a fundamentally contested concept. It is a fuzzy and highly complex set of interconnected propositions that are not amenable to a technical-rational interpretation. The leader as technician is as potentially dangerous as the leader as hero. Clearly, there needs to be a balance between leadership as a set of technical skills and leadership as an art rooted in relationships, imagination and moral purpose.




Is the Anglophone world in thrall to the idea of the hero-leader?


Is this a cultural issue or a manifestation of a dependency culture?


Do we still believe that charisma is a helpful concept in talking about leadership in education?


What are the implications of the move towards academisation and increased collaboration for our understanding of effective leadership?


Can leadership be reduced to a set of technical skills?





In their study of the potential implications of the development of various types of technology on the nature, status and work of professionals, Susskind and Susskind (2015: 32) identify a number of key questions:




	Might there be entirely new ways of organising professional work that are more affordable, more accessible and perhaps more conducive to an increase in quality than traditional approaches?


	Does it follow that all the work that our professionals currently do can only be undertaken by licensed experts?



	To what extent do we actually trust professionals to admit that their services could be delivered differently?


	Are our professions fit for purpose? Are they serving our societies well?





If the word ‘professional’ is replaced with ‘leaders’ then a powerful and potentially challenging critique begins to emerge. This critique is powerfully expressed in the conclusion of their analysis in which they see two possible ways forward:




One leads to a society in which practical expertise is a shared online resource, freely available and maintained in a collaborative spirit. The other route leads to a society in which this knowledge and experience may be available online, but is owned and controlled by providers. (Susskind and Susskind 2015: 307)





This is the essential dilemma about the nature of leadership: is it to be seen as a collective capacity working through shared ownership and interdependency, or is it about control and the exercise of power? Brown (2014: 9) extends this critique of a world dominated by an essentially historical view of leadership:




‘Strong’ leadership is, then, generally taken to signify an individual concentrating power in his or her own hands and wielding it decisively. Yet the more power and authority is accumulated in just one leader’s hands, the more that leader comes to believe in his or her unrivalled judgement and indispensability.





An important corollary of this, Brown argues, is that leaders are overwhelmed by the number of decisions they are required to take and so either delegate inappropriately or make rushed decisions on the basis of inadequate evidence. Strong leaders are often guilty of the rationalistic fallacy – the belief that the world is controllable, predictable and essentially linear. Of course, nothing could be further from the truth. Leadership is messy and swampy and the idea that effective leaders can occupy the high ground and actually control their world is part of the mythology of strong leadership.


Brown goes on to make the case for moving away from the emphasis on the leader to recognising that they ‘must be able to appeal to emotion, sharing in the sense of identity of their party or group’ (Brown 2014: 61). This is about much more than building effective teams, working through consensus or developing quality relationships. Rather, it is about moving away from focusing on the leader and questioning the very concept of the leader-centric organisation. For Haslam et al. (2011: 17) leadership is too often seen:




as a noun rather than as a verb, something that leaders possess rather than as a process in which they are participants … leader-centricity tends to obscure, if not completely overlook, the role that followers play.





An interesting example of the cultural implications of a leader-centricity is the way in which orchestral conductors are perceived. The most famous (but not all) seem to be characterised by a combination of supreme musicianship and massive egos. There is no doubt that individual conductors can make an enormous difference to a performance – the difference between a competent performance and a life-changing event. And yet orchestral musicians are extraordinarily technically accomplished; most, if not all, are capable of solo performances of the highest standard. So, is the conductor just another manifestation of the need to have a leader rather than explore different ways of working? Consider the following characteristics of the work of professional orchestral musicians:




	Recruitment to a great orchestra requires the highest possible combination of technical mastery and musicianship.


	Each section of the orchestra and the whole ensemble spend hours in rehearsal in addition to personal practice.


	Orchestras develop a unique ‘voice’ in terms of their approach to the orchestral repertoire and could perform many pieces irrespective of what the conductor might be doing.





It would be wrong to be overly naive or idealistic about the ability of highly accomplished musicians to be self-directing. It is doubtful if a Mahler symphony could be performed without strong central direction; likewise, the micro-politics of some trios and quartets can be feral at best.


This emphasis on the leader as an individual is expressed in a wide variety of ways, not least the widening gap between leaders and followers in terms of status, remuneration and rewards. The range of remuneration – the difference between the highest and lowest paid people in an organisation – provides an interesting insight into the values of that organisation. It is often claimed that this gap is necessary and justified because of the increasing accountability that is focused on the individual and the competition to secure the most effective leaders. But this, of course, is a reinforcing factor that merely compounds the issue.




How can it be possible in any human enterprise, let alone a school, to identify and isolate the contribution of one individual to the exclusion of all others?


To what extent is your school leader centric?


Does your school’s leadership subscribe to the rationalistic fallacy?


How is your perspective on the nature of successful leadership reflected in the way that your school functions?


How might information technology influence the future of the leadership of the teaching profession?





There is a possibility that the hero-leader in a leader-centric society might actually inhibit or distort democratic processes, innovation and cooperation. These concerns are exacerbated by issues surrounding the possibility of actually training or developing the relational dimensions of leadership:




We think that leadership can be taught – which, given the paucity of objective evidence, might be true or might not. We think that leadership can be learned quickly and easily … We think leader-centrically – that being a leader is better and more important than being a follower. Wrong again. (Kellerman 2012: xx)





The discussion in this chapter is intended to apply to anyone who has a responsibility to provide leadership – in the classroom, for the team, for the school, trust or federation. There is a real danger in education that leadership is seen as essentially synonymous with headship and that other manifestations of leading in the school are essentially derivative or diluted versions of leadership.


A major issue at the outset of this discussion is that there are multiple alternative definitions and permutations of leadership (at least 25 in MacBeath’s 2004 study) and it is possible to get totally bewildered in the semantics of the concept. It is essentially a Humpty Dumpty word – it means whatever we want it to mean.


Leadership is defined by context, culture and, occasionally, by evidence. However, it is also determined by personality and political forces, and some of the most effective leaders – by a range of criteria – have been some of the most evil people in history. Equally challenging is the very mixed academic provenance of leadership – it draws on a wide range of academic disciplines in what is often seen as an essentially parasitic way, with no real attempt at an intellectually coherent synthesis or an integrated conceptual framework. So elements from psychology, sociology, economics and politics all go into the pot. The mixture is then complicated by the introduction of historic perspectives combined with insights from social anthropology and theology:




So, despite the contribution of scientific enquiry we have recourse to our own assumptions, philosophies, values and religious beliefs. These are what drive our behaviour, shape our relationships and ultimately determine what, where and how children and young people learn. (MacBeath 2004: 3)





It is therefore essential that leaders are continually testing and clarifying their assumptions and philosophies. There can be no definitive overarching model of effective leadership that achieves universal consensus; discussions about the nature of leadership will always be exploratory, never definitive. There are numerous variables that will inform and influence how any leader perceives their role – gender, ethnicity and personal influences, such as family life and educational experiences, are all very real and powerful factors.


Running parallel with recognising and analysing all of the complex variables that inform personal decisions about how to lead are the processes by which leaders make sense of and apply their chosen approach. This alerts us to the fact that leadership is essentially a personal construct – a mental map or a mindscape – that helps us to make sense of the world and determines our choices and behaviour. One of the most significant ways in which we can each change and develop our mental maps is through reflection and review – hence the approach that we have adopted in this book.




What would you see as the most significant factors influencing your personal model of effective leadership?


Are you naturally directive/assertive, analytical/autonomous, altruistic/nurturing or a combination of all? Is there a balance of these leadership characteristics in your senior team?


You might consider drawing a pie chart showing the relative contribution of the variables that you see as being the most significant in determining your own personal mental map of leadership.





There is no shortcut to developing personal confidence as a leader. The issue of how theory is translated into practice is one of the most challenging aspects of any form of professional practice. Given the complexity of the provenance of leadership, it might be seen as too problematic a concept and therefore it is easier to follow a deficit model of effective management operating under the guise of leadership. However, it may be possible to apply Occam’s razor and offer a model of leadership that is simple but nevertheless includes all the important elements.


What seems to be the case is that the prevailing models of leadership, irrespective of culture or context, have four key factors in common: the principles or values informing the nature of leadership, the core purpose or focus that clarifies the nature of the business, the human relationships that define how the organisation works, and the policies and practice that convert principle into concrete practice. They might be defined in detail as follows:




	Principle: Leadership is an essentially moral activity; leaders have a responsibility to support the development of real consensus around the core values that inform the way in which the school works. Leaders make decisions and these choices have to be consistent with the moral framework that has been agreed. There does seem to be evidence that the clarity and consistency of the moral framework has a direct impact on organisational performance.


	Purpose: Leaders are responsible for defining and clarifying the core business of the organisation and its future direction by articulating possible future scenarios and securing engagement and commitment – often summed up in the memorable phrase, ‘keeping the herd heading roughly west’. For schools, this is a crucial function: is the core purpose of the school to optimise academic attainment, or to secure the development of personal well-being? The two are not incompatible, but it does seem to be a challenge to reconcile academic attainment with a humanistic model of education and grant them equal status.


	People: Leadership can only work through effective human relationships. Leaders model emotional literacy and work on the motivation and engagement of all staff. Effective leaders recognise the emotional dimension of work and endeavour to create a culture that is based on respect for the dignity of every member of the school community. Leaders build a shared language to facilitate communication and design organisational structures that support effective relationships (e.g. self-managing teams).


	Policies: Leaders develop policies and strategies that translate principle into practice. Through the development of management structures and processes, they ensure that aspirations and plans are supported by operational routines which are consistently and efficiently applied. At the heart of the policies component lies issues around monitoring, efficiency, value for money and ensuring that the school is safe and working to optimum effect.
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Figure 1.1. The components of effective leadership








Successful leaders are those people who can integrate the 4 P’s, so they are balanced and mutually supportive – as shown in Figure 1.1. Highly effective leadership is most likely to occur when the circles overlap and the four elements become interdependent.


We need to consider the implications of individuals in leadership roles who do not possess each of these elements in an appropriate balance. In reality, we will always be aiming for the optimum level of integration. However, it would be naive to pretend that it is in any way easy or normal to find people with these characteristics. This is why consciously developing leadership capacity is so important – effective leadership can be learnt, and this is why it is necessary to build confidence and extend personal capacity by developing an understanding of how leadership works.


Consider the leader who has clear principles and purpose but is unable to engage with people. What about the leader who is clear about purpose and good with people but has no real sense of principle? Or what about the leader who is engaged with people and principle but has no sense of purpose, or who lacks clear focus or direction? Finally, what about the leader who is unable to translate principle and purpose into meaningful systems and processes? Clearly, the permutations could be explored ad infinitum, but it is apparent that any leader who does not engage with all four elements is likely to be highly dysfunctional.




Is it worth testing the 4 P’s model against those leaders who you admire most, be they religious, historical, political or community leaders?


What is it about them that makes them special from your perspective?


Using the 4 P’s model, reflect on school leaders you have known. Does the model help to explain aspects of their relative effectiveness or lack of effectiveness?


What happens when somebody in a leadership role lacks one of the four elements?





Once a working definition of leadership is achieved (i.e. the four components of the 4P’s model) then it becomes possible to develop confidence in recognising those aspects of the work of a school leader that do not constitute leadership. The classic distinction, and a potential semantic battleground, is the relationship between leadership and management. Both are necessary and their relationship should be one of mutual support with a high degree of interdependence, but always within the context of clear leadership. The danger arises when management, and even worse managerialism, becomes the dominant culture. One way of understanding the relationship between leadership and management is to define their relative contributions to the way in which an organisation functions. It is also worth introducing routine administrative work into the equation as it plays an important role in the life of every school.












	Leadership

	Management

	Administration










	Doing the right things

	Doing things right

	Doing things






	Path making

	Path following

	Path tidying






	Engaging with complexity

	Creating clarity

	Securing consistency









Table 1.1. Leadership, management and administration








In Table 1.1, we can see that, firstly, leadership is about having responsibility for the values by which the school works – ‘doing the right things’ in Bennis’ famous phrase (Bennis and Nanus 1985: 21). What the right things are is highly contestable and will be the product of personal values, the prevailing moral consensus in society and the shared values of the school. In many ways, leadership might be best understood as a process of decision making – with some choices obvious and easy and others complex and challenging. Management, by contrast, is concerned with translating principles into actual practice or ‘doing things right’ – focusing on systems, structures and delivery. In essence, ensuring that the ideal and the aspirational is made concrete. Administration is about doing all the basic tasks – the organisational routines and infrastructure. All three are necessary in order to ensure that the school is living by its principles.


Secondly, leadership is concerned with setting the purpose and direction of the school, defining the path forward in the very powerful image defined by Covey (1992: 101) – articulating what the school actually exists to do and how it should be in the future. Path following ensures that the journey is actually possible. After the dreamers come the builders. Management is about ensuring that the purpose is reflected across the organisation in its day-to-day working and that everything works. The aspiration for an inclusive school requires a great deal of hard work to deliver a safe and effective learning environment for all. Administrative work ensures that everything is in place – that the path is kept tidy.


Thirdly, leadership is fundamentally concerned with the complexity of human relationships, performance, engagement and motivation – leadership has to be seen as relational. Leadership only exists in the extent to which there is emotional engagement and sophisticated interpersonal relationships. Management is about the deployment of staff, the allocation of resources and delivery, with administration providing the consistency to support all these other factors.












	Leadership

	Management










	Transformation

	Improvement






	Trust

	Control






	Questioning

	Accepting






	Creativity

	Conformity






	Relationships/emotions

	Systems/structures






	Values

	Standards






	Innovation

	Continuity






	Coaching

	Training









Table 1.2. The vocabulary of leadership and management








Table 1.2 provides another way of exploring the relationship between leadership and management. The words chosen imply significant value judgements, but one of the key elements in individual leadership development – and successful leadership in any organisation – is the creation of a working vocabulary that supports meaningful dialogue and the development of shared meaning. Precisely what any of these terms mean will be determined by local custom and practice and by the formation, over time, of a common value system leading to a detailed and sophisticated common language.


It is perhaps worth noting in passing that the management column in Table 1.2 contains many words that are associated with so-called ‘left hemisphere’ thinking and the leadership column has many words linked with ‘right hemisphere’ thinking. Although the brain does not actually work as two distinct hemispheres (an important point about effective leadership in any context) but rather in an integrated way, there are clearly thought patterns in which the logical/rational dominates and thought patterns in which the emotional/creative dominates. Another perspective is that the management list is stereotypically masculine and the leadership qualities are essentially feminine. A list of this nature inevitably creates an artificial polarity – the truth, as always, lies between the extremes. However, the balance between management and leadership is fundamental to organisational success.




Which is worse:




	A school that is inspirationally led but badly managed?


	A school that is efficiently managed but badly led?


	A school where bureaucratic systems are more important than personal relationships?


	How does this perspective link with the model in Table 1.1?








Getting either leadership or management out of balance is clearly dysfunctional. The lack of one compromises the other, and the potential of each is inhibited by the failure to achieve interdependent working. The balance between leadership and management has to be determined by context and by the needs of the school at any given time. One of the great skills of highly effective leaders is to get the balance right – to find the optimum relationship that the school needs at a particular time.


There is little point in having inspirational, creative and transformative leadership if there is no infrastructure to convert it into practice. A great artist has to be able to create or a composer orchestrate. Equally, if management dominates then there will be bureaucratic neatness, efficiency and order but the school will be static – the means will be more important than the end. In the worst cases, a school will be dominated by a culture of managerialism where reductionist and instrumental strategies prevail.


There are a range of factors that determine the balance of management and leadership:




	The context of the school: Is it ‘safe’? Is learning secure for all? Does it work in organisational and operational terms?


	Expectations of staff: Often it is easier, and more comfortable, to be managed rather than led. Leaders may be tempted to secure popularity by supporting through managing rather than challenging through leadership.


	External pressures: Implementation of national and local policies and strategies might lead to a culture of passive responsiveness (i.e. the management of policy rather than the development of creative and innovative responses to policy).


	Self-perception: Many people will be psychologically more comfortable with the role of manager rather than leader; the operational is more benign than the strategic.





Another perspective on the relationship between leading and managing is to return to the idea of mental maps – that is, how our constructs of the world act as a way of making sense and allowing us to negotiate, engage with, understand and seek to change the landscape that we inhabit. Sergiovanni (2005: 24) talks of mindscapes rather than mental maps. For him mindscapes are:




implicit mental frames through which reality … and our place in this reality are envisioned. Mindscapes provide us with intellectual and psychological images of the real world and boundaries and parameters of rationality that help us to make sense of this world … mindscapes are intellectual security blankets … and road maps through an uncertain world.





Each leadership mindscape is unique – the product of everything that makes us who we are. Effective leaders understand their mindscapes, work to systematically enrich and deepen them and use them to navigate their world. Becoming an effective leader might be seen as building rich personal mindscapes that enable alternative models of the future to emerge. Many of the key transitional phases in our personal and professional lives involve adjusting our mindscapes: from pupil to student to teacher, from being single to being in a relationship to being a parent, from being a follower to being a leader.


Cummings and Keen (2008: 12) extend the idea of the mindscape into a landscape analogy by exploring the issue of the relationship between private mindscapes and public landscapes. An adaptation of their model to school leadership, as a way of interpreting and understanding the context in which leaders have to work, is shown in Figure 1.2.





[image: ]

Figure 1.2. Mindscape into landscape








There are numerous ways of interpreting this particular model in order to explore and explain the relationship between the leader as an individual and the context in which she or he functions. In many ways, the important point about this approach is that the effective leader understands the relationship between their personal mindscape and the various landscapes they inhabit. This is the central issue in ensuring that leadership is appropriate to context and that leaders have the confidence to be able to respond to changing circumstances in a way that secures personal integrity with relevant and appropriate strategies.




How has your mindscape changed over the years?


To what extent is your personal mindscape of leadership appropriate to the context in which you work?


What are the issues in translating your personal mindscape into a working landscape? Is there a tension between the context of education and your personal mindscape?


How far does your team share your mindscape – are there tensions in terms of the fundamental assumptions underpinning how the team thinks and works?





Becoming a leader


If the nature of leadership is complex, problematic and elusive, then the nature of learning is even more so. Much of the popular discourse about learning characterises it as an essentially passive process, whether that is being taught, attending a course, being lectured by an expert or reading a book. Historically, a great deal of management development has been concerned with the transmission of information with little regard for its relevance, applicability or potential impact – that is, it has been generic rather than personal, directive rather than negotiated. What is clear is that successful leaders are very focused on their personal and professional learning and development and understand themselves as learners as much as leaders.


One way of trying to understand how leadership learning takes place is to return to the image of a mindscape or mental map – a conceptual framework. The purpose of leadership development is to increase the usefulness of the map by ensuring that it is an accurate depiction of the territory to be covered and is relevant to the individual. The usefulness of any map is determined partly by its scale and partly by the information it depicts (and how it is depicted). As leaders develop, so their personal mental maps become more sophisticated, more detailed and, often, more idiosyncratic.


At the early stages of leadership development an atlas might be appropriate. This will then be refined to a road map which, in turn, will be honed to an A–Z street plan. However, the best maps are those which draw on generic information and personalise it to suit a particular purpose at a particular time. Although the analogy can be pushed too far, it may be helpful to think of leadership learning as the process of creating personal meaning from a complex environment with multiple reference points so as to facilitate a journey.


If leadership learning is about the development and enrichment of personal maps, then the learning process is subject to a number of variables that can be best expressed as propositions:




	In order to create new knowledge leadership development has to recognise and respect prior knowledge.


	Experience, of itself, has only limited value unless it is mediated by reflection and so modifies knowledge and behaviour.


	Successful learning is a function of positive emotional engagement which will inform motivation and sustainability.


	All leadership learning will be processed through personal value systems which will determine significance, applicability and prioritisation.





For leadership learning to lead to attitudinal change, and so to significant behavioural change, all four factors have to be recognised and incorporated into any strategy. The absence of any one component will compromise the other three – for example, a lack of emotional engagement will severely inhibit learning from experience because it is the interpersonal and intrapersonal that actually allows us to make sense of our experiences. Equally, knowledge that is not applied to experience is impoverished, and the absence of values makes all learning, literally, pointless. To achieve this level of learning, a range of strategies need to be in place:




	The development of a range of cognitive skills: analysis, logic and data interpretation.


	Learning activities which are based on problem solving in real-life situations.



	Reflection on actual experience based on appropriate feedback.


	Challenge derived from new ideas, confronting performance and so on.


	Coaching to help mediate the perceived gap between actual and desired performance.


	A sense of moral purpose, a vocation or a search for personal authenticity.





In practical terms, the most powerful basis for profound learning is supported reflection – support being provided through coaching and mentoring, the use of a reflective journal, structured reading to inform review and, perhaps most importantly, peer review and feedback on actual practice. Effective leadership development provides a sophisticated conceptual framework to support review, a systematic review process and support for analysis and action planning. However, leadership development is often an event rather than a process. Although it can model excellent practice, it needs to be part of a personal developmental process – such development is axiomatic to the leadership role. Perhaps one of the most significant aspects of this process is the recognition that learning is a fundamental component of the job itself, not an adjunct or a bonus. It is well known that leadership development, especially for head teachers, is the first casualty of any constraint on resources – time or money. This is not to argue for more time to be spent on courses but rather for the principles outlined above to become implicit to personal working patterns. For example:




	Building review into meetings and all individual and team projects.


	Scheduling time and space for regular reflection and creative thinking.


	Establishing a structured and regular pattern of professional reading and creating opportunities to discuss and apply insights gained.


	Regular meetings with a coach and/or mentor as part of a sustained (and sustaining) developmental relationship.


	Acting as a coach/mentor to others.



	Creating networks (virtual and actual) to nourish, support and challenge.







Review, reflection and evaluation were once described as the Achilles heel of educational leadership. Would you accept this judgement in terms of your working practices?


How could you protect your time as a leader to engage in these higher order working practices?





This first chapter has set out what we consider to be the framework for any discussion of leadership. The rest of the book is structured around seven key themes that we believe are the basis of contemporary school leadership. However, each of the seven topics is contentious and open to a wide array of interpretations and applications. We have provided a range of authoritative sources for each theme and identified important ideas, issues and debates. We have also provided a number of questions to stimulate thinking and serve as the basis of challenging underpinning assumptions and practices. We have not provided answers.


Why leadership?


Classify each of the following components of your leadership of change as A, B, C or D, according to the extent to which it shows:




A. High confidence and is well established in principle and practice.


B. Emergent practice for some of the time.


C. Some awareness but no consistent practice.


D. No awareness.















	Leadership behaviours

	Rating/


evidence

	Implications/


action










	In my school leadership is understood as collective capacity rather than personal status

	 

	 






	My leadership is distributed and inclusive rather than hierarchical and personal

	 

	 






	I place as much significance on developing followership as I do on leadership

	 

	 






	I am sensitive to cultural and gender-related issues in leadership practice

	 

	 






	‘Leadership can be learnt’ is a fundamental principle of my approach to leadership, and I devote time to my leadership development

	 

	 






	I can demonstrate how my leadership makes a difference

	 

	






	I have a very clear understanding of how my professional accountability works

	 

	 






	I am constantly reviewing, debating and updating my personal leadership mindscape
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