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ABSTRACT

INVESTIGATING TEACHER LEADERSHIP IN THREE PRIVATE K-12
SCHOOLS IN BEIRUT, LEBANON
NORMA GHAMRAWI

This study investigated teacher leadership in three private K-12 schools in Beirut, Lebanon. It
attempted to explore this concept as viewed by principals, coordinators and teachers
themselves. The second purpose was to examine practices carried by principals and
coordinators to check whether such practices promoted teacher leadership in these schools.
The third purpose was to explore the images constructed by teachers, coordinators and
principals for themselves as leaders. Based on the information found in the literature review,

six questions were developed as the basis for research in this study.

The research methodology was qualitative interviewing, where fifty-one semi-structured
interviews with teachers, coordinators and principals, constituted the base for the data derived
for the purpose of this study. NVivo computer software package from QSR international
(2002), was employed for the purpose of handling data analysis effectively. It helped in the
establishment of structured thematic analysis for the obtained qualitative data, by its powerful
abilities at sorting and coding data.

According to the findings of this study, teacher leadership has been defined by all participants
in terms of most of the attributes that appear in the literature reviewed. Teacher leadership has
been considered as an effective tool for creating a learning-oriented culture, which enhances

teaching and leaming thus leading to school improvement.

The research emphasized the crucial role played by principals in establishing teacher
leadership, however, it went beyond to show that coordinators (subject leaders) played even a
more significant role when communication in the school between teacher and the principal is
‘funneled through the coordinators’. It showed that though the school culture defines whether
teacher leadership will flourish in the school or not, departmental sub-cultures seemed to
better distinguish this aspect in this case. The findings also suggested the role played by
parents in schools in determining and shaping the type of leadership role played by teachers.

Finally, the study offered recommendations for both school policies as well as further

research.
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INVESTIGATING TEACHER LEADERSHIP
IN THREE PRIVATE K-12 SCHOOLS IN BEIRUT

CHAPTERI1

INTRODUCTION

Background for Teacher Leadership

Countries need their students to read and comprehend a wide variety of materials. They want
them to express themselves effectively in writing using a wide variety of formats, each with a
different purpose. Students must also have the basic mathematical skills to perform
computations and the math sense to know which skills to use. Students need to possess
thinking skills that would enable them to generate new ideas, make sound decisions, and solve
problems. They should also acquire some personal qualities such as integrity, responsibility,
self-management, and sociability. More students than ever before need to be educated to
higher levels. Students must be able to compete successfully in a job market requiring higher

levels of skills, participate in a democratic system, and develop strong ethical values.

In fact, the list of demands from schools, as made by several societies in the world as well as
by the Lebanese society, is getting longer and longer. Hood (1998), argued that there had been

little substantial change in the way schools went about their business for some time:

Structurally the curriculum is much the same as it has been for the last 50 years, as is how
teachers approach the curriculum. Students are still divided into classes of about the same
number, primarily based on age. The day is rigidly fixed within specific timeframes and
divided by inflexible timetables. Teachers teach subjects, and front up each hour to a
different group of students. Classrooms are designed and used as they were 50 years ago,
even though the décor might have changed. Assessment of learning is still dominated by

national external examinations (p.3).

Schools are called to meet the challenges facing the societies to which their students belong.
Such challenges seem to take several different titles according to the literature (Leithwood
et al., 1999). Some of these titles include: restructuring, changing governance structures,
responding to community influences, becoming more accountable, raising the standards for
content knowledge and performance, promoting educational reform, and emphasizing

efficiency in student leaming (Leithwood et al.,1999).



To meet these challenges, schools of each particular society are called to provide their
students with the necessary skills and processes that enable them to become able to “learn
how to learn™ and become “proper decision-makers” (Knamiller, 1984, p.12). What is
required is teaching for understanding which means inviting students to think mathematically,
read critically, write persuasively, reason historically and geographically as well as inquire
scientifically. One skill children need to acquire is the ability to learn; to gather knowledge,

make use of it, let go of knowledge that is of little use, and then learn new and relevant things.

The report of the National Commission on Teaching and America’s Future (1996) brought out
a strong message regarding such an educational change: Any school transformation cannot
succeed unless it focuses on creating conditions in which teachers can teach well. In other
words, new roles for teachers should appear in schools. Several studies from all over the
world seem to converge at the same theme, thus calling for a change in the roles carried by
teachers in schools. These include Australian studies (Caldwell et al., 1997) , English studies
(Levacic, 1997) as well as American (Marsh,1997). Kfouri (2000), in her paper presented at
the Lebanese Association for Educational Studies (LAES), called for a radical change in the
roles played by teachers in the Lebanese schools, so that such schools would be able to meet

the challenges confronting them.

Soon after the report of the National Commission on Teaching and America’s Future (1996),
an emerging literature began to highlight the importance of inviting all professionals among
school staff to practice inclusive leadership that focuses on school change and improvement
(Hord, 1997). According to the OFSTED (2000) in Bnitain, leadership lies at the heart of any
successful reform effort . Two studies proposed teacher leadership as the solution for problems
in which schools have been grappling. These are The Camegie Commission Task Force on
Teaching as a Profession (1986) and the Holmes Group (1986). Both studies assured that no
successful large-scale change or improvement may take place unless teachers are moved to

the centre where decisions are taken.

According to Lambert (1998) schools may not be ready to face such challenges with out
acquiring “...the capacity to lead themselves..” (p.17). Gray (2000) posits that authoritarian
forms of leadership characterized the dominant leadership styles in schools of serious
weaknesses. The hierarchal, top-down approach should give way to a process of shared
decision-making (Blase & Blase, 1994; Payzant & Gardner, 1994; Cunningham & Cresso,
1993:; Goldring & Rallis, 1993; Kreisberg, 1992; Sarason, 1990). According to Hart (1994), a

redesign of roles is needed in schools in which leadership models expand. So, the picture is no
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more the traditional one where teachers teach and principals lead. Leadership is not supposed
to be localized in a single person in the school (Harris, 2002). According to Katzenmeyer &
Moller(2001), this is the right time for teacher leadership. Teachers should be able to
influence decision-making not only at the level of the subjects that they teach but rather at the
whole school level. The rationale behind teacher leadership springs from the fact that teachers
are in the best positions to take meaningful and critical decisions as they are in daily-contacts

with learners, curricula, assessment and instruction.

During the review of current literature on teacher leadership, issues regarding the importance
of teacher leadership to sustain improvement in schools are frequently discussed (Rosenholz ,
1985; Sickler , 1988; Schlechty , 1990; Fullan, 1991; Hargreaves, 1991; Taylor &
Bogotch,1994 ; Harris et al. ,1995; Ovando , 1996; Hopkins & Harris,1997; Bell & Ritchie ,
1999; Busher et al. ,2000; Brown et al., 2000; Cranston, 2000; Leithwood & Jantzi , 2000;
Reynolds, 2000, Katzenmeyer & Moller , 2001; Wise, 2001; Jackson, 2002; Deepak, 2003) .
In this view, teachers may work differently (Greene, 1989) in ways that support a sense of
ownership over the tasks they are performing (Greene, 1989; Vinz, 1996; Sawyer, 2001) ,
make a difference to the learning and motivation of students (Elmore et al.,1996) and hence
promote change in their settings (Wasley, 1992). Patterson (1997) considered teacher leaders
as the champions who stretch the boundaries of their schools and promote them into higher
levels. How teachers view the effect of teacher leadership is described by one teacher in
Rozenholtz’ (1991) study:

They are more professional....more interested in furthering their education and
trying to grow and change and be willing to change and adapt and try new things.
They have a positive outlook. They think that their co-workers can do things, and
they look for the best points in students. They support other teachers, and respect the
people they work with, believe that they can do their job, and that they are capable
and willing to work and work together (p.206).

The role of the principals in promoting teacher leadership is evident in the literature (Buckner
& MacDowelle, 2000; Childs-Bowen et al. , 2000; Neuman , 2000). According to Buckner &
McDowelle (2000), principals play the major role in developing teacher leadership. They are
called to restructure the school culture (Weiss & Holland, 1994; Ash & Persall, 2000; Childs-
Bowen et al. , 2000) in a way that teachers may participate in the decision-making process
(Sergiovanni, 1994;Terry, 1999). This can be achieved by empowering teachers (McKeena ,
1990; Wellins et al, 1991; Lucas et al., 1991;Byham & Cox , 1992; Davis, 1998;

Cranston,2000). By empowerment, principals “ ...share leadership and .. no longer aspire to

3



fully understand and control every aspect of the school” (Barth, 1990, p.133). Krajewski
(1996) states that the principal is the “chief enculturing agent” (p. 3) as the principal is
expected to b€ the initiator, facilitator, visionary and leader of the school. Principals must
make the culture come alive for staff through developing shared purposes, beliefs, values and
core concepts that focus on teaching and leaming, community building, collegiality, character

development and other school issues and concerns.

Authoritarian forms of leadership often practiced by some school principals seem to block the
path in front of teachers who are willing to take leadership roles (Romanish, 1991).
Authoritative principals are characterized by possessing tight control over curricula, teaching
and behaviour as a whole in the school (Barth, 1990). According to Terry(1999) effective
principals not only share their teachers in decision-making but go beyond that into creating a
culture in which teachers are encouraged to reflect upon their practices in their schools as well
as setting induction for teachers to both suggest and implement ideas in their schools. As a
result schools would turn into leaming organizations (Louis, 1994; Chapman, 1997,
Leithwood et al., 1998; Mulford, 1998).

The concept of schools as learning organizations is becoming a promising vision to guide
restructuring schools (Fullan, 1995; Leithwood & Louis, 1998; Marks, Louis & Printy, 1999,
Silins et al., 1999). Schools that function as learning organisations in a context of rapid global
change are those that have systems and structures in place that enable staff at all levels to
learn collaboratively and continuously and put this new learning to use. This capacity for
collaborative learning defines the process of organisational learning in schools. Marks et al.
(1999) identified six dimensions of this capacity for organisational leamning — “school
structure, participative decision making grounded in teacher empowerment, shared
commitment and collaborative activity, knowledge and skills, leadership, and feedback and
accountability” (p.3). Approaches to leadership that support the development of schools as
learning organisations find more in common with cultural, collaborative approaches in which
teachers are viewed as partners, than with the technological, hierarchical, rational planning

models (Sheppard & Brown, 1999).

The research of leadership has drawn great attention from scholars in various fields in recent
years. Yukl (1998) noted the fact that "the study of leadership has been an important and
central part of the literature of management and organisation behaviour for several decades”
(p.251). For example, Weese (1994) mentioned that there are about 7,500 citations on
leadership in Bass and Stogdill's Handbook of Leadership (1990).



The Current Status of Leadership in Lebanon

The Ministry of Education and Fine Arts in Lebanon has been directing its efforts towards
raising the standards of education starting the 1990s .The rationale was to improve the
educational sector as a whole. The result was a nation wide plan: Renaissance Educational
Plan, which was launched in 1997. However, despite the large investment that the government
provided for this plan, so as to train teachers, change curricula, raise the conditions of schools
in terms of technology advancements; training school principals and focusing on leadership

aspects in schools were almost not mentioned in this plan (Yaacoub, 2000).

According to Yaacoub (2000) the statistics drawn in the academic year 1997-1998 reveal that
there are 2188 principals leading all the schools of Lebanon: 58.3% belong to the public
sector where as 41.37% include principals of the private sector. The statistics carried by the
Lebanese National Centre for Research & Development in 1999 provide some shocking
information regarding the educational background of such principals. These are listed in the
Table 1.1.

Table 1.1 : Classification of Principals in Lebanon in terms of Their Educational

Background
Educational Background of Principals Percentage

Principals with no educational certificates 84.3%
Principals with a qualification from the Faculty of Education at the Lebanese 0.2%
University (The only public university in Lebanon)

Grade 9 Certificate or equivalence 0.9%
B.T. in childhood education (An equivalence of Grade 9) 14.4%
Educational Certificates (From Universities other than the Lebanese University) 0.2%
Total 100%

From The Lebanese National Centre For Research & Development (1999)

So the majority of principals in the Lebanese Schools do not hold educational certificates.
Such certificates would minimally ensure that they have been exposed to modemn educational
theories that relate to subject matter of curricula taught in their schools!! The study also
mentions that principals who hold degrees in educational management and leadership are very
rare. Despite this gloomy picture of principalship in Lebanon, there have been no attempts to

train these principals in light of the Renaissance Educational Plan as mentioned earlier.

The study conducted by Yaacoub (2000) also revealed that principals in the Lebanese Public
Schools almost have no room to practice leadership themselves. The reason is that they have
very rigid norms and documents that dictate to them what they are supposed to do in their
schools. They don’t have the right to select teachers for their own schools. It is the Ministry of

Education that does this. In some schools the number of teachers may be more than what the
5




school needs while in others, students spend lots of their time in the playground as they might
not have teachers to teach them (Yaacoub,2000). These principals possess very little authority
over student distribution in classes, curricula and registration. The Ministry of Education
dictates all of these. In this sense, principals of the public sector act as school keepers as
opposed to school leaders. So, if this is the case for school principals, it is expected that the
picture of teacher leadership would be even worse. However, this argument remains with no
confirmation since there has been no research conducted in Lebanon addressing the concept

of teacher leadership in its schools yet.

The selection of principals for these schools is based on political and personal regards and do
not spring out of the potentials and skills they are expected to possess so as to be able to carry
the tasks of this role effectively (Yaacoub, 2000).

However, Yaacoub (2000) argues that within the private sector, school principals are often
adopted on the basis of qualifications. These principals do receive training courses, many of
which are carried outside Lebanon during summer vacations. The majority of principals, if
not all, who attend workshops and seminars that are often conducted at the American
University of Beirut- which is considered as a leading educational institution not only in
Lebanon but also in the whole Arab world- belong to the private sector (The researcher is a
member of the committees that organise conferences and workshops at the department of
education at the American University of Beirut). However, teachers from such schools are
often sponsored by their schools to attend workshops related to pedagogical aspects but not
leadership training.

Unfortunately the research on teacher leadership in Lebanon is null. The libraries of all
universities in Lebanon as well as the Lebanese National Centre for Research and
Development were searched for that purpose. This is as far as both the private and the public
sectors are concemed. There have been no studies that addressed the concept of teacher
leadership in any form. Consequently, this study attempted to give some clarifications about
the concept of teacher leadership in three private K-12 schools in Beirut, Lebanon. The study
is significant both at the theoretical level where the notion of teacher leadership would be
investigated within some schools of the Lebanese system of education as well as at the
practical level where several recommendations for school application may be suggested as a
result. It is hoped that this research will provide an opportunity for educators in Lebanon to

open up to a possible tool for improving schools: teacher leadership.



Purpose of the Study

The purpose of this study was to explore the concept of teacher leadership in three private K-
12 schools in Beirut. It was intended to investigate teacher leadership as perceived by
principals, coordinators (subject leaders) and teachers themselves. The study also attempted to
examine practices carried out by principals, coordinators as well as teachers. It was intended
to check whether practices of coordinators and principals do promote teacher leadership in
their schools or not. On the other hand, the study attempted to compare between the practices
carried out by selected teachers in these schools to practices that are attributed to teacher
leaders according to the literature. A final purpose for this study was to investigate the type of

images that teachers, coordinators and principals create for themselves as leaders.

Consequently, this study attempted to:
1- explore what teachers, principals and coordinators understood by teacher leadership;

2- compare the educational practices carried by teachers in the selected schools with that

attnibuted to teacher leaders;

3- check whether the practices carried by principals and coordinators in schools

promoted teacher leadership;

4- explore the images that teachers, coordinators and principals held for themselves as

leaders;

5- investigate the advantages that teachers, coordinators and principals perceive for

teachers playing leadership roles; and

6- explore how teachers were being prepared to carry on leadership in schools.

’

Statement of the Problem

This study examined the concept of teacher leadership as perceived by three parties in the
school setting: teachers themselves, coordinators, as well as principals. Many researchers
have stressed that teacher leadership may be practised by teachers without having them fulfil
formal administrative roles (Lambert et al. 1995; Lambert et al. 1996). Teachers are
considered as leaders when they make a commitment to improving their knowledge and
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exemplary instructional practices and actively engage in helping other teachers to do the same
(Bohlin, 1999). “Teachers who are leaders lead within and beyond the classroom, influence
others towards improved educational practice, and identify with and contribute to a
community of teacher leaders” (Katzenmeyer & Moller, 1996, p. 6). Franey (2002)
considered teacher leadership as a catalyst for turning schools into professional learning
communities. Such communities open the opportunities for teachers to break down the
isolation of classroom in collaborative, problem-setting and -solving activities with colleagues
(Rosenholtz, 1989;Hargreaves,1994; Miller et al.,1994; Huberman ,1995). This has been
considered as a key stone for any school improvement (Katzenmeyer & Moiller,2001;
Cranston, 2000; Stokes, Hirabayashi, & St. John, 1998; Ovando,1996).

Harris (1999) considered effective departments to be the ones in which leadership is shared
and not held over its members. Blase & Blase (1994) call this teacher empowerment, which
they consider inevitable for any school reform. Empowering teachers or delegating to them
leadership underlies the basic definitions of teacher leadership as asserted by Waugh & Punch
(1987), Howey (1988) , Wasley( 1991) , Bellon and Beaudry (1992), and Boles & Treon
(1992). In other words, coordinators or department heads play a crucial role at establishing
and nourishing teacher leadership. In fact, by virtue of their roles or responsibilities,
coordinators do possess the greatest chances to initiate structures where teachers can share
them power over curricula, pupils and school policies. They are called to delegate power,
involve teachers in decision-making and create sub-cultures of collegiality within their

departments (Wise & Bush, 1999, cited in Bennett et al., 2003).

Romanish(1991) explains that principals seem to constitute a major obstacle to the
establishment of teacher leadership. This is when the type of leadership they embrace is
authoritarian (Barth, 1990, Sergiovanni, 1994; Ash & Persall, 2000; Buckner & MacDowelle,
2000; Neuman, 2000). These principals are characterized by strong monitoring of each detail
in the school (Barth, 1990), not leaving chances for effective communication among their
school communities (Sergiovanni, 1994). "The increasing specialization of teachers ... signals
that the principal can no longer be the master teacher ... hence, it has become increasingly
important to share leadership ... " (Barth, 1990, p. 133). Principals are called to practice
leadership which is empowering (Reitzug, 1994); sensitive to local community aspirations
(Limerick & Nielsen, 1995); supportive of followers (Blase, 1993); that builds collaborative
school cultures (Deal & Peterson, 1994); and emphasizes the importance of developing a
shared vision (Mulford, 1994).Principals build and shape the culture of their schools. “It is



through effective leadership and the modelling of values and beliefs important to education
that principals are able to shape the culture within schools” (Stolp, 1994, p. 2).

That is to say, teacher leadership is considered as an effective tool for driving the school
towards higher expectations for all students, more rigorous programs of study and more
teacher satisfaction. Three major components help in the establishment of teacher leadership
in schools: teachers themselves, coordinators as well as principals. For this reason, this study

attempted to examine this concept from these three perspectives.

Scope of the Study

The study was conducted in three selected private K-12 schools in Beirut. The basis of this
selection has been discussed in detail in chapter three. These schools are among the largest
and most popular schools in Beirut. Physically, these schools possess attractive and quite
large campuses for their students. They are fully equipped with laboratories, libraries,
technology /engineering workshops, computers, and instructional mass media. The number of

students situated in one class does not exceed twenty five in any of their classes.

Socially, it is often considered prestigious in Lebanon to have your child enrolled in one of
those schools. The reason is that such schools are known for their commitment to teaching
children, and providing them with many learning opportunities about the natural world
surrounding them. These schools are also known to offer challenging academic programs at
all levels. Students learn several languages, are encouraged to become active and independent
learners, and critical and creative thinkers. For this reason, students of such schools are often
the winners in various competitions that take place in the most leading educational agencies in
Lebanon. Students who graduate from these schools are usually known to be eligible to enter

the most prestigious universities in Lebanon.

A homogeneous sample was chosen from each school. The details of this appear in chapters
three and four of this paper. Participants shared certain commonalties for the purpose of this
study. These commonalties included: proven excellence in teaching determined by school
evaluations, gender, years of experience and a drive towards improved conditions for student

learning.



An Overview for this Paper

This study is distributed over six chapters. The first is an introductory chapter that presents
the background for the study, significant issues relating to it and challenging ideas that make
this study important. It identifies the research problem to be addressed all through this paper
and clarifies its objectives. It also maps out very briefly the contents of its chapters. In the
second chapter, a thorough and extensive review of current and relevant /iterature is provided.
It presents the conceptual framework that underlies this study at hand. Chapter three describes
the methodology carried for the purpose of this study. It attempts to clarify key research
questions. It justifies the choice of the chosen paradigm, methodology and data collection
methods. Validity, reliability and ethical issues are fully addressed in this chapter. It also
describes how it was intended to analyze data and what considerations were taken for that
purpose. Chapter four presents the findings of this study. It introduces data, describes it
clearly, and links it with what was found about the original issues outlined in the research
questions. Chapter five represents dafa analysis, synthesis and discussion. Findings are
scrutinized in terms of what they mean. The literature reviewed is consulted for the sake of
comparing the findings with ideas, issues and theories noted earlier. Research methods are
also criticized along with their validity and reliability. The sixth chapter provides the readers
with conclusions and recommendations. These include retrospective evaluation of the
research and its contribution to the field. Guidelines for improving the current situation of
teacher leadership are also suggested. Finally, some recommendations for future research are

given.
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INVESTIGATING TEACHER LEADERSHIP
IN THREE PRIVATE K-12 SCHOOLS IN BEIRUT

CHAPTER 11

THE LITERATURE REVIEW

History of the Concept of Teacher Leadership

The roots of teacher leadership spring out of the Nation at Risk American report (1983) which
called for a radical restructuring of the American Schools so as to improve the status of
education in the United States of America. Several attempts to promote this reform failed to
achieve its goals. Sarason (1990) attributed such failures to the fact that most of the reform
trials had a top-down hierarchical orientation. On the other hand, Murphy ( 1992) related the
same failure to the fact that most of those trials were external to the school system where
classroom practitioners were not given room to contribute to the decision-making process . So
several labels started appearing in the literature of educational management in the nineties
including: empowerment, shared governance, participatory decision-making, site-based
management, cooperative management, shared decision-making, distributed leadership and
teacher leadership (Richardson et al.,1995). Whatever the label, the call was for restructuring
schools in a way that encourages teachers to take part in the decision-making at their schools
(Blase & Blase, 1990) without having them leave their classrooms (Smylie, 1995) and by
working collaboratively (Boles and Troen, 1994). Busher (2001) takes a similar view but also
suggests that teachers are leaders in classrooms, laboratories, and who conduct workshops for

their colleagues building on the work of Bourdieu and Passeron (1977).

Chapter Outline

This chapter starts by distinguishing between leaders and managers according to the wide
literature available. Transactional, transformational and distributed leadership are then
addressed. Distributed leadership, being a major aspect of professional learning communities,
will then be discussed. This discussion leads to the introduction of the concept of teacher
leadership, the roles played by teacher leaders and how teacher leadership promotes school
effectiveness. Here an extensive review of the available literature is made and discussed. At
this particular point the barriers confronting the establishment of teacher leadership are

scrutinized.
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Among the barriers confronting teacher leadership discussed and illuminated in the literature
1s the leadership style exhibited by school principals as well as the culture created by those
principals. For this purpose, the role of the principal in establishing teacher leadership is
investigated according to the current available literature, along with the culture suitable for
that. The reviewed literature indicates the significance of the contribution of subject leaders in
the creation of such school cultures as well as at the creation of departmental subcultures.
This i1s why this chapter moves then to review the available literature on subject leaders and

their role in promoting teacher leadership.

The paper ends by introducing the conceptual framework underlying this study, along with

the corresponding basic definitions, all of this being in light of the reviewed literature.

Leaders versus Managers

"Managers are people who do things right and leaders are people who do the right thing"
(Bennis & Nanus, 1985, p. 21). The skills of a manager facilitate the work of an organization
because they ensure that what is done is in accord with the organization's rules and
regulations. The skills of a leader ensure that the work of the organisation is what it needs to
be. Several other views regarding leadership (Gardner,1990; Kouzes & Posner, 1997) appear

in the literature and are discussed later in this chapter.

Gardner (1990) considers managers as individuals who “hold a directive post in an
organization presiding over the resources by which the organisation functions, allocating
resources prudently and making the best possible use of people” (p.3). Tosi (1982) restricts
management into taking choices about the “form and structure of those factors that fall within

the boundaries of managerial discretion”(p.233).

Leadership has the effect of “influencing human behaviour, regardless of the goal...to make a
difference” (Bethel, 1990, p.16). Kouzes and Posner (1997) further define leadership as “the
art of mobilizing others to want to struggle for shared aspirations™ (p. 30). They possess the
ability to influence people and motivate them to do what they want, without driving or forcing

them (Walters, 1992).
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Two dimensions of leadership behaviour are distinguished in the work of Halpin (1966).
These are initiating structures (concern for organizational tasks) and consideration (concern
for individuals and interpersonal relations). To evaluate effective leadership skills in terms of
these two dimensions, the Leader Behaviour Description Questionnaire (LBDQ) which has
been the most used instrument for the assessment of leadership skills showed that "effective
leadership behaviour tends most often to be associated with high performance on both

dimensions" (Halpin 1966,p. 97).

Leithwood and Riehl (2003, p.3) classify the definitions of leadership enlisted in the literature
in terms of carrying two functions “providing direction” and “exercising influence”. In other
words, “Leaders mobilize and work with others to achieve shared goals” (Leithwood and
Riehl, 2003, p.3). Leadership is based on four standards: leaders, followers, idea and action
(Sergiovanni, 2000). According to this view, school leaders must demonstrate morality,
stability, sense of direction and strength of conviction. Parallel to this, Gardner (1999) lists
four constants to leadership. The first constant is that the leader must have a story. The second
constant is the “._.extent to which the story or narrative is embodied in the life of the narrator”
(p-1011). The assembly of a group that might be influenced by the leader’s story is the third
constant of a leader. The fourth constant is the existence of the organisation in which
leadership may act. Wildy & Louden (2000) suggest six groups of knowledge that effective

(13

leaders should posses. These include “ ...caring for others; strength in making decisions;

fairness and consistence; being open to alternatives; involving others; and articulating long

term goals” (Wildy & Louden, 2000, p.182)

A summary of the skills and attributes that distinguish leaders are listed in the Table 2.1.
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Table 2.1: Leadership Attributes and Skills

Leadership Attributes / Skills Reference
Leaders are visionary. Mahoney (1990)
Leithwood & Riehl (2003)
“Leaders do not merely impose goals on followers, but work with others to create | Leithwood & Riehl
a shared sense of purpose and direction.” (2003, p.3)
Leaders unite members and strengthen group cohesiveness around a common goal. | Stogdill, R. (1974)
Leadership depends on trust. Johnson (1998)
Leaders foster and synthesize knowledge, trust and power. Zand (1997)

Leaders are skilful at emotional coping.

Fullan (1998).

Leaders act as role models for their teams where their actions translate the set

Leithwood & Riehl (2003)

vision.
Effective leaders have a high degree of what is known as emotional intelligence. Goleman (1998)
Leadership is multidimensional: transformational and facilitative. Lashway (1996)

Leaders demonstrate effective human relations & interpersonal skills such as

Bulach et al. (1998)

communication.
Leaders are community servants, organisational architects, social architects and Murphy (1997)
moral educators.
Leaders lead from the centre: ensure collaboration , delegate responsibilities, Murphy (1997)

enable and support teacher success, manage reform and extend the school

community.

Effective leaders contribute to the formulation of professional learning

communities in their schools.

Leithwood & Riehl (2003)

Leaders promote school reform and positive student learning outcomes. Hill (1996)
School leaders secure environments where equity and justice dominate. Leithwood & Riehl (2003)
Leaders emphasize commitment and enthusiasm to lifelong and continuous Sarros & Butcharsky (1997)

learning.

ILeaders provide situational assistance for their group members.

Leithwood & Riehl (2003)

Leadership requires total quality management skills. Smialek (1995)

Leaders are visionary, believe that schools are for learning, value human Mendez-Morse (1999)
resources, communicate and listen effectively, are proactive and risk takers. Leithwood & Riehl (2003)
Effective leaders demonstrate covert leadership. Mintzberg (1998)

Leaders encourage teamwork and shared leadership. Wallace& Wildy (1995)
Leaders influence their school cultures. Deal & Peterson(1998)

Leithwood & Riehl (2003)

In other words, "Leadership affects school performance by shaping the organisation of work.
developing solidarity among organisational members, managing schools' relations with their
external environments, and building members' commitment to their schools." (Pounder et

al. ,1995,p.567).

14



Transformational Versus Transactional Leaders

Burmns(1978) describes managers as transactors and leaders as transformers. Transactional
leadership occurs when "leaders approach followers with an eye to exchanging one thing for
another.... Such transactions comprise the bulk of the relationships among leaders and
followers" (Burns, 1978, p. 4). Transactional leaders, through their transactions, make use of
"modal values such as honesty, trustworthiness, reliability, reciprocity, [and] accountability"
(Burns, 1978, p. 15). It is built on reciprocity, the idea that the relationship between leader
and thetr followers develops from the exchange of some reward, such as performance ratings,

pay, recognition, and praise.

Transformational leadership, on the other hand, occurs when a leader "looks for potential
motives in followers, seeks to satisfy higher needs, and engages the full person of the
follower. "The result.... is a relationship of mutual stimulation and elevation that converts
followers into leaders and may convert leaders into moral agents" (Bums, 1978, p. 4). Itis a
form of leadership that occurs when leaders “broaden and elevate the interests of their
employees, when they generate awareness and acceptance of the purposes and the mission of
the group and when they stir their employees to look beyond their own self-interest for the
good of the group” (Bass & Avolio, 1990, p.43). Transformational leaders, unlike
transactional leaders, employ larger "end values such as order, liberty, equality, justice, [and]
community” (Bumns, 1978, p. 15). It is concemed with engaging the hearts and minds of
others. It attempts to produce greater motivation, satisfaction and a greater sense of

achievement. It requires trust, concemn and facilitation rather than direct control.

Transformational leadership is considered by Leithwood (1994) and Silins (1994) as a major
contributor for initiative restructuring. While transactional leaders motivate followers by
appealing to their self-interest, transformational leaders facilitate the process of transcending
their own immediate self interest for the sake of the organisational vision (Bums ,1978). In
line with this Block (1987) distinguishes leadership as being the process of translating
intentions to reality. Peterson & Deal (1998) consider school leaders as models, potters, poets,
actors, healers, historians, anthropologists, visionaries and dreamers. Bennis (1984) identified
five competencies which transformational leaders possess. These include: vision;
communication and alignment; persistence and consistence; empowerment and organisational

learning.

A comparison between the attributes of a transformational and transactional leader is

described in Table 2.2.
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Table 2.2: A Comparison between the Attributes of a Transformational and
Transactional Leader

Transactional Leader Transformational Leader Reference
Creates structures and processes for control | Creates a climate of trust Burns (1978)
Sets goals to obtain immediate results Establishes long-term vision Burns (1978), Weese (1994)
?olves problems Empowers individuals so that Burns (1978)

they may solve arising problems

Secures the culture Challenges the culture Doherty & Danylchuk (1996)

Sets rules for other to follow Coaches and develop people’s Sourcie (1994), Burns(1984)
potentials Weese(1994)

Maintains a situation and attempts to Changes the whole situation Doherty & Danylchuk (179796T

improve it when needed Sourcie (1994)

Power springs out of his/her position Power springs out of histher Burns (1978), Weese (1994)
influential character Doherty & Danylchuk (1996)

Transformational leadership basically means that those who are practising it would change the
realities of their particular world to more nearly conform to their values and ideals.
Transactional leadership, on the other hand, focuses on an efficient interaction with the
changing realities. Obviously, both kinds of leadership are necessary (Bass, 1985). But
transformational leadership must be the parent as it provides the frame of reference, the
strategic boundaries within which transactions take place. Without an overarching system of
values and goals and without a clear picture of what kind of transformation is needed,
executives and their managers will tend to operate on social and political agendas and
timetables (Bass, 1985).

In short, transformational leadership subsumes transactional leadership (Leithwood, 1990)
and places increased emphasis on the actualization of followers. Through role modelling,
leaders transmit values, collaboratively set, and serve as catalyst for influencing followers to
transform themselves and the social environment (Bass, 1985). Thus, constituents are

empowered and able to predict the consequences of their behaviours.

Distributed Leadership

Distributed leadership has been acknowledged by several researchers such as Gronn (2000) ,
Harris (2002b) and Hopkins and Jackson(2002). Distributed leadership is an attitude rather
than a management technique (Bennett et al., 2003). It means seeing all members of the
faculty and staff as experts in their own right ; as uniquely important sources of knowledge,
experience and wisdom. Distributed leadership doesn’t restrict leadership to those filling
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formal positions in the school but rather goes beyond that to encourage every member in the
school to practice leadership (Harris,2002b). However, this does not mean that those filling
formal positions would become meaningless, but rather their roles will be maximized
(Harris,2002b). Harris(2002b) states:

This is not to suggest that no one is ultimately responsible for the overall
performance of the organisation or to render those in formal leadership roles
redundant. Instead, the job of those in formal leadership positions is primarily to
hold the pieces of the organisation together in a productive relationship. Their
central task is to create a common culture of expectations around the use of
individual skills and abilities. In short, distributing leadership equates with

maximising the human capacity within the organisation (Harris 2002b, p.2).

Under Distributed Leadership, everyone is responsible and accountable for leadership within
his or her area (Spillane et al., 2001). It secures an environment where everyone feels free to
develop and share new ideas. The rest of the discussion on distributed leadership is woven

into that of professional learning communities.

Professional Learning Communities

Leadership has been identified by the OFSTED (2000) as the key element for any successful
reform. However, such leadership should be practised by all members of the school (Murphy,
1988). When this is the case, collegiality is expected to dominate (Marsh,1997) leading to the
constitution of a professional learning community (Hord, 1997). The main characteristic of a
professional learning community is shared decision-making according to Boyd & Hord
(1994). However, several other attributes are highlighted in the work of Hord (1997) where

she distinguishes five elements that underlie professional learning communities.

Table 2.3 summarizes Hord’s elements of a professional learning community.
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Table 2.3: Hord’s (1997) Attributes of a Professional Learning Community

Attribute Meaning

1 | supportive leadership All members of the school community constitute one team that 1s

involved in continuous learning.

2 | collective creativity Teachers are proactive and inquisitive who are involved in writing
articles, conducting work shops, preparing seminars, and

presenting papers at conferences.

3 | shared values and vision All school members share a common vision that they are trying to
establish. A major aim of such a vision rotates around maximizing

student learning.

4 | supportive conditions These include both physical conditions and human qualities that
ensure appropriate resources, professional development and secure

lack of isolation of its members.

5 | shared personal practices This necessitates an environment of mutual trust and support

between teachers.

The table above assumes that teachers should get involved in their own professional growth,
the professional growth of their colleagues and share in decision-making. Leithwood and
Riehl (2003) assure that effective school leaders are the ones who promote professional
learning communities in their schools, hence, leading their teachers to practice a form of
leadership, a formative one. Katzenmeyer and Moller (2001) confirm this by considering
teacher leadership, as that type of leadership teachers should practice, leading to the

generation of a professional learning community.

However, the culture that dominates a professional learning community determines to what
extent teachers may be allowed to do that. The effect of culture in promoting leadership roles

for teachers will be addressed in later sections.

Distributed Leadership in Professional Learning Communities

Glickman et al. (2001) distinguishes distributed leadership as being crucial for “improving
student learning outcomes for all students over time” (p.49). Parallel to this, Silins and
Mulford (2002) concluded in their study that distributed leadership is a key element for
improving student outcomes. Harris (2002a) defines this type of leadership as “a form of

collective leadership in which teachers develop expertise by working collaboratively (p.2).
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Distributed leadership ensures that leadership is not restricted to one figure only in the school,
usually the principal, but rather equally practised and made available to all the members of the
school (Gronn,2000). In fact, “every person ..... in one way or another, acts as a leader"
(Goleman, 2002, p.14). Spillane et al. (2001) make a similar argument by explaining that
school leadership must be viewed as the cumulative activities of a broad set of leaders, both
formal and informal, within a school, rather than as the work of one actor, such as the

principal.

Franey (2002) considers distributed leadership as a catalyst for turming schools into
professional learning communities. In such communities, teachers receive opportunities to
break down the isolation of classroom in collaborative, problem-setting and -solving activities
with colleagues (Rosenholtz 1989; Hargreaves 1994; Miller et al., 1994; Huberman 1995).
These activities could include collaborative curriculum design, instructional evaluation,
interdisciplinary teaming and curriculum development textbook and course material review,
or school improvement planning (Bryk et al., 1996). Spillane et al. (2001) assure that
professional learning communities may not be established in schools unless leadership is
distributed.

Teacher Leadership

Teacher leadership has been defined by several researchers such as (Krug,1992), Sergiovanni
(1994), Leithwood et al. (1999), Gronn (2000), Katzenmeyer & Moller (2001), Frost &
Durant (2002) and Macbeath (2003). Traditionally teacher leadership has been viewed as
instances where teachers may participate in middle leadership (Cooper, 1988; Little, 1988;
Bolman & Deal, 1991). However, many researchers have stressed that teacher leadership may
be practiced by teachers with out having them fulfil formal administrative roles (Lambert et
al., 1996). How teachers may practice leadership in their schools without having them leave

their classrooms will be fully discussed in this chapter in later sections.

Bohlin (1999) has characterized teacher leaders as those teachers who have made a
commitment to improving their knowledge and exemplary instructional practices and actively
engage in helping other teachers to do the same. Troen and Boles (1993) acknowledge teacher
leadership to be a possible means for school reform and call for eliminating hierarchal models

of leadership in schools as well as for empowering teachers:
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Teacher leadership has emerged as a new buzzword in the education community's
search for a quick fix for school ills ... We suggest that teacher leadership cnables
practicing teachers to reform their work and provides a means for altering the
hierarchical nature of schools. What is nceded is a school culture in which classroom
teachers are fully empowered partners in shaping policy, creating curriculum,

managing budgets. .. (p. 27).

Katzenmeyer & Moller(1996) explain that“.... teacher leadership develops naturally among
professionals who learn, share, and address problems together” (p. 12). They suggest that all
teachers are leaders: “Teachers who are leaders lead within and beyond the classroom,
influence others toward improved educational practice, and identify with and contribute to a
community of teacher leaders” (p. 6). This is parallel to Barth (1990) who also considers all

teachers to be able to lead if given the chance to.

An extensive review of research on teacher leadership has been prepared by Harns and
Muijs(2002). Several of the definitions of teacher leadership that were mentioned in Harris &
Muijs (2002) are listed in Table 2.4.
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Table 2.4: Teacher Leadership Definitions Cited in Harris & Muijs (2002)
Review of Research on Teacher Leadership

Definition

Original Author

Appearance
in Harris &
Muijs (2002)

Teacher leadership is concerned with empowering teachers to
share in decision-making.

Smylie (1995)

p3

“Teacher leadership is the ability to encourage colleagues to
change, to do things they wouldn’t ordinarily consider with out
the influence of the leader”.

Wasley (1991)

p-4

Teacher leaders “lead with in and beyond the classroom,
identify with and contribute towards improved educational
practice”

Their role has three dimensions:

1- They foster student learning and professional
development of other teachers.

2- They ensure that fulfilment of crucial tasks by serving
as department heads, action researchers...

3- They contribute to school improvement by sharing
effectively in school decision-making, by serving as
members of committees.

The end product is the generation of a professional learning
community with in the school site.

Katzenmeyer & Moller
(2001)

p4-6

Teacher leadership addresses teacher leadership in terms of
collaboration among members of a school community

Boles & Troen (1994)

p4

Teacher leadership may be practiced by teachers both inside the
classroom (classrooms, curricula) or out side it (school reviews,
sharing in decision-making, workshops..)

They contribute to the democratization of the school.

Gehrke (1991)

p4-5-6

Teacher leadership is addressed in terms of four roles:
brokering, participating, mediating, building relationships.

Harns (2002)

p.5

Teacher leadership is about collaboration among members of
the school.

Blase & Anderson

p.5

Teacher leaders are the ones who help achieve collaboration
among the school community and who carry out action
research.

Little (2000)

p.6

Teacher leaders help build a constructivist culture in their
schools.

They help other teachers to be risk-takers and try out new ideas,
and hence encourage them to practice leadership themselves.

Lieberman et al.(2000)

p.6-7

Teacher leaders are the ones who get involved in the
professional growth of other teachers.

Sherill (1999)

p.6

Teacher leaders are expert teachers who fill in leader roles in
addition to their responsibilities towards their classes.

Ash & Persall (2000)

p.6

Teacher leadership is about exchanging ideas with peers.

Seashore-Louis, Hruse etal.
(1996)

p-6

Teacher leaders may carry on tasks that are often carried by
senior leaders.

Barth (1999)

p.6

Teacher leadership is about collaboration whose end product is
to bring about positive change in the school.

Rozenholtz(1989)

p.7

Teacher leadership negates hierarchical models of management.
It provides its practitioner ample chances to try out his/her
ideas, yet preserves the values of the school.

West et al.(2000)

p.-8

Teacher leadership attempts to create a professional learning
community in the school whose end product is to raise up
student achievement and improve his/her quality of learning.

Silins & Mulford (2002)

p.8

Teacher leadership allow for sharing in decision-making that
helps improve the school.

Leithwood & Jantzi (1990)

p.8

Louis & Marks (1998)

Teacher leadership increases the chances for school
improvement.

Crowther et al. (2000)

p.9

Harris & Muijs (2002)
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In other words teacher leadership is concemmed with providing teachers with chances to
contribute to school decisions that relate to students and student learning. Teacher leaders
seem to be keystones for school development and school effectiveness, as they not only
influence their students but also their colleagues. By adopting this role, they can turn their

schools into communities where leaming is active, meaningful and ongoing.

Moreover, Table 2.4 reflects that there is no single definition of teacher leadership. In fact,
some researchers such as Griffin (1995) have addressed it in a way that implicitly tells that
teacher leaders are the ones who occupy posts such as subject leaders or head of departments.
By this teacher leaders should be empowered so that they may share effectively in school
reform via sharing in decision-making, contribute to the professional growth of their

colleagues. The end product is school improvement and increased student learning.

Another group of researchers such as Hart (1995) have used the term teacher leadership in
reference to what Barth(1990) manifests: “All teachers can lead” (p.123). In this sense teacher
leadership is not restricted to those occupying leadership posts but rather practised by every
teacher while she/he is in her/his classroom. By this teacher leadership is mostly about
collaboration and establishing a school culture of mutual respect and collegiality. Again the

end product is increased student learning and school improvement.

In other words, teacher leadership can be a position within an administrative structure
(Griffin, 1995), demonstrated via teachers’ behaviours (Wasley,1991). It describes actions
taken by teachers involved in school reform (Darling Hammond et al., 1995) or refers to

teachers who carry on professional tasks (Hart, 1995).

As stated earlier, in this study teacher leadership will not be restricted to those carrying an
administrative role (middle leaders, subject leaders, head of departments, coordinators) but
also considers all other teachers in the school settings. It attempts to investigate the concept of
teacher leadership as viewed by all parties of the school including senior management, middle
management as well as teachers them selves. This study takes the view that leadership roles
are not only functions of positions or posts, yet in many cases such posts may contribute to
increased participation in sharing in decision-making in the school and hence practising

teacher leadership.
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Roles of Teacher Leaders

Studies have shown that teachers do not view teacher leadership as instances for enjoying
“higher” or “superior” positions in their school systems (Devaney, 1987) , but rather instances
for practising collaborative efforts with other teachers that promote their professional
development and growth (Troen & Boles, 1992). It is an incentive for teachers to get
motivated and teach better (Fullan, 2001). Teacher leadership is defined as "the ability to
encourage colleagues to change, to do things they wouldn’t ordinarily consider without the
influence of the leader" (Wasley, 1991, p. 170).

Ash and Persall (2000) explain that teacher leaders enjoy formative leadership where they
spend most of their time inside their classrooms playing different leadership roles at different
times. These teacher leaders would reveal to others new ways of doing things, they model
new instructional strategies, freely share their knowledge with others, initiate new programs
and make instructional decisions based on what's best for children (Rosenholtz, 1991).
Teacher leaders in collaborative settings would tend to draw others upward to higher places
(Rosenholtz, 1991). Rozenholtz (1991) figures out that teacher leaders are often enthusiastic,
more professional; more interested than other teachers in furthering their education and in
new learning, demonstrate a positive regard for their colleagues and a belief in students and
their ability to learn. Not only this, but also these leaders often attack problems and find ways
to resolve them, often by new leamning. Teacher leaders in collaborative settings in
Rosenholtz' study appeared to be thriving on new learning and pushing the pedagogical
frontier to higher levels. They were known for high expectations, as being risk takers.

The literature distinguishes several roles that may be taken by teacher leaders. Table 2.5

attempts to summarize some of them.
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Table 2.5: Roles Suggested For Teacher Leaders According To the Literature

Roles Specifications Reference
*  Build Trust and develop rapport Teachers are expected to place a non-judgmental value on providing Lieberman, Saxl & Miles (1988)
* Diagnose organizational conditions assistance, modelling collegiality as a mode of work, enhancing teachers’
*  Deal with processes self esteem, using different approaches to assistance, making provisions for
*  Manage the work continuous learning and support for teachers at the school site and
» _ Build skills and confidence in others encouraging others to provide leadership to their peers.
*  Develop their own teaching practices Teachers develop themselves by keeping up to date with the latest issues & Gehrke (1991)
* Lead reviews of school practice trends in their domains & by trying them out in their classes and reporting
* Contribute to curriculum development results to their colleagues. They keep a feedback record of weaknesses and
*  Train their colleagues strengths of curricula they teach. Moreover they often conduct workshops
*  Contribute to evaluation of teachers for their colleagues and share in evaluating the performance of other
teachers.
*  Work with individual teachers in classroom Teachers may demonstrate a lesson for a teacher or provide any other form Loucks-Horsley et al. (1998)
settings of situational assistance or they could deliver professional development to
*  Work with groups of teachers in workshops groups of colleagues in the form of workshops held after school or on
*  Work with administrators or community teacher in-service days. They could also have responsibilities that support
members on classroom issues the classroom indirectly such as facilitating curriculum or standards
*  Work with various constituents on the ‘task du | committees. More often teachers would respond to a crisis situation such as
jour’ replacing a teacher, evaluating other teachers. ..
»  Lead students and other teachers Teacher may act as mentors for other teachers, facilitate student learning, Katzenmeyer & Moller
* Lead in operational tasks train other teachers, create new approaches... Teachers may act as head of (2001)
= Lead through decision-making or partnership departments, coordinators, action researchers or simply contribute to school
organization whilst they are in their classrooms. They could be members of
committees both inside and outside their schools.
*  Brokering role The brokering role has to do with the extent