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Abstract:

This pape takes a view and discusses the author’s curmectodal researc
on leadership in Roman Catholic primary and secgndehools in Malte
The study is taking a grounded approach in ordenvestigate what it i
like to be a headteacher in a church-samool, through an exploration
attitudes, behaviours, leadership styles and maizg&ills and approache
The initial phase of the project involved interveewith 10 Roman Cathol
school headteachers (5 primary and 5 secondary).th® basis othese
interviews a questionnaire that focuses on what Hmeen identified as ke
issues was constructed. This was then distribisteétle headteachers of
Roman Catholic schools in Malta. The final findingsthe study shoul
give some privileged Bights into the perceptions and experiences ofott
headteachers, providing information about posiane negative aspects
the job, indicating areas where organisational @ndr administrative
changes would be helpful and also highlighting sréar headteache
professional development.
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I ntroduction

The dominant principle of an organisation has eHift from
supervision and management in order to control aterprise, to
leadership in order to bring out the best in pecmbel to respond
quickly to change.

(Naisbett andefdene, 1990, p. 20)

The notion of leadership in modern managementiisgbgiven great prominence due
to the belief that a good leader makes a greagréifice in any institution (Howell and
Frost, 1989) and because high quality school leddgeris crucial to school
effectiveness (Trotter and Ellison, 1997). Managsgot enough: “what is needed is
leadership to help people achieve what they arahltapf, to establish a vision for
the future, to encourage, to coach and to mentod, ta establish and maintain
successful relationships” (Carnegie, 1995 pp. 16-16

Over the last two decades, the concept of compédadiership has been central in
human resource strategy (Wigfield, 1996). Whilsipetence and competency are
fundamental elements in any organisation at allelevthey are even more
indispensable in people who are leading the orgfinis Since leading entails
increased levels of influence, impact and contiw, cost of incompetence naturally
becomes progressively greater, the more seniantheidual is. Consequently, “it is
critical that leaders are carefully selected ancetiged” (Wigfield, 1996, p. 101).

Importance of Topic

Over the past few years, the importance of admatish in general and headship in
particular, in Maltese schools, has been boostethio salient reasons:

- a number of major developments are taking pladbéereducational field,
which are affecting the way schools are organisednaged and run;
consequently the role of the head, or any educdtieader, has become
increasingly complex and constrained (Bezzina, 1999

- In 1985, the first diploma programme in educatioadiinistration and
management, was introduced by the Faculty of Edutatat the
University of Malta. This programme was targeted those already
occupying administrative posts and for those whate@ to be considered
for such posts.

It is worth noting that research in the field ofadship in Maltese schools has been
considerably added to over the last decade. Yetnthjority of these studies are
based in state schools and research in the fidhgadship in Maltese Catholic church
schools is very scarce. | believe | can safely g&t this is a virgin ground for
research and at this time when education in Matagaing through such major
reforms, | feel that this is a very opportune titoecarry out this research. | also
think that | am at an advantageous position toycarout. This is because | myself
work as a counsellor in church schools so | am femyiliar with their ambience. My
work involves seeing to students’ emotional, soarad academic problems. At times
in my work | have to liase with the Head of schoohcerned, the teacher and even
the parents. Since | am employed by the SecretanaCatholic Education, | have
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access to relevant information that will be necgs$ar the research. Furthermore,
since this research has the ‘blessing’ of the loddlde secretariat, | am getting all the
help that | need.

Catholic schools, in many societies, are oversitsdrwith students (Grace, 2002).
This fact is also true for Malta (Tabone,1987).h&Tcatholic church operates among
the rank and file as a powerful cultural force loyue of a multitude of organisations.
Notable among these are the church schools” (Suliad Baldacchino, 1994, p. 12).
Educating near to thirty per cent of the total fafschool age population, “access is
keenly contested since these schools are popuwanlgidered to provide a better
education than the alternative state schabidf. At this stage it is worth noting that
entry into Maltese Catholic primary church scho@sjone by ballot, since the
demand is far greater than the supply. At seconiéael, there is a competitive
examination for boys who would have completed #s¢ year of primary school.
Again, about two thousand boys sit for this examh amly around five hundred make
it through. When it comes to girls, no such oppoity exists. The only lucky ones
are those whose school caters both for primarysandndary levels. Yet, as Grace
(2002) points out, despite the profile of Cathalitiooling, it is still relatively under-
researched.

Catholic Church schools in Malta date back to tBB dentury (Vella, 1961). The
church was in fact, the first institution to progiceducational instruction to lay
persons, although the idea may have been to draplgéo join religious orders and
communities. At present, church schools in Makgec for about one third of the
entire Maltese student population.

The entire cohort in this study comprises sixteeimary schools and twelve
secondary schools. There are also twelve schdw$ are both primary and
secondary. These forty schools cater for approdipdifteen thousand students
ranging from five years to sixteen yearsThis total includes three primary, one
secondary, and a primary and secondary school ®GoThis would be the entire
population of church schools in Malta.

Catholic Church schools in Malta have to abidehw®y afficial Education Act and the
National Minimum Curriculum. Yet they enjoy ansiderable amount of autonomy.
There is the Secretariat for Catholic Educatiort ieapart of the Maltese Roman
Catholic Church organisation and administrationth@iigh this entity, to a certain
extent, monitors what goes on within church schadbks latter are still self-governing.

Different religious communities run one, or a numbéschools. The trend is that
each religious community that runs the school ugyaiefers to appoint one of its
members as Head. Yet in the last few years, sdmecle schools in Malta were
compelled to appoint lay people as Heads, duectodasuitable applicants within the
community and also because the number of peopldaitese religious communities
is on the decrease.

! There are also twenty-seven kindergarten schools catering for circa one thousand four
hundred students and two post secondary schools catering for circa six hundred and fifty
students (These numbers are quoted from the official statistics of the secretariat for Catholic
Education).

2 The island of Gozo forms part of the Maltese Archipelago.
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All Heads of schools must be approved by the EdomcaDivision. The salient
difference is that Heads coming from within thagielus community need not have
any degrees in educational management (althoughgl@ncouraged). The choice is
left at the discretion of the order. The only requoient is a permanent teacher’s
warrant which is issued by the Education Divisiather to those who have a
Bachelor Degree in Education, a Post Graduate fiCaté in Education (after
completion of a first degree), a Master Degree octbrate, or to those who have
taught for at least fifteen years. Yet lay Heads r@quired to be in possession of
either the University’s diploma programme or etseequivalent.

What the Research is After

Johnston and Pickersgill (2000) argue that sucekesshool leaders have personal
and professional determination, clarity of visionpurage and personal and
interpersonal skills to interpret and use the aersible powers and duties of their
office wisely. Bringing these qualities to the depment of a management stance,
successful Heads move their organisations in trextion of collegial structures and

processes grounded in co-operative teamwork. ThH®es say that this involves the

interaction of personality, experience, values,pasitions, attitudes and coping

strategies.

In the light of this, the main research questioat the study is trying to explore is:
What does it mean to be the head of a Maltese Rdpadéimolic church school? This
incorporates issues like:
- Styles of leadership
- Leading and managing an educational organisation
- Are there any specific motivating and satisfyingpexds to being a
Headteacher of a Maltese Roman Catholic churchateho
- Are there any specific challenges to being a hdad Maltese Roman
Catholic church school?
- What are the Heads’ experiences of stress in lgalioh an organisation?
- What is the school’s vision?

All this is being studied in the light of literaturelating to headship, specifically
within the educational context and explicitly withthe Catholic church schools. This
is all being done against a background of a strbladtese culture where church
schools still enjoy an excellent reputation, obthigh academic achievements, and
are still in great demand among Maltese parents.

Furthermorethe study is being conducted against a backgrodncharch schools

culture which includes all the special qualitiesayw of thinking and working,

lifestyle, priorities, values and convictions em@ma from the community that runs
the school (Lombaerts, 1998). The study atsmgniseshe different dilemmas being
faced by Catholic education in an increasingly &&@st, consumerist and market-
driven milieu (Grace, 2002).

Literature Background

A coherent and comprehensive definition of educatioeadership seems to be
lacking (Ramsdale, 2000). Leithwoed al, (1999) say that such a definition of
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needs to be comprehensive and closely related gosthool context to which it
pertains.

Writings on leadership often reflect different aui point of view (Trotter and
Ellison, 1997), their philosophical standpoint (Bes 1998), the research paradigm
they are using (Clark and Clark, 1990), and the edgythg ontological,
epistemological, and methodological premises (Catteal, 2001). These different
perspectives give a multi-dimensional aspect testhdy of educational leadership.

In looking at the issues that head teachers faeeliterature suggests some salient
key issues that were interestingly raised by mgrim@ants.

Leadership Styles

Different leadership styles have been identified aiiscussions about these styles
often refer to “The Tannenbaum-Schmidt ContinuunBehaviour” (Herseyet al,
1996, p. 122) where the leader’s behaviour isedl&d a continuum. At one extreme
is the autocratic leader who dictates to a staf tas to abide by their word. At the
other is the collaborative head, very democratistyte, sharing a good proportion of
power and information with the staff who are trélaés colleagues, and who play an
important role in decision-making. In between ast@es where the head of school
shares different degrees of power, collegialityystdtation and support with staff.

L eader ship and Management

One of the first areas that is being explored &leight and meaning attributed to
educational leadership and management by the eatlmselves and the
organisation. There is a lack of agreed defingiof the word$eaderandmanager
(Busher, 1998) as sometimes they are perceivedtéosect and this is particularly
true in the educational field (Morrison, 1998) esphy in the case of senior school
managers where there is “considerable input infecy@nd strategy formation” (p.
206). “We can no longer rely on seeing heads dfosk administering their
institution; they now have to adopt a manageria @adership role” (Bezzina, 2003,
p. 3) and “In the past heads have only been askediminister their schools rather
than manage or lead them forward” (Bezzina, 2008).p

In theory, a manager is perceived to be assignedrganisational role, whereas a
leader is a role that can only be granted by omael®ordinates (Collins and Porras,
1996). “Leaders live out of their imagination eatl of their memory. They tie
themselves to their infinite potential instead loéit limiting past” (Whisenand and
Rush, 1993, p. 56).

Mintzberg (1973) discusses the overlap and sayisrni@magement may be mostly
concerned with practical action, whereas leadensta@mly concerns visioning, setting
the tone and direction, establishing long-term cibjes and thus propagating the
right ethos. In the same tone, Kotter (1990) sthet while “management is
concerned with coping with complexity, leadershspconcerned with coping with
change” (p. 104).

The words ‘leadership’ and ‘management’ cannotdtally distinguished from each

other in this respect. Since leadership may bme@fas the ability to get things done
under the right circumstances (Thibaettal, 1995) the real challenge for most heads
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would be to examine and understand the problemgteeatetical parameters within
which this can be done, and this is basically aagament issue. Therefore a head of
school is very often a leader and a manager, as tkethe trend that educational
leadership is moving away from a purely authongtstyle of administration to a
more collaborative style of management (Bezzina ¥iatbni, 2006). Educational
heads are inevitably managers and leaders who iirgvio address a wide range of
school issues (Bhindi and Duignan, 1997).

Leadershipin Church Schools

Educational leadership has also to be observdukitight of the culture that prevails
in every institution (Michiels, 1998). In this piaular research, the notion of school
culture bears a specific weight since church scham believed to have their
particular culture (Lombaerts, 1998) and Maltesenko Catholic church schools are
no exception.

Leadership and how it is defined and practised n@p®n the cultural conditions at
micro and macro level (Covey, 1992), the field ldeder is working in, the context in
which it has developed over the years, the natdrgsoconstituents, the issues
involved, agendas, and the unique ambience ancdmaittes that make up the
organisation (Bezzina and Vidoni, 2006).

Education provided by church schools is envisagedjive students access to a new
and better Christian, social culture” (Lombaert898, p. 34). This is because a
religious order is perceived to provide the “rignosphere of regularity in the shape
of an organised group of people working for a comrgoal” (bid.). However, in a
context where the number of lay teachers and IsameMaltese Roman Catholic
church schools is on the increase, each commungty to integrate lay persons into
its tradition so that they would make its particutalture their own. In systematic
terms, these measures are essential in order tcargea the continuity of the
organisation (Gallagher, 1997). But in actual fiéetre is a drifting away from the
strong religious ways and methods that have beeayslbeen so strong.

Primary and Secondary Headship

Since my cohort includes both Primary and SeconHaads of school, | feel that part
of my literature review should concentrate on dagbl of education, separately.
Different authors have focused their writings oasth two different, but equally
important stages of education.

L eadership in the Primary Sector

Although leadership in primary schools is not coafl solely to head teachers, most
of the literature concentrates upon them (Bell,8)98espite the growing belief that
leadership in primary schools should be distributeer different levels, studies of
leadership in the primary sector generally regaedHeadteacher as the principal
leader (Southworth, 2000).

Primary Heads are perceived to be very powerfulrég inside the school that they
lead (Coulson, 1980). They are seen to be possestitheir schools (Niagt al,
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1992); are regarded as holding a “formidable cotraéion of power” (Alexander,
1984, p.161); they exercise nearly absolute cordvar the form and direction of
development in their schools (Campbell, 1985); tHeyninate the schools they lead
(Southworth, 1995) and are believed to be one efntlain factors which determine
the effectiveness and the success of the schoaltl{®orth, 2000). Another factor
that comes out from literature is that discussansut primary headteachers generally
fail to take into account the differences in scheiae. Evidently this factor is bound
to affect the Head’s behaviour and attitude.

L eader ship in the Secondary Sector

Caldwell and Spinks (1988) say that cultural, sgat, educational and reflective
leadership are important dimensions of the workabhiool leaders in secondary
schools. These aspects of leadership are happagaigst a background of rapid
change mostly concerned with improving the quaditjearning for all students
(Caldwell, 2000). This is due to the social, eqoi academic, technological,
psychological, moral and physical changes thatanstantly happening, at such a
quick pace, beyond the school walls. At this lesehool leaders are perceived by
researchers to be educational strategists, workitigothers to develop a capacity for
state-of-the-art learning (Bolam, 1988; Bezzindd30 Secondary school principals
like most primary Heads, are giving priority to iroging standards of literacy, higher
academic achievements and better social skillstt@adole is changing to a more
strategic one in every aspect (Ministry of Eduaatidouth and Employment, 2002).

The principal is spending more time on the ‘biggeature’ in ways that reflect the
contemporary view of transformational leadershipirifG1996). For this reason the
concept of educational strategist is pre-eminerthafducational leader has to take a
macro view of things that concern the organisatiofhile this is happening and
gathering momentum, there is evidence that secgrathucation is being reinvented
and reformed. This certainly calls that a capaduty strategic management will
become increasingly important for secondary scheaalership (Caldwell, 2000).

Work Motivation and its Relevance to Leadership

Another aspect that | am studying in this rese&@¢bb motivation among Heads.
The study of work motivation has two basic strands:

- why people behave in the way they do in the wortgla

- how they can engage in work behaviours that areefmzal to the

organisation, and themselves (Riches, 2000).

If the experience of work has a negative impactschool leaders, they cannot
possibly give their best in that sphere of theied. And it is a well-accepted fact that
Heads have undeniably a great influence in thgawisation and their attitude, be it
negative or positive, has a ripple effect on th& @ the organisation (Riches and
Morgan, 1989; Bearet al, 2000; Cauchi, 2002).

Katz and Kahn (1978) argue that organisations peegle who:

1. are interested in filling in a post and maintainihg
2. perform their task in a dependable and consciestioanner
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3. go beyond this to engage in creative, spontaneous ianovative
behaviour.

One of the difficulties regarding the study of mration is that there is no overarching
or single theoretical model that explains motivatf®ue and Byars, 1989). Against a
wide theoretical background about the differentiors applied to this concept by

numerous authors, | am trying to elicit what thaders themselves understand by
motivation. | am also exploring how motivated thdseads feel and how this is

impinging on them and the rest of the organisation.

Motivation is not a neutral term sanitised from ethpositive and negative

manifestations. There are other concepts thatlaegly related to motivation and the
study is also taking a close look at these condaptsding job satisfaction and stress
management.

Job Satisfaction

Job satisfaction is an attitudinal state associateth a personal feeling of
achievement, either quantitative or qualitativecffeis, 2000). The evidence from
research on job satisfaction conducted among eidnehtieaders (e.g. Fullan, 1998;
Johnston and Pickersgill, 2000; Day al, 2000) seems to suggest that achievement
on task or in reaching specific standards of coemet is significant (Vroom, 1964;
Locke, 1965; Herzberg, 1966). Conversely, losautbnomy (for example, trying to
deal with problems over which leaders have no obnt@nd powerlessness (for
example the moving goalposts of government legisixtiead to job dissatisfaction
(Tomlinsonet al.,1999; Sergiovanni, 2005).

With particular reference to headship, Nias (19813 study among primary school
teachers found that job satisfaction arises oté&abrs that are intrinsic to the job like
good relationships, purposeful leadership and aeckit between the ideologies of
teachers and the ideologies of the school. Buat,ado identifies ‘negative satisfiers’
like poor conditions of work, which, if removed, uld result in more job satisfaction,
whereas contextual dissatisfiers like bad manageraed absence of a sense of
purpose in the ethos of the school, would not. miy opinion, for this particular
research this is a salient point that is to be teoly borne in mind.

Stressin Leadership

Perhaps the other side of the coin of job motivatiod satisfaction is job stress.
Whilst the vast majority of studies in educatiooajanisations have focused on the
classroom teacher, some studies have looked gtttieular sources of stress faced
by those in managerial positions (Dunham, 1992;p@oand Kelly, 1993; Ostell and
Oakland, 1995). Such studies have served toipigtthe acute stress than can be
generated in trying to deal with demands comingifsoiperiors when one feels that
one has very limited power and resources to infteghose people below in agreeing
to and being able to deliver these demands.
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Often leaders feel unsafe, as if they are underi@ostope, their every action
scrutinised by those around them. Knowing thaeshare watching with a critical
eye, may provoke educational leaders to judge their progress too soon, to curtail
experimentation, and decrease risk taking (Goleetah, 2002).

Smilansky (1994) argues that work stress has dp@meianing in the educational field
in that only in education is an individual requirem play so many roles such as
supportive parent, disciplining taskmaster, stirtintpactor and information resource
person. The special affective characteristichefprofession exert pressure towards
presenting an understanding, supportive and ogtagrappearance.

According to Everard and Morris (1996) the studystess in education has to be
tackled from 3 different angles: causes, symptomnsd remedies and coping
strategies.

It is the aim of this research to elicit causes syrdptoms of stress and delve into the
coping strategies adopted by these leaders. Synspdb stress may have adverse
effects upon professionalism as they sap energyranelasingly divert from the core
professional task of managing an educational urtgdit.

Vision

The leader of an organisation must have a mentjéna vision, of a possible and
desirable future state of the organisation. Thsgwm can be as vague as a dream, or
as precise as a goal or mission (Carnegie, 19D5¢. leader’s role is to create the
necessary structures and climate for this visiciake root (Everard and Morris,
1996).

Research on leadership extols the centrality abnias one of the main ingredients of
effective school leadership (Buell, 1992; Cham®83; Fullan, 1995).
Vision designs new synergies. Vision challengexyay, taken-
for-granted assumptions by offering new directiand articulating
what people feel but lack words to say. Vision aise the
unspeakable, challenges he unchallengeable, anendiefthe
undefendable.
(Terry, 1993, p. 38)

The leader of the organisation should communidaite tision to the staff (Carnall,

1995). Yet in the process of communicating it, bas to bear in mind that this is a
vulnerable process (Morrison, 1998; Biott and Ra@€i®90). In this context Morphet
et al., (1982) caution against either “the flagrant maf@pan of the process of

consultation” or the more tactful “pseudodemocratioperation” by which decisions
are at times subtly conditioned” (p. 149). Ber(ii®39) insists that a good network of
communication is thus indivisible from effectivatiership.

These are some of the many facets of leadership@andhey impinge on the
individual himself/ herself, and how this ripplegeo the entire organisation.
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Educational leadership is a dynamic discipline &filparadoxes, contradictions and
contested notions (Calvest al, 2000). It is highly problematical and far froralwe-
free (Bottery, 1992), and every aspect of leadpreannot be divorced from values
and attitudes whether these be explicit or implicit

For this reason, leadership in an organisationlghoel given its due prominence.

Design of Research

There is no single blueprint for planning and cexgyout research as research design
is very often regulated by the notion of ‘fithess purpose” (Cohewet al, 2001, p.
93).

Oppenheim (1966) says that the “function of redeakesign is to help us to obtain
clear answers to meaningful problems” (p.7). Itve®the research from simply an
expression of interest, into a series of issuesiéna themselves to being investigated
in concrete terms (Coheat al, 2001). This makes it possible not only to folae
the specific questions to be posed, but also tosdhthe most appropriate instruments
to gather data, thus making a general concept aneena investigation (Rose and
Sullivan, 1993). “Justifying methodology and methas an extremely important part
of any research account” (Wellingtehal, 2005, p. 96) because the credibility of any
findings, conclusions and claims depends on the bowamtion between the
methodology and methods adopted and the reseacak.fd-or this reason, choosing
the right methodology and methods is very cruciadl dhis is considered as a
reflective and philosophical endeavoilnid.)

This particular project involves people in a soaetting and inevitably this may, as
Wellingtonet al, (2005) say, involve a “range of potential cdmitbry causal factors
and multiple perspectives and interpretations”9@). Naturally | bore this in mind
when | chose my research methodology and methods.

At the same time, | was careful not to take angHhor granted and to question all my
fundamental assumptions about how things work, peeple think and react and
ultimately what makes sense. For this reason,tiqunsg throughout the process of
the research was of utmost importance. As Welhngit al, (2005) state, “a
reflective and reflexive approach” (p.96) is vemypiortant, trying to go beyond what
is perceived to be simple or obvious.

Research that involves human beings is not easgiamule because it “is always on /
for/ with other people — and getting knowledge ofor/ / with other people is a
complex matter. Itis complex for three main remsdiuman agency; social relations,
especially the effects of power; and ethics” (@h#, 1998, pp. 35-36). In my
research, these three elements are very promitleathuman aspect is the basic
element on which the entire research is foundetlabrelations play a very important
role between Heads of school and the rest of th#, sind incidentally, Griffiths
pinpoints exclusivelyhe effects of powea quality directly associated with headship;
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and ethics which should be the backbone of evesgareh project, in particular af
project conducted within the educational field.

As | explained this study concerns the attitudeshalviour, management strategies
and coping skills of Heads in aMaltese Roman Catholic Church Primary and
Secondary Schools (thirty nine in all). In my apm adopting a grounded approach
in this research was an appropriate way to eli@t qualitative and subjective data
needed that would allow me to address these casicern

The application of grounded theory has recentlyng@i more popularity among
organisational researchers (Cassell and Symon, )20fgtause it produces
descriptions of organisational reality that maycielipositive discussions around
important themes in an organisation.

The initial phase of the project, involved intewgwith ten heads of schools. Kvale
(1996) says that interviews are a step towardsdegaknowledge as generated
between humans. Thus the social situatednessedmeh data would be more
emphasised (Cohesat al, 2001). Interviews are inter-subjective becahsg allow
participants, both interviewers and intervieweesJiscuss their conceptions of the
world from their different points of view (Laing947; Barker and Johnson, 1998).
Interviews can go deep into the motivations, reasord perspectives of respondents
(Kerlinger, 1970). Through direct verbal interaati interviews served to elicit the
main issues that needed to be explored in thisoexqry study. | carried out ten
semi-structured interviews (five with Secondary #eand five with Primary Heads)
worked in proportion to the total number of schaoislved in the study. Sample
size “often plagues researchers” (Cokeéal, 2001, p. 93) but in my opinion ten were
representative of the whole cohort. What intengew/had to say provided the basis
for the construction of a questionnaire that foduse what had been identified as the
key issues, which needed to be examined.

The issues that emerged mainly concerned:
- style of leadership
- work motivation, satisfaction and stress
- role of a head of school
- school culture
- vision

| decided to try to study all these factors as tngtany of them would have left a
gap in the study and maybe even create a biash iEsue was dealt with by means of
a number of questions, all providing some infororatihat led to the construction of
an overall picture as Borg and Gall (1979) suggest.

The questionnaire was then distributed to the hefdl the Maltese Roman Catholic
church schools.

The questionnaire is an effective and widely useskarch instrument adopted to
gather survey data (Cohest al, 2001). This is because questionnaires can be
designed in order to provide structured data teatery frequently comparatively
straightforward to be analysed (Wilson and McLek894; Coheret al, 2001). They
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are also easy to administer and analyse, and theyca@nsistent across subjects
(Silvester, 2004).

At the same time, Cohest al (2001) argue that questionnaires and interviergsan
intrusion into the life of respondents becauseldkier “are not passive data providers
for researchers; they are subjects not objectesdéarch” (p. 245). Consequently
ethical issues are being constantly borne in mind eonsidered throughout the
research. The human aspect must not be forgottenaslooked at any point (Borg
and Gall, 1979).

Some I nitial Findings

Out of the forty questionnaires that were sent thitty questionnaires (75%) were
returned.

Ages of participants vary between 36 to 74 ye&sperience in the post of headship
is also very wide: 4 respondents have been intisefpr a few months whereas there
are others who have held the post for decadedpitgest period of headship being
thirty-five years.

Female respondents are in the majority (n = 20pviQusly the remaining are males
(n =10). This is in perfect ratio to the actuahber of female heads as opposed to
male heads as in actual fact there are thirty ferhahds and ten male heads.

The vast majority of heads are members of theioelggorder that runs the school (n
= 22) while the other leaders (n = 8) are laypessdrhe study covers headship in
twelve church primary schools, twelve church seampdschools, and six other
schools that cater for both levels of education.

Student population also comprises a wide rangegoids with the smallest school
cohort comprising of 147 students and the largalsod being of 900 students.

At the very onset of the questionnaire, responder@se asked to describe what it
feels like to be the Head of a Roman Catholic stidlalta. This was meant to
elicit first reactions of the respondents and thoes able to obtain an overall
impression of how the respondents perceive thdir jaCertain common themes
emerge witha huge sense of responsibilagdchallengebeing the most predominant.
Practically all heads feel that they have to fudfimultifunctional role as heads, while
the majority feel a great sense of fulfilment begigen by their job.

As | have said, the most dominant feature aagnse of responsibilityin fact sixty
per cent of the respondents (n = 18) talk mostlgualthe great responsibility that
their post carries. Responsibility enhances thgontance and significance of work
and tends to provide a tangible basis for recoggisuccess (Sergiovanni, 2005), yet
perceiving having too much responsibility can talnbne’s performance at work and
can also be a demotivator (Calvettal, 2000; Rue and Byars, 1989).

Heads are maintained responsible for making aréifiee in their organisation (Stall
and Fink, 2001). Yet this responsibility is algadtto personal sense of accountability
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and is made more powerful by the collegial beliéf'eing in it together’, thus
leading to collective responsibility (Lougt al, 1995).

Responsibility and recognition are both perceivedey job motivators because they
both appeal to the person’s intrinsic needs relatedctly to work (Bush and
Middlewood, 2005).  Where the job is regardechaging no point, the eventual
aftermaths can be very negative.

This strong feeling of being responsible for th&thools, might be due to lack of
willingness to move away from the notion that sdbare hierarchical organisations
requiring a top-down approach to management andefship (Johnston and
Pickersgill, 2000). This would mean that the heaaild discard the idea of assuming
sole responsibility, and adopt the notion of cdliexresponsibility that results from
membership of a team of professional colleagud$e school’s accountability will
then be derived from ownership and professionabautability by each member of
the team, rather than be the burden of the heaxtal&or this reason the head should
seek to develop and maintain collective responsibilThis has to be done through
practice which is designed to elicit acceptaniil).

On the other hand, to achieve this scenario, thaseto be good will from all parties
involved. The school staff team is “only as stromg its weakest interpersonal
relationship” (Johnston and Pickersgill, 2000, @8)1 and heads of school may
inevitably find themselves having to face the music

“Ultimately, | am responsible in the eyes of theieation department
and the secretariat. | wont take any risks thaghinjeopardise my
school and even myself” (female interviewee).

The next most common feature that comes across tinenmeads’ initial response is
challenge Tremendous energies are needed to develop tharhside of leadership
(Cauchi, 2002). Many tend to downplay the humiament in leading an institution
(Teal, 1996). Managing an organisation is not myeseseries of mechanical tasks,
but a set of human interactions (Bell and Harrad888; DuFour, 2004).

As people learn to work individually, in pairs,gnoups, they learn to infuse practice,
as Duignan (1998) puts it, with a higher purpos# rmeaning, because at the basis of
their discourse and actions are the values anddds they have helped develop. It
is through such a process that individuals discakiat they perhaps can make the
impossible, possible.

This is just the top of the iceberg as the majodifigs are still under way.
Conclusion

Evidently educational leaders carry a lot of weight their shoulders and their
influence on any educational organisation cannot owerlooked. Educational
leadership is a dynamic discipline full of paradmxeontradictions and contested
notions (Calvertet al, 2000). It is highly problematical and far fronalwe-free
(Bottery, 1992), and every aspect of leadershimetbe divorced from values and
attitudes whether these be explicit or implicit.
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“A leader’s results will be measured beyond thekptace, and
the story will be told in the changed lives of athé
(Podlan Hesselbeiwet al, 1996, p. 248)

In the leadership world, making sense of thingsd ieast as important as seeking
what works (Atkinson, 2000; Levacic and GlatterQ20Wallace, 2001; Sanderson,
2003; Simkins, 2005). Such authors contend tlestsdhbout leadership, that are
predicated upon the premise that what works caglibéed, prescribed and repeated,
are an inadequate way of conceiving the concepa World which seems to be
dominated by the idea that leadership is one ofrth@r factors that are likely to
determine whether an educational organisationt deschool, college or a university,
will succeed or fail, conceptualisation of leadgrdias to be studied and perceived
both from traditional and emerging approaches.

Albeit there has lately been an explosion of lesldigrliterature, and research,
leadership in education remains a stubbornly diffiactivity (Gronn, 1999).
Moreover, there is evidence that those who workdncation hold less than sanguine
views about much of the leadership they experi¢Baukins, 2005).

At the turn of the 2% century, it is evident that in the public sectogieneral, and in
education in particular, the dominant discourseoesltihe idea, presented by Bolman
and Deal more than ten years ago that “an unqurestjavidely shared canon of
common sense holds that leadership is a very dood &nd that we need more of it —
at least, more of the right kind” (1991, p.404).
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