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THEDIFFERENCESOFTHEMODELSOFSCHOOLLEADERSHIP

Many models of school leadership have been developed. Some of these models are specific to education, while others, e.g. “transformational leadership”, are drawn from a wider research base. There are few agreed definitions of what is encompassed under each model. The various models reflect developments in thinking about what constitutes effective leadership in a school and advocate different ways of “doing” leadership in practice. The models are not mutually exclusive and it is quite possible that several models could be practiced in one school at the same time, to good effect. Now we speak about instructional leadership.
A heavily researched concept is “instructional leadership”, which refers to exercising leadership in teaching and learning to improve educational outcomes for students. The idea of instructional leadership is a distinct theory of leadership for school education. Research on instructional leadership represents a departure from the application of general theories of staff management and administration to school education that characterized early work in the field of educational administration [2].
The vast literature on instructional leadership specifies leadership practices and provides some evidence of the impact of these practices on organizations and student outcomes. There is no one model of instructional leadership although the studies all focus on defining the attributes of school principals as “instructional leaders”. Hallinger’s model of instructional leadership identifies three sets of leadership dimensions, within which are ten specific leadership practices. The three dimensions of instructional leadership are:
1. Defining a School’s Mission;
2. Managing the Instructional Program; and
3. Promoting a Positive Learning Climate [5].
“Instructional leadership” is a concept that has been explored extensively for decades in research that focuses specifically on studies of school principals, but many other leadership concepts also feature in the literature. A review of leadership articles over the decade 1980 to 1995, identified twenty leadership concepts which the authors grouped into six categories: instructional; transformational; moral; participative; managerial; and contingent [5]. There is a great deal of overlap between these concepts, and studies often suggest that an effective school leader displays elements of these six forms of leadership or others, such as “democratic”, “distributed” or transformational” leadership 
While the concept of instructional leadership remains popular in educational research, Cavanagh et al. [2] point out that the lack of a tight definition of instructional leadership has diluted the original meaning of the concept and diminished its utility. They argue that much research on instructional leadership departs from the original concept of leadership focused on learning. Although all these conceptions of instructional leadership have elements concerning instruction and leadership, these two elements are respectively supplemented by a variety of other elements. If a synthesis of all the elements were produced, the result would be complex and describe a range of leadership attributes not specifically related to student instruction of two schools [2]. In their research, Robert Cavanagh and his colleagues build on the concept of instructional leadership by re-defining it in terms of five attributes of “principal leadership of school pedagogy”. The five attributes of principals who lead school pedagogy are:
1. Leadership vision or sense of mission about the learning of children;
2. A focus on school-level activities, particularly the work of teachers;
3. Recognition of the importance of school culture as a mediating factor in educational change and effective student learning;
4. Engagement of teachers to increase their commitment to students and to the school; 
5. Steadfast principal leadership dedicated to meeting the educative needs of students [2].
During the 1990s, there was a trend for the research to move from a focus on the role of school principals to research that envisage leadership roles for many individuals within schools. Two dominant models in recent literature – distributed leadership and transformational leadership– are representative of this trend. Both models claim to reject the concept of leadership as a set of personal qualities embodied in an exceptional person, and argue for a more realistic perspective that puts leadership within the reach of ordinary people. The two models claim to be oppositional but have much in common, and may well be complementary. The distributed leadership model assumes that effective leadership must be the responsibility of all individuals within an organization. At its most extreme, this includes individuals without formal positions of authority. Transformational leadership also acknowledges the importance of empowering individuals within an organization, but suggests that an effective leader in a formal position of authority is essential to achieving such a transformation [4].
Models of distributed leadership tend to define leadership as a set of functions distributed among members of a school community. Studies of distributed leadership typically do three things:
1) Identify the forms or functions of leadership that are distributed among the members of a school community;
2) Identify the members to whom these leadership functions are being distributed;
3) Define the processes by which leadership is distributed in schools.
The organizational functions that leaders might be expected to perform include not only instructional leadership functions, but also management functions, relationships with funding agencies and relations with stakeholders and the wider community. The members to whom these leadership functions are distributed are generally defined as members of the school community typically charged with exercising leadership, such as principals, deputy principals, program and curricular coordinators, senior teachers and so on. However, some distributed leadership studies define leaders more broadly and include individuals who are not in formally designated leadership positions [1]. The processes by which leadership is distributed in schools vary between studies. Eric Camburn and his colleagues, for example, focus on the process of “configuration”, which means “the creation of an organizational structure that formally designates leadership statuses within a school” and the process of “activation” referring to “the social processes that encourage incumbents of these formally-designated leadership positions to actively perform leadership functions” [1].
A distinguishing feature of the distributed leadership model is that it examines leadership as an organizational process rather than as a set of qualities possessed by an individual or a group. The rationale given for this approach is that although visionary leadership by one individual can transform an organization, the change will not be sustainable in the long-term, after the visionary leader moves on. It is also argued that there are simply not enough visionary leaders to fill the positions of authority in schools that need them. Studies of distributed leadership therefore portray leadership as a set of functions that are shared across a segment of the school community. The aim of this research is to identify a system of distributed leadership that will support and sustain school effectiveness over the long term [1].
Richard Elmore’s concept of distributed leadership is explicitly functional as he argues for a practical and “de-romanticized” conception of leadership that bears no resemblance to trait theories of success. “Leadership is the guidance and direction of instructional improvement” [4]. Drawing on the theory of distributed leadership and instructional leadership, he defines the functions associated with leadership roles in five domains: policy; professional; system; school; and practice. Each of these domains encompasses multiple actors and Elmore identifies specific leadership functions related to their roles [4].
As the concept of distributed leadership focuses on developing the potential of professional teachers, it is a useful tool for supporting and enhancing the status of teaching. Traditional leadership studies tend to overlook the potential of professional teachers to play a role in school renewal, portraying them as the passive recipients of professional development and as “followers” of principals as leaders. However, recent research argues that teachers can and should have a positive impact not only on their students’ learning, but also on the culture of their schools and within the wider community [7].
Some recent studies of school renewal – drawing on theories about learning organizations from new management literature and concepts of learning communities from adult and community education – envision schools as places where industrial age assumptions about the role and purpose of education are questioned and the distribution of power within traditional hierarchies of management is challenged.
Recent research on “teacher leadership” emphasizes the potential of teachers to exercise dynamic leadership in schools and to be a catalyst for social reform [6]. Frank Crowther and his colleagues argue that professional teachers should become “teacher leaders” within a new paradigm of teacher professionalism. A new paradigm for the teaching profession is needed, one that recognizes both the capacity of the profession to provide desperately needed school revitalization and the striking potential of teachers to provide new forms of leadership in schools and communities [3].
Approaches to leadership learning and professional development for teaching in their book, Frank Crowther and his colleagues argue that “new, dynamic, defensible conceptions of teacher leadership are urgently needed” and they identify six domains in which teacher leadership should be exercised. In this conception of distributed leadership, teacher leaders would:
1. Convey convictions about a better world;
2. Strive for authenticity in their teaching, learning and assessment practices;
3. Facilitate communities of learning through organization-wide processes;
4. Confront barriers in the school’s culture and structures;
5. Translate ideas into sustainable systems of action; and
6. Nurture a culture of success.
Judyth Sachs also argues for a new concept of teacher professionalism, which defines the teacher as an “activist professional” [7]. Based on Anthony Giddens’ notions of “active trust” and “generative politics”, Sachs suggests that “active professionalism”, exercised individually and collectively would create new spaces for action and debate among teachers. She identifies eight broad principles upon which any activist project should be grounded, that “provide the strategic and conceptual scaffolding through which an activist teacher professionalism can be created and sustained”:
1. Inclusiveness;
2. Collective and collaborative action;
3. Effective communication of aims, expectations etc.
4. Recognition of the expertise of all parties involved;
5. Creating an environment of trust and mutual respect;
6. being responsive and responsible;
7. Acting with passion; 
8. Experiencing pleasure and fun [7].
Transformational leadership is a process in which the leaders take actions to try to increase their associates’ awareness of what is right and important, to raise their associates’ motivational maturity and to move their associates to go beyond the associates’ own self-interests for the good of the group, the organization, or society. Such leaders provide their associates with a sense of purpose that goes beyond a simple exchange of rewards for effort provided.
In education, transformational leadership refers to school leaders’ use of facilitative powers to construct strong school cultures that empower individuals, rather than simply exercise authority over them. It has also been suggested that the authority and influence associated with transformational leadership is not necessarily allocated to those occupying formal administrative positions, although much of the literature focuses on such people, as does the literature on distributed leadership. The main difference between studies of distributed leadership and transformational leadership is that the distributed leadership studies play down, or ignore the role of the leader at the top of the positional hierarchy.
Studies of educational leadership that focused on people in positions of authority – particularly school principals – to studies of whole school change that emphasize the need for leadership to be distributed among many members of the school community. The concept of instructional leadership is important but is now recognized as not sufficient to guarantee school effectiveness in a more complex educational environment. Although the goal of sustainable school change is a common objective in contemporary leadership research, advocates of transformational leadership continue to emphasize the key role of school principals as agents of change. While acknowledging that many leadership functions should be performed at every level of an organization, proponents of transformational leadership argue that it is important for some functions to be attached to leaders in formal positions of authority.
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