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An Introduction to Educational Leadership: Section A  

A philosophy of educational  leadership 

As head teacher of a secondary school of around 850 pupils, I was surrounded for 

fifteen years by sixty-five university and college graduates, all of whom had also met 

the very demanding professional values, skills and knowledge requirements of the 

teachers' Standard for Full Registration. And they had all joined the teaching 

profession so that they could make a difference in the lives of learners. As if that was 

not enough, I also had available to me a group of well-qualified and highly experienced 

support staff who were equally committed to the well-being of the learners in their care. 

The idea that, as leader, I should be forever issuing instructions to such a talented and 

committed group and telling them how to go about things - or even worse trying to do 

everything myself -  was patently ridiculous. I believe firmly in the potential of people 

so it made much more sense to me that my job was to harness the range and diversity 

of skills available to me, including those of learners themselves, by working with and 

through my teaching and support colleagues to formulate a shared vision of how 

together we could make that difference in the lives of learners that we and they craved 

and then to plan jointly the means of achieving our vision. Thereafter, it was my 

responsibility equitably to distribute the resources entrusted to me as leader to enable 

all learners involved to reach our shared destination.  

A definition of educational leadership 

Believing in a participatory, enabling style,  I define educational leadership thus: 

Educational leadership is the growing understanding and ability of a leader to work at 

any given level of education with and through colleagues, parents and young people 

in order to articulate and resource a shared vision of better outcomes for all learners. 

Let me unpack that definition in a bit more connotative detail:  

growing understanding and ability - personally reflecting , persevering, developing  

to work...with and through – discussing rather than demanding; delegating, 

distributing, and mandating rather than micromanaging; participatory rather than 

autocratic; mutual respect rather than bullying  

at any given level of education - pre-school, primary or secondary classroom; stage or 

department; whole school or group of schools 

colleagues, parents and young people  - a broad constituency of stakeholders who 

have interests to declare and who want and need an honest broker of opportunities 

to articulate and to resource - to express purposes clearly and consistently in words 

and actions and to provide the support that will maximise the chances of success 
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a shared vision - a mental picture of a preferred future with which the leader, the 

colleagues and the learners within the leader's area of responsibility agree  

better outcomes - more successful learners, more confident individuals, more 

responsible citizens and more effective contributors 

all learners - ensuring that, within the leader's area of responsibility, the quality of 

educational  provision in every classroom is as good as it is in the best of them  

Essential attributes of an educational leader 

I identify four overarching attributes of an educational leader: 

 A personal love of learning - and a willingness continually to learn 

 The ability to communicate values and ideas effectively - listening as well as 

speaking, reading as well as writing, using appropriate body language 

 Emotional intelligence, the ability to understand and manage personal feelings 

and to understand and help others to manage their feelings 

 An up-to-date knowledge and understanding of: the principles of leadership and 

teaching for effective learning; contemporary developments in society and in 

national and local policy and their implications for learning  

 

My entire career as a school leader has consisted of one continuous effort to make 

sense of educational reality and to communicate it to others. But I am on my own until 

I understand the realities of others, learners included, and take them on board. 

The professional actions of an educational leader 

I saw my remit as a school leader in terms of the following key professional actions: 

 Recruiting, developing and deploying staff 

 Building and sharing a vision 

 Agreeing plans, policies, aims and objectives 

 Clarifying roles, systems and procedures 

 Fostering a collegiate and collaborative approach to meeting needs 

 Motivating and inspiring 

 Consulting, negotiating and deciding 

 Providing resources and support 

 Managing disagreement 

 Networking with parents and the wider community 

 Monitoring and evaluating 

 Recognising, praising, rewarding and saying thank you 

I used this list to help me to prioritise my development needs but it was clear to me 

that leadership is holistic with plenty of cross-over points between and among actions 

and attributes. 
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Clusters of activity in school life 

Again for review purposes, I grouped actions into five integrated clusters of activity: 

 recruiting, deploying and developing professional individuals and teams 

 leading and developing learning and teaching 

 planning and managing the use of time and other resources 

 developing links with the wider community 

 leading school review and managing change 

Knowledge and skills at different levels of educational leadership 

Scotland identifies four levels of educational leadership: teacher leadership, middle 

leadership, school leadership and system leadership. The principles of leadership at 

each level are generic, not least with regard to values, but I think there are subtle but 

significant differences in the knowledge and skills that are called for at each level.  

Teacher leaders 

To me, teacher leaders are first and foremost excellent teachers - they exemplify, 

above all, the levels of commitment to caring for their pupils and to the technical 

standards of teaching that should be evident in every class, and which are 

encapsulated in the national Standard for Full Registration. Secondly, teacher leaders 

are willing to share their expertise and experiences with other colleagues.  

International research confirms that voluntary sharing of expertise and experience 

among teachers is one of the best ways of promoting the professional development of 

all involved, including teacher leaders themselves. Such professional development in 

its turn has an impact on learning across the school. Teacher leaders make an 

difference to the development of their teaching colleagues because they operate in a 

developmental as opposed to an accountability climate. They are not responsible for 

the development of their colleagues; their colleagues are not accountable to them; 

their work is voluntary and usually unpaid. As such they are a priceless resource.  

Middle leaders 

Teacher leaders may then apply to take over middle leadership responsibility for 

leading a stage, departmental or other curricular or pastoral team. This step up in 

leadership calls for new skills - or at least skills that teachers may not have been called 

upon to exercise before - even where that team comprises only one other person. 

Middle leaders still exemplify and share best practice but, for the first time, overall 

success now comes from their ability to harness, develop and direct the skills of their 

colleagues in a team approach to meeting challenges, rather than being one resource 

and trying to do everything themselves as if they are the sole source of ideas.  New 

middle leaders, however personally talented they may be, usually learn a valuable 

lesson about the nature of educational leadership the first time they take a decision 
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that affects the workload of colleagues, without first consulting those whom they are 

about to call upon to implement the decision in question.  

School and system leaders 

Thereafter, it seems to me that the leadership skills that are called for from senior 

school leaders and system leaders vary more in degree than in kind. Progressively, 

leaders become accountable for the delivery of efficient and effective education across 

a stage, a whole school or a group of schools; progressively, they become accountable 

for overall strategy at a given level; progressively, they move away from the skills of 

classroom teaching towards the skills of school or area administration; and their 

decisions have consequences for more people and more learners.  

Professional actions at different levels of leadership are likely to be underpinned by a 

focus on differing skills and forms of knowledge.  Thus, it is particularly important for 

teacher leaders to relate to young people and to combine subject knowledge with 

insights into how these young people learn; at the other levels, it is particularly 

important for middle and school leaders and system leaders to be able to harness and 

direct the range of skills among an ever-increasing number of colleagues in a team 

approach to achieving objectives. 

As levels of leadership rise, it also becomes more important for leaders to have 

administrative thinking and planning strategies and not so important to have mastery 

of operational details. They also need a growing array of micro-political skills as the 

delivery of educational provision becomes increasingly about the art of the possible 

rather than the art of the desirable, as I discovered in my role as a regional leadership 

development coordinator. And as the range of their authority is extended so also is the 

range of their accountability, at least in part, for the well-being of an increasing number 

of learners On my first morning as a depute head teacher in the school where 

previously I had been head of the English department, I had to deal with a timetabling 

complaint from the home economics department. What has this to do with teaching 

English, I wondered - until I remembered that I was now expected to be a timetabling 

expert, planning provision for all learners. It was a timely reminder that the needs of 

learners came before my love of subject.  

Educational leadership and learning 

Educational leaders exist to promote learning. Yet it is surely unarguable that the most 

important school variable in terms of impact on learning is the effectiveness of 

classroom teaching. The quality of learning and teaching in every classroom is not, 

however, consistently high, even although all teachers in Scotland must meet the 

Standard for Full Registration,  So far as academic attainment is concerned - 

especially in national examinations - research indicates that, in many cases, variations 

in learner performance within schools are greater than variations between schools, 

significant though these may be. Background social and economic factors are a major 

source of between-school variations. But these were not in my control. 
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More within my control, it seemed to me, was the degree of in-school variation in 

learner performance, at least in terms of teacher input. That was why my permanent 

prime aim, first as head of  a large English department and later as a head teacher, 

was to work with my teaching and support colleagues and learners themselves to 

ensure that the quality of learning and teaching in every classroom was as consistently 

high as it was in the best of them.  

So I spent most of my non-teaching time, first as a departmental leader and later as a 

head teacher, challenging colleagues to reflect upon and to discuss those aspects of 

learning and teaching that seemed most likely to raise attainment and achievement, 

to ask themselves if they were satisfactorily delivering those aspects, and how they 

knew, and to ask themselves what they might do about it if they were not - and what I 

might do to help them. It was by using this collegiate, reflective and enabling approach 

to professional development - and by jointly coming up with some good answers -  that, 

for example, we succeeded progressively as a school over a five-year period in raising 

from 8% to 20% the percentage of pupils in our 5th year cohort who achieved three 

highers - finally matching what was then the national average, despite the fact that the 

school was in an area of significant deprivation. 

An Introduction to Educational Leadership: Section B 

Key concepts in educational leadership 

I noted earlier a career-long desire to make sense of reality to myself as a leader and 

to communicate that sense with clarity to others. In the sections that follow, I identify 

some of the key leadership concepts that I thought about most often as I sought to 

develop my capacity as a leader. They all have links with the concepts of ownership 

and empowerment. 

Ownership 

This is probably the single most important concepts in all leadership theory and it 

underpins all of my leadership thinking. As head teacher of a new school with not a 

single policy statement in sight, I planned to issue a series of such policy statements 

to my colleagues in the hope of securing their eternal gratitude. Then I had a better 

idea. I set up a series of cross-curricular working groups to draw up the policy 

statements in question before accepting accountability for them and signing each of 

them off. Unsurprisingly, no group of staff ever worked harder to ensure that the 

policies were effectively implemented - they were, after all, their policies! 

Empowerment and the paradox of power 

As a head teacher, I was authorised by my Local Authority to take final decisions and 

to issue instructions to staff accordingly, so long as I was operating within national and 

local policy parameters. In fact, I very much preferred to persuade colleagues as to 

the benefits of any given course of action and to seek their agreement rather than to 

issue instructions. On many occasions, I was happy to delegate and even to mandate 
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decision-taking power to individuals or working groups. The development of school 

policies on such matters as learning and teaching, homework, behaviour, assessment 

and self-evaluation were cases in point.  

It has always seemed obvious to me that the best way to secure the commitment of 

your colleagues in implementing a given policy is to provide them with the opportunity 

of contributing to the formulation of the policy in the first place. And that is the paradox 

of power - the more you share power, the more powerful you become. If anything went 

wrong, it was, of course, still my responsibility. And if there were conflicting views, I 

never hesitated to take the final decision. But it was clear to me that I was at my best 

as a leader when folk followed me because they wanted to and not because they had 

to. I preferred to win hearts and minds, not mere lip-service. 

Decision-making and decision-taking 

The whole process of making and taking decisions has been, in my experience, an 

extremely important aspect of ownership. For me, decision-making is the process by 

which decisions are taken, whether that be by means of consultation among interested 

parties or by a single person. Decision-taking is concerned with actually taking a 

decision - and thereafter being held accountable for it.  

If leadership is about working with and through people to achieve objectives then it 

follows that, in reaching a decision, a leader, as already noted, should take full account 

of the views of those who will be called upon, or indeed instructed, to implement that 

decision. That is not to suggest that consultation should be never-ending. There 

comes a point where the decision-maker must decide. Paralysis by analysis is the 

enemy of good decision-taking. Even worse is the cynicism among staff that is the 

only possible outcome if a leader embarks on a phony round of consultations about 

some issue when the decision has already been taken. 

Deciding at the level where the knowledge is 

I strongly believe that decisions should be taken at the lowest possible level. 

Classroom teachers make thousands of decisions every day as part of their duties and 

should be left to make those decisions unless and until they are shown to be 

unsatisfactory or to be in breach of agreed school policy; similarly heads of stages or 

departments should make decisions that affect policy at those levels unless and until 

they impact on the wider interests of the school; and head teachers should focus on 

making those strategic decisions that establish and maintain the overall culture of the  

school, provided they are within the parameters of local authority and national policy.  

Micromanagement, where senior leaders take decisions about all sorts of tiny details, 

despite the fact that they may have no real command or understanding of the issues 

involved, is an enormous waste of a leader's time and is seriously offensive and 

counter-productive. On the other hand, no leaders at any level should take decisions 
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that are beyond their authority or which contradict decisions that have already been 

taken at a higher level. Chaos ensues whenever this happens. 

Consulting and negotiating 

I associate these concepts with the notions of power and influence discussed above. 

I take consulting to mean allowing others to have a say while retaining the right to take 

the final say. I understand negotiating to mean being willing to give way to some extent 

and to accept the preferences of others. As I noted earlier, I was perfectly happy on a 

number of occasions to let others have the final say, while still accepting my 

responsibility for the consequences. I continually found that, as noted, folk usually took 

their ownership of final decisions with great seriousness and worked all the harder to 

ensure successful outcomes.  

Motivating people by meeting their needs 

The ability to persuade others to give of their best lies at the heart of leadership. You 

cannot be a leader if no one is following you. I studied all of the carrot and stick 

methods of getting the best out of my 'followers'. That was until I read about the 

Hawthorne Effect, the discovery, as a result of research into factory workers' 

conditions in the USA back in the 1920s, that what influenced worker productivity 

was not so much any change in physical working conditions but rather the decision 

to invite workers to contribute their thinking to policy formulation and to encourage 

individuals and groups to be an integral part of the decision-making process.  

My 'workers', including my learners, were potential leaders in their own right. They 

too were self-starters. They too had a stake in the territory. So I invited them to tell 

me what their needs were and I did my best to meet them with the resources at my 

disposal. Unsurprisingly, they then motivated themselves 

Educational leadership or educational management 

To me, leadership is in essence the ability to set out a realistic shared vision of a better 

future that will inspire others to follow you; management is more about drawing up the 

day-to-day plans, policies and procedures that will help you, with the support of your 

colleagues and learners, to achieve that vision.  

In truth, however, the one has little meaning without the other. Visions without plans 

are merely daydreaming; plans without visions lack direction.  With both, you can 

transform the current state of affairs. All that is required is to do the right thing in the 

right way and to remember that there is no right way to do the wrong thing. But the 

chances of any one person having all the talents required are slim to non-existent. 

That is why I see leadership and management as being a symbiotic and collaborative 

process to which different people can bring different strengths. 

  



8 
 

Transformational leadership and transactional leadership 

I associate these concepts with the leadership-management dichotomy discussed 

above. Broadly speaking, transformational leaders are those who are particularly 

strong on the 'vision thing', the ability to inspire colleagues with such a powerful mental 

picture of a better future and so much clout that they can transform quickly and 

extensively the way that things are done around here; transactional leaders tend to be 

stronger on the day-to-day consultations and negotiations with colleagues that 

improve outcomes bit by bit. 

The scope for transforming the way things are done in a public education service are 

restricted by existing national and local authority policies and procedures and by the 

existing terms and conditions of the employment of teachers. So educational leaders 

tend more often than not to be engaged in transactional activity - not least given that 

the professional levels of expertise of any registered teacher demand that they are all 

given a voice in how things should be done. This is not to say that transformational 

leadership cannot be achieved within a transactional context. There are many 

examples of how new leaders transformed the way schools or departments performed 

through the quality of their day-to-day discussions with their professional colleagues. 

Still, evolution in education is more likely than revolution. 

Culture, ethos and climate 

It is not uncommon for these three terms to be used almost interchangeably. As a 

leader, I find it helpful to think of them as being different but related. I take culture to 

be the overarching set of rituals and customs that illustrate and indeed define the way 

we do things around here and which, as such, are a great ally of the status quo. 

For me, ethos is about the nature of the relationships among staff, parents and 

learners. And it is clear to me that this triangle of relationships should always be 

underpinned by mutual respect. After all, we should all be sharing the same objective 

- helping our learners to be all they can be.  

Climate refers to the overall welcoming warmth - or off-putting coldness -  of the school, 

an atmosphere that is almost tangible to visitors to the school from the moment that 

they walk in the door and which, in itself, is a product of the culture and ethos of the 

school and which is evidenced in the way staff and learners treat them. 

As a leader, I always understood that if I wished to improve the climate of a school, I 

would need to start by analysing and if necessary changing aspects of the current 

culture and ethos of that school. 

Moving schools and stuck schools 

These concepts relate to the culture of schools. In some schools, leaders and/or staff 

seem satisfied with the standards being achieved and see no great need to change 

anything. They have reached a plateau and seem to be stuck there. In other schools, 
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individuals or teams see change as the norm and readily move to deal with new 

situations. As an educational leader, I was always keen to avoid the obstacle of fixed 

ideas and to encourage the flexibility of thinking that could move us all forward. It was 

always important, however, to minimise innovation fatigue. If a change was worth 

making then it was worth making it well. In the meantime, some other innovations, 

however attractive, might have to wait their turn rather than be rushed.  

Strategic, tactical and operational leadership 

I find the distinctions between these concepts useful when I am thinking about 

decision-making and grades of leadership. They are also useful when thinking about 

the distinction between power and influence and about the limits of powers. 

I define the three concepts as follows:  

 Strategic leadership is the ability to draw up an overall master plan and the 

associated policies and procedures that are required to achieve a vision 

 Tactical leadership is essentially concerned with determining priorities and 

sequences among a range of policy and procedural options on the way to 

achieving the vision 

 Operational leadership is concerned with the day-to-day management of policy 

and procedural details that will achieve the vision 

I think it is possible to see each of these three leadership concepts at work within 

different leadership levels. Thus, for example, a classroom leader will have an overall 

teaching strategy, a programme of study that prioritises learning and teaching options 

and sequences and plans for day-to-day lessons; a school leader will have an overall 

vision for a school and a strategic school improvement plan, a means of prioritising 

among policy development options and timetabling procedures that facilitate day-to-

day curricular arrangements. 

Developing educational leaders:  

I reject the view that leaders are born, although I do accept that there are certain 

personal characteristics, such as being a self-starter, being able to recognise a good 

or a bad idea, being a flexible thinker and above all having integrity that contribute 

more to effective leadership than others. It seems to me, however, that the relevant 

characteristics are more widely dispersed among serving teachers than is sometimes 

realised, even by the teachers in question. And they can all be nurtured. 

When it comes to methods of developing educational leadership, I was always strongly 

influenced by the research of Joyce and Showers into the impact of various kinds of 

professional development on student achievement that I first came across in the 1980s 

- and in particular by their emphasis on the impact on classroom learning of work-

based teacher development with the support of a coach or mentor. Nowadays, such 

school-based coaching and mentoring is rightly hailed as an excellent way of 

improving teacher or leader performance. But as noted below, coaching and mentoring 
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bring their own challenges. Master classes, delivered by experts have their place - so 

long as they lead to reflection on the part of participants and piloting in the work-place 

of new practices. 

Coaching and mentoring 

In my experience, the sharing of expertise among teachers, as a form of peer-coaching 

or mentoring, is neither an easy nor a cheap option, however efficacious it might be. I 

distinguish between both terms as follows: coaching is about having the ability to 

provide advice to  a colleague on developing a specific skill - say, for example, the art 

of effective questioning - over a relatively brief period of time; two or more teachers 

might coach each other on respective skills. Mentoring, on the other hand, is about a 

wise and experienced teacher providing expert advice about a range of skills to a less 

experienced colleague over an extended period of time.  

Neither process can ever work unless there is trust, mutual respect and credibility 

between or among participants in the process. The very suggestion that someone 

needs development implies by definition that there is some shortfall in expertise that 

needs to be made up. And people can be very sensitive and defensive about their 

shortcomings and the role of others in helping them to improve. It is essential then for 

teacher leaders, as peer coaches or as mentors, to be given the opportunity to develop 

suitable levels of sensitivity in working with colleagues. Providing feedback, for 

example, however well-meant, can be quite destructive if it is not handled properly. 

And it takes time. 

As a head teacher in a secondary school, I allocated one hour per week to every 

department for departmental meetings. I also allocated up to 50% of in-service and 

CPD time to cross-curricular meetings so that relationships could be built and 

expertise could be shared across the curriculum. I was also concerned to ensure that 

this valuable time was well-used for sharing expertise and not spent on the kind of 

administrative detail that could have been better communicated by means of a simple 

memo.  

It concerns me greatly that in times of financial and time constraints, teacher and 

leadership development resources seem to be the first to suffer cuts. It concerned me 

even more whenever I came across poorly managed use of the little time that we did 

have for any given purpose. In difficult times, we are told, essential front-line services 

must be protected at all costs. Ongoing professional development of leaders and 

teachers is a front-line service that makes a significant contribution to the development 

of learners. So development time should be protected. That said, it is bordering on the 

criminal for a leader to permit the waste of such a scarce and valuable resource as 

CPD time on trivial or irrelevant activities. 
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School Self evaluation: Inspection or introspection? 

Over the last twenty years, Education Scotland has gained international respect for 

the joined up way in which it combines the inspection of schools with school and 

teacher self-evaluation. How Good is Our School?, now in its fourth edition, has 

become an international best seller. Given that inspection suggests a review of a 

service by external experts and that self-evaluation suggests review of that service 

by those who provide it, it might seem like  a contradiction in terms for Education 

Scotland to speak of self-evaluation. But the point is clearly made: 

' inspections provide the opportunity for pre-school centres and schools to show that 

they know themselves inside out and that they are using self-evaluation to focus on 

improving all the achievements of young people' (‘Being ready for inspection’, 

Education Scotland website - About Inspections)  

During an inspection, Education Scotland looks to see that evidence gathered from 

self-evaluation is analysed and used fully to:  

 diagnose precisely where strengths and weaknesses lie and the implications 

for change  

 identify the school’s/centre’s key priorities  

 plan the action needed to bring about improvement, and  

 promote improvement.  

It seemed to me that this view that the role of inspectors was to encourage schools to 

look inwards, outwards and forwards with regard to school improvement chimed in 

happily with the national requirement for teachers and leaders to commit to 

Professional Update and to Professional Review and Development. The focus in each 

case was to be on self-evaluation and it was for teachers themselves to determine 

what their professional development needs were if they were to contribute to meeting 

school targets and for school leaders to supply any support, within reason, they 

required to meet them. I had no problem with this emphasis - just so long as teachers 

did not confuse self-evaluation with self-delusion and so made rigorous attempts to 

take on board perspectives other than their own, including those that extended all the 

way through from inspectors to learners themselves, whenever they were reflecting 

on how well they were doing, what their development needs were and how best those 

needs might be addressed. 

I always found the HGIOS materials a great starting point for indentifying our school 

development priorities, as indeed I found the Standards for Leadership very useful for 

identifying leadership development priorities. That said, I was mildly surprised that the 

Quality Indicator on Leadership and Management in HGIOS 4 did not include a section 

on the management of school-community links to go with its other five sections on self-

evaluation, leadership of learning, leadership of change, leadership and management 

of staff and management of resources. 
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Quality assurance and quality control 

To me, quality control is in essence about learning from mistakes that have been 

made and trying to ensure that the same mistakes do not occur again; quality 

assurance is about trying to avoid making mistakes in the first place. Unfortunately, 

quality control is as relevant to the cohort of learners who have been the victims of 

mistakes as a post-mortem is to a corpse. Better to maximise the sharing of 

expertise and so minimise the chance of wrong decisions being taken at all. 

Resolving professional disagreements 

Around the time of my appointment as head teacher, I came across a book that first 

attracted me by its title - 'Getting to Yes', by Roger Fisher and William Ury. It was all 

about managing conflict in the workplace. Today,  it is something of a classic. The 

authors suggested that the first step for a leader in trying to resolve  a dispute was to 

focus on the issues and any available facts and not on individual attitudes and 

emotions. It was also essential for the leader to ensure that everyone involved felt 

that their views were being listened to and respected. Thereafter it was for the leader 

to try to discover if there were areas of agreement that could be built on and to invite 

everyone to consider different options that might lead to a solution - even if the 

solution was to agree to disagree, with the leader taking the final decision. 

 
All of this resonated with me. When asked the question, the vast majority of teachers 

will tell you that they joined the service in order to make a difference in the lives of 

young people. Thus, when, over the years, I had debates with colleagues about  school 

factors that impacted directly on learning such as methods of teaching, the range of 

curricular options, the structure of the school day, the length of a teaching unit, mixed 

ability or set groupings, the size of teaching groups, horizontal or vertical pastoral 

structures, the allocation of timetables, the use of time and resources, reporting to 

parents, etc, I would insist on asking one question over and over - what difference will 

your proposal make to the safety and educational well-being of all learners? I would, 

of course, try to ensure that I had my own answers ready and that they were firmly 

rooted in up-to-date research findings. And I would suggest that they should do 

likewise. 

In addition, I was always disposed to say yes in the first place to any proposals or 

requests from colleagues that I felt I could accommodate, even if I was not sure if they 

would raise levels of learner attainment and achievement. It seemed to me that I would 

be better able to secure the support of colleagues later when I called for it if I cut them 

some slack in the first place. Transactional leadership, I suppose. I believe that, as a 

result of this approach, we managed to minimise the number of occasions when 

attitudes became entrenched, tempers flared and hostilities broke out. 

Resolving personal disagreements 

When personalities clashed  for any one of a variety of personal reasons, I tended to 

stand back unless and until I was invited, as I sometimes was, to mediate. There was, 
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however, one condition. If it seemed to me that a personal clash or personal behaviour 

was likely to impact on learning, I would call the protagonists together and make it 

clear that they should conduct their personal disputes in their own time. If company 

time was involved, and if learning was disrupted, then I would have to turn the situation 

into a disciplinary matter. Meanwhile, I tried very hard, I think with success, never to 

get into a dispute with colleagues over  personal matters - or to play favourites.  

Discipline and grievance 

Leaders get no pleasure from having to discipline colleagues; subordinates find little 

satisfaction in taking out a grievance, even if it is successful. These formal procedures 

tend to destroy any hope of a resolution of interpersonal tensions and the only solution 

usually is for one or other of the protagonists to move on. That was one of the reasons 

why I was always keen to see if, whatever the issue might be, we could first of all try 

to find a way of getting to yes.  

That said, I was never inclined to avoid a problem that might impact on learning. I 

subscribe to the view that leaders must 'grasp the nettle' and put at the top of their list 

of priorities those difficult issues that they wish would go away. They never do. 

Certainly, I would try to encourage professional conduct at all times and would offer to 

help folk who, for whatever reason, were not demonstrating the professional behaviour 

that is called for from all teachers. I would also encourage colleagues and friends to 

offer help to colleagues who were struggling. But if all else failed, I would, as head 

teacher, formally discipline colleagues, following nationally agreed procedures to the 

letter, including the issuing of final written warnings. I could at least insist that teachers 

must carry out their formal duties to the learners in their care to the best of their ability 

and monitor the outcomes. But such compulsion was no substitute for winning hearts 

and minds. 

Models of educational leadership 

It is a matter of common observation that effective educational leaders in one context 

may have little impact in another context or even in the same context at another time. 

Highly effective classroom teachers do not always make top class heads of 

departments. Head teachers who are highly rated in one type of school may be less 

effective when they move to another type of school. One can only conclude that, 

evidently, there is no one-size-fits-all model of effective educational leadership.  

Effective educational leadership may therefore be what followers in a given context 

say it is - supported by evidence of the results of the leadership in that context. The 

proof of effective leadership is primarily to be found in the success of its followers. It 

may be that the participatory, enabling style that I recommend would not work in your 

context as well as it did for us and our learners in our context. So be it. Just so long 

as your own leadership style makes a difference in the lives of your learners. 
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Some useful references for books and materials on middle leadership and teacher 

leadership: 

Annex C: The Framework for Educational Leadership in Scotland: 

http://www.gov.scot/Publications/2012/11/7834/10 

https://www.gov.uk/guidance/national-professional-qualification-for-middle-

leadership-npqml 

https://www.nationalcollege.org.uk/cm-mldp-v3-ctg-module-3-leading-teaching-and-
learning.pdf 

http://www.suttontrust.com/wp-content/uploads/2014/10/What-makes-great-teaching-
FINAL-4.11.14.pdf 

https://nationalcollege.org.uk/?q=node/611 - a set of papers on aspects of school 

leadership from the formerly named National College for School Leadership 

http://www.sedl.org/change/issues/issues44.html - a view from the USA on teachers 

as leaders 

Bentley-Davis, Caroline (2014) How to be an Amazing Middle Leader: Crown House 

Bush, T (2003) Middle Level Leaders: NCSL: A useful summary of research by Dr 
Tony Bush into the roles of middle leaders, available as a PDF at: 
 
http://www.rgs.org/NR/rdonlyres/D455CAED-BA14-4D44-9AD1-
6EBF0E02A51C/0/CGT_CPD_LeadingNCSLThinkpiece.pd 
 
*Fleming, Peter (2014)  Successful Middle Leadership in Secondary Schools:  
Routledge 

*Fleming, Peter, Amesbury, Max (2001) The Art of Middle Management in Primary 
Schools: David Fulton 

Harris, A and Muijs, D (2004) Improving Schools Through Teacher Leadership: Open 
University Press 

Kelly. Fearghal (2016) Developing Teacher Leadership: www.scelscotland.org.uk 

Lynas, Dick (2016) Into Middle Leadership in Schools (available as a free PDF from 
SCEL) 

Southworth, G (2006) Middle Leadership in Primary Schools Project, NCSL 

 


