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Awareness and understanding of what teachers do naturally, how they perceive 

Educational Leadership, their Educational Leaders, and their own role as Teachers as 

Leaders in and out of the classroom, can contribute to the successful implementation of 

educational reform policies, in general and Educational Leadership models, in particular. 

Thus, the findings of this study are likely to be of significant importance to policymakers 

and academics, who undertake the development of Educational Leadership models and 

the delivery of teacher training programs related to these models. Finally, through the 

examination of similarities and differences, the findings of this study may enhance the 

understanding of practices and perceptions of other professionals working within new 

frameworks of leadership.  
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�x The Country Club Style �t The manager is friendly, in other words has a high 

concern for people, but little concern for production and therefore, he is not 

necessarily productive. 

�x The Produce or Perish Style �t The manager has a high concern for production at 

the expense of people and consequently manages in a dictatorial style based on 

rules and punishments. 

�x The Middle-of-the-Road Style �t By trying to balance between people and 

production needs, this style gives away to both and consequently the needs of 

neither are met.  

�x Team Style �t With a high concern for both people and production, teamwork is 

encouraged and employees are made to feel a constructive part of the company.  

The following table sums up the five leadership styles of the Managerial Grid Model. 
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Bass (1985) suggests that the best leaders are both transformational and transactional, 

arguing that transformational approaches can augment the effects of transactional 

behaviors. 

Summary of Conventional Leadership 

Conventional Leadership theories, according to Doyle and Smith (1999) are based 

primarily on the following concepts: 

�x Leaders emerge during times of conflict or crisis, when an innovative response is 

needed for answers and solutions. 

�x Leaders are identified by a hierarchy authoritative position.  

�x Leaders have vision; they know what they want to achieve and why. 

�x Leaders give direction and influence others. 

�x Where there are leaders there are followers; there is a gap between them. 

The shift over time from predominantly leader-centered theories to theories, which 

focused on leaders, followers and the relationship between them, along with the 

recognition that different situations require different leadership styles (Fiedler, 1967; 

Hersey & Blanchard, 1977) set the stage for Modern Leadership models, also referred to 

as Leadership-Re-Invented, which emerged during the second half of the twentieth 

century. 
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Shared Leadership  

Shared Leadership is based on the recognition that no single individual can possibly 

possess all the leadership traits required for the diverse challenges of modern times and 

the complex problems inherent in communities and organizations today. Therefore, 

leadership roles and responsibilities are shared amongst the members of the group or 

organization (Sandmann and Vandenberg, 1995; Coleman, 2004; Elder and Paul, 2006).  

Doyle and Smith (1999) see leadership as a natural process, in which we are all involved 

in as part of our responsibilities as citizens, rather than the activities of selected groups 

or gifted individuals. Leadership is an integral part of our daily routine and therefore 

concerns all people and all situations. Leadership is about people coming together in a 

way that will enable them to flourish and build better lives. It is a shared process 

cultivated with heart and passion for service.  

Principles of Shared Leadership, as described by Sandmann and Vandenberg, (1995), 

Nemerowicz and Rosi (1997) Doyle and Smith (1999), Pearce and Conger (2003), Covey, 

(2004), Raelin (2006), Sanborn (2006), and Allen (2008) and others (specifically cited 

below), show that Shared Leadership is more than multiple leaders. It is an elaboration 

and expansion of the Servant Leadership approach described above.    

Leaders and Followers 

Leadership concerns all people and all situations in just about every area of our daily 

lives and interactions with others. As a result, different people are leaders at different 

times, bringing together and thus maximizing the positive qualities of different 
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knowledge (Sergiovanni, 1992; Wynne, 2000) which allows for continuous learning 

(Reavis & Griffith, 1992; Palmer 1997).  

Dialogue  

Shared leadership is nurtured through dialogue, which is central to building stronger 

and healthier communities and organizations. Constructive dialogue is based on respect 

for others and what they have to say along with trust, which is the glue that holds the 

group or organization together. These are manifested by listening with an open-mind in 

order to understand and by showing appreciation for the unique qualities others bring 

to the conversation. Constructive dialogue is enhanced when the participants exchange 

valid and reliable information and demonstrate their willingness to involve feeling with 

and for, those taking part. Dialogue is constructive when the participants are optimistic 

and believe that it holds possibility. Finally, dialogue is effective when it utilizes humor 

as a means of relieving tension, breaking the ice and inspiring friendships (Bruce, 2001; 

Freiberg and Freiberg, 2003).  

Ongoing Learning 

Shared Leadership is based on ongoing learning, which according to Fullan (2001) is a 

social process (Fullan, 2001).  

Learning involves: 

�x being  informed and having good understanding of the situation; 

�x developing practical skills; 
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Role of Leader 

�x Leaders provide solutions and answers. 

�x Leaders provide vision and direction. 

�x Leaders are decision-makers and change-

makers. 

�x Leaders first serve others to elevate and 

illuminate their lives. 

Communication 

�x Communication is often formal. �x Open communication is crucial with a 

stress on conversation and circulating 

information. 

Knowledge 

�x The leader holds the knowledge which is 

passed on to the followers. 

�x Ongoing community learning is 

encouraged for the creation of meaning 

and construction of knowledge. 

 

Beliefs and Values 

�x Leadership can often rely on secrecy, 

deception and payoffs. 

�x Values are based on a democratic process, 

honesty and shared ethics.  

�x Values seek a common good.  

Impact on the Individual 

�x The actions of members are dependent on 

and instructed by the leader. 

�x The leader influences the followers. 

�x Leadership is about the empowerment of 

the followers. 

Impact on the Group / Organization 

�x The actions of the group are responsive to 

the desires of the leader. 

�x The actions of the group are responsive to 

the desires of the group. 

Measure of Success 

�x Leadership is evaluated by whether the 

leader solves problems. 

�x Leadership is evaluated by how well 

people work together. 

�x Leadership is evaluated by its ability to 

nurture future leaders. 
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This is done, both directly and indirectly, by modeling (setting an example), monitoring 

(providing up-to-date data and relevant information as a basis for decisions about 

learning) and dialogue. 

Specifically, Learning-Centered Leadership focuses on - 

�x pupil learning, teacher learning, staff learning, organizational leaning, leadership 

learning and learning networks; 

�x developing active learning in students rather than teaching curriculum and 

information; 

�x knowledge building in in-service teacher training rather than merely supplying 

information (Fullan, 2001); 

�x creating environments that are conducive to knowledge sharing and network 

building amongst all stakeholders (Fullan, ibid) 

�x nurturing the leadership skills and qualities individuals bring to the educational 

setting; 

�x distributing leadership as a means of building broader capacity in schools. 

Constructivist Leadership  

According Lambert (2005) learning, teaching and leading are interwoven. The 

Constructivist Leadership model is a form of learning, which consists of four dimensions. 

The first is a reciprocal relationship, in which the participants are responsible for the 

learning of one another. The second dimension is purpose based on a shared vision and 

set beliefs about schooling and student learning. The third dimension is learning, in 
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they are demonstrating passive resistance; this is particularly common when there are 

hostile relations. 

Shedd and Bacharach (1991) found that teachers might refrain from engaging in school 

decision-making, because they feel that efforts made to solicit their input are often 

made half-heartedly and are mere formalities to create illusion of their influence, while, 

in fact, their participation is limited or ineffective due to organizational norms, carefully 

controlled agendas, and limited resources.  

Terry (1998) adds that teachers avoid leadership roles due to their low sense of efficacy, 

success and self-worth. This stems from feelings of not being heard and that their 

opinions are not valid even in relation to matters, such as curriculum, testing and the 

allocation of instructional resources. In other words, teachers feel that they have no 

control over their professional work.  

Summary of Teachers as Leaders 

Trends in current Educational Leadership identify numerous reasons for bringing 

teachers into the leadership arena. In addition to the growing need to support principals 

in school leadership, they recognize the role of classroom teachers as implementers of 

educational policies and reform programs, their untapped potential for ideas, 

enthusiasm and expertise, which are a valuable contribution to school culture, as well as 

their being one of the most powerful determinants of student achievements. 

Consequently, different Educational Leadership models recommend including teachers 

in school leadership instead of or in addition to their teaching responsibilities.  
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problems outside the classroom that inhibit their ability to learn individually much less 

work together productively. 

However, good teachers, Shedd and Bacharach (1991) argue, all too often make their 

job look easy, contrary to the fact that teaching is a highly complex profession that 

integrates more skills, daily tasks, decision-making opportunities, and discrete 

responsibilities than most others. In its comprehensive complexity of routine tasks and 

demands, Shedd and Bacharach found the teaching profession to be similar in volume, 

variety and intensity of duties to TV news directors.  

Specifically, teachers, like TV news directors -   

�x are responsible for selecting, analyzing, and synthesizing large quantities of 

information and deciding how that information can be most effectively 

communicated to a nonprofessional audience; 

�x are responsible for assigning non-routine duties (duties that must be explained) 

to a large number of individuals, some who work individually and some who 

work in groups; 

�x supervise and orchestrate the subsequent performance of those duties, working 

under tight time constraints and adjusting quickly to unforeseen development. 

      (pp. 23-24) 

Teachers, according to Shedd and Bacharach (1991, p. 30), are all-in-one instructors, 

counselors and supervisors. All of these roles are performed simultaneously, on-the-
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and Stamps, 1997). It is brought about by people, who share similar goals, beliefs or 

values (Figallo, 1998; Bishop, 2007),  a common interest, idea, task or purpose (Lipnack 

and Stamps, ibid) and who, through cooperative interaction via an electronic network 

(Garton, 1997; Kovaric and Bott, 2000), instigate sufficient human feeling to form webs 

of personal (Rheingold, ibid), social or professional relationships (Garton, ibid) and 

ample commonality that enables the community to form and sustain virtual existence 

(Figallo, ibid).   

Virtual communities can be communities of practice (CoP) (Lave and Wenger, 1991). A 

CoP is a joint enterprise around things that matter, as understood and negotiated by its 

members (Lave and Wenger, ibid). A CoP supports the practices and daily tasks of its 

participants (Shultz and Cuthbert, 2002).  Mutual engagement and accumulated 

experiences bind the members of a CoP in a social entity that over time generates a 

shared repertoire of communal ideas, commitments, memories and resources (tools, 

routines, sensibilities, artifacts, vocabulary) (Wenger, 1998) . 

Virtual communities and CoPs can be learning communities. Virtual learning 

communities are networks of personal relationships that through many-to-many 

asynchronous written discussions allow for reflection, consideration of responses and 

for deeper cognitive processing (Berge 1995, 1997 in Murphy & Laferrire, 2003). These 

enable the development of knowledge and innovations, the exchange of resources (Lave 

and Wenger, 1998) and the development of a common framework for analysis of 

resources (Shultz and Cuthbert, 2002) through ongoing social interaction driven by 

common interests and passions (Lave and Wenger, ibid and Wenger, 1999). As the 
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Only about 10% of the ETNI members actually take part in the discussions on The List or 

contribute to the website. The majority of members are lurkers, who merely follow the 

discussions or send their responses to messages posted on The List directly to the 

personal email of the sender (Lloyd, 2003 personal communication). 

Based on the data collected from the quantitative-type survey conducted for this study 

(December, 2007; see 3.3.1.2 p. 58), it would appear that the ETNI Community is made 

up primarily of female middle-aged junior and senior high school, native English 

speaking veteran teachers, who have been members of the Community for more than 

four years. The table below sums-up the demographic profile of the ETNI Community. 
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THE DEMOGRAPHIC MAKE-UP OF ETNI 

Question    Total 
Respondents  

Summary 

Age 40-50  

38 = 44% 

Over 50  

40 = 46% 
 87 90% are over 40 

Years in 

Education 

6-10 years 

7 = 8% 

10+ years 

70 = 81% 
 87 81% have been in 

education 10 + years 

Grades 3-6 

38 = 44% 

7-9 

71 = 82% 

10-12 

73 = 84% 

87 80% teach grades  

7-12 

Native Speaker 
of English 

Near Native 

10 =12% 

Native 

66 = 77% 
 86 88%  are Native/Near 

Speaker  

ETNI Member 4-6 years 

19 = 22% 

6+ years 

52 = 61% 
 85 84% have been 

members for 4+ years  

Read ETNI mail  Once a day 

77 = 93% 
 83 93% read ETNI mail 

 once a day 

 

Visit ETNI Site Once a day 

13 = 16% 

Once a week 

14 = 17% 

On occasion 

57 = 68% 

84 68% members visit the 
ETNI Site on occasion 

32% members visit the 
ETNI Site at least once a 
week 

Links Visited Teachers 
for 

Teachers 

66 = 79% 

Ministry of 
Education 

45 = 54% 

 84 79% visit the Teachers 
for Teachers link 

Who is Who Yes 

49 = 62% 
  79 62% members are on 

Who is Who on ETNI 

Polls Always 

9 = 11% 

Often 

17 = 20% 

Sometimes 

47 = 55% 

86 More than 55% 
members participate in 
Polls at least sometimes 

Discussions  Often 

12 = 14% 

Sometimes 

45 = 52% 

86 More than 52% 
members participate in 
discussions at least 
sometimes 
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3.2.2 The Researcher and the Research Setting 

As a veteran EFL teacher, material developer and teacher trainer well-established within 

the EFL network in Israel and a long-time member of the ETNI Community, the 

researcher had a familiar professional relationship with the research setting from before 

the initial stages of the study. This enabled her to perform the role of participant 

observer (Shkedi, 2003). 

As a participant observer the researcher engaged directly and personally with the 

research setting experiencing the daily reality of the ETNI Community from within, the 

same way the members experience it (Marshal & Roseman, 1989, in Shkedi, 2003).  Due 

to her professional experience and strong Community ties, the researcher had a detailed 

perception and deep understanding of the culture and ethos of the Community as well 

as familiarity with the language used by the participants in order to convey meaning 

(Shkedi, ibid). 

Once the study commenced, the researcher took care to continue to participate in the 

ETNI Community in the same manner she had done before without interfering with her 

role as an observer and researcher  (Jorgensen, 1989 in Shkedi, 2003) so as not to do 

anything that might in any way have impact on the findings of the study (Shkedi, ibid). 

On the outset of the study the researcher informed the Site manager of her research 

intentions. Despite the fact that the research setting is a website in public domain, she 

believed it was her ethical obligation to let her intentions be known. In addition, in 

order to preserve a friendly and trusting relationship with the people in the field 
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The Quantitative-Type Survey  

The quantitative component of this mixed-method research approach study (Niglas, 

2000; Brannen, 2005; Johnson and Christensen, 2007) was a quantitative-type survey, 

which was conducted during in December, 2007.  

Findings from the qualitative process of data collection and analysis revealed that the 

phenomenon of Shared Leadership appears to be embedded within the culture of the 

ETNI Community as a whole. The quantitative-type survey aimed at expanding the study 

to a larger group of informants for corroboration of the qualitative findings (Johnson 

and Christensen, ibid) as well as for data and methodological triangulation (Niglas, ibid).   

The quantitative-type survey was composed of two parts. The first part was the Getting 

to know you questionnaire, which the interviewees had responded to during Round #1 

of the interviews, described above. The second part was a Likert scale survey (Likert, 

1932) consisting of thirty statements. Each statement related to a Shared Leadership 

quality identified in the constructive qualitative component of the study. The scale had 

four choices: never, sometimes, often and always. The SurveyMonkey website 

(www.surveymonkey.com) was used to manage and process the survey.  

A letter inviting ETNI members to partake in this online survey was posted on the ETNI 

List (December, 2007), in which the researcher openly expressed the topic and nature of 

her study.   

Ninety-three ETNI members responded to the survey. Eighty responses were received 

within the first 72 hours. Another seven responses were received during the following 
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FIRST MAPPING �t TEACHERS�[ RELATIONSHIPS 
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FIRST MAPPING �t LEADERSHIP 

 

  








































































































































































































































































































































































