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Abstract

School leaders and their leadership teams are involved in the process of decision making
on a daily basis. Their work is often complex and arduous as they deal with a range of
competing demands from stakeholders who include parents, staff, students, community

groups, employing authorities and often other principals.

Researchers in the field of ethical decision making have included metaphors such as
‘minefield’ and ‘battlegrounds’ in their writing to describe the complexity and dangerous
nature of the work in which principals involve themselves when making decisions. The
work is ‘dangerous’ because stakeholders are often upset with the outcomes of the
decision-making processes, which they may not support. Their disquiet can lead to further

and continuous conflict.

The difficult situations and ethical dilemmas faced by school leaders are becoming more
complex as both state and federal levels of government in Australia seek to exert more
direct and indirect influence on schools, their leadership, management and accountability.
Australia is not immune from recent major educational trends evident elsewhere in the
Western world. The impact of market ideologies and neoliberal reform agendas are
explored in the context of moves towards greater localised decision-making and

governance in the Australian school sector.

I have undertaken field work throughout this doctoral program to explore the ways in
which schools can incorporate professional learning in decision making into their
professional practice, the role that ethical decision making can play in nurturing leadership
capacity at all levels of the school organisation, and the role that effective ethical decision-

making practices can play in building dynamic and transparent school cultures.

viii



To support and nurture ethical decision-making practices in schools, I have provided
conference presentations, created an Ethical Decision Making Toolkit of scenarios,
designed and implemented an Ethical Decision Making Course for School Leaders,
delivered workshops, created vodcasts, and facilitated Aspiring Leaders Network
Meetings. These workshops and presentations have utilised frameworks of ethical practice
drawn from the writings which the New South Wales Independent Commission Against
Corruption (ICAC) have produced to guide public sector understanding and best practice

in transparent and ethical decision making.

For this Professional Practice Doctorate, | have created a portfolio which is in seven parts.
The portfolio is introduced by an Overarching Narrative that is followed by three scholarly
papers and three professional practice initiatives. The scholarly papers provide an
understanding of key issues and research. They address ethical decision making,
appropriate professional learning for school leaders and the challenges of leadership in an
era of significant generational change. The professional practice initiatives address
educational policy making in the context of local decision making and highlight the
practical initiatives | have created and implemented to support leaders in their daily

leadership practices.

The seven parts of this portfolio reflect my professional journey as a senior departmental
officer working with schools in an era which has seen many experienced school leaders
retire and younger generations of leaders assume the challenging role of educational leader
with its myriad responsibilities. The portfolio raises significant questions which relate to
the decision making and problem solving of leaders, the nature of succession planning and
the nature of professional learning that best prepares and supports educational leaders for

the challenges and dilemmas they face. My research confirms the value of school leaders



and their leadership teams acquiring an understanding of ethical decision-making skills to

enhance their decision making and problem solving in an era of greater localised decision

making in schools.

Index words

ethical decision making, school leadership, succession planning, generational change



Overarching Narrative

Introduction

School leaders and leadership teams are directly involved in the process of constant
decision making to meet the needs of their communities and stakeholders. Their work is
often complex and arduous as they deal with a range of competing demands from multiple
stakeholders who can include parents, staff, students, unions, community groups,
employing authorities, governments and other principals. In this professional practice
doctorate, | have explored the rich school environment of decision making and problem
solving using the concept of the ‘field’ as employed by Bourdieu (1998). The concept of
the ‘field’ when applied to education and school leadership is instructive, as it provides a
critique to assist in evaluating the nature of the diverse interplays that occur inside a

school, as decisions are made and leadership is undertaken on a daily basis.

My research highlights issues dealing with the decision-making strategies and practices
which are utilised by school leaders. These practices occur against a backdrop of
significant generational change for the teaching workforce! and at a time characterised by
increased accountabilities driven by neoliberal reform agendas (Connell, 2013; Dinham,
2015; Gobby, 2013; Groundwater-Smith & Mockler, 2009). | use the term neoliberal
reform agendas to refer to the introduction into the education sector of competitive market-
driven practices which have sought to redefine the nature of contemporary schooling and
the key accountabilities of school leaders. The focus on decision making throughout my
doctorate is an exploration of the interplays between those who exercise power and

knowledge, and the way in which they relate to others through this exercise of power. For

1 In 2014, the largest age group for NSW government school teachers was the 56—60 years age group.
Fifteen per cent of the government schools workforce was in this age group. See Workforce Profile of the
NSW Teaching Profession — 2014 Update (2016, p. 32).



this reason | draw on the work of French philosopher Foucault and his exploration of

power relations and the practice of the self.

This portfolio for the Doctor of Education degree explores the nature of professional
learning that can best support leaders, leadership teams and aspiring leaders in their day-
to-day professional practice in schools. Of key importance to this professional learning is
the role of critical reflection to a leader both in terms of the nature of individual reflection
and in subsequent responses to professional interactions with others. In my research |
explore how professional learning facilitated skills in leaders and leadership teams that
assists them in dealing with the complex and demanding tasks which they face in schools
on a daily basis. A key objective of my research had been to bring principals, aspiring
leaders and leadership groups together to embrace a model of shared professional practice
based on personal reflection and empowerment. This is a model by which participants

build the scaffold for their own current and future professional learning.

Ethical decision making and leadership succession planning have been long standing areas
of professional interest for me in my senior leadership roles as an education director and
school principal. Therefore, | have focused on three main issues. Firstly, the ways that
schools can incorporate learning in decision making into their professional practice.
Secondly, the role which ethical decision making has played in nurturing leadership
capacity at all levels of the school organisation. And thirdly, the role that effective ethical
decision-making practices have played in building dynamic and transparent school
cultures. To consider these issues, part of my field work has examined the use of scenario-
based professional learning in decision making as an appropriate form of professional

development for school leaders, leadership teams and aspiring leaders.



I have provided conference presentations, created an Ethical Decision Making Toolkit of
professional learning scenarios, designed and implemented an Ethical Decision Making
Course for School Leaders, delivered workshops, created vodcasts, and facilitated Aspiring
Leaders Network meetings. All of these educational activities illustrate the development of
professional practice initiatives to meet the current and future needs of school communities

which fulfil the requirements of this professional practice doctorate.

Underpinning my approach has been the conviction that succession planning and quality
induction are key system-level responsibilities for all educational leaders (Bengston, 2010;
Fink, 2005, 2010; Groves, 2007; Zepeda, Bengston & Parylo, 2012). As | have worked
continuously in the public sector, as a classroom teacher, principal and departmental senior

officer since 1978, this study focuses primarily on public education in New South Wales.

The context of the contemporary education terrain

The difficult situations and ethical dilemmas faced by school leaders are becoming more
complex as the range of stakeholders, including both state and federal levels of
government, seek to exert more direct and indirect influence on schools, their leadership,
management and accountability. For Groundwater-Smith and Mockler, school leaders
undertake their professional work in an era of ‘audit cultures’ and associated ‘rituals of
verification” which are part of the larger age of compliance (2009, p.4). Metaphors of
volatility and war including ‘battlegrounds’ and ‘ambush’ have been used by one
Australian researcher to indicate the unrelenting and often stressful nature of the work in
which principals involve themselves when making decisions (Gronn, 2008). Riley and
Langan-Fox (2014, p. 183) utilise the metaphor of the ‘Front Line’ in reporting their
research findings on the changing context of school principals’ work. The researchers refer

to ‘increasing scrutiny stress’ and comment that it has been ‘continuous and relentless over



the last 10-15 years’. One newspaper report used the confronting heading ‘NSW principals
bullied, stalked and burnt out’ in an article by Bagshaw (2016a) that reported the research
findings by Riley (2015) from the Principal Health & Wellbeing Survey. These images
capture the enormity of the stress and role complexity that school leaders encounter in

contemporary Australia.

For these reasons, the ‘contemporary education terrain’ traversed by principals is akin to
an ‘ethical minefield’ characterised by multiple ‘decision-making dangers’ as succinctly
observed by Dempster and Berry (2003, p. 457). This terrain is complex and multi-faceted,
shaped by higher expectations, new relationships and increased workloads. Murphy (2007,
p. 9), describing recent public policy shifts in education in Scotland as the need to
‘rebalance the relationship between national level and local expertise’, captured trends
now firmly underway across Australia. As the NSW Minister for Education, Adrian
Piccoli wrote in the context of state education funding, ‘spending more money doing the
same things will not get us improved results ... This greater investment will lead to big
changes in schools. We will be expecting more of our principals, teachers and students’
(2013, p. 10). The Minister’s comments highlighted the increased pressures and
heightened expectations being placed on educational leaders, their leadership teams and

school communities.

One of the most thought-provoking studies on skill development for leaders, organisational
effectiveness and school management | encountered while undertaking my field work was
a study by Lunenburg which posed the simple question ‘What Do Principals Do?’ (2010,
p. 5). For Lunenburg, the world of school leadership is a demanding world that does not
allow quality time for quiet reflection or discussion, as principals ‘engaged in at least 149

different activities per day, half of which took less than five minutes each’. Principals



shifted gears rapidly as if to suggest they were peddling a bicycle continuously up a steep
incline. There was no predictability or downturn in their daily work as ‘significant crises

are interspersed with trivial events in no predictable sequence’ (2010, p. 5).

Frick paints a similar picture of the working lives of secondary principals describing their
work as a demanding balancing act of ‘information overload compounded with a hectic
pace’ (2008, p. 70). Another revealing research study by Begley and Johansson (2008)
details a study of school administration and management with a focus on decision making.
Begley and Johansson describe the increased difficulties faced by school leaders and their
teams in terms of encountering situations where ‘consensus cannot be achieved rendering

obsolete the traditional notions of problem solving’ (2008, p. 425).

The comments made by Lunenburg, Frick, Begley and Johansson raise significant issues.
If principals are involved in so many complex, difficult and different activities, then how
are they able to find adequate time to reflect on their decision making, to work
collaboratively with their leadership teams, to adequately plan, and to act strategically?
This situation illustrates the nature of the research questions that have continued to shape
my thinking and judgement about the nature of effective professional learning for school

leaders and aspiring leaders.

The two central research questions

The research questions | examine in my research are:

e What kinds of professional learning and leadership development initiatives are needed
by substantive and aspiring school leaders to meet their professional needs in an era of

increased localised decision making and heightened accountability?



e What role can ethical decision making play in nurturing leadership capacity at all
levels of the school organisation and in the building of dynamic and transparent school
cultures?

The supplementary research questions derived from these questions include:

e How do leaders sustain themselves and cope with the increasing demands of their
professional working lives?

e What kinds of professional learning experiences are needed by leadership teams?

e Atatime of significant generational change, how do leaders shape and support the
professional practice of the next generation of leaders?

e  What are the skills and ‘craft knowledge’ that need to be shared with new colleagues
when someone first becomes an educational leader?

In response to the two central questions, the nature and evolving role of the principal is

explored in detail throughout this doctorate. Specific attention is given to the skills sets and

attributes needed by contemporary school leaders. For this reason, details of principals’

daily work commitments and roles are evaluated in the context of reform agendas

influenced by neoliberalism. Strategies that examine how to best provide for the

professional learning and leadership development needs of educational leaders and their

leadership teams form an underlying focus of this doctorate.

The portfolio structure

The structure and organisation of this portfolio which is in seven parts is determined by the
Western Sydney University requirements for this professional practice doctorate. The
portfolio is introduced by this Overarching Narrative which is followed by three pairings
of scholarly papers with professional practice initiatives. The scholarly papers provide an

understanding of significant educational issues and research which include ethical decision



making, scenario-based learning as appropriate professional learning for school leaders,
and educational leadership. The three professional practice initiatives explore the practical
educational initiatives | have created and implemented to support leaders in their daily

leadership practices in an era of major educational reform.

The portfolio raises key questions which relate to the decision making and problem solving
of leaders, the nature of succession planning and the nature of professional learning that

best prepares and supports educational leaders for the challenges and dilemmas they face.

The three scholarly papers are:

e Scholarly Paper 1 (SP1) — Ethical Decision Making and its Implications for Schools
and Educational Leadership
e Scholarly Paper 2 (SP2) — Scenario-based Professional Learning and its Applicability
for Educational Leaders
e Scholarly Paper 3 (SP3) — Educational Leadership.
All three of the scholarly papers include a literature review and respond to issues raised by
key education research undertaken in Australia, particularly, but not limited to, Dempster
and Berry (2003), Dempster et al. (20044, 2004b), Cranston, Ehrich, & Kimber (2006) and
Cranston (2008), all of whom focus on the learning and decision-making practices of
school leaders. The three scholarly papers explore why the landscape of principal decision
making can be akin to that of a ‘minefield’ (Dempster & Berry, 2003, p. 457). The three
scholarly papers explore the ways in which professional learning for school leaders and
their leadership teams can better address the nature of the complex decision making and
problem solving of school leaders. Many principals approach this minefield of complex
decision making ‘blindfolded’ as they can be ill prepared for the challenges and

complexities which await them when dealing with ethical dilemmas and problem solving.



The three professional practice initiatives are:

e Professional Practice Initiative 1 (PPl 1) — The Development of the Ethical Decision
Making Toolkit

e Professional Practice Initiative 2 (PPl 2) — The Ethical Decision Making Course for
School Leaders in the Macquarie Region (a pseudonym?)

e Professional Practice Initiative 3 (PPI 3) — Practitioner Study: Expectations,
Accountability and Professional Learning for Educational Leaders in an Era of
Educational Reform.

All three of these initiatives document areas of professional practice that were developed

by me. These resources directly address the needs of school leaders in an era of rapid

educational change characterised by the implementation by government of more localised
decision-making frameworks for the school sector. The first of the three professional
practice initiatives documents the development of The Ethical Decision Making Toolkit

and the use of scenarios as professional learning for school leaders.

The second professional practice initiative addresses the creation of the Ethical Decision
Making Course for School Leaders and its development in the Macquarie Region during
2012 and 2013. This course was created in response to positive feedback from workshop
participants who took part in the Ethical Decision Making Toolkit presentations. School
leaders requested more in-depth opportunities for enriched professional learning that
addressed ethical decision making. Examples of conference evaluations included ‘thought
provoking and stimulating’, ‘interactive and made you think about your own processes and

practices’ and ‘lots of thinking and sharing of ideas’.?

2 Pseudonyms are used throughout my writing to identity names of schools, people, regions and locations.
3 Regional Principals Conference, March 2012, Zoomerang Survey Final Report.



The third professional practice initiative examines the professional learning needs of
leaders and the specific initiatives | developed in the context of government reform
agendas, greater localised decision making and new accountabilities for schools. These
three professional practice initiatives have allowed me to explore some of the rich
qualitative data which I have collected from individual interviews, focus group interviews

and course evaluations.

A more detailed outline is now provided of each of the three pairings of the scholarly
papers and the professional practice initiatives in sequence. This is followed by a
consideration of a key critical event at Magpie Park Public School* which described the
damage caused by narcissistic leadership which failed to support a school community. This
form of leadership is described as being ‘self-serving and self-absorbed’ and the opposite
to ‘service-orientated’ leadership that empowers followers and provides moral guidance
(Ehrich, L., Ehrich, J. and Knight, 2012, p. 41). This key critical event at Magpie Park
Public School was the catalyst for the creation of an Ethical Decision Making Toolkit, the
subsequent development of the Ethical Decision Making Course for School Leaders, and

the vodcasts on ethical practice and organisational integrity in schools.

Overview of scholarly papers and professional practice initiatives

Scholarly Paper 1: Ethical Decision Making and its Implications for Schools and
Educational Leadership

The first scholarly paper of my portfolio draws on studies from the field of education,
nursing and health care professions to outline the significant contributions which can be
made to professional practice by listening and reflecting. The scholarly paper views

decision making as a fundamental activity of schools and educational leaders. Conflicts,

4 This school name is a pseudonym.



tensions and dilemmas are shown to be unavoidable in a workplace culture, necessitating
high order authentic professional learning inclusive of leaders, aspiring leaders and
leadership teams (Dempster et al., 2004a, 2004b). Models of governance are changing in
educational settings. There are new expectations and competing demands that are

evidenced by moves towards more localised models of decision making.

The published resources provided by the NSW Independent Commission Against
Corruption (ICAC)® that explore workplace culture and organisational integrity are
examined. These publications advocate the adoption of open and communicative
leadership styles by those in positions of leadership across public sector organisations. The
model of best practice described by ICAC reflects the public-sector accountability
benchmark advocated by public-sector reform advocate and theorist Donald Menzel (1993,
2003, 2012, 2015). Menzel advocates that public sector organisations need to be more
open in their governance models, adopt leadership styles that are more inclusive and
practice transparency in their decision-making processes. This critique of organisations of
integrity has poignancy for schools and their models of leadership, in advocating the
significance of capacity building through appropriate professional development and
empowerment. Menzel’s advocacy is significant in Australia at a time of major
generational change within the teaching profession. It is an era characterised by new
accountability and governance models across the education sector Australia wide, as
evidenced in NSW by the adoption of the Local Schools, Local Decisions® educational

reforms in 2012.

® The Independent Commission Against Corruption (ICAC) as part of its charter has a commitment to guide
public sector agencies in the development of ethical understanding and ethical decision making.

¢ Under Local Schools, Local Decisions (2012), a major restructure of public education was undertaken in
NSW. The central bureaucracy was reduced, 10 education regions were abolished, and schools were given
increased local autonomy with their decision making. Management of a single school budget was
introduced with direct funding through a new resource allocation model (RAM).
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The scholarly paper explores ethical leadership, the role of ethical decision-making
principles for public sector agencies, empowerment of employees and potential leaders,
and culture building. It advocates that the empowerment of individuals within a school is a
key factor in the development of a productive workplace culture, key accountabilities and
high performance. This mirrors the stance adopted by the Independent Commission

Against Corruption in their publications for the public sector on ethics and ethical practice.

Professional Practice Initiative 1: The Development of the Ethical Decision Making
Toolkit

This first professional practice initiative provides an understanding of the development of
The Ethical Decision Making Toolkit of workplace scenarios that relate to the professional
practice of school leaders and leadership teams in their management of ethical dilemmas.
The subject matter is framed by the leading departmental policy documents governing
principal accountability in NSW schools — Leading and Managing the School (2000) and
the revised Code of Conduct (2014). In devising and shaping the scenarios, which relate to
the designated leadership accountabilities within the two policy documents, | also drew on
the Australian Professional Standard for Principals (2012) and the Australian Charter for
the Professional Learning of Teachers and School Leaders (2012).” The scenarios address
a range of conflicts and dilemmas including management of disgruntled and unsuccessful
applicants for promotion, school community relationships, sponsorship, communication
and the use of school discipline procedures. These scenarios were devised and
subsequently reconfigured between 2010 and 2015 following evaluations from workshops

with school leaders and leadership teams, conference presentations and the use of the

" These two national frameworks were developed by the Australian Institute for Teaching and School
Leadership (AITSL) to support professional standards and expectations of best practice.
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scenarios as course materials in my regionally-based Ethical Decision Making Course for

School Leaders that is discussed in Professional Practice Initiative 2.

Professional Practice Initiative 1 provides a context for understanding the pedagogical
framework | have adopted for delivering the resource material through facilitation that
canvassed a range of viewpoints and approaches. | explore why the development of an
ethical disposition and reflective values cannot occur unless leaders are first able to
consider their own values, judgements and understandings. The complexity of providing
authentic professional learning that best meets the needs of experienced, novice and

aspiring school leaders is also considered.

Scholarly Paper 2: Scenario-based Professional Learning and its Applicability for

Educational Leaders

This scholarly paper explores the evolution and use of case-based and problem-based
learning in professional practice models first employed in the medical profession in the
United States of America in the late twentieth century. The scholarly paper considers the
role which could be played in the Australian school sector by refining these forms of
professional learning and employing scenario-based learning in professional learning
initiatives for school leaders, aspiring leaders and leadership teams. Scenario-based
learning as a concept is used in preference to problem-based learning where the pedagogy
involves a highly-structured program of activities leading to a designated conclusion which
may involve formal assessment. By employing the concept of scenario-based professional
learning, the emphasis of the professional learning falls on the importance of the shared
reflection and the crucial role of the interactive dialogue between the participants

(Cranston, 2008; Sorin, 2013).
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Australian educational research undertaken by Cranston et al. (2006), Cranston (2007,
2008) and Dempster et al. (1998, 2001, 2003, 2004a, 2004b) have shown how principals’
professional practice is inextricably linked to problem solving and untangling difficult
dilemmas. As schools move towards more deregulated models of operation and gain more
local autonomy, there is potential for greater conflict with key educational stakeholders
including parents, teaching staff, the media and government. This conflict was illustrated
by public debates about the unwillingness of the federal coalition government in 2014 to
fully implement the Review of Funding for Schooling Report (2011)8 which had been
commissioned by the earlier federal Labor government of Julia Gillard. These contested

debates became part of the political landscape during the 2016 Australian federal election.

It remains my contention that, in this context of heightened local decision making,
professional learning and development programs need to focus more directly on the nature
of principals’ decision-making practices and on the skills set of those aspiring leaders who
seek future leadership roles in schools. This is why an understanding of ethical decision-
making frameworks that recognise transparency and shared decision making could be so
valuable to leaders and their leadership teams. As Boon explains: ‘Ethics understanding
underpins the teaching of values, professional standards, and reflective practice ... [and is]

particularly important in education with its diverse stakeholders’ (2011, p. 89).

The last section of the scholarly paper explores the role of collaboration and reflection, and
why they are integral to decision making and professional learning. Reference is made to

the research of McArdle and Coutts (2010) who, expanding on the earlier work of Schon

8 A commissioned review of the national funding arrangements for Australian schools undertaken on behalf
of the Australian Labor Government in 2010. The chair of the committee undertaking the review was
David Gonski.
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(1983), advocate going beyond ‘safe’ boundaries of comfortable collaboration to reflective

practice which shapes change.

Professional Practice Initiative 2: The Ethical Decision Making Course for School

Leaders and its Development in Macquarie Region

Professional Practice Initiative 2 outlines the professional learning course for school
leaders on ethical decision making which | developed and delivered in the Macquarie
Region between 2012 and 2013. The course was constructed in response to evaluations
from presentations and workshops that requested more sustained professional learning that
addressed in greater detail the ethical dilemmas that were the focus of professional
learning modules from the Toolkit. | was also concerned that decision making, conflict-
resolution strategies and understandings of ethical decision making frameworks were not a
prominent part of any registered professional learning course that was at the time being
provided to principals and aspiring leaders in the Macquarie Region. Hence the course was

developed to fill this gap in approved professional learning programs.

The Ethical Decision Making Course was created in six modules, which were delivered
over a ten-month time span. This allowed course participants to trial some of the modules
in their own schools and report to the group undertaking the course about their personal
findings and reflection. The most interesting development for me as a facilitator of the
professional learning came with the requests from three schools to have their entire school
leadership teams involved in the professional learning as course participants. | had made
an assumption that the course and the professional learning scenarios would be of value to
existing substantive principals, newly-appointed principals and those aspiring to become
principals. | had not considered the way in which three experienced principals had judged
that the course would have a direct value to the entire school leadership team. The

implications of this finding and the challenges of providing authentic professional learning
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for school leadership teams are explored in more detail throughout the different sections of

this portfolio.

Scholarly Paper 3: Educational Leadership

This scholarly paper provides a context for understanding how the roles and expectations
of educational leaders are changing. Leadership is not an entity that exists in a value-free
environment, as educational leaders have a key role to play in shaping any organisation’s
culture and articulating the values held by the schools which they lead. This scholarly
paper explores the way in which leadership is framed and the implications of this framing
for the expectations that are held of leaders. The relationships between leaders and
followers are explored, and the link between effective organisations and succession
planning and management is considered in the context of generational change. Ethical
decision making is viewed as a practice that supports leadership succession planning and

management by building capacity and trust in the school organisation.

The new accountabilities made apparent by the policy framing undertaken by the Rudd and
Gillard Australian Commonwealth governments, as part of their ‘Education Revolution’,
were considered to illustrate how Australia was not immune from the impact of neoliberal
reform and market agendas introduced elsewhere in the western world. Integral to this
increased accountability has been the contested debates within Australia relating to teacher
quality and educational standards. Connell has captured sharply the scope and intensity of
these contested debates with the observation that ‘ideas about what makes a good teacher

are important in thinking about educational reform’ (2009, p. 213).

The later sections of this scholarly paper address the research published by Wright (2001,
2003) in exploring public sector reform in the United Kingdom in the early twenty-first

century. It was Wright who first coined the term ‘bastard leadership’ to show how the
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world of business, and in particular managerialism as a discourse, is shaping public sector

reform in education (2001, p. 278).

This scholarly paper illustrates how the world of education in 2016 is a ‘theatre’ of human
activity that is not immune from the heated debates which govern ‘value for money’ in the
public domain. The last section of the scholarly paper explores Wright’s conviction that
school leadership is ‘at the crossroads’. This section argues against Wright’s conclusion
and advances the proposition that, while educational leadership is being remodeled
through shifts in government public policy, educational leadership continues to display a
resilience marked by its ability to evolve and transform itself to meet new challenges and

the heightened expectations held by stakeholders.

Professional Practice Initiative 3: Practitioner Study - Expectations, Accountability

and Professional Learning for Educational Leaders in an Era of Educational Reform
Professional Practice Initiative 3 explores through practitioner study the professional
practice needs and accountabilities of substantive and future school leaders in an era of
major educational reform. One of the key questions posed by research on the role of the
principal was ‘What skills are required of principals in order for them to function
effectively?” (Lunenburg, 2010, p. 5). This has been a foundational question for me, at a
time of major transition in the public education sector in NSW, as | have shaped
professional learning for school leaders through the workshops | have facilitated and the
professional learning network that | developed for aspiring leaders. The foundational

question asked by Lunenburg has led to other questions for me.

e How do leaders sustain themselves, stay motivated and cope with the ‘rapid fire’

demands of their professional working life?
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e At atime of significant generational change, how do leaders shape and support the
professional practice of the next generation of leaders?
e What are the skills and ‘craft knowledge’ that need to be shared and transferred into

the practice of new colleagues when they first become an educational leader?

With moves towards greater local decision making and accountability in the school sector
across Australia has come the accompanying need for increased transparency and
understandings of the professional practices of schools by stakeholders. Influential groups
including parents, local communities, state and federal governments, and businesses have
all highlighted the need to have more information and data about key areas of school
policy implementation and performance made more transparent and reportable. The
requirements for public disclosure that are linked to Commonwealth Government funding
for school sectors and state jurisdictions, introduced new additional dimensions to school
transparency and reporting, and have heightened the principal’s responsibilities as leader

for high-order planning, communication, monitoring and evaluation.

Qualitative data relating to leadership movements in the Rosslands Network of Schools,
which | led as a Director Public Schools NSW, are explored in the period from 2013 to
2015. It was during this time that the initial implementation phase of Local Schools, Local
Decisions took place for all public-sector schools in NSW. A consideration of this data has
raised significant system-level questions relating to the succession planning and the
professional learning needs of the next generation of school leaders. The later sections of
this professional practice initiative address issues relating to ‘growing’ the next generation
of school leaders and explore the nature of professional learning opportunities that enhance
skill development in problem solving and decision making. The final section of the

professional practice initiative raises questions about the changing nature of schools, the
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professional relationships between leaders and their educational communities, and the new

accountabilities that will continue to shape leadership practice.

The events at Magpie Park Public School, which I describe in the next section of my
Overarching Narrative, provided me with an opportunity for significant reflection on the
accountabilities and role of a school principal. This reflection specifically addresses the
skills needed to be a school leader, the nature of the principal’s working relationship with
the school leadership team, the management of leadership succession, and the nature of the
professional learning needed to support school leadership teams in building ethical
organisational environments for school communities and peers. These matters remain at
the heart of contemporary school leadership in the public sector following the advent of

the NSW Government’s educational reform agenda, Local Schools, Local Decisions.

The key critical event

Magpie Park Public School is a central part of my narrative and was in many ways the
‘minefield’ to which Dempster and Berry (2003) alluded in their research. Magpie Park
Public School in 2016 was over sixty years old and many sections of its original student
enrolment drawing area had been taken over by large-scale commercial developments and
a modern business park. The school had a current enrolment of over 250 students, many of
whom were from low socio-economic backgrounds and were highly transient, moving
from one locality to another. The current teaching staff were very committed and
predominately young. Many of the teachers were temporary and a significant number had

been teaching for fewer than six years. Generational change was a stark and visible reality.

I first assumed line management responsibility for Magpie Park Public School during a
period of tumultuous change that followed the retirement of a long-serving principal. A

significant implosion had occurred at the school following his retirement, as a result of
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perceived poor leadership and governance. Many of the school teaching professionals and
community members felt that the structures in place were not strong enough to support the
school through a period of significant transition. | viewed this implosion as a key critical
event, as it exposed the fragility of a professional learning environment where the
leadership team and its leader had not provided sustainable transparent organisational
structures and practices to support and develop the professionals working in the school.
The leadership had an inward focus that had validated the upholding of a moribund school
culture and values. This school culture had not illustrated shared responsibility,
empowered future leaders, or built the professional capacity of the teaching team. The
school culture had been built in such a way that it impeded professional understanding and
held teachers in a time warp looking backwards and not forward. Transparent processes,

empowerment and accountability were not in evidence.

The situation at Magpie Park Public School reflected the description of an ethically-
stressed workplace that Menzel (2003) vividly depicts in a conference research paper on
ethics and integrity in governance. Menzel found strong statistical correlation between
‘impaired organisational performance’ and managers with ‘high levels of ethics induced
stress’. Menzel summarised his findings in the following way: ‘as the level of ethics
induced stress increases, job satisfaction decreases, organisational conflict increases, and
the level of employee turnover is likely to be greater’ (2003, p. 16). Preston has also noted
that two key factors in the cultivation of an ‘ethical ethos’ in any workplace were the

‘nature of relationships and the distribution of power’ (2014, p. 214).

Magpie Park Public School had a significant imbalance in the distribution and use of
power by its leader who failed to build empowered and productive working relationships

with the school’s professional teaching team. This depiction of an organisational landscape
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lacking in governance, transparency and accountability illustrated the inter-related

elements that were in evidence at Magpie Park Public School when it imploded.

The main outcome of this dramatic implosion within the workplace for the full-time, part-
time and temporary professionals who constituted the teaching staff at Magpie Park Public
School was the rebuilding of the professional culture in the school, so that it better
addressed the needs of all staff through a shared transparent, collegiate management
model. Policies and procedures were rewritten to be more accountable to all sections of the
school community inclusive of all teaching staff and parents. A subsequent school review,
led by a Chief Education Officer, made significant recommendations that were put into
effect by the new substantive school principal following appointment. These
recommendations addressed the school’s deficient governance systems and practices
relating to key areas of accountability including internal communication, programming,
whole-school organisation and the dissemination of information to the whole school
community. As a result, the daily professional practices of the school community became
better understood by its members inclusive of executive staff, classroom teachers and
parents. There was a marked shift from a culture of compliance to a culture of
empowerment with staff meetings now being minuted, professional development budgets
published and all staff being collegially involved in decisions about appropriate

professional learning to best support current needs.

The tumultuous events at Magpie Park Public School illustrated for me the negative impact
that leadership change could have on a school lacking appropriate governance structures.
Without appropriate accountabilities, role statements and procedural systems in place,
Magpie Park Public School was inadequately prepared for significant organisational

change. One of the most telling factors was the lack of empowerment among the teaching
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professionals and the leadership team. As Preston has succinctly observed, a ‘democratic
work-culture’ is more likely to be an ethical culture (2014, p. 214). The shift in cultural

practice at Magpie Park Public School continues to evolve under new leadership.

These events at Magpie Park Public School and the reflection that followed were a
significant catalyst for me being one of a group of thirteen postgraduate students who
undertook initial study in July 2010 for a newly-created doctoral program at Western

Sydney University focusing on professional practice.

In the next section of my Overarching Narrative, | comment in more detail on the research
process undertaken as part of the doctoral study and the reasons why | became involved in

the program.

The research process
A brief overview of the research process is now provided. | have also documented
significant aspects of the approval process and protocols that were adopted while

undertaking research.

Motivation for undertaking research

In the period between 1997 and 2016, | worked continuously, with one exception, in the
Greater Western Sydney® geographic area for the NSW Department of Education as a
Principal, District Superintendent and Education Director. This is an area rich in
educational opportunities and innovation, hallmarked by quality classroom practice and the
advent of many early career teachers beginning their professional journeys in public

schools as classroom teachers. Greater Western Sydney is a significant geographical

® In the period 2004-2012 over 17 per cent of NSW public school students were taught in schools in the
Macquarie Region in which | worked. The region was almost entirely within the boundaries of Greater
Western Sydney and covered nearly half of its entire area.
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region where many educators have their initial leadership experiences and their first
experiences of sitting in the principal’s chair as a substantive or relieving school leader.
The Greater Western Sydney geographic area has the highest level of cultural diversity in
NSW with 38 per cent of the population speaking a language other than English at home.*°
The area is characterised by a range of established middle class communities, urban
centres of high transience supporting families from low socio-economic backgrounds, and

large cohorts of school students who may not have English as their first language.

Quality professional practice and learning, that meet the diverse needs of school leaders in
this context, had been a strong personal commitment in my roles as a principal and as a
senior departmental officer. This commitment was a key motivator for me to become
involved in the doctoral program for this degree that focused on professional practice. As |
have indicated earlier, the events at Magpie Park Public School have had a profound effect
on my thinking about school leadership and the nature of appropriate professional learning

for school leaders and leadership teams.

Western Sydney University Ethics Approval

Ethics approval to conduct research in schools was sought and given by the Western
Sydney University in 2011 in the early stages of my participation in the doctoral
program.*! For this reason | was able to use workshops, conference presentations, modules
from the Ethical Decision Making Toolkit and The Ethical Decision Making Course that |
created as a means of gathering qualitative data from my field work to support my

research.

10 ‘Western Sydney Profile’: .id the population experts, retrieved from blog.id.com.au (16 May, 2016)
11 Human Ethics Committee Approval Number: H9208.
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Department of Education (NSW) Research Application Approval

For my research activities, | sought and obtained approval through the State Education
Research Application Process (SERAP) from the NSW Department of Education to carry
out research involving departmental personnel.!? Data collection only involved
departmental employees and did not involve the collection of any data which related to

students.

Professional learning journal

A personal e-learning journal of my reflections and experiences was kept throughout the
doctoral program. Reference is made to this journal and some of my reflections on

workshop presentations during the course of my writing.

Confidentiality and research protocols

Safeguards were put in place to support all participants in the professional learning
presentations | developed and facilitated. I have always been concerned to support any
colleague who may have felt uncomfortable or embarrassed in answering a question that
was posed or responding to a scenario that was being explored in a workshop. All
professional learning activities | devised were prefaced by advice around the ‘pass’
protocol that allows participants to opt out of responding or contributing to a discussion if

they do not feel comfortable.

Throughout my writing, pseudonyms and abbreviations have been used for individual
course participants, schools, names of networks and geographical organisational groupings
to avoid the identity of individuals or schools being recognised. This has been illustrated

by the use of pseudonyms including Magpie Park Public School, the Macquarie Region,

12 SERAP approval number: 2011186.
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Rosslands Network and names of those | interviewed inclusive of Anna, Malcolm, Aida,

Rondah and Maisy.

All workshop participants were given the option of withdrawing from any workshop
presentation which | facilitated if they did not feel comfortable. No pressure was placed on
participants in any of my workshops or presentations to complete questionnaires or be part
of interviews if this was contrary to their wishes. All interviews were carried out in person.
When presenting modules from the Ethical Decision Making Toolkit, workshop
participants were provided with a learning log that allowed them to reflect on their
learning experiences. Three open questions were used to guide personal reflection and to

support shared collaborative dialogue throughout the workshop:

e Did you find the session to be of value?
e How has the professional learning about ethical decision making impacted on your
thinking about your professional practice as a school leader/aspiring leader?

e Are there any other comments you would like to make? 3

Guidance relating to qualitative data

In considering how to best use the extensive data | had collected, | was guided by an
insightful comment by Coleman who noted:
... research in educational leadership often relies over much on interviews with leaders,

without taking into account the voices of other stakeholders or using other research
approaches to complement and validate interview data (2012, p. 263).

13 A more detailed discussion of learning logs and their use is found in the section on Field Work in
Professional Practice Initiative 1 — The Ethical Decision Making Toolkit.
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In the light of these observations, I have used in my writing for this doctorate a range of
data from individual interviews, focus group interviews and workshop evaluations that

were representative of many voices and not only the voice of the substantive school leader.

The other voices included members of the school executive team, aspiring school leaders,
classroom teachers, temporary teachers and educational consultants. For this reason, the
interviews of school leaders and workshop evaluations which | have used as a data source
represent a range of experience covering principals who have been leaders of more than
one school, newly-appointed principals in the role for the first time and acting or relieving
leaders who were not substantively appointed. The interviews were inclusive of leaders
and aspiring leaders from primary, secondary and special education backgrounds. When
using comments from transcripts, references were made where appropriate as to the status
and experience of the school leader or staff member who had provided the comment. The
list of interviews also outlines the professional relationships within individual schools of

the leaders and aspiring leaders who were interviewed.'*

Data collection protocols

Participants in the Ethical Decision Making Course and workshops | conducted were all
informed that | would be using the course and workshops as a means of collecting data for
research being undertaken as part of my doctorate in the professional practice of school
leaders. All course participants were given the option of being part of individual and focus
group interviews or opting out if they wished, as well as contributing to pre- and post-
questionnaires relating to the course content. Twenty pre- and post- questionnaires were

completed for The Ethical Decision Making Course.'® The responses to the questionnaires

14 A full list of individual and group interviews is documented in Appendix 7.
5 The pre- and post- questionnaire appears as Appendix 12
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provided me with a valuable source of information relating to the professional background
and leadership experiences of the course participants. This information assisted me in the
design and development of the learning activities for the group during the course. Only
five of the course participants were substantive school leaders, with another course

participant in a long-term relieving role as a school principal.

All of the participants who took part in individual or focus group interviews volunteered to
be interviewed. Individual face-to-face interviews were held with seven participants from

The Ethical Decision Making Course and a school principal who was undertaking tertiary

study involving ethical practice. Focus group face-to-face interviews were conducted with
executive members from three participating schools who took part in The Ethical Decision
Making Course and a fourth focus group interview was held with three classroom teachers
who were part of a Future Leaders Group. For the focus group interviews between two and

six people were interviewed in each interview session.

Conducting interviews

The individual and focus group interviews were semi-structured and a series of general
questions was used as a framework to guide the interviews. Johnson and Christensen
prefer the use of ‘interview guide approach’ to ‘semi-structured’ to describe this process
and characterise it as ‘specific topics and/or open-ended questions are asked in any order’
(2004, p. 183). Coleman has noted that in practice there was ‘no hard and fast division’
between types of interviews, but rather a ‘continuum from highly structured to highly
unstructured’ (2012, p. 253). By utilising a semi-structured interview approach, | was able
to have individuals and groups reflect on their professional practice in the context of their
own school environment. The quality of the reflection on personal practice was a key

objective. The questions were of a general nature and different questions were used across
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each interview to reflect the issues raised by those who participated.'® All participants of
the focus group interviews were known to each other and no participant required support

from an interpreter.

The value of the semi-structured approach was that it allowed me a degree of flexibility in
being able to reorder the set of questions | had prepared as the need arose and not to be
held to a definitive sequence of questions. Freebody, in distinguishing between semi-
structured interviews, structured interviews and open-ended interviews, refers to the semi-
structured approach as the ‘best of both worlds’ as it allowed for the flexibility to vary and
revisit while working in a ‘core of issues to be covered’ (2003, p. 133). The other
advantage of this approach was that it allowed me to clarify the participants’ comments if
the meaning or line of thought was unclear. This would have been more difficult had |

employed other methodology such as a questionnaire to obtain data.

Interviews were recorded on a digital recorder and a professional transcription service was
used to provide written transcripts. Interviews lasted up to 30 minutes and were all
conducted in person. An indication is made throughout my writing when a transcript was
used to provide data. All transcripts have been numbered. Additional qualitative data was
obtained from workshop evaluations and learning logs submitted from professional
learning workshops | conducted in individual schools and with groups of schools. When

this data from evaluations was used, the pseudonym of the participant has been cited.!’

As a research assistant at an earlier point in my career, | had previous experience in
conducting focus group interviews with small groups of participants. However, | had

conducted the earlier focus group interviews using questions provided by the senior

16 The list of possible interview questions appears as Appendix 8.
7 Sources of qualitative data are documented in Appendix 7.
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researcher, and had as a result never developed my own interview or focus group
questions. Looking back on the responses to questions | had created provided me with an
understanding about the complexity of gathering qualitative data, the importance of
patience and active listening when conducting interviews, and the multitude of ways in

which questions can be framed and interpreted.

To make the interviews as comfortable as possible for all participants, interviews were
conducted face to face in the home school in a private space free from interruptions. There
was one exception to this pattern of interviewing. An interview with one participant was
conducted at the end of a conference in a quiet area of the conference venue free from

disturbance.

The other aspect of the process which should be noted is the power relationship | indirectly
share with many of the participants from whom | sought written and verbal responses. As a
Director and senior officer, | held a senior position in the NSW Department of Education
and | was the line manager for a number of principals who took part in the professional
learning sessions | convened. While not wishing to overstate my role and power in the
relationship as an institutional authority figure, it still needs to be noted as a variant factor,
although it has never been raised by any course participant in any workshop or process
involving the collection of data. This issue is addressed later in separate sections of this
Overarching Narrative where | comment on my intersecting roles as a senior departmental
officer, program designer, facilitator, learner and researcher. Some brief comments on

Foucault and his observations on power are also made.

Invitation to create specialised workshops

In addition to the workshops for these groups of schools and their leadership teams, | was

also invited by the regional Principal Education Officer to create and provide specialised
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workshops in the area of student wellbeing for key groups supporting schools who
included senior school counsellors and consultants working in the area of student services.
The invitation to present to both groups was driven by the premise that these two groups
needed to be more involved with professional learning in ethical decision making that
directly addressed their specialised areas of practice involving student wellbeing and

specifically the duty of care.

Pedagogical practices underpinning my work

In developing sustainable professional learning for school leaders and leadership teams at
workshops or in interactive conference presentations during the course of this professional
practice doctorate, I have drawn on the concept of ‘creative learning conversations’ from
the research on creativity by Chappell and Craft (2011, pp. 363—-364). These two
researchers have used the concept of ‘creative learning conversations’ to describe how
shared investigation has the potential to create ‘open’ learning spaces promoting equality
and orientation ‘toward action’. For these researchers, one of the key outcomes of creative
learning conversations was the movement away from the ‘usual hierarchical, top down
power conversations’. Integral to this pedagogical approach are personal reflection, mutual
respect, shared learning discourses, critical enquiry and shared reflective practice. The
pedagogy is described by the two researchers as an ‘ongoing process without forced
closure’ for its participants. Craft has also described creative learning conversations as

‘methodological devices for transformational change’ (2013, p. 183).

This ‘transformational’ movement away from a traditional hierarchical model of
communication and decision making was integral to the development of an ethical
decision-making culture based on shared practice and understanding. This cycle of

continuous reflection and relearning was also the focus of research by McArdle and Coultts
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(2010) drawing on Schon’s (1983) work on the reflective practitioner. McArdle and Coutts
have illustrated how engagement with fellow practitioners through reflective conversation
relating to practice, facilitated a process enabling ’shared sense-making’. This process had
the ability to further ‘sustain the professional growth for teachers’ (2010, p.212). The cycle
of continuous reflection and relearning was integral to my professional practice and has
shaped two of the professional practice initiatives which contributed to the portfolio — The
Ethical Decision Making Toolkit and The Ethical Decision Making Course for School

Leaders.

This portfolio illustrates the way in which | have embraced the concept of ‘continuous
learning conversations’ and utilised scenarios from professional practice dilemmas to
provide professional learning in ethical decision making and problem solving for leaders,
aspiring leaders and leadership teams. This exploration of dilemmas ‘takes us into the

heart of contemporary schooling” (Murphy, 2007, p. 9).

My pedagogy was shaped by the need to find ways to have school leaders reflect on their
ethical decision making and the values that shaped the decision making. As Preston has
noted, ethics is ‘best dealt with through a pedagogy of critical enquiry’ (2014, p. 211).
Continuous learning conversations were a valuable pedagogy to use to dissect this ‘heart of
contemporary schooling’ (Murphy, 2007, p. 9) and facilitate shared reflection, critical

enquiry and increased understanding of professional practice among educational leaders.*®

The exercise of the power relationship was a key consideration in the multiple roles |

adopted as a senior departmental officer, the program designer, the facilitator of workshop

18 A full list of the professional learning which | facilitated appears as Appendix 1.
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materials I created, a member of a learning cohort sharing insights and a researcher
gathering data. My rationale was always driven by the need to create pedagogical
frameworks which allowed participants to fully explore complex situations, tease out
nuances and see multiple levels of complexity. This was why personal and group reflection

remained integral aspects of the workshop presentations | facilitated.

Transformative adult learning has a democratic participatory dimension (Mezirow, 1991,
p.199). For educators to succeed in creating transformative adult learning experiences
there is a need to ‘actively encourage reflective discourse through which learners can
examine the justification for their meaning schemes and perspectives’ (Mezirow, 1991,
p.201). In acknowledging my multiple roles to the other participants and encouraging
continuous reflective practice among all the participants, | set out to create a learning
climate built on trust and respect. Shared collaborative practice, enquiry and the exchange

of alternative points of view were foundational to the learning.

Tsahuridu (2006) has examined the operation of an ethic of power and distinguished
between the operation of ‘power over’ by a leader and the process of ‘power to” an
individual or group. The operation of ‘power over’ is controlling and ‘disrespects people’
while ‘power to’ is ethical and enables ‘autonomy and responsibility of persons’
(Tsahuridu, 2006, p. 385). This distinction in the operation of an ethic of power was
integral to my professional practice, course design and the juggling of multiple roles. In
light of an earlier observation that ethics is ‘best dealt with through a pedagogy of critical
enquiry’ (Preston, 2014, p. 211), one of the key roles | adopted was that of a fellow learner
who was also part of the learning journey. The pedagogical approach | adopted when |
utilised scenarios was to draw out and explore all of the aspects of an ethical dilemma,

rather than to simply pass judgement and suggest there was one right answer. An essential
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dimension of the ethical decision making workshops was in raising awareness of the
multiple pathways and options that were open to the decision maker in resolving complex

situations.

The decision to design the Ethical Decision Making Course so that it took place across a
twelve-month period was also significant as it allowed participants to share their learning
in their own schools with colleagues, to receive feedback from colleagues and to reflect on
those experiences over an extensive period of time. One of the key challenges for
facilitators of professional learning is to ensure ‘emotionally safe spaces for learning and
growing together’ (Beatty, 2007, p. 328). Professional learning experiences which I
designed and facilitated were built on this foundation of sharing, collaboration and trust. A
key aspect of the process involved all participants being non-judgemental, engaging in
reflection, being active listeners and asking questions of other participants. In an era of
significant generational change educational leadership practices need to embrace shared
learning and inclusive social interactions. Connectivity is a key as the emphasis is placed
on how ‘the agent is connected with others in their own and other’s learning (Gunter,
2006, p.263). The social experiences of collaborating, actively listening to others,
reflecting and sharing were integral aspects of the professional learning | developed and

facilitated.

The relational approach to leadership (Hosking, 2011) provides further insight into the
value of this interconnected social dimension to leadership and the sharing of knowledge.
Dialogical practices ‘open up to relationality and to possibilities, and open up space for
self and others to co-emerge’ (Hosking, 2011, p. 461). A situation described in an
interview by Alma, a young primary school leader, who commented °...you need to see the

perspectives from more than one person, not just from yourself. You need to be open-
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minded and to listen to the different perceptions of other people before you make a
decision’ (Transcript, WS750072, p. 4). The relational approach to leadership repositions
understandings of knowledge and power. Dialogical practices illustrate an ethic of power
in operation that empowers the participant who is part of the sharing, as knowledge is now
viewed as ‘social-relational, constructed in action, situated and moving, and intimately
interconnected with power’ (Hosking, 2011, p.459). This is why Craft has described
creative learning conversations as ‘methodological devices for transformational change’
(2013, p. 183). Knowledge growth is organic. Through continuous sharing and reflecting,
participants engaged in learning conversations will build their understandings and skills.

Power is derived from the learning that is integral to the sharing and participation.

In this context | wish to make a few brief comments on quality leadership, power

relationships and Foucault.

Foucault and power
The work of Foucault on ethics, (cited in Ethics: subjectivity and truth, edited by Rabinow,
P., 1997), has provided fertile ground for my personal reflection on ethics, the shaping of

school cultures and the exercise of power and leadership within a public education system.

Foucault’s writing is valuable for the way it examines the interplay between ‘power
relations’ and the ‘practice of the self” by exploring questions relating to ‘knowledge’,
‘truth’ and ‘communication’. Foucault observed that in exploring the notion of truth, ‘there
is ultimately a problem of communication, of the transparency of the words of a discourse’
(1997, pp. 297-298). As Foucault also noted in relation to the power of an individual who
has the capacity to ‘formulate truths’, an individual has the ‘power of being able to speak

the truth and to express it in the way he wants’.
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The focus on decision making in this portfolio of professional practice is an exploration of
the interplays between those who exercise power and knowledge, and the way in which
they relate and link to others. In exploring these interplays, | explore the ethical
frameworks that inform the relationships, the decision-making processes and the values
which are demonstrated. For Foucault, the role of reflection is integral to the care of self
and the use of power (1997, p. 284). Foucault uses the concept of sexuality to illustrate
how ‘liberation’ from a power relationship does not necessarily produce a utopian state of
bliss, but instead ushers in ‘new power relationships’ which need, in turn, to be ‘controlled

by practices of freedom’.

Foucault’s depiction of ‘power’ and the formation of ‘new power relationships’ implies the
regenerative nature of the process and the energy that is continuously released by these
continual interplays. This energy has a positive and creative dimension. Foucault offered
the concept of ‘governmentality’ to illustrate the practices that ‘constitute, define,

organise, and instrumentalise the strategies that individuals in their freedom can employ
when linking with others’ (1997, p. 300). The concept of ‘governmentality’ implies the
breadth, and not the limitations, of the strategies that are available to those who are
involved in these interplays as the power relationships continue to be contested and
reshaped. These strategies are also inclusive of the formal and the informal, the

documented and the undocumented, and are shaped by success as well as failure.

As Foucault declared, power relations as a concept is not ‘something that is bad in itself,
that we have to break free of” (1997, p. 298). The key to understanding is located in the
ability to ‘acquire the rules of law, the management techniques, and also the morality. The
ethos, the practice of the self, that will allow us to play these games of power with as little

domination as possible’ (1997, p. 298). Foucault’s comments have strong resonance for
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designers of professional learning and leaders working with school teams. Both groups
need to demonstrate an awareness of power relationships and be cognisant of the ways in
which they exercise authority when relating to others in their personal and professional

interactions.

In this context, | offer a few brief comments about my own professional learning journey
as a doctoral student and reflect on my professional practices as a facilitator of

professional learning for school leaders.

Critical reflection on the impact and contributions of my field work
Meeting the complex and challenging needs of school leaders and their leadership teams
was a strong catalyst that contributed to my decision to undertake doctoral study. My
professional practice initiatives highlight the importance of appropriate professional
learning in ethical decision making which builds capacity through reflection and sharing.
These practices were inclusive of all participants who wished to attend and led to
improved understandings of how policy and procedures operated in a school environment.
My research has addressed the needs of existing school leaders, aspiring leaders and their
leadership teams. My field work had specifically focused on issues dealing with the
decision-making strategies and practices that are utilised by principals and school leaders
in an age of significant generational change for the teaching workforce in New South
Wales as the baby boomer generation retires in great numbers. Implicit in this focus were
issues that related to principal wellbeing, the induction of new colleagues, coping

mechanisms and the need for shared collegial activities.

My research and practice had explored the value of having ethical decision-making
frameworks in place to guide professional practice and ongoing professional learning for

school principals and leadership teams. One of my key commitments, undertaken as part of
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this doctoral program, was to bring principals, aspiring leaders and leadership groups
together to discuss, share and reflect on the practice of being a school leader. Menzel
(1993 2003, 2012) and others, including Dempster and Berry (2003), Shacklock and Lewis
(2007) and Buskey and Pitts (2013), have all shown through their research that ethical
skills and ethical perspectives need to be developed, nurtured and cannot be taken for
granted. The challenge for school leaders is the promotion of workplace environments that
rest on the values of ‘autonomy and empowerment rather than compliance or control’
(Preston, 2014, p. 214). As a director working with a diverse network of schools, this had
been a guiding principle of my own practice. This challenge is especially significant at a
time of major generational change when many principals are accepting leadership roles in

schools for the first time.

Kegan and Lahey pose a rhetorical question about the nature of leadership and what it
means to those who will lead in the future (2009, p. 11). In posing the question, Kegan and
Lahey provide a response which resonates with me as it parallels my own journey in
conceptualising and developing professional learning about ethical decision making for
school leaders. The authors ask the simple question ‘What will distinguish your leadership
from others in the years ahead?’ and provide the response that they believe ‘it will be your

ability to develop yourself, your people and your teams’ (2009, p. 11).

As a developer and facilitator of professional learning, | have undoubtedly grown in my
own professional understanding and learning from the rich personal experience of shaping
and delivering the ethical decision-making scenarios and the accredited course in six
modules | subsequently developed. Qualitative data encompassing verbal comments made
by participants during The Ethical Decision Making Course and comments made in

interviews have all confirmed that professional learning had strong resonance for
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participants. But the factor that has shaped my thinking and critical reflection the most is

the impact on the teams who have taken part in the professional learning.

The evaluations which referred to ‘team learning” and sharing ‘reflection as a team’ made
by workshop participants have opened a doorway into an area of professional learning |
had previously passed over and not fully considered. My intention for any future
professional learning on ethical decision making which | create will be to include modules
designed for whole school leadership teams in addition to modules for individual leaders
or aspiring leaders. Effective teams require ‘training and development and ongoing
reflection’ (Cranston & Ehrich, 2009b, p. 357). The challenge posed by Cranston and
Ehrich in their study on enhancing leadership through senior management teams was how
to make senior teams accountable in terms of their ability to ‘evaluate their performance’
as they learned together (2009b, p.357). For Mockler, a way forward lies in the nature of
‘transformational leadership’ and the ability of leaders and teachers to ‘take charge of the
process of evaluation and development themselves’ (2015, p. 126). This remains a key
challenge that has continued to resonate for me as | consider appropriate professional

learning for the next generation of school leaders.

A foundational aspect of this professional learning for workshop participants was the need
for reflection on personal understandings of the language of ethical decision making and
the language of the workplace cultures which decision-making practices helped shape. The
role of communication as practiced by leaders, and leaders’ understanding of the power of
communication within their organisations, were fundamental aspects of a powerful
dialogue that needed to occur in schools in response to workplace culture and values. In
designing the modules for professional learning presentations, more focus could have been

given to the language of the workplace and how ethical decision making brought with it a
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rich vocabulary that denoted the nature of ethical practice in the workplace. This is an area
that 1 will address in more detail when designing and developing future professional

learning and scenarios for use in schools.

Leadership as a relationship

Some years after the key critical event took place at Magpie Park Public School, | have
continued to critically reflect on the impact of poor leadership practice and the outcomes
that resulted for staff, parents and students. My reflection was not just about the mechanics
of leadership succession and generational change, it concerned more intangible issues such
as school culture and daily climate, transparency, leadership styles and decision making
processes. My reflection was also about the nature of the dynamic between those who lead
and those who follow, and how other potential leaders can be given the confidence and the

ability to step forward at a key moment in time and assume the leader’s role.

Leadership is a ‘relationship’ according to Zander and Zander (2000, p. 162). At its core,
leadership is a social process involving human interactions, shared understandings and
communication. In an Australian study on ethical leadership titled Leading with Integrity,
Shacklock and Lewis (2007) pose the foundational question of an ethical system’s value if
there is no commitment to developing the people who are at the heart of the practices and
beliefs of the organisation. This reality has been at the heart of my professional practice as

the following scholarly papers and professional practice initiatives will illustrate.
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Scholarly Paper 1: Ethical Decision Making and its Implications
for Schools and Educational Leadership

Introduction

The professional practices of school leaders and their leadership teams are the focus of the
narrative that has shaped this doctorate in professional practice. This scholarly paper
reviews the research in education and related human service professions including nursing
and social work, that has explored ethics, ethical decision making, and the nature of
decision-making processes. The research, from studies undertaken within and outside
Australia, provides insights into the leadership and management of schools at a time of
significant change in Australia for all schools, but particularly for those in the public
sector. My argument is that principals and school leaders need to build more effective
leadership density within their professional workplaces to empower and upskill leadership
teams and aspiring leaders. This is crucial given the momentous educational and structural
change that is occurring in contemporary Australia and around the world. To understand
the nature of the interplay between leadership practice, workplace climates, ethics and
decision making, | draw on research in ethics, workplace governance and decision making
within schools. For this reason, the complexity and demanding nature of the principal’s
role is examined in detail in this scholarly paper. To provide an accurate backdrop for
these complex interplays, it is important to firstly explore the recent Australian context to

which | now turn.

The challenges impacting on many educational leaders’ roles are starkly illustrated by
Dempster and Berry in seminal Australian research on principals’ ethical decision making,
where they liken the ‘contemporary educational terrain’ traversed by principals to a
‘minefield’ (2003, p. 457). The authors suggest that many principals approach this

minefield ‘blindfolded’ as they (the principals) are ill prepared for the challenges and
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complexities that await them. This research by Dempster and Berry (2003) also
demonstrates the crucial role professional learning plays in better preparing leaders and
aspiring leaders to meet the challenges posed by the demanding role of an educational
leader. The nature and form of appropriate professional learning for contemporary
Australian school leaders is a significant strand within my overall narrative and this
scholarly paper. The nature and delivery of appropriate professional learning for school
leaders raises pivotal systemic questions about leadership preparation, succession
planning, role understanding and skills acquisition which are explored throughout my three
scholarly papers. Integral to skills acquisition are understandings of critical enquiry and

ethical thinking.

Critical enquiry and ethical thinking

The ancient civilisations of Greece and Rome viewed critical enquiry as central to an
understanding of the role of the individual, the physical world and the nature of the
relationship between the individual and the state. Discourses addressing the nature of self,
goodness, truth, justice and morality were all part of the continuing dialogue about what it
was to be human, how individuals made sense of the world around them and their
relationships with others. Plato’s Republic written in 380BC remains an important part of

the critical enquiry that continues to shape our modern world today.

The Republic opens with an exchange between Socrates and Cephalus (Book 1, Section
328b-331d). The opening words of the dialogue allude to the age and status of the two
men, and the reality that they have not met for some time. The words of the opening
dialogue capture the importance of sharing conversation, exchanging ideas and discussing
points of interest in the company of others, especially the younger generation. There is a

clear sense of the need for the younger generation to observe and be part of the dialogue as
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it unfolds. This is because the dialogue represented the wisdom and thoughts of the older
generation. The dialogue was inclusive and embraced a wide range of viewpoints. The
Republic has remained a significant marker of the evolution of critical enquiry, of the need
to share knowledge and the need to engage in reflection to develop a fuller understanding
of the human condition. The discourse addresses not only the nature of the dialogue that

unfolds, but also the role of the audience as active participants who listen and reflect.

These principles of sharing knowledge, engaging in reflective practice and listening to
others as part of a journey in learning, are integral to ethical practice and the professional

practice initiatives which | have developed during the course of my doctoral studies.

In the twenty-first century, modern understandings of ethical thinking and decision making
are also shaped by the two broad modern philosophical frameworks of teleology and
deontology. Both these frameworks grew out of significant philosophical debates and
enquiries in Europe during the eighteenth and nineteenth centuries (Birsch, 2014; Preston,
2014; Tschudin, 2003). Teleology addresses consequences and outcomes. The other
significant philosophical tradition, deontology, is associated with rights, obligations and
duties. In this context, professional duties and obligations of an individual are shaped by
practices that recognise others and reflect degrees of commonality. Modern statutory
requirements relating to child protection, anti-discrimination and occupational health and

safety have been shaped by this sense of professional responsibility.

In public sector organisations such as the NSW Department of Education, professional
learning in these areas is referred to as mandatory training. Principals and staff in their
school communities are required to implement these statutory requirements and sanctions,
including dismissal, apply if these professional responsibilities are not discharged. These

obligations are viewed by the Department of Education as non-negotiable core values.
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A duty of care recognises these core values and has remained the central organising
principle around which schools frame their teaching and learning, ensuring the safety and
wellbeing of students in their care. Duty of care has strong resonance in other human
service professions. It illustrates how school wellbeing practices have been shaped by the
application of an ethic of care. The word ‘ethics’ was derived from the Greek word ethos
denoting character. For this reason, as in ancient Greece, ethical practice is fundamentally
about the application of values and the nature of the judgements that are made. Ethical
decision making encompasses the transparency of these practices, the application of values
and the empowerment of individuals by leaders. Underpinning all of these activities are the
ways in which the cultural practices of an organisation or school are built, nurtured and
celebrated. These factors reflect the values held by the organisation and its leadership

team.

The literature of ethics, governance and ethical practice

In the literature on ethics, governance and ethical practice, the writings of Menzel (2015)
are useful for the insights they provide into best practice in the public sector. Menzel
defines ethical leadership as having three integral aspects which are ‘being an ethical role
model to others, treating people fairly and actively managing ethics’ (2015, p. 316). He
also acknowledges that behaviours which could be described as ‘leading with integrity” are
another way of defining ethical leadership. The empirical research of Menzel conducted
primarily in the United States contends that a workplace environment characterised by
transparent and ethical decision-making practices is better able to demonstrate
performance values inclusive of ‘efficiency, effectiveness, teamwork, excellence and
quality’ (2003, p. 15). Menzel’s conclusion is similar to that reached more recently by
Lunenburg who links effective leadership and values with culture building; and who

describes ‘effective school leaders’ as those who not only lead, but whose actions build
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‘cultural as well as managerial linkages’ (2010, p. 8). Starratt uses the term ‘cultural

capital’ to explain how leaders can build ‘nurturing ethical dispositions and attitudes’

(1994, p. 27).

Reflection and reflective practice are also significant attributes which research on ethical
decision making has revealed as being essential for quality decision making among school
leaders and the building of ethical frameworks (Boon, 2011; Cranston et al., 2006;
Cranston, 2008; McArdle & Coutts 2010; Rebore, 2001; Strike, 2007; Wagner & Simpson
2009). Individual members who are part of workplaces where ethical leadership was
practiced are more likely to be empowered by their experiences, having higher self-esteem,
more highly developed ethical values and enhanced skill acquisition (Tsahuridu, 2006).
With increased moves towards greater localised decision making in schools it is imperative
that school leaders develop their decision-making skills and build reflective practice on

their school site.

An Australian context — greater local leadership autonomy and contested
interplays

In Australia, as the ‘baby boomer generation’ of teachers has retired there are increasingly
new expectations of schools and their leadership. Of most significance are the expectations
which relate to the role of the education sector in relation to Australia’s future on both a
national and global stage. Successive Australian governments in the early years of the
twenty-first century have adopted a more centralised approach defining their expectations
of the Australian schooling system and setting benchmarks for success. These expectations
in both a national and global context have been clearly outlined in the Melbourne

Declaration on Educational Goals for Young Australians (2008).°

19 The report was produced by the federal Ministerial Council on Education, Employment, Training and
Youth Affairs (2008).
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This redefined set of expectations relating to educational performance and student
achievement comes with increased funding from the Commonwealth Government.
However, this also entails increased accountabilities for state governments. They are
required to deliver targeted educational programs, boost teacher professional learning,
define standards of professional practice and levels of professional accreditation, and
deliver increased accountability. This new heightened accountability was clearly illustrated
by the creation of the My School national website listing every school and its educational
performance data, and in the operation of the Commonwealth Government’s annual
National Assessment Program — Literacy and Numeracy (NAPLAN) for all students in
Years 3, 5, 7 and 9. The intention of these initiatives, in the view of one researcher, is to
produce ‘students with the knowledge, skills and dispositions relevant to a globally-

competitive labour market’ (Down, 2009, p. 60).

Large-scale systemic change has been experienced by all public schools in New South
Wales as a result of the state government’s education policy reforms first introduced in
2012 under the title of Local Schools, Local Decisions. These reforms, including resource
management, staffing, red tape reduction, working locally and increased principal decision
making, have produced significant deregulation within the NSW public education system.
With deregulation has come an accompanying range of increased ethical dilemmas and
challenges for school leaders and their leadership teams, as leaders began to implement

new policy directions free of some of the previous statewide control mechanisms.

Adding more complexity to this situation is the significant level of generational change
within the education sector across Australia as school leaders retire in large numbers. With
these retirements have come the appointment of many new leaders. Inevitably these

appointments have raised key systemic issues relating to succession management such as
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leadership preparedness, competencies and skills, and the value sets and cultural practices

which new leaders bring to their professional lives.?

Eacott (2009, 2011), Gunter (2004) and Thomson (2005) have all cited Bourdieu’s concept
of “field’ to explain the dynamic, evolving nature of the operational space where
educational activity takes place (the school) and is contested by players or agents. The use
of field as employed by Bourdieu (1998) provides a theoretical framework to evaluate the
diverse interplays that occur in a school as decisions are made and leadership is shaped and
reshaped on a daily basis. Field, as employed by Bourdieu in his writing, defines both the
constraining nature of the environment as a ‘field of forces” which imposes certain
behaviours or constraints on constituent members, and as a ‘field of struggles’ or a stage
where the constituents interact with each other in response to the positions and values they
hold. Bourdieu argues that the structure of the field is not ‘immutable’ and that the
contested nature of activities means that some constituent members are engaged in
‘conserving’ the structure while others are seeking to adapt, transform or evolve the

structure.

Bourdieu’s critique is valuable for the way it provides insight into the increasingly
complex and shifting interplays that are part of a negotiated model of educational service
delivery to support local contexts and various needs, at a systemic and individual school
level. Understanding leadership and models of leadership is not static as practices are
continually modified and adjusted. Leaders and the ways in which they conduct their

leadership do not exist in isolation. The context, personnel, relationships, history and

20 Syccession planning and management are addressed in detail in Scholarly Paper 3 — Educational
Leadership.
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evolution of an educational setting all have a marked impact on the leadership models that

can be adopted and crafted over a period of time.

In 2016, the highly contested political-education landscape within Australia continues to
be driven by government reform agendas, reactions to global debates relating to skills and
the purpose of schooling, and unique national debates. These national debates have
addressed the role of state governments and the federal government under the Australian
Constitution, in continuing to provide funding for all the elements within the diverse
education sector. This has particular poignancy for public education systems, their

governance, cultural practices and financial wellbeing.

The education marketplace

The nature of the public dimension of the contested interplays is starkly illustrated by
evocative imagery of the field of schooling as a ‘new form of media blood sport’ (Gronn,
2008, p. 174). This visual image of contestation starkly highlights the ways in which the
competing ideologies, media interests and tensions of the different levels of government
can propel issues from the world of a suburban school yard onto the front pages of

newspapers or into the lead items on a television news bulletin with relative ease.

A recent example of this process at work was the escalating political controversy in
Australia surrounding the nature and continued implementation of the Australian
Government’s National School Chaplaincy Program 2015-2018. As reported online by
Alexandra Smith (2014a), requests by schools to have secular youth workers employed by
the program were quashed by the Australian Government, even though the requests were

supported by the NSW Education Minister.

Another example of tension relates to the continuing debates about the role of government

in providing preschools on a cost recovery or subsidised basis for disadvantaged
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communities. This situation was reported online by Bagshaw (2016c) under the heading

‘NSW preschools most expensive and least attended in Australia’.

In an earlier study, Dempster, Freakley and Parry depict this complexity in the education
marketplace as the ‘ethical climate of public schooling under new public management’ and
describe its main feature as the ‘movement of public services into direct competition with
their private enterprise counterparts’ (2001, p. 1). Dinham views this movement as now
being more fully realised by the advent of mechanisms for ‘alternative school
establishment and funding, teacher quality, school governance and leadership, and school

accountability’ (2015, p. 4).

What is highlighted here by Dempster et al. (2001) and Dinham (2015) is the way in which
education has become a contested policy and political space. It is here that advocates of
neoliberalism have sought to exert increasingly more influence on the funding and
direction of schools in both the private and public sectors, but primarily in the public
education sector with respect to agendas relating to quality, value for money and values.
Dempster et al. articulate that ‘quasi-privatisation’ has been best illustrated by individual
schools further differentiating themselves in response to the ‘demands of the education

marketplace’ (2001, p. 1).

The concept of the ‘education marketplace’ being a field constructed from contested and
combative interplays, is now made even more complex by public education providers
turning themselves ‘quasi-private’ to survive. This is a depiction with added poignancy in
Australia from 2009 with the creation of the federally-supported Independent Public
Schools initiatives within state jurisdictions including Western Australia, Queensland and
Tasmania. The public school sector as a collective entity has been replaced effectively by

new models of public education that now directly compete with each other. One
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commentator on this model of education delivery has likened the principal’s role to that of
a Chief Executive Officer (CEO) working closely with an elected school board, as distinct
from an educational leader immersed in the world of teaching and learning (Savage, 2014).
In the eyes of Gobby, school leaders in Western Australia have been repositioned as

‘potential entrepreneurs of their selves and their schools’ (2013, p. 279).%

The field of education has never been static; rather it is constantly fluid and dynamic. As
such, within this complex political-education landscape, there are now further subtle
policy shifts occurring. Traditional directions in government policy formulation shaped by
neoliberal ideologies of the late twentieth century are now being challenged by even more

recent complexities of the modern global world of the twenty-first century.

Graefe has captured this metamorphosis in policy formulation with his reference to a
growing sense that ‘social policies are taking new directions’ as key ‘policy debates move
from an earlier embrace of privatisation and marketisation, to the task of retooling the state
to face new social risks’ (2005, p. 1). The concept of ‘retooling the state’ is a stark
assessment of the challenges and expectations that school leaders face as they seek to
provide appropriate schooling and educational reform measures to meet the needs of all
young Australians. School leaders work in a politically-complex landscape, continually
reshaped by often competing demands from both national and new global agendas which
advocate the primacy of student skills enhancement, performance-driven accountability

and value for money.

21 Neoliberal reform agendas and new public management are explored in more detail in Scholarly Paper 3 —
Educational Leadership, and in Professional Practice Initiative 3 — Practitioner Study: Expectations,
Accountabilities and Professional Learning for Educational Leaders in an Era of Educational Reform.

48



The complexities of the principal’s role and changing expectations of

schools

Against this background of educational reform, heightened accountability, new models of
leadership, and the continuing international debate about the nature of schooling for the
twenty-first century (Apple, 2001, 2012; Connell, 2009, 2011, 2013; Down, 2009;
Groundwater-Smith & Mockler, 2009), educational leadership practices in schools and
expectations held by others of school leaders continue to be questioned, contested and
modified in contemporary Australia. New practices, relationships and synergies are being
formed to meet higher expectations and new models of leadership continue to evolve.
Education has become a crowded contested space continually reframed by society’s
changing expectations of schools, market-driven agendas and new forms of leadership
practice. These new leadership practices have been created and shaped to fit the
redefinitions and new accountabilities of the leadership roles imposed from within and
outside the education sector. Dempster et al. refer to one aspect of this ‘enveloping’
process as the way in which ‘school-based management had expanded the constituency of

people with an influence on the principal’s work’ (2004b, p. 173).

In a similar vein, in their comparative research on the professional values of school
administrators in Sweden and Canada, Begley and Johansson (2008) describe the
complexity and blurred dimensions of modern administrative environments where many
school principals and educational administrators practice. They describe a field where the
‘frequency of value-conflict situations to which administrators must respond has increased
significantly’ (2008, p. 423). This increase in difficult conflicts and dilemmas becomes
‘particularly apparent as administrator perspectives begin to run across the organisational
boundaries that traditionally separated community from school, school from district office,

and district from department or ministry’ (2008, p. 423).

49



The blurring of ‘traditional boundaries’ is a sharp reminder of the complexities and
challenges facing the school leader and the way in which governance structures may no
longer simply be able to accommodate all the viewpoints articulated by the key
stakeholders with whom the school interacts on a daily basis. The concept of ‘blurring’
also conveys the sense in which educational and political decisions have the propensity to
intersect and impact upon each other. The consequences can be that the decision maker’s
intentions are challenged, and the values that inform decision making declared open to
question. This was recently evidenced when after-school care provision at Haberfield
Public School in New South Wales was awarded to a private company against the wishes
of a parent-run committee. The national news coverage from the Australian Broadcasting
Corporation (ABC) in 2016 reported on the reasons why the ‘anti-corruption watchdog
may be asked to investigate’ the contract as well as other contracts?2. The matter was later

referred to the NSW Supreme Court.

Models of governance are changing within schools, as are the clearly-defined pathways by
which problems can be addressed and solutions found. For Eacott, the purpose of
schooling itself is a ‘highly contested domain with many different points of view’ (2010, p.
58). There are now more stakeholders who are seeking directly and indirectly to be
involved in the administration of an issue within a school and its resolution. As Bourdieu
(1998) has commented, the structure of the field is not ‘immutable’. Heightened
accountability, the skilling of an internal workforce, the development of leadership teams,
and the building of knowledge and best practice are all core components of the juggling
undertaken by leaders in a field of contested activities, inevitable administrative overload

and boundary blurring.

22 Malone, U. (Updated, 7 April 2016), ‘Calls for investigation into after-school care as contracts awarded to
private companies’. Retrieved from abc.net.au
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As a result of heightened accountability, the role of school leaders, their decision-making
practices and the values that accompany the practice of their leadership are now, on a daily
basis, increasingly under the spotlight of public scrutiny. Conflict is often a natural adjunct
to the many decisions that are made. In an era of heightened expectations and increased
stakeholder demands, ethical dilemmas are seldom removed from the constant contested
interplays occurring in the education workplace. One research study by Cranston et al. on
the work of educational leaders in seven independent schools had cited the comment by a
school leader that ethical dilemmas are the ‘bread and butter’ of educational leaders’ lives
(2006, p. 111). If this is true of ethical dilemmas then it is crucial to explore the ways in
which leaders and aspiring leaders have been prepared and skilled to meet the challenges
which they will encounter, when undertaking their professional responsibilities as leaders of

school communities.

Research on the challenges faced by school leaders

The enormity of challenges facing school leaders and principals in their day-to-day
working lives is starkly illustrated in research about schools and leadership. In choosing to
use the title ‘Blindfolded in a Minefield’ for their published research, Dempster and Berry
indicate a clear intention to speak with some bluntness about the preparedness of principals
to carry out their designated responsibilities. After surveying principals in relation to their
decision-making choices and approaches, the authors conclude that many principals lack
‘the skills necessary to confidently discharge their duties’ (2003, p. 457). Ten years after
this Australian research was first published, Buskey and Pitts advocate that contemporary
school leadership programs need to provide ‘aspiring school leaders’ with a practical array
of resources to support them with their ‘decision making in conflicted milieus’ (2013, p.
79). With these comments, Buskey and Pitts echo an earlier ‘call for action’ from

Dempster et al. that there exists a ‘real need for principals to be supported and informed
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about the macro-contextual influences on their decision-making processes’ (2004b, p.
173). The authors reveal that schools are complex, often frenetic and multi-layered work
environments in which leaders craft their skills on a daily basis, as they interact formally
and informally, with a large and diversified group of stakeholders who are an integral part
of the school community. The research by Dempster et al. describes succinctly the way
principals’ workloads have intensified, the increased complexities faced in reaching
decisions and the demanding pressures from ‘competing constituencies’ (2004b, p. 163).
The nature of the challenge raised by these ‘competing constituencies’ is described by one
author as a process where the management and leadership of educational activity has
created a widening circle of ‘interpersonal activity, opening up yet more options for ethical

action or potential minefields’ (Kerry, 2005, p. 253).

The work of school leaders and leadership teams has grown in complexity and is seldom
without conflict as leaders are entwined by heightened expectations. Begley and Johansson
describe the work of contemporary educational leaders as becoming ‘much less
predictable, less structured and more conflict-laden’ (2008, pp. 414-425). Other research
studies on the nature of decision making by principals use concepts inclusive of ‘climates
of contestation” (Dempster, Freakley & Parry, 2002), ‘minefield’ (Dempster & Berry,
2003), and ‘war’, ‘battlegrounds’ and ‘ambush’ (Gronn, 2008). These terms are
confronting and may even be viewed as rhetorical, but they nevertheless underline the
nature of the ongoing tensions, contested ideological stances, and sharply competing
demands faced by leaders of schools. They also capture the need for appropriate levels of
professional learning to allow existing and aspiring leaders to develop skills to meet the
multitude of demands, expectations and challenges that they face personally and with their

leadership teams, as their decision making is contested.
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In light of the intensity of this contested decision making, Cranston et al. cite a response
from a principal in one of their Australian research studies, who comments on the level of
aggression that a school leader could face when dealing with a difficult situation such as a
school suspension, especially when families choose to contest the school’s decision
making (2006, p. 113). These complexities are not unique as Gronn (2008) reveals in his
depiction of the ‘school wars’ research. Gronn cites an example of a principal who spoke
of the personal cost of the role, describing its impact on his life as, ‘I do love my job but it
is killing me. | cannot sleep and [am] feeling really unwell’ (2008, p. 174). In a similar
way, Lunenburg describes principal workload as ‘hectic and taxing’ and notes further that
‘free time was scarce” with a significant dimension of time of ‘between 70-80%’ spent on
‘interpersonal communication’ as principals responded to stakeholders from within and
outside their workplace (2010, p. 5). For Frick, contemporary school leaders led in a
workplace environment that was akin to a treadmill as they ‘take on a pace of work that is

highly accelerated’ (2008, pp. 69-70).

All of these images from the published literature directly comment on the impact of the
contested leadership role on the principal’s wellbeing, and on the ways in which the
educational workplace is often a frenetically-contested environment with a multitude of
competing interests and demands (Gronn, 2008; Riley & Langan-Fox, 2014). This reality
indicates the crucial importance of decision-making activities undertaken by school leaders
and their teams, and raises significant questions about the mechanisms that leaders employ
to support, guide and inform their decision-making processes. For leaders, as well as their
team members, decision making is often accompanied by highly stressful situations. For
this reason, | want to explore in detail two specific challenges for school leaders —

principal welfare and the development of human capital.
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Principal welfare and the development of human capital — two specific
challenges for leaders

Researchers on school leadership, succession management and leadership development
(Fink, 2010; Hargreaves & Fink, 2004; Hargreaves, 2009; Lunenburg, 2010; Zepeda, et al.,
2012) illustrate how principal welfare, sustainability and personal growth are key
dimensions of the leader’s role and longevity in that role. Significantly, sustainability and
principal welfare need to be fostered and nurtured for the next generation of leaders.
Lunenburg describes how ‘human skills were important to school leaders at all levels’ and
characterises school environments provided by excellent schools and excellent leaders as
‘warm, nurturing, caring, trusting and challenging’ (2010, p. 7). For Lunenburg, effective
principals are people-orientated who fulfil roles aimed at developing human capital, and

are ‘cheerleaders, facilitators, coaches and nurturers of champions’ (2010, p. 7).

As Lunenburg reveals, leaders’ values are intrinsically linked to the building of human
capital within their organisation. Zepeda et al. (2012) comment on the importance played
by mentoring, both formal and informal, in the building of human capital, through
effective succession management and planning. As one principal who participated in their
research succinctly commented, ‘Anybody in a leadership position should consider
themselves a mentor to other people’ (Zepeda et al., 2012, p. 147). Mentoring is seen as
intrinsic to new ways of thinking about the nature of professional development for school
leaders which now has a much greater focus on being ‘more purposeful and connected to

the real work’ (Zepeda et al., 2012, p. 147).

Mentoring, coaching and shadowing are all key facets of the practice of leadership and the
skilling of the next generation of leaders. Personal commitment and strong relations are
foundational to building leadership within an organisation, as Cranston et al. recognise

with their observation that ‘school leadership is about relationships’ The authors describe
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how the ‘care and development of students and staff’ are central to a leader’s ‘personal
values and professional ethics’ (2006, p. 116). As Lunenburg has noted ‘excellent
principals have excellent people skills’ (2010, p. 11). Zepeda et al. attest further that a
significant issue for school organisations impacted by succession management is the
recruitment and selection of leaders that ensures the ‘sustainability of quality leadership
over time’ (2012, p. 153). This last statement about quality is at the heart of an

organisation’s commitment to capacity building and renewal.

The value of teamwork, collegial practice and community are also factors described in
other studies such as that of Dufreze and McKenzie (2009) whose research describes the
culture of ethical leadership. Dufreze and McKenzie reveal how the practice of ethical
leadership involves the whole school community, not one or two selected individuals. This
is characterised by ethical leaders creating environments or spaces where individual
members listen to each other and ‘have their ideas and insights valued and heard’
(Dufresne and McKenzie, 2009, p. 39). Such leadership is informed by the development of
human capital as it ‘encourages people to work together to envision and construct a
common good’ (Dufresne and McKenzie, 2009, p. 37). This depiction affirms the call by
Furman (2004) for an ethic of community that celebrates communal processes within the
widest sense of school community. Furman strongly links this ethic of community with the

moral purpose of school leadership.

The literature, which addresses principal welfare, teamwork and the development of
human capital, illustrates how both individual skills acquisition and team building are
major leadership imperatives for an ethical organisation. However, these imperatives come
under significant threat or stress, as leaders make decisions against a background of

fundamental reform. Shapiro and Stefkovich have shown how leaders share important
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responsibilities, as change agents, for moving an organisation forward by adopting new
paradigms that reflect different codes or values (2011, p. 2). These codes and values are
ones which the leadership team advocate as being necessary to embrace if the organisation
is to evolve and embrace change. Heifetz (1994) in his study of adaptive leaders outlines
the tensions that arise in workplaces through reform agendas. He uses the concept of
‘brutal work’ to describe how leaders go about the process of ‘challenging people to face
harsh realities’ (Heifetz, 1994, p. 241). Heifetz also declares that leadership is ‘dangerous
with or without authority, because the stresses of adaptive work can be severe ... People
who lead frequently bear scars’ (Heifetz, 1994, p. 235). The imagery of ‘brutal work’ and
‘bearing scars’ has strong resonance in the current political-education landscape in
Australia. A recent online newspaper article in The Mercury with the headline ‘Call for
calm as principal and teacher attacks escalate in Tasmania’ captures the extent of the
recent contested terrain for school leaders in that state, of whom one in three, have ‘been

threatened with violence’ (Crawley, 2015).

Riley and Langan-Fox (2014) have argued that ‘workplace interventions’ need to be
developed for school leaders that reflect a ‘full understanding of occupational health and
safety theory’ drawing on evidence from other professions especially the ‘helping
professions’. The two authors articulate how the building of skills sets and self-
understanding through conflict management can build system level leadership and
management capability. Crucially such a leadership style develops ‘people to become fully
self-actualised’ (Riley & Langan-Fox, 2014, p. 196). One of their key research findings
addresses the wellbeing needs of leaders in remote and isolated communities who may not
be able to access local support networks. This remains an urgent systems-level issue,
which needs to be addressed by all levels of the education profession. One researcher has

used the metaphor of the ‘glacier of professional isolation’ to succinctly capture the
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dimensions of the predicament of professional isolation for educators (Hord, 2008, p.
10).2 The concept of developing self-actualisation of leaders can be addressed by looking

into the relationship between leadership and the empowerment of others in the workplace.

Leadership and empowerment

Leadership can be a complex entity viewed from a widely different set of perspectives. As
| indicate at the beginning of Scholarly Paper 3, educational leaders are a diverse group,
inclusive of classroom teacher, instructional leaders, executive staff, school principals,
educational administrators, university academics, researchers and accrediting authorities.
Paul Terry has employed the apt metaphor of the school principal as the *building leader’,
to describe effective and ennobling school leadership which ‘structures the climate to
empower both teachers and students at the site’ (1998, p. 2). For Terry, the key role for
school leaders is to facilitate significant paradigm shifts in school organisations and
workplaces through empowerment. This process is in evidence as school leaders move
away from an historical ‘authoritarian’ model of leadership to formulate a new role that
seeks to empower others by building teacher leadership capability. This empowerment is
multi-layered and is illustrated by a principal who can ‘create an environment conducive to
empowerment, demonstrates empowerment ideals, encourages all endeavours towards

empowerment, and applauds all empowerment successes’ (Terry, 1998, p. 2).

Terry’s findings on the positive outcomes of empowerment remain a useful preface to
insights that Shacklock and Lewis (2007) provide in an Australian study on ethical
leadership, ‘Leading with Integrity’. The authors question an ethical system’s value, if
there is no commitment to developing the people who are part of the practices and beliefs

of the organisation. Shacklock and Lewis comment that ‘in the final analysis it is the

23 This issue is explored in more detail in Scholarly Paper 2 which addresses scenario-based professional
learning.
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people who work within the organisation who provide the key delivery element’ (2007, p.
23). They suggest that it is pointless to attempt to build best practice in an organisation or
workplace, if the structures do not value the worth of the constituent members who are
foundational to the workplace culture and daily climate. Human capital is intrinsic to
success, as leaders through their behaviours and values, ‘create and sustain an ethical
climate’ and thus ‘provide major incentives or disincentives for organisational and

employee ethical behavior (Shacklock & Lewis, 2007, p. 22).

Incentives, motivation and empowerment are the focus of a review by Parsons and
Harding (2011) of four significant research projects that address school effectiveness
across a five-year timeframe. This review describes how teachers who worked in a school
culture of shared leadership were empowered to grow and develop to become critical
thinkers and problem solvers. The two researchers argue that this type of leadership is
about ‘learning not management’, as these teachers saw themselves undertaking challenges
which led to growth and empowerment through their professional practice (Parsons &
Harding, 2011, p. 105). In describing this process of empowerment through accepting
challenges and developing critical-thinking skills, the authors also articulate how
successful schools work hard to develop and build leadership teams. They conclude that
‘members of specific teams worked to become site-based experts — taking responsibility
and accountability ... leadership was teamwork and good schools shared the leadership
load’ (Parsons & Harding, 2011, p. 105). Such comments about teams and shared
leadership illustrate how schools can build leadership density and plan effectively for

succession management at a time of major generational change.
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Shared leadership and decision making

Site-based expertise, shared leadership and accountability are significant themes explored
by Senge et al. (2000). The authors advocate that the responsible stewardship of schools is
an enterprise shared by teachers along with principals. They articulate this dynamic by

employing the metaphor of a steward.

Being a steward involves more than talking together about improving schools;
it requires reflecting, studying, inventing and rethinking, and always in a

context that is morally explicit (Senge et al., p. 281).

The metaphor of the ‘steward’ is discerning in that it encapsulates the duty of care that is
the prime responsibility of all teachers and their school leaders. At the same time, the idea
of stewardship conveys the key dimensions of an ethic of care which involves a
commitment to shared reflection and problem solving by education professionals, as they

seek to solve any problem or redress a situation.

The sharing of leadership, through site-based activities which include shared thinking,
problem solving, inventing and rethinking, illustrates a model of leadership far removed
from the top-down hierarchical leadership model that was dominated by the leader’s sole
voice. As Neck and Moorehead have shown in their research on ‘groupthink’, diversity of
opinion and thinking within an organisation, warded off ‘pressure towards uniformity’
(1995, p. 549). They argue that the uniformity needs to be replaced by ‘constructive
criticism, non-conformity, and open mindedness within the decision-making group’ (Neck
& Moorehead, 1995, p. 549). What they describe and advocate is the promotion of a
culture of leadership that is inclusive and that celebrates diversity. This stance is similar to
the findings of Australian research by Duignan, Burford, Collins and Cresp who advocated

the promotion of ‘authentic leadership, mentoring within organisations and building a
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culture of leadership’ (2003, p. 118). Advocating a team approach, the researchers believe
that this revised leadership model would challenge the more traditional ‘hierarchical and
market models of governance’ (2003, p.118). They argue that ultimately this new more
inclusive model of governance involves ‘more empowered citizens and their leaders” who
were able to resolve dilemmas in an ethical manner and promote a ‘stronger democratic
discourse [that would] develop and embed such an approach to leadership’ (Duignan et al.

2003, p. 118).

Cranston et al. (2006) observe that with the use of a leadership team there:

appeared to be a greater collaborative approach to decision making. It appeared
that sharing the dilemmas helped the leaders deal more effectively with the

ethical dilemmas (p. 117).

The benefits of this process exist on more than one level. The leader benefits from the
contribution of others; there is an individual benefit for those who participate; and there is
a benefit or positive endorsement for the culture that promoted the participation. Picucci,
Brownson, Kahlert and Sobel (2002) report a similar finding in describing how a culture of
high achievement in a school shaped the way staff members professionally contributed in a
positive manner to their workplace. Participants in a research study carried out by
Cranston et al. indicated ‘the need not only for ethical organisational cultures but also the
importance of having clear personal ethical values and professional ethics’ (2006, p. 114).
One participant in the research study indicated that ‘ethical decisions are not difficult to
make if you are values based’, and another noted that ‘the best solutions came from taking

a situational perspective and from having a leadership team’ (Cranston et al., 2006).%

%4The notions of ‘a situational perspective’ and the role of a leadership team are explored in detail in
Professional Practice Initiative 1 — The Ethical Decision Making Toolkit and in Professional Practice
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Research on reflection and listening, and its strong relationship to ethical practice, is the

focus of the next issue | will address.

The roles of reflection, listening and shared practice in ethical decision
making

There is a large body of published literature that relates to ethics and ethical decision
making in both the corporate world and the public sector (Berglund, 2006; Cooper &
Menzel, 2013; Fredrickson & Ghere, 2013; Menzel, 2012; Tschudin, 2003). Within this
body of work, there is significant research that addresses the role of ethics and shared
leadership practice in professions of care, including nursing, medicine, counselling, social
work and community services. Schools and educational leaders can gain valuable
understanding and insights into professional learning from the values frameworks and
shared practice employed in these associated professions of care. Integral to the critical
practice of these health care professions are the roles of individual reflection and shared
reflection. Reflection recognises the significance of considering information and processes,
and conferring with colleagues rather than merely acting on impulse. Quality reflective
practice, by its very nature, also involves evaluation, analysis, further reflection and

discussion with others.

One definition of reflection that is particularly valuable came from a commentary provided
by Payne (2002) on social work and reflective practice. Payne explores reflection in the
context of observing, imagining and reframing situations as an individual who seeks to
come to an understanding of a situation. He identifies two key phases: ‘reflection-in-

action’ as an individual first acted; and afterwards ‘reflection-on-action’ as an individual

Initiative 2 — The Ethical Decision Making Course. Integral to both of these explorations of my
professional practice are important considerations of the role of reflection and the growth of reflective
practice in ethical decision making.
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sought to understand and clarify (Payne, 2002, p. 126). The term ‘reflexivity’ that Payne
uses, explains the continuous process by which an individual acts, evaluates and carries out
further actions as that person seeks to understand the situation as it unfolded (Payne, 2002,
p. 126). Payne’s analysis is useful in pin pointing how reflection allows individuals to
make their own determinations in consultation with others, while continually assessing and

reimagining the range of factors that are playing out as a situation unfolds.

The study of ethics in the nursing profession by Tschudin (2003) articulates the importance
of listening as a foundation of ethical thinking and decision making. As the author

explains:

All ethics means that listening and hearing is essential ... it is too easy to make
policies that are useless or even harmful. Listening is the very basic skill of
communication; at the basis of ethics therefore is communication (Tschudin,

2003, p. 44).

Tschudin also puts into context the practical everyday implementation of ethics in the
workplace and explains a key distinction between ethics and values. Tschudin articulates

the distinction between ethics and values in this way:

We make ethical decisions every day, but we usually do not think if we make
decisions of a particular theory or principle. We choose, prize and act upon our
values, but ethics involves more reflection and argument ... ethics implies
transparency, public accountability, or taking a stand for or against certain

public issues (2003, p. 45).
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In alluding to governance models and accountability as being key components of ethics,
she highlights how leaders build ethical cultures through the values they hold and the way

in which they shape their organisations.

These comments underline observations made by Menzel (2003) and Lunenburg (2010)
which link leadership to the significant responsibility of creating organisational cultures
which build human capital. Tschudin also stated unequivocally that every public
organisation should have its own code of ethics so that ‘people can hold the organisation to
account’ (2003, p. 45). This was a significant signpost that illustrated the significance of
governance and accountability in a workplace culture. The comment highlights why
transparent and ethical workplaces invariably have a code of ethics, which can be
understood by constituent members of the workplace, as well as by outsiders who
interacted with the organisation or profession. Tschudin’s comments on the role of
reflection in ethics affirmed an earlier stance adopted by Rebore who advocates that
educational leaders need to ‘incorporate ethical analysis as an organizing way of thinking’
and explained that the issues that ethics explored were ‘important not only because they

provide a framework for decision making, but also because they require reflection upon

values’ (2001, pp. 7-8).

Ongoing contested debates about schooling and educational leadership have witnessed a
sharpened focus on the values of school systems, school leaders and individual schools.
Schools are not value-free zones and their daily decision-making practices have become
the subject of increased commentary. McArdle and Coutts advocate that one of the key
challenges is to help those in education communities establish professional practices that
have the ability to ‘sustain and deepen’ the participant’s capacity to ‘learn from the

experience of practice’ (2010, p. 211). For this reason, school values, ethical frameworks
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and decision-making practices need to be the subject of shared reflection, transparent
practice, evaluation and communication between all stakeholders within school

communities.

These studies and observations are all useful in helping to frame an understanding of how
ethics, ethical frameworks and ethical decision making play a significant role in education
and specifically in the workplace culture of a school. Every day in a school there will be
competing priorities and interests. Tensions and conflicts inevitably involve cross sections
of the key stakeholders who have an interest in the contested space or field which
constitutes the school and its decision-making processes. Decision making is an integral
component of school life. Professionals including the principal, the school executive team,
teachers and non-teaching staff all need to make professional decisions and weigh up the
consequences of one approach over another as they intersect with diverse stakeholder
interests, requests and demands. Communication and requests may be in person, from a
telephone conversation, through the receipt of written correspondence, as a result of an
email, or in the form of a subpoena for the school principal requiring court attendance with
documentation from school files. Stakeholders may include students, parents, teaching
staff, cleaners, counsellors, school principals from adjoining schools, officers from other
government departments, employers, the local council, unions, and even representatives of
state and federal government agencies. This level of constant decision making confirms the
importance to all decision makers of appropriate professional learning, mentoring and

shared professional discourse®.

5The NSW Department of Education employee guide: Pathways to Ethical Decision Making, a framework
of five questions to assist departmental employees with ethical decision making is discussed in detail in
Professional Practice Initiative 1 — The Ethical Decision Making Toolkit.
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Berglund (2006) in a study on ethics in the health care profession, in the context of
remarks on deontological theory and utilitarianism, has commented on the importance of
reflection and the significance of shared professional discourse. For Berglund, individual
reflection on professional practice and ethics is vital, yet individual reflection alone can be
compromising if there is no room for dialogue with others and shared collaboration. For
Berglund, it is difficult to act ethically without some guidance. Some of this guidance is
‘found in discussion with fellow professionals, and some is found in written form, in
professional codes of ethics’ (Berglund, 2006, p. 17). Such comments illustrate how
ethical decision making and shared dialogue often involve compromise as options are
balanced, and alternative points of view put forward that shaped critical thinking and

reflection.

Ethical decision making has the potential to demonstrate an intersection of competing
ethical stances and ways of thinking. Dialogue with others, shared decision making, peer
learning and personal reflection are often foundational to mapping out the intricate nature
and complexity of the ethical dilemma as it begins to unfold. Berglund’s comments and
insights are foundational for understanding the leader’s role in building cultural capital and
the leadership strengths of others. Negotiation of obstacles, codes of conduct and areas of
professional practice can be daunting but, at the same time, they are a foundation stone of

quality professional learning within the organisation.

In the next three sections of this scholarly paper, | consider in more detail research and
influential publications that have provided guidance to public sector organisations, such as
the NSW Department of Education, in promoting ethical practice, good governance and
ethical cultures which empower employees. These resources strongly resonate with me as

a senior departmental officer providing professional learning and advice to schools, school
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leaders and aspiring leaders at a time of significant generational change within the

department.

Good governance and ethical practice in the public sector

For this scholarly paper, | draw on understandings of what constitutes best ethical practice
from the NSW Independent Commission Against Corruption’s (ICAC) resource
publications for the public sector on ethics and ethical decision making.?® These ICAC
publications were created in New South Wales following reviews of public sector practice
to provide guidance in the building of strong ethical cultures. These publications are of
critical importance to very large public sector organisations such as the Department of
Education, as they have been instrumental in the formulation of key policies and
procedures. This was illustrated in the development of policy documents such as the
revised Code of Conduct (2014).2” These policies and procedures provide guidance on key
areas of school leadership and management including the financial management of
schools, risk management, delegations of authority, conflicts of interest and secondary
employment. The professional publications produced by ICAC for public sector agencies
in New South Wales represent a foundational signpost to models of good governance and
the role of effective communication strategies in relation to the promulgation of ethical
behaviour by leaders. For the ICAC, there is a clear orientation to provide information not
only on individual conduct, but more specifically on the kinds of cultures that support best

practice in the day-to-day activities of the public sector and its employees.

The key ICAC publications, which | use extensively in my professional learning

workshops with school leaders, comprise separate but overlapping resource guides: Ethics;

ZICAC has as part of its designated role the responsibility to provide resources and advice to public sector
agencies in corruption prevention, risk and ethical practice.

27 For more detail see Appendix 6 — Key Educational Leadership and Policy Documents (2000 - 2015) re

Leadership and Accountability for Public Schools in New South Wales.
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Ethics the Key to Good Management and What is an Ethical Culture? — Key Issues to
Consider in Building an Ethical Organisation. Values, management practices, open
leadership, empowerment, transparency and culture are some of the key concepts explored
in these publications. These publications have as a common foundation; the premise that
leaders and their values are foundational to an ethical workplace. Leaders are viewed as
the builders of organisational integrity and the nurturers of ethical cultures. In the
conclusion to What is an Ethical Culture? the people skills of leaders are given
prominence, especially in relation to the ‘setting of an ethical tone’, the clear role
modelling of ethical values, inclusive communication styles, the development of staff
skills sets, and the building of effective staff relationships (2000, p. 31). In promoting good
governance and ethical behaviour, the literature from ICAC details the importance of the

empowerment of individual members within an organisation.

In the context of empowerment, a few brief comments on groupthink and governance are
useful, as these are key concepts in the literature from the ICAC and the wider published

literature which deals with ethics and ethical decision making.

Groupthink and the ethics of power

The publications from the ICAC make use of the research undertaken by Neck and
Moorehead (1995) on groupthink and their critiqued responses to the original research
undertaken earlier by Janis (1972, 1982). It was Janis who first employed the concept of
groupthink to explain group behaviour that had the potential to block necessary critical
enquiry and produce poor decision making. The research and re-evaluation by Neck and
Moorehead shows how workplaces based on open governance models have less potential
to practice ‘groupthink’ by blindly advocating a set of values and beliefs that are a mirror

of the leader’s value set. Neck and Moorehead (1995) illustrate the significance of leaders

67



developing an open leadership style and governance model which increases the potential
for ethical decision making in an organisation. Open governance occurs as leaders
relinquish control, invite and accept criticism of their own view, encourage objections and
doubts to be viewed, and nurture a workplace climate which is conducive to staff feeling

comfortable articulating their feelings and ideas.?®

From this perspective, Neck and Moorehead (1995) view staff participation in decision
making — as distinct from mere concurrence and acceptance — to be of critical importance
to open governance, the building of a values culture and the ethical health of a workplace.
Staff participation is linked to empowerment and a movement away from ‘defective
decision making’ (1995, p. 551). Similar understandings were noted by Tsahuridu (2006)
in research exploring knowledge and power. In her study of the ethics of power in
organisations, she found that empowerment had positive outcomes for the organisation
itself and on the attributes and skills of the employees. Tsahuridu commented that
‘empowered employees are more dedicated, motivated, have higher self-esteem, and are
more likely to be of greater benefit to the organisation’ (2006, p. 384). The nature of
empowerment in the description provided by Tsahuridu endorses a transformational model
of leadership with employees at the centre whose skills and attribute development remains

a high priority within the organisation.

In his research on corporate behaviour and governance, Lantos (1999) notes that skills
acquisition and appropriate professional learning are significant building blocks for
developing strong organisational cultures which empower their members. He explains that
leaders have a significant transformational role to play and need to mentor peers and

subordinates by their own words and deeds. They are required to lead by example, not just

2See in particular, pp. 550-551 where Neck and Moorehead explore in detail staff participation in ethical
decision making.
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‘talking the talk’, but ‘walking the walk’. Terry (1998) concurs with this stance describing
leadership as having twin roles to ‘develop a vision of what they can be’ and then by
mobilising the organisational change toward the vision that has been created. He views the
operation of a leader’s personal values of commitment and credibility as being integral to

this transformational process and the building of culture (Terry, 1998, p. 4).

The transformational nature of leadership and ethical practice, and his depiction of
organisations of integrity, are integral to the research undertaken by Menzel (2003, 2012,
2015). For Menzel (2012), leadership is about building strong purposeful cultures that
develop human skills, ethical values and nurture commitment. The ethic of power is
illustrated by the operational practice of leadership which empowers team members

(Menzel, 2012, p. 64).

Employees in an ethical workplace culture are viewed as a key factor in the success of the
organisation and the realisation of its full potential. Implicit in this model of ongoing
empowerment is the recognition that leadership needs to foster the empowerment of
individual members to maximise the effectiveness and continued integrity of the

organisation.

Organisations of integrity

Some of the most acknowledged international research on public sector accountability,
open governance and ethical decision-making practices in the workplace has been
conducted by Menzel (1993, 2003, 2012, 2015). ‘Leading and building organisations of
integrity’ was the subtitle of the second edition of his landmark study of public sector
ethical management, Ethics Management for Public Administrators (2012). It is interesting
to note the addition of 