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ABSTRACT

This thesis explores the phenomenon of shared leadership as it emerged in three
primary schools in Aotearoa/New Zealand, during the 1990s restructuring of
educational administration. At this time, two ‘mainstream’ discourses of professional
collaborative leadership and neo-liberal managerialism came into ‘collision.” The
principal’s role was re-constituted from being a collaborative instructional leader, to
being a chief executive, entreprencurial manager. Separate contracts for principals and
senior school managers detailed managerial tasks, performance standards and
accountability lines that heightened the existing divisions between them and other
teachers. The possibility of developing ‘flattened,” more democratic forms of shared
decision making and leadership seemed increasingly remote. Yet it was in this context
that a small number of co-principalships were initiated around the country.

The study employs narrative, Foucauldian and feminist poststructuralist discourse
analysis tools to examine how opportunities for change opened up within ‘cracks’ and
contradictions in the 1990s discursive terrain of educational leadership. Moving between
micro and macro analyses, the thesis demonstrates how individual and collective agency
is enacted within and against dominant discourses, effecting transformations of practice.
Three groups of women challenged and/or co-opted elements of managerial, professional
and feminist discourses of organisation as they developed their co-principalships. These
initiatives opened up for many people different ways of thinking about and practising
school leadership: as one child said about her school, “Here there is no boss.” Three case
narratives provide insights into strategies for developing more fully democratic
partnerships between principals and staff, principals and board members, professionals
and parents. Open, honest communication and mutual forms of accountability that go
beyond current requirements for contractual, task specific and linear forms of control,
are particularly significant for a successful co-principalship.

Governmental forms of power, material inequalities and socio-cultural
hegemonies of gender, class and ethnicity, can constrain the democratic potential of
shared leaderships however. Related factors that led to the disestablishment of two of
the co-principalships included inequalities of knowledge and experience, difficulties over
funding and staffing, and struggles between a governing body and their co-principals
over the meanings and practices of governance and management.

There are flaws in arguments that posit a generic model of ‘strong’ management
that can be imposed across all schools, with assumed uniform results. This study shows
how people’s beliefs about and practices of school leadership are constituted in relation
to their own backgrounds, interactions with other people in their local school community

and wider socio-political, economic and discursive struggles over power.



ACKNOWLEDGMENTS

In memory of Nicola
dearest friend, intellectual sparring partner and dreamer.

During the long years of this project I have been very lucky to have had the support and
encouragement of many people. I want to take this opportunity to thank you.

Without all the participants in the co-principal initiatives, this study would not, of
course, exist and I acknowledge and thank all those who talked with me and shared their
insights about co-principalship. The women co-principals who are the centre of this study are
its stars. Thank you all for allowing me to research your innovations and for opening up to me
some of your most private hopes and aspirations and painful struggles. I admire your creativity
and dedication to education and [ hope that your trust in me to do justice to your collaborations
has not been mis-founded. Thank you for the lessons that your experiences have for all of us
who want more inclusive approaches to leadership and management to become realities in our
institutions.

Particular thanks are due to my team of supervisors. Professor John Codd, Professor
Richard Harker and Dr Lynne Alice gave me space to explore my aims for the study and I
appreciated the time they all put in to reading and responding to draft chapters. My special
thanks here to you John, for your attention to detail in the final stages and to you Lynne for
your continuing interest in my work beyond your official supervision involvement. During the
last six months I was fortunate to have the support of Dr. Judith Loveridge. I am indebted to
you Judith for this and for your fresh eye, sharp mind and clear advice.

Some other special people stuck by me throughout this long process. To Unni Hagen,
Valerie Hall, Patricia Piller and Jane Strachan in particular, thank you for listening, offering
wise counsel, helpful insights and questions, and loving encouragement. To Keren Brooking,
Graham Collins, John O’Neill, Anne Marie O’Neill, Tracey Pinfold and Cushla Scrivens, thank
you for putting up with my groans and moans, helping in different but much appreciated ways
with my everyday work at the university and most of all, for maintaining an interest in this
project and talking with me about it. To Arohia Durie, Hine Waitere-Ang and Puhiwahine
Tibble, thank you for both friendship and advice and assistance with Maori research ethics and
protocols. To Roy Nash, thank you for your feedback and advice when I was up against a
theoretical wall. My gratitude also to Miriam David, Anne Gold, Andy Hargreaves, Tom
Schuller, Joanna Swann and Duncan Waite, whose timely comments at different points in the
study were most helpful, and to Peter Lawson-Jones for much patient computer support and
trouble shooting over the years.

Massey University has enabled this study in several ways. Firstly, with a grant from the
Massey University Research Fund, which gave much nceded assistance with interview
transcription and secondly, with a Massey Research Award for Academic Women, which gave
me a semester’s leave from teaching duties to work on my literature reviews and analysis. My



iii
thanks here go also to my Head of Department, Professor John Codd, for understanding the
need for time and space for writing and for enabling this in the final six months.

My family have been very important throughout. Nathan, Karen, Amelia and most
recently wee Mathew, have brought me much joy and kept me in touch with what really matters
in life. Although you have been so far away, the times we have had together in the UK and here
at home, and via telephone and email, have been very precious and reviving - thank you, My
dearest Mum brought me shortbread and cups of tea, picked bunches of flowers to brighten my
office and, best gift of all, read the case narratives with interest. Thank you darling Mum, Anna
and John have been there for me too, debating ideas with me and inspiring me with their work
for education and social welfare. Thank you bro and sis. My deepest gratitude goes to Lennie
and to Gerald, my family supervisors, counsellors and most stalwart supporters. Lennie, having
your sparkle around again has been a joy as this doctorate was being finished. My special
thanks to you for reading and commenting on my work. Your bright intelligence and clear
insights shone light on some dark days when I felt I was losing my way, and kept me honest
when I was fudging! (Thank you also Toby for giving her up at those times!) Last, but certainly
far from least, my thanks to Gerald, dearest friend of all. I am indebted to you for the breakfasts
in bed, dinners at the end of long days and daily support in keeping the home front ticking over.
(Your turn to have a spell from all that now!) I am especially grateful for your patient listening
as I ‘rabbitted’ on (and on) in the wee small hours - and for staying awake long enough to be
able to challenge me over some of the more outlandish of my ideas and arguments.

All of these people helped me, re-sparking my energy at some low times and spurring
me on when I was wondering whether this topic and/or my analysis was a ‘dead duck.” Any

remaining errors, fudges and/or tangles are my own.



CONTENTS
PREFACE
PART I: A RESEARCH JOURNEY
Chapter 1 Introducing the research themes
Professional team work and/or managerialism

Gender and educational leadership
Living/learning theory and a research journey

Chapter 2 Co-principalships: weaving leadership collaborations

Introduction
Suggestions for ‘split task” co-principalships in the US
Co-principalship practised as task specialisation
Co-principalship as job sharing/alternating dual leadership
Co-principalship as an integrative, ‘parenting’ dual leadership
Co-principalships and shared teacher leaderships:

toward organisational democracy

Conclusion

Chapter 3 Re-viewing feminist analyscs of women
in educational leadership
A liberal feminist approach to women’s careers in education
Radical and cultural feminisms
Male hegemony
Re-conceptualising difference and power
Towards a feminist poststructuralist approach
Conclusion

Chapter 4  Theory as a “toolkit:” discourse power and subjectivity

Introduction

A feminist poststructuralist approach

Foucault’s analyses of discourse/power/knowledge
Feminist critiques and appropriations of a Foucauldian view

Reformulating the concept of hegemony within a discourse approach

Subjectivity

10
14

26
28
31
34
39

45
57

60
63
68
74
81
82

84
85
38

96
103

v



Chapter 5  Rescarch processes

Feminist research

Designing the study

The phases of the rescarch

Ethical issues and procedures

Interviewing

Shifting approaches to analysis

Story and narrative

Developing micro/macro discourse analyses

To return to feminist research and a question of politics

PART II: CONTINUITIES AND CONTRADICTIONS:
THE DISCURSIVE CONTEXT
AND CO-PRINCIPALSHIP NARRATIVES

Chapter 6  Discourses of professional leadership
and New Public Management (NPM)

Introduction

Three versions of professional leadership discourse

New Public Management (NPM)

Restructuring education 1987-1990: state discourses of
educational management

Criticisms, challenges and re-captures

Reconstructing ‘the principal’

To conclude

Chapter 7 Feminist critiques and counter discourse
of collective democratic organisation

Introduction

Feminist critiques of masculinist individualism, rationality
and authority

Feminist discourses of collectivist democratic organisation

‘Marrying’ feminist leadership and feminist collectivity?

From a feminist politics of ‘difference’ to radical democracy

Conclusion

Chapter 8 Hillcrest Avenue School narrative
Introduction

Initiating the co-principalship: challenge and contestation
Establishing shared leadership and re-constructing ‘the principal’

110
113
119
120
126
129
130
138
147

150

153
156
168

175
182
186
190

191

192
199
208
210
213

214
216
230



Negotiating and formalising the contract

Building shared accountability and responsibility

The school community’s views of the co-principalship
What happens when one leaves?

An epilogue

Chapter 9  Telford School narrative
Introduction

Ann and Kate come to Telford School
Initiating the co-principalship

Beginning work together: 1995

What happens when one leaves?

Can an alliance be forged across differences?
Reviewing the co-principalship

Epilogue

Chapter 10 St Mary’s School narrative
Introduction

Initiating the co-principalship

Negotiating the contract

Establishing shared leadership: 1995

Tensions in governance/management relationships
What happens when one leaves?

Epilogue: some reflections

PART III: THEORISING CO-PRINCIPALSHIP

Chapter 11 ‘Constructing’ a co-principal subjectivity

Introduction

Constituting co-principal subjectivities: similarities
fractured by differences ’

Discursively generated non-unitary subjectivities

Conclusion

Chapter 12 Making a co-principalship at Hillcrest Avenue School
Introduction

The Hillerest Avenue co-principal proposal

Extending intersubjective negotiations

Re-making dominant discourses?

Looking again at power

To conclude

vi

242
249
257
276
284

287
289
293
300
307
309
324
329

330
332
342
346
353
367
376

377

379

381
390
401

402
404
412
419
423
426



vii

Chapter 13 A ‘coalition across difference’ at Telferd School

Introduction 429
The proposal 430
Encountering difficulties in trying to build a partnership 434
Negotiating struggles over wider socio-cultural hegemonies

and inequalities of power 439
Conclusion 450

Chapter 14  Who governs? Who manages? Who carrics the can?

Issues of governmentality
Introduction 452
Challenging, de-constructing and re-constructing

versions of accountability 454
Negotiating governance/management divides:

the St Mary’s School co-principalship 469
To conclude 485
Conclusion: reflecting and looking forward 488
Reflecting on theoretical insights from the discourse analyses 489
Highlighting some practical insights from the case narratives 498
Towards democratic school organisation 501
Appendices
Board and participant information and consent forms 504
Sample analysis pages from the Telford narrative 511
Summary sheet for Hillcrest Avenue co-principals 513

References 514



viii

LIST OF FIGURES

Figure I: The Principal as a focal point 184



PREFACE

This thesis is a study of shared leaderships in schools. It tells the stories of three
primary school co-principalships that were initiated by women teachers in Aotearoa/New
Zealand between 1993/5. Three case study narratives, developed from the accounts of the
protagonists, their supporters and those who opposed their attempts to change the ways their
schools were led and managed, describe the co-principalships’ development over periods of
between three and five years. In the study, [ read the participants’ stories and viewpoints within
and against other texts, such as school records, my field notes of observations in the schools,
policy documents and educational administration academic literature, in a discourse analysis
that aims to work at both micro and a macro levels. This is in the sense of, on the one hand,
identifying and describing a discursive context in which the co-principalship practices of
shared leadership emerged, and on the other, documenting and analysing how individuals
negotiated a set of often conflicting discourses that can be seen to be both enabling and
constraining their initiatives. In these ways, the study aims to explore the interactions and
processes involved in the constituting of a new subject position for school leadership in this
country - that of a co-principal - and of new ways of sharing school leadership.’

While my analysis is developed around an exploration of the intersections and
contradictions between professional collaborative, market managerial and feminist conceptions
and practices of school leadership, two main strands of interest have underpinned the study.
Firstly, it explores the idea of sharing leadership as a way of challenging the taken for granted
‘normality” of hierarchical single line structures of management, accountability and control
in schools. Secondly, it explores the influence of gender and feminist discourses on women’s
initiations of different leadership structures and ways of working within an educational system
where most schools continue to be led by men, and within an increasingly dominant
managerialist discourse that is hierarchical and as some feminist analysis has argued,
masculinist, in its rationale and practice. The research study of three New Zealand primary
school examples of shared leadership was conceived within a Foucauldian (1980) approach
to discourse analysis informed by a feminist concern to identify and discuss the impact of
socio-cultural hegemonies on opportunities for developing alternative school leadership
philosophies and practices.

The study is presented in this thesis in three main sections. Part I uses a personal
storytelling approach to explain the background to the study and to discuss the literatures about
co-principalship and shared teacher leaderships, and feminist studies of women in educational

"In my analyses in Part I11, | use different aspects of the narratives for illuminating different theoretical
arguments, rather than just developing inter-case comparisons.



administration. I discuss the work of Foucault, feminist poststructuralists and narrative
researchers whose approaches have informed my research rationales and methods, shaping my
questions and interpretations of the research material I generated and/or gathered during five
years of fieldwork.

Part II begins with my analysis of the educational leadership discursive context in
which co-principalships emerged in Aotearoa/New Zealand. These two chapters are followed
by the three co-principalship case narratives, which are the heart of the thesis. These narratives
describe the schools and their communities and represent the participants’ stories, experiences
and accounts of their shared leadership initiatives. While there seems to be little obvious
analysis from me in these three chapters, they are research narrative inquiries, in the sense that
“narrative is both phenomenon and method” (Clandinin & Connelly, 1994, p.416). Although
my voice is not overtly present, it is my research concerns that have shaped the stories I have
been told and the investigations and observations I have carried out in the schools. The
narratives have been constructed to illuminate the central problematic of this study: why and
how did the three primary school co-principalships emerge as they did, going against the grain
of ‘commonsense’ understandings of leadership and dominant theories and regulations for
‘efficient’ school management. They explain also what happened to each of the initiatives and
provide insights into factors that may contribute to the successful establishment of alternative
structures and practices of leadership and organisation in primary schools.

Part III draws together the threads of argument developed throughout Parts I and II.
Chapters 11, 12, 13 and 14 extend the largely implicit interpretations embedded in the co-
principalship narratives into analyses of theoretical questions that increasingly interested me
during the course of the study. These chapters draw on different parts of the case narratives to
explore some aspects of the sociological structure/agency debate and seek new insights into
how individuals live their lives and take action within a range of competing and often
contradictory discourses. Using a combination of Gramscian, Foucauldian and feminist
poststructuralist theoretical tools, I show how discourses can be both constitutive of and
constituted by individual subjectivity and inter-subjectivity, and how wider socio-cultural
hegemonies (organised in particular around gender, ethnicity and class) can cut across these
discursive dynamics, shaping individual and group practices in historically specific times and
institutional sites. Within an analysis of current forms of governmentality as both centralising
and individualising forms of power (Foucault, 1982; 1991), I show how varying recognitions
of dominant discourses, and different practices of accommodation, resistance and/or co-option,
have been contributing to the constituting co-principalship as a counter discourse of school
leadership in this country. Some implications for policy and/or practice are highlighted in the

conclusion.



