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Introduction

The discourse presented in this work is focused on the subject of leadership and
management, as well as relationships between these two. This discourse requires
the inclusion of multicontextual changes of the neoliberal world, which make
leaders face new requirements. The most important requirements are: the in-
creasing role of leadership, management for leadership, transformational lead-
ership, styles of management and the ability to manage changes, as well as
planning, managing and monitoring careers of organization workers. Subjective
shading of leadership and management constructs will be clearly stressed in this
text. Accumulated values that create management and leadership competence
and values that are useful in their creation and development create leadership
career capital and management career capital - and perhaps even management
for leadership career capital. It means, that capital (which may accrue but also
depreciate, as well as it may be exchanged for “fresh” capital) is a concept that
reflects, in an individual’s mind, a diagnosis and prognosis of accumulated
personal resources (important and conditioned in a “leadership” and “man-
agement” way) gained in the process of educational, professional, social and
cultural experience. There is no doubt, that while analyzing individual paths of
development for leadership or management, one should take into account a wide
field of conditions and inquire semantic sense that a subject (including a col-
lective subject) gives to reality to interpret and understand past and new con-
ceptualizations and experience, which make up the domain of management and
leadership.

Leadership theories both increasingly shape thinking about the management
of educational processes and inform everyday educational practices. Discussions
on how general assumptions from the fields of management and leadership can
be implemented occur at many levels. They are used in the design of global and
local educational policies, in the reflection on the role of school and its rela-
tionship with the social environment.

Contemporary trends in management and leadership also help design the
profile of a school principal, who is prepared to fulfil diverse roles required by the
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8 Introduction

dynamics of modern school. This perspective is crucial in the selection of content
presented in this publication. Awareness of the variety of tasks, roles and ex-
pectations of a school community leader, formulated by partners in the social
environment, is the basis for the selection of topics that most convincingly
demonstrate the need for management and leadership knowledge for a school
principal and its use in educational practice.

School can be seen as one of the many institutions which, through the efficient
management and competence of a principal as a leader, can significantly improve
its performance and the results of its actions. In the context of education,
however, this perspective appears to be clearly inadequate. A school is not only an
organisation, but also a community of learners who are in constant, yet dynamic
relationships with one another. It is difficult to interpret educational processes
without taking into account the structure and dynamics of the external envi-
ronment. Hence, in addition to demonstrating selected concepts of education
and educational leadership, issues concerning the management of internal and
external processes will be addressed in this publication. The chapter devoted to
empowerment shows the possibilities of building the school community,
strengthening its resources and competences for participation in decision-
making, involvement and increasing responsibility. The chapter on building
relationships with the social environment aims to identify directions and op-
portunities for strategic management that will foster the achievement of school
objectives, taking into account the characteristics of the environment in which
and for which it operates. This arrangement of content is intended not only to
identify areas of educational leadership, but also to indicate selected fields of
competence that can strengthen the professional resources of a leader in edu-
cational processes.

Agnieszka Cybal-Michalska, Matgorzata Rosalska
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Agnieszka Cybal-Michalska

Chapter I:
Leadership — contexts and theoretical framework

1.1 Leadership — definitions and approaches

The multicontextual social transformations expressed though the permanent
creation of contemporary society, the specificity of qualitatively new changes in
the relations between the global and the local, society and subject, organisation
and individual, and the interlinks between them, are not insignificant for con-
siderations of leadership concept.

The conceptual complexity of the leadership phenomenon and its aspects,
such as: multidimensionality (the correlate of biological, cognitive, behavioural,
social factors), multidirectionality (the variety of styles, factors and dimensions),
flexibility (the possibility of development in different directions), contextual
character (historical, biographical, environmental, situational conditioning of
leadership) determine the need to integrate a multitude of approaches and
theoretical orientations. In this context, it is fair to risk stating that we are
witnessing the integration of micro-theory with meta-theory.

The last four decades have seen a proliferation and multiplicity of co-occur-
ring theoretical assumptions concerning leadership. The value of career theory
debate is evidenced by the fact that it is not free from a reinvigorated critical
examination of many theoretical perspectives. From the reflections undertaken
in this chapter, it is clear that there is a need to generate new approaches that
transcend the boundaries defined by fragmentary paradigms so that they are
relevant to the dynamics of modern world transformations and the challenges
posed to effective leadership.'

1 The cognitive findings made are part of the multi-contextual considerations on the area of
leadership, which the author included in her diploma thesis written under the supervision of
prof. Jacek Séjka, as part of the MBA Higher Education Management studies entitled Lead-
ership and management - their conditions and complexity, Poznan 2014. Moreover, the author
also addressed the issue of leadership in the article: Cybal-Michalska Agnieszka, Leadership -
reflections on its concepts and their categorization according to the range of existing prop-
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10 Leadership — contexts and theoretical framework

It is worth starting the interdisciplinary discourse with the reflections of
Warren Bennis, which may be an interesting cognitive contribution to pondering
the essence of leadership. Using a very peculiar language, the author stated that
he once thought that leading an organisation was equivalent to conducting a
symphony orchestra. But “I don’t think so anymore; it is more like jazz because
there is more improvisation involved in the process” (Sharma & Jain, 2013,
p. 309). Thus, demonstrating the difficulty of formulating (and arguably testing)
theories about leadership and questions regarding how the essence of leadership
manifests itself, become fundamental to the leadership theory and practice.

Pondering over a possible range and classification of theories grouping the
approaches to explaining leadership, it is necessary to refer not only to the
theoretical background of this phenomenon, but also to its everyday dimension,
to the practical sphere referring to biographical contexts and the development of
leadership attitudes (or behaviours) in the individual course of life. This dis-
course is conducted by representatives of various disciplines, in particular: so-
ciologists, political scientists, social psychologists, management science theorists
and practitioners. In the literature, various systemisations of the way in which
leadership is approached can be identified and, as Michalak puts it, the changes
in semantic framing stem from the need for increasingly better recognition of the
phenomenon and the quality of the transformations in the external environment
faced by organisations and their leaders (Michalak, 2014, pp. 4-5).

When attempting to conceptually define the category of “leadership”, it is
difficult to overlook the lack of focus and ambiguity in the semantic meanings
attributed to the term. Stogdill concluded that there are almost as many defi-
nitions of leadership as there are people who have tried to define the concept
(Bohoris & Vorria, 2007, p. 1). In the context of the narrative undertaken, it seems
justified to use the phrase managerial leadership, since the organisation con-
stitutes an interesting space for reflection. The introduction of the adjective
qualifier helps somewhat alleviate the dilemmas with specifying the definitional
credo. Starting from the definition of managerial leadership as the process of
directing and influencing the activities of group members related to the group’s
tasks (Stoner, Freeman & Gilbert, 2001, pp. 453-454), Stoner, Freeman and
Gilbert, identified the aspects with which the leadership domain is intrinsically
linked. In doing so, they recognised that leadership is related the following: other
people, the unequal distribution of power, the ability to use various forms of
power, and values. Particularly interesting (not only cognitively) for practice is
the authors’ attention to the moral components of leadership (Stoner, Freeman &
Gilbert, 2001, p. 454). Maxwell, an American expert on leadership issues, sees

ositions, [in:] Stawomir Banaszak/Kazunobu Oyama, Japanese and Polish Managers, 2023,
V&R unipress.
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Leadership — definitions and approaches 11

ethical threads in leadership as a leader’s core empowerment. He regards the
foundation of effective leadership as “seeing the value of others - not because
they can do something, but simply because they are human beings” (Maxwell,
2010, p. 49). The apparent lack of a unified thought on the subject of approaching
leadership means that the scope of the concept can involve its subjective and
objective meaning structure, understanding or framing from either the organ-
isational or individual perspective.

Indeed, a distinguishing feature in thinking about leadership is the variety of
meanings in which the concept is sometimes used. Although it is difficult to make
a complete list, this definitional multiplicity can be reduced to a few basic di-
mensions of the “leadership” notion, showing what is denoted and connoted by
the distinguished conceptual category. Among the various approaches to the
ways of defining leadership, following Michalak, four can be distinguished which
have acquired a particular theoretical and empirical significance. Thus, leader-
ship can be viewed as: a) a trait (attention is focused on personal characteristics of
an individual, fixed personality traits that are linked to leader’s character and
predisposition. Trait theories assume that there are individuals who have an
innate ability to lead others, stand out from the crowd and achieve success. The
distinguished theoretical orientation seeks to identify a specific set of personal
traits indicative of effective leadership and influence on others); b) skill (atten-
tion is focused on leadership skills, the essence of which is the ability to win
people over, to involve others in the process of achieving goals, and to lead others.
This approach emphasises the importance of leadership skills and the possibility
of developing them through accomplishing successive tasks); c) social relation-
ship (the focus is on the relational nature and influence between those leading
(leaders) and their followers. The distinguished subjects are treated as important
“entities” of the leadership process subordinated to the achievement of the in-
tended goals and perceived from the perspective of the relationship they estab-
lish); d) social process (emphasising the processual and relational context of
leadership - influencing an individual, a group for the realisation of jointly
agreed goals - treated as an orderly sequence of changes, following one another
in a specific temporal dynamics. Facts indicative of leadership in the processual
sense most often include: having a vision, building a strategy, influencing team
members to achieve better results, motivating, setting an example and encour-
aging cooperation within the team) (Michalak, 2014, pp. 7-9).

From the above, it is clear that the “process”, “influence”, constitutes the
aspect of the leadership “mechanism” that obtains significance. Leadership, as
Sharma and Jain frame it, is the process by which an individual exerts influence
on others to achieve an intended goal. The leadership subject directs the or-
ganisation so that it operates in a more cohesive and coherent way. The authors
explicitly refer to Northouse’s definition of leadership as a process in which an
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12 Leadership — contexts and theoretical framework

individual influences a group, for the purpose of achieving a common goal
(Sharma & Jain, 2013, p. 310). Michalak speaks in a similar vein about leadership.
Focusing on the processual nature of leadership and treating leadership as a
complex social process connected with influencing others and gaining followers
to achieve goals, the author defines leadership as “a process of influencing others
to jointly achieve agreed intentions. Understood in this way, leadership shows
that we should associate it with the ability to gain followers rather than with a
social function and position” (Michalak, 2014, pp. 9-10).

The category of “leadership”, defined as a process in which an individual
influences others and does so in order to attain group or organisational goals,
according to Grey and Shaik, is further linked to an emphasis on the requirement
for this process to have a beneficial impact on both the individual and the
organisation. The authors define leadership as a process of social influence (in
literature we can also encounter statements that leadership is not different from
the processes of social influence occurring among group members), which
cannot exist without a leader and followers. This involves volunteering on the
part of followers and it modifies their behaviour (Mahmood, Muhammad &
Bashir, 2012, p. 513). The view under discussion resonates with Drucker’s re-
flections. His views on leadership are defined by observing the significance of
having followers. The author firmly states that the only definition of a leader
entails recognising that a leader is simply someone who has followers. Gaining
followers and disciples requires influence, but does not preclude a lack of in-
tegrity in achieving goals (Bohoris & Vorria, 2007, p. 1).

Jago’s inquiries took a similar direction. People become good leaders. A leader
isnotborn. In other words: being a leader is a merit of “becoming” and not fate or
chance. As a result, the author states straightforwardly that if you have the desire
and willpower, you can become an effective leader. Good leaders are shaped
through a never-ending process of self-development, education, training and
experience. Good leaders constantly work and learn to improve their leadership
skills; they by no means rest on their laurels (Sharma & Jain, 2013, pp. 309-310).
At this point, one can venture to say that leadership is everything an individual
undertakes to lead effectively (see: Bohoris & Vorria, 2007, p. 1).

The plethora of theoretical attempts to define “leadership” thus, reveals the
multiplicity of approaches in the analysis of this complex phenomenon. Con-
temporary discussion on leadership is largely linked to an emphasis on the
proactive behaviour of the subject. A significant contribution to the development
of this perspective on leadership comes from the interactional orientation:
leadership is a process (processual aspect), where an individual influences a
group (structural aspect) to achieve a common goal (functional aspect). More-
over, contemporary attempts to approach the issue of “leadership” holistically
show the crystallisation of new paradigmatic resolutions. Key components of
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Leadership — definitions and approaches 13

leadership include: the processual nature, the link to influencing others, per-
forming in the context of the group, and working towards a goal (Ricketts, 2009,
pp- 1-2).

The holistic nature of leadership considerations is reflected in attempts to
categorise and group them within leadership characteristics or principles. Di-
verse perspectives in the way theoretical positions are systematised are presented
below.

Understanding leadership requires reference to the characteristics of the
phenomenon. Understood in this way, leadership can be described by the fol-
lowing characteristics: effective coaching skills, self-confidence, congruence
between what is said and what is done (“do what you say”), creativity, empathetic
listening skills, vision, inspiring others, long-term focus, maintaining a balance
between the needs of an individual and the needs of a group, awareness of
realistic conditions, strong self-esteem, a sense of priority in the moment, service
mentality, honesty, technical or contextual expertise, trust, willingness to dele-
gate responsibility, willingness to share the credit (Ricketts, 2009, pp. 1-2).

When considering possible leadership perception through the prism of
principles, the following recommendations are mentioned: (a) know yourself
and strive for self-improvement (striving for self-improvement means constantly
strengthening your assets); (b) be technically proficient (as a leader you need to
know your job and know what your employees do); c¢) be accountable for your
actions (seek ways to take your organisation to new levels and when something
goes wrong do not blame others but analyse the situation, take corrective action
and tackle the next challenge); d) make appropriate and timely decisions (when
solving problems, planning or making a decision, use appropriate tools); e) lead
by example (be a good role model for your employees); f) know your people and
look after their well-being (know human nature and know the importance of
genuinely caring for employees); g) keep your employees informed (have the
knowledge of how to communicate well not only with your employees but also
with seniors and key customers); h) develop a sense of responsibility in your
employees (help others develop good character traits that will help them carry
out their tasks responsibly); i) make sure that tasks are understood, supervised
and carried out (concern with communication is a key issue in this respect)
(Sharma & Jain, 2013, p. 312).

Reflections on leadership have also been accused of being too simplistic in
their approach to human nature. A counterbalance to traditional views on the
leadership domain may be the psychoanalytic concept of leadership (empha-
sising the importance of what is subconscious but revealed in the subject’s be-
haviour and related to the urge to satisfy unfulfilled needs) or the romantic
notion of leadership based on an idealised image of a leader, who is a guide and
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14 Leadership — contexts and theoretical framework

interpreter of the multiple meanings of the organisation’s culture (Stoner,
Freeman & Gilbert, 2001, pp. 475-476).

The development of scholarly interest in the issue of leadership has resulted in
the multiple interpretations of the term. In essence, a number of researchers have
proposed to broaden the conceptual definition of leadership as an innate ten-
dency, a certain state. The contemporary account of leadership calls for inquiries
into the development of leadership qualities. Although it is of course difficult to
provide a complete enumeration, this definitional multiplicity can be reduced to
a few basic dimensions of capturing “leadership”, showing what is denoted and
connoted by the distinguished conceptual category. The above considerations
have outlined the multiplicity of problematic approaches in the analysis of this
complex phenomenon.

1.2 Leadership theories

The phenomenon of leadership can be analytically and interpretively approached
from different theoretical perspectives with different conceptual assumptions.
However, attempts to classify them prove to be difficult in terms of clearly sorting
out the multiplicity of positions. The reason for this is to be sought in the
impossibility of separating them. Taking into account the temporal dynamics,
theoretical approaches inspired one another, resulting in distinguishing uni-
versals and specific elements in the theoretical view of the leadership issue, as well
as the possibilities of its empirical verification or implications for practice.

The search for causal factors of leadership should be accompanied by a re-
flection on the activity of the acting subject. In Mintzberg’s reflections, we find an
unambiguous statement: “one becomes a leader through hard work, not by being
anointed” (Mintzberg, 2013, p. 26).

Attempts made to classify leadership theories identify their various types
revealing the structural singularity of these theories. In Bass’s view, there are
three ways of explaining the phenomenon of “becoming” a leader. These are as
follows:

(a) trait theories — selected character traits can naturally lead an individual to
assume a leadership role. In the systematisation made by Michalak, the time
frame of such an approach is clearly emphasised. The years 1900-1945 were
associated with the description of the desirable personality traits of a leader
and the focus on the individual characteristics of a subject that constitute his
or her leadership effectiveness (Michalak, 2014, p. 5);

(b) big events theories — a crisis or other significant biographical event may
cause an individual to reveal leadership qualities by adapting or adjusting to
a newly created situation;
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Factors, dimensions, functions and types of leadership 15

(c) transformational theories also known as leadership process theories - in-
dividuals can choose to become leaders and develop leadership skills
(Sharma & Jain, 2013, p. 311). Considering the preceding reflections, it is not
surprising that the last of the distinguished theoretical approaches has the
most adherents today. As Michalak emphasises, the focus on the relationship
between leadership style and organisational culture has resulted in increased
theoretical and research efforts studying the phenomenon of transforma-
tional leadership, whose potential lies in the proactivity of the subject and his
or her influence on the cultural context and environmental change (viewing
leadership as a process of social influence). Within these, Michalak states
that “great importance has been attributed to the interrelationship between
the leader, subordinates and the situation; (...) the effectiveness of leader-
ship depends on variables such as the leader’s personality, the leader’s values
and experience, the superior’s expectations and behaviour and character-
istics, expectations and behaviour of subordinates, the requirements of the
task, and the organisational culture” (Michalak, 2014, pp. 5-6).

The awareness of the difficulty in making a separable classification of leadership

theories can be seen in the systematisation made by Michalak. The compilation

made by the author provides further classification findings that can be seen as a

continuation of the classification established by Bass:

(d) behavioural theories - dominated the discourse in the 1940s. They focused
on actions (what a leader actually does and what a leader should do), typical
behaviours that are characteristic of leadership and responsible for effective
leadership;

(e) situational theories - a theoretical and cognitive scope associated with the
breakthrough in leadership research occurring in the 1950s, 1960s and 1970s.
Approachingleadership as an interaction between leaders and subordinates,
it focused on emphasising the nature of the task and situational factors
(variables) (Michalak, 2014, pp. 5-6).

1.3  Factors, dimensions, functions and types of leadership

A general division of leadership theories, intending to capture accurately their
specified conceptual scopes, leads to systematizing the theoretical positions
according to certain factors, dimensions, functions and types of leadership.
Historically, leadership theories have focused on selected variables attributing to
them the causal power to manifest leadership qualities in practice.

This opinion is presented by Blanchard and Hersey. The authors made the
issue more specific to finally distinguish the following co-existing views on tasks
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16 Leadership — contexts and theoretical framework

and relationships. Introducing the category of broader clarification, in which
they included additional contexts and problem areas, they focused on discussing
the following aspects:

- autocratic - democratic

- authoritarian - egalitarian

- employee-orientation - production-orientation

- focus on achieving goals - focus on maintaining a group

- ability to perform - likability

- instrumentality — expressiveness

- effectiveness - efficiency

Discussions on this topic revealed that the differences appear to be related more
to semantic scope than to the actual types of behaviour occurring. It was believed
that tasks and relationships as structural components of leader behavioural
styles should be presented as one dimension along a continuum, e. g.: from a very
authoritarian style (task-focused) to a very democratic style (relationship-fo-
cused). However, this idea has been challenged. Research conducted by the Bu-
reau of Business Research at Ohio State University in 1945 questioned the validity
of capturing leader behaviour along a single continuum. This research identified
the “basic structure”, i.e. tasks and relationships, as the two most important
aspects of leadership. The notion of “initiating structure” was introduced, re-
ferring to the relational component of leader’s behaviour, the quality of the
relationship between him or her and employees, as well as the issue of fostering
organisational development, good communication practice and accepted pro-
cedures. No little emphasis was placed on “mindfulness” treated as attentiveness
- a quality that characterises the behaviour typical of a friendly relationship
based on mutual trust, respect and cordiality between a leader and his or her
subordinates. Subsequent studies have shown that it is appropriate to speak
rather of certain leadership styles and confirmed the thesis that one cannot speak
of a single continuum, but rather of two separate axes. These findings focused on
a few segments that are part of an overall possible approach to the issue. As a
result, it was highlighted that there are leaders who rigorously organise the task
structure of their employees, when others may focus mainly on creating and
maintaining good relationships with their employees. This issue has become even
more important, as leaders who display both task-oriented and relationship-
oriented behaviours have also been distinguished, as well as those who show no
interest in organising their employees’ tasks or developing interpersonal rela-
tionships. In this context, it is worth noting the reflections of Blake and Mouton,
who popularised task- and relationship-oriented dimensions of leadership, using
an elaborated “leadership grid” presenting five types of leadership (based on
concern for production (tasks) and concern for people (relationships)) in pro-
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Factors, dimensions, functions and types of leadership 17

grammes dedicated to organisational and managerial development. Halpin
spoke in a similar vein about the key aspects of leadership, arguing that effective
or desirable leadership behaviour is characterised by high performance, both in
terms of “initiating structure” and consideration (Blanchard & Hersey, 1996,
p. 44). Similarly to Blake and Mouton, Halpin concluded that the ideal and most
desirable leadership style combines two elements: “team management” (max-
imum concern for production and people). Unsurprisingly - the least desirable
style was considered to be the “passive” style exemplifying ignorance of both
people and tasks (Blanchard & Hersey, 1996, pp. 42-44). This theme was also
reflected upon by Michalak. The author notes that the relationship between a
leader and subordinates goes through four stages and is linked to employee
development. The leader should be aware of these stages and make changes in
leadership styles. Otherwise, he or she will only be effective in selected situations.
The trend appears to be as follows: “from being task-oriented, to being task- and
relationship-oriented, towards being relationship-oriented only, to being both
low task- and relationship oriented” (Michalak, 2014, pp. 13-14).

It is clear from the above that the meanings given to leadership crystallise
around dominant messages and are rooted in specific spatial-temporal con-
ditions. They express meanings that have been given to leadership and are
therefore typical in the organisational environment and are perceived by par-
ticipants in the “relational” leadership process. Hence, the scholarly interests of
leadership theorists regarding the functions and factors of leadership should be
placed naturally in the stream of reflection on understanding leadership.

Leadership functions can be defined as task-related and group-sustaining
activities, the performance of which by the leader or by another person is es-
sential to the effective functioning of groups (Stoner, Freeman & Gilbert, 2001,
p. 457). The functional component of leadership can be considered through the
lens of tasks and the quality of the group structure. Leadership has two basic
functions: it contributes to problem solving, task performance and sustaining the
group (Stoner, Freeman & Gilbert, 2001, p. 457). Thus, effective leadership can be
considered to involve a behavioural-social component.

The authors seek answers to questions about the existence of regularities
(responsible factors), according to which it is possible to identify patterns which
shape leadership attitudes and behaviours.

When viewing the phenomenon of leadership, which is a process of “be-
coming”, four of its factors can be grasped and distinguished. Sharma and Jain
consider “being a leader” as the first of these. The essence is made up of identity
threads - knowing who you are, what you know and what you can do. The
reflected self is important in this context because how we are perceived in the eyes
of others becomes significant. As a result, it is the followers, not the leader, who
determine whether the leader is successful. If employees do not trust the leader,
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he or she will not inspire them and his or her leadership will not be effective.
These considerations are accompanied by the recognition that to be successful
you need to convince others (not yourself or your superiors), have followers and
show that you are worth following (Sharma & Jain, 2013, pp. 310-311). The
considerations undertaken are essentially about what is nowadays called trans-
formational leadership or otherwise known as charismatic leadership. Trans-
formational leadership is not limited to the area of transactions (which is a
system of exchange, usually of economic or psychological nature, between the
leader and subordinates or followers), but goes beyond this realm. The essence is
to skilfully influence subordinates and encourage them to follow the leader in
order to achieve common goals (e.g. Michalak, 2014, pp. 11-12). Transforma-
tional leaders, in Bass’s approach, motivate us to do more than we originally
intended to do by raising our awareness of the importance and value of the tasks
at hand, by leading us beyond our self-interest in favour of the team, the or-
ganisation or a more general policy, and by raising our needs to a higher level, i.e.
the one of self-actualisation (Stoner, Freeman & Gilbert, 2001, p. 474). Following
Hause, we might add that a charismatic leader has an extremely high level of self-
confidence, dominance and conviction in the moral rightness of the views he or
she professes - or atleast the ability to convince his or her followers that he or she
has such a belief and conviction (Stoner, Freeman & Gilbert, 2001, p. 457).

A second important element of leadership, linked to the earlier factor, are the
“followers”. In this context, a good knowledge of one’s employees is recom-
mended. Understanding human nature, their needs, emotions, motivations is the
key to gaining supporters and, consequently, followers. Psychology of individual
differences makes it clear that different leadership styles are a necessity. For
example, a newly recruited employee requires more supervision than a more
experienced and long-serving person, or the difference in approaches between
highly motivated and unmotivated people. “Communication” and, in particular,
the quality of communication practice constitutes another important factor for
the leadership process. You can recognise that you lead through two-way com-
munication, and this is largely non-verbal communication. “Leading by exam-
ple” is a clear message that you would not ask someone to do something that you
would not do yourself. Both content and form (the way messages are commu-
nicated) influence the relationship between the leader and employees. The
substantive framework of interest in factors also distinguishes the importance of
the “situational context”. The permanent change component makes every sit-
uation different. What solves one situation will not “work” in another situational
context. Therefore, there is a need to respond appropriately to the situation and
this means good judgement, choosing the most appropriate action and leader-
ship style. For example, in a situation when you need to talk to your employee
about their inappropriate behaviour, confrontation may not have the intended
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effect at all if it happens too late or too early, is too weak or too forceful (Sharma &
Jain, 2013, pp. 310-311). Following Michalak, it can be added that “situational
leadership theory emphasises the leader’s responsibility to work towards in-
creasing the maturity of subordinates by reducing both the task and relational
behaviours of the leader. The leader should demonstrate the ability to set high,
but achievable goals for the group and the willingness and ability to work with the
group and conduct activities for its development” (Michalak, 2014, pp. 13-14).

What is interesting from a cognitive perspective are the forces that influence
the factors highlighted. These include as follows: a) relationships with seniors, b)
followers’ abilities, ¢) informal leaders in the organisation, d) the quality of
organisation structure. The considerations undertaken and attempts to cogni-
tively approach the issue of leadership factors allow us to conclude that the
leadership process theory is more explanatorily precise than the trait theory. In
fact, it is the situation that has a greater influence on the actions of a leader than
his or her character traits, which, although they may have impressive stability
over a long time period, may lose their importance on specific occasions (Shar-
ma & Jain, 2013, pp. 310-311).

In the literature, one can also encounter systemisations of leadership types
taking into account selected variables. Kwiatkowski’s conceptual considerations
referred to the following criteria: power distance and ways of influencing sub-
ordinates or followers (emotional and rational leadership), the mode of leader
appointment (formal leadership - usually established top-down and informal -
established bottom-up; or legal - as a result of socially accepted procedures or
traditional - dictated by custom, related to unwritten norms); time (permanent
leadership - autocratic and periodic - democratic) (Kwiatkowski, 2011, p. 16,
after: Michalak, 2014, p. 11-12)%

The cognitive approach to leadership is also focused on identity threads. As
proponents of the interactionist perspective emphasise, a career, and therefore a
“leadership career” to a large extent depends on “communication processes,
understood as negotiating agendas and identity, role and status” (Rokicka, 1992,
p- 116). When discussing this aspect of the issue, it is worth specifying that careers
and identity are perceived as interconnected aspects and dimensions. Events and
interactions in organisational situations lead to changes in defining oneself and
others and to behaviours that protect the individual’s identity (Blankenship,

2 The distinguished types of leadership were further defined by the author. “Emotional leaders
emphasise inspiring extrinsic motivation in team members and meeting their security needs,
becoming a ‘role model and protective shield” for their followers to change their behaviour.
They surround their subordinates with benevolent care. Rational leaders, unlike emotional
leaders, emphasise not so much changing behavioural patterns as thinking patterns within the
team. Placing importance on the autonomy of team members and their responsibility, they try
to influence the team in such a way as to stimulate intrinsic motivation to act”.
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1973, p. 88). One cannot help but notice evident references to Goffman’s “identity
politics practised in interactions” (Hatas, 2007, p. 148) in these findings. The
changing view of the self “by” others and “with” others is one of the premises of
leader’s identity development. The emerging leadership Self, at a certain point in
time, interacts with the group’s influences. It is then that both the subjective Self
and the group/team members can notice the changes in them in relation to
others. In the early stages of group involvement, individuals are dependent on
others. Even as they develop their personal efficacy, they rely on others to ac-
complish tasks. As the individual engages the in the leadership context and
assumes the role of a leader, a division into two paths occurs in the group: a
independent path and an dependent path. In the independent path, the subject
has aspirations to be a leader and feels motivated to make a difference in the
organisation of which he or she is a part. The other members enter the dependent
path and become followers (Komives et al., 2005, pp. 604-605).

In summary, one can refer to the phenomenon of leadership through the lens
of a leadership career. In the process of career construction, as Savickas em-
phasises, the essence consists in the development and implementation of pro-
fessional self-concepts in the professional roles undertaken and performed. Self-
concepts are formed through the interaction of the subject’s inherent ability to
play different roles (including the leadership role, which is interesting for us) and
the ability to recognise and evaluate to what extent the role performance meets
the approval of others (Patton & McMahon, 2006, p. 63). Therefore, it can be
concluded that the realisation of the concept of oneself as a leader in the or-
ganisational environment involves a synthesis of knowledge (developed through
the quality of playing one’s role and by learning from feedback) and the rela-
tionship between the leader and social factors.

1.4 Leadership styles and the role of power in leadership

Many authors emphasise the processual-situational and action-related context of
leadership. When people consider whether they respect you as a leader, they are
not thinking about your attributes, rather they are observing what you do and,
thus, get to know who you really are (Sharma & Jain, 2013, p. 311). Indeed, paying
attention to what effective leaders do means nothing more than focusing on their
leadership styles. Leadership styles can be defined as various behavioural pat-
terns used by leaders when directing and influencing employees (Stoner, Free-
man & Gilbert, 2001, p. 457).

The issue of leadership, and thus the consideration of leadership styles, em-
phasises the practice of maintaining a balance between concern and focus on
results and concern and focus on people. In this way, the shaded approach to
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leadership is reflected in leadership styles. Likert identified two leadership styles.
Leaders focus either on results and the tasks that need to be accomplished to
achieve these results, or on the people responsible for achieving these results. In
contrast, Stogdill, assuming similar dimensions and recognising that they are not
necessarily mutually exclusive, identified four leadership styles: a) high concern
for both results and people; b) high concern for results and low concern for
people; ¢) low concern for results and high concern for people; d) low concern for
both results and people (Kilian, 2007, p. 6).

The above typology undoubtedly inspires further findings. Referring to the
“leadership grid” proposed by R. Blake and A. Adams McCanse, one can call the
first style above a balanced leadership (if concern for employees and results, tasks
is average) or democratic leadership (if concern for employees, results and
morale is high), the second can be considered an authoritarian leadership, the
third - club leadership, and the fourth - depleted leadership (Stoner, Freeman &
Gilbert, 2001, pp. 461-462).

In the light of the above considerations, the findings made by R. Tannenbaum
and W. H. Schmidt cannot be ignored. The authors, referring to task-oriented
and employee-oriented styles, focused on factors that are responsible for the
choice of leadership style. The factors called forces included: forces inherent in
the manager, forces inherent in the employees and forces inherent in the sit-
uation (Stoner, Freeman & Gilbert, 2001, pp. 457-459).

Research conducted in recent years clearly demonstrates that there is no
universal one-size-fits-all leadership style that guarantees success across the
board. Different leadership situations require different leadership styles. More-
over, as early as the 1960s, Korman’s psychological inquiries pointed to the
connection between “initial structure” (tasks) and “mindfulness” (attentiveness
to others) and referred to issues of leadership effectiveness, group productivity
and performance in stressful situations, absenteeism or turnover. This was
confirmed by Fiedler’s research. The author concluded that both directive task-
and results-oriented leaders and those who are relationship-oriented are suc-
cessful under certain conditions. Empirical research therefore, does not provide
an answer to the existence of the best leadership style. Effective leaders, who have
a legitimate track record of success, can adapt their leadership behaviour to the
needs of followers and to the specific situation. Effectiveness, therefore, depends
on the leader, the followers and the situation. The essence is to diagnose one’s
behaviour in the light of the specific environment. Thus, the relevant variables of
this process include: organisation skills of the leader, superiors, associates and
the situation and demand of the environment. Effective leaders have a choice:
they have to adjust their leadership styles or change some or all of the variables.
Leadership styles are characterized either by behaviours or attitudes. In the latter
case, a permanent attitude toward someone or something is emphasised. Ac-
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cordingly, attitudes carry less flexibility in leadership actions. Generalizing and
referring to the evaluative and appraisal components of leadership discussed in
earlier subsections, it can be concluded that in organizations, a high degree of
concern for both results and people is desirable. But yet, leaders who show such
concern are not always able to provide emotional and social support. Taking into
account the behavioural component, it can be considered, for example, that if
employees are emotionally mature then they are able to take responsibility for
themselves. In such a situation, a low level of concern for tasks and relationships
may prove to be an appropriate leadership style. Employees form a team and in
such cases, the leader allows his or her subordinates to participate in planning,
organising and controlling their own activities. By delegating tasks, the leader
plays a secondary role and only supports his or her employees when they need it
(Blanchard & Hersey, 1996, pp. 44-45).

Leadership styles identified with the styles of exercising power were pointed
out by Kwiatkowski in his work entitled Typologie przywddztwa (Typologies of
leadership). The author distinguished the following leadership styles: a) auto-
cratic (the leader, who is the “face of the group”, makes autonomous decisions
without consulting the group and is the main executor of the idea that unites the
team); b) democratic (the leader makes decisions that are the result of a com-
promise obtained through discussions with group members and coordinates
different options of action); c) permissive/liberal (the leader leaves the sub-
ordinates a lot of freedom in decision-making and takes on the role of advisor
and expert themselves (Kwiatkowski, 2011, p. 14, after: Michalak, 2014, pp. 10-
11).

Emphasising once again the fact that the first approaches to the issue of
leadership took into account the necessity of choosing and applying an estab-
lished leadership style, it is worth emphasising explicitly that contemporary
approaches to the issue of leadership styles reveal a far-reaching flexibility in the
selection of styles depending on the situational context. The more effective a
leader is, the broader the repertoire of leadership styles he or she possesses and is
able to adapt them to situational and environmental conditions. The evolu-
tionary model of leadership developed by Hersey and Blanchard, referring to
situational views of leadership, attaches particular importance to the category of
the degree of “readiness” of employees and makes the adoption of the leadership
style dependent on this. The prerequisite for effectiveness is a good knowledge of
the employees and a focus on goals. Readiness is defined by the authors as a
desire for achievement, a willingness to take responsibility and task-related tal-
ents, skills and experience (Stoner, Freeman & Gilbert, 2001, p. 463). A cognitively
interesting reflection on the issue in question is presented by Blanchard and
Hersey as they mention: when we published our article in 1969, the management
hierarchy was functioning well and when the term situational leadership ap-
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peared, one could see the excitement in some managers and coaches, but it was
still believed that it was the leaders and managers who had the power. The authors
clearly conclude that, in fact, it was rare to include followers (successors) in
discussions about their own development and career. The conceptual apparatus
and terminology in place (supervisor, subordinate, manager, manual worker)
reflected the quality of thinking and made the discussion on the concept difficult
in the face of the existing cultural code. The authors, referring to the present day,
emphasise the paradigm shift. They talk about leadership emphasising that it
entails a change as it is an ongoing process, and they stress that leadership is
created with people, not by people. To cope with the change, diversity and skills
are needed in the following dimensions (styles): a) speaking and leading, b)
persuasion and coaching, ¢) participation and support, d) delegation. In modern
organisations, using situational leadership means emphasising task effectiveness
and activity for change and improvement. When making decisions concerning
tasks, it is important to effectively assess the needs of one’s employee and divide
tasks into subtasks. The authors emphasise that situational leadership is not
about leadership per se, but about meeting the needs of employees (followers), as
focusing on followers can improve leadership skills much more than teaching a
specific leadership style (Blanchard & Hersey, 1996, pp. 44-45).

From the above, it can be concluded, as Hersey and Blanchard put it, that
leadership style is not a fixed personality trait of a leader but a situational
variable. As a result of empirical studies, researchers rejected the idea that there is
a single ideal or universal leadership style and proved that, depending on the
situational context, a team can (or rather should) be led by using different styles.
Not irrelevant to the proposed thesis is the consideration of the degree of ma-
turity of the functioning team members. It is the distinguished variable that
mainly determines the choice of leadership style in order to motivate team
members (it is important to know them well) to act in the most effective and
efficient way (it is essential to define the organisation’s objectives). Taking a high
or low level of people orientation vs. task orientation as a benchmark, the re-
searchers distinguished four leadership styles: a) selling/persuasion (“the degree
of maturity of subordinates is rather high. The leader directs their actions,
showing more confidence in the subordinates’ competence. He or she tries to
maintain a relationship with them, show support, convince them of his or her
ideas, but makes most of the decisions themselves. The leader’s role is to reduce
task-oriented behaviour and increase relationship orientation to help the group
build competence”) (Michalak, 2014, pp. 12-13), (b) participation (“the degree of
maturity of the subordinates is high enough to increase their scope of freedom
and autonomy. The leader makes decisions together with the subordinates, fo-
cuses on the relationship with them and abandons determining the way how they
should perform a task. He or she reduces the degree of involvement in the control
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of the task and in the relationship, so that the group can increase self-confidence
and autonomy at work”) (Michalak, 2014, pp. 12-13), c) delegation (“sub-
ordinates show a very high degree of maturity and commitment to their work, so
the leader lets them go their own way, delegates tasks to the group and expects
them to be accomplished. The art of leadership here is very much about knowing
when to let people work on their own and assume the role of a supportive
colleague. Clear delegation of tasks must be accompanied by demarcation of
authority”) (Michalak, 2014, pp. 12-13), d) commanding/directives (“the degree
of maturity of subordinates is quite low. The leader displays behaviours that are
highly task-oriented and far less relationship-oriented in order to help the group
succeed and start learning. The leader defines the roles of subordinates, teaches

them the right way to perform tasks”) (Michalak, 2014, pp. 12-13).

Noteworthy are the situational variables, defined by Fiedler as “leadership
situations”, on which the choice of an effective leadership style depends. The
author’s empirical findings indicate that the quality of the leader-employee re-
lationship has the greatest influence on the authority and effectiveness of lead-
ership. The second most important variable in a leadership situation is task
structure and the third is the position of authority. The combination of the
highlighted variables in a leadership situation can determine eight possible
leadership styles (Stoner, Freeman & Gilbert, 2001, pp. 466-467).

The distinguished diverse approaches to leadership styles integrate and syn-
thesise a way of thinking, whose structural content points to many different
cognitive perspectives, thus providing an overview of the undertaken studies and
discourses. In the views of many authors, the discourse of power is directly or
indirectly addressed. The co-existing theories, clearly indicate how leadership
issues focus on the concept of power.

Power is understood as the source of leader’s influence. Five potential sources
of power can be distinguished:

(a) positional authority (the leader should clearly demonstrate his or her po-
sitional authority and it involves a sound working knowledge of the appli-
cable law, existing economic opportunities, etc.). The distinguished body of
knowledge gives the leader the parameters by which he or she can give
directions and control the quality of his or her employees’ work);

(b) the power of reward (leaders also use rewards - both financial and non-
financial - to shape staff attitudes and behaviour. Kouzes and Posner,
conducting research for a book entitled Encouraging the Heart, elicited the
feedback from respondents that the most important non-financial reward
employees can receive is simply a word: thank you. However, the research
also showed that rewards are most effective when they are given for behav-
iours that leaders would like to see regularly in their employees; they are
meaningful to the person you are thanking because they are related to what
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(o)

(d)

(e)

is important to them; they are given randomly rather than in equal stretches
of time; the nature and scale of rewards vary for different behaviours);
coercive power (the use of coercive power, i.e. the imposition of con-
sequences after the undesirable and unacceptable behaviour, has been
shown to be effective in reducing such behaviour. However, while this
method is in the leader’s repertoire, it is advisable to use it with caution and
good judgement, as it has also been proven to have a strong negative impact
on the subsequent relationship);

expertise (expertise is also a source of power because people are more likely
to listen to the words of a leader when they believe the leader knows what
they are talking about and, thus, lead others with a significant amount of
expertise. When leaders guide people who have better functional expertise
than they do, they can continue to improve their level of expertise by: staying
up to date and sharing strategic initiatives with others, taking advantage of
relevant development opportunities in the organisation where they work,
reading professional industry press, gradually building their image as a
competent leader);

interpersonal power (interpersonal power, as research shows, is the most
effective way of exerting influence in an organisation and means the ability
to influence the behaviour of others simply because of the relationship they
have with the leader. It is not insignificant that the younger generation feel
more loyalty to a relationship than to an organisation, so the significance of
this element further increases (Kilian, 2007, pp. 2-3)%.

The literature also emphasises the importance of the bases of managerial power.
The effectiveness of leadership may depend on the following sources of power:
rewarding, enforcing power, appointment by law, reference or expertise. Both the
ability to use and exercise various forms of power are important in expanding the
possibilities for effective and efficient leadership (Stoner, Freeman & Gilbert,
2001, p. 453).

3 The author gives a telling example of the last component of power, namely: a word of ‘thank
you’ from the mouth of someone who counts, whom we respect, is more important than a word
‘thank you’ from the mouth of someone who does not count. Similarly, the expression of
disappointment is stronger when it comes from someone we respect, someone we care about.
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Malgorzata Rosalska

Chapter II:
Leadership in school communities

The aim of this section of the book is to present how the concept of leadership
discussed in Chapter I is perceived in education and what opportunities exist for
implementing it into everyday educational practice. In determining the extent to
which a school principal can perform the functions of a manager and leader, it is
useful to refer to the key concepts of education and educational leadership, and
to consider what factors shape thinking about the principal’s role in the school
community. To accomplish this, the key differences between leadership in edu-
cation and educational leadership will be presented, as well as the roles and
responsibilities of a school principal as a leader of those who constitute the
school community.

2.1 Leadership in education

Analysing school as an organisation means focusing on the elements that con-
stitute it. It can be described through its elements, the stakeholders, the ways in
which services are provided, the structure for ordering the activities of its
members, the organisational culture, external actors or events (De Toni & De
Marchi, 2023, p. 74). One fundamental aspect is how processes and people are
managed. In this context, school is a space where the way it is managed plays a
considerable role in the design and implementation of everyday practices related
to teaching, upbringing and care.

Leadership analysed in the context of educational processes can be seen both
as a process and as characteristics of those who perform the tasks of managing
and directing activities in the organisation. This includes such activities as
conceptualising the school work, motivating performance and collaboration, and
team building. Leadership as a characteristic is defined as a set of personality
traits attributed to those who are perceived as leaders. Tony Bush defines lead-
ership in education by identifying three dimensions that constitute it. In his view,
it is a process of influence, which is linked to values and based on vision (Bush,
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2011, pp. 5-7). Influence means that leadership always occurs in a social rela-
tionship and can involve both actions and relationships. Influence defined in this
way is characterised by three features. Firstly, the author assumes that leadership
is not dependent on the function held and is also independent of formal au-
thority. This is, in his view, one of the characteristics that help distinguish
leadership from management. The second characteristic is intentionality. The
actions taken by a leader should always be directed towards the realisation of
predetermined goals. The third characteristic of influence identified by Bush is
that it can be developed by both individuals and groups (Bush, 2011, pp. 5-7).

According to the cited author, leadership in education is strongly linked to
values. Bush even points out that leaders are expected to base their actions on
clearly defined axiological assumptions (Bush, 2011, p. 6). These values can be
analysed on two levels. The first concerns the intelligibility of individual values
preferred, declared and taken into account in the actions performed by a leader.
Those who are to some extent influenced by the leader have the right to know on
what axiological grounds they take action and interpret the facts. In the context of
the school principal’s work, this is a very important issue, especially as axiological
threads can be the basis for conflicts concerning the interpretation of educational
objectives or preferred educational content. The second level of analysing ax-
iological assumptions are the values which lay basis for the vision of school
activity and the objectives derived from it. These values can be identified by
analysing the curricular content, but also the artefacts of school daily life, the type
of holidays and their celebration, the selection of collaborators from the social
environment. The third feature of leadership implemented in the field of edu-
cation is vision. However, as the author points out, the importance of vision in the
leadership process is not obvious (Bush, 2011, p. 6). He observes that in the
context of education, vision of a school principal as a leader can be challenging.
The notion and concept of vision as an element of leadership originates from the
business community, where the greatest innovators and successful people were
referred to as visionaries in their industry or field. However, the school is not an
individual principal’s project. It is true that he or she are required to present their
own ideas for the operation and development of the organisation they run, but
this must be a vision that is consistent with the values and goals promoted
throughout the education system.

The category of leadership is a concept that is not only of cognitive interest,
but also intensely shapes the management of schools and influences approaches
to the education of principals perceived as leaders of school communities. Hence,
the need to analyse basic typologies of leadership in education seems justified.
The content presented below demonstrates the diverse directions in which both
leadership theory and also its practical applications have been developing.
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Adopting this perspective of leadership analysis makes it possible, in a relatively
orderly manner, to present different theoretical approaches.

The division between transactional and transformational leadership is widely
known and analysed in educational contexts. It can be assumed that this is one of
the basic perspectives for describing and analysing leadership in education. As
these concepts have already been discussed in Chapter I, this part of the work will
present the typology of leadership in education proposed by Tony Bush. It is an
ordering account of the dominant contemporary fundamental approaches to
educational leadership. The author identified ten models of leadership:

- managerial

- instructional

- transformational

- participative

- distributed

- transactional

- post-modern

- emotional

- contingent

- moral (Bush, 2011, pp. 201-204).

Managerial leadership is analogous to formal management models. It is often
challenged and dismissed as limited and technical, however, it is an essential
element of successful leadership, ensuring that the school’s vision and strategy
are pursued. This model starts from the premise that the overall indications set
out in the vision and mission statements and the agreed objectives must be
transformed into strategic and operational management. The implementation
stage of the decision-making process is just as important as the development of
the school vision. Management without vision is rightly criticised as mana-
gerialism; albeit, a vision without effective implementation always leads to
frustration (Bush, 2011, p. 201).

Instructional leadership differs from other models in that it is more focused
on direction than on the leadership process itself. It primarily emphasises the
goals of education and stresses the need to focus on teaching and learning as the
main tasks of educational institutions. In the view of T. Bush, however, this model
has two main weaknesses. Firstly, it underestimates other important goals of
education, including student well-being and the tasks connected with social-
isation and developmental dynamics. It also marginalises the less academic as-
pects of education, including sport, theatre and music. The second objection
relates to the focus on goals, without in-depth reflection on how to achieve them.
In this respect it is, in the author’s view, a limited and partial model (Bush, 2011,
p. 201).
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Transformational leadership is currently one of the most fashionable ap-
proaches to leadership in education, mainly because it corresponds to the
dominant narratives describing contemporary leadership arrangements. The
most important expectation directed at transformational leaders is related to
taking actions that foster and enhance the level of engagement of all participants
in the school community. This engagement is built through activities such as
creating a vision, setting common goals or breaking down hierarchies, among
others. Bush also draws attention to the limitations of this model. He indicates
the risk of manipulation that teachers may be subjected to in order to implement
the assumptions and values promoted by the leader (Bush, 2011, p. 201).

Participative leadership involves teachers and other stakeholder groups in the
decision-making process. It is based on a broken hierarchy, cooperation and
shared responsibility. This model emphasises collective decision-making, the
distribution of responsibility for decision-making to specific individuals and
groups, discussion and mediation. This approach is assumed to be effective in
increasing participants’ involvement and developing teamwork. However, it also
has its limitations. Adherence to the principles of participation and collegiality
can result in longer time needed to reach an agreement and a clearly defined role
for the formal leader, who on the one hand is responsible for creating the con-
ditions for debate and discussion, but on the other hand, still bears individual
responsibility for decisions taken collectively (Bush, 2011, p. 202).

Distributed leadership has become the normatively preferred leadership
model in the 21% century, replacing the participative model. It is distinguished
from many other models by a stronger emphasis on collective decision-making.
Tony Bush, referring to Kenneth Leithwood’s research on the impact of school
leadership, emphasises that leadership has a greater impact on schools and
students if it is significantly distributed (Bush, 2011, p. 202).

In transactional leadership, the relationship between principals, teachers and
other stakeholders relies on a process of exchange. Relationships between the two
are based on conflicts of interest. Leaders offer rewards or incentives to their
supporters, but do not seek to improve their commitment or intrinsic motivation,
as the transformational model assumes. In its basic form, this model is revealed
in employment contracts, in which the terms and conditions of employment are
enumerated and the reward structure and processes made explicit. During day-
to-day management, school principals can offer incentives such as promotions or
raises, thereby convincing others to support their plans or take on certain tasks.
The main limitation of the transactional model is that exchanges are usually
short-lived and limited to the specific issue under discussion. It has little impact
on teacher’s behaviour or school performance. Transactional leadership does not
result in long-term commitment to the values and visions promoted by school
leaders (Bush, 2011, p. 203).
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Postmodern leadership is very close to the subjective management model. It
emphasises the need to consider multiple individual conditions. Reality is not
seen here as objectively defined. Each participant in the life of school is given the
right to unique, subjective assessments and interpretations of situations and
processes. Instead of a single vision, formulated by leaders, there are multiple
visions and diverse cultural meanings. The main limitation of this model, as with
the similar subjective perspective, is that it offers little guidance for leadership
action. It contributes to leadership theory mainly by focusing on individual
insights and by emphasising the need to deal with people as individuals rather
than as an undifferentiated group (Bush, 2011, p. 203).

Emotional leadership model emphasises the importance of individual moti-
vation and interpretation of events. It is based on the assumption that emotions
are socially constructed and are, at the same time, an indicator of meaning that an
individual attributes to events, processes and phenomena. The way they are
perceived, semanticized or interpreted is treated as reality. This model also as-
sumes that it is emotions, not facts that shape attitudes and behaviour. Con-
sequently, a rational approach is not sufficient to explain how leaders perceive
and perform their role (Bush, 2011, p. 204).

Contingent leadership recognises the diverse nature of school context and the
benefits of adapting leadership styles to specific situations, rather than adopting
a single attitude that would be appropriate in all cases. Educational contexts are
too complex and unpredictable to apply one leadership approach to all events
and issues. Given the volatile, ambiguous environment, leaders must be able to
identify the situation and adopt the most appropriate response to it. Thus,
contingent leadership is not a single model, but represents an attitude of flexible
response, which requires effective assessment and then prudent selection of the
most appropriate leadership style. This model is pragmatic, but critics recognise
its limitations due to its lack of grounding in principles. They also note that with
this approach, it is difficult to take into account the holistic picture of the
processes carried out in school (Bush, 2011, p. 204).

The moral leadership model is built on the leader’s individual, subjectively
defined values, beliefs and ethical assumptions. It is the leader who decides which
resolutions and behaviours are evaluated as good or bad, as desirable or un-
acceptable. Ethical attitudes of the leader are the essential reference point here.
This leadership model can be found in faith-based schools or in schools based on
strongly defined axiologies. The fundamental problem here, however, is the
conflict concerning the differences between the axiological, or spiritual, as-
sumptions of the leader and other members of the school community (Bush,
2011, p. 204).

The typology discussed above reveals the dominant interpretive strands re-
garding leadership in education. However, this is not an exhaustive list. It is just
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one possible way of organising different perspectives of thinking about leader-
ship in education. Another example is the division proposed by Yin-Cheong
Chen, who analyses comprehensive leadership in education by looking at its six
dimensions: technological leadership, economic leadership, social leadership,
political leadership, cultural leadership and leadership in learning. The author
emphasises that changes in different areas of life require a redefinition of the
function of schools, but also a reflection on the possibilities for managing the
development and effectiveness of schools in the context of such rapid civiliza-
tional transformations (Cheng, 2024, p. 70).

A similar position is taken by Michael Fullan, who notes that leadership in
education has undergone a significant shift in recent years. This evolution is
described by four phenomena: leadership is less linear, it requires leaders to
continually learn and help others to learn, it requires greater precision and
effectiveness in and through the group, and it makes local and broader con-
tributions (Fullan, 2020). As a response to the changing context of education and
the dynamic changes in the environment of schools, the author proposed the
concept of educational leadership, which he called Nuance. It is an ability or set of
habits that enable a leader to manage in context. This way of leadership is based
on 4 elements, such as: experts in context, joint determination, culture of ac-
countability and becoming a system player (Fullan, 2020).

Analysing the authors’ proposed directions of change in the perception of
leadership in education, one can see a shift towards participatory management
and towards a greater use of resources and involving the potential of all the
stakeholders forming school communities. It can be assumed that leadership in
education will continue to evolve. This is conditioned by changes not only in
school, but also in its social and cultural environment. Tony Bush, reflecting on
the determinants of implementing leadership models in schools, identified five
overlapping factors: the size of the institution, its organisational structure, the
time allocated to management, the resources available and the external envi-
ronment (Bush, 2011, p. 205). These are variables that significantly and dy-
namically model the way of thinking and acting in the field of educational
leadership. One can get the impression that the characteristics of the organisation
and its environment are nowadays more important in the processes of im-
plementing theoretical concepts of leadership into educational practice than the
individual characteristics and preferences of the school principal. It can therefore
be assumed that new concepts and new proposals will constantly appear. The
direction of these changes is to enhance the participation of all members of
school life and its social environment and to build a culture that fosters coop-
eration. The level of acceptance of theoretical concepts and proposals for ways of
working in school daily life will be conditioned both by the organisational culture
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of schools, the processes in the closer and further environment of a school, as well
as the individual capacities, resources and beliefs of principals.

2.2 Educational leadership

Both in reflection on leadership and in everyday educational practices, it is
important to emphasise differences in the perception of leadership in education
and educational leadership. The most common terms found in literature to
describe educational leadership are school leadership, educational leadership,
managerial leadership and instructional leadership. The first concept worth
explaining is school leadership. It is used to describe the overall management and
organisational strategies of school processes. It should be emphasised that the
term also means the management or organisation and governance of educational
processes. The importance of school leadership is demonstrated by numerous
empirical studies. It is worth referring here, for example, to the analyses carried
out by Philip Hallinger and Ronald H. Heck, who showed a correlation between
the principal’s mode of leadership and the educational achievements among
students (see: Hallinger & Heck, 1996, pp. 5-44). The authors analysed the
available research on the impact of school leadership on student learning out-
comes. They found that this influence can be described as indirect and is mainly
due to such factors as the organisation of the school’s social environment, forms
of motivation for learning and support for learning (see: Hallinger & Heck, 1996,
pp. 5-44).

Two research-based premises are particularly relevant in the area of school
leadership, as Stephen L. Jacobson notes. The first is that, assuming all other
factors are of equal value, schools with good leadership should outperform other
schools. The second emphasises that school leadership is particularly important
in schools located in communities at risk of marginalisation, with a significant
proportion of pupils at risk of school failure (Jacobson, 2005, p. 457). Therefore, it
can be assumed that the quality of school leadership plays a greater role in the
more unfavourable the socio-economic environment in which a school operates.
Analysing the research on school leadership, Alma Harris and Michell Jones
pointed to five important findings from their analysis. They confirm the im-
portance of effective school leadership not only in the context of school man-
agement, but also in the context of achieving teaching and learning goals:

- Effective School Leadership has a positive and lasting impact on organiza-
tional performance.

- Effective school leadership has a positive impact on learning and learner
outcomes.

- Effective school Leadership is distributed widely and wisely.
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- Effective School Leaders build collaborative practices and foster enquiry.
- Effective School Leaders are System Leaders (Harris & Jones, 2023, pp. 449-
453).

An illustration of thinking in terms of school leadership is also the model pro-
posed in the publication The Making of Leadership in Education. A European
Qualification Network for Effective School Leadership. This work is interesting
because it is based on the analysis of European researchers and educational
practitioners. The authors developed a model built around five basic domains,
each of which contains detailed components. These are as follows: the political
and cultural demands on school and their translation into the internal sense and
direction of schools; understanding and empowering teachers and other staff;
building structure and appropriate cultural role models; cooperation with
partners and the external environment; and personal development of leaders
(Framework of Reference, 2011). This extended and detailed model of school
leadership provides an opportunity to recognise how many areas affect the
quality and effectiveness of a school. It is a model that situates school in a broader
- social, cultural, but also economic - context. It is, therefore, possible to con-
clude that leadership understood in this way allows the principles of school’s
work to be aligned with its wider environment.

Another concept that is relevant to the undertaken analysis is educational
leadership, which is extremely difficult to interpret. It is hard to find full, clear
and conclusive definitions of this concept in the literature. Grzegorz Ma-
zurkiewicz defines it as “a process that concerns teaching and learning proc-
esses” (Mazurkiewicz, 2011, p. 26). While school leadership can be assumed to
encompass the leadership of all processes carried out in a school, educational
leadership is a subset of these processes and encompasses those that relate to the
teaching and learning process. Its aim is to “create the conditions for individual
and organisational learning” (Mazurkiewicz, 2011, p. 26). Thus, it can be as-
sumed that school leadership comprises two particularised areas - managerial
leadership, covering the organisational aspect of school work, and educational
leadership, aimed at the effective implementation of basic school functions, i.e.
building an environment conducive to learning. It is important to note that the
term educational leadership can be used both to “denote leadership relating to
the educational sphere and leadership conducive to the shaping appropriate
educational conditions for the development of all subjects involved in education”
(Michalak, 2010, p. 190). This means it can be used to analyse and describe
processes not only in school, but also in its social environment.

A special significance in the field of educational leadership should be attrib-
uted to what is referred to as instructional leadership. Although it is sometimes
seen as just one type of educational leadership, it is worth focusing on. It is
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particularly interesting because much of the research on the relationship between
educational leadership and student achievement is based on the instructional
leadership model. Researchers identify the relationship and co-dependence be-
tween individual behaviour of the principal and the educational outcomes of
students.

Philip Hallinger, who has analysed the development of the concept of in-
structional leadership, observes that it has clearly evolved not only in terms of
theoretical assumptions, but also as an educational practice. The author argues
that research conducted in the 1980s on the determinants of school effectiveness
focused the attention of educational policy makers and researchers on the po-
tential of those responsible for the functioning of individual schools for many
years. Despite some criticism, this was the dominant perspective on school
leadership for many years. It was not until the 1990s that alternative narratives
emerged, among them the distinctive concept of transformational leadership.
Hallinger notes that while it may have seemed that instructional leadership would
lose its prominence, the concept has once again gained name and popularity in
the context of new educational challenges. In the author’s view, general trends in
education - globalisation and a clear focus on performance of both individual
students and schools - have contributed to this. However, this return to the idea
of leadership, particularly instructional leadership, is no longer simply a re-
creation and evocation of assumptions developed in the 1980s. It is nowadays
referred to as leadership for learning (Hallinger, 2010, p. 61).

Various models of instructional leadership can be found in the literature, but
the most popular is the one developed by Philip Hallinger and Joseph Murphy
(Hallinger & Murphy, 1985, pp. 217-248). The authors identified three of its key
dimensions: defining the school’s mission, managing the curriculum and cre-
ating positive school atmosphere. These three important tasks are made more
specific by referring to specific responsibilities of the leader. The first dimension
is defining the mission of school. The word purpose is also used instead of the
word mission (Hallinger & Murphy, 1985, p. 221). In this approach, the purposes
are not concerned with the general objectives of school work, but are oriented
towards their didactic aspect. The authors identified two specific tasks here:
formulating clear, comprehensible and understandable purposes of the school
work and communicating them effectively. This dimension focuses the principal
on the most important tasks, gives perspective and purpose. In practice, this
means constantly making sure that the school has clear, measurable and time-
dependent objectives aimed at the progress of pupils in terms of learning out-
comes. It is the principal’s responsibility to communicate these purposes in such
a way that they are not only widely known, but also motivate the whole school
community to facilitate the process of achieving them (Hallinger, 2010, p. 66).
The authors also emphasise that the purposes so understood should not be

Open Access Publication (CC BY-NC-ND 4.0)
© 2025 VeR unipress | Brill Deutschland GmbH
ISBN Print: 9783847118558 — ISBN E-Lib: 9783737018555



36 Leadership in school communities

equated with learning outcomes. Objectives, in contrast to the assumptions about
outcomes described in the core curriculum, are defined by the school principal in
cooperation with other staff members. It is essential that they are developed in
such a way that they can be implemented in everyday educational practice. This,
in turn, requires special care to ensure that they are known, accepted and un-
derstood not only by teachers, but also by pupils and their parents (Hallinger &
Murphy, 1985, p. 222).

The second dimension of the instructional leadership model is the manage-
ment of the curriculum implementation process. This includes attention to the
quality of methodology as well as legal and organisational aspects of curriculum
implementation. Hallinger and Murphy identified three specific tasks: super-
vision and evaluation of day-to-day educational practices of specific teachers in
the classroom, coordination of curriculum implementation and monitoring of
students’ progress. The principal is required to be involved in strengthening
learning and teaching processes, with simultaneous supervision and monitoring.
These issues require that he or she should have the competence and experience to
carry out teaching tasks and to engage in the strengthening of school. This means
that a principal in this model should be characterised by methodological com-
petence and pedagogical preparation. This dimension of leadership relates pri-
marily to working with teachers. Hallinger notes here a danger of placing too
much emphasis on the aspect of supervision and control. He points out that the
task of a principal is mainly to create opportunities and ensure the professional
development of teachers, especially in the effective use of methodological sol-
utions that facilitate achieving the objectives defined in the mission of the school
(Hallinger, 2010, p. 67).

The third dimension describes the tasks involved in creating atmosphere
conducive to learning. This dimension is broader in scope than the previous two.
The authors distinguished here such tasks as: managing the time allocated to
teaching, supporting teachers’ professional development, maintaining a high
degree of transparency in the undertaken activities, building teachers’ and stu-
dents’ motivation, and developing high requirements and standards (Hallinger,
2010, p. 67). This area of activity concerns norms and attitudes of both students
and employees. The authors start with the premise that it is the principal who
creates the favourable framework for achieving the stated purposes. By clearly
formulating expectations and standards and by creating conditions for work and
designing a system of reinforcement, the principal influences individual atti-
tudes and behaviour, both among pupils and among teachers.

Today, this model is evolving towards the concept of leadership for learning.
Increasing importance is given to organisational and methodological solutions
that can positively or disruptively model the learning process. As P. Hallinger
notes, contemporary research on educational leadership, points to the need to
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search for specific, educational factors that enable the construction of environ-
ment conducive to learning. The authors attribute more importance in this re-
gard to the competences associated with instructional leadership than to the
theoretical assumptions of transformational leadership (Hallinger, 2010, p. 69).

2.3 Principal as a leader

The literature offers many suggestions for competency profiles of a principal as a
leader of school community. These tend to emphasise two elements: the char-
acteristics of a leader and the competencies needed to perform leadership tasks.
Reflections on the differences in the desirable characteristics of a leader and a
manager are presented in Chapter 3.2. In this part of the work, three selected
reflections on the description of a leader’s role in an educational context will be
discussed.

The first of the proposed perspectives on the analysis of school principal’s role
as a leader refers to their core functions. The direction of interpretation of
leader’s role in the school community will be determined by the definition
proposed by Blazej Smykowski. According to this author, “a leader is a person
who effectively leads people in the process aimed at realising their own needs”
(Smykowski, 1996, p. 57). In terms of the role thus described, the leader un-
dertakes four basic leadership functions:

- animation of initiatives,

- mediating needs,

- counselling,

- care (Smykowski, 1996, p. 64).

In the scope of initiative animation, the following activities are indicated: rec-
ognising the needs of all groups that constitute the school community and those
that aspire to shape the direction and purpose of the school, organising and
coordinating the work of individual groups and teams, motivating people to act
together. Mediation of needs, on the other hand, is aimed at mediating between
the interests of individuals and groups, pointing to available solutions, to the
context, rules, law, and available resources. The role of school principal as a
mediator is particularly important. It can even be assumed that one of the key
roles of the principal as a leader is to reconcile the interests of individuals with
those of school as a community. Also, there are tasks related to the development
of conflict-management skills in all partners. Providing information about legal,
administrative and economic frameworks that set the boundaries of possible
mediation is an important educational aspect that prepares all stakeholders for
substantive discussions and constructive search for common ground. The third
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leadership function, the advisory one, involves activities focused on the speci-
alised aspect of the performed tasks. In school context, this means that the
principal is expected to strive for professional development within the scope of
the activities entrusted to them, and at the same time to undertake activities, e. g.
education and counselling, which enable pupils, teachers and parents to obtain
specialised, factually sound and up-to-date information regarding the processes
and phenomena of interest. The last function is of a caring nature. The leader’s
task in this respect is to defuse negative tensions and emotions, to build a good
atmosphere that is conducive to team work, and to seek compromises and re-
sources for conflict resolution (Smykowski, 1996, pp. 64-65).

This division of leadership functions not only helps outline the tasks to be
performed by a school principal. It is also a useful format for evaluating the
competence of principals in the four functions indicated and, consequently, the
basis for developing projects aimed at working in the area of diagnosed deficits.
This simple division of functions stems from the author’s perception of the role
of aleader as someone who is supposed to help fulfil the needs of those with and
for whom they work.

Another perspective on leadership focuses on the concept of attitude. This
approach has been proposed by Jacek Pyzalski, who, starting from the three-
component concept of attitude, highlighted the possibility of recognising the
leadership potential of principals in three dimensions: knowledge, attitudes and
behaviours (Pyzalski, 2014, p. 15). Intrestingly this model emphasises the im-
portance of the emotional-evaluative component, which includes judgements,
opinions, beliefs and attitudes. These are strongly dynamic factors in the actions
revealed by the behavioural component of attitude. What actions a principal
takes and what actions he or she abandons or limits may be the result of adopted
judgements, opinions, and attitudes. It is worth noting that this aspect is often
overlooked in proposals for principal-leader competence profiles. Much more
weight is attached to individual qualities and competences defined by a set of
knowledge and skills. As noted above, most of the proposals for analysing the
competency profile of a school principal are postulatory. They are mostly pro-
posals for theoretical models that can be used to assess the resources of a prin-
cipal or can be a rationale for developing offers addressed to principals or to
candidates for this position. Therefore, I consider as particularly interesting the
data illustrating how principals actualise their individual concepts of realising
themselves as principals.

The third perspective for analysing the role of a school principal as a leader, we
wish to offer, consists of various types of standards developed by bodies con-
cerned with the quality of leadership in education and with supporting the
development of management in education. For the purposes of this publication,
we will invoke the standards developed by the National Policy Board for Edu-
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cational Administration. The proposed standards define the nature and quality
of the work of educational leaders. They specify how to prepare for the pro-
fessional role, indicate directions for development and criteria for assessment
and evaluation of the work. The authors of this document have identified 10
standards which are as follows:

Mission, Vision, and Core Values

Ethics and Professional Norms

Equity and Cultural Responsiveness

Curriculum, Instruction, and Assessment

Community of Care and Support for Students

Professional Capacity of School Personnel

Professional Community for Teachers and Staff

Meaningful Engagement of Families and Community

Operations and Management
. School Improvement (Professional Standards for Educational Leaders,

2015).

¥ 0NN U WD

—
(=}

In the aforementioned document, these general standards are made more spe-
cific and operationalised. They provide precise guidance not only as to what
qualities and skills should characterise a leader in education, but also set di-
rections for their professional development.

The advantage of standards developed by various bodies is that they are
concerned with quality and professionalism of the undertaken activities. How-
ever, these are demands and guidelines for building individual professionalism.
They can provide a cue for local politicians or institutions overseeing the quality
of education in particular local authorities. They can also provide a matrix for
evaluating ideas for the role of school principal presented during recruitment for
the position. The third advantage of standards is their potential in designing
development programmes for school leaders.

A fundamental issue, which is not resolved by standards although they in-
dicate its importance, is the problem of diagnosing the actual and not just the
declarative competencies and qualities of school leadership candidates or as-
sessing the resources of those carrying out leadership roles. This is an issue that is
well recognised in business situations, where methods such as 360-degree
Feedback or Assessment/Development Centre are a widely accepted and used
strategy for assessing employee’s resources, especially when they are in a lead-
ership or managerial role. In terms of assessing leadership competence, it should
be carefully considered who is given the authority to assess the competence of
school leaders. In the context of the increasingly promoted ideas of participative
governance, this question is gaining significance.
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Chapter lllI:
“Management” — selected theoretical approaches

3.1 Management — the evolution of the notion and variety of
definitions

Both the practice and theoretical foundations of management date back to the
19® century. Management, on the other hand, as an academic discipline, can be
traced back to the second half of the 20™ century. It is believed that the greatest
contribution to the development of the discourse on management was made by
Drucker (Darr, 2011, p. 7).

In considering the definitional credo of the term “management”, one starts
from the Latin phrase manuagere, which means to lead someone by holding their
hand. In this sense, leading by hand means giving guidance. The term, as Shied
notes, also suggests that the person leading goes first by themselves to where they
then want to lead someone else. One property of management is undoubtedly its
relational nature. According to Drucker, management simply means “doing
things” with the help of other people. The teleological dimension of management
is not insignificant. According to Weijrich and Koontz, management is the
process of planning, leading, organizing and controlling people in a group to
achieve goals, but also creating an action plan (strategy) and controlling the
required strategic and operational activities to achieve effective management
(Mahmood, Muhammad & Bashir, 2012, p. 513). Bohoris and Vorria speak in a
similar vein. The authors provide a framework for conceptualizing the issue of
management by referring to the metaphorical sense. Referring to attempts to
liken management to an art or a science, as well as referring to calling man-
agement an art or a science, they suspend the argument. They claim that it is not
what management is compared to that is most important, but that its essence is
the processual nature that serves to achieve organizational goals. Thus, it is a
process that enables the organization to accomplish, what the organization needs
to accomplish (Bohoris & Vorria, 2007, p. 2).
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The above strand of considerations is reflected in the definitional findings of
Bennis and Nanus. The authors define management as the execution of tasks and
mastery of procedures. Rost, on the other hand, argues that management is one-
way leadership, and Zaleznik believes that management requires different type of
people than leadership (Ricketts, 2009, p. 2).

Middle and high-level managers spend most of their time solving problems.
The circumstances surrounding problem solving tend to be complex, (not in-
frequently go beyond structure and routine) and require a lot of work. Problem
solving consists of the following steps: a) identifying the problem including
collecting and evaluating information), b) making logical assumptions c) de-
veloping preliminary alternatives and selecting those on which to focus more
attention, d) evaluating alternatives by applying decision-making criteria, e)
selecting the alternative that best fits the established criteria, f) implementing the
solution, g) evaluating the results of the implementation (Darr, 2011, p. 12).

The lack of unified thought on the topic of capturing leadership and man-
agement makes it necessary to seek resolutions that show the universals and
specific elements of both constructs. A separate subsection is devoted to this
topic later in the paper. However, already at this point it is worth emphasizing
that the two terms are semantically different. And although, after all, a subject
can exercise management duties as well as leadership, managing will be identi-
fied with the performance of managerial, administrative and supervisory duties
so as to give direction to a group or organization. But on the other hand, the
framework of both conceptual constructs takes into account influencing others,
related to working with other people and achieving a goal. Suffice it to say,
therefore, that although the distinguished domains are semantically different,
they need not exist completely separately, for when managers engage in influ-
encing a group of employees to achieve intended goals, one can then already
speak of leadership. Conversely, when leaders engage in aspects such as planning,
organizing, staffing, or controlling, their activities take on managerial charac-
teristics (Ricketts, 2009, p. 2).

3.2 Management theories

The phenomenon of management development can be analytically and inter-
pretively looked at from different theoretical perspectives with different con-
ceptual assumptions. Attempts to classify them, although they have a well-es-
tablished tradition, are difficult to clearly organize the multitude of approaches.
The reasons for this fact should be sought in the very nature of the discourse
referring to the most general level of cognition, involving the adoption of a
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specific theory that determines the quality of cognition, description, diagnosis,
exploration and possibility of understanding the phenomenon.

Cognitive practice and expectations of the explanatory qualities of claims
(their accuracy) formulated by a theory (while reflecting on its explanatory
capacity in general) refer to the ability to theoretically generalize and classify the
phenomenon of cognition, or to translate theoretical theses into empirical cog-
nition for verification, as well as to explain phenomena by identifying underlying
causal mechanisms and processes revealed through the quality of their effects
(Scott & Marshall, 2009, p. 761). And while sociological theory “as a practice and
as an instrument of cognition of social reality is subject to external criticism as to
the extent to which it meets universal scientific criteria, and at the same time is
subject to self-assessments that point to positive or potentially developmental
aspects of its autonomous cognitive status” (Misztal, 2000, p. 173), its cognitive
value consists in a form representing the structure of a selected social phe-
nomenon, among which the domain of management can be classified.

In this sense, it seems important to define the boundaries of the cognitive field
allowing to specify whether the theory captures ““whole’, ‘most’, and ‘most im-
portant part’ (...) in the range of variation of determinants or components of
explanandum” (Misztal, 2000, p. 181)*, and thus the object of cognition (un-
derstood as “something” to be explained) which is to be clarified. The ex-
planatory capacity of a theory, and management theories are not free from this
feature, is determined by recognizing the magnitude of the scope of reality to
which the theory is applicable, therefore, it is “derived from the interrogative
practices coupled into the cognitive process and depends on (...) whether they
take into account comparative, historical and theoretical factors” (Misztal, 2000,
p. 183). The cognitive status of the theory, which would allow to understand the
phenomenon of management in the context of changes and permanent fluctu-
ation of reality, is essential. This fact brings attention to the problem of “a
theoretical character of many findings” (Manterys & Mucha, 2009, p. VII) and
accumulation of social knowledge codified within the framework of dis-
tinguished paradigms. In the face of the dynamics of development and the hard-
to-predict direction of social change, there may arise, as R. Baudon points out, a
tendency “to conduct interim interrogative practices and to provide ad hoc an-
swers to questions about the relationships between various elements of social
reality. (...) ‘A good theory ... has an explanatory capacity that covers a range of

4 The author emphasises that a theory can be satisfactory both when it encompasses “most” of
the determinants of the explanadum and when it concentrates on “a smaller part of it”,
assuming, however, that it has at its disposal “such a significant recognition of the field of
variability that allows one to conclude that the components which are the object of cognitive
practice are in fact more heuristically significant” (ibidem, p. 182) than those omitted - less
significant for the explanation of the chosen fragment of social reality.
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relevant facts, including facts not yet known’” (after: Misztal, 2000, p. 189-190).
Many theoretical orientations are subject to devaluation. When exposed to a
critical examination that shows their limitations, they direct thinking toward “the
need to develop new analytical instruments” (Manterys & Mucha, 2009, p. VII)
relating to the quality of management in a dynamic process of change. In light of
the above considerations, the constitutive feature of a “good” theory is its dis-
cursive character, “its openness to phenomena and processes not yet known, its
acceptance of theoretical dialogue, and (...) its principled admission of the
assumption regarding the historical variability of its own explanatory capacity”
(Misztal, 2000, pp. 189-190). What constitutes the essence of modern “theoriz-
ing” is not limited to the debate around a general theory, but also to the ap-
plicability of the findings made in isolated sub-disciplines (Manterys & Mucha,
2009, pp. VIII-IX).

Refining the above discussion of the essence of sociological theorizing and its
“fertility”, the problem of understanding a “theory” arises. The extensive sci-
entific debate devoted to this issue (which by no means aspires to be un-
ambiguous in establishing the definitional credo of the term “theory”) allows us
to adopt the understanding of theory as “a deductive system, with a clearly
defined set of assumptions and abstract basic statements of the highest degree of
generality (preferably axioms) from which lower-order statements are derived”
(Manterys & Mucha, 2009, p. XIII). Axioms, quite frequently not explicitly for-
mulated in theories, are assumptions, postulates, universally received principles,
or self-evident truths (Scott & Marshall, 2009, p. 33). The general definition of the
term “theory”, according to S. Nowak, emphasizes that it is “a set of laws
(statements) ordered so that they can constitute a certain internally consistent
logical structure.” (Nowak, 1970, p. 370, after: Ziélkowski, 2006, p. 16). A theory
explains and interprets phenomena, “trying to get to the possibly universal es-
sence of the mechanisms that guide social processes and the sustenance and
dynamics of structures” (Manterys & Mucha, 2009, p. XIII), which is further
actualized by the need for a new view on social structure and social practices, to
which management undoubtedly belongs. Even with Merton’s postulate of
building a middle-range theory (Marshall, 2005, p. 393), illustrating the desire to
theorize selected aspects and manifestations of social life, theories “should be
based on conceptual models of social reality, that is, certain general interrelated
hypotheses about which of their features and what relationships between these
features are considered particularly important” (Manterys & Mucha, 2009,
p- XIII), which also creates the possibility of anticipating the direction and scope
of social phenomena. The definition of the essence of a theory, proposed by
J. Szacki, takes into account the awareness that a theory, which would meet all the
conditions, simply does not exist. In the author’s view, a theory “is any set of
concepts and relatively general statements about social reality, intended to or-
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ganize the available knowledge about it and provide guidelines for further ob-

servations and research” (after: Ziétkowski, 2006, p. 17).

Management theories can be included in Merton’s classification of a middle-
range theory. This prominent American sociologist, the author of work entitled
Social Theory and Social Structure, defines middle-range theories as follows:
“theories that fall between the not very momentous but necessary working hy-
potheses that arise in excess in the course of daily research work and constitute
the most general consistent attempts to develop a unified theory with which one
could explain the regularities evident in organizational behaviour and social
change” (Marshall, 2005, p. 393). Hypotheses of momentous theoretical and
cognitive importance include the recognition that management consists of four
main elements. The attributes of “management” include the processual, struc-
tural and functional dimensions, namely: (1) it is a process, consisting of in-
terconnected social and technical functions and activities (2) aimed at realizing
the goals of the organization; (3) these goals are realized with the help of people
and other means; (4) the process takes place in the formal environment of the
organization (Darr, 2011, p. 8).

The main findings on management in selected theoretical orientations will be
discussed below. Scientific management theory defines four principles of man-
agement aimed at increasing efficiency. Taylor’s work was recognized by in-
dustrialists at the time. The principles he described, although they have an es-
tablished history, are still being practiced. This is revealed, for example, by the
fact that, the remuneration of employees depends on their efficiency. Modern
management theorists, to mention Deming and Juran, also support Taylor’s
proposed principles and division of labour. And here they are:

1. “A science of work” should be developed. It means using a scientific method
to study work and determining the best way to do it. It involves gathering
information about different ways to perform a given task. Try different
methods to find the best one.

2. A new method should be chosen and an employee should be selected and
trained to perform the task in the best possible way. Employees should be
selected according to the tasks assigned to them and provided with appro-
priate training according to their position in the organization to increase their
efficiency.

3. Work training method should be selected to train some employees to get the
best result. This means that those employees whose tasks fit the new rules
should be chosen. Remuneration should be linked to productivity. Those who
have achievements should be well motivated.

4. Inorder to perform various tasks efficiently and economically, these tasks and
the responsibilities associated with them should be divided between em-
ployees and management (Mahmood, Muhammad & Bashir, 2012, p. 516).
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While proving accurate in formulating and testing the theory of scientific
management, the theory has received a great deal of criticism. The contestation
initiative started at grassroots. Labour unions felt that the highlighted philosophy
focused more on manual labour, for which the worker was paid less. In their view,
it had a dehumanizing character. They condemned the pace of work and the
inability of workers to voice their opinions and change the status quo. Man has
stepped down in favour of the system and is treated like a machine. The theory
was therefore considered to be directed against man (or even humanity), who had
lost their position of being in the first place (Mahmood, Muhammad & Bashir,
2012, pp. 516-517).

Among the group of well-known classical management theories there is the
administrative management theory developed by Fayol in 1916. Fayol proposed a
theory based on his own experience, hence it is called Fayol’s administrative
theory in literal sense. It takes a theoretical-cognitive approach to business
management and management in general. Fayol introduced six functions and
fourteen principles of management. Among the functions of management, he
lists: forecasting, planning, organizing, commanding, coordinating, and mon-
itoring. In theorizing about management principles, he referred to the following
variables: division of labour, power, discipline, quality of leadership, sub-
ordination of the interests of individuals to the interests of the whole, remu-
neration, centralization, scalar chain, order, equality, stability of personnel
tenure, initiative, and sense of community. Referring to the division of labour,
Fayol believed that specialisation in work was the best use of human resources,
hence work had to be divided between individuals and groups in order to be
efficient and certain that the effort and attention would be concentrated on
specific spheres of the task. In the context of power, the theorist considered
responsibility to be a term close to power. He defined authority as the right to give
orders and having the power to enforce obedience, while responsibility means
that one can rely on someone. In this sense, responsibility is part of power, for
having power means also having responsibility. Discipline and unity of leadership
play a keyrole in a successful organisation. Community thinking dictates that the
interests of individuals should be subordinated to the interests of the whole.
General interests and benefits should be given more priority. Remuneration of
employees should not be based on a single variable such as productivity, but also
on other variables, which include the cost of living, qualified staff, general
business conditions and the success of a particular business. The author leans
towards centralisation. However, according to Fayol, centralisation or de-
centralisation of management should be chosen depending on the needs or
culture of the organisation. If for Fayol centralisation means reducing the im-
portance of the role of subordinates, decentralisation means the opposite. The
scalar chain is the necessity for a management hierarchy. Authority should be
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held by each manager, with top managers having the most authority and lower-
level managers reporting to higher-level managers on their work. The existence of
order in an organisation is an indication of the activities in the organization -
their efficiency and effectiveness. Equality in an organisation is understood as
embracing the principle that all employees should be treated as equally as pos-
sible, and this means that if the organisation is to succeed, the basic rights, rules
and regulations should be the same for all employees, assuming that it should be
clear that salaries cannot be distributed equally. Fayol believes that in a successful
organisation, remuneration and other privileges should be awarded according to
seniority in the organisation. Management should encourage employees’ own
initiative, as it is essential for the continuous improvement of the organisation.
Today we can say that it is responsible for the quality of a learning organisation.
Management should build a sense of community, harmony and well-being
among employees (according to the saying “strength lies in unity”) which in-
creases productivity (Mahmood, Muhammad & Bashir, 2012, pp. 517-519).

The Bureaucratic Theory of Management developed in 1947 by a German
sociologist Max Weber (Karl Emil Maximilian) or Weber’s Theory of Bureauc-
racy based the structural idiom of management on principles referring to the
existence of the following: written rules (standardised, defined and written rules
and regulations), system-task relationships (establishment of a system for the
performance of tasks and establishment of relationships between these struc-
tures), specialised trainings (problems in line with their assigned tasks), hier-
archy of authority (pyramid of management, assignment of authority to man-
agers according to their position in the company), clearly defined responsibilities
(clear responsibilities and reporting procedure), formalisation (there should be a
recording system in the organisation which corresponds directly to the activity in
line with planning), a fair evaluation and reward system (the existence of an
evaluation system rewarding employees who show commitment and com-
petence), and a perfect bureaucracy (created by a system of trainings and re-
wards) (Mahmood, Muhammad & Bashir, 2012, pp. 519-520).

To summarise and, at the same time, elaborate on the problem addressed in
this subchapter, it is worth referring to the two dominant theoretical perspectives
ordering the reflections on the essence of management. Functionalist discourse
dominates the way we think about organisations. Furthermore, the problem of
management development is based on functionalist assumptions mainly di-
rected towards the issue of performance in organisations ignoring many others,
which are not addressed at all. The constructivist discourse does not look at the
issue of management and management development as objective realities, but as
something highly empirical and subjective. Managerial development is not just
limited to programmes and structured activities, but can originate from and
contribute to all kinds of social practices. However, the constructivist discourse is
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not free of explanatory problems because it is not equipped to explain the ten-
sions between the needs of an individual and the needs of an organisation (e. g.:
Mabey & Finch-Lees, 2008, pp. 78-100).

3.3 Management models and variations

A detailed interpretation of the theoretical assumptions regarding the essence of
management shows that in order to understand what management is, it will be
fundamental to refer to its models and variations. Without abandoning the
discussion in this field, it is worth reflecting on the considerations of H. Min-
tzberg. The author, without omitting the important topic of management models,
states that those who claim that management means controlling (as H. Fayol
wanted) or acting (as T. Peters believed), or thinking and analysing (as M. Porter
emphasised) are wrong. In the author’s opinion, management cannot be reduced
to the distinguished aspects, but comprises all of them. Management is not a
collection but a system, it is not a sum but a combination of these roles. In the
model of a holistic approach to management, the author distinguished three
planes, assigning to each of them two roles that are important for the work of a
manager. Thus, at the level of information, the important role is that of com-
munication and control; at the interpersonal level, the role of directing (lead-
ership) and establishing and maintaining contacts; and at the level of action, the
role of organiser of current affairs and negotiator of the quality of transactions
with stakeholders occupies a special place (Mintzberg, 2013, pp. 62-63, 68-69). It
is worth emphasising that in the proposed model, a manager is at the centre, and
the planes and roles are the arena in which the essence of management takes
place.

It should also be remembered that a universal component of management is
the dynamics of group processes. The quality aspect of group development was
highlighted by Blanchard and Hersey. The authors distinguished four styles of
management, while pointing to the relational nature of the process. The first
style, the essence of which is management, emphasises its appropriateness for the
orientation stage, in which objectives and roles must be precisely defined. The
second style, coaching, is crucial for a constructive transition through the dis-
satisfaction phase, when a group needs to be guided, listened to, supported and
encouraged. When the group reaches the resolution stage, the leader’s style can
take on a supportive character (style 3). The logic behind the fourth style is that an
outside observer is unable to see who the leader is. This style is called delegating
(Blanchard & Hersey, 1996, p. 45). An interesting aspect was highlighted by Bray.
The results of longitudinal studies on management success indicate that it can be
predicted, as it depends on the following characteristics: leadership and ad-
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ministration skills, high work motivation and orientation towards development
and career, cognitive abilities, independence of thought and action, and task
stability.
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Malgorzata Rosalska

Chapter IV:
Empowerment as a strategy for management of educational
processes

Empowerment is a concept related to management and exercising power, which
is oriented towards delegating authority, leveraging employee resources and
creating conditions for development. It is also a way of thinking about leading
others, strategic management and systemic approach. It is a way of management
that is particularly suited to managing organisations where people are the pri-
mary resource. Such organisations include schools and other educational and
developmental institutions.

The perspective of process management in educational institutions is con-
ditioned on many levels. Legal conditions are fundamental here, whether in the
area of educational law, administrative law or labour law. However, many
processes are also related to the leadership style, the way power is exercised and
shared, the perception of the goals of managing people, processes and resources.
The aim of this chapter is to show how and in which areas the foundations of
empowerment can be used in the management of educational processes. The
starting point is the assumption that empowerment can be an attractive concept
for those school principals who not only embrace the ideas of the empowerment
of the participants in the learning process, but also seek solutions to foster its
implementation in everyday educational practices. Empowerment, understood
as a way of management aimed at building a community of people jointly cre-
ating learning situations and supporting the learning process, stands in oppo-
sition to the traditionally understood hierarchy typical of conventional schools,
where rules of authority are clearly established and consistently respected. This
mode of management does not overturn established roles and relationships,
rather it creates new contexts for collaboration, cooperation and shared re-
sponsibility. Rather than demolishing traditionally constructed hierarchies, it
flattens their structure, allows horizontal relationships to be built, teaches un-
dertaking initiative and the associated responsibilities.

In this chapter, the concept of empowerment will be discussed in selected
aspects. In addition to providing a definition of the concept, its applied values for
the management of educational processes will be pointed out. Empowerment will
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be discussed as a way of exercising power and as a perspective for diagnosing
resources. These perspectives seem to be of particular relevance not only in terms
of managing school processes, but above all in terms of taking real action related
to building a school as a learning community.

4.1 Empowerment — definitions

The concept of empowerment originates from social work. It has a long tradition
there, not only as a strategy for providing social support, but also as a way of
thinking about the management of assistance processes. The concept was first
proposed by Barbara B. Solomon in 1976 (see: Solomon, 1976; Herriger, 2002,
p. 19). Since then, thinking in terms of empowerment, strengthening resources
for co-participation and co-determination has also been adopted in other fields
of work with people (Tengland, 2008, pp. 77-96). The concept is also used in
management science. In the literature in this field, empowerment is referred to
not only as a strategy, a philosophy, a management method, but also as a process
or set of managerial practices (Moczydtowska, 2013, pp. 15-23). It is derived from
motivation theory, social learning theory and the concepts of self-management,
work design and participative management (Bugdol, 2006, p. 46).

The term empowerment functions in Polish in its original version, the word
has no Polish equivalent’. The dictionary explains it as follows: empower sb. - to
give someone self-confidence, to give someone control over their own life; em-
power sb. to do sth. - to give someone power of attorney, to authorize someone to
do something; empowerment - authority, proxy (Fisiak, 2003).

Empowerment is defined in many ways. Depending on the discipline in which
the definition is formulated, different dimensions of empowerment are em-
phasised. In social work, “it encompasses concepts between two extremes:
teaching people to improve their socio-economic situation by struggling to
change the system of social redistribution of wealth and teaching people to
improve their situation through individual resourcefulness” (Szmagalski, 1994,
pp. 121-122). It can also be understood as a process of empowering vulnerable,
socially or economically inefficient, disadvantaged, marginalised people to take
care of their own needs, or as a state of activation and resourcefulness. This view
of empowerment is close to the concept of Barbara Solomon and her idea of
restoring strength and agency to excluded and marginalised individuals and
communities.

5 Similarly, in the literature on management and social work, the term is not translated in
publications in German, French, Italian, Spanish.
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In management science, empowerment is seen primarily as a technique, a way,
a management process (Bugdol, 2006, p. 48). It can be defined both as “a human
resource management technique that incorporates the transfer of power and
control, from higher levels of the organizational structure to lower ones” (Bug-
dol, 2006, p. 48, after: Conger & Kanungo, 1988, pp. 471-482), “and as a process of
building, developing and increasing the real impact of employees on the func-
tioning of the organization through cooperation, division of tasks and re-
sponsibilities” (Bugdol, 2006, p. 48, after: Rothstein, 1995). Definitions that
emphasise the processual character of this type of management are also pro-
posed. In this view, empowerment can be understood following Ken Blanchard as
“the process of unleashing the power latent in employees - their knowledge,
experience and motivation - and directing this power to achieve results”
(Blanchard, 2010, p. 58). According to Jane Smith, the management process so
understood includes both motivation, management by commitment and man-
agement by delegation (Smith J., 2006, p. 8).

Marek Bugdol observes that in the field of management science, empower-
ment can be analysed in four basic dimensions: organisational, psychological,
pedagogical and sociological. The organisational dimension is concerned with
structure and describes its organisation and flexibility. The psychological com-
ponent describes the level of integration of the organisation, its culture, skills and
beliefs, determination and perception of impact. The pedagogical dimension is
about development and skills, the formation of supervisor-subordinate rela-
tionships and staff training. The last component, i.e. sociological, describes
power relations, the development of the organisational bond and normative
integration (Bugdol, 2006, p. 50). These dimensions relate to general concepts of
organisational management, but in the context of the subject of this book, the
dimensions proposed by the author may be useful for the diagnosis and analysis
of selected aspects of school understood as a learning organisation.

In Polish pedagogy, this concept is used more and more frequently. Although
itis not present in the pedagogical dictionary as a term, there are more and more
publications indicating both the theoretical aspects of this concept and examples
of its use in pedagogical practice (see: Rosalska, 2006). In analysing the ways in
which empowerment is invoked in pedagogical literature, Tony Lawson points
out that empowerment can be understood as a general way of delegating deci-
sion-making capacity to “clients” in the educational relationship, i. e. as a shift of
power from the level of the principal to the level of a teacher and from the level of
ateacher to the level of a student, but also as a process in which participants in the
school community develop competences that enable them to take responsibility
for their own development and solve their own problems (Lawson, 2011). The
author, citing the analyses conducted by Michalinos Zembylas and Elena Pa-
panastasiou, also points out that the idea of empowerment, can not only have
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different dimensions, but can also be operationalised in educational practice in
many different ways. He points out that the two key features of the concept,
namely the ability to control various aspects of one’s professional life and par-
ticipation in decision-making, which are central to the functioning of the edu-
cational community, illustrate the contradiction at the heart of the idea of em-
powerment. The first concerns teachers’ autonomy and the second their par-
ticipation in decision-making. Autonomy, as the author emphasises, means the
freedom to make decisions unconstrained by the views of other interested groups
(such as, for example, the governing body, the management, parents, students),
who may also participate in these decision-making processes (Lawson, 2011). In
everyday school life, this tension between autonomy and participatory decision-
making often takes the form of conflicts between different individuals that make
up school communities.

4.2 Empowerment and management

Empowerment is a concept not only analysed and developed in management
science, but it is also an idea successfully implemented into management prac-
tices in organisations. It is most often referred to the principles of building
relationships between employees and managers. It represents an extension of two
theoretical currents in management: participative management and work en-
richment. The analysis of empowerment as a management strategy or a method
requires the consideration of two mutually permeating planes: organisational
and psychological. In the organisational perspective, it refers to “a set of pur-
poseful managerial actions and practices that give power, control and authority
to subordinates. Psychological empowerment is the perception, the acceptance of
being supported, strengthened and subjectified” (Moczydiowska, 2013, pp. 15-
23). With this basic distinction in mind, it is worth emphasising that whether
empowerment is analysed from an organisational or psychological perspective, it
concerns employees and power relations in the workplace.

In the context of management, it is important to identify the objectives of
applying empowerment strategies. Among the basic ones, the building of col-
laborative culture seen as a starting point for innovation and stability is indicated
(Moczydlowska, 2013, pp. 15-23). In management practice, this means greater
employee autonomy. In order to identify the key features of empowerment in
relation to the management of organisations, I will refer to the characteristics
proposed by Monika Bobzien, which constitute the essential distinguishing
features of the concept under discussion. These are as follows:
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- participation - empowerment leads to co-participation, which means that it is
always carried out with the individuals, groups, institutions concerned in
order to support their plans and actions;

- resource-oriented approach - in analyses of workers’ competence resources,
the focus should not be on deficits, but on the strengths and opportunities of
individuals and groups;

- social embedding - a prerequisite for the implementation of capacity-building
and agency-oriented activities is, on the one hand, the support of the partic-
ipants in these processes and, on the other hand, the use of structural and
institutional support;

- the style and working method in empowerment-oriented proceedings always
focus on development, assistance, cooperation and networking;

- the aim is to expand the possibilities of all participants in the process;

- empowerment is achieved by supporting the development of competences, the
redistribution of power and the activation of democratic action among in-
dividuals, groups, organisations and communities (Bobzien, 2002, p. 233).

An interesting way to analyse empowerment within management science is also
proposed by Taejun Cho and Sue R. Faerman. The authors point to two ap-
proaches to analysing this mode of management. The first is structural or rela-
tional empowerment, which refers to the reorganisation of management prac-
tices. The second is psychological or motivational empowerment, which is aimed
at strengthening the potential of individuals and groups (Cho & Faerman, 2010,
pp. 33-51). T. Cho and S.R. Faerman pointed out that in structural terms, em-
powerment is most often seen as a new management alternative describing the
meaning of relationships (including power) in the workplace in a different
manner. It is also described as a change in management practice that transfers
responsibility for decision-making to employees at lower levels of the organ-
isational structure, as a practice of power sharing, as a process of empowering
people to influence events, outcomes of actions, and as a redefinition of the
meaning of individuals and groups in organisations. The authors also proposed
their own definition, in which they define empowerment as “a redefinition of the
structure or mode of management in which managers delegate responsibility and
information to their subordinates to enable employees to participate in the de-
cision-making process” (Cho & Faerman, 2010, pp. 33-51). This definition in-
tegrates two approaches to the attempts to define structural empowerment. In
one, the authors emphasise participation as a key element, while others point to
the concept of power sharing. The authors proposed a multidimensional model
for analysing empowerment in the field of management. They identified three
dimensions as fundamental to this concept:
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- participatory decision-making,
- performance feedback,
- delegation (Cho & Faerman, 2010, pp. 33-51).

The postulate of participatory decision-making is based on the belief that having
an impact on the reality in which one participates is always beneficial and in-
fluences changes in attitudes and behaviour, increases the level of satisfaction
with the activities performed and reduces the level of resistance and absenteeism.
Participatory decision-making is defined as a management process that allocates
power and authority among employees by increasing their level of involvement
(Cho & Faerman, 2010, pp. 33-51). Another aspect of structural empowerment
involves feedback on the effectiveness of actions taken and knowledge sharing. As
T. Cho and S.R. Faerman observe, for an employee to be involved in management
processes, he or she should receive information from colleagues and superiors, as
well as information about the organisation itself. These data help to understand
the context of actions taken, the legitimacy of decisions and foster the process of
building commitment. Particular importance is given in this context to feedback,
which is defined as “information about the current performance or activities of
the system used to exercise control over actions in the future” (Cho & Faerman,
2010, pp. 33-51). This means that in structural empowerment, feedback is used to
design change or rationalise processes within an organisation. Such an approach
causes feedback to be perceived as one of the tools of management. It is assumed
that the more an employee is aware of the processes taking place in the organ-
isation and the more reliable and comprehensive knowledge she or he has of their
own competences and actions, the more effectively she or he can modify their
own attitudes and behaviour. The last distinguished area concerns the delegation
of tasks and authority. Some authors see these activities as part of participatory
decision-making, while others consider it a separate aspect of structural em-
powerment (Cho & Faerman, 2010, pp. 33-51). The essence here is to invite
interaction and develop individual autonomy.

Analysing the way empowerment is perceived in management, it is possible to
identify three basic measures taken in this strategy. The first is motivation,
understood as encouraging employees to be more active. The second is man-
agement by involvement, understood as engaging employees to take responsi-
bility for improving their working methods. The third is management by dele-
gation, which involves empowering employees to make decisions (Smith J., 2006,
p-8). This is a rather simplistic vision of management but, as Jean Brillman points
out, the implementation of these activities requires certain conditions in the
organisation. These include the definition of degrees of freedom, limits, decision-
making constraints, immediate access to information and new information
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technologies, the existence of decision-support systems and the possibility of
mobilising internal resources (Brilman & Bolesta-Kukulka, 2002, p. 350).

4.3 Empowerment in education

The findings presented above regarding the perception of empowerment as a
mode of management in the context of educational practices seem insufficient.
Definitions from the field of management science do not sufficiently take into
account the complexity of the relationships and dependencies among all stake-
holders that make up a school community. Analysing Ricky W. Griffin’s classic
definition, which describes an organisation “as a group of people who work
together in an orderly and coordinated way to achieve a certain set of goals”
(Griffin, 1996, p. 35), it is difficult to treat pupils as co-participants in the school
community as the cited author defines the organisation. It is also difficult to
place parents in the context of this definition. Also the already classic definition
by Daniel Katz and Robert L. Kuhn, who see an organisation “as a social system
that consists of three elements: organisational roles, the norms sanctioning these
roles and the values, i. e. the ideological justifications from which these norms are
derived” (Katz & Kahn, 1979, p. 64), does not solve the problem of defining the
relationships between all participants not only in the school’s everyday life, but
also individuals in the school’s closer and further environment.

School as such is an organisation and its activities can be analysed according
to the criteria ascribed to organisations in the management sciences. This or-
ganisational perspective can be successfully used to analyse the relationship
between the principal and the teacher, and between the governing body and the
principal. The situation becomes more complicated if students and parents are
included in these analyses. The complexity of these relationships makes the
analysis of dependencies and opportunities for influence and co-determination
not only complex, but also multidirectional and multifaceted. Hence, this part of
the chapter will present how empowerment can be perceived and applied to social
and especially educational practices.

As already emphasised earlier, empowerment as a mode of action has been
adopted by different fields of social practice. Among the reasons for the popu-
larity of the concept, Franz Stimmer points to its ethical foundations and action
orientation aimed at change, reform, or improvement (Stimmer, 2000, pp. 49-
50). An important feature of the empowerment methodology, which enhances its
usefulness in social practice, is that it integrates actions on multiple levels. These
activities are simultaneously directed at improving the functioning of in-
dividuals, groups, organisations and communities. The axiological and teleo-
logical underpinnings of the concept are also important. As the cited author
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notes, the axiological foundations of empowerment derive from concepts related
to deficit- and conflict-oriented perspectives and lead to an explicit focus on
resource analysis, which is firmly embedded in the ethical and social aspects of
the problem. This means that the goals of the activities are mainly defined in
terms of self-determination, social justice and democratic participation (Stim-
mer, 2000, pp. 49-50). In practice, these objectives relate to activities aimed at
supporting individuals, groups, organisations and communities so that they
acquire the competence, motivation and capacity to solve their own problems
and improve their situation. This way of framing assistance emphasises the need
to empower the individuals, groups, organisations and communities with whom
one works.

In analysing how the concept of empowerment can be used in education, I will
refer to the basic levels on which action objectives are designed in this approach.
Empowerment is aimed at identifying the deficits and resources that shape a
given situation. Their diagnosis may concern: individuals, groups, institutions
and the local environment (Stimmer, 2000, pp. 53-56). This division organises
the reflection on the applied values of the concept.

Objectives aimed at improving the situation of individuals are linked to a
sound diagnosis of resources and deficits. Diagnosis is seen here as a prerequisite
for projects of broad pedagogical actions or for specific interventions. Referring
to the classical division of developed diagnosis into sub-diagnoses, it is worth
emphasising that for work in terms of empowerment, a classification diagnosis is
the least valuable. What carries greater value is the diagnosis of meaning, ae-
tiological and prognostic (Paluchowski, 2007, p. 16). Identifying resources and
deficits is the basis for the most precise design of offers fostering support or
development. The assumption here is that these offers should be tailored to the
actual individual needs of the person to be supported. It is worth emphasising
that in an educational context, an individual who is being professionally sup-
ported is not identified only with a student or possibly his or her parents. This
way of thinking also applies to the diagnosis of individual resources of pro-
fessional teachers and educational management staff. In addition to resources
and deficits, the reasons for low activity or inactivity are an important target for
diagnostic recognition. If empowerment is to be aimed at co-determination,
cooperation and taking responsibility for tasks that the individual can undertake
independently, an important aspect is to recognise the lack of motivation to
undertake these activities. Data from a diagnosis in this area can, on the one
hand, contribute to the individualisation and adaptation of the pedagogical offer
and, on the other hand, can facilitate the choice of methods and techniques for
working with a particular individual.

In group work, empowerment is applicable to work with families, peer groups,
school classes and work teams. The methodology of work in this area is oriented
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towards the recognition of the group’s resources and deficits, so that actions can
be planned to transform the group into a team and trigger synergy effects.
Diagnosis in this area includes an analysis of group roles, cohesion, norms,
developmental phases, leadership and conflicts. In working with the group,
emphasis is placed on the appropriate selection of tasks to increase group co-
hesion and effectiveness. It is important to propose tasks of an additive nature
and avoid disjunctive and conjunctive ones (Stimmer, 2000, p. 57). This ob-
servation not only applies to work with children and young people, but it is also
applicable when designing development offers for boards of education or staff
teams. The diagnosis of group resources and deficits also addresses the deter-
minants of group effectiveness. Referring to the concept of the three-dimensional
perception of team effectiveness, variables such as team performance, sat-
isfaction of team members and conditions for future cooperation are also ana-
lysed (Hackman & Morris, 1975, pp. 45-99).

In the context of the school as an institution, empowerment has very broad
implementation possibilities. Those features of the concept which are em-
phasised in management science are applicable here. In addition to the obvious
perspective of analysing relationships within an institution, the material, in-
formational and financial resources that determine the effectiveness of an or-
ganisation’s functions can be analysed. Empowerment also facilitates reflection
on the relationship between the assumed and actual functions of the school.
Strategic management and evaluation techniques - both ex-ante, formative, and
ex-post — can be applied here.

The fourth perspective involves the local environment. It has an important,
although often underestimated, influence on the functioning of schools. The
characteristics of the local environment, i.e. its socio-demographic structure,
financial potential, location, infrastructure and traditions, model how educa-
tional needs and tasks are interpreted. Local educational policy is that area
which, on the one hand, can be a factor for the transmission of educational
ideology and, on the other hand, can stimulate or impede initiatives and pro-
grammes related to educational goals. The quality and direction of educational
policy at the local level and the competence of decision-makers, especially in
communicating with other actors in educational processes, can determine the
quality and direction of local education.

It is worth emphasising that empowerment in social practices, including ed-
ucation, can be analysed as:

- astate of - enhancement, authorization, growth, a sense of agency, a sense of
power and capability, exercising control,

- a process — restoring strength, dignity, control, strengthening competence,
giving support, developing skills,

Open Access Publication (CC BY-NC-ND 4.0)
© 2025 VeR unipress | Brill Deutschland GmbH
ISBN Print: 9783847118558 — ISBN E-Lib: 9783737018555



60 Empowerment as a strategy for management of educational processes

- the purpose of educational and social interventions in a broad sense (Rosalska,
2006).

This way of looking at empowerment makes it possible to see how useful this
concept can be for the management of educational processes. It not only makes it
possible to direct these processes towards a precisely defined goal, but also to
choose appropriate methods for realising this goal. A different way of thinking is
proposed by P.-A. Tengland, who indicates that empowerment can be seen from
two perspectives — as a goal and as a meaning. In the latter perspective, em-
powerment can be analysed as a process, a method and an approach. On the other
hand, when analysing the perspective in which empowerment is perceived as an
objective, the author has operationalised the indicators proving that a state of
empowerment has been achieved, or indicate what should be pursued to achieve
this state. These include: the ability to control one’s own life (individual, family,
group or community), a sense of autonomy, knowledge, awareness of develop-
ment, competence, self-esteem, self-efficacy and self-belief (Tengland, 2008,
pp. 77-96). These indicators may be at the same time the variables analysed in
studies on the level of democratisation of specific educational institutions, or
they may constitute the direction of educational activities aimed at realising the
objectives anticipated in this way.

For the considerations undertaken in this publication, an interesting per-
spective for analysing the possibilities of implementing empowerment in edu-
cation is that of educational policy. If one assumes that one of the key features of
empowerment is sharing power, this task in the context of everyday educational
practices seems particularly noteworthy. Power in schools is most often per-
ceived through an analysis of the principal’s relationship with other participants
of educational processes. However, this is, in the context of educational policy,
too narrow a perspective. Leaving aside the issue of analysing the rich proposals
for definitions of the category of power formulated in various sciences, I would
like to refer to the concept of school governance proposed by Seth Kreisberg
(Kreisberg, 1992). It is a concept that explicitly justifies the need for empower-
ment in education and, at the same time, points out the multifaceted factors
inhibiting the process of implementing empowerment in educational practices.
The author proposes to reflect on two fundamental issues - how power manifests
itself in school everyday life and how it can be used to build and strengthen
attitudes related to preparing all members of school life for participation in the
wider society. Kreisberg states that power can be understood as domination, but
also, under certain conditions, its transformative power can be harnessed. The
perception of power in school can be accomplished by analysing how it manifests
itself on a continuum stretched between domination and empowerment. Dom-
ination, according to the cited author, is a common phenomenon in manage-
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ment. Kreisberg emphasises that the same patterns of domination apply in ed-
ucation as in other institutions (Kreisberg, 1992). These patterns do not only
apply to the teacher-pupil relationship, but are also replicated in the relationship
between the principal and teachers, between the principal and parents, and be-
tween teachers and parents. Empowerment is, in the author’s view, the opposi-
tion to domination. He uses this concept to describe a new ideology for the
perception of power in schools. He defines it “as a process by which people and/
or communities reinforce their control or power over their own lives and the
decisions that shape those lives” (Kreisberg, 1992).

Empowerment defined in this way can be recognised in psychological terms as
aprocess aimed at building an individual’s sense of value, meaning and agency. It
can also be used to analyse social processes and actions within specific in-
stitutions. In the context of school work, it is a concept that aims to prepare all
members of the school community to practice participation. Kreisberg observes,
however, that in order to make this postulate a reality, it is necessary to give
control and influence to all those involved in the process. This means the ne-
cessity of sharing power. This translates not only into sharing the ability to make
decisions and having real influence, but also making available the resources that
have hitherto been at the sole disposal of the principal. Referring to the work of
the precursors of empowerment thinking, Barbara Solomon and Charles Kieffer,
Kreisberg draws attention to another condition for the success of empowerment
in schools, according to this concept. This includes the competences of the
people who make up the school community. After Ch. Kieffer, he calls them
participatory competences (Kreisberg, 1992). They are related not only to in-
dividual intellectual resources and personality traits, but also to skills, such as
defining one’s own needs and goals and critically analysing the social and cul-
tural context of the actions taken.

Sharing power also requires sharing responsibility. This means that the people
with whom the principal wants to share the power must be willing to accept that,
to a limited extent, they will also assume responsibility. Kreisberg makes it clear
that people in the school community must be adequately prepared to take on
responsibility. The idea of empowerment implies that participants in educational
processes have the right to influence and (co)decide. However, insufficient
knowledge and skills may become a barrier. When competences for co-deter-
mination are recognised as insufficient, opportunities are sought to enhance the
potential of individuals, groups or communities. It is an approach that aims to
develop, expand capabilities and learn. This perception of participatory com-
petences modifies the perception of educational offers for teachers and other
school staff. This modification broadens the profile of desirable teacher com-
petences to include those related to the management of processes carried out in
the school community.
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The second area to consider when analysing the power relationship in school
involves the interests of individual stakeholders. They are defined as all in-
dividuals and entities actively involved in the implementation of the project and
benefiting from the effects of its implementation, as well as all individuals and
organisations whose interests may be affected by its implementation and the
outcomes of its implementation (Dobert, 2011, p. 47). This definition can be
successfully used to describe and analyse the power relations and conflicts of
interest taking place in the school space. Stakeholders can be defined as in-
dividuals, groups or institutions that have a relationship with a school because of
an underlying interest. These interests may be of different nature - direct or
indirect, active or passive, conscious or unconscious, acknowledged or un-
acknowledged, close or distant in time. This is a particularly interesting theme, as
in the context of empowerment it concerns the analysis of power and fields of
influence rather than power sharing. This issue is well recognised in analyses of
educational management practices. In the context of the purpose of this pub-
lication, the school’s relationship with the social environment and primary
stakeholders will be discussed in the chapter on strategic management.

4.4 Determinants of the implementation of the empowerment
concept into educational practice

The concept of empowerment is well described as a management and governance
approach. Analyses cover both the assumptions of the concept, its evolution and
the conditions for its effectiveness. While in the management sciences this way of
thinking about how to build relationships with employees is accepted and im-
plemented, in the field of educational practice it is still a concept treated more
like a postulate than everyday school practice. In the final section of this chapter,
I will refer to selected categories that can guide and structure the reflection on the
determinants of effective introduction of empowerment into educational anal-
yses and practices. I will indicate the conditions related to the axiological
foundations of empowerment, the teleological perspective, the methodological
perspective and the assumptions from the field of educational policy.

The first perspective is axiological in nature. It is fully justified. As Grzegorz
Zuk notes, the word “value”, which has its origin in the Latin word valere, means
‘to be healthy, to be well; to have influence, importance, to be able’. The concept
can also be related to dovalidus, which means ‘strong, powerful, nimble, de-
fensive, influential, effective’ (Zuk, 2016, p. 18). These concepts are an important
element of the set of categories attributed to the notions of empowerment and
empowered. In relation to education, however, more important than an analysis
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of the etymology of the two concepts is the reflection on what importance is
attributed in educational ideologies to such values as power, freedom or self-
determination. It is not the purpose of this chapter to analyse individual edu-
cational concepts as a background for assessing the value of the concept of
empowerment in educational practices. The primary aim is to point out the
relevance of the distinction between declarative and actual values. While de-
clarative values can be deciphered from theoretical studies, pedagogical mani-
festos, postulates of reformers, concepts of school work prepared for com-
petitions for the position of school principal, statutes and regulations of in-
dividual institutions, the decoding of values that shape everyday school practices
is much more difficult. The methodologies of organisational culture research,
action research, ethnographic research can be used in this regard (see: Cervin-
kova, 2012). It is important to recognise both practices and artefacts of school
everyday life. In terms of practices, it is necessary to recognise ways and channels
of communication, decision-making, participation in resources, activities in
terms of self-governing structures, spheres of influence and co-determination.
Artefacts are also a valuable source of such information as: the organisation of
school space and specific classrooms, the way areas are designated for particular
groups of the school community, the use of corridor space or the acceptance of
individual dress preferences (see: Nalaskowski, 2001, pp. 9-11).

The second perspective is teleological in nature. Questions about the purpose
and meaning of education are fundamental here. In the context of empowerment,
two important issues are worth emphasising. The first concerns the tension
between the emancipatory and adaptive function of education. It is clear that for
an adaptive ideology, empowerment will not be a solution that is not only at-
tractive but also acceptable. The second problem area is the tension between
goals oriented towards socialisation into community roles and goals oriented
towards building and developing the individual’s personal resources. In both
areas, the tension has the same core - it is the approach to power, influence and
self-determination.

Both axiological and teleological perspectives are revealed in educational
practices. This methodological sphere of the school’s work unmasks the actual
rather than the declarative approach to empowerment as a goal and a mode of
action. The analysis of these practices can be done both at the micro level by
recognising patterns of behaviour in the school classroom, by recognising pat-
terns of teacher-student relationships, and by analysing school artefacts. Ob-
servations of relationships between other participants in school life, communi-
cation styles, organisational culture can also provide data for analysis. In re-
search on empowerment from a methodological perspective, it is also important
to pay attention to solutions related to the planning, implementation and eval-
uation of the didactic process. A lot of information can be provided by analyses
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of teaching methods and techniques, the way assessment and feedback are car-
ried out. Solutions such as the flipped classroom or problem-based learning will
definitely be closer to the idea of empowerment than teaching based on
knowledge transmission.

The last perspective of the analysis of the determinants of the implementation
of empowerment into educational practices relates to educational policy, both at
the meso and macro level. The systemic framework, most often in the form of
legal acts, creates conditions that may or may not be conducive to a culture of
empowerment. Decentralisation-oriented solutions will foster the power sharing
and responsibility. This is particularly evident through an analysis of the policies
of school governing bodies. Public school principals operate within a framework
designed by the leading authorities and educational supervision. Depending on
how broad this framework is and what the distribution of rights and re-
sponsibilities is, principals of individual institutions can design adequate sol-
utions related to the implementation of empowerment. Educational policies can
also be interpreted as factors that create a climate conducive to widening the
space of freedom combined with responsibility. In the absence of such a climate,
undertaking empowerment and self-determination activities may not only be
unprofitable, but also risky.

Summarising the above discussion on the determinants of the appeal of the
empowerment concept and the potential for its use in everyday educational
practices, it is worth emphasising that it is a concept requiring not only knowl-
edge and pedagogical sensitivity, but also courage. Courage refers to the need to
confront dominant (at various levels) educational ideologies and beliefs. It is also
necessary in the area of power sharing in schools. This is difficult especially in
those systems where the responsibility for the pedagogical and educational
processes rests solely with the principals.
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Malgorzata Rosalska

Chapter V:
Building relationships with the community as part of school
management

School as an open system does not function in social vacuum. It is involved in
numerous, more or less intense, relationships with various entities from its closer
or further environment. These relationships affect the direction and dynamics of
the processes carried out at school, and are also important in decision-making.
Bearing this in mind, it can be assumed that the management of school tasks with
regard to building and maintaining relationships with the social environment
belongs to important responsibilities of the headmaster. The quality of their
implementation is not only connected with how the institution is perceived in its
environment, but also with the ability to use synergies associated with cooper-
ation with individual stakeholders.

The tasks of headmaster are directed both internally and externally. Internal
activities concern processes related to teaching, upbringing, care and admin-
istration. Externally oriented activities concern building relationships with the
closer and further environment, implementing educational policies formulated
at the national, regional and local levels, acquiring resources and allies, building
the image of the institution, maintaining relations with school stakeholders.
Activities undertaken in this area require from the headmaster specific com-
petencies associated with the strategic management of the institution. Com-
petencies related to being a politician, animator, negotiator also seem to be
necessary.

This part of the book will identify the elements of social environment within
the scope of the headmaster’s various interactions, as well as the challenges of
strategic management in educational institutions. It will also include a reflection
on those aspects of headmaster’s work that are related to building the image of
school in its social environment and possibilities of using marketing as one of the
elements of managing the processes conducted at school.
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5.1 Social environment of school

Analyzing the tasks of headmaster connected with managing relations with social
environment involves an in-depth diagnosis of the environmental conditions in
which school operates. This is due to the complexity of contexts in which in-
dividual institutions operate. Recognition of the environment is the primary
point of reference for analyzing school activities and educational processes im-
plemented in it. It is viewed broadly, through the prism of identifiable factors that
can support or hinder the implementation of typical school processes. The en-
vironment can be considered not only as a background for the activities un-
dertaken at school, but also as a factor that models these activities, energizing or
hindering them.

The social environment of school includes elements of demographic, eco-
nomic, natural, technological, political, cultural, legal and technological nature.
These are variously organized and called (Hall, 2007, p. 65). These factors can be
analyzed in the context of micro, meso and macro environment. Assuming that
each school as an element of the educational system is subject to similar macro-
environmental influences, especially those of political nature, these factors can
clearly differ from one another in micro and meso perspectives. The educational
system provides a framework, environment, and context for the implementation
of educational processes. The factors inherent in the micro and meso environ-
ment condition the direction, quality and dynamics of these processes. At the
same time, it is worth noting that these processes do not concern only educa-
tional tasks. They are also activities aimed at facilitating the fulfilment of
teaching, upbringing and care goals. These processes include, for example,
management of resources such as finance, infrastructure or personnel.

Recognizing these factors, their description and analysis, are among the tasks
of the headmaster who wants to intentionally shape the relationship between her/
his establishment and its environment. In order to accomplish these, he or she
can use both non-scenario methods, such as trend extrapolation, as well as
numerous scenario methods. The choice of strategy and methodology for this
analysis depends on the headmaster’s research competence, the characteristics of
the environment, and the available data. It is important that the assumptions and
goals for building relations with the external environment are based on sound
premises. In the context of the work of school and the dynamics of change in the
processes that determine its activities, special attention should be paid to sce-
nario-based methods that facilitate predicting the impact of phenomena oc-
curring in the environment and assessing potential risks and potential oppor-
tunities that the future may bring (Gierszewska & Romanowska, 2002, p. 76).

External institutions with which school cooperates can be divided into several
categories. These include local government units, which constitute the governing
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body of school, institutions of education system, law enforcement agencies, so-
cial welfare institutions, other schools and educational institutions, cultural in-
stitutions, clubs and sports facilities, churches and religious associations, busi-
nesses and labour market institutions and non-governmental organizations,
universities, health care institutions, or media. It is also worth adding to this set
the community-specific institutions, such as, for example, fire stations or for-
estry departments (Hernik, Solon-Lipinski & Stasiowski, 2012, p. 19). This list is
not complete, but it illustrates how multifaceted these relationships are. At the
same time, it should be noted that the strength of the relationship between school
and its environment is differentiated by the permeability of the school’s external
boundaries. Schools with more permeable boundaries will be more willing to take
advantage of the resources inherent in the environment, engage in local ini-
tiatives, cooperate with other stakeholders interested in participating in estab-
lishing an environment conducive to learning inside and outside school (Dryll,
2021, p. 36).

Cooperation between school and its environment can be analyzed from
multiple aspects. Assuming that it can involve both bilateral exchange and uni-
lateral transfer, its diagnosis should take into account such aspects as: the context
of establishing cooperation, its content, the basis of cooperation, intensity, ef-
ficiency, as well as the direction of resource transfer (Hernik, Solon-Lipinski &
Stasiowski, 2012, pp. 17-18). This means that each school individually designs the
scope and intensity of these relationships. Reasonable identification of institu-
tional resources and allies in the environment of the institution is worth pointing
out as the key task in the context of the headmaster’s activities in the discussed
area. Such an in-depth diagnosis can be the basis for cooperation projects, which
will be oriented towards the attainment of the most important goals from the
point of view of a particular school.

The prospect of the relationship between school and its environment is in-
teresting from the perspective of designing educational policies. Lorraine M.
McDonnell points out that institutions, along with public interest and ideology,
are one of the basic elements of projects in this regard (McDonnell, 2009, p. 57).
The institutional dimension integrates thinking in legal and administrative
terms. Analyzing education policy from the institutional perspective is also im-
portant because it is the institutions that define the framework for implementing
educational policy, and thus influence its implementation and effectiveness.
What is important for the quality of school functioning is the saturation of the
environment with institutions that support school in achieving its goals. Of
particular importance here is the availability of institutions providing ther-
apeutic, specialized assistance and support in the field of prevention. The
available range of offers in the field of social assistance and cultural animation is
important as well.
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Analysis of the scope of relations, their direction and dynamics is also relevant
in the context of the second element identified by the quoted author, namely, the
public interest.

Education is a space where not only the interests of direct participants in
educational processes converge, but also the interests of representatives of the
school social environment. In the context of building relations with the envi-
ronment, the interests articulated by the governing and controlling bodies of
schools are particularly vital. The most important forces of the social environ-
ment, which exert a multidirectional influence on schools and their leaders and
directly or indirectly express their expectations towards school activities, can
include such stakeholders as the state and its bodies, social groups (political
parties, churches and religious associations, associations and foundations, trade
unions), the media, as well as academic and scientific circles. When analyzing the
impact of the external environment, it is also worth considering the closer, local
environment. It is at this level that arrangements for the school network and
human resources policies implemented by governing bodies are articulated and
negotiated. It can be assumed that while stakeholders from the macro zone put
forward postulates that are mainly ideological in nature, the local level is do-
minated by economic and social interests identified with the individual needs of
particular groups of local influence.

5.2 Strategic management

While an in-depth diagnosis of the resources and allies in the school social
environment is important in the context of planning development directions and
fundraising, strategic management can be considered a way of thinking and
acting aimed at building synergistic relationships between the institution and its
environment. Two basic phases can be identified in the process of strategic
management. The first is strategic planning, which implies cognitive activities,
goal setting and strategy development; the second is strategy implementation,
which includes activities resulting from strategic planning, i.e. strategic ad-
ministration and control (Przyszczypkowski & Solarczyk-Ambrozik, 2002, p. 7).
Thus, the starting point for the development of educational strategies is a diag-
nosis that takes into account data regarding the analyzed processes and phe-
nomena and the external factors that condition them.

Strategic management is defined as “a management process focused on de-
veloping and implementing strategies that foster a higher degree of compatibility
between the organization and its environment and the achievement of strategic
goals”. According to the concept proposed by R.W. Griffin, every strategy in-
cludes four basic areas: scope, resource deployment, distinctive competence and
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synergy. This approach can also be successfully applied to strategic management
in education. The areas indicated by Griffin are suitable for the analysis of
management processes in education, they allow us to analyze the processes
carried out at the interface between school and its environment (Griffin, 2021,
p. 206).

Scope defines the set of markets in which the organization will compete. In the
context of school, defining the scope means recognizing the key characteristics of
the target group of educational services and the characteristics of the operating
environment of the institution, for which it designs an offer not only didactic, but
also educational, caring and sometimes social. Determination of scope can take
the form of an in-depth environmental diagnosis, the purpose of which will not
only be a description, but, first and foremost, the identification of needs and
factors supporting or hindering their realization. Identifying the scope can also
be relevant to the design of marketing procedures of school or other educational
institution.

Another area of strategic management involves the resource deployment, i.e.
“how the organization distributes its resources in the areas in which it competes”
(Griffin, 2021, p. 234). The way in which resources are managed, how they are
allocated and how they are used applies to all groups of resources managed by the
school headmaster. The analysis of resource deployment can involve both the
ways of using school infrastructure and managing employees. Thinking in the
perspective of strategic management makes it possible to diagnose the allocation
of resources in the context of the efficiency of conducted activities, cost-effec-
tiveness or optimization of processes. In this context, one can also think about the
ways in which school can use resources inherent in its environment or use its own
resources for the benefit of the local community or in terms of increasing its own
financial reserves. Such thinking is more common in the meso perspective of
educational policy design, but can also be used in the management of individual
facilities or in projects involving cooperation between schools and institutions
supporting their work within a single governing body.

The third area is distinctive competence. For educational processes, it defines
what distinguishes the school, what it is particularly good at, what it specializes in,
what gives it a competitive advantage. The starting point for a discussion of dis-
tinctive competence is always an analysis of the school social environment, the
offerings of schools competing for students in the same environment, and the
diagnosis of school resources and capabilities. In a situation where the school has
no competition in its local community, the need to develop a distinctive com-
petence is not significant. The situation is different in highly competitive envi-
ronments. This occurs when several schools compete for students in the envi-
ronment of clear demographic crisis. Another example could involve competition
between high schools or vocational training schools, or between kindergartens with
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a similar territorial range. Defining the distinctive competence of an institution is a
creative task on the one hand, requiring intensive conceptual work. On the other
hand, it is a process that requires in-depth diagnosis and analysis, since the
identification of a category that distinguishes an organization from others in the
long run will condition the directions of its development, investment and mar-
keting strategy.

The last area of strategic management identified by R.W. Griffin is synergy. It
is defined as “the way in which various areas of organisational activity comple-
ment or support one another” (Griffin, 2021, p. 235). At the school level, synergy
should apply to the implementation of didactic, educational and caring proc-
esses. It is the opposite of competition. It is based on the assumption that co-
operation, coordination of activities is supposed to enhance efficiency. The
mechanism of synergy can be used in the management of individual schools, but
it can also be one of the reference points for designing educational policy at the
local or regional level. Adopting a way of viewing and analyzing educational
resources in such a way as to harness their potential for building social capacity
can unleash synergy in a broader perspective. An important aspect of synergy-
oriented activity is building a culture of cooperation, assistance, and pursuit of
common goals. In the field of education, this goal is also to build community
social capital.

Taking into account the broad context of analyzing educational processes
serves as prevention against excessive focus on indicators directly related to the
analyzed institution or its local environment. Most often these involve economic
and demographic indicators. Introducing the need to consider the social and
cultural context into the analysis can open up the perspective for designing
changes aimed not only at optimizing costs, but also at equalizing social op-
portunities, supporting underprivileged groups, preventing school failures or
building a civil society. The local context reveals the needs in this area and makes
meeting them realistic. An important point of reference are local resources —
financial, material, human or information. The diagnosis is also performed as to
whether the selected tasks are not carried out by too many entities, whether the
organization can be optimized, and the infrastructure better utilized. It is at this
level of strategic management that decisions are made regarding reorganization
and outsourcing the selected services.

In the context of building relationships between school and its social envi-
ronment, a diagnosis of the organisation itself is also important. However, this is
not just a diagnosis of a descriptive-evaluative nature. It is oriented towards
demonstrating the relationship between the way the organisation functions, its
effectiveness and the conditions of the environment in which the school operates.
Most often researchers refer to SWOT analysis at this level. It is a popular ana-
lytical technique. Its advantage consists in its simple and structured form. In
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educational research, it is applicable to identifying resources in the context of
planned activities and vision for school development.

5.3 Building relationships with environment

The school belongs to the structure of institutions that implement goals of local
communities. It is an element of a broader system. It is impossible to analyze the
course of school management without taking into account the processes taking
place at the interface between the school and its environment, or even processes
taking place in other entities, the consequences of which have a direct or indirect
influence on the daily practices in school. In this context, the headmaster is a
politician whose task is to collaborate, mediate, negotiate, build relationships, tap
into the potential of local community and animate initiatives.

Building relationships with the school social environment can be carried out
in different manners. In the literature, authors propose various models for an-
alyzing this process. For the purposes of this publication, two of them will be
mentioned. The first model proposed by Chris Huxham includes four ways of
building relationships with the environment. These are: networking, coordina-
tion, collaboration and partnership. The first way, based on networking is simple
and does not require commitment of resources and changes in the organizational
culture. It is based on cooperation which consists in exchanging information and
the task of school is to find proper partners and establish possibly most effective
channels of information exchange. Coordination is a more complex form. It
involves realization of common goals through joint action. This means the need
to develop and adjust trans-unit strategies for action. The organization of work,
distribution of resources, perception of goals and hierarchy of priorities require
adjustment in this situation. Cooperation based on coordination strives for
synergy as the primary effect of joint action. The third way of working together
involves collaboration. It is based on joint planning and organizing activities.
Changes in organizational culture are more advanced here than for coordination,
but they are not permanent and cover the duration of the joint task or project.
The last way of cooperation identified by Huxham is based on partnership un-
derstood as trust, support, joint learning. This is the most advanced form of
cooperation (Huxham, 2003, pp. 401-423).

The invoked author also pointed out an interesting concept of analyzing inter-
organizational cooperation. He indicated the tension between two perspectives of
analyzing the topic. The first focuses on benefits. The concept of collaborative
advantage emphasizes synergy as the goal of cooperation. It assumes that in
order to obtain a real benefit from cooperation, something must be achieved that
could not be achieved by any of the organizations acting alone. The other focuses
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on difficulties and losses. The concept of collaborative inertia takes into account
the problem of negligible, slow or insufficient effects of cooperation (Huxham,
2003, pp. 401-423). Analyzing both various ways of understanding the concept of
cooperation and the practices in this area, the author identified four basic themes
of cooperation. These are the categories that can provide a useful canvass for
analyzing collaboration between schools and their social environment, such as:
goals, power, trust, and membership structures.

The first of these involves common goals. It is assumed that the basis of joint
projects are common or concerted goals, and that they energize the activities of
collaborating entities. In educational practice, however, it is worth noting the
imprecision and sometimes even discrepancy between the declared and actual
goals. An important aspect is also the hidden agenda not only of school, but also
of the institutions surrounding it. The risk of dissonance of goals is particularly
pronounced where the basis of the activities of individual organizations consists
in ideological assumptions based on a strong axiological message. The second
theme is power, its exercise and distribution. Of particular interest for the
practice of collaboration management is the identification of the points of power
that form the power infrastructure for collaboration (Huxham & Beech, 2008).
Many of these occur at micro level and are so subtle that they are not even
perceived by the partners as an area of governance. Huxham indicates here such
elements as the name of the project, how partners are selected for collaboration,
how meetings are organized and moderated. It is worth noting that the infra-
structure of power is not static. The activity of individual partners can change due
to the phase of the project, as well as the prevailing goals. Another theme re-
garding cooperation involves trust. Although the existence of trust-based rela-
tionship between partners would be an ideal situation, according to Huxham, it is
more often suspicion rather than trust that lies at the root of various types of
cooperation.

Often partners do not have the opportunity to choose other people and in-
stitutions with whom they want to work. Either imposed (local, regional, macro)
policies dictate who must be a partner, or the pragmatics dictates which partners
are needed for specific tasks. This means that especially at the beginning of the
collaboration - the focus should be on building trust between partners. The
author points to two factors that are important for starting a trusting relation-
ship. The first concerns the formation of expectations about the future of the
collaboration. If it is to be based on reputation or past behaviour then trust pays
off for all parties involved. The second starting point relates to risk taking. The
argument is that partners must trust each other enough to be willing to take risks
in order to initiate collaboration. If both factors are viable, the research seems to
suggest that trust can be built by starting with modest but realistic goals that are
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likely to be attained, thus reinforcing attitudes of trust and thereby gaining a
basis for more ambitious collaboration.

The fourth theme is membership structures. Huxham describes them through
three aspects: ambiguity, complexity and dynamics. Ambiguity refers to the
partners’ knowledge of the collaborating organisations, i.e. their goals, ob-
jectives, responsibilities and justifications for building cooperation. Complexity
defines the number and variety of arrangements and the hierarchy of tasks
assigned to each organisation. Dynamics, on the other hand, refers to the rate of
change in the structure, its stabilisation through trade-offs. It is worth empha-
sising that the factors energizing the transformation of the cooperation structure
involve both external influences, especially those related to changes in the law or
in local policy assumptions, but also the aspirations and actions taken by in-
dividual collaborating participants.

The fifth and final theme is leadership, which refers to shaping and im-
plementing the collaboration policy and agenda. Huxham an Vangen (Huxham
& Vangen, 2000, pp. 1159-1175) identify two important issues in this area. The
first regards the media through which leadership is delivered, and the authors
argue that structures and processes are as important in driving agendas as the
participants involved in collaboration. The second aspect concerns leadership
actions that are directed at nurturing collaboration, such as motivating, en-
couraging and empowerment. At the same time, they point to destructive actions
based on manipulation, politicking and other ethically questionable behaviour.

The second model, or rather a typology of models of cooperation between
schools and institutions from the social environment, was developed by Roman
Dorczak on the basis of research on collaboration in preventive and educational
activities in several dozen Polish schools. The author distinguished five models of
schools entering into inter-organisational relationshis (Dorczak, 2012, p. 319).
The first is the negative cooperation model. In this model, the transfer of benefits
is one-sided, with one institution pursuing its own goals at the expense of the
other party. Behaviours such as the exploitation of tangible, intellectual and
informational resources are engaged here, often without the consent and
knowledge of the partner. The second model is the linear collaboration model,
also referred to as the “hot potato” model. It involves successive institutions
delegating a task or problem to one another. This is particularly relevant for
difficult, unusual situations that school is unable or unwilling to deal with. The
case is then referred to more specialised institutions. The next one, the domi-
nance model, occurs when the scope of collaboration, its rules and its course are
determined by one of the partners. It differs from the negative collaboration
model by the fact that the dominated party is aware of its situation and accepts
this treatment because it perceives some benefits to it. The fourth, the parallel
action model, is characterised by momentariness, occasionality and sometimes
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randomness. Sometimes it is only a mock collaboration resulting from formal
requirements related to the implementation of a project or raising funds. The
last, and as noted by the author of the cited typology, the least frequent model is
partnership collaboration. At each stage, partners work together, develop goals
and concepts. Activities are jointly planned, organised and implemented. De-
veloped changes or solutions affect all partners and are implemented by all
partners. These activities are not random and their effectiveness triggers synergy
effect.

The typologies of different models of inter-organisational collaboration
presented in this part of the work can provide guidance for headmasters not only
in designing collaboration with individual institutions from the closer or further
social environment. These models can also be used as a basis for evaluation
projects, both those already undertaken and those planned. The evaluation of
activities conducted together with institutions from the school social environ-
ment can be based on a comparison of specific activities within the models
mentioned above. Even if one assumes that pure forms of these models are rarely
found in school practice, it is worth recognising their essential features. De-
signing the evaluation in this way, especially ex-ante, can facilitate and deepen the
reflection on whether a particular project, or an offer of cooperation is beneficial
in the context of other goals of priority importance to the school.

5.4 Educational marketing

Public relations activities are one of the elements of managing an organisation,
including a school. They are an essential element in building school image in its
immediate environment. Assuming that fostering public relations represents a
management function of a continuous and planned nature, through which the
school gains the understanding, sympathy and support of those in whom it is
interested now or may be interested in the future, it can be considered that the
conscious use of this function is one of the basic tasks of a leader of the school
community.’ Researching opinions about the school, building and disseminating
the image, taking care of its coherence and clarity are the tasks of a headmaster
who wants to intentionally influence relations with his or her school social en-
vironment. In relation to schools, public relations oriented activities constitute
also an element of promotion and a marketing tool. In the context of the topic of
this section, however, we will focus on activities concerning the positioning of
school in the local community. These are primarily aimed at building and

6 See: PR definition according to IPRA https://www.ipra.org/member-services/pr-definition/.
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maintaining the school’s prestige, attracting more pupils or attracting pupils with
a particular aptitude profile.

Prestige, understood as social respect, is created in the environment. It has a
strongly hierarchical meaning, which becomes particularly significant in com-
munities rich in educational institutions addressing their offer to the same target
groups. The presence of prestige is evidenced by behaviours and evaluations
directed at individuals, groups, institutions and other “objects” submitted to
social evaluation (Domanski, 2019, p. 188). In the process of building relation-
ships with the school environment, actions can be taken to shape assessments of
the offers and processes undertaken at school. Given that public relations is
regarded as a continuous and planned activity, it is the task of the headmaster
and his/her team to develop not only the desired image of the school, but also the
strategy to achieve and promote it. This is a multi-stage process requiring creative
collaboration. At this point, it is worth mentioning the stages of strategic public
relations planning proposed by Roland D. Smith. The author identified the fol-
lowing 9 steps:

Analyzing the Situation

Analyzing the Organization

Analyzing the Public

Setting Goals and Objectives

Creating Action and Response Strategies
Developing the Message Strategy

Selecting Communication Tactics

Implementing the Strategic Plan

Evaluating the Strategic Plan (Smith R.D., 2021).

0 PN

Even a cursory analysis of these stages indicates how elaborate and complex this
process is. In the context of school management, it is worth highlighting activities
related to the analytical, research sphere. Projects related to promoting the school
image in its social environment should be preceded by a reliable diagnosis of
both its potential and its perception in the environment. It is important that
public relations projects are anchored in reliable and current data, and not just in
the vision or projection of the aspirations of managers. In the set of activities
proposed above, the first three stages that precede the formulation of goals relate
to diagnosis. This includes the analysis of the situation, the organisation and the
target group. As well as being broad, it should also be relevant and reliable. And
this, in turn, raises questions about the competence of headmasters in designing
and implementing research as well as analysing and interpreting the results. The
second aspect, whose importance needs to be emphasised in designing public
relations, is that of planning and process. Managing relationships with the school
social environment requires planning not only the message with the content to be
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promoted, but also communication strategies. What is important here is the
choice of communication channels and the selection of specific tools.

The marketing of educational services has a unique character. This is due to
both the organisational context and the characteristics of the service itself. On the
one hand, educational services are universal, accessible and free of charge; on the
other hand, they are subject to marketing processes. On the one hand, there is an
abundance of public schools, while on the other, private educational service
providers operate on the market as entrepreneurs focused on multiplying profits.
The characteristics of educational services that determine the choice of mar-
keting tools include the intangible nature of the service, the impossibility of
acquiring ownership, diversity, inseparability and non-sustainability (Hall, 2007,
pp- 121-122; see: Pluta-Olearnik, 2006, p. 33). Furthermore, services provided in
schools have additional characteristics that demonstrate their uniqueness: they
are interdisciplinary, complex, and difficult to evaluate (Hall, 2007, p. 123). This
makes it necessary for marketing activities to be tailored to the characteristics of
the services to be promoted, while at the same time targeted at precisely defined
objectives. Furthermore, marketing of educational services can also be attributed
the characteristics of marketing activities undertaken in other non-commercial
institutions. These include:

- multiplicity of objectives,

- the overriding nature of social objectives,

- independence of the pursuit of activities from material gain,

- high dependence on external funding,

- intangible nature of the offer,

- diversity of consumers,

- social pressure,

- dual management (Garbarski, Rutkowski & Wrzosek, 2000, pp. 664-665).

These last three points in particular seem to play a special role in the context of
school marketing activities. The diversity of consumers is very intense here.
Marketing messages are formulated both to the inside of the institution and to
the outside. The obvious recipients are pupils and their parents. However, these
messages are also designed for actors in the wider school environment: local
community, supervisory authority, governing body and for other schools com-
peting in the area. A factor shaping the direction of marketing activities is also
social pressure resulting from the social and educational objectives of school
activities on the one hand, and from the way they are publicly funded on the
other. The pressure of the leading authorities to promote particular values or
activities can be a factor that strongly models the marketing concept proposed by
headmasters of individual schools.
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This perception of marketing makes it one of the primary tools for managing
the relationships between school and its environment. According to Philip Ko-
tler, important benefits of using marketing in educational services include better
performance in achieving the school mission, higher levels of student sat-
isfaction, more effective acquisition of marketing resources, and higher effi-
ciency of market activity (Pluta-Olearnik, 2006, p. 30). It is also worth noting that
marketing pursuits can be seen from different perspectives. It can be understood
as a way of thinking and acting, as a tool for influencing the school environment
and as part of an organisational management strategy and decision-making
related to its activities (Garbarski, Rutkowski & Wrzosek, 2000, p. 29).

In the context of using marketing tools from the perspective of managing the
relationship between school and its environment, relationship marketing is of
particular importance. It is defined as an integrated effort to identify, maintain,
and build up a network with individual consumers and to continuously
strengthen the network for the mutual benefit of both sides, through interactive,
individualized and value-added contacts over a long period of time (Shani &
Chalasani, 1992, pp. 33-42). This concept of marketing was proposed in the 1980s
as a response to the results of research and analysis of customer relationship
combined with a strategic orientation in the approach to marketing activities
(Seliga & Wozniak, 2014, p. 235). Relationship marketing (RM) is a well-refined,
30-year-old concept first published in Harvard Business Review in 1983 (Surej &
De Villiers, 2022). Most definitions of relationship marketing emphasise the need
to build a connection with a customer. With regard to school, this will not only be
a student and his or her parent, but also people and institutions in the social
environment. Several common elements characteristic of relationship marketing
definitions are noticeable in the literature. These are:

1. Customer orientation.

Collection and processing of customer data.
Individualisation of customer approach.
Feedback communication with customers.

AN

Striving for customer loyalty by treating customers as partners (Seliga &
Wozniak, 2014, p. 241).

These characteristics also make this type of marketing highly useful in the field of
education. Marketing tools are used to build and maintain relationships with
individuals for whom school works and with whom it cooperates in achieving its
educational and social goals. In the sphere of educational services, the concept of
relationship marketing acquires particular significance both because of the re-
lationships that arise in a situation of direct dialogue between school employees
and students, their parents, representatives of institutions located in the local
environment, and due to the relationships within the school. It is also worth
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emphasising that relationship marketing fosters the formation and deepening of
lasting bonds and connections, also in the long term. For schools operating in
specific local communities, this is important for the process of building prestige,
reputation and school traditions.

Surej and Rouxel point out that in the field of education, four elements are
particularly important in relationship marketing: trust, commitment, service
quality and technology adoption (Surej & De Villiers, 2022). They distinguish
three dimensions in trust: contractual trust, competence trust and goodwill trust.
Contractual trust refers to the belief that the educational institution will abide by
the contractual terms and provide the promised quality of education. Com-
petence trust refers to the capacity of the school to deliver the promised services
effectively and reliably. Goodwill trust indicates to the recipient of a marketing
message that school acts in good faith for the benefit of students and their
families.

As for the next dimension, the authors point to three types of commitment.
These include normative commitment, affective commitment and continuance.
Normative commitment refers to feelings of reciprocity and obligation in rela-
tionships. Affective commitment indicates students’ emotional attachment to the
institution, while continuance refers to the state of attachment that students and
their parents cognitively experience after realising the benefits or losses incurred
if the relationship with the institution is terminated (Surej & De Villiers, 2022).

The third element identified by the researchers is the quality of the services
provided. In the context of schools, this quality is determined not only by aca-
demic performance of individual students, but also by the organisation of the
processes carried out at school: didactic, educational and caring ones. In their
analyses of tertiary education, they indicated that the quality of services is as-
sessed through the prism of four characteristics: teacher involvement, interaction
in the learning process, personalisation of interactions and collaboration (Surej
& De Villiers, 2022). Although these data refer to tertiary education, it can be
assumed that they will also shape the perception of the quality of school activities
at other levels. This is an important guideline for those managing the marketing
policy in schools. It is important not only to show specific activities, but to situate
them in the perspective of values that are a priority for the target group.

The last element identified by the authors is technology adoption. The com-
puterisation of school, its digital resources, the use of information technology in
the learning process can be effectively used for marketing. The image of school as
a modern institution using the latest developments in information technology
can be used in building school identity. However, it is also worth noting that
technological solutions can be an effective tool for building relationships between
school, its staff and the target audience of marketing messages. The potential for
the application of individual tools, such as, for example, e-mail, social net-

Open Access Publication (CC BY-NC-ND 4.0)
© 2025 VeR unipress | Brill Deutschland GmbH
ISBN Print: 9783847118558 — ISBN E-Lib: 9783737018555



Educational marketing 79

working sites, the school website, video conferencing, should be analysed as part
of the design of the overall school marketing policy.

Summarising the content presented in this part of the book, it is worth em-
phasising that activities of the headmaster aimed at building relationships with
the immediate and distant environment belong to the basic tasks in the scope of
school management and, to a broader extent, are part of the micro-policy of
individual schools. The ability to build relationships, develop and foster them
represents an important element of the headmaster’s competence profile in
modern school. However, it should not be forgotten that the basis for all public
relations and marketing activities at school should be an in-depth and reliable
diagnosis. Research into the needs and expectations of the target group, an
analysis of the organisation current image and an evaluation of the activities
undertaken so far - their effectiveness and relevance, constitute important tasks,
which should not be overlooked when designing marketing policy of the or-
ganisation. This means that in the process of building good relationships with the
social environment, the headmaster must not only be a visionary and strategist,
but also an attentive, reflective observer of the school reality and the social factors
that model its daily functioning.

Open Access Publication (CC BY-NC-ND 4.0)
© 2025 VeR unipress | Brill Deutschland GmbH
ISBN Print: 9783847118558 — ISBN E-Lib: 9783737018555



Open Access Publication (CC BY-NC-ND 4.0)
© 2025 VeR unipress | Brill Deutschland GmbH
ISBN Print: 9783847118558 — ISBN E-Lib: 9783737018555



Agnieszka Cybal-Michalska

Chapter ViI:
Leadership versus management — skills accumulation and
integrity

6.1 Leadership versus management — similarities, differences,
contemporary issues and challenges

Management and leadership are two constructs whose semantic scopes overlap
thus contributing to problems with the definitional credo. Leadership and
management as entities are complementary, but undoubtedly represent two
different concepts (Mahmood, Muhammad & Bashir, 2012, p. 513).

The perception of the terms “leadership” and “management” can assume
different semantic orderings. It is possible to treat theses terms as synonyms and
use them interchangeably, which can be found in the literature. It is also possible
to encounter the approach to the distinguished constructs as extreme opposites,
recognising that one cannot be a good manager and a leader at the same time.
Most positions treat management and leadership separately with the view that an
individual can navigate both (Ricketts, 2009, p. 1).

When addressing this topic, it is worth emphasising that Kotter’s distinction
between the domains in question is fundamental to understanding what man-
agement and leadership mean today. Leadership, which, according to the author,
should be considered a construct with a long tradition (developed over the last
hundred years) is clearly linked to the industrial revolution. Although the dis-
tinctions between the constructs are clear, suffice it to say that, while different,
they cannot exist completely separately (Mahmood, Muhammad & Bashir, 2012,
p- 513). Against the backdrop of these dilemmas, some questions arise: do leaders
and managers have the same role and can an organisation have only leaders or
only managers? The answer that comes to mind is the postulate that an efficient
organisation should have both leaders and managers. Kotterman adds that in fact
an organisation needs a few greatleaders and many first-class managers (Bohoris
& Vorria, 2007, p. 2). However, by engaging in capturing not universals but
specific elements, many theoreticians share Kotter’s perspective on the differ-
ences between management and leadership. Bennis and Nanus define manage-
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ment as the completion of tasks and mastery of procedures. To lead, on the other
hand, is to influence others and create visions for change. In Rost’s view, man-
agement is one-way guidance, while leadership is a relationship based on multi-
directional influence. Consequently, as Zaleznik points out, management and
leadership require different types of people. Nevertheless, as clearly emphasised
above, these two spheres also overlap; when managers engage in influencing a
group of employees to achieve their goals, one can then already speak of lead-
ership. Equally, when leaders engage in aspects such as planning, organising or
controlling, they are acting as managers (Ricketts, 2009, p. 2). It is worth noting
here that organising is defined as “the logical grouping of activities and re-
sources” whereas controlling is defined as “observing an organisation’s progress
towards its goals” (Griffin, 2004, pp. 10 and 11). The originality of the reflections
proposed is evidenced by the words of K. Matsushik. The distinguished company
founder argues that management and leadership are inseparable. In his view, “a
leader cannot just delegate management issues to others; instead of separating
management from leadership, we should treat managers as leaders and under-
stand leadership as management well executed” (Mintzberg, 2013, p. 26). It be-
comes an analytical necessity to recognise the distinctive nature of the constructs
in question, but also to recognise their “systemic” nature. According to J.P.
Kotter, managers are people who are assigned tasks and achieve the desired goals
through the key functions such as planning, organising, hiring, problem solving
and exercising control. Leaders, on the other hand, set a goal, select a team of
people, motivate and inspire. A leader is someone who is flexible, innovative,
inspiring to others, courageous and independent. In a nutshell: a leader has a
soul, passion and creativity, while a manager has a mind, rational thinking and
perseverance (Bohoris & Vorria, 2007, p. 2).

The environmental context of leadership and management also becomes a
source of attraction for theoretical considerations. Faced with challenges of the
contemporary world and the reality subject to permanent fluctuation, the need
for “dynamic management” is postulated, which means, as J.A.F. Stoner, R.E.
Freeman, D.R. Gilbert emphasise, that “in today’s world, many organisations
particularly value managers who also have leadership skills” (Stoner, Freeman &
Gilbert, 2001, p. 454). After all, leaders influence the environment and, through
social practice, change the structure by three types of action: setting the organ-
isation’s values, goals and norms as well as business concepts and strategies and
recruiting personnel (Sharma & Jain, 2013, p. 313).
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6.2 Personality of a manager versus personality of a leader

The title of the subsection suggests that it is possible to distinguish a set of innate
personality traits that will be associated with management or leadership func-
tions and their high effectiveness. However, it is difficult to agree with such a view.
A person is not born a manager or aleader, but becomes one. Therefore, it would
be more appropriate to speak of managerial and leadership qualities by referring
to character traits, according to the psychological view that character consists of
what is innate and what is acquired (through one’s own activity and the activity of
others), with the advantage of the latter. Thus, the essence of managerial and
leadership experience is emphasised, and an attempt is made to identify the
behavioural traits of effective managers and leaders in order to eventually dis-
tinguish management and leadership styles.

The phenomenon of management can be analytically and interpretatively
approached from different theoretical perspectives with different conceptual
assumptions. One view is to recognise that we are all managers because we
manage our finances, time, careers and interpersonal relationships. However, we
do not tend to think of ourselves as “managers” and of the activities we undertake
as “management”. Nonetheless, when we use these concepts in relation to or-
ganisations, they become more complex and require a description and ex-
ploration of the theoretical underpinnings of management (Darr, 2011, p. 7).

The considerations regarding the separate grouping of assertions about
managers and leaders can be based on the notion that management is directed
towards maintaining the status quo (transactional by nature), while leadership is
visionary and dynamic (transformational by nature) (Darr, 2011, p. 8).

The logic of managerial skills, roles and competences can be structured by
pointing to the following: technical skills (the ability to use management meth-
ods, procedures and techniques. This may include competencies within a spe-
cialized field, analytical ability, or the ability to use appropriate tools and tech-
niques. As managers become more experienced, these become less important);
conceptual skills (the mental capacity to see situations holistically and to treat
them as an instrumental whole. This involves the ability to work with ideas and
concepts, to focus on ideas. It is particularly important to anticipate the con-
sequences of a decision or non-decision. The importance of the distinguished
skills increases with seniority of the manager); interpersonal skills (they are
connected with cooperation with others, understanding, motivating and leading
in the workplace. These skills allow the manager to assist a group of employees to
achieve a goal or complete a task. These skills gradually lose their importance
with the seniority of the manager) (Darr, 2011, pp. 9-10).

The issue of managerial work can also be approached through the lens of the
roles performed. Darr distinguished the following roles: interpersonal roles (roles
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of symbolic guides, leaders and coordinators are rooted in the power of man-
agers); information roles (information roles are particularly important in more
complex organisations requiring effective communication. Access to infor-
mation is a measure of power. Thus, less self-confident managers tend to ac-
cumulate information, disclosing it rather reluctantly, in order to strengthen
their position); decision-making roles (a special place is ascribed to negotiation as
these are activities that managers perform on a daily basis); the designer role
(designing various components of the organisation); the strategist role (refers to
suggesting the direction of the organisational focus, so that the organisation can
address challenges and opportunities posed by the external environment); the
leader role (the leader role is influenced by the execution of the strategist and
designer roles) (Darr, 2011, pp. 9-10).

The issue under discussion is reflected in the considerations regarding man-
agerial competences. In addition to skills and roles, managers need to develop the
following competencies: conceptual (these are analogous to role and conceptual
skills. Low-level managers and middle-level managers use conceptual com-
petence to understand how their work relates to the organisation as a whole, and
to understand the interrelationships within their area of responsibility. Senior
managers use their ability to anticipate the consequences of decisions, or lack
thereof); technical (they enable managers to do their job more effectively, and to
manage work of the departments for which they are responsible more efficiently.
Managers without technical knowledge need to put a great deal of effort into
understanding the basics of the specialised activities for which they are re-
sponsible, as well as to understand the operation of the organisation in general);
interpersonal (these require managers to have interpersonal skills and the ability
to collaborate. These are necessary to manage others effectively); political (these
mean understanding and being able to work with local or state authorities);
commercial (economic success requires organisations to create economic ex-
changes that provide value for both parties. Managers need to create and
maintain the right environment that facilitates such exchanges. This requires a
good business orientation, but also a human approach. Many non-profit or-
ganisations concentrate on spreading the good, but at the same time neglect the
fact that the organisation also needs to be managed, like any other business);
governing (these involve working with the board to establish a vision for the
organisation, use resources, run the organisation and be accountable to share-
holders) (Darr, 2011, pp. 9-10). All of the above skills, competencies and roles are
important for effective management and necessary at different levels of man-
agement within an organisation. It is therefore not surprising that they are also
useful for effective leadership, although in a slightly different context (Ricketts,
2009, p. 3). Characteristics of effective leaders include: dominance (willingness to
take charge; self-confidence; extroversion), dutifulness (drive to succeed, energy,
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initiative), social competence (expressive attention, ability to listen, little need to
be liked), and a sense of internal control (optimism, resilience; perseverance). In
addition, it is highlighted that effective leaders tend to have higher than average
intelligence - especially reasoning and memory (Kilian, 2007, p. 4).

Northouse’s comparison of management and leadership competencies in-
dicates that there are clear discrepancies between these concepts. Following the
author, it is recognised that management introduces order and consistency
(planning, budgeting, creating a calendar, allocating resources, hiring staff,
creating structure, undertaking placements, setting policies and procedures,
controlling and solving problems, motivating staff, generating creative solutions,
taking corrective measures) and leadership focuses on change and dynamism
(setting direction, creating and interpreting vision, establishing strategy, seeking
commitment, creating teams, motivating and inspiring, energising, empowering
subordinates) (Ricketts, 2009, p. 3).

According to J. Kotterman, the most important differences between leaders
and managers relate to the three dimensions of activity framed in processual
terms. In the process of “creating a vision”, a manager plans the budget; develops
subsequent steps of the process and sets deadlines, displays an impersonal at-
titude towards the vision and goals. On the other hand, a leader sets the direction
and develops the vision, also develops strategic plans and implements the vision,
shows a passionate attitude towards the vision and goals. In the process of
“developing people and networking”, a manager is responsible for the organ-
isation and for personnel policies, maintains structure, delegates responsibility,
distributes authority, implements the vision, establishes policies and procedures
needed to achieve the vision, limits employee choices. In contrast, a leader
communicates vision, mission and direction, influences the formation of coali-
tions, teams and partnerships that understand and accept the vision, enhances
the choice made by employees. As regards the process of “vision implemen-
tation”, a manager: controls the process, identifies problems, solves problems,
monitors results and takes a low-risk approach to solving problems. In turn, a
leader: motivates and inspires, energises employees to overcome obstacles on the
road to change, takes a high-risk approach to solving problems. In the process of
“vision outcomes”, a manager controls the order and predictability in the im-
plementation of the vision, presents expected results to management and other
stakeholders, whereas a leader promotes useful and dramatic changes, such as
new products or new approaches to improving working relationships (Bohoris &
Vorria, 2007, pp. 2-3).

In further considerations, it is worth noting the crystallisation of manager’s or
leader’s identity. Consequently, the studies on this issue have resulted in the
introduction of the following concepts: “assuming and creating a role and
identity, self-concept, self-image, merging a role with a person, role distance,
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presentation of self, casting in a role” (Hatas, 1998, p. 356). It is in the process of
interaction and communication that new meanings are created and the situation
is defined. In these considerations, the managerial or leadership situation also
highlights the way in which the self is experienced in interaction, discovering the
meaning of “difference” for the subject identity crystallisation (be it a manager or
aleader) as a result of the permanent interaction between the individualised self
and social environment. Individuals, as B. G. Glaser and A. L. Strauss emphasise,
“wander’ between the statuses they co-create in their collaboration and inter-
action with others, reciprocally gaining confirmation of their own self-concepts
and their own identity.” (Rokicka, 1992, p. 116). This important insight into the
subjective aspects of a manager’s or leader’s career, such as the individual status,
self-concept, social reactions to role-playing, means that individuals are not
captured as a “stable entity”. The self, which is relational and arises in the
processes of socialisation, is “a multiplicity of realities rather than a single re-
ality” (Hatas, 2007, p. 115). Identity attributes of leaders include predispositions
indicative of awareness, judgement and action expressed by the motto “be, know,
act”. The motto can be the phrase: to be a leader you can trust is to make others
around you respect you. The leadership framework in this aspect includes the
following recommendations: “be” a professional, a person who is loyal to his/her
organisation and who possesses good character traits, (such as honesty, com-
petence, sincerity, commitment, integrity, courage, directness, imagination);
“know” the four factors of leadership (follower, leader, communication, sit-
uation); yourself (your strengths and weaknesses, your knowledge and skills);
human nature (human needs, emotions, stress reactions); your work (be pro-
fessional and be able to train other people); your organisation (the climate and
culture of the organisation, the unofficial leaders of the organisation), and “act”,
i.e. set direction (goal setting, problem solving, decision making, planning),
implement (communication, coordination, supervision, evaluation), and moti-
vate (developing morale, sense of community, advising, providing training)
(Sharma & Jain, 2013, pp. 312-313).

In a similar vein, Bennis presented his reflection on grasping the differences
between a manager and a leader. In his book On Becoming a Leader, the author
created a list of differences, namely: (a) managers are administrators while
leaders are innovators, (b) managers copy rules and apply them, while leaders
formulate rules and regulations, (c) managers maintain the system and envi-
ronment, while leaders develop the system and environment; (d) managers focus
on the system and structure of the organisation, while leaders focus on people;
(e) managers control the system to achieve goals, while leaders build trust to
achieve the planned goals, (f) the manager’s vision is shorter than the leader’s
vision; (g) a manager asks questions: “howand when?”, while a leader asks: “what
and why?”) h) a manager follows rules and regulations, while a leader creates
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these rules and regulations; i) a manager accepts the status quo, while a leader
questions it; j) a manager performs well, while a leader does things the right way.
The above juxtaposition illustrating the differences between the distinguished
constructs allows us to conclude that leadership is a broader term emphasising
the importance of influencing other people to achieve desired goals, while a
manager uses his or her power to motivate employees to perform their tasks
(Mahmood, Muhammad & Bashir, 2012, p. 514).

When discussing the personality and identity aspect related to the discussed
issue, it is worth clarifying that managerial and leadership careers as well as
events and interactions in organisational situations lead to changes in definitions
of self and others and to behaviours that protect identity (Blankenship, 1973,
p. 88). It is impossible to overlook the clear references in these findings to
Goffman’s “identity policies practiced in interactions” (Hatas, 2007b, p. 148). In
the managerial and leadership identity portrayed in this way, subjective reality
consists of an ‘internal world’ that is accessible only to the person in question,
and an ‘external world’ that is also accessible to other people and that forms the
foundation of objective reality (Dawis, 2002, p. 428). The developmental impact
of the interaction between an individual and the organisational environment is
emphasised by S. Dill, Hilton and Retman among others, recognising that in-
dividuals develop through a series of interactions between themselves and the
organisational environment (...) through the feedback and information that
individuals get in response to their decisions and actions (Dalton, 2004, p. 95).
Effective management and leardership are not not free of this dependency.
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Agnieszka Cybal-Michalska

Final note:
Management for leadership ? — educational implications

The quality of change in the contemporary world, to refer to the phrase coined by
L. Wallerstein, “the world as we know it” (whereby, it is worth emphasising, the
quality of social change in the author’s vision is in fact even “the end of the world
as we know it”) (see Wallerstein, 2004, p. 55) contributes to changes in thinking
about management. This leads to the observation that “for the first time in the
history of mankind, a real chance has arisen for personal satisfaction and the
freedom of initiative enjoyed by the direct inventors of ideas and things to
become a condition for the proper functioning of their workplaces, and not
merely the content of utopian, pro-humanist slogans” (Obuchowski, 2000). In-
deed, as A. Giddens emphasises, a fundamental component underlying everyday
activities of individuals is choice. Intellectual emancipation and the capacity for
reflexive behaviour, in the world of permanent change and the diversity of social
environments (in which the individual is directly and indirectly involved) enable
the expression of personal subjectivity through the creation of individual life-
styles and the “choice” of identity (Whittington, 1992, pp. 695-696).

In this sense, the creation of management strategy and management style in
the world oriented towards global change becomes not only a civilisational
problem affecting the shape of organisational development, but also a problem
having an individual dimension. Management is the most important part of any
organisation and knowledge of management theory is the key element if we are to
succeed in management, or leadership. This knowledge also applies to uni-
versities, which are after all organisations and no organisation can achieve its
goals without effective management. For this reason, management is considered
to be at the heart of any organisation (Mahmood, Muhammad & Bashir, 2012,
p- 512).

The assumption of an inextricable link between leadership and management
underpins the reflections in this chapter, emphasising that “leadership and
management form patterns of complementary behaviours, actions, knowledge
and skills. They should be seen on a continuum reflecting the performance of the
managerial function, where the two categories, although related, are nonetheless
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distinct” (Michalak, 2014, p. 3). It is clear from the above that although man-
agement is associated with the ability to deal with complexity and leadership with
change, as Kotter puts it, “once companies understand the fundamental differ-
ence between leadership and management, they can begin the process of training
their best people to perform both roles simultaneously” (Kotter, 2005, pp. 119-
120).

Many researchers are still contemplating the answer to the question of
whether someone is born aleader or whether it is something that can be nurtured
in oneself. Does the essence lie in innate charisma or in qualities that can be
learned? (Bohoris & Vorria, 2007, p. 1)." The answers, as one can infer from the
considerations undertaken in this work, can be varied. The aspect which, due to
the theme taken up in the final reflections, is worth dwelling on concerns the
particular glorification of leadership. In the 1980s, researchers in the field of
leadership and management advocated treating leadership as the antidote to all
organisational failures. The “let’s get rid of management” movement, which, as
Kozusznik points out, was accompanied by the slogan: “people don’t want to be
managed, they want to be led” (Michalak, 2014, pp. 15-18) surprises with its
radicality, but leads to thinking whether it is legitimate to direct the management
process towards leadership.

Mintzberg, critical of putting the issue of leadership on a pedestal, who brings
management to the fore, states that by treating leadership as “a function distinct
from management, we are assigning an individual character to something that is
social in nature. No matter how much we emphasise that the role of a leader is to
empower or legitimise a group of employees, we are always thinking mainly of the
person of a leader - every time we emphasise the issue of leadership, we belittle
the group members and treat them merely as subordinates of the leader. In doing
s0, we also weaken the sense of community and group membership, so important
in teamwork and essential in any organisation. Instead of focusing on leadership,
we should be concerned with communities of human beings that naturally work
together to achieve goals, and we should see leaders and managers as an integral
part of these communities” (Mintzberg, 2013, pp. 26-27). In collaboration with
managers at different levels, senior and more experienced managers set the goals
of the organisation, and all those who work in the organisation make efforts to
achieve these goals. Management is about creating the right context in the or-
ganisation to work effectively and also to help the organisation find its way
among the opportunities and threats from the external environment. Managers
at all levels shape the values and culture of the organisation through their deci-
sions and by setting an example for others, however it is the experienced man-
agers who usually have the clear and most direct influence. The achievements and
successes of an organisation are the best evidence of the efforts and effective
performance of managers (Darr, 2011, p. 8).
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Contemporary organisations (and this also applies to universities) need both
effective leaders and effective managers in order to be successful. This means
task-oriented on the one hand, and innovation and visionary, on the other hand
(Ricketts, 2009, p. 1).

The concepts of leadership and management have many similarities. Both
involve influencing, working with other people and achieving goals (Ricketts,
2009, p. 2). The formation of the said dimensions requires an intentional and
focused process of their development through education. Changing ideas about
the nature of management and leadership, as well as challenges associated with
traditional approaches to their development, have been a clear contributor to the
emergence of many innovative trends in management and leadership education.
Williams notes an increase in the demand for postgraduate and further education
courses offered by universities. Hirsh and Carter note a clear shift towards more
flexible and tailored training offerings to meet the requirements of individuals
and organisations. Such a shift requires a reversal of many traditional educa-
tional priorities: from theory to practice, from parts to system, from stages and
roles to processes, from knowledge to learning, from individual knowledge to
partnership, and from analysis to reflective understanding. The basis for these
changes can be traced to a paradigmatic shift marking a new quality of thinking
about the nature of management and leadership and a change in philosophical
perspectives on the role of management and leadership. The meta-reflection is
mirrored in practice and refers to issues such as effective management and
greater organisational competitiveness. Mole uses a clear distinction between the
concepts of management training, education and development. In the theorist’s
view, training focuses on the employee’s current work; education focuses on
future work, while development focuses on the organisation. The contemporary
trend focuses on education, but primarily on development. Development pro-
grammes prepare individuals to change and move in a new direction, which can
be caused by transitions and developments in the organisation. Bush and Glover
made a similar distinction when reviewing theories on leadership development,
identifying three contrasting models of leadership development. Each of the
distinctive approaches identifies the relative merits and weaknesses of respective
ones. Each represents a significant philosophical perspective on the nature of
management and leadership in organisations. The models highlighted are the as
follows: “scientific” (technical) model, which relies on training to achieve clearly
defined goals; the “humanistic” model focuses on people and strategically
planned transformational interactions; and the “pragmatic” (rational) model,
which focuses on projects, emphasising the urgent needs of individuals and
groups. In order to better understand management education, Holman cites four
recurring motifs in debates about the purpose, nature and value of higher edu-
cation and adds a fifth element. In addition to the epistemological motif (re-
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flecting assumptions about the nature of the knowledge sought) the pedagogical
motif (referring to the nature of the learning process, intended outcomes and
teaching methods) and the organisational motif (referring to the management
and organisation of education) as well as the social motif (reflecting the role of
education in society), he mentions management, thus referring to ideas about the
nature of managerial practices. Referring to the diversity of the above motifs, it is
not surprising that qualitatively different approaches to the topic of management
and leadership development have emerged. In developing his approach, Holman
identified four contemporary models of management education (see Table 1),
concluding that academic liberalism (important because of its over-reliance on
theory) and practical vocational training (important because of its over-reliance
on action) are desirable if we are to develop practice-oriented managers. Fur-
thermore, Holman proposes that it is empirical liberalism and empirical/critical
approaches that shape managers who will be able to meet prospective change and
the needs of organisations and society. Empirical pedagogy promotes learning
and development in the natural environment at work and points to the ability to
deal with the complex nature of actual management practices.

Table 1. “Contemporary Models of Management Education” (version, after: Bolden, 2007,
p.4)

Academic | It assumes that management education should be primarily concerned
liberalism | with following objective management knowledge. In doing so, this
approach seeks to spread general principles and theories that can be
applied in a relatively scientific and rational way. From this perspective,
the aim of management development should be to produce a
“management scholar” who is able to analyse and apply theoretical
principles. The main teaching methods are lectures, seminars, case studies
and experiments.

Empirical | It has similar assumptions to academic liberalism, but pays more atten-

liberalism | tion to a practical approach that is a result of managerial experience rather
than theoretical and cognitive practices. The main aim of this approach is
to create a “thinking practitioner”, equipped with relevant practical skills
and knowledge and the ability to adapt and learn from given situations.

The main teaching methods are group work, hands-on learning and self-
development.

Empirical | It stems from economic and organisational concerns to equip managers
professional | with the right skills and knowledge required by the organisation and this is
training the role of management education. The aim of this approach is to educate
a “competent manager”, equipped with the necessary interpersonal and
technical competences required by organisations.
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Critical/ It aims, as Holman empbhasises, to liberate managers and other organ-
empirical isational employees from oppression and alienation. In such a sense, this
approach approach has much in common with empirical liberalism although it calls

for a more critical level of reflection that enables individuals to become
more insightful in terms of their knowledge and the quality of their ac-
tions also in order to formulate practical and emancipatory forms of
action. Hence, the main focus of this approach is to educate a “critical
practitioner” able to face and develop new ways of acting. The main
teaching methods are approaches that are based on critical hands-on
learning and critical reflection.

In the context of the ponderings about the purpose of education in the subject of
management and leadership, there is a clear trend to move away from traditional
formal programmes towards flexible and empirical initiatives. Weindling noted
that surprisingly few programmes are based on explicit management theories
and leadership practices. Hirsch and Carter, in turn, note three important ten-
sions with which management educators must confront. Firstly, with the seg-
mentation of formal programmes, there is increasing pressure to make learning
curricula adaptable and relevant to leaders and managers at every level of the
organisation. Secondly, the rise of personalised learning such as coaching and
360-degree assessments poses a major challenge, due to temporal considerations,
more time is needed to tailor and support a specific provision. Thirdly, with the
disappearance of traditional career structures and lifetime employment, man-
agers receive little support in terms of long-term career planning. Hence, it is
noticeable that there are a number of factors that influence the current range and
dimension of management and leadership. Some of these are directly related to
the quality and development of management education. Others are conceptual in
nature and relate to the assumptions, goals of education, the nature of man-
agement and leadership and the relative nature of the individual - group rela-
tionship. Each of these issues has a high degree of complexity, but without an
awareness of the underlying issues behind the assumptions, it will be difficult to
choose an effective approach to leadership development (Bolden, 2007, pp. 2-5)’
including management for leadership.

The number of developmental and educational initiatives brings to mind a
reflection on the organisational dimension of education. Gosling and Mintzberg
have proposed seven main assumptions on which true management should be
based. Addressing the issue of management education, the researchers point out
the following: a) management education should be limited to practising man-

7 Theimportance of the truth that you reap what you sow is highlighted, giving as an example the
situation that if the development and reward system favours the contribution of an individual
rather than the involvement of the collective, then it will be difficult to create a culture that
encourages collaboration and shared leadership.
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agers, selected on the basis of their effectiveness; b) management education and
practice should run in parallel and should be integrated; c) management edu-
cation should draw on work and life experience; d) prudent reflection is key in
management education; e) management development should result in organ-
isational development; f) management education should be an interactive
process; g) every dimension of education should facilitate learning. The im-
plications of the principles highlighted are manifold for both those who partic-
ipate in management and leadership development and those who create and
deliver educational offer. The interplay between experience, theory, practice and
reflection, between the development of the individual and the development of the
organisation, and between the provider of the offer and the attendee deserves
special attention. The phenomenon of management can be viewed from a
number of perspectives, and each assumes a processual character. The phe-
nomenon of leadership is viewed in a similar way (leadership is not something
you teach or learn - it is a process of acquiring knowledge). The processual
context allows for the possibility of creating actions to manage one’s career and
monitor one’s career for leadership. The distinguished approach points to the
new quality of partnerships between companies and management or business
schools, which will enrich the discourse on managing organisational develop-
ment on both sides. In this sense, leadership development, especially the op-
portunity to step back and take a fresh look at practice, should be part and parcel
of all aspects of organisational performance and therefore, organisational
management. In order to make sure that one gets the most out of leadership
development, it is recommended to critically evaluate the current concepts of
leadership and learning within one’s organisation, to think about the devel-
opmental needs of both individuals and organisations, and to diagnose how these
needs are changing given the temporal dynamics. This also means recognising
various options and development offers from different knowledge providers and
negotiating the match between teaching curricula and students’ requirements in
order to maximise the benefits of learning and the transfer of acquired knowl-
edge to the workplace. The quality of the management processes preceding and
following educational and development activities is a predictor of whether newly
acquired competences will be valued and put into practice. It is not insignificant
tolook at other organisational systems and processes, especially HR strategy. The
individual perspective also mandates allowing oneself the “inner voice” and
recognising and working through psychological barriers to effective leadership,
such as low self-esteem, lack of confidence, fear of failure or rejection, cognitive
“narrowing” and the negative effects of stress. Dealing with the problems high-
lighted above involves using techniques such as reinforcement, psychological
reconstruction, and social skills improvement. It is recommended to build on
strengths and look for ways to deal with weaknesses. The key to success in being a
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leader is not to fill gaps in competence, but to reinforce your strengths and
uniqueness within oneself. Gosling and Murphy talk about the importance of
continuity in the process of change. The sense of Self continuity, despite the
passage of time, is one of the most important identity components regarding an
individual subject. Transformative changes may occur, but in most cases, the
situation requires a considered approach and the use of internalised individual
and organisational skills. The importance, role and influence of organisational
culture and context in encouraging, motivating and inspiring people to work in a
particular job by using an appropriate communication style to present its goals
and values is emphasised. The topic of leadership and organisational develop-
ment needs to be viewed in the long term, realising its processual nature. In this
context, it is worth considering how different learning and development activities
fit into the life and career course of individuals and organisations (Bolden, 2007,
pp- 9-11).

The ponderings on the crystallisation of leader identity are testament to the
value of the educational leadership debate. The main categories belonging to this
grounded theory include different stages of leader identity. The process of de-
veloping leader identity means going through stages of development in contact
with a group that changes one’s view of oneself, of others, and broadens one’s
perspective on leadership. The following stages of leader’s identity development
are illustrated by proponents of developmental influences based on empirical
research: awareness, exploration (engagement), leader identified, diverse lead-
ership, generativity, integration (synthesis). The first stage involves noticing that
leaders exist. The second stage is a time of purposeful engagement, group ex-
perience and the exercise of responsibility. This is a phase of skill development,
including observation of leadership models. In the third stage, participants re-
alise that groups are made up of leaders and followers. At this stage, one leader
emerges, i. e. the leader and he or she is responsible for the group’s performance.
At the fourth stage, the perception of the positional leader’s role takes place, as an
entity that connects the community and shapes the group culture. At the fifth
stage, leadership activity is experienced and the drive for change, interconnect-
edness, acceptance of responsibility and concern for the development of others
can be seen. The final stage is active engagement in leadership. Seeing leadership
as a day-to-day process, as an identity dimension of an individual with self-
confidence, striving for congruence and internal integrity. The leader under-
stands the complexity of the organisation and demonstrates systemic thinking.
Investment in leadership, internalised as a personality trait, makes the leader
cognitively flexible and able to apply their knowledge and skills in new contexts.
Seeing leadership as an everyday experience (Komives et al., 2005, pp. 605-607).

A cognitively interesting context for reflectively addressing the question posed
in the endnote is illustrated by Fenton’s view, i.e. leaders stand out because they
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96 Final note

are different. They question assumptions and are suspicious of tradition. They
seek the truth and make decisions based on facts rather than preconceptions.
They prefer innovation (Bhamani, Rose & Bramble, 2012, p. 14). If we assume that
the author was referring only to leaders in his opinion, then by the same token, it
would have to be concluded that managers are not necessarily truth-seeking and
innovative, but they are happy to stick to tradition. The spirit of the times does
not allow us to simplify this much. When discussing the conditions necessary for
a manager to become an inspirer of change, Seiling mentions the qualities that
can be attributed to a leader. These include skills in areas such as: “seeing a
different reality, expressing the unspoken, challenging, and taking the enormous
risk of being perceived as lacking in realism - or even lacking in credibility -
because of a desire to create an entirely new working environment” (Brown, 2006,
pp. 45-48). The complexity of the determinants of leadership and management is
therefore applicable to new ideas and trends indicating the relational nature of
the constructs discussed in this work.
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Summary

The leadership issues addressed in this publication were also analysed in relation
to educational practices. As the proposed analyses have shown, theoretical as-
sumptions from the field of management and leadership have a direct bearing on
daily practices implemented by school leaders. Given that management theory
and practice is a dynamically developing field, it can be assumed that thinking
about management of school as an organisation and the processes carried out in
it will also be subject to development.

However, it is hard to agree with the that it is possible to directly translate
leadership and management concepts into the educational context. The specific
nature of the objectives, the axiological aspect, the multiplicity of stakeholders
interested in influencing the direction and dynamics of the processes carried out
in schools, mean that being a leader in an educational context requires more than
just leadership competences. Furthermore, the diversity and complexity of
leadership concepts makes it legitimate to raise questions about the role of
leaders’ individual preferences in the choice of management and leadership
strategies, about the ways in which power is exercised or shared in schools, about
the possibilities of developing principals’ leadership competences not only at the
stage of gaining authority and qualifications to lead schools, but also as part of
lifelong education.

A school community leader is more than an efficient manager. It is a person
who integrates many roles in their activities. In addition to the typical leadership
roles, they also perform educational and upbringing tasks. An effective principal
is able to tap into their own resources and those of their environment. They are
able to manage, direct and control and, at the same time, understand the proc-
esses they conduct and are able to facilitate them. However, competences related
to leadership can be considered an extremely important component of the
professional profile of a school principal or a director of another educational
institution. It is this area of competence that determines the effectiveness of their
actions, the quality of their relationships, and their capacity to implement the-
oretical assumptions about the school’s mission and vision into their daily
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104 Summary

practices. That is why it is so crucial to adequately diagnose and develop actual
rather than only declarative competence resources of educational leaders.
Bearing in mind that knowledge development in this area may not be sufficient
and may not be directly transferable to specific leadership and management
skills, it becomes important to create opportunities to develop and review spe-
cific skills related to leading, sharing power, controlling, motivating and building
relationships with the school’s immediate and distant social environment.

The aim of this publication was not only to identify current themes in the
discussion on the role of leadership in education and educational leadership.
Reference to dominant theories, both general and those relating to educational
contexts, may be helpful in reflecting on the direction and scope of leadership
training for education. The themes presented can be inspiring for designers of
training offers for school leaders at different stages of their professional careers
and can benefit leaders developing their professional development through self-
education and self-reflection.
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