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Middle managersin secondaryschools:rhetoric andreality.

Abstract

This thesis is concernedwith contrastingthe rhetoric and the reality experiencedby

teachermiddle managers.A significant numberof teachersinterviewed in the study

seethis rhetoric asbeing generatedat andpromulgatedfrom the 'centre'. The thesis

considershow this centrally devisedrhetoric influencesteachermiddle managersin

secondaryschools.The thesisutilized a 'groundedtheory' approach. Classteachers,

teacher middle managersand senior managers in two secondary schools were

interviewed using semi-structuredinterviews. Theseteacherswere also observedas

they interactedwith colleaguesin both formal and informal situations.Thoseteacher

middle managersinterviewed and observedwere concernedabout the needto give

considerableamountsof time in order to carry out the manytasksthey were expected

to undertake.The findings suggestthat teachermiddle managersperceivethe public

nature of teaching and consequentlyvalue the acknowledgementand approval of

colleaguesand pupils. The findings also suggestthat teachermiddle managerswere

keen to developa balancebetweenthe demandsmadeof them at home and school.

Interview responsesalsosuggestthat classteachersandteachermiddle managersseek

certainty and control in their working lives but understandthe needto compromise

and develop coping strategies.Most significantly the findings suggestthat teachers

were seekingto hide (by using 'camouflage') from their seniormanagersand class

teachercolleagues,the reality of their day-to-dayteachingexperiences.There is also

someevidencethat teachermiddle managersare engagingin 'collusion' with class

teacher colleagues and senior managersto expedite the meeting of bureaucratic

'targets' andrhetorical 'standards'.
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Preface

The initial focus of this research study was the formal and informal roles of secondary

school middle managers and the perceptions of these middle managers held by class

teachers and senior managers. I have been a middle manager (head of department and

head of faculty) in secondary schools in the north west of England for 13 years. It was

apparent when talking with fellow middle managers that they were not always clear

where formal and informal roles began and ended. A significant number of thesemiddle

managers appearedunsure about whether their primary role was to supervise, manage,

monitor, motivate and/or lead a team or group of staff. Subject leaders (Heads of

DepartmentlHeads of Faculty) and pastoral leaders (Heads of YearlHeads of House)

seemed unsure as to whether their primary role was to lead and manage a team of

teachers or teach and manage their classes of pupils. Many of these middle managers

suggestedand/or implied that their attitudes and responsesto pupils and pupil needshad

changedwith the changing demandsof the secondaryschool after the introduction of:

• the National Curriculum

• OFSTED inspections

• target setting

.• the plethora of initiatives that permeate secondaryschools.

Many of those middle managers encountered throughout my career acknowledged that

they experienced a dilemma between being pupil focused or management system

oriented. They felt that they were being encouraged to choose between addressing the

needs of their pupils and classes and at the same time being actively encouraged to
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maintain a role that concerneditself with the rhetoric of managementsystemsandthe

rhetoricof improvingstandardsandeffectiveness.

This initial researchfocus led to pilot interviewsbeing plannedand conductedwith a

small group of middle managers.The pilot interviews were transcribedand analysed.

After analysingthesepilot interviews it becameapparentthat thosemiddle managers

interviewedhadmadecommentsthat implied theyexperiencedsignificantstressin their

day-to-dayteachinglives. Whilst teachersexpressingthe occurrenceof significantstress

in their day-to-dayworking lives was no new revelation,it was the strengthof feeling

expressedby theseexperiencedmiddlemanagersthatbecameapparent.For this reasonit

was decidedto enquirefurther into the day-to-daytensionsexperiencedby secondary

schoolmiddlemanagersin attemptingto balancetherhetoricandthereality of secondary

schools.There was also a desire to determinethe origin of thesestressorsand what

'coping with' and 'managing' thesestressesmay meanfor thosewho 'managein the

middle'.

To supporttheview that we needto gain somefurther insight into this issueof stressand

middle managers,we haveonly to look at the commentsmadeby two teachersin the

pilot stageof theresearch.

....howcan I say it ... the children are the oneswho dictate... '
'...1do not like to be questionedevery time I sendsomebodyout... then I
haveto write anothernoteabout exactlywhat theydid. '
(pastoral Leader)

'... the monitoring has beenused ... negatively... in termsof finding fault
with people... ' (Headof Department)

2
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The pastoral leader (a head of house) above was perceived by her colleagues to be a

caring, effective and committed teacher and yet her strong feelings about pupils are clear

to see.It is evident, if we focus on the latter part of her comment, that this pastoral leader

is expressing concern about the manner in which her line manager' ... questioned... ' her

and how this questioning resulted in this experienced middle manager feeling

undermined and undervalued. This Pastoral Leader also acknowledges the need to record

, ... exactly ... ' what happened. She is aware of the rhetoric that pervadesteaching- this

rhetoric places an obligation on teachers to explain and justify their actions incident by

incident. The exasperation of having to ' ... write another note ... ' is plain to see.The

reality for this teacher is that she seesherself being distracted from her teaching by a

disruptive pupil and then being distracted further by having to write about the disruptive

incident. In the second transcript extract the Head of Department acknowledges the

rhetoric of ' ... monitoring ... ' . He makes it clear that he believes monitoring can be used

to undermine teachers. The reality for this head of department is that he is aware of

senior managersusing monitoring as a means of ' ... finding fault ...'. It is evident from

the two comments above that teacher middle managers, encountered at the outset of this

study, were succinctly expressing feelings of discontent with their daily experience of

teaching. These strongly held beliefs and feelings of being under stresswere obviously

going to stay with me throughout this study. These two experienced middle managers

were also well aware of the rhetoric pervading the teaching and managing taking place in

secondary schools. More importantly these teacher middle managershad to contend with

what they saw asthe day-to-day reality of teaching an~ managing in a secondaryschool.

3
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The last twenty-five yearshasseena growing body of work concernedwith teachersand

stress(Kyricaou and Sutcliffe 1978;Dunham 1984;Traversand Cooper 1996).There has

been less researchon the impact of stressand the demandsmade of teachersand on the

role and function of teachers over time. No evidence was found of research that

interrelatesboth the teachermiddle manager'srole over time and the prevailing focus on

managementsystemsrhetoric. This focus on managementsystemshas manifested itself

in activities, such as target setting and performance management,which have become

interconnectedwith the implementation of the National Curriculum.

By interviewing teachers,middle managersand senior managersit was hoped to give

them the opportunity to tell me why they feel understress.To derive an insight from such

interactions was not going to be easyand achieving objectivity would be challenging and

perhapseven at times elusive. The desire for objectivity makes it vital that eachstagein

the process of writing this is made explicit. It is also important that the interactions

observedandthe researcher'sreflections on theseinteractions are also madeexplicit.

Glaser and Strauss (1967) encouragedthe use of 'grounded theory' as a method of

obtaining an insight into social systems.The social system of the secondaryschool is

complex, and whilst many teachers' day-to-day experiences can be positive, many

teachers experience conflict, ambiguity and contradiction. Because of the nature of

schools and the relationships within schools it was felt that utilising the 'grounded

theory' approach as a framework for the enquiry may provide some insight into this

complex context.
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Throughout this thesis, the term 'teacher' is used as a generic referenceto all teachers

including class teachers,middle managersand senior managers.'Class teacher' will be

taken to mean any teacherwho has no middle managementfunction. The term 'teacher

middle manager' will be taken to mean any teacherwho has a teaching role combined

with a significant managementrole. The term 'senior manager' will be taken to mean

anyonewho has a role within the senior managementteam of a school, usually a whole

school responsibility.
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Chapter 1: Introduction

1.1 Schoolsand ideology

Education 'ideologies' have beendiscussedat length by many influential educationalists

and philosophers such as Dewey (1915), Hirst and Peters(1970) and Bernstein (1977).

Dewey wasmore concernedwith the needsof the pupil andwhat s/heneedsfor 'growth'.

He considered concepts such as 'problem-solving' and wished to see young people

engaging with topics that challenged them and their thinking. Dewey's focus on the

individual can be contrasted with Hirst and Peters' concerns with the needs of the

curriculum. They held the view that activities such as 'science' and 'philosophy' are

worthwhile to have in the curriculum becausethis knowledge allows the illumination of

many areasof life. Bernstein also focused on the curriculum. In particular Bernstein

concentratedon identifying types of curricula that could be discerned- curricula where

content is insulated and bound by subject boundariesand in contrast to this 'integrated'

curricula where content boundaries are not clearly defined and contribute to an

overarching theme. It is evident from the abovethere hasbeena long history of national

and international debatein relation to what should be in a school curriculum. From the

foregoing, it is evident that the curriculum debatehasalways had, asa major element,a

recognition that there is a tension between the needsof the pupil and the needsof the

curriculum. This perhapssignalsthe tensionsthat teachershaveexperiencedwith regard

to meeting the needsof the individual andthe needsof the curriculum.

Within the context of this tension we could also highlight Egan's (1999) thoughtson the

fundamentally contradictory nature of schools and schooling. He suggeststhat the

6
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problems we seein our schoolsarea result of the incompatibility of previously taken-for-

granted aims of school and schooling - socialisation, allowing pupils to have a rational

view of reality and allowing pupils to learn how to learn. Egan is keen to state that at

various points in history peoplehave insisted on the priority of one of theseaims over the

others. At the same time schools have been blamed for giving precedenceto one

ideology over another. This contradictory nature of schools and schooling and the

curriculum of the school is a reality that cannotbe dismissedeasily.

This chapterconsidersthe issuesof:

• curricula and ideology

• developmentof a national curriculum

• the National Curriculum andcentralisedcontrol

• the National Curriculum andthe control of teachers.

1.2 Curricula and ideology

Ifwe acceptBashetal's (1985) definition of ideology,

' ... a collection of beliefs, organised in a more or less systematic way,
having the function of sustaining or promoting a particular view of the
world which is in harmony with the holder's social class.' (p.61)

tIien perhapswe can seethe importance of uncovering the influence education ideology

debates have had on schools. It is also important to acknowledge that the literature

produced by Dewey, Hirst and Peters and Bernstein, whilst addressingeducation and

schools,was related to their wider thoughtson society andthe influence schoolplayed in

societyand the influence societyhad in and on schools.

7
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1.2.1 Schoolcurricula

Sincethe mid to late 1980's teachersin schoolshavebeenawareof the concerns,voiced

by central government and others, with regard to school curricula. In particular there

have been some serious concernsexpressedwith regard to the content and method of

delivery of the curricula in primary and secondaryschools.

The ongoing debateabout a 'core', 'common' or 'national curriculum' involved utilising

these educational ideologies to reason or argue for how the curriculum should be and

how it should be delivered. Historically thesedebatesabout schoolsand school curricula

had taken place mainly within andbetweenprofessionalbodies and academics.Indeed it

is possibleto characterizethe type of debatethat took place by looking at how Taylor and

Richards (1986) outline the debatesthat took place in academiccircles up to the mid/late

1980's, the period immediately preceding the implementation of a National Curriculum.

Taylor and Richards cite examples of those who have sought to classify educational

ideology; Davies (1969) and his classification of 'conservative', 'romantic', 'revisionist'

and 'democratic' ideologies and Scrimshaw (1983) with his classification of

'progressive', 'instrumentalism', 'reconstructionism', 'classical humanism' and 'liberal

humanism' ideologies. But more importantly Taylor and Richards acknowledge the

strugglebetweentheseand other ideologiesto:

, ... influence distribution, exercise and justification of power in
education. It is a struggle for the power to define education and to
transmit particular beliefs andvaluesto the young.' (p.36)

8
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Those academicsthat debateddiffering curricula or ways of delivering the curricula did

so amongst themselves. Indeed these debates generally talked about teachers and

teaching andrarely talked with teacherslet alonepupils. However there are somenotable

exceptions. One has only to recall the case of William Tyndale Primary School in

Islington. At William Tyndale a group of 'radical' teachersattemptedto put in place a

'progressive' pedagogy.After much media attention including derision andcastigationby

a conservative press the radical headteacher and teachers were brought into line

(although the headteachercommented 'Schools that createadversepublicity arebad and

receive bad inspection reports: those that "don't make waves" wallow on', Ellis et al

1976p.141). Regardlessof the validity of the argumentusedto put in place a progressive

curriculum the control exertedby the pressand otherswas enoughto ensurethat little if

any power or influence wasto be found within schools.

1.2.2The developmentof a national curriculum

It is perhapswise to produce a summaryof someimportant milestonesthat precededthe

National Curriculum. These milestones may give some idea as to how a national

curriculum came about but perhaps more importantly they give an insight into why a

centrally controlled national curriculum was established.The significant developmentsin

the long road to implementation of a National Curriculum give us someclues as to the

political thinking with regard to the centralised control of schools and the educational

experience of the nation's young people. At times there appears,on the part of central

government, a desire to influence and improve the school experience of primary and

secondarypupils. In contrast to this it is apparentthat central control is the raison d'etre

9
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in the period just before the implementationof the National Curriculum and in the

ensuingreviewsanddevelopmentsof theNationalCurriculum.

In 1964 the SchoolsCouncil was set up to promote curriculum development.In its

forewordto theSchoolsCouncil Report 1974-75(1975)it stated,

'Its purposeis... to help teachersdecidewhat to teachandhow to teachit.
...eachschoolshouldhavethe fullest possiblemeasureof responsibility
for its own curriculum and teachingmethodsbasedon the needsof its
ownpupilsandevolvedby its own staff.'(p.ii)

The responsibilityand involvementteachersand schoolshad for developingtheir own

curriculawasobviouslyseenasvital. From theseearly daysof the SchoolsCouncil it is

obviousthat schoolswere givenmuch of the responsibilityfor identifying the needsof

pupils and developingappropriatecurricula for them. It is wise to contrastthis 1960s

SchoolsCouncil perspectiveon developingcurricula with later perspectiveson the part

to beplayedby Her Majesty'sInspectorate(HMI) andcentralgovernment.

HMI had sought to put forward a view of what should be in 'the curriculum' of

maintainedschools.Indeedin 1977the 'GreatDebate'broughtto the fore the ideaof the

'common curriculum'. The publication of the Departmentof Education and Science

(DES)Curriculum 11-16wasperhapsoneof thefirst attemptsat developinga centralised

control of the curriculum.The Departmentof EducationandSciencebecameconcerned

aboutthe Schools'Council and eventuallyit was abolished(in 1982),to be replacedby

theExaminationsCouncilandSchoolCurriculumDevelopmentCommittee.

10
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Sir Keith Joseph's (Secretary of State for Education 1981-86) White Paper on Better

Schools(DES 1985) allowed curriculum policy to be considerednationally, locally and

at school level. However, by 1986Kenneth Baker (Secretaryof Statefor Education) was

suggesting that the Conservative government was considering a centrally controlled

curriculum. IndeedasMac1ure(1988) notesthe idea of a centrally controlled curriculum,

' ... regardedas highly controversial in the early 1980's ... figured in the
Conservativeelection manifestoat the generalelection in 1987.' (p.l 0)

What was once seen as 'highly controversial' found its way into the Conservative

manifesto for its third term in office. It obviously took two terms in office for the

Conservative government to decide that the time was right for a centrally controlled

national curriculum for British schools.The Conservativegovernmentobviously felt the

opposition to a national curriculum would be so great that they should leave any attempt

to seeit on the statutebooks until they had an unassailablemajority in parliament with

which to bring it about.

The subsequent1988 Education Reform Act (ERA) made it clear that the secretaryof

state had legal control of the curriculum. This removed the confusion in the 1986

Education Act - this Act concerneditself with the composition of governing bodies and

the role of Local EducationAuthorities.

1.3NationalCurriculum andcentralisedcontrol

The Conservative government of the 1980's wished to take more control of what was

experiencedby young people in schools. It was suggestedby somethat it was the desire

11
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for accountability that drove the Conservativegovernmentsof the 1980's to bring abouta

National Curriculum. IndeedMaclure saysof the Educational Reform Act,

"It was the prime aim of the Act to make schoolsmore accountableand
give parents more and better information about their children's
progress.'(p.ll)

The idea that parents were to be better informed, and thus make informed decisions

about schools,becamemore evident as the implication of the educationreforms became

apparent.The establishmentof school leaguetablesreinforced the idea that parentscould

make informed choices basedon more information. Almost prophetically Maclure went

on to say,

'Experience in the USA and elsewherehad shown the likelihood that the
curriculum could become 'test driven' if universal external testing were
introduced in a simplistic andclumsy way.' (p.l1)

Maclure was prophetic, in that it has long beenthe concernof teachersand parentsalike

that, primary schools seem too keenly focused on Key Stage (KS) 1 and 2 Standard

AssessmentTests (SATs). Secondary schools have also been preoccupied with KS 3

SATs results and the percentageof pupils achieving 5 A-C gradesat GCSE. Schoolshave

been keen to see these results improve year on year and hence improve the schools'

positions in the school 'league tables'.

The advent of the National Curriculum and the centralised control of the school

curriculum brought about by Conservative governments of the 1980's led many to

believe that the dayswere numberedfor thoseacademicsand local authorities seekingto

influence schoolswith their ideasabout the curriculum.

12



Middle managersin secondaryschools:rhetoric and reality.

The Conservative government's stated desire to give schools greater control over their

own budgets and the manifestation of this in the Local Managementof Schools (LMS)

and the opportunities for schools to become Grant Maintained was perceived as

somethingwhich would eventually lead to schoolsinfluencing greatly their own destiny.

Over a short period of time we saw the contradiction of schools losing control of their

curriculum development but seemingly achieving more control over their budgets. But

perhapsmore importantly it would suggestthat the governmentwasmore concernedwith

removing control from local authorities and this would be better facilitated if the Local

Education Authority had lesscontrol of the local schools' budgets.It is no secretthat the

Conservative governmentof the day was quite concernedabout the influence some 'left

wing' Labour councils were having on schools.It would seenreasonableto conclude that

wresting control of schools away from Local Education Authorities (LEAs), especially

those LEAs which were giving causefor concern,would perhapsallow theseauthorities

to be brought into line. Of course giving parents the right to vote on whether or not

schools shouldbe Grant Maintained only servedto convince theseparentsthat they were

taking part in a democratic and fair process. It was no great surprise that there were

numerous examples of schools which were about to close under Local Education

Authority reorganisation or schools that were previously 'Direct Grant' schoolsmaking

up a significant proportion of thoseschoolsthat becameGrant Maintained. Yet againthis

highlights the tension that existed for theseschools.There was a tension betweenbeing

seenas 'progressive', becausetheseschoolswere breaking away from the control of local

education authorities but at the sametime having to subscribe to the control of central

government.

13
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Theintroductionof specialistschoolsstatus,in the 1990's,alsoencouragedsomeschools

to seek alternative methods of acquiring resourcesother than through the Local

EducationAuthority. This in turn encouragedothers(local businessandindustry)to have

influenceoverthe functionof thosesuccessfulin becomingspecialistschools.Presenting

financial bids to central government,as all schoolsinterestedin becoming specialist

schoolshad to do, yet again encouragedtheseschoolsto seea closer attachmentto

centralgovernmentandlocal business,ratherthananattachmentto their LocalEducation

Authority.

The changein hue of the government,in 1997, seemedto do little to dampenthe

enthusiasmfor centralisedcontrol of schoolsandevenclassrooms.The introduction(or

imposition) of LiteracyandNumeracyhoursat KS2 led somein schoolsto believe that

the governmentwas seekingto control too rigidly the day-to-dayexperiencesof pupils.

(Of course the plans that Numeracy and Literacy strategiesused at KS2 will be

prescribedatKS3 alsosuggestthat secondaryschoolsaregoingto havethe samelevel of

imposition that primary schoolshave previously seen.)It would seemto many that it

wouldbe increasinglydifficult to wrestlecontrol awayfrom centralgovernment.

The more recent initiative with regard to the 14-19 curriculum (DlliE 1999) and the

creation of the Learning and Skills Councils has seenyet again the decreasingof an

LEA's influenceonbothsecondaryschoolsandpost-Is colleges(Marples2000).
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1.3.1 Centralisedcontrol andcentrally driven policies

The inception of the National Curriculum brought about, on the part of central

government,a concentration on issuessuchas:

• raising standards/schoolimprovement

• effectiveness

• leadershipon the part of the headteacher

Theseissueswere sourcesof much debateand the focus of this debatewas on the role of

the newly created Office for Standardsin Education (OFSTED). OFSTED inspections

were to replace HMI inspections of schools and would be focusing on issues of

effectiveness,efficiency, leadership and standards.Whilst there have beenmany changes

to the OFSTED inspection criteria, at the outset of OFSTED's existencethe above issues

were crucial for them to considerwhen they inspectedany primary or secondaryschool.

1.3.2The rhetoric of 'raising standards'andbecoming'efficient',

It has been the stated aim of central government to 'raise standards' and make schools

'effective' and 'efficient' (Docking 2000). To do this successive governments have

sought:

• to gain control of what schoolsdo (through the National Curriculum)

• to have oversight (through OFSTED) of how schools function

• to disseminateperceived 'best practice'. (To tell teachershow to teach.)

After more than a decade when we have seen a centralized control of schools, the

rhetoric of government encouragesa belief that the leaders, managersand teachers in

schools now find it easier to identify their primary role and function. This rhetoric
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outlines the justification for the centralised policy. The justification is that schools as

organisationshavebecome:

• more efficient (giving better value for money)

• more adeptat communicating mission, role and function to teachersand support

staff

• keen to adhere to 'best practice' and using this 'best practice' to inform the

manner in which schoolscommunicate with their community at large including

parents,the Local Authority or local businesses.

The rhetoric would haveusbelieve that teachers:

• would havea strongsenseof their primary role

• would havea senseof what is expectedof them

• would have an understandingof what should be taught and also understandwhat

'best practice' dictatesis the bestmethod of delivering this content

• as professionals,would also be in a position to interpret (when and where they

feel it is appropriate)how to deliver a particular concept,themeor lesson.

But is this the reality for teachersin England and Wales in the early yearsof the twenty-

first century?

Perhaps the reality is characterised a little more by the consideration of readily

identifiable 'competences' and a preoccupationwith 'accountability'. This focusing on

competencesand accountability is illustrated by Hoyle's (1995a,p.6) identification of the

sometimessubtledifferencesbetween'profession' and 'professional':
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Table 1. Identification of professionand professional.

From To
Profession Professional
Knowledge Skill
Education Training
Effectiveness Efficiency
Conception Delivery
Status Contract
Clients Consumers
Influence Compliance
Responsibility Accountability
Leadership Management

Hoyle's identification in turn gives us someinsight as to what Gunter (2001) is saying

aboutprofessionsandprofessionals.

'A profession is therefore an identifiable group of professionalsand is
connectedto both the abstractingof behaviours,which is what makesone
professiondistinctive from or similar to anotherand the power systems
that control membershipinclusion and exclusion. Self regulation and
autonomy,particularly from the stateand the governmentof the day, is
essential in enabling professionalismto be exercisedwithout political
interestandfavour.' (p.l42)

In the first instance,autonomyfrom 4 ••• the governmentof the day... • is impossiblefor

thoseworking within the confinesof the National Curriculum, in particular thosewho

are expectedto lead teachersin the implementationof the carefully prescribed'literacy

hour' and 'numeracyhour'. But more importantly those expectedto work within the

constraintsof centrally devisedmanagementperformancescheduleshave no senseof

beingfree from political influence.

To gainfurther insight into the reality for teachersandteachermiddle managersit will be

necessaryto review the prevailing educationalresearchliterature since the late 1960's

andspecifically over thepast 10years.The divide. betweenthe late 1960'sandthe early
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twenty-first century, canbe illustrated by comparinghow the Plowden Report (1967) and

its concentration on 'child centredness',comprehensivelyopposedcentrally developed

and .implemented curriculum and class activities and how the centrally prescribed

'Literacy hour' and 'Numeracy hour' embraces consistency of delivery across all

classrooms.

1.4National Curriculum - an opportunity missed?

There have been a number of national debatesand reviews (that involved consulting a

large cohort of practising teachers)aboutwhat should actually be in 'the curriculum' of

British schools. 'Curriculum Matters', led by HMI were someof the debatesthat sought,

to somedegree,to considerthe views andopinions of teachersabout the curriculum.

With this in mind it may be useful to consider what were the prevailing views of many

teachersjust before the implementation of the National Curriculum. Someteachersand

academicswere concernedaboutthe implementation. IndeedBecher(1989) stated,

'At first sight, the prescription of a uniform national curriculum under the
1988 Act leaves little scope for curricular decision-making at the
classroomlevel .... ' (p.SO)

Becher's comment concisely explains the concernsfor many class teachersat the time,

with regard to the perceived prescriptive nature of the National Curriculum. Classroom

teachersfelt that they were losing control of what actually went on in their classrooms.

Becher went on to say that concentrating on the prescriptive nature of the National

Curriculum was' ... unduly pessimistic .. .'. However Becher's following remarks may
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give us some idea of how wrong he was with this 'unduly pessimistic' statement.Becher

saysin his concluding paragraph.

, ... teachers who strongly dissent from existing national or school or
departmental policy will retain the professional scopeto do things in their
own way. The classroom is a private place, not easily invaded by opposing
outside forces. As must always be the casein human affairs, even strongly
coercive legislation has its limits.' (p.61)

Becher overlooked the subtle (or in some instances the not so subtle) pressures that

would be brought on teachers to subscribe to the centrally devised policy. Headteachers

fearful of attracting close scrutiny of their leadership are well placed to exert influence

through their middle managerson dissenting teachers.Subject leader middle managersin

tum would be aware of their role in ensuring that the national curriculum 'orders' for

their subject are met. These internal pressureswere not the only controlling influences

that could be brought to bear. Becher had obviously not considered the influence or

power an external agency such as OFSTED could have. The' ...private .. .' nature of the

classroom disappeared some time ago. Teachers became very aware that all of their

actions, and perhapsmore importantly. their outcomes, were open to scrutiny. It was their

outcomes which were seenoutside of the walls of their classroom. The part that teachers

played in the examination performance of pupils was the major element of 'outcome'

evidence that would be usedto determine teacher performance.

Of course it was always possible that teachers would seek to respond to the National

Curriculum in a manner which sought to camouflage the reality of day-to-day teaching.

Osborne et al (1997) uncovered a typology of teacher responseto the changerequired by
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the National Curriculum in the primary school. Osborne et al identified four types of

what they called 'mediation' in responding to this change:

• protective mediation - ' ... resisting the pressuresto stick closely to a prescribed

curriculum ... '

• innovative mediation - ' ... interpretation of statutory requirements ... '

• collaborative mediation - ' a survival strategy ... '

• conspiratorial mediation -' resist aspectsof the National Curriculum that were

felt to be particularly inappropriate ... '

The senseof teachers mediating between the curriculum and pupils' experience of the

curriculum gives us someidea asto how strongly many teachersfeel about addressingthe

needs of individual pupils. Osborne et al allow us to see that if only there could be a

mechanism to control teachers' interpretation of the National Curriculum then

centralised control would be complete.

If there is an emphasis on formality, prescription and centralised control, Dinham and

Scott (2002) have identified how teachers respond to this by 'retreating'. They retreat by

shedding extra-curricular activities and engage with a ' ...narrower range of

responsibilities ... '.

Teachers are quite capable of presenting to OFSTED, during a school inspection, a

performance that pays more regard to the rhetoric of centralised control than to the

reality of day-to-day teaching. As Chapman (2001) noted in his study into how OFSTED

inspection changes practice, the major change for some teachers was the increased
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planning and increasedrange of activities that were undertaken in preparation for an

OFSTED inspection.He quoteda teacherwho saidof the experience,

'My classroompractice changedonly in that I planned every minute of
every lesson carefully. If I had to do this all of the time Iwould either
havea nervousbreakdownor leaveteaching.' (p.66)

This quotevery clearly allows us to seethat someteachersarewilling to subscribeto the

rhetoric of what they should be doing insteadof allowing OFSTED to seethe reality of

teachingeachandeveryday.

1.5Controlling teachers

The foregoing discussionmay lead us to conclude that the recent history of schoolshas

been informed by a desire to control teachers.Whilst teachers' day-to-dayexperienceis

acted upon by the content of the National Curriculum, it is the various agentsthat are

usedby the governmentto bring aboutthis control that it is important to uncover.

Teachersare well awareof the issueof who hascontrol of a school's curriculum. Indeed

many teachersundergoing initial teacher training have been introduced to Althusser's

(1972) perspectiveon the 'repressive' and 'ideological' stateapparatusand Bowles and

Gintis' (1976) perspectiveson 'working class' pupils' inculcation. Althusser discussed

the ideologies that have dealt with issuesof conflict and control. .Indeed issuesabout

control and conflict in schools have characterisedsome of the educational debateuntil

the presentday. Ina theoretical senseteachershavebeenmadeawarethat they contribute

to the 'state apparatus'.Issuesof conflict andcontrol are a daily reality for teachers.
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IndeedBash et 01 (1985) make it quite clearwhen they say,

"The urban secondaryschool teacher who regardshislher day's work as
"going into battle' is not uncommon.The recognition of the classroomasa
place of conflict typifies the traditional view of the urban school ...•
(p.65)

Bashet 01 go on to say.

"... teachers are also quite firmly controlled in schools. The hierarchy
promotion pattern of teacherstends to encourageconformity (we would
not sayservility) over originality or a critical approach.(p.65)

Perhapsmore worryingly they statesuccinctly,

"It is necessarynot only to be an effective teacher but also to convince
headteachersandheadsof departmentsthat this is so.' (p.65)

The juxtaposition betweenneedingto conform (before encouragingoriginality or critical

thought) and being seento be effective aswell asbeing effective is no easytask for any

teacher. But these two comments of Bash et of would suggest that actually being

effective is lessimportant than conforming andappearingeffective. This public natureof

teaching is somethingwhich manyteachersareawareof.

Many teacherswould find it easyto identify OFSTED as agentsof the statewith regard

to inspecting and monitoring teacherpractice. Teacherswould also be quite capable of

identifying the headteacher'srole as onethat is characterisedby control and an authority

derived centrally. the previous influence of the LEA having all but vanished.However

teachers may be unsure of a teacher middle managers' role in the leadership,

managementandcontrol of individual teachers'andpupils' everydayexperiences.
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Eden (2001) asks the question 'Who Controls the Teachers?' and answersit by

consideringtheuseof overt andcovertcontrol usedby headteachersto control teachers.

Edenalso allows us to considerhow the manydemandsplacedon teachersby 'clients'

and how the same teachers '... demand for professionalisation ... ' are often

contradictory. We would be wise to accept that control of schoolsand teachersis

complexin natureandat times many of the takenfor grantedissuesactingon teachers

arecontradictory.

Teachersin schoolsmay well feel that their individual contributionsare more about

schoolsachievingor maintaining their leaguetable position. Teachersare inevitably

presentedwith a choice between supporting and motivating those pupils whose

examinationperformancewill not contribute to a schoolsleaguetable position and

supporting and encouragingthose who may be able to contribute to league table

position. This inevitably will create tensions for individual teachersand between

teachers.Teachersmay consequentlyfeel that their efforts, to supportand encourage

pupils who will have little impact on the school leaguetables,are undervalued.This

undervaluingmayleadto disaffection.

Tomlinson (1988) calls into question the compatibility of 'the curriculum' and 'the

market'. His openingparagraphmay give us some idea of what was expectedof the

EducationReformAct andtheNational Curriculum:

'The objectivesare to createa 'social market' in education,establisha
national curriculum andtesting system.make educationmore responsive
to economicforcesandattractmorenon-publicfunding. It is assertedthat

23



Middle managersin secondaryschools: rhetoric and reality.

if achievedthesemechanismswould raise standards,increaseconsumer
choice and make the whole system,including higher education,more
accountable.'(p.9)

It is no surpriseto seethe quoteconcludewith the real focusof the reform.Becauseof

the centralgovernment'ssuspicionsaboutthe performanceof teachers,andschools,and

their unwillingness to trust teachers and schools, central government instigated a

comprehensivesystemof monitoring and surveillance,with the outcomesbeing made

public. Allied to this was the testing of schoolpupils and the public reporting of the

outcomes.

With 'the market' in mind Hunter (1997) discussesthe 'four pillars' of 'the market

experiment'.In orderto 'strip the educationestablishmentof the power it had exercised

for solongandto givepowerto theparents'(p.34)it wasnecessaryto:

• developa contract- theNationalCurriculum

• publishandinvite tenders

• seetheseefficientbusinessesreapingtherewards

• ensureschoolsbemadefully accountableto their customers.

Finally Huntersuggeststhat the inspectionsystemcameaboutbecause,

, ... contractorswould be trying to cut comersandmight deliver shoddy
goods.'(p.35)

ThereforeOFSTEDinspectionswould be usedto give the public an insight into what

schoolswere really doing andallow parentsto choosethe best 'business'to which they

would take their custom!
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It is interesting to consider how some have characterised the relationship between

teachersand 'the state'. Hoyle and John (1995) have considered how • ... surveillance of

teachers' work through managerialism ... ' led to teachers feeling under siege. They also

highlight how they see,

• .,. heads and deputies have become the hierarchical agents of both
control and implementation and therefore crucial to the process of
accountability.' (p.42)

Hoyle and John also show how the •... powerful tri-partite arrangementbetween

the Department of Education and Science (DES), the LEAs and the teachers'

associations' came to an end. They also suggestthat the collusion in maintaining

the 'Secret Garden' of schools had also come to an end. Hoyle and John go on to

suggestthat this in turn has led to a lowering of the public esteemof teachers.

1.6Summary

It can be seenfrom the above that teachersand schools have had to contend with ongoing

change throughout the last 15 years. Change to prepare for the implementation of

National Curriculum and change because of the National Curriculum. In particular we

have seen:

• a shift in control from local to central government

• implementation of a National Curriculum and subsequentreviews of the

curriculum
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• a focusby centralgovernmenton raising standardsandschoolsbecoming

moreefficient

• thesurveillanceandmonitoringof teacherandschoolperformance.

This changehas been relentlessand has produced schoolsand teacherswhich are

centrally controlled, inspectedby an external agencyand monitored and kept under

surveillanceby their own managers.The implication for teachershas beenmanifold.

Teachersfeel under pressureto perform efficiently and effectively. Class teachers,

teachermiddle managersand seniormanagersalsoknow they areaccountablefor their

actionsandtheir pupils' testandexaminationperformance.Teachersarealsowell aware

of the public natureof their role andthe resultantrhetoric to which theyareexpectedto

subscribe.
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Chapter 2: Managers,middle managersand middle management.

2.1Managementandleadership

Over the past 15 years (and perhaps more importantly the last 5 years) the management

of education establishments, and secondary schools in particular, has received much

attention from both the government of the day and education researchers.Inparticular we

have seen a range of research published on headteachers, Senior Management Teams

(SMTs) and effective school management and leadership. Positivist studies, qualitative

studies and critical accounts are much in evidence (Bush I989~ Bolam et al 1993~

Wallace and Hall 1994). Until recently, relatively little research seems to have been

undertaken into secondary school middle managers and middle management. Whilst

conducting a searchon a much used academic library catalogue facility, the searchterms

'management' and 'leadership' produced significantly more book based citations than if

the search term 'middle management' was used. There is a plethora of management

journals and even education management journals. However, specific middle

managementliterature is relatively limited.

The foregoing perhaps indicates the manner in which middle managers and middle

management issueshave been addressedby the education policy and education research

communities. It would appearthat policy makers in their attempts to improve schools and

make schools more effective have prioritised the role of the headteacherand the issue of

headteacher leadership. Whilst we saw the introduction, (admittedly with some initial
,

problems) of the National Professional Qualification for Headteachers(NPQH), the
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National ProfessionalQualification for SubjectLeaders(NPQSL)hashad a lesscertain

start.

2.2What is middle management?

It may be wise to define what is meantby the terms 'middle manager' and 'middle

management'.Whenwe attemptto uncovera formal definition of 'middle manager'we

are given a clue to how troublesomethe term is. Olroyd et al (1996) in their 'concise

dictionary for educationmanagement'statefor 'middle manager seemanager'.On

inspecting'manager' we find four suggestedtypes of manager' line .:. middle ...

senior ... top ...'. Formiddlemanagerwe find,

' ...a term increasinglyusedto describeheadsof faculty, departments,or
yearsin secondaryschoolswho areresponsibleto the SeniorManagement
Team'.

It is importantto noteherethat OIroyd et al concedethat the term 'middle manager'is

, ...increasingly... ' seenin this context.Perhapsthe ambiguity in the definition of what

middle managementis, or what middle managersare, is the reasonfor the lack of

researchinto middlemanagers.

For this researchprojecta 'middle manager'will be takento meananyindividual who is

a Headof Year, Headof House,Headof Departmentor Headof Facultyandwho does

not belong to the school's SMT. In many schools there are two strandsof middle

manager- 'pastoral' middle managersand 'academic' middle managers.In this research

project thereis no distinction madebetweenpastoralor academicmiddle managers.As

haspreviouslybeenmentionedthe term 'teachermiddle manager'is usedto emphasise
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the duality of the role for teachingmiddle managers.The useof the term 'teachermiddle

manager' is also intended to emphasisethe manner in which a teachermiddle manager

must seekto balancethe roles of teacherandmanager.

2.2.1 Middle management literature- a recent development?

It is apparent that there has recently (after the mid 1990's) been more education

management literature devoted to middle managers and middle management. The

previous lack of literature on middle managersand middle managementcame about

becauseof researchers'preoccupationwith researchingseniormanagement,headteachers

and headteachers' leadership in particular. It was thought that the leadership role of

headteachersin delivering centrally devisedpolicies would make policy implementation

a success.Middle managersmay have been overlooked becausethe policy makers and

researchersunderestimatedtheir contribution to the implementation of policy.

It may be useful to trace the nature of this middle managementliterature and when this

literature was published. This may give an insight into how developments in middle

management roles have been reflected in the literature. This in tum may give some

insight into the perceived roles and functions of the middle managersthroughout the

developmentand implementation of the National Curriculum.

2.3 Wliy enquire into secondary school middle managers?

It not easy to dismiss the often reiterated theories on management that are the

foundations of any management training workshop, either in education or any other
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profession. No discussionof managementwould be complete without mentioning the key

areas of management function, namely communication with and motivation of

individuals and groups or teams. (Teacher morale and motivation seemsto be a major

issue for education commentators and teachers' professional associations especially

within the context of recruitment and retention of teachers). School middle managersare

best placed to directly deal with communication with and motivation of individual

teachers, groups and teams. Even those involved in a cursory look at managementwill

be aware of Maslow (1960) and his 'Hierarchy of Needs', McGregor's (1960) 'Theory X'

and 'Theory Y' and Herzberg's (1966) 'Hygiene Factors'. Whilst these theories do not

necessarily refer to education management they do deal with issues that that have been

utilised by education managers, education management trainers and educators. These

early theories have informed much of the management theory and practice of recent

times. These seemingly innocuous or benign management/motivation theories needto be

reflected upon and not dismissed out of hand. These theories should not be dismissed

lightly, becausethe influence they have had on the management training experienced by

senior managers,middle managers and aspiring senior and middle managers in schools

hasbeen considerable.

Perhapswe need to pay attention to what Fullan and Hargreaves (1998) say about how

those who work in schoolscan be instrumental in changing schools,

'Required solutions will be both collective and individual in nature.
Paradoxically, there is neither enough collegiality nor enough
individuality in the growth of teachers. As we shall see, collegiality and
individuality are not incompatible.' (p.2)
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Teachersand teachermiddle managersdo indeed influence the lives of the people (pupils

and teaching colleagues)they work with. Teachersmust be preparedto seethat they can

contribute aspart of the collegial action and asindividuals. Fullan and Hargreavesstated

that we must be prepared to challenge the taken for granted theories put forward by

Maslow, McGregor and Herzberg. Fullan and Hargreavesare perhaps giving us some

clue as to the complex nature of the role of teachersas individuals and asmembersof a

team or (staff) group. We should perhapsbe preparedto take a more critical look at the

environment in which teachermiddle managersfind themselvesand ask whether or not

the ethos of the environment is one which sustainsand facilitates high quality teaching

and learning.

2.3.1 Teachersandjob satisfaction

Before we consider issuessuch as motivation and the role of middle managerwe could

perhapsconsiderthe conceptof 'job satisfaction'. Spearet al (2000) haveuseda number

of studies to determine those factors, which contribute to teachers' job satisfaction and

headteachers'job satisfaction.Contrasting the factors for teachersand headteachersmay

give us someinsight into what a teachermiddle managerhasto contendwith (Table.2).
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Table 2. Factors contributing to teachers' and headteachers'job satisfaction

Factorscontributing to teachers' job Factors contributing to headteachers'
satisfaction,in decreasingorder of job satisfaction,in decreasingorder of

influence: influence:

• Working with children • Relationship with others, such as children,

• Good relationships with colleagues teachers, parentsand governors

• Development ofwarm personal relationship • Autonomy

with pupils • Having responsibility

• Intellectual challenge/useof subject • Successof school

knowledge • Feeling valued

• Autonomy/independence • Recognition

• Opportunities to be creative or innovative • Job security

• School organisation and management • Pay and conditions

• Pupils achievementsand progress • Holidays

• Additional roles and responsibilities held • Status.

• Job security

• Career prospects. pay and conditions

• Long holidavs.

(Spearet a/2000 p.30.)

We can see that both headteachersand teachershave a senseof the need to build

relationshipswith thepupilsandthecolleaguestheywork with. Howeverit is possibleto

see that teachersfind it more important to have a senseof control with regard to

'Opportunities to be creative or. innovative.' Both teachers and headteacherssee

autonomyas important.Howeverafter factor 5 in the teachers'list andafter factor 2 in

the headteachers'list it is possibleto discernsomediffering priorities. Headteacherssee

the importance of the school being successful,placing it fourth in their list. This

acknowledgementon the part of headteachersabout the importanceof a schoolbeing

perceivedas successfulgives us some insight into how headteachersunderstandthe

public natureof schoolsandteaching.Headteachersmaywell bemoreawareof how they

canbeheld accountablefor the successor failure of their school.

With regardto teachermoraleSpearet a/ go onto state:
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'Teachers believe that their own morale is largely determined by their
quality of life in school. They want good relationships with their pupils,
good relationships with their colleagues, sound leadership from a
supportive headteacher,and a manageableworkload.' (p.34)

One further conclusion that Spearet al found is worthy of further comment,

, ... more older than younger teachers consider having sufficient time for
their family and private life is important to their personalmorale.'

This surely has implications for those who are appointing people to middle and senior

management positions. With experience comes age. The more commitments teachers

have outside school, in their private and family lives, the more they will feel pulled away

from thesecommitments when they are required to undertake school managementtasks.

2.3.2 Middle managersand motivation

Evans (1999) writing about motivating teachersthrough recognition says,

'Since research has shown that, in general, teachers receive insufficient
praise from senior colleagues it is reasonable to assumethat many school
leaders fail to recognizejust how important a motivator it is.' (p.92)

In this context Evans (1997) in a short article about teacher morale and motivation

clearly stateswhy managementtheory and practice do not always coexist and why at our

peril we should never forget the manifestation of management theories in a manager's

practice. Evans, when discussing the important part to be played by the headteacherin

motivating and influencing the morale of staff, stated quite categorically that she had

found that teachers,

, ...were demotivated if their work went unnoticed.'
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Evansmakes it quite clear that teacherswould like their managersto notice not only their

achievements but also their efforts. Teachers may well wish to see managers as

'supporters' and sustainers.Evans introduces the comment of one classroomteacher,

•... he hasnever oncenoticed what I've done ... ~.

The ' ...he...~that Evans refers to is the headteacherof this classteacher. This teacher's

comment is testimony as to why we need to be aware of the influence a headteacheror

middle managerhas on individual motivation and senseof worth. There has perhapsbeen

a preoccupation with becoming efficient and little attention paid to allowing individual

teachersto becomemore effective. As Riches and Morgan (1989) state,

'Of all the resources at the disposal of a person or an organisation it is
only people who can grow and develop and be motivated to achieve
certain desiredends.~(p.l)

Indeed even referring to humans as a compliant resource causessome to be concerned

(Bennett 2001). Some see perceiving individuals as resources that can be managed

according to some formula or protocol can only do harm to morale and hence teacher

performance. Morgan (1989) was keen to encourage us to •... empower human

resources... ' In these early days of the National Curriculum Morgan suggestedthat we

may,

•... be moving into a phasewhere more empathetic, relationship-oriented
approaches,based on cooperation rather than competition are often more
appropriate.~(p.37)

It is clear that he was not quite right. Teachersbecamedistracted by issuessuch as target

setting, performance management, standards and efficiency, and at the same time lost

sight of their achievements.
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Perhaps,more importantly,we must realisethat policy makersmaynot be interestedin

anythingother than settingtargets,improving standardsor efficiency becausethey are

not obliged to contend daily with those who are delivering the improvementsand

meeting the targets. Headteacherswho are charged with implementing these

improvementsin standardsandmeetingthetargetsmay ignorethe intermediaryrole they

play in this. If theywish to influencethe standardsand the meetingof the targetsin the

long term and not just in the short term they would be well advisedto seethe human

elementin schools.It is almostinevitable that headteacherswill experiencethe tension

betweenthepolicy andtheimplementationof thepolicy.

We are of coursebeginningto seehow schoolsare finding it increasinglydifficult to

recruit and/orretain teachersin the long term (Spearet al 2000).We arenow beginning

to seea slow downin theimprovingattainmentof pupilsasmeasuredat KS3(in termsof

SAT Levels achieved)and at GCSE(in termsof the numberof pupils achieving5 A-C

grades).Do we seethat short term incentivessuchasbursariesfor particular specialist

teachersor allowing teachersto passthroughthe 'threshold'. asnot enoughto sustainthe

improvementin thetargets/standardsset?
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2.4 Managersand middle managers- transition from pre to post Education Reform

Act

It is apparentthat the role of middle managerwas not alwaysclearly perceived.In the

early 1970'sMarland(1971)waswriting abouttheheadsof departmentsin the following

terms,

'It wouldbeharshto saythat theyhavein manycasesnot earnedtheir often
substantialallowances,but it would be accurateto say thesehave been
morein the natureof generalmerit allowancesthanfunctionalpaymentfor
specifictasks'(p.2)

Marlandis outlining theearly 1970'sperspectiveof how a headof department'srole was

perceivedandhow he/shewasrewarded.The quoteabovesupportsthe view that heads

of departmentbecameheadsof departmentbecausethey were identified as 'good'

teachers and were more concerned with ordering stock and performing simple

administrativefunctions,alongwith beingexemplarsof goodpractice.

By the late 1970sRutter (1979) et al in Fifteen ThousandHours statedquite clearly

whendiscussingschoolswith 'betterpupil outcomes'that,

'It seemednecessarythat teachersshouldfeel that they had somepart in
thedecisionmakingprocess... ' (p.193)

Whilst Rutterwas concentratingon the schoollives of pupilshe neverthelessthoughtit

vital to mention the role classteachersandmiddle managersplayedin contributing to

the effectivenessof theschool.He wenton to add,

'They too will be influenced by the models,expectationsand feedback
from senior staff and they too need to take responsibility in, to feel
rewardedby andto identify with the school.(p.193)
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Rutter's commentsstronglysupportthe view that teachershavealwayslooked to senior
I

managersto leadtheir interactionswithin the school.This rhetoricof Rutter's overlooks

the teacherwho derives a senseof achievementfrom what slhe facilitates in her/his

classroom.Someteachersmorereadily identify with departmentcolleaguesthantheydo

with the schoolandsometeachersmore closely identify with their subject,(andhavea

desireto seekexpertisein this subject).Whilst Rutter is suggestingteacherswant leaders

who empower,encourageinnovation and engendera senseof belonging,he overlooks

thoseteacherswho want managerswho are committed to democracyandwho address

the individual needsof teachers.

It is evidentthat in the mid to late 1980's therewas still someconfusionasto the role

andfunction of middle managersin secondaryschools.In particular the preparationsfor

the National Curriculum only addedto this ambiguity. IndeedHandyandAitken (1986)

were keen to point out that one element in 'role ambiguity' is '... uncertainty about

others' expectationsof one'sperformance...' (p.S8). This perhapsunderlinesthe needto

uncover class teachers' and senior managers'perceptionsand expectationsof middle

managers'role.

Handy and Aitken, in discussingteachermiddle managersand their managementroles,

acknowledgedthat managingfor many teacherswas somethingwhich, becauseof the

commitment to teachingwould have to be a secondaryconsideration.However Handy

andAitken's statementthat,

'There are,however,only two known waysto run an organisationwithout
muchtime spentonmanagement:by autocracyor by autonomy.' (p.36)
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This hasmanyimplicationsfor seniormanagersandteachermiddle managers.~fwe are

to concedethat thereis limited time for middle managersto actuallymanagebecauseof

the teaching and lessonpreparationobligations, then we should perhapsacceptthat

teachermiddle managersmust fmd the most effective methodof managing.Of course

teacher middle managersmay develop strategiesto camouflage their inability to

undertakethe plethoraof tasksthey areaskedto complete.They may seekto hide from

their seniormanagerstheir own ineffectivenessandinefficiency.

The late 1980'ssawissuessuchas'improving schoolperformance'becomeanimportant

elementin the debateaboutschoolsandschoolmanagement.At a time whencentralised

control and the emergenceof a National Curriculumwere dominant issues,Early and

Fletcher-Campbell(1989)publishedresearchfindings into departmentandfacultyheads'

'effectiveness'. It is quite evident that school effectivenessis an issue that still

dominatestoday.Schooleffectivenessdominatesbecauseof the desireto raisestandards

of achievement.These standardsof achievement are expressedby the National

Curriculum 'Level' which pupils should attain at the end of eachKey Stageor the

number of GCSE's pupils should attain at the conclusion of Key Stage4. (These

standardsareexpressedaspercentagesfor cohortsof pupils andpublishedwith reference
..'

to the schoolperformancei.e. 56%of pupils at SchoolX achieved5 A*-e GCSEgrades.

Although 'target setting' rhetoricnow suggestsschoolsshouldbe settingtargetsfor each

pupil in eachsubjectarea.)It is only if we acceptthat anydebatethat includesrhetoric

suchas target setting,and raising standards(and expressesthesefor cohortsof pupils)
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then there must be an unceasingand continuing desire,on the part of thoseat the centre,

for those located away from the centre to becomemore efficient. In other words, those

located awayfrom the centreshouldoffer value for money.

2.4.1 School structure and middle management

The Education Reform Act 1988 (ERA) has had an impact on school management

function and structure.Some(e.g. Robertsand Ritchie 1990)believed that the structure,

functioning of the school androle of schoolmanagerswould changebecauseof the ERA.

Indeed Roberts and Ritchie have statedhow the National Curriculum would undermine

the traditional hierarchical modelsof managementwithin schools.In figure 1we can see

what RobertsandRitchie cite asa typical managementstructurefor pre-ERA schools.

Head

.[J.

(Pastoral)

Deputy head

(administration)

Senior teachers Deputy headDeputy head

I (curriculum)

I Headsof Year

n
I Headsof Department

I Tutors I Subject teachers

Figure 1. School management structure - pre ERA.
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Robertsand Ritchie went on to give an exampleof what they thought would be the

probablepost-ERAmanagementstructure( Figure2).

Figure 2. Schoolmanagementstructure - Battenburg cake.

It is obviousthat the interrelatednatureof the RobertsandRitchie post-ERAmodel for

schoolorganisationhasnot manifesteditself in manyschools.Ifwe wereto considerthe

dimension'CrossCurricularThemes'we could seethat this is still an importantpart of

the debatefor manyschools.In this contexttherehavebeenmanyprotracteddebatesin

schoolsabouthow Information andCommunicationTechnologycouldbe deliveredasa

crosscurricular theme.More recently the issueof how 'citizenship' can be delivered

acrossthe curriculum hasproducedmuch consternationin schools.It would appearthe

hierarchicalandcompartmentalisedcurriculum is still in evidence.Indeed12yearson it

would be unwise to arguethat, in practice,pre-ERA and post-ERA secondaryschools

managementstructuresare fundamentallydifferent. Whilst we have seenthe post of

'AssistantHeadteacher'being usedmore often for membersof the seniormanagement

teamof a school,this is more a title changeratherthana fundamentalstructuralchange

of managementstructures.

40



Middle managersin secondaryschools: rhetoric and reality.

Blandford (1997, p.46) suggestsa structure that is becoming more common in secondary

schools post-ERA. This 'flat model' is perhaps becoming more common becauseof the

need to co-ordinate across and between Key Stages.In this context it is quite usual to

find the Key Stage co-ordinator role being fulfilled by those designated Assistant

Headteacher.

Head of school

Figure 3. Schoolmanagementstructure - 6at model

2.4.2 Managersand middle managers- postEducation Reform Act

Still in the mid 1990's there was a debate about what middle management actually was.

Bennett (1995) says,

'There is, then, no clear answer to be obtained from the literature to the
question of who constitute secondary school 'middle management'.
(p.l05)

Bennett quite clearly states that researchers may have found it difficult to agree what

middle management actually is, and therefore what historically or traditionally a middle

manager does. If researchershave not been able to agree who middle managers are or

what they do then perhapsthis would explain why it hasbeen difficult to arrive at a focus

for many middle manager research based projects. If the education research community

was finding it difficult to conduct research into middle managers then it should not be
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surprisingif schoolswere left unsureof middle managersroles. If the prevailing view,

from central government,after 5 yearsof National Curriculum, was oneof'top-down'

innovation,disseminationandimplementationthenwe shouldnot be surprisedthatmany

fundamentalchangesneededto be madeto the initial National Curriculumfor both core

andfoundationsubjects.

The issueof schoolstructureandmiddle managersis further confusedwhenwe consider

what Bennettasked,'Can SecondarySchoolshaveMiddle Managers?'(p.10l) .Bennett

suggeststhat the numbersof pupils in a schoolhas an effect on managementrole and

function (such as monitoring colleagueswork). Bennettbelievesmonitoring is in the

remit of 'supervisors'andnot middle managers.More importantly I believeBennettis

giving some indicators as to the 'conflict and tension' that exists between formal

managementfunction and informal managementfunction. The formal management

functionof monitoringdoesnot sit easilywith the informal middle managementfunction

of takingaday-to-dayinterestin individual colleagues'concerns.

In the context of 'effectiveness' and middle managersas 'supervisors'. 'monitors'.

'managers'or 'leaders', it is perhapsuseful to look at what Harris et al (1995)sayabout

'school effectiveness'.In this contextHarris et al talk of the effective departmentand

effectivedepartmentheads.Theyattemptto suggestthosethingsthat the managementof

effective departmentsmight entail. Harris et al discussmiddle managersasneedingto

understandthe importanceof:

• managementof change
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• VISIon

• collegiality

• resourcemanagement

• monitoring skills.

The latter issuesof resource management and monitoring are quite formal roles for any

manager. However issues such as managing change (Morrison 1998), having and

maintaining a vision and collegiality can be roles that have both informal and formal

elements in relation to the day-to-day managementof groups and individuals.

2.4.3 The late 1990's

By the late 1990's we started to see evidence of a less ambiguous consideration of the

middle manager's role. Blandford (1997) devoted much time to discussing the

uniquenessof the middle managers' role. Inparticular she discusseshow school middle

managers become 'player managers', having to both manage and teach a significant

subject timetable. Blandford suggests this produces 'role strain' (trying to balance

management time and teaching time) and must be managed carefully by the middle

manager. We can also consider 'role strain' in the context of middle managersbalancing

leadership and management functions. As the majority of a middle manager's time is

spent teaching s/he must ensure that no one element of the role is concentrated on at the

expenseof any other.
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In March 1998 the TimesEducational Supplementthought the whole areaof middle

managementin schoolswas worthy of a report entitled 'Middle ManagersAn 8Page

Report'.Makins (1998)commencedthereportwith the statement,

.'It is remarkablethat the schoolimprovementmovementis
only just beginning to recognisethe importanceof the
middlemanagersin secondaryschool...' (p.2)

This openingarticle also reportshow Anne Barnes,generalsecretaryof the National

Associationfor theTeachingof Englishsaysof schoolmanagement,

'Many managementstrategiesexpoundedin coursesmerely.
replacecommonsensewith jargon.A lot of managementis
very simple, talking to people, consulting, identifying
strategies...' (p.2)

This 'commonsense'approachto managementis perhapsanot too infrequentresponse

in anydiscussionaboutmanagementpracticeandtheory.Barnesis perhapsgiving some

insight into the ' ...jargon... ' or rhetoric to which teachersandteachermiddle managers

areexposed. Of course' ...talking to people,consulting... • is time consuming.As time

is of the essence,managerswill develop strategiesthat will free time to managethe

issueswhich theywill moreeasilybejudgedon.

2.5 SubjectLeadership,middle managementand managers

More recently there was still evidence of confusion and ambiguity existing in the

discussionof middle managers.Within the context of 'subject leadership'Glover et al

(1999)states,

, ... some schools and departmentsstressingthe administrative and
operationalmanagementroles of their middle management,whilst others
appear to foster the leadership and developmental role of newly
designatedsubjectleaders.(p.332)
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It is as if Glover has identified two ends of a continuum. At one end we see middle

managersthat are encouragedto seethemselvesasadministrators developing systemsfor

staff to work within. At the other end of the continuum we seemiddle managersbeing

encouraged to identify individual teacher needs along with departmental needs and to

provide leadership.

2.S.1 The significance of subject departments

It would be wise not to underestimate the importance of subject departments in

secondary school teachers' lives. All teachers including senior managers and pastoral

leaders will find themselves teaching and functioning within a subject department. The

influence these departments have on the overall functioning of the school cannot be

ignored. Busher and Harris (1999) have sought to uncover department types. They

describefive types of department structure: •

• 'Federal' - possessing many staff and generous resources, teaching several

subjects.

• 'Confederate' - an administrative convenience of subjects allied together ' ... but

sharelittle in common.'

• 'Unitary'- a single subject area.

• 'Impacted"- single subject but smaller than unitary.

• 'Diffuse' subject - that may have no subject base with many staff teaching under

the guidance of a co-ordinator.

Busher and Harris are implying that the power relationships between middle managers

working within or responsible for these departments is important to consider if we want

to understandhow schools function.
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HannayandRoss(1999)go on to supportthis view to somedegreebut in the contextof

thehistoricalsignificanceof how,

, ... the taken-for-grantedmiddlemanagementdepartmentstructurecannot
be underestimatedas it has defined teachers'roles, interactionpatterns
... ' (p.346)

In particularwe needto considerhow the departmentstructurehasacteduponteacher

'interaction patterns'. If we are to acceptthat 'interaction patterns' are acteduponby

how a teacherperceiveshis or her position within a departmentor evenhow they see

their departmentwithin the school,this may be a useful insight into the life of teacher

middle managersin secondaryschools.Perhapsmore importantly HannayandRossgo

on to sayhow restructuringof middle managementorganisationcan affect the culture

andcbangeprocessexperiencedby schoolstaff. They suggestthat challenging'taken for

granted' schoolstructurescan encouragestaff to 'reconcile goals'. Also engagingin a

restructuring process can encourage improved collaborative practice and 'teacher

leadership'.Theyconcludeby saying'we needfar moreresearchon themicro-processes

involvedin secondaryschools'.(p.357)

2.5.2 Formal and informal management?

TheOFSTED(1998)NationalStandardsmakeclearthat subjectleaders,

.... provide leadershipand direction for the subjectand ensurethat it is
managedandorganizedto meet the aims andobjectivesof the schooland
the subject.'(p.79)

Therehasbeenmuch debateaboutthe role of OFSTEDin secondaryschools.There is

however no denying the influence OFSTED inspectionsand the resulting inspection
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reportshave on teachers'practice (Chapman2001), althoughChapmanconcededthat

further research would need to be done in order to generate more 'secure

generalisations'.A contrast between Barnes' 'common sense' approach, (with its

acknowledgementof the informal elementsto management)and the more formal

expositionof whatmakesmanagement'good' perhapsis alsoworthy of uncovering.For

examplein theOFSTED(1997)criteria for 'gooddepartments',thefollowing arecited:

• Strongandconsultativeleadership'"
• Effectiveandequitabledelegation .
• Regularandwell managedmeetings .
• Departmentaldevelopmentplanning .
• A comprehensivedepartmentalhandbook...
• Systematicmonitoring ...
• Optimumdeploymentof staff ...
• Regularmonitoringof theassessmentof pupils ...
• Systematicmonitoringof theachievementandprogressof individual pupils ...
• Identificationof trainingneedsandopportunities.... (p.4)

It is useful to look at the languageused in the criteria above.The rhetoric that sees

leadershipasthefirst stepin developinga 'good department'is perhapsno surprise.The

preoccupationwith leadershiphasbeenwell established.Issuessuchas'delegation' and

'managedmeetings' are also couched in the terms of formal managementrhetoric.

However most attentionmust be paid to the use of words such as 'systematic', and

'optimum deployment'. Creating managementsystemsand achieving efficiency are

obviouslytheunderlyingthemesof thesecriteria.Finally thementionof pupils in only 2

of the 10 criteria may give us someinsight into what OFSTEDconsiderimportant for

headsof departmentto seeas their primary role. This desirefor managersto prioritise

manymore activities beforethoseof lessonpreparation,teachingandmarking of pupil

work is not reflected in the time allocation to middle managersto carry out these
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managementtasks. The forgoing makes explicit what OFSTED feels contributesto

effective departmentsin schools. (These formal criteria appear to provide little

opportunityfor a 'commonsense'approach.)

More recentlytherehasbeena smallnumberof discretepiecesof researchinto education

middle managers,including that undertakenby WiseandBush(1999).Theystate,in the

contextof post-ERAschoolsandtheir management,

, ... there is little evidence of how this transformation in school
managementhaschangedthe working lives of academicmiddle managers
who often have the responsibility of translating policy intentions into
classroompractice.'(p.184)

WiseandBusharesuggestingthat regardlessof centralisedinterventionsin transforming

schoolmanagement,teachermiddle managers'working lives have changedlittle. In

particular middle managersare still responsiblefor making surethat schoolpolicy is

implementedin the classroom.It maybewise to agreewith WiseandBush,if only in the

sensethat middle managersare requiredto make surethe centrally determinedpolicy,

theNationalCurriculum,is implementedfor their subjectin their school. In this context

middle managersmay be more awareof the centralisedorigins of the policy they are

implementing. What haschangedis the quantityof work teachermiddle managersare

expectedto undertake.This centrallyled policy hascausedthe establishmentof a series

of initiatives which haverequiredmiddle managersto undertakethe managementand

monitoring of many extra 'paperwork' tasksthat classteachers (including themselves)

must undertake.The tasks include assessmentand target setting, both very much

dependenton the completionof 'administration'.
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It is worth noting that Wise andBushfail to paymuchregardto anyinformal dimension

in the relationshipbetweenthe middle managersand classroomteachersand senior

managers.It is asif eachgroup,classteachers,middle managersandseniormanagers,is

functioningin isolationto eachothergroupexceptfor formal interactions.They seemto

be suggestingthat eachof thesefails to integratein any informal sensewith the other.

But perhaps it is the 'interface' role carried out by middle managers that is

underestimatedby Wise andBush.It is perhapsthis 'interface' role that mayleadto the

moststressfor thesemiddlemanagers.

2.6Dimensionsof middle management

BusherandHarris (1999) discussesthe ' ...tensionsand dimensionsof managingin the

middle...' (p.306). The dimensionsmay be worth consideringin the first _instance.

BusherandHarrisstatehow headsof departments:

• translate the perspectivesand policies of senior staff into the practices of
individual classrooms.'

• ' ... encouragea groupof staff to cohereanddevelopgroupidentity' .
• improve' ... staffandstudentperformance.'
• act in ' ... a liaison or representativerole. (pJ07)

BusherandHarris very clearly identify how headsof departmentengagein translating,

encouraging,improving and liasing. These are sophisticated.and complex skills to

integrateandbalance.

Bearing in mind the demandsthat areplacedon teachermiddle managersto undertake

thefunctionsidentified it is no surprisethatBusherandHarrishaveidentifiedhow,
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•... informal and formal relationships between teachers can create
disparate working cultures between and within school and departments.'
(p.312) .

The part to be played by middle managersin managing the culture that exists within their

departmentsis an often forgotten reality. Indeed Busher and Harris seemto be suggesting

that middle managers may need to be aware of the different department cultures that

exist within a school. They take this further when they imply effective managersinvolve

staff in decision-making:

.... effective management requires staff at all levels to be involved in
decision-making and policy formation. (p.314)

Rutter (1979), as previously mentioned, addressedthis issue 20 years before. It is still

evident that being involved in decision-making is crucial to school effectiveness. But it is

evident that Busher and Harris seea middle manager's role as very much more complex

than something which can be prescribed and described in formal terms. Busher and

Harris see middle managers as those people who manage teachers' contributions to the

school's aims and objectives. Middle managers are required to manage teacher

. contributions to the decision-making process (Everard and Morris 1998) but at the same

time translate policy into practice in their departments, faculties or year groups.

In the context of teacher middle managers identifying the importance of their role in

translating policy into practice Witziers et al (1999) discuss, in the context of Dutch

schools, how teachers need to become aware of four characteristics of departmental

functioning, that is:

• decision-making
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• collaboration

• consensus

• leadership.

Witziers et al importantly found that the department's subject influenced each of the

characteristics and that a subject department can 'create barriers' to whole school

communication and interaction.

It might be illuminating to consider what Brown et al (1999) say in the context of

decision-making. This might allow us to seehow difficult it is for a middle manager/head

of department to translate policy or develop collaboration or consensus.They identified

three models of decision-making in schools:

• Type A - those schools which give opportunities for collaboration and where
departmentpriorities correlate with School Development Plan

• Type B - those schoolswhere there are fewer opportunities for collaboration
• Type C - those schools where there is little collaboration between Heads of

Departments..

If collaboration between departments is perceived as something which those at the centre

seeas an indicator of a 'good' school, then Type A schools could, of course,be conscious

of the needto appearcommitted to collaboration. In this context the School Development

Plan is no more than a device to ensure that departments subscribe to an internally

devised plan. The antithesis of this is that Type C schools could be more honest in that

they are committed to avoiding any contrived commonality or contrived collegiality

(Hargreaves 1994) between subject areasand subject delivery methods. PerhapsBrown

et al have discerned a more significant point when they say.
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, ... middle managers are increasingly seeking a greater say in decisions
about the school. (p.328)

This •... seeking a greater say ... ' is noted by Brown et at to be at variance from the

view of some headteachers. It is possible to see how middle managers would seek

involvement and in that context collegial models of management would be sought.

However we could also seehow headteachers might perceive that this collegial model

requires an abdication of control on the part of the headteacher and this may not be

desiredby the headteacher.

The perceptions that senior managersand class teachersmight have of subject leaders is

dealt with by Glover et al (1999). Their conclusions may go some way to explain the

importance 'of how the teacher middle manager's role is one which relies upon the input

from senior managers in the context of training and development opportunities. Subject

leaders are likely to have a range of management skills available to them if they are

genuinely encouraged to develop those skills. This enthusiasm is then passed onto

classroom colleagueswho will be given opportunities to develop. Glover etal say,

, ... those schools which value and develop their subject leaders ... are
more likely to be those schools in which the subject staff feel that they are .
well led. (p.331)

This is useful to contrast with what Turner (2000) says about how heads of department

are prepared and trained for middle management or subject leadership. After

interviewing a group of subject leaders he concluded that,

'They appeared to use other HoDs as role models to develop their own
knowledge and understanding of the role of the HoD.' (p.3ll)
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Tuneralsocameto someconclusionsaboutthe usefulnessof' ... training courses...' as

perceivedby headsof departments.

'They wereperceivedasbeingof quite limited usein termsof their direct
impact on the work of HoDs to improve teachingand learning in their
department...'(p.312)

Turneris suggestingit is in schools'intereststo integratetheuseof externalagenciesand

internal developmentopportunitiesto develop staff. He suggeststhat subject leaders

deriveabenefit from seeinggoodpracticefrom their peersandseniormanagers.

It is clearfrom the foregoingthat middle managersareexpected to havea repertoireof

skills to call upon.Being in the 'middle' requiresteachermiddle managersto haveskills

other than those which rely upon hierarchical position in order to manage,lead or

influence. Headteacherscan use their hierarchical position to insist any 'reasonable'

requestis carriedout. Headteachersanddeputyheadteachersaremore readily ablethan

teachermiddle managersto provide day-to-day opportunitiesandresourcesfor teachers

to completetasks.Middle managerswould needto seekthe patronageof her/hissenior

managersbefore slhe could facilitate even a minor short time temporarychangeto a

teacher'sworking day. 'Middle' managersmust be cognisantof the fact that theymust

alsomanagethe relationshipbetweenthosetheymanageandthosetheyaremanagedby.

Isolatingonegroupfrom the otherwill serveno oneparticularly well. We mustbewary

of only seemingto suggestthat managers,andmiddle managersin particular,do things

'to' peopleasopposedto 'with' them.Thereis a myth promulgatedthat managershave

insight into and control of the intricate working of the school. This myth has been
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allowed to grow because it would suggest that the' school's performance and

effectivenesscould be improvedby changingmanagementpractices- thereforelending

credenceto a 'top-down' approachto reform and improvement. Middle managers

experiencetensionwhen,in order to secureresourcesandpatronage,they mustpresent

themselvesandthosethat they manageto seniormanagersin thebestpossiblelight, and

at the sametime, to securethe co-operationof thosethey manage,by presentingsenior

managersin a positive light. In this context, teachermiddle managers,in presentinga

caseto seniormanagers,mayresortto camouflagingthe day-to-dayreality of their class

teachercolleagues'experiencesandmore importantlycolleagues'commentsaboutthese

expenences.

BusherandHarris (1999)maywell be hinting at theneedfor middle managersto havea

repertoireof informal skills whentheysay,

•... how well middle managersact as transformational leaders and
exerciseinter-personalskills will affect the extent to which they build a
genuinecollaborativeculture.' (p.312)

Middle managerswho seekto build a collaborativeculturewill alsobe contributingto

creatinga culturewhereteachersfeelvalued.As hasbeenpreviouslystatedthoseteachers

who feelvaluedaremorelikely to contributeto theeffectivenessof theschool.

The British Educational Management and Administration (BEMAS) Research

conferenceincludeda numberof papersaboutteachermiddle managers.O'Neill (2000)

soughtto uncoverthe issueof whetheror not the effectivenessof a headof department

was influenced by the environment in which s/he was working and in particular if
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overworkwas a predictor of perceived'incompetence'.Therewere also a numberof

papersaboutthe ineffective training that middle managersreceive(Brown et al 2000;

Harris et al 2000).The inclusion of suchfocusedresearchon middle managerswould

suggestthat the importanceof middle managersis being recognisedin the educational

researchcommunity.But perhapsmore importantly the debateabout 'improving school

performance'is driving researchersto look more closely at the school experienceof

middle managers.IndeedHammond(1998) recognises,in his TeacherTraining Agency

(TTA) sponsoredwork, that,

4As schools take in the implications of target setting and assign
responsibilities aimed at producing the necessaryimprovements in
classroompractice, the subject departmenthas become the focus of
attention.'(p.2)

Researchersare perhapsrealising the impact an effective middle managercan havein

improvinga subjectarea'sperformanceandhencea school'seffectiveness.

2.6.1 Teacher and teacher middle managerworkload, and the counting of working

hours

The teacher workload study instigated by the government and undertaken by

PricewaterhouseCoopersproducedan interim report in December2001.The rhetoric of

the report suggeststhat departmentheadsonly work on average1.6hoursperweekmore

thanclassteachers(PricewaterhouseCoopers2001).The tableon the next pageprovides

a summaryof the findings.
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Table.3Averagehoursworked per week for headteachers,deputy headteachers,
headsof departmentand classteachers

SecondarySchools Averageweeklybours Total annual bours
during term time

Headteachers 60.S 2527
Deputy headteachers 5S.6 2433
Headsof department 52.9 2213
Classroom teachers 51.3 2114

Of course it is not necessarily the number of hours that a teacherworks that is significant.

The above statistics do not measure a teacher's senseof achievement with regard to the

tasks that must be completed

2.7Summary

Before we go on to discussthe issuesof professionalism, managerialism and the emotive

issue of the manner in which teachersperceive themselvesportrayed in the media, it may

be wise to summarisethe discussion so far.

• There has been a plethora of research into headteachers and headteacher

leadership with little researchuntil recent times into teachermiddle managers.

• There has been an attempt on the part of central government through OFSTED to

produce criteria for 'good' departments and hence 'good' leaders of subjects.

These criteria tend to be formal in character.

• Recent research into middle managers has looked at the complex nature of the

formal and informal roles and functions of middle managers. The conflicts,

tensions and the sometimes contradictory nature of these middle management
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roles characterises the debate about the many and complex roles of teacher

middle managers.

• Teacher middle managers contend with balancing the rhetoric of management

and leadership with the reality of being seento manage effectively the interface

, 'j

between classteachersand senior managerson a day-to-day basis.

• Teacher middle managers seek to balance their time between addressing the

needsof their pupils and the needsof their staff.

Teacher middle managersare encountering rhetoric that saysthat they, on average,work

1.6 hours more per week than class teachers. Because of the complex nature of teacher

middle managers' commitments and the resultant potential for distraction and

interruption (Glover and Miller 1999) it is not so much the total hours that teacher middle

managers spend working which is important but what they actually do during those

hours. Teacher middle managers are being presented with rhetoric from the centre that

doesnot necessarily match their experience of the reality of day-to-day teaching.
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Chapter3: The changingfaceof management.

Teachershavebecomeaccustomedto the rhetoric andthe reality of change.Theyhave

had to contendwith a plethoraof initiatives in the nameof progress.They havebeen

encouragedto adopta 'new' way of working andat the sametime to reject previously

cherished orthodoxies (Bottery 2001). In particular much has been written about

teachers'professionalism.

Beforeundertakinganydebateaboutthe changingfaceof managementin the secondary

school,a definition for 'professionality' and 'professionalism' is required.Whilst the

issuesareconnectedthereis no interchangeabilitybetweenthe concepts.Professionality

is concernedwith teachers'work - what they do, why they do it and how they do it

(Hoyle 1995b).There is a focus on the quality of practice,attitudesandideologyof the

individual. Professionalismis concernedwith codes of behaviour and focuseson a

commitmentto serviceandspecialistexpertise.

3.1Professionalism,managerialismand middle managers

There has been an ongoing debateabout teacherprofessionalismin recentyears(for

exampleNixon et a11997, TimperleyandRobinson2000).Thetakenfor grantedview of

teachersasprofessionalsrankingalongsidelawyersanddoctorshasall but disappeared.

Insteadwe are left with a less certain view as to how teachersare perceivedin the

contextof professionalism.The following conceptsneedto be exposedbeforewe canbe

clearaboutthe statusof teachers.
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• What is the natureof teacherprofessionalism?

• What is 'managerialism'1

• What do we understand about a 'transition from professionalism to

managerialism'?

• Have teachersbeen 'deskilled?

It is worth noting that the following may be easierto place in context if we considerhow

centralisedcontrol of schools,teachersand the curriculum is a common thread for those

engagedin the following debates.

3.1.1 Professionalism

Gunter (2001) explains the significance of the issue of professionalism for middle

managers.

'Researchand theorizing about leadershiproles in the middle and towards
the top illustrate that there is a tension between the drive for internal and
external performanceand professionalways of understandingteaching and
learning.' (p.119)

Gunter acceptsthe idea that there is a tension between seeingteachersas professionals

concernedwith teaching and learning and asindividuals contributing to the effectiveness

of a school's perfonnance. It would be wise to acknowledge this tension as we look

further at teacherprofessionalism.

Professionalismis defined by Nixon et al as,

'... the enabling of learning, the accommodation of difference and the
practice of agreement.'(p.5)
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This collaborativeview of professionalismis quite persuasivebut must be contrasted

with how Busher and Saran(1995) see 'Professionalismas control' (p.35). This is

characterisedby the manner in which teachershave had made explicit for them the

expectationsof them as membersof a profession.Teachersat times feel that they are

uncertainwhetherthey shouldinterveneor contributebecauseof theundefinedor under-

defmed nature of their role and function (including their working hours). This IS

especiallytruefor middlemanagers(GloverandMiller 1999).

3.1.2 Total Quality Management

Much hasbeenwritten aboutTotal Quality Management(TQM) andbow it offersmucb

for thosewho arecommittedto partnership andnot conflict in management.Indeedin

this respectmanySecretariesof Statefor Educationhavebeenkeento stresstheneedfor

partnershipin schoolsbetweenparents,teachersandpupils (Jackson2000). With this in

mind it is perhapsuseful to look at how Fleming (2000, p.S) puts the issueof Total

QualityManagementinto contextfor schools.
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It is important to recognisethat whatever way we look at the two models above,

'traditional' managementand Total Quality Management,middle managersappearto

find that theyarealwayslocatedat theinterfacebetweenSMT andclassteachers.Inboth

models they are still required to managethe relationship between SMT and class

teachers.Indeedteachermiddlemanagersalwaysendup in themiddle!

Sallis (1996)in his book Total Quality Management in Education givesus someideaas

to why hebelievesTQM maybeof valueto schools.

'Spiralling coststogetherwith a renewedinterestin public accountability
have led politicians and public alike to ask hard questions of
educationalists.No longerareteachersableto hidebehindthe languageof
professionalism.'(p. vii)

In this short statementwe seeSallis conciselyrationalisingwhy this managementtool,

TQM, should be used in undoing teachers'attemptsto 'hide behind the languageof

professionalism.'This rhetoric, which characterisesteachersas willing participantsin

camouflagingreality givesus someidea of the degreeto which teachersmay feel their

professionalism is being undermined. We can continue the discussion about

professionalism, and perhaps even provide insight into the elusive nature of

professionalismfor teachers,if we considertherelatedissueof managerialism.

3.1.3 Manageriallsm

This is describedby BusherandSaran(1995)asthat,

' ... which offers enhancedstatusandfinancial rewardto thoseresponsible
for ensuringdelivery of the serviceagainsta set of externally determined
criteria and in pursuit of externally generatedaims and targets. Senior
teachersare thus co-opted in a redefinition of professionalismthat is
essentially managerialist and may disseminatethis definition through
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processesthat extendsurveillance,manufacturedconsentandrenderdissent
illegitimate. (p.35)

It is crucial for teachersto be awarethat the previouslytakenfor grantedviews of their

managersis being challenged in a fundamental way. The external dimension of

managerialsmis highlighted by Busher and Saran. But it may be more important to

considerthe issuesof ' ... surveillance... ' and •... manufacturedconsent...". Theseare

issuesthat suggestpowerlessnesson the part of thosethat aremanagedin this manner.

Howeverto •... renderdissentillegitimate' is perhapsthe most invidious aspect.This is

perhapssuggestingthat teacherswho expressany opinions which may be contrary to

what is beingimposed,will very rapidly realisethat their concernsareof little interestto

thosewho have •... externally generatedthe aims and targets.' The lack of influence

teachersmay feel they haveandthe senseof powerlessnessfor teacherscouldbe direct

outcomesfrom this managerialistperspective.Teachersmayperceivethat camouflaging

viewswhich arecontraryto theprevailingrhetoricmaybeexpedient.

Relatedto this conceptof managerialismis what Brown et al (2000) discussaboutthe

rhetoricof,

•... distributed leadership(or sharedpower) among senior and middle
managersin UK schools...' (p.237)

Throughtheir researchthey found evidencethat there is much rhetoric andlittle reality

about sharingpower. The rhetoric which teachersare exposedto with regardto target

setting or any new initiative such as Citizenship, Special School status or the
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implementation of the 'Literacy Hour' is now an acceptedpart of teachers' working

lives.

3.1.4 Leadership and the role of headteachers in managerialism.

Historically we can find situations where typologies and descriptions of headteachers

have been made explicit (Wallace and Hall 1994; Ribbins 1997). The journey that

schoolshavemade, from the taken for grantedor 'traditional' modesof management,to

a more 'managerialist' perspective of school management,has been staged. We can

perceivediscretestagessuchas:

• church! LEA governanceof schools

• centralisedimposition of a National Curriculum

• Local Managementof Schools(LMS) andthe creation of Grant Maintained (GM)

schools(and subsequentdismantling of GM schools)

• school improvement and the preoccupation with headteachers,leadership and

school effectiveness.

Throughout all of these stageswe have seen the importance of the headteacherand

hislher leadership role. And, as has previously been mentioned, the powers that

headteachershave been given have been used to facilitate the policies of central

government. But more importantly teachers are aware that headteachershave these

delegated powers. One has only to consider the manner in which headteacherunions

secured more funding from central government, for 'performance management', This

funding was secured in mid-2002 after headteachers' threats of 'boycotting' the
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performancemanagementsystem. A letter to the TimesEducational Supplementof 19

April 2002may give us someinsight into the issueof how classteachersperceivethe

influence of headteachersand their professional associations.David Hart (General

Secretaryof theNationalAssociationof HeadTeachers)wrote undertheheadline 'What

sell-outonperformancepay?',

'There hasbeenno shadydeal andno sell out. It is also untruethat the
NAHT and SHA have agreedadditional criteria in order to ensurethat
only 80% of teachermay progress.The reality is that NAHf and SHA
called the classroomteacherunions together in Decemberin order to
agree a special joint submissionon funding to the School Teachers'
Review Body and that the classroomteacherunionshave doneprecious
little to advancethecauseof their ownmembers.'(p.20)

This oneissuegivessomeideaasto how headteachersareperceivedby classteachersas

facilitating thepoliciesof centralgovernment.

3.2Deskilling teachers

Thetwo issuesof the 'deskilling' of teachersandtheperceptionsof teachersportrayedin

themediageneratestrongfeelingsfor teachers.Dinham andScott's (2000)researchinto

teachersworking in Australia, New Zealand,England and the USA found that ' ...the

poor image of the profession ... ' and '... teacher bashing... ' causeteachersmost

dissatisfaction.Whilst these issuesare not intrinsically linked, they do resonatewith

teacherswho are concernedabout their status and unsure about the way they are

perceivedin a societythatconcernsitself with public relationsandpublic image.

Thereis someconcernthat the teaching 'profession' is being deskilled (Ozga 1995)in

that teachersareseenasno more that technicians(teachermiddle managersasno more
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than supervisors) and the 'profession' does not have an agreedsetof standards.There has

long been a demand on the part of some teachers to establish a body that regulates and

setsstandardsof practice for teachers. With the recent creation of the General Teaching

Council for England it has been suggestedthe issue of teachers as professionals will be

resolved (Welch and Mahony 2000). However, teachers might be right to be concerned

about the suggestions,on the part of Estelle Morris (Secretary of State for Education and

Skills), to use Classroom Assistants (under the guidance of teachers) instead of qualified

teachersto supervisepupils. Teachersmay well feel that if this fundamental task of pupil

supervision and the professional status of in locoparentis can be so easily delegatedthen

perhapsother elementsof their professional statusmay also be delegated.

3.3 Teachers and the media

'Teacher bashing' (Dinham and Scott 2000) is perceived by teachers when they seethe

media daily giving them a 'bad press'. Elements in this are the media's preoccupation

with teachers' holidays (' ... long summer break ... ' and the need to review the school

year) and the view that teachershave a short working day (finish teaching at 3.30 pm). It

I

also includes how the teachers feel that the media denigrates their efforts, undermines

their achievements and castigates teachers' opinions. Some teachers also see it as an

attempt to ensure that teachersdo not have a say in any debate about schools and pupils'

school experience. This is outlined by what Dinham and Scott say about the relationship

between teachers' senseof efficacy and their effectiveness. Whilst some would suggest

that' ... teacher bashing... • is an emotive phrase, others would see it as something that

pervades teachers' experiences. Teachers, it would appear. have a sense of feeling

.65



Middle managersin secondaryschools: rhetoric and reality.

devaluedand undervalued(Dinham and Scott 1996). Teachersfeel that the constant

change, the deskilling, low status and lack of genuine recognition from central

governmentof their efforts and commitment are detrimental to bringing about real

improvementsin schools.Themediadenigrationof teachersandtheir efforts is wearing

andde-motivatingfor teachers.

It might be useful to look at Blake et at (2000) and what they say about teachers

reflecting on their careers.They interviewed20 teachersandheadteachersin the middle

of their careers.Blakeet at foundthat thoseinterviewedbelievedthat,

'Recognition is important ... recogmnon from children, colleagues,
parentsandschoolmanagers.'(p.IS)

, ... teachersfeel angryandsaddenedby themediaattackon teachersover
twenty years:Theyfeel this hasled to a devaluingof the public's respect
for theprofession...'(p.16)

Teachersare well awareof the public natureof teachingand their schools.They also

acknowledgethat theywill be subjectto somescrutiny.But ascanbe seenfrom thetwo

commentsabove,teachersderive a senseof well being when others recognisetheir

effortsbut teachersalsoderivea senseof frustrationfrom the relentlesscastigationthey

seein themedia.

The rhetoriccontainedin newspaperheadlinesgivesus someideaas to the public nature

of teachingand the public role of teachers.The following headlinesare taken·from

newspaperswhichcouldbeconsideredasnotbeingpreoccupiedwith 'teacherbashing'.
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• 'Stopputting the blame on teachers' (The Independent 13 March 2001)

• 'Teachers blame overwork for sick leave' (The Independent 13
May 2001)

• Schools 'resemble third world' - Staff leaving permanent jobs to do
supply work (The Guardian 1 June 2001),

• Morris in U-turn on teacher shortage (The Observer 2 September
2001)

• Schools cheat to boost exam results -Parents urged to blow whistle
on teachers (The Guardian 5 June 2002)

The penultimate headline refers to an article about the present Secretary of State for

Education and Skills, Estelle Morris. This Secretary of State, like her predecessors, is

conscious of the public nature of teaching (she had previously been a teacher). With this in

mind, it is interesting to note some of the statementsmade by this Secretary of State. In

November 2001 in the Introduction to the Social Market Foundation pamphlet (Social

Market Foundation 2001) Estelle Morris stated,

'Teachers want the time and support to do what they do best - teaching
pupils .... We may be opposed at every tum by those who fear change.
But, at this time of successthroughout the education system, and with every
expectation of continued success into the future, we have a golden
opportunity to secure major improvements in teachers' self-confidence and
status.'

The comment about being 'opposed at every turn' is perhaps for wider public

consumption and reinforces the view that to those who may have valid concerns about

any 'change' will be sidelined and castigated further. In the Special Report on reducing

teachers' workload - progress soJar, (Department for Education and Skills, June 2002)

Estelle Morris says,
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'Delivering on standardsandtacklingteachers'workloadsgohandin
hand.I amdeterminedto freeteachersto teach.'

Inherentin the Morris statementis the belief that quid pro quo will characteriseher

relationshipwith teachers.If teacher'Deliver on standards... ' then 'teachers'workloads

... ' will beconsidered.

3.4 Summary

Teachermiddlemanagersunderstandthe public natureof teaching.Theyunderstandthat

their actionsareopento scrutinyandinterpretationinternally from their own colleagues

and externally from the media. Teachersare aware of the debatesabout teacher

professionality.Some teachersare also concernedabout what they see as 'teacher

bashing'anda mediathatis unsympathetic.

Becauseof the complex nature of school managementand becauseelements of

managementare elusivefor thosewho are not involved in managing,teachersarenot

alwaysawareof what is required in order to successfullymanagea secondaryschool.

However, the impact of managerialism in the secondaryschool today cannot be

underestimated(Hartley 1997). The centralisedcontrol of schools and the resultant

managerialismis an issuethat aspiring managersmust be aware of. It is possibleto..
perceivea numberof situationsin which teachermiddle managersor aspiringteacher

middlemanagersmayfind themselves:

• teacherswho aspire to middle managementwithout realizing the impact of

managerialism,will experience some dissonancewhen they become middle

managers.In contrast to this, there will be teacherswho aspire to middle
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managementand realise the importance of managerialismand will seek to

embracemanagerialism.

• teacherswho aspire to senior management(and thereforemust passthrough

middle management)areobligedto subscribepublicly to anypolicy that is partof

theprevailingrhetoric.

• teacherswho donot aspireto middle management,perceivethe reality of what it

meansto managein schoolsin the twenty-first centuryandfeel thatmanagement,

or moreimportantlytheprevailingrhetoricof managerialism,is not for them,

Consequentlythosewho becomemiddle managerscontributeandknowingly approveof

managerialsmandthe rhetoric of managerialism.They in tum perpetuate,reinforceand

ultimately give legitimacy to managerialismand ultimately diminish professionality.In

contrast to this we may see teacher middle managerswho refuse to contribute to

managerialismandthe prevailingrhetoric. Thesemanagers,inevitably in thesecentrally

focused times, experiencethe tensions and conflicts inherent in not subscribingto

centrallydevisedandcentrallyled policies.

3.4.1 Tensionsand conflicts - is this really what it meansto managein the middle?

It 'is all too evidentfrom the foregoingthat teachermiddle managers,like all managers,

needa repertoireof skills and an insight into how and when to usetheseskills. They

must also manageon a day-to-daybasis the many conflicts and tensionsbetweenthe

individual teachersthey manage.Perhapsmore importantly they need to managethe

conflicts andtensionsbetweenthemselvesand thosethey manage.Finally they needto
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managethe conflicts andtensionsthat exist betweenseniormanagersandclassteacher

colleagues.

It couldbe concludedthat schoolsandtheir seniormanagersignoremiddle managersat

their peril. Whilst thereis no denyingthe complexitiesof the teachermiddle manager's

role, thoseinvolved in educationin secondaryschoolsmust seekto gain further insight

into theteachermiddlemanagerandhislherrole andfunction.

Wright (2001)is worthquotingat length,

4 ••• the anti professionallegislationof the last decadeanda critical press
have been significant, but not the only contributor to this process.
Teachersarenow moreregulatedandmore accountablethantheywerea
decadeago.Their hoursarestipulated;what they teachis prescribed;the
power of the teacherunions and the supportiverole of LEAs havebeen
reduced, thus increasing their vulnerability, Their work is regularly
surveilled externally by OFSTED and increasingly subject to detailed .
monitoringby heads.'(p.284)

How teacherscope with this surveillanceof them and their work and the increased

preoccupationwith accountabilityis perhapsworthy of further discussion.Indeedit is

vital to contrasthow teacherscopewith the rhetoric promulgatedfrom the centrewith

thereality of day-to-dayteaching.
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Chapter 4: Middle managersand stress.

Much has been written about occupational stress in the context of the teaching

profession.Betweenthemid 1970sandmid 1980stherewasa growinginterestin teacher

stress(Dunham1984;Farber1984;McIntyre 1984;Kyriacou andPratt 1985).Sincethe

mid 1980stherehasbeena growingbody of literature into teacherstress(Esteve1989;

Kyriacou1989;Brown andRalph 1992).

Someof the researchstudiesundertakeninto teacherstresshavelooked at the possible

causesof stressand the possiblemanagementresponses(Rogers1992;Burstall 1996).

Inevitablythe studieshaveapproachedthe issueof stressin the teachingprofessionfrom

differing and in somecasesopposingperspectives.In this respectit might be useful to

comparetwo recent studies(Travers and Cooper 1996; Pithers and Soden 1999). A

significantstudyinto teacherstressundertakenby TraversandCooper(1996)beginsby

statingthat for teachers

6 ••• the resultingstresshasbeendueto the changesin their role andways
of working.... ' (p.l0).

Travers and Cooper conclude by stating that some of these stressesof day-to-day

teachingareunavoidable.However they go on to statethat avoiding a 'blame' culture

when a teacherasksfor supportis vital. They finally statethat 'organisational' issues

must be usedto tackle ' ... the stressthat teachersare currently experiencing... from

aspectsof the work environment.'(p.182) The very mentionby TraversandCooperof

'blame' culturemay go someway to explainwhy teachersseestressin teachingas'bad'

stress,becauseothersperceive it as weakness.Theseteachers,if they can, invariably
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leaveteachingaftera shorttime (lessthan 3 years).If theseteachersdon't or can't leave

teachingtheywill needto developstrategiesto copewith the stressinherentin teaching.

Theseteachersarevery awareof the rhetoric of stressbut live daily with the reality of

teachingandits complexarrayof conflicts. tensionsandcontradictions.

HoweverasSpearet al (2000)state.

The reasonsgiven by practising teachersfor leaving teaching included
work overload, disillusionment with teaching. poor pay, stress, low
morale. careerprogression,lack of respectwith the community and for
women.childcareor domesticcommitments.'(p.Sl)

In directcontrastto the above.PithersandSoden(1999)acceptthe limited usefulnessof

changingmanagementmethodologiesas a meansof controlling organisationalstress.

They howeverare more concernedwith suggestingthat the person-environment(P-E)

fit/misfit may be a muchmore crucial elementin teacherstress.In otherwordsPithers

and Soden are suggestingthat if teachers are having difficulty functioning in a

satisfactorymannerin their environmentthenit is theyandnot theenvironmentthatmust

change.But what of those teacherswho have previously coped well within their

environmentandthen experienceunacceptablestress?A significantnumberof teachers

suggestthat it is the many changesthat have been experiencedin teachingthat have

broughtaboutthe additionalstress. Teacherswho leaveteachingaftera relatively short

time (lessthan3 years)supportthe view that it is in the natureof teachingt~ haverapid

change.

With thesetwo contrastingviews of stressin teachingit might be useful to consider

others' research.Burstall (1996) statesthat issuessuchas 'lack of time to do thejob',
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'national curriculum/irrelevant paperwork', 'poor status of profession', 'staff

relationships',.'government interference', 'pressure of meetings' are expressedby

teachersas particularly stressfulexperiences.It is interestingto note that a significant

proportionof the issuesmentionedby Burstall abovearementionedin the responsesof

thepilot intervieweesundertakenin the initial stagesof this project.

4.1TeachersOD teacherstress

It is perhapsusefulto look at what experiencedteacherssayor write aboutstresswithin

teaching.King (1993), an experiencedand practisingheadof year, undertooka small

casestudyin a secondaryschool.Whilst sheconcededthatthe teachersin herstudyknew

thefocusof herresearchandthis mayhaveinfluencedresponses,King foundthat themes

such as 'pressureof work', 'heavy teaching load', 'multiple roles' and 'ineffective

communication'were sourcesof stressfor thosemiddle managersinterviewed(p.108).

King stateshow teachersandteachermiddle managersin particular,were' ... coping ... '

with stress.Teachermiddle managerswere using a range of skills, techniquesand

experienceto' ...cope... '. Theseincludedwhat shecalledresources:

• personalresources
• interpersonalresources
• organisationalresources
• . community resources

King in particular drew attention to 'organisational resources' that she defined as

'sympatheticcolleaguesin schoolwith whom theycould discussproblems'(p.lIS). King

waskeento highlight that theseweretrustedcolleaguesandnot line managers.The issue
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of King's colleagues' ...coping... ' perhapshighlights the taken for grantedneed for

teachersto 'cope'.

Perhapswe canseehow this 'coping' wasalsoan issuefor thosethatwere interviewed

for the pilot research.The responsesfrom the pilot interviewshighlightedhow teachers

expressed,on a significantnumberof occasions,the degreeto which theyfelt significant

dissatisfactionwith their daily work experiences.It is importantto notethat a significant

proportionof their commentsrelateto interactionswith othercolleaguesandmanagersin

particular. Some of the pilot interviewee responsesmay allow us to come to the

conclusionthat thesepilot interview teachersalso felt under stress.The interviewees

wereall experiencedteacherswho wereperceivedascapableandeffectiveteachers.An

experiencedmiddle managertalked of having ' ...lost confidence...' and having the

feeling of being' ...questionedevery time...'. He also talked abouthow he felt under

pressurebecauseof management'... imposing things, guidelines and parameters...'

Anotherexperiencedteacher,a secondin Mathematics,commentedon ' ...prescriptive...'

practicesandhow thesedo not ' ... allow much flexibility ...'. An experiencedheadof

Information Technologytalked about feeling 'undervalued' and how middle managers

arelooking for' ...somebodyto whip whensomethinggoeswrong... ' .

Thebook' Teachers Talk about Teaching' givesusfurther insight into whatexperienced

teachershaveto sayaboutstress.Ross(1995),anexperienceddeputyheadteacher,says,.

'What makes teaching so stressful and exhaustingis not so much the
actual teaching,demandingthoughthat is ... What makesthe profession
so demandingis the burden of administrationand paperwork required,
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coupled with frequent criticism in the media by politicians and other.
< interestgroups.'(p.5l-52)

In the samepublication, Richardson,after 30 yearsteachingas a middle managerand

seniormanagersays,

'There is a strongtendencyfor teachersto blamethemselveswhenthings
donot goright ...'(p.60)

Shegoesonto saythatteachers,

, ..,would be satisfied if our students,the parentsof our students,the
managementof our schoolsand the government,would saya little more
often -'You're doing a goodjob'. They, and we, might evenbegin to
believeit.' (p.67)

It is easyto seestressasanissuethatwhilst important,is not necessarilyoneto beoverly

concernedwith, especiallyif teachersareappearingto 'cope'. Howeverit would appear

unwiseto take the issueof teacherstresslightly. The Times Educational Supplement of

28 April 2000 published a number of teachers' letters about the previously reported

suicideof a classteacherfollowing anOFSTEDreport.Oneletterwriter wrote

• ... I would like to apologise... for the lack of supportI havegivenmy
colleaguesat times. We are not as good at recognisingproblemsin our
fellow teachersaswe should.'

This highlights how important it is that we have an understandingof teachersunder

stress.It is vital for all involvedin educationfrom classteachersto seniormanagers.But,

in particular, the teachermiddle managerresponsiblefor managingclassteachersmust

be allowedtime to supportcolleagueswho arein needof supportandto refer thosethey

cannotsupport to otherswho may be able to provide support.Perhapsschool middle
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managersneedto be equippedwith the skills to identify where andhow they canbe

effectivein supportingandwheretheycannot.

4.2Stressand middle managers- greater, lessor just different?

We perhapsneedto ask the questionof whetherteachermiddle managersexperience

similar, greater,lesseror simply different stressesto thoseof seniormanagersor class

teachers.

BusherandHarris(1999)alsocommenton the 'tensionsanddilemmas...' (p.305)facing

middlemanagersin dealingwith everydayissues.BusherandHarrisweresuggestingthat

'tensionsanddilemmas'characterisethe role of middlemanagersandwerenotjust some

small part of the middle manager'srole. So in this contextwhat doesthe resolutionof

these 'tensionsand dilemmas' cost in terms of the middle manager'stime and well-

being?

Glover and Miller (1999)noted, in a researchproject involving subjectleaders,that all

the subject leaderstaking part specified lack of time as being somethingwhich ' ...

inhibited their effectiveness.'Negativeconceptssuchasfeeling 'inhibited' arepervasive

and ultimately distract teachermiddle managersfrom focusing on thoseteachersthey

manageor pupils theyteach.

O'Neill (2000)discussesthe issueof the 'underperforming'headof department.Thetitle

of O'Neill's paperperhapsgoessomeway to 'explainingone ongoingissuefor teacher
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middle managersin education - 'Incompetent or just plain overworked?A sympathetic

appraisal of the 'under-performing' secondaryschool HoD.' O'Neill presentsa casefor

accepting that teacher middle managersare being overloadedwith tasks up to a point

where they can no longer even prioritise the tasks that need to be completed. Middle

managers feel unable to say no to the many requestsmade of them. Becauseteacher

middle managersare in receipt of responsibility points (a significant portion of their

salary is becausethey have a managementresponsibility) they feel unable to say no.

Teachermiddle managersmay feel unableto delegateanyof their tasksbecausethey feel

their class teachercolleaguesare already over burdened.Teachermiddle managersmay

well feel constrictedby not being able to sayno, not being able to delegatetasksandnot

being able to drop tasks.

We might be tempted to suggest that as middle managers have more say in the

managementof the school they may feel more able to contribute to the effectivenessof

the school. However if a middle manager is not in agreementwith those issuesslhe is

asked/directedto implement this may in itself lead to stress.In this context Gold and

Evans(1998) statethat theremay be,

, ... an unresolvedmismatch betweena personalphilosophy of education
andthe organisationseducationalphilosophy ... '(p.50)

This is perhaps another major source of stress.Middle managershave chosen to be

middle managersin order that they may influence and contribute. But Gold and Evans

are suggestingthat if teacherscan not match their philosophy with that of the national

curriculum and the other centrally developedpolicies then this can be source of stress,

77



Middle managersin secondaryschools: rhetoric and reality.

This may also go some way to support the P-E fit or misfit view of the sources of stress

for managers.

In this context we have only to look at what Brown et al (1999) state.Brown et al were

looking at models of decision-making in secondaryschool.

•... teachersare more likely to become engagedin making changeswithin
their own school when more collaborative leadership models are the
norm. (p.329)

In the samecontext Glover et 01 (1999) statethat,

, ... schools which value and develop their subject leaders, often through
reformed structures, are more likely to be those schools in which the
subject staff feel that they are well led.' (p.33I )

The concept of individual teachers 'feeling' well led is obviously not the sameas 'being'

well led. But actually engendering positive feelings about a situation as complex as

school leadership and management is obviously of vital importance to effective leaders.

In the same context, if teacher middle managers are simply used as the management

'agents' of the headteacher or senior management team, teacher middle managersmay

feel they are not being consulted about changesbut are being used simply as conduits for

these changes. It could also be acknowledged that middle managers are the people to

whom teachers initially bring their concerns or 'moans' regarding changes or everyday

teaching experiences. If a middle manager feels powerless to bring about any change

even if s/he considers the teachers have legitimate concerns then this will in itself be a
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source of stress and/or tension. Indeed, this can be compounded if class teacher

colleaguesperceive that the managerhas little control over their day-to-day experiences.

Dean (1993) whilst commenting on the role of deputy headteachers states quite

succinctly that they are in,

, ... a particularly stressful position in that they stand between the
headteacherand the staff and are expected to mediate in situations where
there is a difference. (p.238)

This is perhaps a role that is often undertaken by teacher middle managers. Middle

managersoften 'stand between' and/or mediate between the SMT and the class teachers

in a school.

Regardless of occupation we are obliged to undergo the management, supervision or

monitoring of our work. Teacher middle managers are obliged to, and hopefully, seethe

importance and benefit of managing others' work. However, being managed by a

management culture or ethos that differs from ones' own may bring about either

appropriate challenges or inappropriate stress. It is apparent that if a manager is

committed to a collegial style of management and finds herselflhimself working within a

collegial environment there will be shared ideals. However if an autocratic manager finds

himself/herself working within a collegial environment this may lead to frustration with

the decision-making process.

Managers who try to harmonise their own management style to that of the environment in

which the find themselves will obviously undergo some stress.The greater the difference
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in management styles the greater harmonising efforts on the part of the middle manager

and the greater the resultant stress (Busher and Harris 1999). Obviously the perceptions

held by those that are managed of those that manage them are also vital to consider.

Individuals are liable to thrive on one preferred style of management (Hitt 1990). Some

like to be directed and led. Others like to be consulted and have their opinions listened to

and acted upon. Presenting staff with two differing and even conflicting management

styleswill at the very least be confusing and disconcerting.

4.3Stigmatisedstressand a 'blame culture'

It becomes apparent when reviewing most studies of teacher stressthat to some degree

teachers feel stigmatised if they admit to experiencing stress or difficulties with coping

with workload. Brown and Ralph (1992 and 1995) state that teachers stigmatise stress.

Brown and Ralph also state that an element in this is that some teachers feel the school's

needsshould come before their own. Kyriacou (1989) also sayshow ' ... the culture of

the school and a reluctance to admit to colleagues that one is having difficulties ... ' (p.65)

is a common issue for teachers. Working within a 'blame culture' can be stifling to

individuals. Feelings of being 'blamed' for shortcomings instead of being assisted in

overcoming these shortcomings may lead some individuals to camouflage their concerns

because these 'weaknesses' may be used against them. Fear of making mistakes may

stifle creativity and a desire to do things differently.

Northern (2000) gives an insight into the Norfolk Wellbeing project. This project was

establishedby Norfolk County Council (supported and financed by the Health and Safety
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Executiveand the TeacherSupportNetwork). It aims to ' ...createhealthyinstitutions

staffedby happypeople'.Northern states ~... the blameculturemustbe replacedby an

agreementto solveproblemstogether.'Ifwe allow theblamecultureto perpetuateit will

in turn stifle thosewho which to take chanceswith new initiatives. It is only by being

preparedto try out new ideasin the classroomandby giving teachersownershipof these

innovativeideasthatwe canbuild onwhatwe know is effective.

4.4Summary

Much hasbeenwritten aboutteachersandteacherstress.Thereexistsa debatebetween

thosewho seethe natureof teachingas being inherently stressfuland thosewho see

stressarisingbecauseof a mismatchbetweenthe individual teacherandwhat is expected

of them, the person - environment mismatch. Middle managersin particular are

presentedwith a variedrangeof situationsthat causethemto reflect upontheir personal

commitmentto a managementstyleor decision-makingmodel.

However,researchinto teacherstresshasled someresearchersto concludethat it is the

mannerin which teachersandteachermiddle managershavethemselvesandtheir time

m~aged and controlled,which causesthem to engageor disengageand feel valuedor

undervalued.

A 'blame culture' which somebelieve prevails in schoolsis perceivedto be inhibiting

anda sourceof stressfor both teacherandteachermiddle managers.
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The rhetoric of raising standardsand becomingmore efficient and effective is at odds

with the reality teachersand teachermiddle managersexperiencein their day-to-day

working lives. In the contextof being reactive, teachers,teachermiddle managersand

seniormanagersshouldbe giventhe opportunityto developstrategiesto dealwith stress

in the workplace.More importantly schoolsshouldbe encouragedto adopta proactive

role in managingstress.Kyriacou(2000)hasidentified what schoolscando to minimise

stressincluding:

• managingdemandson staff

• enhancingstaffmorale

• establishingaclimateof support

• organisingregularprofessionaldevelopmentactivities

• dealingwith problems

The final issueof 'dealing with problems' is not intendedas a blandishmentbut as a

commitmentto be proactive as opposeto being reactive. Whilst the preventionof all

stressmaynot be possible,proactivestepscanbetakenwhich will seekto minimise and

control it. Encouraging teachers to undertake tasks that have their foundations in

centrally devisedrhetoric, and which distract teachersfrom the reality of preparingfor

teachingandactuallyteachingwill serveno onewell.
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Chapter 5: ResearchMethodology.

The searchfor aninsight into teachermiddle managers'working lives, andakeennessto

maintain objectivity whilst this insight was sought, was why the 'grounded theory'

approachwaschosen.The desireto usetheprinciplesof 'GroundedTheory' (Glaserand

Strauss1967)had to be balancedwith what was felt would be a pragmaticand viable

researchmethodology.The issueof why semi-structuredinterview were used,andwhy

pilot interviewstook placein Hillside High Schooland further interviewstook placein

Parkside High School and Daleside High School will be addressedafter a brief

considerationof the implicationof using'groundedtheory' in this researchstudy.

5.1GroundedTheory

Whenfirst introducedto the conceptof 'GroundedTheory' I becameconcernedwith the

issueof objectivity. But Eisner(1993)waspersuasivewhenhe says,

' ...ontologicalobjectivity cannot.in principle, provide what we hopefor,
andthatproceduralobjectivity offers lessthanwe think.' (p.50)

I havepreviouslyconducteda small-scaleresearchinto teacherperceptions(Robertson

1995).This previous researchproject, a casestudy of a secondaryschool, usedboth

questionnairesand interviews.At the conclusionof the study I was convincedthat in

order to uncoverteacherperceptionsthe interview responsesprovidedmuch more that

the questionnaireresponses.However more importantly I became convinced that

allowing thetheoryto developthroughthe studywould produceamorevalid outcome.
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I canseetheusefulnessof adoptingtheroutine (or stages)GlaserandStrausshighlight in

their 'GroundedTheory'. Thefour stagesare:

• comparingincidentsandcategories

• integrationof categoriesandproperties

• researcherreducestheoryanddelimits the saturationof categories

• writing periodwith analysisto derivethemes

Of courseGlaserand Strausshad their critics (e.g. Brown 1973 and Bulmer 1979).

Brown is particularlyconcernedabouthow GlaserandStraussregard'theory', Bulmer is

more concernedwith how researcherswill not be ableto put asidetheir presuppositions

andtheknowledgetheyhaveaboutthe issuestheyareresearching.IndeedAltrichter and

Posch(1989) in particular arguethat 'hypothetico-deductive'procedureis superiorin

terms of procedureas opposedto the 'approach' of 'groundedtheory'. It is vital for a

researcherto be awareof the 'prejudices' that s/hemight bring to the researchstudy.

However,as a practisingteacher,I believe that being awareof the needto continually

reflect on both the processand the datauncoveredis crucial in creatinga studythat is

valid andrelevant.I amreassuredby Phillips' (1993)comment,

' ... what is crucial for the objectivity of any enquiry - whether it is
qualitativeor quantitative- is the critical spirit in which it hasbeencarried
out.' (p.71)

It is inevitable that at times a researcherbe unintentionally subjective but it is the

recognitionof this possibility which will hopefully reducethe likelihood of its occurring.

Of courseremaining objective is more about being critical with what I am uncovering
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and how I am uncovering it. I have genuine desire like, Nias (1993), who states quite

concisely,

41 wanted to use grounded theory, to allow my ideas to emerge from the
data,but this seemeda very daunting task.' (p. 137)

In conclusion it might be useful to look at what Tranter (1986) sayswithin the context of

teachersengaging inAction Research,

'Rather than beginning with a theory which is then used and applied to
observations of human behaviour, theory is something that emerges, that
arisesfrom data.' (p.107)

But much more importantly sheacknowledges that,

4Jn order to get accessto that data, the researcher must get close to the area
of life under study, become a part of it and enter the sorts of interactions
that her subjects encounter.'(p.107)

It was decided that for both pragmatic and procedural reasonsto conduct the research in

schools in which Iwas employed. Admittedly Ihad only worked in both schools a short

time before Icommenced each series of interviews. However I did consider that being in

the schools did give me some insight into the environment that I would perhaps not have

had.

5.1 Ethical issues

5.2.1 Semi-structured interviews.

As a teacher/researcher I have been committed to the highest standards of ethical

conduct. It has been important to ensure that those interviewed realise that their
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responsesare treated in the strictest confidence. To maintain these ethical standards it

hasbeenvital to:

• changethe names of all three schools involved

• create a letter code that allows me to identify the respondent but at the sametime

afford the respondenttotal confidentiality.

• change some respondent details in order that his/her identity is not discernible by

those close to the institutions where the researchtook place.

• use a simple letter code in the transcripts, to replace places and people

respondentshave mentioned in the interviews.

5.2.2 Researchnotebook.

The research notebook was used to record incidents which were observed or in which I

was a participant. No permission was sought from the participants of these events. For

this no apology is made. I have instead sought to ensurethat any examples of the research

notebook contents that have been used have been edited to ensure it is not possible to

discern those who were present or made the comments. Any research notebook extracts

usedhave been placed in a box to highlight their source.

5.3Semi-structured interviews

The reasons for conducting the research study using semi-structured interviews in the

pilot school and Parkside High and Daleside High is discussed further below. It must be

remembered that this study initially commenced with a desire to look at the formal and

informal dimensions of a middle manager's role. It became evident after conducting pilot
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interviews with teachermiddle managercolleaguesthat the issue of teachermiddle

managerscopingwith stresswasthe primary concern.Even at the initial pilot interview

stageof the research the impact of the 'grounded theory' methodologybecame

apparent.Interviewees(all experiencedmiddle managers)were leavingme in no doubt

that they were more concernedabout their day-to-day experienceof teaching and

interactionwith teachercolleagues.Even at this initial stageI was concernedwith how

middle managerscoped with the many requirementsand demandsof teaching and

managing.I becameconvincedthat by interviewing more teachermiddle managersit

might be possibleto derive somefurther insight into what the 'reality' of day-to-day

teachingandmanagingmeansfor a secondaryschoolmiddle manager.

I alsoneededto resolvethe following issues:

• Whyusesemi-structuredinterviews?
• Teachersare very busy people and finding time to take part in a research

interviewwill not alwaysbe easyfor them.
• Will teachingand researchingin a schoolprovideavalid andreliableinsight?
• Thelogisticsof arrangingandconductinginterviews.
• Will objectivitybeelusiveor obtainable?
• Will thoseinterviewedberepresentative?
• Will thetwo schoolschosenberepresentative?

5.3.1Why semi-structured interviews?

The debateabout qualitative and quantitative studies is one that has been rehearsed

previously(e.g. Ball 1993and Phillips 1993).Phillips was particularly concernedwith

objectivity andBall was concernedwith the part played by the researcher.Howeverit

wasfelt that to uncoverteacherattitudesandopinionsandat the sametime allow further

enquiry into any strongly held teacher beliefs it would be necessaryto use semi-
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structuredinterviews.It would not be possibleto do this using a questionnaire.It was

alsofelt it wascontraryto the spirit of the studyto attemptto reduceteachers'responses

to sterile quantitativedata.I was also committedto ensuringthat thosequestionedhad

the opportunity to respondin a setting which gave respondentsconfidencethat their

commentswould be treatedin the strictestconfidence.At the sametime theseteachers

neededto feel able, throughoutthe interview, to provide expansionon any issuethey

madea commentabout.

5.3.2Teachersgiving time to take part inteniews

It mustbe acknowledgedthat I plannedto interview classteachersandmiddle managers

at the schoolswere I was teaching. Having conductedpreviousresearchand knowing

how busyI am,I neededto acceptthat in orderto interview very busyclassteachersand

teachermiddlemanagersthearrangementsfor the interviewingwould needto beflexible

and sympatheticto their working lives. I would need to make clear to those who I

approached(or who approachedme) that the interviews would be as unobtrusiveas

possibleandwould takelittle time out of their working day.The importanceof this must

not be underestimated.If I was encouragingteachersto uncover somequite emotive

issuesfor themthen I would needto keepthe interviewsassuccinctaspossiblebut still

allow themto seethat I wasalsointerestedin respondingto their responses.

It was decidedto usea micro-cassetterecorderthat could be placedunobtrusivelyon a

table in an office or quiet classroom.I did not refer to the interview questionschedule
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afterthe initial interviews(SeeAppendix2). Ouringtheinitial interviewsI perceivedthat

intervieweesweredistractedby mereferringto the interviewquestionschedule.

5.3.3 Why teachand researchin the schools?

Becauseof thepossiblyelusivenatureof whatwasbeingenquiredinto, it wasconsidered

vital to be able observeand interact with intervieweesaway from the semi-structured

environmentof the interviews.It was alsoconsideredvaluableto be ableto see,at first

hand,how teachersinteractedwith oneanother,middle managersandseniormanagers.I

also wished to be aware of the "gossip' that pervadesany staff group and any

undercurrentof feeling amongstandbetweenthe staff group,departments,managersand

individuals.It is only by beingcloseto the situationthat I wasgoing to uncoverany of

this. But perhapsmore important than any other issueis to understandhow all of the

aboveactson, influencesor is reflectedin what intervieweessay.

5.3.4 Logisticsof meetingintervieweesand conducting interviews

I establishedmyself in eachschool- teachingin eachschoolfor onehalf termbeforethe

following stepswereundertaken:

• approachingtheheadteacherwith a requestto interview teachingstaff. (Although

at thejob interviewfor eachtemporarypostI hadtentativelymentionedthat I was

engagedin researchand would welcome the opportunity to carry it out in the

school.On both occasionsthis wasmetpositivelyby theheadteacher.)

• when the formal agreementfrom the headteacherwas receiveda memorandum

wassentto all teachingstaff. (SeeAppendix I)
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• I approachedindividuals to obtain their agreementto an interview in principle

and then to arrangethe interview time. (Someinterviewshad to be rescheduled

becauseof staffabsence)

• some teachersapproachedme to let me know they would be happy to be

interviewed.(Not all of thesewereinterviewed)

The semi-structurednatureof the interviewswould allow me to seekingillumination on

anyissuethatwasmentionedduringthe interview.

5.3.5 Objectivity - elusiveor obtainable?

I decidedto conductthe interviews in two schoolsin which Iwas engagedas a class

teacher.Whilst this presentedissuesof participantinterviewer/observerit wasfelt useful

to be able to comment on the micro-politics of the school. I did not want to be

interviewing only disgruntledmiddle managersor teacherssuspiciousof an external

researcher.

All of the interviewstook place over three terms in the two schools.Thosechosenfor

in.terviewwereselectedusingthe following criteria:

• teachingexperienceof teacher(no onewith lessthan5 yearsexperience)

• having taught in more than one school (presentschool plus at least one other

school)

• where a class teacher was interviewed a teacher middle manager from that

departmentwasalsointerviewed.
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5.3.6 Are the teachersinterviewed representativeor not?

The pilot sample that gave the impetus for the later focus of the research was chosen

carefully. As will be discussedlater the teacher middle managerschosenwere perceived

by me and other colleagues as both committed and effective teachers and managers.To

try and obtain responsesfrom different subject specialists each teacher middle manager

was from separatefaculties represented in the school, Mathematics, Modem Languages,

Science and Technology. Interviews planned with English and Performing Arts faculty

middle managersdid not take place.

At Parkside High and Daleside High I initially set out to avoid interviewing a significant

number of teacherswho were perceived as being disillusioned with or disengaged from

teaching and/or middle management (Griffith et al 1999). I would suggest that those

interviewed were representative of teachers, teacher middle managers and senior

managers in that I have avoided interviewing a significant number of teachers who are

expressingentirely negative feelings about their teaching lives and experiences.

5.3.7 Are the schoolschosenrepresentativeor not?

The two schools where the interviews took place were two comprehensives situated in

the suburbs of a city in the northwest of England (one in the south of the city and one in

the north). Each had approximately 800 pupils on roU. In each of the individual school

descriptions! have sought to give an outline of the prevailing issuesfor the school. I have

also sought to characterise the school in terms of management model and overall ethos.
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Whilst some would suggest this is contentious and arguable I have nevertheless

attempted to explain using both data and anecdotal evidence how Ihave perceived each

school. I identified a small number of issues in each of the schools, which have causeda

degreeof dissatisfaction for those employed there. However in general both schoolswere

generally positive places in which to work and conduct interviews. Indeed both

headteachers, whilst unaware of the exact nature of my research, were positively

supportive of my research.The headteachersand teachers in each school often enquired

as to the progressIwas making and expresseda desire to read the finished thesis!

5.4The schoolsand the teachers

A small number of pilot interviews took place at Hillside High School. These pilot

interviews were followed up with:

• initial interviews at a secondary school which will be referred to as Parkside High

School

• further interviews took place at a secondary school which will be referred to as

Daleside High School

All interviews were taped and transcribed. Ialso kept a research diary/notebook in which

Imade notes of incidents/comments that occurred during each school day. This research

notebook record was at times completed at the end of each day in some quiet time Iput

aside and on other occasions it took place just shortly after the event/incident if I had

time.

It is worth reiterating that:
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• . I wasworking asa classteacherin eachschool.1spentat leasthalf a term in each

schoolbeforeinterviewscommencedandat leasta term after the interviewswere

complete.Researchdiary/notebookentrieswere madethroughoutthe entiretime

I wasin eachschool.

• teachersin each school were aware that I was undertakingresearchand were

invited to contributethrough a memorandumsentto staff in the internalmailing

systemof eachschool.

• someteachersvolunteeredto be interviewed - where this was the caseI have

notedit in thedescriptionat the startof the interview transcript.

After completingthe pilot researchat Hillside High SchoolI secureda teachingposition

atParksideHigh andthenat DalesideHigh

5.4.1Researchnotebook/diary.

It was decided in the early stagesof my researchto keep a dairy of commentsand

observationsmadeby staff. Becausethis is particularly oneroustaskto completefor the

participantobserverit wasdecidedto limit the observationsto informal interactionthat I

participatedin or witnessed.Theseappearedto be the times when individualswerequite

happy to comment on the day-to-day concernsof school. Teacherswere on many

occasionsvery willing to exposetheir thoughts,particularly if they felt that only a small

numberof trustedcolleagueswerelistening.

Below canbe seenextractsfrom the researchdiary/notebook.
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RoF: ' .. , impossible to do everything. I can't even
prioritise now ... '

Tearfully - ' if only Icould do my job - the job
Iwant to do '

Figure 5. Extracts from researchnotebook.

The strength of feeling expressedin the last extract perhaps shows why it is vital to keep a

research diary/notebook. The depth of frustration expressed in this comment informs the

more guardedcommentsmadeduring the semi-structured interviews.

At times I was quite concerned by what I was recording in the researchdiary/notebook. I

found myself responding quite strongly to the obviously emotive comments that were

being made. As I was engaging in. the analysis of the interviews at the sametime as I was

recording in my research diary/notebook 1 decided to limit my reflections to the

interviews and allow the comments made away from interviews and recorded in the

researchdiary/notebook to stand alone for the time being.

Whilst I had used a research diary/notebook in previous casestudy researchwork, I took

for granted its usefulness. I came to the conclusion that whilst the interviews would give

me some insight into teachers, teacher middle manager's and senior manager's attitudes,
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opinions and experiences, it would be the research notebook which would allow me to

record and reflect on what I was observing, hearing and experiencing.

5.5 Summary

I was concerned to maintain objectivity but could not ignore my involvement in the

schools where I undertook the research. I encountered happy and contented teachers,

teacher middle managers and senior managers. I also encountered disaffected teachers,

teacher middle managersand senior managers. I became involved in their daily working

lives and they in mine. But I sought:

• To maintain a distance from becoming embroiled in internal politics.

• To reflect upon encountersand record my concerns,worries and positive insights.

• Reflect upon the interview responses.

The following chaptersof the thesis have been arranged so as to make clear:

• the reflections on pilot interviews

• the reflections on the contents of the researchdiary

• th~ reflections and analysis of the interview responses

• the development of interviewee responsethemes.
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Chapter 6: Using Pilot interviews to reflect on the process and to

developinitial themes.

The pilot interviews were conductedin a school in which I had beena teachermiddle

manager.I hadtaughtin this schoolfor 3 years.Thoseinterviewedwerepeersthat others

and I perceived as committed and effective teachers and managers.I chose these

intervieweesbecauseI knewthemto bereflective andhonestindividualswho would give

consideredandhonestresponsesto my questions.

6.1 Pilot interviews -reflecting on theprocess.

Pilot interviewingtook placefor two reasons:

• to ascertainif semi-structuredinterviewswere appropriateto useto researchinto

middle managersin secondaryschools.

• to ascertainif the interview questionswereappropriate.

Fourpilot interviewswereconducted.The interviewswerewith four middle managers:

• the headof InformationTechnology

• the secondin Mathematics

• aPastoralHead(headof house)

• anINSET co-ordinator.

Two further interviewswereplannedbut did not takeplacebecauseof time constraints.

Thoseinterviewedhad teachingexperienceranging from S - 26 years.It was essential

that, not only was thereto be a reflection on the contentof the interviews,but therewas

alsoareflection on theprocessgonethroughin facilitating theseintervieweeresponses.

96



Middle managersin secondaryschools: rhetoric and reality.

6.2 Reflections on the process and content

I wasawarefrom the outsetthat to be "objective' in my analysisof my interactionswith

intervieweeswould provedifficult. As haspreviouslybeendiscussedthe schoolin which

the pilot interviewswereconductedwasonein which I hadtaughtfor threeyearsand in

which I had a middle managementrole. TheteachersI interviewedwerecolleagueswho

I knew well andhad readily agreedto take part in the pilot interviewing.But perhapsI

mayneededto haveconsideredwhatWoods(1986)statedquitesuccinctly,

'The interview, therefore,is not just a devicefor gatheringinformation. It
is aprocesson constructingreality to which both partiescontributeandby
whichboth areaffected.'(p.91)

The intervieweesand I cameto the interviewswith both an independentand a shared

perspectiveon thepilot school,otherschoolsin which we hadtaughtandour experiences

of schoolmanagementandmanagers.FurthermoreI haveto acceptthat in interviewing

teachersI was taking part in a processthat was constructinga pieceof data that I will

analyse.Objectivity,whilst desirable,hasnot alwaysbeeneasyto obtainandmaintain.

The conceptof me 'fine-tuning' myself alsobecamea reality. What I heardandobserved

aswell ashow I soughtout whatwasavailablefor me to observeandhearis alsovital to

consider.I cannotignorethat I cameto this researchwith valuesandbeliefs.Howeverit

was important that I did not allow thesevaluesand beliefs to come to the fore whilst

interviewing.By 'fine-tuning' my interactionsit washopedto allow rich datato emerge.

In the initial pilot interviews I feel I intervenedtoo much in the interviews.The latter

pilot interviews produced fewer interventions from me. Becauseof this, I became

convinced I had gained some insight into teachermiddle managers' experiencesof
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schools.It was only on analysingthe interviewsthat I realisedthat whilst theremay be

somelurking insights,I badbadno 'Eureka' moment.Perhapsthis wasmoreto do with

the complexnature of the issuesI was using the pilot interviews to enquire into. Or

perhapseventhoseinterviewedwere not keen to reveal too much! I may alsohaveto

concedethat by not encouragingfurther explanationof teachercommentsI may also

have missed somevaluable insights. Whilst acknowledgingthe foregoing it became

apparentthat by allowing teachersto talk with few if any interventionsI might have

uncoveredthe patently obvious. Teacherswish to have their opinions valued and

acknowledged.Having a researcheractuallytake the time to listen to their opinionsand

record the responsesfor analysismay well have reinforced the view that someone

believedtheir opinionswereimportantto consider.

6.2.1 Pilot interviews -reflectingon the content.

The initial analysisof the interviewsbroughtvery muchto the fore how teachersviewed

the personallysignificantand historically changingmannerin which they were and are

beingmanaged.

An experiencedheadof year talked about 'no pressure'whenbeing interviewedfor her

teachingpost a numberof yearsago.Perhapswith a degreeof reminiscenceshealso

mentioned•... we seemedto manageeach other very well ...' when shewas working

closelyasa secondin faculty with her previousheadof faculty. In the latter part of the

interview, when this beadof year is discussingher presentwork situation, it becomes

apparentthat shefeels powerlessto control or to dictate much of what happensin her
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schoolday. In particular shewas quite emotionalwhen shediscussedhow her manager

•... forgot to do a reference... ' for ajob shewasapplyingfor. But perhapsgiving greater

insightis hercommentaboutnot feelingableto do anythingaboutit.

An experiencedsecondin Mathematics,on reviewing his teachingcareerwas keen to

point out that •... I havehadonepromotionin all that time ... ' (21 years)implying that

there hasbeenlittle interest in his personaldevelopmentin the last 21 years.He also

went on to say 'Although it is supposedto be a profession... I seeit more of a job of

work ... I think a lot of the professionalresponsibilitieshave beentaken away! The

emphasishereis on ' ... taken ... " suggestingthis middle managerhasnot soughtto give

away theseresponsibilitiesand seesthis in a negative perspective.He also seesthe

'prime objective' for seniormanagersshouldbe the smoothrunningof theschool ' ...not

all the paper work they get involved in ... '. He seemsto be suggestingthat his

perceptionof what middle managersshouldbe concerningthemselveswith is not what

happensin reality.

Lack of consultationor even indeedthe ability to contribute to day to day activities in

schooldecision-makingleadsan INSET co-ordinatorto talk about •... the impositionof

assessmentsand monitoring by the government ... ' and when talking about senior

managersat Hillside he states how they have been •... imposing guidelines and

parameters... ' thusimplying little opportunityto be consultedaboutdevelopments.
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Finally, the Head of Information Technology, who has considerable experience as a

middle manager, talked about how middle management ' ... has gone from a sort of

person style of management to a very impersonal style of management ... management

tends to react to pieces of paper ...'. Yet again this Head of Information Technology

seemsto be supporting the second in Mathematics' comments about senior managers'

preoccupation with 'paper' and 'paperwork'. It is also as if the Head of Information

Technology also sees' ... management ...• asan entity with a character and purpose of

its own.

It became apparent to me, from the above, that those interviewed perceived that they

were not being managed well and that their immediate managers took little, if any

interest, in their personal or professional development. It was also perceived by those

interviewed that their immediate manager's preoccupation with formal • ... paper

management ... ' tasks distracted them from what these interviewees thought was an

important function of the manager, namely the personal and professional development of

his or her staff. But more important than any of the actual comments is the strength of

feeling with regard to how theseteachers feel let down by their managers.

Even more importantly, I was beginning to get a senseof teachershaving to adapt to their

managers' way of functioning. All of those interviewed were perceived by me and

others, including senior managers, to be capable and effective teacher middle managers,

(ascertained through public and private comments). It is apparent that not all of those
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find adapting to their managers' methods of work easy and are consequently

experiencingsomedissonance.

6.2.2 Pilot interview responsethemes

Whenwe look at someof the themesthat run throughoutthe interviewees'responseswe

find conceptssuch as, disaffection, control, imposition, accountability and targets.

Intervieweeswere quite capableof juxtaposing theseconceptswith conceptssuch as

empowerment,andprofessionalism.It would appearthat teachersarewell awareof how

theywould like to functionbut at thesametime beingawareof theotheragendasthat are

acting upon them and their managers.This would suggestthat the small sampleof

teacherstaking part in the pilot interviews could readily understandthe external

influenceson them and on their managers.I wished to enquire into this further, in

situationswhere I had not so much sharedhistory and sharedexperiencewith thoseI

wouldbeinterviewingandobserving.

6.3Summary

Thesepilot interviewsallowedmeto develop:

• themesrelatedto theresponsesgivenby theseteachermiddle managers.

• insight into how strongly teachermiddle managersfeel about issuessuch as

professionalism,accountabilityandteachercontrol.

• a sensitivityto my own thoughtson the aboveissues.
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As I was to be employed as a full-time teacher in two schools in order to carry out two

further sets of interviews I felt it important that I focus on trying to remain objective

about the emotive issues that had been identified. But I also had to concede that I have

strongbeliefs about what the reality is for those who are teacher middle managers.
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Chapter 7 - Interviewing at Parkside High School and DalesideHigh

School.

After the pilot interviewswere complete,I undertooktwo further seriesof interviewsin

two secondaryschools.In this chaptersomerelevant issuesfor eachschoolhavebeen

outlined.Becauseof the commonalityandconsistencyof teacherresponsesin interviews

andthe commentsrecordedin the researchdiary/notebookit hasbeendecidedthat the

researchfindingswill be presentedtogether. Later in this chapterthereis a comparison

of the degreeof commonality in teacher,teachermiddle managerand seniormanager

responsesbetweeneachschool.

7.1ParksideHigh School- researcherperceptions

ParksideHigh Schoolis an11-16comprehensivein the suburbsof a largecity in thenorth

westof England.Therewereapproximately800pupils on roll and 4S fulltime teachers.

The seniormanagementteamincludedtheHeadteacher,2 DeputyHeadteachers(onehad

just beenappointedas I took up my post) and 2 AssistantHeadteachers(both hadjust

been appointed).The pastoral system in the school was organizedaround Pastoral

Leaders'(Heads of Year) and Assistant Pastoral Leaders.The curriculum systemis

organized around Curriculum Leaders (Heads of Faculty) and Assistant Curriculum

Leaders(Headsof Subject/SubjectKey StageCo-ordinators).

Academicmiddle managerswere allocated,on average,2 extra free teachingperiodsto

undertaketheir managementtasks(eachperiod is 45 minutes).Pastoralmiddle managers
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were allocated,on average,3 extra free periodsto undertaketheir pastoralmanagement

tasks.

If the ParksideHigh Schoolwasto be characterisedin termsof its managementstylethe

ambiguitymodel(Bell 1989)couldbe usedto describethe school.Whilst someeffective

communicationwas in evidence,managementof staff communicationwas quite poor.

Anecdotalevidencesuggestedstaff werequiteconcernedaboutthe qualityandfrequency

of informationtheyreceivedfrom seniormanagers.Teacherswerealsovoicing concerns

aboutdecliningpupil behaviour.Therewere concernsabouthow pupils were behaving

on corridors and at lunch and break times. Teacherswere also concernedabout the

effectivenessof the proceduresfor dealingwith disruptive pupils. Staff mentioned,on

occasions,that 'workload' wasunreasonable.In the local community,ParksideHigh was

perceivedto be a successfulschool,with 50%of pupils achieving5 A-C gradesat GCSE

in theyearthat I joined the school.This wasa 10%decreaseon the previousyear.There

had also been a recenthistory of teachersmaking representationsto the headteacher,

through ProfessionalAssociations,with regard to the behaviour of pupils and the

resultantmorale of staff. This was still an issuein the early daysof my time at Parkside

High School.The sampleof staff interviewed at ParksideHigh consistedof: 2 senior

managers,7 middlemanagersand2 classteachers.

During the early daysof my time at ParksideHigh I had to concentrateon establishing

my presencein the classroom.I alsohadto spendtime reflectingonmy practiceandthat

of othersI had encountered.This reflective practitioner approachpermeatedall of my
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activities both within the class and outside of it. It became evident that this reflective

practitioner approach is in itself time consuming and demanding, both mentally and

physically.

Whilst I was a participant in the school (I was working fulltime as a class teacher) I

could distance myself (but not completely remove myself) from the day-to-day politics

of the managementof Parkside High School.

7.2 Daleside High School- researcher perceptions

Daleside High is an 11-18 comprehensive in the suburbs ora large city in the north west

of England. There were approximately 800 pupils (approximately 100 in Sixth Form) on

roll and 45 fulltime teachers. The senior management team included the Headteacber, 2

Deputy Headteachers,2 Assistant Headteachers(recently appointed). The pastoral system

in the school was organized around Directors or Studies (Heads of Year). The curriculum

systemis organized aroundHeads of Department; there is no faculty structure.

Academic middle managers were allocated, on average, 1 extra free teaching period to

undertake their management tasks (each period was 50 minutes). Pastoral middle

managers were allocated., on average, 2 extra free teaching periods to undertake their

pastoral managementtasks, with at least one free teaching period each day.

If Daleside High School was to be characterised in terms of its management style we

could use the bureaucratic model (Weber 1989) to describe the school. Effective
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communicationwas in evidence,as was the preoccupationwith hierarchicalstructures

and formal leadershipand the decision-makingrole of the headteacherand senior

managers.Anecdotal evidence suggested staff were quite concerned about the

bureaucraticnatureof the school.Two examplescited by staff were, the needto fill in

quite complicatedforms to apply for INSET andthe routine andform filling requiredto

place a pupil on report. Staff also felt, that on many occasions,workload was

unreasonableandnot managedwell by seniormanagers.In thelocal communityDaleside

High wasperceivedto bea successfulschool,with 45%of pupils achieving5 A-C grades

at GCSEin the year I joined the school.There had also beena recenthistory of staff

making representationsto the headteacher(through professional associations)with

regardto the manrierin which the headteacherandsomeseniormanagersinteractwith

staff.This wasstill an issuein the earlydaysof my time at DalesideHigh. Thesampleof

staff interviewed at DalesideHigh consistedof: 1 seniormanager,8 middle managers

and3 classteachers.

I learnt, from my time at Parkside High, that it would be wise investing time on

establishingmy presencein the classroom. Yet again,from my experienceof Parkside

High, it wasthoughtimportantto spendtime reflecting on my practiceandthat of others

I hadencountered.As with my time at ParksideHigh, I found this reflectivepractitioner

approachpermeatedall of my activitiesbothwithin the classroomandoutsideof it, but it

becameevidentthat this approachwasstill demandingbothmentallyandphysically.
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As with my time at ParksideHigh I was a participant in the school (I was working

fulltime as a classteacher)but I could distancemyself (but not completely insulate

myself) from the day-to-daypolitics of the managementof DalesideHigh School. I

activelysoughtnot to bedrawninto discussionsaboutschoolpolitics andindividuals.
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Chapter 8: ResearchFindings

The interviewswere conductedand then transcribed.Details of the analysisthat was

undertakenis shown below. The analysis of transcripts involved the reading and

annotatingof scriptsusinga simplecodingandannotationsystemto identify themesthat

appearedworthy of further consideration.The following outlinesthe processcompleted

in the analysisof intervieweeresponses.

• 8.1 Initial analysisconductedafterParksideHigh Schoolinterviews(p.l 08)

• 8.1 Initial analysisconductedafterDalesideHigh Schoolinterviews(p.124)

• 8.3 Interim summaryof responsesto interview questions(p.133)

• 8.4 Furtheranalysisof ParksideHigh SchoolandDalesideHigh School

interviews(p.l38)

• 8.5 The interfacebetweenrhetoricandreality (p.163)

• 8.6 Comparisonof intervieweeresponsesbetweenParksideHigh Schooland

DalesideHigh School(p.l67)

The ongoingreflectivenatureof the analysis(analysingasfurther interviewswerebeing

conductedandtranscribed)allowedme to 'fine-tune' myself to what intervieweeswere

commenting on. But perhaps more importantly it allowed the developmentof a

sensitivityto whatwasbeingobservedandrecordedin the researchnotebook.

8.1' Initial analysisof Parkside High teacher responses

Inevitably,whilst conductingthe interviewstherehadbeen'hunches' aboutwhat themes

may be developing with regard to teachers' responses.After each Parkside High
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interview had been transcribed it was initially annotated in the transcript margins,

highlighting the issueswhich were seen as worthwhile for further analysis. The themes

that were identified as the initial reading of the transcripts took place can be seen in the

following two transcripts of the interviews conducted with EN and HS. The annotation

shows how themes where identified and how the responses were initially coded. Of

course, some of the issueswere perceived as emotive and subjective. These in tum were

the issues that causedmost interest, in that they shed light on the reality of day-to-day

teaching that teachers experienced. In some casesthe implications are not immediately

evident when they are considered in isolation. It was only when the transcripts were

consideredin their entirety that the significance of some of the comments was realised.

The following transcripts are representative of the interviews that were conducted in

Parkside High School. Thesetwo interviews show the degreeof commonality that existed

between most interviewees at Parkside High. Not all interviewees mentioned all of the

issues that have been developed into themes for the initial analysis. However these two

interviews show the degree interviewees in both schools were implicitly or explicitly

describing similar experiences, feelings, concerns and aspirations. The notes in the

margins highlight where the initial series of themes originated from. This initial analysis

occurred in two stages:

• initial reading of transcripts and theme identification (discussedon page 121)·

• analysis and generation of further themes (discussedon page 122)
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As hasbeendiscussedpreviously,I wasin a positionto know what werethemain issues

for private discussion(gossip)amongststaff. I would also know what teacherswere

saying in their more unguardedmoments (when we were talking over coffee in

departmentalstaff rooms or engaging in the light hearted exchangesthat often

characterisethe interactionsteachershavethroughoutthe courseof their working day).I

wasparticularlykeento ensurethat the initial readingof the transcriptsdid not produce

too many themesbecauseI was also attemptingto allow themesto emergefrom my

researchnotebook/diaryentries.The later analysiscameabout from a synthesisof my

observations,'hunches',diaryentriesandtranscriptanalysis.
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EN has beenteaching for 27 years.EN is pre!ently bead of BusinessStudies.

Int: What is the thing that givesyou most senseof achievementin teaching?

EN: Exam results....

IDt: Seeingthe pupils doing well?

EN: As weUastheir potential or better...

lnt: Anything else?

EN: Interaction with thekids ... TeSJ')Onsefrom the kids ...you know ... positive response-
either enjoying doing the subject ... or enjoying the results of achievementwithin the

subject.

IDt: So it is very much pupil centredachievementasopposedto management

Int: What gives you most senseof frustration?

EN: Admin ... it just seems to be a daily grind ... if it's not one piece of paper- it's

(0f-\_ another ... that interferes and takes from 'the very prccious.an valuable time that you
~...-~ \ - .

~ shouldbe spendingpreparinglessonsand marking kids work.. . . fA. ~"""" (f'b r- \. ~

IDt: The people who manage you, what do you think gives them most sense of

achievement?

EN: I suppose a well organized department. a department that runs smoothly. a ,
{

~ ?- Y department in whicb there is cooperation a sense of good morale ... good feeling of I

~_~ I

...~ . comradeshipand also a feeling of being led from the top ... tbereare directives lnal arej
fair andworth pursuing ....

EN: Oh yes all the time....

Int: Do you have any senseof your senior managers' frustrations?

~"'<~S~
lot: Any particular ones?
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EN: ... Again admin. seemsto be thebig bugbear.

Int: In termsof milestonesin your careercould you point out important points?

EN; Well having startedout asthehead in a oneteacherschool ... I startedmy careerthat

way and lasted about two weeks ... I changedfrom primary to secondary... most of my

experiencewasat primary level untill came to this country ... then they wouldn't accept

my qualification as a primary teacher despite all that experience ...and a 1was thrown

"-~_\1 into the deepend teachinga subject Ihad never taught before ....so that was a milestone

~~- G ... coping wi1ha brand new subject ... a new culture ... a new systemof educationetc ... 1

originally started as an English teacher because my degree was in English and 1

subsequentlydecidedafter taking time off to rear a young family ... that 1 didn't really

want to teach English anymore in terms of wOrklQld and in terms job opportunity ... 1

took a coursewhich quaJified me asa Business Studies teacherand thenwent on to teach

IT ... I was a year here ... and I was one of t}1e first to teach word processingaT to wc

1'\"~~>At. computersin the school apart from the then Computer Studiesde-partment... I came to

this school IS years ago... l was appointed to headof department the yearafter tcame ...

and after that my careerbasgone down bill' steadily ... surely as eachsubsequentHead

takes over ... to the point where my current head called me into his office 2 months ago

and said 1wasn't earning the money that I was being paid and what was I going to do

to make up for the difference '" arid ... how did he put it and to be transparentin the

eyesof the rest of the staff ...well 1 thought if you get here at 7.00 in the morning and

leavehereat 6.00 in the evening everydayof the week .., I don't think there is any sense

of being other than very transparent that you are a worker and that you take your job

seriously...so he askedwhat else was I going to do '" I said I would like to think about it

112



Middle managersin secondaryschools: rhetoric and reality.

group that win look at problems in the classroom and so on ...it boils down to them

l.t') sayinglet the form tutor dealwith it ...the poorold headsof yearareabsolutelygroaning

with responsibility and can't cope with it so we will solve the problem by shoving it all

down the line to the fonn tutor ... the reason) grumble and groanabout it so much is

~~\ because I have seenstrong leadership in the school ... [ seen really top class heads of year

who have come and gone ...one who is still here __. now you get no support from anyone

\.\ ...~ ... you're told get on ~ it '" it's your problem ... either you're not managing you class_.._ .._-_.--- ._-... "-
properly ... you're not organized ... you've got problems with your teaching method ._.

it's this that or the other problem ...it's nevertheir problem .._its never the kids problem

.., - ~ \.1_~.... -'t'~~\~ "U -;~~ (....~..~.
Int: Many thanks ...

EN: Well I hope some of it will be useful to you.
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In the initial reading through of EN's transcript I found that shewas concerned greatly

with how teaching had changed in the years that she had been teaching. EN stated that

she arrived in school • ... at 7.00 in the morning ... ' and left school •... at 6.00 in the

evening everyday of the week ... '. Whilst this fact would appear unimportant, it

demonstratedthat EN found it necessaryto give 11 hours each day to complete the tasks

that needed to be done. (I can support the validity of EN's statement from my own

observationsof EN and other anecdotal evidence.) EN was perceived by me and others to

be an energetic, committed and effective teacher. In her interview responsesEN also

focuseson:

• the personality of the headteacher (it is also apparent that she does not find the
headteacherparticularly helpful in the manner that he dealswith her. )

• lack of support from line and senior managers

• her workload
• lack of control in day-to-day teaching experiences
• being distracted from what sheseesasa priority - teaching
• the public nature of teaching
• the manner in which individual teachersare blamed for school wide problems.

The whole interview was characterised by feelings of powerlessnesson the part of EN

and that her day-to-day experiences were controlled by those other than herself. EN's

comments give us some indication as to the underlying issues for teacher middle

managers. Her frustrations with how the • ... daily grind ... ' of • ... admin .. .' • ...

interferes ... ' with what shecalls the' ... precious and valuable time ... ", Sheunderstands

very well the need to subscribe to the rhetoric that sayscompleting administrative tasks is

a priority over preparing and marking pupils' work. EN feels pressured into making sure

that the • ... admin ... is completed before anything else - she realises in the short-term

that it is the •... admin ... ' on which she will be judged. But EN also knows that in the
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long-term she will also be judged on her pupils' results. The dilemma EN is presented

with is choosing between the rhetoric and the reality.

The following transcript shows the degree to which this dilemma, of coping with reality

and rhetoric, is an issuefor another very experienced middle manager.
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Int: Can you give me some idea of impoI1Bnt milestones in your teaching career.

BS: That's difficult ... its 23 yean since I came here as 9CCOod in music _. and thc:u that

\.u ..\....r ".\ evolved illtO going M Head ofRE _.. because that was partoftraining ... and I also Jandcd
•.l,\~.,

~~c,,.)..\;'f up doingRE with Community Service then,when TVEl came in 1became co-«dinator

for that ... that was a big budget and got projectsgoing for 5 years I really enjoyed that

I inking with industry and such like '" that takes me up to fairly recently .__and they

decided for economicreasons to reshape everything and I got _job Ididn't want whlch

was Head of Music, Art and Drama ... and Art and Dmma didn't want to have a faculty

... so greatbig political problems arose at that time. 1 was told this job wasavailable and

the job ) was in was disestabl.ishedso it was obviousthat I had to take this job to keep my

saluy ... and nave resented that ever sense _.. so this year I change of faculty again 50 I

get responsibility for PE as well ... Art is very much autonomous and still rcgnt:; the fact ",..,._..,\~.. \
u

they are part of the faculty... PE going on as they are... the only area that 1 can see it

having any significance is in this pcrfOl'lJWlCC management ... r don't fIlly understand

~~\ ~ ..- ~ 1 keep asking people what does this involve pcoJ)le doing ... aa:ording to

~ mmagancnt I have eidler gat 2 g3 people ... there are 2 in music and tb::rc an: 3 Ii.caIb

S---.~ \ of Departmem so I don't know bow performance management will come OUI yet ... so
"'__'-{.,.I

those are the big event ... apart the extemal things I have done on my own like the MA r

did and the MA I did with the Open University,

1Dt: W'-t has or docsgive you most senseof achievement?

BS: ... I think the extra curricular activities ... when I've 80t a crowd of young mUSicians

who perform somethingon public stage and its really good and possibly the best was
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only this year when 84 yo~g people from year 7-year II who performed in EuroDi.sney

and they were all there in uniform and they did brilliantly ... we do a trip every year

..'we've been to Germany,Holland, Franceetc....

In the teaching situation ... it's wherethe musicians who make up to 7-IO'AIofthc school

... were they succeed.With the generalyoung people ... acbievementthere is when as a

class they perform something... it DOt always a regular event ... they all like music on

~
\_\~.......

their terms... but actually National Curriculum music it becomessomething thirty don't

like. 1think in no other subject where the actual essenceof the subject is vital to their-
lives ... is related to their world. ...

lilt: What givesyou the most senseof frustration? \ \_.,.-- c.."'-~'
HS: ". To mucb to do and to little time to it ... and I tend to be reacOVl: rather than

proactive ... when I'm in lessoneven I'm thinlcing of other things I've got to be doing. A.,\-\.~
Currently I'm juggling with Yr 9 marking, I've got the Christmascarol CODCert and I've

got two millennium concerts, ... rdarsing after school every night except Friday and so

my day is incredibly long ... and when I go bornecurrently T'm marking 4 setsof Year 9

...)00 odd papers ... nnd you have to carry on despite ... the Millennium is a massive

concert ... and the tremendous last night after the end of the day... to see the

performancesof small groups of1cids...

1nl! What about the people you rnan.agc, what do you think gives them a senseof

achievementor frustration?

~ ~ as:I'll just talk about music here '" to seethe kids perfonn to a good standard....
\-~~ I~'~ .

. \. ~ ,,(lntenuptlOO) <, ..
\&-\p ~~\~~-. ~i~ e,...~ ~2>)~
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SQ.<~ (.u~.c.}_...' sv...·...-.,r-
When we do a ~er year... they feel as if we have ~ed something this year.

The frustration angle is the equipment ... currently becauseof damagewe don' t have a

keyboard suite ... that is being replaced ... the head has agreed to it is going to leased

over a three year period ... we have gCJtpossibly half a groups but that causesmore

problems if you havethat out ...we have to be flexible with the syUabusall the time so it

enables us to ... we haveneverhad enough equipment fOT 2 classes we tend to rotate our

activities... that is very frustrating.

Int: What about the peoplewho manageyou. what do they find frustrating?

r: ~'HS: ...They think I am wonderful and delightful when we are doing the big concertsand
~\....o~

things ... and 1 think also what we do in the lesson...but what 1 think gives them

\.... frustration is my poor responseto administration ... something I tend to make last on my

t._~ list of things to be done ... now and again be will come along a say ...what about this?

And it hasn't beendone.Having said that I talked with the Head recently... ~ out

I\.~ ~j of my bead ... not sleq:ing for daysand days and days... and told tum I wus just reacting

to things... he saidyou will haveto do what Ido ...someof the tmng don't get done ... so

] took that on board ... so the admin createsmost frustration for them and for me. (,,0\\\hL ~ \. \ \
Int: Canyou seethings changing?

BS: Well I have seenit get worse in recent times and I can see it only getting WOI'l\e ..

the only remedy Ithink is to give you more time ... a wonderful remedy would be to

have somepersonwho is designatedas a clerical assistant... If I had somebody '12 day a=.......would take way a mdHoOlrun"..... ."" .~,"t:'\ \..I
(Interruption from anotherteacber.)

\~L Jir~.-·....
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bt: Soyou have seen it all build up?

os: Behind it all I see myself saying ... I've only got 8 terms to go... its incredible to

think that is the only light at the endof the tunnel... and the I'm leaving 5 yearsearly ... 1---=
don't whether to say its my age, or the changein administration ....

lnt: Many thanks for your help - I really do appreciate you giving up your time.
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It canbe seenthat HS is a committed and energetic teacher despite teaching for 27 years.

Inhis responseshe commented on:

• a senseof achievementwith pupils doing extra-curricular activities
• the internal politics of Parkside High
• his senseof a lack of control, including being forced to take on job he didn't want

after reorganisation of the school structure
• failure to understand his role as a leader in new initiatives (senior managers

couldn't clarify his position)
• his workload and the long hours required to complete teaching and management

tasks.
• His inability to prioritise tasksbecauseof number of tasks to be completed.
• how he copeswith workload and demandsmade of him.

We see HS having to contend with 4 ••• admin ... ' which 4 ••• creates frustration for them

and for me... '. HS understandsthat his senior managers are frustrated by administration.

But he also understandsthat the prevailing rhetoric saysthat a manager's administrative

role takes precedent over all other roles. Like EN he is placed in a dilemma with regard

to choosing between undertaking his teaching role well and neglecting his management

function or neglecting his teaching role and engaging with his manag~ment role. HS's

responseto this dilemma is to cope in the short-term and leave teaching 45 years early'

becausehe seesthis as 4 ••• the only light at the end of the tunnel'. HS is aware of the

rhetoric about how he should be able to balance his teaching and managementroles. The

reality for HS is his inability to cope on a day-to-day basis with all of the tasks he is

expected to undertake. He is also quite reticent about letting his managers know the

degreeto which he is failing to cope.
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8.1.1 Themes identified after reading Parkside High transcripts.

After reading the Parkside High transcripts (including the two transcripts above) it

becameevident a number of themeswere developing in the teachers' responses.

• Reluctant teachers. Teacherstake up middle manager posts in schoolswhere the

management ethos is contrary to their own beliefs about what teaching and

managing teachersshould entail. It is obvious at times that teachersresent the fact

that they are employed in a role that fills them with little senseof achievement or

satisfaction. This invariably is suggestedby teachers when they talk about how

much teaching has changedthroughout their career.

• Reluctant managers. It is also possible to acknowledge that teacher middle

managers may find themselves as managers without realizing what managing

actually involves. Or indeed they may realize what managing is, but fail to realize

the time constraints that wiU be placed upon them as class teachers and teacher

middle managers. It is also evident that there are tensions for teacher middle

managers to resolve. These tensions centre on balancing time spent 'managing'

and time spent teaching. We perhaps need to accept that teachermiddle managers

feel overburdened with the demands made of them simply becauseof the number

of demandsmade of them is too great.

• Teacher personality. It is important to concede that teachers have a number of

different motivations for choosing teaching as a career. Individual personality is

one component of the decision to choose teaching as a career. Teachers and

teacher middle managers are keen to identify aspects of a headteacher's
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personality - teachers reference the personality of the headteacher to how slhe

interacts or managesstaff.

It becameapparentthat staff perceived the frustrations of the job to centre on the amount

of ' ... paperwork. .. ' that neededto be completed and the' ... workload ... '. There was

also significant number of occasions where teachers expressed feelings of frustration

with regard to how little control they had over their day-to-day working lives. This lack

of control was evident in all interviews of both teacher middle managers and class

teachers. Teachers were also suggesting how they were at times only just 'coping' with

the demands made upon them. It was also evident that some teachers were also

experiencing an inability to cope with what was being askedof them.

8.1.2 Analysis of interviews

An analysis of the first interviews began soon after they had all been completed. This

initial analysis involved identifying a number of key themes.

• Teachers failing to cope per se. Teachers related this to the degree of change

over a short time and how managersfailed to respond to this in a positive way.

• Teachers failing to cope with workload. Teachers comment on the fact that

tasks are intrinsically valuable but collectively unachievable. Whilst so many

teachersexpressedconcerns about workload very few rejected the tasks they were

being asked to do because they were intrinsically worthless - although some did

seem a little concerned about the degree to which some' ... paperwork ... ' tasks

were repeated.
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• Feelings of powerlessness. Teachers feel that they have little control over their

working environment or day - to - day experiences.

• Teacher middle managers feeling as if they had little if any control of

classroom experience. Characterised by interruptions and the manner in which

teacher find themselves distracted from their teaching.

• Teacher middle managers asking ••• Do others think that I cope? Teachers are

aware of the public nature of teaching. They are preoccupied with the idea of

whether managersperceive them to beperforming well.

• Teachers talk about boredom with class teaching but can't admit it to their

managers.This occurred in some of the diary entries whilst the analysis was being

undertaken

• Senior Managers 'dictate' what is the acceptable time contribution by individual

teachers. Teachers and more importantly teacher middle managers feel unable to

say 'no' to requests and certainly cannot control frequency and length of

meetings.

• Teachers try to discern what is important. They feel as if leadership is lacking in

what they should concentrate on. Teachers find this constant prioritising very

stressful.

• Teachers perceiving that the beadteacher's personality impinges upon the

day-to-day experiences of teachers. The headteacher's personality is subtly

referred to in most interviews. Slhe is considered to be the final arbiter of a

teacher's day-to-day experience.
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• Teachers are frustrated by the headteacher's and other senior managers'

personalities.Teachersareawareof the leadershiprole, power and influence of

theheadteacher.

8.2Initial analysisof DalesideHigh teacher responses

It wasevidentthat I could not ignorewhat I had alreadyencounteredwith regardto my

analysisof the ParksideHigh interviews.It becameapparentthat a numberof the themes

thathadbeenidentified after the ParksideHigh Schoolinterviewswerebeingreplicated

in the DalesideHigh Schoolteachercomments.The following conceptsarereflectedin

the annotationand the previously identified issuesat ParksideHigh Schoolare also in

evidence.

• Time constraints and workload. Teachers and teacher middle managers

perceiveunreasonabledeadlinesandtoo muchto do in too little time.

• Lack of control. Teacherscommenton pupil indiscipline andlack of interestor

effort by pupils.

• Inconsistent management. Teacher middle managers comment on how

personality of managersaffects how they interact with staff. Teachersfeeling

seniormanagerscanact inappropriatelyand'get awaywith it'.

• Teachers do not feel valued. Teachersperceivea lack of acknowledgementof

their efforts and achievements.Teacher middle managers see that senior

managerscanbedismissiveof concerns.
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• Teachersunable to teUline managerof concerns.Teachersandteachermiddle

managersfear line managerswill be unsympathetic/disparaging/dismissiveif

concernsarebroughtto their attention.

• Bureaucratic systems.To bring about changeteachersmust move through a

seriesof protractedbureaucraticstages(form filling). Havingmeetingsevenwhen

there is nothing to discuss- timetabledmeetingsmust take place. Completing

proformasandothertaskssolely as administrativetasksin orderto satisfysenior

managers'monitoring/surveillance.

• Teachers feeling professional judgement being compromised.Teachersfeel

theyarebeingencouragedto focuson thosepupils who canachieve"good'GCSE

gradesor SAT Levelsandpay little attentionto thosepupils who will not achieve

thesegrades.

• Teacher middle managersfeel like 'piggy in themiddle'. Theyfeel asif theyare

caughtbetweenclassteachersandseniormanagers.

To put theforegoinginto contextit might bewiseto look at the two interviewtranscripts

of the interviews conductedwith NI and SA. These Daleside High teacher middle

managers'commentsprovideevidencefor mostof the issuesaddressedabove.
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r \
\. ,,,,," ',.....
.l ...·· .~

NI bas been teaching 22 yean. NI is currently head of Humanities at Dalcside High.

lilt: Could you tell me II little about your career and any importBnt milestones in you teaching

career.

NI: I stam:d teaching 1980.I wodl:ed in St. M fOT 5 years. and then in 198~moved to St, A as Head

of Geography. I arrived herein 1996. 1came here as Head of Humanities.

Int: Wb81gives yoo most senseof achievement?

1'0'1: I think when students either obtain or surpass the C'X8lO grades expected it's a big~~tivation

for me - I like to see them make academic success. And 1 also like it when you feel they have

C!'j?y~d tbe lesson-you feel you got something om of it and you capture then- interests- tbat gives

me a lot of satisfaction.

If I have tried systems ~~ .~e. systc:ms.areworking then that gives me a sense of achievement- like

recording c:xam results-attainment and stuff like that- so if it wodts 1am happy with that II1ldpeople

feel comfortable.

Int: What about the people you TIIJ!Ilage?

NI: Iffor example they are happy with things tbaft have introduced then 1 think they feel they are

achieving something. But perhaps the main sense of achievement for people in tile department

tends come £mm their ac:tualclass room situation ratbc:r tban what Ican do fur them.

Int: What gives you a senseof frustration? \ \ \ I:
( ... \~\ ~ "". (..< 0 \

NI: Frustration as a manager - it is sometimes very hard to - your kmd of piggy ;n the middle in_.__ ..,_ .......
the position I am in .. . between the chalk face & senior management. 1 think the ~

\ \

~j,.~\.J~ man~~ sometimes make the job a lot harder thm it needs to be. I fee! they arc sometimes a bit

~M
to ~~c. a bit too everything must be done by the book and that tends to slow oertain things

'v.....>c:....r.. .. ...,\.... .,.,.
down or even stopyou domg c:c:rtain drings that would have been beneficial. It is too much hassle

to try 10 get them instigated, to go through all the rigmarole.

As a teamer [ think ~linc!ltaJldards. arc ccrtmnIy falling - it is a lot bardc:r now to instil

discipline Toto pupils and 1 think thai they arc no loogcr ftigbtened or in awe of tc:acbers. I have

beef! teaching 22 years so 1 feel that ... 1 know that when 1 first started out and taught in some

\ ... '.' "
.,. ,.

.__._---_._- _._---
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rough schools _you felt that they had strong discipline that they do not ll~ve nowadays. They are

not in order, they come it at Year 7 with no fear of secondary school. 1think it then beccmes harder

to instil discipline into them. Once you are on !OJ? of discipline you should be able to teach your

subject well. It is harder to get pupils to tow the line - it is a constant hattIe.

For the people I manage it can be similar things. We willII)' and instigate certain things-they will

\,,.........c.') r come to me- I bav~ to go to senior management and then it sometimes becomes a stumblingb10ckl

\!nd they are held back. This bas been a stumbling block within this place-there seems to be to J
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many rules and rtgularlons to trip YOIl up and tben put you off doing certain things.

lJrt: What do you think frustt'IItes senior managers?

NI: It dependswhich member of the senior management team you are talking about. Certain ones,

.\ ~ everything bas to done by the book-end if it isn't sometimes they wt1l respood in a wrtj that is
\~S..~

W"';) ~napp~e for a senior membcJ}r staff but shows they are obviously ft'ustl'lltcd because yoo

...u, haven't done things by the book. OIher SCDiormanagers are a bit frustrIIted by the respoose to

S..... ~ certain initiatives by departments and sometimes it's the head of departments fault or members of \.\...._ .

. the department letting the head of department down. And certain deadlines dOll't get met or things

don't filled in the way they sbocld be dooo-tbat can lead to frustration. I feel like a ping-pang ball

\ \ . \ \
sometimes. c-'< .,)..~"'" ~. .

lac What do you thing gives them a senseof achievernau?

NI: When exam Tc;'ults go well. Again it depends on the, member of the senior management team

\_ \ ... but some ofthein are quite Ilappy when you do come to them and d_, can help you and·....,
~(,...."~\. -, ... "-7

feel as they have belped and you can see they get a sense of ac.blevemml from that AgaIn thllt is

?",.. l_~. inconsistent for certain members of st'!1.i~ l1liID8gCfDeuthere. So.metimesmey are oller the lOp in

helpingyou. Other times they say you should know how 10 do thrs and get it soned. VOIl arc bit

unsure really. They are so.iD.col\Sistent.~

Int: Many thanks for giving up some of your 11mchtime.
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NI commentsabout:

• seniormanagers'inconsistencyandhow this leadsto uncertaintyabouthow he
approacheshis seniormanagers

• pupil indiscipline
• the bureaucraticnatureof DalesideHigh's managementethosandhow this can

stifle innovationonthepart of classteachersandmiddle managers
• being caught in the middle between senior managersand class teachers.He

particularly is concernedthat he is a ' ... ping-pongball ... ' being hit back and
forwardbetweenanyonewho wishesto hit him. This reiteratestheconcernsabout
feelingsof powerlessnessandlack of control. .

• he alsoaddressesthe issueof blame- usingthe word' ... fault ... ' and' ... letting
the head of departmentdown ... '. NI is obviously consciousof how things are
perceivedby thoseon the seniormanagerteam.

It is very importantto highlight what NI saysaboutthe •... rigmarole... ' to gothroughin

order to makeprogress.He saysthis in the context of how seniormanagersare overly

bureaucraticinsistingin ' ... doing everythingby thebook ... '. Perhapsthis is evidenceof

seniormanagersbeing guidedor evenconstrictedby rhetoric from the centre.From the

transcript it is clear NI has a senseof frustration with his senior managers.NI

experiencesthe tensionbetweensenior managers'insistenceon bureaucracyand class

teachers'frustrationswith wantingto achievebut being held backby bureaucracy.More

importantlyNI is camouflaginghis departmentcolleagues'frustrationswith the schools

seniormanagerspreoccupationwith' ... rulesandregulation... ' .

NI mayalsobe engagingin somecollusion with his departmentcolleagueswith regardto

' ... membersof thedepartmentletting theheadof departmentdown.' It is clearthatNI is

not communicatingthis to seniormanagers- he is either hiding the fact from his senior

managersor presentingmitigation to senior managersfor why deadlinesare not being
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met. His final comment in this context, ' ... I feel like a ping pong ball sometimes .. .'

describesthe manner in which he is constantly moving back and forward between senior

managersand classteacher colleagues engaging in mitigation and mediation.

In the above there is a suggestion of collusion on the part of NI. However, it is perhaps

interesting to note in the following transcript how there is no ambiguity with regard to the

degreeof collusion SA engagesin. His support of pupils being prepared for Key stage3

SATS supports this occurrence of collusion. It must be reiterated that NI and SA are

teacher middle managersin Daleside High and as previously acknowledged the school is

characterisedby bureaucracyat both school and department level.
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SA lias been tadlblc 7ymn . SA is"- In Mau-ada

lilt:Could you give me some idea of your career ... impoTWlt milestones?

SA: I have been taught now for nearly SCYC:Oyean. I aone from SO ... its very similM 10 this. ThaI

is where I did teaching practice and got ajob there. I trained at xxx.

I am second in maths.... well I also have been a head of year. ThC"l I applied for the sccood in

maths. I would rather concentrate on the domains of maths. that is something 1know about ...

lbat is the thingi find managing that scenario. you have DO c:ootroI.. becalse it is basically '\ \1
limitless. And people wcmld rome in and say could you do that forme, I felt th«e was no control Jc....

and 1felt want to do something more and 1focused OIl mmhs.

Int: What gi ves you most senseof achievement?

SA: Just getting the results basicall:i ... 1IJld especially if you take 8group ftom the beginning and

....- ;'"t-'~ they are negative and you tum them round and you establish a decent rapport with them ... and you
/ ...\~

CIIJ1 get results. that really gives me a sense of satisfaction. When you seethem on the stteet ... and

they askhow you are doing ... thatrnaltes me really proud 10 be a teacher.

Int: What gives you 8 senseof fiusIralion?

SA: All the little bits ofthin~ that we· ve galto do. like pap_ark. pIlotoccpying. things like

chasing mo~ from kids. And like this is where you don't seetbe impact on your teaching. All the

linle things. admin things, I feel omer people should be doing that kind ofwor\( end 1eonc:entrae

on tcadring.

l.t: As a middle manager what gives you a senseof achievement?

SA: We have very chanenging targets ... for example we have this new numeracy strategy. I am

leading that and puttiog that in place. malting sure its up and running 8Ild we get good res.ullS.That

is something I am looking forward to.

At the minute it is just in house. wc arc looking aI in maths. dq>artmcnts. This has been 10 plaa: for

... officially this is our fim. bunmofficiaJly OUT second year. We stan whh 10 minutes ofmcntol

work, and once we have done that using visual things. games. things like tllllt, gcs.them 10 stand up

and explain things. 11doesn't have to be related to the lesson. lI'sjUSI 8 merual work OUI, Once we
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have done that we move onto the main theme of the lesson. You've got to sharethe Obi~~with ~ t

the kids ... that really is good. Towards the end then we do aplenary session. ~-
People have taken to it ... Br first people were dubiotl!l about it, riming it properly and so on. I have

developed resources for that, flash cardsetc. - \ .L~L (
Int: What about the people you manage. what give them a senseof achievement?

SA: I think we are all aiming for the same things. good results at the end of the day. If they can

manage their classrooms better. than at the end of the day that wiU make tbem happy. My role as

second in department is to suppon them in working hard with kids, with resources. exercise 'I4loks.,"""'_'o ~_-.a~ ~c

Int: What gives you a senseof frustration?

~ A lack oftime. I think there are lots of areas where I could maybe work to develop resources.

And I find I cant do it ... J think at the moment we arc in a situatioo were we havrO cover ... Iam

conscious I should be tberc teaching the kids. 1101swanning off every two minutes doing cover._ LW'__\
becausemy lessons suffer. The benefit wiU oot be there and l will be judged on that ... we got this ~ __\..\..\.

performance mllD8gernent I would TlIther teach and manage where I can,although its diff'ICUII with

the way the timetable is.

(I think thesethiogs are commonly shared with my boss. he feels the same basically. He can't affor~ '\.- ...

\ to take time out andyet do things. And obviously you have marking to do, preparation to do. In j"
I tennsofworkload .... 1havejustbcen preparing past papers for revision for Yr9 ... we've exam

Lwhen we come back, and then we have Yr 10 exams.

Int: Senior managers, what gives a senseof achievement or frustration'?

SA: 1think as a department we are perfuming quite well ... they mil)' chose to argue that case. But
\ . ~-.-. b \ \ \

:\; ....._./the~I!!I.!horilXbas been in to say we are doing a good job ... we are I!P there we the re~L0J.. ,>~u.~J

( schools if not better ... wbat we produce in terms of value added seems to giving the kids a lot

~ ~~~ than some other school do or some other departments are doing. When they compare

c; liS without looking at value added we are seensometimes not to be performing. It looks at what
\ \ .

kids came in with and what they leave with aDd~A scores. compare schools. look at the '10 ~ \~.

number of free meals kids b'etwhich is really not realistic. It is one of those issues wen: there is no
_ ... __ • ~. M ~

\ . ,
'-. ~~...
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easysolution. 1believe private schools are meant to be seen to be better perfonning than others so

we have got to have sUmdards ofmczsure wbichjustify their crostmcc.

Brighter kids are losing out. we have got to improve level Ss for example at Key Stage 3 and we are

concentJating this rime around on just those kids thai are bordering that. So people who are level 6

or potentia1level 7 we .-enot having II rigid framework for them to go up. It is a shame, we are ..~_\_\..

neglecting them. We are just concerned about middle band.just getting them up there be:::;S \ .... ~\\ ')

going to look SOOO. !).,\ '-c... ~ • ..,_ •
\

lat: Thank you for that.

SA commentson:

• the distractions from his pnmary roles of teaching and supporting other
Mathematicsteachers.

• the encouragementbe receives to engage in professional compromise
concentratingon someKey Stage3 SATpupils to the detrimentof others.

• thepublic natureof teachingandaccountability

SA is awareof how the successof pupils will be viewed by thosewithin the schooland

thoseexternal to it. He is preparedto engagein conduct that gives support to pupils

related to how much thosepupils will have an impact on Key Stage3 Mathematics

results.SA and other departmentcolleaguesare being encouraged(the useof the word

' ... we ... ' providesevidenceof an unwritten departmentpolicy) to concentrate'... this

time aroundon thosekids that are bordering... ' Key StageSAT Level 5. SA is well

awareof the centrallyinspiredrhetoric of improving SATsresults.The reality for him is

to colludewith departmentcolleaguesto developandimplementstrategiesthat win bring
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aboutthis improvement- evenif it meansother pupils do not receivethe supportthey

require.

8.3Summaryof responsesto interview questions

The following is summaryof the questionsasked and the teacher responseto the

questions.A moredetailedanalysisis givenlater.

Question1.\Vhat havebeenthe important milestonesin your teaching career?

It is evidentfrom teachers'responseto this questionthat teacherschoseto talk aboutthe

things that had given them a senseof personal achievement.Individuals gave quite

detailedaccountsabout the many things they have enjoyed in their teachingcareers.

Thesehaverangedfrom teachingabroadin quite challengingsettingsto leadingextra-

curricular activities. Teachersobviously derive considerablepleasureand a senseof

achievementfrom interacting with and assistingyoung people to learn in other than

formal classroomsituations.It is perhapsfor this reasonthat manyintervieweesseemso

frustrated with the requirement to undertake distracting administrative activities -

activities which take them away from what they were interestedin and trained to do

during initial teachertraining. It is no accidentthat the earliestdaysin a teachercareer

appearto behappiestandmostfulfilling.

Teachersseemto derivegreatpleasurefrom being ableto createlocal solutionsto local

problems.Teachersthrive on a senseof efficacyandcontrol. It is alsopossibleto seethat

teachersappearcommitted to giving freely of their time when they perceive it to be
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worthwhile. This willingness to give time (considerable time when you consider how

much time people give when they take pupils on trips away from school) must be

contrasted with teachers' concerns about giving time to do tasks they perceive to be of

little value. Many teachers are not against giving much unpaid time but they are

concerned about giving time to activities they see as producing little added value to

pupils' lives (Dinham and Scott 2002).

In general teachers look back on their early career with some senseof contentment. This

may be brought about through false memory. remembering the good and forgetting the

bad. However we cannot ignore the evidence that many teachers look back positively on

their early careers.

Teachers and teacher middle managers are also skilled at determining what management

style they prefer and how they like their managersto interact with them. They are keen to

seethe relationship between senior managers and teacher middle managersas one that is

characterised by collaboration and shared ownership of developments. They are keen to

reject those managers who seek to impose or demand. Teacher middle managers are

cognisant of senior managersneeding to appear committed to centrally devised policies.

These teacher middle managers are clearly frustrated that they are required to manage

their department team's responsesto the administration tasks thesepolicies create.
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Question2. What givesyou mostsenseof achievementin teaching?

A significantnumberof respondentsmention the formal academicachievementof their

pupils.Theytalk abouthow well the pupils do in GCSEexaminations.Inparticularthey

mention instanceswhere pupils have achieved the highest grades.Teacher middle

managersare quite keen to share their department'sability to achieve good A*-e

percentagesat GCSE.Perhapsthis is becausethey are awarethat this is how they, as

middlemanagers,arejudgedby seniormanagers.Somealludeto the fact that theyderive

a senseof achievementwhen managementsystemsthey have put in place appearto

producegoodGCSEresultsor Key Stage3 outcomes.

Teachermiddle managersare alsokeen to point out their relationshipwith their staff-

how they areableto assisttheir staff to becomeeffective. Theseresponsessuggestthat

teachershavenot lost touchwith what is expectedof them in terms of contributingto a

subjectdepartment'sanda school'ssuccess.

Whilst someteachersdid talk aboutforging goodrelationshipwith pupils it wasalmost

alwayscontrastedwith them realising they had to produceevidenceof their successful

interactionwith pupils (goodexamresults).Teachersareawareof the hierarchyof what

is important in schools.They perceivethat test and examinationresult outcomesare at

thetop of this hierarchy.
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Question3.What givesyou the mostsenseof frustration in your teaching?

The use of the word frustration allowed teachersto focus on the day-to-day concerns they

have. Teachers in their responseto this question implied that they knew what were the

current perceptions of themselves and their fellow colleagues. Without exception every

interviewee mentioned ' ... time ... ' in this context. It was also interesting to see how

many teachersmentioned pupils as a source of frustration. These comments ranged from

those comments about ' ... indiscipline ... ' to comments about pupils not working to

achieve their full 'potential'. A significant number of teacher middle managerstake this

question as an opportunity to talk about how difficult it is to derive a sense of

achievementbecause:

• of the personality of their senior managers
• it was difficult to meet the needsof their classcolleagues
• school bureaucracy stifled achievement
• they felt a lack of control or influence
• they were preoccupied balancing demandsmade of them
• they had to balancethe demand of senior managersand class teachercolleagues
• oflack of time
• of the number of tasks and a resultant inability to prioritise thesetasks.

It is apparent that teacher middle managers find it easy to describe those things that

prevent them from deriving a senseof achievement. Teacher middle managers seem so

distracted by the many tasks that must be completed that they seem to have become

swamped by the tasks. They imply that they are completing many of their tasks

grudgingly. Middle managersalso seem to be engagedin camouflaging their inability to

complete the many tasks that are demandedof them.
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8.3.1 Middle managers'commentsabout their classteacher colleagues

When asking managers about their staff's sense of achievement and frustration it was

interesting to note that a significant number were a little unsure about what their staff

felt. There was even a senseof embarrassmentthat these middle managersdid not know

what their staff felt. Thesemiddle manager responsesmay suggesta number of things:

• a middle managerwho knows his/her colleagues well and knows what gives them
a senseof achievement and frustration

• a middle manager who doesn't talk to his/her colleagues and is not picking up
their concerns

• a middle managerwho doesn't seeit as important to know hislher colleagues
• a middle managerwho doesn't have the time to get to know his/her colleagues.

8.3.2 Middle managers'commentsabout senior managers

It is easyto seethat teacher middle managers are particularly aware of the importance of

having a senior manager's or headteacher's support. They reference much of their

comments to the demands and personality of the headteacher. Teacher middle managers

are also very aware of their part in the management structure of the school. But they

seemaware of their position only with respect to bureaucracy and form filling. Very few

mention a senseof being part of the decision-making processwithin their school.

8.3.3 Seniormanagers' commentsabout middle managers.

Whilst I only interviewed 3 senior managers they all were quite consistent in being able

to seethat middle managerswere accountable to them. They also had a 'strategic vision'

and implied that middle managerswould also have a senseof this strategic vision. Senior

managers also acknowledge that teachers and teacher middle managers do not always
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understandthat seniormanagersarenot there to solvetheir problemsbut to help them

solvetheir ownproblems.

8.3.4 Interview interruptions.

As discussedearlier, Glover and Miller (1999) mentioned how much interruptions

characterisethe dayof teachers.This is illustrated well in how thoseinterviewedcould

not evenbe assuredof 20-30minutesof undisturbedtime in the schooldayto talk with

the researcher.Approximately 50% of all interviewshad at least one interruption from

either a pupil or a teacher.Even an interview that took place at 7JOam had two

interruptionsfrom ateacherwho requiredtheheadof department'sassistance.

8.4Further analysisand identification of A's, D's and C's

After conductingthe analysisof DalesideHigh Schoolinterviewsit becameapparentthat

it would be possible to generatesome coding of responsesthat would facilitate the

analysisof eachtranscription.

"

The transcriptsof the interviews conductedwith all 23 teacherswere further analysed.

Thefinal breakdownof thoseinterviewedis asfollows:

• 3 SeniorManagers

• 15Middle Managers

• 5 ClassTeachers

It becamequite apparentthat there were a number of issuesthat teachersconsistently

mentionedwith regardto their working lives. Whilst not all teachers.in all interviews.
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mentioned these issues it became apparent that they were recurring themes throughout

the interviewees. To create some senseof order it became necessaryto create a simple

representation and aide memoirebased on A, B and C. The concepts identified are given

below, along with the code that was used to mark the transcripts in parenthesis. (The

manner in which the transcripts were annotated with this coding canbe seenin Appendix

3.)

8.4.1 Development of the A's, the B's and the e's

Pervading this thesis has been the concept of how teachers contend with a centrally

devised rhetoric and how this rhetoric percolates into a teacher middle manager's day-to-

day experience of schools and teaching. In contrast to this is the reality that teachershave

presentedto them daily. This reality is characterised by lessons that need to be prepared,

classes that need to be taught, pupils who need to be managed and listened to and

homework that needs to be marked and assessed.A teachers' need to derive some sense

of managing this workload is influenced by the centrally devised rhetoric.

The A's:

Teachersseek:

• Others' acknowledgementof their efforts. This is closely allied to the

acknowledgement of pupils (AckP) or senior managers or other colleagues

(AckS).

• . Approval for their achievements (App). This can be from either senior managers

or other colleagues.
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These two issues are important for most interviewees. Whilst it isn't immediately

obvious that teachers are looking for someone to acknowledge their efforts and

achievements it is more than implied by many of the comments that they make. The

importance of acknowledgement and approval is supported by what CN says about the

praise received from senior managers, ' ... praise ... Idon't think there enough of it in

this school at all ... '.

The D's:

Teachersseek:
• a balance between the many tasks to be completed inschool (BaIS)

• a balance between school and home life (Ba/H).

Teachers consistently state that it is important to have a balance in the workplace and

between the workplace and home. CN, an experienced head of Art, makes the comment

' ... teaching is an incidental part of my day ... ' This is an indictment on how much

teachers have failed to maintain a balance between their many management and

administrative tasks and their teaching. Teachers are concerned that they cannot give

enough time to their primary role of teaching (and the interrelated issuesof marking and

preparation.) Teachers are also concerned that they do not have a balance between what

they are required to do in at school and what they are required to do away from school.

They are concernedabout how their work impinges on their family lives.

The e's:
(N.B. The C's were identified before the identification of the A's and B's.)

Teachers:

• seekcertainty in their teaching lives (Cen)
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• seeksomedegreeof control over their teaching/school experiences(Cont)
• recognisethe needto compromise (Comp)
• develop coping strategies (Cope)
• camouflage difficulties with or inability to undertake tasks (Cam).

The issue of teachers desiring certainty and control but resigning themselves to

compromise and coping became the initial focus of this subsequentanalysis. It was also

possible to identify where teachers and teacher middle managers camouflaged their real

experiencesof teaching in response to the prevailing rhetoric of teaching. The issue of

collusion only became apparent when it was identified that teachers and teacher middle

managers were aware of the prevailing rhetoric and were camouflaging their 'real'

response to it. This inevitably led to the conclusion that teachers and teacher middle

managersmay have been colluding with colleagues to ensure the reality did not become

public for those who may be involved in making judgements about these teachers,

teachermiddle managersand department teams.

It becameapparent that issuesof certainty, control, compromise, coping, camouflage and

collusion are perceived as points on a continuum. Whilst we can think of the above as

issues, for teacher middle managers in the two schools in which the research was

conducted they are reality. Teachers and teacher middle managers experience the reality

of seeking certainty and control, engaging in compromise, coping and camouflage and

undertaking collusion in responseto the rhetoric from the centre.
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Control and certainty

Much hasbeenwritten aboutteachersand others' desirefor control over their working

lives. (Kyriacou and Sutcliffe 1978;Payneand Fletcher 1983).It must be noted that a

significantnumberof the teachersinterviewedfor this studyrelatedthis desireto their

perceptionsof their ownprofessionalism.

Compromise.

Teachersacceptthe needto compromise.Financialconstraintshaverequiredteachersto

teach in unsuitable environmentsand with inappropriate resources.Teachershave

compromisedin terms of how many pupils they are willing to teach in a classroom.

Teachershaveseenthe needto compromiseon the issueof how much control theyhave

overthecurriculumtheyteach.

Coping.

It is no new revelationthat teachershavesoughtto developcoping strategiesin order to

managetheir day-to-dayteaching and managementexperiences.Teachershave also

sought to develop long-term coping strategies and these have been documented

previously(ColeandWalker 1989;Kyriacou 1989;Nelson-Jones1989)At timesteachers

acceptthat the need to 'cope' is all that can be asked of them. But when this is a

persistentandfrequentstatestressinevitably increases.Griffith et al (1999)perhapshelp

us to understandmore precisely what teachersuse as coping strategies:'behavioural

disengagement','suppressionof competing activities' and 'social support'. It became
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apparentthat teachershave a tendencyto camouflage,their 'just coping' or failure to

cope,from their colleaguesandinparticularfrom their line managers.

Camouflage.

It is evidentfrom analysingthe intervieweetranscriptsandresearchnotebookentriesthat

themostconcerningaspectof this continuumis the conceptof teachersfeeling theneed

to camouflagetheir truebeliefsandfeelings.Theyperceivethat thehierarchicalstructure

in schoolsdoesnot encourageor facilitate the uncoveringof feelingsof 'just coping' or

'not ableto do thejob'. In manywaysthis failure to addresswith managers,feelingsof

stressandnot being ableto cope,only perpetuatesthe presentsituation.Teachersfailing

to make it known how they are really coping makesthem unwitting confederateswith

thosewhoseinterestsareservedby 'pretending' a schoolis efficient andeffective.

8.4.2 Intervieweescommentingon acknowledgement,approval and balance

The following extractsfrom interviews and researchdiary/notebookgive somefurther

insight into what teacherssay about the issuesof acknowledgement,approval, and

balance.It is no new insight that teachersalong with othersare concernedaboutthese

issues.However it is quite striking how all thoseinterviewed are very consciousof the

needto have the patronageof the headteacherand/or senior managersandlor middle

managers.This desire for support and encouragementfrom headteachersor senior

managersis a commonthreadthat runsthroughoutall of the interviews.

eN (a successfulheadof Art), within the contextof seniormanagersacknowledgingstaff

efforts,sayswith little ambiguity,
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'I try and praise my staff becauseI don't think there is enough of it in this
school ... at all and I try and give C encouragement becauseshe is a
very good teacher ' .

CN underlines the problem she is encountering by a pause followed by , ... at all ...•. CN

manages a very successful department and obviously still finds the issue of

acknowledging staff efforts and successesasbeing vital. Shethen goeson to explain how

fundamentally flawed shefeels her senior managers are becausethey can't say' ... thank

,
you ....

CN comments,
, ... you know yourself if somebody says thank you ... you go home
thinking ...not sobad this job ... '

CN begins to shed light on another issue about how senior managers appear to be

unaware of the day-to-day pressures on teachers. CN says in response to the question

'What gives you a senseof frustration?'

, ... and then there is the day-to-day running ... again managementwho do
not appreciate the fact that they will shove in a form period when you
have lessons planned ... and you have to fight to get it back ... you can't
do your job and all the paperwork ... '

CN is suggesting that senior manager plans make no allowance for planned teaching

activities.

TS (Technology teacher) is talking about senior managers and how they,

, ... treat you like a number ... or by the book ... and they don't really
think. well who am I speaking to not being treated like an individual ...
they expect us to treat children as individuals ... but we don't always get
treated like that .... '

TS is reflecting on how she is made to feel. TS also notes that she is being treated in a

manner in which she is expected not to treat pupils. The power and influence senior
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managershave in the working lives of teachersis perhapshighlighted by this point.

Teachersknow what is expectedof them,but they feel that theyhaveno recoursewhen

theyarenot treatedequitably.This perhapssuggestswhy teacherswill find it sodifficult

to addresswith their line manageranyfeelingsof not coping.

LN felt particularly frustratedabouthow seniormanagersdid not visit her classroomto

seewhat shewasdoing,

•... you don't seeanyseniormanagementdown ... you don't getanyhelp
,

Shewasquiteclearinherassertion,

•... we don't getanypraise... ',

The •... we ... ' implies that othersexperiencedthis lack of interestalso.LN is keento

establishher position becausesheallies herself with her colleagues'experienceof the

sameproblem.LN seesthe presenceof seniorsmanagersin and aroundclassroomsand

the schoolscorridorsasmakingher feel morepositivebut it alsogivesher somesenseof

beingsupported.

WH was considerably frustrated with how he felt his senior managersgive no

acknowledgementto staff for their efforts in making surethe schoolremainedsuccessful

andpopular,

•... whetherwe all getthepat on thebackfor it is anotherquestion... '

All of the aforementionedcommentssuggestthat teachersarevery awareof their senior

managers'lack of understandingwith regardto what is requiredto makethe life of busy
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teachers tolerable. But still teachers are keen to receive their managers' praise and

approval. Of course some senior managers are supportive and understand (or bave not

forgotten) what it meansto be involved in the day-to-day teaching of young people. But

the rarity of this senior management understanding is noticeable and worthy of

mentioning becauseof its rarity. As RL (head ofRE) says,

~ ... I went to senior management and they are supportive ... ",

RL went in desperationnot really knowing if shewould receive support. However, RL is

also keen to mention the issue of workload and trying to balance home and work life.

, ... you put things back and back and back ... or you home life suffers ...
because ... it can causeconflict ... '

RL hasbeenbonest enough to admit that home life has suffered to the point where school

work has causedconflict at home because of how little time she was spending with her

family. RL, being prepared to allow her home life to suffer, explains the degreeto which

teachersare prepared to go to complete their many tasks.

YN's (head of year) comment about 'Sabbath Time' neatly encompasseswhat many

teachers allude to with regard to needing a headteacher's approval or acknowledgement

of the need to balance work and home life.

~... it's the fact you don't always get time to step out and step back ... the
boss refers to it as SabbathTime ... '

This quote succinctly shows to what degree teachers depend upon receiving the

headteacher'stacit permission to have time off or a break.from school work.
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Teachers are even encouragedby the comments that pupils (who have left school - but

return to seeteachers)make.

'I like it when the kids come back to school after they've left and to see
what we've taught them has actually meant something ... '

'It's when someonecomes back ... and they say ... if we had listened.'

It is almost as if teachers are caught between needing the permission of the

headteacher to relax and take time away from school work, including the

headteacher's public expression of approval for a job well done and the pupils'

acknowledgement that the teachers have served them well. This may encourage

the conclusion that these teachers feel it necessaryconstantly to reference their

senseof achievement to the acknowledgement and approval of others. Or is praise

in such short supply for teachers that any evidence of acknowledgement and

approval is sought after and remembered?

8.4.3 Interviewees commenting on certainty and control

Teachers seeking to balance tasks in school and seeing the need to complete tasks at

home can also be looked at in the context of teachers' desire for some senseof certainty

and control in their working lives. In particular, we need to be concerned about how

teacher middle managers feel that their duel responsibility to their pupils and their

colleagues is difficult to manage and balance. For teacher middle managers their

interview responsesabout certainty and control fall into three contexts:

• classroom teaching experiences

• lessonpreparation

• managementrole.
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Classroomteachingexperiences

There are many interview responsesthat refer to a teacher'sdesire for certainty and

control.At its simplest,teacherswish to teacha lessonor seriesof lessonsastheyhave

planned,andnotbedistractedfrom undertakingtheir teachingrole. As IS says,

•...when a lessongoesat it should ... as it was planned ... and pupils
actuallycooperateandIdon't spendall lessonsayingsit down,shutup ...
getonwith youwork ... '

Whilst IS recognisesthat part of her role is to maintain order and demonstrategood

classroommanagement,sheneverthelessfinds this role a sourceof stress.IS is a very

experiencedand effective classteacher.Whilst at DalesideHigh IS's classdiscipline

wasobservedto be of the higheststandard.HoweverTS still finds it frustratingcarrying

out this mostfundamentalof teachertasks.At timesit wasevidentthat intervieweeswere

expressingfeelingsof completeexasperationwith maintainingorder in their classrooms.

The following teachermiddle managerscommentedon the difficulties of maintaining

gooddiscipline in class,suchasCN who talks about thosepupils who' ... don't do as

you tell them to immediately or even after three times of asking.' eN is expressing

feeling of exasperationwith her inability to evenmaintain the most basic of standards.

YK (a SENCO)talks aboutthe frustration of her • ... underachieverboys. If only they

would keep their gobsshut and listen.' Both theserespondentsare very effective and

experiencedteachermiddle managers.Thesetwo commentsexplain the daily trials and

tribulations of most teachersand teacher middle managers.The wearing nature of

maintaining order may leave little reservesof energy for teachermiddle managersto

undertakethemanyothertaskstheyareexpectedto complete.
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Lesson preparation

Some teacher middle managers discern the distractions they are expected to contend

with.

EN (Head of Business Studies) sees~...paper.. .' or administration as interfering in the
primary task of teaching and preparation,

•... if it's not one piece of paper its another that interferes and takes from
the very precious and valuable time that you should be spending preparing
lessons... •

But perhaps the issuesof teachers feeling out of control is besthighlighted by what KY
(Head of Science) says,

~... you come into school in the morning and you've planned you are
going to do A, B, C and D ... you come in and something has happened
and you never get to A.'

This suggeststhat perhaps teachers fail to prepare as well as they should and

instead rely upon always having a contingency to fall back on. This summarises

the essenceof what most teacher were saying with regard to the inability to plan,

knowing their plans would be upset by unforeseen incidents and a plethora of

distractions. Teachers' sense of a lack of efficacy and working at the whim of

circumstance is evident in many interviews. KY, an experienced middle manager

states,

~... the number of times I've said in the last three years that teaching is an
incidental part of my day ... •

KY is Head of Science at Parkside Hight and eN is Head of Art at Daleside High and yet

both use the term •... incidental part of my day .. .'. eN's next comment perhaps
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highlightshow the many demandsmadeon her time causeher to loosetouch with her

primaryrole - teaching.

, ... therewasa stagewhenwe weredoingyearnine reportswereI thought
... ohno, I've gotto teachnow ... .it shouldn'tbe like that ... '

For a teacherof CN's experienceto forget that shewasmeantto be a teacherbeforeshe

is anythingelse goessomeway to demonstratea situation which is concerningin the

extreme. It would appearthat teacher middle managersare spendingsuch a small

proportionof their time teachingandpreparinglessonsthat they sometimeslose sightof

their teachingrole.

Both KY andCN areveryconcernedabouthow teachingis no longertheprimary role for

a teachermiddle manager.As middle managersthey are also concernedabout the

managementof teacherswho areseeingteachingasbecomingan ' ... incidental...' part of

their day.We seeteachersfrustratedbecausethey feel fundamentallyinfluencedby their

headteacher,controlled by the distractionsof the teaching day and distractedby • ...

paperwork...'. It shouldbe no surprisethat teachersare feeling as if their workload is

not only unreasonablebut soill definedasto bedetrimentalto effective teaching.

Teachermiddle managersare the 'conduits' through which passthe many requestsfor

' ...paperwork... ' completionby classteachers.Teachermiddle managers,becauseof the

aforementionedconduit role and because of their proximity to the class teacher

colleagues,are well placed to monitor teaching, class teacher completion of lesson

preparationandmarking of pupils work. Teachermiddle managersare either seeingthat
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lessonpreparationandmarking of pupil work is not being doneeffectively or they are

turningablind eyeto thesituation.

Teachermiddle managersand their managementrole

In a wider context,teachermiddle managersarelooking for a greaterdegreeof control

and certaintywith regard to their other managementroles. As a middle managerHS

(Headof ExpressiveArts) is concernedabouthis lack of understandingof the part he is

to havein performancemanagement,

' ...performancemanagement 1don't fully understandyet, I keepasking
peoplewhat doesthis involve accordingto management1haveeither
got2 or 3 people...'

The most worrying'issuehere is that HS, a very experiencedmiddle manager,finds it

necessaryto '... keep asking ... ' for further guidance.This meanseither his senior

managersdon't know or can't explainhis role. In either case,this centrallydrivenpolicy

is somethingwhich teachermiddle managersshouldbe confident about implementing.

Of courseif teachermiddle managersarenot confidentaboutimplementingthis policy it

haslittle chanceof success.

The foregoingdoesnot necessarilyprovide a new insight into a teacher'sconcernsbut

confirmsother findingswith regardto teachersseekinga senseof control andcertainty,

andacceptingthe needto compromiseandcope.However, if we acceptthe forgoing as

characterisingthe working lives of teacherswe havemuch to be concernedabout.How

are schoolsfunctioning if teachersare seeingteaching as an ' ... incidental ...~part of

their day?
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As RE (Headof Technology)says,

, ... with the greateranalysisand generationof statistics ... I think if we
are not awfully careful we are going to end up being ruled by statistics
rather than what we think is right in terms of what children shouldand
shouldn'tlearn... '

RE is concernedabouthow statisticsare controlling what is going on in school.He is

concernedthat the needsof the pupils are being overlooked.He is acknowledgingthe

professionalrole he believes teachersshould have in deciding what and how pupils

shouldlearn.

Teachersarealsokeento havesomedegreeof consistencyin their dealingswith senior

managers.NI (headof Humanities)states,

"Again that is inconsistentfor certain membersof senior management
here.Sometimesthey areoverthe top in helpingyou.Othertimestheysay
you shouldknow how to do this and get it sorted.You are a bit unsure
really.Theyaresoinconsistent.'

A teacher'sday is characterisedby uncertainty, inconsistencyand constantlyhaving to

deal with contingencies.How are they to have any senseor opportunity of planning

strategically?

.
It is perhapsworth contrastingthe abovestatementswith what a seniormanager,hasto

say about strategic planning. NN (Deputy Headteacher) is quite succinct in her

observationthat,

, ... I like to work in away that is informedby planningandby strategyand
the biggestsenseof frustration for me in the job that I do is whenpeople
don't usethosetools... '
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NN is unaware that her teacher middle managers are also interested in achieving

this strategicplanning but are thwarted from achieving it on a day-to-day basis.

8.4.4 Research notes and interviewees on compromise and coping

Inherent in the forgoing is how teachers learn to compromise and cope with their daily

experiences.Teachers undertake training in their own time and sometimes at their own

expenseand undertake jobs and tasks for which they have little or no training. Teachers

accept workloads that invade their home lives to an unacceptable degree. Teachers

engagein form filling and paperwork completion that they find of little or no use in their

primary role of teaching and lessonpreparation.

To illustrate the depth of the problem it may be useful to look at some researchnotebook

entries. All of the following comments have been made by experienced middle managers

when discussing their day-to-day teaching experiences.

'I would have given up a day's pay not to come in today.'
(Second in Technology)

This exasperated teacher middle manager had on other occasions expressed

concernsabout how busy shewas and how little time shehad to complete tasks.
.' .

But her comment is not asconcerning as the next comment.

I go home feeling a failure ... •
(Head of Food Technology)

153



Middle managersinsecondaryschools: rhetoric and reality.

Here we see a teacher in the depths of despair getting to the end of the day and

feeling as if she has achieved nothing and failed to make any contribution. When

this teacher was asked if shehad spoken to the head of faculty she made light of

her initial comment. I believe she was trying to cover up the depths of her

concerns. She was perhaps aware that she had allowed her" guard to drop. Of

course she could have been nothing other than embarrassed. However I am

convinced that the initial comment was heartfelt.

YK talks about taking up her Special Educational Needs Co-ordinator (SENCO) post

without any training andhaving to wait for 12 months before any was forthcoming,

, .,. I got the post ... worked for twelve months without anything ...
because they had not put any provision for me ... 12 months after that
though I went and did a SENCO course.'

YK. who is an experienced and very capable teacher, decided to put up with waiting a

year before she received any training. She coped and compromised for one year and

inevitably camouflaged any difficulties that she might have had. The influence a SENCO

has in the lives of the most vulnerable and challenging pupils cannot be underestimated

but still a school is encouraged to create the post and provide no training. This particular

teacher also expressed the opinion that the subject role she had was of more interest to

her. and in which she felt most comfortable. compared to her SENCO role. It should not

be surprising that senior managers will feel that teachers \\;11undertake any task askedof

them.
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After aparticularlyhecticlessonanotherteacherwasheardto say:

"That's like teachingin abearpit.'
(Scienceteacher)

This illustratesa teacherwho, whilst making the commentwith a smile. is also

consciousof thedemandingnatureof teachinguncooperativepupils.

'It is impossibleto do everything- I can't evenprioritise now.'
(Headof Music)

This Headof Music is experiencinga senseof paralysisandthe feeling of having

somuchto do thathedoesn'tknow whereto start.This is not necessarilyanissue

of not having too little time - it is more to do with having had so many tasks

highlighted as priorities that he cannotchoose.Initiative overloadcompounded

with administrativeoverload have brought this teacher middle managerto a

standstill.The following commentby a headof BusinessStudiesis madewithin

thecontextof hermanagementrole:

'The soonerI can get out the better ...1 can't do the job the way they
want.' (Headof BusinessStudies)

This Headof BusinessStudiesis evidently awareof the rhetoric by which she

shouldbe guided - ' ... the way they want ... '. In this comment this teacher

middle manageris not talking about teaching.On previous occasionsshe had

statedthat teachingwasthe thing that gaveher most senseof achievement.This

middlemanageris obviouslyexperiencinga degreeof dissonanceandthis in tum

is causingher to questionhow muchlongershemay stayin teaching.
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A ' ... love ... ' of teaching is contrasted with the distraction of administration in

the following comment. This Head of Science is expressing his exasperation with

how paperwork takes him away from his teaching:

'I love teaching but I'm not doing very much teaching ... its all paper,
paper, paper.' (Head of Science)

Experienced teachers are aware of the many strategies that pupils "ill use to avoid work

or deflect teachers from the task in hand. However reflective teachers are also aware of

how pupils can provide insight into the prevailing ethos in a school. It is my contention

that the following comment made by a 'top set' GCSE Yr 11pupil provides some insight

into what he was experiencing. This comment was made to me, and a small group of

other pupils who were engaged on a coursework task that. I enjoyed a very positive

relationship with this group and the comment was made in good humour.

'Sir, why don't you do what every other teacher does ... nothing ... leave
us to it.'
(Yr. 11 pupil)

The final diary entry records a head of faculty's comment about a 'meeting' he had just

had with his headteacher.

'This place is just chaos ... the Head and I were just shouting to each
other acrossthe corridor scrum ...' (Head of Technology)

Tite depth of feeling expressed in these comments is perhaps very concerning for those

who are seeking to uncover the reasons for teacher dissatisfaction. These experienced

teacher middle managers are perceived to be successful by those they manage (and they

manage departments which achieve above average results at GCSE) and yet they hold

very negative views of their teaching experience.
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Teachermiddle managersarewilling to acceptthe needto compromiseand 'just' cope

on a daily basis.They are willing to put up with ' ... chaos... '. Teachersand teacher

middle managerscopeby havingmeetingswith seniormanagersacrossa noisy corridor.

Thereis also a senseof compromisein how teachermiddle managersseekto put their

managementrole before their teachingrole. RL talks about ' ... Iam so busy managing

and doing my extra responsibilities that my teaching suffers ... ' so she copes by

compromisingwith her teachingsothather administrativerole maybe fulfilled.

Thetwo following commentsfrom SA andSL leaveus in no doubtaboutthe degreeof

compromisethat is requiredandacceptedby teacherandteachermiddle managers.

SA is awareof how ' ... Ishouldbethereteachingthe kids, not swanningoff everytwo

minutesdoingcover,becausemy lessonssuffer: The distractionof coveringfor absent

colleaguesis part andparcelof amiddle managersrole.

SL (Art teacher)has also had to compromisewith regard to how sheno longer spends

mostof her time teachingthe subjectfor which shewas trained. SL explainshow, over a

period of three years, the subject for which she was trained and for which she was

initially employedeventuallybecame25% of her timetable commitment. SL says' ... and

thenin my third year25%of my timetable waspureAn ... '. Is it anywonderteacherand
,

teacher middle managers become frustrated with their day-to-day experiences of

teaching?Ibelieve it is when we look at the ensuingissueof camouflagethat we must

truly beconcerned.

157



Middle managersinsecondaryschools: rhetoric andreality.

8.4.5 Researchnotesand intervieweeson Camouflage

Beforewe uncoversomeinstancesof whereteachersmaybe givingsomeinsightinto how

theygo aboutcamouflagingit maybeusefulto uncoversomeexamplesof whereteacher~

have expressedtheir understandingof the public nature of their function. This public

naturecanbe:

• public within the boundariesof the school.Open to scrutinyby peersand senior

and middle managers.Teachersare consciousthat their interactionswith pupils

within classrooms,in corridorsandin playgroundsarepublic interactionsandopen

thepositiveor negativejudgment.

• public within the local community.Parentsand others are privy to information

about school and subjectperformancewith regard to Key Stage3 and GCSE

results.Publicationof OFSTEDreport.

• public within the national context. Performanceof school with regard to other

similarschools.

Teacherssuchas LN are only too awareof the wider public perceptionof teachers.She

talksabouthow,

' ... otherpeopleperceiveteachers.And theconceptthatwe finish at 3.30,
thatwe arelazybuggers... ",

Within the school there is also a public dimension as explained by NE (Deputy

Headteacher)whentalking aboutheadsof department,

, ... thesuccessof their departmentis obviouslywhat is paramount... '

•... if you are leading a departmentyou are in charge of it, if the
departmentis successfulyou areseento be successful... '
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Theselast two commentsperhapsgive us someidea of the expectationsteachermiddle

managershavepassedonto them by their seniormanagers.It shouldbe no surprisethat

teachermiddlemanagersdo not wish their shortcomingsto becomeknown.

On the initial readingof transcriptsof the interviews conductedwith teachersandteacher

middle managers,evidenceof teacherscamouflagingproves,to someextent,elusive.It is

only whenwe reflect upon the tone and content of the interviews that we begin to seea

readysourceof data to supportthis. Teachersaredaily camouflaging:

• their inability to copeor with the demandsthat aremadeof them
• their unwillingness to engagewith the many initiatives they are expected to

implement
• their fundamental concerns with regard to the tasks they are required to

undertake.

Teachersand teachermiddle managersare camouflaging the reality of coping with the

issuesabove.At the sametime teachersare seekingto maintain a facadeof compliance

or even commitment to the many tasks they are asked to undertake. It is, I believe,

misleading to imagine that it is the inability to cope which is the main instigator of

teachercamouflage.Teachersaremore likely to hide their concernsabout the roles and

tasksthey areaskedto perform. Teachermiddle managersare reticent aboutsharingwith

their senior managersfeelings of disengagementor lack of commitment to their own

school's aims, objectives and ethos. Teacher middle managers seem more intent on

hiding their stronglyheld concernsandthoseof their classteachercolleagues.
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Interviewresponsesthat supportthe existenceof this camouflaginginclude:

REtalking abouthow heexperienceda groupof staff,

' ... virtually working to rule becauseof the stressandpressure,amountof
paperwork that's being or perceivedis being dumpedon them over and
abovewhat is acceptable.'

RE has not informed has senior managersof the problems he is having with his

departmentcolleagues.He feels unableto share,with his seniormanagers,the problems

he is havingmanaginghis departmentpersonnel.

In contrastto this, membersof this departmentgroup felt unable to approachtheir line

manager(RE) aboutthe expectationsthat were being placedon them. At the sametime

oneteacherfrom this departmentmadethe following commentto me.

, ... could youhelp me with this ... RE (headof department)is busy ... I
don't like to askhim .. .'

Sheis obviously attemptingto cope on her own but at the sametime giving the

headof departmentspaceto dealwith his otherproblems.

The departmentstaff saw strengthin numbersand agreedamongstthemselvesthat they

would in effect 'work to rule'. Whilst they felt unableto tell anyonetheyweredoing this,

the middle managerresponsiblefor managing them was only too aware. He in tum

couldn't shareit with his senior managersbecausehe felt he would be made to look

ineffective anda poor leaderor manager.This carneaboutbecausestaff felt undervalued

andput uponbut more significantly they felt as individuals unable to approacha senior

manager for fear of jeopardising their career or becoming the object of scrutiny
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themselves.In affect theycamouflagedtheir inability to copeuntil their pressurebecame

too great.

This is not unlike HS who was concernedabout ~... not sleepingfor daysanddays... '.

He eventuallywent to a seniormanagerfor support.He had put off approachinghis line

manageruntil the stressbecamesignificant.However it is in the natureof teachers(or in

their own interests)to hide the fact that they arecamouflagingtheir inability to cope.But

thereareneverthelesssubtlereferencesto camouflagingin interview responses,suchas

howKY says,

'I suppose1am lucky that 1could give any lessonoff the top of my head
... I meanafter33years... •

KY is implying that he cutsback on his lessonplanning to undertakeall the other tasks

hemustcomplete.He is relying onhis experienceto gethim through.

RE states

'I supposethehappiesttime wasat LM andthat wasbecauseof the extra-
curricularactivities1could get involved in becauseof the lack of pressure
to produceanddrive thedepartmentforward ... '

This middle manageris no longer involved in extra-curricularactivities. He camouflages

his inability to do thejob by cutting back on manyof the other elementsof teachingthat

heparticularlyenjoyed.

EN puts in l l-hour days,understandingthe rhetoric of the professionalthat saysthejob

mustgetdoneat anycost.

, ... well 1thought if you get hereat 7 in the morning and leavehereat 6
in theeveningeverydayof theweek ... '

161



Middle managersin secondaryschoo1s:rhetoric and reality.

KY mustbe engagingin camouflageashe admits,

•... thenumberof timesIhavesaidin the last threeyearsthat teachingis
anincidentalpart of my day ... '

This requiresusto askthe question- how cana headof sciencebe sodistractedfrom his

teachingandyet still manageto remainaheadof science?LN states,

• ... not havingtime to prepare,not havingtime to mark, not havingtime
to speakto thekids ... ' .

If this is the caseLN must be covering up her inability to undertaketheseessential

elementsof teaching. YN, in the contextof beingableto •... stepout andstepback ... '

sayshow,

•.:. it would be wonderful if someonein the greatschemeof thingscould
seethe valueof that andcould financeeducationin sucha way that staff
hadsplit throughoutthe week ... saya whole day ... not given time to do
another10million thingsbut giventime to dowhat you do better ... '

This is surelyan indictment as to how, over time, teachershaveput up with the many

initiatives have come about and have felt unable to do anything about their

implementation.Teacherhave been encouragedto implement, being more concerned

about making sure the initiative appears successful instead of making sure it is

successfuL
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8.S Teachermiddle managersat the interface betweenrhetoric and reality

After considering the foregoing evidence of the issues it may be useful to look a

summary of the conflicts teachers may be involved in resolving in their day-to-day

experiencesof teaching. It is perhaps only by contrasting these concepts with the reality

and rhetoric of a teacher's day-to-day experiences that we may be aware of how

. challenging it is for teachersto hear the rhetoric, know the reality but still strive for what

they believe to be right.

Table 4. Teachermiddle managersat the interface betweenrhetoric and reality.

Teacher's: Reality experienced: Rhetoric perceived:
Seeking acknowledgement from • Little acknowledgement on • Commitment of
pupils or managers. part of Senior Managers teachers is valued.

• Leaguetables
• Targets

Seekingapproval • Inconsistent or abnost non- • National award
existent praise from senior ceremonies
managers. • Threshold

• Pupils providing approval • Performance
when they return to school management
after sitting exams.

Teacher': Reality experienced: Rhetoric perceived-
Desire for balance between • Demands of classteaching • DifTerentultion
school tasks. • Demands of individual

pupil needs.
• Demands of lesson prep

etc.

• Demands of administration • School ethos
• Demands from middle.

manager.

• Demands from senior
managers

• Managerial ism
Desire for balance between • Need to work long hours in • Professionahsm
home and school demands. school to complete tasks. • Can't place time limit

• Need to take work home on teacher hours (Sec.
State for Education -
Estelle Moms 2002}
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Teachers: Reality experienced: Rhetoricperceived:
Desire for certainty • Senior managers who fail • 'education. education.

to communicate vision. education • Prime...
• Changing priorities. Minister Tony Blair.

• School effectiveness

Desire for control • National Curriculum
control of curriculum

• Headteacher control of
staff

Need to compromise • Expectations • Standards

• Targets for KS3 and GCSE • Target settina

Coping strategies • Workload • Motivated teachers

• Target deadlines • Classroom assistants!

• Lack of training

• Inappropriate training

• Busy teacher middle
managers not able to
support classteachers.

Attempts to camouflage • Internal inspections - • OFSTED inspections
surveillance of performance • Effect iveness

• OFSTED - external • Standards
., inspection of performance

• Performance management

It is teachermiddle managerscontendingdaily with resolving the contlicts that exist at .

the interfacebetweenreality andrhetoric that hasbecomethe focusof this research.But

perhapsmore importantly it is where teachers are stifling their unhappinessand

camouflagingtheir inability to cope with the demandsmade of them that is most

concerning.It is apparentthat teachermiddle managersin particular leave it until they

have been quite seriously affected by the day-to-day experience of teaching and

managingbeforetheyaddresstheseconcernswith their line manager.

I would arguethat the evidencefrom the foregoinglends credenceto the idea that class

teachersandteachermiddle managersarecolluding in making surethat no onebecomes

awareof the degreeto which they arefailing to live up to the prevailing rhetoric. This

collusion is what perhapsexplains why a significant number of teachersleave the

164



Middle managersinsecondaryschools: rhetoric and reality.

profession early on in their careersand why so many experience significant stressin their

working lives.

It is evident that YN is concerned about how teachers are losing sight of their primary

role,

, ... becausethe pressure we are under ... constantly bows us down ...
sometimeswe forget why we are doing it.'

He goeson to say,

, ... I realized by just scratching away at the surface that the reason why
there where a whole variety of different things happening was that
different layers had come on top of each other and no one had the time or
the insight to sit back and say anything ... '

It is evident that sometimes the camouflaging is accidental and does not form part of a

conspiracy.But becauseindividuals feel as if they will be perceived asnot managing they

then go on to collude intentionally.

8.5.1 Teachers not feeling able to say no

We are perhaps given some clue in the following interviewee comments. as to why

teachers find it difficult to say no to requests to take on extra tasks. It became evident

that a significant number of those interviewed found it very difficult to say no. Indeed

LN says

' ... you're made to feel unprofessional if you don't do these things ... t

Teachers are encouraged to see themselves as people who shouldn't say no. However

they are not unaware of the contradiction that is sometimes in evidence. Teachers
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understandthat they aretold, or it is suggestedto them,that asprofessionalstheyshould

engagewith whateveris requestedof them.And at the sametime theyaregivenlittle say

in what their role shouldentail.As DN (Secondin Mathematics)says

'althoughit is supposedto be aprofession... I seeit more andmore asa
job of work ... I think a lot of the professionalresponsibilitieshavebeen
takenaway.'

Someevenperceivethe rhetoric.that exists and acceptthat it is best not to question·

anythingbecausetheir professionalismwill be questioned.So the reality is, rather than

engagewith seniormanagersover issuesof concern,they just carry out the diktats of

their senior managers.Teacher are well aware that they will be accusedof being

unprofessional,of not being committedor not having the best interestsof the pupils in

mind if they fail to completea task or fill in a piece of paper.Indeedwe haveonly to

look at how historically teachershavebeenexpectedto undertakemanyroles for which

theyhavenot beentrained.NE talks aboutbeingthe •... Headof ModemLanguagesand

. .

Careers.'Thesearetwo completelyunrelateddepartments,but therewas an expectation

thathewould takeon this dual role. In this context,ON is particularly concernedabout

how,

• ... in my teachingjob I'm givenmore andmore to do ... I work all day
at school ...I've virtually neverhad four frees in a week ever ... sinceI
havebeenhere ... andwhenI gohome ... mostnights I gethomeabout6
or half-past5, havesomethingto eatand startwork at aboutquarterto 7
andI finish anine0' clock ... '

ON finds it impossibleto sayno to the manytaskssheis given.Sheis havingto contend

with giving up free lessons(planned non-contacttime) in order to cover for absent

colleagues.

166



Middle managersin secondaryschools: rhetoric and reality.

8.6 Comparing interview responsesbetween Parkside High and Daleside High

teachers,teachermiddle managersand senior managers.

Whilst therewasmuchcommonalitybetweenschoolintervieweesit is alsointerestingto

highlight thoseissueswheretheymaybe somedifferences.

Table S. Comparing interview responses made by teachers at
Parkside Hiett and Daleside High.

Response to Parkside High School Daleside H~h School
Important milestones • Pupil achievements • Pupil achievements

• Results • Results

Senseof achievement • Classteaching • Classteaching

• Time • Time to do job
Senseof frustration • Workload • Manner ID which

• lack of teacherstreated
acknowledgement from • lack of praise from
senior managers senior managers

It canbe seenabovethat therewas much commonalitybetweenthe responsesgiven in

each school. It is apparenthowever that those at Daleside High were a little more

discontentwith themannerin which their managersrecognisedtheir andothersefforts,

Table 6. Comparing interview responses made by teacher middle managen at Parkside High
dD I 'd H' han a esl e IJ .

Response to Parkside I!igh School Daleside J!!g_hSchool
Important milestones • Previous teaching • Previous teaching...

(including
...

(includingactrvmes acnvmes
extra-curricular extra-curricular
activities) activities) .

Senseof achievement • Results • Relationship with pupils

• Success of individual • Results.
pupils

• Successof department in
relation to other
departments

Senseof frustration • Lack of time • Not enough time

• Demands of day • Lack of understanding

• Workload from senior managers

• Dismissive managers • Dismissive managers

• Inconsistent managers
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It is evident from the abovethat both setsof teachermiddle managersare concerned

aboutthe pressurestheyareunder.They arealsoquite concernedaboutthe balancingact

that theymustperformbetweenmanagingclassteachersandseniormanagerinteractions.

Table 7. Comparing interview responses made by senior managen at Parkside Jligh and
D I 'd H' ha est e tgl •

Response to Parks ide Hi2h School Daleside Hi2h School

Important milestones • Promotion • Promotion

• Impact they have made • Career progression
on previous school and
pupils.

Senseof achievement • Assistancethey give • Middle managers who
understand their role

• Public nature of
department's success.

• Influence over middle
managers.

Senseof frustration • Teachers they can't help • Those who don't seek

• Middle managers who help.
don't plan 'strategically'. • Pressure to achieve

results.

We must be cautiousabout comparingthesetwo setsof responsesbecausethere were

only 3 seniormanagersinvolved andonly onefrom DalesideHigh. Howeverit is evident

that they havea strongsenseof what they expectfrom their teachermiddle managersin

terms of strategicplanning and departmentsuccess.It is also interesting to note that

seniormanagersdo tend to talk in terms of how they can influence teachersandmiddle

managers'working lives. Seniormanagershave little senseof a lack of control in their

day-to-dayexperiences.This is in direct contrastwith teachermiddle managerswho are

consistentlykeento articulatetheir lack of control.
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It is also interesting to note that senior managersdo not seeworkload as a major issuefor

them. Senior managersalso seemto have a very good senseof what everyone else should

be doing or what is expected of others. Senior managersperhaps appear unaware of the

reality of being a teacheror teacher middle manager.

8.6.1 Further analysis of the issue of collusion

On re-analysis of the interview transcripts it is easyto seehow teacher middle managers

and class teacher collude in ensuring that senior managers do not have insight into the

reality of their working day and how teachersand teacher middle managersare failing to

live up to the centrally devisedrhetoric.

When we reconsider the depth of feeling expressedin comments made in interviews and

in the research diary we may detect instances of teachers and teacher middle managers

colluding in covering up the degreeto which teacher and middle managersare failing to

be as effective as they are proclaiming to be in public. Two criteria could be used to

ascertain if an interview responsesprovides evidence of collusion:

• does the interviewee demonstrate awareness of the prevailing rhetoric and a

willingness to hide his/her inability to subscribe to it?

• have the interview response issues been raised formally with the headteacher

(and or governing body).(The very nature of collusion will lead those involved to

seekto hide its existence.)
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The following may well provide someevidenceof collusion betweenmiddle managers

andtheir colleagues.Let usfirst considerwhat YD, anexperiencedmiddlemanager,says

aboutHeadof Facultymeetings,

, ... rather than it becoming a discussiongroup shall we say in which
decisionaremade...it is oftenjust a information basedmeetingwhereby
no real decisionsaremade ... peoplearetold what to andit seemsto me

. as if ... there is no clear structureas to what peoplewant ... theyjust
keeprespondingon a crisismanagementtype situation.'

Hehaswitnessedthe largestcohortof experiencedandinfluential peoplein the school(9

teachersincludingheadsof faculty andseniorteachers)attenda seriesof meetingswhich

are no more that information giving forums. It would appearthat here is no strategic

managementor decision-makingfunction for thesemeetings.Teachermiddle managers

are taking no part in the decision-makingprocessof the school.They seemwilling to

abdicatetheir part in the decision-makingrole of the school.This groupof teachersis

colluding in being ' ... told what to do ... '. Of courseit is alwayspossiblethat these

teachermiddle managersare so bowed down with a workload that hasdriven them to

submission.If this experiencedand senior group of teachersis not challenging the

patently ineffective then we shouldnot be surprisedif individual teacherand teacher

middlemanagershavedifficulty in makingpublic their concerns.

In a more individual context RL (head of department) is so busy being an

, ...administrator... ' that sheallowsher teachingto suffer. Sheis unwilling to admit that

the' ...extraresponsibilities... ' shehasaredistractingher from herprimary function.

'I sometimes think I am so busy managing and doing my extra
responsibilitiesthat my teachingsuffers :.. I amvery awareof it ... and I
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amtrying to managethat ... moving awayfrom teachingandbecomingan
administratorratherthana teacher... '

Her following statementobviouslysuggeststhat this hasnot beena short-termissue.

, ... I felt evenworselastyear ... thanI do this year ... '

HS, a headof faculty, is failing to teacheffectively becausehe is distractedby the many
otherresponsibilitieshehas.

•...when I'm in lessoneven I'm thinking of other things I've got to be
doing.Currently I'm juggling with Yr 9 marking, I've got Christmascarol
concertandI've got two millennium concerts... '

YN in discussingconcernshe has abouthow the classcolleagueshe managescopewith

the new initiatives that areto be implementedby his staff group.He seemsto suggesting

thathehaswatchedthis situationunfold on previousoccasionsbut is obviouslyunableto

bring theseconcernsto the SMf.

,... In generalterms ... the constantstreamof new initiatives ... they can
just about get their head aroundone ... just about able to percolatethat
down ... just aboutbeginningto bed it in andsomethingelsecomesalong
... which eitherreplacesor competeswith what is alreadyin place ... '

As previouslymentioned,the following shortbut incisive quotewill, I am sure,concern

greatly any governing body or parent who sees it. SA (a second in department)is

discussingthe manner in which his departmenthas decided to focus on ' ...middle

band... ' pupils to ensurethat they achieveat least a gradeC at GCSEbecausethis will

haveaneffect on the subject'sandschool'sA-C leaguetablepercentage.The department

head is tacitly recommendingthe policy of devoting more teachereffort to one set of

pupils becausethey will have a publicly perceived impact on the school league table

position.The departmentmembersareobviouslycolluding in this:
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, ... we are just concerned with middle band ... to get them up there ...
becauseit is going to look good ... '

Teachers are supporting this becausethey find that they cannot concentrate appropriate

time and effort to all pupils and instead are persuaded of an expedient response. Some

times it is expedient to collude as opposed to subscribe to an honest revelation of the

truth.

8.6.2 Senior managers

It is worth looking at senior manager quotes at length because they reveal a great deal

about their awarenessof the rhetoric that prevails. In RR's first quote he is commenting

how, as a member of the SMf, he receives formal requests for support (because a

number of staff have submitted behaviour referrals on a pupil). RR accepts that teachers

become frustrated when nothing can be done, (he even concedes as a teacher he became

'frustrated'), with regard to permanently removing disruptive pupils. RR seems to

provide evidence of someonewho is colluding in maintaining the rhetoric even though he

knows the frustration of the reality.

'1 think at times people get frustrated becausethis problem is going to be
taken off their hands... you can't always do it that way ...take him away
and talk to him ... that may be appropriate sometimes... but you can't take
him out of the lesson every lesson... these are classroom management
things .... I suspectthat is probably one of the things .. .1know it was when
I was a classroom teacher.'

It is important to note the number of times RR says' ... you can't ... '. This underlines

his acknowledgement of the rhetoric he subscribes to. This also acknowledges that there
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is anotherperspective- the reality for the teacherwho demandssupport.It is alsoworth

noting how RR is distancinghimself from the reality of classteachingby how he says~

... when I wasa classroomteacher.'The clashbetweenrhetoric andreality is something

that is reality for RR.RR goeson to comment,

,...but I think we are pilloried for everything in society ... I am getting
political now...Thatcher's governmentsaid there is no society ... they
drove it that way andteachersgot it for kids messingabouton the streets
... they madeleaguetables.Soschoolsstartedto excludekids...and they
saidyou can't do that andtheyclosedspecialschools.It wasanunrealistic
attitude. Social inclusion centres...1 think and I hope that will be a great
relieveto people...Becauseif you getoneor two ...it won't behundredsin
there 6, 7 or 8 in there ... who arecausingthemost frustrationaboutthe
place thenhopefully it will help... I keepsayingit's not a 'sin bin ...'

RR's commentsabout~... unrealistic attitude ... ' and ~ ... causingthe most frustration

... ' suggestshe is capableof analysingthe reality of the situation for teachers.However

his final retort abouthow •... I keepsayingit's not a sin bin ... ' yet againunderlineshis

distancingof himself from his classteachercolleaguesexperiencesand reinforcing his

supportof therhetoricof social inclusion centres.

Below NN clearly highlights how a senior managermay have no understandingof the

day-to-dayreality herteachermiddle managerandclassteachercolleaguesencounter.

.... how canI explain it to you...llike to work in a way that is informed
by planningandby strategyand the biggestsenseof frustration for me in
the job that I do is when people don't use those tools ...but lurch from
thing to another...don't plan ... don't think about how they will
implement...andimportantly don't evaluatewhat they have done...they
just move...I'1l be deadstraightwith you...I think it was a bit of a shock
when I askedpeople to evaluatethat whole school review day... I don't
think they had ever done anything like that before think they had ever
done anything like that before...you need to know what people think
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becausethat must inform the plans you make and the strategies that you
put in place... '

NN introduces us to the idea that she likes her work to be informed ' ... by planning and

by strategy ... ' which are conceptswith which most teachers could identify. But shealso

reveals that senior managersasking teachers to ' ... evaluate the whole school review day

... ' creates extra tasks for teachers and adds to their workload. Consequently these

teachersend up so preoccupied that it should be no surprise if they only have time to ' ...

lurch from one thing to another ...•. This tension between the rhetoric of 'good practice'

and what works in reality is never far away.

The following comment from NE leaves us in no doubt as to where he believes a middle

manager's loyalties should lie. NE makes it clear that partnership is not a priority for

him, but a middle manager's' ... accountability ... ' is. This has consequencesfor the

manager and hislher management of class colleagues. Middle managers who know that

accountability is more important than partnership are more likely to be aware of the

monitoring and surveillance that is taking place. The middle manager will obviously be

careful to make surethat any shortcomings arenot made public to NE.

•... the relationship between middle management and senior managers is a
pretty complex one ... but I feel that it operates very successfully in the
most of the areas where I am currently working ... when a middle
manager comes in here and sits down of their own choice, talking through
their agenda rather than they come because I have sent for them
...becausethat linking role is correctly perceived ....
For example the Head of Maths ... his principal loyalty to, and his closest
relationship with, should be the senior manager to whom he is accountable,
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It is alsoworth noting NE's descriptionof a middle manager•...talking through their

agenda... '. If middle managersdo have an agendaof their own to what degreeis it

trusted,praisedand given legitimacy? I suspectthat NE is providing evidenceof his

willingnessto subscribeto a rhetoric that saysseniormanagersneedto listen andenter

into a partnershipwith their middle managers.But he seemsunable to seehow the

burden of accountabilityand the reality of managinga significant managementand

teachingworkload underminesa teachermiddle manager'sability to engagewith the

rhetoric.

If we acceptthat middle managersdo not wish to subscribepublicly to anythingother
.,.

that the prevailing rhetoric and class teachersare unwilling to make known their

, concernsaboutworkload andfeelingsof not copingthenboth groupsareunintentionally

colluding in their own predicament.Teachermiddle managersarefiltering the concerns

of their class teachercolleaguesand by subscribingto the rhetoric of target setting,

performancemanagementandschooleffectivenessaresupportinga schoolsystemthat is

intrinsically flawedandunsustainable.

To illustratethe degreeto which rhetoric andcollusionbetweenteachers.teachermiddle

managersandseniormanagersis intrinsic to schoolfunction we haveonly to look at the

~ollowingtypical exchanges.I witnessedboth of theseexchanges.
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Headof Department: I know, I know but what canI do?
I gotgrief lastyearbecausethe assessmentswerenot abovethepreviousyears.

Context: Interim Yr 9 assessmentshad just been completed by individual subject
teachers.Subjectteachershad beenaskedto assesspupils' work and record this as a
National Curriculumlevel.

Head of Department: 'Pleasecan you look at thoseassessmentsyou did on the Yr 9
pupils in class9A ... theyneedto behigherthanlastyears.'

Teacher: 'But theyarenot higher.'

Headof Department: Pleasecouldyou changethem?

Teacher: 'But you areonly storingupproblemsfor nextyear'

1

The form tutor was instructedby a seniormanagerto insert the ticks in the tick box
section.Whenthe form tutor expressedconcernsabouthis ability to do this (hehadnever
taughtthegroup)hewastold ' ... well at leasttheyaredone... '.

Context: Year8 reportshadjust beencompletedandpassedtoform tutorsfor collating.
Becauseof the absenceof a memberof staff theheadof departmentfor onesubjectarea
had createda generic reportfor all pupils (in this absentteacher'sclass)detailing the
work theyhadcoveredsincethetermhadcommenced.TheEFFORTandAITAINMENT
'tick' boxeshad not beencompletedbecausethe headof departmentfelt he wasunable
to commenton individualpupils becausehehadn't taughtthem.

2

Themannerin which the Headof Departmentandseniormanagerfelt ableto makethese

commentsin a public arena(with myself and others listening) perhapsunderlinesthe

takenfor grantednatureof collusion for teachersand their managers.In the latter case

thesepupils receiveda subjectreportcompletedby two teacherswho hadn't taughtthem.

The concernsexpressedby the form tutor werenegatedby the seniormanager'spleathat

, ... well at leastthey aredone ... '. Intrinsic in this exchangeis sharedknowledgeabout

the influence/authorityof the seniormanagerover the form teacher.Whilst the senior

managerwas guilty of unethical conduct, the senior manager was attempting to
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camouflage the fact that reports were not done. At the same time, the senior manager

was camouflaging the fact that when the reports were done they had been completed by

teachers who couldn't possibly complete them accurately. The form teacher and the

senior manager colluded in making sure these reports appear to have been completed

appropriately but the senior manager facilitated the legitimising of this degree of

collusion. This perhaps confirms that senior managers are so preoccupied with centrally

devised rhetoric that they are willing to engagein collusion with class teacher colleagues

to ensurethe rhetoric is promulgated.
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Chapter 9: Conclusions

9.1 Rhetoric, reality, camouflagingand collusion

9.1.1 The public nature of teaching.

Fromthe foregoingit is possibleto concludethat teachersare well awareof the public

natureof teaching.Teachersseeteachingasapublic activity in the sensethat:

• teachers'activities are kept in the public domain by the government'suse of

OFSTEDto inspectschoolsandthe subsequentpublic reportingof the findings

• leaguetablesarepublishedfor thepublic consumptionof parentsandothers.

• schoolsconducttheir own internal inspectionswhich involves seniorandmiddle

managersin monitoringandsurveillingtheir colleagues

• pupils scrutinisetheir teachersandtheir teaching.

This public natureof teachingis a daily reality for teachers,teachermiddlemanagersand

semormanagers.

9.1.2 Teachersand camouflaging

If we take camouflageto mean, ' ...a device or expedient designedto conceal or

deceive...' then perhapswe can acceptthat teachersand teachermiddle managersare

attemptingto deceiveanyoneinterestedin gaininginsight into the reality of teaching.It

is importantto focuson the expediencyelementof camouflaging.If classteacherscould

be open and honestwith their teachermiddle managersand teachermiddle managers

couldbe openandhonestwith their seniormanagersthey almostcertainlywould be.But

theyfind it moreexpedientnot to be.
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It was possible to get a senseof teachers' attempts to camouflage becauseof the

way in which teachersand teacher middle managersseemedto be less than open

about the degreeto which they are failing to cope with the many demandsthat are

made upon them. Rather than conceal outright this inability to manage or cope

they:

• seekto work late into the night (EN's 11 hour days in school)

• come into school early

• engage in subterfuge in the completion of administrative tasks (reports

completed by teacherswho didn't teach class)

• use lesson time to do other things rather than teach their classes (CN's

, ... teaching is an incidental part of my day... ')..
• fail to prepare lessons or keep up with marking (RL's ' .. .1 am so busy

managing and doing my extra responsibilities that my teaching

suffers... ').

It is evident that theseteachersfeel that they can not trust their senior managersto

have some sense of empathy with their day-to-day experience of teaching.

Perhaps these teachers are unwilling to allow their senior managers to see the

reality of teaching. They consequently camouflage the reality from their senior

managers.They in effect collude with one another.
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9.1.3 Middle managersand camouflaging

A teachermiddle managerhas two audienceswatching herlhis performance;senior

managersandher/hisclassteachercolleagues.Teachermiddle managersunderstandthe

prevailing rhetoric and invariably perceive that their senior managersare performing

effectivelywith referenceto this rhetoric. The evidenceof the interview responseswould

suggestthat middle managersdo not wish to appearunableto copeor unableto commit

to the rhetoric. It is alsoin a teachermiddle manager'sinterestto appearto be effective,

efficient andin control of herthis departmentor faculty (the patronageof theheadteacher

is required to acquirepromotion or careerdevelopment).Teachermiddle managersdo

not wish to appear to be ineffective in leading their department/faculty/pastoral

colleagues.

In the two schoolswhereinterviewstook place,classteachers,teachermiddle managers

and seniormanagersare awareof the rhetoric emanatingfrom the centre aboutschool

improvement,performancemanagementand the other centrally led policies that impact

on secondaryschools.Teachersarealsoawareof:

• the surveillanceandmonitoring that takesplacein schools.

• the role of managersin this surveilling andmonitoring

• a 'managerialist' culture that is characterised by internal and external

'accountability' and 'control'.

The reality is that teachersfeel they have little control over their day-to-day teaching

experience.Teachersundertakea plethora of administrativetasksallied to centrally led
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policies. The workload inherent in the completion of these tasks makes it vital that

teachers seek to develop coping and camouflaging strategies that attempt to hide from

their managers the degree to which they are prevented or distracted from undertaking

their primary function - teaching. The adoption of these strategies undermine teachers'

senseof professionalism. Middle managers (subject leaders in particular), collude with

their class teacher colleagues to ensure that the reality of a teachers day-to-day

experience is camouflaged.

If we encourage individual teachers and teacher middle managers to see the value of

compromise and the necessity to cope we should not be surprised if they camouflage

their problems. We should not be surprised if they collude with one another to hide the

real extent of how the system has universally failed to meet the needs of individual

pupils. If we encourage teachers to talk in generalities and reduce success to the

percentage of A*-C grades at GCSE or percentage of Year 9 student achieving Level 5+

then we should not be surprised teachers lose sight of the needs of individual pupils.

Teachers should not be expected to deal with the tension between addressing the

individual needs of the pupil at the same time as knowing that his/her performance will

be judged publicly with reference to how well his/her class or school performs in league

tables.
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9.1.4Collusion, the public nature of teaching and the needto sign reports with blue

ink

Collusionby its verynatureis the antithesisof thepublic natureof teaching.It is at odds

with the perceived position of teacherswhich is always to be under scrutiny. The

following, witnessedtowards the end of my time at DalesideHigh School,may give

someidea of the degreeto which schoolsare obsessedby rhetoric rather than dealing

with everydayreality.

, ... pleasesign the reports in blue ink. We do not want it to look as if the reportsare
photocopied... '

Context: Teachersat Daleside High had just completeda series of Annual Student
Reports in which they useda series of codes to representcommentschosenfrom a
commentbank of statements.Thesecodes are entered into a computer, the report
generatedandpassedto the teacherfor checkingand signing. During a teachingstaff
briefinga deputyheadteacherinstructedteachersto:

The implication is that teachersare so consciousof parents' opinions aboutcomputer

generatedreportsandthe useof InformationandCommunicationTechnology(leT) that

they must make it look as if reportsare generatedin a manner in which they are not.

Teachersare sounsureof their relationshipwith parentsthey cannotconvincethem that

schoolsareusingnewtechnologyto createannualreports.

Seniormanagersare requestingthat teacherscollude with them in convincing parents

that thesereportsarenot photocopied,(why that mattersIdon't know) andperhapseven

convincing parentsthat they are just ordinary reports that have beentyped. A school

shouldbe careful abouthow it managesits relationshipwith parents.But surely it is a
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steptoo far when schoolsallow paranoiaaboutwhat parentsmight suspectteachersare

doingwith reportsto causeseniormanagersto recommendto teachersthe colour of the

ink that theymustuseto signreports.

This thesishassoughtto showthe degreeto which teachersknow the rhetoricinherentin

schoolsand teaching.Teachersare awareof the reality of teachingandof the toll that

this reality is taking on the balancebetweentheir home and school lives and on their

generalwellbeing.. Teachermiddle managersare very aware of the role they have in

managingthe interfacebetweenthe needsof classteachersand the demandsmadeby

seniormanagers. More importantly teachermiddle managersare regularly confronted

with the result of the reality of the day-to-dayteachingexperience.They areconfronted

by classteacherswho are:

• compromisingin orderto maintainsomedegreeof balancein their lives

• barelycopingwith theworkloadtheyhave

• camouflagingtheir inability to copewith the demandsmadeof them.

Teachermiddle managersfind the role they areexpectedto fulfil andthe functionsthey

are expected to undertake are at times contradictory and a source of great

tension.Teachermiddle managersare daily finding themselvescontending with the

rhetoricpromulgatedby centralgovernmentandpublicly subscribedto by headteachers

and senior managers.These middle managersare required to ensurethat their class

teachercolleaguesadhere to this rhetoric. They are aware that this rhetoric guides

OFSTED inspections and against which they and their departmental and pastoral
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colleagueswill be judged. Teachermiddle managerscontenddaily with classteacher

colleagueswho areattemptingto camouflagetheir inability to cope.

9.1.5 A way forward

Furtherresearchis perhapsrequiredinto the degreeto which teacher'camouflaging'and

'collusion' strategiespermeatesecondaryschools.In this context it may be wise to

recognisethat thereis a cultureof 'blame' characterisingmany schools.This cultureof

'blame' couldbe contrastedwith a culturewhereteachers,teachermiddle managersand

seniormanagerscandiscussthe reality of the teacher'sexperienceandnot the rhetoric

promulgatedfrom the centre.Perhapsit might beuseful to create,within schools,forums

that exist solely to give teachersthe opportunityto sharewhat is preventingthem from

engagingasprofessionals.

The policy makersmay needto discover(or rediscover)how important it is to trust the

teachers in our schools. The policy makers should be encouragedto facilitate a

mechanismthatallowsteachersto inform policy. Policy mustbe informedby whatworks

in reality andnot what is subscribedto by thosewho engagewith therhetoric.

Becomingpreoccupiedwith headteachers'leadershiprole andencouragingtheview that

headteacherleadershipwill transform schools into institutions characterisedby high

standards,effectivenessand efficiency has servedno one well. Headteachershave too

muchpower andsomeuseit to dismissdissent.The managerialistperspectivetakenby

some headteachersencouragesindividual teachersand teacher middle managersto
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retreat into compromise, 'coping', camouflage and collusion. These teachersand teacher

middle managersinvariably collude in ensuring that no one becomes aware of the degree

to which they are failing to, in reality, meet the rhetorical standards.

185



Middle managersinsecondaryschools: rhetoric and reality.

Bibliography

Althusser L. (1972) Ideology and ideological state apparatuses,in Cosin B.R. (ed.)
Education, Structure and Society, London,Penguin.

Altrichter H. and Posch P. (1989) Does the 'Grounded Theory' Approach offer a
GuidingParadigmfor TeacherResearch?Cambridge Journal of Education 19(1) pp 21-
31.

Ball S.J. (1993) Self-Doubt and Soft Data: Social and Technical Trajectories in
EthnographicFieldwork in HammersleyM. (ed.) Educational Research, Milton Keynes,
OpenUniversityPress.

BashL., Coulby D. and JonesC. (1985) Urban Schooling-Theory and Practice; London
Holt, RinehartandWinston.

Becher T. (1989) The national curriculum and the implementationgap, in PreedyM.
(ed.)Approaches to Curriculum Management, Buckingham,OpenUniversityPress.

Bell L. (1989) Ambiguitymodelsandsecondaryschools:A casestudy,in BushT. (ed.)
Managing Education: Theory and Practice, Buckingham,OpenUniversityPress.

Bell J. (1993) Doing your research project, a guide for first time researchers in
education and social sciences,Buckingham, OpenUniversity Press.

Bennett N. (1995) Managing Professional Teachers: Middle Management in Primary
and SecondarySchools.London,PaulChapmanPublishing.

Bennett N. (2001) Power, Structureand Culture: An OrganisationalView of School
Effectivenessand School Improvement, in Harris A. and Bennett N. (eds.) School
Effectivenessand School Improvement, London,Continuum.

Bernstein B. (1977) Class, codesand control. London,Routledgeand Kegan,Paul.

Blake D., Hanley V., Jennings M. and Lloyd M. (2000) Teachers Reflecting on
Careers in Teaching in the Secondary School, BERA Conference2000.

Blandford S. (1997) Middle Management in Schools. London.Pitman.

Bolam R., MacMahon A., Pocklington K. and Weindling D. (1993) Effective
Managementfor Schools, London,HMSO.

186



Middle managersin secondaryschools: rhetoric and reality.

Bottery M. (2001) School Effectiveness, School Improvement and the Teaching
Profession of the Twenty-first Century, in Harris A. and Bennett N. (eds.) School
EffectivenessandSchoolImprovement,London, Continuum.

Bowles S. and Gintis H. (1976) Schooling in Capitalist America, New York. Basic
Books.

Brown G.W. (1973) Somethoughts on Grounded Theory, Sociology,7(1), pp 1-16.

Brown ~I. and Ralph S. (1992) Towards the identification of stress in teachers,
Researchin Education,48 pp 103-110.

Brown M. and Ralph S. (1995) The Identification and Management of Stress,in Bell J.
and Harrison B. (eds.) Visionsand Valuesin ManagingEducation,London, Fulton.

Brown M., Boyle B. and Boyle T. (1999) Commonalities Between Perception and
Practice in Models of School Decision-Making in SecondarySchools, SchoolLeadership
andManagement,19(3) pp 319-330.

Brown M., Boyle B. and Boyle T. (2000) ProfessionalDevelopmentandManagement
Training (in decision making for Heads of Department within English Secondary
Schools.)BEMAS 2000

Brown M., Rutherford D. and Boyle B (2000) Leadership for School Improvement:
The Role of the Head of Department in UK. Secondary Schools, SchoolEffectivenessand
SchoolImprovement,11(2) pp 237-258.

Bulmer 1\1. (1979) Concepts in the analysis of qualitative data, Sociological Review,
27(4) pp 1-33.

Burstall E. (1996) What really StressesTeachers, Times Educational Supplement, 16
February 1996, p 4.

Bush T. (1989) Managing Education: Theory and Practice, Buckingham, Open
University Press.

Busher H. and Saran B. (1995) Managing Teachesas professionals in Schools,
London, Kogan Page.

Busher H. and Harris A. (1999) Leadership of School Subject Areas: tensions and
dimensions of managing in the middle. SchoolLeadershipand Management,19(3) pp
305-317. .

Chapman C. (2001) Changing Classrooms Through Inspection, SchoolLeadershipand
Management.21(1) pp 59-73.

187



Middle managersin secondaryschools: rhetoric and reality.

Cole M. and Walker S. (1989) in Cole M. (ed.) TeachingandStress,Buckingham, Open
University Press.

Davies I.(1969) EducationandSocialScience,London, New Society (May).

Dean J. (1993) ManagingtheSecondarySchool,London, Routledge.

Department for Education and Employment (1999) Qualifyingfor Success:Post-Iti
CurriculumReform,London, DfEE.

Department of Education and Science (1977) Curriculum 11-16, London, HMSO.

Department of Education and Science (1985) BetterSchools,London, HMSO.

Department for Education and Skills (2002) Special Report on reducing teachers'
workload-progresssofar, London, Department for Education and Skills.

Dewey J.(1915) TheSchoolandSociety,Chicago, Chicago University Press.

Dinham S. and Scott C. (1996) The Teacher 2000 Project: A study of teacher
satisfaction,motivationandhealth.Sydney,University of Western Sydney.

Dinham S. and Scott C. (2000) Moving into the Third, Outer Domain of Teacher
Satisfaction, Journal of EducationalAdministration,38 (3).

Dinham S. and Scott C. (2002) Educational Change and Teachers' Professional
Development in Trorey G. and Cullingford C. (eds.), ProfessionalDevelopmentand
InstitutionalNeeds,Aldershot, Ashgate.

Docking J. (2000) What is the Solution? An Overview of National Policies for Schools,
1979-99 in Docking 1. (ed.) NewLabour'sPoliciesfor Schools,London David Fulton.

Dunham J.(1984) Stressin Teaching,London, Croom-Helm.

Early P. and Fletcber-Campbell F. (1989) The Time to Manage, Windsor, NFER
Nelson.

Eden D. (2001) Who Controls the Teachers? Educational Management and
Administration.L (1) pp 97-111.

Egan K. (1999) Three old ideas, and a better one, Journal of Curriculum Studies,31(3)
pp 257-267.

188



Middle managersin secondaryschools: rhetoric and reality.

Eisner E.' (1993) Objectivity in Educational Research m Hammersley M. (ed.)
EducationalResearch:Volume1,London, Paul Chapman.

Ellis T. (1976) William Tyndale: The Teachers'Story, London, Writers and Readers

Cooperative.

Esteve J. (1989) Teacher Burnout and Teacher Stress, in Cole M. (ed.) Teachingand
Stress,Milton Keynes, Open University Press.

Evans L. (1997) Leadingfrom thefront, The Guardian, 11 February 1997.

Evans L. (1999) ManagingtoMotivate,London, Cassell.

Everard K.B. and Morris G. (1998) Effective School Management,London, Paul

Chapman.

Farber B. (1984) Stress and burnout in suburban teachers, Journal of Educational
Research,77 pp 325-331.

Fleming P. (2000) TheArt of Middle Managementin SecondarySchools,London, David

Fulton.

Fullan M. and Hargreaves A. (1998) What's Worth Fighting for in Your School?
Buckingham, Open University Press.

Glaser B. G. and Strauss A.L. (1967) Thediscoveryof GroundedTheory,Chicago,
AIdine.

Glover D. and Miller D. (1999) The working day of the subject leader-and the impact of
interruptions on teaching and learning in secondary schools, Researchin Education,62,
pp 55~5.

Glover D., Miller D., Gambling M, Gough G. and Johnson M. (1999) As Others See
Us: senior managementand subject staff perceptions of the work effectiveness of subject
leaders in secondaryschools, SchoolleadershipandManagement,19(3) pp 331-334.

Gold A. and Evans J. (1998) ReflectingonSchoolManagement,London. Falmer.

Griffith J., Steptoe A. and Cropley M. (1999) An investigation of coping strategies
associatedwith job stressin teachers.British Journal of EducationalPsychology,69, pp
517-531.

Gunter H.M. (2001) LeadersandLeadershipin Education,London, Sage.

189



Middle managersinsecondaryschools: rhetoric and reality.

Hammond P. (1998) How can the Head of Department affect the quality of Teaching
, and Learning? TeacherTraining Agency: Teacher-ResearcherGrant.

Handy C. and Aitken R. (1986) Understanding Schools as Organisations, London,

Penguin.

Hannay L. M. and Ross J.A. (1999) Department Heads as Middle Managers?
Questioning the Black Box, School Leadership and Management, 19(3). pp 345-358

Hargreaves A. (1994) Changing Teachers, Changing Times: Teachers Work and
Culture in the PostmodemAge, Cassell, London.

Harris A., Jamieson I., and Russ J. (1995) A Study of 'Effective' Departments in
SecondarySchools,School Organisation, 15(3) pp 283-299.

Harris A., Busher H. and Wise C. (2000) Effective training for effective subject
leadership in schools, BEMAS 2000.

Hartley D. (1997) The New Managerialism inEducation: a mission impossible?
Cambridge Journal of Education, 22 (1) pp 47-58.

Herzberg F. (1966) Work and the Nature of Man, New York, World Publishing.

Hirst P. and Peters R. (1970) The logic of education, London, Routledge and Kegan
Paul.

Hitt P. (1990)Teacher Perceptions of Management in Schools, Educational Management
and Administration, 18(2). pp 27-29

Hoyle E. (1995a) Changing Conceptions ofa profession in Busher H. and SaranR. (eds.)
Managing Teachersas Professionals in Schools,London, Kogan Page.

Hoyle E. (1995b) in Houghton V., McHugh R. and Morgan C. (eds.)
Management in Education: the Management of Organisations and Individuals.
London, Open University Press.

Hoyle E. and John P.D. (1995) Professional Knowledge and Professional Practice,
London, Cassell.

Hunter P. (1997) The market Experiment in Cullingford C. (ed.) Thepolitics of primary
education, Buckingham, Open University Press.

JacksonP. (2000) Choice, Diversity and Partnerships in Docking J. (ed.) New Labour's
Policies for Schools, London David Fulton.

190



Middle managersin secondaryschools: rhetoric and reality.

King O. (1995) Stressin Teaching: a study of stress in Middle Management,
Unpublished M.Sc, Manchester Metropolitan University.

Kyriacou C. (1989) Teacher stressand burnout: an international review in Riches C.
and Morgan C. (eds.) Human ResourceManagement in Education, Buckingham, Open
University Press.

Kyriacou C. (2000) Stress-Busting/or Teachers,Cheltenham, Stanley Thomes.

Kyriacou C. and Pratt J. (1985) Teacher stressand psychoneurotic symptoms, British
Journal a/Educational Psychology, 55. pp 61-64.

Kyriacou C. and Sutcliffe J. (1978) Teacher stress:prevalence, sourcesand symptoms,
British Journal a/Educational Psychology 48, pp 159-167.

Makins V. (1998) Middle Managers: An 8 PageReport, Times Educational Supplement,
20March 1998.

Ma rland M. (1971) Head a/Department, London, Heinemann.

Marples R. (2000) 14 -19 and Lifelong Learning in Docking J. (ed.) New Labour's
Policies for Schools,London David Fulton.

Maslow A.II. (1960) Motivation and Personality, London, Harper and Row.

MacBeath J. (1998) Effective School Leadership: Responding to Change, London, Paul
Chapman.

Madure (1988) The national curriculum and assessmentin Preedy M. (ed.) Approaches
to Curriculum Management, Buckingham, Open University Press.

McGregor D. (1960) TheHuman Side a/Enterprise, New York, McGraw-Hill.

McIntyre T. (1984) The relationship between locus of control and teacherburnout,
British Journal a/Educational Psychology, 54, pp 235-235.

Morgan G. (1989) Empowering human resources in Riches C. and Morgan C. (eds.)
Human ResourceManagement in Education, Buckingham, Open University Press.

Morrison K. (1998) Management Theories for Educational Change, London, Paul
Chapman.

Nelson-Jones R. (1989) Human Relationship Skills, London, Cassell.

191



Middle managersin secondaryschools: rhetoric and reality.

Nias Jo(1993)Primaryteacherstalking: a reflexive accountof longitudinal research,in
HammersleyM. (ed.)Educational Research,Milton Keynes,Open University~ess.

Nixon Jo,Martin Jo,McKeown PoandRansonSo(1997)
Towardsa learningProfession:changingcodesof occupationalpracticewithin the new
managementof education,British Journal of Sociology of Education, 18(1)pp5-28.

Northern So(2000) Stresson happiness,Times Educational Supplement, 27 October
2000pp29-30.

Office (or Standardsin Education (1998)National Standards/or Subject Leaders,
London,OFSTED.

Office for Standardsin Education (1997)Subject Management in Secondary Schools:
Aspectsof GoodPractice,London,OFSTED.

Olroyd Do,Elsner Doand PosterC. (1996)Educational Management Today:
A concise dictionary of educational management,London,PaulChapman.

O'Neill J~'(2000)Incompetent or just plain overworked? A sympathetic appraisal of the
'underperforming' secondary school Head of Department, BEMAS 2000

OsborneM., Croll Po,Broadfoot P., Pollard A., McNessE. and Triggs P. (1997)
Policy into Practice and Practice into Policy: Creative Mediation in the Primary
Classroom, in Helsby G. and McCulloch G. (eds.) Teachers and the National
Curriculum, London,Cassell.

Ozga J, (1995) Deskilling a Profession:Profesionalism,deprofessionalisationand the
New Managerialism in Busher H. and Saran B. (eds.) Managing Teachers as
Professionals in Schools,London,KoganPage.

PayneR, and Fletcher B, (1983)Jobdemands,supportsandconstraintsas predictorsof
psychologicalstrainamongschoolteachers,Journal of Vocalional Behaviour. 22,pp 136-
147.

Phillips DoC. (1993) SubjectivityandObjectivity: An objective inquiry in Hammersley
M. (ed.)Educational Research,Milton Keynes,OpenUniversityPress.

Pithers R.T. and Soden R. (1999) Person-environmentfit and teacher stress,
Educational Research,41(I), pp 51-61.

Plowden Report (1967) Children and their primary Schools, Departmentof Education
andScience.AdvisoryCouncil on Education,London,HMSO.

192



Middle managersin secondaryschools: rhetoric and reality.

PricewaterhouseCooper (2001)
Teacher Workload Study - Interim report, London.

Ribbins P. (1997) Leaders and leadership in the school, college and university, London,

Cassell.

Richardson G. (1995) Leaving the profession in Bell J. (ed.) Teachers Talk about
Teaching,Buckingham, Open University Press.

Riches C. and Morgan C. (1989) (eds) Human Resource Management in Education,
Buckingham, Open University Press.

Roberts B. and Ritchie II. (1990) Management Structures in SecondarySchools,
Educational Management and Administration, 18(3) pp 17-21.

Robertson R. (1995) Perceptions of Technology as a school subject: a case study of a
secondary school, Unpublished M.Ed., Liverpool University.

Rogers W. A. (1992) Supporting Teachersin the Workplace, London, Pitman Books.

Ross J. (1995) From middle to senior management in Bell J. (ed.) Teachers Talk about
Teaching,Buckingham, Open University Press.

Rutter M., Maughan B., Mortimore P. and Ouston J.(1979) Fifteen ThousandHours,
London, Open Books.

Sallis E., (1996) Total Quality Management in Education, London, Kogan Page.

Schools Council (1975) Schools Council Report 1974-75, London, EvanslMethuen
Educational.

Scrimshaw P. (1983) Educational Ideologies in Morris K. (ed.) Purpose and Planning in
the Curriculum, Milton Keynes, Open University Press.

Social Market Foundation (2001) Professionalism and Trust -the future of teachers and
teaching, London, Social market Foundation Pamphlet.

Spear M., Gould K.and Lee B. (2000) Whowould be a leacher? London, NFER.

Taylor P.II. and Richards C.M. (1986) Curriculum Studies,Berkshire, NFER-Nelson.

Timperley IL and Robinson V. (2000) Workload and the Professional Culture of
Teachers,Educational Management and Administration, 28(1) pp 47-62.

193



Middle managersin secondaryschools: rhetoric and reality.

Tomlinson J. (1988)Curriculum andmarket:are they compatible?in Haviland J. (ed)
TakeCare, Mr Baker, London, FourthEstate.

Tranter D. (1986) ChangingSchools in Hustler D., CassidyT. and Cuff T. (eds.)
Action Research in Classroomsand Schools,LondonAllenandUnwin.

Travers C. J and Cooper C. L. (1996)Teachers Under Pressure-Stressin the Teaching
Profession, London,Routledge.

Turner C. (2000)LearningaboutLeadinga SubjectDepartmentin SecondarySchools:
Someempiricalevidence,School Leadership and Management, 20(3) pp299-313.

Wallace M. and Hall V. (1994)Inside the SMT, London,PaulChapman.

Weber M. (1989) Legal authority in a bureaucracyin Bush T. (ed.) Managing
Education: Theory and Practice, Buckingham,OpenUniversityPress.

Welch G. and Mahony P. (2000) The TeachingProfessionin Docking J. (ed.) New
Labour's Policies for Schools, LondonDavidFulton.

Wise C. and Bush T. (1999)Fromteacherto manager:the role of the academicmiddle
managerin secondaryschools,Educational Research,41(2) pp 183-195.

Witziers B., SleegersP. and Imants J. (1999) Departmentsas Teams:functioning,
variationsandalternatives,School Leadership and Management 19(3)pp 293-304.

Woods P. (1986) Inside Schools: ethnography in educational research, London,
RoutledgeandKeganPaul.

Wright N. (2001) Leadership,'Bastard Leadership',and Managerialism,Educational
Management and Administration, 29(3) pp 275-290.

194



Middle managersin secondary schools: rhetoric and reality.

Appendices

195



Middle managersin secondaryschools: rhetoric and reality.

Appendix 1.

To: All teachingstaff
From:RodRobertson
Date:
Re:Researchproject- secondaryschoolmiddlemanagers.

Over the past 3 yearsI have beenworking on a doctoral thesis on secondaryschool
middle managers. MXXXXXXX has kindly agreed that I may ask colleaguesat
XXXXXXX if theywould like to contributeto this researchproject.

I hopeto conductinterviewswith anumberof colleagueswho havevariedexperiencesof
teachingin secondaryschools.I would like to interview 'main scale' teachers,those
receiving 'managementallowances'andthoseon the 'leadershipscale'. It is envisaged
that I will needto interview 12·14individual teachersat XXXXXX. The interviews
will be short and will allow me to find out a little about individual teaching careers
including past and present managementaspirations. I haveconductedinterviewswith
colleaguesin other schoolsas part of this project - no one has found the experience
onerousor time consuming!

.I amcommittedto thehigheststandardsof ethicalresearchpractice.Anyonewho wishes
to contribute will be assuredof total confidentiality. When the thesis is complete
individual responseswill be presentedalongwith thoseof other colleagues- therefore
anyresponsewill not be attributedto anyindividual or schoo1.I will makea copyof the
thesisavailableto thoseschoolsthathavecontributedto theresearchproject.

I havetaughtin secondaryschoolssince1988.I havebeenaDesignandTechnologyKey
StageCoordinator,Headof DepartmentandI wasuntil Summer2000a Headof Faculty.
I haveundertakena number of researchprojects as part of previousM.Ed. and M.A.
studies.I understandhow very busy everyoneis - but I really would welcome your
assistancewith this researchproject.
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Appendix 2.

Semi-structuredinterview questionschedule

Question I is always asked.
Some or all of the remaining question/prompts are omitted depending on the responseto
question 1.

I.What have been the important milestones in your teaching career?

2. What gives you most senseof achievement in teaching?

a. What gives you most sense of achievement in managing? (For Middle and Senior
Managers)
b. Peopleyou manage-what do you think gives them a senseof achievement
c. Peoplewho manageyou- what gives them a senseof achievement

3. What gives you the most senseof frustration inyou teaching?

a. Peopleyou manage-their frustrations
b. Peoplewho manageyou-their frustrations
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Appendix 3.

RE bas been • tacher for n yean.Itt: is praelltty • Beadof TedlDOlogy aad IT

Coordinator.

Int: Could you highlight some oftbe milestones in your teaching career?

!~\ <.!.1!!~<m.. from memberof staff carrying display board through office where interview

is taking place.)

RE: In terms of my teaching career?

Int: Yea ... pcomotions etc.

RE: Milestones in my career ... god that's a difficult one... wen yea. 1obtained my first

promotion in 1979 to head of metalwork at the time ... which was within 2 years of

starting teaching which .!....~quite.~~.pli~ about at the time becausethat wasn't

(0.....\ the done thing. Some of it was because1 was i':.the right.p1a~.!t_the_Jigbt.E.!!!..e. The

headsof department in the school were all approaching retirement and did. There W8$ a

series of internal promotions ... which 1 benefited from. I thinK it helped the amount of

extracurricular activities that Idid at the time 1 don't think it was much to with my- _.. -_..., .__ - .---
particul.a~ s1c111at teaching enjineeri_llJ;.~~~!k. j grew into_':l:: unofficial second In (t 0-')

department even though then: were 3 of us paid on 2'5 at the time and a Scale 4 Head of

Department I kind of cameunofficial secondin departmentjust because1 was prepared

to help out and you know like YOIl do. Very quickly the rest of the staff, the .~~~_

(0_ mcluded, sta~ed~~~~_te. Sll!'l~ .!i~d_ o.~.J?e~".! jobs to especially when M was

absent. I got another break while I was there. M W8$ appointed authority advisor for

COT. Then 1was made acting head of faculty for two terms in bis absence.On the back

of that I got my first external promotion to a school in S where I went to be Head of

Technology but didn't include IT. Did pretty well there, the school was reasonably
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successful at the time it was a TVEl authority ... that would be 84 or 85. As a result we

were asked to trial APU tests fOT technology which wcn: the precursors to the SATS in

Technology as a result ofthal and doing a reasonably good job of that we were also asked

to trial the initial SAT the practical test. that would be 94. Basically on tile back of that

and improving that departments results and improving the standing within the school and

authority 1 moved on here. 1 came to Parkside on a D (allowance) ... 1suppose:you could

(). .. , I..< argue I gained another internal Jl!U'"~n here so there must be some respect for what I

am doing.

Int: What gives most 5eIISC of achievement in all ofthat7 . ,
(' .,\.0' ... 1.. .... '., ... 1

RE: Retirement ... I think my time in.!.~use the kids were definitely disadvantaged.

A lot of them were from L H housing estate whicb is supposed one of the WOf'St crime

rates in the country. 111cy were difficult childn:n to deal with .... and yet we were still

\~_;_~:':~j gaining 50·55% t\-C~n the department ... it wasn't 'far off that in the school. One of the

neighbouring schools was down at 20% A-C .. , so 1 would say that that time there." the

children could be difficult ... but they were not coclcy or arrogant ... they were very

~,ddable and ,:n!!lt~e ... appreciative of what you did for them. I suppose the happiest

time was at LM and that was because of the extra cumcular acnvrties I could get ~ ...\)

involved in because of the ... lack of pressure to produce and dnv~,_~e dcpartm!"!._._--_.
fo~ ... we took the kids to America. Holland walking, canoeing, table tenrus. kids

playing fOT Wales and England at their age group

Int: What gives you a sense of frustration?

( ..~\ RE: The lack of~ ... J has done what sbe was asked to do, what she was appointed

to. She's done that to the best of her ability. We arc now being told, despite the fact she
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did that. we've got to ignore that, and go back to Key Stage 2 results which are

notoriously wueliable .

Int: In terms of the people you managewhat arethe frustTationsfor them?

RE: I think. rcsoun:esare petty big ftustration.pr lack of them. 1 think they an: equally

frustrated with the attitude of the children sometimes. I think: they find the management

of this school frustrating, They probably find me pretty frustrating. as the instrument of

c.~\\ that management system. I think r know the frustration H. I'm assuminll that since 1 am <:.-
reasonably forthright aDd blunt with them that they will reciprocate, But I think in some £~\)6J.wo

peoples cases. panicularly F for example ... she's not a communicator al the best of

times.

Int: What do you think are the sourcesof your managers' frustrations?

RE: Me ... 1suppose they are caught between the devil and the deepblue seaaren't they.

\ \ .. They've got a series of diktats from the DFEE or wherever to execute.v.vand their
n...""''''..

attempting to do it the best of their ability. ~1ben a, lite other side of things they are
.,.,..\.:- ..IN-,,&. _')...,. _

getting s1aff twning round and ~1.I.l working to nlre because of the stress and

I \~pressure,amo~t .C!! ~rk that's being or perceived is being dwnpcd on them over ~ '",

and above what is acceptable.

r think most of the depsrtments get a senseof achievement particularly the exam results.

But having said that, clearly there are two areas of the department that arc under--
~~nning and are holding the overall performance statistics beck quite cODsidCrably

. ~- ~
really. If this wasn't the easewe would be the best ~jD8 ~ty in the school. ~L<
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Int: Do you think this sense of achievement or sense of frustration has always been the

same. r\....\,.~_
RE: 1think it is increasing with the greater analysis and generationof statistics. I think if

we are not awfully careful we going to end up being ruled by statistics rather than what c.._"
we think is right in terms of what children should and shouldn't learn. It's not fun any

[

longer. Now we are working to National Curriculum and they've got to know XYZ ... it

is so prescrimiYe it does seem very limiting. It seems somehow that the measurement..

particularly the reponing back of the performance. to both child and parent can have

negative effect particularly when they are below the magical C grade. It has done with

some of my current Yr 11 groups. You can seethat they have articulated the fact ... what

is the point in working hard to get their potential grade of F or E ... that lS wbat is

happening with children in that bracket.

Int: Do you see things changing?

RE: We tend to map America '" minus 10 years. This will continue for a while and as

America have realized this is not the be all and cnd all. They J believe have started to

back away from a National Curriculum and too much statisticaJ analysis. 1 am sure we

will foUow them.

Int: Thanks very much indeed for all your help.

201


