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Abstract

The purpose of the study was to investigate Botswana secondary school heads’ perceptions
on shared leadership practices. The study used a survey design. Three research questions
guided the study. Data were collected through an individual structured questionnaire which
was validated. The reliability level was 0.7 using Cronbach Alpha Statistic. Systematic
sampling was used to select the participants. The sample comprised fifty school heads from
junior secondary schools and twelve school heads from senior secondary schools. Data were
analysed using a computer package known as the Statistical Package for Social science
(SPSS) version 22. The findings of the study showed that leadership is no longer a one man’s
show but, a professional work of everyone in the school. Based on the findings of the study
it was recommended that for schools to be successful, they should practice a shared
leadership model.
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1. Introduction

The concept of school leadership has now been transformed from the traditional style to one
that involves other stakeholders. The traditional school leadership adopted the top-down
approach where a leader is expected to be master of everything. Perhaps by virtue of his/her
position the school leader was expected to lead his/her subordinates, make key decisions,
motivate and inspire his /her followers (MacNeil & McClanahan, 2005). As the world around
us changes so was the school leadership style. Leading schools has now become more
complex and difficult for the “ know all”” school leaders. Having seen that it is cumbersome
for a single person to provide for all situations it was then found fit for both leaders and
subordinates to work together for effective school leadership. Pearce (2007) affirms that
organisations “can no longer rely on simple notions of top-down, command and control
leadership, based on the idea that workers are merely interchangeable drone” (p.355). This is
a clear indication that for school improvement and school effectiveness to be sustained
leadership must be shared. Shared leadership encourages individuals to achieve the set
objectives and goals of an institution as a united force.

The Botswana education system has made concerted efforts since the inception of the
National Policy on Education (NPE) of 1977 to enforce the concept of shared leadership
practices in schools. The establishment of the Board of Governors and Parent- Teachers
Association for each junior secondary was to assist in the management of schools (Republic
of Botswana, 1990). The philosophy of shared leadership was strengthened in the Revised
National Policy on Education of 1994, where school heads were encouraged to work
collaboratively with teachers and parents in the governing of schools. This was to make
known to the conservative school heads that instructional leadership is a shared undertaking.
As Lambert (2002) posits leadership is a professional work of everyone in the school.
Everyone must be involved in the running of schools nowadays, whatever position he/she
holds in the school. There is talent within the school community that administrators can tap
from. Wallace (2001) points out that school heads have to be leaders of learning institutions
who can develop a team that is capable of delivering effective instruction. The question is;
Do school heads of Botswana secondary schools believe in sharing leadership with other
stakeholders?

1.1 Problem statement

One of the Botswana education system’s primary goals is to produce the best possible and
most appropriate high quality, cost-effective, secondary education by ensuring that there is
optimum management of schools where new ideas and changes can be handled quickly and
efficiently at school level (Mawela, 1993 cited in Mphale, 2000). In an effort to achieve this
goal, the Ministry of Education and Skills Development encourages schools to establish
cluster school management teams, Parents and Teachers Associations (P. T. As) and Student
Representative Councils (S. R. C). This is to improve the standard of school governance and
reduce dissatisfaction among teachers, parents and students. Despite the Ministry of
Education and Skills Development’s effort, there are numerous cases of poor governance, low
quality management, intolerance of shared leadership among the school administrators and
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lack of parental involvement (Republic of Botswana, 2008). If this persists, the schools might
not be easily governed, low teachers’ morale and students indiscipline may be the order of
day. Therefore, the ministry’s endeavour to make leadership a shared responsibility will not
be realised. It is against this background that a study was conducted to investigate the school
heads perception about shared leadership.

1.2 Sgnificance of the study

The challenge for school leaders to sustain positive learning environment and good
governance are a burden in management of schools today. It has now become more difficult
for a single individual to possess all leadership skills for the smooth running of the schools.
The importance of shared school leadership to improve performance and governance has
been in the educational forum for the past decade. Shared school leadership has become an
alternative to the top-down, command and control leadership. The study envisages to assist
the policy makers, school heads, teachers and other stakeholders in the field of education to
realise the importance of shared leadership. The findings of the study provide additional
information regarding shared leadership in Botswana secondary schools.

1.3 Purpose of the study

Leadership is an important component that affects the existence of every institution. The
success and failure of organisations depends largely on the type of leadership. School
communities are entitled to participate in decision-making on matters that will affect them.
For the school communities to share a goal, have a common culture, be committed to the
ethos of the school and share responsibilities and accountability shared leadership should be
practised. The purpose of the study was to investigate Botswana secondary school heads’
perception on shared leadership.

1.4 Research questions

(a) What are school heads’ perceptions about shared leadership?

(b) How do school heads respond to shared leadership practices?

(c) How can the problem of lack of shared leadership (if any) be alleviated in schools?
2. Literature Review

Today’s school leadership practices are multi-faceted. The school heads are expected to
establish a sustainable learning environment for both teachers and students. They are duty
bound to be instructional leaders for the success of their schools. As school leadership has
now become more complex than before. It has become difficult for a single person to possess
all the skills, attitudes and knowledge required for effective school improvement (Elmore,
2000; Wallace, 2001). The success and failure of any school depends heavily on the type of
leadership that exists in that school. Research has revealed that where there is interactive
process among individuals in an institution productivity and good performance prevail
(Hughes, 2013; Harris, 2008). Leadership has now become a professional work of everyone
in the school (Lambert, 2002). Where there is active participation in the running of a school
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by school heads, teachers, ancillary staff, students and parents, school improvement is
sustained(Harris, 2008; Baker, 2011).

Schools administration world-wide has shifted from the one man’s show to everyone business.
The complexity of the school leadership has called for shared leadership. Shared leadership is
sometimes described in different ways. It is known by some scholars as distributed leadership,
partnership-as-leadership and community of leaders (MacNeil & McClanahan, 2005; Harris,
2008). The description above makes what can be termed a partnership model. The emphasis
being that shared leadership is a partnership where all education stakeholders are expected to
take part in school governance. Carson, Tesluk and Marrone (2007) maintain that shared
leadership is “a team property whereby leadership is distributed among team members rather
than focused on a single designated leader” (p.1217). It is on the basis of this assumption that
where there is shared leadership all stakeholders share responsibility and accountability
(Fullan, 2005). Carson, Tesluk and Marrone (2007) identify some of the benefits of shared
leadership as; increasing group solidarity, reduction in misunderstanding among group
members and increasing level of trust among group members.

Scholars suggest that there are five requirements or principles for the shared leadership model
to be effective. According to Wallace (2011) and MacNeil and McClanahan (2005) the five
principles include: balance of power among the team, a shared goal, shared responsibility,
respect for personhood and working together in complex situations. The fulfilment the
requirements/principle can make work easy for the school heads because teachers will have
seen that they valuable and their contributions are taken on board by the school leadership.
With shared leadership model everyone is shareholder in the affairs of an organisation.
Having shared goal, shared responsibility and accountability, sense of ownership, respect for
others skills and ideas and working collaboratively schools can accomplish their goals and
objectives (Moxley, 2002 cited in MacNeil & McClanahan, 2005). It can be assumed that one
of the solutions to problems of poor students’ academic performance, indiscipline, moral
decadence, low teachers morale and low productivity is shared leadership model/ partnership
model.

In Botswana the concept of shared leadership model came into play in the 1970’s when the
National Policy on Education of 1977 recommended the establishment of Parents Teachers
Associations and Board of Governors. Some of the roles of the two bodies were to “assist in
the management of the schools and provide a forum for interaction with the community
concerning such problems as student discipline or poor school performance” (Republic of
Botswana 1990, p.29). The school heads are encouraged through the RNPE (1994) to form
mini-administrative structures for the smooth running of schools. Shared responsibility is
enshrined in recommendation 105 of the RNPE of 1994 which states that the “Head as
instructional leader, together with the deputy school head and senior teachers, should take
major responsibility for the in-service training for teachers within the schools through regular
observation of teachers and organisation of workshops, to foster communication between
teachers on professional matters and address weaknesses.” (p.47). This is a renewed emphasis
on shared leadership/partnership model.
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Despite the Botswana government effort to make education an agent for national
development and economic growth, there has been a public outcry in Botswana regarding a
decline in students’ academic performance, alarming rate of students’ indiscipline, teachers
misconduct, poor governance and satanic practices in secondary schools (Moeng, 2014;
Keakabetse, 2012; Lekula, 2014). These escalating social ills make the Botswana secondary
schools ungovernable. Barth (1990) cited in MacNeil & McClanahan (2005) believes that for
the success of schools, School Heads should develop a community of leaders by openly
articulating the goal, relinquishing decision-making authority to teachers and involve teachers
before decisions are made. With the escalating social ills in Botswana secondary schools, the
researcher is tempted to ask few questions Is it because the school leadership is still stuck to
the top-down approach style of leadership in spite of the recommendations outlined in the
Revised National Policy on Education of 1994? Do Botswana secondary school Heads matter
on issues of shared leadership? It was the intension of this research to find answers to some
of these questions.

3. Research Methodology

The study used a quantitative approach and adopted a survey research design. The sample
comprised of a total of 62 school heads from Botswana secondary schools from a population
of 258. Systematic sampling was used to select the respondents from both senior and junior
secondary schools in Botswana. Creswell (2005) describes systematic sampling as a
procedure where every “nth” member in the population is chosen until the desired sample
size is achieved. To reduce any possible bias creeping in, the researcher selected the first
respondent at random. Then, the researcher selected the fourth name of the school head from
the 258 secondary school heads arranged alphabetically. Systematic sampling allows the
researcher to add a systematic element into the random selection of informants. This was to
give all respondents the same probability of selection. The main advantage of using
systematic sampling is its simplicity and convenience (Brink, Walt, & Rensburg, 2014).

3.1 Data collection

Data was collected through the use of a questionnaire. Questions were both open-ended and
closed items. The questionnaire was piloted using school heads who did not participate in the
main research. Piloting was done for purposes of checking that all questions and
instructions are clear and to remove any ambiguous items which may not yield usable data.
After the corrections were made a final copy was produced for the main research. The
questionnaire was preferred because it encourages greater honesty and that respondents have
time to give thoughtful answers (Cohen, Manion, & Morris, 2007). The closed-ended items
design was based on a 5 point Likert scale. The respondents were to show their level of
agreement by choosing either: Srongly Agree, Agree, Srongly Disagree, Disagree or Not
sure. The questionnaire was divided into two sections. Section A was on demographic
information and section B sought views of the informants on shared leadership. The
researcher administered 56 questionnaires in the nearby schools. Six questionnaires were
posted to the school heads in remotest areas of the country; and after completed they were
mailed back to the researcher. The response rate was 62 (100%).
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3.2 \alidity and Reliability

The importance of reliability and validity of the research findings cannot be overemphasised.
The trust worthiness and authenticity of data depends on reliability and validity of the
measuring instruments. If the instrument functions consistently and accurately by yielding the
same results, and the findings are true and accurate then the instrument is well designed
(Golafshani, 2003; Creswell, 2005; Brink, Walt, & Rensburg, 2014). Three colleagues from
the faculty of education validated the questionnaire. The reliability coefficient was
ascertained by using Cronbach Alpha Statistic which ended being 0.81.

3.3 Data analysis

Data analysis adopted a computer package normally used for positivist research known as the
Statistical Package for Social science (SPSS) version 22. Before the information was fed into
the computer certain things were carried out. This was in accordance with an advice by
Cresswell (1994) cited in Monyatsi (2001). Firstly, it was decided that errors that might have
occurred during the study be noted and eliminated. Secondly, questionnaires which were
returned were counted and numbered. Thirdly, it was checked if all questions were answered.
After having completed the above exercises the data was ready for SPSS. The Likert scale
analysis followed Cohen, Manion, and Morris, (2007) descriptive approach of working with
the frequencies and percentages of the levels of agreement and disagreement of the
informants. Thus the analysis was numerical. Ary, Jacob, Sorenson and Walker (2010)
suggest that data analysed numerically are easy to understand, summarise and present a clear
picture to the study. As for open — ended questions themes were used. This was to make the
data more meaningful and understood (Wellman, Kruger, & Mitchell, 2012).

4. The Results

The findings generally indicate that the school heads are aware of shared leadership model
and majority always practice it. However, very few respondents show the feel of losing
power if they involve other stakeholders on every issue that affects the stakeholders. The
results of the study are shown in table 1 below.
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Table 1. School Heads perception about Shared Leadership in schools.

Participants Responses

Statement SD|% |D |% A % | SIA | % N/S

%

Perceptions about shared leadership model

1. Improves school governance. 2 |3 1|2 28 |45 |31 |50 |0 |0
2. Promotes culture of respect for one another. |2 |3 |0 [0 25 |40 |35 |57 |0 |0
3. Enhances sense of ownership among staff. 0 |0 1|2 17 (27 |44 |71 |0 |0
4. Encourages staff to participate in decision- |1 |2 |0 |0 36 |58 |25 |40 |0 |0
making process.

5. Promotes transparency and accountability. 2 |3 |0 |oO 47 |76 |13 |21 [0 |0
6. Creates a friendly school environment 1|2 ]2 30 |48 [30 (48 |0 |0
7. Helps the school administration make the |2 |3 2 |3 23 |37 |35 |57 |0 |0
right choices and decisions

8. Improves collaboration between the school, | 2 |3 1|2 26 |42 |33 |53 |0 |0
parents and community

9. Reduces misunderstanding among the group |1 |2 |0 |0 31 (50 |30 [48 |0 |O
10. Facilitates increased level of trust. L2 Jo |o 13 |21 |48 |77 |0 |0
The benefits of shared leadership model

11. Accomplishment of a common goal 2 |3 1|2 21 |34 [38 |61 |0 |0
12. Good school governance. 315 |0 |0 38 |61 |21 [34 |0 |0
13. Equal partnership amongst stakeholders. 0 |0 |3 |5 25 |40 |34 |55 |0 |0
14. Common culture. o2 |2 |3 52 (8 |7 |11 |0 |oO
15. Staff acquires leadership skills. 0 |0 1|2 43 |69 |18 |29 |0 |0
16. Shared responsibility and accountability. 2 |3 1|2 18 |29 |41 |66 |0 |0
17. Friendly school learning environment. 3|5 0 |0 20 (32 |39 |63 |0 |0
18. Group solidarity. 315 |0 |o 30 |48 |29 |47 |0 |0

Table 1 above reflects how school heads perceive shared leadership as practised in their
schools. Sixty (97%) respondents viewed the practices as useful because they promotes
culture of respect for one another and promotes transparency and accountability. Two (3%)
were in disagreement with the statements. Sixty-one (98%) respondents believed that shared
leadership enhances sense of ownership among staff, encourages staff to participate in
decision- making process and reduces misunderstanding among the group members. One (2%)
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informant disagreed with statements. Fifty-nine (95%) were of the opinion that shared
leadership creates a friendly school environment, improves school governance, improves
collaboration between the school, parents and community, helps the school administration
make the right choices and decisions; while three (5%) disagreed with the above statements.

Regarding the benefits fifty-nine (95%) of the respondents believed that shared leadership
makes group members to have a common goal, common culture, shared responsibility, good
school governance, a friendly school learning environment and group solidarity. Three (5%)
disagreed with above statements. Concerning staff been able to acquire leadership skills
sixty-one (98%) informants agreed with the statement, while one (2%) disagreed. When the
respondents were asked about practicing the shared leadership on every matter that needs
stakeholders input, fifty-nine (95%) respondents indicated that they practise school leadership
model on any matter that affects the stakeholders, while three (5%) respondents showed their
discontent on the basis that constant consultation delays progress. Generally the respondents
(97%) feel shared leadership practices add value to school governance as stakeholders
develop a sense of belonging. It is just a few respondents (3%) who seem to be adamant that
the practices encourage lawlessness, disrespect for the authority and decision-making takes
long time.

In open-ended questions the respondents indicated that the implementation of shared
leadership practices has challenges. Sixty (97%) respondents showed that they face
reluctance by junior staff members to carry out delegated duties with the belief that they are
being used. As a result it takes a long time for some decisions to be taken. Another challenge
mentioned is resistant to change. Sixty-one (98%) of the respondents showed that teachers are
not willing to accept change, while one (2%) questioned the accountability of junior staff
members.

5. Discussion

The research findings indicate that the school heads value shared leadership practices. The
respondents perceive shared leadership as the most important principle in enhancing good
school governance, promotes transparency and accountability, enhances a sense of ownership
among staff and encourages staff to participate in decision- making process in Botswana
secondary schools. The respondents also emphasised that shared leadership practices create
a better learning environment, build trust among the stakeholders, staff members share the
same goal and culture. Duignan and Bezzina (2006) concur that schools which practise
shared leadership model create and maintain collaboration, shared vision, shared goals and a
conducive environment for teaching and learning. Shared leadership is about bringing every
education stakeholder on board, where ideas are shared, skills acquired and members of the
group are empowered. Goldsmith (2010) affirms that shared leadership involves maximising
all of the human resources in an institution by empowering them and been given an
opportunity to lead in their area of expertise.

With regard to school heads response to shared leadership practices the respondents indicated
that the school administrators are supportive in providing positive school climate. Having a
positive climate may encourage teachers, ancillary staff and students to feel more committed
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to the school success in academic performance. According to Pickerall, Evans, Hughes and
Hutchinson (2009) positive school climate improves achievement and a sense of belonging.
This suggests that a positive school climate empowers, engages and motivates all
stakeholders to do what is expected of them. The respondents also revealed that the school
heads delegate some of their duties to junior staff members and share the decision-making
process. This makes the school heads less managerially burdened and can devote some their
time to solve pressing issues. Staff members would feel valued and be committed to
instructional improvement. = Conger and Pearce (2003) confirmed that by sharing
decision-making authority with colleagues in organisations make them engaged in and
committed to what they are doing.

Responding to alleviating the problem of lack of shared leadership in schools the respondents
suggested several ways. They suggested that school heads can foster shared leadership
through working collaborate with students, teachers and parents. The respondents felt that
working collaboratively with all stakeholders encourages collective responsibility, sense of
ownership, accountability and commitment in implementing policies. This is affirmed by
Hughes and Pickerall (2013) that effective shared school leadership practice is one that thinks
partnership, ensures shared practice, commits shared responsibilities and builds respect. The
respondents also emphasized the issue of involving all stakeholders in decision-making
process as a way of enhancing accountability and responsibility. This approach is
recommended by Pickerall, Evans, Hughes and Hutchinson (2009) when saying shared
leadership works well when all stakeholders share responsibility and accountability. Some of
the practices the informants felt the school heads could do include; mentoring, team building,
induction, addressing cultural issues, changing the mindset of staff members and liaising with
committees in the community. Establishment of Parents and Teachers Associations (P.T.As),
Parents, Teachers and Students Associations P.T.S.As) and School Intervention Teams (SIT)
were some of the approaches where leadership can be shared and cultivated in others. Harris
(2008) attests that through capacity building school improvement can be sustained.

With regard to challenges face by school heads in implementing shared leadership, the
respondents reported reluctance by junior staff members to carry out shared responsibilities
on the basis of being used by school administrators. With this belief it would be difficult to
implement shared leadership practices. The school heads has to transform the teachers’
beliefs for the success of shared leadership (Gallison, 2000).

6. Conclusions and recommendations

The study has revealed that shared leadership is practiced in majority Botswana secondary
schools. Teachers, parents and students are actively involved in decision making processes,
given responsibilities, encouraged to be committed to and own the schools policies. The
principle of shared leadership in Botswana’s secondary school context refers to the
partnership between teachers, parents, students, government and non-governmental
organisations whose objective is to achieve educational goals (Republic of Botswana, 1994).
As revealed in the study, in this partnership all stakeholders share responsibility,
accountability and ownership. This view is also shared by scholars who happen to perceive
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shared leadership practices as processes of sharing responsibilities, sharing ideas, working as
a team, promoting ownership and accountability (Carson, Tesluk, & Marrone, 2007; Harris,
2008). Gone are the days when one individual irrespective of the talent he has can be the
master of all. Schools no longer rely on top-down, command and control leadership (Pearce,
2007). The assumption is that everyone in the school has the potential to be a leader in his/her
area of expertise. It is believed by respondents that through shared leadership the school’s
goals can be achieved. Duignan and Bezzina (2006) affirm that schools with shared
leadership create and maintain a shared vision, shared goals and promote staff development.
Botswana secondary schools through education policies, innovations and other statutes are
encouraged to reap the benefits of shared leadership for effective teaching, learning and
development. Although majority of Botswana school heads have indicated that they are aware
of shared leadership and practise it; the implementation is faced with challenges. Challenges
such conflict between senior management and subordinates and resistant to change by both
senior managers and teachers have been reported by the respondents. The findings of the
informs stakeholders that creating a meaningful purpose, commitment to team performance,
team member accountability and responsibility are the corner stone of successful shared
leadership (Locke, 2003). Basing on the findings, the study recommends that:

e School heads should lead in practicing shared leadership activities.

e School heads, teachers and students should be equal partners on matters of school
governance.

e Parents’ involvement in the education of their children should be a priority.

e Roles and responsibilities should reflect broad involvement, collaboration, collective
responsibilities and commitment.

e Staff members, students and other stakeholders should always reflect on their roles to
enhance share leadership model.
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