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From Simplicism to Complexity


From Simplicism to Complexity in Leadership Identity and Preparation: Exploring the Lineage and Dark Secrets 

Abstract

The largely Western, functionalist and unitary notion of the self which underlies contemporary international approaches to educational leadership preparation is challenged in this article. It locates an alternative concept of the self as simultaneously singular and multiple in deep-rooted and persisting mythic, religious and metaphysical thinking. The article suggests that identity is self- and co-constructed to achieve a sense of coherence, worth and belonging, primarily through ongoing narratives and relationships. As a consequence, a leader must construct an identity performance to take up the role of leader, develop narratives and adapt identities to the ongoing surveillance of an accountability audience. The article suggests that preparation, in focusing on the acquisition of technical craft skills related to administration and socialization into a generally uncontested set of values and norms, evades and miniaturises the performance of leadership. The preparation of leaders for complex, uncertain and ambiguous roles may be supported by focusing on the mythic narratives of self and context, thereby examining how the many, fluid and constantly mutating intersections of conscious and subconscious selves may be utilized to enact a self-aware leadership.

“Leaders have nothing but themselves to work with.”
Warren Bennis (1989: 47)

Contemporary international approaches to educational leadership preparation reveal the prevalence of models which assume a largely Western, functionalist and unitary notion of the self. This concept of self and its accompanying parallel concept of identity are supported by metaphysical beliefs as opposed to purely empirical determinations (McLaughlin, 1999). The view that self and identity and the external manifestations of identity as revealed in a leadership face presented to followers or potential followers are one and the same are examples of monism (Firm, 1984: 217),  the belief that there is but one singular reality and it is absolute. 

The contemporary notion of identity is part of the thought of Friedrich Wilhelm Schelling (1775-1854) who called his system Identitatspilosophie (Rolbiecki, 1984: 156). Schelling posited that the Absolute (God in his system) unified all binaries such as thought and being, subjective/objective, form and essence, and the general and infinite. On a continuum of proponents of identity-philosophy, Firm (1984) indicates that this is a form of extreme monism connected with Parmenides of Elea (515 B.C.) and Baruch Spinoza (1632-77). 

We believe that it is important to recognize these underlying issues at the outset because the initial resistance we have encountered to the ideas presented in the article, we would categorize as largely epistemological as opposed to empirical. We find no empirical evidence that an alternative view of self and identity proffered by us is negated in any research of which we are aware. Rather, we believe, that the acceptance of the concept of multiple identities and faces of leadership sketched out here hinges primarily on one’s chosen philosophy of mind as opposed to affirming or denying any views based on empirical evidence. To this end we seek of the reader an open mind to our alternative perspective.

The persistence of a unitary concept of self and identity as being unproblematic results in formal preparation programs which are focused on the acquisition of technical craft skills related to management and administration and socialization into a generally uncontested set of values and norms (reference delete). Furthermore, the primary focus on what Armstrong (2005) has called the logos in early Greek thinking, a discourse through reason,  has shifted the mindset regarding a search for truth and hence identity away from emotion, which is the source of compassion, to emotionless ideas floating above flawed human affairs (p.101). It has also obliterated the idea that leadership is involved with forms of ritualized mythology and theatre, a position we want to re-establish in an expanded understanding of the full scope of educational leadership.  Another consequence of the dominance of rationality is that leadership has been cast in largely behaviorial and structural hues almost devoid of any consideration of human interiority (reference delete).

This article not only challenges the unitary and one-dimensional notion of self as a leader (Collinson, 2003), but it also questions the purposes served by embedding such a notion in leadership preparation. It suggests that a more complex model better suits the realities of leadership in the schools as well as having the potential to reveal what Goffman (1969) calls “dark secrets” (p. 141) in leadership preparation; that is, facts which are known but not openly acknowledged and which are incompatible with the image that is desired. Our presentation challenges the recitations of leader preparation to probe the purposes which may be obscured by rational seeming narrations of self. We also add to the notion of “dark secrets” lineage to worldwide mythology and to long-standing and still operational needs and practices that humans, everywhere and in all times, appear to possess and require in their need for leadership. Models of leadership preparation dominated by rational norms fail to account for the “dark side” of leadership studies because they lack a moral-theoretic component. Kellerman (2004) has called this the problem of “Hitler’s ghost” (p.11). Hitler’s evil simply can’t be confronted by a social science perspective because evil is a moral and not a scientific judgment.  

Johnson(1996) has reminded leadership scholars of the need to “bring all forms of leadership under scrutiny and to incorporate into our analysis…its various methods and manifestations” (p.13). As part of that approach both the “dark secrets” and the “dark side” of leadership should become integral components of understanding leadership identity and preparation.

Armstrong (2005) indicates that, “In the ancient world, a symbol became inseparable from its unseen referent. Because likeness constitutes some kind of identity, it makes that invisible reality present” (p.69). Our text is an attempt to make such unseen referents visible for the discussion we proffer.

Specifically, the article queries the concept of a one-dimensional, uncomplicated, behavioral, materialistic view of self posed by those engaged in leadership preparation. The article suggests that:

· The self is neither unitary nor one-dimensional, but a combination of deep psychic strivings enveloped within any given socio-cultural context at once specific but near universal. As such, it may have multiple identities (manifestations). Such a conceptual understanding of self, identity and an understanding of leadership stems from examining the functions of mythology, past and present in human affairs;

·  Attempts to improve “leadership practice” rooted in materialistic overtures and current accountability schemes fail to engage with the full self;

· Existing critiques of leadership and its preparation from gender and race perspectives may fail to significantly increase equity because their foundation in binaries may oversimplify the issues raised by leader identity;

· Leadership preparation should be an initiation to identity construction and subsequent performance rather than solely aimed at the acquisition of managerial and technical knowledge and skills to be applied in educational bureaucracies to enable the latter to become more efficient;

· The performance of leadership is differentially open to individuals, inclusion and exclusion relating to the status accorded the identity of each individual. Such identities are constantly being negotiated but constrained within culture and context. 

This article therefore explores the nature of identity, the relationship of identity to leadership, how leadership is performed and finally the implications of the discussion for leadership preparation and development. All of these factors are situated in what Armstrong (2005) has called a “cosmogony” which is the intersection of reality and actual events laced with inspiration and insight which signal a “new venture” (p.70).
 The creation of identity

The concept of identity is understood in multiple ways, refracted though the theoretical lens of such social science disciplines as anthropology, sociology and psychology. Historically, identity has roots in mythology. Larue (1975: 183) indicates that, “…all myths functioned to some degree as identity myths.”  He further explains:


Myths enabled the individual to understand his place in the world,


to grasp the dimensions of being human, to comprehend limits and


purpose and perhaps give meaning to human existence (1975:183).

Armstrong (2005) goes further. She indicates that “since the eighteenth century, we have developed a scientific view of history; we are concerned above all with what actually happened” (p.7). However, she notes that in the pre-modern world humans were far more concerned about the meaning of an event. The function of myth in those times was to deal with that which was “timeless in human existence, helping us to get beyond the chaotic flux or random events, and glimpse the core of reality” (2005:7), hence our notion of “dark secrets” in this article.
Many writers have acknowledged the important function of myths in organizations (Argyris and Schon, 1981; Schein, 1997). Turner (1990: 3-4) defines myths in organizations as "unquestioned assumptions" or "a frame of thinking" which serve multiple purposes. Myths present stories of how things are, why they are as they are and thereby justify a view of the world and rituals of practice. They are hugely resilient because they serve a profound need to maintain stability through a belief in logical and just causality in the face of a seemingly illogical and unjust world. Turner (1990, pp. 4-5) categorises the purpose of myths:

1. Myths that create, maintain and legitimate past, present and future actions and consequences.

2. Myths that maintain and conceal political interests and value systems.

3. Myths that help explain and create cause and effect relationships under conditions of incomplete knowledge.

4. Myths that rationalise the complexity and turbulence of activities and events to allow for predictable action taking.
The stories which constitute myths may relate weakly to empirically observed phenomena or even stand in opposition for as Armstrong (2005) has observed, “A myth, therefore, is true because it is effective, not because it gives us factual information. If, however, it does not give us new insight into the deeper meaning of life, it has failed” (2005:10). Identity, as a construction of the self primarily for self-preservation and self-enhancement, shares the same purposes as myths and nests within the world constructed by mythic stories. Leadership involves the construction of myths because mythology is about providing directions and psychic justification for action. It is a guide for human action because it is “about the unknown; it is about that for which initially we have no words. Myth therefore looks into the heart of a great silence” (Armstrong, 2005:4). As such, myths serve to justify both positive and negative actions. We note that Rosenbaum’s (1998) analysis of Hitler’s leadership characterized him as “a mythmaking artist rather than as a politician” (p. 217).
Educational leadership is one world within this mythic universe, maintained by stories which legitimize existing policies and practice, conceal the dominance of the interests of particular groups, provide a sense of certainty in uncertain contexts and simplify complex situations to enable a more limited palate of choice so that reality is not overwhelming. It is upon this construct that human identity is lodged. Between the interstices of myth and identity leadership arises as a force for direction and guidance in human affairs.

There are few more powerful examples of such critical interstices of myth, identity and leadership than Gandhi’s famous Salt March to the sea in India. To defy British rule Gandhi announced he was going to march two hundred miles to the sea and make salt in defiance of British law that indicated the making of salt was a royal monopoly. At first British authorities passed such a protest off as insignificant. But the march and its contents ignited Indians to revolt. The simple act of making salt served to fire the imaginations of the Indian people. Correspondent William Shirer (1979) commented:


A symbolic act---the making of salt illegally, of all things—the significance


of which only Gandhi at first had understood and which had been derided


by so many, had fired the imagination of the Indian masses…I was slow to


recognize what Gandhi felt intuitively; that on rare occasions in history---


and this was one---when the circumstances are propitious, the power of


An idea can sweep all before it (pp.94-95).
Gandhi’s triumph could also be explained by Howard Gardner (1995)who  indicated that leaders engaged in story telling. Gardner posited that the most decisive impact of a leader depended on two factors: (1) the extent to which the leader embodied the story being told, and; (2) the reception given the story by potential followers or collaborators (14). The most basic story a leader tells deals with identity in answer to such questions as “Who are we? What are we about? For what should we be striving? Clearly these are not scientific questions but moral ones. They deal with values because values determine meaning. Gandhi’s Salt March was a story of mythic proportions and was all about Indian identity.
Consideration of the kinds of values educational leaders espouse or embrace may also be revealing. For example, Pattison (1997) quotes the cultural anthropologist Clifford Geertz (1993) when he described a certain kind of human social construct as:

(1) a system of symbols which acts to (2) establish powerful,

pervasive, and long-listing methods and motivations in men by

(3)formulating conceptions of a general order of existence and

(4)clothing these conceptions with such an aura of factuality that (5) the moods and motivations seem uniquely realistic (90).

Exactly what kind of social construct is Geertz describing? The answer is a religion. Pattison’s (1997) point is that much of contemporary managerial thinking is in fact religious in nature, though disguised in a secular format. It provides text and ritual. It offers certainty in purpose and direction. It supports a sense of legitimacy in seemingly serving valued ends which transcend individual advantage.


Our point is that both religion and mythology continue to inform constructions of self, relations to one’s social group, and are integral to an understanding of identity formation and leadership. Campbell (1973) described an anchor point that is pivotal in the discussion about identity and our perspective, that it is neither unitary nor one-dimensional when he quoted the Vedas, “Truth is one, the sages speak of it by many names” (viii). We think that this idea of identity being unitary conceals the many differentiations which exist and are observable in the world. We would like to hold out the idea that identity is simultaneously singular and multi-dimensional, a position which is deeply rooted in many world cultures, mythologies and religions. Campbell (1973) indicates that both dreams and myths are symbolic in the same way, “But in the dream the forms are quirked by the peculiar troubles of the dreamer, whereas in myth the problems and solutions shown are directly valid for all mankind” (19). We see this yin and yang as dialectical, where identity in one way is singular and in quite another way multiple. It is a very old idea in world religions (Campbell, 1973: 152).

We offer an observation by Jung (1974):


The assumption that the human psyche possesses layers that lie


below consciousness is not likely to arouse serious opposition.


But that there could just as well be layers lying above consciousness

seems to be a surmise which borders on a crimen laesae majestatis humanae (211) 

It is our position that there are as many layers above as below, that a sense of identity is informed by the interaction, to some extent integration of both within an individual and within that individual’s larger life world.
We see a dynamic process of creating ongoing narratives and relationships which attempt to achieve for the individual a sense of self, of coherence, of worth and some permanence . For our purpose, we select two perspectives; identity as a self- and co-constructed performance which all experience as they existentially make sense of their being, and identity as a weapon or tool which is also self- and co-constructed to locate the self in relation to others. The first sees identity construction as equally relevant to all. The second sees identity as a contentious issue of particular significance to those who do not feel a sense of belonging, who appear outsiders, the ‘other’, to those with whom they must interact.

The first perspective is concerned with how each individual creates a sense of self, the processes of formation and the degree of control the individual may experience. Bauman (2004) distinguishes two different kinds of communities into which we enter and which shape identity: communities of life and communities of fate; as members of the latter we have an indissoluble attachment, such as for example through ties of culture or family. As members of communities of life we are welded together solely by ideas, principles or roles. Identity might be assumed to be largely fixed by membership of communities of fate, particularly where marks of membership are visible or perceptible, for example as gender or skin colour. Yet recent critiques have attacked essentializing individuals, characterizing them by one dimension usually as part of a binary; a man or a woman, black or white, able bodied or disabled.  Race is attacked as a classification which has no basis in biology or culture (Dyson, 2004; Hill Collins, 1990; Litvin, 1997; Omi & Winant, 2005). Equally gender, to some an incontestable categorization, is assailed by queer theory as an uncertain division reflecting social rather than biological construction (Sloop, 2007). While genetic factors may be fixed, their self meaning and social significance are not. Individuals are not born with an irrevocably and incontestably understood identity that equates with being, for example, female or male, or Jewish, or black. 

There are first the multiple meanings attached to such single characteristics by the self, and by others. Second there are the infinite variations in the flexing of meaning when different characteristics intersect. While research exists which challenges homogenizing categories, for example, insisting that the experience of whiteness must be differentiated for white women and white men, or that the intersection of socioeconomic status and ethnicity must be taken into account when attempting to understand the experience of black women and men, the complexity of the effect of intersections outstrips our current ontological and epistemological sophistication (Valentine, 2007). 

Entering a community of life, such as school leadership, offers perhaps more freedom to construct and project identity, as arguably the stereotypes attached to ‘school leader’ are less defined and less embedded in the psyche than stereotypes attached to perceptible characteristics such as gender or ethnicity (Gudykunst, 1995). The implication is that not one, but many identities are created in a lifetime, tested by self to assess the psychological support they offer, and projected to others as a means of protection and aggrandisement. As they develop, multiple identities are created in an ongoing performance of the self:


In our fluid world, committing oneself to a single identity for life, or even for less than a whole life but for a very long time to come, is a risky business. Identities are for wearing and showing, not for storing and keeping 


(Bauman, 2004, p.89)
The multiple and shifting nature of identities has been widely accepted in principle,  though individuals may have trouble conceptualizing and acknowledging more than a single identity at a time (Abes, Jones & McEwan, 2007). This has not led to research which adequately supports understanding the way intersections of identities relate to the sense of self or to relations with others. In the context of educational leadership, while there are explorations and critiques of what it may mean to be a female or male leader, or to be a black leader, rarely has the much more complex mutuality of multiple identities construction and the significance to leadership or its preparation been researched (reference deleted). Nor has research engaged with the multiple levels of identity some of which underlie and some of which inhabit consciousness. In Exhibit 1 the conscious single identity of leader lies alongside and over many layers and levels of identity.

Bauman (2004) suggests that the primary goal in identity construction is the creation of deep and impassable trenches between the categories attached to self and those of others. Preparation for school leadership may therefore comprise the construction of a mental moat which distinguishes the leader from others. This takes place alongside the simultaneous creation of multiple other selves or identities, the 
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purpose of which is to distinguish oneself from others, and by means of comparison, to judge oneself at least equal. 

Becoming a part of a group, for example, of school leaders, has implications. As Ahmed (2007, p.327) points out: 


Groups formed on the basis of almost any distinction are prone to intergroup bias. Within minutes of being divided into groups, people tend to see their own group as superior to other groups, and they will frequently seek to maintain an advantage over other groups.
Each school leader will belong to a number of self-categorized groups. Within each, the individual will measure their worth against other members. They will also be likely to discriminate against other groups, not necessarily by hostility towards those deemed ‘other’ but also by ‘in-group loving’ (op cit. p.336). Orientation may be conscious or unconscious. Many theorists insist that identities, as in our second perspective in this article, are a weapon of defence and of attack, that they are used to control the conduct of others, and as such, those attempting to form or develop conduct of any kind must take the performance of identity seriously if they wish to understand and thereby influence the individual.


Identity plays a crucial role for a leader. Identity is what binds the leader to his or her group. Group identity and individual identity overlap creating a mutually understood world of signs, symbols and stories. Communication occurs within this backdrop so that leader and followers are linked by a special kind of social-cultural drama. Starratt (1993) uses culture as a kind of “rough draft” for performance within what he calls the drama of leadership.


Each performance is guided by the culture which provides a


kind of rough draft for action, but each actor has to compose


his or her own response to the situation according to the


particular and unique chemistry of the time, place and personalities


involved (121)

The performance of identity as a form of public ritual
We see leadership as a form of ritualized mythic performance or in the words of Karen Armstrong, “A myth cannot be correctly understood without a transformative ritual…” (2005:106-7). Leadership is about learning such rituals and understanding the settings that become transformative. In this sense leadership involves a performance or a public recital. Armstrong asserts that, “Reading a myth without the transforming ritual that goes with it is as incomplete an experience as simply reading the lyrics of an opera without the music” (2005:35).

Preparing to become an education leader is therefore fundamentally the creation of a performance, a fabrication, the crafting and enactment of a ritualized role (Cornelisson, 2004), as in a theatre performance. As Cornelisson argues, the point of a metaphor, in this case leadership as a theatrical performance, is that the two things compared are sufficiently alike and unlike to throw off balance the taken for grantedness of a familiar phenomenon. Leading a school is not acting in theatre, but it does involve ritual and performance. In considering the extent of the parallels, more similarities or differences than were anticipated may emerge, thereby illuminating the phenomenon which may previously have suffered from the ennui of habitual assumptions. 

How then is leadership preparation like preparing for a role on stage? Based on the idea that leadership is about engaging in a form of ritualized public enactment, we want to consider this in relation to identity from three perspectives. First, as actors compete for a role and wish to achieve one which will put them centre stage or with a significant or interesting part, how do potential leaders attempt to secure their role? Second, a script must be written and learned. How do leaders arrive at and feel confident to deliver a script? Third, how is the performance itself developed to achieve approbation and ultimately acceptance from an audience or audiences?

Getting on stage: Engaging in public performance
Collinson’s (2003) study of the workplace suggested that organizations are rife with insecurities “existential, social, economic and/or psychological” (p. 529), each of which may intersect, reinforcing an uncertain sense of self.  Strategies are needed to counter resulting feelings of doubtful worth. Sen (2006) argues that a sense of belonging is consequently a highly prized resource. Achieving a sense of belonging accrues a form of social capital. Constructing leadership identity is therefore not only about securing a place, but also a place within the stratification; not just a part, but a significant or leading role on stage. Those attempting to become a school leader are not forming their own idea of the role. Rather they may be attempting to enter a role which is, as in a play, prescribed, delineated, set. However, just as in a play, the performance metamorphoses meaning; the script constrains and yet actors may inhabit a role in ways which create differently nuanced meanings. The potential for being and communicating remains plural.

Leadership preparation does not generally aspire to accommodate such difference (Blackmore, 2006; Lopez, 2003; Rusch, 2004). For example, whatever the ethnic background of the entrant, the role itself may be predicated on whiteness. There may be scant awareness of the nature of whiteness which is “an ideological black hole” (Dyson, 2004, p. 108), but its hold on shaping the play may be definitive. Bell hooks (2000) critiques radical feminist movement as seeking to help white women become as men of their own class, rather than attempting equality between classes. Similarly, leadership programs aspire to help those who might be minority to take their place as a full cast member of the majority (reference deleted). The current globalized performativity environment with appraisal systems, achievement targets, league tables and publicly reported inspection lead to “intensified visibility” (Collinson, 2003, p. 536). There is indeed an audience scrutinizing performance. Bhaba (2005) depicts the consequence for “those whose very presence is both 'overlooked' - in the double sense of social surveillance and psychic disavowal - and, at the same time, over determined” (p.13). 
The result is that individuals in their heterogeneous plurality matter less. The play is the thing. The possibilities for variation in performance are reduced. Consequently, individuals entering the play of school leadership with an identity or identities which are perceived as incongruent with the role, may need to recategorize themselves (Gurin & Nagda, 2006). They shed inconvenient and stigmatized identities in order to adopt the mantle of leader, disappearing, metamorphosing or distracting attention from the identities which do not accord and foregrounding the ascription which appeals to the audience most. For example, much research suggests the collusion of majority and minority ethnic individuals and groups in achieving color blindness (Althius & Yuval-davis, 1992). Dyson (2004) argues that whiteness, “the most dominant and visible of American racial identities” (p. 108) is invisible. The most evident and salient racial characteristic of leaders who are white, their whiteness, consequently remains invisible because it does not impinge on their own consciousness or that of those around them. As an identity it disappears. For those who have no choice but to project a racial identity because their appearance exacts visibility through historic, socially constructed and negative responses, re-categorization into another identity, that of leader, is a common strategy. Minority ethnic leaders in Bush et al’s (2005) survey of educational leaders in the UK stress that they are leaders, and wish to be seen as such, not as black or of Asian origin. Similarly, gender, disability, sexuality, religion, culture may all be disappeared to project the performance required by an educational leader (reference deleted)
Writing the script: Determining the form of public recitation
Those preparing to be educational leaders must then take their place amongst the players, adopting the role prescribed. The detail of the script is constructed by the dominant currents of what are fashionable values, practice and particularly language for as Armstrong has observed, “…human nature does not change much…” (2005: 11). Sturdy et al (2006) investigated a management development program and found that the students were primarily concerned with literally a “confidence trick” that is, not necessarily acquiring the practical skills to lead; rather the program was a baptism where learning was becoming. What the leader became was confident and skilled at impression management, using the language codes supplied. They undertook “identity work…… a bricolage of positions…….constructing multiple identities as a cluster of interlocking hierarchies of race, class, gender for example” (p. 845).  The work of preparation was to navigate language, knowledge and status in order to reach a sense of legitimacy, of power and of eliteness, in distinguishing oneself from those outside the leader preparation program. Sturdy et al (2006) argue that the management training program they studied was less a means of learning explicitly management or leadership ideas and tools, but more a therapeutic process of language training “a reiterative and citational practice by which discourse produces the effects that it names” (p. 853). Just as in theatre, the script may be a created artefact, but its recitation creates a reality which erases the identities of the individual actors and substitutes another reality which becomes dominant and consuming for players and audience alike. 


In a recent speech to new headteachers in England, the Parliamentary Under Secretary of State for Schools and Learners (Adonis, 2007) asserted that the aims of educational leaders were:

· That every school should be a good school 

· That every child should be able to fulfil their potential 

· And that, no child should be written off, or left behind 


These aspirations and many more like them embody a ritual where a set of mantras, or incantations, a set formula of language is designed to induce a magic effect, in this case, inclusion in the play of school leadership. Such language when frequently repeated shuts down critical and moral thought and instead invokes a kind of quasi religious euphoria of belonging. One might expect this in a speech from a politician, but preparation programs employ similar kinds of language. 
Orwell (1961) analyses the purposes of such language, including the employment of words and phrases which are strictly meaningless, as intended to enable a dislocation between language and moral faculty. No child left behind, every child fulfilling his or her potential, shared leadership, are all examples of phrases which are so abstracted from exactness, so divorced from the moral context, as to be meaningless. He further asserts that ‘Orthodoxy, of whatever color, seems to demand a lifeless, imitative style’ (p. 362). For those speaking in this way:


The appropriate noises are coming out of his larynx, but his brain is not involved as it would be if he were choosing his words for himself. If the speech he is making is one that he is accustomed to make over and over again, he may be almost unconscious of what he is saying, as one is when one utters the responses in church. And this reduced state of consciousness, if not indispensable, is at any rate favorable to political conformity.  (362-363)
Orwell argues that a decline in the use of clear language has political and economic causes; such language meets the political and economic needs of the individual to enter a discrete group in a paid role where individual identities become subterranean, submerged through a baptism of incanted phrases.. The language also maintains a dark secret, and serves the first and second of Turner’s (1990:3) analysis of the purpose of myth; to “create, maintain and legitimate past, present and future actions and consequences” and to “maintain and conceal political interests and value systems.” The ritualized embrace of equality particularly serves to obscure the complicity of educational leaders in first, excluding from leadership those who do not accord with their view of the role, who have characteristics which render them “other”, and second, their role in a system where children are left behind and not all children fulfil their potential. While there are undoubtedly causes other than leadership for both of these things, the role of leader and the script of language misdirects, creates a ritual of positive intention, obscuring the power plays, the pursuit of self-interest, the fear of other which may underlie actions. Orwell makes the point that “political speech and writing are largely the defence of the indefensible” (p.363). 
The language of the policy of leadership and in preparation programs is political in the sense of reflecting opinions about social relationship and power.  Nevertheless, just as an actor may act contrapuntally to a role, transforming the habitual meanings for an audience, so leaders can confront the script and the mythic ritual of inclusion, equality and justice. They can tear apart and recreate language and its performance in order to confront their role and its consequences, challenging the meaning or meaninglessness of the generally adopted script, such as shared leadership, social justice, no child left behind.


One of the functions of myth is to create a platform for action because myths require action (Armstrong, 2005:107). Myths also traffic in an interior world, a secret world which is open in some cases only to mystical experiences. We have hoped to pry this world open some in this article. 
Acting the role: Authenticity within ritualized performance
Having secured the part, worked with the script, the performance follows. Identity is shaped to meet the requirements of sustaining mythic legitimacy. Authenticity may be the extent to which a leader works within the accepted and known mythic contours of prevailing cultural definitions and expectations. Korte (2007) suggests that group identity is more powerful than individual identity, and that therefore, entry to a group “includes a corresponding change in motives, expectations, affective connotations, background knowledge” (p. 169). The extent of the identity work that must be undertaken differs in proportion to the status of the individual entering the group. The lower the status of the subgroup within which the individual categorizes him or herself, for example, Latina or disabled, the greater is the reliance on the identity of the superordinate group (Sanchez et al, 2007). 

Identity performance is therefore relevant to leadership preparation in two ways. First, there is work to be done to understand more fully what the mythic identity of “education leader” involves; not the more superficial skills which are delineated in competence and standard sets throughout the world. Rather it is the taken for granted notions of whiteness, of gender, of class, of religion and educational background among other characteristics, as projected though language and orientations to others. Second, there is a task to be undertaken to understand how identity work is achieved, how students take on the part of leader, and having learned the script, perform an identity as proscribed by a surveilled world. 
Leadership preparation will be a profoundly different experience for those who perceive themselves or are perceived by others as lower status, minority, diasporic, are less secure or who feel they do not belong. As Sturdy et al (2007, p. 846) point out,  “the interweaving of knowledge, emotion and identity work are rarely explored empirically”. Stone & Colella (1996) offer a rare exploration of how intersections of identities mutate the performance of identity. To be black or to be disabled may be to be stigmatized. However, high status in the organization may metamorphose a stigmatized identity into “a badge of honour” (reference deleted).  How multiple intersections of identities and leadership mutually construct a performance of leadership has not been subject to significant empirical investigation.  

The final part of the article considers what the implications may be for the design and delivery of programs.

Implications for Preparation

While there are certainly differences in leadership preparation in the U.S. and the U.K., there are areas which overlap. We believe that a past criticism of the similarities of both was voiced by Cooper and Boyd in 1987 who characterized them as embodying “the philosophical base of the One Best Model…which is a belief in empiricism, predictability and scientific certainty, taught by professors steeped in this approach” (p.4). At the heart of this posture was the tradition of a philosophy of mind anchored in materialistic monism in which self and identity are synonymous. 


We anchor our consideration of preparation issues within the context of leadership as a public ritual and as performance. We see the issues of providing guidance in a way that touches people’s lives as paramount. We note, for example, in Vedic India, the idea of “ritual actions” was labelled as “deeds” or karma. The Buddha, however, re-sculpted karma to mean, “intentions that inspired our ordinary actions” (Armstrong, 2005:89). The heavy accent in preparation programs in the U.K. and the U.S. has been traditionally placed on skills related to behavioral actions without deep consideration or self-awareness of intention or the significance of ritualised leadership action . Preparation programs are based on assumptions of materialistic monism. 

From this traditional perspective leadership is about the acquisition of sets of rational-technical skills required to manage schools and an acceptance of “national” aims as ritually presented. Such skill sets comprise much of the curriculum in U.S. preparation programs and those in many other parts of the world. Courses around educational finance, budgeting, personnel, law, curriculum, supervision, planning and change and collective negotiations are indexed against specific and measurable skills which are taught and tested. 
Behind the effacement of the individual lies the image of an undifferentiated, uncomplex leader who is defined by “self-efficacy” as opposed to self. And “self-efficacy” is not some deep probing of the inner recesses of one’s place in the world, or even a recognition of the complexity of the situations facing the leader. In such an approach both context and individuality are erased and replaced by contextualess formalism which has been shown to result in a gendered notion of leadership favoring males and Western Calvinist notions of efficacy (reference deleted;  Brunner, 1999; Blount, 1998).

Self-efficacy is predicated not only on a focus on the surface, the standards of action, but also on a ruthless eradication of self-probing which might demand close consideration of the impact of different identities on the experience of children: for example, the professional self who wishes to protect and aggrandise their own school  rather than consider the area wide needs of all learners. The moral nature of this self who may focus on actions to aggrandise their organization at the cost of another is a dark secret never exposed in preparation courses. Similarly, racist, sexist and homophobic selves receive careful disattention.

If preparation and development programs are to inform individuals regarding the role of ritual and mythic character, and to require individuals to confront the implications of the interplay of their own identities with the multiple performances of the adults and children in a school and its community, then the construction of performance must become more conscious and more critical.   Perhaps the most obvious change prompted by considering a multi-dimensional concept of individual and group identity is that leadership is less concerned with the acquisition of technique to be applied in predictable and static organizational intersections, and more concerned with understanding that it is a dynamic, dialectical connection between leaders and followers who may at times exchange roles, and that as Starratt (1993) suggests one in which everyone is a player. 

We now consider some of the implications of our position both in viewing leadership and in preparing leaders.

Facing the Issues of Authenticity, Integrity, and Credibility


The relationship of self, identity and authenticity/credibility have long been associated in the Western canon with an examination of ethical conduct (Whittemore, 1988: 11) as opposed to deep meditation as it has been envisioned in the Eastern world.  It was within the Eastern world that the “self” was seen as eternal:


Even as a person casts off worn-out clothes and puts on others


that are new, so the embodied Self casts off worn-out bodies


and enters into others that are new. Weapons cut It not; fire


burns it not; water wets It not; the wind does not wither It.


This Self cannot be cut nor burnt nor wetted nor withered.


Eternal, all-pervading, unchanging, immovable, the Self is the

same for ever” Bhagavad Gita, 2: 22-24

The conception of self and its affiliation with conduct is seen in a contemporary example from Warren Bennis (1989) who indicated that integrity was a basic ingredient of leadership and that it consisted of three parts: “self-knowledge, candor, and maturity” (p.41). Knowledge of self and identity are considered synonyms in most conceptions common in the leadership literature of the West (Gardner, 1965; Kellerman, 1984). 

The stereotype of an authentic leader is one that is the same from situation to situation conduct wise. This sameness is anchored in the idea that the self is the unchanging part of one’s identity.  It is the “essence” of identity, the contextually independent variable of a human being. From this assumption stems the notion of “face” as the visible and external manifestation of that “essence.” An authentic leader, one with integrity, is posited to have only one face, which is the same from situation to situation and bedded in the thought and language incantation of leadership. Of course, such an idea flies in the face of political leaders who regularly reinvent themselves after a catastrophic fall from grace. One only has to think of Churchill after Gallipoli, Nixon after Watergate or Clinton after a failed impeachment. And an interesting contrast is that whereas “self” and “identity” are synonymous in the Western canon, in the Eastern canon, identity can be changeable and the self can be represented in many identities.


Most of the standards in the U.S. for school principals and for headteachers in the UK are either silent about conceptions of self and identity or speak of the need for “self-reflection” (Shipman, Queen & Peel, 2007: 9). But it is clear from any discussion that such “self-reflection” involves externalities and actions as opposed to any deep probing of one’s inner essence for as John Gardner (1965) once observed, “More often than not we don’t want to know ourselves, don’t want to depend on ourselves, don’t want to live with ourselves. By middle life most of us are accomplished fugitives from ourselves” (p.13). 

There are some attempts at differentiation however. James Barber (1985) separates a leader’s world view, style, and character. The concept of world view Barber (1985) depicts as his/her “primary, politically relevant beliefs, particularly his conceptions of social causality, human nature, and the central moral conflicts of the time” (p.5). Style is the leader’s way of acting. Character is the way the leader “orients himself towards life”. And Barber (1985) says, “…at the core of character, a man confronts himself” (p.5). More traditionally, Barber (1985) says that decision making “is really two stories: an outer one in which a rational man calculates and an inner one in which an emotional man feels. The two are forever connected. Any [real leader] is one whole man and his deeds reflect his wholeness” (p.4).


Howard Gardner (1995) defined authenticity as the ability of a leader to embody his or her story (p.293). Such an embodiment is difficult to precisely define, but a perception of a gap between words and actions raises issues of credibility. What is important about these perceptions is that the assumption which lies behind credibility is the presence of wholeness and consistency. We proffer, however, that this is a simplistic perspective supported largely by metaphysics as opposed to any hard research conducted on successful leaders. We believe that there are varying ways of defining credibility and that consistency is not necessarily saying the same thing all the time, reacting similarly all the time, or presenting the same identity all the time. We posit that identity has different faces, or in fact self has more than one identity. In this respect Bottery (2004) has said, “Individuals are, then, increasingly defined by a set of nested identities, rather than just by single hegemonic national ones” (p.143). Bottery is an advocate for individuals to chart and develop “self-chosen identities” to enhance their options in “the coming world” (p.144).  

The Effacement of Human Agency

A profound impact on studies of leadership has been the effacement of the individual called by Maxcy (1994) “the decentering of the individual” (p.155):


The self has been forced out of the picture as structuralists sought


to explain how organizations developed in terms of the interrelations


of their parts. Modernist painters performed surgery on our conventional


understanding of the autonomous person, laying out the parts in


in disarray on the canvas. Social scientists further evacuated the task


of purposeful human action when they began talking about human capital. 


(p.155).

Most conventional preparation programs for educational leaders reflect the homage to structuralism, organizational sociology, and behavioral psychology. In the process self is redefined as “self-efficacy” and connected to task-related ability.


Self-efficacy is the individual’s personal, subjective, cognitive


estimate of his or her ability to perform a specific task. Most important


self-efficacy must be felt by the person, not simply measured by


an observer or by some test with objective standards. It is not


sufficient to be capable; one must believe in one’s own capability


(Sims and Lorenzi, 1992:169)


Perhaps one of the most cherished of ideas must finally be abandoned, that is, that somehow identity consistency must remain the same in each and every situation in which leadership is to be exercised. A leader is one who has many faces and chooses to present the face or faces which will be most appropriate depending upon the contextual circumstances and requirements. What may remain more constant are the core values, though they may stretch to a small degree, rather like elastic, to accommodate changing contexts. Mahatma Gandhi said repeatedly in his autobiography that “consistency was the refuge of fools” (Shirer, 1979:29). As Burke (2006) suggests, identities and their self-meaning, fluctuate over time, in order to resolve discrepancies and to foreground whatever identity is most pertinent to a given context.   The projected identities and the nature of each will evolve, subtly mutating the values which act as glue between identities. Consequently, how core values are expressed and applied situationally are relatively but not totally stable. 
Leadership preparation is not about normalizing and routinizing decision-making, but about improvising within novel situations of great complexity which require at least a pluralistic notion of identity. Liquid identities, constantly and iteratively changing (Bauman, 2004) are the raw material of leadership. Consistency is seeking a  contextually relevant response from within the fast flowing stream of change . Novel situations require great differentiation as opposed to homogeneity and humans who are adapting to those situations require recognition of their novelty.

Perhaps Gandhi said it best:


Consistency, as I have often said, is not an absolute virtue…I may even


take poison as medicine. It is poison for you, but for me it is nectar…


Consistency lies in living up to the truth as one sees it from moment to


moment, even though it may be inconsistent with one’s past conduct.


There can be, there ought to be, no uniformity in the actions of a man


whose life undergoes a continual growth and who goes on rising in


the spiritual scale (Iyer, 1973:65).

De-Bureaucratization in Leadership Preparation
Social science has moved conceptions of schools to bureaucratic places of rules and practices in which decision making is routinized. Individual and organizational complexity is thus reduced and with it the need for complex leadership which is dynamic and fluid. Instead of preparation programs being centered around sameness and the erasure of complexity, we proffer that greater recognition of difference in students and within schools require models of leadership which are congruent with these new realities.
 We posit that leadership identity should be constructed as plural as opposed to singular. We disconnect “self” from “identity” in this process. Contemporary leaders must have multiple identities to work with an increasingly differentiated clientele and to move within and across multiple groups within his/her spheres of work and influence. And we advocate a de-coupling of the notion of self as enclosed by material monism in educational structures as counterproductive and overly simplistic. Lastly we see a dramatic difference between routinzation and ritualization. They are not the same. The former erases the need for human agency while the latter requires it. Rituals are the stuff of establishing meaning in the world of action. They define the values within which leaders work. They are the staples which connect a dynamic tension and relationship between leaders and followers as all become players in the landscape of human theatre.
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