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Abstract

Experience has shown that the attitude of the person assuming the management func-
tions in the school is a key and decisive element in the quality of the change processes
in the school. Of these ideas is born, the concept of (DL). METHOD. The research design
as a qualitative study by a case study. The main objective is to understand the four
dimensions of DL and the actions of the Principal through representative cases of two
public schools. The techniques used to collect information were documentary analy-
sis, questionnaires, in-depth structured interviews, and observation. RESULTS AND
DISCUSSION. The results found are very broad and correspond to the two schools.
This research presents the results of the LD, which refers to the responses given by two
Principals, of the four dimensions (DL Practices, Shared Decisions, Mission, Vision and
Professional Development). The conclusions are extensive and will be explained in the
development of communication.

Key-words: Dimensions of distributed leadership; Case study; Distributed leadership;
Spanish schools, Principals.
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PERCEPCIONES DE LOS DIRECTORES ESCOLARES A TRAVES
DEL LIDERAZGO DISTRIBUIDO: DOS CASOS DE ESTUDIO EN
ESCUELAS PUBLICAS ESPANOLAS

Resumen

La experiencia ha demostrado que la actitud de la persona que asume las funciones
de gestion en la escuela es un elemento clave y decisivo en la calidad de los procesos
de cambio en la escuela. De estas ideas nace, el concepto de liderazgo distribuido.
método. El disefio de la investigacion es un estudio cualitativo con estudio de caso.
El objetivo principal es comprender las cuatro dimensiones de LD y las acciones del
Director a través de dos casos representativos de escuelas publicas. Las técnicas uti-
lizadas para recopilar informacion fueron el andlisis documental, los cuestionarios,
las entrevistas estructuradas en profundidad y la observacién. Resultados y discusion.
Los resultados encontrados son muy amplios y corresponden a las dos escuelas. Esta
investigacion presenta los resultados del LD, que se refiere a las respuestas dadas por
los dos directores, de las cuatro dimensiones (préacticas Ld, decisiones compartidas,
mision, visién y desarrollo profesional). Las conclusiones son extensas y se explicardn
en el desarrollo de la comunicacion.

Palabras clave: Director Escolar; Dimensiones de liderazgo distribuido; Caso de estu-
dios; Liderazgo distribuido; Escuelas espafiolas.
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1 INTRODUCTION

21st century Society brings and demands changes, the school has be-
come a permanent priority for these changes, influenced by technol-
ogy, globalization processes, program reforms and curricula to name
a few. Experts such as (Leithwood et al., 2006; Harris, 2012; Day &
Sammons, 2013; Spillane, 2017) express that leadership in school ef-
fectiveness and improvement forms a key component considered as
the second-largest school ingredient. The development of school lead-
ers according to (Pont et al., 2009) safeguards a practical preparation
that differentiates aspiring Principal school as assets in service.

The justification of the investigation is basically derived from the fol-
lowing arguments. There are new social demands that require re-
form at the school level, these reforms or transformations must be
promoted from within each school centre. In this context, a strong
direction is basic, whose competences encompass competencies to
perform all functions, from a vision of DL. It urges in the Spanish
centres a school direction that acts as a motor of change committed
with the whole educational community and whose project is com-
mon (Bolivar &San Fabidn, 2013). The school centre’s DL is one of the
most thriving factors that schools have to be effective and achieve
quality results. School leaders are able to influence and shape the
conditions in which they occur (Leithwood et al., 2006).

Research says school leadership makes a difference in schools, one of
the most influential factors in student academic achievement and ac-
counts for 25% of all school effects (Leithwood et al., 2006). It means
that if the Principal exercise DL practices they will be able to influ-
ence the teachers and improve in this way the conditions in the de-
velopment of the processes of teaching and learning.

2 AN APPROXIMATION TO THE CONCEPT OF DISTRIBUTED
LEADERSHIP

The interest of studying DL style, is becoming increasingly import-
ant, the predominant position in contemporary literature regarding
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DL, establishes the following fundamental theories: theory of activity
(Spillane et al., 2004); theory of “substitutes for Leadership” (Jermier
and Kerr, 1997); theories on located and distributed cognition (Brown
& Duguid, 1991; Gronn, 2002); institutional theory (Ogawa & Bossert,
1995) and; motivation theory (Bandura, 1989 & Locke, 2003) (Men-
tioned by Garcia, 2017a).

At present there are many definitions and interpretations of the DL,
but few are clear and the definitions that exist seem to differ from
one another, such is the case of the area of organizational restruc-
turing, there focuses much of the research, on DL’s conceptions, as
horizontal, organic and multifunctional structures replace hierar-
chical structures (Day, 2000; Garcia, 2010). Evidence from different
types of educational institutions confirms the idea that some lead-
ership practices are valuable, in almost all contexts (Leithwood and
Seashore-Louis, 2011). For Spillane et al., (2007) there is a DL’s per-
spective, which recognizes the existence of several leaders and as ex-
plained by Harris (2012), the activities are widely shared within and
between the organization.

The characteristics of the distribution model in the first place focus
primarily on interactions, rather than actions, supervisors and infor-
mal leadership roles. Secondly, it is the direction and influence in
leadership, as well as the improvement of the organization’s instruc-
tion (Spillane, 2012), recognizes the work of all people rather than
contributing to the practice of leadership, if not formally designated
or defined as the leaders. Third, the DL is also fundamental to the
reconfiguration of the system and organization, as well as the rede-
sign that requires horizontal decision making (Hargreaves and Fink,
2000). This model leads to a leadership perspective, as a phenome-
non involving the organization as a whole.

For Bennett (2003) DL appears at the end of 1990; it is there when the
definition of DL actually arises. Harris (2009) points out that the defi-
nition and understanding of DL fluctuate between the normative and
the theoretical, hence the literature supporting the definition of DL
remains diverse and broad-based. Despite these solid investigations,
it is during the last decades, which has emerged in the educational
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research, the approach on the DL (Gronn, 2002, Spillane, 2012), must
be highlighted, that this new position, has been driven by a change of
Paradigm, which moves the individual leader, by the leader or distri-
buted leaders, being the main cause the demands in the educational
leaders and in the world of the Education (Gronn, 2002, Hulpia et
al., 2009). For Elmore (2005) the important thing is instruction, im-
provement and school performance. DL then, means multiple sour-
ces of guidance and direction, following the contours of expertise in
an organization, made coherent through a common culture. It is the
“glue” of a common task or goal —improvement of instruction—and
a common frame of values for how to approach Elmore (2000). On
the other hand, Spillane (2006) & Spillane and Diamond (2007), have
based the study, to a large extent, on distributed cognition to generate
a theory of DL.

The DL of the school centre is one of the most vibrant elements, with
which schools have to be effective and achieve quality results, school
leaders are able to influence and shape the conditions in which they
occur (Leithwood et al., 2006). The review of the investigations af-
firms that to achieve, the improvement of the learning the perfor-
mance of the directors must have traits of a model of up-down rather
than bottom-up however, it should be taken into account that al-
though it is Recognize that a top-down authority model can be more
effective for improving student learning outcomes (Maureira et al.,
2014). The perspective of distribution, focuses on how the practice of
leadership is distributed among the formal and informal leaders and
in the analysed construct is a new leadership based on morals, cen-
tred on values, which by nature promotes its own Socialization, its
distribution in the whole. In theoretical terms, LD corresponds to the
means of multiple sources of guidance and direction, following the
contours of experience in an organization, made coherent through a
common culture (Garcia, 2017a).

3 PROBLEM APPROACH

The importance of the school management, as the performance of the
management teams has evolved over time and is currently aiming, to
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the balance between all the members of the school community and
to the constant improvement in the academic results (Leithwood and
Seashore-Louis, (2011); Knapp et al., 2014; Spillane, 2017). As we ex-
press, Spanish centres a school direction that acts as an engine of
change, must committed with the whole educational community and
whose project should be is common as sharing learning and teaching
(Garcia, 2017b).

Two unfavourable factors must be pointed out for Spain, firstly, in
Spain the school management is very weak, there is a model of di-
rection very different from the rest of the European countries, with
the exception of Portugal (Bolivar, 2012). Both countries have built
an address with very different characteristics, full of difficulties and
unfortunately in the case of Spain, there is no professionalization or
leadership. The characteristics of the system itself are transformed
into barriers to the exercise of leadership. Secondly, the new Edu-
cation law (of Spain, 2013), further closes the doors to an autonomy
of the centres, scarce curricular, pedagogical competencies. Spain is
one of the countries where school managers play lower leadership
quotas. Spain has a weakened direction, must go to international
trends where leadership and an effective direction are key to school
improvement (Bolivar & San Fabian, 2013). The research has shown
that the behaviour and attitude of the person assuming the functions
of management in the school are a key element that determines the
existence, quality and success of processes of change in the institu-
tion (Garcia, 2017b).

4 METHOD

For the development of the objective, qualitative techniques were
applied, in order to understand the DL’s four dimensions (previously
defined) and the actions of the Director (a) through representative
cases of two schools, which illustrate practices in a context Broader.
This study is mixed and with the qualitative study, it is deepened in
the findings thrown in the previous objectives, identifying different
ways of exerting the DL, in the directors (as) of the schools of Madrid,
expanding in this way, the first study of quantitative analysis.
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4.1 Research design

This is a mixed-source case design. It is a case because it deepened
in the DL of a few directors in a profound way, with detailed descrip-
tions of their context and the school. It is a mixed source because
in-depth structured interviews were used, which were applied to di-
rectors, and data from institutional documentary sources, generated
by the same schools, and by secondary sources related to statistical
data of each school, registered by the Spanish Ministry of Education
and Science (Educa Madrid, 2017).

The type of case study that was developed is called an instrumental
case study because it was wanted to get a better understanding. The
instrumental case studies are distinguished because they are defined
because of the interest to know and understand a broader problem
through the knowledge of a particular case (Stake, 2013).

4.2 Population and study units

The study population is the group of Directors of primary education
centres of the Autonomous Community of Madrid, corresponding to
244 public primary schools and 277 private, according to the data-
base of (Educa. Madrid, 2017).

4.3 Study sample

An intentional sampling was carried out with four directors (as). The
following criteria were defined to select the case studies:

* The type of institution.
* The size of the institution.
* Recognition of the quality of the school.

* DL profile identified.
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The selection of schools in particular for this qualitative case study
has been based on:

* The four primary schools are of a different nature to more easily
perceive the existing DL dimensions.

* The chosen schools allowed to see if there is evidence of an inno-
vation history that has characterized schools as a potential site
for research on DL.

* In most schools the principal has had a long period of time in
school which means that leadership processes should be well in-
tegrated into the school culture.

o The four schools are a sample of a wide range of complexity fac-
tors based on contextual characteristics including socioeconomic,
educational, cultural and linguistic diversity. School communities
are likely to gain some benefit from participating in the research
project.

* The existence of a sincere will by the principal and other key staff
members to participate in this research project during the years
2014-2016.

Based on these criteria, the study cases selected in this research were
the following schools in the city of Madrid (Figure 1).

Case Study No. 1: OG
Case Study No. 2: SP
Case Study No. 3: JV
Case Study No. 4: CR

Case Study No. 1: 0G
Case Study No. 3: JV

Figure 1. Selected schools
Fuente: Elaboracion propia
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In relation to the gender of the directors in the case studies there are
three directors and one director at the OG School. The ages of the
directors (as) are 32 years (SP), 40 years the director of the OG, 55
years the director of the JV and 60 years the director of the CR School.
Years of experience as directors in the respective schools were var-
ied. The less experienced is the director of SP with two years in office.
The director of the OG School and the director of the CR School are 8
years in office and the most experienced is the director of the JV with
14 years. The composition of the selected schools is 31% (1 school)
for the schools and 69% (3 schools) for public schools. Then, there
is a range whose population ranges from 200 to 298 students, corre-
sponding to the LS and CR schools. Two of the schools with 550-689
students: JV with 550 students, and OG with 689 students.

4.4 Objective and variables of the study

To understand the actions of the Director in relation to the DL through
two schools of the representative sample that illustrate the practices
of the managers in a broader context. The variable to describe is DL.
It focuses on the interaction between the employees, in which it rec-
ognizes the work of all the individuals by contributing in the practice
in the decision making and in the delegation of responsibilities and
authority, even if they are not formally defined as leaders, and it is
fundamental in the configuration of the system and of the organiza-
tion because the redesign of the organization requires a process of
decision making shared (Garcia, 2017a).

Distributed leadership consists of four dimensions, which are listed
below:

41



42

R-LEGO - Revista Luséfona de Economia e Gestdo das Organizagdes, N.° 7, 2018

Shared vision, mission and goals: it is the aspect of distributed leadership that implies that everyone is committed to
the shared goals of the institution with a sense of purpose or long-term vision; It is considered that the school has a
set of shared values that guide the efforts, promote confidence and commitment among teachers, managers,
administrative staff and educational community. There is a strong commitment to the shared goals of the
Organization as a whole and the philosophy of the school and a long-term vision of the college are shared with
all staff: The school is sensitive to the needs of the students, parents and community, and it generates support
in helping, establishing and communicating the group clearly the course of the institution.

> o

Distributed Leadership Practices: there is a delegation of work, and the Director assumes that the sum of the shares
represents more than the parties, because the participative work translates into a learning for the organization. The
management considers that the most participatory forms of leadership work best and allow access to the collective
knowledge of the organization, as well as to manage democratic processes to use the conflicts productively, which
requires to arrange and regularize informal relations to improve existing agreements

n 2

Professional development of teachers, complexity of the task: relates to reflection and dialogue to delegate, Orient,
leverage and improve the skills and knowledge of all teachers, and create a positive and effective common culture, as
well as Provide a consistent and coherent school curriculum between subjects and levels, as well as a system of goals
and incentives. Leadership actions contribute to the development of people in order to advance productively in the
institution. Management and leadership are practiced as a reflection of the school's culture, ethics and traditions. In
addition, it includes the planning of the professional development of the team, through assistance to seminars, courses,
workshops, etc., and supports the allocation of the necessary resources to promote the efforts of school improvement.

Shared decisions of the Organization: we work on the basis of cooperation rather than competition, to promote
productivity within the school, with a "holistic" vision of the organization and with flexible professional practices. The
members of the organization discuss and help each other in a spontaneous way to solve any problem, through
agreements to modify certain organizational structures, and through parental involvement, in order to make decisions
about teaching and leaming their children in school.

Figure 2. The four dimentions of distributed leadership.
Source: Own elaboration base on Groon (2002) and Elmore (2000).

4.5 Participants and instruments for collecting information

The study cases selected in this research were: Case Study No. 1: OG
and Case Study No. 2: JV. Both public primary schools, located in the
Tetuan municipality of Madrid Capital (Figure 1). In the cases, six
visits were required (between 2014 and 2016), for data collection,
through interviews with the director (a), as well as by observation-
al records. An in-depth interview Guide (interview guide) was de-
veloped (Varguillas & Ribot of FLowers, 2007). There was a greater
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deepening in the perceptions of the two cases under study (manag-
ers, schools, organization, communities ...) than with other methods
of collecting information. In elaborating the protocol of the inter-
views have been presented the questions to deepen the dimensions
of the DL and previously collected in the questionnaire presented.

Aspects related to demographic variables were also investigated and,
specifically, with school dropout, unemployment and the economic
policies to cut the current Spanish crisis. In this way, continuity and
coherence were given to the research.

As a structured interview, all the questions that were asked were
previously planned. The questions were coordinated with the script
made in sequence and directed form, based on the dimensions of DL.
The recording was used to carry out the interviews since in this way
the mechanism was facilitated to obtain objective data in relation to
the investigation. This procedure assured the reliability of the words
and the language, the recordings were transcribed to be analysed
with the application Atlas.ti.

In general, the analysis process was combined, which relates to the
researcher’s creativity, identifying four phases. (i) Primary contact
with the document (Organization, classification and initial informa-
tion readings). (ii) Preparation of the document. (iii) Analysis (con-
struction, designation and definition of categories of first and second
order [selection of analysis units, code assignments, code relation-
ship] and network creation). (iv) Analytical interpretation (descrip-
tion of Findings or theorizing) (Varguillas, 2006).

The use of the Atlas-Ti enabled the development of content analysis,
which is an appropriate technique for the objective, systematic and
qualitative description of the manifest or implicit content of a data
source such as interviews. This research was configured with the
hermeneutic unit called DL, a hermeneutical unit is the file generat-
ed by the Atlas-ti. In this investigation all the interviews were loaded
before debugging (application of the software) and from these it was
processed to the codification.
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Among the advantages of the interviews is that the honesty of the
answers to the items is very high, as well as the information collect-
ed is more complete and of a higher quality. As for the procedure of
application of the interview, the respondents, were mentioned at the
beginning of what was being investigated (script of the structured
interview), why and for what, in order to generate a climate of trust
and therefore greater degree of sincerity in the answers that were
given. They were also informed of the confidentiality of the informa-
tion, and that their arguments were valued and their views perfect-
ly understood. The procedure used in this investigation was done in
four stages (Figure 3)

: 2. Integration of each o -
1. Understanding the P | 3. To delimit the findings of
category with its 1 . =
data. properties. I the investigation.
|

4. Collects the writing of the results, after a process of relation, comparison and reduction
of the incidents pertaining to each category.

Figure 3. Stages of content analysis.
Source: Own elaboration base on Boréus, K., & Bergstrom, G. (2017).
With the process of organization of findings, we sought to spin each
of the answers of each director, in order to find the meaning that
they might have, the complex realities of each of the schools in the
network of categories.

5 RESULTS
5.1 Context of the case study

The research was carried out in Madrid Capital, in the municipali-
ty of Tetuan in Spain (Figure 4), have studied in depth two centres
of public education infantile, one of them bilingual. In relation to
the population of Tetuan has 153,789 inhabitants and an extension
of 537.31 Kmz2, distributed in the official districts: beautiful views,
four roads, Castillejos, Almenara, Valdeacederas and Berruguete. In
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inquiring about the data of distribution of foreign population in the
database of the census it is observed that Tetuan has 69,036 inhabi-
tants, divided mainly between Ecuadorians, Dominicans, Romanians
and Moroccans.

Figure 4. Madrid Capital and Tetuan y Municipality of Tetuan
Adapt from Municipality of Madrid (2017)

In the two schools studied, the demand for enrolment of students in
general is high, the unadmitted are very few. The socio-cultural and
economic level of the families of these children is of great diversity.
In relation to the immigrant representation of the infantile popula-
tion, the majority is distributed in the following populations: Domin-
ican Republic, Colombians, Venezuelans, Paraguayans, Ecuadorians,
Romanians, Moroccans and recently many Asian.

Both schools have a dining service, whose main objective is to help
the parents of the students so that they can make their family and
work life compatible. They also exist in the Spanish schools, the as-
sociations of mothers and parents of students (AMPA), whose funda-
mental objective is the representation of the interests of the parents,
mothers or legal guardians in the educational centres of their chil-
dren.
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5.2 Two public schools and two different ways of looking at school
management

5.0.1 Casel OG

OG is inaugurated on August 13, 1976 by President Adolfo Sudrez,
the first Democratic president of Spain (1976-1981), after the dicta-
torship of General Francisco Franco. OG was born with democracy,
when even the municipality of Tetudn was in the process of urban-
ization. Currently immigrant students represent 44% (268) of a total
of 689 students. In relation to the teaching staff, the school principal
explains that:

[...]isline three, has integration, E. Compensatory and hear-
ing and language. It is also counted with the attention of a
counsellor and a PTSC (director OG).

The Faculty of Professors of the centre make up, in the area of infan-
tile education, 10 professors. From first to sixth grade there are 24
classrooms with 12 teachers and six in English. There is a team of
educational and psycho-pedagogical orientation (EOEP), formed by
a psychologist and a technical teacher of services to the community
(PTSC). In addition to the kitchen staff. OG is considered an ordinary
centre with support for students with special educational needs, with
educational compensation program, TGD Classroom project and Bi-
lingualism project. Due to these characteristics, the attention of the
EOEP of sector is priority by the two professional profiles of educa-
tional orientation and services to the community (PTSC).

5.2.2. The OG s director and an approach to school improvement

[...] My professional experience as a teacher in public edu-
cation began more than seventeen years ago, exercising my
teaching work in five schools in the community of Madrid,
located in different social environments, with heteroge-
neous students and organizational models Different. In two
of them participating actively as a member of the school
Board, coordinator of Cycle six courses, collaborating closely
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with all the resources of the environment, Town Hall, health
centre, social workers, school of parents etc. With a high de-
gree of satisfaction in achieving the proposed objectives. En-
ter the OG with a management project (Director OG).

The MVMC dimension is based on a consistent school curriculum:

[...] we are a bilingual centre, we have the project of the
community of implantation of bilingualism, we go for
fourth course, we are now concretizing the dates for the ex-
aminations of second and third of the external tests of the
language, because that is a project in development and That
goes well and that benefits the whole school. (Director OG)

Of the MVMC dimension considers attractive and challenging:

[...] T think we have a shared line with the management
team for a long time, who have changed to the head of stud-
ies, but we maintain the same line, I think we are at a point
that we have achieved very concrete and very clear objec-
tives, that we are at a good time In school, we always have
to improve and we have a path to do and in that we are, in
fact we have plans, which transmitting through the cycles of
the AFP and new proposals for improvement and communi-
cating of course, getting the ideas , but with a clear line and
a clear directive, i.e. that the line is quite marked and then
elsewhere (Director OG)

The second dimension analysed is CD. The interviewee said that the
decisions were summarized:

[...] In the participatory structure, promotion of collabora-
tive work, promotion of productivity and holistic vision (di-
rector OG).

With regard to the participatory structure, it can be emphasized that
the OG has an organizational design that allows to incorporate the
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different actors of the educational process in the decision-making
(management, teachers, students, parents). To what the director says:

[...] And also a way that parents are in more contact with the
centre, we also have a pretty collaborating kettle and that
organizes many activities also with parents, some party and
the educational community also forms part with a certain
weight in the centre, although the most Important is chan-
nelled through the school board and parent involvement of
the school board (Director OG).

The third dimension analysed is PDL, the interviewee said:

[...] that the same is summarized in the distribution of tasks,
the use of skills, the delegation of leadership, the responsi-
bility, to establish communication at all the levels and access
to the collective knowledge. (Director OG).

The perception of the director to the DLP as a strategy to access the
collective knowledge of the organization and that the most partici-
patory forms of leadership work best is that the manager delegates’
work and works by consensus:

[...] But I think we have a shared line with the management
team for some time, who have changed to the head of stud-
ies, but we keep the same line. We are at a point that we
have achieved very concrete and very clear objectives, that
we are at a good time in school, that we must always im-
prove and we have a path to do and in that we are, in fact we
have plans of improvement, which transmitting through the
Cycles of the AFP and the new proposals for improvement
and communicating it of course, getting the ideas, but with
a clear line and a clear directive (Director OG).

In the fourth Dimension OG DP, the interviewee said:

[...] thatitis based on training, resources, technology, curric-
ulum, motivation and complexity of the task (Director OG).
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There is professional development which provides a school curric-
ulum consisting of improving education, innovation in music teach-
ing. The Computer science project applied to musical education has
shown, in the time that students show great interest in computer re-
sources and has served to address music education with the help of
other tools. The general objective is to use ICT as a didactic resource
to reinforce the curricular content of music education in the third
primary cycle. As well as putting into practice new pedagogical and
didactic approaches, to facilitate the educational innovation and to
adapt the work of students and teacher to the new educational neces-
sities and to their sociocultural environment.

5.3 Case2]V

The story points out that the school was planned in the year 1922,
when the city Council of Madrid approved a plan to build six school
groups: Méndez Alvaro (later called Menéndez Pelayo), Chopa (then
Joaquin Costa), Antonio Lépez (Concepciéon Arenal), Moncloa (Pérez
GaDL0s), Ventorrillo (Pardo Bazan) and Bravo Murillo (Jaime Vera).
The style of architecture is called Mudejar by the use of the brick seen
and its arches.

The primary education is organized in two sections (teaching teams):
The first one corresponds to the courses of 1°, 2° and 3°, while the
second groups to the courses of 4th, 5th and 6t.

By asking the director of the JV about his seniority at the institution
and his preparation he says:

[...] Because it has been my only professional activity, I
started in 1978, I started as a teacher and started to occupy
management positions in the year 92, at the school Ignacio
Zuluaga, I took the address of the centre, I was in that school
eight years and to be a school for needs I change to this oth-
er, the JV and here I have been in the office of Management
since the year 2000, which are fourteen years in this school
plus eight in the previous (Director JV).
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5.3.1 Valuing diversity: The JV Principal made the assessment of
diversity and integration

About the MVMC dimension the director characterizes it by valuing
diversity and sensitivity to the needs of the families and redesign of
the organization. The director believes:

[...] that the school is sensitive to the needs of the students,
parents and local community. Not because I or my manage-
ment team did but because, the school, the children have
been asking us to change in some way, the work done with
them, but let’s say the structure is not marked, there we
have no capacity to maneuver ... (JV Director).

In relation to the PDL dimension, it associates it with the contribution
to the institution by the teachers who assume new roles of leadership
and with those PDL as a strategy to access the collective knowledge
of the organization.

With regard to the third dimension, the CDs in the JV school are char-
acterized by lack of a holistic vision, but if there is a curricular vision,
cooperative work, redesign of the organization and existence of en-
riching professional practices.

Precisely, within the core objectives of the school, it is envisaged to
acquire in at least one foreign language the basic communicative
competence and to start in the use of information and communica-
tion technologies. They are also deeply concerned about dropping
out of school. In relation to the first moment of the economic crisis,
the dropout and the negative influence in the school, he added:

[...] At first it was a little difficult, well more than difficult, it
was a sudden change; Because when I came to school in the
year 2000, talking about 600 students who were in school, as
there were 400, 450 Spaniards, 150 foreigners. The follow-
ing year in the 2001 practically equalled. And in the year
2002, it was backwards, practically 75%-80% of the popula-
tion is not Spanish and the rest, yes, Spanish (JV Director).
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The director exhibits about desertion and its consequences:

[...] The problem is that the course begins with twenty-five
students and throughout the course have gone eight or nine
and have come another ten or twelve, that’s the problem:
When a student is incorporated in the primary room com-
ing from an educational system other than ours and in many
cases s with knowledge and skills quite looser (JV Director).

About the DLP in relation to what it thinks or believes that non-con-
sensual decisions are imposed or that more participatory forms of
leadership work best, he says:

[...] The decisions imposed are usually not good, we always
try that dialogue and the one that is never going to reach
100% of consensus. But good always after a debate you
come to the conclusion, that a majority adopts a certain line
of work, and that line of work has to yield, followed by all;
within the freedom of lecture that every teacher has. But if
you mark a line of work, those lines each teacher in your
own way but you have to comply (JV Director).

Reading is considered an essential factor of intellectual enrichment
and constitutes a key activity in education, as one of the main learn-
ing tools whose domain opens the door to new knowledge. Finally,
the evaluation of the Director in relation to MVMC, this dimension
tends.

[...] towards diversity and emphasizes the sensitivity to the
needs of the families and redesign of the Organization (Di-
rector JV).

The Director values diversity and is considered a flexible person di-
recting the organization, but cannot leave aside the current features
of the organization and highlights these features with the following:

[...] The main problem is not that they are not Spanish, the
main problem and I have said many times in interviews
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and surveys, is how these students have been incorporated
into the educational system. I have always said that if here
at this school or in any, a teacher gives you thirty or twen-
ty-five students from whom we have here in the Domini-
can Republic, Ecuador, Colombia, and Bolivia I do not care.
But you give those 25 students in September and finish the
course and are the next course and make the primary com-
plete with us, the result we get from these students, as they
were born in Santo Domingo or who were born in Seville,
the result would be the same. (JV Director).

Discussion and conclusions

It should be emphasized that the main strength of this case study is
that it provides relevant data on the reality of DL in two schools in
Madrid, Capital, Spain. This discussion aims to give a critical look,
specifically the study of cases compared with the results that indicate
other research in the area. In this case study, the results of the inves-
tigation are not intended to be conclusive and have its limits (Stake,
2013).

To successfully achieve the result of the work, all the syntax rules set
by the Atlas program were followed. TI and the parameters estab-
lished by the researcher in the case study were used. Now, combin-
ing technology by itself through the use of the Atlas. It is not signif-
icant, the valuable is the interpretive capacity of the researcher (a),
because it is precisely there that emerge the findings characterized
by the unpublished.

In the line of the DL, the figure and role of the director does not disap-
pear but emphasizes its central value, as it is considered a key piece
to develop a collective leadership, promoter of the improvement in
the learning (Spillane, 2017; Harris, 2012). It cannot underestimate
its importance, on the contrary it must be accepted from the role of
Impeller and coordinator of the improvement and innovation of the
processes of teaching-learning, since the research shows that without
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an active support and sustenance of leaders in positions Formal as
directors the DL will not arise or be held in school.

In this research, both schools have shown that the behaviour and
attitude of the person, who assumes the functions of management
in the institution, are a key element that determines the existence
and quality of processes of change in the institution. Entering the
addresses through the project of direction in Madrid, it is important,
for the directors to be elected. The project is an instrument present-
ed to a committee of parents, professors and representatives of the
administration. It contains in writing a proposal for an educational
plan that includes the vision of the Centre; In addition to values, prin-
ciples and modes of action. Although the project is designed for the
first four years, both managers have been re-elected and the work
continued. In these two cases the directors were chosen for their in-
novative projects.

One of the main findings in this case study is that, both directors have
lived and deepened, social changes, unemployment of families and
desertion product of the severe current economic crisis in Spain. The
inclusion of students, a product of immigration in both schools, im-
plies social work of integration and high communication values.

[...] the priority here is logically the curricular matter, then
the child has to learn languages, has to learn mathematics,
has to learn geography, history, but has to learn to be a cit-
izen, to be with others, to behave with others, to Respect
others and in that we are lucky because, as we said before,
having so much variety of cultures, so many variety of na-
tionalities, you have to learn to respect the partner because
there are five, eight, ten different nationalities in each class
(Director JV) .

The two schools are characterized by having a DL, with high levels
of participation of the students, and of commitment, that is, every-
thing that refers to the collaboration and leads to a more inclusive
approach of the diversity, is applied. It also demonstrates the com-
mitment of directors, in the face of inclusive solutions, for those who
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live in difficult situations, by the Spanish economic crisis, foreign and
Spanish students from different backgrounds, especially Latin Amer-
ica and Central Europe; Students with special, transient, permanent
educational needs; and, students psychologically affected by family
situations of abandonment or violence.

The management of the curriculum focuses on objectives and learn-
ing criteria, the possibility for students to acquire the desired com-
petencies and integration. In both schools, the high immigrant pop-
ulation is a priority for the management of the Centre, facilitating
resources and enabling the objectives to be achieved. The Director
notes, in relation to the improvement of the education to the rein-
forcement of language and mathematics:

[...] we have flexible groupings up to sixth of primary, in
mathematics and languages, only in first, because we con-
sider that first we have distributed the resources where
more is needed and second because we consider that in the
language it is better that all the students are in a group. Be-
cause it enriches, because and when you limit the groups
in curricular competition the lower groups impoverish the
language a little and we saw that it was not the most op-
timal. We only keep it in first because it is when they are
learning the scripture and if there is a substantial difference
(Director OG).

Both managers drive and participate coordinating improvement
projects in the case of OG, information and communication technol-
ogies, but also, for example, in programs related to experimental sci-
ences, with coexistence or bilingualism.

In the JV, students attend other centres, participating in exchange ex-
periences between the centres. They also relate to the educational
administration they depend on, to which they account, both in the
organization of their human resources, supports teaching, etc. The
different administrations are a support for the centres, but they also
look for links with Society for example: through non-governmental
organizations, associations, etc. (Arias & Canton, 2006).
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For the director of the JV the priority is the management of the cur-
riculum, has expressed throughout the visits that management, fo-
cuses on objectives and learning criteria, despite the financial cuts or
the rotation of students of various Nationalities, have worked for the
programming to value, and therefore, there is a greater possibility
that the students acquire these desired competencies.

One of the most highlighting and positive features of principal OG
is to have proven to interact with all members of the internal and
external school community. The school stands out for a large num-
ber of awards within the community of Madrid. With this aptitude
has promoted not only the distribution of the leadership, but also
the social distribution of the influence in the group (for example the
AMPA, scholarships of the dining room, competitions). It favours de-
cision-making together (Harris, 2012; Gronn, 2002). In the exercise
of DL, all members of the community are involved, so that they are
committed to the dimensions and project of the school.

The school OG is distinguished by generating improvements in the
education, emphasizes the reinforcement of language and mathe-
matics; Special activities complementary outputs; Special cultural ac-
tivities; Innovation project in music teaching and technology.

It is observed that the Director has expressed the promotion of equity
and social justice (Ross and Berger, 2009), reveals in the discourse
and action, a social, ethical and political commitment to public edu-
cation, which he considers valuable for his levelling function of the
Inequalities present in society and therefore transforming.

Both directors consider and have demonstrated with facts that the
important thing is to enrich and distribute the commitment to the
education of the students through the available tools of the school, in
spite of the difficulties.

Both the OG and the JV have within their objectives to work with
pedagogical and methodological principles which translates into an
active methodology, in which the students are the subjects of learn-
ing, using mainly strategies based on the game, motor of the whole
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process of teaching — learning and didactic resource par excellence
in all areas of the curriculum. In this regard, authors such as Gémez
(2014) argues that the active methodology has among the fundamen-
tal pillars of the so-called “methodological renewal”. It is necessary to
take into account the pedagogical renewal developed in Spain, stud-
ied through some of the most emblematic schools of the pedagogical
panorama, allowing to have a valuable information that clarifies its
evolution, shows the different Pedagogical ideas of each experience
and generates a necessary vision of the whole past and present.

The JV works with values focused on shaping justice, solidarity and
tolerance; to develop critical capacities and the crucial spirit; Edu-
cate in respect for the environment and develop the entrepreneurial
spirit.

At this point the JV Director points out:

Of utmost importance in these times, to teach the values of the
philosophy of formation for peace, cooperation and solidar-
ity among peoples. The school must educate for the life and
develop in the students the capacities and competencies nec-
essary for an active social participation. It must contribute to
the awareness of all in the construction of a better world, a
more just and more humane world within a democratic soci-
ety, free, fair, responsible and in peace (Director JV).

Theoretical research and analysis is evidenced, as proposed by Gronn
(2002, 2008), in the practice of the three conditions (collaborative,
collective and coordinated distribution), by the Principals of the two
schools of Madrid. From this analysis it is clear that it is key to under-
stand that by working collaboratively with the committed, capable
actors, and locally adapting some general suggestions, to retake the
strengths and overcome the weaknesses of individual leaderships,
it I could get a formula with good results, and, of course, a first-rate
education with quality.

The management model prevailing in Spain, is Democratic (Arias and
Canton, 2006), for these Principals participatory work is a practice of
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DL, when redesigning the organization has proven that educational
leaders, develop their schools as effective organizations that support
and maintain the performance of teachers and students, their contri-
bution to team work and student learning.

Changes in the division of labour occur with the incorporation of
new tasks and new requirements this seems to have two parts the
technical part and a social form. In the DL, the division of labour
becomes evident, when individuals and groups do so on the basis
of their values and interests. These relationships are a key source of
social and organizational power, if compared to exclusively hierar-
chical or centered forms of leadership, it is thought that DL reflects
more accurately the division of labour that is lived within the organi-
zations on a day-to-day basis.

Participatory work results in learning. The concept of LD is signifi-
cantly overlapping with the concepts of shared leadership (Pearce
and Conger, 2003), Collaborative (Wallace, 1989) Democratic (Gastil,
1997) and participatory (Vroom and Jago, 1998) mentioned by Garcia
(2010). DL represents a set of practices to set course and exert influ-
ence, potentially “by people at all levels, more than a set of personal
characteristics and attributes of people at the organizational cusp”
(Fletcher and Kaufer, 2003, p. 22).

The most participatory forms of leadership work best in complex
tasks. Experts in theory of the school organization (Leithwood el al.,
2006; Leitwood, 2009) have argued, that the complexity of the task is
a key variable, which determines DL’s responses

Cooperation is related to the concept of planned alignment which is
comparable to the holistic modality already mentioned in the pre-
vious development of this work (institutionalized practice) (Gronn,
2002, 2008).

The direction of OG has strong characteristics that approximate it to
the institutional leader. Focused on MVMC. The Director has clear
and timely answers to the problems that throughout the develop-
ment of her professional career in the centre have been raised. The
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synthesis of the perception of the director of the four dimensions of
DL is: CD is the participatory structure, promotion of collaborative
work, promotion of productivity and holistic vision. MVMC are all
those commitments with the institutional goals, goals oriented to
the needs of the students, to the families and the structure. PDL re-
fers to the distribution of tasks, the use of skills, the delegation of
leadership, responsibility, communication at all levels and access to
collective knowledge and finally professional development is based
on Training, resources, technology, curriculum, motivation and com-
plexity of the task.

The director of the JV not only reviews, it takes into account that ev-
erything is adapted to the norm. The Director understands a specif-
ic characteristic as a communication or collaborative promoter: He
has more experience sharing decisions rather than his leadership;
they encourage cooperation in the accomplishment of tasks, promote
communication, group integration and promote the joint work of the
members of the organization. The integration they promote is group,
among people, but it is not an institutional integration. The synthesis
of the perception that has the director of the four dimensions of the
JV is the MVMC characterized by the valuation to the diversity and
the sensibility to the needs of the families and redesign of the orga-
nization.

It associates PDL with the contribution to the institution by the teach-
ers who assume new roles of leadership and with those PDL as a
strategy to access the collective knowledge of the organization. With
regard to CDs they are characterized by lack of holistic mink, but if
there is a curricular vision, cooperative work, redesign of the organi-
zation and consists of enriching professional practices.

References

Arias, A. & Canton, I. (2006). Leadership and management of
educational centers. Barcelona: Davinci Continental.



GARCIA: Perceptions of Schools Principals through distributed leadership

Bennett, N. (2003). Distributed leadership Full report. United Kingdom:
Nottingham. National College for School Leadership

Bolivar, A. (2010). How does a pedagogical and distributed leadership
improve academic achievement? Review of research and proposal.
Magis. International Journal of Research in Education, 3 (5), 15-32.

Bolivar, A. (2012). Politicas actuales de mejora y liderazgo educativo.
Madlaga: Aljibe.

Bolivar, A., & San Fabian, J. (2013). LOMCE: A new law to improve
educational quality? Organization and Educational Management,
21(D), 7-11

Boréus, K., & Bergstrom, G. (2017). Content analysis. Analyzing Text
and Discourse: Eight Approaches for the Social Sciences, 23.

Day, D. (2000). Leadership development: a review in context.
Leadership Quarterly, 11(1), 581-613

Day, C. y Sammons, P. (2013). Successful leadership: a review of the
international literature. Nottingham: CfBT Education trust.

EducaMadrid (2017). http://www.madrid.org/cs/Satellite?pagename=
Portal Educacion/ Page/EDUC_home

Elmore, R. (2005, June). Accountable leadership. In The Educational
Forum (6) 2, 134-142.

Elmore R (2000). Building a new structure for school leadership. The
Albert Shanker Institute. Washington, DC

Fletcher, J. & Kaufer, K. (2003). Shared leadership: Paradox and
possibility. In Pearce, C. and Conger, ]. (eds), Shared leadership:
Reframing the hows and whys of leadership. Thousand Oaks, New
Delhi: Sage Publications, pp. 21-47.

Garcia, I. (2010). Distributed leadership, an innovative vision of
school management: a theoretical perspective. Revista Omnia, 16 (3),
19-36.

Garcia, I. (2017a). Educational Innovation from Distributed
Leadership: Case Study Spanish Public School. Journal of Educational
Psychology-Propdsitos y Representaciones, 5(1), 241-273.

59



60

R-LEGO - Revista Luséfona de Economia e Gestdo das Organizagdes, N.° 7, 2018

Garcia, I (2017b). Educational Leadership performance of managers
according to the vision of the practical dimension of distributed
leadership. AIDIPE2017, XVIII International Congress of Educational
Research and AIDIPE Interuniversity Association of Pedagogical
Research, Salamanca, Spain, July 28.

Gronn, P. (2002). Distributed Leadership. Second International
Handbook of Educational Leadership and Administration, 1(2), 653-
696.

Gronn, P. (2008). The future of distributed leadership. Journal of
Educational Administration, 46(2), 141-158.

Hargreaves, A., & Fink, D. (2000). The Three dimensions of reform.
Educational Leadership 57(7), 30-34

Harris, A. (2009). Distributed leadership: what we know. In Harris,
A. (ed.), Distributed Leadership: Different Perspectives. Dordrecht:
Springer, pp. 11-21.

Harris, A. (2012). Distributed leadership: implications for the role of
the principal. Journal of Management Development, 31(1), 7-17.

Hulpia, H., Devos, G., & Van Keer, H. (2009). The influence of
distributed leadership on teachers’ organizational commitment: A
multilevel approach. The Journal of Educational Research, 103(1), 40-
52.

Knapp, M., Vangelisti, A., & Caughlin, J. (2014). Interpersonal
communication & human relationships. Pearson Higher Ed.

Leithwood, K., & Seashore-Louis, K. (2011). Linking leadership to
student learning. John Wiley & Sons.

Leithwood, K., Day, C., Sammons, P., Harris, A., & Hopkins, D. (2006).
Successful school leadership: What it is and how it influences
pupil learning. (Research Report 800). London, UK: Department for
Education.

of Spain, G. (2013). Organic Law 8/2013, of December 9, for the
improvement of educational quality. State official newsletter.



GARCIA: Perceptions of Schools Principals through distributed leadership

Maureira, O., Moforte, C., & Gonzalez, G. (2014). More distributed
leadership and less leadership: New perspectives to characterize
processes of influence in schools. Educational profiles, 36 (146), 134-
153.

Pont, B., Nusche, D., & Moorman, H. (2009). Mejorar el liderazgo
escolar, Volumen 1: politica y practica. OECD Publishing.

Ross, J., & Berger, M. (2009). Equity and leadership: Research-based
strategies for schoolleaders. School leadership and management, 29(5),
463-476.

Spillane, J. (2012). Distributed leadership. San Francisco, CA: Jossey-
Bass.

Spillane, J. (2017). Leadership and Learning: Conceptualizing
Relations Between School Administrative Practice and Instructional
Practice. In How School Leaders Contribute to Student Success (pp. 49-
67). Springer International Publishing.

Spillane, J., & Diamond, J., (2007). Distributed leadership in practice.
New York: Teachers College Press.

Spillane, J., Camburn, E. & Pareja, A. (2007). Taking a Distributed
Perspective to the School Principal’s Workday. Leadership and Policy
in Schools, 6(1), 103-125.

Stake, R. E. (2013). Pesquisa qualitativa/ naturalista: problemas
epistemoldgicos. Educacao e Selecao, 7(1), 19-27.

Municipality of Madrid (2017). http://www.madrid.es/portales
munimadrid/es/ Estadistica/Areas-de-Informacion-Estadistica/
Demografia-y-poblacion

Varguillas, C. & Ribot of Flowers, S. (2007). Conceptual and
methodological implications in the application of the interview in
depth. Laurus, 13 (23), 45-65.

61



