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On the complexity of being a principal and a pre-school leader

- Emerging identities and performance in a new work reality
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This paper is the first piece of a jigsaw puzzle in an effort to studgahditions that enable
Swedish principals and preschool leaders to do a good job, createngityiand safeguard
health.The present study is the first step to approach the overarching aim of understanding
how principals® and preschool leadassfgnmerst are interpreted armbnstruecand of who

or what enables or prevents them from doing a good job. filmagy aim of this paper i®

narrow down how thassignmen(the task))s interpreted and to identify the markers for how
principals and pschool leaders look upon the chances of doing a good l@se markers

will subsequently form the basis of andepth qualitative studye have begin

How is theassignmeninterpreted? Do conditions exist for doing a good job? These are
seemingly moest issues, albeit quite central both for individual wellbeing and for the benefit
of the organiationwith regard to individual performance (Ericsson, 2010). This opens up two
concepts that are central to ussignment and performance. We have replaced the more
conventionalconcept of workby the concept ofissignmentWork is often defined a®an
intentional valuecreating activity@Docherty et al., 2008\Where focus lies ohe focus of

this papeties on the actual operation perforanigy the individual, i.e. the very activity itself.
Choosing the termaSsignmer® invéves zooming out (Nicolini, 200%rom the immediate
operation and referring instead to thencipalsand preschooleaders view of the aim and
meaning of being on thieb in a wider perspectivén other words, it entails an idea of what

is to be completedyhich comprises both tHeadersown interpretatiorof her workand oher
peopleOs expectation contrast to OworkO, which can be easily restricted to indaviaiuel
their activities, @signmer® is more tangibly and intricately intertwined wiv, political
decisions, pupils, teachers profession astder people concernand discussionsThe
interpretation and view of one@ssignmentthus becomes more clogelinked to other
phenomena like affiliation and identity, the experience of meaningfulness, of contributing to a



social context and pride, but also to guilt, shame and insuffiency (Ericsson, 2010). Hence
relationships and the conformity witvnditions for doing a good job become important in
several respects. |If there are no chances of doing a good job, various reasons for this will
probably be presented. Such a strategy runs the risk of reducingxpeeience of the
importance of thassignmentlin other words, if nobody cares about what | am supposed to
do, there is every reason to question whether those around look upon this as important.
Naturally, this affects our sedivaluation of theassignmentas our understanding is socially
construed, i.e. bgther peopleOs actual, impliedmagined presence (Weick, 1995). Another
possible risk is an experience of insufficientye reverse side of the coin would be that there

is a positive connection between how the assignment is interpreted and how individuals
consider themselves having met the implicit and explicit demands involved in this
interpretation. This will instead produce meaningful experience, fulfilling the urge to

contribute to a social context, and evoking aifeedf pride.

We know that these seemingly modest questions about haassignmenis interpreted and
whether conditions obtain for doing a good job as well as the actual answers in local practice
have a great effect on both individuals and organizat{&nicsson, 20100n the other hand,

we do not know how principals perceitheirassignmentwhether they regard themselves as
possessing the qualities for doing a good job or who/what enables and/or prevents them in

their effort to fulfil theirassignnent

Knowledge about all the issues mentioned above is important for creating and maintaining
good conditions for efficient leadership which contributes to, supports and manages
organizations and teachers in such a way that they are able to perforrastigirmerst
satisfactorily, both in private and public schools and preschools.

Working Life Changes

Quite a few people have in recent decades experienced changes in the character of their work.
These changelsave involved a gradual shift from clear, wedlfined tasks to more diffuse

areas of responsibilitfEricsson & Bengtssoemops, 2014; Kira & Forslin, 2008). No longer

does it seem possible to cognitively and emotionally plan the time the work contiétagevi
(Aronsson, 1999; Aronsson, Svensson, Gustafsson, 2003). A number of such jobs are found
within what is usually referred to @®mplex andknowledgeintensive organizationsSuch

jobs are usually characterized by containing a certain amount oft ekpewledge by



operators who possess an equal or better understanding of the job than their superiors.
Furthermore, they are also characterized by requiring a high degree of commitment and active
participation beyond the actual performance of the taskn@san et al 2003. Perceiving

oneOs job as important and absorbing is a mark of its meaningfulness, which is a necessary
condition for jobs with healtpromoting potential (Ericsson, 2010; Kira and Forslin, 2008;
Nilsson, 2010). Neverthelesthese aregbs of a type often connected with high emotional

and cognitive pressure (Kira and Forslin, 2008). Schools exemplify both sides of the coin:
emotional and cognitive pressure parallel witeaningfulness and commitmenthe
principal holds the role entailinresponsibility for theschool and its work environment,
which is also faced with contrasting demantigorincipalOs work situation involves external
adaptation as well as internal integration. External adaptation includes legislation, decrees by
the Natonal Agency for Education and the Schools Inspectorate. Principals also have to relate
to parentsO views and demands and to local politicians. Internal integration concerns local
situatedwork in a specific school, involving teachers, students and palgi{Augustinsson

& Brynolf, 2012). Principals are approached from all corners with sundry dilemmas ranging
from external demands on rational management to skilfully handling local complexity,
making insecurity and surprises natural elements in theiryéagr life (Ericsson &
Augustinsson 2015). The chance of planning rationally and authoritatively as well as keeping
an eye on activities has become more and more questioned (Ericsson, 2010; Kira & Forslin,
2008). This primarily applies tcomplex ancknowledgeintensive organizations, not least in

the world of schools (Scherp & Scherp, 20B0t, O'he current goainstrumental control
system makes it difficult E to optimally contribute to student, professional and educational
develpment EO (Scherp & Scher2007, p.14). Parallel to this runs a control system
entailing an increasing effort towardsstrumentality,rationality and administration with
elements of New Public Management (NPM), as well as-gaad resukoriented
management (Scherp & Schefgf)07). There is thus every reason to reconsider the current
principles of management and work organization in schools and preschools to pay attention to
principal and preschool leadefgalth and wellbeing as well as student learning and
development.

The context of a principal and a preschool leader



How do we look upon contexts and conditions for management and organization in

which principals and preschool leaders are involved? What do leaders do and why? We

approach these issues by asking questionstddmw they themselves interpret their
assignmenand what chances they perceive for doing a good job and what/who enables
or prevents them. As regards the way leaders are viewed, we agree with Alvesson (2013,
p. 151):

Leaders are often portrayed as strong and authoritative, possessing the ability to
challenge, drive and change, create a good atmosphere, security and solidarity. The
pictures we encounter in mass media, popular science and academic writing are often

surraunded by a heroic aura.

Instead we see leaders, or leading and organizing, as complex activities there trownness
(thrown in a situation and moodHeidegger, 1927/2009 are essential in leaders daily

work.

To approach the interpretation of the answers to our questions our starting point is
“practicebased researchO, emanating from what leadershadimgAlvesson & Spicer,
2012;Alvesson & Sveningsson, 2003arlile, et al. 2013; Tsoukas & Chia2002). By

asking different questions arising from the assignment and the chances of implementing

this, we refer to the way they interpret what they are supposed to do in their own

practices. Antonacopoulaou (2008, p. 112) describes this approach as focusing on the

constant state of flux that organizations are exposed to and which leaders have to deal

with:

New and emerging approaches to management and organization research need
to fundamentally engage with such complexity in its own terms. Instead of
seeking simplifications and classifications of the complex into substances and
variables to be isolated, measured and tested, we need to learn to work with
complexity in the relational, interconnected, nested and perplexed ways in

which it constitutes and defines thec&lO.

Tsoukas & Chia (2002, p. 613), referring to Feldman (2002), demonstrate empirically
that even routine@ire actually emergent accomplishments”, being “flows of connected

ideas, actions, and outcomes”. The dominant view of leadership and organizations is,



unfortunately, focused on treacherous illusions like the exaggerated belief in order,

control and predictability (Alvessor& Spicer, 2012; Stacey, 2008}reatfield, 2001).

This is a further reason why we have chosen to empirically investigatattitudes

linked to their everyday activities as managers.

Even generalizations and categorizations agree badly with what the world actually
seems like and how it develops in it’s becoming (Brunei 998; Czarniawska2003).
Becoming and flux put thieecus on movement and action that leaders have to deal with,

which turns the use of an opgnestion questionnaire into a methodological challenge.

To sum up the evidence that principals actually do a great number of different things
this quotation is included from a study of what principals talk about and what they

actually do:

The overarching picture of the observations is that the ideas described by the
principals in the interviews are not evident in their everyday work. It is true
that the stratdgs described by the principals largely consist of {tergn work
involving a great many steps, both big and small ones. However, when
shadowing a principal during a day one notices that there is a great deal more
that has to be manageahd hence¢he deelopment actions do not emerge very
clearly. The leader strategy conveyed in various ways in most interviews
consists of dialogues with colleagues. The opportunity of starting such a
dialogue is shrouded by concerns related to the here andnamsldtecdy the
authors HallerstrSm 2006 p. 119).

Alvesson & Sveningsson (20P@rite that there is a great need @aking the
mundane, almost trivial, aspects of what managers/leaders actually do
seriously.O Scherp & Scherp (2007, p. 45) destte working day of a principal
as
E fragmentary and characterized by a great many brief encounters which are
being continually interrupted. E Martin and Willower (1981) found that lower
secondary school principals devoted themselves on average taskdJer
day, with ca. 60% of their activities being interrupted by other ones. Over 80%

of the activities took between 1 and 4 minutes.



Earlier studies like these are also confirmed by Scherp & Scherp(2007) and
Augustinsson & Brynolf2012) in theidater studies of what principals and preschool
leaders actually do. To a great extent it concerns the handling of everyday troubles
rather than strategies and letggm work (Holmberg@ndTyrstrup 2010).

Our assumption is that principals® and preschool leaders@reamkstructed by continuous
negotiations with several significant actors and their view of school and preschool activities
and of how these should be managed. The formal control and mamadpynpeincipals and
preschool leaders derive from various levels: legislation, national policy documents and local
policy and control documents. Principals face constant pressure from and negotiations with
teachers, teacher unions, paremspils national and local politicians. Management also
contains, as mentioned, elements of fashion like NPM. Within this complex web of

relationships, principals and preschool leaders try to achieve results and do a good job.

Using the above assumptions agtstg points, the aim is to understand how #ssignment
of principals is interpreted and construed and who/what enables principles to do and/or
prevents them from doing a good job. We are further interested in whether there are
differences between priva(profitmaking) organizations and public ones. More specifically,
and somewhat more modestly, this aim has generated the following scontiqgestions:

- What do principals highlight as the most central aspect of dssignmerit

- Do principals consier themselves having the prerequisite for doing a good job?

- What enables principals to fulfil the aim of thagsignmenin their everyday job, and/or

what prevents them from doing so?

Our purpose is to unpack these questions using theoretical tetikegcomplexity and paradoxes, as

well as legitimacy and shadowing.
Complexity and paradoxes

As appears from the above, leadership and organizations are eqangaaibiguousThe
complexity concept helps narrowing down the basic character of pratteading and
organizing Are schools and preschools complicated or complex organizations? To narrow down
the difference between complicated and complex we will benefit from complexity sciences
(Augustinsson, 2006). To this is added the handling of paradoxes, which is a vital everyday
element in complex organizations (Czarniaw05). A typical trait of complex things is
that the known and unknown factors are simultaneouslygmt (Norretrander2002; Stacey



2009. This is a paradox thégaderssimply have to accept and deal with as best we know
how to do (Czarniawsk&005;Weick, 1979). Through comparisons of complex with
complicated we gain new insights into the thimgsneed to handle (Abrahamson 2002). A
general difference between these two is that complex things include situation, context and
coincidences (Uhlin2007).

Cars and airplanes are complicated, while weather is complex. We have all experienced

the SaturdajNews meteorologist telling us that the Sunday weather will be nice and
warm, while mentioning in passing that there is of course a risk of rain, even though it is

small. The prognosis we stick to is likely to be nice weather with sunshine. The picnic

bagket is packed, but when we wake up in the morning we face grey clouds and intense

rain. Those who do not understand complexity blame the meteorologists for bad

prognoses. Nothing could be more wrong. Weather contains an abundance of factors

that affect onenother in a network of causes and effects that is local and temporal. The
mutual influence of the various factors results in a high degree of unpredictability when
the weather is turbulent. Unpredictability thus emerges as an element of contextual
chance

Method

The present study is the first stiepncreasing ounnderstanding of how principals and
preschool leaders interpret thassignmentwhat are their conditionf®r doing a good job
and who or what enables themaithieve thior prevents them from doing so. Simply
speakinghow do they interpret and perceive fiassibilities adirst line managey ofa
assignmentvhose formal aspects atentrolled by legislation and othexgulations
concerningschoos or preschod? This agproach to aleeper understandirad how they
interpret theimssignmenis primarily based otwo empirical collections. The first empirical
materialcompriseghe questionnaire presented in this paper.sdo®ndncludes focus group
interviews with principals and preschool leaders containing the same issues as here, but
involving broader and deeper talkS-he concluding discussion will also briefly highlight
some aspects tiie study thatsupplement the questinaire.

The three questions raised in the questionnaire are as follows:

» Describe briefly wht you consider as yoassignmentin other words, what
are youexpectedo do?



* Do you consideyourself having good conditiorier doing a good job?
Describeand explain.

* What or who enables and prevents you (or fzott) in yourassignmert
o Peopl@ Physicalcondition® Legislatior? Document® Superior®
Colleague® Premise8 Student8 etcetera

Participants and procedure

The respondents particfe in thehreeyear compulsory educatidar principals in Sweden.

All the participants already work as filgte managers within preschoabmpulsoryschool,
uppersecondary school or adult education. About 2@6é#k in private organizations’ he
following analysisdoesnot, howeverinclude anystatistical comparisons between private and

public organizations.

The questionnaire was distributed in connection with, or immediately after, a coegsag
nearthe end of thgrogrammeby which timethe respondentsadbeen managers far least
two years.There were five groups in L2 B, C, D, 13 AandB) and thenumber of
responseweren=2060ut of possiblen=247 (vith an 83 %response frequengyThe
positions were distributeals follows Preschool leadergn=47, 23%)Principals(n=97, 47%)
Assistant principal$n=30, 15%)Jpper secondary school leadéns26, 13%)xandAdult
educatiorieaderdn=6, 3%).

Analysis

Theformulation of the questiona the questionnairand the analysis of the amsrs are
based on a constructishiapproach and om@nan social researchd@using orinterpreting
and understanding phenomg@aar, 2013;Cunliffe, 2014).Czaniawska(2005, p.15)
defines construmnismasan@epistemodfcal program: awayin which to look at
organizing.The mainquestionthatarises is: How is the world constucted® To interpret
oneOassignmenineansexpressing what one considéosbe the corassignment The
equivocal aspect ahanagerial worKAlvesson 200x, p x)makes room for different
interpretationsaffectingwhat managers do and how thgsrceivetheir situation. This
furtherentailsthat we as researcherdp not start from a hypothesis. Insteadhgpothesis
is discovered andconstructed as part of theesearclEO (original italics Agar, 2013, p.
123).Several hypothesavill recurin the discussion section.



Oneway of achievingeliability (Cuba& Lincoln, 1995),as mentioned aboyes to

compare different interpretations efmpirical materialThis approach has permeated the
whole analysisTo begin withthe authors analyzed the questionnaire responses separately
and thercompared and discussed the mateagktherto reachconsensusln this initial
processour discussinsresulted inrwhat was mossalientin the responsesThefirst
dominating key words we found recently in the answers referred to the economy/budget
andtrustissues. With the support oAtlas tiwe establishedhe frequency of the different
words wsed by the respondeniss expected,ite analysisgreedwith the one wdirst
performed Among the respondeni®3% eferred to economy/budget issues, followed by
law/legislation(40% of the respondenksOther frequent keywords emerging from the Atlas
ti process of counting wordgerepedagogical leadership and go##ter the initial reading
and coding of the materigdhe analysis, supported Btlas ti, turned into arabstraction
process agregating the coreontentof the codes ofmeaning tosubthemeandlaterto
mainthemesOne example is the analysiskfablers and Preventgeesented ifable 1

below.

Table 1. Enablers and Preventers. Themes, subthemes and examples of codes of meaning emerging from the

analysis
Themes Subthemes (not used in the Codes of meaning
findings as headings)
Paradoxes The engagetkacher and the lazy| Teachers dootfulfil their
teacher; gingor gettingused to assignmerg engaged and
the law;support anchonsupport | competent colleaguesecurity in
service; mandatorshibcoaching | decisioamaking;the irrelevance
or obsession witmumbers? of legislation for pupils with
autism
Everyday hassles not the core work; being | only put out fires; conflicts

Premises/Physical conditions

inadequate; spatiotemporal

Being dsewhere; out ofpace;

multiple schools, responsible for

between teachers;
misunderstandings among the
staff; there is always something

else

A long way between schools;

premises that donot meetour
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real estate angdroperty objectives thereis not enough

space and knowledge

Another type of reliabilitywas obtained byfollowing up the analysisby individually
rereadinga sample of questionnaire responsesdemtify gaps in our initial analysiand
utilizing the support oAtlas tiin our searclior centralcodes of meaning.

It may be noted that one of the thengentified as aassignmentabel is Odeveloping human
resource®. This label was the outcome aforting questionsontaining systematiguality
work and the development oblleagues@ompetence and knowledgeat wasalsoextended
to includelabour legislation andmneploymentissuesDue to thesomewhat equivocal character

of the labelgach respondentOs tertlerwent careful studyom a holistic point of view.

Findings

The result is presented in three parts following the questionnaire strattusségnment,
conditions, enablers and preventers. 1) By way of introdution we will describe how
principals and preschool leaders have rendered their view asggnmentThis will be done
through what we callssignment labels, i.e. overarching terms for how principals and
preschool leaders have chosen to portray #ssignmentll) The following description
comprises whetharincipals and preschool leaders considemigedves havinguitable
conditionsfor doing a good job or notlll) The result section will be concluded with what is

considered to be preventing or enabling elemientseir everyday work.

Assignment labels

Using a content analysis where the most frequent concepts have been studied with the aid of
Atlas Ti, threecoreaspects of principalsO and preschool leadssig§hmentlescriptionshave

been identified: Economy and Law, Human Resources Developmengaaiéulfilment A

fourth aspect which has been highlighted because of léss expected appearanae
Marketing and Customérésee Table ).

Table Il. Assignmentabels

1 Marketing and customers were not as frequently mentioned as the other three labels. However, since they reflect something related
to current times, we decided to include it among the assignment labels.
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Economy and Law In this field the exercise of authority is highlighted with cle
references to what idegally expected of principals an
preschool leaders in their capacityforemost representative
of the schoolin question The economy creates oth
framework and limitationsvhich have to be methis is thus
where the respondents express the formal framework o
organization.

Human Resources Development The material reflects botla GoftOand a hardOview. A
prominentexample of a soft description of thesignmentvith
links to the development of human resources is dewsdopal
leadership especiallypedagogical leadership. As examples of
the hard view,it is largely systematic quality workor
systematic work environmeattivitiesthat are highlighted

Goalfulfilment Goal fulfilment is a concept recurrenticommented oneither
referring tostudent or to organization goal fulfiiment. For
those respondents who equate primary assignmenbf the
organization with work concerning students these
directions probablgonverge

Marketing/Customers This is an almost norexistent @belO, asnarketing and
customers are mentioned bya few respondentsonly. Even
thoughthis view of theassigmentnotably differed from othe
more traditional view, we decidedhoweverto present this a:
a separatéabel Marketingand customerare not exclusive tc
private and profitmaking schoolbut occuras frequently in
public school contexts.

Prerequisites for doing a good job

Thesecond question in thigrestionnaire reado you consider yourself having good
conditions for doing a good jobPhere is nothing unequivocal among the answueers
whetheror notprincipals and preschotdadersexperiencghatsuchconditions prevailA
recurrent features, however, the ambivalenae the expressions of their conditions, which
is most adequalg summarized agartly or both and.

Onerepresentativeescription of this ambivalencetesken fromtwo respondentOnis both a
principal and a preschool leader and the other principal, both public:

Yes and noMy working place is in the school and close to activities. The preschool is located
elsewhere, which means that | am there too seldom. Ilanéy of chances to discugsoblems

with colleagues. Too much of ntimefjob has to do withsitting in the office in front of the
computer(PrincipalPreschool leadepublic, 12D).

It depends on what you mean by good conditions. Not ideal if you eoribiat | have 35 staff,

budget responsibility, local response, for many categories of staff to lead, etc. But if you
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compare with other principals or preschool heads so you can safely have even fewer
opportunities, then | still have an assistant principat | can get relief byPrincipal, public
13A).

The ambivalencef principals and preschool leadesss manifested imifferent ways as

regards the differenparts of theassignmentand also in the different ways the same
phenomenon manifested itselithin the organizationFor example, colleagues weateclared
competent and collegial cooperatiaas said tovork well, but the economy wdslt to be

tight andto cause too great limitations in the organizatibhis ambivalence could also apply

to the same phenomenon, for instance when there was, on the one hand, competent teachers
doing a very good jgband on the otherthose without professional competence, which
naturallycreateda problem for the principal.

I do not think | have the potential t@ bhe educational leader who | belighk | will
... (Principal, public 12A)

The administrative burden &shinderfor driving educational development. It does not

helphow | do(Preschool leadepublic13B)
The time to educational leadershigmigimal (principal, private 13B)

| have a lot of freedom within a fixed framework. Unfortunately, the state and the
municipal assignment do not always go hand in hand and many times put the economy
spannerin order to carry out missiongn the way you wald like (principal, public

12B)

Preventers and enablers

In the analysis of the third part of the questionnaire three distinct themes enRengetixes,

Everyday hasslemndPremises/Physical conditions.

Paradoxes

The ambivalencemergingrom a direct question about the conditions for doing a good job or
not received a wider scope in this part of the questionnaire. Principals and preschool leaders
describe the enablers and preventefstheir everyday work in terms similar to those
identified under the heading assignmenltabels The economy, law and teachers were three
highlightedcoreaspects. On the aggregate level (as well as in specific practice) a world filled
with paradoxesappears Obvious enablers become obvious preventggainst the
backgroundof how principals and preschool leaders interpret thesignmentteachersnot
surprisingly, serve asan important resource for achieving the goals setwithin the
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organization, in othrewords, a given background. The teachersOimothis respect also
emerges quite clearly in the descriptiorisowever, this groupOs ability to form an enabling
factor for principals and preschool leaders is not presemtedquivocally Neverthelessthe
descriptions weractuallyequivocal in that teachers appeared both as enablers and preventers.
Similarly, a number of different factors were highlightede prevalent(administrative)
support function which did not always act asuch but ratherto the contrary,throwing
spannesin the works for pncipals and preschool leadeos legislation which wasprimarily
described as an enabler in contexts where a principal or preschool leader needed an
authoritative ally, for convincing teachers or parents on a specific point, tanaes Still, in
other contexts the law and legislatitmmned outo act agpreventers.Concreteexamplesvere
supplied by the responderts situationsor cases that did not fit intthe Onorm templateO of
various laws andhereforeturned intoproblemsinstead CE the legislation is not suited for
pupils with autismEO.So, there are some paradoxes
Yes and no. | have the support from my colleagues and can consult them. There are
procedures and guidelines developed that everyone knows angouhoan lean on.
Time, or the lack of time, however, is a major obstacle for me to keep up with
everything that lies in the assignment. | also have a fragmented area of responsibility,
which includes many different programs and part of my responsibilitymanager of
43 people, also affecting my wotkad (principal, private 12C)
Paradoxes are also near what we call everyday hassles.

Everyday hassles

Principals and preschool leaders desdctittee aspectsf their daily work, which prevented

them from fulfilling their assignmentn terms of everyday hassle&lthough theyhad a
picture of what thewere supposetb do, every now and then other things took over. This
was not related tbhow they interpreted their (actualprk, but was something that took time

and resources from fulfilling the imaginesgsignmentEveryday conflicts, misconceptions

and other unpredictable and momentarily emerging problems could take over a whole
working day. ®only put out firesQs a representativeugte illustrating how principals and
preschool leaders described parts of their everyday work.

| feel that the constant interruptions affecting negatively. Student Affairs, who

constantly seems to increase, also reduces the prerequisites to act mete@rauc

Parents' "rights" also takes effect. Parents do not always understand that the school did
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not look the same anymore. Resources (both financial and hutsarinats the scope

for action(principal, private 12D)

Yes, however, | have discovered that working hours are eaten up by too many meetings.
Meetings that are sometimes not so operating close, | would ratherbbanevisits

classrooms insteagrincipal, private12B)

I do not think | have the potential to ltkee educational leader who | consider my
mission is all about. My time is eaten up by things that have everything from real estate

and ventilation to issues of sand and various schemes(teedohool leader, private 12D)

Unfortunately not. Hindered bynwil (inquiries!), appointments and tasks such as fire
safety, playground materials, food rations, maid service, financial reports, mail sorting,

etc. as others would better for these tasks should be @wasghool leader, public 12D)

Insufficiency is @& experience described in situations when everyday hassles take over from

what theirassignmenshould really contain.

Premises/Physical conditions

Principals and preschool leadgsmpoint premises(as well other physical conditions, e
below) as contributory factors irpreventing them fronfulfil ling certainassignmentelated
ambitions satisfactorilyThe main criticism is thahe premisesare too small for the activities
the respondents widlo develop. They do not specifywhether the intendedevelopment is
for example,some special pedagogy need ofbigger premise®r if the premises arpist
overcrowdedin general termsRestrictionsaused by localitieare seldom mentionexs such
but are highlighted in connection witthe attitude ofthe responsible authorityto the

organizatim or with economicestrictionsthatare impossible to affecRome voices are they

E haveto walk thraugh the property regularfprincipal, private 12D)

Too much staff, responsible for the premises andvibrk associatd with the premises,
but | cannot change it because the premises are technical administration. Overtime.

Too little knowledge of ventilatioriprincipal, public 12A)
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Further, pincipals and preschool leaders wWork in different schools thaare located far
from one anotherefer to the distance as a preventdio keep movingcontinually between
two working placesor always havingabad conscience for not spending enough timesthmer
of them wasemphasizedby the respondents whaighlighted premises, locations and
distances aamong thanajor preventersn everyday life

Discussion

Firstly, the preliminary results of the analysis are that the assignment includes phenomena that
are legitimate to express. We refer here to vidtatey (2003, p. 66@71) call legitimate

themes in organizations (and groups, in general). Themes contains phenomena that are
formally / informally accepted in larger or smaller groups. It can be openly expressed and
simultaneously maintain membershigtte group. One example is political correctness.

The concept of discourse indicates what is legitimate to speak of within a group. In the
education in Sweden is an ongoing discussion about educational leadership and systematic
quality work. The content dhe talk has a sense of instrumentality, rationality, and linearity.
The complicated has priority over the complex. But, practice is complex, not complicated.
Everyday lives containing a series of paradoxes and dilemmas. Then, paradoxes and
dilemmas are Wat we term as everyday hassles. This is what Alvesson & Sveningsson (2003)
refer to as mundane leadership work instead of the ideal leadership (transformative leader,
etc.) (Augustinsson & Brynolf 2012). In everyday hassle, we include the complex and the
trivial, as a reasonable summary of responses to "What conditions do you have to do a good
job" and "preventers and enablersO.

It is evident that all principals are declaring they are working with what is called educational
leadership and actively engagedsystematic quality work. Manager would not publicly say
that they are not involved in educational leadership or systematic quality work. How they deal

with these issues varies, however, to a greater or lesser degree.

The School inspectorates set liswvhat is, and what is not legitimate to talk about. In official
contexts, it is seldom dissenting voices are heard from principals. Likewise emerges a
criticism of the school inspectorate in personal communications (outside the legitimate room,
in the slade) (Augustinsson et al. 2014). The documents and official conversations about the
school and its leadership arise ideologies. This ideology is what is right and wrong. Ideology
is evident in the responses to what the assignment is.
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The legitimate themesonsequently arise through the exercise of different type of power.

Formal documents and conversations in formal settings is a kind of power. Some such
examples are documents from the State School Board, school inspectorates and researchers. A
further imprtant legitimizing theme is the legislation that concerns schools. Other examples

are equal education for pupils and inclusion in the classroom.

Included in the legitimate theme is also the econdfoy.example, if the principal exceeds

the budget therwill be a requirement for cuts. It is not legitimate in public to express that

they do not care about the budget. Even if the budget is exceeded, relying on legitimate
grounds on the basis of the law, the principal may have a requirement for finargidlheut
principal is facing a dilemma if there is a need, by law, to hire more teachers to pupils with
special needs and at the same time the budget is exceeded. Municipalities set up the budget
the law regulates the schoolchildren educational settingthéfmore, it is for a private

school legitimate for the owners require a some level of economic performance.

Interpretation of the assignment, and ability to do a good job as well as preventers and
enablers, providing contradictory imag@snbivalence, dilemmas, or what we call paradoxes
show up here frequently (Stacey 2003). Good teachmd teachers, shared leading of
schools (the statemunicipal), educational leadership (as manager being in the classroom or
not). The respondents ther report an extensive administrative burden that leads to
perceptions of lack of time to do work they describe as legitimate.

The answers to the questions of what prevents and enables the assignment is full of
contradictions, in comparison with the igssnent in itself. It is not only ambivalence, but
also schools ambiguity appears, on even larger scale. Everyday leadership is complex
emerges in the answers. Not infrequently can also obvious enablers simultaneously be

something that prevents them froonapleting the assignment.

Legitimate themes, daily hassles, and physical abilities are premises for doing a good job is a
summary of the above. The experience of everyday hassle takes over appears relatively clear.
That daily hassle takes over, is alge preliminary results from focus group interviews.

These results are the same as from practice based research onifgédlimestson &

Sveningsson 2003jolmberg & Tyrstrup 2010).
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What emerges in the above is different tensions between the variousr@men/ factors such
as the physical environment, the legitimate themes, and everyday hassles (see Figure 2).
Various tensions are one sort of paradoxes and complexities principals have to handle in

skilled way.

Figure 2: Different parts that interact with each other, and managers have to handle.

Physical environment

Legitimate Everyday hassles
themes

This remindsus of OThe Bonnie SituationO scene fromRp FictiorOfilm. After Jules

(Samuel L. Jackson) and Vincent (John Travolta), the gangsters, have made a mess of
everything by killing somebody in the wrong place, they finally get in touch with The Wolf
(Harvey Keitel). The Wolf immediately takes command and feseything by cleaning up

after Vincent and Jules so that ordinary life can go on as usual. Principals and preschool
leaders recurrently describe their workday as if they were Mr Wolf in a world of Vincents and
Jules. Such a role takes too much time asdueces from what the respondents claim that

they would really want to devote their workday to.
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