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Abstract 

This research project aims to create more powerful and engaged teachers for public 

schools in India. To achieve this aim, a Professional Development Course for the teachers and 

principals was prepared to explore the role of a leader in a distributed leadership setting. I did 

extensive research in the field of distributive leadership and hence based my model of 

distributive leadership on that research. My own experiences as a high school teacher, and facing 

the challenges of not being able to exercise my chain of thoughts freely due to limited access to 

resources, and being in a conventional leadership environment where only principal was the boss 

led me to work on the concept of distributive leadership. This is an attempt to break through the 

conventional leadership styles in Indian schools and bringing teachers to the forefront as well. 

With the implementation of my distributive leadership model in Indian schools, I believe to 

achieve a new leadership style in schools across India and building healthy environments of 

professional and collaborative learning.  
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Chapter 1: Introduction  

Purpose of the Study 

In the Indian context, generally, the role and responsibility of the teacher has been 

confined to the walls of a classroom and mainly to the conventional teaching practice of giving 

out notes and talking about them. There has been much less focus on the latest teaching 

methodologies, assessment evaluations, and student feedback; due to this, the overall 

development of a student has remained untouched. The Indian teachers have the potential and the 

capability to understand and apply the new educational reforms, but these types of new processes 

are not fully welcomed by the system that is been prevalent for a long time. In India, the concept 

of distributive leadership is still an emerging one and for the schools to succeed, there is a dire 

need to bring distributive leadership in practice. 

My Context 

Throughout my professional career as a teacher for past three years, I have come across 

many of my fellow colleagues expressing their disappointment of climbing the ladder of success 

that leaned up against a wall of discontent. Even though they are earning good amounts of 

money, they never feel happy with their career choice. They felt that much of their effort and 

time was wasted because their goals were never aligned with the goals and orders of their 

supervisors or principals. They were always in an illusion of what they thought success was, but 

that illusion was costing them the things that really mattered. Even though they had numerous 

creative and innovative ideas that could lead to the overall development of their students and 

lead to the success of the school, they could not exercise those due to their limited authority. 

In India, there is a widely accepted notion of the principal leading and the teacher 

teaching. This mentality has worked in the past, but it is not successfully keeping in sync with 
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the evolving educational community. The evolved education system demands new knowledge 

and skills from teachers and educators, but the overall professional development provided to the 

teachers by schools is very limited.  Metaphorically speaking, schools cannot lead people down 

the path of success while leaders are falling, and teachers are not being fed. Silcox, Mac Neill, 

and Cavanagh (2004) claim that evidence indicates that wherever a distributed leadership model 

is in practice in a renewal effort, teachers demonstrate greater professionalism and pride in their 

role as facilitators of student learning and are more adaptable to change. They readily engage in 

professional learning activities, and they can demonstrate greater commitment to improving their 

own classroom pedagogy. They are more collaborative with their peers in organizing and 

reviewing existing school learning and teaching practices. 

Leithwood (2004) suggests that it is important for teachers to participate in decision 

making. Teachers are on the front lines every day interacting with students, dealing with their 

problems and they also have an edge in knowing the students personally and due to which 

teachers have a unique perspective on school issues and improvement. Teachers are a source of 

valuable information about students and therefore when they indulge in the decision-making 

process at the administrative level, they become committed to the decision because of their 

connection with the students. A school can benefit the most by taking the inputs from the 

classroom teachers regarding the issues which require improvement at the basic level. 

Tentative Research question 

Considering the prevalent leadership styles in most of the Indian schools, the focus here 

was to explore the various facets of distributive leadership to implement them in the schools in 

India and to create professional learning communities so as to a create a collaborative leadership 

environment. Hence the research question was as follows:     
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What are the critical components of distributed leadership to create empowered and 

engaged teachers in schools in India? 

Definition of terms: 

“Distributed leadership’’ refers to generating leadership expertise at all levels in school to 

bring out more opportunities for change and to build the capacity for improvement. 

“Collaborative leadership’’ refers to bringing leaders (teachers and principal) together and 

building shared understanding. 

“Empowered teacher’’ here means having access to information and materials and being 

free to use these resources in a way that meets student needs and targets. 

Justification of the study 

It is very important to empower teachers and enhance the teacher leadership in India for 

many reasons. Barth (1999) states that “when teachers lead, principals extend their own capacity. 

I think of teacher leadership as the act of having a positive influence on the school as well as 

within the classroom. Schools badly need the leadership of teachers” (p. 17). It is true that a 

teacher is a transmitter of knowledge, but his key role is to facilitate learning among students. In 

India, generally in all schools, a student is always thought of as a performer and not a learner and 

this is where the coordination of teacher-student fails. The main purpose of education should be 

effective learning. Teachers who create a learning environment for students can help to create a 

community of learners. Teacher growth and learning also go along with student learning because 

when teachers learn, their students learn. 

A very considerable advantage of shared leadership is the empowering impact that it has 

on other teachers. When a teacher leader is recognized as skilled by their colleagues and 

demonstrates distinct levels of excellence in teaching, uses innovative ways to produce 
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outcomes, then this provides critical credibility that compels others to follow their lead 

(Danielson, 2006). The staff members at the school get motivated seeing a fellow teacher leading 

in different ways and it encourages them to lead and excel. Neuman and Simmons (2000) 

suggest that when teachers are made a part of both authority and responsibility “real 

improvements take root and survive, and students’ opportunities to achieve at high levels are 

increased” (p. 10). 

Overview of the study 

Chapter One introduces the study explaining the purpose and justification as to why I 

chose to conduct a research in the field of distributed leadership and how the implementation of 

such leadership style in schools in India will help to create more powerful and engaged leaders. 

Also, the purpose of this research is to add on to the extensive amount of research already 

conducted in the field of distributed leadership. 

Chapter Two explains the body of literature in this field that supports my work and gives 

it a basis. It also includes various advantages and disadvantages of implementing the distributed 

leadership in schools and how the role of a leader is very important. 

Chapter Three is a link between Chapter Four and the second chapter. It explains that 

how and in what ways each component professional development course outlined in chapter four 

is a good solution to the problem stated in chapter one and description of the model which is the 

basis for the course. Chapter Four outlines the professional development course that I have 

prepared for principals and teachers of public schools in India and how a distributed leadership 

model will serve as a guide for them to implement distributed leadership in schools in India. 

Chapter Five, the concluding chapter is a summary of this research stating how the course 

plan could be used and outlines the limitations of this study. 
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Chapter – 2: Review of Related Literature 

This literature review focuses on the need for distributive leadership in Indian school 

setting and the role of leaders (principals and administrators) in achieving the overall 

development of the schools. 

Distributive leadership 

Distributive leadership is a concept which is rising to the surface for quite some time. The 

concept of distributive leadership clearly focuses on a shift from hierarchical structures of 

leadership where only one individual is responsible for carrying out the leadership tasks and 

taking decisions for the school. Goldring and Greenfield (2002) argue that the perception of the 

school leader has changed from a position that was once ideologically grounded in philosophy 

and religion in the 1800s, to a highly prescriptive manager concerned with efficiency and 

focused on functional administrative tasks in the mid-1900s, to a behavioral science perspective 

in the mid to late twentieth century. 

The term “distributed leadership” was first used in Jack R. Gibb’s Dynamics of 

Participative Groups in 1951. Since then, it has been defined in various ways. Spillane (2006) 

suggests that a distributed perspective ‘puts leadership practice center stage’ (p. 25) thereby 

encouraging a shift in focus from the traits and characteristics of ‘leaders’ to the shared activities 

and functions of ‘leadership’. That said, distributed leadership is not only about the people 

playing the key role at the administrative positions but is also about the staff which plays an 

influential role in the success of the students.    

Spillane (2004) argues that leadership is ‘stretched over the social and situational 

contexts’ of the organization and extend the notion to include material and cultural artifacts 

(language, organizational systems, physical environment, etc.). Benet et. al. (2003) suggest that, 
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despite some variations in definition, distributed leadership is based on three main premises: 

Firstly, that leadership is an emergent property of a group or network of interacting individuals; 

secondly that there is openness to the boundaries of leadership (i.e. who has a part to play both 

within and beyond the organization); and thirdly, that varieties of expertise are distributed across 

the many, not the few. Thus, distributed leadership is relational, inclusive, collaborative activity.  

It requires a system-wide perspective that not only transcends organizational levels and roles but 

also organizational boundaries. 

According to Piaget (1970), individual instructors by using their utmost capacity, 

individually and collaboratively can achieve success by implementing some new ways of doing 

things in their daily, hourly interaction with students, by adopting new and creative methods of 

teaching in classrooms. The improvement of student learning requires every leader in the school 

to focus on that outcome. The purpose of distributed leadership is “the ability of those within a 

school to work together, constructing meaning and knowledge collectively and collaboratively” 

(Lambert 1998 p.5). Therefore, teamwork is an essential component of distributed leadership, 

because working together produces results over and above what would be expected from 

individuals working on their own. 

Building professional learning communities 

“When a school begins to function as a professional learning community, however, 

teachers become aware of the incongruity between their commitment to ensuring learning for all 

students and their lack of a coordinated strategy to respond when some students do not learn.’’ 

(DuFour, 2004). When teachers work in teams and in collaboration, it leads them towards team 

learning and which in turn helps to achieve student growth and effective learning. Therefore, 
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building strong professional learning communities in the Indian schools is very important to 

prepare the teachers and principals for an effective and powerful leadership. 

DuFour (2004) identifies three “big ideas” to guide the work of professional learning 

communities: learning as the prime focus, a collaborative culture, a focus on results. DuFour 

states that powerful professional learning can be easily attained in the normal routine practices of 

the school where teachers are motivated to participate in group tasks, work in teams and 

collectively work on activities focusing on student achievement. Schools and districts that have 

successful PLC models have a common focus on the ten questions DuFour (2007) suggested: 

1.  Are we clear on the knowledge, skills, and dispositions each student is to acquire as a 

result of this course, grade level, and unit we are about to teach? 

2.  Have we agreed on the criteria we will use in assessing the quality of student work, 

and can we apply the criteria consistently? 

3.  Have we developed common formative assessments to monitor each student's learning 

on a timely basis? 

4.   Do we use the formative assessments to identify students who are having difficulty in 

their learning so that we can provide those students with timely, systematic interventions that 

guarantee them additional time and support for learning until they have become proficient? 

5.  Do we use data to assess our individual and collective effectiveness? Do assessment 

results help us learn from one another in ways that positively affect our classroom practice? 

6.  Does our team work interdependently to achieve SMART goals that are Strategic 

(linked to school goals), Measurable, Attainable, Results-oriented (focused on evidence of 

student learning rather than teacher strategies), and Time-bound? 

7.   Are continuous improvement processes built into our routine work practice? 
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8.  Do we make decisions by building shared knowledge regarding best practices rather 

than simply pooling opinions? 

9.  Do we demonstrate, through our collective efforts, our determination to help all 

students learn at high levels? 

10. Do we use our collaborative team time to focus on these critical issues? (p. 5) 

According to DuFour, a teams’ dialogue should center on these three critical questions, 

related to her big ideas: What is it we want our students to learn? How will we know when each 

student has learned it? How can we improve on current levels of student achievement? More 

than simply providing a sense of solidarity, DuFour suggests that the focus of this collaborative 

process should be the overall development of professional and leadership capabilities.   

 When teachers themselves will become learners, then they will be able to focus better on 

their students. Grossman, Wineburg, and Woolworth (2001) stressed on the view that when 

teachers become a part of professional learning communities, then they can put themselves in the 

shoes of the students, and they get to feel what a student goes through being a learner in their 

classrooms. One of the characteristics of distributed leadership is “an emergent property of a 

group or network of interacting individuals” (Woods 2004, p.441). Gronn terms this pooling of 

energies ‘concertive action’ and suggests that it is about the additional dynamic which is the 

product of conjoint activity – where people work together in such a way that they pool their 

initiative and expertise, the outcome is a product or energy which is greater than the sum of their 

individual actions (Gronn 2000, 2002a, b in Woods p.441).  

This may be compared to Spillane’s definition of distributed leadership as “the collective 

properties of the group of leaders working together to enact a task, leading to the evolution of a 

leadership practice that is potentially more than the sum of each individual’s practice” (Spillane 



POWERFUL AND ENGAGED TEACHERS 15 

2001 p.25). Theories on teamwork share the view that working together produces results over 

and above what would be expected from individuals working alone. The literature on teamwork 

often makes the distinction between formal and informal teams but suggests that both types 

operate best in a culture that fosters an open climate and where relationships are based on trust, 

mutual protection and support (Belbin 2000, Nias et al 1989, Wallace and Hall 1994 cited in 

Woods et al 2004 p.447). 

Below is a structure of professional learning community which is an ideal approach 

towards achieving distributed leadership in schools in India. 

Figure 1: A structure of a strong Professional learning community (Adapted from Louise Stoll, 

2006) 

PROFESSIONAL LEARNING
COMMUNITY

Growing a learning 
culture

Offering learning 
opportunities

Making connections

Nurturing trust and 
relationships

Creating and 
transferring 
knowledge

Ensuring supportive 
structures
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Principal as the leader 

A principal can play a very crucial role by strongly advocating the importance of teacher 

leadership and by encouraging his staff to lead. This positive action of the principal has, in turn, 

a very powerful impact on the effectiveness of his school. To practice distributed leadership, 

therefore, principals need to redesign and restructure their schools. A school principal is critical 

in ensuring academic achievement, especially for students facing some socio-economic 

vulnerabilities. The school principal is the creator and the shaper of the teacher culture and 

influences not only the actions of the school staff but also their motivations and spirit (Deal & 

Peterson, 1999). The principal’s personality traits, attitudes, and behavior have a crucial 

influence on school culture, teacher culture, especially its atmosphere. For instance, previous 

studies have demonstrated that school principal has a significant direct or indirect impact on 

teacher’s performance, job satisfaction, effectiveness, motivation, commitment to professional 

development and collaboration. 

Sebring and Bryk (2000) posit that "the behaviors and practices of the principal have an 

influence on all aspects of the learning community, which leads to school success" (p.441). They 

state that the specifics of leadership are not just a listing of the correlates of effective schools; the 

specifics include behavior and practices related to five domains: Vision, Mission, Culture, 

Curriculum and Classroom Instruction. They further state that the vision of the principal, the 

mission of the school and the culture of the organization cannot be separated; one supports and 

affects the other. Curriculum and Classroom Instruction is critical to student achievement. 

Promoting student learning is a priority for successful principals. These researchers conclude that 

as principals perform as instructional leaders, they create an environment for learning, set high 

standards for teaching and allow teachers to take risks and try new methods of teaching (Sebring 
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& Bryk, 2000). The various roles which a Principal must play are of utmost importance to ensure 

the successful running of a school setting. 

Lieberman (1992) stressed that principals need to implement distributed leadership in 

schools. Principals should also reward and acknowledge the efforts of those teachers who 

understand and give value to the responsibilities that come along with distributed leadership. 

This would serve as an encouragement for these teachers and spread the word thus attracting 

others to join the team in future as well. 

As the NSDC (2002) noted that principals, as instructional leaders, focus on helping 

teachers to improve their classroom performance and make academic instruction as their school’s 

top priority. Instructional leadership is of two types: direct and indirect instructional leadership. 

Direct instructional leadership is where a principal contributes to staff development, teacher 

observations/evaluations, and supervision (Liu, as cited in Daresh, 2002). As the descriptor 

“direct instructional leadership” implies, this is an instruction that the principal is providing 

directly to an individual or a group. A principal play more of a supportive role to teachers is 

when he is demonstrating indirect instructional leadership which includes instructional 

facilitation, hiring qualified staff, resource acquisition, building maintenance and student 

problem resolution (Liu, as cited in Daresh, 2002). Both direct and indirect instructional 

leadership are key roles of a principal. If principals practice instructional leadership daily, then 

they are successful in coaching and empowering teachers to improve student achievement. 

Little, (1988) affirms that principals should create opportunities and make them feel 

comfortable to exercise leadership and authority to practice distributive leadership. There is a 

strong need to bring a change in the culture if we want the healthy participation of teachers in 

leadership roles. The culture to accept the teacher leadership with an open mind, to welcome 
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innovation in the conventional ways of doing things, to focus more on practical aspects of 

education than on theoretical. A principal can play a very crucial role in creating such 

environment of collaborative culture.         

Distributed leadership: Barriers & Challenges 

A change is not always supported in good spirits, and hence there are some barriers to 

distributed leadership which do exist in India. Something that is severely lacking is the clear 

definition of role/duty of a teacher as a leader. In India, in most of schools teaching is more of a 

transaction rather than a transformation where the role of a teacher does not demand them to be 

as leaders to students. For them, leadership has no relationship with teaching. But the fortunate 

reality is, that teaching and leading are very much related and in many ways. Teachers will not 

try to take an initiative to lead until and unless they are not clear with the definition of teacher 

leadership. Therefore, most teachers are unable to see themselves as leaders. 

Distributed leadership for efficiency and effectiveness has been looked upon. While some 

advantages and benefits have been outlined, there are also risks that distributing leadership will 

not add to school improvement. Leithwood and Jantzi (1998) found that “higher scores on total 

or distributed leadership in schools, defined as both teachers and principals engaging in 

leadership work, have actually been associated with lower levels of student engagement.” 

Timperley (2005 p.417) concluded that “distributing leadership is a risky business and may result 

in the distribution of incompetence”. 

Harris (2004) recognizes that structural and cultural barriers operate within schools which 

could make it very difficult for some teachers to show leadership. When teachers try to take up 

the leadership roles, they are sometimes judged negatively by the ones they want to motivate on 

the other hand. There is a strong sense of competition among the teaching staff in some schools 
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and they do not view their fellow teacher positively when he/she is trying to go out of their way 

and trying to do something better. 

Smylie and Denny (1990) suggest that peers, staff, and teachers may be one of the biggest 

barriers to teacher leadership. They suggested that there should be given attention to the 

individual traits of a person if teacher leadership is to increase its impact on schools. “It is 

disheartening that many teachers experience their school administrator, and especially their 

principal, as an obstacle to their leadership aspirations” (Barth, 2001, p. 447). In India, Principals 

can either be a support or a hindrance to the implementation of teacher leader programs. 

As this literature review shows, distributed leadership is essential for the overall 

development and very crucial for the professional growth of the teachers. Although an extensive 

research has already been conducted in this field, research regarding how building professional 

learning communities in the schools in India is quite limited. This literature review was an 

attempt to explore this field especially the role of Professional learning communities, the 

limitations and barriers to it and how can these learning communities help in creating more 

powerful and engaged teachers in India. 
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Chapter-3: Course design and Model 

This chapter presents the rationale behind the model that I have created based on my 

research and the professional development course that I have prepared in Chapter Four based on 

the model. It also outlines suggestions that could be used to implement this course in public 

schools in India. 

The rationale behind this course 

Throughout my professional career as a teacher for past three years, I witnessed my 

fellow colleagues and many teachers trying to make the best of a demanding situation. I also 

faced numerous challenges during my teaching career.  Teaching high school students in an 

urban school district was not the challenge, but what troubled me the most was that I felt in most 

cases completely alone in all my efforts to improve myself and become a better teacher. I was 

really determined and wanted to expand my knowledge as an educator. I wanted my performance 

to be evaluated, I wanted someone to give me some feedback on how I can improve in my 

methods of teaching, I wanted a distinct perspective other than my own to talk about how to plan 

my lessons better for my students. But, sadly there was never such of a collaborative learning 

environment for teachers in my school and most of the other schools in India. Most of the time, I 

was alone on my own path towards self-improvement without any meaningful support or 

feedback. The principal whose plate was already full of so many responsibilities and obligations 

never had the time to pay heed to what teachers were going through mentally. 

A teacher serves as the foundation for the success of a school because he/she works at a 

place where the maximum output can be achieved – in the classroom. They work so closely with 

the students daily and know very well of what is required, what strategies to implement and how 

to implement them. The teachers’ knowledge of these factors is often better than that of the 
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principals and supervisors. Considering all the benefits of teacher leadership, efforts should be 

made to empower and well equip teachers so that they can very well exercise their chain of 

thoughts.  

In a country like India where there is a large network of schools and a wide diversity of 

students, teacher leadership can work wonders by achieving student effectiveness and reducing 

the burden off the shoulders of supervisors and principals. In India, a clear, established definition 

of teacher leadership has not previously been developed, but teacher leaders should be identified 

as those who are ready to make a way out of their classrooms and lead the other staff in 

improving classroom teaching and methodologies. Conventional and traditional mindsets of 

administrative authorities, vaguely defined roles, fewer sources of professional development are 

some of the obstacles that the teacher leaders must grow past. However, teacher leaders are vital 

to the success of initiatives to change and improve instruction for students in public schools. For 

schools to be successful, it becomes the responsibility of the people in the educational 

administration to find ways to create structures, training programmes that support teacher 

leaders. There should be a collective effort by teachers, staff and as well as the students to work 

towards the progress of the school. By sharing the responsibilities of getting involved in the 

curriculum formulation and other decision-making processes, all teachers and administrators 

could feel as equal members who have the contribution to the advancement of their educational 

setting. The main objective of any school is to provide high-quality education also catering 

towards achieving a positive learning environment in which students can have always have a 

room for growth. Filling the role of principal with strong leaders will not be enough, there is a 

need of creating a distributed leadership model (see Figure 2) which can help in taking the load 

off the shoulders of the principal and help the teachers to excel and lead.  
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Figure 2: Model for implementing Distributed leadership in Schools in India 

I have based my professional development course plan for teachers and administrators on 

this model and this model is a comprehensive layout of how a school and its leaders at the 

forefront will use their maximum potential to improve the quality of teaching and learning in 

schools. Introducing the concept of distributing the leadership in public schools in India for the 

first time is a very big change in schooling culture and like all the big changes, it requires 
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devoted time and energy even though I am presenting them with a very well-defined leadership 

model. This model will act as a blueprint for how a school will utilize its resources and distribute 

the leadership roles to achieve the desired goal of improving the quality of teaching and learning.  

Importance of each component of the model 

Defining Leadership Roles & Structure: It is very important to empower teachers and 

enhance the teacher leadership in India because of many reasons. Barth (1999) states that “when 

teachers lead, principals extend their own capacity. I think of teacher leadership as the act of 

having a positive influence on the school as well as within the classroom. Schools badly need the 

leadership of teachers” (p.17). As I stated above, most of the time I felt alone and powerless in 

all my efforts towards becoming a better teacher and towards aiming for the creation of better 

learning environment because of the lack of authority and power in my hands. This is a common 

scenario with most of the teachers in schools in India. There are no leadership roles defined and 

assigned to teachers for them to bring their innovative ideas in action. 

Building Leadership capacity: My own experiences as a classroom teacher of most of the 

times feeling unheard and unimportant in the decision-making processes for the school/ student 

growth built in me a desire to develop this distributed leadership model focusing on building the 

teacher leadership capacity. The words of Barth (1999) totally resonate with my beliefs of 

teacher leadership: “Teachers become more active learners in an environment where they are 

leaders” (p. 17). To improve the schooling system of our nation, teachers should be taking up 

more responsibilities and should be sharing more leadership roles according to Barth (1999) who 

carried out an in-depth analysis of more than 250 major school reform studies. 

It becomes the responsibility of the people in the forefront at the school to build a 

leadership capacity for the teachers and everyone else in education to effectively restructure our 
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schools. Principals can play a very crucial role in building the leadership capacity of teachers by 

beginning a culture of trust, transparency and collaborative learning between themselves and the 

teachers. Also, they can provide and support opportunities for leadership by aligning teacher 

strengths and roles.  

Focus on feedback & support by leaders: A distributed leadership model in any school 

will only be successful when it will be understood that being a teacher is not only challenging in 

the terms of technicalities but also emotionally. Everyday a teacher must deal with all types of 

students with different learning abilities, different passion and interests, motivation factors, 

cultural and religious backgrounds, and socio-economic backgrounds (OECD, 2013). Hence, 

understanding the different backgrounds and the new mindsets that the students bring with them 

to the classroom is an important element of understanding the strengths and limitations of 

individuals to shape the learning process and hence the pressure upon the teachers to produce 

results from these students is also very forceful. It is always expected from the teachers to 

become more efficient and productive and the focus lies on the student out-comes.  

If it is expected from the teachers to improve against this backdrop, then they need the 

stronger support of the leaders at the forefront and timely feedback on their actions which would 

help them to develop and improve. Feedback should be an act of reinforcement rather than 

criticism because, with criticism, learners invest less effort, which leads to more criticism 

(Wiliam & Leahy, 2015). By reinforcing that the learner is on the right track, he or she can direct 

his/her work to reach their goals. 

Creating a collaborative learning environment with a shared mission: An essential 

component of strong leadership on the fore front is to build great teams and creating an 

environment where team members can work in collaboration, share knowledge, solve the issues 
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together by working towards a common goal. An essential trait of a good leader is to not do 

everything on their own whereas to inspire and build a team with a shared commitment.  

 

 

Figure 3: Collaborative work structure 

In a conventional school setting in public schools in India, there exists an environment 

that tends to encourage seclusion rather than group work or peer to peer learning. Teachers are 

mainly concerned about the issues revolving around their own classrooms and not what is 

happening in the other classes in the school. There is a very little emphasis on collaborative 

activities bringing the all the teachers of the school together.  

With the help of this distribution model, the aim is to break these barriers by bringing the 

principals and teachers together and creating opportunities for them to work together by sharing 

responsibilities.           

Empowering leaders with resources & authority: By giving the teacher leaders a sense of 

responsibility and authority to lead their fellow colleagues can be a very challenging task in the 
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schools because in Indian schooling system the idea of teachers formally leading other teachers 

is not viewed upon positively. Principals and leaders at the forefront are also not that willing to 

give up their powers in the hands of teachers as they don’t have trust in them. Johnson and 

Donaldson (2007) put forth that “to reap the full benefits of teacher leadership, school 

administrators need to provide formal support structures and build leadership roles into the 

structure of the school” (p. 9). It is hard to expect a teacher leader to be responsible for the 

performance and the growth of the team of teachers without providing them appropriate 

resources and a meaningful role. 

Putting the plan into action 

It is high time that the Indian educational system comes to terms with the global 

phenomenon- accepting teacher leadership as the vital source for the progress of the overall 

education system otherwise it will live in the psychological past. I have prepared a professional 

development course plan for the teachers and principals of schools in India which is based on the 

distributed leadership model discussed above. There are several workshops which include 

activities and lesson plans in this course which will run for a span of six days. This course plan is 

designed keeping in mind the challenges faced by teachers and the school leaders, to bring them 

together and indulge them in various activities which help them to analyze the shortcomings and 

to develop a positive leadership structure for a school where everyone’s voice is heard. The 

whole purpose is to create more powerful and engaged teachers in India. There are two central 

boards of education in India – ICSE (Indian Council of Secondary Examination and CBSE 

(Central Board of Secondary Education) and this course plan can be implemented in any school 

as per their affiliation to these education boards. 
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The stages of completion of this course plan are based on a punctuated equilibrium group 

development model (Gersick,1988, 1989) and are focused on the relationship between group 

dynamics and their ability as groups to coordinate and work together. 

  

Figure 4: Adapted from punctuated equilibrium group development model (Gersick,1988, 1989) 

In India, where there is mostly a rigid approach towards taking the power away from the 

hands of leaders, implementing a distributed leadership model in that context will be a challenge. 

There is no clear direction and approach towards a right leadership model currently, so I am 

trying to create a breakthrough in the prevalent system with this distributed leadership model. 

However, this will only be successful if carried out in an atmosphere of equal participation from 

all the ends. Principals will have to make sure to get all the teachers involved and value their 

feedback and suggestions. If the goal is getting to a clear model, thoughtful piloting and iterating 

will lead in the right direction.  
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Chapter 4: Professional Development Course for Teachers & Principals 

I have based my professional development course plan for teachers and administrators on 

this model and this model is a comprehensive layout of how a school and its leaders at the 

forefront will use their utmost capacity to improve the quality of teaching and learning in 

schools.       

 

 

 

 

 

Figure 5: Model for implementing Distributed leadership in Schools in India 
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Plan of the course 

The course will be held for six days; one workshop per day (each session would be two 

hours). So, overall there would be six workshops lasting a total of 12 hours. These workshops are 

based on each component of the distributed leadership model that I have designed for teachers 

and principals of the public schools in India. The participants will be taking part in individual, 

paired and group activities. A group assignment must be designed in a way that it leads to 

collaborative learning otherwise any group task or activity will not be on a right track 

(Michaelson et al, 1997). I have based my course plan keeping in mind some of the strategies 

that are proven effective for creating and managing group activities or team building. Below are 

those strategies: 

 

  

Figure 6: Strategies for creating group activities and building teams   

 Adapted from (Michaelson, L.K. & Black, R.H. (1994) 

Choosing tasks appropriate for the group

Aligning activities with the learning goal

Successful group activities have a highly structured task.

Promote group cohesiveness.

Ensure both individual and group accountability

Promote high-energy class discussions and reflections.
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The facilitator who will be conducting this workshop plays a very important role in the 

successful completion of this course plan. He / She should be very clear and precise while giving 

out the instructions for carrying out these activities with equal participation from everyone 

involved. There are some considerations and guidelines (Barkley, E., Cross, P., & Major, C. 

2005) for a facilitator for conducting the workshop successfully:  

• Set guidelines for group work and associated discussions.  

• Provide written and verbal instructions, including time limits and deadlines.  

• Explain the motivation and learning goals for the activity.  

• Establish accountability for both individual and groups. 

• Provide learners with the necessary resources to succeed.   

During the assignment/activity: 

• Actively engage and monitor groups. Check for understanding frequently and 

clarify instructions or confusion. Visit all groups regularly. Facilitate, assist, mediate, intervene, 

and redirect groups as needed. 

• Frequently provide feedback to groups and individuals. 

In the end, a feedback session will be held where everyone can contribute and help them 

make better decisions. 

Session 1: Defining Leadership roles & Structure 

Activity 1: Duration 30 minutes 

Learning Objective: Participants get to know each other to feel more comfortable and 

begin to develop a sense of group identity. 

Materials Required: Four blank cards per person, One pen per person 
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The first activity is an Icebreaker game “Who am I? Participants are to write down four 

facts about themselves, one on each card. The facilitator then collects the cards from the 

participants and shuffles them. A random set of four cards is then handed back to each 

participant. When the time begins, each participant must go around to return the cards to whom it 

belongs. To do so, participants must go around asking each other questions that will reveal if a 

given card belongs to them. The game ends when every participant has their own set of four 

cards. The facilitator concludes it by highlighting some of the interesting facts about all the 

participants. 

Activity 2: Duration: 30 minutes 

Learning Objective: Participants will understand the importance of their role as a leader 

In this activity, Participants sit in a circle. One-person volunteers to leave the room. After 

they leave, the rest of group chooses a ‘leader’. The leader must perform some dance steps such 

as moving in circles, tapping a foot, clapping which will be copied by the whole group. The 

participant when comes back will stand in the middle of the circle and will try to guess that who 

is the leader leading the actions of the group. The group will try to protect the leader by avoiding 

a glance with him. After the volunteer participant spots the leader they join back the circle and 

the person who was a leader before leaves the room to allow the group to choose a new leader. 

The facilitator, in the end, concludes by asking the participants randomly about the importance of 

the role of leader.    

Activity 3: Duration: 1 hour 

Learning objective: Participants will be introduced to the concept of Distributed 

leadership. 
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Required materials:  A reflective journal and a pen per person. "Understanding learning 

leadership: distributed leadership", by James Spillane (Video 29 minutes 12 seconds) 

In this activity, facilitator conducts an interactive session with the participants and asks 

them to address these questions based on their existing knowledge about the subject of 

distributed leadership. 

• Your understanding of distributed leadership? 

• What is the leadership potential within our school? 

After the participants answer the questions, the facilitator asks them to watch a video 

explaining the concept of distributed leadership in depth. After the video the facilitator asks the 

participants to reflect in their journals on certain issues which are: 

• How is leadership distributed in your school? 

• How can you create conditions in your school space in which distributed 

leadership can function? 

• What are constraints and challenges to distributing leadership in your school? 

• How can these challenges be overcome? What are the opportunities for the 

teachers? 

The facilitator asks the participants to reflect on their learnings from today’s session and 

encourages them to pen down their honest thoughts without hesitation. These reflective journals 

will be collected by the facilitator by the end of the week. 

Session 2: Building Leadership Capacity 

Activity 1: Duration: 30 minutes       

Required material: Random pictures of landscapes, scenic views, people etc. 
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Learning Objective: Participants learn the importance of encouraging their leaders and 

teachers. 

This activity is called “figure it out”. The participants are divided into smaller groups of 

three members each. Then they are given a set of random pictures and are asked to come up with 

a story within a time. After the time is over, one person from the team narrates the story. 

Since all the competing teams have the same resources, they all aim to come up with 

something better than the others. The judgment on the selection of the best work by the facilitator 

would be based on the creative talent, presentation skills and the balanced utilization of the 

available resources. 

Activity 2: Duration: 30 minutes 

Required material: A blindfold 

Learning Objective: Participants learn the importance of extending the leadership 

capacity of the teachers and exploring their hidden talents. 

This activity is called “leading and guiding”. In this activity, participants split into pairs. 

One participant puts on a blindfold. Their partner then leads them with the instructions carefully 

around the area making sure they do not trip or bump into anything. 

After some time, the facilitator asks the pairs to swap roles. In the end, the facilitators ask 

the participants to reflect in their journals about how they felt when they had to trust the other 

person for showing them the path. After this the facilitator takes a break from conducting the 

activities and asks the participants to reflect their thoughts in their journal regarding these 

aspects: 

• Something you witnessed in the first part of the session that affirms your thinking. 

• An idea that is new to you. 
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• Something you are not very sure about. 

• Something you are hoping to see in the remaining session. 

The facilitator provides the participants ten minutes to complete this reflective practice. 

Activity 3: Duration: 45 minutes 

Required material: “Building leadership capacity” video (26 minutes 59 seconds) 

Learning objective: Participants learn the importance of building the leadership capacity 

of teachers and other leaders. 

The facilitator asks the participants to watch the video ‘’building leadership capacity” and 

after watching the video, the participants are divided into pairs and they share their learnings 

with each other. 

Session 3: Focus on feedback & support by leaders 

Activity 1: Duration: 1 hour 

Required materials: Three flip charts 

Learning Objective: Participants will realize the importance of giving feedback to their 

fellow colleagues so that they can improve and develop. 

In this activity, participants will be divided into three teams, Team A, Team B and Team 

C. Each team will be issued one flip chart. Facilitator further instructs team A to think of as many 

reasons that would make them reluctant to give a feedback to someone. Team A will write all the 

reasons on the flip chart. 

The facilitator asks Team B to think of as many things as possible that feedback will 

enable them to achieve. Team B will write all the reasons on their flip chart 

Team C is asked to think as many reasons as possible which will make a feedback 

effective. Team C writes all the reasons on their flip chart. 
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After this, the facilitator asks Team A to hang their chart in front of everyone and asks 

Team A to discuss with everyone the reasons that came to their mind for being reluctant in giving 

someone a feedback. Facilitator at this point should make sure that everyone participates and 

gives their ideas during this discussion. The facilitator then asks Team B to present their flip 

chart and tells them to discuss with the group, the ideas they came up with for what they can 

accomplish with feedback? 

Lastly, Team C presents their flip charts and facilitator asks them to talk about the 

importance of positive feedback with everyone. 

Activity 2: Duration: 30 minutes 

Required Material: ‘’Bill Gates: Teachers need real feedback” video (10 minutes 22 

seconds) 

Learning objective: Participants get to know more about what kind of feedback is 

required by teachers in a school space. 

Participants watch the video on the importance of feedback for teachers. After watching 

the video, the facilitators ask the participants to reflect in their journals regarding: 

• Why do you think feedback is important? 

• Would you like receiving constructing feedback regarding your work? 

• How will receiving support and feedback from principals make an impact on 

teachers? 

Activity 3: Duration: 30 minutes 

Learning Objective: Participants learn the importance of a good and a bad feedback. 

This activity is called Thumbs up Thumbs down. In this activity, the participants are 

divided into teams of four. Facilitator instructs them to brainstorm and come up with at least ten 
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examples of feedback comments which can be either positive or negative. Teams are given 15 

minutes to think about it. After 15 minutes, a representative from each group comes forward and 

read their feedback comments. The facilitator instructs the participants to put up a thumbs-up-

sign in the air when they like a feedback and a thumb- down sign when they think that a 

feedback comment is negative. 

Session 4: Creating a collaborative learning environment with a shared mission 

Activity 1: Duration: 20 minutes 

Required materials: A ball of string 

Learning objective: Participants will learn the importance of working in collaboration. 

In this activity, participants will be standing in a circle. One person will start out by 

holding the ball of string and a piece of string. While holding the piece of string the person will 

say out their name and two things they like or are passionate about. They then throw the ball of 

string (while still holding on to their piece) to a new person. The new participant says the name 

of the previous person and their two interests and says their own name and their two interests. 

The facilitator asks the participant to hold on to their piece of string and throw the ball to a new 

person. Eventually, in the end, there is a web of string that connects them all. 

Activity 2: Duration: 45 minutes 

Required materials: ’Creating a Professional learning community at work: foundational 

concepts and practices’ by Richard DuFour, Video (3 minutes 52 seconds) 

Learning objective: Introducing the concept of Professional Learning Communities to the 

participants. 
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In this activity, facilitator conducts an interactive session with the participants and asks 

them to address these questions based on their existing knowledge about the subject of 

Professional learning communities. 

• Your understanding of professional learning communities? 

• Do such kind of efforts already exist in our school? 

After the participants answer the questions, the facilitator asks them to watch a video 

explaining the concept of Professional learning communities in depth. After the video the 

facilitator asks the participants to reflect in their journals on certain issues which are: 

• How can we create a professional learning culture at our school? 

• What can we do to begin the process and involve all the educators? 

• How can our strengths by working in collaboration help reach the goal and be 

used most effectively? 

The facilitators will collect the reflective journals from the participants by the end of the 

week and encourage them to express freely on this subject matter. 

Activity 3: Duration: 1 hour 

Learning Objective: Participants will discuss the importance of building a culture of PLC 

in their school space. 

This activity is called ‘all things PLC’. The facilitator asks the participants to imagine a 

scenario where a local television station has provided you with a sixty-second spot on the 

evening news to help the community understand the PLC initiative that is underway in your 

school. The facilitator asks the participants to develop their presentation, keeping in mind that no 

one can go over sixty seconds. 
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The facilitator also instructs that during the presentation, other participants quietly take 

notes. 

Session 5: Empowering leaders with resources & authority 

Activity 1: Duration: 1 hour 

Learning Objective: Participants realize the importance of authority and resources. 

This activity is called as “role play”. In this activity, participants are divided into groups 

of three. One person role-plays the teacher and the other two acts as leaders/ principal. The 

leaders need to resolve an issue with the teacher. The “teacher” is instructed to be not so easy in 

acceptance of the suggestions given out by the leaders. The aim is to stretch the leaders to come 

up with unique and different approaches to deal with the problem of the teacher. 

After the activity, the facilitator instructs the participants to spend five minutes to reflect 

on their learnings from this activity in their journal. 

Activity 2: Duration: 45 minutes 

Learning objective: Participants to understand the leadership capability of a teacher.  

Required Material: “New school leadership, Donte Quinine, TEDxwenatchee” Video (17 

minutes 31 seconds)   

The facilitator asks the participants to watch a video in the context of teacher leadership. 

After playing the video, the facilitator then asks the participants to form pairs and discuss 

the key message that resonated with them. Later, the participants of each pair select a 

representative to share their ideas with the larger group. 

Session 6: Winding up & feedbacks 

Activity 1: Duration: 1 hour 
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Learning objective: Participants will share their learnings from the five-day workshop 

with everyone. 

Required material: a ball 

The facilitator will ask the participants to sit in a circle and give one person a ball and ask 

them to throw that ball to each other so that every person gets to hold the ball once. The person 

who has a ball in their hand will have to speak for 5-10 minutes about their learnings/questions 

from the entire workshop. After their turn, the ball will be thrown to the next person and the 

same process will be repeated till everyone gets a turn. 

Activity 2: Duration 1 hour 

Learning Objective: To appreciate others 

Required material: An A4 white blank paper 

At the end of the workshop, the facilitator asks the participants to stick a piece of paper 

on their backs. Each participant then writes something they like or admire about that person on 

the paper on their backs. When they have all finished, participants can take their papers home 

with them as a reminder of this time. 

After all the participants have presented their work, the facilitator will give his feedback 

(negative and/or positive) about the different presentations and even offer some helpful 

suggestions that will help the teachers and principals to plan their move forward. 
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Chapter 5: Conclusion 

Summary 

The purpose of this research project was to create more powerful and engaged teachers in 

schools of India and to prepare a professional development course plan for them to be able to 

understand the concept of distributive leadership and how can it be implemented in schools. 

Having faced many problems regarding the clear leadership role whilst being a teacher in 

a high school in India, I always wanted to work on the concept of distributed leadership and 

while writing my research paper I decided to write my paper on how to empower the teachers in 

schools in India. After reading many articles and books on the concept of distributed leadership 

which are referred to in the literature review in Chapter Two, I realized that by creating an 

environment of collaborative learning and by encouraging the professional learning communities 

in school, a distributive leadership style can be implemented. 

Limitations 

Public schools and the government schools in India are not structured in ways to support 

and facilitate teacher leadership. It is the need of the hour to understand that the barriers and the 

support systems are very directly related to each other while implementing the ways to empower 

teachers. The principal of a school can be viewed as either a barrier or a support and the same 

applies to relationships with other peers and fellow teachers.  

Various research studies conducted in the past bring us to the conclusion that there are 

many potential barriers to teacher leadership in India, and hence it becomes even more difficult 

for the teachers to take up these leadership roles. Teachers need support and adequate training to 

facilitate teacher leadership. It becomes the responsibility of principals and administrators to 

ensure that the necessary support programmes are organized to support such leadership. As 
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suggested by Danielson (2006), “most schools are not organized to promote the development of 

teacher leadership: the school day, the school week, and the school year are all organized around 

a view of teaching that regards contact time with students as the entirety of the job”. (p. 131) 

Discussion & Future Recommendations 

I have used qualitative methods of data collection such as observation, self-reports, and 

documentations which are based on my personal experiences. The model and the professional 

development course detailed in the previous chapter are based on this qualitative data.  

The Professional Development Course developed as part of this research is the first step 

towards bringing a mind shift in the conventional ways of leadership styles in Indian schools. 

Principals can play a very crucial role in bringing a radical change by strongly advocating the 

importance of teacher leadership and by encouraging his staff to lead. This positive action of the 

principal has, in turn, a very powerful impact on the effectiveness of his school. There is a strong 

need to bring a change in the culture if we want the healthy participation of teachers in 

leadership roles. Raj (2009) says that ‘’It is time to accept boldly that India is a part of global 

educational industry and it needs development and professionalism as adopted in other Industrial 

sectors. This mere change in its ideation will pave way for effective leaderships and leaders to 

provide what a nation (customer) needs and the world expects’’ (p. 61). 

The culture to accept the teacher leadership with an open mind, to welcome innovation in 

the conventional ways of doing things, to focus more on practical aspects of education than on 

theoretical. Hinde (2003) suggests that a change in the culture is very essential for seeing the 

results and progress in schools.  Though the principals might face difficulties in changing their 

leadership style, it is not an impossible act for I believe that the professional development course 
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and the model that I have prepared would help them in understanding a new perspective to 

leadership and adapt to it and apply it in their lives and schools. 

Conclusion 

In conclusion, this research paper highlights the importance of teacher leadership, puts 

forth the idea of eliminating bureaucracy from the existing school structure in India and projects 

teachers as leaders. Although the concept of teacher leadership is widely acclaimed and accepted 

in the very short interval of time, it is easier said than done. Courage, wisdom, and patience will 

help pave a path for teachers to achieve the goal. 
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